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1. [bookmark: Overview]Assessment Overview

A. Goals
The Modes Theory™ Client Assessment (“the assessment”) is designed to improve alignment between prospective and/or current clients (or “SMBs”) and Technology Service Provider (TSPs or “partners”). Additionally, the assessment may clarify future growth mindsets, deepen relationships, and differentiate the TSP in the marketplace. Ultimately the assessment delivers these win-win-win end-in-mind objectives:
1. SMBs transform as part of a thriving IT ecosystem.
2. IT solution providers achieve their most ambitious vision of success.
3. ConnectWise drives partner and SMB success through alignment.

B. Prerequisites to Understanding the Assessment 

TSPs should complete these activities prior to engaging with a prospect or client:

1. Complete the Modes Owner Assessment. If the TSP operates with a leadership team, they should complete the Modes Leadership Team Assessment.
2. Achieve consensus and align on the Mode of the TSP’s company based on direction from the owners.
3. Understand fundamentals of Modes Theory and Operational Maturity Levels™ based on reading the assessment report. Pursue additional learning as outlined in the Appendix.

C. Prerequisites to Delivering the Assessment
1. Complete the Modes Client Assessment.
2. Watch the Modes Client Assessment Overview Video.
3. Role play completing the assessment and engaging in client conversations internally before engaging with a client.
4. Agree that the assessment is suitable for use with a targeted subset of initial clients. (Estimate: 3-5 clients) Choose one client to have in mind during your role play.

D. Assessment Format

The Modes Client Assessment consists of two parts: 1) the online questionnaire (“the questions”), and 2) the PDF report (“the report”). For simplicity, we will refer to the combination of questions and report as the assessment.

The Modes Client Assessment is very similar to the Modes Owner and Modes Leadership Team Assessments. Primary differences include:
· Removal of the open-ended “How will you get there” and “What is your timeline” questions.
· Replacement of OML questions targeting TSPs with questions targeting SMB clients.
· Addition of an open-ended question asking the client to name topics to discuss with the TSP.
· Removal of opt-in questions related to ConnectWise.
· Reduction in the length of the PDF report to simplify communication between TSP and SMB.

E. Reminders (Modes Theory and Operational Maturity Levels)
	All team members who engage clients in the Modes Client Assessments need to be educated and confident about how to use the tool, Modes Theory, and Operational Maturity Levels. Often the owner(s) may complete the Modes Owner Assessment, then expect other team members (Sales Executive, VCIO, etc.) to conduct the Modes Client Assessment with little or no understanding of Modes Theory and/or OML. This is a recipe for failure.



All questions, responses, and additional resources are available in the Appendix. Remember, Modes and Operational Maturity work in combination to answer these three questions.
1. What is your destination? What are you trying to build?
2. How will you get there? What does your journey look like? (OML™)
3. When is your timeline? How long do you have?
The TSPs’ owner(s) assess their relationship with growth to determine which of four Modes Mindsets best describes their thinking and behavior today. Their Modes Mindset is influenced by the realities of the Modes Mindset of their leadership team and the OML of the business.
The characteristics that impact how TSPs view growth (purpose, work, life, risk, profitability, culture, sales, other) are also characteristics which impact their SMB clients. This parallel is the foundation of why the Modes Client Assessments also applies to clients.

2. [bookmark: Questions]Assessment Questions (What)

	Every question and potential response in the assessment is included in the Appendix. You must understand how to apply these questions effectively when engaging with a client.



Guidance
Here is general guidance for engaging with clients when completing the assessment:

1. Make sure you align the right individual(s) on your team with the right individual(s) at the client. You may complete the assessment with one or more people to increase alignment and buy-in. Understand additional people introduce additional complexity (and time) into the assessment process.
2. Move through the questions without excessive tangential conversation; it’s not a time for selling. You can discuss findings, needs, wants, gaps, pain points, products, and services when you review the PDF report.

3. You must be familiar with the questions and response options for the assessment to produce value. You need to practice explaining the Modes and Traits, how they relate to your business, and why the client should care.

