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[bookmark: _Toc231313989]The Field Guide
Working Documents, Assessments, and Implementation Plans

This appendix consolidates the working documents, self-assessments, and implementation plans that accompany the framework. Each entry references its source section. Use these standalone, or alongside the section as you read.




Be sure to subscribe to free CIO resources at https://www.stevemonaghan.com


[bookmark: _Toc231313990]A.1   Module 1 Working Documents: Being a Government IT Leader
A.1.1   Section 1.1: Purpose and Role Inventory
Purpose and Role Inventory
Use this worksheet to do the honest work Section 1.1 asks of you. Not the mission statement version. The real one.
Part 1: Describe Your Current Role
When someone outside IT asks you what you do, what do you say? Write it the way you actually say it, not the way it sounds in a job description.


Now look at what you wrote. Count the activity words (implement, manage, maintain, secure, deploy) and the outcome words (enable, serve, deliver, support). Which list is longer?
Activity-heavy:  [yes / no]
Outcome-heavy:   [yes / no]
Part 2: Identify the Purity Trap Signals
Section 1.1 names five signals that you may have drifted from purpose into purity. Rate each from 1 to 5 (1 = rarely true, 5 = frequently true).
[   ]  My team and I often feel like the organization is the problem.
[   ]  I frequently say “they don’t understand IT” or “they don’t understand the constraints.”
[   ]  I find myself defending IT decisions more often than exploring stakeholder needs.
[   ]  My customers are chronically frustrated with IT, and I attribute it to their lack of understanding.
[   ]  I take more pride in following the framework correctly than in the outcome the framework produced.
Total: [   ] / 25
Scoring:
20–25: You may be deep in the purity trap. Section 1.1’s reframe is essential before any other work.
15–19: You are at risk. Notice when you start to defend rather than explore.
10–14: You are aware of the tension. Keep checking yourself.
Below 10: You are likely operating from purpose, not purity. Use the rest of the framework to deepen what is working.
Part 3: Rediscover Your Real Role
Complete each prompt in your own words. One or two sentences each.
The community my organization serves is:


The way my organization serves that community is:


The way technology helps my organization do that work better is:


The two or three places where I can make the biggest difference this year are:


Part 4: A Conversation You Need to Have
Section 1.1 turns on a conversation. A CIO is asked to describe her role, and she answers in frameworks. Then she is asked why those frameworks matter, and she pauses.
Find one trusted peer in the next thirty days and ask them to do the same thing to you. Have them ask you what your role is, and then have them ask you why that matters. Pay attention to where you pause.
Peer I will ask:                  
By when:                
What I noticed when asked:


A.1.2   Section 1.2: Time Audit and Reclamation Plan
Time Audit and Reclamation Plan
Section 1.2 asks how much of your time goes to strategic leadership work versus operational firefighting. This worksheet helps you answer that question with data and then make a concrete plan to shift the balance.
Part 1: One-Week Time Audit
For one week, log every block of time on your calendar in one of these three categories.
Category A: Strategic Leadership Work
One-on-ones with team members. Vision and culture work. Strategy and governance. Coaching and development. Thinking time.
Category B: Operational and Reactive Work
Crisis response. Vendor escalations. Routine status meetings. Approvals and signoffs. Email and chat that requires immediate response.
Category C: Low-Value Activity
Meetings that did not need you. Reports nobody read. Tasks that could have been delegated.
End-of-week totals:
Category A:   [   ] hours,  [   ] percent   |   Category B:   [   ] hours,  [   ] percent   |   Category C:   [   ] hours,  [   ] percent
What you wish the percentages were:
Category A:   [   ] percent   |   Category B:   [   ] percent   |   Category C:   [   ] percent (target zero)
Part 2: Identify the One Thing
Section 1.2 says: do not try to flip your calendar overnight. Pick one thing. One area where your time would make the biggest difference right now.
The one strategic leadership activity I will protect time for, starting now:


Why this one, not another:


How much time per week I will protect for it:
[   ] hours
What recurring meeting or activity I will decline or delegate to make room for it:


Part 3: The Reclamation Plan
Immediate Actions (This Week):
Block the time on your calendar. Treat it like a critical system outage. Tell your direct reports it is protected.
Identify three meetings on next week’s calendar where you are not the decision-maker and decline at least one.
Send one delegation email this week handing off a task you have been doing because it is faster than teaching someone else to do it.
Short-Term (This Month):
Establish or restore a recurring one-on-one rhythm with each direct report. Weekly or bi-weekly. Real conversations, not status updates.
Identify the two or three executive stakeholders you should be meeting with regularly. Schedule the first one.
Track your time again at the end of the month. Did the percentages move?
Medium-Term (This Quarter):
Build a regular leadership-team rhythm focused on long-term work, not status. Use Section 1.2’s prompts on what leadership team meetings should accomplish.
Identify one operational area where your team’s structure or process is forcing escalation to you that should be resolved at a lower level. Fix the structure, not the symptom.
Conduct a culture audit. What are the values you want to see in the organization? Where are you actively reinforcing them? Where are you not?
Long-Term (This Year):
Build management-by-walking-around into your weekly rhythm. Get out of your office regularly.
Establish a recurring all-staff meeting if you do not already have one.
At the one-year mark, repeat the Part 1 time audit. The percentages should look different. If they do not, the rest of this framework cannot do its work.
Part 4: The Three Pillars Self-Check
Rate yourself honestly. 1 = work to do, 5 = strong.
[   ]  Self-awareness. I understand my strengths, my limits, and how I affect others.
[   ]  Team building. I am building a cohesive team aligned on a shared vision.
[   ]  Self-control. I manage my emotions and impulses, especially under stress.
Total: [   ] / 15
Whichever pillar is lowest is the one to work on first.
A.1.3   Section 1.3: Core Leadership Principles and Competencies Inventory
Core Leadership Principles and Competencies Inventory
Use this worksheet to do the inventory Section 1.3 calls for. Three parts. The first two are private. The third is the one that makes the work real.
Part 1: My Core Leadership Principles
What do you actually believe about how leadership should work? Not what’s in the textbooks. What you’ve come to believe from doing the work. Write five.
1.


2.


3.


4.


5.


Now read them back. Cross out any that sound like things you think a leader is supposed to say but don’t actually believe. Rewrite anything that does not survive that test.
Part 2: Competency Self-Assessment
Rate yourself honestly on each of these. 1 = significant gap, 5 = real strength. Be the version of yourself that would tell you the truth.
Technical and analytical:
[   ]  Strategic thinking and pattern recognition
[   ]  Technology judgment under uncertainty
[   ]  Reading data, identifying signal from noise
Relational and people:
[   ]  Building trust with peers outside IT
[   ]  Coaching and developing direct reports
[   ]  Hard conversations (giving feedback, calling out behavior)
[   ]  Listening to understand before responding
Organizational and political:
[   ]  Reading the room
[   ]  Building political capital across departments
[   ]  Aligning IT priorities to executive priorities
[   ]  Communicating IT value in language non-IT people care about
Total ratings of 1 or 2: [   ]
Total ratings of 4 or 5: [   ]
Part 3: The Uncomfortable Truth Identification
Section 1.3 names a pattern: the competencies you most need to develop are often the ones you least want to acknowledge. Look at your low ratings. One of them is the right place to start. Probably the one you most wanted to argue with.
The competency I rated lowest that I am most resistant to working on:


What working on this competency might look like over the next ninety days (one specific action, not a vague goal):


Who I will tell about this commitment, so it becomes real:


Part 4: The Self-Awareness Check
Pick three people who have worked closely with you over the past year. One direct report, one peer, one stakeholder outside IT. Ask each of them: “What is one thing I do that helps you work effectively, and one thing I do that gets in the way?”
You do not need to defend yourself. Just listen. Write down what you hear.
Direct report I will ask:                  
Peer I will ask:                  
Stakeholder I will ask:                  
By when:                
What I heard that confirmed what I already knew:


What I heard that surprised me:


What I will do differently because of this:


A.1.4   Section 1.4: Political Navigation Development Plan
Political Navigation Development Plan
Assess Your Current State:
· Map your key stakeholder relationships on a scale of 1–5 (1=adversarial, 5=strong partnership)
· Identify which relationships most need development
· Evaluate your political capital balance: Are you building more than you’re spending?
Build Relationship Infrastructure:
· Schedule regular one-on-ones with your County Executive/City Manager
· Establish quarterly coffee meetings with each department head
· Attend board meetings regularly (not just when IT items are on the agenda)
· Create opportunities for informal interaction with elected officials
Develop Political Intelligence:
· Identify the informal influencers in your organization
· Understand what each key stakeholder is measured on
· Learn the political dynamics between major players
· Pay attention to who influences whom
Practice Adaptive Communication:
· Study the decision-making style of each key stakeholder
· Prepare materials in formats that work for different audiences
· Practice translating technical concepts into business language
· Seek feedback on how your communication is received
Build Political Capital:
· Deliver quick wins that stakeholders care about
· Say yes strategically to high-visibility requests
· Share credit generously
· Be visible and accessible
· Support others’ initiatives when you can
Monitor and Adjust:
· Quarterly review: Are relationships improving?
· Track initiative success rates, are things progressing?
· Seek feedback: Ask trusted advisors how you’re perceived
· Adjust approach based on what’s working
A.1.5   Section 1.5: Communication Development Plan
Communication Development Plan
Immediate Actions (This Week):
· Schedule recurring one-on-ones with each direct report (weekly or bi-weekly)
· Identify your three most important business partners and schedule time with each
· Before your next major communication, ask: “What does this audience care about? How should I adapt my message?”
Short-Term Development (This Month):
· Conduct a communication audit: track how you spend communication time for one week
· Seek feedback: ask three trusted people “How would you describe my communication style? What could I do better?”
· Practice active listening: in your next five conversations, focus entirely on understanding before responding
· Create a collection of stories that illustrate your vision and values
Medium-Term Building (This Quarter):
· Establish regular communication rhythms (weekly team meetings, monthly all-staff, quarterly board updates)
· Develop audience profiles: for each key audience, document what they care about and how to communicate effectively with them
· Create feedback mechanisms: implement at least one new way for people to give you input
· Measure communication effectiveness: survey your team on clarity of priorities, vision understanding, feeling heard
Long-Term Mastery (This Year):
· Develop storytelling capability: collect and refine stories for different purposes
· Build communication infrastructure (covered in Module 2, Section 2.6)
· Establish yourself as a clear, consistent communicator known for creating connections
· Mentor others in communication skills, teaching is the best way to master them
A.1.M   Module 1: Self-Assessment and Development Plan
From Module 1: Summary.
Your Leadership Foundation Development Plan
Use this template to create your personal development plan for the next 90 days:
MODULE 1 SELF-ASSESSMENT: LEADERSHIP FOUNDATION
Instructions
Rate yourself honestly on each statement using this scale:
1. 1 = Not at all true for me currently
1. 2 = Rarely true
1. 3 = Sometimes true
1. 4 = Often true
1. 5 = Consistently true
This assessment helps identify your leadership development priorities. The goal isn’t scoring 5 on everything. It’s knowing where to focus.
Section 1.1: Purpose and Role (5 statements)
[   ]  1. I can clearly articulate how my role serves organizational mission, not just IT operations
[   ]  2. My business conversations feel collaborative rather than defensive
[   ]  3. I regularly evaluate IT standards and practices based on organizational needs rather than technical purity
[   ]  4. Department heads see me as an organizational partner, not just the technology person
[   ]  5. I spend more time enabling organizational success than defending IT decisions
Section 1.1 Score:        / 25
Section 1.2: Time Prioritization (5 statements)
[   ]  1. I spend at least 30% of my time on strategic leadership work rather than operational tasks
[   ]  2. I block protected time on my calendar for strategic thinking and relationship-building
[   ]  3. I regularly have unhurried conversations with each member of my leadership team
[   ]  4. I have declined or delegated meetings that don’t require my direct involvement
[   ]  5. My team can operate effectively without me for at least two weeks
Section 1.2 Score:        / 25
Section 1.3: Self-Awareness and Competencies (5 statements)
[   ]  1. I have received honest, critical feedback about my leadership within the past year
[   ]  2. I can identify my leadership behaviors under stress that undermine my effectiveness
[   ]  3. I have an active development plan for my weakest leadership competency
[   ]  4. I have a professional network of peers who will tell me hard truths
[   ]  5. I regularly seek and act on feedback from my team about my leadership impact
Section 1.3 Score:        / 25
Section 1.4: Ambiguity and Politics (5 statements)
[   ]  1. I can name the three most influential people in my organization and have working relationships with each
[   ]  2. I invest meaningful time in relationship-building with key decision makers
[   ]  3. I can handle political dynamics without compromising my integrity
[   ]  4. When faced with ambiguity, I work through it effectively rather than freezing or forcing premature decisions
[   ]  5. Conflicts in my sphere get resolved constructively rather than avoided or escalated
Section 1.4 Score:        / 25
Section 1.5: Communication (5 statements)
[   ]  1. I adapt my communication style based on audience needs rather than defaulting to one approach
[   ]  2. Every member of my team can articulate the organization’s top three priorities
[   ]  3. People feel safe giving me honest feedback
[   ]  4. I spend more time listening than talking in important conversations
[   ]  5. I regularly communicate the “why” behind decisions, not just the “what”
Section 1.5 Score:        / 25
Total Module 1 Score:        / 125
Interpreting Your Scores
1. 100–125: Strong leadership foundation. Focus on refinement and mentoring others.
1. 75–99: Solid base with growth areas. Pick your 1–2 weakest sections for focused development.
1. 50–74: Significant development needed. Consider executive coaching and prioritize Module 1 before advancing to other modules.
1. Below 50: Leadership foundation needs urgent attention. This module should be your primary focus for the next 90 days.
My Top Priority Leadership Competency to Develop:
Why this matters for my success:
Specific actions I will take:
1.


