
The Next Phase of iPaaS

The future of automation won’t be led by IT or LOB —  
at least, not alone

How to fail to solve a problem

When your company is growing — particularly when it’s growing fast — that growth is 
your #1 priority, every minute of every day. Every team is focused on building products, 
bringing them to market, and delivering the best they can for your customers. Who has 
time to worry about the applications you’re using to do it?

As the ones in charge of wrangling that patchwork of platforms and SaaS systems, 
CIOs and other systems execs are intimately familiar with the struggle of managing 
a sprawling tech infrastructure. On average, companies use nearly 140 unique 
applications — not to mention the huge number of integration tools required to 
connect them all. It’s not easy to control app sprawl and keep everything secure while 
still moving fast enough to meet the needs of the business.

This is where automation comes in. iPaaS (integration platform as a service) is a 
technology for integrating and orchestrating all of a company’s other software 
solutions. In theory, iPaaS makes everything manageable. But the reality is a lot less 
rosy.

Today’s businesses usually find themselves in one of two buckets when it comes to 
automation: either breakers or controllers. In high-growth tech companies where 
speed is measured in days or minutes, whatever works in the moment is good enough 
for now, and any future consequences are left as a problem for “future me.” On the 
other hand, organizations that have been around for a while might want to embrace 
new technologies, but struggle because of cumbersome legacy systems and IT-centric 
processes that measure speed in months, if not years.

In either scenario, automation is treated as a string of zero-sum tradeoffs: speed vs. 
stability, agility vs. security, growth vs. longevity. Both approaches acknowledge that 
there’s no time to lose in solving these issues — but, in both situations, the solution has 
already come too late.
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Automation has been artificially constructed as a tug of war between the lines of 
business who want agility and productivity, and IT, who demands security and control. 
Both solutions have their strengths and weaknesses, but neither offers a sufficient 
answer. Let’s take a closer look at both.

“The old way of doing things (manual work or custom builds) is time and 
resource-intensive. Just scoping can take two months. With Workato, 
you can build a recipe in about two weeks. The time to development is 
now cut down to ¼ of the time.”

  P A D M A J A  D A S A R I ,  

H E A D  O F  I N F O R M A T I O N  S Y S T E M S ,  N E X T D O O R

Breakers: The ‘free for all’ model

When the lines of business run they show, they want to move fast and break things. 
Breakers take a hands-off attitude, giving each department carte blanche to pick up as 
many tools as they need to get today’s assignments done today.

This approach definitely has its benefits. Time to value is virtually nil. With few or no 
hurdles in the purchasing process, it’s easy for individual departments to acquire the 
tools they need to do their work. And because modern SaaS apps put an increasing 
emphasis on having low code/no code offerings for citizen developers — both for 
tools like project management or marketing software and the technology needed to 
connect them — these solutions won’t eat up much (if any) IT time. At least for now.

But all those fast advantages come at a heavy long-term cost. Companies can 
implement countless applications and spend hundreds of thousands of dollars. And 
what did they get? A rough patchwork of point-to-point solutions siloed within their 
own departments, slowing development, and putting your data at risk.

There’s something appealing in being a scrappy team that moves fast, but when it 
comes to customer data, you can’t afford to take shortcuts. For instance, IT assumes 
that there’s customer data stored in the CRM and ERP, so even in a fast-moving 
company, someone is watching those platforms closely.
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But what if the customer success team keeps their own project management tool with 
all kinds of customer data in it? If IT isn’t aware of that data source, they can’t protect 
it from a breach. Now the entire organization has been exposed to potential risk. With 
no central record of which tools exist and what data they contain, governance and 
regulatory compliance become a virtual impossibility.

Even worse, the mess of tools ends up stifling innovation. When everyone is using 
different tools with different priorities and different objectives, you inevitably end 
up with silos and fractured data. There’s no way to bring these diverse perspectives 
together to create unique solutions. In fact, it might lead to missed opportunities for 
more efficient processes or even better products because the team couldn’t work 
outside their specific point solutions. 

