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Managing change
within RPA projects

I N T R O D U C T I O N
Robotic Process Automation (RPA) brings exciting
opportunities coupled with specific challenges in managing the people
side of change. It's fast pace and relative ease of implementation are
fantastic benefits. Managed correctly, they can be used to demonstrate
value and turn sceptics into evangelists. However, without careful
planning, engagement and strong leadership, RPA can quickly be seen
as a threat to existing teams and ways of working.
 
There is a lot of buzz and media attention around automation and of
course, many people have their own strongly held views. Concerns
about job losses have so far been unfounded; employee satisfaction
has improved as individuals have been freed-up to focus on more
interesting work. However, as organisations scale up automation, we
will start to see a more definite impact on headcount.
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Thinking about people will undoubtedly help you
to implement better robots.

This guide is designed to look at some of the fundamentals of change
management with a specific focus on RPA. 
 
The principles used can be applied to any change programme,
but we have focussed on actions and examples drawn from our
experience of what is particularly relevant to successful RPA
implementation.



W H A T  D O  W E  M E A N  B Y  
C H A N G E  M A N A G E M E N T . . .
A N D  W H Y  D O E S  I T  M A T T E R ?
This guide focuses on managing the people side of change:

What can we do to ensure that change is fully adopted by
the people involved and benefits are delivered as a result?

This often includes a combination of leadership, communication, active
engagement, training, and practical support.

Increase the benefits delivered by the change
Optimise efficiency – effort not wasted on changes that aren’t
fully adopted 

Minimise stress and reduce disruption/impact on productivity 
Create a more agile and open culture for future changes

Effective change management:
 
Ensures that people are supported TO change:
 

 
 
Ensures that people are supported THROUGH change:
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Even at the most basic level, change management is important because without
helping people to change - they don’t. Resistance means that projects fail (partially
or completely) and benefits aren’t delivered.
 
Change takes time and effort that can be hard to deliver alongside business as
usual. Practically, this needs to be taken into consideration or employee and
customer satisfaction will be impacted. But it is more than that – change itself isn’t
easy. Even changes driven by your own ambitions can drain resources and raise
emotions that can disrupt all parts of your life. Of course, everyone is different. Our
reactions are shaped by our outlook, our previous experiences and our personal
situation. We are, however, all naturally programmed (to a greater or lesser
degree) to stick to the status quo, to question new ideas and to see even
outwardly positive changes as potential threats on some level.
 

There is a clear business case for any project team to invest in change
management. There is also a duty of care for employers to recognise the potential
impact of change on their employees’ wellbeing and seek to mitigate it.

"Unless people buy-in to the change and adopt new ways of
working, the project will not be successful. I’ve seen multiple
examples of system implementations where technically the
system is ‘live’ but behind the scenes it is hugely inefficient.
The users are still relying on old spreadsheets and
workarounds; they haven’t fully adopted the change and the
predicted benefits aren’t delivered as a result."

Paul Massie
Director of Change
and Communications



Configurations that automate
manual and repetitive tasks
 
Virtual robots that integrate
with existing software
 
Replication of desktop actions
 
Driven by simple rules and
business logic

A humanoid robot
 
Something that can entirely
replace humans
 
Something that replicates
human cognitive functions…yet
 
Purely just another cost

RPA is... RPA is not...

W H A T  I S  R P A ?

Robotic Process Automation is essentially software with a very specific
task. You might think of RPA bots as more advanced versions of
functions or macros within Excel – except that RPA sits on top of other
applications, and so can link them together.
 
RPA is used to perform repetitive tasks including accessing databases,
capturing and interpreting data, triggering responses and
communicating with other digital systems. Imagine a virtual employee
who can complete a process made up of standard steps. They
might, for example, copy information from an Excel spreadsheet into a
database, use this data to run a report and then email the output
generated to the relevant employees on a distribution list. 
 
Bots are typically low-cost and easy to implement as they don’t require
custom software or deep integration with other systems.



A D V A N T A G E S  O F  R P A ?
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Cost, productivity and efficiency
• Reduced unit costs of processing
• Increased volumes processed by staff

Employee satisfaction
• Reduction of repetitive, manual tasks
• Focus shifted to high-value activities

Availability
• Provide 24/7 coverage of inputs from different time          
zones and out of hours workforce
• Interaction on a timely basis, 24/7

Control and compliance
• 100% data accuracy
• Data processes retained onsite

Standardisation
• Ensures the creation of a standard digital process
• Better compliance to the standard

Customer satisfaction
• Faster, more accurate delivery
• Staff capabilities utilised to deliver greater 
value-added work



M Y T H :

While you may be excited about the benefits RPA can bring to your
organisation, your people may not be. Preconceived ideas or specific
fears about what RPA means for them may mean they don’t share your
enthusiasm. Concerns about the impact on jobs and loss of
human interaction are common. Many individuals secretly worry that
they are not going to get to grips with the new technology and will be
left behind.
 
