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1 Introduction

An introductory chapter that will provide insight to the subject Robotic Process Automation,
Critical Success Factor and Small-Medium Enterprises. The problem area of the thesis is also
presented.

1.1 Background

Automation is defined in Encyclopedia Britannica as “In general usage, automation can be
defined as a technology concerned with performing a process by means of programmed
commands combined with automatic feedback control to ensure proper execution of the
instructions.” (Groover, M.P., 2019). According to Madakam, Holmukhe & Jaiswal (2019)
automation is a phenomenon used in a variety of sectors for different purposes. The main
purpose of automation is to relieve the human from repetitive and monotony tasks, in order to
free up time for more complex labor. Additionally, automation has the capability to execute
processes quicker and more accurate than a human (Madakam, Holmukhe & Jaiswal, 2019).

Robotic Process Automation(RPA) is a software which can run robots on any type of
computer. The robots operate in different user interfaces in the same way as a human would,
by interacting through clicks and writing in order to navigate the system (Aalst, Bichler &
Heinzl, 2018). Its purpose is to mimic and replicate repetitive and information-intensive
human interactions in user interfaces, such as in enterprise resource systems (ERP), web-
based applications or other information intensive softwares (Wright, Witherick & Gordeeva,
2018). It is important to keep in mind that RPA-robots are not physical robots, but configured
software solutions that perform tasks the same way as a human would perform it. In order to
clarify, an exemplification of a task could be transferring data from input sources, such as
email, into other systems such as an ERP-system (Aguirre & Rodriguez, 2017). The RPA
robots are configured by mapping a process in the RPA tool language, the robot can thereafter
follow the script and execute the programmed process (Aalst, Bichler & Heinzl, 2018). RPA
software drives business forward by streamlining these processes for an advantageous price,
furthermore, letting employees focus on more valuable tasks (Madakam, Holmukhe &
Jaiswal, 2019). However, RPA is not the same as Artificial Intelligence. Robotic Process
Automation is a “dumb robot” that will only execute precisely what you have specified in a
specific order, it is not capable of thinking for itself (NICE systems, n.d).

During the year of 2019 Gartner wrote an article claiming that robotic process automation was
the fastest-growing segment of the global enterprise software market. This was stated after the
market grew by 63.1% during the year of 2018, confirming that robotic process automation is
a highly lucrative market (Gartner. 2018). It is currently seen as a quick way for companies
and organizations to generate a high return of investment (Aalst, Bichler & Heinzl, 2018).
RPA can generate up towards 650% - 800% ROI in 3 years, which is shown in the diagram
below adopted from Willcocks, Lacity & Craig (2015).
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Table 1: RPA Value delivered in client case studies (Willcocks, Lacity & Craig, 2015)

Previously conducted market forecasts done by Gartner in 2018 predicted the market to
produce a revenue of 1.3 billion U.S Dollars during 2019. This estimate turned out to be short
and the officially presented market revenue exceeded the estimate by 1.6 billion U.S Dollars,
reaching 2.9 Billion U.S Dollar. (Gartner. 2018)

Furthermore, the future market of robotic process automation is forecasted to increase by
approximately 359% from 2019 until the year of 2023, which would sum up the total market
revenue to a staggering 10.4 billion U.S Dollar according to Statista (Statista, 2020).

1.2 Problem Area

Implementing new IT-systems into organizations can be expensive and troublesome,
especially if it is not done successfully. These types of investments are usually grand, and
their outcomes affect the company both long and short term, whether the implementation was
a success or a failure. We know that larger companies have a substantially bigger budget and
therefore also margins, while smaller sized companies have a larger financial spur to get
projects executed according to plan. Since these projects can be very costly, an unsuccessful
project could be devastating - especially for smaller organizations.

A report released by Knowledge Capital Partners indicates that 25% of companies get some
value from RPA but less than expected, meanwhile 15% were struggling two years after the
implementation (Willcocks, Hindle & Lacity, 2019). This means that a total of 40% of all
implementations experience some sort of struggle with their new technology. According to
Willcocks, Hindle & Lacity (2019), common challenges in automation are shortage of skills,
underutilized robots and integration issues between different technologies. They also highlight
that all these problems come with the implementation and not the software itself, thus they are
avoidable (Willcocks, Hindle & Lacity, 2019).
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Therefore, our area of interest is to explore and research the Critical Success Factors
regarding the implementation of robotic process automation into Small-Medium Enterprises.
The reason for studying this area, is due to a knowledge gap we have recognized between
RPA and CSF’s. The lack of studies done regarding RPA is confirmed by Santos, Pereira, &
Braga, (2019). Large quantities of research have been conducted about how CSF’s influence
implementations of other software systems such as CRM and ERP, equivalent research cannot
be found for RPA implementations.

1.3 Research question

Which critical success factors benefit Small-Medium Enterprises in Robotic Process
Automation implementation in Sweden?

1.4 Purpose

The purpose of this study is to examine and document which Critical Success Factors benefit
Robotic Process Automation implementation in Small-Medium Enterprises in Sweden. This
will be done by conducting qualitative interviews with vendors and consultants located in
Sweden. We intend to use a theoretical framework based on Critical Success Factors found in
previous research, to either confirm or deny their relevance for Robotic Process Automation
implementation.

1.5 Delimitations

Our thesis is limited to studying vendors and consultants who have experience and knowledge
regarding RPA-implementations in Small-Medium enterprises, SMEs (>250employees),
located in Sweden.
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2 Literature Review

This chapter will cover previous research regarding Critical Success Factors. It will also
cover critical concepts like Robotic Process Automation and Small-Medium Enterprises.

2.1 Robotic Process Automation

2.1.1 Robotic Process Automation

By implementing RPA systems, organizations can increase the amount of time spent on tasks
considered to be more valuable by delegating repetitive tasks to their digital workforce (Aalst,
Bichler & Heinzl, 2018). According to Ellingrud (2018), Robotic Process Automation does not
strive to replace any human co-worker in the taskforce, instead it assists in helping the
employees execute repetitive and monotony tasks. Changes that come with an RPA
implementation also contribute to the creation of new and more exciting positions, rather than
replacing old roles entirely (Ellingrud, 2018).

Common processes applicable with RPA would be those, as mentioned above, that are
information-intensive and/or repetitive tasks. Examples of common tasks to automate by using
software robots (RPA) are data migration and transformation processes (Madakam, Holmukhe
& Jaiswal, 2019), referring to the process of moving sets of data from one system to another.
This could be for example moving information from an email from an outlook inbox to a CRM
application. The automated process of moving data from one system into another is a task that
goes under the term “swivel chair automation” (Willcocks, Lacity & Craig, 2015).

Madakam, Holmukhe & Jaiswal (2019) states that a mature and well implemented RPA system
comes with many perks and competitive advantages. One of the advantages that come with
Robotic Process Automation is that no coding is required, making the technical barrier to use
RPA easy to overcome. This means that less technical employees can construct robots to solve
their specific automation challenges. The creation of new robots is done by using a software
supplied by the RPA vendor (Madakam, Holmukhe & Jaiswal, 2019).

The bots process information with a high level of accuracy during operations, excess tasks that
cannot be completed are classed as exceptions and delegated on to someone who has the
authority to decide which step to take next (Madakam, Holmukhe & Jaiswal, 2019). However,
one should be careful with RPA agents that mimic human interactions in software systems like
CRM or ERP. If an update is released in a third-party system or other changes are done, an
automated process that worked perfectly before could turn dysfunctional. An event like this
could lead to robots that start making mistakes and a situation rapidly spiralling out of control
(Aalst, Bichler & Heinzl, 2018). However, when RPA functions correctly, Buccowich (n.d)
states that overall reliability is attained, as a result of consistent accuracy in operations
performed by the rule-based robots. Madakam, Holmukhe & Jaiswal (2019) claims that the
productivity of the organization should also increase with RPA, as well as employee morale.
Core business processes can also be streamlined by using RPA by bringing value into processes
such as payroll, recruitment, employee status changes and more (Madakam, Holmukhe &
Jaiswal, 2019).
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2.1.2 Candidate Processes for RPA

Not all processes are suitable for RPA implementation. As stated previously, the process needs
to be rule based and have no need for subjectivity in its execution for the bot to successfully
execute the process. RPA is considered lightweight IT since there is no programming required
and the bots created are more suitable to function on top of another software Ul
(Frontend)(Willcocks, Lacity & Craig, 2015). This separates RPA from other IT automation
considered to be heavyweight IT, like business process management which requires back end
programming (Filipa el al., 2019). Due to light weight IT’s capability of functioning on top of
other computer systems, one of the key use cases for RPA is to use it on top of existing, often
expensive legacy software systems. Replacing old, outdated, big and expensive systems like an
ERP-system is hard to motivate financially. However, to implement RPA on top of the old
system is a way to make it more effective and reduce the need for an update (Aalst, Bichler &
Heinzl, 2018).

The figure below is adopted from Aalst, Bichler & Heinzl (2018), it showcases what type of
processes an organization should strive to automate.

traditional Robotic Process Automation work that can
process (RPA) only be done by
automation candidates humans

‘I4—b

many cases follow the
case | same structured process,
fre uenc making automation
q i |//_/| economically feasible

[number of similar
cases in a given
period)

there is repetitive work,
but not frequent enough
to justify automation

Infrequent/exceptional
cases that need to be
handled in an ad-hoec

manner

different

types of cases D

(sorted by
frequency]

Figure 1: Candidate Processes (Aalst, Bichler & Heinzl, 2018)

In figure 1, the X-axis shows the different types of cases and the Y-axis shows the frequency
of that case being handled (Aalst, Bichler & Heinzl, 2018).

The left section of the diagram represents the few tasks that have the most frequency of
repetition. These are processes that are financially viable to automate with back end coding
(software development). In the middle section, which represents most types of cases, the
frequency is not enough to justify hard coded automation. This is the type of process were RPA
is a possible solution as a lightweight IT software. Lastly on the right section there are cases
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where the frequency is so low that no automation can be justified financially (Aalst, Bichler &
Heinzl, 2018).

Fung & Ping (2014) has come up with more specific criteria for what process that are most
suitable for automation. Some of these are (1) High volume of transactions, as we mentioned
earlier, these are easier to justify automation (Fung & Ping 2014). (2) High value of transaction,
some specific cases may not have many transactions, instead the value of that process not being
prone to human error can sometimes justify automation even though the low volume (Fung &
Ping 2014). (3) Frequent Access to Multiple Applications, implies that if a certain process
interacts with multiple different systems it carries more risk for human errors (Fung & Ping
2014). (4) Stable environments, RPA should be implemented in areas where the process is not
prone to be changed often. Processes that don't change more often than every 12-18 months are
good candidates (Fung & Ping 2014). (5) Limited Human Intervention; processes that often
require subjective analysis and where judgement from humans are not suitable (Fung & Ping
2014). (6) Ease of Decomposition into Clear IT Processes, if a process can easily be broken
down into more clearly defined sub-processes, it will be easier to automate (Fung & Ping 2014).
(7) Clear Understanding of Current Manual Costs, meaning it is easier to decide on if
automation is viable if the cost of the manual labour on the specific process is documented
(Fung & Ping, 2014).

2.2 Small Medium Enterprises

According to the European Commision (2016), SMEs are defined by having fewer than 250
employees, turnover of less than € 50 million and a balance sheet smaller than € 43 million.
Furthermore, more than 99% of all companies within the EU falls under this category (European
Commission, 2016).

SMEs differ a lot from larger corporations, one of the most prominent challenges they face is
lack of human and financial resources (Snider, Silveira & Balakrishnan, 2009). Finding enough
resources to hire adequate consulting support could be difficult and lead to less success rates in
projects (Snider, Silveira & Balakrishnan, 2009). SMEs are also more sensitive to factor
changes outside the company, like changes in competition, current macroeconomic situation,
mergers and acquisitions and regulatory changes (Malhotra & Temponi, 2010). These factors
lead to the possibility of skills shortage within the organization because there are not enough
resources to have extensive training for new technologies (Snider, Silveira & Balakrishnan,
2009).

Additionaly, in smaller organizations it is common for people to have multiple job functions
(Malhotra & Temponi, 2010). Furthermore, it’s also common to not have a dedicated IT staff
or department (Snider, Silveira & Balakrishnan, 2009). If an organization is struggling with
these challenges, they must be dynamic and able to adapt to internal and external changes fast
(Malhotra & Temponi, 2010). The fragile nature of SMEs contributes to the possibility of new
projects carrying more risks than they do for a larger organization that harbors more resources
(Snider, Silveira & Balakrishnan, 2009).
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2.3 Critical Success Factors

2.3.1 What are Critical Success Factors

According to Bullen & Rockart (1981), the core concept of Critical Success Factors is that each
successful 1T-system implementation is determined by a few critical factors. Structuring and
documenting these factors will help organizations and companies successfully implement new
systems (Bullen & Rockart, 1981). CSFs put focus on which areas managers focus should be
at. Every manager has limited time and resources and CSFs are meant to perform as a support
tool for managers to identify which areas and what information is required to achieve goals in
the most effective way (Westerveld, 2003). Spending resources and time on the correct
activities is the determining factor between success and failure in IT-implementations (Bullen
& Rockart, 1981). Bullen & Rockart (1981) highlights in their report not only to identify which
activities are most important for success but also to identify which information is needed and
how to measure the progress of the activities.

2.3.2 Subijectivity of Critical Success Factors

CSF in its nature is subjective, meaning success factors are different in every industry as well
as in companies operating in the same industry (Rockart, 1979). Different strategies, market
positions and geographic location affects the company’s capabilities and thus also its goals and
critical success factors (Wang et al, 2008). Although its subjective nature, common and general
success factors can still be found and useful among different types of companies, in Rockart
(1979) studies, he compares the CSFs of three different clinics with different circumstances.
This led him to identify four key factors which existed at every clinic (Rockart, 1979).

2.3.3 Critical Success Factors in Previous Research

We reviewed 14 academic papers on critical success factors regarding CRM and ERP
implementation.

Down below are the 11 most frequently occurring CSF in the research we reviewed sorted by
popularity.

These are the following papers we reviewed:

1. King & Burgess (2008)

2. Ziemba & Oblak (2013)

3. Pan, Ryu & Balik (2007)

4. Alt & Puschmann (2004)

5. Mendoza, Marius, Pérez, & Griméan (2007)

6. Lawrence Norton, May Coulson-Thomas, Coulson-Thomas, & Ashurst (2013)

7. Somers & Nelson (2001)
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8. Zhang et al. (2005)

9. Umble, Haft, & Umble (2003)
10. Kamal (2006)

11. Bradley (2008)

12. Dezdar & Sulaiman (2009)
13. Ahmad & Cuenca (2013)

14. Ngai, Law, & Wat (2008)

Critical Success Factors 1 2 3 4 5 6 7 8 9 0 11 12 13 14 Total
Top Management Support X X X X X X X X X X X 11
Project Management X X X X X X X X X X 10
Project Champion X X X X X X X X X 9
Vendor Partnership & Support X X X X X X X X X 9
Education and Training X X X X X X X X X 9
Project Team Competence X X X X X X X X X 9
Business Process Reengineering X X X X X X X X 8
Objectives & Goals Definition X X X X X X X X 8
Interdeparmental Communication X X X X X X X 7
Change in Organizational Culture X X X X X X X 7
Change Management X X X X X X X 7

Table 2: Critical Success Factors Summary

Table 2 Critical Success Factors Summary, visualizes which academic articles that mentioned
what CSF’s as well as their total amount of mentions.

2.3.4 Definition of Critical Success Factors in the Model
Top Management Support

This CSF was the most cited in the academic articles that we researched. Top management
support implies that the project receives approval and adequate support from top management
(Ngai, Law & Wat, 2008). Top management must be prepared to get involved, as well as be
willing to allocate enough resources to get the job done (Ngai, Law & Wat, 2008). Also, Top
Management must understand the capabilities and limitations of the internal IT, making sure
the set goals are reasonable (Somers & Nelson, 2001).

Project Management

According to Somers & Nelson, (2001) activities executed in order to manage a project are
continuously done from initiating the project, to the closing of it. Nah, Lau & Kuang (2001)
states that a clearly defined and limited scope must be established as a first step to enable project
management. To properly manage the scope is of utmost importance, in order not to overrun
budget or schedule (Somers & Nelson, 2001). Important milestones must be set up and progress
tracked against the set goals and milestones (Ngai, Law & Wat, 2008).
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Project Champion

An employee who is at executive level and has extensive knowledge regarding the technique,
project and the organizational context is usually called the project champion (Somers & Nelson,
2001). A champion is not a regular leader, they are more of a transformation leader, leading the
organization to new possibilities. They want to bring forth organizational change and inspire
co-workers (Bradley, 2008). Having a champion also makes it easier for senior management to
monitor the progress since the person has direct responsibility, is accountable and has good
contact with top management (Somers & Nelson, 2001).

Vendor Partnership and Support

According to Somers & Nelson (2001), to partner up and work closely with the chosen vendor
is not only important while implementing any packaged system, but also after the
implementation has been completed. Software systems improve over time and the opportunity
for it to further improve an organization should be considered. For this reason, the vendors are
of high importance and provide services such as maintenance, training, updates et cetera
(Somers & Nelson, 2001).

Education and training

Research has showed that education and training is always critical to implementation success
(Ngai, Law & Wat, 2008). Customized training and education programmes should be provided
to ensure that the employees are equipped with the necessary tools to handle the new
technologies, roles and challenges (Ngai, Law & Wat, 2008). Furthermore, the employees need
to be able to handle the transition between the legacy and the new system (Ngai, Law & Wat,
2008).

Business Process Engineering

To take the most advantage of a new software package, an organizations different business
processes often needs to be reengineered in order to fit the required system needs (Somers &
Nelson, 2001). It is therefore not enough to only implement a new software system; a vital part
IS to match needs and processes to this new software (Somers & Nelson, 2001). By
reengineering business processes the risk reward ratio increase and the more modifications
done, the higher the predicted return of investment. Implementation risks increase while
increasing the complexity (Somers & Nelson, 2001).

Objectives and Goals Definition

Having clear goals and objectives is a success factor in 1S implementation. At the start of every
project, one should establish the goals and what activities needed in order to achieve the goals
(Slevin & Pinto, 1987). According to Somers & Nelson (2001), before seeking top management
support, the goals of the project should be clearly defined and operational. Additionally, in
order to have a good project overview it is important to properly define scope goals, time and
cost (Somers & Nelson, 2001).

Project Team Competence

An experienced project manager is critical for implementation success. It is required that the
manager has the correct skills, abilities and technological competence to administrate the
project (Somers & Nelson, 2001). Furthermore, Somers & Nelson (2001) highlights that the

~ 10—
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manager must also understand the company and its business requirements. It is also highlighted
that project team members should also have the correct competences, otherwise consultant
expertise is needed (Somers & Nelson, 2001).

Change Management

Nah, Lau & Kuang (2001) suggests that enterprise wide culture and structure change should be
managed. This includes the change of people, organization and culture. Furthermore, Nah, Lau
& Kuang (2001) says that a culture with shared values and common goals are crucial for
success. According to Finney & Corbett (2007) another key factor for change management is
to build acceptance and positive employee attitude towards the project.

The concept of change management refers to the team involved in the implementation to create
a formal change management program (Finney & Corbett, 2007). The main function of this
type of management is to get everybody in the team to think similarly in order to help build
cooperation between groups throughout the organization, not seldom across international
borders (Bingi et al., 1999). One main aspect of the change management program is to help
build up a positive employee attitude and acceptance towards the project in general (Finney &
Corbett, 2007).

Interdepartmental Communication

Communication between departments is one of the most important factors while in the process
of an implementation. Lack of communication between reengineering members and the rest of
the organization was found to be highly problematic if not done right during an implementation
(Somers & Nelson, 2001).

Change in Organizational Culture

In order to properly promote change in a company's organizational culture it’s recommended
to create a team for these tasks. Umble, Haft & Umble (2003) research report states that such
team consists of 6-10 employees, local and corporate executives, customers and suppliers. After
the teams have been composed their tasks are to analyse, redesign and implement new
improvements into different business and manufacturing processes. These teams also often
work with activities connected or associated to change in organizational activities, such as
setting and rewriting local company policies or modify equipment. In order to succeed the best
option is to let cross-functional teams work along with above mentioned teams, they shall work
with continuous improvement within the corporation, focusing on a wide spectrum of different
tasks (Umble, Haft & Umble, 2003).

