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Preface

The aim of the DAP Playbook is to empower enterprises at various stages of 

their digital evolution with insights into the role and impact of DAP in digital 

journeys and to help develop strategies to improve outcomes from their DAP 

investments.

At the time of publishing this playbook, many countries are recovering from 

the COVID-19 pandemic, while some are still battling it. This has thrown the 

world into an unprecedented crisis, stress-testing organizations’ business 

continuity plans. Every industry has been impacted one way or the other. In 

response, a significant portion of the world population has been staying 

indoors. As a result, alternate work models such as work from home have 

seen a huge rise. The importance of remote training and support is 

significantly amplified in this crisis, and organizations are looking at solutions 

to accelerate their journeys to make their business models more resilient to 

pandemic-like situations. Solutions such as DAPs can play a pivotal role as 

they help enterprises solve some of these challenges.

This playbook will help enterprises understand the various components of the 

DAP market and help them scale up their DAP adoption across the 

organization to make them more resilient and competitive. 
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Key contents of the DAP playbook
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Introduction to Digital Adoption Platforms

(pages 3-8)

Building the business case  for DAPs

(pages 9-15)

Understanding the journey

(page 16-22)
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Understanding DAPs (page 1 of 3)

DAPs are solutions that are designed to facilitate seamless adoption and learning of the underlying applications 

through step-by-step guidance

Users Employees/partners Customers Administrators, operations 

teams, and content authors

Product and 

business leaders

Surveys and 

user feedback

Announcements 

and news

Knowledge 

management

Step-by-step guidance

Analytics AutomationD
A

P

Application type Browser-based applications Native mobile / tablet applications Desktop applications

Underlying 

applications
Employee-/partner-facing 

(enterprise applications)
Customer-facing

NOT EXHAUSTIVE
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Understanding DAPs (page 2 of 3)

DAPs, apart from step-by-step guidance, also offer other capabilities to further track and engage the end users 

with both the underlying application and the DAP

Surveys and user feedback

Ability to embed surveys and get responses to important 

questions. Additionally, it is also used to gather valuable 

insights from users to measure overall satisfaction such as 

Customer Satisfaction (CSAT) and Net Promoter Score 

(NPS) from the product as well as from the DAP content

Announcement and news

This enables enterprises to provide users with 

up-to-date information regarding the application, 

push new content, inform about new feature releases, 

or share company news with employees (need not be 

related to the application itself)

Knowledge management

Multi-format content export: Ability to convert the 

walkthroughs to other formats (e.g. PDFs and slideshows)

Self-help widgets: A centralized location to access the 

relevant information from knowledge bases, LMS, etc. 

DAP’s integration capabilities help in bringing in data from 

various knowledge sources

Step-by-step guidance

This is the core functionality and helps users complete a 

specific process using step-by-step guidance to better 

adopt the underlying application. This is typically 

accomplished through features 

such as walkthroughs and tooltips

Analytics

Ability to offer insights across user interaction with 

DAP content, as well as interaction with the underlying 

application. Pre-DAP implementation analytics helps in 

identifying areas of digital friction and helps in RoI

evaluation. Enterprises can understand the adoption of their 

digital assets and user engagement, among others

Automation

Executing the business processes automatically, auto-filling 

standard data fields – while seeking users’ interaction only 

at the relevant places. This minimizes the number of empty 

clicks by users, ensures better data quality, and increases 

overall employee productivity

NOT EXHAUSTIVE
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Understanding DAPs (page 3 of 3)

DAPs offer various features to help users complete and learn processes 

within the underlying application, in addition to providing contextual help, 

announcements and the ability to gather user feedback

Application

Walkthrough
A step by step guide that helps 

users complete a process with the 

help of features such as balloons, 

tooltips, and help widget

Step 1

Step 2

Step 3

 CLICK HERE 

Balloon
Gives details about a step and 

helps users to interact with the 

underlying application

Tooltip
Provides additional 

information about the 

element when the user 

clicks or hovers over it

Brief description 

about the 

element/field

Pop-up
Used for company-wide 

announcements/news. It 

can also be used to notify 

users about new features

Survey / user feedback
Gathers user feedback regarding 

the guidance provided, content, 

NPS, or more

Checklist
Showcases important 

tasks that need to be 

fulfilled by the users and 

indicates the progressContextual help widget
Consists of FAQ items for quick 

access. It can also be used to 

display available walkthroughs 

and relevant content

6

?

