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Walk into most organizations, and you’ll

quickly see the difference that a focused,

well-designed workspace makes. Well-

designed organizations have seamless,

automated workflows, integrated systems,

and data-driven tools that free staff for

high-value work. Poorly designed ones

rely on siloed systems, manual tasks, and

outdated processes that slow decisions

and hinder productivity.

The 80/20 Rule—originally known as the 

Pareto Principle—teaches us that 80% of

results stem from just 20% of efforts. In

digital transformation, this means a

minority of high-impact changes can

unlock the majority of your efficiency

gains. Rather than spreading resources

thin, leading organizations use the 80/20

mindset to identify, prioritize, and

automate critical workflows.

This white paper explains how to apply
the 80/20 Rule using process and task
mining techniques and to equip
employees with Microsoft’s automation
and AI tools to drive meaningful change.
By targeting the most impactful process
improvements, you can boost
productivity, achieve quick wins, and lay
the foundation for long-term
transformation success.

With most organizations seeing payback
within 18 months and up to 70% cost
savings, SquidSpark can help you target
the processes that deliver these results.

Executive Summary
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Key Enablers of High-Impact

Transformation

Why and How to Prioritize 20% of Initiatives to

Drive 80% of Returns

SQUIDSPARK WHITEPAPERS 

Most digital transformation projects fail to

deliver their full potential because

organizations try to automate everything

at once, prioritize low-value tasks, or

overlook where real inefficiencies exist. By

identifying and focusing on the 20% of

processes with the highest impact,

companies can drive tangible gains, win

early buy-in, and set the stage for scalable

success.

As with most things, it is easier said that

done.  So how does an organization

identify the 20% of processes with the

highest impact?  We can employ

methods such as process and task

mining.  Process mining examines end-

to-end business processes to identify

bottlenecks and inefficiencies, while task

mining focuses on granular tasks users

perform to identify areas for automation.

Process

Mining

Business Process

Intelligence (BPI)

Task Mining

Diagramming

Tool
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The automation journey begins with

strong business engagement.

Collaborating with business units to

develop a catalog of processes and tasks

establishes a foundation for meaningful

analysis. At this stage, stakeholders

contribute their perspective on which

activities are the most repetitive and time-

intensive. Executive sponsorship is

essential to ensure accountability and to

designate process owners willing to have

their work recorded for further study. Once

identified, these users should be

provisioned with Power Automate licenses,

equipped with Power Automate Desktop,

and guided through structured sessions to

capture the top workflows most likely to

yield automation value.

Step 1:

Identifying

Stakeholders

and Processes
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When approaching automation, the goal is

not to automate everything—it’s to identify

the 20% of tasks where users spend the

most time. Power Automate provides a

practical way to uncover these

opportunities through task recording and

process mining.

Building on the information from Step 1,

use a recording tool like Power Automate

Desktop. By capturing real user activity—

such as opening applications, entering

data, or clicking through screens—you

create a timeline of events for a specific

task, like entering a new invoice into a

finance system. These raw clicks and

keystrokes on their own are overwhelming,

so the next step is to group them into

meaningful business actions: “Open

Finance App,” “Enter Invoice Details,” “Save

and Close.” This translation gives the

workflow context and prepares it for

deeper analysis.

Step 2: Quantify Impact

& Find High-Impact

Actions in Tasks

Automation works best when it’s guided by evidence, not

assumptions—and Power Automate provides that evidence.

Once the task is structured, Power

Automate’s Process Advisor generates a

process map. This visualization highlights

the flow of work, the time each step takes,

dependencies between actions, and how

often they occur. Color coding makes the

most time-consuming steps immediately

visible, while the tool also suggests

automation candidates—such as

downloading files from SharePoint or

sending emails—and shows which

applications are consuming the most user

time.

The real insight comes in focusing only on

the costly parts of the process. You don’t

need to automate end to end; targeting the

few high-effort actions delivers the greatest

impact. With Power Automate, identifying

and acting on that critical 20% becomes a

data-driven, achievable strategy.
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Step 3: Pilot Automation
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Following process and task mining, the

next step is to implement automation for

the highest-impact actions. Organizations

should begin with a pilot, guided by a

well-defined governance framework to

prevent automation sprawl and ensure

alignment with strategic priorities. 

The pilot serves two purposes: 

((1) to demonstrate tangible value and 

(2) to validate technical feasibility. 

Once developed, the automation should

be tested in a real-life scenario under

stakeholder supervision, allowing for

feedback and iterative refinement. 

The outcome is a production-ready

automation that has been proven,

validated, and prepared for broader

rollout across teams within the

organization.

When implementing automation, it is

important to choose the right approach.

Automations can either mimic user

interactions—replaying steps through

mouse clicks and keystrokes—or use

back-end integrations for a more

seamless experience. For example, instead

of automating invoice entry through the

interface, a more reliable option is to call

the system’s API directly with a Power

Automate flow, if available. 

As a best practice, UI automation should

be reserved for legacy systems or those

without integration capabilities, while

API-based automation is preferred for its

robustness and scalability. 

During pilots, execution logs in Power

Automate should be closely monitored to

validate performance and ensure

accuracy.
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Digital transformation success rests on identifying and

prioritizing the few high-impact process changes that drive

the majority of gains. Rather than trying to do everything,

organizations should follow the 80/20 Rule—focus on the 20%

of initiatives that produce 80% of results. Use targeted

automation, data-driven selection, and a clear action plan to

maximize ROI, boost adoption, and create sustainable

workplace improvement. At SquidSpark, we help you harness

Microsoft’s automation tools to accelerate this journey,

delivering measurable efficiency every step of the way.

Conclusion
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