The CIO Job Profile and Performance Model

The 100 Day Report Template

The “Reality-Check” Report

Environmental Readiness Assessment — First 100 Days Deliverable

A fillable template to present to the president, board, or supervisor at the close of the first hundred days.

Institution
Prepared by (CIO)
Date / Day 100

Mandate as hired

Reviewing executive

1. Headline — Readiness Zone & Score

State the single finding first: the institution’s readiness score, its zone, and the highest CIO level the environment
can currently support — set against the mandate the CIO was hired for.

Level the  environment
Total readiness score (12—60) Readiness zone
supports

Does the mandate match the zone?
State plainly whether the level the CIO was hired to deliver matches what the environment can support — and if
not, name the gap here, on the first page.
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2. Environmental Readiness Assessment

Score each of the twelve factors from 1 (fully inhibitive — a “brake”) to 5 (fully supportive — an “accelerator”). For
the most revealing result, have the cabinet, deans, and functional leaders score independently, then compare their
scores. Sum the scores for the total.

# Factor Accelerator (toward s) Brake (toward 1) Score
I People and Talent Talent pipeline; upskilling; career ladders ~ Burnout culture; understaffing; no
training budget
2 Leadership and Strategic CIO on the Cabinet; IT co-creates Utility mindset; CIO as order-taker
Positioning strategy
3 Governance and Process Frameworks that prioritize and give air Analysis paralysis; slow procurement
cover loops
4 Architecture and Standardization (“vanilla first”) “Snowflake” customization; technical
Technology debt
5 Financial Health Sustainable OpEx + CapEx with lifecycle ~ Grant-cycle dependency; no
funding sustainability plan
6 Culture and Community Data/systems as shared assets; Shadow IT and silos; data hoarding
collaboration rewarded
7 Innovation and Risk Agile risk appetite; pilot-to-scale Punitive conservatism; zero-tolerance for
failure
8 Institutional Digital Digital dexterity; eager, literate users Digital resistance; remedial-training drag
Fluency
9 Regulatory and Legal Agile compliance: pathways to innovate ~ Regulatory paralysis; default “no”
Landscape
10 Physical Infrastructure Integrated master planning; “fourth Infrastructure decay; budget raided for
utility” repairs
11 Vendor and Partner Strategic, competitive partner network Vendor lock-in; “tech desert” isolation
Ecosystem
12 Labor Relations and Adaptive workforce models; flexible Structural rigidity; frozen job

Workforce

roles

descriptions

TOTAL (12-60)




Readiness-zone reference

Scorerange Zone Highest level supported Environment

12— 24 Survival Zone Level 1 — Informaticist Constrained. Release the brakes before the strategy can hold.

25-36 Alignment Zone Level 2 — Strategist Restrictive-to-mixed. Alignment, yes; transformation not yet.

37— 48 Transformation Zone Level 3 — Transformationalist Enabling. Friction remains, but no longer blocks change.

49 - 60 Ecosystem Zone Level 4 — Integrative Ecosystem  Adaptive. Can build antifragile, self-healing capacity.
Architect

3. Accelerators to Leverage

The supportive factors (scores of 4—s5) are already working in the institution’s favor. Strategy should build on
these, e.g., Agile Risk Appetite—leadership backs pilot-to-scale experimentation; Digital Dexterity—a workforce
comfortable with ambiguity.

Notes

4. Brakes to Release
The inhibiting factors (scores of 1—2)) that will stall any roadmap if left unaddressed. Name each one, the factor
it sits under, and an owner who can move it.

Brake (whatitis) Underlying factor Owner / next step

Notes



5. Cabinet-Alignment Deltas
Where independent scores diverge most, these gaps in how leaders see the same institution often matter more

than any single low score — they reveal disagreement about what “success” means.

Factor CIO Score Cabinet Score Gap Implication

Notes

6. IT Organization — Competency Profile
The team’s current level (0—4) across the sixteen competencies, the level required by the mandate, and the gap.
Read horizontally against the Performance Assessment Matrix (Exhibit 16).