2.3.5 Success factors in RPA implementation

According to Asatiani & Penttinen (2016) who did a case study on implementation guidelines
from an RPA vendor, the first step is to get an overview of the current processes in the company
and then pinpoint how many of them have the potential to be automated. To assist in this matter
the vendor arranged a two-hour workshop to help the organization identify these processes by
prewritten criteria done by the vendor (Asatiani & Penttinen 2016). After this was done, the
vendor had meetings with the employees who performed one or more of these identified tasks,
observing them and making a detailed process map over how the task was done. Doing this,
they can tweak the processes to be even more applicable to bot-automation. Last and final step
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is for the vendor to propose a business case for the organization and help them arrange bots
suited for the process flows mentioned in previous steps (Asatiani & Penttinen 2016).

Wibbenmeyer (2018) also supports the idea of using the vendor for assistance while
implementing RPA. Furthermore, it is recommended to do a couple of pilots with different
RPA-systems. (Wibbenmeyer, 2018) There are great benefits for an organization to letting more
experienced personnel guide your organization's team during deployment because this will
allow them to learn how it’s done and then manage the deployments in-house for the years to
come. However, she also mentions the risk that the vendor might not know the business as well
as the organization itself and therefore not make the most optimal decisions. Lastly
Wibbenmeyer (2018) highlights that it is best if the organization uses internal workforce to
implement RPA, they know your systems best and know what’s best for the applications.

Other than assistance from the vendor, it is also crucial to have CoE (Centre of Excellence)
leaders that work very well together and understand the importance their knowledge means in
the implementation. The organization must also make sure to involve IT from the very
beginning of the implementation and letting them vet the different vendors. Have a clear and
full strategy of what work that needs to be done before, during and after the implementation,
ensuring future success and to make sure you follow that strategy (Wibbenmeyer, 2018). These
claims are also supported by Lacity & Willcocks (2017) The organization should also have a
top management person involved to support CoE in any questions. Such a person can be a CFO,
any VP-leaders or director. Having involved top management increases the chances of the
organization having a long-term strategy with RPA which is also a factor that plays a big role
in success or not (Lacity & Willcocks, 2017). However, they say involvement from operational
managers are slightly more important than IT involvement and that IT should act more as a
supporting tool for the managers during the implementation Lacity & Willcocks (2017).

Agile development is also important in RPA deployment. Like what was stated earlier the
organization must be ready to change its mind and business processes in order to make it easier
to automate (Wibbenmeyer, 2018). Another risk in RPA implementation is for the organization
to have too much focus on the cost saving perspective of software and missing out on
opportunities regarding improving employee satisfaction and customer experience (Lacity &
Willcocks, 2017).
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3 Methodology

The purpose of this chapter is to present what data was collected, from who the data was
collected from and how the data was collected and analyzed.

3.1 Qualitative Interview

In order to answer our research questions with the level of quality we were striving to achieve
in our report, the best method to use for data collection was qualitative research interviews. The
reason we believed this would be the best fit for our report was because our research question
could be answered in multiple ways, which all were equally valid. Our hypothesis was that
there could be more than one specific answer and by collecting qualitative data, we gave the
participant a greater leeway by not asking too specific, narrow or predetermined questions (Bell,
Bryman & Harley, 2019). A perk of doing qualitative research was that we could start of by
doing a few interviews and go through the process, and then slightly tweak and change parts of
the interview and iterate the process again (Jacobsen, 2002).

The interviews were held in the participants native language, which was Swedish because the
interviews were done in Sweden. The reason we thought this would generate better results and
more accurate data is because people tend to express themselves better in their native language,
than a second- or third language.

According to Jacobsen (2002) the purpose of a qualitative interview is to explore an individual's
opinions and perception regarding a certain topic or phenomenon; thus, the answers cannot be
fully predicted in advance. A qualitative interview method usually has a loose core structure in
order to free up the participant, hence letting the person answer with their own words (Jacobsen,
2002). The interview can either be structured in a way that processes specific questions at a
certain time, which would be classified as a highly structured interview. A more free-flowing
interview, which brings forth certain topics but in no specific order, would classify as an open
interview (Patel & Davidson, 2018).

The reason we chose a semi-structured qualitative interview methodology was because critical
success factors can vary depending on the enterprise, such as industry, size, regulation et cetera,
as well as the type of implementation that is to be processed. Another reason behind the choice
of a semi-structured interview was due to the character of our research, we wanted the interview
participants to be able to present facts that we were not necessarily prepared for. After all, we
did not know which CSF were the most important during RPA implementations in SMEs. We
did not have any direct literature to compare to, instead we had to explore it.
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3.2 Data Collection

3.2.1 Literature review

The databases we searched to find relevant academic literature were LUBsearch and Google
Scholar. Google was used to find general articles and information regarding the subject.
However, the non-academic articles were only used in the introductory parts of the thesis.

Search queries we used on LUBsearch and Google Scholar was one or a combination of:

e Robotic Process Automation

e Customer Relationship Management
e Enterprise Resource Planning

e RPA

e Critical Success Factors

e Information System Implementation
e Implementation

e Software Development Life Cycle

e Process Management

Due to the lack of research on critical success factors within RPA-implementations, we decided
to study critical success factors common in other IS-implementations. We reviewed 14 different
academic reports based on CRM and ERP implementations. From these reports, we made a list
of the top 11 most common critical success factors. However, some literature regarding ERP-
implementation success was also found, but it was scarcer.

First the CSF’s mentioned in these articles were extracted into a summarization sheet. All the
factors that occurred in the academic papers once or more were registered in our summarization
sheet. Our goal was to obtain the 10 most relevant CSFs; however, this was not possible due to
multiple factors with the same score. To get as close as possible we eliminated the factors that
were mentioned less than 7 times, this left us with 11 remaining CSFs, the closest we could
come to a number of 10 based on mentions.

3.2.2 Interview guide

This guide intends to present a general overview regarding how our interviews were constructed
and executed, giving more insight into how the study was done.

Our interview was divided up into five different parts. Firstly, the interview began with an
introductory part, followed by background-, implementation-, questionnaire and closing
questions. We will further specify these parts and their purpose in table 3 below.

The questionnaire, which can be found in Appendix 7.1.2, had the purpose of helping us start a
discussion regarding CSFs with the interview participants. This supported us by giving us more
detailed qualitative data, with the participants motivations and thoughts concerning the
presented CSFs. The ambition was not to collect enough data to present a quantitative result,
but instead to produce a qualitative result for us to answer our research question. Furthermore,
the questionnaire was designed to reflect over which CSF’s the vendors considered important
for an organization to succeed with an implementation.
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Introduction

During the introduction part, we will further
present our thesis and its purpose. We want the
participant to be well informed and understand
what information we would like to get out from
the interview. We will then mention and inform
the participant about our research ethics in order
to get an informed consent.

Background

In the background part, we will ask the
participant about their background such as title,
experience and what company they work for.
This will help us create an understanding of the
background and expertise of the person whom we
are interviewing. Pinpointing these facts will also
increase the validity of our result, and at the same
time help the participants ease into the interview
process.

Implementation

During this phase, we will ask how they generally
handle implementation of Robotic Process
Automation in SMEs. What are the challenges,
risk and what activities are generating the most
value?

Questionnaire

This part will bring forth the questionnaire
created for this thesis. Questions about how the
participants was reasoning when ranking the
factors will be asked. An additional question
asking if they think any factor is missing will also
be asked.

Closing

During the final part of the interview we will
thank the participant for their contribution to our
research. We will also ask if they would like to
state anything that we may have missed out
during our interview.

Table 3: Interview guide

3.2.3 Organizational Selection

In order to get the most out of the interviews we had to follow both the limitations of the
research paper, aswell as the criteria set up for the participants and the organization they worked
for. The interviews were held with participants whose organization focus on the implementation
of robotic process automation, so called vendors.

The reason we chose to only interview vendors was due to their superior knowledge of RPA.
Most likely these companies have completed several RPA implementations for both large and
small companies. Our ambition was to find vendors that work full-time with the implementation
of RPA. We assumed that this would give the vendors advantages in expertise, compared to
companies operating in other areas that have only experienced an implementation process as a

client.
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In order to properly answer our research question, we created criteria regarding what type of
companies to examine and what personnel to interview.

To select a company, these criteria had to be fulfilled:

e The enterprise had to fill the function of an RPA-vendor.
e The enterprise had to be located and operational in Sweden.
e The enterprise has recently delivered an RPA implementation to a SME.

3.2.4 Employee selection

Since we focused on finding and researching organizations that focused on the implementation
of RPA, we interviewed employees who had deep knowledge of our chosen subject.

To select an employee to interview, these criteria had to be fulfilled:

e Their title had to be Project Leader, RPA-consultant or similar.

e Employee had to have been responsible or active during several RPA implementations.
e Have had great overview of an RPA project.

e Have had previous experience with RPA and SME.

Company Participant Job Title Interview | Appendix
tool

C1 P1 Intelligent Automation Google 7.2

Consultant Hangout

Cc2 P2 RPA Developer Google 7.3
Hangout

C3 P3 RPA Project Leader Google 7.4
Hangout

C4 P4 RPA Project Leader Google 75
Hangout

C5 P5 RPA Developer Google 7.6
Hangout

Table 4: Employee selection

3.3 Data Collection Processing

Our interview was designed as semi-structured. This was in our favor during the interviews,
however it made it more difficult for us to come up with specific answers to certain questions.
This led to the analyzing of the participants answers to become more complex than it would
have been if we decided to use a highly standardized interview instead (Jacobsen, 2002).

The data collected from a qualitative research is usually rich and detailed and needs to be
handled correctly (Jacobsen, 2002). In accordance to this we transcribed the interviews, which
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lead to a deeper understanding of the conversations. Furthermore, the transcribed interviews
helped us structure the conversations and kept us from having to go back to the original audio
recordings multiple times.

In order to analyze the data collected we used the three-step analysis method mentioned by
Jacobsen (2002). The purpose of these three steps are essentially to reduce the spread and
diversity of data. The steps are stated as followed, description, classification and categorization
and lastly combination (Jacobsen, 2002). In summary, the method helped us find new words
and meanings in the conversations to later categorize the data which helped us with new
findings. When categorized, the data was combined to expose hidden patterns (Jacobsen, 2002).

We as researchers must get an as detailed picture of our data as possible and understand it
thoroughly. The interviews and situations we experienced were transcribed as accurately as
possible to ease the analysis. Next part of the process was to classify and categorize the data
collected (Jacobsen, 2002). This included reducing the amount of data and to cherry pick what
was most important. If the data was not reduced, it could have been hard to show what data was
found during the data collection (Jacobsen, 2002). Finally, when the data had been classified
and categorized it was analyzed and understood. When we were analyzing the data, we tried to
find occurrences, relevant sentences and tried to generalize the data. In this part of the process,
data that had earlier been hidden or looked over could easier be revealed, which lead to
interesting findings (Jacobsen, 2002).

As a part of our interview the participants were asked to rank 11 Critical Success Factors that
had been found in academic articles regarding CRM- and ERP-implementations. All
participants were asked to fill out the questionnaire and the results were then analyzed and
summarized. When the data was summarized the CSF with the lowest score got the 1st (best)
position in the list, while the CSF with the highest score came in at 11 position (worst).
However, it is worth noting that this questionnaire was not and should not be used as any kind
of guantitative result or evidence, since the respondents were so few. During our interviews,
the questionnaire acted as a bridge to make it easier for our interviewees to discuss regarding
different critical success factors.

3.4 Validity, Reliability and Ethics

3.4.1 Validity

If a piece of research has high validity, it means that it has been conducted through an
appropriate process. The research findings should be a result of the data collected and the
reports research questions answered based on this data (Jacobsen, 2002).

Validity can be divided into two groups, internal- and external validity. Internal validity is
defined as how good or well a conclusion can be drawn from the study's result, and not from
other external factors. Good external validity is characterized by if the results from a case study
are not unique to a set of circumstances but are instead generalizable. In other words, the results
should be predictable later for another situation (Jacobsen, 2002).

Internal validity refers to how valid a quotation, conclusion or other source of information is.
The best approach to reach high validity is to repeat an experiment, in our case an interview,
repeatedly in many situations (Jacobsen, 2002). According to Jacobsen (2002) there can be
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many versions of a truth or correct information but from different angles or aspect, the closest
one can get to information with high internal validity is if information is received from different
places or from different persons (Jacobsen, 2002). Due to our lack of time and thus participants,
we will instead endeavor to design our case study carefully so that our results ensure high
quality and validity data output.

External validity is when a certain result from examining a certain organization at a certain time
can be applicable to other organizations in different times. Having high external validity
increases how much you can generalize your results on other organizations with confidence
(Jacobsen, 2002). To reach high levels of external validity, our research must be representative
for the context we want to apply it to (Jacobsen, 2002).

Our report reached high validity because we had a very specific set of criteria regarding which
type of vendors and consultants we interviewed. Also, we were specific regarding which type
of companies (SMEs) the implementation was concerning. One problem was that critical
success factors, as mention in the literature, are subjective in its nature. However, because we
were interviewing specifically one type of companies from a specific country and had them
talking about implementation in a specific context, we managed to obtain high validity. Also,
the fact that the vendors were not to give an organizations specific CSF, but instead provide
general CSFs for SMEs, increased validity.

3.4.2 Reliability

Reliability is obtained if similar answers are given from different participants during the
interview process. For example, if you receive similar results from two or more participants on
the same questions, the results will be of high reliability (Jacobsen, 2002). Another factor
regarding reliability mentions that the answers we get from our study, are answers that are
relevant for our research question (Jacobsen, 2002). During our interviews, we discussed if
different CSFs that were relevant for other information system implementations, were also
relevant and applicable to RPA implementations in SMEs.

In our study, the answers we got varied quite a bit, which is seen as a lack of reliability.
However, as we mentioned in 2.3.2, the subjectivity of Critical Success Factors, there should
not be a uniform answer to the discussion. We were expecting different types of argumentation
from different participants.

One reliability issue related to our study was the different participants interpretations of the
CSFs. To increase the reliability regarding their interpretation, we attached a definition form
regarding the different CSFs from our literature review chapter. This helped the participants to
interpret the factors in the same way and minimized confusion, which could have led to very
in-consistent results.

Another reliability issue related to our study was the translation from Swedish to English
regarding the transcriptions that was done by us authors in the result. When translating between
two languages there is always a risk of slight involuntary manipulation of the result.

3.4.3 Ethics

It is important that this study follows ethical guidelines in order not to jeopardize any
individuals or organizations integrity. In this study, individuals are under no circumstances to
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be exposed by neither physical, psychological, social, political or economic harm, nor is the
individual to be exposed to non-authorized privacy breech. These are the foundations of doing
ethical research (Vetenskapsradet, n.d.) (Oates, 2006).

A participant in our study always have the right to withdraw their partition, or not to participate
in the first place. They can decide not to answer certain questions or to not participate in a
specific activity. Before aresearch study interview is started the informants must have accepted
the terms of the study by providing researchers with an informed consent. An informed consent
in this context is achieved whenever the following factors have been provided:

e Research purpose

e Research holder

e Their part in the research and estimated time consumption

e If the participants will receive any payment, expenses or incentives such as performance
test feedback et cetera.

e How data will be handled, and research findings spread/produced

e Their right to opt out or not to participate during the study

Participants taking part in our study and their employer will be anonymous and the data
collected with their help will be treated with confidentiality (Oates, 2006).

It is considered best practice to provide the participant with the information required for their
informed consent to be presented in straight forward and easy writing (Oates, 2006). Due to the
prevailing COVID-19 pandemic we will arrange virtual meetings and therefore we cannot
physically present the participants rights in writing. Instead we will prepare a document with
all information required for an informed consent and present it to them before each interview
in order to receive an informed consent.

We will create an alias for the participant and their organization in order to protect the
participants identity, if they do not specifically want to be presented with their full name. The
data collected during interviews will be treated with confidentiality and no un-authorized
intrusion will be done during the case studies. We will follow published codes of conducts and
its contents, such as the one referenced above.

4 Empirical findings

This chapter of the thesis will present the data collected during our qualitative interviews and
associated questionnaire. The results will be presented with focus on one participant at a time,
lastly, a summarized text of the findings will be presented.
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4.1 Results

4.1.1 Interview one
Background

Participant P1 works for a company that mainly focuses on accounting and consulting. The
participant has a role as RPA-consultant and works in a small team focused on intelligent
automation. The team works mostly towards the public sector but also has some projects aimed
towards SMEs. The team works with not only Robotic Process Automation but also machine
learning, chatbots and process mapping. P1s role in the team is usually project leader (P1, R4).
However, they do not deliver the actual software to the customer, they are only responsible for
process mapping, implementation and administration (P1, R6).

Findings

P1 states multiple times during the interview that implementation of RPA does not differ much
between SMEs and larger organizations (P1, R3, R11, R25). Their processes during
implementation does not change depending on the size of the company. They use the same 9-
step shipment model for every project, with minor changes depending on every companies'
unique situation. However, to achieve the best result possible, they always try to stick with the
model as much as possible (P1, R9). Same goes for process mapping and evaluation, a scoring
model is used to decide which processes are good candidates and how much value one can
expect from automation. This model is used the same way for all company sizes (P1, R21; P1,
R25).

P1 highlights the Critical Success Factor Project Champion for SMEs during the interview. The
motivation for this is because larger organizations often have dedicated project teams with
members from multiple different departments in the organization. This is a problem for SMEs
because smaller organizations don’t always have such team. Instead having one project
champion with knowledge in multiple areas regarding different processes within the
organization is a critical success factor (P1, R27; P1, R29).

Another Critical Success Factor highlighted for SMEs is to have a good scope definition.
According to P1, this is where smaller organizations often struggle with having a too wide
scope. Usually P1 and P1’s team has an 80-20 principle while automating tasks, 80% of the
task is good to automate but 20% should still be done manually for various reasons. For a big
organization, 80% would still be very good because of the large amount of data, but smaller
organizations often expect more and would rather have 100% being automated. The problem is
that the last 20% are often tricky to automate and would require much more development,
making it very expensive to do, hence why it should be processed manually. Furthermore, this
often leads to indifferences between the vendor and the customer, leading to unnecessary
discussions and so forth. P1 suggests one should make written agreements before where both
parts agree on precisely what processes should be automated and how much they should be
automated. (P1, R31), (P1, R37)

Questionnaire

Critical Success Factors Rank (1-11)
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Education and Training 11
Change Management 1
Project Management 2
Obijectives and Goals Definition 5
Change in Organizational Culture 6
Interdepartmental Communication 7
Project Champion 9
Project Team Competence 3
Vendor Partnership & Support 10
Business Process Reengineering 4
Top Management Support 8

Table 5: Questionnaire participant 1

Based on the questionnaire that was answered before the interview started, P1 motivated P1’s
top picks of Critical Success Factors by clustering together Change Management, Project
Management and Team Competence as equally important. According to P1 these are the core
for a successful implementation, both for SMEs and larger organizations. The motivation given
to this is that an organization needs to be ready and willing to change, if you want to achieve
something different, you must act different. Robotic Process Automation changes how the
processes work in an organization and therefore the people working there must also change
their behaviour. To achieve this, management must be involved from the beginning, supporting
the implementation and be willing to change the organization. However, P1 thinks Change
Management could be extra important in smaller organizations because changes will impact
them more. (P1, R37)

4.1.2 Interview two
Background

Our interview participant P2 works for a Swedish company that specializes on selling different
IT solutions, such as automation, to other businesses and organizations. Lately they have had a
great focus on automation by selling and developing Robotic Process Automation robots. The
participant whom we have chosen to call P2, abbreviation for “participant 2”, is currently
employed as an RPA-developer and have been working within the sector for approximately 1.5
years. According to P2s job gives both a wide and detailed overview of RPA implementations.
The role includes involvement in all processes, such as pre-sale, implementation and support.

Findings

During the interview P2 states that a common issue for organizations in general (P2, R31) after
a completed implementation, is that the process map created has been lacking or been
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insufficient. Employees at organizations that implement RPA can often forget or not include a
step in their process which leads to a lack of information in the process mapping procedure.
(P2, R29)

According to P2 both smaller and larger organizations struggle to receive and start governance
of their own robots after implementation. The participant states that there is no difference in
ease of administration hand over between a SME’s and larger organizations (P2, R 33).

