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EXECUTIVE SUMMARY

RPA is quickly becoming a mainstream business activity to drive better performance. However, 

traditional approaches to RPA lead to higher costs, increased project risk, less innovation and low 

people engagement. 

It is a time for a People1st Approach for managing process automation. 

The Softomotive People1st Approach for RPA is a totally new way to deploy RPA. The power of 

innovation is firmly in the hands of those who have the knowledge, skills and understanding to select 

and develop the best tasks and processes to automate – the people that do the work. In a People1st 

world, everyone is a “Citizen Developer.” 

Engaged people can be expected to ask the question, “what can I automate today to save even 1% of 

my time?”. Magnify this saving over one year for the whole organisation and the numbers really add up.  

A People1st Approach for RPA reduces cost and project risk, supercharges innovation and increases 

people engagement. A brand new business model is needed and this has three phases: 

1 Innovate to empower the many and accelerate performance collaboratively. 

2 Incubate to filter and nurture the best output from the innovation phase. 

3 Implement to scale what works, with main responsibility sitting with the COE.

Each phase is broken down further into different steps to provide a complete 7 stage blueprint for 

deployment, underpinned by IT governance and enablement.  

The Softomotive People1st Approach turns conventional RPA thinking on its head by firmly putting 

people before robots to get the best results.
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In some circumstances, for instance, if a company has a very clear view of where to start its RPA 

journey, a “top down “approach can be a sensible option. However, it is important to be aware of 

certain limitations. 

THE CURRENT “TOP DOWN” APPROACH TO  RPA 
IS NOT THE WHOLE ANSWER

Source: Softomotive Global Study 2018, RPA for Growth Companies.

How can RPA benefit my business?

What areas of my business are best for RPA?

How do we implement and use RPA solutions?

What is the reliability, maintenance and support of RPA solutions?

What is the future look like for RPA

How will RPA affect my employees?

How much do RPA solutions cost?

Where do we start with RPA solutions?

How secure and compliant are RPA solutions?

What are the limitations of RPA?
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Upfront Investment & Risk

Even now after a few years of RPA as we know it, report after report says the same thing, “businesses 

are still struggling to understand where and how to start RPA”. This was also highlighted in a recent, 

first-of-a-kind global research into RPA for Growth Companies conducted by Softomotive. To gauge 

the most significant questions about RPA, business professionals in the study were asked what 

question(s) they’d ask an “RPA Expert” if they had the chance.

Rationale Flawed approach

Upfront Investment High

Risk High

Development Method Hybrid

Automation Discovery Limited

Scope COE

People Engagement Low

It’s time to turn 
the world of 
RPA on its head

Marios Stavropoulos, 
CEO, Softomotive
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Despite this uncertainty about where to focus, a big bang approach is still the preferred option of many, 

involving a higher up-front investment in a full Enterprise RPA system, together with its associated 

costs of additional servers etc.  

This  increases overall project risk and raises the bar higher as to what is required to get a positive 

ROI. The cost is not just the higher costs of implementing RPA but also the opportunity cost of not 

starting smaller RPA projects that might otherwise have made a positive contribution. The old adage 

for IT of think big and start small seems to have been forgotten in the rush to reach the pot of gold at 

the end of the RPA rainbow. 

This is even more true when it comes to adopting an all-in approach to developing unattended 

automation or where the “Bot” works independently in a “lights out” mode. Not only are businesses 

unsure of what which processes to automate but the problem is compounded by withdrawing the 

human element before an unattended process is proven and fully up and running. 

Development Method

Agile has become the new norm for IT development and yet the approach to process automation 

itself is still stuck in many ways with the old ways of doing things in strict chronological order. The end 

result is often a hybrid approach which is a combination of new, agile for IT development and a more 

rigid one for process automation. This does not fit today’s businesses which are far more dynamic 

and processes more fluid: so what is correct today, may not be the case tomorrow due to internal or 

external factors, like changing legislation needs or customer demands.  

Automation Discovery & Scope

There’s no doubt that a strategic approach is needed, but at the same time enterprises need to ensure 

that this does not make the early stages of adoption more complex than they need to be. Sometimes 

too much formality is bad for adoption. It can stifle bottom-up innovation and prevent an agile 

approach that can be very useful when starting out. What we’ve seen is that RPA is a technology that 

spreads once the initial value has been proven and all stakeholders are on board.

When starting their RPA journey, companies might find that there are a limited number of 

processes ripe for automation which are easy to identify. The question is what happens once such 

“low hanging fruit” has been targeted? A pipeline of automations needs to be developed to justify 

the level of investment. Process Discovery tools are increasingly coming to the fore but they 

have their own limitations don’t expect technology to magically solve it. Generally speaking, it is 

people who are doing the work which have the best understanding of their tasks and processes. 
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Yet process discovery and development tends to be completed in an “ivory tower” of a COE, remote 

from day-to-day activity which tends to be dynamic and ever-changing. This means that there is every 

chance that what is automated is not fit for purpose. 