4. You need to help the client own their responses; the responses are theirs and not yours. You may experience a wide range prior understanding from new prospects to long-time clients. Regardless of your understanding, do your best to explain the response options. Use the client’s questions about the responses to identify areas in need of clarity, education, and/or follow-up.

5. You may benefit from using the following communication strategies and phrases when completing the questions and reviewing the PDF report:
A. “Help me understand why you answered that way.”
B. “I’m curious about…”
C. “What I hear you saying is…”
D. “Tell me more about…”
E. “Interesting. That hasn’t been my experience working with your company (or with similar companies).”
F. “I’m wondering about…”
G. “Walk me through why (or how) you answered this way.”
H. “I respect your answer, though I want to be sure we come back to it later.”
I. “I’m working from these assumptions – what about you?”
J. “Let’s step back and make sure I’ve clearly explained what we’re trying to answer here.”
(Adapted from Dare to Lead, by Brené Brown)
Although the questions and responses are available in the PDF report, the only time you will see the Modes and Trait questions followed by all response options together is online and in this training documentation.

3. [bookmark: Recommendations]Assessment Recommendations

A. Audience (Who)

The partner typically engages with the assessment through an owner, VCIO, or Sales Executive. The partners’ point of contact is typically positioned as a business consultant and trusted relationship owner given the unique nature and potential sensitivity of the questions. Additionally, the point of contact needs to establish a high degree of trust since the assessment may lead to opportunities for aligning with various client needs.

The client typically engages with the assessment through an owner or C-level decision maker. The client’s point of contact is a trusted relationship owner given the unique nature and potential sensitivity of the questions. Additionally, the point of contact needs to establish a high degree of trust since the assessment may lead to opportunities for aligning with offerings from the TSP.

B. Timing (When)

The TSP should be prepared to complete the assessment with clients after completing the Prerequisites to Understanding the Assessment and Prerequisites to Delivering the Assessment. These prerequisites include completing the assessment, role-playing the TSP-to-client conversation, and identifying a small group of target clients.

Additionally, TSPs should consider aligning the assessment with the ongoing rhythm of current prospect and/or client meetings. TSPs should incorporate the assessment into current processes to avoid fatiguing clients. Reassessments may take place annually, or when owners and/or leaders change.

C. Location (Where)
	Access to Modes Resources
Modes Client Assessment
Modes Theory webpage with other assessments (Owner and Leadership Team).
Modes Leadership Team Alignment Activity Discussion Worksheet (on Evolve Hub)
Videos of Partners describing their Modes Mindset (scroll down)
Modes Team Member Discussion Worksheets (in development)



As shown in the Methodology section below, TSPs have four main options to complete the assessment. Options vary based on where the parties are located, and the device used.

D. Methodology (How)
In general, follow these steps to complete the assessment:
1. Identify who from the client will complete the assessment, and why.
2. Identify who from the TSP will guide the client through the assessment, and why.
3. Determine the best option for completing the assessment.
4. Complete the assessment and download the results.
5. Review the results to identify potential findings.
6. Determine next steps and commit to action items.
7. Record the results in TSPs’ CRM system for use in future relationship-building.
There are four options for completing and reviewing the assessment. As shown below (and numbered in order of preference) the option for the TSP and client to meet in the same office and use the TSPs’ technology device is preferred (See #1). The partner knows the URL, serves as the guide, downloads the report, and plans next steps.
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Bottom Line: Do not ask the client to complete the assessment without you present as the guide.

4. [bookmark: Opportunities]Additional Opportunities
TSPs continue to learn as the number of prospects and/or clients they assess grows. TSPs gain insights into clients’ Modes and OML, perspectives on growth, additional solutions, and how to align with their clients. TSPs can now pursue additional opportunities such as:
A. Conduct targeted marketing campaigns (email, L&L, offerings).
B. Improve alignment with prospective clients (new logos).
C. Deepen understanding during the onboarding process (strategic fit).
D. Develop a common language and multi-dimensional client profile:
I. A, B, C (engagement, relationship, profitability, other)
II. Mode
III. OML
E. Conduct reassessments as part of a Strategic Technology Review rhythm.
F. Educate new team members (sales, marketing, technical).


