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"Robotic Process Automation is increasingly part of our  

day-to-day business. At Capgemini we have hundreds of these 'robots' in 

action delivering parts of our clients’ processes. With that in mind, we 

have collated a set of articles by our team that focus on the opportunities 

and questions raised by automation and Artificial Intelligence."

-Christopher Stancombe
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The Seven Laws of 
Robotic Process Automation
You might think that the rules of good people management do not apply to a robot workforce. However, if 
we assume that, we risk throwing away decades of best practice that could be useful for managing robots. 

As our robot colleagues grow in number, we will have to consider the issues arising from their “employment.” 
Capgemini’s Global Enterprise Model (GEM) offers a good blueprint for getting the best out of robot workers. 
Its seven laws provide the framework to what Isaac Asimov, were he writing today, might call the Seven 
Laws of Workplace Robotics.

Grade mix
The right team structure is important to the success of any enterprise and that is 
no less true for robot team members. You need to consider the robot’s level of 
sophistication and how different robots might function together. Some will have high 
levels of AI and perform complex tasks. Others will be designed for straightforward 
jobs. Getting the right robot for the job is key.

Location mix
A software robot doesn’t have an office. However, just as the physical 
location of data stored in “the Cloud” can be important for legal and 
regulatory reasons, so we will need to define where the robot works. Does 
it “work” in a delivery center or on client systems? Is it behind the firewall 
or not? Similar questions can be asked about the data it handles.

There is a
question here about

whether we have
trained people

adequately to specify
the requirement

for robots.

Competency model
The competency model takes things a stage further.  
You need to decide how you will specify the robots for their tasks. What are 
the key capabilities required? Will it work with any ERP? Does it just replace 
human key strokes or does it do more? There is also a question here 
about the competencies required in the humans who will be specifying the 
requirement for the robots – have we trained people adequately for this 
new job?
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Christopher Stancombe (originally published in December 2015)
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Process model 
Some robots are designed to replace a human being, but they can usually work faster. 
This speeds up the process, perhaps causing a bottleneck elsewhere. Robots can 
also carry out tasks that are impossible for humans, or at least impossible for humans 
to complete within a reasonable amount of time. This might create opportunities to 
introduce greater complexity or more decision points into your processes than a 
human would be able to manage.

Technology 
We also have to consider questions about the technology itself, rather than how 
it is being used. First, who owns it? Is it the company that programmed it or the 
one that owns the IP it works with? Who is responsible for its performance? Is 
it fair to hold the CFO responsible for a poorly performing robot in the Accounts 
Payable process that was developed and installed by IT? Probably not, however 
neither is it clear that IT should be responsible.

Pricing
The question of ownership is also central to pricing. Do you own the robot 
outright or rent it? Just like human workers, robots will need “training” to improve 
their performance. If you rent your robot then those upgrades should be part of 
the package but if you own it then you need to allow for those costs. There’s an 
interesting question here of whether people are thinking fully about the total cost 
of ownership for robots.

Governance
The robot needs to be accounted for in service level agreements. What issues might 
that create? To continue the accounts payable example, a task carried out by humans 
can probably be maintained even if several staff members are unavailable. Others 
can be brought in and trained up relatively quickly. A problem with a robot process, 
such as a bug in the code, can’t be circumvented so quickly. Similar concerns apply 
to the OLA underpinning the SLA. Furthermore, does a robot have system ID just like 
a human worker? If so, who is responsible for tracking what it does? Once again, is it 
the IT department or the department it works in?

Just like human
workers, robots

will need “training”
to improve

their performance.

Is it fair to hold
the CFO responsible

for a poorly
performing robot in

the Accounts Payable
process that

was developed and
installed by IT?
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Click here to read other BPO Though Process blogs by Chris Stancombe.
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Hello Robotics and Automation! 
Will Technology Transform BPO?
According to a recent Horses for Sources (HfS) study, “BPO on the Brink of a New Generation: Technology 
Transformation,” 47% of BPO buyers see automation as a critical component of BPO capabilities. Until 
recently, automation had not often featured in conversations between buyers, service providers and 
advisors. 