Respondent P2 also mentions that it is important having a dedicated person focusing on finding
processes within the organization to automate. The receiving organization should also try to
ensure that such a person exists and has the opportunity to focus on this process in order to help
make the organization self-reliant regarding future RPA issues and new implementations. A
common issue is that organizations do not focus enough on training such an employee (P2,25).

Questionnaire

Critical Success Factor Rank (1-11)
Education and Training 6
Change Management 3
Project Management 5
Obijectives and Goals Definition 4
Change in Organizational Culture 1
Interdepartmental Communication 10
Project Champion 8
Project Team Competence 9
Vendor Partnership & Support 11
Business Process Reengineering 7
Top Management Support 2

Table 6: Questionnaire participant 2

4.1.3 Interview three
Background

Participant 3 works for a Nordic IT-company that specializes on delivering IT-solutions, such
as RPA, and they focus on helping customers succeed with data-driven transformations. Due to
the company continuously expanding in line with the market, P3 possess a role that covers
many areas of responsibility. The position includes roles such as project leader, solutions
architect et cetera.

Findings
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In the beginning of the interview P3 mentions that the way roles are divided between employees
in different sized companies vary. Usually in smaller company’s unique roles can be aggregated
up to one individual, in other words that individual has a greater amount of responsibility. This
can favour SMEs by centring communication which reduces communication problems and time
consumed in the primary implementation processes (P3, R9, R11). According to P3 this
phenome can also be troublesome, depending on the person handling the implementation at the
receiving organization. If they lack competence due to an excessively wide role, it can instead
be in disfavour (P3, R13).

When asked if the implementation technique varies between SMEs and larger organizations,
P3 said that it is similar. The participant states that it is important to identify what challenges
and needs the receiving organization has, in order to determine what technical solution to
implement and how (P3, R15).

Overall while mapping processes applicable with RPA vendors and organizations tend to look
at five (5) criteria. According to P3 the chosen processes should be repetitive, monotonous and
manually intense by for example involving multiple systems or applications. The processes
shall also affect many employees and be executed frequently. P3 states that when finding
processes to automate in SME’s, the criteria that many people shall be affected can be cut.
Instead one must look at the other factors and criteria that can help save time or generate value.
P3 recommends SMEs to scout and examine their processes that instead generate value, where
the RPA technology can save on manpower and at the same time increase output quality, such
as improved customer service (P3, R18).

Important factors and activities to achieve a successful implementation are communication and
to establish a culture willing to change. Management, commitment and buy-in are also
important factors according to P3. If the receiving organization does not manage to create a
culture willing to change, it could lead to the implemented technology to go to waste, as in not
being used (P3, 25).

During the interview P3 got asked if there were any specific challenges associated with
implementation of RPA in SMEs. The answer received was that the common challenges were
not linked to only SMEs but is general for all dimensions of organizations. P3 brought up the
importance of preparatory work and emphasized how important it is for organizations to
properly plan this part of the process in detail in beforehand. This includes proper responsibility
delegation, process mapping, role descriptions and not just only focus on the process itself, but
the context. This does not only lead to a greater chance of a successful implementation, it also
helps to bring people throughout the organization together, which can increase effectivity gain
and favour process streamlining (P3,28).

After the implementation has been completed P3 says that it is positive if the RPA receiving
organization uses the time saved to continue look for other processes where the technology can
be taken into advantage to create further value (P3,30).

Questionnaire

Kritisk framgangsfaktor Rank (1-11)
Education and Training 10
Change Management 4
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Project Management 6
Objectives and Goals Definition 1
Change in Organizational Culture 5
Interdepartmental Communication 9
Project Champion 2
Project Team Competence 7
Vendor Partnership & Support 11
Business Process Reengineering 8
Top Management Support 3

Table 7: Questionnaire participant 3

The reason P3 chose to rank “Objectives and Goals Definition” as the most important factor
was due to the importance to have exactly what is stated. If you do not know where you are
heading, you either never get there or it doesn’t matter where you go (P3, R37).

“Interdepartmental Communication” is an important factor but due to the size of the companies
researched, the participant decided to rank it on 9t place (P3, R37).

“Project Champion” & “Top Management Support” were put on 2nd respectively 3rd position in
the list. The reason for this being is due to their connection with the preparatory work that must
be done at the receiving organization. It is important to create an involvement in order to get a
detailed and correct description of the process, and to get affected employees to use the
implemented solution (P3, R37). This stays true both up and down stream in the organization,
therefore the need of a project champion. This person can work as an ambassador for the
solution, promote and show others the perks linked with it (P3, R37).

When participant 3 was asked if there were any other factors that deserved a spot on the list the
factor “method” was brought up. The respondent stated that it is important to specify the
implementation method, if for example the implementation is done based on a waterfall- or
agile method (P3,45).

4.1.4 Interview four

Background

P4 has been working in IT for 25-30 years, mostly as a project leader for implementations and
administrations. Currently employed at a large IT company with several thousand employees.
P4 has been working with Robotic Process Automation for 2.5 years. However, the sector P4
is working at is mainly focused on statistical analysis systems, but it also involves Robotic
Process Automation (P4, R2).

Findings
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Generally, P4 finds that Critical Success Factors regarding Robotic Process Automation
implementation does not differ between SMEs and larger organizations. P4 motivates this by
saying that what you are about to implement is not dependent on the organization, it is only
dependent on the process itself and therefore the size of the company should not matter (P4,
R79).

According to P4s experience, a common challenge within SMEs that causes trouble for the
implementation is the lack of a test environments. This occurrence was not common amongst
larger organizations, in fact P4 has barely been faced with this challenge before in P4’s working
years, it is specifically common in Robotic Process Automation, probably because RPA is quite
a new phenomenon. This means that all the testing of the developed robot must be done in
production (live) environment. Every single test must be done with real data and events.
Usually, when testing new software, you do it on “test” data, which is data that that replicates
real information and events (P4, R12). Given that most SMEs don’t have a test environment,
P4 said it is critical that the company has a person who is quick to respond when any eventual
problems occur and has good knowledge regarding the processes and the organization. Usually
not having a test environment requires a lot more coordination between the vendor and the
client (P4, R34). Another Critical Success Factor, which is applicable to both SMEs and larger
organization, is the importance of filming a process. This means, that a customer who needs to
show how they are executing certain tasks (so that the robot can developed to replicate those
movements) should instead of using his or her words, film the task. P4 states this is better
because if the client uses their words to describe a task from their memory, they tend to forget
different parts or variables in the process. P4 and P4’s team has just recently started asking the
clients to record their processes instead and has found it to give much better results (P4, R28).

Questionnaire

Kritisk framgangsfaktor Rank (1-11)
Education and Training 4
Change Management 8
Project Management 6
Obijectives and Goals Definition 1
Change in Organizational Culture 7
Interdepartmental Communication 10
Project Champion 9
Project Team Competence 2
Vendor Partnership & Support 3
Business Process Reengineering 11
Top Management Support )

Table 8: Questionnaire participant 4
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When asked about the Critical Success Factor ranking, P4 states that basically only the top 5
picks are relevant, the other ones just had too little impact on Robotic Process Automation (P4,
R61).

Top Management Support was ranked as the fifth most important Critical Success Factor. The
motivation behind this is because managers are needed to support the implementation. For
example, P4 has experienced that some co-workers at the client's company might be reluctant
to help with giving adequate help and information regarding the process that is going to be
automated, because they might fear being entirely replaced by the robot (P4, R69).

On spot 4 was Education & Training. However, this one was dependent on what type of strategy
the client had chosen, some clients might want P4 company to handle all the administration of
the robots when the implementation is done, which makes this factor way less important. But
if the client decides to manage all the administration themselves, educating and training them
becomes a critical success factor (P4, R77).

Vendor Partnership & Support was ranked number 3, because as stated earlier, a common
challenge at SMEs is that the clients system on which the robot is running, often releases
updates which changes the GUI on that system, making the robot unable to execute its task
properly. Having this as a common challenge requires good support from the vendor so that
they can quickly solve the issue getting the robot up and running again (P4, R77).

Rank 2 was given to Project Team Competence, P4 highlighted the importance that the client
has adequate knowledge regarding the organizations processes and enough IT competence to
assist P4 and P4’s team in showing the systems in which Robotic Process Automation will be
implemented (P4, R77).

As the most important Critical Success Factor, P4 ranks Objective and Goals Definition as
number 1. P4 states that this factor is not only important for Robotic Process Automation but
also for other 1S-systems implementations. Specification, scope and expectations are all key
factors. If you are doing something, you must know what you are doing and why you are doing
it (P4, R77).

4.1.5 Interview five
Background

Interview respondent P5 has a position as an RPA-specialist at a company focusing on IT-
solutions and work with technical tools such as KOFAX, Blue Prism, Ul Path et.c. Currently
their main focus is Ul Path. P5s position includes both consulting and development, which
gives insight into the whole process, from process mapping to testing (P5, R2).

Findings

P5 states that the method used for implementation of RPA does not vary in relation to company
size (P5, 4). While scanning the receiving organization for potential RPA compatible and
effective processes, one important factor is to check for volume and how repetitive the process
is (P5, R6). This step of the implementation is usually done by a process developer, who is in
P5s case is supplied by the vendor themselves in order to ensure a certain amount of quality
(P5, R13), (P5, R17).
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The technique P5 uses to map processes, involves recording the process owners screen while
the process is done manually. The data collected is then commented to enrichen the level of
detail before the implementing the automated process (P5, R17).

The participant responded that a great challenge concerning RPA implementation is automation
resistance within the organization. Employees can for example fear losing their jobs, which is
not the case, their tasks are only being rearranged (P5, R19).

Further P5 has observed that organizations that in beforehand has had a test environment, are
greatly favoured by this in the phase of development. If the receiving organization does not
have a test environment a common approach is to do incremental implementations. This is
defined as for example implementing 20% of the whole automation process to ensure quality
and function before implementing further automation (P5, R25).

Another challenges that first is brought to life after an implementation, are the potential
disruptions caused by an update in a third-party system (P5, R37). If not properly prepared for
these types of updates, it could lead to an RPA robot that stops working and a process that
comes to a halt (P5, R39).

Important factors and activities that P5 brings forth are the preparatory work. An example of
the importance of this work usually uncovers while recording the process owners screen. Often
the person owning the process tells you one thing, but while recording their screens exceptions
are discovered and caught (P5, R31). If theses exceptions slip past and get discovered later, it
can be costly, and the customer can feel that the automation did not live up to their expectations
(P5, R35).

P5 mentions that only a few of their clients have taken over the administration and management
of their robots so far, most of the receiving organizations still rely on the vendor to maintain
their robots (P5, R41).

Questionnaire

Kritisk framgangsfaktor Rank (1-11)
Education and Training 6

Change Management 4

Project Management 3
Obijectives and Goals Definition 2

Change in Organizational Culture 9
Interdepartmental Communication 11

Project Champion 1

Project Team Competence 7

Vendor Partnership & Support 8
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Business Process Reengineering

Top Management Support

10

Table 9: Questionnaire participant 5

4.2 Result questionnaire

In order to conclude which Critical Success Factors that were of most importance for Robotic
Process Automation in Small-Medium Enterprises, we summarized all the rankings for each
factor, and then made a total score.

Since the best rank is graded with a 1, the factor with the lowest total score is the one which
was ranked highest amongst all the participants. It is important to note once again, that this is
not used and should not be used as a quantitative result. Following questionnaire was used to
ease the discussion regarding different Critical Success Factors during the interview and to give
a good overview how the different participants chose to rank their factors.

Communication

Critical Success Factor | Ranking (1-11) Total score Rank
(CSF)

Objectives and Goals | 2,1,1,4,5 13 1
Definition

Change Management | 4,4,8,3,1 20 2
Project Management 3,6,6,5,2 22 3
Project Team | 7,7,2,9,3 28 4/5/6
Competence

Change in|95,7,1,6 28 4/5/6
Organizational Culture

Top Management | 10,3,5,2,8 28 4/5/6
Support

Project Champion 1,2,9,89 29 7
Business Process | 5,8,11,7,4 35 8
Reengineering

Educationand Training | 6,10,4,6,11 37 9
Vendor Partnership & | 8,11,3,11,10 43 10
Support

Interdepartmental 11,9,10,10,7 47 11

Table 10: Questionnaire summarization, participant 1-5
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5 Discussion

In the following chapter the literature and empirical study will be discussed and compared in
order to bring forth an analysis.

5.1 Challenges and Critical Success Factors that were not
mentioned in the literature

5.1.1 RPA challenges in different sized organization

While doing the interviews, most participants stated that the Critical Success Factors related to
Robotic Process Automation usually do not differ due to the size of the organization. This is
contrary to the subjective nature of Critical Success Factors mentioned by Wang et al. (2008)
and Rockart (1979). According to previous research on Critical Success Factors they often
differ depending on the size of the organization. Most of our participants did not acknowledge
any major differences, they use the same implementation models for all sizes. However, this
could be explained by a factor P4 mentions, Robotic Process Automation is not dependent on
the type of organization, it is dependent on what type of processes the organization want to
automate. We got the impression that while implementing Robotic Process Automation,
vendors often disregard how many employees the organization has and instead focus on what
types of processes that exists. However, even though the differences may be small, there are
still a couple of challenges and Critical Success Factors that are especially important for Small-
Medium Enterprises.

5.1.2 Challenges with RPA Governance

Multiple participants stated that a common challenge amongst both small and big enterprises
were that they fail to administrate their own robots after implementation. Usually they need
continuous support from the vendor even after the implementation is done. This is seen as both
a pro and con depending on the vendors objectives and goals. If they have the capability to offer
RPA governance as a service, it is positive for them since they stay on the payroll. However, it
is bad for the organization since it would be cheaper long term to administrate the bots
themselves. According to Snider, Silveira & Balakrishnan (2009) a common challenge for
SMEs is their lack of resources to hire adequate consulting support and obtaining enough
training to manage new technologies, making implementation success more difficult. During
the first interview, participant P1 said that this challenge is more relevant for SMEs since larger
organizations usually have more resources at hand. This means that larger organization for
example can employ a dedicated person for learning RPA, a possibility that is likely to be
nonexistent in a SME, confirming what Snider, Silveira & Balakrishnan (2009) implied with
resources being a problem.

Therefore, a critical success factor amongst SMEs could be to make sure you dedicate at least
one person to learn as much as possible regarding Robotic Process Automation during the
implementation. Our vendor participants stated that they always try to help the client
organization with training but ultimately, it’s up to the client to decide how much time and
effort they want set aside, an investment they tend to overlook. One way to do this, which is
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proposed by P1 during implementations, is to have a “on the job” training. More specifically
for the client to learn while the implementation is ongoing, limiting the need of expensive
training courses or continuous administration of the robots after completed implementation.

5.1.3 The importance of test environments

Participant 4 highlighted a crucial factor amongst SMEs, that mostly did not apply to larger
organizations. There is a general lack of test environments in SMEs, this leads to increased
difficulty to test robots after development, therefore a longer implementation phase. The lack
of test environments also leads to a bigger demand for communication between the vendor and
client.

A solution presented by participant 5 was “incremental implementation”. Instead of
implementing the whole system at once, the vendor usually implemented and verified that 20%
of the solution was functional, before developing it further in order to minimize the risk of
mistakes being made in the production environment. Participant 4 said the lack of test
environments occurred 9/10 times when dealing with Small-Medium Enterprises, but it's worth
noting that neither the literature nor any other participant mentioned this.

5.1.4 Challenges regarding preparatory work

According to responses given to us by participants, it is crucial that the preparatory work done
attains a certain level of detail and achieve a good overall quality. The preparation for an
implementation is considered a challenge, if not done correctly it could have disastrous
consequences. If done incorrectly, necessary last-minute changes to the system usually lead to
economical setbacks, or that the customer feels like the technology did not live up to their
original expectations. Especially the economic setback could be devastating for an SME, as
Snider, Silveira & Balakrishnan (2009) states, a grand challenge for SMEs is the lack of
financial resources.

Our result shows that a commonly used method to prepare for an implementation is “screening”,
which is part of the process mapping procedure. In order to register how a process owner
executes a certain process manually, their screen is recorded as well as the button and mouse
clicks being registered. The data collected is then documented to gain a high level of detail.
Every event documented in the process is then commented with valuable information to further
increase quality. This method has been developed due to the risks associated with a written
process map, as Asatiani and Penttinen (2016) suggested. Another perk with documenting
recordings is the ability to playback collected material, if something is not clear the consultants
can easily go through the process again. It is common for a process owner to look past or forget
steps of a process, which they may take for granted that others understand. One reason this
occurs is due to the amount of times the process owner has executed the task manually, which
can make them blind for certain events or exceptions. If process mapping is inadequate, the
client could suffer economically, and deadlines could be postponed. This is not only applicable
for SMEs, but for all sizes of organizations that implement RPA.

Participant 3 says proper responsibility delegation, process- and activity mapping and role
descriptions are vital to gain greater prerequisites. When the preparatory work is done correctly,
other benefits not directly linked to the process automation itself can be reaped to improve the
organization. One of these benefits could be to bring employees through-out the organization
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together, which could lead to new ways of streamlining processes and further increase
effectivity gain. During the interview participant 3 said that the result of performing these basic
measures, gives a magnitude of effectivity gaining effects that cannot be obtained if the process
is only recorded, as in the “screening” method.

Due to how the respondents emphasized the importance of preparatory work, and its absence
in previous research regarding critical success factors for CRM- and ERP implementations,
“preparatory work” will be considered as a critical success factor to RPA for SMEs. However,
according to our study this factor can be considered crucial for a successful implementation of
RPA, for both SMEs and larger organizations.

5.2 Critical Success Factors from previous research related to RPA
in Small-Medium Enterprises

Our participants perceptions regarding the 11 Critical Success Factors found in previous
literature varied slightly. By analyzing the summarization table 10, we can see that there is no
factor which only had good rankings nor only bad rankings. This suggests, as Wang et al. (2008)
and Rockart (1979) states, that Critical Success Factors are very subjective and that there is no
“one true answer”. Many of our participants also stated that these factors, where not just specific
to Robotic Process Automation but can be applicable to any type of project, which is true.

Following Critical Success Factors where ranked as the most important within RPA, starting
with the one considered most important and ending with the least important one.

Objectives and Goals Definition

Our questionnaire shows that this factor tended to be the most appreciated factor according to
our participants. This is different from what we found from the studied literature, where it was
on spot number 8/11. This shows a discrepancy between the studied literature and our findings.
A Small-Medium Enterprise should put focus and effort on this factor to improve likelihood of
success. Especially for SMEs, the participants thought scope definition was more critical, which
according to Somers & Nelson (2001) is part of the Objectives and Goals Definition.

Change Management

Our questionnaire shows that “change management” tended to be the second most important
CSF when implementing RPA in a SME. One of our participants said that “change
management” is especially important in smaller organizations, with the motivation that the
difficult part of an implementation is not to move data from one system to another, but to move
the people and influence them to work differently. On the other side of the spectra one of our
participant rated the factor as less important with the motivation that, by implementing RPA
you do not change anything, you simply replicate what a human employee do.

Project Management

Project Management was ranked as the third most appreciated factor by our participants, which
is very close to our literature findings, where based on mentions it was ranked at second place.
The arguments behind this positioning is because it’s a core part of any type of project, not just
Robotic Process Automation, CRM or ERP. Also, project management is also relevant in order
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to make sure that a project scope is being followed correctly. This was stated by several
participants to be important in Robotic Process Automation for SMEs.

Project Team Competence

Our study suggests that Project Team Competence could be of more importance in a SME than
in a larger organization. Not emphasizing that this CSF is not important in larger corporations,
but due to fewer employees that often possess wider roles, it can be considered more important
for SMEs to have the right competence. When roles are wider and not aggregated up to a more
specific or niched position, the person and their competence is even more vital. A lack of
competence would be in greater disfavor for the implementation while a good competence
could speed up the process as a result of fast communication. If a person does not have enough
knowledge regarding their organizations IT systems and processes, it can stall or even hinder
an implementation. Meanwhile in a larger organization there is always somebody else to ask,
or the person has adequate and detailed knowledge of a certain area.

This CSF is not only RPA specific, but very relevant to RPA. It is considered to have a core
function of any implementation and if competence is lacking, a successfully completed
implementation is difficult.

