Creating a Business & IT Strategy
Roadmap from the Ground Up
by Bob O’Hara, Co-Founder/Managing Partner

INTRODUCTION

BUSINESS OBJECTIVES

Over the last several years ResultWorks has

Businesses function best when they can stay

strategy roadmaps for diverse groups in Life

organization. What are the goals:

clinical development to manufacturing for

productivity, or perhaps end-to-end

been involved in developing numerous

focused on the big-picture of the

Sciences from research to pre-clinical and

throughput, compliance, doubling

traditional pharmaceutical,

information flow? Asking an organization to

biopharmaceutical, and vaccines businesses.
While the objectives and the environments

vary widely across companies, our approach
to developing a business and IT strategy
roadmap has been applied consistently.
That approach is framed in ten steps as
follows:

1. Establish Business Objectives
2. Scope the effort
3. Build the right team
4. Define the current environment
5. Agree on the future environment
6. Develop a gap analysis
7. Draft a roadmap
8. Refine and align the roadmap
9. Formalize the roadmap
10. Revisit the roadmap periodically
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The strategy, the supporting

roadmap, and the investment will
be very different depending on
the breadth and depth of the

objectives the business is trying
to achieve.

double productivity elicits a much different
response than merely asking for a 10%

increase in productivity. Another recent goal
from some groups has been “versatility”

since it is not uncommon to hear strategies
to outsource almost any element of a

pharmaceutical company’s operation. The

strategy, the supporting roadmap, and the

investment will be very different depending
on the breadth and depth of the demands
on the business.
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SCOPE THE EFFORT
The goal of getting a laboratory up and

running is quite different than integrating
that laboratory into the end-to-end

workflow of an entire R&D organization.

Taking too narrow a vision likely ensures

that decisions and investments are made for
the short-term and these will have to be
revisited as the needs of the broader

organization are considered. Thinking big
but starting small has great advantages
especially when constructing a strategy

roadmap that plans several years out while
implementing the highest priority needs
first.

the project as trade-offs arise. The best

team members are often the busiest and

most involved people, so the right level of

participation needs to be struck so that “day
jobs” can still be performed. A solid project
management approach will facilitate this
need.

CURRENT ENVIRONMENT
Understanding and documenting the

current environment is almost always

required. There are some organizations

where there really is no process but rather
work efforts that are open to individual

preference. This is more often the case in
smaller, growing organizations. Typically

THE RIGHT TEAM

though, there are some processes and

Engaging the right members and building a

work flows and systems may be suspect or

collaborative team is critical to the success
of strategic projects. Senior leadership,

commitment, and communication is the

cornerstone of that team. They set the tone

for the importance of the strategy and clear
the obstacles to success so that the
objectives can be achieved.

Thinking big but starting small

has great advantages especially
when constructing a strategy

roadmap that plans several years
out while implementing the
highest priority needs first.

The team needs to be cross-functional to

speak for and make decisions throughout
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technology that are working well. Other

even hindrances to meeting newly defined
goals. Analyzing the current environment
establishes a baseline while uncovering

issues in need of better solutions that will
propel the organization forward.

FUTURE ENVIRONMENT
Determining the desired future state

requires some vision and creativity. End-to-

end processes should be considered. “Whatif” challenges to the team should be routine.
Benchmarks against other best-in-class

organizations should be weighed. This is

the “think big” part of the project that will
stretch the organization to reach well
beyond the current state.
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GAP ANALYSIS
The gap analysis defines the delta

Strategy Roadmap Example

between the current and the future

environment. It accounts for the work
effort and the investment needed to
change from the current processes,

technology, and organization to the

desired future end-to-end processes,
integrated technology, and a high

performing organization. The outcome
of the gap analysis is a list of projects

needed to “close the gap” between the
“as-is” and “to-be” states of the

roadmap. Informatics/IT organizations need

organization.

to weigh in on implications and impacts. In

DRAFT ROADMAP

are aligned with the recommendations.

The projects defined by the gap analysis

FORMALIZE THE ROADMAP

is best if the business participates in the

Once the stakeholders are aligned around

stack ranking the projects (A1, A2, A3…) so

confirm that the roadmap supports the

“A1” project.

work has been done, the roadmap should

In addition to the prioritization, there will

communication. This should include

must then be prioritized and categorized. It

the end, it is important that all stakeholders

activity by prioritizing (A, B, C...) and also by

the roadmap, the leadership team needs to

that not everything winds up as a priority

business objectives. Assuming all the right

also be some natural order to projects so
that the work and benefits flow in an

orchestrated way. The draft roadmap
emerges out of this exercise.

REFINE AND ALIGN
Organizational buy-in to the roadmap is as
important as the roadmap itself. The

functional business organizations deserve
an opportunity to provide input to the
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be formalized through organization-wide
commitment to the first year projects
reflected in the strategy roadmap.

REVISIT THE ROADMAP
As the business changes and adapts,

objectives will change, and the roadmap

must be revised to support the business. At
least once a year, typically in the planning
cycle, the organization should revisit the
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roadmap and make adjustments as
necessary.

CONCLUSIONS
If done well, the effort to develop a
strategy roadmap will provide a

vehicle to link business objectives
and business strategies to a well
defined set of projects to achieve

those objectives. By engaging stakeholders
from across the business, it will also
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facilitate collaboration among the functional
areas of the organization as they build and

align around the roadmap from the ground
up. Downstream, the strategy roadmap will
provide a common reference for on-going
decision-making around projects as it

supports evolving business objectives.
For more information, visit our website

www.resultworksllc.com or contact us at

marketing@resultworksllc.com.
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