ILLUSTRATIVE
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Typical use-cases

Most of the DAP use-cases fall under two key categories – customer-facing use cases and enterprise use cases, 

typically for employees and partners of the organization

Customer-facing use cases Employee/partner-facing use cases Both

New user onboarding and adoption
DAPs, by providing personalized onboarding experiences, can enable users to onboard a product and start adopting the 

various features quickly and effectively

Employee training / remote training
DAPs provide learning in the flow of work and throughout the digital adoption life cycle. This helps employees retain the 

information and helps maintain a certain level of employee productivity

Digital transformation and change 

management

DAPs can enable a smooth transition for employees to a new software by explaining the process or application changes –

reducing the user confusion and frustration

User support and helpdesk
By providing in-app support and self-service features, users can get answers to queries and guidance to complete critical 

tasks, reducing the burden on the support staff / helpdesk

Product improvement
Feedback collected from the DAP provides valuable insights for product owners to understand user behavior and help improve 

solutions to make them more user-centric

While these are some of the more prominent ones, there are other use cases such as communication/announcements or use cases that may be specific to an enterprise depending on the 

industry it operates in or the initiating stakeholder(s)

NOT EXHAUSTIVE
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Key benefits of DAP

DAPs enable enterprises to improve productivity, reduce costs, and enhance the user experience

Low error rates due 

to better support in 

completing processes

Increases trial 

conversion and reduces 

customer churn

Enhanced adoption 

through better process 

completion and engagement 

with DAP content

Reduces training costs 

through faster content 

creation and “in the work” 

content delivery

Better efficiency and 

time savings through 

increased user 

productivity

Improves user 

experience and user 

satisfaction scores

Reduces support tickets and 

costs as a result of contextual 

help within the application
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DAP execution paths can be broken down into four key phases

Everest Group breaks down enterprises’ DAP execution path into four key phases

Planning Piloting Scaling up Steady-state

⚫ Business case

⚫ Proof of Concept (POC)

⚫ Tool selection

⚫ Develop DAP strategy

⚫ Select initial use cases

⚫ Run pilot projects

⚫ Monitor performance

⚫ Refine DAP strategy 

⚫ Establish/refine the DAP governance 

model

⚫ Scale up across enterprise

⚫ Establish DAP best practices

⚫ Set up CoE and embed necessary talent

⚫ Identify new opportunities

⚫ Institutionalize the governance model

⚫ Continuously improve

⚫ Create awareness

⚫ Overcome conceptual barriers to DAP 

implementation and build awareness

⚫ Identify opportunities

⚫ Develop the business case

⚫ Align stakeholders (HR, IT, business, 

product owners, etc.) to get backing for 

the POC

⚫ Select tools/partners

⚫ Identify skill sets required

⚫ Develop an implementation approach 

and roadmap

⚫ Get executive backing and funding

⚫ Develop/train skill sets for DAP 

implementation

⚫ Select and prioritize applications

⚫ Select and prioritize processes within 

applications

⚫ Implement initial use cases / pilots

⚫ Monitor performance 

⚫ Raise awareness and enable 

upskilling/reskilling

⚫ Act on lessons learned to refine the 

DAP strategy and establish/refine the 

DAP governance model

⚫ Scale up across functions/geographies

⚫ Scale up upskilling/reskilling of 

resources

⚫ Set up a dedicated team and 

continuously identify new opportunities 

for DAP adoption

⚫ Ensure operations with robust 

governance and controls

⚫ Integrate a culture of innovation and 

design thinking across the organization

Phase 1 Phase 2 Phase 3 Phase 4

K
e
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The Pinnacle Model® provides a framework to help enterprises measure the DAP journey’s 

current and target states, both in terms of outcomes and capabilities

NOT EXHAUSTIVE

Everest Group Pinnacle Model® for mapping an enterprise’s journey to become a Pinnacle Enterprise™

O
u

tc
o

m
e

s

L
e

v
e

l 2
L

e
v
e

l 1
L

e
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e

l 3

Typical AdvancedBasic Leaders

Capability maturity

Pinnacle Enterprises™

Each enterprise will have it’s own 

specific journey depending on the 

industry, size and culture

Business impact

Operational impact

Cost impact

Vision and strategy Organization & talentTechnologyImplementation Resourcing

Definition of Pinnacle Enterprises™

⚫ Enterprises that stand apart from others for their 

business outcomes and capability maturity

⚫ Not all enterprises will be working toward the 

same destination, but alignment is critical

A

B

C

1 2 3 4 5
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Outcomes: Use the Pinnacle Enterprise® outcomes model to understand your current state 

and goals for the desired target state

⚫ Overall, we can measure the outcome through a combination of three factors: cost impact, operational impact, and business impact

⚫ We can further break these down into subdimensions that fall into one of the three buckets depending on the level of the outcome achieved. The exact measure of outcomes will vary 

significantly by the scope of DAP implementation

Highest level of achievable outcomes. 

