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Introduction	to	
Digital	Strategy	
Roadmapping



“The best laid plans can still go awry.”
Hurdles to Digital Strategy Execution

VISION

Only 5% of the 
workforce  

understands the 
strategy

PEOPLE

Only 25% of 
managers have 

incentives linked to 
the strategy

RESOURCES

60% of pools don’t 
link budgets to 

strategy

MANAGEMENT

85% of executive teams 
spend less than one hour per 

month discussing strategy

Only 10% of orgs execute 
their strategy



A list of technology upgrades on a 
Gantt chart is not a strategy.

A well-designed strategy answers why we 
are modernizing, what we hope to achieve, 
and how likely our team will accept our 
desired technology modernization



POOL	DIGITAL	ROADMAP	PROCESS

1.	CHOOSE	A	CROSS-DEPARTMENT	
STRATEGY	TEAM

2.	REVIEW	POOL	STRATEGIC	
PLAN	FOR	SYNERGY	WITH	
DIGITAL	PLAN

3.	IDENTIFY	DIMENSIONS
Key	Parts	of	the	Strategy

4.	DIRECTIONAL	GUIDEPOSTS
What	We’ll	Do	Better	Than	Anyone	Else

6.	DEFINE	KPIS
Gauging	Progress

7.	BUILD	ACTION	ITEMS
Major	Activities	in	Multiple	Layers

9.	DESIGN	DELIVERY	TO	
AUDIENCES

10.	DECIDE	FREQUENCY	FOR	
REFRESHING

5.	DESTINATIONS	
(GOALS)

Financial	Impacts	
Risk	Control	
Innovations	
Functionality	Growth	
Automation	(Humalogy)	
Competitive	Position

8.	STUDY	THE	ENVIRONMENT
Creating	Fertile	Ground	for	the	Strategy

Exercises	in	the	workshop

7



Advantages of This Strategy Process

Team 
Alignment

Concise Areas of Focus

Accountability Model

Clarity on  
Outcomes 

Desired

Fertile 
Ground  
Creation

Strategy 
Extension 
Options

This process is a 
dynamic and 

ongoing strategy 
management 

process — it is not 
a time-bound 

document.

This process can be used for any strategy. It is especially designed for digital strategies at the holistic level 
or for a specific area of technology implementation (e.g., an online chat strategy, knowledge management 
strategy, data activation strategy).



There are many excuses used for poor digital  
strategy planning (e.g., speed of change) 

Ownership of the digital strategy has too  
often been given to a CIO or IT side person 

This is a new type of planning, with  
goals that are not well understood 

The action items are often new and  
difficult to achieve in predictable ways

Digital transformation is expensive, and leaders  
often do not have good investment models



Keeping Promises 
to Members 

Members depend on our services for important pieces of their enterprise 
risk management. We have promised to help them with more than pricing 
and availability of insurance products. 

We promised them to be easy to work with and efficient with the 
investments they have made in us…



Advantages of a Standalone Digital Strategy  
• Creates focus on digital maturity  
• Technology changes quickly, as will the strategy 
• There is a complexity to technology that requires a separate strategy

A business and digital strategy 
need to complement each 

other but should not be 
combined at any level of 

detail.



This Strategy Process is Persistent 
It shows a forward-looking slice of time, and you are always 

adjusting to a new future state.



Destination Where the Strategy Take the Pool

Strategy Guideposts Key Priorities

Dimensions Discrete Strategy Areas 

Dimension Goals Outcome Narrative Descriptions 

Dimension KPIs Measurable Goal Analytics

Core Projects Projects/Timelines by Dimensions

Strategy Roadmapping Vocabulary

The Environment Team Dynamics for Accepting the Strategy



KEY CONCEPTS TO IMPROVE DIGITAL MATURITY

Step One: Define the Dimensions 
These are focus areas that will be useful in your digital strategy work.

DIGITAL STRATEGY ROADMAPPING: PROCESS EXPLANATION

Step Four: Improve the Pool Environment for the Strategy 

A strategy always lands within a pool’s culture, skillset, real and 
perceived constraints, and larger market conditions.

Step Three: Build Out Your Core Projects for Dimensions 
Define the combination of action items and the order of these events 
over the given time to reach the destination.

Step Two: Visualize Your Destination 
By defining where you want to be at the end of a specific time 
frame, you will set commitment to your pool's desired state.


Following these steps gives you the best chance to succeed with 
implementing a robust digital strategy roadmapping process.



2. GUIDEPOSTS

DIGITAL ROADMAPPING MODEL VISUAL DIAGRAM

1. DIGITAL DIMENSIONS

STAFF 
TRAINING

DIGITAL 
GOVERNANCEAUTOMATION CYBERSECURITY

2. GOALS & KPIS

• APPLICATION 
KNOWLEDGE 

• DATA 
ANALYTICS

3. CORE PROJECTS 2. GOALS & KPIS

• IMPROVE 
PROCESSES 

• FASTER 
PROCESSING

3. CORE PROJECTS 2. GOALS & KPIS

• GROW 
REVENUE 

• MEMBER 
INSIGHTS

3. CORE PROJECTS 2. GOALS & KPIS

• LOWER RISK 

• BETTER 
RESPONSE

3. CORE PROJECTS

4. POOL ENVIRONMENT





Identify	Roadmap	
Audiences	



Audiences for the Digital Strategy Roadmap

The Leadership Team (so they are aligned on 
goals and making decisions)

The Governing Body (so they are bought into 
the investments and outcomes)

Your Members (so they can have input and clear 
expectations of what you will do for them)

Your Team (so they are inspired about the future and 
understand what we are asking of them)



The Delivery Method for Audiences

Each audience can have a different artifact shared with 
them so they only have the appropriate level of detail. 