This factor’s position in the final table was a shared 4-6 spot, due to equal score as both “Top
Management Support” and “Change in Organizational Culture”.

Change in Organizational Culture

To successfully implement RPA into a company one must create a change willing culture within
the company. If an organization fails to create such a culture, the implemented RPA solution
can risk being unused and eventually be forgotten about.

Top Management Support

The top managements support is crucial while implementing RPA, this factor is not SME
specific, but is applicable on many other implementation projects. This factor appeared the
most in the academic articles that we researched in the literature, however regarding RPA
implementations in SMEs it was slightly less important. The interview participants all had
different opinions on the factor's importance. Some rated Top Management Support” as a less
important factor while others thought it was crucial to an implementation.

A motivation for scoring “Top Management Support” as one of the top factors was due to its
importance in an RPA implementation. If the top management are not supporting the
implementation, it is hard for other employees to do so. During the implementation situations
will occur that demands the top managements support, for example if an employee worries
about losing their job to a robot, the top management must be there to explain how the robot
will operate. This cannot be done by vendors due to the lack of insight into their customers
core structure, therefore the top management is required in order to succeed. If an
organization fail with involving their top management, personnel can develop a reluctant
attitude towards the project which will hurt the implementation in countless ways. Employees
might for example develop an unwillingness to share how their process is executed in fear for
losing their role.

Project Champion
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“Project Champion” was the third most occurring factor in the academic articles, but it was
clear that our participants had different opinions regarding this factor due to the ranking spread
and motivations. By analyzing and interpreting the empirical results, the participants that
discussed “Project Champion” generally considered this factor to be closely related and linked
to the preparatory work. It is more common for an SME to have a project champion within the
organization compared to a larger organization, where more professions are delegated, and
employees tend to have a narrow but more specialized knowledge. The benefits one can profit
from a project champion within the organization is faster communication which leads to a
quicker implementation process.

A project champion can according to one of our interview respondents also help in the process
of creating a change willing culture and engage others in the implementation process. This can
help the organization while in the stage of process mapping.

Business Process Reengineering

Process reengineering was described as a generally (both for SMEs and larger organizations)
unnecessary critical factor by the participants. Most of the participants stated that Robotic
Process Automation is not about changing an already existing process. It is about creating a
robot that mimics the process. Of course, if there are any easy ways to improve how the
process work, they can do that. However, it’s not part of the “core” RPA procedure.

Given this argumentation, it’s not surprising that it’s deemed more irrelevant. There is a
fundamental difference between Customer Relationship Management and Enterprise
Resource Planning systems and Robotic Process Automation. CRM and ERP systems are a lot
bigger and often require the staff to change the way they work, changing the processes. This
is not the same for Robotic Process Automation and therefore, this Critical Success Factor is
not as relevant.

Education and training

This factor was generally less mentioned during the interviews and received a bad ranking by
most participants. This might be because the participants don’t think this matter as much
because the vendors would rather govern the client's robots instead of the client themselves,
keeping the vendors on the payroll. However, as we discussed in 5.1.2, we think this should
be of more importance for an SMEs since their limitation in resources requires them to
become self-dependent faster. Unnecessary pressure on their finances should be avoided.

Vendor Partnership & Support

This factor was regarded as unimportant by all participants which is interesting since the
participants were vendors of Robotic Process Automation themselves. One could have
thought that their answers would have been biased in such way that they considered
themselves to be a very important factor.

Many of the participants highlighted during the interview that most customers needed help
administrating the robot after implementation, indicating that their support should be
important. This makes their bad ranking and motivations of this CSF a bit contrary.

Interdepartmental Communication
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The critical success factor “Interdepartmental Communication”, can according to our study is
not considered a CSF for RPA implementation in SMEs. The reason we have concluded that
“Interdepartmental Communication” is irrelevant, is due to the nature of RPA implementation
and how it differs from an ERP or CRM implementation. RPA implementations are not as
extensive, involves less people and therefore smaller teams. The implemented robot does not
affect the organization, instead only the process owner and other employees involved in the
process are affected. “Interdepartmental Communication” is therefore excessive while
implementing RPA in SMEs due to lack of needed communication between organizational
departments.

Regarding the literature “Interdepartmental Communication” was one of the factors that
appeared the least in the academic articles, and it mostly correlated with how our interview
participants decided to rank the factor when filling in their questionnaires.

6 Conclusion

Which critical success factors benefit Small-Medium Enterprises in Robotic Process
Automation implementation in Sweden?

The results of this study show that critical success factors regarding Robotic Process
Automation partly differs from those studied in the literature. Furthermore, it shows that our
participants opinions differed, suggesting that there is no uniform conclusion to what factors
that are most important. We also found that the size of the organization is not very relevant
when examining critical success factors regarding Robotic Process Automation. The
implementation processes did not differ depending on size. According to the participants of this
study, the type, size and scale of processes within an organization is more interesting than the
number of employees.

We cannot clearly identify a specific rank connected to any given CSF due to our questionnaire
being used as assisting material for the qualitative research, and not as a quantitative study.
Given the small sample size of this study, we cannot conclude any definitive critical success
factors regarding Robotic Process Automation in SMEs. As stated earlier, the answers and
rankings we received varied a lot between the participants. This means that concluding any
definitive answer from this study is difficult. In order to obtain a more credible ranking of the
success factors, many more participants are required in a quantitative research study.

However, the result of this qualitative study can be used to show what kind of tendencies exist
amongst Critical Success Factors in Robotic Process Automation for SMEs, creating a solid
foundation for future research in this topic. This study managed to identify three potential
critical success factors which were not mentioned in the literature study. By analyzing the
ranking summarization table 10 combined with each participant’s reasoning, indications were
found on which critical success factors from our literature study were beneficial for Robotic
Process Automation in SMEs.

Following critical success factors that were identified in our interviews were beneficial for
SMEs and were not part of the studied literature:
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e Preparatory Work
e RPA Governance
e Test Environment

Summarizing the ranking results and the participants reasoning behind their rankings, we can
conclude:

e Objective & Goals definition was highly valued amongst our participants.

e Change Management, Project Management, Change in Organizational Culture, Top
Management Support and Project Champion had at least one or more participants
arguing for its importance.

e Business Process Reengineering, Education & Training and Vendor Partnership &
Support were less important.

e Interdepartmental Communication were considered as definitely unnecessary by all
participants.

6.1 Future Research

Since this study was done by interviewing consultants and vendors, it would be interesting to
do the same study but with the clients. How do their impressions of Critical Success Factors
regarding Robotic Process Automation implementations differ from the ones given by
vendors?
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7 Appendix

7.1 Interview material

In this part of the appendix material used during the interviews will be presented.

7.1.1 Interview questions

e Ar det okej att vi spelar in?

e Ar det okej att vi namner ditt namn och foretagets namn i var uppsats?

e Vad har du for yrkesroll och vilken erfarenhet har du inom RPA?

e Skulle du vilja berétta lite mer om foretaget?

e Hur planerar och forbereder ni er for en RPA implementation pa mindre foretag?
T.ex anvander ni er utav nagon speciell strategi, eller vilka risker beaktar ni?

e Hur skiljer det sig pa nagot satt gentemot en implementering pa ett storre
foretag?

e Vilken typ av processer brukar vara mest gynnsamma att automatisera for ett
mindre foretag?

e Hur kartlagger ni processerna i foretaget? Brukar tillvagagangssattet skilja sig
mellan SME och storre foretag?

e Kan du berdtta hur ni satter planerna i verk och hur sjélva
implementeringsprocessen ser ut rent praktiskt?

e Vilka aktiviteter och faktorer i processen skulle du saga ar de viktigaste for en
lyckad implementering och varfor?

e Finns det nagra risker man bor ta i beaktning?

e Hur ser arbetet ut efter en genomford implementation? (till exempel utbildningar
eller processmatning)

7.1.2 Questionnaire & CSF-questions

Critical Success Factor questions
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e Den litteraturen vi tagit del av tyder pa att de framgangsfaktorer vi tagit med och
bett dig ranka, & de som véger tyngst ndr man implementerar andra system
(CRM och ERP). Hur stéller du dig till dessa rent spontant? Ar det vissa du
kanner ar mer relevanta an andra utifran RPA-implementationer inom SME?
Hade det funnits nagon aktivitet eller faktor som du hade velat lagga till?

e Kan du ge en motivation till varfér du rankat de olika faktorerna som du gjort?
(Borja med den som var hogst rankad)

e Finns det nagra framgangsfaktorer som du tycker saknas och hade velat lagga
till? | sddana fall vilka och varfor?

Questionnaire

Vénligen rangordna foéljande faktorer mellan 1-11 dér 1 ar den ni anser vara viktigast. Ingen
siffra far alltsa anvandas mer &n en gang. Definitionen av dessa faktorer hittar ni i bilagan ifall
ni behover. Den dr pa engelska, ifall du behover ytterligare fortydligande fran oss sa ar det bara

att hora av sig!

Kritisk framgangsfaktor

Rank (1-11)

Education and Training

Change Management

Project Management

Objectives and Goals Definition

Change in Organizational Culture

Interdepartmental Communication

Project Champion

Project Team Competence

Vendor Partnership & Support

Business Process Reengineering

Top Management Support

_ 37—




The Critical Success Factors for Robotic Process Automation in SME’s Canneroth och Hellmuth

7.2 Interview Transcription P1
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A
H

Vi spelar in externt via telefonen. Men da tankte vi att du skulle
fa beratta lite om dig sjélv och vilken erfarenhet och yrkesroll
du har inom RPA?

P1

Vad sa ni, har vi en halvtimma pa oss? Jag bara skamtar. Na
men jag jobbar ju pa C1 och det vet ni sakert vilket foretag det
ar. Vi jobbar bade med revision och radgivning. Jag ar pa
radgivningssidan da, konsult. Jag har jobbat i 2,5 ar pa C1,
stationerad i *****, Jobbar mestadels mot offentlig sektor. Sa
att SME, ja men absolut vi har ju lite satsningar mot SME-
segmentet ocksa.

>

Aha okej

P1

Jag jobbar i ett litet team som heter intelligent automation. Och
dar vi jobbar egentligen inte enbart med RPA da utan dven med
andra  tekniker. Chattbottar, machinelearning och
processkartlaggningar bland annat. Sa att mm. | teamet och vara
uppdrag mot kund jobbar jag oftast som projektledare.

>

Jag undrar da bara rent generellt, om ni far en kund som &r
intresserad av RPA, levererar ni da bade programvaran och
sjalva implementationen?

P1

Vi hjalper inte dem med, alltsa, utifran att vi &r ett
revisionsforetag i grundet sa har vi oberoende, vilket innebér att
vi aldrig kan sdga att ni ska ga med denna mjukvara eller denna.
Utan det far de sjalva bestimma. Sa de upphandlar dem sjélva.
Men vi skruvar robotar sa att saga. Allt fran processteget till
forvaltning men vi gor ingen drift.

Naa okej

II>» o>

Alright, var forsta frdga har nu da ar da hur ni planerar och
forbereder infor en RPA implementation pa ett mindre foretag.
Skiljer det sig nagot fran implementationen pa ett storre
foretag?

P1

Det enkla svaret dar ar nej. Vi har en leveransmodell som vi
anvander, 9 steg &r den. Sa den forsoker vi halla oss till i sa
mangt och mycket. Sen saklart kan man alltid skruva i den, vissa
delar kanske inte kunden vill ha och andra vill de kanske lagga
till. Men for att det ska bli s bra implementation som mojligt
sa vill vi saklart leverera utifran modellen, sa da foljer vi klar
den.

10

>

Okej, vilken typ av processer brukar vara gynnsamma att
automatisera pa ett mindre foretag? Ar det liknande for storre
foretag?
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11

P1

Ja alltsd, mmm, ska inte sdga att den ar svar att svara pa men
egentligen sa ar det nog ungefar samma processer, stora som
sma. Sen handlar det om business case och vad man behdver,
vill fa ut. Saklart du far battre pang for pengarna i ett storre
foretag med storre transaktioner och storre fakturahantering.
Men det ar ungefar, nu jobbar jag frdmst mot offentlig sektor
och ska man jamféra mindre kommuner med stérre kommuner
sa ar det ungefar samma. Det ar HR-processer, ekonomi-
processer, alltsa processer dar det finns strukturerade data in,
dar det finns stora floden av data.

12

o>

Jag antar att RPA funktionen ar ratt skalbar sa det kanske inte
ar jattestor skillnad pd om den hanterar data om 500 anstéllda
eller data om 300 anstéllda?

13

P1

N4 precis som du sdger, den ar valdigt skalbar. Men sen ar det
ju béttre desto storre processen ar. Den kan ju jobba i 2 Excel
rader men ocksa i 500 Excel rader och utfora arbete lika snabbt.
Sen tycker jag att RPA kanske inte &r den bésta losningen, det
ar inte sa. Alltsa, lappa och laga liksom. Det &r ju egentligen sa
det & med RPA. Det bdsta & om det &r integrerad i
verksamheten, via MLA eller vad det kan vara. Det ar inte sa
driftsakert som en vanlig integrering.

14

0>

Vi har last i litteraturen om att ifall ett foretag har tva stycken
stora program som de arbetar med sa kanske inte de kan prata
med varandra. Och da anvander man ofta RPA som mellanlank
mellan de systemen.

15

P1

Ja precis, det ar tragiskt pa nagot satt att vi inte kommit langre
inom det.

16

0>

P4 vilket satt menar du da?

17

P1

Ja men det borde ju i 2020, finnas nagot satt som gor att
programmen snackar med varandra

18

0>

Aha du menar att de ar trakigt att RPA krdavs agera som
mellanhand for att de ska kunna samspela?

19

P1

Precis

20

>

Finns det ocksd manga aktiviteter och processer som mindre
foretag véljer bort av olika anledningar som ett storre foretag
kanske skulle genomfora en implementering pa? Kanske pa
grund av resurser eller for att det ar en for liten skala som det
kan bli hos ett mindre foretag?

21

P1

Precis, sa ar det absolut. Dar far man ju titta pa processerna.
Liksom vi har ju en scoringmodell som vi jobbar med. Dér vi
gor likom, indata och tittar pa utdata. Och sa far vi fram ett
bubble-chart, alltsd vad som ar mest lonsamt. Alltsa man tittar
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pa, hur enkel ar processen att utveckla eller automatisera? Och
egentligen alltsa, hur mycket ekonomiskt varde finns det? Och
da vill man saklart hamna sa hogt upp som mojligt. Sa det &r ett
bra satt att utvardera en process, hur bra den &r.

22

0>

Jag undrar, hur sker den sjalva métningen av processen?

23

P1

Det ar lite olika, vi tittar ju ocksd pa, vi lagger in en
effektivitetsgrejj, en effektivitetsdel i detta ocksd. Om man
Tittar pa hur ett foretag, den som dr mest effektiv i sitt arbete,
sa ar det kundjtanstpersonal. Dar gar det inte s3 mycket spill at
till kaffepauser eller snacka med kollegor. Dér snackar man om
10-15% effektivitetshild. Men tittar man pa andra sa far man ju
liksom gdra utvarderingar, hur mycket gar at att man &r aktiv i
ett annat projekt? Projektledarmoéten? Och andra uppdrag man
har. Och da far man titta pa det. Sen saklart, hur manga drenden
kommer in, hur stor méngd data kommer in? Vad finns det for
varde i det? Vad kan man anvanda de har analoga medarbetarna
till istallet? Det finns en massa massa sana har parametrar som
vi tittar pa. Sa att de, ja, de ar ocksa lite olika fran process till
process dar man ftittar. Sen ar oftast foretag ocksa valdigt
bestdmda i att det ar just den hér processen vi vill automatisera.
Dasa, da ar vi liksom med pa det. Sen vill andra mer gora en
kartlaggning och titta pa, skulle detta vara mojligt?

24

oX

Och detta ar da bade applicerbart for mindre och storre
organizationer, det ar inte sa stor skillnad?

25

P1

Na precis, det skulle jag inte séga.

26

>

Och nér ni sen satter planerna i verket och bérjar sjalva
implementeringsprocessen, ar den valdigt lik pa stora och sma
foretag ocksa? Eller sarskiljer det sig nagonting?

27

P1

Dér har man ju lite annorlunda. | stérre foretag kan man ju sdga
att det finns, dar kanske projektorganizationen eller vad man
ska sdga ar storre. Det &r flera att ta hansyn till, dar ar kanske
kommunikationen viktigare, framfdrallt mellan de olika stegen
sa att sdga. Och processkartlaggning till utvecklaren och koppla
till it miljéer och liknande. Déar &r det ju lite bokigare rent
kommunikationsmassigt. Dar &r det lite enklare nar det kanske
finns en liten mindre IT-grupp, det finns en, jag vet inte om det
var ni som hade en project champion?

28

>

Ja precis, det hade vi.

29

P1

JA men en som kan processen liksom utan och innantill. Och da
ar det ganska enkelt att satta ihop en san projektorganization.
Medans i storre foretag sa tycker jag att de ar lite svarare, man
far va mer noggrann, de kanske finns lite fler professioner som
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ska vara med. Sa den skiljer nog sig litegrann i det skulle ja
sdga.

30

>

Ar det nagra olika, just riskerna med implementering?
Sarskiljer sig de nagot fran sma och stora foretag? Brukar
riskerna va samre implementation, att den inte skulle bli sa
lyckad. Tillexempel pga resurser pa ett mindre féretag och sa.
Ar det ndgot sént ni brukar ta i beaktning till?

31

P1

Det som jag skulle séga dér, den storsta risken dar ar att scope-
definitionen ar for vid. Man vill greppa hela processen.
Framforallt i mindre foretag skulle jag saga. Man vill liksom, vi
brukar snacka om 80/20 principen. 80% kan man automatisera
och 20% far man fortfarande ha ndgon manuell handlaggning
pa. Och det ar bra i ett stort foretag for att det ar ganska stora
volymer. Men i ett mindre foretag sa kanske man vill ha mer,
men det blir véaldigt mycket dyrare att utveckla den sista delen
for att det tar mycket mer tid. Det ar sa fa + att de kravs mer i
utvecklingen.

32

oX

Sa storsta vardet i att automatisera ligger i de 80%? For att de
ar billigare och sa.

33

P1

Precis

34

>

Och denna kommer toucha lite pa den enkaten vi skickade ut
innan. Vilka aktiviteter och faktorer i processen som du skulle
séga ar viktigast for en lyckad implementering? Och varfor? Du
hade ju fyllt i var enkat och vi hade lyckats glomma ta med top
management dar. Men som 1,2,3 hade du satt change
managemt, project management och project team competence.

35

P1

Mm

36

>

Skulle du kunna motivera lite kring varfor du valt just dem?

37

P1

Jamen de ar skitsvart egentligen att rangordna for de &r ju olika,
liksom alla dessa delar &r viktiga i en implementering séaklart.
Men om man da ska liksom krasst bara se sahar att change
management ar ju extremt viktigt for att det ska bli, alltsa gor
du som du alltid gjort far du samma resultat som du alltid fatt.
Vill du fa annorlunda maste du goéra annorlunda, agera
annorlunda. Da maste du in med change management. Sjalva
ledarskapet dar, dd kommer vikten vid sponsor, agare eller
stakeholder eller vad man &n nu kallar det och dr jatteviktig i
det. FOr den personen blir ju viktig i den initiala fasen. Liksom
vi ska hit, vi ska gora den har forflyttningen hit. Liksom att bara
ga in 0 saga att vi ska flytta data fran ett system till ett annat, ja
da kanske det inte kravs sa mycket change management. Da
kravs det kanske nagot annat, nagon annan del som &r viktig. Sa
darfor bakar jag ihop, eller alltsa jag klustrar dar. Change
management, project management och team competence som &r
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liksom viktig. For att de ar egentligen karnan for att de ska bli
en lyckad implementering.

38 Ar det specifikt for sma och medelstora foretag eller ser det dar

ocksa likadant ut for storre foretag?

o>

39 | P1 | Jag vetinte, jo men de &r det nog. Det tycker jag.

40 Att de ar lika viktigt pa bada?

0>

41 | P1 | Jag tycker nastan att de ar viktigare med change management
pa ett mindre foretag. For de ar dar vi liksom, att flytta processer
rent digitalt i automationssyfte, de &r inte det som ar det svara.
Det svara ar att flytta manniskorna.