5. [bookmark: Steps]Next Steps
A. (See Step 4 above) Client and partner review the PDF report results real-time or schedule a future review.
I. Review the report summary to identify self-selected Mode, distribution of Mode Characteristics (1-8), and OML.
II. Review the assessment questions and responses for reinforcement.
III. Review the Other questions, especially the technologies which may impact the clients’ business.

B. (See Step 5 above) Partner and client determine next steps.
I. Work with the client to create a comprehensive list of clarifying questions, follow-up topics, and action items. The length of the list is less important than ensuring nothing was missed. Prioritize the top 2-3 activities to demonstrate successful execution and results.
II. Work with your team and to understand how the top 2-3 activities fit within existing work in process.
III. Consider the “Digital Intelligence & Growth Implementation Plan (Digi-Plan)” in Appendix D. The outcome of a Digi-Plan review may produce opportunities for 1) transforming the clients’ business in alignment with the TSPs’ offerings, and 2) better aligning both parties with respect to their Modes Mindsets.
IV. Communicate with the client regarding your plans and move forward.
 
C. Create a list of “what we could do better next time” lessons learned for improving the next assessment. Apply these yourself or share these with others on your team who will conduct future assessments.


6. [bookmark: Reminders]Reminders
A. The assessment utilizes a 3rd party platform licensed to ConnectWise. Given the current structure, partners do not have a login to their instance of the platform.
B. Partners cannot change or re-brand the assessment questions or PDF report.
C. Each assessment is completed individually (no updating or partner reporting).
D. Each assessment should be completed and downloaded in one sitting.
E. ConnectWise does have access to the assessments and counts to monitor usage.
F. Assessments consist of questionnaires and PDF reports. All assessments in the Modes Theory system will receive periodic version updates.
G. Success depends on a working knowledge of Modes Theory and Operational Maturity Level. Complete the Modes Client Assessment and review the PDF report to plan engagements.
H. Feedback is encouraged. Send feedback and comments to Modes@ConnectWise.com.
I. Review and share the training in this document.



7. [bookmark: Appendix]Appendix
[bookmark: AppendixA]
Appendix A: Modes Assessment Questions

Demographics

The assessment begins by asking questions about the client’s business and the individual at the TSP who requested the client complete the assessment. This information will appear on the assessment report. 
The initial demographic questions enable the TSP to confirm the contract information and role of the SMB contact. The drop-down for “role” offers options including Owner/Shareholder, Leadership Team Member, Vendor, Other, and N/A-Prefer Not to Answer.
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The client is asked to share the number of owners and leadership team members. The client may choose not to share, but knowing this information provides insights into the size and scope of the decision-making team.
Options for the “# of Owners” field include: 1, 2, 3, 4 or more, Do not know, and N/A-Prefer Not to Answer. Options for the “# of Leadership Team Members (exclude Owners)” field include: 0, 1, 2, 3, 4, 5, 6 or more, Do not know, N/A-Prefer Not to Answer
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Next is where the TSP enters their contact information which also appears on the PDF report. Options for “Client’s Industry” include Banking/Financial, Construction, Healthcare, Information & Media, Legal, Manufacturing, Other Professional Services, Other Services, Retail, and Wholesale.
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Destination
“What is your destination?” is one of the three foundational questions in Modes Theory. The other two (“How will you get there” and “When is your timeline”) have been removed to simplify the conversation with the. You are welcome to address these questions on your own based on your relationship with the prospect or client.
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Discussion Value: Knowing the prospect’s or client’s destination provide perspective on their “end in mind.” Ask clarifying questions about the destination and the path the client is on.
Mode Selection 
Helping the client understand and select their current Mode is critical to the success of the assessment process. Unlike other assessments, in the Modes assessment the client self-selects their Mode, then answers questions which may or may not validate their selection. Additionally, you the TSP guides the client through the self-selection and interpretation of validation answers.
Understanding the Mode Mindset of your organization and Modes in general will be helpful in discussing the client’s Mode.
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Discussion Value: This question is key to determining how the client thinks about their relationship with growth. Avoid guiding the client towards (or away from) one “right” answer. You are better off letting the client choose a Mode Mindset, then validate the Modes Mindset using the 8 Modes Characteristics below.
8 Modes Characteristics
After self-selecting a Modes Mindset, the assessment asks the client to assess their thinking and behavior across eight Modes Characteristics. The assessment is built to document responses for each of the four Modes Mindsets for each of the eight Characteristics.
The Modes Mindset responses are consistently ordered so A = Startup, B = Balance Builder, C = Value Builder, and D = Empire Builder. (This methodology parallels that used by OML except for a 1-5 scale.)
1. Characteristic 1 – Purpose of the business
2. Characteristic 2 – Focus on work and life
3. Characteristic 3 – Reason for worry and risk
4. Characteristic 4 – Source of financing
5. Characteristic 5 – Status of profitability
6. Characteristic 6 – Accountability in culture
7. Characteristic 7 – Sales approach
8. Characteristic 8 – Perspective on growth