This seems to prove that process automation may be a significant game changer in BPO. But is the industry 
ready for robotics? Has it seen this army of robots on the horizon? Or maybe they are already there?

The CFO’s robot army
The key requirement in Finance and Accounting Outsourcing is to understand and 
align with the CFO’s agenda. The core principles and desired outcomes are likely 
to be common to all CFOs irrespective of their type of business. They will look for 
a scalable platform supporting growth, protection against risks, strong cash and 
working capital position, and they will want to spend less time on the basics of 
accounting and more time in supporting and developing strategy and driving key 
business initiatives.

New technologies, such as robotics and process automation, are already being used 
within BPO to enable CFOs to focus on their strategic activities while achieving lower 
costs, additional efficiency and productivity. Robotics and process automation allow 
business users to quickly and accurately automate simple and rule-based processes 
in order to drive efficiency and minimize errors associated with manual data entry.

My belief, however, is that robotics, exciting though the topic is, is only part of the 
answer to the more fundamental and strategic change that is happening – the 
combination of all the layers of support functions into a fully integrated  platform 
containing services, processes and technology.

This is an offer that would provide CFOs an “Amazon-like” or “supermarket-like” 
experience when it comes to their finance function. Imagine a CFO swiping a credit 
card to buy invoice processing services, or using biometric recognition to buy an 
improvement in DSO.

RPA allows  
business users to 

quickly and  
accurately  

automate simple 
and rule-based 

processes in order 
to drive efficiency 

and minimize errors 
associated with 

manual data entry.

Andrzej Hutniczak  (originally published in June 2014)
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The integrated robot
Robots, invisible but with a prominent place in the technology layer 
of the integrated stack, will of course support the achievement of the 
CFO’s goals and create an improved buying experience. Maybe in the 
future an artificial smile may even appear on robotic faces from the 
pride of a job well done, a business outcome met – and maybe they 
will share their pride with one of you while sipping freshly brewed, 
fragrant and delicious coffee data from a fancy digital coffee mug.

However, the true test of their AI could be whether they become 
frustrated when their human colleagues forget that processes must be 
first fixed before automation, and when they have to correct the same 
mistakes again and again in their robotic, automated way!

The true test of AI could 
be whether robots become 

frustrated when their  
human colleagues forget 
that processes must be 
fixed before automation.

Robots will support the 
CFO’s goals to create an  

improved buying experience.

Click here to read other BPO Though Process blogs by Andrzej Hutniczak.
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Remembering Bill Gates’ 
Rules on Automation

This is an old quote but it still makes a lot of sense. However, the rise of RPA within 
BPO might tempt some to cut corners.

I don’t think anyone can argue with the first rule. It’s the second rule that some people 
are challenging. They may see automation as a quick fix to the problem of inefficient 
processes – a sticking plaster alternative to a big, disruptive, transformational change 
project. RPA is a very good thing but we should be more wary than ever of breaking 
Bill Gates’ second rule.

How RPA can be used to reduce the 
impact of inefficient operations
Let’s take an example of a complicated network of interfaced 
software systems that a lot of companies rely on.

There are often significant inefficiencies in the processing level 
where you may have to re-key entries between one system and 
another. Alternatively, there may be a step where one employee 
needs to extract information and email it to another team for them 
to re-enter it into a different system or spreadsheet.

The ultimate solution is, of course, to upgrade the software 
systems and remove the inefficient steps. But interfering with the 
main “Big IT” system can be expensive, time-consuming and risky. 
Rather than embark on such a daunting project, RPA can be 
applied as a kind of “non-invasive surgery,” at a fraction of the 
upgrade cost. In effect, it can make these large software systems 
more accurate, more manageable and more cost effective.

