
Orchestrating 
processes to make 
sweet business music 
When people and machines work in harmony, 
every stakeholder wins 
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Abstract
In every industry, companies are investing in digital 
tools to speed up processes and improve the customer 
experience. Yet research has found that only a third of 
these firms see positive results from their efforts.

The problem lies not in the technologies themselves, 
but in the fact that the organizations are applying digital 
in fragmented front, middle, and back offices. That 
doesn’t work. The key to success — the right approach 
— is orchestration in the form of a single, end-to-end, 
Lean DigitalSM office. But just as any orchestra needs 
a conductor to create sweet music, you need a digital 
business platform that brings new digital tools and 
people together.

This white paper covers the fundamentals of creating a 
successful Lean Digital office — one with a customer-first 
outlook, AI to harness unstructured data, and dynamic 
workflows to coordinate people and machines.
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Getting into the swing 
of things
In every industry, companies are investing in 
new technologies to digitize their processes for 
faster and more customer-friendly experiences. 
But research from Genpact and Harvard Business 
Review analytic services find that only about a 
third of them are seeing positive results. 

In a sense, functional groups within enterprises 
are like groups of musicians who work together 
to produce a symphony. They need orchestration 
— and lacking a conductor, they can’t make digital 
work no matter how many robots they put in. 
When digital tools and people don’t coalesce, firms 
struggle to launch new solutions and projects at 
scale. Worse, revenue leaks, costs rise, compliance 
becomes an issue, and — worst of all — the customer 
experience suffers.

All too often, companies put digital to 
work in fragmented processes with lots of 
moving parts. As a result, the front, middle, 
and back offices don’t play well together. 
Consider these examples:

In insurance, underwriting calls for 
documentation and data capture, 
eligibility checks, risk pricing, policy 
determination, and risk auditing.

In banking, collections require moving 
accounts into delinquency, customer 
outreach, payment education, sending 
proactive reminders, resolution experts, 
and the actual collecting.

In healthcare, payers must manage claims 
submissions and setup, adjudication, and 
adjustments to determine pre-benefit 
edits, pricing and benefits, payment 
obligations, exception management, and 
payment integrity and review.

What’s the problem?

to make sweet business music 
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Noise — not harmony
Many smart organizations have started using the latest technologies in the front office. They’ve deployed mobile, which 
today’s users love, or they’ve introduced chatbots to quickly interact and process customer requests. But customers still 
run into roadblocks because staff get disparate data coming in from all sides. As a result, the middle office doesn’t know 
what’s going on because it lacks visibility and control. With data coming at it from all directions, it’s hard to make even 
basic robotic process automation (RPA) work.

As for the back office, many enterprises still have old legacy systems in place that are too rigid and don’t play nicely with 
new digital tools. Uncoordinated lines of business and fragmented processes lead to patchy robotics. On top of this, 
workflows are only partially automated. All this makes it hard to act on relevant data, which means decision makers still 
repeat mistakes as they manually review material, and there’s no improvement.

Figure 1: A fragmented, slow and manual workflow. 
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Find the beat with Lean DigitalSM

To make digital work, you have to stop applying it in fragmented front, middle, and back offices. The key to success — the 
right approach — is a single, end-to-end Lean DigitalSM office. Here are the key parts you need for that to happen.
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Put the user first
It begins with human-centered design — that is, a user experience 
that makes it easy and desirable for people to interact with 
systems and processes. Steve Jobs once said, “You’ve got to 
start with the customer experience and work back toward the 
technology — not the other way around.” He was right. If you only 
solve for functionality and not desirability, digital won’t work. 
Users and customers must feel comfortable with the new tools 
and environment.

That begs a question: How can companies make sure that 
what they have in place appeals to people? That’s where agile 
engineering comes in. With the right design, you’ll know within 
two weeks or so how the new system is working and how people 
are using it. That way, if the design needs adjustment, you can 
quickly pivot. This ensures continuous improvement to processes 
and promotes innovation.