Each can be on a different communication cycle: 
quarterly, semi-annually or annually. 

It is important to use the strategy review conversations 
as a method to get feedback and buy-in from all 
parties. Don’t worry about evolving the roadmap!



The consequences of a sub-par digital strategy are 
expensive and possibly devastating.



A well-designed and 
persistently used 

digital strategy will 
pay benefits for 
years to come.



Understanding	
Digital	Dimensions



STEP 1 
DIMENSIONS
The digital strategy dimensions are the 
discrete and key elements of the strategy. By 
defining these areas of focus clearly, it 
becomes much easier to measure their 
successful implementation.


Strategy dimensions will change over time as 
new priorities evolve, and a dimension that has 
been worked on for years is in great shape.

DIGITAL ROADMAPPING



The overall digital strategy is made up of many different 
pieces. Too often leaders focus only on software and 
infrastructure upgrades and not the foundational areas of 
digital maturity required to transform at the needed pace.


During a transformation in which there are hundreds of 
projects you could do, honing in on a handful of dimensions 
helps the team focus on the priorities and makes decisions 
about them easier.

STRATEGY DIMENSIONS 
WHY THIS STEP IS IMPORTANT  



POOL DIGITAL PROFICIENCIES

Individual Digital 
Competencies Commitment to Digital 

Governance
Robust Cybersecurity 
Policies and Practices 

Activated Data

Increased Task Automation 
Within Business Processes

Documented, Modernized 
Enterprise Architecture

Enhanced Member 
Digital Experiences

Integrated Machine 
Intelligence



POOL DIMENSION OPTIONS
Staff Training 
Maintenance and Upgrades  
Digital Governance 
Data Activation 
Cybersecurity 
Automation 
Machine Intelligence 
New Capabilities to Implement 
IT Team Upgrades 
Digital Culture Upgrades

Digital Innovation 
Cloud Migration 
Skills and Hiring 
IOT/Devices  
Enterprise Architecture  
Software Modernization 
Infrastructure Modernization 
Product Development 
Digital Customer Experience

Core dimensions



RECOMMENDED READING

POST A COMPELLING VISUAL SCOREBOARD

Discipline 3

FOCUS ON  
THE WILDLY 
IMPORTANT

Discipline 1

ACT ON  
THE LEAD 

MEASURES

Discipline 2

CREATE A  
CADENCE OF 

ACCOUNTABILITY

Discipline 4

THE 4 DISCIPLINES OF EXECUTION PROCESS

Focus on the appropriate number of strategy dimensions for 
your pool based on the size and ability to invest resources



STAFF	TRAINING
Rationale:	Technology	is	just	a	large	and	complex	set	of	tools.	Without	people	who	can	use	and	improve	
these	tools,	we	are	wasting	resources.	We	know	that	having	a	staff	trained	and	talented	in	technology	will	
improve	our	efficiency	and	boost	how	effective	we	can	be	for	our	members.		

Current	Status:	We	haven’t	invested	in	technology	training	across	all	staff.	We	don’t	hold	our	staff	
accountable	for	being	fully	literate	in	the	technology	tools	we	provide	—	“good	enough”	is	sufficient,	even	
though	it	shouldn’t	be.	

Improvements	Needed:	
• Conduct	technology	training	when	onboarding	new	staff	
• Provide	ongoing	technology	training	for	existing	staff	
• Provide	and	require	improved	training	when	new	systems	are	implemented	
• Provide	training	on	general	skills	like	Microsoft	365	and	Zoom	
• Implement	accountability	measures	for	all	staff	to	be	trained	and	effective	users	of	the	technology	tools	
appropriate	for	their	work	

(From the Sample Roadmap Slides)



<ADD	NAME	OF	NEW	DIMENSION	HERE>
DIMENSION	#

Rationale:	Explain	the	rationale	for	including	this	dimension.		

Current	Status:	Explain	your	pool’s	current	status	with	respect	to	this	dimension.	

Improvements	Needed:	
• Succinctly	describe	the	improvements	your	pool	needs	within	this	dimension.	Use	action	verbs	to	lead	
your	sentences.



Choose	the	
Dimensions	for	

Your	Pool	



Choose the dimensions that are 
most important for constructing 
your pool's digital strategy. 
Begin writing the descriptions for 
each dimension and why they are 
important areas of focus. 
Work on your own (20 min), then 
discuss at your tables (25 min).

Work Time



A strong leader plays a 
very influential role in 
these areas of focus 

because resource 
investments and 

digital maturity flow 
from this decision.



The	Critical	
Challenge	of	

Determining	Your	
Digital	Destinations		



One of the serious mistakes many leaders make is 
not being clear on what the pool needs to achieve 
from its digital strategy.

This is like setting out on a journey without really 
knowing exactly where you are going. The result is an 
inconsistent effort at using technology with little 
support for the overall set of business goals.


Once the destination goals are agreed upon by all, 
the roadmap can then be designed to reach that 
exact outcome with a clear method for accountability.

STEP 2 
THE DIGITAL STRATEGY  
DESTINATION

DIGITAL ROADMAPPING



A strategy roadmap would seem to suggest that a pool is 
trying to reach an outcome. However, many current-day 
digital strategies do not bring clarity as to the 
measurable ways the strategy will impact the pool. 

Your members are building expectations for your 
capabilities based on what they are seeing from other 
organizations they do business with.

