/aﬁ’ WHITEPAPER 01/ 2026 Edition 02 - Issued May 2026 magicworksitsolutions.com
Lo

~&

MAGICLWORHS

Al & AUTOMATION SERIES

Al Automation
Readiness for
Indian SMEs.

Governed workflow redesign before tool
adoption.

A practical readiness model for CEOs, COOs, founders and opera-
tions leaders evaluating Al automation without taking on a risky or
unclear technology project — covering use-case selection, gover-
nance, a 90-day plan and metrics that matter.

CAI Automation) CWorkﬂow Redesign) (Governance & Risk) (SME Operations>

AUDIENCE READ NEXT

CEOs, COOs, founders, operations AUTHOR magicworksitsolutions.com /
& department leaders. Mohan Chute ai-automation-integration



https://magicworksitsolutions.com/ai-automation-integration/
https://magicworksitsolutions.com/ai-automation-integration/

*» MAGICWORKS - WHITEPAPER 01

/ 00 INSIDE THIS PAPER

Contents.
Executive summary

01 The case for process-led automation.
The business problem

02  Alexcitement without process clarity.
Where Al automation creates value

03 Six categories & the human role after.
The readiness scorecard

04 Seven dimensions, scored 1-5.
Prioritization

05 The 2x2 matrix and decision rule.
Governance

06  Six controls for trustworthy automation.
A 90-day implementation plan

07  Six phases from discover to scale.
Metrics & buyer questions

08 What to measure, what to ask.
Conclusion & references

09  Sources and next step.

A

Executive summary

CONTENTS - EXECUTIVE SUMMARY

p.04

I automation should not begin with a software purchase. It should begin with a business

process that is repetitive, measurable, important, and ready for improvement. MagicWorks po-
sitions AI automation as a way to remove friction, reduce errors and accelerate outcomes while
keeping people focused on higher-value work M2 . Poorly designed automation can create more
dashboards, more exceptions and more operational risk than the manual process it was meant

to replace.

Al Automation Readiness - MagicWorks IT Solutions
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Al excitement without
process clarity.

For Indian SMEs, the strongest first automation project is usually not the most complex one. It is the
workflow where a team already knows the rule, repeats the same decision every day, and can measure
whether the process became faster, cleaner or more reliable. This paper provides a readiness model
for selecting use cases, prioritizing workflow redesign, creating governance guardrails, and building a
90-day plan — drawing on MagicWorks public AI automation and consulting pages, NIST Al risk-man-

agement guidance, and McKinsey research on the gap between AI experimentation and enterprise-

scalevalue M2 M5 A1 A2 .,

Many growing businesses are not held back by lack
of tools. They are held back by disconnected work-
flows. Leads are captured on a website, followed up
through email, discussed on WhatsApp, tracked in a
spreadsheet, reported in another system and finally
reviewed in a meeting. Customer queries may sit in
inboxes. Recruitment screening may depend on
manual CV filtering. Management reporting may re-
quire copying data from multiple dashboards.

MagicWorks identifies exactly these friction points
on its AT automation page: teams wasting time on
repetitive tasks, data scattered across systems,
unclear Al starting points and tools that do not
integrate properly M2 .

The risk is that a company responds to this pain by
buying a new AI tool before it maps the work. That
approach often digitizes confusion instead of remov-
ing it. An AT workflow is only as good as the process
definition, data quality, access rights, exception han-
dling and human review model that surround it.

NIST frames Al risk management as something to in-
corporate into design, development, use and evalua-
tion of AI systems, rather than treating it as an after-
thought A1 .In practical terms, an SME should ask:
what are we automating, why does it matter, who
remains accountable, what data is used, what

can go wrong, and how will we know the system

is improving?

6+ 90 days

COMMON FRICTION POINTS

ACROSS THE LEAD-TO-CASH FLOW PILOT OUTCOME

FROM DISCOVERY TO A MEASURED

7

READINESS DIMENSIONS TO
SCORE BEFORE BUILDING

MAGICWORKS POINT OF VIEW

stable parts.

§ 02 - The business problem

The first automation should be useful enough to matter, simple enough to govern, and measurable enough
to prove. Do not automate chaos — map the workflow, remove unnecessary steps, then automate the
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Where Al automation
typically creates value.

The highest-fit opportunities share five traits: high repetition, clear decision rules, structured or semi-
structured data, frequent handoffs, and measurable outcomes. MagicWorks lists AI workflow automation,
system integrations, smart decision engines and custom automation solutions as service outcomes, with
use cases across sales, marketing, operations, support and recruitment M2 . These are sensible starting
categories because they usually have repeated tasks, visible pain and clear operational owners.

