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Strategic IT Planning 

A Practical Guide for Business Leaders 

Date of Last Update: _______________ 

Dear Business Leader, 

 

Running a growing business means making hundreds of decisions every week. Most of them are about 
people, clients, and money. But quietly underneath all of it, your technology is either helping you 
move faster or slowing you down, and most executives don’t realize which one it is until something 
breaks. 

This guide exists to change that. It’s designed specifically for business owners and executives of 
small and mid-sized companies who want to stop being reactive about IT and start using it as a lever 
for growth, efficiency, and competitive advantage. 

You don’t need a technical background to complete this guide. What you need is the willingness to look 
honestly at how your business operates today and where you want it to go. The questions in this guide 
will help you and your team surface the right answers. 

If you’d like a partner to walk alongside you through this process, Mytech’s team would be honored to 
help. We’ve spent 25 years supporting businesses like yours, and we believe that when you get your IT 
strategy right, everything else gets easier. 

 

Be Productive and Stay Secure,  
Mytech Partners 
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Introduction 

Most business leaders didn’t get into their industry to become IT experts. And you shouldn’t have to. 
But here’s the reality: the businesses that win over the next decade won’t just be doing IT well, 
they’ll be using IT strategically. 

There’s a critical difference between IT operations and IT strategy. IT operations keeps the lights on, 
the servers run, the email works, the tickets get resolved. IT strategy is something different. It asks:  

• Where is this business going? 

• What technology investments are required to get there? 

• Where are we leaving value on the table with tools we’re already paying for? 

• How do we protect what we’ve built while we scale? 

 

Too often, the voice that should be answering those questions (yours, as the executive) is missing from 
the conversation. IT decisions get delegated entirely to an IT operator or an outside vendor, and the 
strategy becomes disconnected from the business. This guide is designed to close that gap. 

 

 This guide is part of Mytech’s Quadrant 4 planning framework.  It focuses specifically on your 
business applications, technology investments, and the return you’re getting from them. Think of it 
as a structured conversation with your own business. 

 

How to Use This Guide 

Work through each section at your own pace. Some questions you’ll be able to answer immediately. 
Others will benefit from a short conversation with your operations lead, your finance team, or a key 
department head. That’s intentional, the process of gathering these answers often surfaces insights you 
didn’t know you needed. 

For the Application Matrix section, we recommend starting with no more than three applications per 
department. If you want to go deeper, use the separate Application Assessment Workbook included 
with this guide. 

 

 

01 Know Your Business First 

 

Your Primary Departments and Business Functions 

Before you can build an IT strategy, you need a clear picture of how your business actually operates. 
Most companies have 4–6 core functional areas — something like Marketing, Sales, Operations, 
Finance, HR, and Customer Service — but every business is different. 

Why this matters: Every IT decision touches at least one of these areas, and many touch several. 
When you’re evaluating a new tool, a security upgrade, or an AI capability, knowing which teams are 
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affected helps you communicate proactively, involve the right people, and avoid the resistance that 
comes from surprises. 

 Your action:  List your primary departments or functional areas. For each one, note the 1–2 
people whose work would be most affected by a technology change. 

 

Who Owns Change Management and Adoption? 

In small and mid-sized businesses, this role is rarely a dedicated position — it’s usually a founder, a 
COO, an operations manager, or even a department lead who’s particularly good at getting people to 
do new things. But someone needs to own it. 

The hard truth about technology: the tool is rarely the problem. Adoption is. A new application that 
no one uses is just an expense. When you identify who drives change in your organization, you’re 
identifying who needs to be involved in any technology initiative from day one. 

 Your action:  Name the person (or people) in your company who are best at driving change. 
These are your technology champions. They may not have technical skills — what they have is 
credibility with the team. 

 

Your Change Management Track Record 

Before you invest in new technology, it’s worth taking an honest look at your history. What technology 
or process changes have landed well with your team? Which ones struggled? The patterns you find 
here will directly shape how you approach future rollouts. 

Common failure patterns in SMB technology adoption include: rolling out tools without adequate 
training, choosing software for features rather than fit, and not having a named internal champion to 
drive day-to-day use. If any of these sound familiar, that’s not a criticism — it’s a starting point. 

 Your action:  Briefly describe one technology change that went well and one that didn’t. What 
made the difference? These lessons are some of the most valuable inputs into your IT strategy. 