People Engagement

Typically, current approaches focus on the work of the COE rather than seeking the active engagement 

of the business as a whole. Therefore, it should come as no surprise that people engagement is 

low, often leading to widespread concerns about the impact on their jobs and increased employee 

resistance to change. This only adds costs to and slows deployment down.

So the current “top down” approach  for RPA development and deployment has higher costs, 

has more project risk, is more rigid, is less innovative and generates less engagement - yet it is 

still considered to be the one and only  approach! In whichever currency you work in, it simply 

does not add up any longer. This has led some of our customers to say that there must be a better 

way to RPA rather than doing the same old thing. 

It is a time for a People1st Approach 
for managing process automation.

WHAT IS A PEOPLE1st APPROACH FOR MANAGING 
PROCESS AUTOMATION?

  The Softomotive People1st Approach turns the world of RPA on its head to address the main 

shortcomings of a traditional approach; namely the higher upfront costs, increased project risk, 

reduced innovation and lower people engagement. 

In a People1st world, the democratisation of RPA is a reality, with power in the hands of the end user. 

Everyone is a citizen developer, equipped with their own digital assistant and collaboration tools to 

accelerate “bottom-up” innovation of process automation. Such automations are only fully deployed 

on an enterprise-wide basis once they have been centrally tested and proven.   

Marios Stavropoulos, CEO, Softomotive
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WHY THE SOFTOMOTIVE PEOPLE1st APPROACH IS 
SO MUCH BETTER
The Softomotive People1st Approach is the diametric opposite to the higher cost, higher risk approach 

currently favoured by most RPA vendors.

Rationale Flawed approach People1st Approach

Upfront Investment High Low

Risk High Low

Development Method Hybrid Agile

Automation Discovery Limited Supercharged

Scope COE Business-Wide

People Engagement Low High

Did
you

know?

RDA IS DEFINED AS:

Automation software hosted on a humans’ 
workstation, interacting with users in real 
time, who can initiate and control robot tasks. 
It can work in Attended (robot interacting 
with the user) or Unattended (robot working 
independently) mode.

RPA IS DEFINED AS:

Distributed automation software can work 
in Attended (robot acting with the user) or 
Unattended (robot acting indepedently) mode. 
In the latter case, this is equivelant of a “lights 
out” or “batch-orientated manner, for example, 
automating core back office processes. By 
doing so, it creates a virtual, digital workforce.

Upfront Investment & Risk

It is easier, quicker and less risky to start with a desktop automation tool (RDA) which does not require 

a server or any other significant, hidden costs. By being installed directly on people’s workstations, the 

automation software can augment the users work by operating in “attended mode (Bot interacting 

with the human).” It is important to check that the desktop automation tool provides the same power 

and advanced automation features commonly associated with enterprise RPA tools. 

Development Method

An Agile approach is central to this approach. In this case, process automation also takes on an agile 

approach and not just IT development. This allows processes automation to be much more fluid and 

responsive to changing circumstances.
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Automation Discovery, Scope & People Engagement

RPA Innovation 
is too important 
to leave to the 
few, empower 
the many

Marios Stavropoulos, CEO, 
Softomotive

A People1st Approach for process automation places the power of 

innovation firmly into the hands of those who are best placed to know 

what is needed and how to do it – the people that do the work. In a People1st 

world, everyone is a “Citizen Developer” because they know best what 

works and what does not. It should not be left to a centralized department 

like the COE to make this happen. Otherwise, the scale of innovation 

would undoubtedly be less and much slower. In contrast, if “Citizen 

Developers” see an opportunity to automate a task or part of a process 

which will speed up what they do, do it more accurately or efficiently, that 

is exactly what they can do on the fly. 

Engaged people can be expected to ask the question, “what can I automate today to save even 1% 

of my time?”. Over the course one year, the sum of incremental improvement would be immense, 

especially if it were magnified x times across the whole organization through effective collaboration. 

They do not need to wait for an automation request to be submitted to a central department, only 

for it to be held up or at worse rejected outright, meaning that it takes months for the request to be 

tested, productized and fed back out from the centre.  

So an agile approach to process automation and active engagement is encouraged by a People1st 

Approach. This can still be done with COE oversight providing assurances about security and control.

The speed of innovation and impact on the business is likely to be much faster and greater with 

a People1st Approach for process automation. 

How 1% Performance improvements led to Olympic Gold

Perhaps the most powerful benefit is that it creates a contagious enthusiasm. Everyone 
starts looking for ways to improve. There’s something inherently rewarding about 
identifying marginal gains — the bonhomie is similar to a scavenger hunt. People want 
to identify opportunities and share them with the group. 

Sir Dave Brailsford, head of British Cycling in 2002

The team had almost no record of success: British cycling had only won a single gold medal in its 76-year history. That 
quickly changed under Sir Dave’s leadership. At the 2008 Beijing Olympics, his squad won seven out of 10 gold medals 
available in track cycling, and they matched the achievement at the London Olympics four years later. Sir Dave now leads 
Britain’s first ever professional cycling team, which has won three of the last four Tour de France events.

https://hbr.org/2015/10/how-1-performance-improvements-led-to-olympic-gold
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A brand new business model for managing process automation is required to address a People1st 

Approach.

