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Gartner's main 2013 CIO agenda is provided in a report based on our
annual CIO survey. Here, we offer easily overlooked personal and
organizational development ideas for CIOs, drawn from Gartner analyst
insights and IT and business leader discussions.

Key Findings
■ The need to find sources of stronger business growth and deeper government efficiencies will

be universal in 2013 because of a continuing global economic slowdown.

■ CIOs must invest time to develop themselves and their teams, because CEOs and other
business executives are not good at incubating and mentoring senior IT talent.

■ Single time horizon thinking is inadequate. CIOs must carefully blend learning from the past with
scenario thinking about the future, while improving performance today.

■ This is the 10th year Gartner has published CIO New Year's resolutions. Although there are
some common themes, the amount of repetition has been low.

Recommendations
■ Commit yourself to adopt at least three of the resolutions, one from each group (the past, the

present and the future). Tell a career mentor, partner or confidant that you are doing so.

■ Set aside time in your annual plan to get in touch with some of the new game-changing
technologies. Deliberately select those furthest from your usual field of interest, to disrupt your
thinking patterns.

■ Revisit the 2012 Gartner CIO resolutions for any significant actions you missed, and for those
that might still apply.
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Analysis
This is the 10th year of Gartner's New Year's resolutions for CIOs. As usual, we offer 10 ideas
grouped in three sections. We are not suggesting you attempt them all. Browse them, and pick a
few that are relevant to your situation — preferably one from each section. At the end, we add a
resolution that we recommend to all — to make time to get out and see some of the more thought-
provoking new technologies.

This year, our theme is time. We suggest you look back to learn from the past, rethink your current
opportunities and look forward to see how you might better shape your tomorrow.

Learning From the Past

Enterprise IT management is more than 40 years old. It is not a transient endeavor, but a deepening
discipline. However, it is still immature and often lacks confidence in its wisdom, compared to
accountancy, production management or, even, marketing. To redress this, important lessons must
be extracted from collective experience, and remnant and naive early practices must be weeded
out.

Honor History

You can't build strong trust in a senior role without a sense of lineage and destiny. Doctors and
architects know the histories of their professions. They were mentored by forebears, and they
incubate successors. They seek a generational contribution that builds on previous great works,
and they aspire to bequeath the profession in a better state than when they entered it. IT badly
needs some of that thinking. CIO headhunters tell us that many candidates say their last success
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was fixing an IT mess left by the last guy. How can CEOs trust CIOs as professionals, if they
denigrate each other's achievements?

Your IT department probably has more than 30 years of history. Where is that story recorded, told
or celebrated? What were the greatest technology contributions to the advancement of your
business model and your industry in each of the past three decades? Who were the greatest
leaders of those advances? If you go to the "about" section of your company website, the history
section probably doesn't mention the major IT-related milestones and advances.

It is up to CIOs to chronicle the accomplishments and timelines, not just for show and tell, but also
for recruitment and engagement. Proudly showing that IT has been a big part of your historical
corporate success demonstrates its strategic value and your leadership confidence. Both win
battles for hearts and minds.

Take the following actions:

■ Create a simple, high-level IT history of achievement. Include the lineage of your predecessors
— the names of the CIOs and previously titled IT leaders — against the major milestones. Make
it available in internal brochures, recruitment and training materials.

■ Offer it as a reference document to your communications director or PR department. Show that
the company and you are together, building on the shoulders of IT giants.

Reveal Reality

Resources are tight because the economy is tough, and also because there is more than ever that
needs to be done to create new value, as well as to improve efficiency. So, it's ever more important
to understand the reality of costs and the long-term consequences of today's investment decisions
in order to allocate resources without unintended consequences. It's often said, for example, that
total system costs are 10 times the initial development cost. That may not be true in your
organization. It may be less, but it's probably more, if you've had many legacy systems and much
pressure year by year for small, but continually cumulating, changes to them.

To learn deep lessons from these real life cycles, take the following actions:

■ Direct the IT budget office, the PMO or its equivalent to identify the full lifetime costs of the
most used 30% of your systems and the least used 20%.

■ Set a target to reduce the annual support cost of the most used 30% to a total of less than 50%
of total operational cost and the least used 20% of systems to less than 10% of total
operational cost.

■ Use the resources you save to invest in systems that differentiate and innovate the outward-
facing value of your enterprise.

