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Abstract: Provided in this recommended practice is a comprehensive methodology for technology
domain exploration, development of strategy, technology evaluation, implementation, management,
operations, program optimization, and successful enterprise scaling for IPA programs while utilizing
terminology as established in IEEE Std 2755™-2017 and technology taxonomy as established in
IEEE Std 2755.1™-2019. This recommended practice is a compilation of best practices from industry
leaders on the proven methods from the initial discovery and exploration of the transformative
capabilities of IPA technology through to developing and running an enterprise-wide program.

Keywords: Al, artificial intelligence, automation center of excellence, autonomic, business process
automation, business process management, center of excellence, cognitive computing, digital
labor, digital process automation, digital workforce, IEEE 2755.2™ intelligent process automation,
machine learning, narrow Al, process choreography, process discovery, process mining, process
orchestration, robotic desktop automation, robotic process automation, RPA
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Important Notices and Disclaimers Concerning IEEE Standards Documents

IEEE Standards documents are made available for use subject to important notices and legal disclaimers.
These notices and disclaimers, or a reference to this page (https://standards.ieee.org/ipr/disclaimers.html),
appear in all standards and may be found under the heading “Important Notices and Disclaimers Concerning
IEEE Standards Documents.”

Notice and Disclaimer of Liability Concerning the Use of IEEE Standards
Documents

IEEE Standards documents are developed within the IEEE Societies and the Standards Coordinating
Committees of the IEEE Standards Association (IEEE SA) Standards Board. IEEE develops its standards
through an accredited consensus development process, which brings together volunteers representing varied
viewpoints and interests to achieve the final product. IEEE Standards are documents developed by volunteers
with scientific, academic, and industry-based expertise in technical working groups. Volunteers are not
necessarily members of IEEE or IEEE SA and participate without compensation from IEEE. While IEEE
administers the process and establishes rules to promote fairness in the consensus development process, IEEE
does not independently evaluate, test, or verify the accuracy of any of the information or the soundness of any
judgments contained in its standards.

IEEE makes no warranties or representations concerning its standards, and expressly disclaims all warranties,
express or implied, concerning this standard, including but not limited to the warranties of merchantability,
fitness for a particular purpose and non-infringement. In addition, IEEE does not warrant or represent that the
use of the material contained in its standards is free from patent infringement. IEEE standards documents are
supplied “AS IS” and “WITH ALL FAULTS.”

Use of an IEEE standard is wholly voluntary. The existence of an IEEE Standard does not imply that there
are no other ways to produce, test, measure, purchase, market, or provide other goods and services related to
the scope of the IEEE standard. Furthermore, the viewpoint expressed at the time a standard is approved and
issued is subject to change brought about through developments in the state of the art and comments received
from users of the standard.

In publishing and making its standards available, IEEE is not suggesting or rendering professional or other
services for, or on behalf of, any person or entity, nor is IEEE undertaking to perform any duty owed by any
other person or entity to another. Any person utilizing any IEEE Standards document, should rely upon his or
her own independent judgment in the exercise of reasonable care in any given circumstances or, as appropriate,
seek the advice of a competent professional in determining the appropriateness of a given IEEE standard.

IN NO EVENT SHALL IEEE BE LIABLE FOR ANY DIRECT, INDIRECT, INCIDENTAL, SPECIAL,
EXEMPLARY, OR CONSEQUENTIAL DAMAGES (INCLUDING, BUT NOT LIMITED TO: THE
NEED TO PROCURE SUBSTITUTE GOODS OR SERVICES; LOSS OF USE, DATA, OR PROFITS;
OR BUSINESS INTERRUPTION) HOWEVER CAUSED AND ON ANY THEORY OF LIABILITY,
WHETHER IN CONTRACT, STRICT LIABILITY, OR TORT (INCLUDING NEGLIGENCE OR
OTHERWISE) ARISING IN ANY WAY OUT OF THE PUBLICATION, USE OF, OR RELIANCE
UPON ANY STANDARD, EVEN IF ADVISED OF THE POSSIBILITY OF SUCH DAMAGE AND
REGARDLESS OF WHETHER SUCH DAMAGE WAS FORESEEABLE.

