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When you choose a technology advisor whether it be a Managed Service Provider, fractional CIO or a full-time CIO you need to make sure that they understand business just as much as they understand technology.  Some of the biggest complaints about the IT department are that they just don’t “Get it”. The questions below should help you determine whether or not they have a technology mindset or a business mindset.

What is scalability? How important is it from a technology perspective on a scale of 1->10 with 10 being the highest? What all does scalability impact?
This question is designed to get a reading on the person’s mindset. A typical technology-minded response would be something describing the ability of systems or software to scale by adding additional resources. When working from a business point of view, however, you want to see it defined as the ability for the organization to support increased volume without sacrificing margins. The importance of this concept cannot be overstated and should be a 9 or 10 in terms of ranking. Regarding impact, you want to see not just an understanding of having to spend money two or three times for a different solution to the same problem, but an acknowledgment of the ‘total’ cost, including adoption fatigue, the opportunity cost of change, and the competitive disadvantage it creates. For concepts of business scalability refer to ‘Scaling Up’ by Verne Harnish.
 

Provide an example where you solved a problem without the use of technology.
Often technology-minded individuals become so wrapped up in the solutions themselves they fail to realize a policy or process change is far more effective and simple than making changes to existing or introducing new technology. Asking for a specific example here should demonstrate the ability to think from a business mindset. For specific examples reference ‘The Phoenix Project’ by Kim, Behr, and Spafford.
 

How do you go about prioritizing solutions in order of importance for implementation / adoption?
Answers here should include reference to some form of discovery process or a thorough evaluation at the operations level. One of the key skill sets for someone approaching technology from a business point of view is mapping solutions and their respective importance to business outcomes and (often more importantly) eliminating bottlenecks while respecting that some implementations must necessarily come before others to be viable. For reference on the Theory of Constraints see ‘The Goal’ by Eliyahu Goldratt.
 

What is Information Technology Debt?
Stated simply, ‘IT Debt’ is a measurement of the out-of-date, incomplete or yet-to-be-defined technology changes. Debt occurs for a number of reasons, including lack of qualified personnel to implement the needed solutions (or recognize the problem in the first place); historical spending haunting the organization “we spent money on something like this before and look what it got us”; Fire-fighting (addressing issues purely reactively in a downward spiral leaving no time for fixing the real underlying problem); or most commonly, the budget being already allocated to other company endeavors that seem immediately more pressing. By recognizing what IT Debt is, the individual demonstrates an acknowledgment of how impactful it can be when neglected and not brought to the forefront of business planning sessions.
 

Provide an example where you argued against implementing a technology solution and why.
Despite it being seemingly obvious, using ‘outside of budget’ is not a good answer. Business-minded technology advisors should be intimately aware of how well a proposed solution will integrate into the existing company ecosystem (software tools already present, workflow, and processes), if it drives the company toward reducing/eliminating a bottleneck (and thereby creates more leverage), and if it fits the company's culture. If any of these are a no, the solution should be carefully examined for what it really offers the organization. If yes, the budget should be evaluated as a cost-benefit analysis, not a flat number ‘not to exceed’.
 

What is your ideal method for maintaining technology alignment for the company?
You want to see a specific process envisioned here. At the very least a recommendation to be involved in business planning meetings or retreats, and ideally a standing technology focused meeting with leadership present should be argued for.  For technology to be truly in alignment, it must fit the needs of the organization, not the other way around. This needs to come from the top level, and it means a representative must be present in critical business strategy meetings to understand where the company is headed, what operational constraints they are encountering, and what their short-term goals are. For an outline of how this model has been the underlying key to success for several well-known companies reference ‘Good to Great’ by Jim Collins.
 

How do you plan on measuring and monitoring the adoption success of a solution or project?
Technically minded individuals often look at the point of ‘it’s up and running and it all works’, as where their responsibilities end. Someone with a business mindset should demonstrate that evaluating how well the solution has been adopted into the day to day workflow, and to what degree the solution has increased leverage or operational transparency are the true critical indicators of success. There should be a specific process of follow-up after implementation to flag adoption or workflow issues due to problems such as inadequate training, unforeseen incompatibilities (whether they be process or technology related), or simply resistance to change. These findings can then be brought back to leadership to evaluate how best to improve successful adoption going forward.
 

Provide an example where you had to balance customer and employee technology experience with security and compliance.
A critical role fulfilled by a technology advisor is being able to balance maintaining compliance and sound security practices with as painless of a technology experience as possible. They should be able to weigh the critical importance of protecting the organization from the negative public relations and liability of a security flaw while respecting a solution must be usable to be useful. Look for an example that demonstrates an understanding of both sides and strikes a balance without going to an extreme in either direction.
 
 
What would you do first, if you were selected as our advisor? Can you give me details on what your discovery or on-boarding process includes?
You are looking to make sure that they don’t stop at the technology.  There should be a higher focus on understanding what the company processes are and how the people inside the organization get work done. If they focus only on network, security, and disaster recovery assessments then they do not have a business mindset.


Can you give me an example of a time you gave a suggestion for a solution and it was not taken? Describe the solution and why it was important to the organization. And why do you think they didn’t implement it?
When they describe why they think the solution was important do they simply talk about risk reduction or uptime improvements without tying them back to an organizational goal or bottleneck. Being able to demonstrate actual business value is a critical skill for a technology advisor.  For reference on technical excellence in service of business objectives rather than blindly servicing requirements see ‘A Seat at The Table’ by Mark Schwartz.