Typically only 10% of enterprises will get to 

this stage 

Breaking down and measuring outcomes

Achievement level

Middle level of outcomes achieved. The 

vast majority (~65%) of organizations fall in 

this bucket

Low level of outcomes. For relatively new 

technologies such as DAP, we can expect 

~25% organizations to fall in this category

High

Low

Subdimensions1

User experience

Productivity 

Time to ROI

Business impact

Operational impact

Cost impact

Dimensions

Support costs

1 Not exhaustive
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Illustration: Consider an organization evaluating its applications, including customer-facing 

and employee-facing applications, for DAP implementation

Employees Customers

Applications implemented within the organization Applications developed for customers

⚫ Salesforce

⚫ Workday HCM

⚫ Oracle Financials

⚫ Microsoft office

⚫ SAP ERP

⚫ Jira

⚫ Zendesk

⚫ Sharepoint

⚫ Zoom

⚫ Custom-built app

⚫ SaaS product A

⚫ SaaS product B

⚫ SaaS product C

⚫ SaaS product D

⚫ SaaS product E

ILLUSTRATIVE
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DAP potential

High

HighLow

Low
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SaaS product A

SaaS product C

SaaS product B

⚫ SaaS product D

⚫ SaaS product E

⚫ When the organization is considering DAP implementation 

holistically, it should carry out the prioritization separately for 

each of the application category – employee/partner-facing 

and customer-facing – to identify the top applications within 

each category (as shown in pages 36 and 37 in the playbook)

⚫ The enterprise can develop the consolidated view by grouping 

applications from the respective quadrants

⚫ Once this view is generated, applications in the upper right 

quadrant should be considered for further evaluation

Scenario: The organization is evaluating all its applications for DAP

Prioritization of all applications

⚫ SAP ERP

⚫ Custom-built app

⚫ Salesforce

⚫ Workday HCM

⚫ Sharepoint

⚫ Microsoft office

⚫ Zendesk

⚫ Zoom

⚫ Oracle Financials

⚫ Jira

Employee-facing applications Customer-facing applications

Identification of applications Prioritization of applications Creating a business case

ILLUSTRATIVE
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Amount of content created

High

HighLow

Low
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u
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Considerations when creating a business case for the identified application

Enterprises need to target appropriate amount of content to be created, given the possibility of diminishing returns

⚫ In DAP initiatives, the business benefit for the 

enterprise will largely depend upon how much content 

(walkthroughs, self-help documents, tips, 

announcements, etc.) is being created

⚫ As we move from one state to another, more content 

is created using the DAP. The time and cost to create 

content increases with all other costs (license, 

implementation, and maintenance) remaining static

⚫ As we reach state 4, there is no incremental benefit 

achieved by creating more content. So, the amount of 

content created in state 3 will provide the maximum 

business benefit

⚫ Hence, it becomes critical to understand the business 

benefits for different states to arrive at the state that 

provides the enterprise with the maximum benefit

At this scale, investing 

in creating additional 

content may not be 

beneficial on an 

incremental basis
State 1

State 2

State 3

State 4

Variation of business benefit with the amount of content created

ILLUSTRATIVE
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Capability: The Pinnacle Enterprises® Capability Maturity Model (CMM)1 can help enterprises 

understand their current state of capabilities and subsequently where they want to get to

⚫ Overall, capability is measured through a combination of five factors – vision & strategy, implementation, organization & talent, technology, and resourcing

⚫ Each of these is further broken down into subdimensions, which can be measured as falling in one of the four buckets depending on the maturity level: basic, typical, advanced and 

pinnacle 

Breaking down and measuring outcomes

Achievement level

High

Low

Subdimensions1Dimensions

1 Refer to pages 100-110 in the playbook for the detailed model, dimensions, and subdimensions

2 Not exhaustive

Implementation

Vision & strategy

Technology

Resourcing

Organization & talent

Funding/sponsorship Project initiation

Scale and scope of DAP deployments

Role of Center of Excellence (CoE) in DAP 

initiatives

Content personalization

Sourcing of DAP talent/skills

Pinnacle

Highest level of capability maturity. Typically 

only 10% of enterprises will get to this stage 

Advanced

Medium-high level of capability maturity. 

Typically 15% of enterprises will fall in this 

bucket 

Basic

Low level of capability maturity. For relatively 

new technologies such as DAP, we can expect 

~25% organizations to fall in this category

Typical

Medium-low level of capability maturity. 

