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	For CEOs, Presidents, Managing Partners, CFOs, COOs, and Business Owners
A practical planning resource for organizations with 20–200 employees that want technology investments to support growth, resilience, productivity, and responsible risk management.






PAGE 1   |   EXECUTIVE OVERVIEW
Technology Planning Is Business Planning
Technology now influences nearly every outcome leadership teams manage: how employees serve clients, how quickly the organization can scale, how reliably operations continue, and how effectively financial and reputational risk is controlled. Annual technology planning creates a disciplined connection between business priorities and the systems, security practices, people, and investments required to achieve them.

	Plan for the business you are becoming
A useful plan starts with growth targets, service delivery changes, hiring expectations, geographic expansion, regulatory obligations, and customer commitments—not with a list of devices or software renewals.
	Replace urgency with sequencing
A roadmap helps leadership distinguish immediate exposure from desirable improvement. This reduces surprise spending, clarifies tradeoffs, and gives teams enough lead time to execute changes without unnecessary disruption.



The Connected Executive Agenda
Growth: New services, locations, acquisitions, and headcount depend on scalable processes and dependable access to information.
Productivity: Employee time is lost when tools are fragmented, workflows are manual, or recurring issues are tolerated as “normal.”
Security and continuity: Cybersecurity, recovery, and incident readiness protect revenue, client trust, contractual obligations, and leadership capacity.
Financial discipline: A planned lifecycle turns unpredictable emergencies into prioritized, explainable investments with owners and expected outcomes.

	EXECUTIVE INSIGHT
“Organizations that treat technology as a strategic business function are often better positioned to scale, manage risk, and achieve long-term business objectives.”



Why Reactive Decisions Cost More
Reactive decisions are usually made under pressure, with limited options and incomplete information. The visible expense may be an emergency repair, but the larger cost can include downtime, delayed client work, rushed purchasing, overtime, security exposure, and executive distraction. A strategic plan cannot eliminate every surprise; it makes surprises less frequent and the response more controlled.
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	LEADERSHIP TAKEAWAY
The goal is not to spend more on technology. It is to invest deliberately, reduce avoidable volatility, and connect each major initiative to a measurable business result.



PAGE 2   |   TECHNOLOGY BUDGETING FRAMEWORK
Fund Outcomes, Not a List of Tools
A technology budget should show leadership what the organization is trying to accomplish and what risk it is choosing to manage. Organizing spending into four investment categories creates a common language for comparing initiatives and evaluating whether the portfolio is balanced.

	1  BUSINESS GROWTH
Purpose: enable revenue, capacity, and customer value. Business applications; workflow automation; employee productivity; customer experience; technology required for hiring, new locations, or new services.



	2  RISK REDUCTION
Purpose: protect operations, trust, and obligations. Cybersecurity; compliance support; backup; disaster recovery; incident readiness; resilience of critical vendors and business systems.



	3  OPERATIONAL EFFICIENCY
Purpose: reduce friction, rework, and operating cost. Process improvement; workflow optimization; collaboration tools; standardization; elimination of duplicate or underused systems.



	4  INNOVATION
Purpose: test and scale new capabilities responsibly. AI initiatives; strategic projects; digital transformation; data improvement; pilots that have a defined business owner and success criteria.



A Practical Allocation Method
Begin with mandatory commitments: essential operations, contractual requirements, regulatory needs, and renewals that cannot be deferred without consequence.
Next, rank proposed investments by business impact, risk reduction, urgency, dependency, and execution capacity.
Preserve a controlled contingency for unplanned needs. A contingency is not an excuse for weak planning; it is recognition that business conditions change.
Revisit the allocation quarterly. Confirm what changed, what value was realized, and what should be accelerated, delayed, or stopped.
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	BUDGET PRINCIPLE
Every significant line item should have a business owner, an intended outcome, a target date, and a clear statement of what happens if the investment is deferred.
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Technology Budget Planning Worksheet
Use this worksheet during leadership planning. Capture the business case before estimating cost. The purpose is to make tradeoffs visible and prevent technically interesting projects from outranking initiatives with stronger business value.
	Investment Category
	Business Outcome
	Priority
H/M/L
	Target Timing
	Budget Range