1. Characteristic 1 – Purpose of the business
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Discussion Value: Characteristic 1 provides perspective on the purpose of the client’s business to understand long-term alignment and motivation. Each response offers the opportunity to ask, “Tell me more about what you mean” and/or “Has your purpose changed from the past or do you see it changing going forward.”

2. Characteristic 2 – Focus on work and life.
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Discussion Value: Characteristic 2 gives you insights into the client’s perspective on work and life. Each response offers the opportunity to ask, “Tell me more about what you mean” and/or “Has your focus changed from the past or do you see it changing going forward.”

If you feel comfortable, this question is an opportunity to ask variations of “How long do you plan to work” and/or “When will you get there” related to building value in the business.

3. Characteristic 3 – Reason for worry and risk
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Discussion Value: Characteristic 3 gives you insights into the client’s reason to worry. The value of the question depends on who answers the question. Owners and non-owners may be reluctant to answer. If so, consider a more open-ended, “What is your biggest reason for worry or risk to the business” or What keeps you up at night.” Each response offers the opportunity to ask, “Tell me more about what you mean” and/or “Has your reason for worry changed from the past or do you see it changing going forward.”

4. Characteristic 4 – Source of financing

[image: A screenshot of a questionnaire

Description automatically generated]

Discussion Value: Characteristic 4 gives you insights into the client’s financing. The value of the question depends on who answers it and their willingness to share. As the TSP owner, you may benefit from sharing similar financing sources or situations with the client owner. Owners and non-owners may be reluctant to answer so you may choose to skip the question.

5. Characteristic 5 – Status of profitability
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Discussion Value: Characteristic 5 gives you insights into the client’s path to profitability. The value of the question depends on who answers the question. Owners and non-owners may be reluctant to answer. If so, consider a revenue-focused question like, “On average, what increase in revenue did you experience over the past 5 years” and “What increase in revenue do you expect over the next 5 years.” (Estimate: 0%-10% Balance Builder; 10-20% Value Builder; Over 20% Empire Builder)

Each response offers the opportunity to ask, “What areas of your business have contributed most to profitability” and/or “What one thing related to technology would most improve your profitability” and/or “How do you set goals or benchmark your profitability.”

6. Characteristic 6 – Accountability in culture
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Discussion Value: Characteristic 6 gives you insights into the client’s culture and accountability. The value of the question reflects on how the client may enact recommendations and changes leading to a higher Operational Maturity Levels. You may already have experience working with the client and experiencing their culture.

Typically, this is a straightforward question for the client since the responses are relatively subjective. Each response offers the opportunity to ask, “Tell me more about what you mean.”

7. Characteristic 7 – Sales approach

[image: A screenshot of a questionnaire

Description automatically generated]

Discussion Value: Characteristic 7 gives you insights into the client’s approach to sales – a characteristic shared by every TSP owner and non-owner. The value of the question is to understand how the client structures their business to generate revenue. You may identify a need to enhance marketing or CRM systems, optimize vertical or line of business software, or address blockers. 

Each response offers the opportunity to ask, “Tell me more about what you mean” and/or “Has your sales model remained consistent or changed over time.” You may add a more open-ended, “What is your biggest challenge with this sales model” or “What about your sales approach keeps you up at night.”

