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Abstract: The role of a Solution Manager is pivotal in 

executing large-scale digital transformation projects. This 

article underscores the extensive responsibilities and 

significant contributions of a Solution Manager in 

successfully managing such initiatives within 

organizations. Digital transformation projects typically 

involve multiple teams from both the vendor's and the 

customer's sides, making effective collaboration and clear 

communication essential tasks for a Solution Manager. 

 

Solution Managers must have a comprehensive 

understanding of the project's end-to-end scope. They 

translate business requirements into actionable technical 

specifications, ensuring that the technical team can 

implement solutions that meet business objectives. 

Additionally, Solution Managers oversee the establishment 

of appropriate processes, which include defining 

workflows, setting standards, and implementing best 

practices to ensure consistency and quality throughout the 

project. 

 

Managing the scope, budget, and timeline is another 

critical responsibility of Solution Managers. They ensure 

that the project stays within its defined parameters, making 

adjustments as necessary to accommodate changes or 

unforeseen challenges. Monitoring progress, status, and 

potential risks is also a key aspect of their role. Solution 

Managers use various tools and techniques to track project 

milestones, identify any deviations from the plan, and 

implement corrective actions to mitigate risks. 

 

Solution Managers align the program's continuous scoping 

methodology with the customer's needs, leveraging 

organizational best practices to ensure that the project 

delivers maximum value. This involves regular 

reassessment of project goals and requirements, adapting 

the scope as needed to reflect evolving business priorities 

and technological advancements. 

 

Moreover, Solution Managers collaborate with key 

stakeholders, including business leaders, IT professionals, 

network specialists, and vendors. They facilitate 

discussions and negotiations to ensure that the solution 

and architecture meet business objectives and deliver real 

value. By maintaining strong relationships with all 

stakeholders, Solution Managers ensure that everyone is 

aligned and working towards common goals, ultimately 

driving the success of digital transformation initiatives. 

 

Keywords: Digital Transformation, Timeline and Budget 

Management, People and Process Management, 

Customer-Centric Strategies 

 

1. Introduction 
Digital transformation projects cover a broad 

spectrum of focus areas, including customer experience, 

technological advancements, agile project management, 

data utilization, and privacy concerns. Each of these areas 

plays a crucial role in modernizing business operations and 

enhancing overall performance. 

 

Customer Experience: Enhancing customer 

experience is a key objective of digital transformation. 

This can involve creating personalized interactions through 

digital platforms such as online portals and mobile apps. 

For example, in the telecom industry, improving customer 

experience might include ensuring transparency and 

accuracy in digital purchases. By providing customers with 

clear information about their one-time and recurring 

payments upfront, companies can help avoid billing 

surprises and build trust. 

 

Technology Advancement: Adopting modern 

technologies like cloud computing and machine learning is 

essential for boosting business capabilities. These 

technologies drive innovation and improve operational 

efficiency by enabling businesses to process large amounts 

of data quickly, automate routine tasks, and make more 

informed decisions. The integration of advanced 

technologies can lead to streamlined processes, reduced 

operational costs, and enhanced competitive advantage 

across various industries. 

 

Agile Project Management: Implementing agile 

project management methodologies allows organizations 

to be more responsive to change and deliver value more 

https://doi.org/10.63282/3050-922X.IJERET-V6I2P102


Chetan Kantikumar Chandarana/ IJERET, 6(2), 10-14, 2025 

 

11 

quickly. Agile practices emphasize iterative development, 

continuous feedback, and collaboration, which help teams 

adapt to evolving requirements and deliver high-quality 

products and services. 

 

Data Utilization: Leveraging data effectively is a 

cornerstone of digital transformation. By harnessing the 

power of big data and analytics, organizations can gain 

valuable insights into customer behavior, market trends, 

and operational performance. This data-driven approach 

enables businesses to make strategic decisions, optimize 

processes, and personalize customer interactions. 

 

Privacy Concerns: Addressing privacy concerns is 

critical in the digital age. As organizations collect and 

process vast amounts of personal data, they must ensure 

that they comply with data protection regulations and 

implement robust security measures. Protecting customer 

data not only builds trust but also mitigates the risk of data 

breaches and legal repercussions. 

 

In summary, digital transformation projects aim to 

enhance customer experience, adopt cutting-edge 

technologies, implement agile methodologies, utilize data 

effectively, and address privacy concerns. These initiatives 

drive innovation, improve efficiency, and create value for 

both businesses and their customers. 

