
RPA Director Strategy 
Deck - Final

Scenarios, Best Practices, and 
Enterprise Automation Strategy –

Questions & Answers
Final Deck

Anup Upadhyay | www.anupupadhyay.com

www.anupupadhyay.com



1. Scenario: You are responsible for P&L 
for the Intelligent Automation practice. 
How would you manage it effectively?

Answer:

• To manage P&L, I treat the automation function like a business unit.

• Understand Revenue & Cost Breakdown: I start by reviewing all 
income sources (e.g., project billings, support services, license 
margins) and expenses (headcount, tools, cloud, training).

• Forecasting: I forecast revenue quarterly based on signed deals, 
pipeline health, and renewal potential. I monitor cost trends and 
adjust budgets if needed.

• Optimize Resources: I ensure optimal team utilization and avoid 
bench time. Idle resources increase costs and reduce margins.

• Control Spend: I negotiate tool licenses and cloud usage based on 
usage, and avoid unnecessary expenses.

• Improve Profit Margins: I move low-margin services (like basic bot 
support) to lower-cost delivery centers and shift focus to high-value 
areas like GenAI or CoE strategy consulting.

• Example: In my last role, we reduced cloud infra cost by 20% and 
increased team utilization by 18%, which led to 12% YoY profit 
growth.
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2. Scenario: How do you plan and 
track revenue growth from 

automation projects?

Answer:

• I use a structured revenue roadmap:

• Sales Pipeline Alignment: I work closely with the sales/pre-
sales teams to ensure the automation pipeline is strong. I 
track RFPs, PoCs, and expansion discussions.

• Account Mining: I identify upsell/cross-sell opportunities 
within existing clients—e.g., expanding from Finance to HR 
processes or adding AI-driven automation.

• Quarterly Targets: I set quarterly revenue goals per client and 
team. I review them monthly and adjust based on delivery 
and client behavior.

• Innovation Revenue: I track revenue from new offerings like 
Generative AI, LLM agents, or Automation-as-a-Service 
separately.

• Example: At my previous organization, I added 3 new AI use 
cases to existing clients, generating an extra $1M in Q4 alone.
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3. Scenario: A 
strategic 

automation 
project is 

delayed. How 
would you bring 
it back on track?

A
n

u
p

 U
p

ad
h

yay | w
w

w
.an

u
p

u
p

ad
h

yay.co
m

Answer:

• Root Cause Analysis: I first talk to the 
delivery team and client to identify what’s 
causing the delay—lack of clarity, 
dependency, lack of sign-off, etc.

Action Plan:

• Reassign high-priority resources.

• Simplify scope if needed (MVP first).

• Escalate dependencies (e.g., credentials, 
data access).

• Daily Stand-Ups: Introduce short syncs to 
track quick wins and unblock teams.

• Client Communication: Keep the client in 
loop with revised plan, new timelines, and 
confidence- building measures.

• Example: For a delayed bot deployment at 
a bank due to UAT access, I coordinated 
with the client’s infra team directly and got 
expedited access, recovering 1.5 weeks of 
delay.



4. Scenario: What 
project 

management 
templates or tools 

do you use to 
monitor 

automation 
delivery?
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Answer:

• I use a combination of tools and templates 
for visibility and governance:

• Project Plan Template: Includes phase-wise 
timeline, responsible owners, status, risks, 
and mitigation.

• RAID Log: Tracks Risks, Assumptions, 
Issues, and Dependencies weekly.

• Utilization Tracker: Shows how many hours 
team members spend on design, 
development, testing, or support.

• Business Case Template: Used during 
opportunity assessment. Includes FTE 
savings, AHT reduction, accuracy gains, 
payback period.

Tools:

• Jira/Confluence for Agile tracking.

• Smartsheet or MS Project for Gantt charts.

• Power BI for real-time dashboard.

• Example: I built a project tracker in Power 
BI that gave daily updates on automation 
stages across 4 regions—cut reporting 
time by 90%.



5. Scenario: 
What KPIs or 

metrics do you 
track as an RPA 

Director?
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Answer:

I focus on a mix of 
delivery, business, 

and adoption 
metrics:
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% OF ON-TIME BOT 
DEPLOYMENTS.

AVERAGE DEVELOPMENT 
CYCLE TIME.

DEFECT LEAKAGE FROM 
UAT TO PROD.
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FTE SAVINGS. HOURS AUTOMATED 
PER MONTH.

COST REDUCTION VS. 
INVESTMENT (ROI).

ACCURACY 
IMPROVEMENT.
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Number of processes 
submitted via citizen-led 

programs.

% of bots used daily (vs. 
dormant).

Stakeholder NPS or 
satisfaction score.

Example: I introduced a 
monthly "Bot ROI" 

dashboard showing ROI 
per use case, leading to 

better

funding approval from 
finance heads.



6. Scenario: How 
do you build 
automation 
pipeline for 

consistent 
revenue and 

delivery?

A
n

u
p

 U
p

ad
h

yay | w
w

w
.an

u
p

u
p

ad
h

yay.co
m

Answer:

• Automation Discovery Workshops: With 
business SMEs to identify manual-heavy, 
rule-based tasks.

