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Using the Technology Roadmap Process 
 

Karl W. Palachuk 
 
 
There are a handful of things we do that truly define our business and separate us from other IT 
service providers. One is our monthly maintenance process. Another is our Quarterly Roadmap 
Meetings. 
 
Roadmap meetings actually start with prospects before they become clients. Many of the 
questions are the same. Basically, you want to get a sense of where the client's business is 
today and where they expect to be in the next year or so. If you can, you should try to find out 
where they hope to be in five years. 
 
The Roadmap is a rough plan for the client's technology "department" (even though most do not 
have such a department). The Roadmap meeting is an opportunity to sit down with the client 
and talk about their future. 
 
 
Three Benefits of Quarterly Roadmap Meetings 
 
First: We use our Roadmap questionnaire to get to know clients and help assess their 
technology. In my opinion, this is far superior to an assessment of technology alone. Once we 
know what the company wants to do, we can determine whether they have the right technology 
now, and what they will need in the future. 
 
Second: For existing clients, these regular meetings provide a non-salesy discussion of their 
technology so we can really participate as a member of their team. This helps us stay 
connected to the client on a casual level when we're not addressing a service ticket. 
 
Third: As the clients plan their technology spending, we can plan our sales. It's very nice to 
know when projects are coming up and when we will be selling servers, workstations, etc. 
 
For those consultants worried that remove monitoring and cloud services removes them from 
client offices, and that clients will not see the value of their services, the Roadmap process also 
puts you back in the office. And it’s in a way that engages you at the highest level of planning. 
So every time they see you, they know it’s about improving their business, not something that’s 
going to cost them money. 
 
 
What We Talk About 
 
Is the client growing or shrinking? How dependent are they on technology? Do they have a 
budget? Do they have a technology budget? It is quite amazing how easy it is to get clients to 
tell you their plans, hopes, and dreams. We've gotten responses like these: 
 

• "We're having financial problems and need to cut back." 

• "We're going to add three more people this year." 

• "We have $3 Million in revenue and expect it to be $3.5M within 18 months." 
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This is great stuff. You get this stuff by asking. But you can't casually ask. You need to have a 
process in which 1) They've agreed to participate, and 2) These are just a few questions in a 
longer list.  
 
We print out our questions on blue paper with a cover sheet so it looks like a set of forms. That 
way, prospects and clients see that there really is a standardized process here. 
 
When clients are growing, you can give them the big heads up that technology spending will 
increase. No "sales" necessary. Just say things like "You know you can't add three people and 
all their data in that old server. So you don't need to move your data to the cloud today, but you 
know you will at some point." 
 
There are no sales here, so they'll just nod their head and say, "I know, I know." 
 
But not everyone is growing. In times of recession, we have had to help several clients manage 
the shrinking of their business. That includes using the best machines as some machines are 
taken out of service. In two cases it meant helping the clients shut down their physical office and 
move to virtual offices (and to the cloud). In one case, we managed technology as our client 
was purchased by their competition. 
 
Our company provides free planning meetings for our clients under contract. Our definition of 
"managed services" focuses heavily on being the outsourced I.T. department for our clients. As 
such, we try to help develop the budget, the policies, and the 1-, 3-, and 5-year plans for the 
"I.T. Department." Basically, if they have a big business plan or binder, we provide the I.T. 
section that slips into place. 
 
Here are some examples of activities we promote through Roadmap meetings: 
 

• Gradually moving everything to the cloud. 

• Some clients buy whatever brand of computers and equipment is the cheapest. We help 
them see the longer-term savings of standardization for PCs, monitors, UPSs, etc. This 
is a gradual change over time. 

• For some clients, open licenses make the most sense. For many small businesses, 
OEM licenses make more sense. Of course, today Office 365 is a real option. And you 
need to decide whether to sell direct from Microsoft or through a reseller. We help clients 
gradually move to the right licensing programs as technology refreshes. 

• Clients always have concerns about upgrades - servers and workstation. So, again, we 
help them create a plan so that decisions are already made when a machine needs to 
be ordered. 