■ Examine systems retired in the past two years to compare their actual lifetimes with what was
expected in the original business cases. Could systems have been depreciated over a longer
period? Did they create platforms for later value addition that was not captured in the original
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case? Were maintenance costs as predicted? Apply what you learn from reviews to all future
business cases.

Practice Pareto

The Pareto principle is the idea that roughly 80% of the effects come from 20% of the causes. In
business IT, it is common to see most of the business value generated by a small proportion of the
functionality. The problem is that traditional IT management mindsets and processes aim for 100%
completion every time, whether or not perfection is really necessary. What's worse is 100%
perfection of everything typically takes a long time, costs a lot and damages the agility that is
increasingly essential for today's enterprises. Take the following actions:

■ Scrutinize internal and external SLAs and contracts to identify those that go beyond good
enough, and adjust them accordingly.

■ Challenge any extended, multiple-iterated budget cycles that aim for false, unachievable
precision.

■ Learn from what you did last time you faced a crisis needing fast decisions — for example, your
enterprise's last financial storm: Was the outcome of your forced 80/20 approach then very
much worse than the normal elongated decision and development approach?

■ Set yourself a personal target to make 80% of your decisions in 20% of your time or less, and
to devote more time to the remaining 20% of decisions where you can create new value.

Developing the Present

IT management is not a static discipline, and the CIO's role is more than just babysitting ERP
systems indefinitely. The social, economic, political and business world is changing dramatically as
societies adjust to shifts of economic fortunes between demographies and countries. Consequent
business and operating model changes will put new strains on information and technology
architectures and capabilities. The CIO must help the organization adapt, constantly challenging the
status quo and ensuring precious technology-related resources are applied to the current situation,
not the rearview mirror.

Verify Value

Many CIOs want to validate and challenge proposals for new initiatives, or the continuation of
existing ones, but don't have a simple, yet compelling, way to do so. The underlying theme of the
best practice for assessing value of IT spending is to evaluate how the use of resources links to
desired business outcomes (see "The Gartner Business Value Model: A Framework for Measuring
Business Performance"). IT spending strategies in 2013 and beyond will need to increasingly focus
on the delivery of value at and beyond enterprise boundaries — in other words, to deliver value to
customers and other external stakeholders (such as shareholders, taxpayers or regulators) because
future technology-enabled initiatives will focus increasingly on differentiating enterprise value, rather
than on internal operational activities. Asking for evidence of stakeholder value is a simple way to
put the best practice into effect. Use the following actions to verify value:
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■ Test for stakeholder value as part of evaluating every expenditure proposal, including for the
continuation of existing operational services.

■ Ask "How does this add value for our customers and shareholders (or in the case of public-
sector organizations, for our citizens and taxpayers)?" Decline or reduce any proposals that
can't show a significant and direct connection.

■ In particular, challenge proposals to increase internal administration for checking performance,
fine-tuning processes or collecting information, unless there's a clear link to improved
outcomes for external stakeholders.

■ Build a review of stakeholder value into the agenda of the next budget scrutiny at your IT
steering committee, with the target of releasing at least 8% of your resources for more effective
uses during 2013.

Suppress Superficiality

Over the coming decade, industries will be disrupted and transformed by a nexus of technology
forces — cloud, mobile, social and information. There will be more powerful successes, like
Facebook, and more calamitous failures, like Kodak. No industry will be spared as the Internet of
Things trend extends the nexus into physical industries too. For example, the cloud-connected car
is a key competitive battleground for the future of the auto industry.

With so much at stake, why are many IT departments obsessing about issues like bring your own
device (BYOD)? After all, if you had a magic wand that solved all those end-user device issues
completely, it probably wouldn't shift your company's annual financial result even one basis point.

Consumer marketing overspill creates unhelpful forms of demand inside corporations. If there is no
"big hairy audacious agenda" for technology-based strategic change, then that superficial demand
will fill the void. A myopic service-oriented IT department can convince itself that, if internal
"customer" satisfaction metrics are good, then all's well — even as the business model is being
threatened by digital business change.

Take the following actions:

■ Resolve to publicly, vocally and frequently question superficial business needs that are rooted
in consumer marketing push. "I want" is not a business case, no matter who asks.

■ Ask "If we provide this technology from our scarce resources, then how much will it move the
needle, on which specific key business metric, and who will be responsible if that doesn't
happen?"