 

2. Solution Manager Key Collaboration 
The Solution Manager's role involves fostering 

collaboration among diverse teams and roles involved in 

project development. Efficient communication between 

business and IT teams is vital for the success of digital 

transformation initiatives, particularly those leveraging 

cloud technologies. Acting as a bridge between technical 

and business stakeholders, the Solution Manager ensures 

that all objectives are aligned and that these initiatives 

deliver measurable value. [1] 

 

2.1 Collaboration with Solution Architects 

Solution Managers work closely with Solution 

Architects to gain a comprehensive understanding of the 

project's architecture. They facilitate the creation of 

architectural blueprints, ensuring that the design aligns 

with business goals and technical requirements. 

Additionally, they oversee the resolution of major 

architectural challenges, often referred to as "big rocks," 

by coordinating efforts and resources to address these 

critical issues. 

 

2.2 Interaction with Pre-Sales Teams 

During project handovers, Solution Managers 

engage with Pre-Sales teams to understand customer 

requirements, pain points, and expected value. This stage 

involves detailed walkthroughs of existing ecosystems, 

identifying assumptions, key issues, and high-level plans. 

Solution Managers then present a high-level solution that 

aligns with the customer's goals, ensuring a smooth 

transition from pre-sales to project execution. 

 

2.3 Daily Cooperation with Domain Solution Experts 

Solution Managers collaborate daily with Domain 

Solution Experts and Product Owners to document 

features and epics, track dependencies, and maintain a 

synchronized solution backlog. This ongoing interaction 

ensures that all team members are aligned on the project's 

scope and priorities, facilitating efficient progress and 

timely delivery of features. 

 

2.4 Coordination with Program Managers 

Solution Managers align with Program Managers 

on critical milestones, including sprint plans, testing 

phases, and deployment schedules. They ensure that all 

stakeholders are synchronized with the project's timeline 

and resource allocation, addressing any potential 

bottlenecks or resource constraints. This coordination is 

essential for maintaining project momentum and achieving 

key deliverables on time. 

 

2.5 Partnership with Product Managers 

Solution Managers work in tandem with Product 

Managers to define product visions, monitor market trends, 

and align stakeholders around shared goals. Together, they 

prioritize product features based on business value and 

customer needs, fostering independent decision-making 

within teams. This partnership ensures that the product 

development process is both strategic and responsive to 

market demands. 

 

2.6 Solution Manager Role in Customer Onboarding 

The objective of customer onboarding is to help 

customers understand system capabilities and processes 

while adapting solutions to maximize value. Solution 

Managers lead sessions to demonstrate business process 

flows, conduct live demonstrations, and provide detailed 

process documentation. Deliverables include business 

process drafts, comprehensive documentation, and gap 

analyses   

 

2.7 Backlog Management by Solution Managers 

The solution backlog comprises capabilities and enablers 

required to advance solution functionalities and maintain 

architectural continuity. Solution Managers and Product 

Owners collaboratively refine, prioritize, and optimize the 

backlog, conducting thorough planning to align with 

internal and external stakeholders. [4] Key responsibilities 

in backlog management include: 

• Refining and prioritizing backlog items 

• Finalizing the backlog during PI (Program 

Increment) planning 

• Allocating capacity to maintain solution 

integrity 

 

In the realm of agile development, the product 

owner plays a crucial role in prioritizing the backlog a 

comprehensive list of tasks that includes brief descriptions 

of all desired features and fixes for a product. While 

product owners gather requirements from the business 
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side, they might not always be familiar with the intricacies 

of implementation. Effective estimation can provide the 

product owner with valuable insights into the effort 

required for each task, which in turn influences their 

assessment of each item's priority. When the engineering 

team embarks on the estimation process, questions about 

requirements and user stories often emerge. This is 

beneficial as it helps the entire team gain a deeper 

understanding of the work. For product owners, breaking 

down tasks into smaller components and estimating them 

using story points aids in prioritizing all aspects of the 

work, including potentially overlooked areas. Once the 

development team provides estimates, it's common for the 

product owner to reorder items on the backlog. [7] 

 

3. Role of Solution Manager in Definition of 

Ready (DoR) Process 
 The Definition of Ready (DoR) represents a 

mutual understanding among the Solution Manager, 

Product Owner, and SCRUM Teams regarding what 

qualifies a backlog as ready for development. The Solution 

Manager is responsible for ensuring adherence to the DoR 

process and utilizes tools like Jira to monitor its progress. 