STRATEGY DESTINATIONS 
WHY THIS STEP IS IMPORTANT  



Members using digital tools from other organizations 

Self-serve automation capabilities in the market

Member personalization capabilities 

Connected systems that can transmit data in real time

Faster product/service development cycles

Growing abilities for rapid innovation

Outlier encroachment on pool’s services by startups

OUTSIDE FACTORS DRIVING POOL DIGITAL DESTINATIONS 



REACHING A DESTINATION WITH THREE LEVELS OF FOCUS

Guideposts create big-picture 
focus on the general direction 
the strategy roadmap needs to 

take the pool

Dimension-based goals help 
stakeholders understand the 
outcomes you want from that 

unique area of the digital 
strategy roadmap

KPIs narrow the focus 
to specific measurable 
deliverables that make 
accountability easier



DESTINATION COMPONENTS

1. STRATEGY GUIDEPOSTS 
  
Guideposts provide three to five 
technology priorities you commit to 
accomplish that will help your pool 
reach its goals.

Guideposts create big-picture 
focus on the general direction 
the strategy roadmap needs 

to take the pool

Think about where you can post these 
guideposts visibly so people see them every day.



Confidential - Client Restricted to Named Users

To move forward quickly, everyone on your team must understand the overall big 
picture of what you want to achieve with the digital strategy roadmap.


Everything you do with technology should be targeted to achieving your strategy 
guideposts. These act as a "lighthouse in the darkness" to constantly pull your digital 
efforts toward these aspirational statements.

High-level statements about priorities that
shape a pool's future use of technology

DIRECTIONAL STRATEGY GUIDEPOSTS



Confidential - Client Restricted to Named Users

Focus the pool's digital efforts on a 
few key concepts at a time —

and ensure completion

Can be used to bring focus to goals 
in your business strategy

Can help you decide what to reject 
when digital options are proposed

Coordinate your digital priorities so 
everyone understands the strategy 
for winning

BENEFITS OF GUIDEPOSTS



POOL	STRATEGY	GUIDEPOSTS
• Guidepost	1:	We	will	automate	claims	intake	and	underwriting	renewal	processes	
to	decrease	time	to	complete.	

• Guidepost	2:	We	will	improve	our	online	member	portal	so	that	most	of	our	
members	use	it	for	baseline	transactions	with	us.	

• Guidepost	3:	We	will	improve	our	culture	so	that	most	employees	seem	eager	
instead	of	fearful	when	it	comes	to	new	technologies.	

• Guidepost	4:	We	will	improve	the	digital	skills	of	new	team	members	with	more	
robust	technology	onboarding.		

• Guidepost	5:	We	will	improve	our	cybersecurity	defense	capabilities	by	dedicating	
specific	and	accountable	staff	to	the	effort.	

(From the Sample Roadmap Slides)



POOL	STRATEGY	GUIDEPOSTS
• Guidepost	1:	Add	a	brief	sentence	describing	a	digital	priority	for	your	pool.	

• Guidepost	2:	Add	a	brief	sentence	describing	a	digital	priority	for	your	pool.	

• Guidepost	3:	Add	a	brief	sentence	describing	a	digital	priority	for	your	pool.	

• Guidepost	4:	Add	a	brief	sentence	describing	a	digital	priority	for	your	pool.		

• Guidepost	5:	Add	a	brief	sentence	describing	a	digital	priority	for	your	pool.	



DESTINATION COMPONENTS

2. DIMENSION-BASED GOALS 
Remember to follow the laws of 
execution. The more goals you set, the 
more difficult it will be to achieve them 
all. Stick with three to five at the most.

Dimension-based goals help 
stakeholders understand the 
outcomes you want from that 

unique area of the digital 
strategy roadmap

Think about who could be owners of the 
goals. Ownership makes a big difference!



Confidential - Client Restricted to Named Users

Each dimension is called out in the strategy roadmap for a 
specific purpose. Stakeholders need to have clarity on the 
specific goals you want to achieve for that one dimension 
over the time horizon of the roadmap.

These goals are dynamic and may be changed whenever 
the roadmap is refreshed.

Narrative statements that
bring clarity to what you want to 

accomplish within each dimension

DIMENSION-BASED GOALS



GOALS	FOR	CYBERSECURITY

1. Implement	a	managed	detection	and	response	system	in	order	to	
respond	to	threats	in	under	five	minutes.	

2. The	standards	and	protocols	to	report	cybersecurity	events	are	
understood	by	all	staff	(as	is	the	definition	of	“event”).	

3. Upgrade	our	cyber	incident	response	plan	(CIRP)	so	that	it	is	
acceptable	to	our	regulators.	

4. Use	multi-factor	authentication	(MFA)	for	email,	logging	into	to	the	
network	remotely,	and	logging	into	operational	systems	remotely.

(From the Sample Roadmap Slides)



GOALS	FOR	<INSERT	DIMENSION>	(DIMENSION	#)

1. Add	your	goals	in	this	space.	Use	succinct,	clear	language.		

2. Goals	correlate	to	a	dimension	you	have	identified	as	important	for	
your	pool.	

3. Goals	are	shorter-term	aims	of	a	pool	that	help	it	achieve	its	
destination.		



Identify	Your	Pool’s	
Destinations,	

Guideposts	and	Goals	



Work alone on defining 
guideposts (15 min) 

Discuss your guideposts at the 
table (15 min) 

Work alone on goals for 
dimensions (15 min) 

Discuss goals at the table (15 min)

Work Time



What gets measured gets done!