• Use of Process/Task Mining: Tools like 
UiPath Process Mining or Celonis help 
identify automation opportunities from 
logs.

• Automation Funnel Management: I 
categorize all ideas into 3 stages:

– Ideas logged

– Qualified for dev

– Approved for execution

• CoE Campaigns: Run automation 
awareness sessions across departments—
drives more pipeline.

• Governance Council: Monthly steering to 
prioritize high-value use cases.

• Example: These methods helped grow the 
pipeline by 40% in 2 quarters at my 
previous company.



7. Scenario: The bots developed are not delivering 
expected ROI. What would you do?
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Answer:

ROI Audit: Review the 
original business case. Was 

the FTE saving realistic? 
Was bot usage as 

expected?

Process Change Post-Go-
Live: Sometimes the 

business process changes, 
but the bot isn’t updated. I 

check for such drifts.

Bot Usage Analysis: I 
analyze bot logs—if the bot 

is triggered only once a 
week instead of daily, the 

ROI drops.

Retraining/Change 
Management: Train users 

again, remind teams to 
schedule or trigger bots.

Example: In one case, an 
invoice bot wasn’t 

delivering because invoices 
were coming in new 

formats.

We retrained the ML 
model, which restored 85% 

accuracy and improved 
ROI.



8. Scenario: 
How do you 

scale 
automation 

across multiple 
business units?
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Answer:

• Standard Operating Model: I define 
repeatable templates for intake, 
design, and deployment.

• Common Governance Board: A 
cross-BU forum to prioritize, share 
learnings, and reuse components.

• Citizen Development Program: 
Train business users with low-code 
tools (e.g., Power Automate or 
UiPath StudioX).

• Automation Playbook: A reusable 
document covering tool selection, 
support model, compliance rules.

• Example: With these methods, I 
expanded automation from 
Finance to HR, Legal, and 
Operations in under 12 months.



9a. Scenario: How do 
you ensure your 

automation team 
stays aligned with 

business priorities?
-

Bot Architecture & 
Design Best Practices
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Answer:

• Quarterly Planning: Align use case selection with 
business OKRs or cost-saving targets.

• Stakeholder Reviews: Conduct monthly syncs with 
business unit heads to align on progress and 
reprioritize if needed.

• Outcome-based Tracking: Every bot has a defined 
outcome (e.g., "save 500 hours/month"). If not met, 
we revisit scope.

• Example: By realigning automation plans with a bank’s 
new digital onboarding goal, we shifted focus from 
legacy processes to KYC automation.

Scenario: Your automation team is facing performance 
issues in bots running on large datasets. What would you 
do?

Answer: I would review the bot design architecture to 
ensure it's optimized:

• Split logic into smaller workflows (modular approach).

• Use queues for parallel processing in Orchestrator.

• Avoid heavy in-memory loops—use data tables, Excel 
streaming, or database lookups instead.

• Use REFramework or similar structured design for 
stability and retry logic.

• Monitor logs to check where slowness happens—API 
calls, selectors, or delays.

• Example: We once had a bot that crashed on large 
Excel files. By switching to stream reading and 
database batch queries, we improved run time by 
60%.



9b. Scenario: How do 
you ensure your 

automation team 
stays aligned with 

business priorities? – 
Exception Handling 

and Resilience 
Design
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Scenario: A bot stops whenever there is a 
minor change in UI. How do you handle this?

Answer: I ensure bots are resilient to changes:

• Use dynamic selectors, wildcards, and 
anchor base activities to reduce UI 
dependency.

• Where possible, switch to API-based 
automation instead of screen scraping.

• Build retry mechanisms and structured 
exception handling (try-catch-finally).

• Maintain an exception dashboard for 
frequent failures and root cause trends.

• Example: In a banking bot, UI updates 
every quarter broke the bot. We moved to 
API calls and set up a monitoring alert 
system—no more failures in the next 6 
months.



9c. Scenario: How do 
you ensure your 

automation team stays 
aligned with business 

priorities? 
- 

Orchestrator Setup, 
Queue Management, 

and Bot Scheduling
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Scenario: How do you manage high-
volume transactions with multiple bots?

Answer: I configure a queue-based model 
in Orchestrator:

• Use transaction items for load 
balancing.

• Configure auto-retry rules for 
transient failures.

• Schedule bots during off-peak hours 
to reduce load.

• Use priority-based processing when 
SLA is critical.

• Monitor queue health via dashboards 
or alerts.

• Example: For invoice processing, we 
split 10,000 records over 5 bots using 
queues and parallel execution, which 
reduced total processing time from 
12 hours to 3 hours.



9d. Scenario: How do 
you ensure your 

automation team 
stays aligned with 

business priorities? 
- 

Version Control and 
Code Reusability
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Scenario: Your automation team is 
rewriting the same logic across 
multiple projects. How do you prevent 
this?

Answer: I implement:

• A component library (e.g., reusable 
login, email, SFTP modules).

• Version control using Git/DevOps 
tools for collaboration and rollback.

• A central repository (UiPath Library 
or internal NuGet server).

