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   The Essentials

An organization’s health can be defined by 

and diagnosed through the processes that 

operate within it. Many recent technological 

approaches to improve organizational 

processes have focused on automation, 

with as little human input as possible. 

Where human-like input has been deemed 

a requirement, artificial intelligence is often 

designated the ultimate arbiter and human 

curation is seen as an inconvenient, temporary 

measure.

In this Brief, Deep Analysis offers a fresh and 

different perspective – a concept we call “work 

intelligence.” This approach utilizes much of 

the same stack of automation technologies, 

but, critically, it is predicated upon placing 

human intelligence (HI) and artificial 

intelligence (AI) as equal partners in managing 

processes and their outputs. 

Work intelligence describes a balanced 

partnership of human and artificial 

intelligence to accurately and efficiently 

understand, analyze, monitor, and improve 

an organization’s way of working. Put another 

way, work intelligence is the combination 

of “inform and validate,” where machine 

intelligence is validated by human workforce 

intelligence, and neither is supplicant. (See 

Figure 1.)

While our current technology landscape 

provides some of the moving parts required 

to realize work intelligence, new and emerging 

technology will fill in the missing pieces of that 

jigsaw puzzle (see Figure 2).
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Work intelligence also reorders current thinking 

by making analysis the primary entry point 

to help understand existing working methods 

and the suitability of piece parts for potential 

automation. This cost will be challenging 

for some organizations, as such pre-build 

analysis is not guaranteed to provide an 

immediate return in the way often promised 

by an “automation-first/automate everything” 

approach. 

Additionally, despite the ongoing consolidation 

within allied technology markets – process and 

task mining, robotic process automation (RPA), 

business process management (BPM), no/

low-code platforms, and perhaps enterprise 

resource planning (ERP) – creating suites that 

cover many, if not all, of the currently available 

puzzle pieces, it’s unlikely that any single 

vendor will meet the end-to-end functionality 

required of a work-intelligence-focused 

organization. Integration and interoperability 

are, therefore, mandatory, as are skilled 

business and process analysts, who, rather 

than being replaced through work intelligence, 

become more strategically important.

Work intelligence is not digital transformation 

but, instead, digital harmonization. Rather than 

ripping and replacing, it chooses to focus on 

augmentation and continuous improvement 

through both human and artificial intelligence 

in proportionate measures.

In this report, we examine why work 

intelligence is vital to achieving a healthy 

organization, where we are in terms of attaining 

it, and what changes are required to make work 

intelligence real.

Figure 2

New Tech Is Needed to Complete the Work 
Intelligence Technology Puzzle

Work intelligence is not digital transformation but, instead, digital 
harmonization. Rather than ripping and replacing, it chooses to focus 
on augmentation and continuous improvement through both human 
and artificial intelligence in proportionate measures.
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Why Work Intelligence Is Vital 
to Organizational Health

Every organization needs to make well-

informed decisions regarding its present and 

future in order to plan and operate effectively 

and efficiently. Ideally, those decisions 

come from accurate insights into the data, 

communications, tasks, and processes that 

permeate the business. 

But that is seldom the case; instead, decisions 

are often made solely based on the experience 

and insight of the decision-maker. This is 

due to sheer complexity and volume of data 

points available, making it near impossible to 

understand what is happening at a process 

level, in a communication stream, or in the 

heads of the workforce.

Organizational Health Is a 
Leadership Challenge 

Making organizations work better is an implicit 

part of every leader’s role. How “better” is 

defined is a factor in how the relative health of 

the organization’s facets is perceived. Leaders 

set targets on moving a measurable result from 

point A to point B because they have defined 

that point B will bring about a positive change. 

There is an assumption that a chosen direction 

will be based upon something more tangible 

than a hunch – perhaps through insights 

gleaned from analyzing current working modes 

– however, this is not often the case. In part 

this is because historically, understanding 

how organizations operate was hard to do 

and often focused on measuring individuals 

and then scaling out those findings to fit the 

organization’s size. However, it is now possible 

to reveal insights into how tasks and processes 

look in practice with tools designed to 

examine streams of data generated from their 

execution.1 While possible, this is still largely in 

the hands of early adopters.