8. Characteristic 8 – Perspective on growth
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Discussion Value: Characteristic 8 gives you insights into the client’s perspective on growth – the key “relationship with growth” addressed in the previous selection of Mode Mindset. The value of the question is to confirm alignment. Each response offers the opportunity to ask, “Tell me more about what you mean” and/or “Has your focus changed from the past or do you see it changing going forward.”
Perspective on Future Mode
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Discussion Value: The Perspective on Future Mode offers insights into potential changes in the client’s future Modes Mindset. The value of the question is to look ahead (and around corners) to anticipate change and confirm alignment. There is no wrong answer. The responses fall into four categories: 1) remain unchanged, 2) transition to another Mode, 3) exist as a hybrid of multiple Modes, or 4) status unknown.
Each response offers the opportunity to ask, “Tell me why you answered as you did.” For responses involving a transition, you may ask “Help me understand why you believe a transition to the <insert name> Mode will occur.”

Perspective on Personal Mode
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Discussion Value: The Perspective on Personal Mode offers potential insights into the client’s personal Modes Mindset. The value of the question is to compare the Mode of the individual with the Mode of the company at the current time.
Note: There is no wrong answer. You should be careful not to over or under value the client’s response. That said, this question offers yet another opportunity to validate the adoption and alignment of Modes Mindset. In cases where there is a single owner and you are conducting the assessment with the owner, the current Personal Mode and company Mode should be the same. When you are assessing with a second owner or non-owner(s), the Personal Mode may be different.
Each response offers the opportunity to ask, “Tell me why you answered as you did” and/or “Has your Mode changed from the past or do you see it changing going forward.” 



[bookmark: AppendixB]Appendix B: Operational Maturity Level Questions

9 Operational Maturity Level Traits

The Modes Client Assessment to includes 9 questions designed to identify the client’s Operational Maturity Level™ (OML™). The questions focus on 9 Traits of IT management for SMBs. 

These 9 Traits are divided into the 3 categories: 1) Operational Scalability, 2) Governance and Controls, and 3) Strategic Alignment and Business Value. Each Trait question includes one or more questions about the SMB client’s environment, then offers 3 scenarios of potential responses. The responses represent “Basic”, “Mid”, and “High” Operational Maturity Levels.

The numerical scaling of the 3 responses aligns with the traditional OML scoring levels of 1-5. In other words, the client will score an OML from 1-5, not 1-3. You need to be knowledgeable about how to explain the scoring to the client.

	Note: You should role play your response to each of the 3 possible responses to the 9 Trait questions before engaging with clients. Remember you are not attempting to “solve” the clients’ issues during the assessment. Still, you need to be able to guide the client through the question and responses. To help the client, it may be useful to provide context or examples of how the questions and responses fit with the clients’ actual environment.



OML Category 1: Operational Scalability 
Trait 1: Achieve productivity and efficiency. 
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Trait 2: Reduce system costs.
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Trait 3: Ensure continuity of work.
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OML Category 2: Governance and Controls 
OML Trait 4: Budget for IT expenses 
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OML Trait 5: Validate overall IT governance, risk, and compliance requirements.
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OML Trait 6: Comply with cybersecurity standards and appropriate risk management.
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OML Trait 7: Identify focus and contribution from top leaders.
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OML Category 3: Strategic Alignment and Business Value 
OML Trait 8: Leverage data and analytics.
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OML Trait 9: Hold business planning meetings to manage IT and vendor relationships. 
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[bookmark: AppendixC]Appendix C: Additional Questions

Client’s alignment with their leadership team.
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Client’s request to discuss other topics which might impact their business.
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[bookmark: AppendixD]Appendix D: Digital Intelligence & Growth Implementation Plan (Digi-Plan)

A “Digital Intelligence & Growth Implementation Plan" (Digi-Plan) provides a path TSPs may co-create with an SMB business owner to operate successfully in the digital economy. Elements of the plan below – along with what you already know about the client – may align with findings from the Modes Client Assessment in terms of relationship with growth (current or future), OML Traits, and/or technology-related areas which impact the clients’ business.
The outcome of a Digi-Plan review may produce opportunities for 1) transforming the clients’ business in alignment with the TSPs’ offerings, and 2) better aligning both parties with respect to their Modes Mindsets.