• Code review checkpoints before 
promotion to UAT or PROD.

• Example: By centralizing reusable 
components, we saved 30% 
development effort and ensured all 
bots followed our coding 
standards.



9e. Scenario: How do 
you ensure your 

automation team stays 
aligned with business 

priorities? 
- 

Security & Compliance 
in Automation
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Scenario: How do you ensure bots are 
secure and compliant?

Answer:

• Use credential vaults (e.g., 
Orchestrator Assets, CyberArk).

• Make sure bots follow least 
privilege principle.

• Log PII/PHI masking in audit logs.

• Ensure attended bots don’t record 
sensitive screens.

• Comply with internal policies—
access control, approvals, etc.

• Example: For a healthcare bot, we 
masked patient names and 
encrypted logs. This made it HIPAA- 
compliant.



9f. Scenario: How do 
you ensure your 

automation team stays 
aligned with business 

priorities? 
- 

Testing, CI/CD, and 
Deployment 
Governance
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Scenario: Your team frequently 
introduces bugs when promoting bots 
to production. What would you 
change?

Answer:

• Set up Dev → UAT → PROD 
pipeline.

• Use UiPath Test Suite or custom 
scripts to run regression tests.

• Automate deployment using CI/CD 
pipelines (Jenkins, Azure DevOps).

• Include peer review, unit tests, and 
sign-off steps in governance.

• Example: After introducing CI/CD in 
our UiPath bots with gated 
approvals, we reduced post-go-live 
issues by 70%.



9g. Scenario: How do 
you ensure your 

automation team stays 
aligned with business 

priorities?
- 

Technology Integration 
(AI/ML, OCR, APIs)
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Scenario: How do you integrate 
intelligent capabilities into RPA?

Answer:

• For documents: Use Document 
Understanding, Tesseract, or AI-
OCR (e.g., Abbyy, AWS Textract).

• For decisions: Use ML models 
hosted on AWS SageMaker, Azure 
ML, or UiPath AI Center.

• For speed: Prefer REST APIs over UI 
automation when possible.

• Example: We combined RPA + ML 
for insurance claim classification 
using an AI model and routed high-
risk claims to manual teams—
saved 45% manual triage effort.



9h. Scenario: How do 
you ensure your 

automation team 
stays aligned with 

business priorities?
- 

Monitoring, Alerting, 
and Bot Health
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Scenario: Bots fail overnight and no 
one notices. What’s your plan?

Answer:

• Enable Orchestrator alerts via 
email/SMS.

• Use custom log analyzers and 
integrate with Splunk, Elastic Stack, 
or Power BI.

• Add health check scripts that ping 
every bot every hour.

• Define SLAs and escalation matrix 
for critical failures.

• Example: With proactive 
monitoring, we fixed 95% of issues 
before business hours started.



9e. Scenario: How do 
you ensure your 

automation team 
stays aligned with 

business priorities?
- 

Tool Evaluation & 
Vendor Management
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Scenario: How do you decide between 
UiPath, Automation Anywhere, or Power 
Automate for a client?

Answer: I assess the client’s:

• Existing Microsoft/Cloud stack.

• Citizen development maturity.

• Budget, scalability, and AI roadmap.

• Compare:

• Licensing models.

• Ease of use.

• Integrations.

• Security and compliance features.

• Example: For a cost-sensitive logistics 
client on Microsoft stack, we chose 
Power Automate and saved $150K in 
license costs annually.

• Vendor Partnerships, Licensing, and 
Plugin Cost Strategy



1. Vendor 
Partnership 

Strategy
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Scenario: How do you manage strategic relationships 
with RPA or AI vendors?

Answer:

• I treat vendors as strategic partners, not just 
suppliers:

• Quarterly Reviews: I hold QBRs with vendor CSMs 
(e.g., UiPath, Automation Anywhere, MS) to align on 
roadmap, licensing, and new features.

• Early Access Programs: I enroll in betas and pilot new 
capabilities (like GenAI plugins, AI Center upgrades).

• Co-Marketing: I collaborate with vendors to publish 
joint success stories or speak at conferences—
strengthening the partnership.

• Escalation Leverage: In critical projects, I use partner 
status to escalate tech issues quickly and avoid 
project delays.

• Example: We worked closely with UiPath to shape 
their AI Center roadmap based on our feedback—
giving us an early advantage and customization 
options.



2. Licensing 
Strategy & Cost 

Optimization
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Scenario: How do you manage and reduce 
licensing costs for your automation estate?

Answer:

• I follow a license rationalization strategy:

• License Usage Audits: Regularly check 
which licenses 
(attended/unattended/test/studio) are 
actively used.

• Concurrent Licensing: Where supported, I 
use concurrent models to reduce bot idle 
time.

• Centralized License Pools: Instead of per-
department licenses, I set up a shared 
pool—maximizing utilization.

• Citizen Developer Tiers: For light users, I 
shift from full Studio to StudioX or even 
Power Automate per-user plans.

• Example: I reduced UiPath license spend 
by 25% in 6 months through smarter 
license pooling and by identifying 6 unused 
bots.



