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—— IN THIS ARTICLE
—— EXECUTIVE SUMMARY

or Look for work that crosses several

01 Base automation decisions on evidence about systems

where manual time goes, not on irritation.

o2 Estimate the baseline with conservative
()2  Calculate a conservative baseline (case volume arithmetic

x handling minutes + 60) and never present it as

guaranteed savings 03 Prioritize more than time savings

o4 Think of process improvement before

()3  Prioritize candidates by frequency and effort, technology selection

rule stability, feasibility, and consequences, then
test one low-risk pilot with defined success and o5 Evaluate the full cost of automation

rollback criteria.
o6 A practical 30-day investigation
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Most organizations know that manual work consumes time. Fewer know exactly where that time
goes, which delays it creates, and which controls are essential. Without that distinction, a business
may invest in automation based on irritation rather than evidence.

A practical business case starts by observing real work, measuring the current process, and
separating unavoidable human judgement from repeated clerical effort.

The most responsible solution is often the simplest one that reliably achieves the
intended outcome.

KEY INSIGHT

Look for work that crosses several systems

Manual work often hides inside small hand-offs: copying information between applications, matching
an invoice to a purchase order, reviewing a document for missing fields, re-entering staff
documentation into a reporting system, or assembling a weekly report from several exports. Each
individual step may take only a few minutes. Across many cases, the pattern becomes significant.

Create a short activity inventory. For each activity record who performs it, how frequently it occurs,
typical handling time, how often it must be redone, the data involved, and the consequence of an
error. Ask staff what exceptions are common and which steps feel disconnected from the outcome.

The goal is not to label people as inefficient. It is to locate systemic friction.

Estimate the baseline with conservative arichmetic

Imagine a purely illustrative process that occurs 120 times per month and takes 8 minutes of manual
handling per case. The baseline is 960 minutes, or 16 hours per month, before counting rework or
supervision. That is notthe same as 16 hours of available savings. Some review, exception
management, and oversight will remain after automation.

A simple starting calculation is:

—— CALCULATION

Monthly manual effort = case volume x average handling minutes + 60
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120 8 60 16 h

cases per month minutes of minutes per monthly
x manual handling - hour = baseline, before
per case rework or
supervision
Not the same as 16 hours of available savings
WORK THAT REMAINS NEW WORK TO
Some review, exception management, and SUBTRACT

oversight will remain after automation. Error review, quality monitoring, access

management, and maintenance.

RECLAIMED CAPACITY

Baseline - work that remains - new work, estimated as a range, not a single figure.

Figure 1 A baseline is not the same as available savings ~ ILLUSTRATIVE

Original CCO diagram based on this article; example is hypothetical.

Then record rework and exceptions separately. If an automated workflow could eliminate some
repeated entry, the estimate must subtract new work such as error review, quality monitoring, access
management, and maintenance. Use ranges where data is uncertain, and avoid presenting potential
time reductions as guaranteed returns. A more defensible estimate of reclaimed capacity is the
baseline, minus the work that will remain, minus the new work the automation introduces, expressed
as a range rather than a single figure.

Prioritize more than time savings

An automation candidate should be evaluated against four dimensions:
Frequency and effort. Is the process repeated often enough to justify design and maintenance?

Rule stability. Can inputs and decisions be described consistently, or does every case require
nuanced judgement?
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Feasibility. Are systems accessible through supported interfaces? Is the data reliable? Are
permissions or contracts restrictive?

Consequences. What harm could an incorrect outcome cause? A task involving payments, health
information, employment decisions, or personal records needs greater caution than sorting routine
internal notifications.

A high-volume process may still be a poor first automation if its data is inconsistent or its failure
consequences are serious. A lower-volume process with clear rules and visible ownership may be a
better pilot.

Think of process improvement before technology selection

Microsoft's process-mining guidance describes how event data can reveal bottlenecks and root

causes of inefficiency. That approach is useful, but it does not replace a process-owner interview or

a check of the actual operating policy. ™

Consider a team spending hours reconciling two files. The right solution might be a shared reference
identifier and a clear owner for data entry, not a sophisticated Al system. The most responsible
solution is often the simplest one that reliably achieves the intended outcome.

Evaluate the full cost of automation

A useful opportunity assessment includes discovery, development or licensing, integration, migration,
training, testing, monitoring, ongoing support, and eventual replacement. Compare that cost with
measurable improvements in turnaround time, rework, auditability, and stakeholder experience.

Even when an automation reduces workload, it does not automatically reduce staffing costs. Benefits
may appear as better service, fewer missed deadlines, and reclaimed capacity rather than headcount
changes.

A practical 30-day investigation

01 Week one: identify three recurring workflows and interview their owners.

02 Week two: observe representative cases and establish baseline measures.
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03 Week three: map alternatives: remove a step, standardize it, integrate systems, or automate.

04 Week four: choose one low-risk pilot and define success and rollback criteria.

—— CCO PERSPECTIVE

Operational intelligence begins by turning scattered observations into defensible
O O L O

decisions about where to improve. Automation follows the diagnosis.

Client Care Operations - Technology & Operational Insights

—— PRACTICAL NEXT STEP

CCO SERVICE FREE PLANNING TOOL - PDF - WORD - EXCEL
Operational Intelligence Consulting Automation Opportunity Matrix

Clearer operations, stronger accountability, better Identify, compare and prioritize processes without
decisions. mistaking a high score for permission to automate.
www.clientcareoperations.com/services/operational- www.clientcareoperations.com/resources#tools
consulting

Prefer to talk it through? Discuss where manual work is accumulating: www.clientcareoperations.com/contact

Sources and further reading

[11  Microsoft Learn, Overview of process mining in Power Automate
https://learn.microsoft.com/en-us/power-automate/process-mining-overview

FURTHER READING

NIST, A/ Risk Management Framework Playbook
https://www.nist.gov/itl/ai-risk-management-framework/nist-ai-rmf-playbook

Example figures are illustrative and do not represent measured CCO client results. References are ordinary outbound links; no
endorsement by, or partnership with, the referenced organizations is implied.
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