
How a Strategic Data 
Roadmap Brought Value 
to a Clinical Trials Portfolio 
Company
A private equity backed early-stage clinical trials contract research 
organization (CRO) sought to solve an organization-wide technology 
problem of data integration and called on Resultant to help clarify and 
streamline the technology selection process. While considering solutions, 
including one recommended by a technology vendor, we found that a 
technology-first path would only complicate operations—at a hefty price 
tag—without solving their real issues.

About the Client

This client is a private equity–backed 
early-stage clinical trials contract 
research organization with a mission 
to become the global leader in 
early clinical research. With multiple 
lines of business including medical 
expertise and clinical trials, they help 
organizations bring life-changing 
drugs to market and improve the 
health and lives of people around 
the world.
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WHY A TECHNOLOGY- ONLY 
SOLUTION WOULD FALL 
SHORT

The CRO has a mission to become the global leader 
in early-stage clinical research. With multiple lines of 
business including medical expertise and clinical trials, 
they’ve positioned themselves as a one-stop shop to 
help organizations bring life-changing drugs to market 
and improve the health and lives of people around the 
world.

Though the company’s current state demonstrated 
growth and profitability, they knew that better data 
integration was key to ensuring that their technology 
supports future growth and objectives.  

Before they embarked on a pricey technology 
implementation, we created a Strategic Data Roadmap 
(SDR) to accurately define the problem they were trying 
to solve and illuminate any underlying needs. Our 
approach anchors on creating business value and 
managing both internal and external risk through 
people, process, and technology improvements. The 
SDR was an essential part of this process as it provided us 
with a complete picture of the organization.

We soon discovered that a technology solution targeted 
at data integration would be incomplete and premature. 
Broader operational, business process, and governance 
issues hampered their ability to strategically implement 
a cohesive integration technology. In addition, by 
only focusing on integration, there were missed 
opportunities to use data to add value in both their short-
term and long-term business objectives. These issues 
needed to be addressed first to set their organization up 
for long-term success.  

BEGIN SOLUTIONS BY 
LISTENING TO THE PEOPLE 
WHO USE THEM

We began our SDR engagement with a discovery 
phase aimed at understanding not just the 
technology bottlenecks the CRO experienced, but 
the broader context of their business operations, 
strategic goals, and challenges. 

We partnered with their business process team (BPT) 
and global IT teams to conduct interviews and surveys 
with 50 stakeholders across the organization.

Organizational groups engaged include:

– All four revenue-generating lines of business (LOB)

– Human Resources

– Technology

– Finance

– Quality assurance

– Business Development

These conversations gave us a comprehensive view 
of how different parts of the organization were using 
data, outlined business processes already in place, and 
identified operational inefficiencies.
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ASSESSING WITH CORE BUSINESS VALUES IN MIND

The SDR gave the organization a clear perspective of where they stand now and identified strengths, gaps, and 
opportunities for improvement. It specified what situations or challenges should be addressed and provided a 
future state roadmap including prioritization and operational and technical recommendations.

We aligned recommendations with the CRO’s core business values, ensuring that solutions fix immediate 
problems while also achieving long-term strategic objectives. Each phase of the roadmap was scored on a set of 
core business value objectives informed by the discovery phase: 

– EBITDA improvements

– Operational efficiency gains

– Employee experience 

– Risk mitigation

– Acquisition integration strategy

– Sell-side valuation

Initiatives Level of
Effort

Estimated
Months

EBIDTA
Improvements

Employee
Experience

Operational
Efficiency

Risk
Mitigation

Sell-Side
Valuation

Acquisition
Integration

Strategy

1A

2A

2B

2C

2D

3A

Value 1

Value 2

Value 3

Value 4

Value 5

Value 6

High

Medium

Medium

Low-Medium

Medium

Low-Medium

3 - 4

3 - 4

2.5 - 3.5

2.5 - 3.5

3 - 4

1.5 - 2.5

“Across the company there is clear understanding of which system is the 
source of truth for various data elements and defined and agreed upon 
business logic, metrics, and processes.”

—  C R O  V i c e  P re s i d e n t ,  G l o b a l  I n fo r m a t i o n  Te c h n o l o g y
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HEADWINDS: A NICE PROBLEM TO HAVE— BUT STILL A 
PROBLEM

At minimum, each recommended objective impacted at least one of the above values. Some key themes emerged 
from the SDR. First, the relatively new BPT has positively impacted the organization by bringing LOBs together to 
streamline processes, create consistency, and increase collaboration. 

Next, we discovered the business is data-rich but insights-poor. Team members learned where to access data, how 
to use it, and how it should not be used through tribal knowledge rather than documented processes resulting in 
resource dependencies and operational inefficiencies.