3. Plugin & 
Add-On Cost 
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Scenario: You’re asked to use paid plugins like 
ABBYY, AWS Textract, or Celonis. How do you 
approach the cost?

Answer:

• Use Case Justification: I quantify the business 
impact—e.g., if ABBYY saves 3 FTEs in document 
processing, the ROI must justify its license.

• Volume-based Pricing Negotiation: Negotiate 
based on actual monthly usage, not max capacity. 
Push for flexible pricing or pay-as-you-go.

• Free/Open Source Alternatives: Evaluate open 
alternatives like Tesseract, PDFMiner, or EasyOCR 
when suitable.

• Consolidation: Avoid duplicate tools—if UiPath 
DU works well, we skip ABBYY.

• Example: Instead of adding AWS Comprehend and 
Textract both, we used UiPath DU with a custom 
ML model, saving $30K annually.



4. Contract 
Negotiation and 

Renewal 
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Scenario: How do you handle renewal of 
licenses or new vendor contracts?

Answer:

• Early Renewal Review: Start renewal 
discussions 90 days before expiry. 
Assess: Usage trends Business growth 
Expired/unneeded licenses

• Benchmark Pricing: Compare quotes 
with industry rates or use analyst 
inputs (e.g., Gartner reports).

• Multi-year Deals: Negotiate better 
rates for 2–3 year deals if roadmap is 
stable.

• Bundled Discounts: Negotiate 
bundled costs for orchestrator, test 
suite, and AI packages together.

• Example: During renewal, we 
bundled UiPath’s Test Suite with DU, 
saving 18% on individual list pricing.



5. Software 
Stack 

Governance 
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Landscape 
Control
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Scenario: Teams across departments want to try 
their own tools—how do you manage tool sprawl 
and cost?

Answer:

• Automation Tech Governance Board: Any new 
tool/plugin proposal must go through a review 
panel.

• Approved Tech Stack List: Maintain a whitelist of 
standard tools—UiPath, Power Platform, 
DocParser, etc.

• Reusability First: Before approving new tools, 
validate if existing licensed products (like MS AI 
Builder or UiPath AI Center) can solve the use 
case.

• Tool Usage Dashboard: Maintain visibility of all 
licensed tools, costs, usage %, and renewals.

• Example: By centralizing governance, we 
prevented redundant purchases of 3 OCR tools 
across departments—saving over $70K.



6. Ecosystem 
Leverage for 
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Scenario: How do you use your vendor 
relationship to stay innovative and 
ahead of competitors?

Answer:

• Participate in vendor Product 
Councils.

• Leverage vendor solution architects 
to design scalable solutions.

• Access certification vouchers and 
training for your team at 
discounted or no cost.

• Tap into the vendor marketplace to 
reuse certified components and 
reduce build time.

• Example: We used UiPath’s prebuilt 
Salesforce connector to reduce 
build time for a complex  
integration from 4 weeks to 4 days.
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Cloud 
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How Do You 
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Scenario: After an acquisition, the company now has 
both Power Automate and UiPath. What’s your 
approach?

Answer:

• Tool Mapping: Identify overlapping use cases and 
compare total cost of ownership.

• Consolidation Decision:

• Power Automate → simpler workflows, native MS 
integrations.

• UiPath → complex, cross-platform automations.

• Phased Migration Plan: Keep both during 
transition, consolidate based on usage.

• License Recovery: Reclaim unused licenses and 
renegotiate vendor terms.

• Example: After merger, we migrated 80% of 
legacy scripts from Automation Anywhere to 
UiPath and saved $200K/yr on licensing and 
support.

• Robust Team Building, Proactive Hiring & People 
Management – Scenario-Based Q&A



1. Team 
Building 

Across 
Geographies 

and Skill 
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A
n

u
p

 U
p

ad
h

yay | w
w

w
.an

u
p

u
p

ad
h

yay.co
m

Scenario: You are setting up an automation practice across 
regions. How do you build the team structure?

Answer:

I follow a hub-and-spoke model:

• Core team (hub): Architects, leads, and governance SMEs 
located centrally.

• Spoke teams: Developers, testers, and analysts spread 
regionally for timezone and language alignment.

Roles include:

• RPA/AI Solution Architects

• Senior & Junior Developers

• Business Analysts

• Infra/Support Analysts

• QA/Testers

• AI/ML Engineers (if advanced automation is planned)

• I balance team composition with 70% core tech skills and 
30% domain/business understanding.

• Example: For a global BFSI client, I had architects in the 
US/India, developers in Philippines, and support in EMEA—
ensuring 24x7 coverage and lower costs.
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Scenario: You have aggressive automation targets but 
not enough developers. What’s your hiring strategy?

Answer:

• Forecast in Advance: I align hiring with the pipeline—
plan resources based on expected projects 2–3 
months ahead.

Talent Pool Creation:

• Run automation challenges or hackathons to find top 
candidates.

• Partner with staffing firms with RPA-trained 
candidates.

Internal Upskilling:

• Identify tech-savvy ops team members and train 
them (especially for StudioX or Power Automate).