This ensures that the backlog is sufficiently matured and 

prepared to begin development ahead of a Sprint or 

Program Increment. [5] 

 

If risks arise that may hinder meeting the DoR, 

the Solution Manager identifies these impediments and 

collaborates with relevant stakeholders to resolve them 

effectively. Solution Managers work in tandem with 

Product Managers to define product visions, monitor 

market trends, and align stakeholders around shared goals. 

Together, they prioritize product features based on 

business value and customer needs, fostering independent 

decision-making within teams. This partnership ensures 

that the product development process is both strategic and 

responsive to market demands. 

 

3.1 Role of Solution Manager – in Change Request 

Process  

A change request refers to a formal proposal to 

modify aspects of a project, system, business process, or 

workflow. These requests can originate externally, such as 

a customer proposing alterations to services or 

deliverables, or internally, from stakeholders requesting 

changes to project timelines, scope, product details, or 

outcomes. Without a structured process, change requests 

may be mismanaged or overlooked, leading to confusion 

and potential disruptions. [6] 

 

The Solution Manager oversees the change management 

process, which includes the following key steps: 

• Gathering critical documentation and details. 

• Assessing the impact of proposed changes. 

• Ranking change requests by priority. 

• Approving or rejecting changes. 

• Developing a plan for implementation. 

• Executing approved changes. 

• Evaluating the effectiveness of the implemented 

changes 

 

3.2 Solution Manager Role in Solution Retrospective 

[8] A solution retrospective is a post-sprint review 

that plays a vital role in Agile project methodologies. The 

primary goal of a retrospective is to assess successes, 

identify challenges, and highlight opportunities for 

improvement. 

 

These regular reviews foster team collaboration and 

provide insights into what processes worked well and what 

areas require refinement. By iterating and improving Agile 

practices, teams can streamline and enhance performance 

in subsequent sprints. 

 

3.3 Scoping process management - Integration Master 

List tool  

Large-scale digital transformation projects often 

involve extensive integrations between platforms or 

applications, which can range from dozens to hundreds. 

These integrations are progressively replaced by new 

services introduced as part of the transformation process, 

ensuring a gradual and seamless transition. 

A pivotal component of such transformation 

projects is the management of the Integration Master List. 

The Solution Manager, in collaboration with the project 

Architect, oversees this process. The Integration Master 

List serves as a dynamic, continuously updated document, 

essential for tracking integrations throughout the project 

lifecycle. It must remain current and account for any 

modifications arising from change management activities. 

 

Following information should be included in such 

a master list. Mostly Excel can be used as a tool to 

maintain such repository.  

• IML# - You can use alpha-numeric value to 

assign an ID to the Interface. For example, IC.1.0 

for Integration between platform A to B, IC.2.0 

for Integration between platform A to C.  During 

the project life if there are any changes to this 

integration, then you should create the new entry 

and change the interface no for example, IC.1.1  

• Interface Name - Provide the relevant name for 

the Interface, example, “New Prepaid 

Activation”. 

• Source Vendor - Name of the Vendor application 

that is source of the Integration. 

• Source Module - Application Name of 

Integration source   

• Target Vendor - Name of the Vendor application 

that is target of the Integration. 

• Target Module - Application Name of 

Integration target    

• Interface Type - Indicate if is File based 

integration, of Synchronous integration or Event 

based asynchronous Integration.  

• Interface Sub Type - Provide the sub type of 

interface for example SOAP, Rest etc. 
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• Service Name - Provide the name of the target 

service.  

• Interface Status - You can put values like 

“Obsolete” if this interface is already retired, or 

“New” if its new integration, or “Planned” if it’s 

not yet implemented. 

• Comments - Add more details as needed. 

 

4. Solution Management   
In the Scaled Agile Framework (SAFe), Solution 

Management (SM) serves an essential function in PI 

planning and related solution train activities. [2] 

 

4.1 Pre- and Post-PI Planning Solution  

Managers collaborate with Solution Architects 

and Engineers to align stakeholders and suppliers on 

project objectives and strategies. They also lead Product 

Management Sync meetings multiple times during each PI 

to ensure all participants remain aligned on shared goals. 

 

4.2 Solution Roadmap  

Solution Managers are responsible for developing 

and maintaining the solution roadmap, which guides 

development efforts by ensuring alignment among 

stakeholders, suppliers, and Agile Release Trains (ARTs). 

 

4.3 Solution Intent Repository   

Solution Managers establish the Solution Intent 

repository as a centralized reference for stakeholders and 

suppliers, detailing project objectives and implementation 

strategies. 

 

4.4 Solution Train Planning  

Board The Solution Train planning board, 

maintained by Solution Managers, monitors progress 

across business capabilities, suppliers, and ARTs, ensuring 

alignment and tracking delivery milestones. 

