Introduction

Purpose:

This guide is designed to help service providers and internal teams audit their current
technology stack, identify misalignments in processes, and build a roadmap for future
improvements. A successful tech stack isn’t just about having the latest tools—it’s
about aligning technology with your business strategy, streamlining processes, and
ensuring the team fully adopts the solution.

Why it Matters:

¢ Avoid Duct-Taping: Prevent the common pitfall of “duct taping” multiple tools
together without a strategic purpose.

¢ ROI & Adoption: Ensure that every technology purchase drives measurable
outcomes and smooth adoption across your organization.

¢ Change Management: Provide clarity for stakeholders—from decision-makers to
frontline users—on how new systems improve workflows and overall efficiency.

How to Use This Guide

1.Follow the Steps: Work through each part sequentially.

2.Customize the Process: Adapt sections based on your organizations current and
tech needs.

3.Document Along the Way: Use the provided templates and frameworks (e.g.,
user stories, customer journey maps) to capture insights.

4. Communicate with Stakeholders: Use the outcomes of each step to drive
discussions with both leadership and end-users.
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Step 1: Deep Discovery

Objective:
To gain a comprehensive understanding of the current tech stack and underlying
processes.

Actions:

o Stakeholder Interviews:
o Schedule interviews with both decision-makers (e.g., C-suite) and frontline
users.
o Ask questions to uncover current pain points, workflow bottlenecks, and
unmet needs.
o Record insights on how tools are being used versus the strategic goals of the
organization.

¢ Current State Mapping:

o Technology Audit: Document all tools and integrations currently in use (e.g.,
HubSpot, Salesforce, data tools).

o Process Audit: Map out the workflows and manual processes that support
these tools.

o User Stories & Jobs-to-Be-Done: Use frameworks to understand each tool’'s
purpose:

= Fxample: ‘As a sales rep, when using [tool], | need to achieve [outcome] so
that | can [benefit].

¢ lIdentify Discrepancies:
o Look for misalignments between what decision-makers expect and the
challenges faced by end-users.
o Note any areas where the current tool mix is overcomplicated or where
manual interventions are common.
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Step 2: System Analysis

Objective:
To evaluate the performance, integration, and efficiency of the current technology
stack.

Actions:

Data Flow & Integration Mapping:
o Review how data moves between platforms.
o l|dentify integration gaps, duplicative software, or instances where “shiny new’
tools are added without proper integration.

y

Automation & Efficiency Assessment:
o Evaluate each system’s automation level and where manual processes still
dominate.
o Assess the technical upkeep and learning curves associated with each tool
(e.g., comparing direct integrations vs. custom solutions).

ROI Considerations:
o Analyze the triggers that prompted the purchase of each tool.
o Determine if the current technology delivers measurable outcomes (e.g., lead
conversion rates, improved sales metrics).
o Consider cost of ownership, including training, maintenance, and process
adjustments.

Gap Analysis:
o Highlight where the current system fails to support the complete customer
journey or internal process.
o Prioritize which systems require immediate attention or replacement based
on potential impact.
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Step 3: Strategic Recommendations & Implementation
Roadmap

Objective:
To develop a clear, prioritized plan for enhancing your tech stack and driving
adoption.

Actions:

¢ Develop a Strategic Roadmap:

o Qutline high-impact changes first—whether that’s integrating missing
functionalities, replacing underperforming tools, or revising internal
processes.

o Assign ownership for each initiative and establish clear handoff points
between teams (e.g., from IT to L&D).

¢ Plan for Operationalization:

o Training & Documentation: Create role-specific training plans using
interactive tutorials and step-by-step guides.

o Feedback Loops: Set up iterative improvement cycles to regularly assess tool
usage and process efficiency.

o Change Management: Prepare a communication plan to address both
leadership and frontline concerns, ensuring everyone understands the “why”
behind the changes.

e Measure Success:
o Define KPlIs related to tool adoption, process efficiency, and overall ROI.
o Regularly review performance metrics such as time-to-competency, system
uptime, and employee engagement with the new tech.

¢ Next Steps & Continuous Improvement:
o Schedule follow-up audits and training refreshers.
o Adjust the roadmap based on evolving business needs and emerging
technology trends.
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