• Bench Rotation: Use idle talent from other verticals 
temporarily.

• Example: I created a shadow developer program 
where 10 business users were trained and certified—
5 joined the automation team during ramp-up.
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Scenario: Your developers are either overloaded or 
underutilized. How do you manage this?

Answer:

I maintain a resource utilization dashboard with 
categories:

• <50% underutilized

• 70–100% optimal

• 120% overloaded

Actions:

• Redistribute work based on availability.

• Assign underutilized members to PoCs, internal 
tools, or CoE documentation.

• Plan rotations between dev, testing, and support 
to build versatility.

• Example: A developer who was on the bench was 
reassigned to bot monitoring and created 
reusable error-handling components—later used 
in 20+ bots.
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Management 
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Scenario: How do you manage and evaluate a diverse 
automation team?

Answer:

• Weekly 1:1s: I have informal check-ins to understand 
workload, blockers, and motivation.

Quarterly KPIs: I define metrics like:

• Bot delivery count/quality

• Reusability created

• Peer feedback

• Innovation contributions

• 360-degree Feedback: Managers, peers, and even 
clients give input.

Career Growth: I align people to their interests—some 
prefer tech paths (architects), others move to PM/BA.

• Example: A junior developer interested in AI was 
mentored into an AI automation role, which helped 
with retention and advanced our capabilities.
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Scenario: Your team is showing signs of burnout or 
attrition. What would you do?

Answer:

• Workload Balance: Redistribute or pause low-
value projects.

• Recognition: Highlight automation heroes 
monthly—bot of the month, most efficient script, 
etc.

• Cross-training: Keep work interesting by letting 
people explore different tools (UiPath, Power 
Platform, Python).

• Regular Pulse Checks: Quick surveys to track 
morale and engagement.

• Example: After 2 developers left due to boredom, 
I introduced innovation Fridays—team members 
could build their own automations or attend 
external events.
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Scenario: How do you assess your team’s capabilities 
and identify skill gaps?

Answer:

I maintain a skills heatmap that shows proficiency 
(Beginner – Intermediate – Expert) across:

• RPA tools

• AI/ML integration

• Cloud deployment

• Security & Compliance

• Plan quarterly upskilling:

• Online certifications (UiPath, AWS, AI Builder)

• Internal knowledge sharing

• Pair programming for learning

• Example: The matrix showed weak AI skills in the 
team—so I arranged a 3-week program in AWS 
Textract and Azure AI Builder.
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Scenario: How do you onboard new team members 
efficiently?

Answer:

Structured 2-week onboarding plan:

• Week 1: Tool access, project walkthroughs, 
platform demo

• Week 2: Assigned to shadow live project + starter 
task

Provide a starter kit:

• Best practice guides

• Architecture documents

• Sample bots

• Assign a buddy for each new joiner.

• Example: Our structured onboarding helped new 
devs become productive within 10 days, reducing 
ramp-up time by 40%.
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Scenario: Your team is globally distributed. How do 
you keep them engaged and aligned?

Answer:

• Daily virtual stand-ups and weekly demos.

• Shared Notion/Confluence space for 
documentation.

• Time zone-based squads for quicker 
collaboration.

• Monthly virtual townhalls with games, shoutouts, 
and milestone tracking.

• Example: Even with 5 time zones, our team 
maintained 95% on-time delivery because we had 
overlapping sync blocks and async 
communication norms.
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Managing 

Internal vs. 
External 
(Vendor) 

Resources

A
n

u
p

 U
p

ad
h

yay | w
w

w
.an

u
p

u
p

ad
h

yay.co
m

Scenario: How do you manage a mix of in-house and 
vendor automation teams?

Answer:

• Define clear roles and ownership upfront (e.g., 
internal = architecture, vendors = delivery).

• Vendors follow the same governance—templates, 
DevSecOps, testing standards.

• Set SLAs, quality benchmarks, and joint reviews.

• Use shared dashboards for full visibility.

• Example: By consolidating two vendors under a 
single governance model, we improved delivery 
consistency and reduced rework by 30%.
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Development 
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Scenario: How do you grow future leaders within 
your automation practice?

Answer:

• Identify high-potential talent during performance 
reviews.

• Offer stretch assignments (e.g., leading a client 
demo, building internal accelerators).

• Pair with mentors/senior leaders.

• Let them lead small teams or internal initiatives.

• Example: A Sr. Developer was mentored to lead a 
CoE migration project—he’s now an Automation 
Lead managing 6 people.

• Strategic Leadership Areas – Scenario-Based Q&A
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How do you build a 1–3-year roadmap for RPA and Intelligent 
Automation across an organization?

Answer:

• I create a phased roadmap aligned with business priorities:

Phase 1 – Foundation (0–6 months)

• Assess process inventory and automation maturity.

• Set up CoE, intake process, and governance.

• Start with quick-win bots (invoice, report automation).

Phase 2 – Expansion (6–18 months)

• Scale across functions (HR, finance, ops).

• Introduce AI/ML for intelligent automation (OCR, 
classification).

• Build reusability, citizen developer enablement.

Phase 3 – Transformation (18–36 months)

• Integrate with enterprise apps, cloud, and data platforms.