AI* turns unstructured 
data into processable 

information

…broadening robotics 
and other automation 

scope

Global delivery

Intelligent 
routing

Complement 
systems of records

Escalation

Agile 
process 
changes

*e.g., NLP, computer vision, machine learning

Agile engineering

Human-centered 
design

…enhancing insight 
and control at scale

dynamic work�ow
orchestrates people, data 
and machines in reimag-

ined, predictable, controlla-
ble end-to end processes

machine learning 
leverages more 

process/impact data, 
perpetuates transformation

www.genpact.comto make sweet business music 
Orchestrating processes

Steve Jobs once said, 
“You’ve got to start 
with the customer 
experience and work 
back toward the 
technology—not the 
other way around.” 
He was right.

Figure 2: A new workflow: an effective and efficient customer experience



7

NLP processes natural 
human speech as well 
as written language 
by analyzing existing 
data and patterns to 
understand what to look 
for in a document and 
how to interpret that 
information.

The computational 
linguistics tool extracts 
information based 
on the context of 
surrounding words.

Machine learning allows 
a system to acquire 
more data and “learn” 
how it’s applied so it 
can more easily find the 
right data, building on 
previously collected 
information.

www.genpact.com

Orchestrating humans and machines
A common concern about automation and digital initiatives is that introducing them 
will diminish the role of workers — and that’s why some staff hesitate to get on board 
with the change. But the fact is, digital tools can’t take over everything. For instance, 
RPA might help with repetitive tasks, but if something out of the ordinary pops up, 
a person with expert knowledge still needs to step in to determine the best way 
forward. For digital to work, you can’t completely rely on technology, just as you can’t 
completely rely on people now. People and machines need to work side by side.

How can you accomplish this? With dynamic workflows, which are fundamental to 
digital success. An intelligent business process management suite (iBPMS) can create 
these dynamic workflows to orchestrate processes among people and machines. They 
serve as the backbone of digital business platforms, routing tasks intelligently based 
on each situation. By design and with established rules, certain items are dealt with 
via automation, while others are routed to staff. And when necessary, the system can 
escalate high-priority matters to the right person.

The term dynamic is key here — it’s one of the chief benefits of an iBPMS. Your 
company must be agile enough to rapidly change processes, especially in today’s 
constantly evolving markets. In fact, inflexibility is why ERP systems today are a 
dying breed.

Dynamic workflows are critical to digital success because they make everything work 
in concert, breaking the divide between the front, middle, and back offices. Work 
moves faster and customers are much happier. Add machine learning to the mix and 
the whole end-to-end office gradually discovers how to improve processes and make 
the best use of data. That leads to real, impactful transformations over time.

Use AI to create value from unstructured data
Most businesses know how to work with structured data — hard numbers and 
other information stored in databases and spreadsheets that can be easily 
sliced and diced. But unstructured data is another story. It takes the form of text 
embedded in various places, such as web pages, PDFs, emails, social media, and 
so on. Language and context can be different from document to document, so it’s 
difficult to process each with traditional algorithms. As a result, many companies 
haven’t been able to take advantage of the information.

But with the latest AI tools such as natural language processing (NLP), 
computational linguistics, and machine learning, machines can process and pull 
relevant information out of unstructured data.

Structuring unstructured data reveals valuable information that can support better 
decision making and customer interactions. This information can even help you 
decide which robotics and automation to add. For instance, RPA can automate 
repetitive tasks that only employees could do in the past, such as inputting data 
into an enterprise resource planning (ERP) system or sending confirmation emails 
to customers. This not only frees up staff time, it also gives you better control and 
insight over operations at scale.
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South West Water
U.K.-based South West Water is a 
1,400-employee company that provides 
reliable, high-quality drinking water as 
well as waste water services throughout 
Cornwall and Devon and in areas of 
Dorset and Somerset. The company 
strives to bring the region’s drinking 
water, sewage systems, and bathing 
waters into line with the stringent U.K. 
and European Union standards.