 
As you can see, all of these decisions are interrelated. And they all involve lots of money and 
labor. And timing matters. MOST small businesses make these decisions one at a time, trying to 
save the most money on each purchase. The result is that they spend more money in the long 
run because their purchases are uncoordinated. 
 
And we don't push upgrades just to push upgrades. If Microsoft gave these folks everything they 
wanted for free, they would still have the costs of our labor plus downtime per desktop and 
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potential downtime for servers just to install it all. So, we don't push every update that comes 
down the road. 
 
 
Roadmap Meetings in the Sales Process 
 
The two big tools we use in our sales process are the 68-Point Checklist or network checkup, 
and the Technology Roadmap Meeting. Both of these are used as information gathering tools in 
the sales process. 
 
When you look at the Technology Roadmap Questionnaire, you’ll see that the beginning is basic 
information gathering. Then is eases into more strategic planning-related questions. In the sales 
meeting, you’ll just focus on the first few pages. 
 
Here’s an outline of this sales process: 
 

1) Marketing – not sales – focuses on offering a network checkup 

2) You make an appointment to evaluate their technology 

3) Use 68-Point Checklist to gather technical information. It also includes some questions 
about pain points such as downtime. 

4) During that discussion, you also begin gather the information in the first few pages of the 
Roadmap Questionnaire. Some of this may be handed off to a person not in the room, 
such as getting you a copy of the company mission statement. 

5) You do not discuss your offering or money at this time. Really. Just don’t do it. 

6) You gather up all this info and write a report, reflecting back to the client what they told 
you, and what you learned on your own. 

7) Meet with the client to deliver the report. Begin the discussion of what you can do for 
them and how you can help them improve their processes and business with technology. 
Try not to talk about money. Ask them if you can give them a quote for services. 

8) Generate that quote – only to be delivered in person 

9) Meet again. Explain what you do, how you do it, and how you can help them. Note: This 
is the first meeting that’s about YOU. Up until now, the meetings have been about the 
client. 

10) Sign the deal. 
 
 
It is extremely important that steps 7-10 be between you and the decision maker at the 
prospect’s company. With all this information gathering, you should know who that is. Never – 
ever – hold a meeting without this decision maker in the room.  
 
No one will represent you as well as you represent yourself. So, don’t let someone else in their 
company carry your message and proposals to someone else. You have no idea what their 
motivations and internal politics are. The probability of losing a sale skyrockets when the 
prospects decision maker is not in the room. Reschedule. 
 
The price of the free report is that you meet with the decision maker. Period. 
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Scheduling Ongoing Meetings 
 
Once a client signs up for service, you probably need to schedule a bunch of work. Then, as 
quickly as you can, try to schedule a roadmap meeting. Since the relationship is young, this will 
probably be pretty easy. Don’t miss this opportunity to set up your process. 
 
The first meeting allows you to go a little bit deeper through the Roadmap Questionnaire. It also 
allows you to starting asking about longer-term projects and plans without trying to sell anything. 
You are truly information gathering and starting to formulate an ongoing plan for their business. 
 
We call these "Quarterly" Roadmap Meetings. But that almost never happens. Basically, we 
schedule them with all clients. Our office manager knows that I have certain slots open in my 
calendar, so she can fill those with Roadmap meetings and know they won't conflict with 
anything else. It also means that we spread out the meetings so we're not taken off of tech 
support or other tasks for large chunks of the week. 
 
Once we've completed a round of Roadmap Meetings, she starts scheduling them again. Some 
clients delay and delay. So overall, most clients end up having 1-3 meetings a year. And of 
those, most are 1-2 meetings a year. But that's enough. It keeps us in touch and keeps the 
conversation going. 
 
Meetings are generally one or two hours. This is not a time to address individual service ticket 
issues, but it IS a time to discuss service overall. If clients have concerns about nagging issues 
or overall service, this is a great opportunity for them to bring that up. 
 
 
Summary of Benefits: 
 
- Better customer relationships 
- Clients understand our philosophies about technology and upgrades 
- More consistency in ordering and choice of equipment 
- Higher sales overall 
- Happier clients 
 
 
If you aren't doing "roadmap" meetings with clients, I highly recommend that you start soon. 
 


