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When your employees collaborate to create proposals and other 
documents, they’re able to make edits and suggest changes 
without the hassle of sending multiple versions through email. 
Your clients’ sensitive information is kept secure from prying 
eyes, yet it’s available instantly to key individuals who have been 
granted access.

Employees communicate efficiently no matter where they are in the world, staying 
productive with mobile devices even when they’re on the road. And they’re able to 
quickly find experts in other departments or offices, maximizing the value of your 
organization’s institutional knowledge.

That’s what life at your firm could look like by embracing the digital workplace. 

The digital workplace brings together a range of new integrated solutions, including 
social, mobile and 
their productivity, 

collaboration, in a way that helps companies dramatically improve 
efficiency, innovation and collaboration. Organizations 

have found the digital workplace particularly transformative by breaking down 
barriers to communication and knowledge sharing – helping organizations be more 
agile and responsive to change.

Unlike a manufacturing company, for example, firms in law, accounting, engineering 
and other specialties are typically made up of knowledge workers, the majority of 
whom are highly compensated and engaged in non-repetitive tasks that require 
constant access to internal sources of knowledge and best practices. Given this, any 
incremental increases in productivity and effectiveness have a multiplier effect on 
profitability, while more time for innovation drives differentiation and growth.

http://digital.withum.com
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In a factory, IT solutions are used to streamline routine tasks that are performed the 
same way thousands of times. But the nature of knowledge workers is that much of 
the work is not routinized, which often makes it difficult to improve productivity by 
simply applying technology. 

Now, with the advent of the digital workplace, we have tools designed 
to drive productivity while supporting the highly collaborative and 

creative processes of knowledge workers. The ease of collaboration 
and communication, as well as the ability to manage, share and store
content, offer significant advantages for organizations.

The Digital Workplace, Defined: An environment where employees 
are able to quickly and easily share what they know and find what they 

need with consistent experiences across devices and locations. 

If you think only in terms of the technologies that make up the digital 
workplace, they tend to fall under these categories:

• Collaboration – Connecting people

• Business intelligence – Gaining insight

• Instant messaging (IM) and video conferencing – Communicating in real time

• Content management – Connecting with content

• Search – Finding people and content

• Mobile – Access wherever you are

• Workflows and forms – Automating processes

Bringing these tools together in a unified user experience takes additional strategic 
and design elements, such as:

• Information design – Organizing and tagging content so it can be easily found

• User experience (UX) design – Designing sites to improve usability

• Information governance – Implementing policies regarding who has access to
what and who can take certain actions

The key to success with the digital workplace is to think of these systems and 
concepts in a more comprehensive way, as an environment that aligns tools and 
strategies to meet user needs and business objectives. 

This e-book offers a step-by-step guide for creating your roadmap to the digital 
workplace.

http://digital.withum.com
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Overview Of The Roadmap Process
Too often, organizations start major technology initiatives with faulty assumptions. 
They assume they already understand the company’s priorities, its business needs, 
what users do and don’t want, and what level of user adoption to expect. 

But without a disciplined process, these assumptions are essentially guesses, 
and when the project represents a significant investment of time and money, 
guesswork just isn’t good enough.

Developing a roadmap ensures that disciplined process, helping you start the 
planning process early, ask the right questions and check your assumptions. It also 
helps clarify your goals for the project and build consensus.

When you get to the point where you’re ready to engage an outside vendor or 
build the digital workplace yourself, the planning roadmap helps you make smart 
decisions about who should build it and how to go about building it to meet your 
expected outcome. 

For an IT manager, developing a digital workplace roadmap may not seem 
fundamentally different from planning other departmental IT projects. With a 
digital workplace roadmap, the primary difference is the scope of the rollout.

You’re talking about a comprehensive project that affects everybody and 
everything in the organization. The roadmap process takes a deep dive into how 
your organization works and develops a strategy for fundamental changes that 
improve performance. 

http://digital.withum.com
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Because the digital workplace affects everyone and changes the way they work, 
there’s a major advantage in planning ahead and including a change management 
component as part of your roadmap process. 

Having the right cross-functional team is also essential. It is important to create 
a coalition of stakeholders that includes executives, business users and key 
departments. 

While every department may not need to have a presence on the team, those who 
are should be able to represent all of your user groups. The IT department has a 
role, because it is responsible for making the project happen. And you should have 
at least one person who has a good understanding of the company’s overall vision 
and the ability to articulate and represent its business objectives. 