42 Att dem ska anpassa sig?

0>

43 | P1 | Jaatt de ska fordndras, att géra annorlunda. Liksom sluta upp i
att gora saker. De e det svaraste en manniska kan gora. Vi ar
varldsbast pa att pa addera saker men vi kan liksom inte ta bort
saker.

44 De kan ju ocksa finnas en viss motvillighet hos en anstalld.
Liksom nu ska du sluta gora det har o da kanner dem men det

vill jag gora.

0>

45 | P1 | Jadet kan ocksa vara ett hot. Kan en robot géra mina uppgifter
lika bra som jag? Vad ska jag da géra? Blir jag av med mitt jobb
da? Existensfragorna kommer in ocksa.

46 | A | Och efter en genomford implementation, hur brukar arbetet se
H | utdad?

47 | A | Alltsa, har ni exempelvis nagon utbildning med kunden eller om
C | man gor nagon processmatning efter man infort robotarna sa

man ser att de fyller sina funktioner bra?

48 | P1 | Jaa, det gor vi. Vi lagger aldrig dver det i forvaltning férens vi
ar helt 100 pa att det funkar saklart. Testar robotarna, stress
testar och massa saker. Igen faktorer?? Och sen oftast de vi
tycker ar bast ar att inte gora utbildningen efter utan att man har
en “on the job”- training, alltsd under tiden. Att man har
utbildning for de utsedda personerna. Man l&r sig liksom under
tidens gang. Och det ar ofta sa att foretagen vill det. De vill ju
bli konsultoberoende.

49 De vill kunna férvalta sina egna robotar efter ni har varit dar?

0>

50 | P1 | Precis, och att skala upp dem och hela den biten.
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51 | A | Ardet samma dar for sma, medelstora och storre foretag?
C

52 | P1 | Jadet &r det ju. Ofta har ju storre foretagen storre muskler. En
ambition om att vara en robotfabrik, automation excellence eller
vad man kallar det, an de mindre foretagen. Sa benagenheten
om att lara sig &r nog storre dar det finns stérre muskler.

53 Sa den processen att ldra sig eller kontakten ni haller efter
implementationen, brukar det ga snabbare da for storre foretag?
Dem har mer resurser att lagga pa att lara sig RPA for att ga

vidare sjalva sen. Alltsa mer an ett litet foretag.

>

54 | P1 | Precis, sa ser det ofta ut, det & min erfarenhet i alla fall.

55 Okej sa sista fragan. Vi undrar om det finns négra
framgangsfaktorer som du tycker saknas pa den listan vi
skickade, ifall du tycker vi missat ndgot som &r superviktigt for

implementation av RPA hos mindre foretag.

0>

56 | P1 | Det mesta &r val dar. Men scope-definitionen &r den som jag
tycker &r extremt viktig, vilket man kommer tillbaks till hela
tiden. For att oftast sa blir det liksom en diskussion under
projektets gang. Men vi sa detta ocksé, och detta. -Na det sa vi
inte, det var detta vi sa. Sa man ar valdigt tydlig med vad som
galler. Ha nagot agreement eller avtal dar det star att det ar det
har som géller. Annars ar det latt att man tummar pa det och det
uppstar onddiga diskussioner. Sa tydligheter med en scope-
definition ar viktig

57 Att man har specificerat att det ar exakt dessa processerna eller

exakt dessa delar av processen som vi ska anvanda

o>

58 | P1 | Ja men precis, speciellt delarna i processen.

59 Hander det oftare att det skér sig sa att siga med mindre féretag
an storre? Att det kan va sa att den som da kommer och vill képa
in processerna kanske har samre koll pa exakt vad dem vill géra
och hur det ska va gjort. Sa det blir lite mer luddigt sa att saga,

sjalva scopet. Ar det ndgot som kan uppsta?

0>

60 | P1 | Jo men det &r nog sa. Kravstéllaren &r ju oftast lite, nu har jag
ju sett en utveckling de senaste aren. Jag jobbat med RPA i
kommun X 2016 som férsta kommun i Sverige som inférde en
robot. Det var ingen som visste vad RPA var da. Eller valdigt
fa visste vad RPA va. Och dem upphandlingarna som kom efter,
var ju extremt luddiga och svara. Nu precis innan métet med er
satt jag med en upphandling med en annan kund som var valdigt
specifik. Dar de hade bakat in véldigt mycket. De skulle va CE
certifieringar och de skulle va det femte. Sa nivan pa sjalva
RPA:n har ju ocksa forandrats kan jag ju sdga. Samma med
kompetensen for att utveckla och mjukvarorna, det blir liksom
bara béttre och battre. Men jag tycker dnda att kravstallarna hos
storre foretag &r lite mer komplex an en i mindre féretag. Bade
positivt och negativt. Det ar viktigt att kravstalla och det vi

— A4 —




The Critical Success Factors for Robotic Process Automation in SME’s Canneroth och Hellmuth

kallar for forvantansstyrning. Liksom vad &r de dem vill uppna,
hur ska vi da gora det. Det har skett en klar forbattring och de
ar fler som ar jakligt mycket mer tekniskt kunniga nu an hur det
sag ut for nagra &r sedan.

61 Var sista fraga nu ar da, nu satter vi dig lite pa spot hér, det var
inte meningen, men top management support. Jag vet inte om

du har tillgang till den enkaéten vi skickade?

>

62 | P1 | Joo jag har den har framfor mig.

63 Har du det? Bra. Om du skulle fa placera in top management i

enkaten, jag ber om ursakt att vi missade ta med den

>

64 | P1 | Detar lugnt

65 Vart skulle du vilja placera den i skalan?

>

66 | P1 | Jag tanker mig att det &r ungefar ndgonstans mellan plats 7 och
9.

67 Nu ser vi att det har gatt en halvtimme har, vi uppskattade detta
enormt och tyckte detta var véldigt givande och intressant. Har

du nagra fragor till oss eller nagot du undrar éver?

>

68 | P1 | N&i inte direkt, nar ska ni va klara med det?

7.3 Interview Transcription P2
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AH

Vi tar om fragan om du kan berétta lite mer om din yrkesroll
och vilka erfarenheter du har inom RPA

P2

Ja, jag har jobbat med RPA i 1,5 ar nastan, som RPA-
utvecklare, eller ja nastan lite allt mgjligt har pa C2, man har
sina fingrar lite Overallt. S& jag ar med pa pre-sale,
implementation och sen *inaudiable*, support och félja upp
hur det gar och hjélpa till foretag att kora robotar.

AH

Skulle du vilja berétta lite mer om foretaget? Hur lange har ni
varit verksamma och vilka riktar ni er emot?

P2

Det hér &r sdljsnack, vi séljer ju mest olika IT lésnhingar som
for foretag som resoft, e-scanning fakturor, behandla e-
fakturor osv affarssystem och RPA da ocksa. Senaste tiden har
vi fokuserat mycket pd RPA. Foretag C2 har ca 20 anstallda,
kontor i Stockholm, Solna dar majoriteten sitter, 4 personer
sitter i Goteborg och en person i Helsingborg som ska bdorja
salja emot sodra Sverige. Det ar sa det ser ut for oss.

AC

Om vi da borjar komma in pa implementering av RPA sa
undrar vi hur ni forbereder och planerar infor en RPA
implementation, tex de steg ni tar nér ni skrivit ett nytt kontrakt
med kund.

P2

Alltsa, nar vi vall fatt bestallningen fran salj sa ingar vi i, man
kan saga, eller ahh, PHC proof of concept . Foretaget vi salde
I16sningen till valjer en process de har, och vi kér en forsta robot
for att visa sa det funkar, sa den kan gora vad vi lovat. Sa borjar
vi med det. Sen nar foretaget har nagon ansvarig hos sig som
ska formedla vilken process de skall utveckla sa de har kontakt
projektledare och den i sin tur gor en processkarta och lagger
in alla detaljer, vi har ett méte om alla tekniska krav och vilken
miljo som krévs, ahh for att borja vi ska borja kunna installera
och utveckla. Sen dr utveckling inga konstigheter, jag har
kontakt med processansvarig hos kund da. Och sa utvecklar vi
processen.

AH

Hur ser dd en sddan processkarta ut? Ar det en
processkartlaggning som ni gor da?

P2

Ahh, det &r...Framst sd ber vi dem stélla in processen, en
person gor nagot pa sin skarm, projektledaren kollar da pa detta
och skriver ner lite exakt vad de gor lite snyggare for att senare
kunna godkanna den, sa vi vet vad vi ska gora och de forstar
att vi forstar — lite sant.

AC

Ser forberedelserna likadana ut om ni &r pa ett litet/medelstort
eller ett storre foretag?

10

P2

Ja det ar val inte s& mycket som skiljer sig dér, storlek spelar
lite roll, lite stérre processer, eller lite mer for jobb innan man
borjar utveckla. Storst skillnad ar det mellan vanliga foretag
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och sékerhetsklassade foretag. Dar ar det lite mer behérigheter
vi behover fa da. Annars ser det ut likadant for det mesta.

11 | AC | Det éar alltsd arbetsméangden som kan skilja sig snarare &n hur
ni utfor det.

12 | P2 Ja precis

13 | AH | Vilken typ utav processer ar det ni brukar automatisera? Kan
det variera fran stora och sma foretag da?

14 | P2 | Vad menar ni exakt med sma foretag?

15 | AC | Vi har definierat det som féretag/organisationer med mindre én
250 anstéllda.

16 | P2 Okej. Ja. Vi fokuserar framst pa foretag som omsatter mer dn
200 miljoner, hur manga anstallda de har kan ju variera nu for
tiden. Men antalet anstéllda spelar ingen roll egentligen ju,
man far ju tilldelade personer pa det foretaget som ansvarar for
processen, det ar sa dverallt.

17 | AC | Jag undrar, vilka risker bor man beakta nar man gor en RPA
implementation hos ett foretag? Skiljer det sig mellan sma och
stora foretag?

18 | P2 For oss ar det nastan inga risker. Det &r isa fall om den robot vi
installerar inte klarar av att utfora processen, vi bedémer da nar
vi far exempel fran foretaget som tagit fram processer och vi
sager da vad som ar och inte ar gorbart. Men vi forsoker vara
tydliga med vad roboten kan gor nar vi séljer in.

19 | AH | Né&r ni gjort allt forberedande infér implementationen. Hur
fortgar ni da genom den processen, vilka har du kontakt med i
foretaget och hur ser det ut rent praktiskt nar ni implementerar?
Ni har da en testrobot om jag inte missminner mig?

20 | P2 Man kan sdga att det &r en testrobot. Det &r mer for att visa
foretaget hur l6sningen funkar. Men ndr implementeringen
borjar har jag framst kontakt med en projektledare och en
processansvarig pa foretaget. Det ar vall de tva personer jag
har mest kontakt med. Sen IT, jaa, beroende pa om vi behdver
nagon behdrighet eller mapptillgang eller sa. Inte sa hos alla,
hos visa kan jag ha kontakt med processansvariga och
projektledare, skota, jag séger bara till dem vad som skall
goras. Det ar oftast mest kontakt med processledare och
processagare kan man séga. Kanske nagra andra personer som
g6r samma process men det &r i princip processagare i sa fall.
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21 | AC | Skiljer det sig nagot dir mellan SME’s och storre foretag?

22 | P2 Nej, det &r i princip samma. Mellan 2-4 personer man har
kontakt med men det beror ju pa hur de vill satta upp det hos
dem. Men oftast ar det sa det ser ut pa alla foretaget.

23 | AH | Vilka aktiviteter och faktorer i da denna process for
implementering, anser du vara extra viktiga for att
implementeringen skall lyckas. Ar det ndgra speciella s& du har
i atanke?

24 | AC | For just dd SME’s.

25 | P2 Det viktigaste ar da att foretaget som kopte I6sningen har en
riktig dedikerad person till att hitta processer sa de kan
formedla till oss eller om de vill kora sjalva. Vi vill ju ofta att
foretaget med tiden, liksom, nagra forsta processer skall vi
kora tills de far en person som lar upp sig ocksa och kan borja
sitta och g0Ora processer. Det &r vél frimst det. Men det jag sett
mest &r att vi har ett problem nér vissa inte anstranger sig
tillréckligt mycket for att ta fram processer som kan utvecklas.
Sen det kan vara andra strul och sa, ett foretag vi har hade
glomt av att de ens kopte RPA och ville att vi skulle sélja in
det igen. Lite sadant, det ar det viktigaste i alla fall.

26 | AC | Hur ser arbetet ut efter en genomfor implementation? Tex om
ni har utbildningar med anstéllda eller processmatning efterat
for att se resultatet eller sa?

27 | P2 Efter utveckling och test, &r vi ju ganska sékra och roboten ar i
funktion och den sitter da sjalvstandigt. VI forsoker da boka in
utbildningar och sadant, de som skall anvanda den maste lara
sig hur man anvénder den, vad olika saker betyder och hur de
kan felsoka den, osv, innan de kontaktar oss da om det &r nagot
jattestrul eller liknande.

28 | AC | Det ar da tankt att kunden sjalv skall forvalta roboten efter
implementeringen?

29 | P2 | Jaexakt, vi ar ju bara 20 personer har sa vi har inte sa manga
som kan, och ga in for varje liten grej. Det &r ju bra om kund
kan skéta basic saker, om det ar ett jattestrul gar vi in och kollar
pa det. Det hander mest under testfasen efter den ar
nyutvecklad, nar man forsoker hitta fel, men det kommer alltid
upp saker som de kan ha glomt nér de stéller upp processen,
nagot fel fonster eller annan pop-up eller liknande, som inte
var med i processkartan, da far man ga in och lagga in ett
scenario for den ocksa.
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30 | AC | och du skulle séga att det ser likadant ut for SME’s som for
stora foretag?

31 | P2 Nu, nu har vi i alla fall...JA...vi har inte s& manga som har
liksom, fatt, eller borjat utveckla sjélva i efterhand...Det &r
nagra foretag. Sa det ar bra nar de kan skota de sjélva, da har
vi ju hjalpt dem med support, kan han inte nagonting sa far man
hjélpa till, men annars skulle jag sdga att det ser likadant ut for
oss i alla fall. Det finns inga jatteskillnader.

32 | AH | Kan det vara sa att efterarbetet gar smidigare om det ar ett
storre foretag an ett mindre, att de tex har mer resurser, alltsa
fler folk pa det &n ett mindre foretag?

33 | P2 | Det gar smidigare nar de gatt en utbildning och nér vi forsoker
fa en person certifierad hos kunden och de vet vad RPA ar i
alla fall, man kan felsoka innan man kommer till oss. Det kan
ju vara en kostnadsfriga men nagra foretag har ju gatt
utbildningen och det gar ju battre ddr, men det &r inte manga
som vill géra den utbildningen — &n saa lange i alla fall. D&
skoter vi det mesta. Skulle inte saga att det ar nagon skillnad

34 | AH | Det sista i var intervju det handlar om, fick du enkéaten vi
skickade till dig?

35 | P2 Rangordningsmodellen?

36 | AH | Ja precis, har du fyllt i den annu?

37 | P2 Nej, men jag har kollat, vill lagga en etta pa allt. Men jag kan
fylla i den och skicka den till er.

38 | AH | Det skulle vara jattebra! Finns det mojlighet att om vi har
nagon fraga angaende hur du valt att ranka, att vi kan ringa dig?

39 | P2 Ja, inga problem.

40 | AC | Da far garna fundera om det ar nagon framgangsfaktor som du
hade velat Iagga till i modellen.

41 | AH | Perfekt, toppen! Har du nagra vidare fragor om oss eller om
var studie?

7.4 Interview Transcription P3

1 | AH | Berdtta lite om dig sjalv och foretaget som du arbetar pal

2 | AC | Dinyrkesroll
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Ja absolut, ehh, min yrkesroll eh ah, allt i allo &r en term men
mer formellt sd har jag da ett affarsomradesansvar dar
affdrsautomatisering med hjalp av RPA &r en av dem
kompetenser och I6sningsplattformar som vi erbjuder fran C3
och ett nérliggande, ehh, plattformsval eller verktygsval som
vi ocksé arbetar med for likartad automatisering men som ar
lite mer teknisk heter BPM. Som fungerar pa en lite lagre niva
och da istallet for att kanske som RPA framst syftar till att
efterlikna eller harma ett manskligt beteende som redan finns i
ett manuellt arbetssatt idag, sa syftar BPM att man skapar ett
nytt arbetsflode som ar mer skraddarsytt for den process man
antingen da redan har och har slagit fast, eller som man
kartlagger och ritar upp och bestdammer sig for att man vill
arbeta utefter. Och i den rollen da sa, i det har skedet nar vi
bygger upp den har verksamheten och vaxer helt enkelt med
marknaden sa kan det innebara ganska manga olika typer av
ansvar eller roller som jag tar inom det omradet sa det kan vara
allt ifran leveransansvarig, projektledare, I6sningsarkitekt, jag
har inte den typen av tekniska kunskaper som gor att jag sjalv
da kan sitta och bygga en l6sning i verktyget nar det gar till en
mer avancerad niva, det finns det kollegor som sitter i
utvecklarroll for att gora istéllet.

Allright, sa ni integrerar BPM och RPA med varandra?

Jaa, det finns sadana losningar ocksa men det vanligaste i
nuldget nar bada de har, mja BPM éar inte nytt men man brukar
fokusera pa att ta ett verktyg i taget, mojligtvis kombinera dem
for att 16sa vissa problem som inte gar att I6sa i respektive
verktyg sa att séaga

Hur planerar och férbereder ni er for en RPA implementation
pa ett mindre foretag? Har ni t.ex nagra speciella strategier eller
hur ser arbetet ut dar?

Med betoning pa tillskillnad fran stérre eller med betoning pa
inforande RPA implementation?

Med betoning pa mindre foretag, hur det liksom kan skilja sig
mot, ifall det &r en storre organisation eller sa!

3 |P3
4 | AC
5 |P3
6 | AH
7 | P3
8 | AC
9 |P3

Ja, skiljer da, det ar ju da att det naturligtvis inte finns lika
manga unikt definierade roller och ansvar som d&gs eller
innehas av enskilda individer. Utan da ar det vanligare att flera
roller & aggregerade upp till samma person som har ansvar for
det i verksamheten. Med det sagt sa ar det egentligen,
tillvagagangssattet ar inte annorlunda ehh med undantag for att
man kan kanske ga igenom en del av de har beredande
aktiviteterna lite snabbare eftersom det helt enkelt inte behdver
kommuniceras mellan person eller mellan avdelningar pa det
bestallande foretaget da
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10

AC

Menar du att en anstéalld pa ett mindre foretag kan ha bade,
bade vara engagerad inom it men ocksa inom nagot annat
samtidigt.

11

P3

Ja absolut, det kan ju vara att man da bade har ett
verksamhetsansvar da och att man ar processagare eller till och
med har rollen som bestéllare/inkdpare och mottagare/testare
av den funktionaliteten da som vi kommer att leverera da. Och
da finns naturligtvis, da kortsluter man da en mangd led i den
beredande kommunikation som behdver &ga rum innan man ar
klar med uppgiften sa att saga.

12

AH

Hur &r det i sjalva implementationen, skulle du séga att det
underlattar eller forsvarare det implementationen att tex
kommunikation blir lattare men de kanske inte har samma
kunskap, eller att den personen inte besitter samma som
motsvarande fler stycken

13

P3

Ja precis, det ligger nagot i att det kan ju ga at bada hallen
beroende pa vad det ar for typ av person och vad de har for
bakgrund, vilket djup de har i sina kunskaper osv. s3, det kan
bade forenkla och forsvara.

14

AC

Du ndmnde att implementationen ser ungefér likadan ut for
mindre och stdrre foretag, kan du ge en generell dverblick dver
hur den ser ut? Planeringen och forberedelsen da.

15

P3

Ja absolut, pa en valdigt hog niva handlar det om att identifiera
den utmaning eller det behov som verksamheten da har. Vilken
typ av tekniklésning som a&r rétt att implementera for att
eliminera problemet eller uppnad verksamhetsnyttan, for att
hitta vilka matt man vill tillampa for att eh, verifiera att man
faktiskt har uppnatt det verksamheten efter slutford leverans.
Att designa en lésning som & tankt att mota
verksamhetsbehovet, att sedan naturligtvis formaliserar det i
dokumentation och far sign-off fran bestallande organisation
oavsett om det ar en liten eller stor da. Att ta I6sningsdesign
implementation, testning, leverans, driftsattning och sen att
sakerstalla da att 16sningen ar dokumenterad och rullas ut i
kundens organisation och uppnar den effekt eller nytta som
man har tankt sig fran borjan. Det ar en valdigt hog niva att
fokusera beskrivningen hur man skall ga tillvaga. Det ar ju inte
RPA  specifikt utan det galler ju projekt och
verksamhetsprojekt generelit.