Redact "IT"

If you pick up The Wall Street Journal, the Financial Times, Business Week or The Economist, they
will nearly always carry fascinating articles about technology. Technology is associated with
innovation, success and wealth. If you ask the business leaders who access those publications
what they like to read, what information matters to them and what information they rely on to do
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their jobs, they will always have an answer. Information is power. If you browse the articles and
advertisements being aimed at those business leaders, then you will see the term "digital" often.
Digital is cool.

Now ask yourself, "What is the reaction of a CEO when he sees the two-letter acronym 'IT'?"
Perhaps, sadly, it's not good. It's the plumbing; it's the server stuff; and it's the creaking legacy
business applications. It's things he doesn't care about, doesn't want to discuss and desperately
wants to delegate. It's not the terminology he reads in the top-tier business press, and it doesn't
move him. IT doesn't flatter anymore.

The reasons why the term "IT" has become associated more with the past than with the future are
many and complex, but they don't much matter. The simple fact is that it's becoming more of a
hindrance than a help when trying to engage and influence people in your business. Perhaps you
feel it's wrong to give up on a perfectly logical name, and one that served you well for years.
Continued dogged loyalty to a faded badge maybe honorable, but it could be damaging. Move on.
Words that work are "technology," "information" and "digital."

Take the following actions:

■ In titles, communications and documents you personally create, systematically search and
replace the term "IT" with the words "information and technology."

■ With business colleagues, resolve to use the word "digital" a lot more often, even if its use feels
uncomfortable or redundant to your engineering instincts.

Coach Customers

As the CIO, you have the opportunity for an unparalleled insight into the way your enterprise works
throughout the whole of its value ecosystem, as well as how it operates internally. You can know
not only how the business's customers and partners interact with your business, but also how they
interact with their own customers and partners. You can also foresee how all that may be changed
and enhanced as the value system adopts further digitalization. A great way of advancing your
business and yourself is to exploit and build that knowledge to directly engage with senior
customers and partners outside your enterprise. Discuss their business directions and problems to
help them understand how technology can help, and to enhance your own insight into their issues
and priorities.

Use the following actions:

■ Include, in your personal development plan, the improvement of your capability to consult and
counsel senior stakeholders.

■ Ask to become the executive sponsor for one or two external nonstrategic customers, so you
have a direct business insight into their needs.

■ Copy an idea used by the most effective networkers that every mealtime is a networking
opportunity. Arrange to have breakfast, lunch or dinner at least twice a month with one or more
senior customers or partners of your enterprise.
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■ Create a personal action plan to establish yourself as an externally recognized guru on how
technology will affect and develop your industry.

Shaping the Future

Alan Kay once said, "The best way to predict the future is to invent it." The best way for a CIO to
manage IT demand is to form it. The idea that the business will decide what it wants and the IT
department will deliver that presupposes that business people can know what they will want better
than the technology experts within their business who understand it. Additionally, an IT department
that operates by only accepting instructions will find that orders are poorly described and are
provided late — making project cycle times long and resource planning weak. It is better to take
charge and preform demand by suggestion, education, proposal and behavior shifting.

Train Talent

Like most CIOs, you realize that the mix of skills and capabilities you need is changing, and you can
see the rising need for business skills, technology brokering and agile problem solving allied to the
falling demand for deep in-house technical expertise. Gartner analysts who specialize in HR issues
for IT organizations frequently hear IT leaders say, "We don't have the right skilled staff or enough
skilled staff to do the job. What are other organizations doing to address this challenge?" The
analyst's response usually starts, "What have you done in planning for your workforce/talent
needs?" The answer is usually, "Not much." In other words, like most CIOs, you probably can't find
the priority time to change the ingrained recruitment and promotion habits of your organization.
Therefore, the recruitment, review and promotion machine carries on unchanged, making the whole
problem worse.

A comprehensive solution requires integrating strategic workforce planning into all levels of IT
management practice, accurate workforce talent analytics, gap analysis and a long-term
development plan. Even if that's too much for you to do, you need to break into this problem and
start to make some improvements, because the talent gap is growing faster than your workforce is
changing.

Take these actions:

■ Work with your leadership team and the HR organization to identify the top three talent areas
you most need to develop by 2015, and the three you most need to reduce. Use relevant
Gartner research to help you. Don't take more than a month's time to do this — a strategic
outline will suffice.