Roadmap Essentials

1. Identifying Your Needs

The first essential step in your digital workplace roadmap is to define your
business challenges and your user and stakeholder needs. Business challenges
are going to relate to generating more revenue or reducing costs, or some
combination thereof. But this step is often surprisingly difficult, because
many people struggle to articulate their business challenges and needs in
meaningful, specific terms.

For example, if you asked a department head to name the delivery
team’s current challenges, that person might say something like, “Lack of
collaboration.” But that’s not specific enough to begin solving the problem.
Instead, you need to state the problem in concrete terms, such as, “Our people
aren’t able to communicate effectively, and that affects their responsiveness.
As a result, it’s taking two weeks to turn around a deliverable when it should
only take one week.”

http://digital.withum.com
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The other challenge is to prioritize these needs and business challenges. 
When you have limited resources to invest, you need some effective 

means of narrowing down the list of problems to solve.

The best way to overcome these obstacles and identify needs 
is through holding workshops focused on defining business 
challenges and opportunities. Essentially, you bring together 
your stakeholders and team members in a room with plenty of 
sticky notes and spend two to three hours generating a list of 
issues. 

This approach is sometimes called “affinity mapping” or “affinity 
diagramming.” Affinity diagramming, according to Usability.net, is 

“a simple and cost-effective technique for soliciting ideas from a group 
and obtaining consensus on how information should be structured.” 

This approach starts with capturing specific issues using sticky notes, then 
putting them up on the white board and organizing them in a way that makes 
sense for the group. This moderated discussion helps the group understand 
the potential impact and risk cost of addressing each need. 

Some of the business goals that an organization wants to achieve through the 
digital workplace might include:

• Driving innovation

• Improving productivity

• Supporting partners

• Improving the customer experience

Once you’ve identified your needs, it’s time to prioritize them. The first level of 
prioritization is drawn from the team’s own opinions. What does the team see 
as most important? 

Next, go beyond opinions by applying some criteria. In other words, if you 
decide to focus on solving a productivity problem, how much is it going to cost 
and what level of impact should you anticipate? Applying criteria forces the 
team to start prioritizing needs and making trade-offs.

Ready to start planning your digital workplace? Take the first step 
by downloading a free roadmap workshop guide.

http://digital.withum.com
http://www.usabilitynet.org/tools/affinity.htm
https://digital.withum.com/hubfs/E-books%20and%20white-papers_Withum/Digital-Workplace-Roadmap-Workshop-Guide_Withum.pdf
http://cdn2.hubspot.net/hubfs/393083/Downloads/PortalSolutions-ebook1-Companion-Guide.pdf
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2. Taking Inventory

Organizations tend to use all kinds of tools in both official and unofficial
contexts — Dropbox, Google Drive, Skype, GoToMeeting, etc. When you’re
planning your digital workplace, it’s important to avoid having tools that overlap
or conflict. Taking inventory helps you to streamline your organization, resulting
in better productivity and collaboration.

Taking inventory means identifying and evaluating the current state of 
your infrastructure, tools and content. This is typically a task for IT 

rather than business users. 

When companies try to cut corners on this stage in roadmap 
planning, they tend to end up with nothing but lists: A list of 
all the tools being used in your organization, a list of all the 
content, and so on. Unless you have a process for understanding 
the implications of these lists, you don’t have the meaningful 
information you need to move the project forward.  

Let’s say your lists show that you currently have a complex, 
expensive infrastructure that’s largely on-premises. Your users 

employ 10 different tools to accomplish the same five tasks. One of the 
implications here might be that you have a usability issue, as well as an 

opportunity to improve productivity and reduce costs for redundant tools. 

When you dig down to the implications, taking inventory of your infrastructure, 
tools and content, it reveals opportunities for management to rationalize cost, 
as well as opportunities for improving usability.

First, take inventory of your infrastructure. Do you have primarily on-premises 
systems? What level of internal or external staff is required to maintain these 
systems? This isn’t necessarily a deep dive into your systems — it’s more of a 
scan, intended to give you a better sense of the overall architecture, cost and 
complexity.

Next, you want to take inventory of all the applications and other tools 
currently available in the organization, outline their purpose and map them to 
the appropriate users and user groups. 

http://digital.withum.com
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Finally, there’s the content. For organizations, this content 
is primarily documents stored in a content management system, 

such as SharePoint or other document management solutions. 
The goal here is to determine the nature of the content, the 

location, ease of access, and so on. 

Organizations tend to accumulate a lot of outdated 
content. This “dead wood” can be an impediment when 
you’re migrating data to a new platform, such as a 
cloud-based solution, and dealing with a mass of old 
documents that should likely be archived rather than 
migrated. 

