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Foreword

The Intelligent Automation market is predicted to grow at 30% per annum for the 

next five years. Digital workers, enabled by Intelligent Automation, are going to 

be unavoidable. But where do they and humans fit best? How will this change 

organisations and the nature of work? How will the relationship work between  

bots and humans? 

It’s clear that this fourth industrial revolution (4IR) is going to be exciting and offer 

new opportunities. Organisations will be able to re-imagine services, business 

models and operating models. But as with all industrial revolutions, it’s going to 

be disruptive. Not all stakeholders are going to win. In this paper, we anticipate 

the impact of this disruption. We aim to provide you with the guidance to harness 

opportunities and reflect on how to re-shape your organisation, whilst mitigating 

the effects on your people.

DigiBlu and Hydrogen Group have teamed up to combine market leading  

Intelligent Automation expertise and Human Workforce Solutions. We’re working 

together to enhance the Hydrogen operating model with digital workers and to 

provide new services to the marketplace. Hydrogen is the first workforce solutions 

provider to offer digital workers to its clients alongside human workers and is  

also investing in closing the skills gap through training and resource provision  

in Intelligent Automation.

In this whitepaper we’ve pooled our collective expertise and reviewed the latest 

thinking by others to try to answer the big question: what does the workforce of the 

future look like? We don’t profess to have all the answers but hope you are inspired 

by it. If you can assemble your senior team, we’ll happily run a free workshop to 

work through the implications.

Steve Burke

CEO & Founder, DigiBlu

Ian Temple

CEO & Founder, Hydrogen Group

Workforce of the future 3



Workforce of the future4



Table of contents 

1.  The enterprise digital workforce is going to be a game changer                         6

2.  Workforce of the future: vectors of change      10

3.  The AI paradox: how robots are making work more human     14

4.  Re-imagining business models and services      18

5.  Re-imagining the workplace      22

6.  Setting up for success      28

7.  Conclusion: get on with it, or get left behind      32

8.  Appendix      34

 8.1. About Hydrogen Group      34

 8.2. About DigiBlu      34

 8.3. References      35

Workforce of the future 5



The enterprise digital workforce

An enterprise digital workforce deploys 

automated digital workers (“bots” as they 

are sometimes known) across the entire 

organisation. More advanced digital 

workforces also leverage Intelligent 

Automation, which adds Cognitive 

Intelligence, Cloud and enterprise digital 

tools to the automations. It is inevitable 

that Intelligent Automation is going to 

automate >20-30% of all activities in an 

enterprise over the next 5-10 years. Most 

processes (60%) won’t be automated 

end-to-end but will require human to 

robot interaction. So digital workers will 

work alongside humans and augment their 

productivity, and sometimes - when the 

process is mostly automated - the humans 

will augment the work done by their digital 

counterparts. This is going to profoundly 

change how we work, the skills required, 

and the operating models deployed. We 

surmise that when the digital workforce 

is scaled and positioned as a strategic 

enterprise asset, then the operating model 

will be largely reorganised around it.

20-30% 
of all activities will be automated

60% 
of activities will require human  
to robot interaction

90% 
of FTSE 250 have some form  
of RPA programme

“In the short term  
(2-3 years) people  

overestimate the impact 
of new technology,  
in the medium term  

(5-10 years) they always 
underestimate it.”

Bill Gates

Founder, Microsoft

1. 
The enterprise digital workforce  
is going to be a game changer
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Better, cheaper, faster
Digital workers automatically emulate the  

same tasks that humans do with systems,  

but more quickly and without errors. The result 

is that they shorten task and cycle times, 

generally at half the price or even less, of  

a human worker. Digital workers can work 24/7, 

don’t need breaks or holidays, switch across 

silos and between tasks based on work peaks 

and SLA pressures. Built through configuration 

rather than coding, the digital workforce is 

owned by the business rather than IT, leading  

to reduced IT burden and security impacts.

 
 

Example: A 6000-person Telco contact 
centre deployed digital workers across 
their existing platform which reduced  
call handling times significantly. As  

a result, systems complexity and associated training 
time was also reduced as the digital workers took the 
load of interacting with multiple systems. The digital 
workers provided key information required to enable 
a more fluid conversation. Customer experience 
was enhanced as they then automated end-to-end 
fulfilment tasks, collapsing cycle times. The result  
was a 25% reduction in cost within 9 months, 
alongside higher NPS and reduced customer  
and employee effort.

An opportunity for competitive 
advantage  
Some enterprises have tried RPA and are 

dabbling with cognitive technologies. But with 

90% having fewer than 20 bots deployed, not 

many are truly automating at scale. So, the 

results and benefits are compelling, but few are 

breaking through. Where others are struggling, 

this creates an advantage for those willing to 

approach automation strategically. This paper 

considers how work is changing, what’s required 

to achieve scaled digital workforces and how 

organisations need to adapt and respond. Figure 1: Benefits of digital workers in the Telco contact centre

Quicker, better, improved CX

Lower effort, happier staff

200%+ ROI in year 1

25% cost reduction
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Maturing technology enables  
digital worker acceleration

The rapid adoption and prevalence of 

Intelligent Automation and digital workers  

is being driven by the maturing of a number  

of technology building blocks. 