Translations

The IEEE consensus development process involves the review of documents in English only. In the event that
an [EEE standard is translated, only the English version published by IEEE is the approved IEEE standard.
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Official statements

A statement, written or oral, that is not processed in accordance with the IEEE SA Standards Board Operations
Manual shall not be considered or inferred to be the official position of IEEE or any of its committees and shall
not be considered to be, nor be relied upon as, a formal position of IEEE. At lectures, symposia, seminars,
or educational courses, an individual presenting information on IEEE standards shall make it clear that the
presenter’s views should be considered the personal views of that individual rather than the formal position of
IEEE, IEEE SA, the Standards Committee, or the Working Group.

Comments on standards

Comments for revision of IEEE Standards documents are welcome from any interested party, regardless of
membership affiliation with IEEE or IEEE SA. However, IEEE does not provide interpretations, consulting
information, or advice pertaining to IEEE Standards documents.

Suggestions for changes in documents should be in the form of a proposed change of text, together with
appropriate supporting comments. Since IEEE standards represent a consensus of concerned interests, it is
important that any responses to comments and questions also receive the concurrence of a balance of interests.
For this reason, IEEE and the members of its Societies and Standards Coordinating Committees are not able to
provide an instant response to comments, or questions except in those cases where the matter has previously
been addressed. For the same reason, IEEE does not respond to interpretation requests. Any person who would
like to participate in evaluating comments or in revisions to an IEEE standard is welcome to join the relevant
IEEE working group. You can indicate interest in a working group using the Interests tab in the Manage Profile
and Interests area of the [IEEE SA myProject system. An IEEE Account is needed to access the application.

Comments on standards should be submitted using the Contact Us form.

Laws and regulations

Users of IEEE Standards documents should consult all applicable laws and regulations. Compliance with
the provisions of any IEEE Standards document does not constitute compliance to any applicable regulatory
requirements. Implementers of the standard are responsible for observing or referring to the applicable
regulatory requirements. IEEE does not, by the publication of its standards, intend to urge action that is not in
compliance with applicable laws, and these documents may not be construed as doing so.

Data privacy

Users of IEEE Standards documents should evaluate the standards for considerations of data privacy and
data ownership in the context of assessing and using the standards in compliance with applicable laws and
regulations.

Copyrights

IEEE draft and approved standards are copyrighted by IEEE under US and international copyright laws. They
are made available by IEEE and are adopted for a wide variety of both public and private uses. These include
both use, by reference, in laws and regulations, and use in private self-regulation, standardization, and the
promotion of engineering practices and methods. By making these documents available for use and adoption
by public authorities and private users, IEEE does not waive any rights in copyright to the documents.
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Photocopies

Subject to payment of the appropriate licensing fees, IEEE will grant users a limited, non-exclusive license to
photocopy portions of any individual standard for company or organizational internal use or individual, non-
commercial use only. To arrange for payment of licensing fees, please contact Copyright Clearance Center,
Customer Service, 222 Rosewood Drive, Danvers, MA 01923 USA; +1 978 750 8400; https://www.copyright
.com/. Permission to photocopy portions of any individual standard for educational classroom use can also be
obtained through the Copyright Clearance Center.

Updating of IEEE Standards documents

Users of IEEE Standards documents should be aware that these documents may be superseded at any time
by the issuance of new editions or may be amended from time to time through the issuance of amendments,
corrigenda, or errata. An official IEEE document at any point in time consists of the current edition of the
document together with any amendments, corrigenda, or errata then in effect.

Every IEEE standard is subjected to review at least every 10 years. When a document is more than 10 years old
and has not undergone a revision process, it is reasonable to conclude that its contents, although still of some
value, do not wholly reflect the present state of the art. Users are cautioned to check to determine that they have
the latest edition of any IEEE standard.

In order to determine whether a given document is the current edition and whether it has been amended through
the issuance of amendments, corrigenda, or errata, visit [IEEE Xplore or contact IEEE. For more information
about the IEEE SA or IEEE’s standards development process, visit the IEEE SA Website.

Errata

Errata, if any, for all IEEE standards can be accessed on the IEEE SA Website. Search for standard number and
year of approval to access the web page of the published standard. Errata links are located under the Additional
Resources Details section. Errata are also available in IEEE Xplore. Users are encouraged to periodically
check for errata.