2.


3.


Resources I need (training, coaching, books, mentors):
How I will measure progress:
Accountability partner who will check on my progress:
Monthly check-in dates:
· Month 1:


· Month 2:


· Month 3:


[bookmark: _Toc231313991]A.2   Module 2 Working Documents: Building a Healthy Organization
A.2.1   Section 2.1: Leadership Team Development Exercise
Leadership Team Development Exercise
Team Health Assessment:
Rate your leadership team on each dimension (1=Poor, 5=Excellent):
· Shared understanding of vision and priorities: [   ]
· Trust and psychological safety: [   ]
· Clear roles with shared accountability: [   ]
· Early, transparent communication: [   ]
· Collective decision-making with full commitment: [   ]
· Mutual accountability: [   ]
· Models desired organizational culture: [   ]
Average Score:       
Development Priority: Based on your lowest scores, what’s the ONE area you’ll focus on improving in the next 90 days?
Specific Actions:
1.


2.


3.


A.2.2   Section 2.2: Vision and Purpose Development Exercise
Vision and Purpose Development Exercise
Discovering Purpose:
Complete these prompts:
· When IT works well in our organization, it enables:


· The people who benefit most from our work are:


· If we stopped doing our jobs, this is what would break down:


· Our work matters because:


Crafting Vision:
In 3–5 years, we will be an IT organization where:
1. Stakeholders experience us as:


2. Our team members feel:


3. Our systems and services are characterized by:


4. We’re recognized for:


Defining Values:
What behaviors do we want to see MORE of?


What behaviors do we want to see LESS of?


What values would drive those desired behaviors?


Communication Plan:
How will I communicate vision and purpose in the next 30 days?
· To my leadership team:


· To my full IT staff:


· To key stakeholders:


· Through storytelling:


A.2.3   Section 2.3: Organizational Structure Assessment
Organizational Structure Assessment Exercise
Structure Alignment Check:
Rate how well your structure enables these capabilities (1=Poor, 5=Excellent):
· Supporting your strategic priorities: [   ]
· Coordinating cross-functional work: [   ]
· Enabling appropriate decision-making: [   ]
· Providing clear accountability: [   ]
· Building stakeholder relationships: [   ]
· Developing staff capability: [   ]
Average Score:       
Gap Analysis:
Where is work consistently falling through cracks?


Where are people duplicating effort?


Where are decisions getting stuck?


Where is coordination consistently difficult?


Improvement Actions:
Based on your gaps, what structural improvements (short of reorganization) could address them?
1.


2.


3.


A.2.4   Section 2.4: Capability Development Planning Exercise
Capability Development Planning Exercise
Organizational Capability Assessment:
List your top 5 capability needs for the next 2–3 years:
1.


2.


3.


4.


5.


Current State: For each capability above, do you have it internally? If yes, in how many people? If no, what’s your plan to build or acquire it?
Succession Planning:
For each critical role, answer:
· Who could step in tomorrow if needed?


· Who could be ready in 12 months with development?


· What development do they need?


Individual Development Plans:
For each of your direct reports:
· What capabilities are they developing this year?


· What opportunities are you creating?


· How are you supporting their development?


Culture Check:
How many hours per month does each person spend on professional development?
Is that adequate for staying current in your field?
What obstacles prevent more development time?
A.2.5   Section 2.5: Culture Assessment Exercise
Culture Assessment Exercise
Current Culture Health Check:
Rate your organization on each element (1=Poor, 5=Excellent):
· Psychological safety (people feel safe raising concerns and admitting mistakes): [   ]
· Trust and respect in interpersonal interactions: [   ]
· Collaboration across boundaries: [   ]
· Continuous learning orientation: [   ]
· Clear accountability and high standards: [   ]
· Regular recognition and appreciation: [   ]
Average Score:       
Culture Behaviors Analysis:
List 3 behaviors you want to see MORE of:
1.


2.


3.


List 3 behaviors you want to see LESS of:
1.


2.


3.


Your Culture Leadership:
How are you currently modeling the culture you want?


What culture-killing behaviors are you tolerating?


What will you do differently this week to shape culture?


A.2.6   Section 2.6: Communication System Design Exercise
Communication System Design Exercise
Current State Assessment:
List your current regular communication forums:
· Frequency:


· Audience:


· Purpose:


· Effectiveness (1–5):


Gaps to Address:
What information doesn’t reliably reach the people who need it?


Where are you hearing “I didn’t know about that” too often?


What upward communication channels are missing or ineffective?


System Design:
For the next 90 days, commit to:
Downward communication:
· What:


· Who:


· Channel:


· Frequency:


Upward communication:
· What mechanism will you create/strengthen?


· How will you demonstrate responsiveness to input?


Cross-functional communication:
· What will you do to break down silos?


A.2.M   Module 2: Self-Assessment and Action Plan
From Module 2: Summary.
Your Organizational Health Development Plan
Use this template to create your action plan for the next 90 days:
My Top Priority Area (from self-assessment):
Why this matters most right now:
Specific actions I will take:
In the next 30 days:
1.


2.


3.


In 30–60 days:
1.


2.


3.


In 60–90 days:
1.


2.


3.


Resources I need:
· Time investment:


· Budget:


· Support from others:


· Training/development:


How I will measure progress:
Accountability mechanism:
· Partner:


· Check-in schedule:


Monthly Review Dates:
· Month 1:                (Assess progress, adjust approach)
· Month 2:                (Assess progress, adjust approach)
· Month 3:                (Complete 90-day review, plan next phase)
MODULE 2 SELF-ASSESSMENT: ORGANIZATIONAL HEALTH
Instructions
Rate your organization honestly on each statement using this scale:
1 = Not at all true for our organization currently
2 = Rarely true
3 = Sometimes true
4 = Often true
5 = Consistently true
This assessment helps you figure out where to focus your organizational health work. The goal isn’t scoring 5 on everything. It’s knowing where to focus.
Section 2.1: Your Leadership Team (5 statements)
[   ]  1. My leadership team has shared understanding of our vision and top priorities
[   ]  2. Team members trust each other and feel psychologically safe raising concerns
[   ]  3. We have clear roles and responsibilities that don’t create gaps or overlaps
[   ]  4. We make decisions together when appropriate and commit fully even when we disagree
[   ]  5. The leadership team models the culture we want in the broader organization
Section 2.1 Score:        / 25
Section 2.2: Vision and Purpose (5 statements)
[   ]  1. We have a clear, compelling vision that people can articulate in their own words
[   ]  2. Every team member can explain why their work matters beyond technical tasks
[   ]  3. Our stated values are lived in daily decisions and behaviors
[   ]  4. People understand how their work connects to organizational mission
[   ]  5. Decisions are evaluated against whether they advance our vision
Section 2.2 Score:        / 25
Section 2.3: Organizational Structure (5 statements)
[   ]  1. Roles and responsibilities are clear; people know who owns what
[   ]  2. Decision authority is explicit; people know what they can decide autonomously
[   ]  3. Reporting relationships and spans of control are appropriate
[   ]  4. We have effective mechanisms for coordinating cross-functional work
[   ]  5. Our structure enables our strategy rather than working against it
Section 2.3 Score:        / 25
Section 2.4: Capabilities and People (5 statements)
[   ]  1. We invest meaningfully in professional development
[   ]  2. People have clear career paths and understand how to progress
[   ]  3. We’re actively developing people for future leadership roles
[   ]  4. Performance management provides regular, meaningful feedback for growth
[   ]  5. High performers receive recognition and development opportunities
Section 2.4 Score:        / 25
Section 2.5: Culture and Environment (5 statements)
[   ]  1. People feel psychologically safe admitting mistakes and raising concerns
[   ]  2. Collaboration across boundaries happens naturally
[   ]  3. We learn from both successes and failures systematically
[   ]  4. Clear accountability exists without blame or defensiveness
[   ]  5. The gap between our stated values and lived values is small
Section 2.5 Score:        / 25
Section 2.6: Communications (5 statements)
[   ]  1. People receive the information they need to do their jobs effectively
[   ]  2. Everyone understands organizational priorities and major decisions
[   ]  3. Information flows upward from staff to leadership effectively
[   ]  4. Communication happens through consistent, reliable channels and rhythms
[   ]  5. People have opportunities to provide input and feel heard
Section 2.6 Score:        / 25
Total Module 2 Score:        / 150
Interpreting Your Scores
120–150: Strong organizational health. Focus on refinement and sustaining what you’ve built.
90–119: Solid base with growth areas. Pick your 1–2 weakest pillars for focused development.
60–89: Significant development needed. Prioritize leadership team and culture before advancing to Module 3.
Below 60: Organizational health needs urgent attention. This module should be your primary focus for the next 90 days.
My Top Priority Organizational Health Area to Develop:
Why this matters for my organization’s success:
Specific actions I will take:
1.