Intelligent Automation combines a mix of:

• Robotic Process Automation  

(RPA) platforms.

• Cognitive Capabilities to enhance RPA 

by opening up the number of use cases 

and adds intelligence for dialogue, 

learning and decisioning. Machine 

learning, neural networks and Artificial 

Intelligence (AI) capabilities are 

bringing intelligence to bot decision-

making and the tools are now maturing 

and widely available on cloud platforms. 

Natural language understanding 

for Voice Recognition, and Optical 

Character Recognition (OCR) for 

paper broadens the digital triggers 

available, extending automation use 

cases. Orchestration capabilities, 

such as TrustPortal and those used in 

the Thoughtonomy platform enable 

bots to interact easily with human 

workers, keeping them in the loop and 

augmenting their activities. 

• Cloud from the likes of AWS, Azure  

and Google to enable virtualisation  

of access along the extended 

value-chain and across the business 

ecosystem. It also offers seamless 

access to significant AI, data analytics 

and cognitive capabilities within the 

Intelligent Automation technology 

ecosystem. 

• Digitisation Tools to extend capabilities 

into mobile and web applications 

enabling rich user interfaces  

to customers and supply chain  

partners for self-serve, fulfilment and 

co-ordination purposes. Front-end 

apps can be quickly integrated with  

back-end legacy systems without  

the need of systems integration, 

speeding innovation.

Intelligent Automation offers superb 

orchestration and can, using multiple skills, 

automate processes from the customer touch 

to fulfilment. 

With RPA at its core, there are two routes  

to get there:

a. An RPA platform (such as Blue 

Prism) augmented with compatible 

technologies and platforms individually 

selected to fulfil the business 

requirements

b. An all-in-one solution (such as 

Thoughtonomy) which delivers  

a pre-integrated suite of extended 

cognitive capabilities, with an RPA 

platform at its heart.

Key Takeaways

No longer lost in translation - we are at  
a turning point. Finally, we are able to 
stop humans having to learn technology’s 
language and we are making technology 
able to understand ours.

Workforce of the future8



An integrated human-digital workforce 

Cognitive and robotics capabilities - combined into intelligent automation - provide the multiple 

skills needed for a digital workforce.

RPA automates and orchestrates processes.
Rules-based decisions made, reports sent.

Machine learning used to 
schedule bots against 

SLAs

Dashboards, powered by 
RPA data and process 

mining, to monitor control 
and improve performance

Forms 
dynamically 

generated and 
populated with 

content. 
Robotic 

processes 
triggered

Unstructured 
data 

interpreted 
and structured 

into digital 
format 

Omni-channel 
interactions 
(self-serve, 
calls, chat, 

email)

Conversation Orchestration & Automation Fulfilment

Systems of RecordSystems of Engagement

Intelligent Automation

Assistance to human workers and human workers assisting digital ones (e.g. exceptions, approvals)

Robot-Human collaboration

AI-led analysis and decision-making

Multi-skilled digital workers

Figure 2: Integrated human-digital workforce

Workforce of the future 9



Figure 3: Vectors of change 

Substantial forces are changing the nature of work

Although we are primarily considering the impact of digital workers in this paper, there are  

a number of noteworthy factors that are collectively influencing the future nature of work.  

We call these vectors of change.

2.
Workforce of the future:  
vectors of change

Workforce 
of the future Maturing IA 

technology

Data is the 
new oil

Consumer 
power

Fragmentation 
of work

Global fight 
for talent

Social crisis 
of work & 
meaning
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Data is the new oil

Combining data from disparate sources and 

making it useful is at the heart of the new breed 

of digital-first businesses. This new generation 

is disrupting incumbent large organisations, 

who are held back by legacy systems and data 

trapped in channel and operating unit silos. 

Though privacy is growing in importance, 

consumers tend to be happy to allow access  

so that a business can “optimise and 

personalise the experience”.

Consumer power

The hyperconnected, empowered consumer 

is leading the way and rewarding those that 

deliver richer, more integrated experiences 

that make our lives easier. They also find their 

voice and call out those that don’t. We trust 

other consumers that we don’t know more 

than brands. Consumer adoption of services 

such as Airbnb and Uber is leading and driving 

business adoption. It is now recognised that 

Customer Experience (CX) is the differentiator 

for businesses and Employee Experience (EX)  

a key contributor. The most trusted and valuable 

brands are those that deliver a consistent brand 

experience and also pioneer things for the first 

time. Think Amazon, Apple, John Lewis. 

Fragmentation of work and the 
extended enterprise

Seamless experiences are increasingly being 

delivered with close collaboration across an 

extended enterprise as organisations struggle 

to keep up with the pace of change.

