
CIO Leadership for
Cities & Counties

The Evolving Role of the CIO

From technology manager to organizational leader
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Opening – Show of Hands  - It Directors / CIO’s etc – How long

This will be interactive, the value is in the diversity and experience in the room

The CIO job is not what it used to be—and it is still changing.


Talking points:

• This chapter is really about the changing nature of technology leadership in local government.
• Technology remains the domain, but leadership, judgment, relationships and outcomes increasingly define the job.



THE CIO’S ROLE

Still evolving

The role has expanded because government has become more dependent on technology

THEN
Technology was often 
treated primarily as a 
support function.

NOW
Technology touches 
operations, strategy, 
risk, service delivery 
and public outcomes.

NEXT
The CIO must 
continually adapt as 
the technology and 
expectations change.
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The CIO role has expanded because government has become more dependent on technology.

Talking points:
• Almost every aspect of technology is advancing rapidly. And the speed of change is accelerating. 
• Cloud services have moved technology beyond the traditional data center. The perimeter is changing.
• Organizations depend on IT for more of their daily operations.
• CIOs are expected to do more with less.
• AI is now another force changing the role.

Transition - As technology expands, so does the CIO’s responsibility.



A BRIEF HISTORY

From IT Director to CIO
The title changed as the scope of the work changed.

IT DIRECTOR

Operations
Service delivery
Infrastructure
Management

CTO

Technology 
direction
Architecture
Solutions
Technical depth

CIO

Enterprise scope
Strategy
Governance
Executive 
relationship
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The CIO title signals enterprise scope, but titles alone do not create enterprise authority.

Talking points:
• Local government technology leaders historically carried titles such as IT Director, MIS Director or IT Manager.
• The CIO title generally implies responsibility across the enterprise.
• CTO roles are often more technically focused, although CIO and CTO responsibilities frequently overlap.
• The important issue is not the title—it is authority, expectations, budget and scope.

Transition - As the technology environment became more complex, the stature of the technology leader rose.



A BRIEF HISTORY

The real question is authority / responsibility

A CIO title means little if the organization does not give the role the ability to lead.

Title → What is the role called?
Scope → What does the role actually cover?
Authority → What can the CIO decide?
Access → Who can the CIO influence?
Resources → What can the CIO realistically accomplish?
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Authority comes from your position, while leadership comes from taking on the responsibilities

Presenter Notes
Presentation Notes
2 minutes

Scope and authority are more important than the title printed on the business card.

Let’s not confuse responsibility with authority. Two very different things. 

Talking points:
• Authority comes from your position, while leadership comes from taking on the responsibilities
• How many departments and people fall within the role?
• How much of the IT budget can the CIO control or defend?
• How complex is the technology environment?
• Where does technology sit in the organizational hierarchy?

Transition - That leads directly into Shark’s discussion of the new city and county technology leader.



THE NEW TECHNOLOGY LEADER

The job has transformed
The role is moving from technologist toward leader with strong people and relationship skills.

TRADITIONAL STRENGTH

Technical expertise
Hands-on systems knowledge
Operations
Problem solving

EXPANDING STRENGTH

Communication
Collaboration
Negotiation
Business relationships
Emotional intelligence
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The modern CIO may have entered government as a technologist, but success increasingly depends on leadership capabilities.

Talking points:
• Shark describes interviews with technology executives from more than 600 local governments.
• Many CIOs say the job has changed beyond what they were originally hired to do.
• Management, interdepartmental coordination and emerging technology have become larger parts of the job.
• Communication, collaboration, negotiation and business relationships matter alongside technical skill.
• Emotional intelligence has become a much more important part of the CIO skill set.

Autozone Story ?

Transition - The organizational chart can either enable this expanded role or make it much harder.



THE NEW TECHNOLOGY LEADER

What empowered CIOs have in common

Executive support and an empowered position are recurring characteristics of successful CIO environments.

AUTHORITY

Clear decision 
rights

ACCESS

Executive 
involvement

TRUST

Confidence 
in the CIO
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A CIO cannot be expected to lead enterprise technology without enterprise-level support.

Talking points:
• The CIO is included in executive discussions.
• The CIO has a voice in strategic planning.
• Leadership understands and values technology.
• The CIO has visible support and confidence from the chief executive.
• Where that support is not automatic, the CIO can build it by educating leaders and demonstrating technology’s value to outcomes.

Transition: But authority alone is not enough; the chapter also describes the resources and pain points surrounding the role.



THE NEW TECHNOLOGY LEADER

Professional development is part of the job

CIOs need continuing education just as other public-sector professionals do.

Continuous learning
Professional / peer networks
Leadership development
Technology trends
Governance and management skills
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Technology changes too quickly for a CIO to rely only on what they already know.