• Shift from task automation to end-to-end digital workflows.

• Embed AI/LLM-based agents into decision-making.

• Example: For a global insurer, I created a 2-year roadmap 
that started with 12 bots in Finance and grew into an AI-
powered claims adjudication engine using UiPath AI Center 
and AWS Textract.
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Scenario: How do you prioritize automation use cases and 
manage the project plan?

Answer:

I use a scorecard-based intake process:

Scoring Criteria:

• Manual effort saved

• Error reduction

• Feasibility

• Compliance sensitivity

• Reusability

• Use Intake Templates for business teams to submit ideas.

• Plot ideas on a Value vs Complexity matrix and pick quick 
wins first.

Build a Quarterly Automation Plan:

• Discovery → Development → UAT → Go-Live

• Use Agile sprint cycles and weekly dashboards to track 
progress.

Example: In one quarter, we picked 15 use cases, prioritized 7 
based on ROI, and delivered 5 bots with a combined savings of 
9,000 hours/year.



3. Operating 
Model 

Design – 
Centralized, 
Federated, 

Hybrid
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RPA across a multi-business organization?

Answer:

• I assess the org’s culture and size and 
recommend:
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One CoE owns intake, dev, deployment.

• Strong standards, slow scalability.
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Model (best 

for large 
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CoE owns standards, tools, governance.

• Business units have their own automation pods 
(developers + SMEs).

• Enables scale + business alignment.
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(most 
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CoE + shared delivery pool + select citizen dev 
programs.

I also define:

• R&R (Roles & Responsibilities)

• SLAs

• Escalation matrix

• Shared tooling across the model

Example: At a financial services client, I implemented 
a federated model with 1 central CoE and 5 BU pods. 
Automation throughput grew by 4x in 12 months.
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Scenario: How do you define and implement an automation governance 
model?

Answer:

I design a governance model with 4 key layers:

• 1. Strategy & Oversight

– Automation Steering Committee

– Quarterly alignment with CxOs

• 2. Operational Governance

– Use case intake scoring

– Prioritization board

• 3. Technical Governance

– Coding standards (e.g., REFramework)

– Peer reviews & audit checklists

– Exception handling rules

• 4. Compliance & Risk Governance

– Security reviews (bots handling PII/PCI data)

– Role-based access controls

I define:

• Templates (BRD, SDD, deployment checklists)

• Approval matrix

• Compliance checkpoints

Example: After governance rollout, we reduced automation-related 
production incidents by 60% due to better code quality and risk checks.
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Scenario: Your bots handle sensitive customer data. How do you 
ensure compliance with regulations like GDPR, HIPAA, etc.?

Answer:

Access Controls:

• Bots use vault-stored credentials (e.g., CyberArk, 
Orchestrator assets).

• Only approved roles can modify production workflows.

Audit Trails:

• All bot actions are logged (data accessed, files changed).

• Logs are stored securely and reviewed monthly.

Data Handling:

• Use masking and encryption for PII/PHI.

• Ensure temporary files are auto-deleted post-run.

Regulatory Alignment:

• Involve InfoSec and compliance during intake for risk 
scoring.

• Run annual automation audits (SOP compliance, code 
access, data movement).

Example: For a healthcare client, I built compliance automation 
where bots auto-archived logs and sent monthly audit packs to 
the risk team—approved during ISO audit.
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Scenario: How do you standardize automation 
practices across global teams?

Answer:

Publish a Global Automation Policy:

• Tool usage

• Development lifecycle

• Review & signoff process

• Support & maintenance model

Define Standard Operating Procedures (SOPs):

• Dev → UAT → Prod flow

• Bot onboarding & offboarding

• SLA for support tickets

• Maintain an internal Automation Wiki or 
Playbook.

Example: With consistent SOPs, we reduced time-to-
production from 10 weeks to 6 weeks and improved 
quality control across regions.
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Scenario: What happens if a critical bot fails during 
peak hours?

Answer:

• Proactive Monitoring: Use Orchestrator alerts, 
Power BI dashboards.

Fallback SOP:

• Manual fallback steps are defined for critical bots.

• RPA support team notified immediately.

Redundancy:

• Use multiple bots or backup environments for 
high-risk processes.

• Shadow-bot model for critical banking 
transactions.

Root Cause Analysis (RCA):

• All failures logged with RCA and prevention steps.

• Example: A failed invoice processing bot was 
covered by a human-in-loop fallback triggered via 
email alert. SLA breach was avoided.

• Support & Infrastructure – Scenario-Based Q&A



1. Support Model 
Setup (L1/L2/L3)

Scenario: How do you structure and manage 
support for bots in production?

Answer:

I define a 3-tiered support model:

Use ticketing system (e.g., ServiceNow, Jira) to 
track issues.

Maintain knowledge base with known issues 
and SOPs.

Define SLA matrix (e.g., P1 – fix in 2 hours, P2 – 
8 hours).

Example: After adopting this model, resolution 
time for bot issues reduced by 40%, and 
business teams had better confidence in 
automation reliability.