The Gig economy (freelancers doing piece  

work on demand) is growing rapidly. With  

secure virtualisation, homeworking is now  

a proven model in contact centres and other 

“The species that  
survive and thrive are  
not the strongest or  
most intelligent, but 
those that are most 
adaptable to change.” 

Charles Darwin

$50Bn
What the Gig economy  
is worth

76% 
Full employment in UK and  
most Western economies
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business areas. Virtual teams are being formed 

globally, empowered by video conferencing 

and collaboration tools. Intrapreneurial (internal 

entrepreneurial) skills are being encouraged  

to deliver innovation.

Fixed jobs are increasingly being redefined as 

work fragments and flexibility is required. All of 

this is demanding new models of management, 

communication and coaching. Traditional 

office-based models simply don’t work. Flexible 

working empowers and enables some, but  

traps others in an insecure situation.

Fight for talent and globalisation

Near full employment and an ageing population 

in developed Western economies is causing 

a shortage of talent. The new generation of 

workers are looking for purpose in employers. 

In fact, the same proportion of 30-45 year 

olds are in work as 45-60 year olds, reflecting 

the intensified fight for talent. Recruiters 

report significant challenges and shortfalls, 

especially in data science and robotics, causing 

organisations to look for talent globally. Labour 

arbitrage, the traditional reason for outsourcing 

and offshoring, is narrowing as the developing 

economies become wealthier. 

 
 

Example: DigiBlu’s Robotics Operations  
Centre in Cape Town is a great example 
of global talent sourcing. Cape Town 
offers a healthy supply of graduate 

engineering talent with the right base logical skills 
for configuring automations. Once requirements 
have been defined locally, we have a proven model 
to develop and deliver high quality automations. 
This team services our clients across Europe,  
Africa, Australia and the US.

Social - A crisis of work or  
a crisis of meaning?

People are defined by work. For many it’s 

who they are. If we can’t work, because jobs 

are being automated, or outsourced, do we 

lose our purpose? And if jobs are going to 

disappear, it could cause significant societal 

problems. Increasingly, we’re looking for more 

purpose in what we do. If automation means 

less requirement to work, what are we going 

to do with our time? A healthy society includes 

those who feel valued and valuable at work, not 

just pressing the same old buttons every day. 

Recognition of value is key to the productive 

human workforce. 

Key Takeaways

Work is fragmenting, talent is global  
and teams are virtualising, requiring  
a new management model. There is  
a potential for a crisis of meaning as work  
is automated and jobs are redefined.
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From “robot apocalypse”  
to “robo-optimism”

There is increasing realism that the 4IR will 

entail human and robot collaboration, not 

robot dominance. This is a shift from Frey 

and Osborne’s 2013 study which predicted 

50% US job losses over the next two 

decades to more recent papers published 

such as: “How robots will make work more 

human” by Oxford Economics focusing 

on how robots will improve the quality of 

human work and job satisfaction. Simple 

work will get automated, which will release 

humans from monotonous, dull tasks  

to add more value. 

3. 
The AI Paradox: how robots  
are making work more human

“ The real danger is 
not that computers will 
begin to think like men, 
but that men will begin 

to think like computers.” 

Sydney Harris

Journalist

By 2027, there will be a shortfall in IT and human skills:

59%
shortfall in 
programming skills 

7%
increase in 
salespeople

23%
shortfall in 
negotiating skills

4%
increase in 
healthcare workers
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Example: A great example of this is 
fraud analysis in Banking. 50% of the 
effort of an expensive Anti-Money 
Laundering/Fraud expert is taken up 

with assembling data to conduct the analysis. 
Regulators are putting increasing pressure on 
banks to do more checking. Intelligent Automation 
can take 50% of the task away immediately. We 
utilise an AI tool that can screen a further 40% 
automatically, leading to added value work for 
analysts and capacity to do more.

The hollowing out of work

One of the most comprehensive and detailed 

pieces of work to evaluate where automation 

will affect jobs was done by Oxford Economics 

for the OECD on the US workforce. They looked 

at the impact of jobs by income and sector.  

It shows a hollowing out of jobs. 

They described three key factors driving this:

1. The displacement effect - Automation 

displaces low and middle skilled jobs 

disproportionately.

2. Intelligent Automation creates new jobs 

- Analysts, automation configurators and 

automation control room staff are all new 

jobs that didn’t exist previously.

3. The income effect - Automation drives 

productivity gains that are re-distributed 

to lower prices and increased demand 

in other industries, which causes other 

human jobs to be created. In particular, 

they call out a shortage in ICT skills but 

also more human skills – sales, negotiation 

and healthcare being three notables. 