South West Water uses Microsoft 
Dynamics CRM extensively to handle 
its customer contacts and cases. While 
the CRM provides powerful tools for 
managing customer relationships, it 
did leave South West Water with a gap 
when it came to work allocation and 
queue control. This made it difficult for 
South West Water to manage a daily 
load of 1,000 or more work items, each 
requiring different kinds of work.

That’s changed since the company 
integrated an iBPMS with its CRM. Now, 
the system automatically allocates 
work to staff based on availability and 
workload. This frees up South West 
Water’s supervisors to manage the team. 
Otherwise, they would have to manually 
calculate how to assign the work.

South West Water has also used the 
iBPMS to build a portal where retailers 
can submit work requests — for instance, 
to request the installation of a new 
meter. Moreover, it has introduced a 

set of web forms for customers where 
they can validate information. This 
guarantees that requests are accurate 
and less error-prone, reducing the 
need for corrections. An automated 
business process receives and pushes 
through requests, which allows South 
West Water to monitor and measure its 
performance at each step.

Overall, South West Water has improved 
work allocation, reduced administration 
costs, and greatly bolstered its customer 
service.
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Who’s making sweet music with digital?

AutoNation
With 350 franchises across 16 states, 
AutoNation, America’s premier car 
retailer, ranked 129 on the 2017 Fortune 
500 list. Its 26,000 associates sell 35 
different vehicle brands nationwide.

Given its operational complexities, the 
company needed real-time analytics 
and dashboards, so it could monitor 
the performance of business users’ 
processes and adapt actions accordingly. 
It wanted to go digital, replace its 
manual processes, move quicker, make 
business users more accountable, and 
establish a structure that employees 
across all dealerships could easily use.

Previously, AutoNation’s customers 
would hit roadblocks when they went 
to stores to change or cancel certain 
orders. The process took weeks, often 
involved multiple third-party systems, 

www.genpact.comto make sweet business music 
Orchestrating processes

and was way too complicated. After 
introducing dynamic workflows with 
an iBPMS, however, AutoNation is 
orchestrating all its systems, and 
business users can see everything on 
one screen. The new system eliminates 
many manual tasks and brought 
customer wait time down from weeks 
to just under three days, transforming 
the way the company works.

Now, AutoNation is using dynamic 
workflows to distribute critical 
documents, so leaders can review and 

respond to situations quickly. The 
workflows also manage office functions 
and even help employee onboarding 
with an IT security process called Sign 
Me Up.

By going digital and adding dynamic 
workflows, AutoNation now has 
fewer errors and greater control and 
visibility over process performance. 
The company is saving more than 
$500,000 in annual labor costs, 
customers are happier, and process 
cycle time is far shorter.
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Telecommunications 
retailer orchestrates 
RPA
A leading telecommunications retailer 
and service provider needed to track 
product promotions to claim back 
discount values from manufacturers. It 
previously managed the information in 
a legacy mainframe system.

After it made the leap to digital, the 
company implemented RPA to extract 
data from its legacy system. An iBPMS 
coordinates all the bots, serving as the 
conductor and the command-and-

control center of the RPA engines.

RPA orchestrated through the 

dynamic workflows give the 

telecommunications retailer:

 ● Full control over promotions

 ● An audit trail, enabling forecasting

 ● A consistent way of recovering 
funds

 ● A future-proof platform for 
additional processes
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Apple Leisure Group
Apple Leisure Group (ALG) is the 
top seller in the U.S. of all-inclusive 
vacation packages. It’s also the 
number-one seller worldwide 
of leisure travel to Mexico, the 
Dominican Republic, and Jamaica.

ALG’s three distribution businesses — 
Apple Vacations, Travel Impressions, 
and CheapCaribbean.com — sell 
similar vacation packages to 
travelers. Yet, because they operate 
independently, each had evolved 
its own systems, which together 
consisted of more than 80 different 
processes developed over several 
decades. To streamline operations, 
ALG wanted to move everyone onto 
one platform and standardize and 
consolidate their processes.