Anup Upadhyay | www.anupupadhyay.com
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Scenario: What infrastructure do you need for 
enterprise-grade RPA deployment?

Answer:

I plan infrastructure based on:

Bot Type:

• Attended bots: run on user machines, 
triggered manually.

• Unattended bots: run on VM/dedicated 
servers via orchestrator.

Core Components:

• Bot VMs or Citrix servers

• Orchestrator server (on-prem/cloud)

• Database server (SQL for logs/config)

• File server (if needed for document storage)

Scaling Strategy:

• Start with 2–3 bots, scale horizontally by 
adding more VMs.

• Use dynamic bot provisioning (e.g., UiPath 
Robot-as-a-Service) for cloud scale.

Example: For a bank with 50 bots, we used AWS 
EC2 instances with auto-scaling and hosted 
Orchestrator on Azure with multi-region setup.



3. Cloud, On-
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Scenario: Your enterprise wants to 
move from on-prem to cloud. What’s 
your approach?

Answer:

• I assess based on security, cost, 
compliance, and scalability:

• I often recommend UiPath 
Automation Cloud, Power 
Automate Cloud Flows, or AWS 
Lambda + Step

• Functions for cloud-native design.

Example: We moved 70% of bots to 
AWS Lambda-based architecture and 
retained 30% (handling PII) on- prem. It 
reduced infra cost by 25% and 
improved uptime.
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Scenario: You have multiple bots running 
in parallel—how do you manage 
execution without resource conflict?

Answer:

• Use Orchestrator Queues to manage 
parallel work and distribute tasks.

• Set up dedicated bot pools (e.g., 
Finance Pool, HR Pool).

• Monitor CPU/Memory via VM 
monitoring tools and auto-scale bot 
machines.

• Avoid peak-hour collisions by 
staggering schedules and using 
priority-based triggers.

Example: We split high-volume invoice 
bots across 4 queues with auto-scaling in 
Azure—reduced processing time by 60%.
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Scenario: How do you ensure bot 
health and track issues proactively?

Answer:

• Use Orchestrator alerts and daily 
health checks.

• Centralized logging via:

• UiPath Insights

• Power BI dashboards

• ELK Stack (ElasticSearch, Logstash, 
Kibana)

• Log key actions (input, output, 
duration, exceptions).

• Set up email/SMS alerts for failed 
jobs or long execution times.

Example: After setting up alerts and 
visual dashboards, business users could 
track bot outcomes without tech 
help—reducing support tickets by 30%.
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Scenario: How do you plan for 
unexpected bot server crashes or 
outages?

Answer:

• Bot Redundancy: Keep hot-standby 
VMs or cloud-hosted backups.

• DB Backup: Automate daily backup 
of Orchestrator and process logs.

• Cross-region failover: For cloud-
based orchestrator or hybrid setup.

• SOP: Have fallback manual steps 
documented for each critical bot.

• Regularly test BCP readiness (mock 
drills, dry runs).

Example: For a stock exchange client, 
we had backup bots in a DR site. During 
a datacenter outage, we failed over in 
30 mins with zero data loss.
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Scenario: How do you ensure optimal 
use of your automation 
environments?

Answer:

• Track license usage daily—remove 
unused Studio/Attended bots.

• Use concurrent bot sessions to 
avoid over-licensing.

• Run utilization reports:

• Bot active hours vs idle

• Jobs run per machine

• Peak hours vs off-peak

• Use shared environments for 
dev/UAT, and dedicated for prod.

Example: License monitoring helped us 
avoid purchasing 5 new licenses by 
reassigning low-used bots—saving 
$35K/year.
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Scenario: How do you secure your 
automation environments from 
unauthorized access?

Answer:

• Use Active Directory (AD) or Identity 
Provider (IdP) integration for access 
control.

• Separate Dev, UAT, and Prod 
environments.

• Role-based access:

• Devs: Dev & UAT only

• Ops: Prod job monitoring

• Admins: Orchestrator access

• Audit logs for bot access, credential 
usage, and process changes.

Example: We passed a banking client’s 
audit by implementing RBAC and 
disabling direct bot VM login for non-
admin users.
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Scenario: Your infra costs are increasing 
due to more bots. How do you control 
it?

Answer:

• Move to cloud-native bots (e.g., 
Azure Logic Apps, Lambda).

• Use low-cost unattended bots for 
non-critical tasks.

• Auto-schedule bot machine 
start/stop to avoid 24x7 idle VMs.

• Consolidate environments (e.g., 
common orchestrator for multiple 
BUs).

Example: By turning off non-critical VMs 
during weekends and nights, we saved 
over $15K annually on AWS EC2 hosting.
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Scenario: What does DevOps mean in the 
context of Intelligent Automation, and how do 
you implement it?

Answer:

• DevOps in RPA means automating the 
lifecycle of bot development, testing, 
deployment, and

• monitoring—just like in software 
engineering.

• I implement DevOps by:

• Integrating RPA platforms (e.g., UiPath) 
with version control systems like Git.

• Creating pipelines for automated build, 
test, and deploy to UAT/Prod.