Typically a majority of enterprises (~50%) 

will fall in this bucket 
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CMM components Example pages from broader CMM reference guide

Vision & strategy

Technology 

Resourcing

Organization & talent

Implementation

Everest Group organizes DAP capabilities according to five key components of enterprises’ 

DAP journey
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The DAP journey will take different forms based on two sets of determinants – DAP-related 

(science) and environmental (art)

DAP journey

Determination 

of DAP target 

state

DAP determinants
⚫ Current outcome and capability

⚫ Business case

⚫ Achievable target state outcome

⚫ Corresponding target state capability

Environmental determinants
⚫ Organization structure

⚫ Initiating stakeholder(s)

⚫ Risk appetite

⚫ Existing DAP partnerships

⚫ Availability of resources

Execution 

path to be 

followed
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Given the same current and target states, enterprises’ culture, structure, and other 

environmental determinants influence the routes they take

Two enterprises starting their journeys at the 

same low level of DAP maturity and wishing to 

reach the same advanced target state may 

take significantly different execution paths; the 

path would largely depend on environmental 

determinants.

L
e

v
e

l 
2

L
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e
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Typical AdvancedBasic Leaders

Capability maturity

O
u
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o

m
e

s

Target state

Current state

⚫ Decentralized

⚫ High risk-appetite

⚫ Centralized

⚫ Low risk-appetite
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The playbook helps your organization think about how to develop your DAP journey…

Planning Piloting Scaling up Steady-state

ILLUSTRATIVE
… the DAP journey can take different forms 

based on two determinants – capability-

related and environmental

DAP journey

Environmental determinants

⚫ Organization structure

⚫ Initiating stakeholder(s)

⚫ Risk appetite

⚫ Existing DAP partnerships

⚫ Availability of resources

Execution path 

to be followed

Determination of 

the target state

DAP capability determinants

⚫ Current outcome and 

capability

⚫ Business case

⚫ Achievable target state 

outcome

⚫ Corresponding target state 

capability

Start of the

execution 

path

End of the 

execution path

Select appropriate DAP 

vendor based on 

capabilities required to 

achieve the desired 

outcome

Plan implementation 

timelines, governance, talent 

requirements, and skill 

development for DAP

⚫ Obtain alignment with IT and 

relevant teams for DAP 

implementation

⚫ Identify DAP talent and decide 

roles and responsibilities

Identify and prioritize 

applications using the 

prioritization framework

Obtain management 

buy-in and budget

⚫ Initiate training of existing 

talent for DAP

⚫ Initiate governance 

mechanism

Develop pilot for the 

prioritized application

Continuously monitor 

and report on 

metrics/KPIs

⚫Set up a team to evaluate 

opportunities in other areas

⚫Templatize the opportunity 

evaluation framework

Enable various exposure 

mechanisms to create 

awareness – newsletters, 

online portals, etc.

Institutionalize the 

governance model

Continuously 

monitor and report 

on metrics/KPIs

Repeat journey with 

next application in the 

priority list

⚫Evaluate CoE requirement

⚫Build CoE structure

⚫Evaluate and refine DAP 

talent strategy

⚫ Scale up across the enterprise

⚫ Continuously monitor and 

report on metrics/KPIs

Set up enterprise 

standards and best 

practices based on the 

learnings

Identify the processes 

for which walkthroughs 

should be created
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…and provides enterprise case studies highlighting their DAP journeys and the benefits 

realized from their DAP implementations
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Take a programmatic approach with a clearly defined vision, mission, and desired outcomes

⚫ Assign a core team at the central level to develop a DAP strategy for the organization 

⚫ Ensure the strategy is corporate-wide and inclusive, with a clearly defined roadmap and approach to desired outcomes

⚫ Be sure to

– Understand the requirements and challenges in scaling up DAP across the organization such as talent, governance, and 

stakeholder involvement

– Prioritize applications for DAP implementation and select a DAP vendor that will partner along the journey 

Empower the organization to succeed with DAP initiatives

⚫ Provide executive sponsorship and central help for DAP project funding and resourcing

⚫ Support the respective team/stakeholders to work through organizational challenges and barriers to deployment

⚫ Develop an organizational culture that embraces innovation

Aim to be a best-in-class, or a Pinnacle Enterprise™1, in DAP

⚫ Build DAP capability with the goal of achieving business outcomes and growth

⚫ Ensure that the organization follows best practices

The rest of this playbook provides you with insights, methodology, and guidance to help your organization

develop successful strategies for adopting DAP

What should executives do next?

1 As described on page 11 of this document
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This document is for informational purposes only, and it is being provided “as is” and “as available” without any warranty of any kind, including any warranties of completeness, adequacy, or fitness 
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