AUTOMATION AREA TYPICAL MANUAL PAIN AI-ENABLED IMPROVEMENT HUMAN ROLE AFTER

AUTOMATION

Lead qualification Every enquiry is treated equally; ~ Score, route and summarize
sales wastes time on poor-fit enquiries using defined

leads. qualification criteria.

Approve criteria, handle
high-value prospects,
review edge cases.

Customer support Repeated questions consume Draft answers, classify issues,
support time; quality varies by route tickets and surface

agent. knowledge-base content.

Resolve complex cases,
update policies, monitor
tone and accuracy.

Sales follow-up Follow-ups depend on memory;
proposals go cold; CRM fields

stay incomplete.

Trigger reminders, draft next-
step emails and update pipeline
stages from activity.

Own relationship,
negotiation and account
strategy.

Recruitment
screening

Teams manually review large
applicant pools and chase
basic information.

Pre-screen against criteria,
summarize candidate profiles
and schedule next steps.

Interview, evaluate fit and
make hiring decisions.

Pull data, summarize variance,
detect anomalies and generate
management notes.

Reporting & analytics Reports are copied from
multiple systems and reviewed

after the fact.

Interpret causes, choose
actions and decide
priorities.

Create first drafts, extract
insights, repurpose approved
assets and summarize
performance.

Content operations Teams repeat research,
drafting, repurposing and

reporting tasks manually.

Set strategy, validate
claims, edit voice and
approve publication.

Five traits of a high-fit first project

TRAIT 01 TRAIT 02 TRAIT 03

High repetition
The task occurs daily or weekly

and consumes meaningful
team hours.

Clear decisionrules

The choices a person makes can
be written down as criteria.

Structured data

Inputs sit in systems you can
reach — not lost in inbox threads.

TRAIT 04
Frequent handoffs

The work moves between people
or systems, creating delay
Or error.

TRAIT 05
Measurable outcomes

You can name the metric that im-
proves — speed, quality, cost.

§ 03 - Value map

READ TOGETHER

If only 2-3 traits are true,
redesign the workflow first.
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The Al automation
readiness scorecard.

Before building, score each candidate use case from 1 to 5 across the dimensions below. A high total does
not automatically mean the project should start first — it means the process is easier to define, integrate
and govern. A low score does not mean the process is unimportant; it may mean the company should

clean data, standardize the workflow or clarify accountability first.

READINESS

DIMENSION

SCORE 1 LOOKS LIKE

SCORE 5 LOOKS LIKE

§ 04 - READINESS SCORECARD

WHY IT MATTERS

Business value

Process stability

Data quality

Integration feasibility

Risk level

Measurement clarity

Owner readiness

HOW TO USE IT

not a build task.

§ 04 - Readiness scorecard

The task is annoying but not
strategically important.

Every person handles the
task differently.

Inputs are incomplete,
scattered, duplicated or
inaccessible.

Required systems are
closed, manual or controlled
by multiple vendors.

Errors could affect legal,
financial, medical, safety or
employment decisions
without review.

The team cannot define
success beyond general
productivity.

No team owns the process or
decision rights.

The task affects revenue,
cost, customer experience,
speed or compliance.

The workflow has
documented steps and
predictable decision points.

Inputs are reliable, structured
enough and available from
known systems.

CRM, website, email, forms,
analytics or internal systems
can connect via APl or
workflow tools.

Errors are low-impact or can
be caught by human review
before action.

Baseline and target metrics
can be tracked before and
after automation.

A named owner can approve
rules, exceptions and process
changes.

Automation effort should be
justified by a meaningful
business outcome.

Al performs better when the
operating process is explicit.

Poor data creates poor
automation and hard-to-
diagnose errors.

Integration determines whether
automation becomes areal
workflow or another isolated
dashboard.

Risk determines the required
governance, controls and
human-in-the-loop design.

Measurement keeps the project
grounded in outcomes rather
than novelty.

Automation fails when
accountability is ambiguous.

Score each candidate on all seven dimensions. A workflow that totals 28+ with no individual dimension
below 3 is a candidate for the first pilot. Anything below 3 on a single dimension is a remediation task —

05
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Prioritization model:
the 2x2 matrix.

Once candidate workflows are scored, place them on a simple 2x2 matrix — expected business value on one
axis and implementation complexity on the other. The best first project is usually high value and low to
moderate complexity. Avoid starting with high-complexity workflows that require uncertain data, multiple
owners, sensitive decisions and unclear baselines. Those projects may be valuable later, but they are poor
first proofs.