Dispelling myths and creating a realistic picture of the future are key
tools to overcome resistance from employees. Below are some of the
common concerns and misconceptions that your change approach will
need to address.

REALITY
RPA bots are simply pieces of software. 
 
However, as a way of making them more personal and making staff feel
comfortable, with them we often advise giving bots names. In this way, they
may feel like a virtual member of the team. Attended RPA sits on an
individual’s desktop and can act as a ‘robot PA’, completing the repetitive
elements of a variety of tasks when prompted by the user.
 
Unattended RPA is programmed to run through a process without interaction
from a human, and are suitable for highly repetitive, volume tasks. 

A U T O M A T I O N  -  
A D D R E S S I N G  T H E  H Y P E …

A U T O M A T I O N  M E A N S  W O R K I N G
W I T H  P H Y S I C A L  R O B O T S



M Y T H :

M Y T H :

REALITY
RPA is a tool to reduce mundane tasks and free-up capacity.
 
While bots undoubtedly create efficiency, so far this has largely translated
into time for existing team members to concentrate on higher value work
rather than job losses.
 
Efficiency is nonetheless a key driver for RPA. Employers need to be
transparent about their future plans.
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A  R O B O T  M I G H T  
T A K E  M Y  J O B

REALITY
RPA cannot replicate human thought. 
 
RPA follows rules and logic and does not think for itself. Because of this,
processes may need to be structured and simplified before they are automated.
Increasingly, machine learning and other elements of artificial intelligence are
being utilised within automation solutions. For example, to process unstructured
data or respond more appropriately to customer questions. 
 
Even so, we are a long way from needing to be concerned about artificial
intelligence going above and beyond its programming. Like most technologies, it
is human intent and possible misuse that are the real causes for concern in the
future.

W E  W I L L  L O S E  C O N T R O L  T O  A
R O B O T  W I T H  A I



C H A N G E  M A N A G E M E N T  
F O R  R P A  P R O J E C T S
What are the steps that will really make the difference, minimise
resistance and lead to successful RPA implementation?

A good place to start is to map your stakeholders – the individuals and teams who
may be impacted by the implementation of RPA. Work out who your movers and
shakers are. Who has the biggest influence over your project (they could stop it in
its tracks) and who has the biggest interest on your project. (They or their teams
are directly impacted by the changes) Once you have a clear picture of your
stakeholders and their relative influence you can determine the best course of
action to keep them engaged and informed about the project.

Manage your stakeholders
Communicate a clear vision and case for change
Plan your actions based on impact
Engage – two-way communication and involvement
Create an integrated team
Have patience….and plan in time for change to happen
Make change stick 

1.
2.
3.
4.
5.
6.
7.

“Frequently, intelligent automation projects are initiated by user
departments. This then remains “hidden” from the IT team, and only
becomes visible when the user needs to access live data. At this point the IT
team – not unnaturally – feel aggrieved that things are happening without
their control. This often results in a hostile environment, and lack of
support, which hampers the project. We encourage our client IA project
sponsors to involve IT as early as possible.

M A N A G E  Y O U R  S T A K E H O L D E R S1 .

Stephen Babbage 
Director 
Intelligent Automation



2 . C O M M U N I C A T E  A  C L E A R  V I S I O N  A N D  
C A S E  F O R  C H A N G E

In any change programme, you need to clearly communicate a vision
of what you want to achieve and the rationale behind this -
the case for change. People may find change uncomfortable, but they
will accept it (or at least be more willing to accept it) if they if they can
see the logic behind it. 
 
This can be greatly enhanced if you can point out how their own lives
may directly improve as a result. As outlined earlier, RPA brings lots of
benefits that individuals may not necessarily expect, such as improved
job satisfaction. Once the load of manual, repetitive tasks is lifted,
individuals can focus on other improvements they have probably been
wanting to make for a long time.
 
Where change may not bring direct improvements to individuals,
clearly explaining why the change is necessary, what the future will
look like after the change has been made, and what support will be
available to those employees impacted by the change is key.
 
Successful change needs visible leaders who are out there amongst
their teams, leading from the front. Leaders need to make sure they
are being absolutely consistent in the way they deliver the messages –
if they’re not, differences will be unpicked which will create
uncertainty and feed the rumour mill. 
 