This tribal knowledge was one of a set of headwinds that our discovery phase revealed. Headwinds are issues that 
currently slowed potential progress but could significantly blow the CRO off course over time if not corrected. 

– The CRO had no technical foundation for data and governance, hindering data management and impeding 
business growth.

– A long-tenured workforce had significant tribal knowledge and little process documentation, creating business 
continuity and quality risk.

– While helpful as a workaround for data-centric processes, the CRO’s non-governed web-based spreadsheet usage 
opens them to compliance issues likely to grow with changing regulations.

We delivered a strategic roadmap outlining recommendations to address these headwinds for operational process 
improvement, advanced analytics usage, and technology enablement. Phase I recommendations included:

• Conduct foundational process mapping documentation of core business processes.

• Establish an enterprise data platform.

• Implement a data catalog to store the golden record and process mapping work and increase data discovery. 

• Create a centralized repository of core business data via a cloud solution, hub and spoke integration, and an 
underlying enterprise data warehouse.

• Identified an artificial intelligence (AI) use case leveraging GenAI to support RFP creation as a quick-win initiative. 
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HOW SDR  OUTCOMES EMPOWER THE ORGANIZATION

Our goal was to go beyond addressing the identified issues and equip the organization with strategies and insights 
needed to maintain and build upon this work independently. Our partnership was structured to empower the 
CRO, providing them the knowledge and tools to further their data and technology advancement path, thereby 
ensuring these lasting benefits and capability building:

“The recommendations provided, from documenting our core business 
processes to implementing a sophisticated enterprise data platform, 
have laid the foundation for a more integrated and intelligent data-driven 
strategy.” 

—  C R O  V i c e  P re s i d e n t ,  G l o b a l  I n fo r m a t i o n  Te c h n o l o g y

Cultural shift toward data-driven decision making. By involving stakeholders 
from across the organization and focusing on strategic outcomes, we helped foster 
an environment where data-driven decision-making should be a core component of 
the company’s ethos. This cultural shift is crucial for sustaining the long-term benefits 
of the SDR and ensuring continuous improvement in data utilization.

Foundation for future growth. By addressing current challenges and setting a 
clear direction for leveraging data and technology, the CRO is better positioned 
to adapt to changing market conditions, pursue new opportunities, and drive 
innovation.

Empowerment and knowledge transfer. We worked closely with the CRO to 
ensure they not only understood the recommendations but also felt equipped to 
implement them, giving their teams the capabilities and confidence to continue this 
path to improvement independently.
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ROADMAP  LAYS GROWTH FOUNDATION ACROSS ALL COMPANY 
SECTORS

The SDR helped the CRO begin to experience the value of data-driven insights and defined the order of operations of how 
to be more data focused starting with core process mapping.

•	 Strategic alignment and enhanced decision-making: There is greater alignment between the organization’s 
business objectives and their data strategy. With a clear set of prioritized actions and initiatives, they can use data more 
effectively across operations, enhancing decision-making processes and driving strategic goals more efficiently.

•	 Operational efficiency and process improvement: Operational process improvements will optimize workflows, 
reduce redundancies, and increase productivity, thereby saving time and resources that could be redirected toward 
value-generating activities.

•	 Risk mitigation and long-term value creation: Highlighting the headwinds the CRO faced and developing strategies 
to address them helps mitigate risks that could impact future operations and value creation. Aligning data strategy with 
business outcomes prepares the company for more effective acquisition integration while potentially increasing sell-
side valuation in the context of its private equity ownership.

This work lays the foundation for the CRO to grow into a more resilient, innovative, and efficient organization that is better 
equipped to navigate the complexities of today’s business environment and better prepared to capitalize on future 
opportunities. Through strategic alignment, enhanced decision-making capabilities, and a strong foundation for growth, 
they are positioned to derive lasting benefits from our engagement.

This Year Next Year

Workstreams Q1 Q2 Q3 Q4

1 Operational 
Process 
Improvement

1A
Process Mapping of Core 
Business Processes

1B Strategic 
Alignment and 
Case for Change

1C Business Process
Team Strategy

2
Enable Advance 
Analytics Usage

3
Technology 
Enablement

2A Data Catalog 
and Governance 
Implementation

2B Establish 
Enterprise Data 
Platform

2C
Data Vault 
Subject Area #1

3A
RFP Generation 
via GenAI

3B
Proprietary System
Excel to Web Application

2D
Hub and Spoke 
Information

2G Smart 
Spreadsheet 
Strategy

2F Data Visualization
 Strategy

2E
Enterprise Data Warehouse (EDW) Full Implementation and Business KPIs

3D Contract Lifecycle 
Management Evaluation 
and Requirement 
Gathering

3C HR and Learning 
Management 
Evaluation and 
Requirement Gathering

1D
Process Improvement Initiatives

Project and Change Management Support