Controllers: The ‘under lock and key’ model

On the opposite end of the spectrum, the controllers trust their IT leaders to establish 
strict processes for obtaining new technology and thick rulebooks on the whos, 
hows, and whens of using that technology. This is the most traditional model for 
implementing iPaaS.

Conventional iPaaS is fantastic for comprehensive data governance and regulatory 
compliance, and it massively cuts down on duplication problems. And for 
organizations struggling to make the transition to the cloud, there’s nothing better. IT 
can tailor a highly customized environment that’s ideal for this specific organization 
and its uniquely complex infrastructure, smoothing over any possible interruptions and 
reassuring stakeholders who might be nervous about the jump to cloud.

But it’s getting harder and harder to make an argument for this approach. Highly 
technical automation requires a lot of hand-coding in a time when most companies 
don’t have the engineers to spare. It also deepens the divide between business and IT, 
turning the lines of business into “customers” who lob lists of requirements over the wall 
for IT to implement without sufficient time, resources, or context.

Turning IT into gatekeepers for the entire organization slows development and can 
lead to frustrating bottlenecks. As an approach, it is often more expensive up front 
and usually results in long request queues with multiple rounds of back-and-forth 
before everyone is happy with the solution. And, of course, it makes it difficult to iterate 
and build, because each change must go through the same gauntlet of checks and 
approvals.
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Throw everything you know out the window

It’s not easy to control app sprawl and keep everything secure while still moving fast 
enough to meet the needs of the business. Balancing the scales might call for a whole 
new perspective on the role of integration and automation.

By the time the breakers recognize the need for automation to clean up the web of 
SaaS apps, it’s probably already too late. On the other side of the coin, the controllers 
might not realize they need a better approach to iPaaS until shadow IT gets so out of 
hand that they can’t ignore it anymore. Either way, if the situation is severe enough that 
it’s made it to your roadmap, the entire company has been feeling the pain for a while.

That’s the bad news. The good news is that you no longer need to choose between 
these two extremes. There’s actually a new choice, one driven by innovation in user 
experience and where security and governance reign supreme — all while retaining the 
capacity to scale as quickly as needed.

Automation has emerged as a totally new discipline, giving business users the tools 
they need to manage their apps more effectively. You need a game plan for tackling 
those apps that puts you in control and gives you the best of all possible solutions.

“There was no risk involved with Workato. We are able to try a recipe, see 
that it works, and expand from there.”

  N A V I N  G O P A L ,  H E A D  O F  I N F O R M A T I O N  

T E C H N O L O G Y ,  P H A R M A  L O G I S T I C S
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Rewriting the rules on automation

In the conventional approaches to iPaaS, the breakers get speed and agility, but they’re 
building up a glut of SaaS applications that someone, someday, is going to have to 
clean up. And the controllers are keeping the programs that IT knows about under 
tight supervision at the cost of innovation — and, let’s be honest, there’s a lot that IT 
doesn’t know about.

But here’s the thing: neither of these approaches is solving for what really matters. 
Whether they’re putting process first or letting teams bring in new applications on 
a whim, both strategies are solving for a moment-in-time problem that, ultimately, 
doesn’t satisfy anyone. Why are we letting the limitations of immature or outdated 
technology dictate how we connect our systems and applications? Why do companies 
have to choose to be one thing or the other?

Instead, we need an approach to automation that fosters innovation, improves 
creativity, and helps to build collective knowledge. Believe it or not, such a solution does 
exist.

“Workato can address our technical needs across all use cases, and 
there’s a very short learning curve — the business can see value much 
faster than other solutions.”

