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IT Manager - Fast Start Checklist

Week 1 - Assessment

___   Identify business issues with technology support implications

___   Quantify the issues that have risk or opportunity associated with them

___   Quantify the IT Organization's capability

___   Quantify the IT Organization's capacity to do things

___   Identify client service "pops"  

___   Identify IT projects in process and/or planned for next 6 months

___   Quantify IT processes needed to support the technology

Week 2 - Plan

___   Validate active or planned projects provide value; if not, cancel them

___   Define the projects required to address the business issues identified

___   Prioritize the projects that balance risk, opportunity, client service, & cost

___   Develop a 30-90 Day Action Plan

___   Develop an IT Staff Needs Strategy

___   Target staff on immediate needs and small client service "pops"

Week 3 - Validation 

___   Present your tactical strategy to senior management for approval

___   Present the approved tactical plan to staff and client managers

___   Begin focusing your technology resources on the tactical plan

___   Begin developing the processes required to improve technology support

___   Begin positioning Client managers with what you can do and how much

___   Network with Client managers and employees

Week 4 - Execution

___   Target resources on "quick hits" that count

a. High risk issues

b. Client service "pops"

c. Opportunity issues with low cost and minimal effort required

d. "Low hanging fruit" cost savings

e. Agreed upon business value projects

___   Focus on Service Desk processes for quicker response to key support issues

___   Begin outlining your IT staff's responsibilities for Performance Plans

___   Begin creating metrics to measure IT performance (cost, productivity, quality, etc.) 

___   Establish project management standards to insure on time and on budget

___   Begin your thought process to start developing a strategic IT plan (6 to 24 months)

Need assistance on the checklist ?
If you need more explanation about the items in the checklist, the following tips and descriptions should help:
Week 1 - Assessment

___   Identify business issues with technology support implications

Determine all the issues and needs of those who use technology within the company. Their needs should drive your IT organization’s plans and focus.

___   Quantify the issues that have risk or opportunity associated with them

To help you prioritize, identify which issues have risk or opportunity associated with them. Issues that have risk or opportunity are usually higher priority unless you don’t have the money to address it right away.

___   Quantify the IT Organization's capability


What skills do you have so you know “what you can so”?
___   Quantify the IT Organization's capacity to do things

You must determine capacity of work you can do so you know how much you can accomplish in any given area of technical support (programming, Help Desk, desktop support, etc.)

___   Identify client service "pops"  

Quick hits that help alleviate a client problem and that doesn’t require a lot of money or effort to do are “pops”. Always look for these and go after them quickly.
___   Identify IT projects in process and/or planned for next 6 months

Understand all projects that were planned before you got the management position. You will need to evaluate each project later for appropriateness and determine whether you actually focus on the project or cancel it.
___   Quantify IT processes needed to support the technology

Change management processes are critical as well as backup, escalation, and communication processes. Inventory what is in place and determine what you will need to be an effective IT organization. You may have many processed to develop and put into place or very few depending upon the maturity of the organization you are now managing.
Week 2 - Plan

___   Validate active or planned projects provide value; if not, cancel them

If active or planned projects do not provide business value and have no business sponsor, they are probably not worth doing. Before cancelling any planned project, be sure to cover it with senior management. When you do cancel a project, be sure to discuss the business reasons with the staff that was working on the project and reinsure that it has nothing to do with their performance.
___   Define the projects required to address the business issues identified

From the list of issues that were identified in your assessment, determine the projects required to address them.
___   Prioritize the projects that balance risk, opportunity, client service, & cost

Prioritize the list of projects. This will be somewhat subjective. No two managers will prioritize things the same way. There is no problem with this. The key is to determine what you believe need to be the priorities and go over your recommendations with senior management.
___   Develop a 30-90 Day Action Plan

This is a short term tactical plan. Anytime you conduct an IT assessment, you will find many things that need to be addressed immediately. These short term issues are what needs to go in this list. Generally, they do not have significant costs, effort required, and may not offer as big of benefits, but they need to be handled sooner than later.

___   Develop an IT Staff Needs Strategy

Anytime you begin managing a new organization, you may determine there are skill gaps. This step is to quantify from the assessment you conducted the gaps that need to be filled. They might be key expertise that is missing from your team or it may be additional depth needed for certain key skills required to support the business.
___   Target staff on immediate needs and small client service "pops"

Go after the client service “pops” as soon as you can. If during your assessment you herad many client managers identify the same issue, it is probably something you need to take care of.
Week 3 - Validation 

___   Present your tactical strategy to senior management for approval

Present your 30-90 day plan to senior management to insure you are in sync with their thoughts and that there are no surprises.

___   Present the approved tactical plan to staff and client managers

Once the tactical plan is approved, share it with key groups – client management and your IT staff. Be conservative and manage your client and staff’s expectations on what can and will be accomplished. Remember, you will be somewhat new with this group so you have to determine their skill and capability levels to accomplish things. Be overly conservative with timeframes and budgets to begin with to position you and the organization to succeed. 
___   Begin focusing your technology resources on the tactical plan

Assign responsibilities and go after the tactical projects.  

___   Begin developing the processes required to improve technology support

Start developing the key processes you have identified that are necessary to succeed in an It support role. Document the processes and communicate to all involved; educate and help those who need it in order to start using them.
___   Begin positioning Client managers with what you can do and how much

Managing effectively has a lot to do with your ability to manage your client’s expectations. Communicate what you will do and when it will be accomplished. Be sure to be conservative in your estimates as projects tend to take longer and cost more than you initially excpect.
___   Network with Client managers and employees

A key process you must begin is a communication process with key groups (senior management, client managers, and IT employees). Create scheduled status update meetings that force you to communicate. Otherwise, you will miss out on this highly important aspect.
Week 4 - Execution

___   Target resources on "quick hits" that count

a. High risk issues

b. Client service "pops"

c. Opportunity issues with low cost and minimal effort required

d. "Low hanging fruit" cost savings

e. Agreed upon business value projects

Showing management some quick results that have business value is very important. Take advantage of the “honeymoon” period and get started on the right foot by addressing issues that fall into these categories.

___   Focus on Service Desk processes for quicker response to key support   

         issues

You have to know what’s taking place in your support business. Help Desk information is key so implement the processes needed to collect meaningful data that heklps you understand the dynamics of what’s taking place in your support responsibility.
___   Begin outlining your IT staff's responsibilities for Performance Plans

Focus your staff by telling them what you expect through Performance Plans. This is valuable time spent with your employee so make this happen quickly.

___   Begin creating metrics to measure IT performance (cost, productivity, 
         quality, etc.) 

Define the measurements that help you immediately. You can add more and refine them as you get a stronger grip on your IT business.
___   Establish project management standards to insure on time and on budget

Define the methodology and tools you want to use to manage projects effectively. Remember, delivering projects successfully is the key to establishing IT credibility, something that is essential for you to be successful. 
___   Begin your thought process to start developing a strategic IT plan (6 to 24 
         months)

Once you have staff and clients focused on your tactical plan, it is time to start doing the work to develop a longer term plan (6 -24 months or longer). Your assessment should have defined many issues that you are not able to address in your short term 30-90 day focus. You will need to develop your strategic plan and communicate it to gain approval from senior management just as you did with the tactical plan.
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Note from Mike Sisco:

Feel free to use this tool as is or modify it to meet your specific needs in getting a new manager started quickly. The only restriction is that it is not for resale or other distribution unless approved by MDE Enterprises, Inc.

Best of success ! 
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