Face to face communication is essential to build relationships, to build
trust, to inspire, to show empathy and above all to demonstrate
genuine leadership. As discussed earlier, concerns about job losses
due to RPA have so far been mostly exaggerated. This may change
however as businesses scale up their RPA capabilities. Either way, it
is in the interests of any business to take this seriously. They risk
losing talent if concerns are not addressed and a clear path isn’t
communicated. Organisations should couple RPA roll out with a talent
plan that looks to utilise skills in new ways within the organisation.
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3 .  P L A N  Y O U R  A C T I O N S  B A S E D  O N  I M P A C T

Appropriate support can only be provided when you understand who is
going to be impacted by the change and how. The best way to really
understand your audience is to speak to people within each area –
what will really be different and what does that mean for the
individuals involved? What is the scale of the change and what
practical support would make it as easy as possible for people to be
able to adopt the change? This impact assessment process will make a
big difference if you work through it at an early stage and return to it
as the project progresses.

“The best advice I can give on managing resistance is to ‘put yourself in
their shoes’. Really think about what a change means on an individual level
and, based on this, what can you do to help people to feel more involved,
more in control and more supported.
 
If you’re not sure, ask them – they’ll soon tell you. It’s a great way to get
people involved and they will appreciate being asked. Be careful though not
to make promises you can’t keep, and if you do make a promise, make sure
you keep it.”

Paul Massie, Director of Change and Communications

To make sure that people listen, messages need to be relevant to each
audience. The aim is to provide confidence to individuals that they will
have the support they need to make the change and will be able to
operate in the ‘new world’. 
 
Thinking specifically about RPA, try to demystify it for people early on
through demos and case studies from other teams or organisations.
Let people see for themselves as much as possible – the imagined is
nearly always a lot more frightening than the reality.



4 .  E N G A G E :  T W O - W A Y  C O M M U N I C A T I O N  
A N D  I N V O L V E M E N T
Engagement means communicating both ways; giving clear, consistent
messaging but also involving people wherever possible. Listening and
creating a culture where it is ok to voice concerns.
 
RPA implementations lend themselves extremely well to an involved
team approach. Unlike many other business transformations, business
users themselves are often actively involved in automation projects.
For example, they will need to contribute to fully mapping and
understanding the process that is to be automated. As the users start
to see the possibilities of RPA they soon find plenty of applications.
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“The aim of RPA is to improve ways of working and reduce day-to-day
drudge work. Users are able to help shape their future, especially when they
have the chance to propose projects themselves – or even build their own
bots. This helps to demonstrate to people that bots are about improving
their work environment, rather than replacing people.”

Dhrupad Patel, Senior Director

If you need to convince your stakeholders about investing in managing
change - remember the final product will be much more likely to work
and deliver a strong return on investment when it hits the ground if
end-users have been engaged throughout.



5 .  C R E A T E  A N  I N T E G R A T E D  T E A M

Pull on expert support wherever possible and try to create an
integrated team where the technical isn’t separate from the people
element. If your programme includes changes to job roles, or where
there may be redundancies, you will need to work very closely with
HR. A communication or change specialist will be valuable to help
‘translate’ any technical jargon into language that employees will find
easier to understand.
 
Where there is a need to communicate and involve individuals across
several teams or different sites, establishing a virtual team of change
champions can be invaluable. Training for line managers in how to
support their teams through change can also make a big difference.
Line managers are the first line of information and support for team
members and if they are unsure or resistant to the change this can
quickly filter down.

C A S E  S T U D Y
Proservartner helped a busy law firm who had thousands of Property lOT
records they needed to manually copy from their Microsoft Access
Database to a Cloud based Environment. This work was done by legal
secretaries who were very resistant to the thought of robots taking their
workload.
 
Before we started the technical delivery Proservartner led a series of
workshops internally with all major stakeholders. Although there was initial
scepticism, once people at the firm had not only seen RPA in action but
had built their own bot, they understand that this technology would aid
them by carrying out low level tasks.
 
Through successful RPA implementation were able to save the firm an
estimated 4500 hours and the bot carried out the process with 100% data
entry accuracy. Although this project was seen as a one-off, the bot can
now be deployed on a repeatable basis for the for next property
database.



6 .  H A V E  P A T I E N C E … . A N D
P L A N  I N  T I M E  F O R  C H A N G E  T O  H A P P E N
Remember, people go through a range of emotions during times of
change. This is neatly captured in the change curve. There might be
some anger and emotional reactions before people start to test out,
then take on new ways of working. Don’t be lulled into thinking the
journey is linear, though. People will go backwards and forwards in
their reaction. Some days they will seem to have accepted it, other
days they will have slipped back into anger and denial. Patience and
understanding are key, as is repeating the reasons for the change.
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Emotions aside, in practice it takes time for people to build up
competence with a new skill or way of working. Introducing RPA will
save significant amounts of time relatively quickly. However, be
mindful that if you don’t build in additional time and resources while
people get up to speed, your business as usual will suffer. Think about
learning to drive a car. Very few people became proficient drivers
overnight, even if they know the basic mechanics of what is needed to
drive safely. It takes time to master new ways of working.