2.


3.


Resources I need:
How I will measure progress:
Accountability mechanism:
Monthly check-in dates:
Month 1:                  |   Month 2:                  |   Month 3:               


Before You Move to Module 3:
· Complete the self-assessment honestly
· Identify your top 1–2 priority areas
· Create your 90-day action plan
· Share with your leadership team and get their commitment
· Begin implementation immediately
· Schedule quarterly re-assessment
[bookmark: _Toc231313992]A.3   Module 3 Working Documents: Working on the Right Stuff
A.3.1   Section 3.1: IT Governance Assessment
IT Governance Assessment Exercise
Current State Assessment:
Rate your organization on each governance dimension (1=Absent, 5=Excellent):
· We have formal governance structures with clear purpose and membership: [   ]
· Governance bodies meet regularly and make real decisions: [   ]
· We use clear, documented criteria for prioritizing work: [   ]
· Governance decisions are enforced and followed through: [   ]
· People trust that governance is fair and transparent: [   ]
· We have appropriate balance between strategic oversight and tactical agility: [   ]
· Portfolio status and capacity constraints are visible to stakeholders: [   ]
Average Score:       
Interpretation:
· 4.0–5.0: Strong governance foundation, focus on optimization and continuous improvement
· 3.0–3.9: Basic governance in place, strengthen processes and build maturity
· 2.0–2.9: Significant gaps, prioritize building governance structures
· 1.0–1.9: Critical need, start with basic two-tier structure immediately
Your Governance Development Plan:
Based on your assessment, what’s your priority?
If starting from scratch (scores below 2.5):
Next 30 days:
· [ ] Secure executive sponsorship for governance
· [ ] Define IT Governance Council membership
· [ ] Schedule first Council meeting
· [ ] Draft charter and decision-making criteria
Next 60 days:
· [ ] Hold first Council meeting with real decisions
· [ ] Establish IT Governance Working Group
· [ ] Create project request template
· [ ] Begin monthly Working Group meetings
Next 90 days:
· [ ] Review first quarter effectiveness
· [ ] Adjust processes based on learning
· [ ] Document decisions and build portfolio visibility
· [ ] Communicate governance process to broader organization
If strengthening existing governance (scores 2.5–3.5):
What’s working:


What needs improvement:


Specific actions:


If optimizing mature governance (scores above 3.5):
What could be more efficient:


What decisions could be pushed down:


How to increase strategic value:


A.3.2   Section 3.2: Strategic Planning Development Exercise
Strategic Planning Development Exercise
If you don’t have a strategic plan:
Create a simplified version to start:
Our 3 Strategic Goals:
1.


2.


3.


Our Top 5 Strategic Initiatives:
1.


2.


3.


4.


5.


Next steps to formalize:
· Secure executive sponsorship:


· Conduct stakeholder input:


· Develop full plan:


· Target completion date:


If you have a strategic plan but it’s not being used:
Why isn’t it being used?
· Not communicated well:


· Disconnected from day-to-day work:


· Too ambitious/unrealistic:


· Overtaken by events:


Actions to revitalize:
1.


2.


3.


If you have an active strategic plan:
How well is it working?
· Strategic goals still relevant:


· Initiatives on track:


· Stakeholder awareness and support:


· Connection to governance and budget:


Improvements needed:
1.


2.


A.3.3   Section 3.3: Frameworks and Standards Assessment
Frameworks and Standards Assessment Exercise
Current State Assessment:
Rate your organization on each dimension (1=Absent, 5=Excellent):
· We use NIST CSF to assess, communicate, and improve security posture: [   ]
· We have effective Incident, Change, and Problem Management processes: [   ]
· We have clear, documented technology standards that are followed: [   ]
· We have basic data governance with clear ownership and accountability: [   ]
· We have architecture principles that guide technology decisions: [   ]
· Our frameworks add value without creating excessive bureaucracy: [   ]
· We regularly review and adjust frameworks based on experience: [   ]
Average Score:       
Interpretation:
· 4.0–5.0: Strong foundation, focus on optimization and evolution
· 3.0–3.9: Basic frameworks in place, strengthen and mature
· 2.0–2.9: Significant gaps, prioritize building groundworks
· 1.0–1.9: Critical need, start with highest-value frameworks
Your Development Priorities:
Based on your assessment, what are your top 1–2 framework/standard priorities?
Priority 1:


Why it matters:


Next steps:


Resources needed:


Target implementation date:


Priority 2:


Why it matters:


Next steps:


Resources needed:


Target implementation date:


A.3.4   Section 3.4: Services and Products Alignment + Service Catalog Quick-Start Plan
Services and Products Alignment Assessment Exercise
Current State Assessment:
Rate your organization on each dimension (1=Poor, 5=Excellent):
· We have published service catalog that customers can easily access: [   ]
· Customers understand what IT offers and how to request services: [   ]
· We regularly engage customers to understand their needs and priorities: [   ]
· Customers participate meaningfully in selecting services IT provides: [   ]
· End-users participate in evaluating and selecting products they’ll use: [   ]
· We communicate technology lifecycles and planned replacements transparently: [   ]
· We operate as partners with customers, not just service providers: [   ]
Average Score:       
Interpretation:
· 4.0–5.0: Strong alignment, focus on continuous improvement
· 3.0–3.9: Basic alignment, strengthen customer partnership
· 2.0–2.9: Significant gaps, prioritize building alignment practices
· 1.0–1.9: Critical misalignment, fundamental shift needed
Your Development Priorities:
Based on your assessment, what are your top 1–2 priorities for improving alignment?
Priority 1:


Why it matters:


First steps:


Success measure:


Priority 2:


Why it matters:


First steps:


Success measure:


Service Catalog Quick-Start Plan:
If you don’t have service catalog, create basic version:
Top 10 services to document first:
1.                           6.               
2.                           7.               
3.                           8.               
4.                           9.               
5.                           10.               
Where we’ll publish it:


Who owns maintaining it:


Target completion date:


How we’ll promote it to customers:


A.3.5   Section 3.5: Budget and Financial Management Assessment
Budget and Financial Management Assessment Exercise
Current State Assessment:
Rate your organization on each dimension (1=Poor, 5=Excellent):
· Our IT budget clearly connects to organizational strategic priorities: [   ]
· We balance investment across operating, capital, and projects appropriately: [   ]
· We justify IT investments in business value terms leaders understand: [   ]
· We manage budget strategically with monthly reviews and variance management: [   ]
· Stakeholders understand IT cost drivers and economics: [   ]
· We have multi-year financial forecast guiding budget planning: [   ]
· We systematically demonstrate value delivered from IT investments: [   ]
Average Score:       
Interpretation:
· 4.0–5.0: Strong financial management, focus on optimization and value communication
· 3.0–3.9: Basic practices in place, strengthen strategic budget management
· 2.0–2.9: Significant gaps, prioritize building budget discipline and transparency
· 1.0–1.9: Critical weaknesses, fundamental budget management improvement needed
Your Development Priorities:
Based on your assessment, what are your top 1–2 priorities for improving budget management?
Priority 1:


Why it matters:


Actions needed:


Success measure:


Priority 2:


Why it matters:


Actions needed:


Success measure:


A.3.M   Module 3: Self-Assessment and Action Plan
From Module 3: Summary.
Your Module 3 Action Plan
Based on your self-assessment (next section), identify your top 3–5 priorities for strengthening strategic alignment. Use this action planning template:
Priority 1:


Current State:
Desired State:
Key Actions:
1.


2.


3.


Resources Needed:
Timeline: Start:                Key Milestones:                Complete:               
Success Measures:
Stakeholders to Engage:
Priority 2:


Current State:
Desired State:
Key Actions:
1.


2.


3.


Resources Needed:
Timeline: Start:                Key Milestones:                Complete:               
Success Measures:
Stakeholders to Engage:
Priority 3:


Current State:
Desired State:
Key Actions:
1.


2.


3.


Resources Needed:
Timeline: Start:                Key Milestones:                Complete:               
Success Measures:
Stakeholders to Engage:
90-Day Quick Wins for Strategic Alignment
While full strategic alignment takes time, you can achieve quick wins in 90 days:
Governance Quick Win (30 days): Establish basic IT Governance Working Group or Council. Don’t aim for perfect, aim for functional. Schedule first meeting. Bring one real decision to make. Document and communicate decision. This demonstrates governance value immediately.
Strategic Planning Quick Win (60 days): If you don’t have strategic plan, create a simple one-page version. List organizational priorities, identify how IT supports each, note 3–5 major initiatives for next year. Share with governance and get feedback. Even without a complete plan, you’ve started a strategic conversation.
Service Alignment Quick Win (45 days): Create basic service catalog, just top 10–15 services IT provides with simple descriptions and how to request. Publish it on intranet or shared drive. Promote it. Now you’ve got immediate transparency about what IT offers.
Framework Quick Win (60 days): Implement one high-value framework practice. If security is priority, do basic NIST CSF self-assessment. If service delivery is challenge, document simple incident management process. Pick one framework element, implement it well, show value.
Budget Quick Win (90 days): Create one-page budget summary showing how IT budget maps to organizational strategic goals. Share with key leadership. This demonstrates strategic thinking about budget even before next budget cycle.
These quick wins build momentum and credibility for longer-term strategic alignment work.
MODULE 3 SELF-ASSESSMENT: STRATEGIC ALIGNMENT
Instructions
Rate your organization honestly on each statement using this scale:
1 = Not at all true for our organization currently
2 = Rarely true
3 = Sometimes true
4 = Often true
5 = Consistently true
Use this assessment to identify which areas of strategic alignment need the most attention. Perfect scores aren’t the point. Knowing where to invest your energy is.
Section 3.1: IT Governance (5 statements)
[   ]  1. We have a functioning governance structure that makes real decisions about IT priorities
[   ]  2. Governance includes the right people from across the organization, not just IT
[   ]  3. Governance decisions are transparent and communicated to stakeholders
[   ]  4. Governance effectively balances competing priorities and resolves conflicts
[   ]  5. People trust the governance process and work through it rather than around it
Section 3.1 Score:        / 25
Section 3.2: Strategic Planning (5 statements)
[   ]  1. We have a current IT strategic plan that connects to organizational strategy
[   ]  2. The strategic plan guides actual resource allocation and project decisions
[   ]  3. Staff understand how their work connects to strategic priorities
[   ]  4. We review and adjust strategic direction at least annually
[   ]  5. Stakeholders outside IT see the strategic plan as credible and valuable
Section 3.2 Score:        / 25
Section 3.3: Frameworks and Standards (5 statements)
[   ]  1. We have adopted frameworks appropriate for our size and maturity
[   ]  2. Cybersecurity follows a recognized framework with regular assessment
[   ]  3. We have clear technology standards that guide decisions without creating rigidity
[   ]  4. Frameworks are implemented practically, not just documented
[   ]  5. Staff understand the purpose behind standards and frameworks, not just the rules
Section 3.3 Score:        / 25
Section 3.4: Services and Products (5 statements)
[   ]  1. We have a clear inventory of services IT provides and who owns each one
[   ]  2. Customers are involved in selecting and prioritizing technology solutions
[   ]  3. Technology lifecycle is actively managed with planned replacements
[   ]  4. Service levels are defined and communicated for our most important services
[   ]  5. We can demonstrate the value our services deliver to the organization
Section 3.4 Score:        / 25
Section 3.5: Budget and IT Economics (5 statements)
[   ]  1. Our IT budget explicitly connects to organizational strategic priorities
[   ]  2. Budget requests are justified in business value terms, not technical jargon
[   ]  3. We manage budget strategically with regular reviews, not just annual approval
[   ]  4. Stakeholders understand IT cost drivers and economics
[   ]  5. We systematically demonstrate value delivered from IT investments
Section 3.5 Score:        / 25
Total Module 3 Score:        / 125
Interpreting Your Scores
100–125: Strong strategic alignment. Focus on refinement and deeper integration.
75–99: Solid base with growth areas. Pick your 1–2 weakest sections for focused development.
50–74: Significant development needed. Prioritize governance and strategic planning before tackling frameworks.
Below 50: Strategic alignment needs urgent attention. Start with governance structure and stakeholder relationships.
My Top Priority Strategic Alignment Area to Develop:
Why this matters for my organization’s success:
Specific actions I will take:
1.