HIGH VALUE - LOW COMPLEXITY HIGH VALUE - HIGH COMPLEXITY
Clear workflow, measurable pain, available data Important workflow but many systems, risks or
and manageable risk. stakeholders involved.
)
w
]
- - MAP NOW, PHASE LATER. BREAK INTO
; — START HERE. PILOT WITH BASELINE METRICS. MODULES.
(7]
7]
L
z LOW VALUE - LOW COMPLEXITY LOW VALUE - HIGH COMPLEXITY
g Easy to automate but not important enough to Hard to implement and unlikely to matter for
"TJ change outcomes. the business.
— USE ONLY TO BUILD TEAM CONFIDENCE. — AVOID. DOCUMENT WHY IT IS NOT A PRIORITY.

~ IMPLEMENTATION COMPLEXITY -

E Howtoread it

Use the matrix together with the readiness scorecard. A workflow that lands in the High value / Low complex-
ity quadrant and scores 28+ on readiness is your first build. A workflow in the High value / High complexity
quadrant should be decomposed: identify the smallest module within it that could move into the start quad-
rant on its own, and pilot that instead. The whole-program automation comes after.

DECISION RULE

Do not start more than one automation pilot at a time. Single-pilot focus gives the owner, the data team
and the reviewers the bandwidth to govern the work properly — and it gives leadership a clean before-and-
after to evaluate.

§ 05 - Prioritization 06
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Governance: making
automation controllable.

A responsible AT automation operating model should define decision rights, data boundaries, review points
and escalation paths. NIST states that the AI RMF is intended to improve the ability to incorporate
trustworthiness considerations into the design, development, use and evaluation of Al systems A1l . For an
SME, this does not require a large bureaucracy — it requires a small set of practical controls that fit the risk of
the use case.

ELEMENT PRACTICAL SME VERSION EVIDENCE TO KEEP

Use-case owner One business owner approves rules, success metrics and RACI, approval record, meeting notes.
exceptions.

Data boundary Define which data the automation can access and which Data map, field list, permissions
fields are excluded. record.

Human review Set when a person must approve, override or audit Al Review log, override reasons,
output. sampling plan.

Prompt & rule control  Version important prompts, scoring rubrics and Prompt log, workflow diagram, change
automation logic. history.

Monitoring Track output accuracy, speed, user feedback, failure cases  Dashboard, exception queue, QA
and business impact. samples.

Escalation Define when the automation pauses or escalates to a Escalation rules, incident notes,
person. remediation actions.

m Calibrate controls torisk tier

TIER 01 - LOW TIER 02 - MEDIUM TIER 03 - HIGH

Internal drafts & summaries Customer & pipeline actions Hiring, finance, compliance
Output is reviewed by a person Human approval on every cus- Mandatory human decision; AI as-
before it leaves the team. tomer-facing action. Versioned sists only. Full audit log, defined
Lightweight logging, monthly prompts, weekly accuracy dash- escalation path, quarterly review
QA sampling. board, named owner. by leadership.

§ 06 - Governance 07
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A practical 90-day
Al automation plan.

SECTION

§ 07 - IMPLEMENTATION PLAN

Six phases, mapped to the days available. Each phase produces specific outputs that the owner and steer-
ing group can review before authorising the next.

Days 01-15

Discover

Map processes,
list pain points,
identify candi-
date workflows,
define business
goals.

Outputs:
process map,
use-case inven-
tory, baseline
metrics, shortlist.

Days 16-30

Prioritize

Score use cases,
assess risk,
confirm owner,

select first pilot.

Outputs: readi-
ness scorecard,
pilot brief, gover-
nance checklist.

Days 31-45 Days 46-70 Days 71-85 Days 86-90
Design Build Pilot Scale

Define data Create integra- Run controlled decision
fields, triggers, tions, Al logic, pilot with lim- Compare against

actions, human
review points
and success
metrics.

Outputs: work-
flow design, inte-
gration plan,

prompt/rule spec,

test cases.

ited users or a
selected process
segment.

dashboards,
alerts and ap-
proval flows.

baseline and
decide whether
to scale, revise
or stop.
Outputs: working
prototype, test
log, exception
handling, owner
review.

Outputs: out-
come report,
scale plan, gover-
nance updates.

Outputs: pilot

metrics, accuracy
review, user feed-
back, revision list.

