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Enterprise RPA Best Practices
Recommendations for Achieving Large Scale RPA Programs
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The Leading Enterprise RPA Platform

- The RPA Journey and Continuous Improvement
- Large Scale Awareness, Training, and Enablement
- Robotics Technology Center and Evolution to a CoE
- Process Development Approach
- Large Scale Digital Worker Team Management
- Large Scale Infrastructure
- Operations and Metrics
- Journey Roadmaps

- Federated RTC with Citizen Developers
- Federated RTC without Citizen Developers
- Central RTC with Digital Assistants (Attended Robots)

Agenda
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformThe RPA Journey & Continuous Improvement
RPA Program Life Cycle

- Awareness
- Training
- Process Mining
- RTC & Governance
- Development
- Infrastructure
- Operations

Academy Live
Bot-a-Thon
Innovation Days
Mind-shift Academy Training

Workshops
Best Practices
Change Management

Process Mining Workshops
Backlog Grooming
Thought Leadership

Governance & Operations
Enablement
De-Centralize, CoE

Leverage Partners
CoE Development
Citizen Development

Scale Capacity
Scale Capability

Maintenance & Support
Monitoring
ROI Realization

Lessons Learned

Planning

New Goals

Funding

Execution
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformLarge Scale Awareness, Training, and Enablement
Going From Academy Live to ROI

Academy Live
Process owners to VPs
Target 200 per week

Academy Training

Advanced Training
Onsite for selected teams

10 per training session

Process Mining WS
Top down approach
BU leadership driven

Enterprise Automations
• Identify quickly 
• Large scale, high value
• Fewer but with large returns

Process Automation
• Medium volume
• Strong returns
• Fast ROI

Citizen Developers
Bottom up approach
Focus on simple tasks

Full ownership

Better identification of 
larger processes as 
community matures

Managers

Business Users

Business Users and 
Managers

Power Users
Dedicated RPA Developers

Central and Federated

Desktop Automation
• High volume, large demand
• Many, but each with smaller returns
• Large cumulative ROI across the enterprise

Business Users

Dedicated Teams

Business Users
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA Platform

IT

InfoSec

Compliance

Audit

HR

Training

Marketing

Enablem
ent Sta

nd
ard

s

Platform &
Technology Governance

F&A

Central Robotics Technology Center (RTC)

Dev & 

SupportPa
rtn

er
s

Robotics Technology Center and Evolution to a CoE
Starting Centralized, Prepare to Scale

Administration   �
Registrations   �
Certification   �

• Compliance
• ID Management
• Policy & Procedures

Onboarding   �
Reporting   �

• Awareness, Events, Competitions

• Regulations
• Legal
• HIPPA, SEC, PCI, etc.

• Best Practices
• GAP
• Policy & Procedures

• QA, Audit Trail, SOP

Infrastructure   �
SDLC   �
SOX   �

Help Desk   �

• Start Central
• Establish Partnerships
• Define Policies & Procedures
• Implement Governance 
• Create Enablement Programs
• Achieve Maturity
• Plan for Scale
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformRobotics Technology Center and Evolution to a CoE
Evolution from a Central RTC to a Federated Model

RTC

Business 
Unit

Business 
Unit

Business 
Unit

Business 
Unit

Business 
Unit

Business 
Unit

Business 
Unit

CENTRALIZED
One RTC serving business units at the 

beginning of the journey.

Federated
One governing central COE, linked to several 

business focused RTC’s

BU’s run RTC’s
• Process and pipeline ownership
• Accountable for ROI
• Process development
• Level 1 & 2 Support

Central owns platform and standards
• Infrastructure, licenses, IT ops
• Governance & standards
• Enablement
• Knowledge share
• Central development 
• Evolves to a true CoE