This is set against a background where 

patterns of available labor are changing in 

many geographies. Previous assumptions 

about workforce availability mean that 

understanding not only processes and tasks 

but also the overall health of an organization for 

its workforce is becoming vital. Those hunches 

mentioned above are laden with bias – both 

deliberate and accidental, with both likely to 

deliver a negative effect regardless of intent 

– and skew how we set targets and process 

results.

Processes Are a Symptom of  
an Organization’s Health

Understanding organizational health, then, 

is far more than understanding discrete 

processes and their nested tasks and clicks; 

rather, it is being able to comprehend how their 

overall operation contributes to running the 

entire organization and to the security of the 

workforce – and by association, partners and 

customers. At a daily operational level, it’s hard 

to recruit or retain workers in an organization 

that is unwell. Automation is an adjunct 

here rather than a pure panacea. You cannot 

Previous assumptions about workforce availability mean 
that understanding not only processes and tasks but also the 
overall health of an organization for its workforce is  
becoming vital. 
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automate your way out of flawed processes 

and a lack of human input. Even among the 

strongest proponents of automation tools, you 

will find little disagreement here. Automating a 

lousy process produces bad results, but much 

faster. That’s rarely the desired goal.

At first, most organizations can go only as 

far as understanding that there is a process 

consisting of operators – including both human 

and automated elements – completing tasks, 

leaving a wake of underlying data (potentially 

in the form of a clickstream) that can be 

identified and analyzed. Figure 3 illustrates the 

challenge presented by the various legitimate 

paths that might be chosen by users operating 

within a single process that need normalization 

before the entire process itself can be viewed 

holistically.

It is now possible to see how operators traverse 

the tasks, their choices, and the time and clicks 

involved in completing those journeys by using 

process and task mining tools to capture and 

visualize various user paths through a discrete 

process. This offers a great deal of insight 

into what are often called “desire paths”: 

paths chosen not because they are officially 

warranted or approved but because they are 

the most convenient. In the physical world, 

those paths are easy to understand, like the 

muddy footpath that cuts the corner defined 

by a sidewalk or pavement. In software, the 

reasons for using those paths are often more 

obscure. Overall, process and tasks are far 

more fluid and contextual than one might think. 

Organizational adoption is early, but the 

signs here are mainly positive. The current 

Figure 3
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generation of these platforms collate a 

repository of actions – the work activities.  

In theory, these reveal the desired paths 

through a collection of processes (primarily 

defined by clustering actions into groups based 

on intent/business process grouping). To a 

greater or lesser degree, you can visualize them 

as a management report. Moving the game 

beyond manual process mapping gives a much 

more defensible set of data from which you can 

begin to ascertain the health and suitability for 

moving toward part or full automation.

Combining these processes into something 

more approximating work, however, is much 

more challenging to achieve without reducing 

the hunch factor. For example, a worker might 

traverse any number of discrete processes 

during any given day. Some of the activities 

recorded within that repository could be 

identified as identical, even though the process 

is different. For example, looking at a single 

customer view, the action is easy to trap and 

record. But tagging that act according to its 

intent is complex without the pre- and post-

steps to provide the context. A single browser 

tab containing that view could remain open 

while multiple steps from discrete processes 

utilize the same information for different 

purposes or stages. There are ways around 

this challenge, of course. Still, it’s an indicator 

of where processes overlap and interweave. 

It’s much harder to ascertain where a change 

to one process could have a detrimental 

effect on another – generally, that still relies 

significantly on the human hunch factor, with 

all its associated baggage. Figure 4 shows 

how work intelligence can transform current 

diverse processes based on desire paths into 

harmonized processes using ideal paths based 

on data from artificial and human intelligence.

