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How to Use This Diagnostic 

For each of the 8 domains, rate your organization on a scale of 1–5, where: 

• 1 = Ad-hoc / reactive 
• 3 = Defined but inconsistent 
• 5 = Optimized and differentiating 

Each section includes probing questions, “What Good Looks Like,” and immediate action items 
for low-maturity areas. The diagnostic takes roughly 45 minutes and will reveal non-obvious 
gaps. 

  



1. Strategy & Business Alignment 

Maturity Self-Rating: ___ / 5 

• Is there a documented, board-approved IT strategy with a horizon of at least 3 years? 
• Are technology investments explicitly linked to business KPIs (revenue growth, margin, 

customer retention)? 
• Do business leaders see IT as a strategic partner, or a cost center? (Be honest.) 
• Is the IT strategic roadmap updated at least annually based on shifting market 

conditions? 

What Good Looks Like (Score 5): 
Business-IT alignment is so tight that the IT strategy is embedded in the corporate strategy. 
Every major digital initiative has a non-IT executive co-sponsor, and the CIO participates in 
quarterly product portfolio reviews. Investment decisions are made by a joint Business-
Technology Investment Committee using value-based scoring. 

If You Scored 1–2: 
Action: Initiate an IT Strategy Refresh in the next 60 days. Start with a business capability model 
and map current IT spend to capabilities. Identify “fat” and “skinny” areas to rebalance. 

  



2. Architecture & Technical Health 

Maturity Self-Rating: ___ / 5 

• Do we have a current and target architecture blueprint that is actively used to guide 
build-vs-buy decisions? 

• Is technical debt inventoried, quantified (in $), and managed with a dedicated paydown 
budget? 

• Are our core systems well integrated, or are data silos causing constant reconciliation 
work? 

• Can we deploy a new digital capability in weeks, not months? 

What Good Looks Like (Score 5): 
The enterprise runs on a composable, API-enabled platform. A centralized architecture review 
board has moved to lightweight “architecture as code” compliance checks. Technical debt is 
treated like financial debt—with a “debt ceiling” and a quarterly payment plan. Feature velocity 
is high, and system outages are rare and self-healing. 

If You Scored 1–2: 
Action: Commission an application portfolio assessment (TIME model) and a critical technical 
debt register. Allocate at least 15% of the annual budget to modernization and debt reduction. 

 

  



3. Cost & Efficiency (FinOps & Value Management) 

Maturity Self-Rating: ___ / 5 

• Do we have real-time visibility into IT cost per product, business unit, or customer 
journey? 

• Is cloud spend optimized through reserved instances, right-sizing, and automated 
policies? 

• Are unit economics (cost per transaction, per API call) tracked and improving? 
• Have we consolidated the top 10 redundant tools identified in the last audit? 

What Good Looks Like (Score 5): 
A mature FinOps practice with showback/chargeback is in place. Unit costs are trending down 
while quality improves. Over 60% of cloud spend is covered by commitment-based discounts. 
Application rationalization has reduced the portfolio by 30%+ in 3 years, and savings are 
systematically redirected to innovation. 

If You Scored 1–2: 
Action: Launch a 90-day cost visibility sprint. Deploy a cloud management platform, enforce 
tagging, and publish the first “IT Cost per Line of Business” dashboard. Assemble a standing 
FinOps working group. 

  



4. Governance, Cybersecurity & Risk 

Maturity Self-Rating: ___ / 5 

• Are information security and compliance requirements embedded in the development 
lifecycle (DevSecOps), not added at the end? 

• Is our risk posture quantified and reported to the board in business terms (likelihood x 
impact in $)? 

• Are all critical assets and third-party connections regularly tested and patched within 
SLA? 

• Do we have an up-to-date incident response playbook that has been tabletop-tested in 
the last 6 months? 

What Good Looks Like (Score 5): 
Security is a business enabler. Policies are automated, and 90%+ of risks are detected and 
remediated without human intervention. The board receives a single-page risk dashboard. The 
organization has achieved and maintained key certifications (ISO 27001, SOC2) seamlessly. Zero 
Trust architecture is progressively implemented. 

If You Scored 1–2: 
Action: Conduct a board-ready cybersecurity risk assessment within 30 days. Implement 
immediate critical controls: MFA everywhere, endpoint detection & response, rigorous 
patching. Build a 12-month roadmap toward automated policy enforcement. 