Figure 4: OECD: Automation Impact on jobs by income 

8%

Pe
rc

en
ta

ge
 c

ha
ng

e 
in

 F
TE

 e
m

pl
oy

m
en

t

Low-skilled High-skilled

6%

4%

2%

0%

-2%

-4%

-6%

5 10 15 20 25 30 35 40 45 50 55 60 65 70 75 80 85 90 95 100
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How technological change will affect workers in low, mid and highskilled jobs
Projected change in employment by percentile of the workforce (presented as five percentile aggregates,  
ranked by 2015 mean wage as a proxy for skill level).
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Example: In 1900, 50% of workers were 
employed as farm workers. Today the 
number is 2%. And yet, there is not 
a jobs crisis today, we have near full 

employment in the UK. Industrial revolutions are 
disruptive but mankind progresses and invents  
new things to do. 

It’s going to be disruptive

Like all industrial revolutions, in the long run it 

will bring benefit to the world – but in the short 

term it’s going to be disruptive. The people 

employed in farming shows that significant job 

reduction can be endured and yet we return 

to full employment. The OECD modelled firstly 

where automation was likely to have the most 

impact and then how displaced staff would 

move to adjacencies – work closest to their 

previous occupation. They predict that 5% 

of the workforce will need to be retrained 

over the next 10 years. That’s an enormous 

task for organisations, educational bodies 

and government. It also doesn’t fit with the 

educational model in place where almost all 

formal education is completed at the start of 

life before a lifelong career at work. For those 

disrupted, it will be traumatic and this could 

cause social and political disruption. Our role 

as leaders is to anticipate this and prepare our 

organisations and people as best we can.

Reinvesting the savings

According to ‘How Robots Change The World’ by 

Oxford Economics, “boosting robot installations 

to 30% above the baseline forecast by 2030 

would lead to an estimated 5.3% boost in global 

GDP that year. This equates to adding an extra 

$4.9 trillion per year to the global economy  

by 2030”. 

The implication is that there may be less  

work and more time. The question is, how as  

a society do we manage that? Could this 

manifest in fewer work days or a shorter 

working week? And then, what do we do with 

the rest of our time? More creativity, more 

entrepreneurship, more education, more sport, 

more family time - or just more entertainment?

As one example, US Presidential Candidate 

Andrew Yang has proposed a Freedom 

Dividend, a universal basic income, potentially 

linked to societal contribution as opposed to 

work. Undoubtedly, other creative proposals 

will follow.

Key Takeaways

Address ICT skills shortages; prepare for  
re-skilling; leaders need to prepare  
for change.

5% 
of the workforce need to be 
retrained in the next 10 years
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4. 
Re-imagining business  
models and services

Platform Business Models

With digital disruptors, these are hyper-scale 

business models enabled by digitisation. And 

these organisations are setting the standard for 

seamless, high quality, transparent customer 

experiences. Organisations are asking, how do 

we become “the Uber of our industry” when I’m 

held back by legacy systems and organisational 

structures? However, we’re already seeing how 

IA and AI are helping re-imagine business models 

and services. Intelligent Automation is enabling 

the incumbents to gain digital advantage without 

wholesale change in operating platforms. 

End-to-end customer experiences can be 

re-invented as we join digital and analogue front-

ends to legacy systems and back offices. The 

cost of digital workers enables a re-imagining 

of what is possible from a business model 

perspective. 

Adaptive purpose-led approach

To thrive in a highly volatile and uncertain  

market requires an adaptive strategy informed 

by a higher organisational purpose. It’s a shift 

from a traditional stable, competitive advantage-

based approach to one that understands that 

opportunity is abundant in this fast-paced 

“Once people start to 
see the impact that 
Intelligent Automation 
can bring, they quickly 
move from what can 
we automate to what 
should we automate.” 

Steve Burke

CEO DigiBlu
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world, where your next competitor isn’t even in 

the same market. Being agile so you are able to 

adapt is key. Purpose is important, not only as it 

helps filter and prioritise the many opportunities 

that will arise, but it keeps you true for staff and 

customers. 

Intrapreneurs delivering innovation

One of the key challenges is how to get the 

knowledge of what’s possible with Intelligent 

Automation and other emerging technologies 

into the service transformation, product 

development and operating teams trying to 

solve challenges and grasp opportunities. 

Especially when most IT resource is allocated to 

operating platform stability and security rather 

than innovation. Organisations are shifting from 

command and control (machine) structures to 

network structures to deliver innovation. They 

simply can’t go fast enough on their own and 

are collaborating and partnering with internal 

Centres of Expertise, supply chain partners 

and outsourced vendors to innovate. They 

are looking for intrapreneurs to establish this 

network organisation, rapidly building and 

collapsing teams of both internal and external 

resources. Making these leaps requires authority 

to act across traditional boundaries and flexible 

people and roles. But moving from managerial 

to entrepreneurial mindset is not easy for large 

organisations.

 
 

Example: Mines are remote by nature 
and in places where normal connectivity 
isn’t available. Satellite Communications 
providers equip a facility to transport 

data to and from these locations with data uploaded/
downloaded. The challenge though is sifting through 
huge volumes of data to find the signals that need 
action. Rethinking value to their mining client, we took 
data from an IoT (Internet of Things) kiosk and started 
using rules to process it, create insight and trigger 
alerts. Within a week the digital worker had spotted 
a mine with a dam with dangerously high water levels 
and alerted operations (who were unaware). Action 
was taken. A valuable new service created. 