Talking points:
• Many CIOs have little discretionary funding for conferences, training or memberships.
• CIOs need current knowledge in AI, governance, cloud, communication and change management.
• Peer networking is valuable because local government problems are often shared problems.
• The chapter notes the growth of government-specific CIO certification programs, including UGA’s Carl Vinson Institute.

Transition: The shortage of time and resources makes professional development even harder.



THE NEW TECHNOLOGY LEADER

Three recurring CIO pain points

There are patterns that helps explain why CIOs struggle to become strategic.

1 • EXECUTIVE 
SUPPORT

Need a champion 
who understands 
and supports 
technology.

2 • REACTIVE 
WORK

75–95% of time 
can be consumed 
by fires instead of 
strategy.

3 • RESOURCES
Staffing, training 
and 
modernization 
compete for 
scarce dollars.
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The three pain points reinforce one another: weak support, constant firefighting and limited resources.

Talking points:
• Executive support: CIOs want a champion at the top.
• Reactive work: CIOs report spending roughly 75–95% of their time fighting fires.
• Resources: training, staffing and modernization compete for limited funding.
• Firefighting reduces strategic time.
• Weak resources create more firefighting.

Discussion prompt:
Transition: These pressures explain why the CIO role must balance operational reliability with strategic leadership.

Discussion: Which of these three consumes the most energy in your organization?



CORE RESPONSIBILITIES

Ten things the CIO is expected to do

The CIO is simultaneously planner, coordinator, people leader, communicator, buyer, operator, strategist and security steward.

Enterprise leadership
• Plan
• Coordinate
• Hire /train /develop
• Communicate
• Recommend solutions

Stewardship
• Procure / manage
• Maintain infrastructure
• Budget / resource plan
• Policies / access
• Security
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The CIO is simultaneously planner, coordinator, people leader, communicator, buyer, operator, strategist and security steward.

Talking points:
• Plan technology strategy and priorities.
• Coordinate across departments.
• Hire, develop and retain staff.
• Communicate with technical and nontechnical stakeholders.
• Procure and manage technology and vendors.
• Recommend solutions proactively.
• Maintain infrastructure and mission-critical systems.
• Budget and plan resources.
• Set policies and access controls.
• Ensure security.

Transition - Those responsibilities lead into the competency areas Shark says modern CIOs must master.



CORE RESPONSIBILITIES

Strategic and operational at the same time

The CIO has to keep today working while preparing the organization for tomorrow.

RUN
Operations
Reliability
Service

PROTECT
Security
Risk
Continuity

CHANGE
Modernization
Projects
Innovation

LEAD
People
Communication
Alignment
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The balancing act is the defining tension of the modern CIO role.

Talking points:
• Operations cannot be ignored.
• Security cannot wait for a strategic planning cycle.
• Modernization cannot happen if every hour is consumed by emergencies.
• People and relationships determine whether strategy becomes reality.

Transition - The first core competency area is therefore leadership itself.



CIO COMPETENCIES

IT governance
Governance aligns technology decisions with organizational goals.

CENTRALIZED
Consistency
Standards
Economies of scale
Risk: bottlenecks

DECENTRALIZED
Speed
Local autonomy
Business fit
Risk: fragmentation

FEDERATED
Shared standards
Local flexibility
Risk: complexity
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One Authority
Control / Consistency

Local Authority
Autonomy

Shared Authority
Balanced

Presenter Notes
Presentation Notes
2 minutes

Governance is the structure that turns technology leadership into accountable organizational decision-making.

Talking points:
• Define who has authority for IT investments and policies.
• Establish governance committees or oversight mechanisms where appropriate.
• Create communication channels between IT and departments.
• Understand centralized, decentralized and federated models.
• Consider shared services and public-private partnerships when appropriate.

Transition - Governance establishes the rules; strategic planning turns those rules into a roadmap.



CIO COMPETENCIES

Enterprise security and risk management
Security has moved from a technical concern to an enterprise accountability issue.

Protect the data
Protect the systems
Protect the service
Protect the public trust
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The CIO must connect security controls to operational continuity and public trust.

Talking points:
• Protect data whether it is on-premises or in the cloud.
• Use access controls, encryption and incident-response planning.
• Train users because people are part of the security system.
• Manage SaaS, cloud resources and mobile devices.
• Hold managed-service providers to security and service standards.
• Manage the full technology lifecycle, including secure disposal.
• Identify vulnerabilities, assess impact and mitigate risk.

Transition - Security is also tied to how government buys and manages technology.



CIO COMPETENCIES

Human resource development
Technology may run on machines, but the capability lives in people.