• Using tools like Azure DevOps, Jenkins, 
GitHub Actions, or UiPath’s native 
integration.

• Embedding approvals, rollback plans, and 
environment segregation.

Example: We reduced bot promotion time from 
3 days to 30 minutes after introducing CI/CD 
pipelines with Git + Azure DevOps.



2. Agile 
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Scenario: How do you apply Agile 
principles to automation delivery?

Answer:

• I adopt a modified Agile approach for 
RPA:

• Use 2-week sprints:

• Sprint 0: Process discovery, BRD, SDD, 
environment prep

• Sprint 1–n: Dev, test, deploy

• Daily stand-ups for blockers and sync.

• Backlog grooming to prioritize use 
cases.

• Sprint reviews with stakeholders 
(demo the bot).

• Use Jira or Azure Boards for backlog, 
stories, and progress tracking.

Example: In one Agile program, we 
delivered 18 bots in 4 months with a 
team of 6, thanks to tight sprint planning 
and stakeholder alignment.



3. Sprint 
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Scenario: What does a typical sprint 
plan look like in your automation 
delivery model?

Answer:

• A 2-week sprint plan includes:

• Other components:

• Story points based on bot 
complexity

• Prioritization (P1: critical business, 
P2: compliance, etc.)

• Defects tracked in backlog and 
carried forward if unresolved

Example: Each bot story had 
acceptance criteria like “run with 98% 
accuracy for 3 test cases” and was 
demoed to business owners before 
UAT signoff.



4. CI/CD 
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Scenario: How do you implement a CI/CD 
pipeline for bots?

Answer:

I implement CI/CD as follows:

Continuous Integration:

• Code pushed to Git

• Automated build triggered on push

• Code linting, naming convention checks

Automated Testing:

• Run unit tests via UiPath Test Suite or 
custom scripts

• Verify logs, credential access, selectors

Continuous Deployment:

• Deploy to UAT automatically

• Manual approval gate for Production

• Logs and version history maintained

Example: With Git + Jenkins pipeline, we 
integrated 40+ bots into a CI/CD system, 
enabling same-day deployment without manual 
packaging.
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Scenario: How do you ensure bots are 
tested before they go live?

Answer:

• Create test cases aligned with 
business rules.

• Use UiPath Test Suite or Test 
Manager to run:

• Unit tests

• Regression tests

• UI integrity tests

• Add test cases to CI/CD pipeline for 
every code commit.

• Maintain test data sets for 
consistent results.

Example: We caught 12 UI failures 
during regression testing in CI that 
would have caused production 
incidents—saving manual rework.
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Scenario: How do you manage 
multiple developers working on the 
same automation project?

Answer:

• Use Git branches per developer or 
feature.

• Define merge protocols:

• Pull requests

• Peer reviews before merge

• Daily sync for conflict resolution

• Assign component-based 
ownership to avoid code overlap.

Example: In a 4-developer project, we 
had separate branches for data 
scraping, exception handling, and 
reporting—merged via pull requests 
with automated linting.
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Scenario: How do you track and 
control changes to bots across 
environments?

Answer:

• Every bot version is tracked in Git 
with commit logs.

• Promotion from Dev → UAT → 
Prod is managed via:

• Release branches

• Change approval board (CAB)

• Deployment checklist

• Rollback plan defined for each 
change.

Example: For a banking bot, a wrong 
config caused errors. We used Git 
rollback to redeploy the previous 
version in 15 minutes—minimal 
impact.



8. Integration 
with Jira / 
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Agile + DevOps
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Scenario: How do you integrate project 
tracking tools like Jira or ServiceNow 
with DevOps?

Answer:

• Use Jira epics for automation themes 
(e.g., “Month-end Finance 
Automation”).

• Create user stories for each 
bot/process.

• Link Jira to Git commits via tags.

• Use ServiceNow for:

• Change Requests (CRs)

• Incident tickets from L1/L2

• CAB approvals

Example: With Jira + Azure DevOps 
integration, we tracked every bug from 
ticket to resolution and linked them to Git 
changes—helped in audits and 
retrospectives.
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Scenario: What DevOps or Agile metrics 
do you track?

Answer:

• Sprint Metrics:

• Bots/story points delivered

• Velocity per sprint

• Burn-down charts

• DevOps Metrics:

• Build success/failure rate

• Deployment frequency

• Mean time to deploy

• Defect leakage % (from Dev to 
UAT/Prod)

• Tools: Power BI or Grafana 
dashboards, Jira Agile reports

Example: Our burn-down chart showed 
scope creep—helped reset expectations 
and improve future sprint estimations.
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Scenario: How do you drive Agile + 
DevOps adoption across your 
automation team?

Answer:

• Training sessions on Git, Agile roles, 
and ceremonies

• Define DoD (Definition of Done) for 
every bot

• Cross-functional squads: Dev, 
Tester, BA, PM

• Retrospectives to reflect and 
improve after every sprint

Example: After embedding Agile 
ceremonies, my team became more 
autonomous, proactive in defect 
handling, and faster in delivery.



Thanks

Scenarios, Best Practices, and Enterprise 
Automation Strategy – Questions & Answers
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