	Business Growth
	
	
	
	

	Risk Reduction
	
	
	
	

	Operational Efficiency
	
	
	
	

	Innovation
	
	
	
	

	Core Operations / Lifecycle
	
	
	
	

	Contingency
	
	
	
	



Decision Filters
Score each major initiative from 1 (low) to 5 (high). Use the conversation—not the arithmetic—to expose assumptions and improve prioritization.
	Criterion
	Executive Test
	Score 1–5
	Notes

	Business impact
	Does it materially support revenue, service quality, capacity, or strategic goals?
	
	

	Risk reduction
	Does it reduce credible financial, operational, legal, or reputational exposure?
	
	

	Urgency
	Is there a deadline, known vulnerability, lifecycle event, or dependency?
	
	

	Readiness
	Are the owner, process, data, users, and leadership sponsorship prepared?
	
	

	Value confidence
	Can leadership define the expected result and how it will be measured?
	
	



Budget Conversation Prompts
☐  Which investments are required to execute next year’s business plan?
☐  Which risks are we consciously accepting by deferring action?
☐  Where are recurring support costs masking a process or lifecycle problem?
☐  Which initiatives require change management, training, or process redesign beyond the purchase itself?
☐  What can be retired, consolidated, or renegotiated to release budget for higher-value priorities?




PAGE 4   |   SECURITY INVESTMENT PRIORITIES
Cybersecurity Is a Leadership Issue
Cyber incidents are business events. They can interrupt revenue, expose confidential information, trigger contractual or regulatory obligations, damage trust, and consume executive attention. Leadership does not need to manage technical controls, but it does need to set risk tolerance, assign accountability, fund priorities, and verify readiness.
Ransomware risk — Attackers may encrypt systems, steal information, or both. Resilience depends on prevention, rapid detection, protected recovery, and practiced decision-making—not on a single security product.
Business email compromise — Fraud often targets payment workflows, executive impersonation, payroll changes, or vendor banking details. Strong verification procedures and employee awareness are essential.
Vendor risk — Critical providers can introduce access, data handling, concentration, or continuity risk. Review who can access systems and data, what commitments exist, and how the business operates if a provider fails.
Compliance considerations — Requirements may arise from law, industry, contracts, insurance, or client expectations. Leadership should identify obligations, assign evidence owners, and avoid assuming that a technology tool alone creates compliance.

Six Priorities for a Balanced Security Program
	#
	Priority
	Leadership Expectation

	1
	Identity and access
	Protect accounts, require strong sign-in controls, limit privileges, and remove access promptly.

	2
	Data and systems
	Understand critical information, keep systems current, and apply protections according to business value.

	3
	People and process
	Provide recurring awareness training and strengthen payment, data-sharing, and approval procedures.

	4
	Monitoring and response
	Define how suspicious activity is identified, escalated, contained, communicated, and documented.

	5
	Recovery and continuity
	Maintain protected backups, test restoration, define acceptable downtime, and plan manual workarounds.

	6
	Governance and assurance
	Review risk, vendors, insurance, compliance evidence, and progress with leadership on a regular cadence.
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	LEADERSHIP TAKEAWAY
Security investment should follow business exposure. Protect the systems, information, workflows, and relationships whose loss would materially affect the organization.



PAGE 5   |   SECURITY INVESTMENT PRIORITIES
10 Executive Questions to Ask
Use these questions with your internal technology leader or outside provider. Strong answers should be specific, supported by evidence, and tied to business impact. “We have a tool for that” is not a complete answer.

	1
	What are the three most significant technology and cybersecurity risks to our business today, and why?

	2
	Which systems, data, and business processes are most critical to revenue and client service?

	3
	How quickly could we restore critical operations after ransomware, system failure, or a major provider outage—and when was that tested?

	4
	How do we prevent and detect unauthorized access, especially for executives, finance staff, remote users, and third parties?

	5
	What security events require executive notification, who has authority to make decisions, and how will legal, insurance, communications, and law enforcement resources be engaged?