2.


3.


Resources I need:
How I will measure progress:
Accountability mechanism:
Monthly check-in dates:
Month 1:                  |   Month 2:                  |   Month 3:               
[bookmark: _Toc231313993]A.4   Module 4 Working Documents: Delivering Great Service
A.4.1   Section 4.1: Policy Environment Self-Assessment
Policy Environment Self-Assessment
Rate your organization on each statement (1=Strongly Disagree, 5=Strongly Agree):
[   ]  We have clearly established principles that guide all policy creation and review.
[   ]  Our policies enable staff to serve customers effectively rather than creating obstacles.
[   ]  We have clear taxonomy distinguishing policies, standards, procedures, and guidelines.
[   ]  People closest to the work create policies for that work, not senior leadership creating everything.
[   ]  Our policies are principle-based (what and why) rather than overly prescriptive (exactly how).
[   ]  We regularly consolidate related policies rather than letting them proliferate.
[   ]  We aggressively retire outdated policies rather than letting them accumulate.
[   ]  Our policies align with and reinforce our cultural values rather than contradicting them.
[   ]  Staff can easily find and access current policies when they need them.
[   ]  We have appropriate infrastructure (content management) for policy maintenance and version control.
[   ]  Policy owners are clear and accountable for keeping their policies current.
[   ]  We review policies regularly (at least annually) to confirm they remain relevant and useful.
[   ]  Our policies trust staff to use professional judgment rather than removing all discretion.
[   ]  When mistakes occur, we resist the impulse to immediately create new policies.
[   ]  Staff view policies as helpful guidance rather than bureaucratic burden.
Section 4.1 Total Score:        / 75
Scoring Interpretation:
· 60–75: Strong policy environment - focus on continuous improvement and preventing backsliding
· 45–59: Solid foundation with gaps - prioritize consolidation and moving toward principle-based approaches
· 30–44: Significant improvement needed - start with philosophy, taxonomy, and aggressive cleanup
· Below 30: Policy environment is likely obstacle to service - fundamental transformation required
Your Development Priorities:
Based on your assessment, what are your top 2–3 priorities for improving your policy environment?
Priority 1:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 2:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 3:


Why it matters:


First steps:


Success measure:


Timeline:


A.4.2   Section 4.2: Portfolio and Service Management Self-Assessment
Portfolio and Service Management Self-Assessment
Rate your organization on each statement (1=Strongly Disagree, 5=Strongly Agree):
[   ]  We manage services, applications, infrastructure, and projects as one connected portfolio, not as separate lists.
[   ]  I could confidently list our top 20 services to elected officials, including the value and cost of each.
[   ]  Every service in our portfolio has a clearly identified owner who feels personally accountable for it.
[   ]  We have a published service catalog that customers can use to understand what IT provides and at what level.
[   ]  Our staff view themselves as owners of their services, not as reactive responders to whatever comes in.
[   ]  When a department requests a new system or service, we have a transparent, defendable process for deciding what gets done.
[   ]  We make deliberate, documented decisions about which services to support and at what service level.
[   ]  We routinely retire outdated systems and consolidate redundant ones rather than letting them accumulate.
[   ]  Our portfolio decisions are visible to customers and partners so they understand trade-offs.
[   ]  Service-level expectations are documented, communicated, and tracked.
[   ]  We can clearly explain what would be affected and what the community impact would be if budget cuts were required.
[   ]  When new technology requests come in, our intake and triage process gets them to the right path quickly.
[   ]  Our project portfolio is balanced between operational maintenance, modernization, and new investment.
[   ]  Service performance is reported regularly, both to leadership and to the customers who depend on each service.
[   ]  I can describe the value our top 5 services deliver to citizens, not just what they do technically.
Section 4.2 Total Score:        / 75
Scoring Interpretation:
60–75: Strong portfolio and service management discipline. Focus on continuous refinement and stronger linkage to budget and governance.
45–59: Solid foundation with gaps. Likely missing service catalog discipline or ownership culture. Prioritize visibility and accountability.
30–44: Significant work needed. Likely managing as a list of separate items rather than a connected portfolio. Start with naming services and assigning owners.
Below 30: Portfolio management is more reactive than strategic. Fundamental work required on what you support and how you decide.
Your Development Priorities:
Based on your assessment, what are your top 2–3 priorities for improving this area?
Priority 1:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 2:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 3:


Why it matters:


First steps:


Success measure:


Timeline:


A.4.3   Section 4.3: Knowledge and Domain Management Self-Assessment
Knowledge and Domain Management Self-Assessment
Rate your organization on each statement (1=Strongly Disagree, 5=Strongly Agree):
[   ]  Critical operational knowledge is documented and accessible, not living only in people’s heads.
[   ]  If our most knowledgeable system expert left tomorrow, we could continue normal operations without crippling delay.
[   ]  Every critical system and service has a clearly identified primary owner and at least one knowledge shadow.
[   ]  A new team member can find the documentation they need to understand a system without having to ask someone.
[   ]  Our shared drives, knowledge bases, and documentation repositories are organized with consistent practices.
[   ]  We have clear domain boundaries that define which team owns which systems, services, and business areas.
[   ]  Domain ownership is clear enough that customers and partners know exactly who to engage for a given need.
[   ]  Cross-domain work has documented work protocols, escalation paths, and shared responsibility expectations.
[   ]  Our domain boundaries enable collaboration rather than creating territorial silos.
[   ]  Knowledge transfer is a built-in part of how we manage talent and plan for succession.
[   ]  When someone gives notice, we begin structured knowledge transfer immediately, not as an afterthought.
[   ]  Staff are willing and motivated to share knowledge across domain boundaries.
[   ]  Our documentation gets maintained over time, not abandoned after initial creation.
[   ]  We distinguish data, information, and knowledge, and we manage all three deliberately.
[   ]  Knowledge management is a leadership priority, not something that “happens when there is time.”
Section 4.3 Total Score:        / 75
Scoring Interpretation:
60–75: Strong knowledge and domain management. Focus on sustaining the discipline as the organization grows and evolves.
45–59: Solid foundation with gaps. Likely strong in some domains and weak in others. Identify the highest-risk single points of failure first.
30–44: Significant work needed. Likely depending on individual heroics and tribal knowledge. Start with the most business-critical systems.
Below 30: Knowledge is fragile and ownership is unclear. One key departure could create a serious operational crisis. Treat this as urgent.
Your Development Priorities:
Based on your assessment, what are your top 2–3 priorities for improving this area?
Priority 1:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 2:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 3:


Why it matters:


First steps:


Success measure:


Timeline:


A.4.4   Section 4.4: Customer Service Self-Assessment
Customer Service Self-Assessment
Rate your organization on each statement (1=Strongly Disagree, 5=Strongly Agree):
[   ]  IT staff view customer service as their primary purpose, not as an interruption to “real” technical work.
[   ]  Staff are engaged and proud of the services they deliver, not just going through the motions.
[   ]  When customers contact us with problems, they feel helped rather than tolerated.
[   ]  Front-line staff are empowered to resolve common issues without managerial approval.
[   ]  We use principles and judgment rather than rigid scripts to guide customer interactions.
[   ]  When staff use their authority to help customers, they get recognition rather than consequences.
[   ]  We measure 3–5 core customer service metrics and act on what they show.
[   ]  Customers have easy, well-known channels to provide feedback on service quality.
[   ]  When staff make mistakes, the response is “how do we prevent this” rather than “who do we blame.”
[   ]  Service excellence is treated as part of performance reviews and advancement criteria.
[   ]  Process design supports common cases well rather than being optimized for rare edge cases.
[   ]  Senior leadership models the service behavior they expect from staff.
[   ]  We can name specific examples of staff going above and beyond for customers in the past month.
[   ]  The barriers that prevent staff from delivering excellent service have been identified and are being addressed.
[   ]  Customers describe IT as helpful and responsive, not as an obstacle to getting their work done.
Section 4.4 Total Score:        / 75
Scoring Interpretation:
60–75: Strong customer service culture. Customer service is self-sustaining rather than driven by special initiatives. Focus on sustaining as you grow.
45–59: Solid culture in places, weaker in others. Often a mix of strong individual performers and inconsistent systems. Prioritize what gets measured and recognized.
30–44: Service is a stated value but not lived consistently. Likely script-driven rather than principle-driven. Start with empowerment and barrier removal.
Below 30: Service culture issues are likely affecting your organization’s view of IT. Treat as a primary leadership priority. Begin with how you treat your own staff.
Your Development Priorities:
Based on your assessment, what are your top 2–3 priorities for improving this area?
Priority 1:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 2:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 3:


Why it matters:


First steps:


Success measure:


Timeline:


A.4.5   Section 4.5: Business Relationship Management Self-Assessment
Business Relationship Management Self-Assessment
Rate your organization on each statement (1=Strongly Disagree, 5=Strongly Agree):
[   ]  Business leaders involve IT at the beginning of major initiatives, not the middle or the end.
[   ]  Department heads see me and my team as peers and advisors, not as service providers fulfilling requests.
[   ]  When budget discussions happen, business leaders advocate for IT investment, not just me.
[   ]  I can describe the top three strategic priorities for each of our major departments.
[   ]  IT has been invited to strategic planning sessions in the past year.
[   ]  Business relationship management is a team capability, not just a CIO responsibility.
[   ]  My staff speak the business language of the departments they support, not just IT language.
[   ]  We are honest with partners about constraints and trade-offs, not over-promising to be liked.
[   ]  Relationships operate within governance, not around it. Informal deals are rare.
[   ]  When business leaders talk about IT in our absence, what they say strengthens IT’s standing.
[   ]  We have actively invested in our most skeptical and critical partners, and at least some have become advocates.
[   ]  Department heads ask IT’s opinion on issues that are not explicitly IT-related.
[   ]  We can name specific examples in the past year where IT contributed to business strategy, not just delivery.
[   ]  We measure relationship outcomes (advocacy, partnership engagement) rather than just relationship activities (meetings attended).
[   ]  IT is credited by business leaders for enabling business success, not just “keeping systems running.”
Section 4.5 Total Score:        / 75
Scoring Interpretation:
60–75: Strong strategic partnership. IT is woven into business strategy and trusted as a peer. Focus on sustaining and developing the bench.
45–59: Mixed maturity. Strong with some departments, weaker with others. Identify which relationships need the most investment and start there.
30–44: Mostly transactional. You are likely seen as competent service providers but not strategic partners. Begin shifting how you engage on new initiatives.
Below 30: IT is in order-taker mode. Business leaders are not consulting IT strategically. This is a leadership priority. Section 4.5’s approach is essential.
Your Development Priorities:
Based on your assessment, what are your top 2–3 priorities for improving this area?
Priority 1:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 2:


Why it matters:


First steps:


Success measure:


Timeline:


Priority 3:


Why it matters:


First steps:


Success measure:


Timeline:


A.4.M   Module 4: Self-Assessment, Action Plan, and Quarterly Measurement Templates
From Module 4: Summary.
MODULE 4 SELF-ASSESSMENT: SERVICE DELIVERY
Instructions
Rate your organization honestly on each statement using this scale:
1. 1 = Not at all true for our organization currently
1. 2 = Rarely true
1. 3 = Sometimes true
1. 4 = Often true
1. 5 = Consistently true
Section 4.1: Policies and Procedures (5 statements)
[   ]  1. Our policies enable staff to serve customers effectively rather than creating obstacles
[   ]  2. We have a clear taxonomy distinguishing policies, standards, procedures, and guidelines
[   ]  3. Our policies are principle-based rather than overly prescriptive
[   ]  4. We regularly retire outdated policies rather than letting them accumulate
[   ]  5. Staff view policies as helpful guidance rather than bureaucratic burden
Section 4.1 Score:        / 25
Section 4.2: Portfolio and Service Management (5 statements)
[   ]  1. We have a clear inventory of all services IT provides with defined owners
[   ]  2. We make deliberate decisions about what to start, stop, and continue based on strategic value
[   ]  3. Service definitions are documented and communicated to customers
[   ]  4. We actively manage our application portfolio with lifecycle planning
[   ]  5. Customers know what services are available and how to request them
Section 4.2 Score:        / 25
Section 4.3: Knowledge and Domain Management (5 statements)
[   ]  1. Critical operational knowledge is documented and accessible, not dependent on individual memory
[   ]  2. Staff can resolve common issues without constant escalation
[   ]  3. Domain boundaries between IT functional areas are clear with defined coordination protocols
[   ]  4. We have a functioning knowledge base that staff use
[   ]  5. New staff can become productive within a reasonable timeframe because knowledge is documented
Section 4.3 Score:        / 25
Section 4.4: Customer Service (5 statements)
[   ]  1. Customers rate IT service quality favorably overall
[   ]  2. Staff view customer service as their primary purpose, not an interruption
[   ]  3. We regularly measure customer satisfaction and act on the results
[   ]  4. Staff are trusted and equipped to make good decisions for customers without excessive escalation
[   ]  5. Our service culture emerged from employee engagement, not mandates
Section 4.4 Score:        / 25
Section 4.5: Business Relationship Management (5 statements)
[   ]  1. Department heads view IT as a strategic partner rather than an order-taker
[   ]  2. IT is invited to strategic conversations early rather than after decisions are made
[   ]  3. We have regular, structured engagement with key business partners beyond project-specific interactions
[   ]  4. Business partners bring ideas and challenges to IT on their own
[   ]  5. IT understands the mission priorities of the departments it serves
Section 4.5 Score:        / 25
Total Module 4 Score:        / 125
Interpreting Your Scores
1. 100–125: Strong service delivery capability. Focus on long-term viability and continuous refinement.
1. 75–99: Solid base with gaps. Identify your weakest section and address root causes.
1. 50–74: Significant improvement needed. Ensure Modules 2 and 3 are in place before investing heavily here.
1. Below 50: Service delivery fundamentals need attention. Start with policy simplification and service inventory before tackling culture change.
Your 90-Day Action Plan
Based on your work in Module 4, create a focused action plan:
Month 1: Assess and Prioritize
Week 1–2: Complete Module 4 Self-Assessment
· Evaluate current state across all five sections
· Identify your weakest areas
· Determine root causes of service gaps
Week 3–4: Engage Stakeholders
· Gather feedback from 5–10 key business stakeholders about IT service quality
· Identify their top 3 service priorities
· Understand where their perceptions differ from yours
Month 2: Quick Wins and Foundation
Select 1–2 quick wins that will demonstrate commitment and build momentum:
If policies are your issue (4.1):
· Identify 3 policies that most frustrate customers
· Simplify or eliminate at least one
· Communicate the change and rationale
If portfolio clarity is your issue (4.2):
· Create simple one-page service catalog
· Assign clear owners to top 10 services
· Communicate ownership broadly
If knowledge is your issue (4.3):
· Identify top 10 recurring issues
· Create simple documentation for each
· Make documentation easily accessible
If customer service is your issue (4.4):
· Implement post-interaction CSAT surveys
· Review results monthly with team
· Act on feedback visibly
If business relationships are your issue (4.5):
· Schedule quarterly business reviews with top 3 departments
· Conduct first round focusing on listening
· Identify one strategic opportunity from each conversation
Month 3: Build Sustainable Practices
Establish ongoing practices that sustain improvement:
Communication:
· Create monthly IT service update (one page, focused on business value)
· Establish regular touchpoints with key stakeholders
· Share service metrics transparently
Team Development:
· Conduct team discussion on service excellence
· Identify capability gaps
· Create development plan
Measurement:
· Select 3–5 core service metrics to track
· Establish baseline
· Create simple dashboard
Governance:
· Add service quality discussion to regular governance meetings
· Review stakeholder feedback with governance body
· Make service excellence explicit governance priority
Implementation Priorities by Organizational Context
Your priorities should align with your current situation:
If you’re a new CIO:
· Start with: Business Relationship Management (4.5) to build relationships and understand needs
· Then focus on: Customer Service (4.4) to demonstrate commitment to service
· Later address: Portfolio Management (4.2) and Knowledge Management (4.3) once you have foundation
If service quality is poor:
· Start with: Customer Service (4.4) and Policies (4.1) to remove barriers and enable staff
· Then focus on: Knowledge Management (4.3) to give staff tools to succeed
· Later address: Portfolio Management (4.2) and BRM (4.5) once basic service improves
If you’re seen as order-taker:
· Start with: Business Relationship Management (4.5) to shift perceptions
· Then focus on: Portfolio Management (4.2) to demonstrate strategic thinking
· Later address: Customer Service (4.4) and Knowledge (4.3) to deliver on strategic positioning
If governance isn’t working:
· Start with: Business Relationship Management (4.5) to build relationships that make governance functional
· Then focus on: Portfolio Management (4.2) to give governance real content
· Later address: Customer Service (4.4) and Policies (4.1) once governance is working
If staff are disengaged:
· Start with: Knowledge Management (4.3) and clear ownership to give staff autonomy
· Then focus on: Policies (4.1) to remove barriers and enable decisions
· Later address: Customer Service (4.4) once engagement improves
Measuring Your Progress
Track improvement across Module 4 using these indicators:
Stakeholder Perspective (Quarterly Survey):
· IT is involved in business planning early
· IT understands our business needs
· IT delivers solutions that work well for us
· We trust IT to help us achieve our goals
· IT is responsive when we need help
Employee Perspective (Quarterly Pulse):
· I understand how my work supports organizational mission
· I have authority to make customer-focused decisions
· I have the knowledge and tools I need to serve customers well
· I feel pride in the quality of service we provide
· Leadership removes barriers that prevent good service
Operational Metrics (Monthly Tracking):
· Customer Satisfaction Score (CSAT) trend
· First Contact Resolution (FCR) rate
· Customer Effort Score (CES)
· Service portfolio clarity (% services with clear owners and definitions)
· Knowledge base usage and effectiveness
Relationship Quality (Quarterly Assessment):
· Number of strategic planning sessions where IT is invited
· Frequency of unprompted stakeholder outreach by IT
· Balance of emergency vs. planned requests
· Business unit advocacy for IT budget/resources
Set baseline measurements now. Track quarterly. Celebrate improvements. Investigate declines.
Before Moving to Module 5
Before proceeding to Module 5: Continuously Improving, verify you have:
Completed the Module 4 Self-Assessment honestly, identifying specific gaps in policies, portfolio management, knowledge management, customer service, and business relationships
Gathered business feedback on IT service quality to understand their perspective, not just your internal assessment
Identified your top 1–2 service priorities based on assessment and stakeholder input
Created your 90-day action plan with specific actions, owners, and success measures
Shared your plan with your leadership team and key partners to build commitment and accountability
Implemented at least one quick win that demonstrates commitment to service excellence and builds momentum
Established baseline metrics so you can track improvement over time
Secured partner commitment to partner with you on service excellence journey
[bookmark: _Toc231313994]A.5   Module 5 Working Documents: Continuously Improving
A.5.1   Section 5.1: 90-Day Feedback and Engagement Action Plan
Your 90-Day Feedback and Engagement Action Plan
Use this template to plan your initial work on feedback and engagement:
Current State Assessment:
Where are we today with feedback culture? (Be brutally honest)
What are the biggest barriers to effective feedback right now?
What’s one area where staff feedback could immediately improve operations?
Quick Wins (Month 1):
One formal feedback channel we can establish or improve this month:
One meeting where we’ll add a standing “improvements” agenda item:
One recent suggestion we can act on quickly to demonstrate responsiveness:
Building groundwork (Month 2):
How we’ll close the loop on existing feedback:
Process we’ll implement for evaluating improvement suggestions:
Training or discussion we’ll do on psychological safety:
Scaling Up (Month 3):
How we’ll implement the 20% principle (even if starting with 5–10%):
Engagement measurement we’ll establish (pulse survey, check-ins, etc.):
Way we’ll make improvement work visible and celebrate progress:
Success Measures:
In 90 days, I’ll know this is working if:
1.