Fortunately, there are a number of free tools available 
that make it easier to inventory your content: The tools 

scan your organization’s content and generate a report 
on the amount, state and quality of your content. That gives 

your team a sense of what to expect when migrating data to a 
new system. 

One goal when you’re taking inventory of content is to identify anything that 
should be deleted or archived before the migration. Let’s say you scan your 
system and the report indicates that 75 percent of your content is more than 
three years old. You now have the option to archive everything that’s at least 
three years old and only migrate the 25 percent that makes up your current, 
active files. That’s a tremendous benefit in terms of minimizing the cost and 
effort of your migration, and has potential to improve performance in your 
digital workplace.

3. Making Trade-Off Decisions

This step is where many organizations stall out. They get to the point in
developing the roadmap where they understand their business objectives
and have taken inventory, but they don’t actually start making decisions
about trade-offs. As a result, they know what’s desirable in the digital
workplace, but haven’t decided what’s actually feasible.

Unless you spend the time to clarify the trade-offs, people tend to focus on
the newest, flashiest solutions, rather than focusing on the most meaningful
results.

http://digital.withum.com
http://www.metalogix.com/Products/Migration-Expert.aspx
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For example, let’s say there’s a lot of enthusiasm for enterprise social 
capabilities, so you decide to roll out Yammer. Your content may be a complete 
mess, but the prospect of organizing it isn’t nearly as attractive as rolling out a 
new social tool. However, that content is something the entire company needs 
to rely on day in and day out.

A lot of what goes into planning a successful digital workplace isn’t sexy — 
like organizing your content, applying metadata and creating your taxonomy 
design, and then applying all of that structure when you migrate your content. 
These processes take time and effort, but the end result is more organized, 
searchable content, which helps improve findability and usability. 

If you push information design and content organization to the back burner in 
order to allocate budget to more aesthetic aims like graphic elements for your 
homepage, you’re probably going to end up dumping all of your old files into 
SharePoint Online, without improving its functionality or usability. 

That’s why it’s important to start thinking in terms of reconciling what’s 
desirable and what’s feasible. You can’t do everything. 

A key activity at this stage is to have moderated workshops with key 
stakeholders. You gather all of your source material, inventory and business 
objectives, and start making specific decisions about what problems to pursue 
and what problems to put aside. 

These workshops are helpful in validating feedback about what’s been learned 
up to that point, then walking through the possibilities and mapping them on 
a matrix with criteria that makes sense for the organization. It’s essentially a 
consensus-building exercise, aimed at getting everyone on board with what’s 
most important and making them comfortable with the trade-offs. 

This exercise ultimately pays off when you’re sitting with a vendor and looking 
at a six-digit cost proposal for making your digital workplace a reality. Since 
you’ve already worked through the trade-offs and decided which direction you 
want to go, you’re able to lead that discussion and give guidance to the vendor, 
instead of just going along with whatever they suggest.
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Bringing The Roadmap Together 
Once you’ve gone through these three essential steps, it’s time to bring everything 
together into your digital workplace roadmap. Think of it as your pitch, your 
company’s rationale for moving forward — your digital workplace manifesto. 

While individual stages in your process may have been highly technical or 
specialized, your roadmap should be aimed at a broader audience within your 
organization. At this point, since you haven’t entered the procurement phase, 
there aren’t any dollar amounts attached to your plan. It’s simply a planning 
roadmap for changes that make sense for your organization.

Since you’re targeting a broader audience, a good final format for your roadmap 
would be a PowerPoint presentation or similar document. Another idea would 
be to make a site on your existing intranet, in which you back up the high-level 
thinking in your roadmap with source documents, output from your workshop 
and other research. 

Presenting this planning roadmap is another step in building consensus and 
urgency for the changes you’re proposing. From this point, the owner or driver of 
the initiative would share this roadmap document with the larger organization, 
employing change management techniques to build a coalition that helps move 
your digital workplace forward. 
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Journey To User Adoption 
Developing a roadmap for your digital workplace is a major accomplishment, but the 
ultimate success of the initiative depends on user adoption. Even if you have the best 
tools on the market and tailor them to fit your organization’s exact needs, getting users 
on board is often a challenge.

Any time you introduce new technology or a new way of working — or both, as is the 
case with the digital workplace — you also need the right strategies, processes and 
expertise as you set out on your journey to user adoption. 

To succeed in user adoption terms, your digital workplace demands thorough, research-
based design, expert implementation and migration, change management and ongoing 
support. 