Patents
IEEE Standards are developed in compliance with the IEEE SA Patent Policy.

Attention is called to the possibility that implementation of this standard may require use of subject matter
covered by patent rights. By publication of this standard, no position is taken by the IEEE with respect to the
existence or validity of any patent rights in connection therewith. If a patent holder or patent applicant has
filed a statement of assurance via an Accepted Letter of Assurance, then the statement is listed on the IEEE
SA Website at https://standards.ieee.org/about/sasb/patcom/patents.html. Letters of Assurance may indicate
whether the Submitter is willing or unwilling to grant licenses under patent rights without compensation
or under reasonable rates, with reasonable terms and conditions that are demonstrably free of any unfair
discrimination to applicants desiring to obtain such licenses.

Essential Patent Claims may exist for which a Letter of Assurance has not been received. The IEEE is not
responsible for identifying Essential Patent Claims for which a license may be required, for conducting inquiries
into the legal validity or scope of Patents Claims, or determining whether any licensing terms or conditions
provided in connection with submission of a Letter of Assurance, if any, or in any licensing agreements are
reasonable or non-discriminatory. Users of this standard are expressly advised that determination of the
validity of any patent rights, and the risk of infringement of such rights, is entirely their own responsibility.
Further information may be obtained from the IEEE Standards Association.
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IMPORTANT NOTICE

IEEE Standards do not guarantee or ensure safety, security, health, or environmental protection, or ensure against
interference with or from other devices or networks. IEEE Standards development activities consider research
and information presented to the standards development group in developing any safety recommendations.
Other information about safety practices, changes in technology or technology implementation, or impact
by peripheral systems also may be pertinent to safety considerations during implementation of the standard.
Implementers and users of IEEE Standards documents are responsible for determining and complying with
all appropriate safety, security, environmental, health, and interference protection practices and all applicable
laws and regulations.
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Participants

At the time this recommended practice was completed, the Intelligent Process Automation Working Group
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John Hindle, Vice Chair
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.................................................................................................................................................................... Danny Major
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The following members of the entity Standards Association balloting group voted on this recommended
practice. Balloters may have voted for approval, disapproval, or abstention.

Agilify Automation Blue Prism Pegasystems

Ascension Ministry Service Huawei Technologies Co., Ltd. Rockwell Automation
Center, LLC Information Services Group Schneider Electric

Automation Anywhere, Inc. KPMG International Symphony Ventures, Inc.

When the IEEE SA Standards Board approved this recommended practice on 3 December 2020, it had the
following membership:

Gary Hoffman, Chair
Jon Walter Rosdahl, Vice Chair
John D. Kulick, Past Chair
Konstantinos Karachalios, Secretary

Ted Burse David J. Law Mehmet Ulema
Doug Edwards Howard Li Lei Wang

J. Travis Griffith Dong Liu Sha Wei

Grace Gu Kevin Lu Philip B. Winston
Guido R. Hiertz Paul Nikolich Daidi Zhong
Joseph L. Koepfinger* Damir Novosel Jingyi Zhou

Dorothy Stanley

*Member Emeritus
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Introduction

This introduction is not part of IEEE Std 2755.2-2020, IEEE Recommended Practice for Implementation and
Management Methodology for Software-Based Intelligent Process Automation.

Since 2015, many new software-based Intelligent Process Automation (IPA) products have been introduced
to the market. Many thousands of enterprises have embarked on some kind of process automation journey.
Much has been learned about the best practices at each stage of the journey, from just learning about process
automation all the way through to enterprise-wide deployment and successful value realization from the
transformative capability of these IPA technologies.

This standard sets forth a structured methodology from inception through full adoption, broken into the
following six stages:

1) Exploration: Understanding IPA technologies, uses, applications, and value potential

2) Strategy: Assessing enterprise potential and creation of an effective roadmap for success

3) Evaluation: Leveraging IEEE Std 2755.1™-2019, evaluating and selecting technology(ies)
4) Implementation: Organizing resources and capabilities to successfully deploy IPA

5) Management and Operations: Best practices for operating and supporting IPA in production
6) Optimization and Scaling: Program expansion and maximization of value delivered

The collective experience of the Working Group includes exposure to thousands of highly successful, partially
successful, stalled, and unsuccessful programs. Through research and evaluation of what is common across
highly successful programs, this recommended practice is a comprehensive methodology that spans:

— Organizational structures, roles, and performance objectives
— Resources and skills

— Strategies

— Activities, practices, tactics, and outcomes

— Measures of success

Each stage is fully explained with outcomes, objectives, and guidance on the activities needed to
comprehensively complete all of the objectives of a stage. Each successive stage builds upon the outputs from
the former stages and establishes a logical progression of capability.