“The first rule of any technology used 
in a business is that automation applied 
to an efficient operation will magnify the 

efficiency.”

“The second is that automation applied 
to an inefficient operation will magnify  

the inefficiency.”

RPA can be applied as a 
kind of “non-invasive  

surgery,” at a fraction of 
the upgrade cost.

Christopher Stancombe (originally published in January 2015)
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Revisiting Bill Gates' 
rules on automation

Automation applied 
to an efficient 
operation will 

Magnify the efficiency

Automation applied 
to an inefficient 
operation will 

Magnify the inefficiency

For all those who need a reminder, here are Bill Gates’ two rules regarding automation:

8 Robotic Process Automation – Special Edition



If RPA is used  
to shore up  

creaking business 
processes, there 
is a risk that you 
would still come 
unstuck in the 

long term.

RPA may not magnify 
the inefficiency, but it 
may hide fundamental 
problems until it is too 

late.

The future of process efficiency  
is not an RPA sticking plaster
It’s true that RPA can act as a great quick fix to reduce cost and improve accuracy 
– we’re seeing a number of examples where the time and cost of deeper change is 
prohibitive within a given budget cycle or other short term constraints.

However, if you used RPA to shore up creaking business processes, there is a risk 
that in the long term you would still come unstuck. This mindset has the potential 
to mask the inefficiencies that can make a powerful business case for change, 
institutionalizing poor practices and inhibiting the necessary change for good in an 
organization.

Let’s take another example where you have a poorly designed or outmoded 
customer interaction process in your business. You know it takes longer and costs 
more money than it should, so you automate some parts of the process. This is a 
relatively easy win to take costs out, but you’re not really tackling the key outcomes 
from that business process: better customer experience leading to improved 
loyalty, sales growth, and so on. I worry that in a situation like this, the siren song of 
automation could lead an organization astray.

We see RPA best put to use after simplifying and standardizing the business 
processes to magnify the efficiency, whilst leading to improved effectiveness, 
control and business value.

So is Bill Gates still fundamentally right?
Perhaps unsurprisingly, yes. You rewrite these rules at your peril. There is no quick 
and easy way to fix an inefficient operation for the long term. RPA may not magnify the 
inefficiency, but it may hide fundamental problems until it is too late. Use it wisely!

Click here to read other BPO Though Process blogs by Chris Stancombe.
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Passing the Turing Test – 
What Can Artificial Intelligence  
Do for Business Processes?

Solving business problems the human way
When the problem is simple, humans follow basic rules to fix it. Think 
of inputting and processing details like those in supplier invoices. This 
is already relatively easy to automate. 

When an unexpected problem arises, we tend to ask our boss or an 
experienced colleague for help. They’ll often use their experience to 
solve the problem. Sometimes, they may need to ask someone else. 
If the answer still eludes them, they will try to devise a novel solution 
for this new challenge.

This takes our imagination and experience, and applies it to a new 
context. It’s what we call “thinking outside the box,” and humans are 
good at it. Our brains are pattern hunters – but we also enjoy looking 
for and making unexpected connections and building new concepts 
in this way.

When an unexpected 
problem rises, humans 
tend to "think outside 
the box" – and we’re 

good at it.

Lee Beardmore (originally published in January 2015)
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These days, we can create computers that are better at mimicking us but 
they still don't really work or learn like us. To think practically about AI, we 
need to think about the way we humans solve problems at work.

In the early years of computing, Alan Turing foresaw some of the fundamental questions around AI that still 
preoccupy us today. In modern “Turing Tests,” computers still struggle to outwit a jury of real people by 
masquerading as humans.

But just what “human work” will machines be able to do in the near future, and how should we approach 
this fascinating challenge? Even in Turing’s time it was clear that computers would struggle to imitate 
humans in a couple of key areas: 

Being just too perfect – in Turing’s 
words, “unmasked by their deadly ac-

curacy.”

Being unable to deal with the unexpect-
ed – struggling to innovate beyond the 

limitations of their programming.