DESTINATION COMPONENTS

3. DIMENSION-BASED KPIS 
  
Key performance indicators provide 
details about how progress toward a 
goal will be measured

KPIs narrow the 
focus to specific 

measurable 
deliverables that 

make accountability 
easier



Confidential - Client Restricted to Named Users

Team members will have an easier time knowing exactly what is 
expected when it is attached to a measurable outcome.

KPIs also provide a method for accountability and reward. When these 
are achieved, the people involved can celebrate and be celebrated!

DIMENSION-BASED KPIS

Measurable outcomes that
clearly show the results you are seeking

Key  
Performance  

Indicators



KPIS	FOR	CYBERSECURITY

• Our	annual	cyber	audit	does	not	identify	any	unaddressed	risk	areas.	

• Our	annual	CIRP	tabletop	exercise	indicates	no	needed	changes	to	our	
plan.	

• Phishing	and	social	engineering	testing	for	staff	results	in	no	failed	
responses.	

(From the Sample Roadmap Slides)



KPIS	FOR	<INSERT	DIMENSION>	(DIMENSION	#)

• Add	your	KPIs	in	this	space.	Use	succinct,	clear	language.	

• KPIs	provide	details	about	how	progress	toward	goals	is	measured.		

• KPIs	are	not	necessarily	associated	with	individual	goals	but	goals	as	a	
whole	(and	therefore	the	destination).	



Develop	Your	KPIs	



Work on KPIs for as many 
dimensions as possible (20 min) 

Discuss with the table (15 min) 

Work Time



Three levels of 
focus will help 

stakeholders be 
very clear on what 

you want to achieve 
with digital strategy.



Accountability	
Measures	



An all too common outcome of building a digital strategy is a failure to 
execute it on time — or at all. There are always day-to-day distractions 
that can get in the way if we let them.

Overlay an accountability model on top of the strategy roadmap 
so there are owners for each dimension and its destinations

Have an owner (or owners) of the overall digital strategy 
roadmap responsible for updating and monitoring 

Meet quarterly and have the strategy owner(s) review 
each dimension’s core project page to monitor progress

If projects are behind, identify reasons, make 
improvements, and adjust the timelines where needed



Homework 
Get with a partner and discuss some of 
your KPIs and how having this level of 
detailed expectation might help you. 

You can also discuss ideas for how to 
implement accountability specifically 
within your pool so you can execute 
cleanly.Progress

Idea
Idea

Idea

Idea

Idea
Idea

Work



Reflections	
From	Day	One



Looking Back on Day One

Tell me about your homework.

How will yesterday’s content 
connect within your pool?

Any questions about the 
process thus far?



The	Importance	of	
Changing	Altitude	



The Importance of Altitude
Remember the wise advice about working on 

the business and not just in the business.

Leaders must have the ability to see the big picture 
interconnectedness of digital transformation, digital 

maturity and all your projects.  

Then, they must have detailed knowledge of the 
project-level achievements so they can hold the pool 

team accountable for progress.



1) Technology is complex and getting more so 

2) Technology is not well understood by many 
leaders who are responsible for strategy 

3) Digital tools improve quickly, are 
expensive and must be modernized — 
forever 

The Unique Challenges of Digital Strategy

What have you already experienced with 
your digital strategy that makes it uniquely 
difficult to plan and manage?



A strong leader shows 
the way with digital 

strategy by having a 
strong vision combined 

with excellent 
execution capabilities.



Planning	Core	
Projects



STEP 3 
DIGITAL STRATEGY  
CORE PROJECT PLANNING

DIGITAL ROADMAPPING

Visualizing action steps makes 
complex strategy easy to 
understand. Use visual language 
to show critical steps and timing 
for each destination.



This part of the strategy roadmap provides clarity on the 
major projects across all dimensions that need to be 
accomplished in order to achieve the strategy destination. 


The following core project planning diagrams help create 
accountability with an oversight process that can be 
reviewed regularly to ensure progress is being made.


This step also focuses the pool's thinking as to

which projects will really move the needle 

on providing value to members.

DIMENSION-BASED PROJECT PLANNING  
WHY THIS STEP IS IMPORTANT  



The purpose of creating a visual version of the strategy 
roadmap is to make it easy to comprehend for non-IT team 
members.

There is a fine line between putting too much information 
or not enough in one visual. For this reason, each pool can 
customize the visual language to something that fits for 
them.

You have reached your goal when anyone inside or outside 
your pool can quickly understand the major activities 
needed in order to have an effective digital strategy going 
forward.

THE CORE PROJECT PLAN  
VISUAL LANGUAGE 



An effective project plan is one that reaches the destination goals and KPIs in 
the most cost-efficient and realistic ways. It is easily understood by any person 
who looks at it.

THE CORE PROJECT PLAN 
VISUAL LANGUAGE 

The project plan does not attempt to show every single action item 
the IT department will be doing during the time frame. It is simply 
meant to show the larger and more critical tasks that must be 
completed.

The project plan needs to be refreshed on a regular 
cycle: quarterly or semi-annually.

TRAINING 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12

Training on the New Claims System 
Level 1 Training

Training on the New Policy Admin System 
Level 2 Training
PowerBI Training



These icons represent specific types of tasks or endpoints for the project. They 
bring some clarity as to what you are looking to achieve from the project.