In a pilot project, ALG used an iBPMS 
to automate its product-loading 
function. The process involves 
extracting product and promotional 
information from hotel and airline 
emails and loading them onto each 
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brand’s website for customers and 
travel agents.

Before the pilot, each company’s 
loading team would manually send 
incoming emails. Since they operated 
separately, no one was consistently 
tracking the data across the three 
brands. They couldn’t see how big the 
backlog was or what was coming in.

Now, dynamic workflows allow ALG 
to efficiently pull product data out of 
emails — including attachments and 
backup information — and route them 
from the loading stage to customer-
facing websites. With all brands using 
a consistent process, ALG can better 
track productivity and has even cut 
its backlog of tasks by 80%. Because 
of these two improvements, ALG has 

increased its speed to market by up to 
40%.

Completed in only 30 days, the pilot 
project led ALG to fully implement the 
iBPMS to help with price matching. 
Previously, staff had to manually 
review cases against 70 different 
policies. The new price-matching 
workflow lets users automatically 
pinpoint the right policy for each case. 
With price parity, ALG has slashed the 
number of price matching instances 
by approximately 20%–30%, leading 
to significant savings.

ALG is also using dynamic workflows 
to build a customer care ticketing tool 
so teams can better manage incidents 
and outstanding tickets for improved 
service.

www.genpact.comto make sweet business music 
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The Coda
To achieve digital success, you need an end-to-end, Lean Digital 
office that focuses on human-centered design up front to get 
customers and staff aligned. You must also start using AI and 
robotics to tap into previously unavailable data for greater insight 
and control over operations. What’s more, something has to 
orchestrate all the activity taking place among people and machines 
in order for everything to flow in harmony. That calls for dynamic 
workflows.

By introducing all these components, and mixing in your industry 
expertise — your domain knowledge — you can really add 
movement to the music of your enterprise and generate meaningful 
impact through digital transformation.

Digital tools can’t take 
over everything. People 
and machines need to 
work side by side.
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Business Leader, Digital Solutions

Gianni Giacomelli is senior vice president and 
business leader for Genpact’s rapidly-growing Digital 
Solutions business. In this capacity, he is driving the 
growth strategy and go-to-market operations for all 
of Genpact’s digital-led solutions portfolio. He also 
oversees the company’s design thinking services 
to help drive innovation with clients. In addition to 
being responsible for many of Genpact’s portfolio 
extensions leveraging technology and analytics, 
he chaired and launched Genpact’s Research 
Institute and was one of the main architects of 
the revolutionary Lean DigitalSM approach, which 
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operations. He is widely published in the press and is 
a frequent speaker at trade conferences. Gianni has 
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with MIT researchers and is an active blogger on 
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the company with Genpact’s global reach, domain 
knowledge, delivery capabilities, and advanced digital 
technology expertise. Today, PNMsoft’s technology, 
SeQuence, is the backbone and orchestration layer 
of Genpact Cora – an AI-powered digital business 
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years of experience in the software industry. Gal 
earned his engineering degree from The Technion – 
Israel Institute of Technology. He has three daughters 
and enjoys sports and woodworking.
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ABOUT GENPACT

Genpact (NYSE: G) is a global professional services firm that makes business transformation real. We drive digital-led innovation and digitally-enabled 
intelligent operations for our clients, guided by our experience running thousands of processes for hundreds of Global Fortune 500 companies. We think 
with design, dream in digital, and solve problems with data and analytics. We obsess over operations and focus on the details – all 78,000+ of us. From New 
York to New Delhi and more than 20 countries in between, Genpact has the end-to-end expertise to connect every dot, reimagine every process, and reinvent 
companies’ ways of working. We know that rethinking each step from start to finish will create better business outcomes. Whatever it is, we’ll be there with 
you – putting data and digital to work to create bold, lasting results – because transformation happens here, at Genpact.com.

For additional information contact, Cora@genpact.com and visit  

www.genpact.com/what-we-do/digital

Follow Genpact on LinkedIn, Twitter, YouTube, and Facebook.
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