Evolution
BU enablement, 

training, and 
delegation of roles 
and responsibilities

Pilot Phase (1-6 Months) Scale Phase Transformation

BU

BU

BU

BU

BUBU

BU

RTC

COE

RTC

RTC

RTC

RTC

RTC

RTC
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA Platform

Process 
Backlog

Assess 
Feasibility

Assess Risk

Assess 
Scope

Prioritizatio
n

Classify

• Mission critical
• SLA, DR, BC
• Strong ROI
• 10+ week effort

• Production 
• Minimal compliance controls
• Strong ROI
• 5-10 week effort

• Minimal risk, utility approach 
• Moderate to low ROI
• 1-4 week effort

High

Medium

Low

- Partners
- Full Development Life Cycle
- Engage leadership to strategize transformation

- Power Users & Partners
- Full to Partial Life Cycle
- Engage business for change management

- Citizen Developers
- Fastrack Development Life Cycle
- Empower citizen developer community

Process Mining Citizen Developers

Development Approach
Process Prioritization Methodology

RPA Developers Partners
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformDevelopment Approach
Sample RDLC (Robotics Development Life Cycle)

Start 1.0 RPA Strategy

Business Process 
Analysis & 

Requirements

2.0 Process Intake

Validate Scope, 
Effort, Cost, ROI

Prioritize

Requirements & 
Design

Risk and Controls 
Requirements

3.0 Quality, 
Controls, Capacity

Intake Review

Capacity Planning, 
User/Bot 

Provisioning

Best Practices 
Design Review

4.0 RDLC
(Robotic Development Life 

Cycle)

Development

Unit Test

UAT

5.0 Deployment

Best Practices 
Development 

Review

Deployment 
Review

Production 
Deployment

Operations 
Analytics

Business Process 
Analytics

System Integrated 
Test

Controls & 
Compliance 

Review

ROI AssessmentEnd

Business Unit BU Federated RTC Central CoE Development Team
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA Platform

AD

F&A

AP
(25 Employees)

R-F&A

R-AP
(1-2 Robots)

• Robot ID’s mirror citizen development employees in AD groups
• Functional team of employees maps to a Robot Team
• One dedicated Robot Team per AD group
• Robot Teams use queues to run jobs
• Employees in a team share one Robot Team
• Automate Robot ID’s, Teams, and Queues

Benefits:
• Minimize target application licenses for Robots
• Minimize Robot licenses
• Citizen developed processes are easy to deploy and secure
• Jobs are scheduled and queued to avoid conflicts within teams
• Separate production namespace allows interactive service accounts
• Easily scale with automated provisioning

Large Scale Digital Worker Team Management
Robot ID’s, Robot Teams, Provisioning, and Security

Unattended Robot 1
(R-AP-1)

AP Employee 1
Process 1

AP Employee 1
Process 2

AP Employee 4
Process 1

AP Employee 9
Process 1

Robot Pool

Unattended Robot 2
(R-AP-2)

Robot Team (R-AP)

Digi
tal

 W
orke

rs

Processes
Job Queue

AP Employee 9
Process 2

User Community

Production
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA Platform

UR-1

Production Unattended Robots – Persistent Cloud VDIs

Employee 
Team 1

Proc 1-1

Proc 1-2

Employee 
Team 2

Employee 
Team 3

Proc 1-3

Large Scale Infrastructure
Enterprise Capabilities, Just In Time VDIs, Self Service Scheduling

Employee 
Team 1000

OrchestratorScheduler
(3rd Party System)

VDI Factory

Start VDI
(Robot Team)

Run Process in Queue
Auto VDI Shutdown

• Dev/Test/Prod + Stage + HA + DR
• Integrated Cloud (Azure/AWS)
• Just in time persistent VDIs with auto shutdown
• Concurrent Robot license model
• Automated Robot Team provisioning
• Central + BU tenants

Benefits:
• VDIs auto start when needed, recycle when idle
• Minimize compute cycles, cloud costs
• Minimize Robot licenses
• Citizen self service scheduling, external system
• Simplify Orchestrator user access, roles

Robot Team 1

UR-2

Proc 2-1

Proc 2-2

Proc 2-3

Robot Team 2

UR-3

Proc 3-1

Proc 3-2

Proc 3-3

Robot Team 3

UR-1000

Proc 1000-1

Proc 1000-2

Proc 1000-3

Team 1000
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformOperations and Metrics
Monitoring, Reporting, and Analytics

