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What I would talk about ...

• Process Excellence  - Key Imperatives and Tenets 

• IBM PEX Framework

• The New Data Driven Paradigm for Discovery

• Success Stories



Transformation is a Key Imperative for C-Suite

Business Transformation 
programs are 
increasingly being 
sponsored by top CXOs 
in the organization, 
bringing a strategic 
mandate across the 
businesses.
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Source - PEX Report 2022
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https://www.processexcellencenetwork.com/content-auto-download/61436ad13120256be16ea685
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Top priorities for Transformation Programs

Source - PEX Report 2022

Improving KPIs 
through greater 
efficiency, optimized 
cost of operations, 
reduced risk and 
increased automation 
– remain the top 
priorities for process 
excellence programs, 
which will also result 
into greater customer 
satisfaction and hence 
increased business 
and revenue.
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Source - PEX Report 2022
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https://www.processexcellencenetwork.com/content-auto-download/61436ad13120256be16ea685
https://www.processexcellencenetwork.com/content-auto-download/61436ad13120256be16ea685


Six Tenets to Drive a Successful Transformation

The Transformation Agenda
Align with the theme. Identify the KPIs1 The Repeatable Journey

Define Process Excellence Roadmap2 The Value Framework
Plan for Operationalizing the PEX framework3

Optimization & Automation
Define “Zero Touch Automation” goal4 Operating Model & Governance

Establish Value Orchestration Office5 Sustained Value Orchestration
Continuous Improvement. Community 
Adoption
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The essential foundational elements of Process Excellence to help drive a transformation journey
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Process Excellence in the age of digital transformation

Discover

Reimagine

Automate

Observe

Data-driven Process Discovery

Process Modernization

Intelligent Automation at Scale

Process Observability and CI

Leverages Data Driven Process Discovery Process Mining and AI/Automation technologies to drive greater business efficiency and 
superior service experience

Get an x-ray view of the business processes. Understand process bottlenecks causing 
business inefficiencies leveraging data.

Eliminate inefficiencies and standardize. Reimagine the future-proof process. Align 
application modernization roadmap (e.g., S/4 Hana) with process transformation plan.

Apply exponential technologies for highest process efficiency and best experience with AI, 
Automation and Analytics

Operationalize business KPI monitoring - assess business process performance against 
benchmark. Ensure process compliance. Institutionalize continuous improvement

Enterprise Priorities
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Data Driven Discovery - New Paradigm to mine process meta data ...
An entire spectrum of tools and platforms are available to provide insight from source system logs, click streams, process documentation and bot logs. 
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Process 
Modeling 

Business 
Analytics

Process 
Improvement

Action 
Execution

Task
Modeling 

Task 
Automation

Document 
Modeling

Model 
Harmony

Classical Process 
Mining

Task 
Mining

Bot 
Mining

Document 
Mining

back-end “log” data front-end “clickstream” data document data bot logs

Strategic insights Operational Insights
Process 

Automation
Business 

Improvement

Order-
to-Cash

Customer 
Service

Customer
Journey

Hire-
to-Retire Procure-

to-Pay

Lead-
to-Close
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...that can provide Deep Insights to Drive Process Excellence

PROCESS 
STEP

PROCESS 
ORDER

THROUGHPUT 
TIME

AUTOMATION
RATE

PROCESS 
STEPS

A process step is 
occurring, missing,  
repeated (rework) or 
executed in the 
wrong order.

PROCESS 
VARIANCE

Discovery of lack of 
process 
standardization or 
unwanted process 
variety

THROUGHPUT / 
CYCLE TIMES

The throughput time 
between process 
steps or the overall 
process cycle time is 
too high or too low.

AUTOMATION 
POTENTIAL

The automation 
rate for a process 
(step) is 
comparatively low, 
resulting in 
automation potential

USE CASE 
SPECIFIC KPIs

Specific metrics can 
be custom-built, e.g. 
a system 
customization 
analysis. 
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G
O
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PROCESS 
COMPLIANCE

Discovery of process 
errors and flawed 
process executions
that do not mirror best 
practices and 
guidelines.

PROCESS 
COMPLIANCE

PROCESS 
STEPS

A process step is 
occurring, missing,  
repeated (rework) or 
executed in the 
wrong order.