CONTRACTUAL 
COMMITMENT

STRATEGY 
DEVELOPMENT

INNOVATION 
PROJECT

DOCUMENT / 
REPORT

PROOF OF 
CONCEPT / 
DISCOVERY

ROADMAP 
REFRESH

SECURITY 
ASSESSMENT

THE CORE PROJECT PLAN 
COLORS AND ICONS 

GUIDEPOST 1

GUIDEPOST 2

GUIDEPOST 3

GUIDEPOST 4

GUIDEPOST 5

These colored boxes relate to the guideposts in your strategy. 
They can be used to signal that a project is tied directly to 
completing one of the guideposts.



This icon can be put on a project to denote when its 
completion is a major milestone of note in the strategy.

THE CORE PROJECT PLAN 
MILESTONES AND PROJECT STATUS 

Major Milestone

Underway/Status

You can put these colored bands around any project to 
show the status as far as being on time for completion.



CORE	PROJECT	PLAN	FOR	DIGITAL	GOVERNANCE

GUIDEPOST 3 We will improve our culture so that most employees seem eager instead of fearful when it comes to new technologies.

GUIDEPOST 4 We will improve the digital skills of new team members with more robust technology onboarding. 

GUIDEPOST 5 We will improve our cybersecurity defense capabilities by dedicating specific and accountable staff to the effort. 

GUIDEPOST 2 We will improve our online member portal so that most of our members use it for baseline transactions with us.

GUIDEPOST 1 We will automate claims intake and underwriting renewal processes to decrease time to complete.

INNOVATION  
PROJECT

PROOF OF 
CONCEPT/  
DISCOVERY

CONTRACTUAL 
COMMITMENT

SECURITY 
ASSESSMENT

ON TIME AND 
RUNNING 
SMOOTHLY

IN DANGER OF 
FALLING BEHIND

BEHIND SCHEDULE, 
COULD CREATE 
PROBLEMS

Core Projects 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12

Implement a technology steering committee to 
set priorities and resources
Develop an ABO (application business owner) 
policy

Implement a work-from-home security policy

Develop and train on core application 
guidelines
Upgrade our acceptable use policy for team 
members (adding work-from-home content)

Update the data governance policy

Complete a third-party review of our digital 
governance model

20
22

20
23

20
24

DOCUMENT/ 
REPORT

STRATEGY  
DEVELOPMENT

ROADMAP  
REFRESH

MAJOR  
MILESTONE

(From the Sample Roadmap Slides)



CORE	PROJECT	PLAN	FOR	<INSERT	DIMENSION	NAME>	(DIMENSION	#)

GUIDEPOST 3 We will improve our culture so that most employees seem eager instead of fearful when it comes to new technologies.

GUIDEPOST 4 We will improve the digital skills of new team members with more robust technology onboarding. 

GUIDEPOST 5 We will improve our cybersecurity defense capabilities by dedicating specific and accountable staff to the effort. 

GUIDEPOST 2 We will improve our online member portal so that most of our members use it for baseline transactions with us.

GUIDEPOST 1 We will automate claims intake and underwriting renewal processes to decrease time to complete.

INNOVATION  
PROJECT

PROOF OF 
CONCEPT/  
DISCOVERY

CONTRACTUAL 
COMMITMENT

SECURITY 
ASSESSMENT

ON TIME AND 
RUNNING 
SMOOTHLY

IN DANGER OF 
FALLING BEHIND

BEHIND SCHEDULE, 
COULD CREATE 
PROBLEMS

Core Projects 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12

Describe core project here

Describe core project here

Describe core project here

Describe core project here

Describe core project here

Describe core project here

Describe core project here

Describe core project here

Describe core project here

20
22

20
23

20
24

DOCUMENT/ 
REPORT

STRATEGY  
DEVELOPMENT

ROADMAP  
REFRESH

MAJOR  
MILESTONE



Start	a	Core	Project	
Plan	for	Your	Pool		



Choose two dimensions to work on,  
one being a core dimension 
Work on a core dimension first (15 
min) 
Move to tables with others who 
chose the same dimension and work 
to share experiences and refine 
current thinking (15 min) 
Repeat the same process with your 
second dimension (30 min)

Work Time



A strong leader has a 
good sense of the 

web of interconnected 
projects that support 

the digital strategy.



Identify	Stumbling	
Blocks	



What roadblocks are you most 

concerned with for upgrading 

your digital strategy?

DIGITAL STRATEGY ROADMAPPING ROADBLOCKS



Falling behind on 
project timelines 

across many projects

DIGITAL STRATEGY ROADMAPPING ROADBLOCKS

Needing to make a 
large budget adjustment due to a 

change in resources

Needing to reprioritize 

projects because of 
regulatory changes



Problems with vendors 

or your IT department 
cause skill deficiencies

DIGITAL STRATEGY ROADMAPPING ROADBLOCKS

A new digital opportunity comes 
along that you must 

add to the roadmap

A cyber event or 
software breakage 

pulls lots of resources



Leaders must understand 
there is much more to 

implementing an 
effective digital strategy 

than brainstorming ideas 
in a document.



Closing	Thoughts	
on	Day	Two



OPERATIONALIZING 
THE DIGITAL STRATEGY 
ROADMAP



Let’s Review the Important Steps

Pick the dimensions — the areas of 
focus that will most help your pool.

Develop your guideposts, goals and KPIs 
to use to measure progress.

Carefully consider the core projects 
and the timelines needed to execute.

Do the work to operationalize the plan so 
it lands well with your team.