1. Assess - Evaluate current digital maturity across infrastructure, processes, customer engagement. Identify gaps.
2. Envision - Define 3–5-year vision for digital transformation based on customer & industry trends.
3. Strategize - Map digital capabilities to business goals, prioritize initiatives with highest ROI.
4. Architect - Design seamless workflow between physical and digital operations to create an integrated omnichannel experience.
5. Implement - Deploy digital conduits incrementally, focused on quick wins first.
6. Integrate - Ensure all digital systems and data connect and share information seamlessly.
7. Analyze - Continuously gather digitally connected customer and operational data and optimize based on insights.
8. Sustain - Maintain, enhance, and govern digital systems for ongoing efficiency, resilience, and innovation.
9. Scale - Expand and upgrade digital conduits to continue elevating capabilities in line with vision.
10. Transform - Use the power of digital intelligence to keep evolving the business model and explore new opportunities.
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Thank you for committing to complete the Modes Theory™ Client
Assessment - Standard Edition. You will better understand your Modes
Mindset™, Operational Maturity Level™, and how to apply these
concepts to your journey as an organization and leader.

When finished you will download a customized report explaining your
assessment and opportunities for next actions when working with your
designated contact.
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What's your destination? What is the mission you're on? What does the
endpoint look like?

In one or two sentences, describe your destination. Paint a simple
picture of your future state.
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Which option below best describes the current behavior of your
organization?

1. The Startup company travels a chaotic journey not yet defining what
type of company to become. Startups create an organization while
attempting to put in place the necessary people, processes, and plans
to create their desired outcomes. They strive to create the momentum
and profits needed to advance to another Modes Mindset. They have
little value creation in this Mode. Characteristics include:

- Draw on energy for growth

- Difficulties in balancing work and life

- Financial discipline and oversight not in place to run the business
following Best-in-Class financial numbers

- Usually live to work

2. The Balance Builder wants success but chooses not to trade the
owners' personal lifestyle to achieve financial success as a priority.
Balance Builders strive to find the right clients, team, and profitability
level to match their personal desire for lifestyle. They may mistake hard
work for value creation at exit. Characteristics include:

- Associated with flexibility and freedom

- Stable customer base and employees

- Minor changes for controlled growth

- Usually work to live
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3. The Value Builder focuses on creating consistent increases towards a
targeted value at a set time. Value Builders are intentional about
growing profitability through incremental improvements in
performance. Financial reward is most common at the owners’

exit. Characteristics include:

- Consistent planning to achieve steady growth

- Strive towards becoming Best-in-Class

- Developing organizational culture and structure

- Usually live for a secure and better future

4. The Empire Builder commits to extremely fast growth and value
creation. Empire Builders trade time and control today for the
resources and execution required to reach defined goals and
opportunities tomorrow. Often external sources fund rapid growth
through mergers and acquisitions. Characteristics include:

- Extremely focused on timelines and company targets

- Striving to scale sales and operations

- Disciplined planning processes and organization culture of
accountability

- Usually sacrifice now for future gain =
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Characteristic #1: Which option below best describes the purpose of

your organization?

| QO A start something

| QO B.Support my lifestyle

| QO C. Consistent growth

| QO D. Exponential growth

|ON/A
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Characteristic #2: Which option below best describes your focus on
work and life?

| QO A Live towork

| QO B.Workto live

| O €. Work to build value (and increase income year over year)

| (O D. Optimize enterprise value of shareholders and stakeholders

|ON/A
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Characteristic #3: Which option below best describes your primary
reason for worry and risk in your organization?

| O A Something happens to the owner/founder.

| O B.Interruption in spinning off cash.

| QO C.Missing growth targets due to losing clients and/or key staff.

| O D.M&Aor stretch targets aren't hit.

|ON/A
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Characteristic #4: Which option below best describes your source of
financing?

| O A Personal, friends, and family

| O B. Personal and/or company debt

| O c.Company debt

| O D. Outside investors.

|ON/A
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Characteristic #5: Which option below best describes your status of
profitability?

| O A Minimal profits

| QO B. Lifestyle driven profits

| QO C.Slowimprovement toward Best-in-Class

| O D. Driving to high profit

|ON/A
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Characteristic #6: Which option below best describes accountability in
your culture?

| O A Inconsistent and forming

| O B. Loose and variable

| O C. Defined and expected

| O D. Required and enforced

|ON/A
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Characteristic #7: Which option below best describes your sales
approach?

| O A Technically led

| O 8. Principal led

| O C.Trying to implement Sales led

| QO D.salesled

|ON/A
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Characteristic #8: Which option below best describes your perspective
on growth?