■ Publish the results, and encourage open discussion in the IT organization. Require that
everyone includes a personal training plan aligned to the developing and retiring talent areas as
part of their annual appraisal. Develop and publish your own, and report your progress publicly
as least twice a year.

■ Establish a mechanism internally for colleagues to recognize each other's developmental
achievements against the goals you've set, and celebrate their collective progress.
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■ Test all your recruitment and promotion decisions against the talent mix you'll need in 2015, not
against what you need today. Use your temporary talent solutions, such as contractor
resources, for skills that are diminishing, not growing.

Visualize Vigorously

Big data may be all the rage, but how will you go about gradually changing the culture of your firm
to benefit from it? In most large organizations, vast data assets are already going unloved and
underexploited. One key reason for that is that many business people have no idea what lurks in
your databases and content management systems. They don't have the time, interest or skills to
start picking up data model charts. Many don't possess the kind of abstract data model thinking
skills people in your department find commonplace. So, there is a barrier to communicating the
value and opportunity in the assets that you are stewarding for the firm.

Data visualizations — beautiful graphical designs generated from large sets of data — can engage
people in information discovery and cause value-building corporate conversations. People respond
to pictures. The human visual cortex is a fantastic pattern recognition device. It can see, in an
image, what it will never see by scrolling through hundreds of rows and columns or trying to use a
drill-down reporting tool.

Developing powerful visualizations is a lot cheaper and easier these days, because the tools have
improved. For example, browse the galleries at processing.org, d3js.org and gephi.org, where
designers have used fairly simple, yet high-level, graphics-programming languages to generate
many highly creative pieces.

Take the following actions:

■ Move the company toward thinking about and loving information, and exploiting its assets. Set
up an internal competition to create glorious visualizations of the data within your systems.

■ Offer interns and junior staff opportunities to play with data using inexpensive visualization
tools.

■ Print the best results very large, frame them, and place them in high-visibility, head office
locations. Spark the conversations that will demand better data exploitation.

Advocate A/B

Another aspect of the rich-information future is the opportunity for organizations to make better
decisions. Using data to help decide, rather than experience or intuition, is management science
progress. However, even if you provide new data or the tools to access it, business culture can be
slow to adapt. It may take years. How could you accelerate the change?

One way is to apply the leadership skill of "being the change you want to see." In many of the
decisions you must make, or the ones your IT systems are closely involved in supporting, you could
use a little less supposition and a little more data. A great way forward, and one practiced
extensively by Silicon Valley firms, is A/B testing. At its simplest, this means running quick and
inexpensive comparative trials of two different options, measuring the outcome, and keeping the
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option that performs the best. For example, show some Web users one version of a page and other
users a different version, measuring the differences in the response. A related technique is
champion/challenger. It is very similar to A/B, but applies when testing an incumbent, dominant
model against a different way of doing things, and if it works better, replacing the established with
the new. Remember, however, that tests must be quick and inexpensive. Don't permit analysis
paralysis to creep in.

Many management cultures find this simple mechanism difficult or even personally undermining.
Managers feel they should know and decide which path is best, and that's the expertise they bring.
However, our data-rich management futures can and will work differently.

Take the following actions:

■ Create the change you want to see in the culture shift toward more data-driven business
decision making. Promote or require the use of A/B testing on websites — perhaps internal
ones first, where you have more control.

■ Use the same approach on technology deployment. For example, give one randomly selected
group of salespeople tablet computer A, and give another group computer B. Then, measure
the results in terms of sale lead time reduction, employee engagement or other relevant
measures. Show the results and how you let the test make the decision — loudly and often. Let
the data do the talking.

Experience Emergence

CIOs have a lot of people, finance, planning, sourcing, relationship management and general
management work to do. It consumes endless hours of meetings. Although many of today's CIOs
do not need to be technology experts, they are expected to have an appreciation of how technology
is changing the rules. Keeping abreast of what new technology can do is a part of the job. Most of
that can be done by reading and by having people brief you. Sometimes, however, newer
technologies can be hard to explain in words — or worse, experts are in conflict on whether
something is a breakthrough or a toy. There are things you have to get a feel for yourself, and it's
important to set aside some time to get in touch with them personally. Don't be afraid to play and
have fun while you do so. It's not about getting geeky. Kicking the tires on cars in a showroom
doesn't make you a mechanic — but it's still better than just seeing brochures.