	6
	Which regulatory, contractual, insurance, or client security requirements apply to us, and where are our most important gaps?

	7
	How are employees trained to recognize fraud, phishing, unsafe data handling, and emerging AI-related risks?

	8
	Which vendors can access sensitive information or critical systems, and how do we evaluate and monitor their risk?

	9
	What security improvements are planned during the next 12 months, what business exposure will each reduce, and how will progress be reported?

	10
	What risks are we currently accepting because of budget, timing, legacy systems, or operational constraints—and has leadership approved those decisions?
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	EVIDENCE TO REQUEST
A current risk register; recovery test results; incident response roles; security awareness participation; vendor access inventory; insurance and compliance requirements; and a dated improvement roadmap.
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Turn Priorities Into a Sequenced Roadmap
A roadmap translates strategy into a manageable sequence of decisions and initiatives. It should be detailed enough to guide ownership and budgeting, but simple enough for leadership to review quarterly. Avoid filling the roadmap beyond the organization’s ability to execute change well.

	NEXT 90 DAYS
Stabilize and clarify
	Address urgent risk, establish ownership, confirm critical assets and vendors, complete quick wins, validate backup and recovery, and resolve decisions blocking other work.



	NEXT 6 MONTHS
Improve and standardize
	Strengthen security practices, reduce recurring friction, modernize priority workflows, retire unnecessary systems, and complete projects with near-term operational value.



	NEXT 12 MONTHS
Scale and transform
	Execute strategic projects tied to growth, capacity, client experience, data, facilities, or major lifecycle needs. Include adoption and change-management plans.



	NEXT 24 MONTHS
Anticipate and prepare
	Plan for long-term platform direction, major replacements, expansion, acquisitions, workforce changes, evolving regulation, and maturing AI capabilities.



Roadmap Standards
☐  Name an executive sponsor and operational owner for every significant initiative.
☐  Define the intended business outcome before selecting an approach or provider.
☐  Identify dependencies, user impact, timing constraints, and decisions required from leadership.
☐  Include total effort: technology, process change, data cleanup, training, communication, and ongoing ownership.
☐  Review quarterly; document completed value, accepted risk, changed assumptions, and next decisions.
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	EXECUTIVE INSIGHT
A roadmap is not a promise that every project will occur exactly as listed. It is a decision system that keeps priorities visible and makes change deliberate.
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Sample IT Roadmap Template
Use one row per initiative. Keep descriptions business-focused. Update status, timing, and decisions at each quarterly review.
	Horizon
	Initiative
	Business Outcome
	Sponsor
	Timing
	Status

	0–90 Days
	Example: Recovery readiness review
	Reduce downtime uncertainty
	COO
	Q1
	Planned

	0–90 Days
	
	
	
	
	

	0–90 Days
	
	
	
	
	

	6 Months
	Example: Finance workflow safeguards
	Reduce payment fraud exposure
	CFO
	Q2
	Proposed

	6 Months
	
	
	
	
	

	6 Months
	
	
	
	
	

	12 Months
	Example: Client service workflow redesign
	Increase capacity and consistency
	President
	Q3–Q4
	Discovery

	12 Months
	
	
	
	
	

	24 Months
	Example: Core business platform strategy
	Support scale and lifecycle planning
	CEO
	Next FY
	Evaluate

	24 Months
	
	
	
	
	



Initiative Definition Worksheet
	Field
	Planning Notes

	Initiative name
	

	Business problem or opportunity
	

	Expected outcome / measure
	

	Executive sponsor / operational owner
	

	Key dependencies / affected teams
	

	Risk of deferral
	

	Estimated investment / internal effort
	

	Decision needed / decision date
	



	QUARTERLY ROADMAP REVIEW
Ask: What changed in the business? What value was delivered? Which risks increased or decreased? Where is adoption lagging? What decisions or resources are needed before the next review?





PAGE 8   |   LEADERSHIP DISCUSSION GUIDE
15 Questions Every Leadership Team Should Discuss Before Finalizing Their Technology Budget
	1
	Growth plans
	What growth, hiring, service, location, acquisition, or client-experience goals must technology enable?