A. Elusive

B. Controlled

C. Planned

D. Strategic and focused

of|of|o]||o]|o

N/A
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Earlier in the assessment you indicated the Mode Mindset of your
organization is currently . To reach your destination and build what you
are trying to build, which response below best describes the most likely

future Mode of your organization?

Our future Mode will remain unchanged.

Our future Mode will transition to Startup.

Our future Mode will transition to Balance Builder.

Our future Mode will transition to Value Builder.

Our future Mode will transition to Empire Builder.

of|ol|o]||o]|of]|0

Our future Mode will involve an extended period as a hybrid of multiple
Modes.

O 1do not know the path our Mode will take going forward.
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Based on the descriptions of Modes in the previous questions about
our organization, my current personal Modes Mindset is best described
as:*

O Startup

O Balance Builder

(O Value Builder

O Empire Builder
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0S1.S - Achieve productivity and efficiency: To what extent is IT used to
speed up jobs to be done? (Automating routines tasks, following IT
documentation/process, streamlining front and backend operating
procedures, and improving collaboration)

(O A Technology is used for basic tasks and in basic ways by some employees.
Minimal automation, process documentation, and streamlining of operating
procedures exists. Collaboration tools exist but are minimally used by most
employees.

(O B. Technology is used in core tasks for key work by most employees.
Automation and process documentation exists along with benefits from
streamlined front and backend procedures. Collaboration tools exist and are
used heavily by most employees.

(O C. Technology is used in strategic tasks to add productivity and efficiency to
all employees. Automation and processes are reviewed regularly, along with
front and backend procedures. Use of collaboration tools is strategic, and
most employees use them in a planned and coordinated way.
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052.5 - Reduce system costs: To what extent does the organization
replace expensive legacy systems with more affordable and scalable
solutions (such as cloud systems for primary business applications)?

(O A The organization has no plan for replacing legacy systems other than when
they must be replaced due to end of life issues. There may be multiple line of
business (LOB) applications, some hosted on premise, some in the cloud, and
some in a private cloud.

(O B. The organization's plan for replacing legacy systems has been discussed
but not implemented. The organization uses multiple LOB applications for
most workers daily. Little or no integration between LOB applications which
causes delays, errors, limited capability, and increased costs.

(O C.The organization has implemented a plan for reducing legacy systems. The
organization uses a single LOB application producing key business metrics.
The LOB application improves uptime, reduces costs, and improves
operational effectiveness.
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0S3.5 - Ensure continuity of work: To what extent does the organization
implement a continuity-based system of trust resulting in business
resilience? (Continuity includes hybrid work, cyber-attacks, data
breaches, security incidents, interruption to utility supply, natural
disasters, fire, acts of terrorism, transport network disruption,
unplanned outage, and supply chain disruption)

(O A Business continuity plans are loosely defined and rarely documented. The
organization is subject to a high number of external risks which may be
reduced by adopting IT standards. Except for key systems, business resilience
is a low priority to IT and business leaders.

(O B.Business continuity plans are defined and documented. The organization
has reduced most external risks to an acceptable level by adopting IT
standards. Business resiliency is a priority to IT and business leaders.

(O C. Business continuity plans are defined, documented, and tested by IT teams
and 3rd parties. The organization has identified and minimized external risks
to a known list with planned responses. Business resiliency across all
company systems is a high priority metric reported to business leaders by IT.
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GC1.S - Budget for IT expenses: How does the organization budget for
IT expenses?

(O A Some IT purchases are made based on recommendations, but they were
not planned and are reactionary. Most IT hardware, software, and
operational expenses are paid for as needed or during a point of pain.
Expenditures are under 1.5% of the entity’s operating budget.