“As an outsider, it can be hard to see why introducing improvements like
RPA to remove manual processes can be viewed negatively by those
involved. However, if you are the process expert, no matter how painful the
current process is, loss of status or the fear of the unknown are powerful
reasons to resist change. This needs to understood."

Vicki Anderson, Change and Communications Consultant



7 .  M A K E  C H A N G E  S T I C K  –
T R A I N I N G  A N D  P O S T - I M P L E M E N T A T I O N  S U P P O R T
A training plan can be built up from your understanding about the
impact on each audience. Think about how different people learn and
how you will make sure people, including new starters, can access the
information they need once the training is complete. 
 
Making change really stick though is much broader than just training.
People will naturally revert to old ways of doing things. Positive
reinforcement, recognising the right behaviours and zero tolerance of
the old ways of working are essential for change to stick. Removing
the old ways of working is a good idea – for example archiving the
spreadsheet that held information before the new process was put in
place so that it can’t be easily accessed, or closing down an old
mailbox. Process documentation will need to be updated and policies
and reward mechanisms may need to be redesigned to support the
new approach. Celebrating success and highlighting achievements to
the wider business will also help to support a positive culture and
maintain momentum for the change.

“The quick turnaround time of RPA projects is fantastic for building
excitement within the organisation. We almost always advise our clients to
start their RPA journey with a pilot. We help them to choose a process that
will quickly demonstrate value and can then be used to build support and
momentum more widely. The challenge quickly becomes how to scale up
quickly enough and in a strategic way.”

 Rakesh Sangani,
CEO, Proservartner



Proservartner is an international consulting firm. For over a
decade we have brought together people, processes and
programmes in order to solve problems and implement change. 
 
We love finding ways to use technology to help you deliver more.
We can help you to source, implement and integrate practical
solutions that will dramatically free-up resource and create
efficiency. 
 
Our team consists of experienced senior managers who have all
delivered significant programmes of change across multiple
functions and industries. Our RPA function is supported by our
growing team of developers based at our Digital Innovation Hub in
Belfast. 
 
We provide a full range of RPA services and process-led advisory
services delivered to meet your needs. From advising on the best
solution and most appropriate provider, to building and
implementing your full RPA strategy. We can manage your RPA
capability for you or hand the keys over, training your own
employees to the right level so that you can continue to realise
the benefits in full.

A B O U T  U S

2008 2013 2020

2012 2015

Incorporation Lean and Six Sigma
Today

Business Transformation Investing in Tech

Founded in the UK as a practitioner led
consulting firm focused on shared

services and outsourcing.

Proservartner recognised that the skills in
the firm should be leveraged for broader

business transformation.

Trained every employee on lean and/or
six sigma to ensure that the skills were

present in the workforce.

Recognised that the next evolution of
process efficiency was to be driven by

automation technology.

Combine process skills with deep
understanding of technology to offer
pragmatic, specialist and experience

led consulting.
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S E R V I C E S
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Strategy and framework design: Seventy per cent of transformation
programmes fail because of manager behaviours or employee
resistance to change. We understand that making change happen
depends on engaging and supporting the people involved. Our tried
and tested change management methodology builds sustainable
transformation. Our tools have been developed and honed over many
years, and we know they work. We will create a model and framework
for change that supports people at all levels. 
 
Deployment: Not only does our team plan and design change but we
can work collaboratively with you on the ground to ensure successful
deployment. The right solution can take weeks, month or years, but
we will be with you every step of the way. Even after completing your
programme of work, it is crucial to reinforce your change program to
ensure it becomes permanent. A number of factors including employee
habits, resistance, tradition and culture all contribute to the success or
failure of a change programme and should not be underestimated. 
 
Communication: For change to be successful, it needs to be locally
owned and delivered. Our approach focuses on communicating
frequently, with tailored messages delivered through appropriate
channels. We want to allow individuals to feel listened to as part of the
approach and to win hearts and minds. Proservartner can help with the
production of effective print and digital materials and the delivery of
events.
 
Training: To support change, we will identify training needs and
execute bespoke training. We also deliver workshops to build internal
change management capability, particularly for line managers who are
on the front line of delivering change. Topics include managing
stakeholders, overcoming resistance, effective communication
(including delivering difficult messages) and supporting teams through
change.



K E Y  C L I E N T S
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