Figure 4

Work Intelligence Transformations
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Analysis Is Useful, but Situational 
Awareness and Simulation Provide 
the True Opportunity

The greater the range of processes analyzed 

in combination, the better we can understand 

them in the context of the work itself. We start 

to gain insight into situational awareness, 

the ability to adjust work – through all those 

underlying processes – to changing conditions 

or objectives. Simulating those changes 

requires calculating a massive array of 

perturbations if we’re employing any AI to turn 

such insights into beneficial results. Yet the 

alternative is an even stronger reliance on the 

hunch; the difficult trade-off is that the more 

significant the potential organizational health 

benefits, the greater we rely on human hunches 

(HI) or platform intelligence (AI) to guarantee 

them. Neither should provide confidence in 

isolation, although in time, the latter should be 

more defensible.  

Given the challenges outlined here, what are 

the ultimate benefits of building toward an 

intelligent way of understanding work? The 

answer is in the maxim that there are only 

three reasons why an organization would 

purchase technology: to make money, to save 

money, and to meet a regulatory requirement. 

Processes get examined because of a belief 

(human hunches) that there is an inefficiency 

that, if cleared, would make part of the 

organization cheaper to operate. That this 

examination has tended to happen only when 

a project to replace part or all of it is already in 

play suggests a preference to spend more time 

buying carts than thinking about horses. 

Hunches Should Be Tested Like AI: 
Repeatedly 

As we’ve discussed, the inability to understand 

sets of processes in the round, their 

interdependencies, and parallel running has 

left organizations often trying to navigate with 

only portions of the map. That means not only 

missing the organizational context but failing 

to understand the total reach of the worker 

context that might overarch some or all of 

these elements. This tendency for tail chasing, 

searching for an efficiency imagined to exist, 

only seems to cost more money. It almost 

certainly bakes unintended consequences into 

every effort.

Where this places most organizations on a 

maturity model is relatively close to the start. 

Organizations that have begun setting up 

“process excellence” programs are few and 

far between. However, the momentum is 

increasing as financial and resource pressures 

build toward less hunch-based analysis, or at 

least analysis where hunches can be simulated 

alongside suggested augmentations assembled 

by intelligent software. Hence, organizations 

are investing in skills and tools to analyze the 

process at a team level rather than individual. 

A smaller number are approaching the next 

phase, applying intelligence to the collection 

of process instances (our “repository of 

actions”) to suggest augmentations. They are 

taking these initial steps and ensuring that 

business planning cycles include a provision 

to include this intelligence – for example, new 

The greater the range of processes analyzed in combination, 
the better we can understand them in the context of the  
work itself. 
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product development, geographical expansion, 

workforce change management – to ensure 

that existing processes continue to operate as 

intended (see Figure 5).

Where We Are vs.  
Where We Are Going  
(Current State vs. Future State)

Though many tools to support this work exist 

today, orchestrating the piece parts and data to 

operate holistically and accurately is extremely 

difficult. It not only requires technology in 

the form of integrations, rules, data analysis, 

etc. but also depends on the workforce’s 

insights, skills, and knowledge. The business 

applications and data silos, no matter how 

well organized or understood, only tell part 

of the story. For work intelligence systems to 

succeed, they need to be designed not just to 

be user friendly but also to be user first and 

user in scale, allowing the user to see where 

their role fits into the system. 

The health of an organization is typically viewed 

through the prism of its processes. Managing 

those processes, along with a multiplicity 

of nested tasks, related clickstreams, and 

distributed teams containing workers with 

differing work contexts, presents a significant 

challenge for leadership even in a static 

operating environment. Managing them 

in today’s environment of unpredictable 

labor costs and availability, unstable supply 

chains, and a volatile geopolitical and climate 

environment presents an even greater range of 

challenges.

Work intelligence is an equal partnership 

between human and machine intelligence in 

defining, operating, and enhancing business 

processes. Deep Analysis believes that for 

organizations to be able to step toward 

accurate work intelligence, three broad phases 

of operational change need to occur (see Figure 

6). This involves technological change (not 

technology-driven change) in which technology 

underpins a different way of thinking about 

work and the workforce. Work intelligence 

is the combination of “inform and validate,” 

where machine intelligence is validated by 

human workforce intelligence, and neither is 

supplicant. 

For some organizations, the first phase is 

already in progress, albeit generally limited 

within regional or organizational boundaries. 

