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Robotic Process Automation can bring substantial business benefits to a company, 
but it can also be very costly if implemented without sufficient understanding of 
the steps, substeps, and variations in your processes. 

This guide provides a brief introduction to RPA implementation, by explaining 
QPR’s four key steps of successful RPA implementation using process mining:

1) Understand your processes 
2) Identify where to implement RPA 
3) Automate and monitor 
4) Follow up and improve

IMPROVE
DARE TO



 OF RPA IMPLEMENTATION WITH PROCESS MINING
THE 4 STEPS

Understand your 
PROCESSES

Identify where to 
IMPLEMENT

Automate and 
MONITOR

Follow up and 
IMPROVE

Visualize and analyze your current processes, 
based on real-time information. 

Utilize process insight to streamline processes 
and choose the most suitable ones for RPA.

Automate the most profitable processes and 
keep monitoring and analyzing continuously. 

Measure and report what has been achieved. 
Utilize machine learning to make predictions. 

OVERVIEW

The purpose of a Robotic Process Automation (RPA) initiative 
is to improve efficiency and reduce costs by automating 
manual process steps. However, automating processes 
cannot be initiated without understanding the current state 
of your processes, specifically where RPA can (and should) 
be implemented. The following 4 steps explain how process 
mining improves any RPA project.



The above quote applies to process improvement – how could you 
improve process efficiency with robotics without any knowledge 
about the current process state, including what kinds of deviations 
or variations exist? Process mining brings vital insight by revealing 
the process state from a data-driven perspective and reducing the 
ambiguity caused by decision-making based on a hunch.

Creating dashboards helps 
you understand your daily 

operations and easily 
present findings to other 

decision makers.

...by using the event data 
in your IT systems to bring 
insights into the business 
operations and show you 

what needs to be improved.

By visualizing and analyzing 
your process flows, you 

can understand variations, 
unnecessary rework, and 

bottlenecks.  

CREATE PROCESS 
DASHBOARDS

PROCESS MINING HELPS YOU 
UNDERSTAND PROCESSES... 

VISUALIZE PROCESS FLOWS 
AND ANALYZE THEM

PROCESSES
UNDERSTAND YOUR
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THE FIRST STEP

“IMPROVEMENT CANNOT BE DONE WITHOUT 
UNDERSTANDING THE CURRENT STATE”



Understanding your processes 
THE FIRST STEP

START FROM THE  FACTS 
While it is good to be eager and excited about the latest technology, starting 
a RPA project without knowing how current processes work is one of the main 
reasons that RPA projects take longer than expected - or completely  fail. 

For instance, a large multinational financial services company ran into 
problems when they tried to automate without having full insight into their 
processes. They thought things were going according to plan, but suddenly, 
they started getting complaints from both their customers and branches, 
and worst of all - they were not able to locate the issues in the automation 
project.

However, with QPR ProcessAnalyzer, they could quickly identify key 
bottlenecks, inefficient process variations, and their sources. By fixing these, 
they were able to fasten their loan application process from 35 minutes to 
5 minutes, and in this way get the most out of their automation initiatives. 

“Right away, in 5 minutes, we saw the bottlenecks 
of the process.” -Large multinational financial services company



Software robots are programmed to follow certain rules, but processes 
naturally have extensive variations. As you might realize - variations 
and routine don’t necessarily go together.

Because of this, it is not practical nor profitable to use RPA on all 
process variations, but only on the most common ones. The more 
variations that robots need to cope with, the higher the costs of RPA 
as well as the risk of running into unforeseen issues.

In order for you to move on to the next step, implementation, you 
need to check process conformance and streamline processes.

IMPLEMENT WHERE IT MAKES SENSE

IDENTIFY WHERE TO IMPLEMENT RPA 
AND STREAMLINE WHERE NEEDED

UTILIZE PROCESS 
INSIGHT
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THE SECOND STEP



For example, imagine that a patient goes to the hospital after breaking 
their arm. At the hospital, there may be a process related to the patient's 
examination,  including certain examination steps, that the hospital wants 
to automate. If there are a number of variations, automating this process 
becomes extremely difficult. You need to understand the cause of the 
variation and then think about how you can develop and streamline the 
process - for instance, does the blood test always come before the X-ray? 
Only after gaining this level of understanding are you able to automate the 
process. If everything happens randonmly, automation becomes impossible. 

It is quite expensive to program 
software robots, and a misplaced 
investment may not pay itself back 
- ever. Consequently, processes 
need to be both understood and 
streamlined before you automate, 
creating high volumes per variation, 
and only then is the automation by 
robotics as beneficial as possible. 

“It is not practical 
nor profitable to use 
RPA on all process 
variations, but only 
the most common 
ones”

In the above example of conformance checking, you can see a comparison of the real 
processes with the designed process. The green percentage, 24.9 %, resembles the  
percentage of processes that go according to the designed process. 

Identifying where to implement RPA 
THE SECOND STEP



MONITOR
AUTOMATE &

As a recent study by PwC presents, conducting a RPA proof of concept or 
pilot project often takes 4-6 months instead of the expected 4-6 weeks. 

