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Introduction 
 
Just what is the chief information officer’s role? Many CEOs cannot answer this question. Indeed, even 
CIOs have difficulty. If you are a CIO, or if you work with one, here is your opportunity to test your 
organization’s success at developing the CIO function. 
 
 
Dear CIO:  
 
This leadership test is designed to measure your performance and identify areas where you need 
improvement. As you go through the test's six sections, reflect on how well each one characterizes the 
job you do and the position you would like to create for yourself.  
 
Then ask your staff, your boss and other key executives and colleagues to use the test to rate your 
performance. The feedback they provide and the discussion it creates will help you explore new 
opportunities and will help them understand the nature and complexity of your job.  
 
 
To the CIO's colleagues: 
 
This test is designed for feedback so the CIO can enhance his or her contribution to the enterprise. Your 
responses will give the CIO valuable information, and you will gain insight into the service a CIO can 
provide.  
 

                                                           
1
 Evaluating the CIO, Thomas J. Buckholtz, March 18, 1996.  Copyright 1996 Computerworld, Inc.  The 

author has permission to reprint this article. 
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Instructions  
 
This leadership test includes six categories that describe key enterprise roles of the CIO:  
 

I. Enterprise Infrastructure 
Focus: Information technology  
Theme: Keep systems running  
 
II. Enterprise Transactions  
Focus: Information systems  
Theme: Process transactions and provide useful data  
 
III. Enterprise Information  
Focus: Information resources  
Theme: Provide expected and unexpected useful information  
 
IV. Enterprise Insight  
Focus: Insight  
Theme: Make recommendations for the corporation  
 
V. Enterprise Implementation  
Focus: Corporate proficiency  
Theme: Help people develop skills and accomplish the enterprise mission  
 
VI. Enterprise Outcomes  
Focus: Corporate goals and results  
Theme: Accomplish the enterprise mission  

 
Within each of the six categories, this test presents four items, or “enterprise needs,” to which the CIO 
can contribute.  For each Enterprise need, rate the CIO’s leadership on a scale from 0 to 3 as follows: 
 

0. Wallflower. The chief information officer and the information resources organization the CIO 
manages have no significant role.  
 
1. Opportunist. The CIO and the IR 

2
 organization make some contributions, but are not executing 

client-approved plans. (Clients typically are internal to the corporation but may include external 
organizations and individuals, such as customers, suppliers or business partners.)  
 
2. Partner. Clients and the CIO have agreed on plans and are meeting objectives.  
 
3. Laureate. Executives and other clients agree that the corporation is meeting its objectives, and 
that the CIO and IR organization are contributing significantly.  

 

                                                           
2
 “IR” denotes “information resources.”  “IR organization” denotes the organization (or community) led by 

the CIO. 
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Enterprise Infrastructure  
 
The CIO's Enterprise Infrastructure role includes leading the enterprise's technology strategy and 
ensuring that clients are able to use technology advantageously.  
 

For each of the following four enterprise needs (A through D), provide a CIO leadership 
rating from 0 (Wallflower) to 3 (Laureate).  

 
A. Infrastructure. Hardware, software tools and services perform well and fully support core enterprise 
operations, such as product production, customer services, and accounting.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
B. Integration. The infrastructure technology and services foster widespread creativity and teamwork - 
through communication and data sharing among employees - and are integrated appropriately to support 
current and future enterprise business success.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
C. Optimization. Infrastructure operations are being maximized in efficiency and minimized in cost (such 
as by consolidating network administration or acquiring enterprise-wide software licenses).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
D. Modernization. New technologies are deployed when appropriate (such as video conferencing, 
mobile data communications, or parallel-processing computers).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
 
Enterprise Transactions  
 
In the Enterprise Transactions role, the CIO ensures that the enterprise effectively and efficiently 
processes business transaction data and other routine information.  
 
A. Databases. Transaction databases and their applications fully support core enterprise operations such 
as finance, customer service and procurement.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
B. Data resource. A data architecture encompasses the enterprise's significant computerized data and 
applications; the data and applications fit the architecture; and the enterprise thereby outmaneuvers less 
sophisticated competitors.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
C. Efficiency. The enterprise continually improves and lowers the cost of data services (for example, by 
eliminating redundant systems or deploying an off-the-shelf manufacturing system).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
D. Data sharing. The enterprise conducts electronic commerce with customers and suppliers (such as 
developing an electronically integrated "supply chain") or, if appropriate, shares other information with 
external clients and business partners.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
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Enterprise Information  
 
As an Enterprise Information sponsor, the CIO ensures that clients find, interpret and use information 
appropriate to their needs.  
 