Your	Roadmap	Team	



ASSEMBLING YOUR ROADMAPPING TEAM

LOOK FOR DIVERSITY: VISION 
SKILLS, AGE, ORG LEVEL

THE MORE AREAS REPRESENTED, 
THE MORE BUY-IN

CONSIDER ADDING GOVERNING 
BODY MEMBERS

THE TEAM IS MORE THAN ADVISORY; 
NEED TO EVANGELIZE AND WORK



Continuous	Dynamic	
Review	



DIGITAL STRATEGY ROADMAPPING

Develop a rhythm of updating your pool’s strategy on a rolling basis. Do a reality check and 
adjust the refresh timing as needed. While doing the refresh, add projects or move projects 
further down the timeline if they are delayed. Any adjustments should still point toward the 
agreed-upon guideposts, goals and KPIs. 

See below how to mark strategy refresh frequency.

REFRESHING THE ROADMAP

20
20

20
21

20
22

Skills and Hiring 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12 1 2 3 4 5 6 7 8 9 10 11 12

Change Management Skills 
Change management capability development 



PERSISTENT REVIEW PROCESS

The plan owner has the responsibility for 
presenting the progress report

Do this quarterly because technology 
changes so quickly

If major changes are made, be sure to 
communicate again

The strategy team can make 
adjustments to any piece of the plan 



REASONS TO REFRESH DIGITAL PLANNING

Member FeedbackTeam ChangesChanging PrioritiesBoard Requests



Environmental	
Factors	



THE ENVIRONMENT

DIGITAL ROADMAPPING

A digital strategy only comes to fruition if your team 
members choose to support it. With any new 
technology improvement, there may or may not be 
fertile ground for progress to land. When team 
members do not understand the reason for a new 
tool and have little prior knowledge of best 
practices, the likelihood that they will implement and 
use the technology is low. 

The more your pool can create an environment that 
is excited about accepting and supporting digital 
transformation, the faster the pool will flourish.

STEP FOUR



Digital strategies will always drive change in the 
pool. To the extent that some of the changes will 
be uncomfortable, leaders must address how to 
create fertile ground for the strategy to land in.


In this step, evaluate what could cause 
acceptance of the strategy to be low and look for 
methods to improve the energy level for execution 
on the action items.

DIGITAL STRATEGY ENVIRONMENT 
WHY THIS STEP IS IMPORTANT  



Digital Culture

Culture is made up of the retained stories, beliefs, 
biases, norms, accepted behaviors and accepted 
levels of work ethic. 

Digital culture is all of these as they pertain to 
technology implementation and usage. All pools 
have an unspoken adaptability comfort level as to 
the pace and level of change. If the culture is not 
conducive to rapid digital transformation, no 
strategy will speed up results.

Resistant 
To Change

Adaptive 
To Change



The best strategy will not work if 
those who must implement and 
use the digital tools have no 
emotional connection to seeing 
it through.  

There must be at least a 
psychological reward from 
doing the work in the strategy so 
they will give their best efforts.

Motivation and Will of Team Members



If your pool has gaps in skill and 
knowledge of digital tools and concepts, 
it will lack ability to execute quickly and 
its strategy will struggle.

Digital Skills and Knowledge



Key Opinion Leaders Buy-In
Every pool has key people others look to for guidance and opinions. 
These might be governing body members, pool leaders, longtime team 
members, team members with deep skills in specific areas, and vocal and 
influential people from member entities.   

A meaningful percentage of these leaders must be excited and 
supportive of the strategy for it to be implemented smoothly. If a handful 
of them go against the grain, it will cause much friction. 



It can be emotional for team members to have a humalogy balance of 
people and technology completing processes. 

For the automation pieces of a digital strategy to land with complete 
effectiveness, the people who will play a role in making it happen must 
feel like they had a say in the development. They must also be able to 
understand what the future plan is for the use of digital tools and the 
people using those tools.

Pool-Wide Acceptance



Personality styles dictate how people 
work together and also their style of 
approach for work to be done. 

The mix of personalities on any team 
creates the alchemy that drives 
performance

Resource Availability

For a digital strategy to be executed 
with excellence, resources such as the 

financial budget, time and energy 
must be at needed levels. A great 

plan without resources to execute is a 
dream — not a roadmap.  



Working Environment

The working environment (everything from your physical 
office space to your remote work support systems) can have 
a big impact on how a team works together. This will 
positively impact the speed of strategy implementation, the 
likelihood projects will be completed on time, and whether 
digital knowledge will get transferred.



Pace of Change Tolerance

For a strategy to be executed with excellence, the 
team that will be making the changes and living with 
them in their careers must be comfortable accepting 

the pace of change.  

People do not hate all change — they typically dislike 
change they do not understand or change that 

comes at them too fast and disorients them.



(From the Sample Roadmap Slides)



Work Time
Rank the environmental factors 
that will have the most influence at 
your pool (15 min) 

Discuss at your table what actions 
you can take to improve the 
environment for a strategy to land 
(25 min)



Putting	It	Together	
and	The	Leadership	

Imperative	



At times, there are specific dynamics you'll want to see 
or track for your pool and its roadmap. If a pool wants 
to take their strategies to the next level, here are four 
common analyses:

DIGITAL STRATEGY 
BUSINESS ANALYSIS

FINANCIAL

TECHNOLOGY DEBT

INCENTIVE

Financial Analysis

Technology Debt

Incentive Encouragement

Resource Analysis



Client has requested to include the Financial Overlay. Each roadmap 
dimension will be accompanied by a package of slides like these, outlining the 
financial analysis. The analysis runs five years.


• Overall Return: For each dimension we begin with the j-curve showing how 
the return performs overall. 

• Rate of Return: This slide shows the math year-by-year and across the five-
year span. 