O B. Atechnology road map has been documented but no annual IT budget is
created or managed to. Some hardware/software is purchased in advance
based on the road map while some is purchased ad hoc. Expenditures are
between 1.5% and 3% of the entity’s operating budget.

(O C.Thereis an annual IT budget are created from a technology road map.
Management reviews budget vs. actual on a regular basis. Expenditures are
between 3% and 6% of the entity’s operating budget.
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GC2.S - Validate overall IT governance, risk, and compliance
requirements: How are IT governance, risk, and compliance
requirements aligned with the organization’s business model?

(O A.IT governance, risk, and compliance requirements are undefined and
undocumented.

(O B.IT governance, risk, and compliance requirements are discussed and
understood. Business leaders adopt most industry best practices for
managing risk and compliance in a changing business model.

(O C.IT governance, risk, and compliance requirements are discussed,
documented, and followed. Business leaders review practices regularly and
adopt industry best practices for managing risk and compliance in a known,
but adaptable, business model.
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GC3.S - Comply with cybersecurity standards and appropriate risk
management: How are cybersecurity standards and risk assessed,
addressed, and managed?

(O A.IT security is a best effort basis. It's discussed in the organization but there
is no formal IT security policy and no documented driver towards IT security
compliance.

(O B. Cybersecurity standards and risks are assessed regularly. IT leaders and
company management are aware of the security status and necessary
actions.

(O C. Cybersecurity standards and risks are assessed regularly internally and by
third parties. IT leaders and company leaders understand assessment
reports and risks. Purchases are linked to an IT road map, and IT budget, and
risk assessments.
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GC4.S - Identify focus and contribution from top leaders: To what
extent are top IT leaders focused on contributing to the success of IT?

(O A Leaders are involved in day-to-day firefighting and a planning horizon of 2-
3 months out. Answers to business unit head or Finance.

(O B. Planning horizon extends 12 months out. Project level and payroll-level
budgeting and accounting. Participating in non-IT management meetings but
not C-level. Reports to Finance.

(O C. Planning horizon 18-36 months out. Developing and submitting full
budgets and managing to budget. Collaborating and contributing to company
efficiency, effectiveness, and strategy. Reports to C-Level.
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SA1.S - Leverage data and analytics: How is data and analytics
leveraged to make better decisions and gain insights into primary
customers’ behaviors?

(O A Data and analytics are rarely used to make better decisions and gain
insights into customers’ behavior. There is no plan to do so. Data use and
understanding of customer behavior is ad hoc.

(O B. Data and analytics are sometimes used to make better decisions and gain
insights into customers’ behavior. There is recognition of the need to improve
and a plan to use data more effectively. Understanding of customer behavior
is organized and increasing.

(O C.Data and analytics are intentionally used to make better decisions and gain
insights into customers’ behavior. Efforts follow a strategic plan collect and
analyze data more effectively. Understanding customer behavior is core to
the organization’s strategic plan.
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SA2.S - Hold business planning meetings to manage IT and vendor
relationships: How does the organization manage IT and vendor
relationships?

(O A Much business is transactional with “go to” vendors informally identified
for major requirements. Need for formal performance or evaluation criteria
beyond culture and price is starting to be recognized. Little or no interest in
business goals of vendor. Business units make independent purchases.

(O B."Go to” vendors are identified, and formal annual agreements are in place
for select requirements. Outsourcing of one or more areas may be
considered, but no formal vendor evaluation process exists; only basic
understanding of vendor’s operational maturity.

(O C.sStrategic vendors are identified and engaged in multi-year agreements,
with mutually agreed performance targets and reporting. Major areas of IT
operations are outsourced to high operational maturity partners, while
secondary vendors are identified.
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How aligned is your Leadership Team (excluding owners/shareholders)
with the current Mode of your organization? Define “aligned” as united
and supportive in the destination for your people, processes, and

technologies. *

Highly aligned across all areas.

Mostly aligned across all areas.

Somewhat aligned across all areas.

Somewhat aligned across all areas, not aligned across other areas.
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Do not know
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Given the pace of change in cybersecurity, artificial intelligence, process
automation, remote work, and other technology-related areas, | would
like to discuss how these topics might impact our business.