PROCESS 
VARIANCE

Discovery of lack of 
process 
standardization or 
unwanted process 
variety

THROUGHPUT / 
CYCLE TIMES

The throughput time 
between process 
steps or the overall 
process cycle time is 
too high or too low.

AUTOMATION 
POTENTIAL

The automation 
rate for a process 
(step) is 
comparatively low, 
resulting in 
automation potential

USE CASE 
SPECIFIC KPIs

Specific metrics can 
be custom-built, e.g. 
a system 
customization 
analysis. 

CA
TE

G
O
RI

ES

PROCESS 
COMPLIANCE

Discovery of process 
errors and flawed 
process executions
that do not mirror best 
practices and 
guidelines.

PROCESS 
VARIANCE
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Customize Analytics Instruments 

Process Explorer Cycle time Touchless Rate Transaction /FTE Benchmarking

Insights that can help Identify automation opportunities within the process, uncover inefficiencies in manual work patterns outside the transactional 
systems, optimize the human & bot workforce
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Extreme Automation enables Process Excellence

IBM Consulting / © 2022 IBM Corporation

Highly automated straight-through “touchless” 
processing with minimal, if any, human involvement.

2. Talent

1. Process

3. Technology

4. Data

…underpinned by broad 
sets of AI-infused 
automation technologies…

Digitally transformed tasks 
and processes…

…performed by a 
hybrid workforce of 
humans & bots…

…that continuously improve, 
harnessing the data generated 
and collected over time

Efficiency
Productivity

Revenue Growth
Customer Experience

Resilience
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Full stack data-driven insights and actions 

A full stack data-driven insights and actions drive pervasive use of automation and AI to enable a hybrid workforce of human and bots to enable 
the journey.

Shift from... 

“People running 
processes 
supported by 
Technology” 

To... 

“Technology 
running processes 
supported by 
People”
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Digital CoE

Value Baseline Value Measurement Value Realization

Design 
Thinking

Automation 
Quotient

Component 
Business 

Model

Process 
Mining

Task
Mining Intelligent 

Workflow

IBM 
Automation 

Platform

Digital 
Workers

Lean, 
Six Sigma

Command 
Center

Digital 
Operations

Digital 
Change 
Mgmt.

Identifying
automation priorities 
at Enterprise level

Process evaluation for 
prioritized business 
areas for generating 
qualified pipeline

Collaboratively design 
the “to be” process. 
Recommend process 
improvements

Apply exponential 
technologies and 
process improvements

Operationalize Business KPI 
monitoring, Institutionalize
PEX practices

Identify current KPI 
performance, goals and 
industry benchmark

Measure KPI performance 
of improved process 
operations

Observe process 
performance for 
Continuous Improvement

Digital 
CoE

Maturity 
Assessment

Identify Qualify CoDesign Automate Observe & 
Operate

Organization Maturity 
Assessment CoE Design and Setup Manage and sustain 

CoE

Sustained Value Orchestration
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Operationalize the 
CoE

Value Orchestration
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Up to 60% of child welfare case 
workers leave in the first year. 
Children who have a single 
case worker have up to a 70%
chance of adoption or 
reunification. Children who 
have more than one case 
worker only have between a 
1-17% chance of getting out of 
the system L

Case 
Intake

Case 
Research

Case Planning

Policy Check

Intake + Case Management

Overall “Touchless” Processing
0% 100%

30%
Citizen & EX CSAT

KPI Achievement
0% 100%

40%

Reduce the amount of manual data 
entry a caseworker is required to 
perform, such as entry of written 
case notes into agency systems, 
policy and form look-up, and manual 
processing applications, such as 
relative placement or foster home 
applications.

Focus on manual 
task reduction

Overall “Touchless” Processing
0% 100%

60%
CX / EX CSAT

KPI Achievement

60%

With case intake automate, we then 
focus on reducing the amount of time 
– from weeks down to days – to 
process a relative or foster home 
placement and increased compliance 
with required documentation tasks 
and policy provisions.

Overall “Touchless” Processing
0% 100%

85%
CX / EX CSAT

KPI Achievement

85%

Outcomes include:
– CCWIS Final Rule Compliance
– Significant decrease in case 

worker attrition saving up to 
$70,000 per worker annually

– Optimized employee experience to 
attract a new workforce

– Increased permanent home 
placements for children

0% 100% $0 100%

Procedure 
Validation

Background 
Verification

Gov Sys 
Data Entry
Ecosystem 

Mgmt.