This recommended practice is intended to provide a reference methodology that is comprised of the evidence-
based best practices across thousands of deployments and with the unanimous agreement of the Working
Group.

It is intended to be used in conjunction with IEEE Std 2755™-2017 and IEEE Std 2755.1-2019 comprising
auseful set of coordinated resources for any organization setting out on establishing an automation program.
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IEEE Recommended Practice for

Implementation and Management
Methodology for Software-Based
Intelligent Process Automation

1. Overview

This recommended practice is provided to support optimal selection, assessment, and adoption of products
and services from the rapidly expanding family of complementary technologies available for automating
enterprise operating processes. Its recommendations are based on the collective knowledge and experience of
developers, consultants, system integrators, service providers, and end users.

A word on documentation: In an environment of rapid and continuous technology innovation, Intelligent
Process Automation (IPA) is a dynamic activity. Likewise, underlying business strategies and processes are
constantly evolving to address new opportunities. Detailed documentation is essential for the entire IPA plan
and program. It should include stakeholder identification, key roles and responsibilities [business, Center of
Excellence (CoE), IT, consultants, vendors], process change maps, decision points, milestones, and detailed
execution and escalation procedures. All stages of the program need to be documented and regularly updated
for audit, security, traceability, etc., purposes—to facilitate conformance checks and (if needed) any repair
and/or remediation activities. All changes or deviations from the agreed IPA plan should likewise be recorded
and flagged.

1.1 Scope

This recommended practice describes implementation and management approaches and methods for enterprise
implementation of Software Based Intelligent Process Automation (SBIPA) technologies (commonly known
as IPA). The recommended practice includes the exploration of technology capabilities, development of
strategy, product evaluation, platform implementation, along with management and governance for service
providers and end users.

1.2 Purpose

This recommended practice provides guidance for implementation and management of SBIPA capabilities.
Best practices are needed in this emerging and rapidly growing technology domain to advance industry
capabilities in the implementation and management of SBIPA technologies.
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1.3 Word usage

The word shall indicates mandatory requirements strictly to be followed in order to conform to the standard
and from which no deviation is permitted (shall equals required to)."’

The word should indicates that among several possibilities one is recommended as particularly suitable,
without mentioning or excluding others; or that a certain course of action is preferred but not necessarily
required (should equals recommended that).

The word may is used to indicate a course of action permissible within the limits of the standard (may equals
permitted to).

The word can is used for statements of possibility and capability, whether material, physical, or causal (can
equals able to).

2. General overview and structure

Experience has shown that the best outcomes from IPA result from adherence to a disciplined methodology
for identifying, assessing, selecting, implementing, managing, and optimizing the most appropriate products
and technology architectures. This recommended practice identifies six discrete but interrelated stages in that
methodology, as outlined in Clause 3 through Clause 8. These stages should be executed in sequence for an
IPA initiative that is just starting, but various stages are appropriate to revisit throughout the life of an IPA
program.

Implemen- Management Optimizing

Exploration Strategy Evaluation tation & Operations & Scaling

Figure 1—The six stages of IPA methodology

Each stage includes a structured approach including: Objective(s), Participation, Methodologies, Activities,
and Outcomes. Below is a summary of each stage and its high-level outcomes.

2.1 Exploration

The objective of the Exploration stage is to investigate the suitability of an IPA initiative for a business unit or
business in advance of setting out any strategic directives. The investigation is completed through leveraging
a variety of people, tools, and methodologies along with defined industry practices to understand the relevant
pros and cons to IPA adoption.

2.2 Strategy

Based on the findings and insights gained from the Exploration stage, the objective of the Strategy stage is to
assess how IPA can support and/or enhance the enterprise strategic business plan and technology environment
in ways that maximize opportunities and benefits while controlling risks.