A. Information resource. The enterprise information architecture includes all appropriate internal 
recorded knowledge, including information recorded on paper, and information from external sources 
such as business partners, information services, CD-ROM or the Internet.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
B. Knowledge reuse. The enterprise is amassing and benefiting from an aggregation of data and 
procedures generated in the course of employees' and consultants' work (such as generating a library of 
client-developed software applications or capturing clients' knowledge via groupware).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
C. Appropriate information. Employees use the best information available (for example, they optimally 
formulate and satisfy their information needs, or they effectively use software tools for content- or context-
based information searches).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
D. Information use. Employees interpret, use and share information appropriately and correctly (for 
example, they assess and take into account the trustworthiness of information).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
 
Enterprise Insight  
 
The CIO's Enterprise Insight responsibilities include suggesting and evaluating enterprise opportunities, 
including opportunities to design or change products and processes outside the CIO's jurisdiction.  
 
A. Systems. Processes are designed and information resources are implemented that support clients' 
improvement projects (for example, the IR organization specifies the requirements for a new 
manufacturing management system).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
B. Risk evaluation. When making major decisions, such as decisions about mergers or new products, 
the enterprise considers the opportunities and risks associated with information resources and systems.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
C. Information-based improvements. The enterprise identifies and evaluates opportunities, based on 
information resources and technology, to improve its products or work effectiveness (for example, the CIO 
suggests developing a product or service enhanced by an emerging technology).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
D. Ideation. The enterprise taps the CIO's non-technical insights when considering improvements to 
products, time-to-market or back-office procedures (e.g., it uses the "Why not do X?" insights the CIO has 
from working with clients, business partners and other enterprises).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
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Enterprise Implementation  
 
As an Enterprise Implementation champion, the CIO enhances enterprise and individual abilities and 
achievements. The Enterprise Implementation contributions focus on the entire enterprise.  
 
A. Mentoring. The enterprise benefits from client-led information resources or systems projects (e.g., the 
CIO and IR organization help clients become self-sufficient in acquiring special-purpose information 
systems).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
B. Products. Clients create profitable products or services based on technology or information resources 
(for example, the CIO and IR organization help clients create or market such products or services; this 
contribution transcends just proposing an idea).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
C. Proficiency. Clients improve their abilities to make and implement routine non-automated decisions or 
non-routine decisions (e.g., the CIO and IR organization lead an improvement program to help clients 
enhance their proficiency to make, communicate and implement decisions).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
D. Catalysis. The CIO and IR organization lead endeavors, outside the CIO's jurisdiction, to enhance 
enterprise effectiveness (for instance, to improve customer services through process redesign).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
 
Enterprise Outcomes  
 
The Enterprise Outcomes CIO earns profits or at least serves as a fully contributing member of the senior 
management team.  
 
A. Management-team membership. The enterprise executive team’s decisions and results benefit from 
the CIO's significant contributions both to decisions that feature information resources and systems and to 
decisions that do not.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
B. Profit center. The enterprise earns profits by the IR organization's selling, to enterprise-external 
customers, products or services currently being provided to internal clients (such as the consulting or 
software services sold by some telecommunications and aerospace companies).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
  
C. Business unit. The enterprise earns profits because the IR organization sells IR products or services 
not originally targeted for clients within the enterprise (as do some energy utilities, which sell, or are 
evaluating selling, energy-usage-control or general-information services to utility customers).  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
 
D. Non-IR business unit. The CIO successfully leads a non-IR business unit.  

Score:      ___ 0. Wallflower.    ___ 1. Opportunist.    ___ 2. Partner.    ___ 3. Laureate. 
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Planning Your Future  
 
To the CIO:  
 
Use your self-evaluation and your colleagues' ratings and recommendations to develop your personal 
game plan.  
 
Review the ratings for the 24 corporate needs. If you often score 1, Opportunist, consider building closer 
relations with your clients. Scores of 2, Partner, indicate that your successes could be better marketed for 
corporate and personal benefit. Scores of 3, Laureate, suggest springboards toward improvement 
elsewhere.  
 
Next, target improvements in each of the six categories. … 
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