Transform Process

No Change

Some Automation

90%+ “Touchless” Straight-
Through Processing

Digital Workers Operate The Process

Reduce case 
processing time to 
days, not weeks

Transformed case 
worker experience 
and child outcomes

Government
Child Welfare Case 
Worker Intake & 
Case Management

Case 
Intake

Case 
Research

Case 
Planning

Policy 
Check

Intake + Case Management

Procedure 
Validation

Background 
Verification

Gov Sys 
Data Entry

Ecosystem 
Mgmt.

Case 
Intake

Case 
Research

Case 
Planning

Policy 
Check

Intake + Case Management

Procedure 
Validation

Background 
Verification

Gov Sys 
Data Entry

Ecosystem 
Mgmt.
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Challenge
Inefficient complex process with unoptimized implementations impacted 
business KPIs with a very limited automation in place for PO fulfilment 
process. PO fulfillment process was a centralized deployment that 
catered to 85 countries delivered across 4 delivery centers covering 18 
languages. 

Source system: SAP & Coupa

Solution
12-weeks discovery engagement to define the No-Touch automation 
solution that leveraged Design Thinking Led Process Discovery enabled 
by Process Mining and Task Mining. Build a 360-degree digital twin of the 
process with associated analysis instruments were built to analyze 70 
sub-processes.

The engagement finally resulted high level Solution Architecture and the 
roadmap towards zero touch automation.

Multinational Consumer Goods 
Company
Zero Touch PO Fulfilment  

40%
Overall Potential 
Savings

40% 
Reduction in TAT 
for PR approvals

90% 
Up to Automation 
potential

13IBM Consulting / © 2022 IBM Corporation

20% 
Reduction in Post 
Facto PRs

400k+
PRs analyzed via 

Process Mining 

85
Countries of PR 
data analyzed

33
Sub processes 

Qualified

70
Sub processes 

Assessed

8
Key Business KPIs 

Measured

14+
User desktop data 

analyzed in Task Mining 

Estimated KPI impact: 

~200k
Hours/year of as-
is effort Assessed
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Key Processes 

Assessed 

2X
Times Improved 

Lead Time

53%
Improvement in 

Conformance

30%
Reduction in  

Rework

20%
Reduction in  

Process Violation

Challenge
Lack of process visibility and transparency standardization in their 
legacy application and had limited to no access to backend systems 
coupled with minimal documentation for their Enterprise Asset 
Management function.

Solution
Process Mining of Enterprise Asset Management function across 9 
process areas and 5 systems including SAP, with broad scope of 
Process Discovery, Process Improvement and Process Automation. 
Process Mining Squad supported the transformation journey with 
flexibly being involved in deeper engagement with refineries and 
better insight on local business needs. 

The squad also leveraged to provide data driven insights for the 
design of new processes, roll-out new systems and measure 
performance and adoption. Closely aligned with SAP transformation 
and Change management teams to incorporate Process insights 
ensuring overall transformation success. 

European Oil and Gas company
Accelerate SAP S/4 Transformation Leveraging 
Data Driven Discovery
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How to get started....
In 8 weeks, a PEX Squad can extract data from source systems and build the “Digital Twin” of the process to provide process transparency and insights 
and identify potential opportunities for kicking off the Process Excellence journey. 
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Initiative & Connect Assess & Validate RecommendationRoot Cause Analysis

Process transparency 
& Insights

Identify potentials 
opportunities for 
improvement

Prioritize & develop a 
roadmap

Sprint 1
Week 1-2

Sprint  2 
Week 2-3

Sprint 3 
Week 4-5

Sprint  4 
Week 6-8

Goals

• Value Hypothesis & Scope Validated
• Data Extracted, Transformed & Loaded
• First Look Analysis
• Data Ready

• 2nd Look Analysis
• Insight Ready
• Preliminary Recommendations
• Conformance & Variance Analysis 

Ready 

• Trace root causes, impact & value
• Plan actions to bridge execution gaps

• Opportunity Identification Value 
Calculation

• Opportunity Identification Value Plan

PEX Squad

Data Engineer
&

Mgmt. Stakeholder, IT & Business SMEsImplementation 
Professional

Business Value 
Architect

Business & IT Team

1 2 3
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