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Introduction
   CloudLink Solutions is a small cloud services provider for small business. We offer 
software solutions that help small businesses streamline their processes and integrate 
other software packages into a complete business and process management solution. 

   In conjunction with these services we provide consulting to companies to help them 
achieve growth and get control of their operations so they don’t become another failed 
small business. This white paper is intended to examine the need for discovery before 
leaping into software solutions. 

   An important point is that CloudLink offers a flat-rate discovery service which we call 
Discovery	  and	  De.ine. This service helps clients to better understand the problems they 
are facing and seeks to uncover the best solutions for them. The basis for our expertise 
in this service and for this white paper is hundreds of previous discoveries performed 
over 15 years of business. 

   Please feel free to share this white paper or post it to your blog. We only ask that give 
the credit to us, and offer a link back to our website so the reader can get more 
information.

Who should read this?
   This white paper is for small business owners and leaders that are ready to start 
implementing software to solve problems, but haven’t do so yet. It is also for people who 
have implemented some software but aren’t certain it is solving their problem. 

   If you are one of these people what you will find in this white paper is great information 
about how running a discovery process can save you a lot of time, money, and effort. We 
recognize that many small business owners are forced to solve the same problem over 
and over again because the solution they’ve picked isn’t quite a fit, or doesn’t work with 
other solutions that it should. 

What is a discovery?
   Before you can begin a discovery you should like inside what a great discovery 
involves when solving software selection issues. Here is a brief overview of what we 
consider good practices for this type of discovery.

What are you currently using?
   More often than not, as a business you’ve encountered problems and solved 
them in one way or another. You may have outgrown that solution, but at a 
minimum you understand why it was put in place, and what the original problem 
was. By knowing this information you ensure that any new solutions that are 
intended to replace it not only solve the current issue you are experiencing, but 
also solve the original problem. 
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   This is a pitfall in some discoveries, and can often cause a bigger problem for 
you when you realize your new solution no longer fixes the original problem. As 
an example, we once worked with an organization that was using spreadsheets 
to track inventory. The original reason the spreadsheets were implemented was 
so each department could keep track of its own inventory. After growing they 
found their spreadsheets were very hard to share, and decided a new solution 
was in order. Their new solution didn’t allow multiple departments for inventory 
locations, so after nearly a month of data entry and imports, they suddenly 
realized the new solution wouldn’t work. 

Who has to use this?
 
   Getting new users to adopt software can be tricky. It would seem like offering 
someone an easier way to work would make them immediately hungry to switch, 
but that is rarely the case. Users often become comfortable with their current 
solutions, despite problems that they are aware of. Any new systems mean there 
is something new to learn, and the chance for mistakes for them. 
   
   A second problem is occasional perceived lack of involvement. Some people 
like to feel like they own their job, and all the processes that come along with it. 
This often includes the software that is used to complete the job. Changing that 
software, without involving the person more often than not results in resistance, 
and can make life very difficult. 
   
   On more than one occasion we’ve been selected as a software provider only to 
see the software never go to use, and the user eventually cancel after several 
months.	  This is one of the best examples of how skipping proper discovery can 
result in wasted money.

Data In, Data Out
 
   If you know and understand the types of reports you would like to produce, you 
will almost always know what types of data you will need to collect and store. 
This unfortunately works both directions. If you know what data you have access 
to, and what data you can store, you will almost always know what limitations you 
have to reports. 

   This is why this stage is so important to discovery, and also why it seems to get 
overlooked the most. Most people think in terms of the types of reports they’d like 
to see only when they think they are needed. This means that people tend to 
focus away from the reports, and onto the data. 

   This seems like it would be beneficial, but it is important to understand that 
clear knowledge of both is required to make the best choices. If a new software 
package cannot store the data that is required for your reported you will not be 
able to make the report. On the flip side, if you collect data that is useless, 
because it is not used, you will simply be wasting your time.
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   This really means that a process is called for when collecting data out and data 
in, and that more often than not, understanding data out should come first. 
Knowing your reports means knowing your requirements, and knowing your data 
requirements lets you know where and how you have to collect that data, if it is 
impossible to acquire, and finally your system selection will be dependent on its 
ability to store that information.