RECRUIT
Compete for 
scarce technical 
talent.

DEVELOP
Training, 
mentoring, 
certification and 
growth.

RETAIN
Recognition, 
career paths, 
morale and 
meaningful work.
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Talent management is now part of the CIO’s job.

Talking points:
• Government competes with the private sector for scarce IT talent.
• Recruitment can emphasize mission, stability and meaningful work.
• Training must keep pace with cybersecurity, cloud, analytics and other changes.
• Retention requires recognition, career growth and meaningful work.
• Morale matters when teams are asked to do more with less.
• Performance feedback helps build stronger teams.

Transition - Once the team is capable, the CIO also has to create room for innovation.



CIO COMPETENCIES

Records, knowledge, open data and analytics
The CIO increasingly manages the systems that preserve, organize and make information useful.

Records & knowledge
• Retention
• Archives
• Shared repositories
• Institutional knowledge

Data & analytics
• Open data
• Data quality
• Privacy
• Analytics / Bi
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Key message to memorize:
The value of information depends on whether government can preserve it, find it, trust it and use it appropriately.

Talking points:
• Records include email, digital files and other communications subject to retention requirements.
• Institutional knowledge must survive employee turnover.
• Knowledge bases and shared repositories reduce dependence on individual employees.
• Open data supports transparency and civic engagement.
• Big data requires data standards, quality controls and analytics.
• Privacy and data integrity must be protected.
• AI will increasingly affect document storage, retrieval, summarization and verification.

Transition: When information becomes enterprise-wide, the systems holding it become enterprise-wide too.



CIO COMPETENCIES

Enterprise Resource Planning (ERP)
ERP is a technology project—but its hardest problems are organizational.

PROMISE
Integration
Shared data
Efficiency
Lower 
redundancy

REALITY
Complexity
Cost
Change 
resistance
Multi-year effort

LEADERSHIP
Process mapping
Training
Phased rollout
Vendor 
management
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Key message to memorize:
ERP succeeds when the organization changes with the system, not when IT simply installs the software.

Talking points:
• ERP integrates functions such as finance, HR and procurement.
• Benefits can include reduced redundancy and better data sharing.
• Projects are expensive, complex and multi-year.
• Departments may resist changing long-established processes.
• Change management and business-process understanding are essential.
• Vendor and integrator management matter.
• Phased implementation, training and careful planning reduce risk.

Transition - ERP also depends on the underlying communications infrastructure that connects the enterprise.



CIO COMPETENCIES

Financial management and performance measurement
The modern CIO must be comfortable in the budget office as well as the server room.

BUDGET
Capital
Operating
Subscriptions

BUSINESS CASE
Cost
ROI
Benefits
Risk

PERFORMANCE
Metrics
Milestones
Benefits 
realized

16UGA CGCIO • CIO Leadership for Cities & Counties • Chapter 1     

Presenter Notes
Presentation Notes
2 minutes

Key message to memorize:
Technology proposals must be expressed in financial and performance terms.

Talking points:
• Use data to justify expenditures.
• Explain ROI and expected outcomes.
• Build multi-year capital plans.
• Understand grants, bonds and other financing mechanisms.
• Forecast recurring cloud and subscription costs.
• Track project performance and promised benefits.
• Use metrics rather than anecdotes to defend the IT program.

Transition: Financial stewardship increasingly overlaps with sustainability and efficiency.



CIO COMPETENCIES

Green IT, ethics and social equity
Technology decisions have environmental, ethical and human consequences.

Sustainability

• Energy efficiency
• Virtualization
• Smart facilities
• Resilience
• E-waste

Ethics & equity

• Integrity
• Privacy
• Transparency
• Accessibility
• Digital inclusion
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Key message to memorize:
The chapter expands the CIO’s responsibility beyond systems to stewardship and access.

Talking points:
• Green IT can reduce energy use and cost through virtualization, efficient equipment and responsible disposal.
• Smart buildings, lighting and fleet systems can use technology to improve efficiency.
• Energy resilience matters for critical systems.
• Ethics includes procurement integrity, privacy, transparency and unbiased decisions.
• Social equity asks whether all constituents can reasonably benefit from technology.
• Accessibility, connectivity and digital literacy can affect who benefits.

Transition - Even the best technology fails if people do not adopt it.



CIO COMPETENCIES

Change management and time management
The chapter makes an important distinction: implementing technology is not the same as achieving adoption.

CHANGE
Communicate
Involve
Train
Adopt
Realize value

TIME
Prioritize
Delegate
Protect strategy
Manage 
interruptions

OUTCOME
Technology used
Value realized
Capacity created
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Key message to memorize:
The CIO’s scarce resource is often attention, so change and time must be managed deliberately.