1 2
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Putting it into practice
These are exciting times to work with AI. It's rarely far from the news or the big 
screen these days, while predictions for the long-term future range from the 
utopian to the apocalyptic. The reality will, hopefully, be less dramatic but the 
critical point for business is that any approach must be intrinsically linked to value 
creation – whether in speed, quantity or other metrics.

Perhaps we should think of AI in terms of a 
dual-pronged evolution – with humans a key 

component in the system.

Solving business problems with Artificial Intelligence
AI systems get just as flummoxed as people, and they also need to be taught how to 
deal with new circumstances. Perhaps by allowing them a little more "Artificial Stupidity" 
and letting them act a little more randomly, we can give them the opportunity to learn 
from success and (controlled) failures as we do. Compare that to today’s RPA that simply 
repeats the same tasks to set rules, which leaves little opportunity to learn and evolve.

The time when computers can replicate the human intelligence needed for more 
nuanced business analysis and recommendations is far away. It’s probably a bit of a red 
herring anyway – even if it does raise fascinating questions.

However, we are already seeing computers encroaching further on the “subjective layer” 
of business process decision making. Almost all high-value work performed by humans 
today is augmented by increasingly complex tools. The technology is making more and 
more intelligent suggestions, which we then take a measured final decision on, based on 
our human experience and intuition.

Perhaps we should think of AI in terms of a dual-pronged evolution – with humans a key 
component in the system. This will soon be far more common for medical diagnoses – 
and has already been done in chess, led by Garry Kasparov.

But, crucially, we’re not always right. Experimenting and getting things a bit 
wrong (while judging how much risk to take) is all part of the process. This is 
a world of grey areas; the solutions we arrive at in these cases are essentially 
subjective – we could argue for and against them, but we eventually agree to 
get on with it and give it a try.

Click here to read other BPO Though Process blogs by Lee Beardmore.
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Could Artificially Intelligent Crash 
Test Dummies Unlock Business 
Process Innovation?

Simulation for innovation
Innovation always involves balancing the possible rewards with the 
risks of failure. We’ve all heard the innovators’ mantra of “fail often, 
fail fast,” but it’s never been an easy sell in a large enterprise. While 
the consequences of failure can often be highly instructive, most 
people aren’t free to fail often in their jobs. That’s one of the main 
reasons we’re told that entrepreneurial thinking tends to die off in 
large organizations.

AI and robotics 
could speed up 

and enrich  
innovation in the 

way large  
organizations  

are run.

Christopher Stancombe (originally published in April 2015)
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At a practical level, where could we start to apply this to business 
processes in the near future? Maybe we could learn from the automotive 
industry and their old, instantly recognizable friend, the crash test dummy.

When it came to improving the safety performance in cars, there was no 
substitute for repeated testing and measurement. The vehicles and the 
dummies inside them were crashed, dropped, crushed and rammed in 
almost every conceivable way, while the engineers monitored their behavior 
under these conditions.

This eventually led to all sorts of discoveries that fundamentally changed 
the way cars are designed and saved countless lives – some of them quite 
unexpected. AI and robotics could allow us to replicate this crash test 
dummy approach for all sorts of business process scenarios. I believe this 
could really speed up and enrich innovation in the way large organizations 
are run, just as it did so powerfully for vehicle safety.

Despite the occasional apocalyptic warnings, I think most people would agree that the potential for AI and 
RPA to help us innovate is fantastic. Used wisely, it could become a valuable support to human ingenuity. 
Advances in machine learning and automation may soon see it replicating some quite human qualities in 
business, improving our analytics capabilities and accelerating our thinking.
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Let’s fail often and fail fast, but where possible, 
let’s fail safely and virtually.

The right approach 
should free people up 

to pose more  
of the brilliant  

“what if?” questions 
and let the robots  

suffer the  
consequences.