16

AH

Vilken typ utav processer brukar vara mest gynnsamma att
automatisera for ett mindre foretag skulle du séga?

17

AC

Om det nu skiljer sig?

18

P3

Ehh, tar man det som ocksa brukar vara ganska tydligt i
materialet fran de har olika plattforms och verktygstillverkarna
sd ar det ju da att den gemensamma namnaren for processer
som ar gynnsamma att implementera RPA for ar sddana som
ar monotona, repetitiva, manuellt intensiva, som kanske
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involverar flera olika typer av applikationer och system da,
tecken baserat, webbaserat ehh legacy, felklient pa skarmen
och kanske da nagon tredjeparts som berér manga anstallda
eller som utfors ofta. Sa tar man dem gemensamma faktorerna
s den man kan stryka omedelbart ar ju da att det berdr en stor
volym medarbetare eftersom det da inte kan vara fallet i en
mindre verksamhet eller pa ett mindre foretag. Utan dé far man
se till de andra faktorerna helt enkelt, vad som kan vara
antingen mest tidsbesparande eller mest vardeskapande for det
mindre foretaget och da skulle jag nog saga att istallet for att
leta efter case dar man da far en avkastning pa besparad tid,
kanske man istéllet ska titta pa vad man kan skapa for formaga
eller kapabilitet i den har mindre organisationen med hjélp av
RPA som teknik och verktyg som man annars skulle ha behovt
anstalla en stor mangd medarbetare for att klara av pd samma
sétt. Det kan ju vara att ge fantastisk kundservice eller respons
pa kortare tid an vad man klarar av med den bemanning man
har i ett mindre foretag med hjélp av automatisering.

19

AC

Vad brukar da de mindre foretagen, nar de kommer till er och
vill ha hjalp med RPA eller implementera RPA brukar dem da
sjdlva redan innan veta ungefar vilka processer de vill
automatisera eller ar det ofta att ni far undersoka deras
verksamhet och hitta ndgot?

20

P3

Att dem dnda har en viss bild av framforallt vad problemet ar
eller vad som behdver avhjélpas i deras egen verksamhet och
organisation, sa det finns en slags koppling dar emellan delvis
de mindre foretaget, har ju fler medarbetare full inblick i hela
processen fran producerad vara eller tjanst som man da ar
engagerad i och da ar det lattare for dem att se delvis da vad
man kan kombinera verktygsanvéndningen till gemensamma
processer eller hur man kan fa ett mer effektivt flode som
helhet. Sa det kan ga lite fortare i mindre foretag pa det séttet
samtidigt som man &r ju mer, praglad av de dagliga
utmaningarna, man kanske inte riktigt arbetar med
effektivisering och automatisering pa det lite storre plan som
storre organisationer har majlighet att gora da, ocksa da
naturligtvis stérre potential och behov som stdrre
organisationer. Sa det kan ofta vara dem har enkla, det ar sa
jobbigt jag maste kopiera in till excel och maila ivag, mycket
de har manuella ingreppen och dagliga bestyren som &r i fokus
fran mindre foretag jamfort med stora bolag, som kanske har
andra mer infrastrukturrelaterade behov

21

AC

Kanske att det finns storre datafloden i storre foretag. ..

22

P3

Ja precis, det ar ju naturligtvis, sen finns det sakert undantag
dar du har genomfléden av terabyte av data i 2 mans bolag som
sysslar med nagon avancerad form av analys...Cambridge
analytica var val inte sa manga anstéllda? haha

23

AC

Bra robotar haha
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24

AH

Och vilka aktiviteter och faktorer i en implementeringsprocess
anser du vara viktigast for att lyckas med en implementering?
Och varfor? Géllande sma och medelstora foretag?

25

P3

Ja, jag skulle ju vanligtvis séga, i princip da, kommunikation,
att forankra och etablera en forandringsbenédgen och
forandringsvillig kultur. Management, commitment och buy-
in da. Sen sa kan ju det av precis samma skal som redan namnt
variera i vikt nar det galler kom och jobbar man med 2/1
mansbolag sa blir det av naturliga skél enklare att férankra och
sdkra att alla & medvetna om vad som skall géras och hur och
varfor. Desto stOrre foretag desto storre andel av insatsen for
att infora da en ny teknologi eller plattform blir det att sékra att
slutanvandare, sa langt ner i kedjan som mojligt som sa langt
upp i organisationen ska vara med pa noterna for att fa
forandringen att bade da &ga rum och ocksa ge den
verksamhetsnytta som man forestallt sig for bygger man en
I6sning man inte har, mer eller mindre salt in tillrackligt val till
organisationer oavsett om det ar fran leverantor eller internt
arbetet blir den inte heller anvénd och tillslut sjalvdor den.

26

AH

Och med det sagt, finns det nagra sarskilda utmaningar man
maste ta hansyn till nar man utfor en sadan implementering?

27

AC

Specifikt da nar man talar om mindre foretag?

28

P3

Inte just i forhallande till dimensionerna kring mindre foretag
utan, vad som ar viktigt som jag vill framhalla galler bade stora
och sma organisationer ar att man gor sin hemlaxa ordentligt
att man helt enkelt bérjar med ”vad ar det vi vill astadkomma
for vara kunder,” ”hur &r vi dverens om att vi faktiskt nar fram
till det malet och varfor arbetar vi pa det sittet”. Man gor sin
process och aktivitet kartlaggning, man gor sin rollbeskrivning
och ansvarsfordelningar och sen har man mojlighet att utifran
det optimera processen inte bara som enskild process men som
en process i forhallande till att man har automatiserings stod
for den. Genom de stegen far man egentligen en nastan,
trefaldig utdelning da pa att man -kommer éverens om vad man
gor inom verksamheten, vilket man langt ifran i alla fall ar
Overens om, mycket i det arbetet har ett stort verksamhetsvarde
och framkommer, att man far ihop de personer som inte pratar
till vardags kring hur de arbetar eller vad de arbetar med. Hitta
mycket effektivitetsvinster och forenklingar i det. Att man far
en gemensam bild éver vad man gor, en karta. Att man sen
ocksd optimerar den kartan utifran mojligheten till
verktygsstod, kontrasten till att gora pa det sattet ar helt enkelt
att man gor en slags videoinspelning och uppspelning da av
vad slutanvandaren gor pa sina skarmar till vardags. Det ar
ocksa en form av RPA och automatisering men det ger absolut
inte den magnitud av effektiviseringseffekter som det
forstnamnda.

29

AC

Avslutande fraga pa sjalva implementeringsfragorna undrar vi
da hur efterarbetet ser ut efter en genomfor implementation?
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Typ om ni har utbildning mot kund sa de sedan kan forvalta
sjalva?

30

P3

Ja, framfor allt riktar det sig emot, det beror pa vad kundens
onskemal &r, vi erbjuder kunderna tjanster dar vi hjélper dem
att forvalta deras 16sning allt eftersom, oavsett om det ar drift
eller vidareutveckling osv. for kundens del om vi far 6nska
handlar det ju mycket om att hjalpa dem att fa ut mest majliga
nytta av den tid som man da har skapat eller besparat dem inom
organisationen och hur de kan anvénda den till att hitta d&nnu
fler tillamningar av den har ny teknologin och plattformen sa
man kan skapa ytterligare tidsvinster eller andra typer av nytta
i org. Det kan ju vara, vi har pratat mycket om att skapa
tidsvinst eller resursvinst eller att skapa en férmaga i mindre
organisationer da som man inte skulle kunna gora utan att vara
en stérre organisation om man inte hade teknikstodet da. Det
finns ju andra vinster da som arbetsmiljoforbattring, att man da
skapar en mindre stressig situation for medarbetar som annars
blir tvingade att sitta med monotona och repetitiva
arbetsuppgifter som ironiskt nog med tanke pa namnsattning
pa teknologin, att robotisering egentligen gor det arbete som vi
som manniskor utfor mer manskligt da, da kan vi fokusera pa
problemlésning och kreativitet istdllet for det mer
maskinanpassade som att flytta information ifran ett system till
ett annat som manga faktiskt har som arbetsuppgift idag da de
applikationer och system som de har byggt pa eller kombinerat
under artionde i vissa organisationer inte fungerar ihop med
varandra pa ett tillrackligt smidigt eller bra sétt.

---Slut interview, borjan pa enkat---

32

AH

Det var det vi hade gallande implementationer, sag du enkaten
vi bifogade i mailet?

33

P3

Nej inte &nnu men det kan vi gora live har om ni har den
framfor er. Rangordna 1-11....

34

AC

D& har du de 11st vanliga CSF vid implementering vid
implementering av informationssystem. Om nagon behéver
tydliggoras eller sa sag bara till!

35

P3

Vi kan borja med, objectives and goals definition som etta (1)

36

AC

Om vi da kanske hade kunnat f en liten motivation till kanske
de topp 5 valen..?

37

P3

Haha, jaa, vet man inte vart man ska sa antingen kommer man
aldrig dit eller s& spelar det ingen roll vart man gar sa det ar
darfor den dr viktig. Sedan skulle jag sitta...Interdepartmental
blir inte sd viktig som i stora bolag da...Sétt project
champion(2) och top management support(3) som tvaa och
trea. Det handlar mycket om det har da, bada ar kopplade till
forankringsarbetet som behdver &ga rum i den mottagande
organisation har, att man maste fa ett engagemang for att bade
fa ratt beskrivning av kravhilden men ocksa for att fa 16sningen
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att bli anvand da. Och det géller ju bade uppat och nedat i
organisationen darav nyttan av en champion som kan vara just
ambassador da for att promota I6sningen och visa pa fordelarna
for alla berérda medarbetare. Sen ar det ju lurigt da, vi far
nastan borja nedifran.

Vendor partnership & support kan vi satta som 11, bara for att
en maste vara det. 10 kan bli education & training...4 change
management, 5 change in organizational culture, 6 project
management, 7 project team competence, har vi alla da?

38 | AH | Vi har 8 och 9 kvar, interdepartmental och business process
reengineering...

39 | P3 | Ta 8 som Business process reengineering och 9 som
interdepartmental...

40 | AH | Perfekt, tack sa jattemycket!

41 | P3 Inga problem

42 | AC | Det ar den absolut sista fragan ar ifall du kanner att ndgon
aktivitet eller faktor som du tycker saknas som fortjanar en
plats i listan...?

43 | P3 | Hmm, kan ju vara inkluderat i project management men just
metod...eller metodik &r ju inte kanske listat som faktor da.
Det kan vara nyttigt att ha med sig

44 | AC | Vad innebér det lite mer...

45 | P3| Nej om man liksom, vill viga huruvida det finns en poang i att

arbeta specifikt med RPA i sma/medelstora foretag pa ett mer
agilt satt eller mer vattenfalls betonat satt nar det géller vilken
metod man anvander i sjalva projektet eller i implementations
arbetet. Det finns 2st roliga kallor ni kan ta mer er och kika pa
som inspiration....
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7.5 Interview Transcription P4

1

AH

Du kan vi bérja med att du far beratta lite om din
yrkesroll och din erfarenhet som du har inom RPA

P4

Yes, jag ar inte tekniker, jag har jobbat inom IT i 25 ar,
kanske 30 snart. Jag har projektledat och
implementering och forvaltningsledning. Sa jag kan inte
programmera for att radda mitt eget liv. Men just inom
RPA sa har jag suttit som bade projektledare och
forvaltningsledare for olika kunder i 2,5 ar. Och RPA &r
ju ndgonting som vi gor och om vi tittar pa nasta fraga
da, vart foretag C4 ar ett stort IT foretag da med flera
tusen antal anstdllda. Dock ar mitt lilla bolag ett
dotterbolag till det stora IT foretaget. | foretaget ar vi 25
personer. Och vi sysslar dd@ med foretradesvis med
programvaran SAAS, statistical analysis systems, men vi
halkade in pa RPA for cirka 3 ar sedan. Det var darfor att
vi sag att det var nagot som kom samt att det fanns en
del gemensamma saker som man kan goéra med SAAS.
Vi har férhoppningar om att man ska kunna bygga ihop
SAAS, RPA och dven i forlangningen Al da. Sa vad vi gor
med RPA &r lixom den mindre delen i vart foretag med
25. Vi ar val 4 st som jobbar valdigt aktivt med RPA.

Ehm, ja ni far fraga mig men tittar vi pa nasta fraga sa:
Hur planerar vi och forbereder vi en RPA
implementation pa ett mindre féretag?

AC

Ja precis

P4

Jag kan saga sahér, min erfarenhet och varan erfarenhet
hittills ar att det inte ar sa att vi gar ut och direkt séljer
RPA och sager sdhar "Hej vi har programvara dar vi kan
automatisera era processer” utan sa marknaden funkar
for oss sa blir vi oftast kontaktade av kunden. Dem har
redan varit inne pa RPA, hort nagonting om det och i
och med att vi jobbar inom kommundelen sa snackar ju
dem med varandra. Och vi har ju nagra kunder,
kommuner som &r igang. De e dem andra da som liksom
"det har later ju toppen”. Det ar nastan sa att kunden
soker upp oss. S3 att de e inte sa att vi ar ute med RPA
portfoljen och saljer

AH

Na alright

P4

Och for ett mindre foretag da s3, ja skulle nastan siga
att nar ett mindre foretag vill kéra RPA da har dem
nastan alltid en eller flera processer som dem redan har
i atanke. Dem liksom redan siktar pa nagonting och dar
har vi da skillnad da gentemot en kommun. Jag har hallit
pa och suttit 2,5 timme idag med en kommun dar det
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blir lite mer top-down att cheferna har sagt att vi maste
ocksa borja automatisera dér vi kan. Da handlar det om
att liksom dra in storre och flera olika avdelningar och
spana pa: nrl. Lara dem och forsoka fa dem forsta vad
RPA &r och i stort sett férsdka bygga en bruttolista med
potentiella kandidater att automatisera.

AC

Mm

P4

For ett mindre féretag ar inte det nagonting vi skulle
gobra utan dar ar det sdkert sa att de sager att de har en
process har som de tror skulle vara ldampad, sa dem
kommer liksom till oss och sdger, vad tror ni om det har?

AC

Man kan sdga att forkunskaperna hos de mindre
organisationerna brukar vara battre, att de redan har
koll pa vad RPA kan goéra fér dem?

10

P4

jaa, dem har redan nastan identifierat vad eller inom
vilket omrade de skulle vilka ha automatiserat. Och Det
innebadr att de antagligen last pa litegrann vad
mojligheterna ar for RPA.

En av riskerna som vi har hos stora kunder men som vi
absolut kan halla fram for en mindre kund som jag tror
ar mer troligt hos en mindre kund, ar ofta har man
avsaknad pa en testmiljo. Det &r ganska ofta de e dem
kommer och sager att vi vill automatisera denna
processen, man tittar pa den och sa sager man joo men
det héar ar en process som kanske lampar sig. Da fragar
man har ni testmilj6? D& ar svaret 9/10 ganger nej.
Vilket ar en valdigt stor skillnad mot storre féretag. Jag
har ju jobbat med ERP implementeringar och sana dar
saker. Dar har man ju en testmiljo, utvecklingsmiljo,
testmiljo, acceptansmiljé och en produktionsmiljé. Det
ar valdigt spritt. Medans inom RPA sa hamnar vi ganska
ofta i att: Naa det har vi inte men kor igang att utveckla
roboten for oss sa far vi testa roboten i
produktionsmiljo och se om det gar bra. Det har inte jag
varit med om tidigare, att det har varit sa att man
faktiskt testar saker och ting i produktionsmiljo.

11

AC

Jag undrar, hur hade en RPA testmiljo sett ut?

12

P4

For sjalva RPA programvara har vi ofta en
utvecklingsmiljo och en produktionsmiljo. Men RPA
jobbar ju i miljder i andra system. Sa att dem har ett
verksamhetssystem dar robotarna ska ga in och hamta
information och sen ska vi lagga ner i Excel och sen ska
vi maila dem. Men det har verksamhetssystemet dar vi
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ska hamta informationen, dar finns det valdigt ofta inte
en test ytan dar far vi ga in i produktionssystemet och
hdamta information. Det finns ingen test-Outlook dar du
kan satta upp en dummy brevlada. Men var RPA gor ar
att ofta arbeta i existerande system. Och vi har en
kommun da som har automatiserat utbetalning eller
berdkning av ekonomiskt bistand for socialbidrag. Dem
har inget testsystem sa fort dem vill gora en andring, da
pratar vi om hur dndringen gar till och vi kunde ju da i
varan RPA-testmiljé gora dndringarna som behdvdes.
Men det dnda sattet att testa ifall andringen gor vad
kunden vill ar att kra det mot produktionssystemet och
ta riktig data och leka med. De e stor skillnad.

13

AC

Ja jo de e ju klart, de finns ju gott om utrymme for del
dar eller liksom

14

P4

Ja, vi utvecklar inte mot den hiar kommunen utan vi fick
ta 6ver den. Men vi pratar med dem som var inblandade
da och sa fort den som utvecklade fore oss sa hade
nagonting i borjan da nar de skulle testa nagonting fick
i stort sett ringa och sdga: Nu ska vi kora tester, ni far ta
emot de har drendena och se ifall de blir ratt eller ratta
till dem ifall det blir fel. Och sa har det inte funkat i den
gamla strikta varlden dar man har testdata och sa koér
man liksom ett test. Och anledningen att dem hade ett
ekonomiskt testsystem var att de systemet som en hel
del gors i har massa kopplingar till skatteverket och
forsakringskassan och det kan du inte uppratthalla i en
testmilj6. For da ska den kunna slda mot riktiga
personuppgifter och sa. Darfér hade dem ingen, de
hade en som inte hade kopplingen och da var testdata
dar i helt vardel6s liksom.

15

AC

Ja for RPA &r val danda lite sa up and coming att det
borjar bli mer och mer populart, att fler och fler far reda
pa vad man kan goéra. D3 kanske det finns lite glapp
inom forbattringsmojligheter.

16

P4

Problemet ligger ju inte hos RPA utan problemet ligger
hos att kunderna inte har fina testmiljoer for oss. Utan
dem har ett problem, nagonting som de kdmpar med
idag och dem vill ha det fixat och vi maste fixa det i
existerande system utan att kunna testa vad vi gor
innan. Det blir lite live testning.

17

AH

Ja det later lite laskigt

18

P4

Ja men ar ju valdigt forsiktig vad man ska géra nar man
ska ha ndgot nytt eller test att bara se till att allting man
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sjalv kan absolut begrdnsa, att man plockar ut tre grejer
som man ska testa och att man sjalv kan ta emot dem
eller att man har en nara kontakt med kunden och
sager: Du jag kommer testa att kora tre sa jag sager till
nar jag e klar sa far du kolla nar jag e klar sa far du kolla
sa det blev ratt eller ratta till.

19 AH Och de héar processerna da som man implementerar,
finns det nagra processer som dr mer gynnsamma att
automatisera i ett mindre foretag kontra ett storre?