  N A V I N  G O P A L ,  H E A D  O F  I N F O R M A T I O N  

T E C H N O L O G Y ,  P H A R M A  L O G I S T I C S

Living in a digital world

A few years ago, you could share data with a colleague by writing something on a 
post-it and walking it over to their desk. But that’s just not the world we live in anymore. 
The business world was already trending toward more remote and hybrid work when 
the global pandemic accelerated the need for digital transformation. These days 
virtually everything has to be digital — and that means more SaaS solutions, more 
integrations, and, of course, more automation.
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When we think about which departments are the most heavily automated, the answer 
seems obvious: IT and engineering. And, in our recent Work Automation Index, that is 
exactly what we found. IT and engineering account for nearly 40% of all automated 
processes, followed by finance and accounting at just over 26%. But that may not 
always be the case.

Workato Work Automation Index 2021

In a world transformed by the COVID pandemic, pretty much every department is 
adding more and more automated processes — but IT and engineering are piling on 
the automations at a slower rate than the rest of the business. Customer support, 
historically the least automated of all corporate functions, has nearly tripled the 
number of automations year over year.

 Workato Work Automation Index 2021
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Across the business, every department has started catching up to IT in terms of 
automation — a trend that has only been accelerated by the increasingly virtual and 
hybrid world of the new business landscape. The number of companies with five or more 
departments turning their processes over to automation has doubled since the onset of 
the pandemic, and there is no reason to expect that trend to stop.

Workato Work Automation Index 2021

Obviously, the world is ready to embrace automation. So why are so many companies 
struggling to make that a reality? 

Where’s the creativity?

By establishing iPaaS as an independent discipline, owned by neither IT nor the lines of 
business, automation can open up whole new horizons for the company. But without 
that discipline, there just aren’t the same opportunities for collaboration. Instead, you 
have frustration, friction, and silos.

Imagine an ordinary, mid-sized company. Every sale requires taking a quote in Salesforce 
and moving it step-by-step through fulfillment and invoicing. This is a complicated 
process, involving CRM, ERP, comms tools such as Slack, product and finance software, 
and more.
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Between the finance and sales operations teams, they have a very clear understanding 
of all the steps involved. But, while they may be able to describe every step in detail, they 
don’t really understand the technical aspects of getting data to flow through all the 
relevant systems. If they’re left completely in charge of their own software, these will all 
be manual processes.

On the other hand, if they call on IT to help them scale, the engineers will mostly build 
integrations that rely on a highly technical iPaaS solution that the sales ops can’t possibly 
understand, let alone vet and validate.

In the end, the finance and sales ops teams get so frustrated that they decide to avoid 
IT altogether. But, without the right technical knowledge, they have limited options for 
automation. In the end, they probably resort to a point solution like Zapier that at least 
uses human language that they understand — and they don’t need to wait for IT to 
implement it. But then IT has no oversight or governance. And with customer data on the 
line, that’s a massive risk.

The whole relationship has been reduced to an exchange of needs and solutions. It might 
satisfy the brief, but it does so by treating coworkers like they’re serving entirely separate 
organizations and goals. There’s no room for collaboration, and nothing to spark 
creativity.

“This is a space where IA, when applied to the Workato automations, can 
tackle ideas which normally would not be possible.”

V I N A Y A K  V A R M A ,  I T  D E V E L O P M E N T  S E N I O R  

T E A M  L E A D ,  A T L A S S I A N

When automation becomes innovation

Now imagine the same company, but give them a modern enterprise automation 
platform. The sales and finance teams can use codeless, drag-and-drop tools to build 
out rudimentary automations to take over the processes that, historically, they’ve always 
had to do manually.
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Because the basic flow already exists, IT has a much easier time understanding what 
they’ve been trying to accomplish and why. They can quickly build any additional 
customizations that were too technical for sales or finance to build on their own. And, 
because now IT has the whole picture, they may be able to suggest refinements or 
better tools that could make the process of logging a sale more efficient for everyone.

Because there’s so little overlap in expertise, it’s all too common for non-technical 
employees to become de facto “customers” of IT, either special-ordering custom 
integrations or reluctantly accepting off-the-rack technology that doesn’t quite fit their 
needs. That breeds an us-vs-them mentality that really doesn’t help anyone.