® A note on sequencing

Phases overlap in practice. Discovery findings often
reshape the prioritization criteria mid-stream; inte-
gration tests in the Build phase frequently surface

data issues that should have been caught in Design.

Treat the phase boundaries as review gates, not
handoffs — the same small team should carry the

work end-to-end.

The five-day Scale decision is short by design. If the

pilot did not produce baseline-vs-target evidence,
the right answer is to extend the pilot — not to scale
on optimism. McKinsey research is consistent

on this point: most organisations have broad

§ 07 - 90-day implementation plan

AT experimentation but few have crossed into mea-
sured enterprise value A2 .

Governance work continues throughout. The owner
identified in Phase 2 should be present at every gate,
and the monitoring dashboard agreed in Phase 3
should be live before Phase 5 begins. Without it, the
pilot has no evidence to defend its scale decision.

MagicWorks Al consulting positions readiness as-
sessment, use-case prioritization, model strategy,
ethical secure design and long-term roadmapping
as the building blocks of this work M5 .The

90 days here are the smallest viable form of

that programme.

08
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Metrics that should be
defined before build.

Five families of metrics, each tied to a baseline captured before the pilot starts. If a metric cannot be mea-
sured today, do not promise to improve it tomorrow — instrument first.

B SPEED B QUALITY
Response time, cycle time, handoff time, time to first ac- Accuracy, completeness, rework, error rate, customer or
tion, time to resolution. internal satisfaction.

ADOPTION B COMMERCIAL IMPACT
Percentage of eligible workflows handled through the sys- Qualified leads routed, meetings booked, sales follow-up
tem, user acceptance, override rate. completion, customer retention signals, cost per resolved

request where measurable.

B RISK & RELIABILITY

Exception rate, escalation rate, policy violations, prompt drift, data access incidents and unresolved errors. These are the
metrics that protect the business and keep the project credible with leadership over time.

Six questions to take into the next conversation

Use these as the agenda for the discovery workshop — they are designed to surface ownership, data and deci-
sion rights before any tool selection happens.

01 Which process is most repetitive and painful for your team today?

02 Where does your data live, and which systems currently do not talk to each other?
03 What would a successful 90-day automation pilot prove?

04 Which decisions must always stay with a human?

05 Who owns the process after automation goes live?

06 What baseline metrics can we capture before building?

§ 08 - Metrics & buyer questions 09
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Conclusion.

he best AT automation projects are not tool-led. They are process-led, risk-aware and outcome-

measured. For Indian SMEs, that means starting with a defined workflow, building controls

around the data and decisions, keeping people responsible for high-impact judgment, and prov-
ing value before scaling. MagicWorks can use this readiness model as the starting conversation for
business leaders who want Al automation to become an operating advantage — not another experi-
mental tool.

Request an Al Automation Readiness
Assessment.

A short, structured engagement to map your workflows, START THE ASSESSMENT —

score readiness, identify the right first pilot and define
the governance you'll need around it.

B References

[M2] MagicWorks IT Solutions, Al Automation & Integration. magicworksitsolutions.com/ai-automation-integration/ -
Accessed 19 May 2026. Public page positions Al automation around removing repetitive work, integrating tools, process
mapping, Al decision workflows, monitoring, and use cases such as support, lead qualification, sales, recruitment and
chat agents.

[M5] MagicWorks IT Solutions, Advanced Al Solutions & Consulting. magicworksitsolutions.com/advanced-ai-solu-
tions-consulting/ - Accessed 19 May 2026. Public page positions AI consulting around readiness assessment, use-case
prioritization, custom model strategy, ethical secure design and long-term roadmapping.

[A1] NIST, Al Risk Management Framework. nist.gov/itl/ai-risk-management-framework - Accessed 19 May 2026. NIST
states the AI RMF is voluntary guidance to incorporate trustworthiness considerations into Al design, development, use

and evaluation.

[A2] McKinsey, The state of Al in 2025: Agents, innovation, and transformation.
mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai- Accessed 19 May 2026. Findings include
broad AI adoption, early-stage scaling, agent experimentation and the importance of workflow redesign.

© MagicWorks IT Solutions - Al Automation Readiness, Whitepaper 01/ 2026 10


https://magicworksitsolutions.com/ai-automation-integration/
https://magicworksitsolutions.com/ai-automation-integration/
https://magicworksitsolutions.com/advanced-ai-solutions-consulting/
https://magicworksitsolutions.com/advanced-ai-solutions-consulting/
https://www.nist.gov/itl/ai-risk-management-framework
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