What has to be connected?
 
   Any solution you select has to work as a part of your business, and for the most 
effective solution you need a connected solution. This means that it will likely 
need to connect in some way to other systems you have. This could be through 
the use of an import/export feature, or via an API (application programming 
interface), or perhaps through shared database access. 

   This process has to come after you understand what data you need, because 
this usually identifies where connections will be required or at least most useful. If 
your customer data resides in one system, and has to make it to your accounting 
system, some sort of connection is required so that you don’t spend your time 
doing double data entry. Most businesses at one point or another have found 
themselves doing double data entry and understand that they are paying twice 
for something that is only really being done once. 

   This is also a chance to look at opportunities. The software you select can often 
create new opportunities for more reports, or more consolidated information that 
gives you better intelligence into your business and customers. There is real 
power in being able to make more informed decisions.

What needs to be automated?
 
   Automation is the last stop on our train. Understanding what you want to 
happen automatically and what needs to remain a human process is where you 
will get the most benefit out of any software package implementation. This 
question cannot be answered though until all of the previous questions are 
answered.

   Automation often occurs between multiple systems, and using data that 
software must have access to. Once you’ve identified these things defining the 
automation you want can be a breeze, and something that you develop as you 
go when you see the opportunity. 

How Discovery Will Save You Money
   Let’s talk briefly about ways that small businesses lose money every day. Below, I’ve 
outlined some of the top reasons, and given a brief explanation on why they are so 
prevalent, and how they often grow out of control. 
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• Double Data Entry - This one is the most common by far. It starts out innocently 
enough, and eventually after time and productivity increase, can become a major 
headache. When one to two records a day are duplicated the problem seems small, 
but when it grows into the hundreds, or even thousands it can become a business 
threatening issue. As an example of cost though, if only 30 minutes per day is lost in 
doing double data entry for one person who makes $20 hour, that still represents over 
$3,000 a year in wasted money. 

• Everything is Manual - This is really common in any business. Simply put not 
everything can be automated, and the earlier a business is in adopting software 
solutions the less you will find automated. Think about this though, if simple 
automation could save you one hour per day of data entry for the same $20 per hour 
person, you’d save over $7,000 a year. 

• Inefficient Reporting - When you don’t have all the information you can’t make the best 
decisions. Imagine yourself in the position of many businesses, unable to tell if a single 
job makes money, or if a specific customer is generating profit or cost. If you could 
stop just 5 jobs that were losing you money, how much could you save?

What should you have when discovery is complete?
   Deliverables from a discovery are just as important as the process. A great discovery 
should outline your business processes, your existing software solutions (with the 
reason you implemented them), your key users (having received their input), and the 
recommended solution. 

   The recommended solution should include a number of factors. It should explain why 
this solution will save or create the most money for your organization. It should define 
the major deciding factors for why this is a good solution. It should clearly explain the 
discovery that was performed. It should define what the results of this suggestion should 
be in terms of increased profit, performance, or efficiency. 

   With all these things your company should, can, and will save money. Discoveries 
range in price. At CloudLink our flat-rate discovery is $2,500.00. As a company if we 
don’t believe we can save or create $2,500.00 worth of value, we simply won’t perform a 
discovery. There are more and less expensive discovery providers out there. The 
important factor for selecting who will perform your discovery is what value you expect to 
receive from it. Our discovery is geared toward small businesses, and is designed to 
produce more than $2,500.00 worth of value. This might not be very attractive to a 
company that is only spending $1,000 a year on operations. It also might not be 
attractive to a company that is spending $50 billion. When you consider your discovery 
and the associated value the cost of the discovery is often a good earmark for the value. 
In our case, we anticipate that a $2,500.00 discovery could easily bring up to 
$100,000.00 worth of value, depending on the size of the organization. 

Thank You
   We at CloudLink thank you for looking into discovery service, and learning more. 
Regardless of who you choose to perform a discovery for you before you select a 
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provider for software; know you’ll be making a wise choice, and one that will likely result 
in choosing the best solution for your situation.
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