2.


3.


A.5.2   Section 5.2: 90-Day Integration Action Plan
Your 90-Day Integration Action Plan
Use this template to plan your initial integration work:
Current State Assessment:
Three most problematic separate IT processes right now:
1.


2.


3.


Enterprise processes/structures these could integrate with:
1.


2.


3.


Quick Win (Month 1):
First integration opportunity (low effort, high impact):
Existing organizational structure/process to build on:
Stakeholders to engage:
First step this week:
Building Momentum (Month 2):
Second integration opportunity:
What this integration will eliminate or simplify:
Partnerships to establish (HR, Procurement, Risk, Facilities, etc.):
How to measure success:
Scaling Up (Month 3):
Third integration opportunity (may be higher effort):
Resources or changes needed:
Timeline for full implementation:
How this positions future integrations:
Success Measures:
In 90 days, I’ll know integration is working if:
1.
(Example: Reduction in technology items reaching Board without IT review)
2.
(Example: Increased attendance/engagement in forums where IT is integrated vs. separate IT meetings)
3.
(Example: Fewer instances of shadow IT or process workarounds)
Communication Plan:
How I’ll explain integration benefits to:
· IT staff who may worry about losing control:
· Business partners who may see IT as inserting itself:
· Executive leadership who approved separate IT structures:
A.5.3   Section 5.3: 90-Day Making Things Better Action Plan
Your 90-Day Making Things Better Action Plan
Use this template to plan your initial work building a deliberate improvement environment.
Current State Assessment:
If you asked your staff today whether improvement work is “real work” or something they do on their own time, what would they say?


What is the most recent improvement someone on your team proposed, and what happened to it?


What three obstacles consistently prevent improvement initiatives from succeeding in your organization?
1.


2.


3.


What percent of your team’s capacity is currently protected for improvement work?
[   ] percent
What you wish that number was:
[   ] percent
Quick Wins (Month 1):
The first obstacle from the assessment above that you will remove this month:


The first improvement someone has already proposed that you will commit to acting on, visibly:


The simple intake process you will establish so any staff member knows how to propose an improvement:


How you will communicate to your team that improvement work counts as real work:


Building Momentum (Month 2):
The protected improvement time you will establish (target: 20 percent, start with 10 percent if needed):


The decision-rights framework you will publish, so people know what they can improve on their own authority versus what requires approval:


The intake-evaluation-prioritization process you will put in place (keep it simple, one page):


Two more obstacles you will remove this month:
1.


2.


Scaling Up (Month 3):
How you will integrate improvement work into existing meeting rhythms (operations review, leadership team, all-staff):


How you will track improvement initiatives to completion, not just initiation (links to Section 5.4 work):


How you will make completed improvements visible and celebrated:


How you will sustain leadership commitment when operational pressure increases:


Success Measures:
In 90 days, I will know this is working if:
1.
(Example: At least three improvements proposed by staff have been implemented and visible)
2.
(Example: Staff describe improvement work as part of their job, not extra)
3.
(Example: At least one structural obstacle that had blocked prior improvement work has been removed)
The Improvements I Will Personally Sponsor:
The first improvement I will sponsor personally (not delegate) to show that this work matters:


The change I will make to my own leadership practice based on what improvement work reveals:


A.5.4   Section 5.4: 90-Day Performance Management Implementation Plan
90-Day Action Plan Template
Getting started with performance management for continuous improvement:
Month 1: Foundation and Planning
Week 1–2:
· Conduct leadership team workshop on organizational maturity goals
· Review vision, values, and strategic priorities from Modules 2–3
· Identify 3–5 organizational maturity objectives for the year
· Draft key results for each objective
· Begin performance management system research/selection
Week 3–4:
· Finalize organizational objectives with leadership team consensus
· Select performance management system (or commit to simple interim approach)
· Create implementation plan and timeline
· Each leadership team member drafts their own goals aligned to org objectives
· Schedule monthly 1:1s between CIO and direct reports
Month 2: Leadership Team Implementation
Week 5–6:
· Leadership team goals finalized and entered in PM system
· First round of 1:1 meetings completed with goal discussions
· System configuration and training for leadership team
· Begin tracking progress and obstacles
· Identify early wins to demonstrate value
Week 7–8:
· Leadership team conducting second round of 1:1s
· Review organizational goal progress at leadership team meeting
· Develop manager training plan for Phase 2 rollout
· Address obstacles and system issues identified in pilot
· Communicate to broader organization about PM initiative and timeline
Month 3: Manager Preparation and Broader Planning
Week 9–10:
· Manager training sessions on PM philosophy, goal-setting, conducting 1:1s
· Managers begin drafting team objectives that support organizational goals
· System training for all managers
· Communication to all staff about upcoming rollout
Week 11–12:
· Team objectives finalized with manager and leadership review
· Managers schedule monthly 1:1s with all direct reports
· Plan all-employee training and goal-setting sessions for Month 4
· Celebrate and communicate Phase 1 successes and learnings
· Prepare for Phase 2 expansion
Success Indicators (90 Days):
· Organizational maturity objectives established with measurable key results
· All leadership team members have documented goals in PM system
· 95%+ 1:1 completion rate for leadership team
· PM system selected and operational for leadership team
· Manager training completed
· Team objectives drafted for all teams
· Communication plan executed for broader rollout
· At least 2–3 early wins (completed goals) to demonstrate value
· Leadership team confidence in approach based on pilot experience
A.5.5   Section 5.5: 90-Day Innovation Leadership Implementation Plan
90-Day Action Plan Template
Getting started with systematic innovation leadership:
Month 1: Assessment and Foundation
Week 1–2:
· Assess current innovation state: What innovations happening? Where? By whom?
· Identify innovation barriers: What prevents people from innovating?
· Review past innovation attempts: What succeeded? What failed? What was learned?
· Assess innovation culture: Do people feel safe experimenting?
Week 3–4:
· Communicate innovation expectations: Innovation is everyone’s responsibility
· Establish innovation as legitimate work within 20% improvement time
· Create simple innovation intake process (can use existing improvement intake from Section 5.3)
· Identify 2–3 small innovation opportunities people can pursue immediately
Month 2: Building Momentum
Week 5–6:
· Launch first small innovations with visible leadership support
· Conduct innovation discussion in leadership team meeting
· Identify 1–2 departmental innovation partnership opportunities through BRM
· Establish innovation evaluation criteria and governance levels
· Begin tracking innovation initiatives in performance management system
Week 7–8:
· Review progress on initial innovations in 1:1 meetings
· Share early learning (successful or not) in team meetings
· Initiate first departmental innovation partnership pilot
· Allocate innovation budget if not already established
· Celebrate innovation attempts publicly
Month 3: Sustainability and Scale
Week 9–10:
· Conduct innovation retrospective with leadership team
· Assess which innovations are ready to scale to production
· Document and share innovation lessons learned
· Refine innovation framework based on learning
· Identify next wave of innovation opportunities
Week 11–12:
· Include innovation in next governance meeting as standing agenda
· Incorporate innovation expectations into upcoming performance review discussions
· Plan innovation showcase for end of quarter
· Establish innovation metrics for ongoing tracking
· Communicate innovation wins to stakeholders
Success Indicators (90 Days):
· At least 5 small innovations in pilot phase across different areas of IT
· At least 1 departmental innovation partnership initiated
· Innovation discussed regularly in team meetings and 1:1s
· Innovation initiatives tracked in performance management system
· Innovation included in governance as standing topic
· At least one innovation “failure” openly discussed for learning value
· Staff can articulate that innovation is expected, not just permitted
· Stakeholders see IT as innovation partner, not obstacle
A.5.M   Module 5: Self-Assessment and Action Plan
From Module 5: Summary.
Your Module 5 Action Plan
Where should you focus first? Use this framework to prioritize:
Priority 1: Cultural Foundation (Section 5.1)
· Why it matters: Without culture valuing improvement, nothing else works
· Actions needed: Assess current feedback culture, establish feedback channels, protect initial improvement time (even 5–10%), build psychological safety
· Success measure: People propose improvements without fear, feedback leads to visible action
Priority 2: Leadership Framework (Section 5.3)
· Why it matters: Provides practical mechanisms translating culture into action
· Actions needed: Create improvement intake process, establish evaluation criteria, define decision rights, remove initial obstacles
· Success measure: Improvement ideas flow in regularly, decisions happen within weeks not months
Priority 3: Quick Wins (All Sections)
· Why it matters: Demonstrates improvement value, builds momentum, earns credibility
· Actions needed: Identify 3–5 high-impact/low-effort improvements, protect time to complete them, communicate results widely
· Success measure: Visible improvements completed within 90 days
Priority 4: Performance Management Integration (Section 5.4)
· Why it matters: Creates accountability so improvement happens consistently
· Actions needed: Include improvement goals in performance discussions, track initiatives to completion, celebrate improvement work
· Success measure: Improvement work tracked systematically, completion rates high
Priority 5: Innovation Capability (Section 5.5)
· Why it matters: Enables breakthrough change alongside incremental improvement
· Actions needed: Apply innovation frameworks to strategic opportunities, protect innovation time, learn from failures
· Success measure: Both incremental and breakthrough improvements happening
90-Day Action Plan for Continuous Improvement
Month 1: Establish Foundation
Week 1–2:
· Review current state. Do people believe improvement work is valued? Do they know what authority they have?
· Assess feedback culture honestly
Week 3–4:
· Create simple improvement intake mechanism (form, email, regular discussion time)
· Communicate that improvement work is real work
· Share decision rights framework
Month 2: Build Momentum
Week 5–6:
· Identify 3–5 “quick win” improvements (high impact, low effort, high visibility)
· Assign ownership explicitly
· Protect time for quick win work
Week 7–8:
· Hold improvement discussions in team meetings to surface opportunities
· Apply evaluation criteria to new ideas
· Begin tracking initiatives
· Complete and communicate first small wins
Month 3: Reinforce and Scale
Week 9–10:
· Conduct first improvement retrospective
· Integrate improvement discussions into regular 1:1s
· Begin protecting 10–15% time for improvement
Week 11–12:
· Celebrate improvements completed
· Share lessons learned
· Adjust processes based on experience
· Plan next improvement cycle
MODULE 5 SELF-ASSESSMENT: CONTINUOUS IMPROVEMENT
Instructions
Rate your organization honestly on each statement using this scale:
1 = Not at all true for our organization currently
2 = Rarely true
3 = Sometimes true
4 = Often true
5 = Consistently true
This assessment helps you figure out where to focus your continuous improvement work. The goal isn’t scoring 5 on everything. It’s knowing where to focus.
Section 5.1: Feedback and Engagement (5 statements)
[   ]  1. We have structured mechanisms for gathering feedback from staff and stakeholders
[   ]  2. Feedback leads to visible action; people see their input make a difference
[   ]  3. Employee engagement is measured regularly and results are acted on
[   ]  4. People feel comfortable raising concerns and suggesting improvements
[   ]  5. Staff time is explicitly protected for improvement work
Section 5.1 Score:        / 25
Section 5.2: Organizational Integration (5 statements)
[   ]  1. IT processes are embedded into organizational workflows, not operating in isolation
[   ]  2. Other departments include IT in their planning and decision-making
[   ]  3. IT governance requirements are integrated into organizational processes
[   ]  4. Cross-functional relationships facilitate coordination rather than creating friction
[   ]  5. IT is seen as an organizational partner, not a separate support function
Section 5.2 Score:        / 25
Section 5.3: Making Things Better (5 statements)
[   ]  1. We have a systematic process for identifying and prioritizing improvements
[   ]  2. Improvement initiatives are resourced and tracked to completion
[   ]  3. Leadership actively creates conditions for improvement, not just expecting it
[   ]  4. Authority matches accountability for improvement work
[   ]  5. We regularly complete improvement initiatives rather than starting and abandoning them
Section 5.3 Score:        / 25
Section 5.4: Performance Management (5 statements)
[   ]  1. Performance management focuses on development and improvement, not just evaluation
[   ]  2. Regular 1:1 meetings happen between managers and staff at least monthly
[   ]  3. Improvement goals are included in individual performance objectives
[   ]  4. We celebrate improvement attempts and learning, not just successful outcomes
[   ]  5. Performance management drives behavior toward continuous improvement
Section 5.4 Score:        / 25
Section 5.5: Innovation Leadership (5 statements)
[   ]  1. Innovation is everyone’s responsibility, not just special teams
[   ]  2. We distinguish between incremental improvement and breakthrough innovation
[   ]  3. Innovation initiatives go through systematic intake and evaluation
[   ]  4. We learn from innovation failures as much as from successes
[   ]  5. Successful innovations are scaled to production, not just piloted
Section 5.5 Score:        / 25
Total Module 5 Score:        / 125
Interpreting Your Scores
100–125: Excellent continuous improvement capability. Focus on sustaining momentum and mentoring others.
75–99: Solid foundation with room for growth. Pick your 1–2 weakest sections for focused development.
50–74: Developing capability with significant gaps. Prioritize feedback culture and improvement processes.
Below 50: Limited continuous improvement capability. Begin with cultural groundwork (Section 5.1) before other sections.
My Top Priority Continuous Improvement Area to Develop:
Why this matters for my organization’s success:
Specific actions I will take:
1.