User Research & Design
The overall goal in conducting user research is to avoid making assumptions about how 
people actually use the tools in your digital workplace. Too often, user experience (UX) 
research is an afterthought when organizations are gearing up for a new technology 
initiative, but if you rely on faulty assumptions at this stage, those errors are likely 
to multiply throughout the project. The result is a solution that doesn’t achieve your 
business objectives — and that few employees are likely to use.

To avoid letting faulty assumptions derail your initiative, start at the beginning with 
sound UX research. When it’s time to design the user interface (UI), you want to continue 
using research to identify and validate problems as new issues emerge. To ensure an 
intuitive, user-friendly system, it’s important to make design decisions that reflect the 
intent of the project and your research findings. 

Configuration, Implementation & Migration
Once your team has created a research-based solution to your business problems, it’s 
time to implement your digital workplace. The hard part about this stage is that you need 
a consultant that not only understands the UX design process, but also understands the 
technology’s limitations and how to work with them to create a solution. 

In the implementation stage, two key elements are quality assurance (QA) and user 
acceptance testing (UAT). If you’ve followed a research-based design process, these 
steps help ensure that you’ve framed the problem effectively and put forward solutions 
that solve them in a way that drives user adoption.
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When you’re ready to migrate content from a file share, content management 
system (CMS) or previous SharePoint intranet to your new platform, make sure 
you’re not packing up your existing mess and bringing it with you. To rethink 
how you’re structuring information, conduct a ROT analysis, which stands for 
“redundant, outdated and trivial.” By flagging and trimming content that you don’t 
want to bring into the new solution, you’re able to improve the new system’s 
performance for your users. 

Rollout, Communication & Change Management
As you get ready to launch the digital workplace, you need a rollout and 
communications plan and support model that provides adequate user support 
during the critical initial launch period. It’s also important to implement a support 
model that includes both subject matter as well as technical resources and 
incorporates change management best practices.

Change management is a complex subject, but the basic principles remain the 
same, whether you’re rolling out a corporate intranet or the digital workplace. 

From the beginning of project brainstorming to completion, it’s important to figure 
out how to engage users, and keep representative users involved going forward. 
User involvement, feedback mechanisms, piloting, testing and learning before you 
roll out to the whole organization are all good ways to help companies achieve 
their goals. 

Ongoing Support
Finally, you need to support your new implementation with training and 
governance. Training is essential to successfully meeting your business objectives, 
and should always be taught and delivered in context of the business issues and 
processes being addressed. Governance, meanwhile, ensures that your team 
is able to maintain the solution at a high level and make adjustments as your 
organization’s needs grow.

Training material should help users connect the dots and understand the business 
problems you’re trying to solve and how to use the digital workplace to solve 
them. Governance focuses on managing information, developing rules for how 
you’ll grow your solution and ensuring your system remains easy to use in the 
future. These kinds of governance decisions are valuable ways to give users 
ownership and accountability in the implementation. 
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About Withum
WithumSmith+Brown, PC (“Withum”) empowers clients with innovative tools and solutions to 
address their accounting, tax and digital workplace advisory needs. Our highly responsive team of 
professionals offers deep industry expertise and service experience to help our clients grow and 
thrive. Founded in 1974, Withum ranks in the top 30 largest public accounting and consulting firms 
in the country with offices in Bethesda, MD; New Jersey (including its Princeton headquarters); New 
York City, NY; Orlando and West Palm Beach, FL; Philadelphia, PA; Boston, MA; Aspen, CO; and 
Cayman Island.

Conclusion
At this point you may be wondering, “How much time does it take to create a 
digital workplace roadmap?” The time and effort required depends on the size and 
complexity of the organization. Producing the roadmap document isn’t a major 
effort — but when you account for the entire series of pitches, meetings, coalition 

and consensus building, the process is likely to take a few months. 

At the end of the process, you’re in a much better position to make 
decisions going forward as you enter the procurement phase. 

Oftentimes firms that are ready to dive into the vendor procurement 
phase develop a request for proposal (RFP) that is little more 
than a generic description of a company’s problem and what it is 
trying to accomplish. That’s a classic example of a company trying 
to move forward with a project before doing their homework. 
By doing your homework ahead of time and creating a digital 

workplace roadmap, the vendors who respond to your RFP are 
able to understand the priority business issues to be addressed, the 

elements of the digital workplace you want, and the order in which you 
plan to address them.

This helps ensure that your organization’s digital workplace is truly tailored to 
your user needs and business objectives, driving a better return on your investment. 

Take the first step! Talk to a digital workplace expert to get 
ideas and learn how to create your roadmap.

>> Create My Roadmap

http://digital.withum.com
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