 

4.4.1 Enhancing Productivity: Solution Manager 

Strategies with Jira Dashboards 

Jira should be the single source of the backlog, 

estimation and progress. Its important that there are 

different dashboards are created which can be used by 

different stakeholders for the information they need.  For 

example, Pre Sales person wants to understand how many 

scrums they needs to commercially agree with the 

customer on monthly basis, or Account Development 

Leader needs to understand how many resources to be 

planned for the next month, and what is the distribution of 

the efforts per applications required so that he can plan 

resources with those skill sets.  During project execution 

such dashboards are used by the program teams to monitor 

the progress of the project.  

 

Among all required Dashboards in Jira, Solution 

Manager should always maintain the view to show the 

view of backlog.  Typically, such a dashboard should show  

• The tasks your team intends to tackle, whether 

they're in the Backlog or Sprint lists.  

• It also includes tasks currently on your team's 

board, shown in the Board list.  

• You have the ability to create and update tasks, 

drag and drop them to adjust their ranking, or 

assign them to sprints, epics, or versions. 

• Estimation should be included in such view. 

Many time it requires to create a internal view to 

show within the organization to the management 

in terms of Man Months for estimation and create 

a separate view for the customer in which you 

may want to show the story points associated with 

the backlog.  

 

5. Resolving Impediment  
A Solution Manager plays a critical role in 

identifying and resolving impediments that can hinder 

project progress. Their approach to overcoming these 

obstacles involves several key strategies: 

 

5.1 Proactive Identification 

Solution Managers actively monitor project 

activities to detect potential impediments early. They use 

various tools and techniques, such as regular status 

meetings, progress tracking, and risk assessments, to 

identify issues before they escalate. 

 

5.2 Effective Communication 

Clear and open communication is essential for 

resolving impediments. Solution Managers facilitate 

discussions between team members, stakeholders, and 

other involved parties to understand the nature of the 

impediment and gather diverse perspectives on possible 

solutions. 

 

5.3 Collaborative Problem-Solving 

Solution Managers foster a collaborative 

environment where team members can brainstorm and 

propose solutions to the impediment. By leveraging the 

collective expertise of the team, they can identify the most 

effective and feasible resolution strategies. 

 

5.4 Resource Allocation 

When an impediment requires additional 

resources, Solution Managers assess the availability and 

reallocate resources as needed. This may involve adjusting 

timelines, budgets, or personnel to ensure that the 

impediment is addressed promptly and effectively. 

 

5.5 Escalation and Support 

For impediments that cannot be resolved within 

the team, Solution Managers escalate the issue to higher 

management or seek external support. They provide 

detailed reports on the impediment, its impact, and 

proposed solutions to facilitate informed decision-making. 

 

5.6 Continuous Monitoring 

After implementing a solution, Solution 

Managers continuously monitor the situation to ensure that 

the impediment is fully resolved and does not recur. They 
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also document the resolution process and lessons learned 

to improve future project management practices. 

 

By employing these strategies, Solution Managers 

ensure that impediments are addressed swiftly and 

effectively, maintaining project momentum and achieving 

successful outcomes. 

 

6. Conclusion 
This article has explored the crucial role of 

Solution Managers in driving digital transformation 

initiatives. Solution Managers are responsible for 

overseeing the entire lifecycle of solutions, starting from 

problem identification and opportunity definition, through 

design, development, testing, implementation, evaluation, 

and maintenance. They play a key role in managing the 

scoping process, timeline, and budget, while continuously 

monitoring overall plans, progress, and risks. 

 

Solution Managers are accountable for the 

creation, prioritization, and health of program backlogs, 

ensuring that they are complete and aligned with defined 

timelines and organizational goals. Their responsibilities 

also include overseeing resource allocation, updating 

statuses, and identifying and mitigating risks to ensure 

smooth project execution. 

 

Beyond these operational tasks, Solution 

Managers mentor their teams to develop integrated 

solutions and ensure adherence to established 

methodologies and workforce plans. Their expertise in 

business analysis, collaboration, and communication is 

instrumental in helping organizations unlock the potential 

of emerging technologies and achieve strategic goals in a 

rapidly evolving digital landscape. 

 

As industries increasingly embrace digital 

transformation projects, the role of Solution Manager 

remains indispensable in guiding these initiatives to 

successful outcomes. Their ability to bridge the gap 

between technical and business stakeholders, coupled with 

their strategic oversight, ensures that digital transformation 

efforts deliver measurable value and drive organizational 

growth. 
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