• Costs: Each of the projects listed in the dimensions will come with a price 
tag. This slide totals the related project costs. 

• Benefits: There are many centers of benefit possible to any project. On this 
list we detail the quantifiable and non-quantifiable benefits, totaling 
estimated benefits where possible.

FINANCIAL

FINANCIAL EXTENSION



This roadmap has a corresponding spreadsheet providing more detail on the 
financial analysis. It will provide clarifications to things such as:


• Cost Estimations: Prices for projects come from available comparisons, 
FPOV market experience, and known or researched budget items. Specific 
notations are captured in the spreadsheet. 

• Resource Estimations: There’s a resource cost accompanying any 
technology investment made. Based on averaged resource costs, we 
attempt to project changes to resource needs and resulting budget impacts. 

• Quantifiable and Non-Quantifiable Benefits: Non-quantifiable benefits are 
captured in the benefit analysis but have no dollar amount tied to the rate of 
return.

FINANCIAL: ADDITIONAL DETAIL

FINANCIAL EXTENSION



Each Financial Overlay slide will have this same green border. We want to 
give you a sense of cost, benefit and rate of return. This slide covers the 
costs associated with a dimension.

Automation 2020 2021 2022 2023 2024 FIVE-YEAR TOTAL

Client Onboarding Optimization $100,000 $100,000 $150,000 $100,000 $100,000

Client Self Service Portal $15,000

Client Engagement Letter $86,200 $86,200 $86,200 $86,200 $86,200

Client Scheduling $13,500

Client Onboarding and Engagement Teams $32,400 $82,400 $82,400 $32,400 $32,400

Client Collaboration Platform
Document Management Workflow $30,000 $30,000 $30,000 $30,000

Billing and Time Tracking $10,000

Tax Data Entry and Audit Automation $15,000 $10,000 $10,000 $10,000 $10,000

Relationship Journey Mapping
Engagement Forecasting
Client Proposal Process Automation $15,000 $15,000 $15,000 $15,000 $15,000

Financial Operations
HR Systems Integration and Workflow $15,000 $15,000 $15,000 $15,000 $15,000

Payroll Process Modernization
IT Customer Service $25,000 $25,000 $25,000 $25,000

TOTAL $263,600 $402,100 $413,600 $313,600 $313,600 $1,706,500

COSTS

AUTOMATION



This slide examines the different categories of benefit – both quantifiable 
and non-quantifiable. More detail for each line item can be found in the 
associated spreadsheet.

BENEFITS

Automation 2020 2021 2022 2023 2024 FIVE-YEAR TOTAL

Cost Savings 
-Doc Mgmt. efficiency gains (Paper Save)

-Automate PBC Management process

-Tax Data Entry & Audit Automation

-FinOps Automation Closing/Reporting

-Remove 1.5 FTEs for rekeying new client info

-Proposal and engagement letter efficiencies

-Improved leverage through forecasting

-Service desk ticket deflections

$0 $378,201 $421,101 $428,001 $441,801 $1,669,105

Cost Avoidance 
-Replacing Manage Engine

$0 $12,000 $12,000 $12,000 $12,000 $48,000

Revenue Gains 
-R&D Partner Network Scaling

$0 $0 $0 $0 $0 $0

Non-Quantifiable Cost Savings 
-Business Continuity

-Tighter data controls throughout client lifecycle

-Improved Client UX

-More consistent / enriched data

-Removal of mundane tasks for Client team

-Enterprise-wide service mgmt. tools

-Head count justification within shared service depts.

$0 $0 $0 $0 $0 $0

Non-Quantifiable Cost Avoidance 
-Disaster recovery and service disruption

$0 $0 $0 $0 $0 $0

Non-Quantifiable Revenue Gains $0 $0 $0 $0 $0 $0

TOTAL $0 $390,201 $433,101 $440,001 $453,801 $1,717,105

AUTOMATION



RATE OF RETURN
After discussing costs and benefits, this slide is designed to provide 
projections for the rate of return. More detailed analysis can be found in 
the project spreadsheet.

Automation 2020 2021 2022 2023 2024 FIVE-YEAR TOTAL

Sub-Total Costs $263,600 $402,100 $413,600 $313,600 $313,600 $1,706,500

Grand-Total Benefits $0 $390,201 $433,101 $440,001 $453,801 $1,717,105

Annual Costs/Benefits Total $263,600 $11,898 $19,501 $126,401 $140,201 $10,605

Cumulative Total $263,600 $275,498 $255,997 $129,596 $10,605

Annual Return on Investment 100% 3% 5% 40% 45% 1%

AUTOMATION



OVERALL RETURN

Automation 2020 2021 2022 2023 2024 FIVE-YEAR TOTAL

Subtotal Costs $263,600 $402,100 $413,600 $313,600 $313,600 $1,706,500
Grand Total Benefits $0 $390,201 $433,101 $440,001 $453,801 $1,717,105

Cumulative Total $263,600 $275,498 $255,997 $129,596 $10,605

Annual Return on Investment 100% 3% 5% 40% 45% 1%

-$300,000.00

-$225,000.00

-$150,000.00

-$75,000.00

$0.00

$75,000.00

Aug-24 Jul-09 Jul-09 Jul-09 Jul-09

AUTOMATION



A digital strategy must be looked at through the lens of how 
Express is leveraging technology tools when compared to 
competitors. It is not necessary to be better than all of them with all 
kinds of technology. At the same time, it is not wise for us to be 
underpowered when compared to them in general.


The term technology debt has become popular as a way to 
describe where an pool is behind with their technology maturity. 
The following slides use a competitive analysis to help us estimate 
where we are when compared to the market.