'The use of the word must is deprecated and cannot be used when stating mandatory requirements, must is used only to describe
unavoidable situations.
*The use of will is deprecated and cannot be used when stating mandatory requirements, will is only used in statements of fact.

Documents

11 Document Sharing Hub
Authorized licensed use limited to: Tsinghua UnfvERYJIgbSEhHAddBE Fafehrigiase$@p4e6h:01 UTC from IEEE Xplore. Restrictions apply.

Full document details: IEEE 2755.2-2020


http://www.avadocuments.com/doc/ieee-2755-2-2020
http://www.avadocuments.com/doc/ieee-2755-2-2020

IEEE Std 2755.2-2020
|IEEE Recommended Practice for Implementation and Management Methodology
for Software-Based Intelligent Process Automation

2.3 Evaluation

The objective of the Evaluation stage of work is to select the most appropriate technologies and product
architectures to deliver the outcomes and benefits identified in the Strategy workstream.

NOTE—IEEE Std 2755.1-2019 provides a comprehensive technology evaluation guide.

2.4 Implementation

The purpose of the Implementation stage to design, configure, build, test, and deploy automations that will
deliver the targeted business outcomes identified in the Strategy stage using the architectures and technologies
selected for deployment in the Evaluation stage.

2.5 Management and Operations

The objectives of the Management and Operations stage are to assure the reliable performance of automations
in production, and to identify new deployment opportunities for current automation tools and new IPA tools
that can enhance capability, performance, and value.

2.6 Optimization and Scaling

The purpose of the Optimization and Scaling stage is to support the sustainable growth of IPA programs while
mitigating risks. When scaled, IPA technologies create additional value by improving productivity, expanding
enterprise capacity, and supporting the expansion of new products, solutions, and business models.

3. Exploration

Implemen- Management Optimizing

Strategy Evaluation tation & Operations & Scaling

Figure 2—Exploration

3.1 Objective

The objective of the Exploration stage is to investigate the suitability of an IPA initiative for a business unit or
business in advance of setting out any strategic directives. The investigation is completed through leveraging
a variety of people, tools, and methodologies along with defined industry practices to understand the relevant
pros and cons to IPA adoption.

3.2 Participation

Listed below are the key enterprise functions, roles, skills, and disciplines required to survey the growing
range of IPA technologies and assess their potential for value creation in the context of the organization’s
purpose and culture, against the possible risks and challenges associated with deployment. These include both
internal and external resources (as needed), whose involvement would be either temporary or permanent.
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Table 1—Internal and external resource participation

Function Description Internal to CoE/ Temporary/Permanent

External to CoE
(Business ops teams/
enterprise business

functions/
third parties)
Strategy Enterprise strategy Internal/External Temporary
IT Technology strategy, Internal/External Permanent
policy and resources
Finance P&L Measurement and Oversight Internal Permanent
Operations GBS Management Internal/External Permanent
Business Process Management (Six
Sigma, etc.)
BPO providers

3.3 Methodologies

To explore the suitability of IPA for either a business or a business unit, a series of methodologies and
approaches should be considered to consolidate the various stakeholder viewpoints. The methodologies
underpin a series of activities and outcomes later within this stage.

a)

b)

d)

Internal strategy assessment: Prior to investing significant effort into external discovery activities, it
is important to understand the internal drivers for the exploration of IPA. While the second stage of
work involves defining the strategy for IPA, exploration should be accompanied by an understanding
of how the business or business unit will measure value. For example, an internal aspiration of rapid
cost reduction will require a different perspective to one underpinned by an aspiration to maximize net
promotor scores.

Industry/competitive gap analysis: The exploration of IPA may occur in response to an industry
or competitive adoption of the capability. Understanding the benefits (quantified or perceived) by
other similar organizations can inform evaluations into the applicability of these to internal ways of
working.

Business impact assessment: It is common for business initiatives to include some form of
transformation which can have wider impacts on the business. Should IPA have been adopted in the
industry or by competitors, then a level of understanding can be taken to measure the business impact
from either a time, effort, or resource perspective. Should there be known complexities in working
with areas of the business, then understanding if IPA initiatives are dependent on those areas is key.