	2
	Capacity
	Where will current processes or systems fail to scale if volume increases?

	3
	Profitability
	Which recurring technology problems create the most rework, delay, overtime, or client friction?

	4
	Productivity
	What work should be simplified, standardized, automated, or eliminated?

	5
	Risk exposure
	Which technology disruption would have the greatest financial or reputational impact?

	6
	Security concerns
	What threats, control gaps, or recent events have changed our risk view?

	7
	Business continuity
	How long can each critical function be unavailable, and are our recovery plans aligned with that tolerance?

	8
	Data
	Which information is most sensitive or valuable, and do we know where it is stored, shared, and retained?

	9
	AI readiness
	Which AI uses could create measurable value, and what data, policy, accuracy, privacy, or oversight concerns must be addressed first?

	10
	Vendor management
	Which providers are operationally critical or have sensitive access, and what is our fallback if one fails?

	11
	Compliance
	What new legal, contractual, insurance, or client requirements will affect priorities?

	12
	Talent challenges
	Where do skill gaps, turnover, role design, or training limit effective use of technology?

	13
	Lifecycle
	Which systems, equipment, or agreements are approaching replacement, renewal, or loss of support?

	14
	Change capacity
	How many initiatives can teams realistically adopt without harming service or morale?

	15
	Governance
	Who owns technology decisions, risk acceptance, benefits realization, and quarterly roadmap review?

	
	
	

	FACILITATION TIP
Ask each executive to identify the three questions that matter most. Compare answers, resolve material differences, and convert the highest-priority issues into funded roadmap items with named owners.
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PAGE 9   |   TECHNOLOGY RISK REVIEW CHECKLIST
Executive Technology Risk Review
Use this checklist to identify questions requiring evidence, ownership, or investment. A checked box should mean the practice is current and can be demonstrated—not simply that a policy or tool exists.
	CYBERSECURITY
☐  Leadership receives a current view of significant cyber risks and improvement priorities.
☐  Strong sign-in controls and least-privilege access protect critical accounts and systems.
☐  Security events are monitored, escalated, and reviewed with clear accountability.
	COMPLIANCE & REGULATORY REQUIREMENTS
☐  Applicable legal, contractual, insurance, and client obligations are documented.
☐  Control owners know what evidence must be retained and how often it is reviewed.
☐  Gaps and accepted risks have owners, deadlines, and leadership approval.

	BACKUP, RECOVERY & CONTINUITY
☐  Critical systems and data have defined recovery time and data-loss tolerances.
☐  Backups are protected from the same event affecting production systems.
☐  Restoration and continuity procedures are tested, with results reported to leadership.
	VENDOR RISK
☐  Critical vendors and third parties with system or data access are inventoried.
☐  Security, continuity, access, contractual, and concentration risks are reviewed.
☐  Access is removed when no longer needed, and exit or fallback plans exist.

	AI GOVERNANCE
☐  Approved and prohibited AI uses are communicated in practical business terms.
☐  Sensitive information, client commitments, accuracy, copyright, and human review are addressed.
☐  AI initiatives have business owners, success measures, and periodic risk review.
	REMOTE & HYBRID WORK
☐  Remote access, personal device use, home networks, and information handling expectations are defined.
☐  Users can securely access what they need without bypassing controls.
☐  Lost devices, travel, and offboarding scenarios are covered and tested.

	OPERATIONAL DEPENDENCIES
☐  Leadership knows which systems, people, facilities, connectivity, and vendors are single points of failure.
☐  Manual workarounds and communication plans exist for priority business functions.
☐  Lifecycle, capacity, and supportability risks are included in the roadmap.
	GOVERNANCE & ACCOUNTABILITY
☐  An executive owns technology strategy and the business risk decisions it creates.
☐  The roadmap, budget, risks, incidents, and outcomes are reviewed at a defined cadence.
☐  Material exceptions and deferred actions are documented rather than assumed.