TECHNOLOGY DEBT

TECHNOLOGY DEBT EXTENSION



We have created an easy-to-understand scoring system for describing 
whether you are in debt when compared to needed performance levels.

TECHNOLOGY DEBT: CALCULATION

TECHNOLOGY DEBT EXTENSION

LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5LEVEL 0

At this level, you 
are disastrously 
behind where you 
need to be with 
digital, and 
members are 
angry with you.

At this level, you 
are underpowered 
and doing too 
many tasks 
manually. This 
slows down your 
member 
performance.

At this level, you 
are operating in an 
acceptable 
manner to 
members, but just 
barely so.

At this level, you 
are good but not 
great. Members 
might be fine with 
that, but team 
members see all 
the problem areas 
that could be 
improved.

At this level, you 
are doing well with 
technology in all 
areas of the pool. 
Some members 
might see you as 
having a "digital 
halo."

At this level, you 
are maximizing all 
that can be done 
with technology in 
a pool. Members 
notice and are 
proud to use your 
digital tools.
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LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5LEVEL 0

DATA ACTIVATION: 
• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

INNOVATION: 
• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

MEMBER SELF-SERVICE TECHNOLOGY: 
• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

CONSEQUENCES: 
Narrative that describes the operational consequences from being in debt

SAMPLE TECHNOLOGY DEBT EXTENSION
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LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5LEVEL 0

MAINTENANCE AND UPGRADES: 
• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

CYBERSECURITY: 
• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

MODERNIZATION: 
• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

• Example of specific area of debt

SAMPLE TECHNOLOGY DEBT EXTENSION

CONSEQUENCES: 
Narrative that describes the operational consequences from being in debt



Aligning incentives to the desired strategy destinations is the best 
way to tilt the scales in your favor for completion. 


Too often team members are handed a strategy that will create more 
work for them on top of their regular jobs, without any particular 
reward.


To be fair and effective with the team members who are critical to the 
success of different dimensions, this extension helps to codify the 
methods for using incentives to create the behavior the pool needs.


NOTE: There are multiple kinds of incentives that can be offered. 

INCENTIVE ENCOURAGEMENT 

INCENTIVE EXTENSION



SME Bonus Plan: Each of the named SMEs who help with the implementation of the 
automation process is eligible to receive a $2,000 bonus to be paid three months after 
the project is completed and the automation is fully live.

IT Developer Bonus Plan: Each of the named IT team members assisting with the 
automation implementation is eligible to receive a $1,000 bonus to be paid three 
months after the project is completed and the automation is fully live.

Automation Process Owner Bonus Plan: The automation process owner is able to 
receive a bonus of 10 percent of the year one stated savings or profit increase if the 
project is on time and on budget. The budget or timeline may change only if approved 
change orders are created by your pool.
 

PERFORMANCE BONUSES

SAMPLE INCENTIVE EXTENSION

DESTINATION DIMENSION: AUTOMATION



COMP TIME PARAMETERS

SME Comp Time Plan: Each of the named SMEs who help with the 
implementation of the data activation process will receive two days of PTO for 
every month of the implementation program.

IT Developer Comp Time Plan: Each of the named IT team members assisting 
with the data activation implementation will receive two days of PTO for every 
every month of the development work on defined projects.

Automation Process Owner Comp Time Plan: The data activation process 
owner will receive one week of PTO for every three months of the implementation 
program.

DESTINATION DIMENSION: AUTOMATION

SAMPLE INCENTIVE EXTENSION



This extension can be done on a dimension by dimension basis. If a leader is 
concerned about having the resources available to execute on the digital 
roadmap for the chosen dimension, a deeper analysis of the resources 
needed can be done.


• Financial Resources: What are the costs for the software licenses, 
hardware purchases and labor costs to execute on this dimension? 

• Internal Skills: Does the pool have the skill resources on the team to 
execute on the core projects assembled for this dimension? 

• Time to Execute on Tasks: Time is a most precious resource. Leaders 
must be realistic about the time needed, and available, to execute on core 
projects. 

• Resource Dependencies: There are often dependencies between 
dimensions. Do we have the resources available to complete work on  
other dimensions that enable the evaluated dimension to function?

IDENTIFYING RESOURCE GAPS
RESOURCE ANALYSIS EXTENSION



SAMPLE: AUTOMATION

RESOURCE ANALYSIS EXTENSION

• Financial Resources:  
Resources Needed:

Resources Available:


• Internal Skills: 
Resources Needed:

Resources Available:

• Time to Execute on Tasks:  
Resources Needed:

Resources Available:


• Resource Dependencies: 
Resources Needed:

Resources Available:



LEADERSHIP VS. MANAGEMENT 

• Leaders set the vision for the pool. No 
one else has that responsibility. 

• The digital strategy roadmap is one of 
the most important elements of vision 
for a pool today. 

• Mistakes made today will be amplified 
in the future if the pool ends up in 
technology debt.



HIDDEN LEADERSHIP ADVANTAGES

THE ABILITY TO LEAVE A LEGACY 

SIMPLIFY THE COMPLEXITY OF DIGITAL 
STRATEGY PRIORITIES

CONFIDENCE WITH INVESTING IN 
TECHNOLOGY AND PEOPLE SKILLS

A STRONGER ABILITY TO IMPRESS AND 
HOLD ONTO “A”-TEAM MEMBERS 



Implementing and 
managing an excellent 

digital strategy 
process is a 

leadership imperative.

If not you, then who?