Innovation

(creating strategic advantage - future profit)

Profitability and Growth

(‘cheaper, faster & better’ -
extending profit)

Shareowner Value Creation

Formulate, incubate and fund new ideas:
• New business & operating models
• New offerings
• Re-imagined business processes

• Processes selected for superior business 
case benefits and ease of implementation

• RPA-enabled regulatory change
• Backlog of IT enhancements
• Data cleansing
• Addressing operational risks and pain points

Digital 
Transformation

“Keep the 
lights on”

Overriding Objectives Strategic Role

Optimise & Grow 
the Business

Sustain
Current 
Business

Create 
New 
Business

Initial focus, to deliver financial benefits, quickly, and 
win credibility for the RPA programme

Operational 
Excellence

(addressing pain -
defending profit)

Figure 5: DigiBlu Intelligent Automation Transformation Approach 
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Challenging ‘Shared Service’  
and ‘BPO’ business models

The externalisation of capacity via the Gig 

economy, traditional Business Process 

Outsourcers (BPO) and Shared Services 

businesses is of course an opportunity. However, 

these models, traditionally built on per seat/

head costs, are going to be challenged if clients 

embark on scale automation programmes. Many 

BPO providers are not providing these services 

nor are they incentivised to do so. Business 

models are going to have to change if they are 

to thrive in this new world. We are going to see 

specialists in processes e.g. Hydrogen with Staff 

Onboarding, offering streamlined automated and 

semi-automated services, often called Business 

Process As a Service (BPaaS).

“If you’re competitor-
focused, you have to  
wait until there is 
a competitor doing 
something. Being 
customer-focused  
allows you to be  
more pioneering.”   

Jeff Bezos

Amazon

Key Takeaways

Create innovation streams and ensure you 
get Intelligent Automation expertise into 
these teams; build with both internal and 
external resources; disrupt yourself before 
someone does it to you!
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5. 
Re-imagining the workplace

Digital Workforces help deliver 
operational agility

Intelligent Automation enables rapid response 

to issues and opportunities, without hiring 

more people or diverting key resource, and 

without the need of heavyweight IT support; 

enabling highly productive, agile, low-cost 

operations. 

Its key attributes include:

• Speed of execution. Without need of 

coding, and by working with existing 

applications without need of systems 

integration, automations can be 

configured and deployed in just weeks. 

The seamless integration of cognitive 

services further speeds execution, and 

opens up the use cases, for quick ROI

• Operational agility. Robotic capacity 

is intelligently orchestrated to handle 

automated processes, against SLAs, 

24x7, balancing workload across 

all runtime resources, addressing 

peaks and troughs in demand with 

the flexibility to react to planned and 

unplanned business events. Bots 

operate in a borderless workplace that 

“We need an effective 
system for lifelong 

learning, offering 
opportunities to the 
low-skilled, who are 

the most at risk from 
automation.“ 

Angel Gurría

OECD Secretary-General

50% 
of activities that workers  
do could be automated with 
today’s technology

72% 
are worried by a future  
where robots can do  
many human jobs
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allows for flexible resourcing and  

can switch tasks to meet demand 

without need of additional human 

resource or training

Many firms focus their digital transformation 

on front-end applications, but struggle with 

their back-end legacy systems. Plugged 

into the Intelligent Automation underbelly, 

these front-end applications can be readily 

integrated into legacy systems to speed 

innovation and improve the customer 

experience.

Intelligent Automation overcomes the 

boundaries of silo organisation and existing 

systems – easily moving data from one 

application and then using it in another. 

Freed from such constraints, it makes 

Intelligent Automation the primary enabler 

of long-term organisational agility.

 
 

Example: A Wealth Management 
company considered how Intelligent 
Automation could enhance the 
experience for clients submitting 

Surrender Requests (“give me my money”). Asset 
Managers needed to carefully balance their 
compliance and security obligations against the 
needs of their customers. The Surrender Request 
process is a key moment of truth for both parties 
- for the customer receiving their funds - and for 
the company retaining the customer’s business by 
re-investing their funds into other products and 
services. The current experience wasn’t working 
on all fronts. A 15-minute call was driven by complex 
systems checks with long periods on hold as 
advisors manipulated systems and checked external 
databases. Intelligent Automation was deployed to 
automate this work in under two minutes, leaving 
the organisation and its advisor as much time as was 
necessary to talk the client through the process and 
the options. Client satisfaction went up significantly, 
as did retention of funds and efficiency. Advisors 
were much happier too as they could focus on the 
jobs they wanted to. 

Humans and robots

The first automations release hours of FTE; 

deckchairs are moved, and people switch 

roles, handle exceptions, meet other demands 

or get more time for value-adding tasks. But 

Intelligent Automation is profound. 