Competency Current Required Gap

1. Strategic Business Acumen

2. Financial Stewardship & Value Realization
3. Product Management Mindset

4. Innovation & Visionary Thinking

5. Cybersecurity & Risk Governance

6. AT & Data Strategy Operationalization

7. Infrastructure, OT & Modernization

8. Change Leadership

9. Talent Development & Succession Planning
10. Emotional Intelligence (EQ) & Empathy
11. Agility & Adaptability

12. Executive Communication & Storytelling
13. Stakeholder Management & Negotiation
14. Political Acumen

15. Student Success & Academic Mission

16. Ecosystem, Vendor & Community Orchestration




7. The Named Gap

State the mandate—environment gap with data, plainly enough that it cannot be argued away later: what the

CIO was hired to do, against what the environment and team can currently support.

8. The Path Forward

Calibrated to level: either match the mandate to the zone, or commit to the specific structural changes — the

brakes to remove, in sequence, with owners — that would raise it.

Go / No-Go gate for major initiatives in motion
An institution showing Regulatory Paralysis or Infrastructure Decay should not fund an ERP migration or AI

rollout until those factors are addressed. List any initiatives that should be gated.



9. The Ask — First-100-Days Agreement

Close with the proposed Year-1 compact: the baseline against which you will assess progress.

Priority competencies & target levels
Sequence of brake removal
Explicitly out of scope

What leadership provides
Definition of success at 12 months

Date to revisit

The two or three competencies to advance, and the target level for each.
Which brakes will be released, and in what order?

What the CIO will not take on this year.

Funding, decision rights, and “air cover.”

What “done” looks like a year out.

When the compact will be reviewed.

Notes
Participants Signatures
Reviewing Executive Date

Notes




Appendix ]

Institutional CIO Readiness Assessment

Instructions:

For each category, read the opposing statements and rate your institution on a scale of 1 to 5. A score of 1
strongly aligns with the “Inhibitive” description (Brake); 3 is mixed or neutral; and 5 strongly aligns with the
“Supportive” description (Accelerator).

Part 1: Internal Organizational Attributes

1. People and Talent
Inhibitive (x): We have a culture of burnout. IT is understaffed, training budgets are nonexistent, and we
expect 24/7 availability, leading to high turnover.
Supportive (5): We view IT staff as strategic assets. We fund continuous upskilling and certification and
provide clear career ladders to retain top talent.
Your Score:

2. Leadership and Strategic Positioning
Inhibitive (1): The CIO is viewed as a udility provider (“Plumber-in-Chief”) and is only brought into
conversations to implement decisions already made by others.
Supportive (s5): The CIO is a strategic partner who sits on the President’s Cabinet and actively co-creates
institutional strategy.
Your Score:

3. Governance and Decision Making
Inhibitive (1): “Analysis Paralysis.” Governance committees are used to stall decisions. Political pressure
often overrides strategic logic, and the CIO has no “air cover” to say no.
Supportive (5): Clear governance frameworks exist to prioritize resources effectively. The CIO is
empowered to decline non-strategic requests to focus on value.
Your Score:

4. Architecture and Technology
Inhibitive (x): “Snowflake Syndrome.” Every department demands heavily customized software to match
their unique preferences, creating massive technical debt and maintenance costs.
Supportive (5): “Vanilla First.” The institution is willing to adapt business processes to align with modern
software capabilities, ensuring agility and standardization.



Your Score:

5. Financial Health
Inhibitive (1): We rely on one-time grants or temporary funds for innovation. We do not budget for the
long-term lifecycle replacement of the technology we buy.
Supportive (5): We have sustainable Operational (OpEx) and Capital (CapEx) budgets that account for
the full lifecycle of technology, including innovation and replacement.
Your Score:

6. Culture and Community
Inhibitive (1): Departments act as silos (“Shadow IT”), purchasing unvetted tech and hoarding data
under the guise of autonomy or academic freedom.
Supportive (s): Data and systems are viewed as shared institutional assets. Cross-unit collaboration is
rewarded, and integration is the norm.
Your Score:

7. Innovation and Risk Appetite
Inhibitive (1): Punitive Conservatism. We have a zero-tolerance culture for failure, forcing I'T to stick to
obsolete legacy systems just because they are “safe” and familiar.
Supportive (s): Agile Risk Appetite. Leadership accepts calculated risks and supports “safe-to-fail” pilots
to drive modernization and learning.
Your Score:

Part 2: Environmental and External Attributes

8. Institutional Digital Fluency
Inhibitive (1): “Digital Resistance.” Faculty and staff view technology as an imposition. The CIO must
allocate most resources to basic remedial training and overcoming resistance to change.
Supportive (5): “Digital Dexterity.” The community is comfortable with ambiguity and eager to
experiment. High baseline literacy lets the CIO focus on advanced capabilities and innovation.
Your Score:

9. Regulatory and Legal Landscape
Inhibitive (1): “Regulatory Paralysis.” A culture of fear around audits or litigation leads to a default “no”
to cloud adoption or data use. Legal/Compliance teams act as roadblocks.
Supportive (5): “Agile Compliance.” Legal and IT work together to interpret regulations creatively.
Compliance is viewed as a design parameter rather than a blocker, enabling innovation within the rules.
Your Score:

10. Physical Infrastructure
Inhibitive (1): “Infrastructure Decay.” Deferred maintenance (power failures, cooling limits, asbestos)
constantly halts I'T projects. The physical plant constrains digital deployment.
Supportive (5): “Smart Campus Ready.” I'T is treated as a utility in capital projects. Buildings are designed

with digital-first specifications (power, cooling, pathways) to support IoT and modern tech.



Your Score:

1. Vendor and Partner Ecosystem

Inhibitive (1): “Vendor Lock-in.” The institution is held hostage by monopolistic vendors with escalating

fees. We are located in a “tech desert” with no local talent or competitive options.

Supportive (5): “Strategic Ecosystem.” We have a diverse, competitive local marketplace. Relationships

are outcome-based partnerships, not just transactional, offering us choices in talent and services.

Your Score:

12. Labor Relations and Workforce Flexibility

Inhibitive (1): “Structural Rigidity.” Union rules, civil-service mandates, or rigid HR policies freeze job

descriptions. I'T cannot reorganize or reskill staff to meet modern needs (e.g., from mainframe to cloud).
Supportive (s5): “Adaptive Workforce.” HR and labor agreements allow for rapid reskilling and flexible

role definitions. Teams can be restructured quickly to address emerging threats, such as AL

Your Score:

Readiness Instrument Scoring Assessment

This scale and its descriptions broadly reflect an institution’s attitude toward change and transformation, as

well as its ability to support leadership in improving and driving the adoption of technology and related services.
Each band corresponds to one level of the Job Performance Model and names the highest level of CIO leadership

the environment can realistically sustain today; an institution that wants a higher-level leader must first release the
brakes that hold it in a lower band.

Score Zone of Highest Level the Environmental Reality Check
Range  Readiness Environment Can
Support
12— 24 The Survival Level 1 — Difficult Environment. The institution is structurally resistant
Zone Informaticist to change, with the brakes locked—toxic culture, rigid labor

25 — 36 The Alignment
Zone

Level 2 — Strategist

rules, severe deferred maintenance, or chronic underfunding.
This environment can sustain only the Informaticist’s
operational core: keeping systems reliable and secure,
controlling cost, and maintaining basic disaster recovery.
Strategy and transformation will not take hold until specific
brakes are released, and asking a CIO to operate above this level
here is asking them to fail.

Restrictive-to-Mixed Environment. The institution offers some
“air cover” and leadership that listens, but silos, bureaucracy,
and funding gaps still slow execution. It can support a Strategist
who aligns I'T with institutional goals, builds governance, and
partners across divisions—though legacy policies make every
change a negotiation, and a Transformationalist would burn
out fighting political battles. Alignment is possible here;
transformation is not yet.



Score Zone of Highest Level the Environmental Reality Check
Range Readiness Environment Can
Support
37 — 48 The Level 3 — Enabling Environment. Accelerators are largely engaged: the
Transformation Transformationalist community has real digital fluency, governance is agile enough
Zone to permit pilot-to-scale experimentation, and funding is stable
enough to invest beyond replacement. The institution is ready
for a Transformationalist who can drive institutional change,
reshape culture, and deploy—and govern— Al against real
problems. Friction remains, but it no longer blocks change.
49-60  TheEcosystem  Level 4 — Integrative ~ Adaptive Environment. The accelerators are fully engaged—
Zone Architect sustainable OpEx and CapEx funding, an adaptive workforce,

integrated master planning, and a competitive partner
ecosystem. The institution can support an Integrative Architect:
a leader who builds antifragile, self-healing capacity, renders
institutional seams invisible, connects the university to regional
and global networks, and co-creates the institution’s future.
Here, the CIO is a genuine architect of institutional resilience.