	
	

	PRIORITY FOLLOW-UP
Select no more than five unchecked items for immediate action. Assign an owner, evidence required, target date, and decision path. Place remaining items on the roadmap rather than allowing them to disappear.
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Build a Plan Leadership Can Govern
Effective technology planning creates a direct line from business strategy to investment, accountability, and measurable outcomes. The plan should be understandable to leaders, useful to operational owners, and specific enough to guide quarterly decisions.
	Planning Lens
	Leadership Focus
	What Good Looks Like

	Growth
	Identify the capabilities, capacity, and change required to execute the business plan.
	Growth initiatives have sponsors, timing, dependencies, and outcome measures.

	Risk
	Make material operational, financial, vendor, compliance, and lifecycle exposures visible.
	Accepted risks are explicit; priority reductions are funded and tracked.

	Productivity
	Target recurring friction, manual work, duplication, and poor adoption—not isolated symptoms.
	Improvements reduce cycle time, rework, support demand, or employee frustration.

	Security
	Treat cybersecurity and continuity as leadership responsibilities connected to trust and resilience.
	Readiness is supported by evidence, testing, ownership, and practiced response.

	Roadmap
	Sequence quick wins, improvement work, strategic projects, and long-term planning.
	Quarterly reviews adjust priorities and verify delivered value.



Key Takeaways: Actions Before the Next Planning Cycle
☐  Confirm the organization’s top business goals, assumptions, and planned changes for the coming year.
☐  Create a current view of critical systems, data, vendors, obligations, and operational dependencies.
☐  Ask for a plain-language summary of the most significant technology and cybersecurity risks.
☐  Validate recovery expectations and review evidence from recent restoration and incident-readiness exercises.
☐  Build a balanced budget across growth, risk reduction, operational efficiency, innovation, core operations, and contingency.
☐  Publish a 90-day, 6-month, 12-month, and 24-month roadmap with business sponsors and decision dates.
☐  Establish a quarterly executive review of outcomes, risks, spending, adoption, and changed priorities.

	EXECUTIVE PLANNING PRINCIPLE
Technology strategy is not separate from business strategy. The strongest plans protect what matters today while creating the capacity, confidence, and resilience needed for tomorrow.



A Trusted-Advisor Approach
Clare Computer Solutions helps leadership teams connect technology decisions to business goals through proactive planning, security-first risk management, continuity thinking, and practical roadmaps. The objective is not technology for its own sake—it is reliable execution, informed governance, and long-term client success.
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APPENDIX   |   TECHNOLOGY BUDGET WORKSHEET
Technology Budget Worksheet
Use this one-page worksheet to consolidate current spending and proposed investments. Record assumptions, one-time and recurring costs, internal effort, and the business owner responsible for each category.
	Budget Category
	Scope / Assumptions
	One-Time
	Annual / Recurring

	Current Year Spend
	Baseline recurring services, applications, support, connectivity, equipment, projects, and other technology costs.
	
	

	Planned Growth Initiatives
	Capabilities required for hiring, expansion, new services, customer experience, or revenue growth.
	
	

	Security Improvements
	Priority risk reduction, compliance support, awareness, response, recovery, and vendor-risk actions.
	
	

	Productivity Projects
	Workflow improvements, collaboration, automation, standardization, adoption, and process redesign.
	
	

	Infrastructure Investments
	Lifecycle replacements, capacity, connectivity, facilities, cloud, and resilience needs.
	
	

	AI Initiatives
	Approved pilots, data readiness, governance, training, process integration, and oversight.
	
	

	Contingency / Emerging Needs
	Controlled reserve for changing business conditions and genuinely unplanned requirements.
	
	

	TOTAL BUDGET FORECAST
	Total proposed one-time and recurring investment for the planning period.
	
	



Leadership Notes and Decisions
	Discussion Area
	Notes

	Top three funded priorities
	

	Items deferred / risk accepted
	

	Executive owners and review dates
	



	A CONSULTATIVE NEXT STEP
If you would like a second opinion on your technology roadmap, security priorities, or upcoming initiatives, Clare Computer Solutions offers executive technology planning discussions designed to help organizations reduce risk, improve efficiency, and support growth.



This guide is intended for business planning and educational purposes. It is not legal, regulatory, insurance, or compliance advice. Organizations should confirm requirements with qualified advisors based on their specific circumstances.
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