2.


3.


Resources I need:
How I will measure progress:
Accountability mechanism:
Monthly check-in dates:
Month 1:                  |   Month 2:                  |   Month 3:               

Steve Monaghan
Leading Local Government IT

[bookmark: _Toc231313995]GLOSSARY OF KEY TERMS
High-Performing Government IT (HPG-IT) Framework
This glossary defines the key terms, concepts, frameworks, and acronyms used throughout the HPG-IT manuscript. Terms are organized alphabetically within thematic groupings for ease of reference. Where a term is introduced in a specific section, that section is noted.
Leadership and Personal Effectiveness
360-Degree Feedback A structured process for gathering performance and behavioral feedback from multiple sources, including peers, direct reports, and supervisors, rather than only from the person’s direct manager. A recommended tool in Section 1.3 for building accurate self-awareness and identifying leadership development priorities.
Alignment vs. Agreement A critical distinction introduced in Section 2.1. Agreement means everyone concurs with a decision. Alignment means everyone commits to supporting and executing a decision even if they personally would have chosen differently. High-performing leadership teams operate on alignment, not unanimity. Once a decision is made, every team member is expected to align and execute.
Authority = Accountability Principle The governance principle that those who make decisions must own the outcomes, and those who are accountable for outcomes must have the authority to act. When authority and accountability are mismatched, good governance breaks down. Introduced in Section 3.1 and reinforced throughout Modules 3 and 4.
MBWA (Management by Walking Around) A leadership practice where the CIO and managers engage staff directly by being physically present and accessible in the workplace rather than managing only through formal meetings and reports. Introduced in Section 1.2 as one of the core activities deserving leadership time investment.
Political Capital The accumulated trust, credibility, and relationship currency that enables a CIO to exercise influence, push difficult initiatives, and make decisions that may not be universally popular. Political capital is earned through demonstrated competence, reliability, and integrity over time. It is spent when you push a controversial initiative, say no to a powerful executive, or make decisions that benefit the enterprise at the cost of one department. New CIOs should spend their first year building capital before pushing major change agendas. Introduced in Section 1.4.
Political Intelligence The ability to read organizational dynamics, understand informal power structures, anticipate how decisions will land politically, and manage competing interests without losing integrity. A core competency for government IT leaders described in Section 1.4.
The Purity Trap A leadership failure pattern where an IT leader becomes so focused on technical correctness, best practices, and standards compliance that they begin treating the organization and its people as obstacles rather than those they serve. The purity trap manifests as chronic frustration with users, executives, and budget constraints rather than creative problem-solving within real-world limitations. Introduced in Section 1.1.
Role Overload A condition where the sheer volume of competing demands, both strategic and operational, exceeds the available time and energy of the CIO or IT leader. A recognized risk for local government IT leaders managing both day-to-day operations and long-term organizational development. Noted in Section 1.2.
Self-Awareness The ability to accurately understand one’s own strengths, weaknesses, blind spots, values, and impact on others. Described in Section 1.3 as the foundational competency for all other leadership development. The HPG-IT approach emphasizes building self-awareness through honest self-reflection, external perspective (360-degree feedback), and identifying patterns over time.
Technology Delivery Expert The redefined identity of the CIO role. Being a CIO is not primarily about technical expertise in systems, infrastructure, or architecture. It is about expertly delivering technology value to the organization through leadership, governance, service management, strategic alignment, and relationship-building. This distinction is foundational to the entire HPG-IT Framework. Introduced in the Foreword.
“Working In” vs. “Working On” the Business A fundamental distinction between operational activity (handling day-to-day technical tasks, solving immediate problems) and strategic leadership activity (building organizational capability, culture, and systems for the long-term). High-performing CIOs protect time to work on the business even when operational pressure pushes toward working only in it. Introduced in Section 1.2.
Organizational Health
Culture (Organizational) The collection of shared assumptions, beliefs, values, behaviors, and practices that define how an organization operates, as distinct from how it says it operates. Culture is described in Section 2.5 as something leaders create whether they intend to or not, through what they model, tolerate, reward, and address. The HPG-IT approach distinguishes between stated values (what’s written down) and lived values (what shapes behavior).
Domain Management The operational practice of defining clear boundaries, coordination protocols, and escalation paths between IT functional areas so that cross-boundary work flows smoothly without organizational friction, duplication, or territorial conflict. Domain management translates organizational structure into day-to-day operational clarity. Introduced in Section 4.3.
Individual Development Plan (IDP) A structured document that captures an employee’s development goals, skill gaps, desired growth trajectory, and specific actions for professional development. IDPs are a core tool of Section 2.4’s capability development approach.
Knowledge Management The practice of systematically capturing, organizing, and making accessible critical operational knowledge so that it is not dependent on any individual’s memory or continued employment. In the IT context, knowledge management reduces single points of failure, speeds problem resolution, and supports service continuity. Introduced in Section 4.3.
Organizational Health The combined state of a team’s leadership effectiveness, shared purpose, structural clarity, people capabilities, cultural environment, and communication practices. The HPG-IT Framework treats organizational health as the prerequisite for strategic effectiveness and service excellence. Module 2 is dedicated to building it.
Psychological Safety A team climate in which individuals feel safe to speak up, raise concerns, admit mistakes, ask questions, and challenge assumptions without fear of punishment or humiliation. Google’s Project Aristotle project, cited in Section 2.5, identified psychological safety as the single most important factor in high-performing teams. The HPG-IT Framework treats it as foundational to learning culture and continuous improvement.
RACI Matrix A decision-accountability tool that defines for any given process or initiative who is Responsible (does the work), Accountable (owns the outcome, only one person), Consulted (provides input), and Informed (needs to know). Recommended in Section 2.3 for major cross-functional processes where clarity of ownership is critical.
Service Ownership The assignment of specific individuals to own defined IT services, meaning they are accountable for service quality, customer satisfaction, documentation, and continuous improvement of that service. Service ownership is a cultural and structural practice introduced in Section 4.2 that shifts IT from reactive task-handling to anticipatory service stewardship.
Span of Control The number of people who report directly to a manager. The HPG-IT Framework offers practical norms for local government IT: 4–7 direct reports for a CIO, 5–12 for managers depending on work complexity, and 5–15 for front-line leads and supervisors. Span of control that is too wide leads to management overload; too narrow leads to unnecessary bureaucracy. Introduced in Section 2.3.
Succession Planning The early identification and development of potential successors for critical roles before those roles become vacant. Succession planning reduces organizational vulnerability to staff departures and builds bench strength. Described in Section 2.4 as an essential leadership responsibility, not a reactive process.
Vision, Mission, Purpose, and Values The four foundational elements of organizational identity addressed in Section 2.2. Mission defines what the organization does. Values define how it operates. Purpose defines why the work matters beyond the obvious. Vision defines what the organization is working to become. The HPG-IT Framework emphasizes that most IT departments have mission and values in place but lack real clarity on purpose and vision.
Strategy and Governance
Alignment Gap The systemic gap between what IT provides and what customers need. The alignment gap results from IT selecting technology and services based on internal criteria rather than customer input, and customers not knowing what IT can offer. Introduced in Section 3.4 as the fundamental problem that Services and Products strategy must solve.
COBIT (Control Objectives for Information and Related Technologies) An enterprise IT governance and management framework originally developed for audit and compliance contexts. COBIT is comprehensive but designed for large organizations with significant governance infrastructure. Referenced in the Foreword and Section 3.3 as an example of a framework too complex for most local government IT organizations to implement wholesale.
Digital Counties Survey An annual survey conducted by the Center for Digital Government that recognizes counties for effective use of technology to improve government services and operations. Referenced in the Foreword as a measure of IT leadership effectiveness in the county government context.
IT Economics The discipline of communicating IT costs, value, and investment logic in terms that non-technical executives and elected officials can understand and act on. IT economics is not about implementing full chargeback models; it is about creating transparency regarding cost drivers, technology lifecycle, and the relationship between investment and organizational capability. Introduced in Section 3.5.
IT Governance The structured system for making decisions about IT priorities, investments, and resource allocation in a way that ensures the right people are involved, decisions are transparent, and those who make decisions are accountable for outcomes. IT governance answers what decisions need to be made, who should be involved in making them, and how they will be made. Introduced in Section 3.1.
IT Strategic Plan A multi-year directional document (typically 3–5 years) that translates organizational strategy into IT strategy and provides the roadmap for investment, capability building, and technology evolution. Distinguished from project plans and budget documents in that it reflects where IT is going and why, not just what it is doing next. Introduced in Section 3.2.
NIST Cybersecurity Framework (CSF) A risk-based cybersecurity framework developed by the National Institute of Standards and Technology, organized around six core functions: Govern, Identify, Protect, Detect, Respond, and Recover. (NIST CSF 2.0, released in 2024, added the Govern function to emphasize cybersecurity governance.) Required for agencies pursuing FEMA Homeland Security grants and recommended as the primary cybersecurity framework for local government IT because it is free, vendor-neutral, outcome-focused, and designed to communicate risk in executive-accessible language. Introduced in Section 3.3.
Order-Taker A characterization of IT’s reactive posture when it operates without governance or strategy, simply responding to requests from whoever asks most loudly or most recently. The HPG-IT Framework’s goal is to move IT from order-taker to strategic partner through governance, strategic planning, and business relationship management.
Portfolio Management The practice of managing IT’s full portfolio of commitments, including the service portfolio, project portfolio, application portfolio, and infrastructure portfolio, as an integrated whole rather than as independent silos. Introduced in Section 4.2 as the discipline that ensures IT resources flow to the highest-value work.