  



5. Data, Analytics & Decision Intelligence 

Maturity Self-Rating: ___ / 5 

• Can the executive team access a live, trusted dashboard of the top 5 business metrics? 
• Is there a single source of truth for key domains (customer, product, employee, 

finance)? 
• Are we actively using advanced analytics or AI to generate insights, not just descriptive 

reports? 
• Do product managers use data to make decisions daily? 

What Good Looks Like (Score 5): 
Data is treated as a product with clear ownership and quality SLAs. Advanced analytics and AI 
are embedded in customer-facing and internal workflows—not lingering in a lab. Decision-
making at all levels is informed by self-service, real-time insights. Data literacy is high across the 
firm. 

If You Scored 1–2: 
Action: Appoint a chief data officer or data owner for the top 3 domains. Build a minimum 
viable data product backlog—focus on the one report that would most change executive 
conversations—and deliver it in 8 weeks. 

  



6. Execution Agility & Delivery Discipline 

Maturity Self-Rating: ___ / 5 

• Are the majority of technology initiatives delivered on time and on budget, with 
measurable business value? 

• Do we operate in a product model with stable, outcome-accountable teams? 
• Are our deployment frequency and change failure rate at or above industry benchmarks 

(e.g., Accelerate State of DevOps)? 
• Is there a lean portfolio management process that kills low-value work early? 

What Good Looks Like (Score 5): 
Teams deploy on demand with negligible lead time. Value stream KPI dashboards are live. A 
lightweight Stage-Gate-like process funds initiatives in increments based on evidence. The 
organization can pivot quickly without major disruption because architectures are modular and 
governance is adaptive. 

If You Scored 1–2: 
Action: Run a value stream mapping exercise on your top 3 delivery streams. Identify and 
eliminate the top 3 bottlenecks. Establish a transformation team to roll out a product operating 
model in one business area as a reference case. 

  



7. Talent, Culture & Future Workforce 

Maturity Self-Rating: ___ / 5 

• Do we have a comprehensive skills inventory and future needs forecast (next 2 years)? 
• Is our employee value proposition for technologists competitive enough to attract and 

retain top talent? 
• Are internal mobility and reskilling programs moving people into digital roles? 
• Have we shifted from “command and control” to an empowered, learning culture? 

What Good Looks Like (Score 5): 
The organization is a magnet for digital talent. Continuous learning is embedded—every 
technologist spends 10% of time on capability development. Cross-functional collaboration is 
the default. Leadership promotes psychological safety, and innovation ideas bubble up from 
everywhere. 

If You Scored 1–2: 
Action: Conduct a talent heat map. Create a digital academy with 3 critical reskilling pathways. 
Launch a “career framework” for technologists that provides equal advancement to 
management tracks. 

  



8. Innovation, Ecosystem & Emerging Tech 

Maturity Self-Rating: ___ / 5 

• Do we have a structured process to scan, experiment, and scale emerging technologies 
(Generative AI, edge, etc.)? 

• Are strategic vendor partnerships driving innovation, not just transactional cost? 
• Have we moved from “IT owning everything” to an ecosystem where business units can 

safely compose their own solutions (platform thinking)? 
• Are we explicitly measuring innovation yield (% revenue from products/services 

launched in last 3 years)? 

What Good Looks Like (Score 5): 
A dedicated innovation pipeline exists with stage-appropriate funding. GenAI experiments have 
graduated into embedded productivity and customer-facing features, with ethical guardrails. 
The IT organization serves as an internal platform provider, enabling the business to innovate 
fast within safe boundaries. 15–20% of revenue comes from new digital offerings. 

If You Scored 1–2: 
Action: Set up an “Emerging Tech Radar” reviewed quarterly by the executive team. Allocate 5% 
of the IT budget to exploration. Start 2 time-boxed experiments (6 weeks) with a clear “go/no-
go” metric. 

 

  



Interpreting Your Results 

Total Score: ___ / 40 

• 8–15: Foundational — Significant risk. Begin with no-regret actions: cost visibility, 
security hardening, and a clear IT strategy. 

• 16–25: Developing — Good pockets but inconsistent. Focus on scaling agility, cleaning 
up architecture, and establishing formal FinOps. 

• 26–33: Advanced — Strong capabilities. Shift from optimization to innovation, push the 
data and ecosystem agenda. 

• 34–40: Leading — You’re a benchmark. Your challenge is maintaining the edge and 
investing in the next horizon. 

 

  



Use this diagnostic as a conversation starter for your next leadership 

offsite — or let’s walk through it together. 

Book an Executive Diagnostic Session 

mailto:info@eliesalame.com?subject=Book%20an%20Executive%20Diagnostic%20Session