The fundamental nature of work is changing:

• Human specialists will drive customer 

orientation through creativity and 

empathy. Operations will restructure 

around highly productive digital workers. 

The integrated human-bot workforce will 

enable improved customer journeys.

• The principles of scientific management 

don’t apply to digital workforces. Working 

practices will change. Bots don’t need 

shifts, work 24/7/365, are multi-

skilled and don’t need to be organised 

in hierarchies or silos. Intelligent 

Automation creates new specialist jobs. 

But more human inventiveness will 

create new products and services, which 

increases productivity and leads to  

new work.

Workforce of the future 23



Building a scale digital workforce

The key is to start small but think big. By  

that we mean that organisations should  

start with the ambition and strategy to build  

a multi-purpose enterprise asset. But progress 

can be made rapidly with quick wins that 

build competence and confidence. A digital 

workforce needs to be operations-led and 

IT-enabled. 

A Robotics Operations Centre will contain an 

automation Centre of Excellence (CoE). 

The main components are: 

• A CoE which provides the means to fulfil 

the mandate for Intelligent Automation 

that is set by leadership. It is a new 

support and operations function, where 

the headcount and budget lies, and 

where specialist competencies  

(skills and methods) are built. 

• The Head is both the thought-

leader and execution agent for the 

Intelligent Automation agenda. The 

Head helps define them into action, 

and is responsible to the business for 

overseeing both the implementation 

and operations of the digital workforce 

in order to realise the full potential 

of Intelligent Automation. Other key 

appointments in the CoE include the 

Solutions Architect, Technical Architect 

and Senior IA Analysts.

• The implementation area, designs, 

automates and deploys automations 

through agile sprints. The automations 

may be grouped into projects to deploy 

automations for different areas of  

the business. 

• The control room - The operations team, 

which schedules the automations in-

production, handles exceptions, reviews 

the logs and improves the processes. 

To achieve optimal operational agility, 

this should be consolidated to optimise 

performance across all runtime digital 

worker resources; balancing workload 

and addressing peaks and troughs  

in demand.

• RPA is enabled by IT who host (or enable 

a hosted solution) a resilient, secured, 

virtualised IT infrastructure. Hosting, 

governance, security, support, scalability 

and assurance are governed by IT, 

which requires very close collaboration 

between the IT and RPA functions, 

facilitated by the CoE.
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Technical Infrastructure, IT Security & Governance

Intelligent Automation (IA)
Centre of Excellence

(Head of IA / Solution Architect / Technical Architect / IA Consultants)

Deploy Automations

Implementation Lead / IA Project Managers / IA Engineers 
(multi-rolled sprint managers, analysts & developers)

Operate the Digital Workforce

(Automation Manager / Process Controllers)

Demand 
Management

Process 
Reimagination

Change 
Management Value Management Service Delivery 

Management
IA Strategy & 
Architecture

Build Prove Evolve

Orchestrate 
Bots

Monitor 
Performance

Manage 
Exceptions

Improve 
ProcessesDefine Build Test DeployDesign

Executive Leadership and Governance

Orchestrating distributed work 
requires a resourcing platform

As we discussed earlier in this paper, work 

is fragmenting and also being resourced 

virtually with homeworkers, outsourcers, 

the Gig economy and other members of the 

extended enterprise (suppliers and even 

customers). A resourcing platform will be 

required to orchestrate both digital and human 

workers from internal and external resource 

pools, to manage SLA’s, work queues and 

adjustments based on planned and unplanned 

peaks in demand. Workforce management 

is going to be a key competence and needs 

to mature and increase in sophistication if 

optimal efficiency and seamless customer 

experience is to be delivered. Distributed work 

also requires a different management model. 

Non office-based workers require conscious 

communication and engagement strategies, 

Values, behaviours and policies need to  

reflect the purpose of the organisation and  

to guide decision making, so that the right 

ideas are progressed, and decisions made  

in a congruent way. 

 

Figure 6: Automation Centre of Excellence
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Flexible allocation of resources and leveraging external capacity.

StrategyResource Supply

Sophisticated Workforce
Management Function
With real-time pricing

matching workers to tasks

Internal Market Capacity

Workforce Platform
- matching resource
demand to supply

External Market Capacity

Business Demand for Human Capabilities

Source: Ross Dawson: Humans in the Future of Work
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Conceptualizing Peer learning

Synthesis Collaboration

Sense making Decision making

Framing decisions

Negotiating

Continual learning, change  
and an adaptive culture

People will need to adapt their skills to 

the changing needs of the workplace 

and to stay employable for jobs we 

may not even have heard of yet. 

Increasingly, these jobs will be about 

making digital solutions or will focus on 

human skills that bots don’t have, such 

as empathy, critical thinking, creativity 

and imagination. As simple tasks are 

automated, increasingly complex work 

will be left. This requires increased 

skills and value added. Potentially 

more satisfying work, but it requires 

education. Lifelong learning will be key.

