& CIO FRACTION

Phase 1: Assessment & Discovery (First 30-60 Days)

The initial goal is to understand the current state of technology, processes, people, and its
alignment with the business.

e Current State Technology Assessment: A comprehensive report detailing the existing
IT landscape.
o Sub-deliverables:
m Infrastructure & Network Diagram (Logical and Physical).
m Application Portfolio Analysis (list of all software, its purpose, cost, and health).
m Cybersecurity Posture Review (vulnerability scans, policy review, risk
assessment).
IT Team Skills and Structure Analysis (gap analysis of skills vs. needs).
Vendor & Contract Review (summary of key vendors, contracts, and renewal
dates).
e |IT SWOT Analysis: A document outlining the Strengths, Weaknesses, Opportunities, and
Threats related to the company's technology.
e Executive Findings & Recommendations Summary: A high-level presentation for the
leadership team summarizing the key risks, opportunities, and quick wins identified
during the assessment.

Phase 2: Strategic Planning & Roadmapping (Months 2-4)

Based on the assessment, the vCIO develops a long-term vision and a clear plan to get there.

e IT Strategic Plan (3-Year Roadmap): The cornerstone deliverable, this document
outlines the vision for IT and the major initiatives required to achieve it.
o Sub-deliverables:
m T Mission, Vision, and Guiding Principles.
m Key Initiatives mapped to Business Objectives (e.g., "Implement CRM to increase
sales efficiency by 15%").
m High-Level Project Timelines and Dependencies (Gantt chart or similar).
m Technology Architecture Blueprint (the desired future state).
e Annual IT Budget & Financial Plan: A detailed budget for the upcoming year.
o Sub-deliverables:
m Operating Expense (OpEx) Budget (salaries, subscriptions, maintenance).



m Capital Expense (CapEx) Budget (new hardware, major software purchases).
m Total Cost of Ownership (TCO) Analysis for key systems.
m Return on Investment (ROI) justifications for major projects.
IT Governance Framework: A set of policies and procedures to ensure IT is managed
effectively and securely.
o Sub-deliverables:
m Information Security Policy.
Acceptable Use Policy.
Change Management Process & Policy.
Incident Response Plan.
m Disaster Recovery & Business Continuity Plan (DR/BCP).
IT Organizational Structure Plan: A recommended structure for the IT team, including
roles, responsibilities, and a hiring plan if necessary.

Phase 3: Execution & Project Oversight (Ongoing)

This phase involves turning the strategy into reality through project management and
governance.

Project Portfolio Management (PPM) Dashboard: A centralized view of all active,
planned, and completed IT projects, tracking status, budget, and resources.
Project Charters: A formal document for each major initiative that defines its scope,
goals, stakeholders, budget, and timeline.
Vendor Selection & Management Package:
o Sub-deliverables:

m Request for Proposal (RFP) Templates.

m Vendor Scorecard & Comparison Matrix.

m Contract Negotiation Points & Recommendations.

m Vendor Performance Review (QBR - Quarterly Business Review) schedule and

template.

Cybersecurity Improvement Program Plan: A specific project plan to address security
vulnerabilities found in the assessment phase. This could include deliverables like a
completed Security Awareness Training program or implemented Multi-Factor
Authentication (MFA).
Business Continuity & Disaster Recovery Test Report: A document detailing the
results of a tabletop exercise or a full failover test, including lessons learned and action
items.

Phase 4: Performance Management & Reporting (Ongoing)



A key role for the vCIO is to communicate the value and performance of IT to the rest of the
business.
e Quarterly IT Steering Committee Presentation: A slide deck for leadership that covers:
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Progress against the Strategic Roadmap.

Project status updates (on-time, on-budget reporting).
Key Performance Indicators (KPIs) Dashboard.

Budget vs. Actuals review.

Review of major risks and issues.

e IT KPI & Metrics Dashboard: A regularly updated dashboard (often monthly) showing
key operational metrics.
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Examples: System uptime, helpdesk ticket resolution time, security incidents, backup
success rate, project completion rate.

e Annual IT Performance & Value Report: A year-end summary that recaps
achievements, financial performance, and value delivered to the business, and sets the
stage for the next year's planning.

e Compliance & Audit Reports: Documentation and evidence provided to auditors for
regulations like SOC 2, HIPAA, GDPR, or CMMC, often including a Gap Analysis report.
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