20 P4 Det var nagonting som jag och x diskuterade da, min

utvecklare. Vi tror inte att storleken pa foretaget
faktiskt betyder om processen ar lamplig eller inte
darfor att det ar valdigt tydligen vilken typ av processer
som lampar sig for RPA. Man maste ha digital input, de
maste va regelstyrt, den ska gérna va repetitivt och
sadana saker. Och processen for dem egenskaperna kan
du ha i ett foretag av olika storlek. Vad vi marker hos
tillexempel kommuner da, det ar att dem har om ni
tanker att kommunen har en egen IT portfélj med saker
o ting som de vill ha gjort. Da finns det valdigt ofta sma
enkla saker, relativt enkla saker som kanske ar att man
ska hamta information ur ett system som ska in i ett
annat system. Men nar dem planerar sin IT-portfélj med
vad dem ska jobba med dem ndrmsta 6 manaderna sa
hamnar denna har valdigt ofta under strecket, de e
radda for att det redan finns nagot satt att géra det. Det
ar att nagon stackare pa kommunen far ta ut en Excel
lista och ga in i det andra systemet och knacka in det
manuellt. Sa det ar nagonting det finns en workaround
pa. Och det finns for lite och inte tillracklig viktig for att
bygga ett helautomatiserat interface som skulle kunna
gora det har varje vecka, varje dag varje manad. Och det
tror jag man ser valdigt mycket hos en storre kund och
hos en kommun. Och det tror jag kanske inte ar sa
vanligt hos en mindre kund, att man har sddana grejer
utan da ser man till att sddana saker funkar. Och nar vi
satter igang denna processen att vi forsoker vaska ut
vad vi kan automatisera sa ar det alltid ett gidng sana
som rasar ut. Jag satt pa ett statligt verk dar en kvinna
skulle visa mig en process dar hon gick in i sin mailkorg,
dar Iag det en fil som hon skulle formatera och sa skulle
hon bara ta bort en kolumn och skulle dépa den till
dagens datum och lagga den pa en gemensam drive.
Och det hér gjorde hon da och sa det hdar maste jag gora
efter klockan 18 varje dag for det far inte géras under
dagtid. Naha sa jag. Sa tillslut sa jag till henne, vad &r det
i den hér filen? Jag har ingen aning sa hon. Det har ar
vad hon gjorde varje dag, och daven om de va fem
minuters jobb sa var nagon tvungen att gora det efter
18.00 varje dag. Och det skulle goras varje dag och de
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ska liksom ha ett schema for semester, vad gér man en
rod dag ska man gora tva filer och sadan dar. Sana grejer
hittar vi hos storre organisationer men som vi kanske
inte hittar i mindre.

Men det som styr om den gar att automatisera ar
verkligen processen. Finns det digital input? Finns det
en Excel fil att borja med eller gor folk en ansdkan pa
natet med strukturerad information. Och sen da vad vi
ska géra med informationen, dar maste det finnas ett
regelverk som roboten kan félja. Roboten &r ju, det ar
inte artificiell intelligens, den ar valdigt dum, den gor
exakt vad vi har lart den. Den kan inte fixa eller trixa
eller ta beslut baserat pa magkéansla. En robot &r sa pass
dum sa den forstar inte ett stavfel om vi har sagt at den
att gora nagonting.

21

AC

Nej den kan ju liksom bara harma vad du har visat forsta
gangen

22

P4

Ett exempel: Vi diskuterade med en kund idag, de villa
nagonting nar uppdrag granskning kommer och begar
ut alla handlingar om nagonting, da har de olika system
dar dem har nagonting och sa kanske finns det nagot
vad en fastighetsbeteckning om det ar kajaken 2 och da
vill veta allting om denna fastigheten. Da tyckte dem att
det var en lamplig process for en robot att leta fram.
Problemet ar att om det stod kajaken mellanslag 2 och
I3ter roboten leta efter det dd kommer den hitta det.
Medans nar man pratar med killen som gjorde jobbet
idag da sa han att nar han ar klar sa brukar han for
sakerhetsskull soka efter bara kajaken2 ocksa for att
han kanske gléomt ett mellanslag. Det kan ju en
manniska géra men inte en robot.

23

AC

Alla RPA implementationer innebar val ocksa att alla de
installde kommer behdvs gbra nagra justeringar for att
liksom hela processen ska bli bra.

24

P4

Ja det finns ju processer som roboten kan skéta A till O.
men sen finns det ocksa processer dar de kanske far
skota A till C och en manniska gar sen in o gora
nagonting for att sedan hamna i nasta steg dar roboten
tar overigen. Och det arigen liksom vad, som jag sa, det
maste finnas digitalt och det maste finnas regler. Dar
inte reglerna kan programmeras, dar maste manniskan
ga in och gora nagonting. Massbehandling sa ar det
toppen att lata roboten gora det.
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25

AC

Om man da hittar en process som ar lamplig att
automatisera, om man gor det pa dett mindre foretag,
finns det da risker att en process véljs bort for att det
tillexempel inte har data som flédar igenom, att det blir
en for liten mangd kontra ett stoérre féretag. Sa samma
process som ar lika [amplig valj bort eller prioriteras
bort i forman for nagot annat, ar det nagot fenomenen
eller en grej?

26

P4

Det som &r utmaningen nar man gar som till en stor
kommun da, forst lagger man ut en bruttolista och sa
gar man igenom den och sa tanker man att vissa avdem
pa kravs det en inloggning och det klarar inte en robot
tillexempel, sa da faller den. Nar man sen har en lista pa
vilka processer som skulle va bra att automatisera, da
kommer ndsta utmaning och de e, vad ar business caset
for att automatisera dem? Om det ar nagonting som tar
100 timmar i veckan och utvecklingsjobbet tar 200
timmar, aa da har du fatt hem dem pengarna pa 2
manader eller pa 2 veckor. Sa det &r liksom det &r ju en
given, sen finns det ju andra faktorer da som den lilla
enkla processen som ska goras 1800 varje dag, det
kanske ar 6 timmars utveckling det ar ju liksom 6,5-7000
kr i utvecklingskostnad och test men hur lang tid tar det
innan du drar in dem pengarna pa ifall det ar 4 minuters
jobb varje dag. Och det har med att liksom komma fram
till bsusinesscaset, vi kan ju forséka fa kunden, vi kanske
behéver hjilpa kunden men beslutet for vad som ska
automatiseras ligger ju alltid hos kunden. Vad dem
tycker ar vart. Och ibland ar det rena pengar,
utvecklingskostnaden maste betala tillbaka sig inom en
viss period medans fér andra sa ar det sahéar da slipper
vi all administration om den hér listan pa vem som ska
gora det har jobbet for nu ar det automatiserat. Det
kanske ar vart nagonting i sig ocksa.

27

AC

Alright, om vi gar vidare till ndsta steg da av sjilva
implementatonsprocessen, om vi tar kartlaggningen,
hur den ser ut om den skiljer sig nagot mellan sma och
storre organisationer?

28

P4

P4 Jag kan tanka mig att desto mindre organisation sa
sitter man bredvid manniskan. Som med RPA som jag
upplevt som ar valdigt annorlunda jamfért med vad jag
jobbat med tidigare, det ar att vi ofta har anvant oss av
att man faktiskt filmar och berattar om vad man gor.
Eller som vi gjorde idag da i Corona tider att vi var
uppkopplade pa ett teamsmote och dem koppla pa sig
och visade vad dem gjorde, vad processen var. Och det
héar har jag inte heller varit med om tidigare for da var
det alltid ndgon som beskrev ett problem, tyvarr ofta
beskrev dem en 6nskad 16sning men med mindre fokus
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pa vad ar problemet. Och det var valdigt ofta i ordform,
men RPAs natur ar ju att den ska gora vad en manniska
gor. Och da ar det liksom en film dar man berattar, forst
loggar jag in har och sen maste jag ga till den har fliken
och sen ska jag soka och da ska jag soka pa ett datum
Range om man har det har lixom filmat och nagon
berattar. Da blir det en valdig specificerad specifikation.
For att vad du gor ar att du ska fa roboten att gora exakt
vad manniskan gor. Och for det skriver du inte langa
rader kod. Utan du anvander dig av om ni har sett
tillexxempelv vi jobbar mest med Ul path da, det &r ju
click and drag, du bygger ett fléde och sa drar du in och
val och sa. Det har &r inte min expertis men det dr ingen
Iang programmering sa darfor ar en film ett riktigt bra
satt att faktiskt fa det har. Sen vissa kunder tycker om
att gora ett vanligt processfléde. Enligt mig ar inte det
lika bra for att ett flode blir sa endimensionellt jamfort
med en film. For lixom det star nagot i flodet sen klickar
jag pa fliken men om man ser pa en film sa kan de va sa
att i den har fliken sa maste du scrolla ner innan du
kommer at knappen du ska trycka pa. Det maste du
beratta for roboten att gora. Sa darfor ar en film valdigt
talande nér det géller att specificera for da ser du exakt
vad manniskan gor och hur den klickar och ibland lixom
att den maste scrolla for att komma at en knapp. Och
det ar svart att fa beskrivet i ett vanligt processfléde.

29

AH

Ja en san liten grej maste vara latt att glomma bort.

30

P4

Yes sa det ar valdigt annorlunda fran vad jag varit med
tidigare, att man bara filmar vad man vill géra. Men man
ska koma ihag att vad man vill implementera, ar att
automatisera nagot som existerar. Annars ar det ofta
att man vill ha en ny sak helt som inte finns och det ar
lite svart att filma.

31

AH

Saklart, mm, och da om vi hoppar vidare till ndsta dar,
vi har ju vart inne och touchat lite pa detta men hur ni
satter planerna i verket efter ni har kartlagt processen,
hur ser sjalva implementeringsprocessen ut?

32

P4

Ja och nar man val har en film sd kan man ju da nar allt
det tekniska dr uppsatt, man maste ju ha atkomst till
roboten inne hos kunden, roboten kan ligga lixom pa en
remote desktop. Och den remote dektopen maste ha
samtliga inblandade system upplagda sa att den har
atkomst till det. Roboten maste anvanda l6senord till
dem olika system den ska in i. Ofta ska den ha sitt egna
webkonto och sddana saker. Sa om man satter upp allt
det tekniska — paus for att ta telefonsamtal —Nar man
val satter upp det kan man da borja att géra utveckling
i robotics och sa som jag sa, det ar lite click and drag.
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Man lixom programmera forsta steget ar att klicka pa
den har ikonen for det har systemet och logga in o sa
anger man anvandare och I6senord. Sen kan du trycka
pé en knapp inne i Ulpath som sdger KOR. Och sen kan
du faktiskt se hur den faktiskt gor det. Sa du kan testa
dig fram steg for steg som du har programmerat. Och
det ar igen, eftersom vi valdigt ofta hamnar i att vi bara
kan jobba i skarpa miljéer sa ar det valdigt bra. For da
kan man lixom kvalitetstesta sin egen kod steg for steg
och sen sa innan man gor nagonting som faktiskt
genererar eller skickar eller nagonting kan man borja
med det vi prata om férut att man maste ha ndgon som
tar emot eller att man sjalv tar emot det som gors i
systemet.

33

AH

Ja det maste ju minska riskerna

34

P4

Ja, sen blir det ju ofta sa att dven om de har en valdigt
bra film sa man kommer ju alltid ihag det som a&r
standard. Och i dem flesta processer skulle jag sdga och
de forsoker man ju fa fram redan nar man diskuterar
processen forsta gangen, fragan ar det alltid sahar? Det
ska man ju stélla massvis av ganger. AR det inte alltid s&
maste det ju finnas en bransch i sin kod sa att saga. Det
normala ar sa men ibland sa ar det blankt har, vad goér
jag da? Och de maste man ju diskutera redan nar man
tar fram specen, om man hittar sdna. Men sahar hander
det valdigt ofta att dven om man stallt fragan sa nar
man satter igdng och testa och bérja utveckla sa hittar
man sana som de inte tankt pa. Nar det har ar klart sa
ska det alltid mailas till den som star i ansdkan. Okej
men om det inte finns en mailadress, vad gor jag da? Sa
da blir det lixom, man kor igang man kan testa olika
delar. Nar man bdrjar géra nagonting sa maste man
sjalv ha nagon som tar emot. Och ndr man kommer till
de fragorna da, vad gor jag nu, det héar ar inte standard.
Da maste man ha direkt och snabb kontakt med en hos
kunden som kan den har processen. Helst samma
person som gjort flédet eller som spelat in filmen. Sen
blir det ju som ni var inne ocksa pa att om man bara ska
gora forsta delen och sen sd maste nagon gora
nagonting och sen sa ska roboten gora nagot vidare steg
sen, a da blir det lite mer variering da. Forsta delen
kanske man kan fa klart och sen kan man gora testerna
och sen maste man d pabdrja titta pa del 2 men da
maste man ha data att kora igenom det pa. Sa det ar
mycket koordinering ndr man val satter igang att testa
och det ar mycket mer koordinering pa grund av att
9/10 ganger sa befinner vi oss i riktiga miljoer och inte
testmiljoer. Har man en testmiljé kan man be dem satta
upp 20 stycken och sa kan man leka med dem i sin egna
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lilla sandlada utan att paverka nagonting men det ar
inte det vi ser.

AC Okej men om du da skulle saga vilka aktiviteter eller
faktorer som bidrar till mest varde i en implementation
skulle det da vara, du har ju pratat om det nu med lixom
koordination och man maste se att den processen
faktiskt ar en bra kandidat till att bli automatiserad.

P4 Var motpart maste ju kunna processen, du ska inte
prata med en chef. Du maste ha direkt access till en som
sitter och gor det har. For annars blir det for langt.
Utover det ska du ha nagon annan som har teknisk
kunskap. Och med det antingen att personen ar teknisk
sjalv eller har en valdigt enkel och snabb vag in till IT.
For att manga ganger nar vi jobbar da sa nar det mats
ska allting sattas upp, en desktop, du ska ha en
anvandare for roboten i respektive system som kan se
att de e roboten som har gjort nagonting. Och om man
upptacker att man liksom saknar en anvandare eller
I6senordet har gatt ut eller liknande sa maste man ha
en direkt snabb vag till den. Sen ar det valdigt ofta sa at,
speciellt inom stoérre kunder da att man springer pa
sahar saker som att det behdver 6ppnas portar och
liknande. Som man inte tanker pa och om man da har
lixom varldens langsta hanteringssatt som hos vissa
banker, att en portéppning ska ga igenom ett workflow
och tar en vecka eller tva, aa da avstannar allting. Vi har
ett kraftbolag som vi jobbar med, och den killen, han ar
kunnig pa processerna, dem flesta, han ar inte expert
men han har ocksa en fot i IT laget och han &r idealisk
for sa fort vi springer pa nagot sant har da fixar han det
och liksom loser problemen sa att vi alltid kommer
vidare. Det kommer alltid vara nagot tekniskt, sa vi
behdver nagon som kan processen men vi behdver dven
nagon som kan teknik. Och det har beror ofta pa skilda
personer.

35 AC Okej sa det kan tillexempel vara en fordel i ett mindre
foretag, att de inte ar sa trogflytande eller vad man ska
saga

36 P4 Precis att det ar en IT kille som ar ansvarig, sen tror jag

ocksa att for ett mindre féretag sa har du nog inte sa
mycket problem med portéppningar och sant for att
dem brukar ha en sluten miljé och inte massa servrar o
olika saker
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37

AH

Och hur ser arbetet ut efter en genomférd
implementation?

38

P4

JA det beror lite pa vad kunden vill. Du hade nagon fraga
pa det.

39

AH

MM precis

40

P4

Nu hoppade ni 6ver 9:an for den har tycker jag ar
intressant. Den ar viktig. Risker som man ska ta i
beaktning nar man jobbar.

41

AC

Ja da kor vi pa den

42

P4

Yes, om du jobbar i system som tillexempel & om
roboten ska jobba i ett system som ar webbbaserat
system som inte ar lokalt sa brukar dem ha valdigt svart
att kontrollera nar det system de jobbar med far en
uppdatering. Och en uppdatering kan faktiskt knacka
roboten totalt. Om tillexempel roboten ska klicka pa en
knapp sa kan du vélja att sdga Leta efter en knapp som
ser ut sahér. Eller ocksa kan du vilja en koordinat pa
skdrmen. Om dem gor en uppdatering och dndrar hela
gui:et och flyttar pa en knapp, da far du problem. Och
far man tillexempel da jobbar man i, tdnker mig att ett
litet foretag har UBV vilket &r ett vanligt
I6nehanteringsysstem. Och det dr webbbaserat sa om
dem uppdaterar sa uppdaterar dem hos alla kunder
samtidigt. Och dar kan saker och ting handa for
roboten, nagonting som funkar perfekt innan
uppdateringen slutar helt enkelt att fungera. Och en
annan grej som vi har pa pumpen pa tva ganger hos en
kund det ar att chrome, den anvands valdigt ofta. Den
kan du normalt satt inte styra uppdateringarna i.
Chrome skickar bara ut uppdateringar som automatiskt
uppdateras. Medans IIE, dar har dem ju type control,
déar har du en version och sen s ifall du har en stor kund
sa haller dem pa att testa och planera, sen far alla
uppdatera samtidigt. Men chrome, den ploppar ut
uppdateringar och dar har vi tva ganger rakat ut for,
jattespannande, nar chrome lagger in ny logik i
skarmkoordinater och sant, och du vet aldrig nar d u far
en chrome uppdatering, det kan skilja vecka till vecka.
Och man marker inte det.

43

AC

Mm precis

44

P4

Och déar har roboten kunnat dar har roboten akt pa stryk
hos en kommun tva ganger. Dar fick vi géra en fuling dar
vi i produktionssystemet la in en liten kodsnutt som
hindrade uppdateringar pa chrome.
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45

AC

Jag undrar, skulle du saga att denna typen av problem
ar kanske lattare att I6sa hos mindre organisationer,
kanske att man har lattare tillgdnglighet att hitta ratt
person som kan lixom atgérda de problemet med
uppdateringar eller liknande

46

P4

Uppdateringen som gors i systemet eller chrome
paverkar roboten da beror det pa foretaget som du
implementerat hos vad deras strategi ar nar de val har
implementerat, ska de skota om det sjalv eller ska vi ta
hand om det? Dar har vi ju, tittar vi pa nasta fraga sen
da men vissa kunder har bara bett oss att skta om o se
till att den snurrar. Vi gor en forvaltning fér dem.
Medans andra kunder vill vara med och kara sig medans
vi utvecklar och implementerar sa dem sjalva blir nagon
slags first line support eller nagot eget central
excellence dar dem hanterar det sjdlva. Och sen har
manga den har drommen att dem ska skdta om sina
egna processer och sen ska dem bli sa pass duktiga att
dem faktiskt kan vidareutveckla dem sjalv. Och
eftersom det har ar konfidentiellt kan jag saga att jag
inte set t nagon kund dnnu, vi har folk som lar sig, forstar
och kan gora forsta felsokning men vidareutveckling kan
vi inte se hos nagon kund.

47

AH

Kan de va sa att de e en viss att storleken pa foretaget
kan vara avgorande for hur snabbt dem kanske tar detta
i egna hander och borjar lara sig sjalva

48

P4

Ju storre foretag du har desto lattare har du nog att
satta upp en organisation som hanterar det har. Men
har du ett litet foretag med nagon nyckelspelare sa ar
det klart att han lar sig antagligen snabbare och kan
atminstone gora first line support och verifiera att
roboten snurrar som den ska. Vi har ju kommuner dar
vi har lixom vittjat dar roboten skickar ut
statusmeddelandenhelatiden och da ar det varat ansvar
att kolla sa att allting snurrar. Dem har ju inte markt ifall
roboten gar ner och vi fixar det. Ibland har dem inte ens
markt det. Darfor att de e lixom ett standigt flode och
grejer och da marks det inte att den legat nere. Nagon
gang har vi missat och da har kunden sagt att det verkar
sta still och jo det gjorde det da.

50

AC

Sa det skulle kunna vara en férdel for en mindre féretag
att de skulle fa en person som verkligen kan det+
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51

P4

ja som kan gora dagliga kontroller och kanske gora
forsta felsokning. Den andra risken som man alltid ska
ta i beaktande det ar ju hur bra var den ursprungliga
specen da. Manga individuella undantag eller ville dem
automatisera nagonting som e bara tre ganger av tio. Sa
att sju ganger sa failar det. Det har ju att géra med hela
forarbetet att vi maste stélla bra fragor nu alltid, ar det
alltid sahér, vad gor vi om det inte ar sdhar? Men har
man en dalig spec sa far man ju alltid en dalig output.

52

AC

Jag undrar, lagger ni nagon vardering i om en kund
kommer och sager denna processen ar skitjobbig och vi
vill garna ha den automatiserad, goér ni da nagon
beddmning i att Visst ni ser ocksa att processen ar dalig
men vi kan forsoka sdtta en robot som skoter den eller
ger ni da ocksa kanske forslag pa hur processen kan
forbittras?