Talking points:
• Change management is the people side of technology.
• Users need communication, involvement, training and support.
• Pilots and super-users can help adoption.
• Time management requires protecting strategic work from constant interruptions.
• Delegation, prioritization and structured communication can create strategic capacity.
• The goal is not to eliminate operational work; it is to prevent operations from consuming all leadership capacity.

Transition - These competencies explain why expectations for the CIO keep rising.



20 QUESTIONS EVERY CIO SHOULD ASK

Questions 1–5: Authority, Priorities and Capacity
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1. Whom will I report to?

2. What were the previous CIO’s strengths and weaknesses?

3. What are the primary opportunity and challenge?

4. What are the jurisdiction’s top five priorities?

5. What is the current IT capital budget?



20 QUESTIONS EVERY CIO SHOULD ASK

Questions 6–10: Authority, Priorities and Capacity
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6. Who ultimately decides the IT budget?

7. How involved is senior management?

8. How involved are elected leaders?

9. How will my success be measured?

10. How competent is the current IT staff and leadership team?

Presenter Notes
Presentation Notes
30–45 seconds
Key message to memorize: Start with the chain of command: before a CIO can lead, the CIO needs to know who opens the door to the executive agenda.
Talking points:
• • 1. Whom will I report to?
• Pause after the question and let the room consider its own answer.
• Use the question to expose the difference between the formal job description and the real operating environment.
Transition: Before accepting the seat, look at the empty chair: the last CIO’s strengths and weaknesses can reveal what the organization actually expects.



20 QUESTIONS EVERY CIO SHOULD ASK

Questions 11–20: Culture, Innovation and Support
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11. What are the five biggest IT problems from the past year?

12. How is IT perceived by other departments?

13. How much latitude will I have for innovation?

14. How should IT interface with other departments?

15. What support exists for my professional development?

Presenter Notes
Presentation Notes
30–45 seconds
Key message to memorize: Start with the scars: recent IT problems reveal where the organization is spending its energy today.
Talking points:
• • 11. What are the five biggest IT problems from the past year?
• Pause after the question and let the room consider its own answer.
• Use the question to expose the difference between the formal job description and the real operating environment.
Transition: Then ask about reputation: how departments experience IT often tells you more than the org chart.



20 QUESTIONS EVERY CIO SHOULD ASK

Questions 11–20: Culture, Innovation and Support
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16. What resources exist for staff development?

17. How is “IT” defined here?

18. How is the technology strategic plan created and updated?

19. What political support can I expect?

20. How do you prefer to be kept informed?

Presenter Notes
Presentation Notes
30–45 seconds
Key message to memorize: Start with the scars: recent IT problems reveal where the organization is spending its energy today.
Talking points:
• • 11. What are the five biggest IT problems from the past year?
• Pause after the question and let the room consider its own answer.
• Use the question to expose the difference between the formal job description and the real operating environment.
Transition: Then ask about reputation: how departments experience IT often tells you more than the org chart.



THE FUTURE OF CIO LEADERSHIP

The role is not narrowing
Technology change, demographic change and rising service expectations will continue to expand the CIO’s challenge.

CYBER
Security
Continuity
Trust

MODERNIZE
Cloud
Legacy 
replacement
Automation

SERVE
Digital services
Self-service
Citizen 
expectations

LEAD
People
Agility
Public value
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Key message
The future CIO will be responsible for helping government deliver more services through technology while maintaining trust, security and public value.

Talking points:
• Growing and changing populations increase service demands.
• Automation, self-service and data can help governments scale services.
• Cybersecurity and continuity have become central priorities.
• Legacy modernization competes for time and money.
• Future CIOs will need stronger leadership and soft skills.
• Digital-native leaders may bring greater expectations for speed and agility.
• CIO mobility may increase as leaders seek broader roles.
• Technology is now mission-critical, not an optional back-office function.

Transition - The final message is that technology will change—but leadership remains the constant.



CLOSING

The CIO role is not what it used to be
And it will continue to evolve.

THEN
Technology was the 
primary focus.

Technical expertise was 
the center of gravity.

NOW
Technology is the domain.

Leadership is the 
multiplier.
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Key message to memorize:
The modern CIO is a government leader who happens to have technology as a domain.

Talking points:
• The technology environment keeps changing.
• The organization’s dependence on technology keeps increasing.
• The CIO’s responsibilities keep expanding.
• The common thread across all of it is leadership.
• Technical credibility gets you into the conversation; leadership determines what happens next.

Discussion: Are you managing technology—or leading your organization through technology?



CLOSING

“Regardless of technology or the speed 
of innovation, people are still people. 

And all the rules of humanity still apply.” 
— Simon Sinek
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