A boost for original thinking
We’ve been running with this idea of rapid prototyping for some 
time through a test and learn approach in our Innovation Labs. The 
thinking that happens in these collaborative innovation sessions 
can range from proposals for incremental improvements to quite 
radical changes in strategy. Both ends of the spectrum could 
probably benefit from faster and smarter robotic help.

Nevertheless, the importance of getting people round the table to 
discuss their challenges openly and imaginatively will not be lost. 
Humans are still much better than machines at providing those 
sparks of originality or counterintuitive bright ideas that are the real 
game changers in business.

The right approach should simply free people up to pose more 
of the brilliant “what if?” questions and let the robots suffer the 
consequences. If this could have as many positive effects on 
business process design as the invention of the crash test dummy 
did for cars, we can look forward to a much more exciting and 
innovative, but less risky future.

What if you could create a virtual environment where it’s possible to simulate new processes and 
new ventures and see how they play out, before committing more time and resources? It makes 
good sense for a crash test dummy to take the hit, instead of gambling your career on a daring 
idea from left field: let’s fail often and fail fast, but where possible, let’s fail safely and virtually. 
Of course, we’ve had some crash test dummies in place for some time, in the form of business 
process modeling tools and, more recently, powerful predictive analytics. However, the scale 
and sophistication of AI could soon create a new generation of tools that will make these look 
rudimentary. What’s more, these tools can become easier to use and faster to deploy, which is 
key to large organizations being able to harness their potential.

Click here to read other BPO Though Process blogs by Chris Stancombe.
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Robotic Process Automation:  
A Latin American Perspective

Automation will drive positive changes
in BPO as a career, resulting in a more  

attractive professional environment.

06

Automation makes BPO an attractive career
When it comes to the impact that robotics will have on people, 
there was a clear agreement across the panel that automation will 
drive very positive changes in BPO as a career, allowing people 
to focus on more complex and value-adding activities, which will 
result in a more attractive professional environment. BPO will 
become increasingly attractive as a career choice and the ability to 
retain employees will be positively impacted.

Back in our office in Guatemala City, where we serve 20 Latin 
American countries for various clients, our teams are already 
working on several automation initiatives – and the level of 
technical readiness and adoption is really high. In fact, we held 
an “Automation Fair” at our center some weeks back, where our 
employees identified more than 40 automation initiatives to improve 
productivity and client satisfaction.

At a recent conference in Guatemala, I had the opportunity to debate the potential for robotics in BPO, 
particularly from a Latin American perspective. I shared with my fellow panelists my experience in dealing 
with several regional companies as well as global enterprises with a strong regional presence.

For Latin American operations, robotics brings fantastic business opportunities for both BPO providers 
and our clients. It offers a more attractive value proposition not only from the cost perspective but also 
on the provider’s ability to enable better controls, enhance customer and vendor experiences, and allow 
enterprises to focus on higher-end operations.

Gustavo Tasner (originally published in August 2015)
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We need to look at RPA 
holistically, building a 

process transformation 
roadmap that is based on 
standardization and best 

practice adoption.

This is further evidence that RPA is not just a fad or trendy topic that providers use 
as part of their selling process. At Capgemini, it is already part of our reality when it 
comes to how we train, develop and grow our people, in addition to being an intrinsic 
component of our solutions.

Our approach to transformation, which leverages Capgemini’s Global Enterprise 
Model (GEM), is also key to driving business value, particularly in geographies like Latin 
America where the level of process and technology maturity still presents significant 
opportunities. We have almost 100 certified GEM experts in Guatemala who are able to 
support transformation, which is a critical step before even thinking of automation.

Automating a broken process brings no value, so we need to look at this holistically, 
building a process transformation roadmap that leverages automation but is based on 
standardization and best practice adoption. The world is changing and Latin America 
is no exception to the tremendous possibilities that lie ahead for BPO providers and our 
clients.

At Capgemini, RPA is already part 
of our reality when it comes to 

how we train, develop and grow 
our people.