53

P4

JA i basta mojliga man. Idag diskuterade vi en process
dér de ville ha, roboten skulle ga in och sldpa ut alla
Oppna arenden och sen skulle maila ut dem till de som
hade dem sa de skulle ga in och titta pa dem. Och dar
tog vi direkt upp diskussionen da Okej vad gor ni idag?
Na men vi skickar ut en lista med drenden nummer och
namnet pa arendet. Aha da forsoker vi stilla sana
motfragor som, okej och vad gér den gor personen
dada? Jada gardenin pa drenden och ser om nagonting
har hant sen forra gangen de fick listan. Och da stéller
vi direkt fragan, istdllet for at dem ska behdva ga in i
systemet for att nagot har hdant hade man inte kunnat
fa med det pa listan Forséka fordadla processen
litegrann. Om det finns en parameter som sager att
ingenting har hant har sen for en manad sen, ar det
ganska onddigt att ga in och kolla om nagot har hant. Sa
sana sma forbattringar kan vi forsoka att foresla. Men
det andra vi gor ar att om dem kan komma med
skitjobbiga processer som de vill ha automatiserade
men vi kan valdigt ofta sdga att tyvarr gar inte det har
att automatisera. Pa grund av tekniska orsaker eller nar
man vager vardet i processen sa inser man att som fran
killen idag, ja da far man trixa lite och sa att roboten
trixar aldrig.

54

P4

....Roboten trixar aldrig, den gor precis vad vi har lart
honom och har ingen trix méjlighet. Da kan processen bli
ganska....En sak nir det giller arbetet efter en genomf{ord
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implementation, kunden bestammer lite sjalv, vad ska vi
gora ska vi ha forvaltning eller ska de kolla sjélva...En sak
som &ar ganska viktig att ta med sig redan fran borjan det
ar...Vad ska man ha for rapporter, statistik, eller vad vill ni
méta pa vad roboten gor. Det ska man ta med sig redan nar
man borjar att utveckla roboten. Om man séger att vi vill
automatisera det har som vi gor varej dag, mm okej, vad vill
ni veta att roboten har gjort? Vill ni veta om han har gjort
det eller om att idag kérde den 55 drenden som stangde? Vet
man det redan fran borjan ar det valdigt enkelt att
programmera in att roboten skall ha en output eller spara en
fil eller dylikt. Kommer man med 6nskemal att man skulle
vilja mata x,y,z efterat kan det vara véldigt sent i processen.
Sé& man vill bygga in vad dem vill veta att roboten har gjort
redan nar man programmerar roboten for det &r jatteenkelt
att gora, man kan be roboten bara sléanga ut en logg nér den
gjort nagot eller en Excell fil eller nagot sadant. Det &r battre
att gora det up-front ndr man utvecklar an att komma och
stoppa in det efterat

55 | AC | Okej, sa det ar enklare under sjalva utvecklingen av
roboten?

56 P4 Yepp.

57 AH Och vi hade ocksa en enkat som vi bifogade i mailet, vi
tAnkte prata lite om den. Har du haft méjlighet att fylla i
den...?

---Slut interview, borjan enkét---

58

59 P4 Med rankingen, ja det har jag! Da ska jag vara lite brutalt
arlig.

60 | AH | Absolut, det later brall

61 P4 Jag och Malin, vi tycker att...1,2,3,4,5, Sst dr viktiga, de
andra ar mindre viktiga sa deras inbordes rangordning
betyder inte sa himla mycket. Vi borjar bakifran med minst
viktig. Da satte vi en 11 pa business process reengineering,
det ar pga naturen av RPA, man skall automatisera en redan
existerande process. Man kan forsoka foradla den nér det
finns utrymme for det men oftast ska man géra exakt vad en
méanniska gor idag, da handlar det valdigt lite om BPR.

62 | AC | Detaér logiskt

63 P4 Pa plats 10 satte vi interdepartmental communication, oftast

ar det ju att...Det &r inte ofta vi har tvd avdelningar med
som skall gora en sak, det ar en som skall géra nagonting.
En manniskas arbete skall bytas ut till att en robot gér det
istallet. Om nagon tar vid efterdt dar sa paverkar det inte
liksom, hur avdelningarna kommunicerar sinsemellan, det
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spelar ingen roll om det ar en ménniska eller robot som har
gjort det, resultatet ska bli detsamma.

64

AC

Precis!

65

P4

Project champion har jag inte varit med om att det haft
nagon champion, det brukar inte vara jéttestora processer
som andrar upp, det brukar vara mindre projektteam man
jobbar emot. Om vi tittar pa X sa hade vi en som var
overgripande for alla avdelningar som bara sag till att ko
flodet pa processer skulle automatiseras, det var liksom
hans jobb. Sag till att all dokumentation och finansiering
fanns, men nar man val sétter igang och det hamnar i vart
knd. D& har man en som é&r ansvarig for app och en
anvandare och en it kontakt. En champion blir dd mindre
viktig. Ehhh, vart satte vi 8. Change management(8), lite
samma dér, vi ska ej dndra nagot utan bara replikera sa vi
tycker inte att det &r sa stor padverkan. Sen, dr det "change in
organizational culture”, den ér lite liknande en annan..jaa
okej...Ehh, vissa ménniskors individuella arbete kan ju
paverkas, vi har allt ofta att nar vi hittar de enkla
processerna pa kommuner ar det Marta, Judis eller Kalle
gora...De ar oftast dldre och de &r jatteduktiga pa det dem
gor, detta &r ndgot de gjort valdigt lange men det ar ganska
enkla processer. Sa for dem blir det ju en stor paverkan, men
inte for hela organisationen. Utan enskilda manniskor kan
drabbas av, eller paverkas av robotisering men inte storre
organisationer, det & mer ERP projekt tex om man
implementerar SAP, dé dndras hela organisationen...

66

AC

Det ar inte ofta sa att hela kommunen maste anpassa sig for
det kommit in nagra RPA robotar..

67

P4

Neegj...

68

AC

Ja, okej.

69

Da var vi pa, 6. Project management, nar man vall bestamt
sig for och man gallrat ut processerna — den hér ska vi
automatisera. D3 ar det inte s mycket project management
faktiskt, till och med for mig...Nu kanske jag har vildigt
duktiga utvecklare...Men i och med att som jag forsokt
beskriva att man jobbar utifran en film sa man kan testa sig
fram, det blir alltsd inte massvis med moten och sadant s&
project management delen dr inte s& betungande...Ehh men
sen borjar vi hamna pa de som vi tycker ar lite viktigare, de
topp 5. Da satte vi top management support(5), dar maste
man ha chef for stéd. Man riskerar att hamna i situationer
dér Marta tror att hon skall bli ersatt av en robot, och det &r
inte ett problem som vi vill ta utan det maste chefer och sa
ta hand om, vi var hos ett statligt verks som precis innan vi
skulle ta fram listorna pa bruttoprocesser hade de fatt reda
pa att de skulle varsla 35 personer och vi var ju livradda for
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att ingen skulle vilja lagga upp en process for
automatisering

70 | AC | Nejprecis

71 P4 For liksom arbetsprotection. Men det Ioste vi genom att sdga
att &ven om de varslar 30 pers kommer arbetsbérdan vara
exakt detsamma. Tar man bort 35 personer sa jobbet som
verket gor varje dag kommer fortfarande att vara oférandrat,
darfor kan man se det som att det ar ett stdd, en
hjélp...Cheferna méste absolut ha kopt in pa det.

72 | AC | Tanken ar vall att de anstallda skall fa mer tid att dgna at
mer, viktigare processer, dn liksom....

73 P4 Intressant att du sa det, vi brukar absolut forsoka undvika
att saga att robotics ar bra for trakiga processer. Ordet
trakigt ar valdigt negativt, s stackarns Marta tar illa vid sig.
Vi forsoker anvanda repetitivt eller monotona!

74 | AC | Jadetdr nog béttre!

75 | P4 Alla tycker att sin process &r viktig sa att man far inte saga
oviktig heller...*inaudioable*

76 | AC | Detkan jag tanka mig haha

77 P4 Sen satte vi en 4 pa education & training, lite beroende pa
hur man vill att den skall funka nér den val &r i drift. Om
man skall sk6ta om den sjalv maste man ju lara sig, ska man
lata oss skota det blir det mycket mindre viktigt... Vi satte
den ganska hogt i alla fall...Vendor partnership & support
satte vi en 3 p4, lite pga det vi pratade om, en uppgradering
i system som roboten jobbar i, paverkar roboten ganska ofta.
Sa har ar det viktigt att om man har ett sddant system som
ar webbaserat dar roboten skall gora saker att man har en
bra kontakt och att man kan fa release notes i god tid sd man
kan borja kolla och se, d&ven om det inte beskriver allt,men
om de i release notes skriver att de skall &ndra hela GUI,
skarmarna kommer att byta utseende helt och héllet kan man
fa ett problem. Sa darfor satte vi den ganska hogt...

Sen satte vi da en 2 pa project team competence, igen, vi
maste ha en kunnig motpart som kan processen och vi maste
ha den tekniska kunskapen for att hjélpa oss nér det galler
vad vi kan gora i systemen eller sétta upp anvandare eller
oppna portar eller nagot. Och sen satte vi som 1 objectives
and goal definition, specifikationen och scopet och
forvantningar, man maste fa det ratt. Den hér tror jag nastan
ar viktigast oavsett om det &r robotics, SAP eller SAS da
haller pa med, du maste veta vad du haller pa med. Darfor
hamnar den hogst. Vad sa jag nu, 5 och uppat. De tycker vi
man maste trycka pa nar det géaller RPA, de andra ar
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lite...Inbordes ordning dr inte s& viktigt, BPR dr absolut
lagst.

78 | AC | Jag tror de flesta som fyllt i denna vill klustra ihop flera av
dem da det ar svart att specificera en som ar mycket
viktigare. Alla dr egentligen CSF...men jag undrar, antar
att, anser du att de hade sett likadana ut for storre org och
mindre org?

79 P4 Ja darfor att vad man ska implementera ar inte beroende pa
organisation, det ar verklighetsbaserat och vad ar processen
man ska implementera, gar den att automatisera...? Det
galler oavsett storlek pa foretag skulle jag séga.

80 | AH | Jaa, kanner du att ndgon viktig faktor som kanske saknas,
nagon som ni kom att tanka pa som ej var med?

81 P4 Inte pa rak arm, vi satt och prata igenom dem har jag och X,
vi rankade forst sjalva men kom fram till valdigt liknande
svar, ingen ville framhélla nagot annat sadir spontant...
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7.6 Interview Transcription P5

1

AH

Jag tanker att vi drar igang, sa tanker vi att du far beratta om din
yrkesroll och dina erfarenheter inom RPA!

P5

Yes, jag har ju, min titel & RPA-specialist vilket &r intressant,
det &r ju egentligen mer utav en RPA-konsult/utvecklar roll jag
har. Bade ga ut till kunder och beratta for kunder vad RPA 4r,
vad ar majligheterna, vart man gor de stora vinsterna. Pa C5
finns det massor av verktyg, sasom KOFAX, blue prism, Ul
path, automation anywhere, vi har ju inriktat oss framforallt pa
ui path. Det ar allt ifran att informera kunderna om
mojligheterna, och sen ocksa att géra en beskrivning om vad
som ska automatiseras och sen faktiskt utveckla det. Darefter
tillkommer att gora en massor utav tester och justeringar.

AH

Det later ju faktiskt valdigt roligt! Hur planerar och forbereder
ni er da infér en RPA implementation. Specifikt da pa ett
mindre foretag/kommun?

P5

Jag skulle vilja saga att storleken pa foretaget inte spelar nagon
roll, utan, déar, man kor samma metod oavsett. Det man da gor
till en borjan det ar att nagon som har rollen
verksamhetsutvecklare gar in och goér nagot som kallas for
processkartlaggning, sa att dven, oftast vet inte kunden vad som
gar att automatisera ifran borjan. D& gar vi in och skissar upp
hela processen i visual, eller nagot av de verktygen. Minns inte
vad vi korde pa system?

AC

Sé&dan ERP?

P5

UML, exakt sa! Tror man korde visual paradigm. Tank er att
man skissar upp processen i det. Sen kollar man vad det ar for
volym i den processen, finns det mycket specialfall eller ar den
valdigt repetitiv. Finns manga sadana faktorer att ta hansyn till.
Forst darefter gor vi en utvardering vad som &r lampligt att
automatisera inom den processen.

AH

Och d3, vilka processer brukar anses vara mest gynnsamma att
automatisera for ett mindre foretag?

P5

Oftast ar det ekonomi processer.

AC

Redovisning eller at det hallet?

10

P5

Exakt. Hanteringar och ansdkningar, den typen av, det jag
jobbat primart med ar forsorjningsstod. Nar nagon ansoker, det
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har ni sakert last i tidningarna. Har varit en del kritik mot det,
visserligen Y’s implementationer.

11

AH

Det &r bra, da har man ryggen fri! haha

12

AC

Jag undrar, du sa att man maste ha kontakt med en
processutvecklare pé foretaget. Kan det....

13

P5

Assa, antingen ar det dem som gor det, men oftast ar det faktiskt
vi som tar in en resurs. De som gor det arbetet hos oss har oftast
lite battre koll pa just automatisering

14

AC

Kan det vara skillnad att oftare pa mindre organisationer saknas
det en sadan person eller &r det typ samma?

15

P5

Assa jag skulle saga att pa alla storlekar saknas en sadan person.
I vart fall har vi gatt sa langt att aven om kunden sjalv vill géra
det gor vi det anda. Assa, da anvander vi kanske det materialet
de tar fram som grund.

16

AC

Det blir alltsa sa stor skillnad pa kvalité i vilket fall som helst,
om dem eller ni gor det?

17

P5

Ja, och det ar klart vi har ju gjort flera sadana automationer och
har lart oss att kartlagga det pa ett satt som de enkelt kan forsta.
Men om jag ska fortsatta lite pa, efter man har valt ut ratt
process gor man nagot vi kallar for inspelning. Det gor man
genom att spela in skdrmen pa den personen som jobbar i
processen. Nar de da kor igenom ett drende. For varje musklick
eller for varje tangentbordstryckning gér man en kommentar,
har klickar jag pa detta falt for att de héar uppgifterna star pa
detta sattet. Alltsa en mycket detaljerad beskrivning av
processen, mer pa, inte lika Overgripande langre utan pa
detaljniva.

18

AC

Ehh, sen da, finns det nagra speciella utmaningar man maste ta
i beaktning nar det kommer till mindre foretag

19

P5

Egentligen fran tva perspektiv, det ena &r att det ofta finns ett
motstand till automation, folk ar radda att bli av med sina jobb,
sa dar handlar det om att ha en bra dialog och informera om att
det handlar kanske inte om att forlora jobbet utan &ndra
arbetsuppgifter till ndgot som &r lite mindre monotont, lite mer
lampligt for en ménniska att arbeta med.

20

AC

Det blir lite svart om personen ar motvillig att lamna ut bra
information om hur de som skoter processerna om det tanker
att, nej det hér. Ni ska inte komma hit och ta bort mitt arbete.
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21 | P5 | Ja precis, jag har hort nagot sadant skrackexempel dar, jag tror
det var kommun Z, dar 20 personer sa upp sig, i samband med
att man gick ut med att man skulle automatisera

22 | AH | Som en protest, det &r ett katastrofscenario ju..! Men, om man
séger, sjalva kartlaggningsprocessen, ser den likadan ut,
inspelningsprocessen kallade du det for, ser det likadant ut for
ett storre och ett mindre projekt, eller ett stérre och ett mindre
foretag?

22 | P5 | Det skulle jag sdga att den ser likadan ut. Ténk er att man har
en Overgripande processkarta som beskriver, kanske hur, en
fakturahantering, och sa visar det sig att vi kan automatisera
10% av det men det kommer fortfarande spara x antal timmar i
manaden. Sjalva inspelningen &r da bara pa dem 10%. Den
initiala kartldggningen ar mer for att utvdrdera vad som é&r
lampligt att automatisera.

24 | AH | Skulle du vilja beratta lite mer om hur ni sétter planerna i verket
sedan, och hur processen ser ut efter processkartldggningen, hur
det ser ut mer praktiskt.

25 | P5 | Dar skiljer det sig valdigt mycket fran process till process. |
vissa fall har kunden ett testsystem, det forenklar valdigt
mycket vid utvecklingen. Medan i vissa fall har de inte det, i de
fallen vi inte har ett testsystem brukar vi gora en lite mer, alltsa
inkrementella leveranser, att vi gor 20% och sa driftsétter vi det
for att se hur det rullar innan vi bygger pa.

26 | AC | Skulle du séga, vilken utav dem forekommer oftast. Att de har
en testmiljo eller inte?

27 | P5 | Jag skulle saga att oftast har man ju det, men sen &r det inte sa
manga fran kunden sida som vet om att test och
produktionsmiljo, &ven om de ser likadana ut rent visuellt, finns
det ofta ganska mycket bakomliggande skillnader vilket gor att
man dnda maste bygga om ganska mycket nar man val skall
driftsatta. FOr jag menar de har RPA verktygen arbetar ju utifran
hur den bakomliggande corestrukturen ser ut.

28 | AH | Ar det vanligare att ett storre foretag har en testmiljo an ett
mindre, eller ar det...?

29 | P5 | Jag har, som jag skrev till dig har jag inte jobbat mycket med
mindre foretag pa det sattet. Men jag skulle vilja saga att det
beror mer pa systemet.

30 | AH | Vilka aktiviteter och faktorer skulle du sdga ar viktigast i
implementeringsprocessen for att da fa en, ga vidare med en
lyckad implementering?

31 | P5 | Det ar ju definitivt forarbetet. Framforallt inspelningsbiten, att
man kommenterar allt sa detaljerat det bara gar. Ofta, kommer
vi ut till en kund och skall gora inspelningen sa sager de att vi
alltid gor pd samma satt. Sen sa visar det sig att, okej, vad gor
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ni om, den har rutan ar rod. Ah ja, juste. D& gér vi in i det har
tredje systemet. Okej, det sa ni ju ingenting om innan...!

32 | AH | Ja, det maste ju dyka upp lite luriga situationer!

33 | P5 | Ja, men ofta ar det, man far verkligen, nastan pa en 6verdriven
niva, sahér, kryssa i den hér rutan...Vad dr det som avgora att
du kryssar i den rutan. Det vet jag inte, har jobbat har i 10 ar,
har alltid gjort det. Men, vi maste ju dnda veta vad som &r
logiken bakom varje.

34 | AC | Kan det vara sa att i vissa processer, att det forekommer manga
sadana incidenter, dar det blir annorlunda, sa ni sager att det har
ar inte en bra kandidat for RPA?

35 | P5 | Absolut, och tyvarr har man upptackt det lite for sent ibland. Da
kan det bli véldigt dyrt for kunden, samtidigt som det kanske
inte levde upp till de férvantningar som, man hade fran borjan.

AH | Och, da ska vi se. Efterarbetet...Efter en genomford
36 implementation, hur ser det ut?

P5 | Assa, dar forsvinner jag nog lite ut ur bilden. Det handlar ju
37 mycket om att, vii brukar snacka mycket om att vi kallar
roboten for en digital medarbetare, och den digitala
medarbetaren skall precis som alla andra medarbetare ha en
chef, ndagon som é&r ansvarig for den, och det maste finnas en
forstaelse bland andra som arbetar i processen att dven en digital
medarbetare kan bli sjuk. Nu pratar jag barnsprak, vet att ni
forstar mer an det har, men man far ju anpassa sig. Det kan ju
vara mycket sa, kommer det en uppdatering i ett tredjeparts
system sa det inte ser likadant ut, da maste ju vi gora justeringar.
J

AC | Ja precis, jag har hort att chrome kan vara ett problem. Att de
38 uppdaterar sin webbldsare lite hur de k&nner for det. Om man
da t.ex har den med i processen.

P5 | Exakt, de flesta av de hér verktygen kraver att man har en add
39 on till chrome, och skulle det vara sa att chrome skjuter ut en
uppdatering kan det vara sa att det arendet slutar fungera, vilket
gor att hela processen stannar upp.

AC | Skulle du saga att det &r vanligare att ni pa X blir kontaktade for
40 att 16sa det istallet for att de sjdlva har nagon forvaltning...

P5 | Oftast sa, vi erbjuder ju forvaltning som en tjanst. RPA as a
41 service om man skall prata trend. Jag vet att manga kunder har
visioner om att forvalta det, men det ar fortfarande véldigt nytt
och vi har nagra kunder som barjat langsamt ta 6ver det, men
oftast har vi 6vervakning pa det, och kunden, deras del av
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forvaltningsuppdraget ar att ta reda pa om det kommer nagra
uppdateringar i berérda system och meddela oss.
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