With an iPaaS solution that combines the business domain of the LOB experts with the 
technological expertise of IT, teams have a chance to learn from each other. Instead of 
solving one-off issues, they find themselves looking for bigger problems and solutions 
that can have company-wide impact.

Instead of being the wedge that widens the gap, automation technology can become 
the bridge between IT and LOB, giving them an opportunity to collaborate, instead of 
tossing requests across the divide.

Bringing these distinct perspectives together opens up a new world of possibilities. The 
entire company becomes more efficient and more creative, better able to respond 
to changing markets — and maybe even better able to develop inventive, ground-
breaking new products.

“While we started with the order-to-cash process, we know that the 
possibilities are limitless with Workato and automation. So now when 
we have a business problem, we think ‘how can we automate this?’ 
rather than adding more headcount.”

  P R I Y A  D O D W A D ,  L E A D  S O F T W A R E  E N G I N E E R ,  

R A P I D 7
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Workato: Enterprise automation that does more

When you bring IT and business users together, you end up with a perfect mix: 
understanding of the fundamental problems and context, combined with expert 
technologists who can architect the best solution. Many iPaaS technologies in the past 
have aimed for this goal, but, because they were either too technical for the business 
users or too limited for the IT users, they have always fallen short of that promise.

Workato takes a more balanced approach to iPaaS, accounting for the needs of all 
stakeholders. For both groups to thrive, you need a user experience that anyone can 
understand, that connects with everything (no matter how many apps you have), and 
is built to scale on a cloud architecture.

With this approach, you have an opportunity to introduce utterly new domain expertise 
into the business — automation. The people who know the company and operations 
best can introduce new ideas to IT, while at the same time learn from them how to 
make it possible. But that only works if the iPaaS is built with both people in mind.

Only Workato was created intentionally to serve this purpose. Our human-language 
interface allows anyone to learn and discover new ways to help the business with 
automation, while maintaining total control and governance through IT and business 
systems.

We built our iPaaS solution to redefine what’s possible:

● Build together. Get everyone on the same page with a low-code interface for 
business and enough power for IT to automate even the most complex processes.

● Adapt faster: Put your existing technology to work and go from idea to automation 
in hours instead of days.

● Use it everywhere. Support the full scale and diversity of your automation needs 
across the entire enterprise.

● Govern collaboratively. Give every team the power to automate safely with 
consistent security and governance.
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A recipe for success that anyone can follow

With Workato, it’s easy to implement 
integration-led automation to power 
experiences, processes, and teams. Just use 
our simple visual interface to define your 
triggers, line up actions, and establish basic 
logic flows that can accomplish pretty much 
anything.

For example, say you want to flag support 
tickets from upset customers so they get 
even more prompt service from your success 
team. Using your existing SaaS solutions, you 
can automate a process to identify tickets 
with an angry tone and send an immediate 
notification to the account rep. 

Workato comes packaged with thousands of 
prebuilt connectors for the applications you 

use every day, including ERPs such as NetSuite and Sage Intacct, Salesforce and other 
CRMs, IT platforms like Jira, HR such as Workday, and everything in between. Not to 
mention that you have the ability to make your own connectors using our simple SDK. 
And since Workato can adapt and change as your organization scales and grows, the 
possibilities are truly endless.

But the real magic isn’t just connecting software — it comes from getting innovative 
ideas from across the organization that IT can implement so easily to become the hero 
that they’ve always wanted to be.

With Workato, you will find countless new opportunities to grow, innovate, and 
establish your value as a strategic partner to the whole business.

“Now, we’re looking at parts of the business that maybe feel underserved 
and thinking about ways we can use Workato and automation as a 
practice to improve those areas.”

  P R I Y A  D O D W A D ,  L E A D  S O F T W A R E  E N G I N E E R ,  

R A P I D 7
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