A PEOPLE1st BUSINESS MODEL FOR MANAGING 
PROCESS AUTOMATION

This new business model splits managing process automation into three distinct phases, 

the 3 “I’s”: Innovate, Incubate and Implement. Each phase is broken down to different steps to 

provide a 7 stage blueprint for the adoption of this new approach, underpinned by IT Governance 

and Enablement. 

Objective Empower the Many Nurture the Best Scale what Works

Scope Business Business COE
Attended - Business 
Unattended - COE

Focus Tasks
Tasks &  Business 
Processes

Tasks &  Business 
Processes

Action Start Small Learn Quickly Scale Seamlessly

Type Of Automation RDA RDA RDA & RPA

INNOVATE INCUBATE IMPLEMENT

ATTENDED (UN)ATTENDED

ATTENDED

UNATTENDED

Source: Softomotive
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INNOVATION STAGE

The key objective for this phase is to empower the many and its scope is right across the business or 

in selected departments. The focus is on repetitive, mundane tasks that people perform day-to-day 

and the aim is to invite as much innovation as possible. There are two key steps to the Innovate phase, 

including empowering the many and encouraging collaboration. 

INCUBATION STAGE

The key objective for this phase is to nurture the best output from the innovation stage. The main 

responsibility for this typically falls to a centralised department, more often than not called the Centre 

of Excellence (COE). The focus is on both automated tasks and processes with the aim to learn quickly 

what could be deployed more broadly across the business for best results. 

IMPLEMENTATION STAGE

This is more representative of a business as usual RPA roll-out since in a People1st Approach it is the first 

two phases (Innovate and Incubate) which really make the difference and deviate from conventional 

wisdom and normal practices.

The key objective for this phase is to scale what works and the main responsibility for this remains 

with the COE, albeit some activity may reside in the business for improved speed and agility. The 

focus is on both automated tasks and business processes with the aim to scale seamlessly. 

INNOVATE INCUBATE IMPLEMENT

Productize
Filter

the best
Empower
the many

Encourage
collaboration ManageDeploy Scale
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UNDERPINNNED BY IT GOVERNANCE AND ENABLEMENT

It is important that IT is involved at the outset and recognize their evolving role in the new world of 

Citizen RPA developer when they need to take on a role of enabler as opposed to “gate keeper”. In 

other words, the introduction of new practices and ways of operating that set up the business led 

RPA development for success so it can provide better business outcomes. This path has already been 

trodden by BI and Analytics and now is the turn of RPA. For instance, IT providing advice on choice of 

tools, non-functional requirements like TCO, usability and maintainability. [visionary cio introduces 

people1st into org]

Gartner have developed a number of key recommendations for the adoption of best practices in the 

new era of Citizen developers.

In summary, the Softomotive People1st Approach for RPA turns conventional thinking on its head by 

firmly putting people before robots to get the best results.

To discover more about the Softomotive People1st Approach for RPA read the Practitioner’s Guide 

which provides more detail on the 7 step blueprint for deployment.

Source: Boost Development Team Capacity at MSE’s Using Citizen Developers and Integrators, Gartner, 29 January 2019

• Enable “Citizen IT” by defining the opportunities and 
establishing the boundaries separating citizen IT 
activities into “permitted” and “prohibited” areas. 

• Identify Citizen IT candidates among the business 
community based on interest and requisite technical 
skills. 

• Maximize the effectiveness of Citizen IT initiatives 
by providing production-grade operational support to 
citizen IT resources and outputs. 

• Analyze artifacts before production deployment by 
conducting joint reviews, as part of a change control 
process focusing on security issues, performance risk 
or intentional fraud.

To achieve faster enablement of digital business capabilities, CIOs of MSEs should:
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Softomotive is the longest standing RPA vendor to offer both a desktop version WinAutomation, 

as well as server-based unattended and attended automation solutions ProcessRobot. Both of 

which are quick to deploy and are priced to scale. 

These two leading RPA solutions working together are uniquely qualified to support a People1st 

Approach for RPA because the desktop version is easily installed on everyone’s computer to 

accelerate innovation in process automation from the bottom up. Once the best automations have 

been filtered, tested and prepared by the COE, they can be scaled as business as usual using the 

enterprise RPA platform. The transition from one to the other is made easy since both solutions 

share the same RPA engine.

Softomotive recognises that when it comes to automation one size does not fit all. We are the only 

provider of process automation technology to offer a portfolio of solutions designed to meet the diverse 

needs of individuals, small teams, growth companies, and large enterprises. 

Softomotive provides the smoothest RPA journey by allowing enterprises to start small, learn quickly 

and scale seamlessly. This helps to reduce overall project risk and avoids high up-front costs which can 

make achieving a positive ROI that much harder. 

For more information about People1st Approach visit: www.softomotive.com/People-1st-Approach

For any questions regarding this study please don’t hesitate to contact us directly at: marketing@softomotive.com

ABOUT SOFTOMOTIVE