Click here to read other BPO Though Process blogs by Gustavo Tasner.
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Robotic Process Automation –   
Taking BPO Beyond “Lift and Shift”

07

Software bots can perform rules-based tasks faster than people, 
with fewer mistakes. Their ability to learn from and mimic humans 
when they come up against something they can’t do is evolving. 
For scaremongers, the logical extension is that the machine will 
keep producing a better version of itself until almost every task 
can be automated. What chance would an industry selling human 
capability stand against such unfettered machine brilliance?

As we’ve already seen, there’s no denying that advances in automation and AI will change the way 
companies handle business processes. However, with an army of virtual process agents at their disposal, 
the original, cost-based rationale for outsourcing disappears. Look beyond the initial gloom, however, and AI 
could be the trigger that sees outsourcers shake off their cost-cutting reputation to become value-focused 
experts.

Christopher Stancombe (originally published in January 2015)

Disruption creates new opportunities
Technology that replaces jobs has always been feared, but innovation doesn’t 
necessarily mean destroying what already exists. Industry insiders have cited the 
phenomenal rise of e-commerce as the death knell for high street shops, whereas 
successful retailers have embraced the chance to trade across digital channels to 
better connect with more customers. Postal services in the United Kingdom and the 
United  States facing the terminal decline of their traditional services have likewise been 
transformed by an explosion of deliveries thanks to online shopping.

The point is that, although change is often disruptive, it almost always creates new 
opportunities. Once technologies mature, greater automation and virtual agents won’t 
be a tough buy for most organizations. They represent the next wave of process cost 
reduction. However, businesses should be asking for more. They should be asking how 
their outsourcing partner can now improve processes not simply make them cheaper. 
As Amazon regularly demonstrates, there can be competitive advantage in process.

Innovation doesn’t necessarily 
mean destroying what already 

exists, although change is  
often disruptive, it almost always 

creates new opportunities.

Businesses should be asking how their  
outsourcing partner can now improve  

processes, not simply make them cheaper.
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Use automation to free your minds
At Capgemini, automation is freeing up our employees to think about how they can 
improve a process and add value for our clients. Our operation support functions are 
transforming into consultative roles that drive real competitive advantage for customers.

Simple “lift and shift” of operations is already losing its cost benefit. Retrained and 
empowered workers in these countries could plug the digital skills gaps described 
earlier this year as “unprecedented” worldwide. Gartner estimates that 4.4 million jobs 
are likely to be created globally around big data by 2015, but only a third will be filled.

Similarly, 800 middle- to upper-management executives from more than 50 industries 
said that nearly one in five millennials in the modern workplace don’t have adequate 
analytical skills. All of which spells opportunity for people that do.

While the bots process the data, ingenious workers, freed from repetitive invoice 
checking, can get on with strategic budget analysis or other tasks that can improve the 
business. Automation plus employees who have evolved their skills to embrace and be 
advanced by technology will become the real value.

Automation means business process outsourcers charge less for menial work, but the 
same outsourced labor – “Generation BPO” – can now add analytical and digital skills 
to its portfolio, boosting the bottom line and also providing greater client value.

Automation is 
freeing up our 
employees to 

improve  
processes and 
add value for 
our clients.

Click here to read other BPO Though Process blogs by Chris Stancombe.
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Notes
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For more details contact:

Capgemini BPO
bpo.global@capgemini.com

About Capgemini
Now with 180,000 people in over 40 countries, Capgemini is one of the 
world’s foremost providers of consulting, technology and outsourcing 
services. The Group reported 2014 global revenues of EUR 10.573 billion. 
Together with its clients, Capgemini creates and delivers business, technology 
and digital solutions that fit their needs, enabling them to achieve innovation 
and competitiveness. A deeply multicultural organization, Capgemini has 
developed its own way of working, the Collaborative Business ExperienceTM, 
and draws on Rightshore®, its worldwide delivery model. 

Learn more about us at  

www.capgemini.com
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