Scenario Planning A strategic tool for working through ambiguity by developing multiple plausible futures and identifying actions that are sound across multiple scenarios, rather than betting on one detailed forecast. Recommended in Section 1.4 as a practical approach to planning in uncertain government environments.
Service Catalog The customer-facing inventory of active IT services, clearly defined with documented service levels and support processes. The service catalog is part of the broader service portfolio and tells customers what services exist, how to request them, and what to expect. Introduced in Section 4.2.
Service Pipeline The set of IT services that are currently in development or planned for future delivery. Part of the service portfolio alongside the active service catalog and the record of retired services. Helps elected officials and department heads understand what is coming and when to expect it. Introduced in Section 4.2.
Service Portfolio The complete inventory of all IT services, including active services (service catalog), services in development (service pipeline), and decommissioned services (historical record). Managing the service portfolio ensures business justification exists for each service and that resources are appropriately allocated. Introduced in Section 4.2.
Shadow IT Technology purchases, implementations, or workarounds that departments execute independently, bypassing IT involvement. Shadow IT typically occurs when customers feel IT is unresponsive, unable to meet their needs, or too slow. It creates security risks, integration challenges, and cost inefficiencies. The HPG-IT Framework addresses shadow IT primarily through better coordination and business relationship management rather than through enforcement. Referenced throughout Module 3 and Module 4.
Strategic Partner The aspirational role of IT in the organization, contrasted with the order-taker posture. As a strategic partner, IT actively shapes how technology can advance the organization’s mission, brings ideas and perspectives to the table uninvited, and influences strategy rather than simply executing requests.
Technology Lifecycle The natural progression of technology assets from acquisition through operational use to end-of-life and replacement. Managing technology lifecycle transparently is part of IT budget and economics responsibilities described in Section 3.5, helping executives understand why technology assets require periodic replacement investment.
Total Cost of Ownership (TCO) The full cost of a technology asset or system over its operational life, including acquisition, implementation, ongoing support, licensing, training, and eventual decommissioning. Emphasized in Section 3.5 as the appropriate basis for technology investment decisions, not just initial purchase price.
Service Delivery
Alignment Architecture (Goal Cascading) The structure by which organizational-level goals connect to team goals and individual employee goals so that work at every level advances shared priorities. The HPG-IT Framework recommends building alignment over rigid cascading, allowing teams to determine how best to contribute to organizational goals based on their expertise. Introduced in Section 5.4.
Business Relationship Management (BRM) The discipline of building and maintaining strategic partnerships between IT and the departments and leaders it serves, transforming IT from a reactive service provider into a value creator and trusted advisor that brings ideas first. BRM is fundamentally communication work, the ongoing dialogue that builds shared understanding and shapes how the organization thinks about technology possibilities. In local government organizations, BRM is a responsibility shared by the CIO and all IT managers, not a dedicated role. Introduced in Section 4.5.
Change Management (ITSM) The ITSM process that controls how changes to IT systems and infrastructure are reviewed, approved, tested, and deployed to minimize service disruption. One of the three essential ITSM processes identified in Section 3.3 as necessary for every local government IT organization.
Incident Management The ITSM process focused on restoring normal service operations as quickly as possible following an unplanned service interruption. Incident management prioritizes speed of restoration; root cause investigation is handled separately through problem management. One of the three essential ITSM processes identified in Section 3.3.
IT Service Management (ITSM) The discipline of designing, delivering, managing, and improving IT services in a structured, customer-focused way. The HPG-IT Framework does not advocate implementing the full ITSM library but identifies three foundational processes every local government IT organization needs: incident management, change management, and problem management. Referenced throughout Modules 3 and 4.
ITIL (Information Technology Infrastructure Library) A comprehensive IT service management framework originally developed by the UK government and widely adopted across public and private sectors. ITIL covers dozens of processes and practices organized around the IT service lifecycle. Referenced in the Foreword and Section 3.3 as a valuable but often overwhelming framework for smaller local government organizations; the HPG-IT approach recommends adopting foundational ITIL concepts rather than full implementation.
Organizational Integration The practice of embedding IT processes, governance requirements, and coordination points directly into existing organizational workflows rather than maintaining them as separate IT-only processes. Introduced in Section 5.2 through the example of embedding IT governance review into the Board of Supervisors agenda preparation process. Organizational integration makes IT processes effective by making them invisible and inevitable.
Problem Management The ITSM process focused on identifying and resolving the root causes of recurring incidents to prevent future service disruptions. Distinguished from incident management, which focuses on restoring service quickly. One of the three essential ITSM processes identified in Section 3.3.
Pulse Survey A short, frequent employee survey (typically 5–10 questions) designed to capture current team sentiment, engagement, and morale without the burden of a full annual engagement survey. Recommended in Section 2.5 as a practical tool for monitoring organizational culture and identifying emerging concerns.
Service Level Agreement (SLA) A formal or informal commitment defining the expected level of service quality, availability, or response time for a given IT service. SLAs create measurable accountability between IT and its customers. Referenced in Sections 2.3 and 4.2.
Continuous Improvement
Continuous Improvement The organizational discipline of systematically and repeatedly examining how things are done, identifying opportunities to do them better, and implementing those improvements in a structured way. Module 5 of the HPG-IT Framework is dedicated to building continuous improvement capability as a sustainable organizational practice rather than a one-time initiative.
Feedback Loop A structured mechanism for gathering information about performance, outcomes, or experience and using that information to adjust behavior, processes, or services. Feedback loops are described throughout Module 5 as the foundational tool of continuous improvement and organizational learning.
Innovation Leadership The leadership discipline of creating the organizational conditions, culture, and processes that enable creative problem-solving and technology adoption to emerge from the team rather than being dependent on individual breakthrough ideas. Introduced in Section 5.5 as an everyone-contributes model, not an elite innovation team model.
Organizational Maturity The degree to which an organization’s practices, processes, and capabilities are defined, consistent, measured, and continuously improving. The HPG-IT Framework uses organizational maturity as a way to describe where an IT department is on its development journey and where it is heading. Higher maturity organizations operate more predictably, adapt more effectively, and deliver more consistent value.
Performance Management The system of goal-setting, feedback, measurement, recognition, and accountability that connects individual employee work to organizational priorities. In the HPG-IT context, performance management is treated as a tool for development and coordination, not primarily an administrative or disciplinary process. Introduced in detail in Section 5.4.
Frameworks Referenced
HPG-IT Framework (High-Performing Government IT) The five-module leadership framework developed specifically for CIOs and IT leaders in local government organizations serving populations under 500,000 with IT teams under 150 staff. The five modules are: Being a Government IT Leader (Module 1), Building a Healthy Organization (Module 2), Working on the Right Stuff (Module 3), Delivering Great Service (Module 4), and Continuously Improving (Module 5).
MOF (Microsoft Operations Framework) A service management framework designed by Microsoft for enterprise IT environments. Referenced in the Foreword as an example of a framework designed for large private-sector organizations that does not translate well to smaller local government contexts.
NIST (National Institute of Standards and Technology) A U.S. federal agency that produces technology standards and frameworks, including the NIST Cybersecurity Framework widely used by government organizations. See also: NIST Cybersecurity Framework (CSF).
This glossary reflects terminology as used within the HPG-IT Framework. Some terms have broader definitions in academic or private-sector contexts; the definitions here reflect their specific application to local government IT leadership organizations serving populations under 500,000 with teams under 150 staff.
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AI: Artificial Intelligence
BRM: Business Relationship Management
CAO: Chief Administrative Officer
CCISDA: California County Information Services Directors Association
CEO: Chief Executive Officer
CES: Customer Effort Score
CFO: Chief Financial Officer
CGCIO: Certified Government Chief Information Officer
CGEIT: Certified in the Governance of Enterprise IT
CIO: Chief Information Officer
CISA: Certified Information Systems Auditor
COBIT: Control Objectives for Information and Related Technologies
CRISC: Certified in Risk and Information Systems Control
CSAC: California State Association of Counties
CSAT: Customer Satisfaction (Score)
CSF: Cybersecurity Framework (see NIST CSF)
DMBOK: Data Management Body of Knowledge
ERP: Enterprise Resource Planning
FCR: First Contact Resolution
FEMA: Federal Emergency Management Agency
FTE: Full-Time Equivalent
FY: Fiscal Year
GIS: Geographic Information Systems
GMIS: Government Management Information Sciences
GRC: Governance, Risk, and Compliance
HDI: Help Desk Institute (now ThinkHDI)
HIPAA: Health Insurance Portability and Accountability Act
HPG-IT: High-Performing Government IT (Framework)
HR: Human Resources
ICMA: International City/County Management Association
ISACA: Information Systems Audit and Control Association
IT: Information Technology
IoT: Internet of Things
ITGI: IT Governance Institute
ITIL: Information Technology Infrastructure Library
ITSM: IT Service Management
KPI: Key Performance Indicator
LMS: Learning Management System
MIX: Metropolitan Information Exchange
MOF: Microsoft Operations Framework
NACo: National Association of Counties
NASCIO: National Association of State Chief Information Officers
NIST: National Institute of Standards and Technology
NIST CSF: NIST Cybersecurity Framework
NPS: Net Promoter Score
OKR: Objectives and Key Results
PMO: Project Management Office
PPM: Project Portfolio Management
PTI: Public Technology Institute
RACI: Responsible, Accountable, Consulted, Informed (Matrix)
RCRC: Rural County Representatives of California
ROI: Return on Investment
SAN: Storage Area Network
SIEM: Security Information and Event Management
SKMS: Service Knowledge Management System
SLA: Service Level Agreement
SSO: Single Sign-On
TCO: Total Cost of Ownership
TOGAF: The Open Group Architecture Framework

Steve Monaghan
Leading Local Government IT
WAN: Wide Area Network
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