The technology for this phase largely exists 

and in many cases is already mature and 

stable. The second phase is at present the 

preserve of limited experimentation with new 

and immature technologies that build on and 

Figure 5
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Figure 6

Three Phases in the Journey to Work Intelligence

Healthiness
• Situational awareness
• Continuous improvements
• Pre-emptive planning and 

simulation

Awareness
• Work monitoring 
• Work simulations
• Intelligence-guided 

improvements

Visibility
• Work automation 
• Process and task mapping
• Basic orchestration

support those of phase one. The third phase 

is primarily a whiteboard projection of what 

those emerging technologies can enable within 

maturing organizations in 3-5 years.  

Where We Are

Phase 1: Organizational Awareness 

Organizations that are already grasping at 

the early shoots of work intelligence often 

invest in process and task mining along with 

automation and an underlying business logic 

layer (typically delivered using a no-code/low-

code environment). 

Mining tools are typically used only when a 

process has been earmarked for potential 

automation so that it can be modeled. These 

tools – covered in more detail in our “Process & 

Task Mining Vendor Landscape Report 2022”2 

– allow for the collation and visualization of 

process maps. These maps and visualizations 

are based on the activity of individuals and 

teams operating a current process iteration 

(using a combination of historical data and new 

activity data captured from the machines used 

by the workforce). These tools are beginning to 

be able to provide additional insight and even 

recommendations as to how the processes 

they have identified could be improved using 

AI-derived intelligence.

The business logic layer – often, in essence, an 

effective rules engine – is used to determine 

where/when/how those automated processes 

or sets of processes activate across a range 

of applications. For example, a new hire will 

require creation of several accounts in various 

systems so that a “new hire” master process 

can be activated, which nests sub-processes 

for the multiple systems that need to be used 

(e.g., SSO, productivity suites, messaging, and 

collaboration services).

These efforts are predicated on each process or 

set of managed processes activating identically 

on every occasion. Exception handling can 

be managed within them, but in essence, this 

is designed to execute identical, multi-step 

processes at scale and without significant 

supervision.

This phase prepares organizations for the path 

toward work intelligence by creating awareness 

around the processes and pathways their 

workforce, partners, and customers traverse to 

interact with them.  
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The satisfaction of the workforce within that stable 
environment is – in our opinion – a key arbiter of  
a healthy organization.

Where We Are Heading

Phase 2: Organizational Alertness

In the second phase, process analysis moves 

from reactive to proactive process monitoring. 

Rather than being a reactive set of tools 

used when an initial decision has been made, 

process analysis is used to help determine 

whether a process should be addressed in 

some way (replaced, augmented, automated, 

etc.). The monitoring – using the long tail 

of trailing data or “repository of actions” – 

can understand and identify outliers to the 

common user paths through a process. These 

“desire paths” can be distilled into “ideal paths,” 

with workforce validation through a process 

of “inform and validate,” where intelligence 

software and the workforce combine to 

suggest the best course of action. Proposed 

enhancements can be tested through 

simulation using both generic and custom 

models so that oversight is based on a higher 

degree of confidence. The business logic layer, 

which controls process orchestration, can then 

be tuned to reflect these enhancements. 

This tuning will become more specialized 

over time as wider work intelligence adoption 

within the workplace will require a greater 

understanding of processes beyond internal 

business units and impact the broader 

organizational context. Additional practices 

for business and process analysts will emerge 

throughout the phases of adoption; far from 

being replaced, these analysts will become 

more valuable and strategic through their 

expertise.

Where We Should Go from There

Phase 3: Organizational Healthiness

As organizations reach the third phase 

of applying work intelligence, they are 

approaching the ability to achieve a “situational 

awareness” of their work and, therefore, 

both the artificial and human workforce. The 

volume of context-specific (and organizational-

specific) actions within a repository of actions, 

along with the improved accuracy of the 

simulations that can be run, creates a close to 

real-time ability to view the current state of play 

and to simulate on top of that variants based 

on scenarios created by internal intelligence.