Take the following actions:

■ Pick one or more of the following new technologies. Buy them, or book a trip to see them. Then,
challenge yourself to think of at least three ways each technology could be used in your
industry or value chain:

■ Head-up display in eyeglasses style. A continuous hands-free augmented reality overlay
on your world may be arriving in 2013. Which staff categories in your business might be
tempted to experiment with this new technology? Where might hands-free information
overlay make people more productive? Examples include Glass from Google and Smart
Glasses from Vuzix.
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■ Near Field Communication (NFC) tags. These are small physical identity tags that can be
stuck to everyday objects and places. They can then be read by apps via short-range
wireless from suitably equipped smartphones. Some can be programmed from phones.
Examples include Samsung TecTiles and tagsfordroid.com.

■ Consumer smart-sensor toolkits. These are various end-user or easy-to-program small,
attachable devices that sense movement, pressure, or temperature and report changes via
the Web, text messaging or something similar. They can be used to try out Internet of
Things ideas. Examples include GreenGoose, Twine and Ninja Blocks.

■ Technology crowd funding. Single-person technology and other business startups have
been given a financing alternative by social-funding websites, where ideas are supported by
many individuals offering very small amounts of money. Amazing creativity is being
unleashed by this democratization. Browse the websites, see the ideas, invest in a few
yourself, and play with the results — this is bound to boost your creative thinking. Examples
include Kickstarter, Indiegogo, Ideame and Lucky Ant.

■ Gesture interaction in the office. Waving your arm to change and bring up the next slide
in a presentation or waving your index finger to change a page on a PC screen could
become more common if this technology takes off in 2013 and beyond. Examples include
Leap Motion, Elliptic Labs and Microsoft Kinnect for Windows.

■ Biomonitoring technologies. New technologies for more inexpensively, effectively and
remotely monitoring human biological functions and problems will appear in 2013. These
may have implications for consumer wellbeing services, medical costs, experience
marketing design, insurance and other areas. Examples include C8 MediSensors, Sano
Intelligence and First Warning Systems.

■ 4K TV and computer displays. This refers to displays with a horizontal resolution of
approximately 4,000 pixels (and various corresponding vertical resolution standards). The
"ultra" high-definition level will appear in very large and expensive 4K consumer TVs in
2013, but also computer monitors. How might this improve interactivity and specialist
knowledge work tasks, media, medical or scientific productivity in your enterprise?
Examples include most major TV and monitor makers.

■ Smart light-emitting diode (LED) light bulbs. LED light bulbs are getting brighter, offering
color variation and becoming remotely programmable for dynamic effects. When connected
into power line networking, they can even start carrying network traffic by modulating the
LED, offering yet another way to track assets by using bulbs as location beacons. Examples
include LIFX, Insteon and Philips hue.

■ Raspberry Pi. What could be done with a fully functional Linux personal computer that is
the size of a credit card and costs only $25? Will it succeed in its goal of inspiring school
kids to pursue an IT career? Get a few, hand them around and find out.

■ You may also wish to review our list of technologies from last year's 2012 CIO resolutions:

■ Wireless Power

■ Voice and Audio Recognition
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■ Newer Web Application Programming Languages

■ Mobile Payment Systems Using NFC

■ New Display Types

■ Light Field Photography

■ Ultra-Low-Cost Tablet

■ Personal Health Activity Monitors

Recommended Reading
Some documents may not be available as part of your current Gartner subscription.

"CIO New Year's Resolutions, 2012"

"The Nexus of Forces: Social, Mobile, Cloud and Information"

"CEO Survey 2012: The Year of Living Hesitantly"

"Emerging Technology Analysis: Visualization-Based Data Discovery Tools"

"Hype Cycle for Digital Marketing"

Evidence

This research draws on discussions with Gartner EXP members and other clients worldwide; the
contributions of Gartner analysts in Europe, India, China, Australia, North America, South America
and Africa; the Gartner CIO and CEO surveys; and confidential discussions with CIOs and other
enterprise executives over the past two years.

In particular, we would like to recognize the following Gartner analyst and EXP executive partner
contributors: Leslie Fiering, Pete Basiliere, Nick Jones, Dave Aron, Nicholas Gall, Ken McGee,
Martin Reynolds, Steve Prentice, Jim Tully, Lily Mok, Amos Auringer, Linda Price, Militza Basualdo,
Irving Tyler, Carolyn Damon, Heather Colella, Peter Shores, Marcus Darbyshire, Jeff O'Hare and
Mohammed Khalid.
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