Cost justification/business case: The exploration activity for the initiative will have some level of
acceptable funding, whether it be allocation of time or a budgetary account. Should the IPA initiative
be progressed, however, there should be an understanding of how the scope of activities will be
executed and funded. Vendors and service providers may make some aspects of their product and
education/enablement available at no cost; however, any significant adoption of IPA will require
explicit funding. Understanding how these internal gateways are met should be an early consideration.

Existing partner/advisor suitability assessment: The exploration activities may be supported by entities
already known to the business in the form of existing partners and/or advisors, as well as specialist [IPA
implementation firms. Their knowledge of their client’s business or business units accompanied by
their own experience in IPA may provide a useful perspective on the suitability of such an initiative.

Analyst insights: [PA is a category covered by many analyst organizations as well as industry advisory
channels. Analyst firms specifically will have resources aligned to both the IPA category as well
as industry sectors, and specific subscriptions or service arrangements may allow for a briefing on
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suitability. A range of non-subscription services is also available in the form of events and roadshows.
Selecting a variety of analyst opinions and research is very helpful during the Exploration stage.

NOTE—While the methodologies in this standard are static in their definition, the resources they reference will continue
to be updated as the industry evolves.

3.4 Activities

The activities associated with the Exploration stage will overlap with other recognized practices for product
fit and suitability assessments. While these activities are described in detail, IPA exploration initiatives should
also seek to leverage complementary methods, practices, and preferences specific to the organization.

— Business objective definition—cost reduction, competitive differentiation, continuous improvement,
etc.

— Overlapping and supporting business initiatives and projects

— Vendor exclusion policies and practices (geographies/open source, etc.)

—  Competitor evaluation—existing and potential

— Business impact exploration—incremental/limited versus transformational

— Business motivation and cost justification requirements

— Business case requirements

— Advisor evaluations, including listening sessions from relevant (existing) partners and associates
— Business readiness plan (following research of initiative implications)

— Analyst briefings/conferences

3.5 Outcomes

The following outcomes serve as a series of gateway measures to improve the completeness of the exploration
of an IPA initiative with structured, pragmatic activity. While not all the outcomes have to be explored or met,
it is recommended that all be considered and documented before a judgment is made.

— Documented and clearly defined business-focused vision of what the Exploration stage should deliver.
(Note that this is different from the strategic vision for an IPA initiative.)

— Documented identification and categorization of the instant motivations for exploring the potential of
an [PA initiative (cost saving, growth, CX, acquisition, etc.).

— Documented identification of dependencies of a IPA initiative or factors which conflict, i.e., the
deployment of other company-wide systems deployments or major change programs.

— Documented competitive analysis to understand existing supplier (services/technology) relationships
and how they impact or relate to [PA.

— Documented review against Exploration stage vision and mission.

— Documented conclusions and considerations collected through the Exploration stage that support the
recommendation to proceed or not.
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4. Strategy

Implemen- Management Optimizing

Evaluation tation & Operations & Scaling

Exploration

Figure 3—Strategy

4.1 Objective

IPA represents a transformational technology capability that demands strategic focus and attention, both
operationally and competitively.

Based on the findings and insights gained from the Exploration stage of activity, the objective of the Strategy
stage is to assess how IPA should be integrated into both the enterprise strategic business plan and technology
environment in ways that maximize opportunities and benefits while controlling risks. Where no current or
formal plans exist, IPA can serve as a catalyst for initiating a strategy review and developing or updating a
formal plan.

The business strategy assessment should consider ways in which IPA can improve organizational efficiency
and effectiveness by optimizing current operations processes, €.g., enhancing current and potential addressable
market opportunities, and better anticipating and aligning with customer requirements.

The technology strategy assessment should include determination of IPA’s impact on existing enterprise
technology platforms, investments and policies, as well as legacy IT governance practices.

In both business and technology domains, the assessment should include identification of prospective
dependencies, expected outcomes and returns, and prospective cost/benefit targets.

This stage of work should establish the high-level enterprise agenda for IPA in the context of an organization’s
ability to innovate and execute, and its capacity for sustainable change. This assessment may well lead to
comprehensive revision of existing business and technology strategies; ultimately, the business and technology
strategies that exist should be complemented by the use and implementation of IPA.