 
 

Example: A major utility company wanted 
to drive innovation and develop a set of 
smart energy and smart homes products 
utilising the latest IoT and Intelligent 

Automation technology. They set up a separate unit 
to be the “speedboat outside the super-tanker”. This 
unit adopted new technologies and agile ways of 
working that were unencumbered by the structure 
of the rest of the organisation. Having successfully 
prototyped, tested, evolved and deployed the initial 
products, (several years later) the unit was subsumed 
back into the main organisation and embedded 
within the core products and operating units, 
evolving business as usual.

Key Takeaways

Organisations must consider the impact 
of Intelligent Automation, conceive their 
workforce of the future and plan the 
journey - rather than be disrupted,  
one sprint at a time.

Figure 7: Platform marketplace for distributed work
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6. 
Setting up for success

Building an agile operating 
model

When we think about an agile operating 

model for the future that orchestrates  

digital and human workers, there are seven 

key attributes which require attention  

if we are to set ourselves up for success. 

These are applied to the operating model 

canvas on the next page. 

“In today’s era of volatility, 
there is no other way but 

to re-invent. The only 
sustainable advantage 

you can have over others 
is agility, that’s it.” 

Frank D’Souza

Cognizant CEO

24%
of companies cite driving 
revenue growth as their top 
strategic objective when it 
comes to IA

30%
of companies claim that 
improving customer service is 
their top operational objective 
when it comes to IA
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1. Adaptive purpose-led strategy  
– focuses on quick response to market 
opportunities and challenges.

2. Customer-centric design – outside-in, 
optimising end to end experiences, joining 
up digital front ends with back end legacy 
to deliver seamless experiences.

3. Organisations configured as networks  
– a shift from command and control to fluid 
teams rapidly assembled and dissembled. 
The move to one office as front/mid/back 
office distinction is removed and workers 
work in resource pools.

4. Platform marketplaces for distributed 
work – orchestrating digital and human 
capacity within and outside the enterprise.

5. Automation and modularisation  
– the digital workforce as a strategic 
enterprise asset requiring a Robotics 
Operations Centre, enabled by IT and  
run by Operations.

6. Evolving technological architectures, 
systems and tools – taking advantage 
of the rapidly maturing and quickly 
evolving landscape and bringing these to 
transformation and innovation projects.

7. Human and machine decision-making model 
– humans and robots working together to 
speed up and improve decision making.

Figure 8: 7 attributes of an emerging agile operating model 

Operating Model

CUSTOMER VALUE PROPOSITIONS

BUSINESS CAPABILITIES

PERFORMANCE MANAGEMENT METRICS

Channels Alliance Partners Products & services Customers Intermediaries

Organisation
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Competencies / Workforce / Reward / Culture & behaviours   

3

4

Value Chains
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Information
Reports & analytics / Data 

5

6

Source: generic operating model canvas informed by PWC operating model framework
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Key Takeaways

Start considering the seven attributes and 
how you can align your operating model to 
a more agile and adaptive way of working.
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Key success factors

Each organisation’s automation journey and 

focus is unique. There are many reasons why 

organisations attack automation (see Fig 9 

below). It is key that the automation approach 

is aligned to the organisation’s strategy. The 

operational objectives inform the priority  

and order of automations.

In our extensive work on automation, we’ve 

found there are four critical areas where we 

spend a lot of time educating clients:

• Strategy and opportunity assessments 

– key to rapidly understand where 

the automation opportunity is and to 

have a method to take this across the 

organisation in a standardised way.

• The operating model for the digital 

workforce – setting this up right,  

building competence and capability 

(control room, measurement and 

monitoring).

• Getting the IT environment right  

– getting the IT infrastructure in 

place, ensuring it’s scalable, assuring 

governance and security permissions are 

structured alongside cloud policies etc.

• Assessing operational readiness and 

change plans – really understanding 

whether operating units are ready 

to operate in a new way and have 

understood and planned for the changes.

Three key principles drive the scaling: 

1. Extending scale and reach of automation 

by adopting Intelligent Automation 

2. Creating and operating the digital 

workforce as an enterprise  

strategic asset

3. Enhancing the Robotics Operating Model 

(ROM) using a tried and tested rapid 

delivery and operations method from  

a leading automation partner 

Figure 8: HFS: Integrated Automation Report

What are the key strategic objectives/goals for your 
company's Intelligent Automation (IA) strategy? 

What are the key operational objectives for your 
company's Intelligent Automation (IA) strategy? 
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Drive revenue growth
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Improve product/service speed to market

Attract/retain talent
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Improve data security
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30%
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Example: A life insurance company 
started a bumpy automation journey as 
it tried to grasp automation and make 
it work within its existing constructs. 

Enough progress was made to convince the 
organisation of its potential, but a reset programme 
was conducted to get it ready to scale. The key 
success factors were all recognised and utilised. 
The result is a programme that has already 
automated 350+ processes, released 250+ FTE 
of resource back to the business and will see 500 
digital workers deployed.  