In many cases, this is due to the fact that the process which enterprises 
wish to automate is too large and complex, and in no way in a suitable 
state for RPA implementation.

Therefore, it is crucial that you do not start implementing before 
completing the first steps: understanding your process and  identifying 
and optimizing the processes suitable for RPA. By having clear and well-
defined procedures, and processes that comply to those, you ensure a 
high-quality RPA project. 

We encourage you to get the RPA implementation first time right, and 
avoid the time-consuming and costly restructuring of RPA.

WHAT TO CONSIDER WHEN IMPLEMENTING
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THE THIRD STEP

https://www.pwc.dk/da/publikationer/2017/rpa-danish-market-survey-2017-uk-pwc.pdf


When you implement your RPA solution, it is important that you are aware 
of your daily operations and how your processes work in reality - when you 
automate more, your automation rates should go up. 

However, in reality, your processes may not be performed as planned. Think 
of it as starting a diet - the first day, you follow it strictly, but in a month or 
a year, you might find yourself slipping back to the old pattern. This is why 
daily monitoring is key, and from our experience, getting notified when 
things aren't going the way they should is extremely helpful when you 
implement your software robotics. With automation dashboards and daily 
or weekly monitoring, you can see how your automation currently works 
and calculate automation rates to identify the best candidates for RPA. 

Implementing your RPA solution
THE THIRD STEP

IMPLEMENTING YOUR SOLUTION



QPR Software Plc (Nasdaq Helsinki) 
provides process mining, performance 
management and enterprise 
architecture solutions for digital 
transformation, strategy execution 

and business process improvement in 
over 50 countries. QPR software allows 
customers to gain valuable insights 
for informed decisions that make a 
difference. Dare to improve. 

ABOUT QPR
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THE FOURTH STEP

IMPROVE
FOLLOW UP &

The results of automation projects can be challenging to measure. 
It is equally challenging to then maintain those changes and 
increase the use of RPA to span as many processes as possible.

With process mining, you can review that RPA achieved the 
desired outcome, and that processes are executed as designed. 
This kind of process benchmarking and process compliance 
measuring is an effective way to focus your investments more 
accurately and with a higher return on investment. Moreover, by 
continuously measuring and ensuring process compliance, you 
will be better equipped to establish longterm transformation 
and embrace hyperautomation. 

ENSURE LONG LASTING TRANSFORMATION



FORRESTER NOWTECH FOR 
PROCESS MINING 2020

Representative Vendor

GARTNER PROCESS 
MINING GUIDE 2019

Representative Vendor

EVEREST GROUP PEAK 
MATRIX ASSESSMENT 2020

Major Contender

MORE ABOUT QPR PROCESSANALYZER

With QPR's KPIs "Happy 
Customer" (keeping your 
customer satisfied) and 
"Happy Flow" (following 
agreed processes) you can 
get processes first time right.

You can, for instance, use 
Process Mining for process 
improvement (e.g. Lean 
/ Six Sigma) to spot root 
causes, bottlenecks and 
unnecessary rework. 

QPR ProcessAnalyzer's 
machine learning 
capabilities predict cases 
that are going to take too 
long and send you alerts, 
which helps maintain SLAs. 

PREDICT PROBLEMS WITH 
MACHINE LEARNING

INVESTIGATE PROBLEMS AND 
IDENTIFY SOLUTIONS

MONITOR END-TO-END 
PROCESSES CONTINUOUSLY

LOCAL SUPPORT IN 
50+ COUNTRIES 

BOOK A DEMO 
WITH US TO SEE 
FOR YOURSELF!

OUR EXPERIENCE: 
400+ PROCESS 

MINING PROJECTS

2000+ CUSTOMERS, 
1,000,000+ LICENCES 

SOLD

Improve continuously
THE FOURTH STEP

https://www.qpr.com/yes-i-want-demo?hsCtaTracking=9f585a4f-12c7-496d-94ac-7f2fb484946b%7C19a79b87-a1c2-413d-9188-43ddeebda39a
https://www.qpr.com/company/news/qpr-recognized-forrester-2020-now-tech-process-mining
https://www.qpr.com/company/news/qpr-recognized-forrester-2020-now-tech-process-mining
https://www.qpr.com/company/news/qpr-recognized-forrester-2020-now-tech-process-mining
https://www.qpr.com/company/news/qpr-software-recognized-in-gartner-2019-market-guide-for-process-mining
https://www.qpr.com/company/news/qpr-software-recognized-in-gartner-2019-market-guide-for-process-mining
https://www.qpr.com/company/news/qpr-software-recognized-in-gartner-2019-market-guide-for-process-mining
https://www.qpr.com/company/news/qpr-processanalyzer-recognized-in-everest-process-mining-assessment
https://www.qpr.com/company/news/qpr-processanalyzer-recognized-in-everest-process-mining-assessment
https://www.qpr.com/company/news/qpr-processanalyzer-recognized-in-everest-process-mining-assessment
https://www.qpr.com/yes-i-want-demo?hsCtaTracking=9f585a4f-12c7-496d-94ac-7f2fb484946b%7C19a79b87-a1c2-413d-9188-43ddeebda39a