4.2 Participation

Key participants from the Exploration stage activities will likely continue serving in this stage of work.
However, at this point the team should be augmented and elevated with senior policy and business executives
(typically C-1 level) from major enterprise functions and communities of interest: Strategy, Finance, IT,
Operations, Shared Services, Business Process Management, Procurement, Risk, HR, Customer Service, and
R&D. Representation should also be sought from ad hoc groups in various functions that may be exploring or
piloting IPA technologies.

Key external advisory and consultancy firms—both strategy and technology—can also provide valuable
input based on their knowledge of the firm’s strengths and weaknesses as well as their experience with and
knowledge of similar efforts and results in comparable industries and companies.
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4.3 Methodologies

There are several well-known strategic planning tools, models, and resources that can be used to provide
a framework. Most suggest identifying first the basic enterprise competitive strategy—cost leadership,
differentiation, or market focus.

In general, the IPA enterprise strategy should follow a basic structure.

a)  Gather and analyze the market forces

1)
2)
3)
4)

Identify strategic issues
Analyze markets (and opportunities and competitive threats)
Assess where customers are pleased and disappointed or have unmet needs

Synthesize this all ina SWOT (strength, weakness, opportunity, threat)

b)  Define the business strategy

1)
2)
3)
4)
5)

6)

Mission—core purpose

Value—core beliefs

Vision—what success looks like in five years
Competitive differentiators

Strategic objectives—markets the enterprise will focus on, products or services it will sell, how it
will win

Financial projections—how success will be measured

c)  Build the strategic plan

1)
2)
3)
4)

Definition of current priorities
Divestments from other priorities to improve focus
Definition of KPIs to measure success/progress

Translation to organizational, department, and individual team member goals and budgets

d) Ongoing performance management

1)
2)
3)
4)

Strategic communications plan
Management cadence (i.e., in-year reporting, updates)
Measurement and progress of KPIs

Annual plan updates based on measured progress versus anticipated

4.4 Activities

The planning team should consider in a structured forum and format key questions, issues, and opportunities
raised by IPA as they will potentially impact the organization’s existing strategy, operating model, and
competitive landscape. The strategy should include a specific focus on the potential for disruption both
internally and competitively.

a)  How IPA can enable the core business strategy

1))

Can IPA enable differentiation? Cost leadership? Focus?
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2) CanIPA enable non-differentiated functions to operate more efficiently, allowing the organization
to focus on its differentiated core competency(ies)?

b)  Organizational ownership and accountability of IPA

1) Creation of a full-time dedicated role/owner to oversee the IPA program

2)  Accountability and measurement framework for the role and initiative

3) Governance of IPA projects that the organization will target
i)  Criteria for investment
ii) Representation of business stakeholders to better align with business needs
iii) Development management and oversight systems and practices
iv) Measurement of outcomes

c¢) Governance assessment of [PA projects: In evaluating whether to invest in an IPA project or not, the
organization should consider at a high level how an IPA program aligns with the overarching business
strategy.

1) Initial due diligence assessment of the nominated project’s strategic alignment (e.g.,
differentiation, cost, focus)

i) What: Identify the problem that the enterprise or function needs to address

1) What is the problem or opportunity?

ii) What end-to-end processes of the business are impacted?

iii) What parts of the process are inefficient/ineffective?

iv) How does this problem or opportunity align to the core business strategy
(differentiation, cost leadership, focus)?

V) If no alignment, does solving this problem enable the business to better focus on

its core competency/business strategy?
ii)  Why: What is the associated value that will be created if that problem or opportunity is

addressed?

1) What business outcome requires intervention or improvement?

ii) Does that value proposition align with the business strategy?

iii) How can that outcome be measured, and how does it align to the KPIs defined in

the overarching business strategy?
iv) What is the current baseline?
iii) Whe: Who is impacted by the problem or opportunity?

1) What business stakeholders benefit from this solution?

ii) What business stakeholders require sponsorship?

ii) What end users/employees integrated within the process will be impacted?

iv) How are the end users’/employees’ decision-making abilities adversely impacted

due to the current process?

4.5 Outcomes

Depending on the scope of the contemplated IPA program, the work output from this stage of work may be
a new or significantly revised enterprise strategic plan, including prospective outcomes, benefits, and risks
associated with deploying IPA, along with a high-level timetable and operating budget for the IPA initiative.
Frequently, IPA programs begin in a single function or business unit to prove the strategic objectives can be met,
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