Processes

Finance AP Finance AR IT Ops

HR Call Center

Productivity

Finance AP Finance AR IT Ops

HR Call Center

Transactions

Finance AP Finance AR IT Ops

HR Call Center

Total Processes 
75

Total Annual Savings
$4,500,000

Total Completed Transactions
70,000

• Savings
• Processes Live
• Processes in Pipeline
• Transactions
• Planned system changes

• Completed Transactions
• Exceptions Identified
• Errors

• Transaction Intelligence 
• Process Analytics
• Data Analytics
• Opportunity Discovery
• Optimization Discovery

• Studio Usage
• Robot Usage
• Robot VDIs
• Robot VDI Capacity
• Warnings & Indicators

Program Metrics Success Rates Business Analytics Platform Capacity
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformJourney Roadmap
Federated CoE with Citizen Development
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Academy Training 50 Citizen Devs 200 Citizen Devs 500 Citizen Devs 1,000 Citizen Devs 1,500 Citizen Devs 2,000 Citizen Devs

100 Core Devs

Citizen Program 
Defined

150 Core Devs 200 Core Devs

60 Processes 185 Processes 480 Processes 1,005 Processes 2,155 Processes 3,830 Processes20 Processes

Pilot Infrastructure

POC & Pilot

Central Defined
Federated 

Enablement Plan

Strategic Partner 
Onboarded

1 Federated BU 2 Federated BUs 3 Federated BUs 5 Federated BUs 10 Federated BUs 15 Federated BUs

Expansion/Cloud
“JIT” Robots

DR/BCP
GOALS Framework

Global
Deployment AI/ML Large Scale

Ramp Up
Advanced

Capabilities

20 Core Devs 40 Core Devs 75 Core Devs 125 Core Devs 175 Core Devs
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformJourney Roadmap
Federated CoE without Citizen Development
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20 Core Devs

Academy Training 150 Core Devs 200 Core Devs 220 CoreDevs 240 Core Devs 250 Core Devs100 Core Devs

70 Processes 170 Processes 320 Processes 520 Processes 740 Processes 980 Processes20 Processes

Pilot Infrastructure

POC & Pilot

Central Defined
Federated 

Enablement Plan

Strategic Partner 
Onboarded

1 Federated BU 2 Federated BUs 3 Federated BUs 5 Federated BUs 10 Federated BUs 15 Federated BUs

Expansion/Cloud
“JIT” Robots

DR/BCP
Global

Deployment AI/ML Large Scale
Ramp Up

Advanced
Capabilities

50 Core Devs
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformJourney Roadmap
Central CoE with Digital Assistants (Attended Robots)
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20 Core Devs

Academy Training 100 Core Devs

30 Assistants 100 Assistants 150 Assistants 200 Assistants 250 Assistants 300 Assistants10 Assistants

Pilot Infrastructure

POC & Pilot

Central Defined
Central

Completed

Strategic Partner 
Onboarded

Expansion/Cloud DR/BCP
Global

Deployment AI/ML
Advanced

Capabilities

50 Core Devs

100 Attended
Robots

1,000 Attended
Robots

5,000 Attended
Robots

10,000 Attended
Robots

15,000 Attended
Robots

20,000 Attended
Robots

25,000 Attended
Robots

3,000 
Deployed

50,000 
Deployed

150,000 
Deployed

300,000 
Deployed

500,000 
Deployed

750,000 
Deployed

1 in 10 utilized 
per employee

Image Preview

PAL 9000

Timesheets

Notific
ations

Expenses

Flagged Emails

Expenses
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The Leading Enterprise RPA PlatformThe Leading Enterprise RPA PlatformJourney Roadmap
Central CoE with Digital Assistants (Attended Robots)

UiPath CSM
Welcome kit & customer 
onboarding

UiPath Infra Services
Installation and Setup

UiPath Academy
Online training and 
enablement

UiPath Academy
Online training and 
enablement