Change management 

It is the job of leaders to protect and prepare 

their people for the fundamental changes 

that are coming their way. It will be critical 

to take everyone on the journey and support 

those who need re-skilling. Change will 

come in waves and will be challenging, so it’s 

really important to communicate the overall 

vision and journey as well as the critical 

steps relevant to individuals. Ultimately, 

people are interested in “what’s in it for me”, 

so communication needs to be relevant, 

human and real. 

Key Takeaways

Check your current automation programme 
to see whether you’re ready to scale.
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7. 
Conclusion: get on with  
it or get left behind

So, what are we doing?

Hydrogen and DigiBlu have partnered to:

1. Build Intelligent Automation within 

Hydrogen  

We’re working together to automate key 

parts of the Hydrogen business  

– across back office services such as 

Finance and HR through to front office 

sales and marketing, delivering more 

accurate and efficient services to our 

internal and external customers. As we 

build, we’ll offer these automations to 

our clients as “Business Process as  

a Service” (BPaaS) offerings in areas 

such as onboarding and vetting.

2. Offer digital workers  

An industry first, Hydrogen has  

re-invented its services to provide 

digital workers alongside their 

successful Human Resources business. 

Digital workers are pre-configured 

to deliver services at half the fully 

loaded operational cost of their human 

counterparts, with no up-front costs. 

This is true “Automation as a Service”. 

Intelligent Automation and digital workforces  

are going to profoundly change the nature  

of work in the future. This is the dawn of  

a new era, where humans and digital workers 

will work alongside each other to meet 

organisational goals quicker, better and 

cheaper. In the future, a hyper-networked, 

global workforce with humans from inside and 

outside the organisation will work seamlessly 

alongside digital workers. This requires  

a new, more agile operating model aligned 

around purpose. There is significant benefit 

but there will also be disruption. Extensive  

re-skilling will be required and leaders have  

a responsibility to protect their people and 

plan and manage these changes. Right now, 

it’s an opportunity that can be grasped.  

But in five years’ time, it’s going to be  

a hygiene factor.

“Even if you are on 
the right track, you’ll 
get run over if you 
just sit there.” 
 
Will Rogers

Workforce of the future32



3. Deploy Intelligent Automation Consultants 

Whether you are at the very start of  

your Intelligent Automation journey, or 

looking to drive efficiency and scale, 

Hydrogen and DigiBlu have a range of 

Consultants, Solution Architects, Analysts 

and Developers available to be deployed 

on client site or remotely from our  

offshore Robotics Operation Centre.

4. Provide training programmes 

For companies looking to build their own 

internal Intelligent Automation capabilities, 

our bespoke training programmes offer 

classroom and on-the-job upskilling  

to create accredited Analysts and 

Developers within your own business.

5. Deliver end-to-end enterprise-wide 

automation  

Operating in true partnership with you, 

we’ll deploy the right experts, tools and 

methodologies to create an enterprise 

digital workforce for your organisation  

from scratch.

Our offer

Wherever you are in your Intelligent  

Automation journey, we’d be delighted to  

deliver a complimentary workshop to your  

senior team to work through the opportunities 

for your organisation to take advantage of 

the fourth industrial revolution and build the 

workforce of the future today.

Please get in touch:

Jon Wilson 

Director, Business Transformation, Hydrogen Group 

jonwilson@hydrogengroup.com

David Williams 

COO, DigiBlu UK 

david.williams@digiblu.co.uk

The five things you must do: 

1. Dip your toe in 
the water 
Make a start in a business area 
where there is opportunity  
and start learning. 
 

2. Understand the 
scale digital worker 
opportunity 
Where can digital workers play  
best across the organisation? 
 

3. Understand the 
enablement gaps 
What capabilities need to 
be built to align that scale 
ambition with your strategy  
and purpose? 
 

4. Look for innovation 
Workshop where intelligent  
automation can transform 
services and your business 
model. 
 

5. Start planning 
the change 
Think about the various 
aspects of an agile operating 
business model, the change 
that is required and how you 
will go about re-shaping the 
organisation and re-skilling  
the people.
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8. 
Appendix

About DigiBlu

DigiBlu is an award-winning specialist 

services provider for Intelligent Automation. 

With practices in London, Johannesburg  

and Cape Town, and with a Robotics 

Operating Centre that provides managed 

services and Business Processes-as-

a-Service, across the globe. We are an 

international leader in implementing and 

operating multi-purpose enterprise-wide 

digital workforces with blue-chip clients.

www.digiblu.com

About Hydrogen Group

We build teams of people and digital workers 

and we exist to empower them to fulfil their 

potential and achieve great things.

With 22 years of experience, our success  

is built on the ability of our consultants to  

find and embed the best human and digital 

talent for our clients. We’ve helped clients  

in over 67 countries, empowering thousands 

of people in their careers and powering  

the world’s leading businesses.

www.hydrogengroup.com
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