Organizations are machines that react poorly 

to being unexpectedly sped up or slowed down; 

the shock of doing so is often costly to fix. As 

one of the primary expenses of those fixes 

concerns the workforce – half of the required 

intelligence – avoiding situations where 

planning mistakes are rectified by reducing 

headcount is key. Enabling the organization to 

place projected internal and external factors 

within the work intelligence modeling alongside 

traditional business planning data will provide a 

more stable set of projections and plans.  

This in turn will lead to predictable employment 

in a stable environment, where skills can 

be incrementally improved to meet the 

simulated requirements of the organization 

through stable planning. The satisfaction of 

the workforce within that stable environment 

is – in our opinion – a key arbiter of a healthy 

organization.
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  Call to Action

Advice to Vendors

In its initial phase, work intelligence provides 

a framework for augmenting organizational 

processes unsuited for straightforward 

automation using some or all of the kit of 

familiar parts. Certainly, for customers running 

out of quick initial wins from automating 

manual operations, looking at – or perhaps 

revisiting – more problematic use cases 

through the lens of work intelligence is 

appropriate.

In general, the position that everything 

should be automated until reaching 

“hyperautomation” needs to be dialed back. 

There’s no doubt that automation has a role 

to play in managing simple, repeatable tasks 

at scale. However, where processes require 

context to operate correctly and desire paths 

produce thousands of process variants, 

work intelligence suggests that end-to-end 

automation is not suitable or desirable. 

Transformation as a goal should be replaced 

with harmonization.

Looking further ahead, simulating potential 

outcomes and synthesizing recommendations 

for enhancements to modeled processes 

becomes essential. Within work intelligence, 

this takes place continuously, ensuring that 

hardening existing task and process mining 

tools to the task and extending their reach 

toward greater analytical capabilities is wise.

Artificial intelligence – a crucial part of the 

duopoly – must be approached cautiously. Not 

in terms of whether to employ it, but rather 

how customers can manage it in a transparent 

and trusted way. Where used, it should always 

“show its workings” when presenting results 

and, where possible, be adjustable by business 

users and not only data scientists.

 
Advice to Buyers

At present, most of the organizations 

adopting work-intelligence-like approaches 

are doing so through existing investments 

in “process excellence” centers, where their 

planning already accounts for taking a holistic 

approach toward process health. It’s here 

that we currently see the greatest use of 

the most advanced tools for understanding 

and modeling existing process, task, and 

clickstream data. These organizations are 

currently the exception rather than the rule.

For other organizations that are either 

currently engaged with automation projects or 

considering their suitability, work intelligence 

at a phase 1 level is appropriate. This is an 

analysis-first, automation-second approach 

and should help protect organizations 

from overusing automation, or using it 

inappropriately, without understanding the 

details of their own context. Avoid the trend 

toward assumptive end-to-end automation as a 

goal in and of itself. Automation is likely suitable 

for some use cases in your organization; 

analysis will reveal which ones.

Endnotes

1  For details, see our report “Process & Task Mining Vendor 

Landscape 2022” at https://www.deep-analysis.net/

processmininglanding/ 

2 Ibid.
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Deep Analysis

About Deep Analysis 

Deep Analysis is an advisory firm that helps 

organizations understand and address the 

challenges of innovative and disruptive 

technologies in the enterprise software 

marketplace.

Its work is built on decades of experience in 

advising and consulting to global technology 

firms large and small, from SAP, Oracle, and HP 

to countless start-ups.

Led by Alan Pelz-Sharpe, the firm focuses on 

Information Management and the business 

application of Cloud, Artificial Intelligence, and 

Blockchain. Deep Analysis recently published 

the book “Practical Artificial Intelligence:  

An Enterprise Playbook,” co-authored by Alan 

Pelz-Sharpe and Kashyap Kompella, outlining 

strategies for organizations to avoid pitfalls and 

successfully deploy AI.

Deep Analysis works with technology vendors 

to improve their understanding and provide 

actionable guidance on current and future 

market opportunities.

Yet, unlike traditional analyst firms, Deep 

Analysis takes a buyer-centric approach to its 

research and understands real-world buyer and 

market needs versus the “echo chamber” of 

the technology industry.
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