 

Your IT Stakeholders and Internal Champions 

Every organization has people who are naturally drawn to technology — the ones who figured out the 
new system before anyone else, who help their colleagues troubleshoot, who get excited about new 
tools. These are your IT champions, and they’re an underutilized asset in most companies. 

Identifying these individuals early allows you to involve them in evaluations, give them a voice in 
decisions, and leverage their credibility to drive adoption across the team. If you’re planning to explore 
AI tools like Microsoft Copilot, forming a small internal AI council from this group is one of the highest-
leverage moves you can make. 

 Your action:  List 2–4 people in your organization who are natural technology advocates. Note 
which applications or systems they’re most knowledgeable about. 
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02 Your Application Landscape 

 

Building Your Application Matrix 

Most SMB executives are surprised by what this exercise reveals. The typical finding: you’re using 
40–60% of what you’re paying for, and several of your tools could be talking to each other but aren’t. 
That gap represents real money, real time, and real opportunity. 

The Application Matrix below is structured around how most companies operationally flow: Marketing → 
Sales → Operations → Finance. Start with the top three applications per department and capture them 
in the Application Assessment & Opportunity Workbook. 

 

Column What to enter — and why it matters 

% Current Use Of everything this application can do, what percentage are you actually using? 
Be honest. Most teams answer 20–50%. 

% Potential Use What’s the realistic ceiling — not 100%, but the practical maximum for your 
team? The gap between these two numbers is your ROI opportunity. 

Integration? (Y/N) Does data flow from this app to another app automatically, or is someone 
manually re-entering it? This is one of the highest-leverage questions in the 
entire assessment. 

Which App(s)? If yes, name the other application(s) involved in the integration. 

Integration Type Manual (someone re-enters data by hand), Batch (periodic bulk transfer), or 
Automated (real-time, no human intervention). Manual integrations are your 
biggest hidden cost. 

# Users How many team members use this application regularly? A $500/month tool 
used by 40 people is more critical than a $2,000/month tool used by 2. 

Annual Cost Total annual spend including licenses, support, and any add-ons. Use this to 
prioritize — a 20% efficiency gain on a $50K application is worth more than a 
50% gain on a $2K one. 

 

 Use the Application Assessment & Opportunity Workbook - A separate Excel workbook is 
included with this guide. Use it to build your full application matrix across all departments and 
divisions. It includes drop-down fields, auto-calculations, and a summary dashboard to help you 
visualize where the opportunities are. 

 

SaaS Applications and Web Portals 
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Don’t overlook the tools that don’t feel like “software.” Industry portals, subscription databases, 
government compliance sites, and web-based tools used by one or two people on your team often 
represent significant spend with very little visibility. 

A common discovery: multiple people on the same team have individual subscriptions to the same 
SaaS tool because no one realized a company license existed. Or a tool is being paid for monthly even 
though no one has logged in for six months. These are easy wins once you surface them. 

 Your action:  Add any SaaS subscriptions, online portals, or web-based tools to the Application 
Assessment Workbook. Your credit card and bank statements are often the fastest way to build 
this list. 

 

 

03 Finding the Opportunities 

 

Opportunities to Eliminate Duplication and Simplify Operations 

Once you’ve mapped your application landscape, patterns start to emerge. The most common findings 
in SMB environments: 

• Two or more tools doing essentially the same job in different departments 

• A manual data entry process that could be automated with a simple integration 

• A robust platform (like Microsoft 365) being used at 30% of its capability while the company 
pays for 100% 

• An older system being maintained alongside a newer one because the migration never got 
finished 

 

The goal here isn’t to cut tools for the sake of cutting. The goal is intentionality, understanding what 
you’re paying for, why you have it, and whether it’s actually serving you. 

 Your action:  Look at your application list and flag any overlapping capabilities or manual hand-
offs between systems. These are your highest-priority improvement opportunities. 

 

Known Issues with Existing Applications 

Every team has at least one application that someone complains about at every all-hands. The invoice 
process that takes three extra steps, the CRM that doesn’t talk to the accounting system, the report that 
has to be manually assembled every Monday morning. 

These frustrations are gold. They’re not just complaints — they’re the map to your ROI opportunities. 
When you investigate the root cause of an IT frustration, you almost always find either a configuration 
issue that can be fixed, an integration that can be built, or a better tool that exists. 

 Your action:  Ask your team: “What’s the most frustrating part of your day that involves 
technology?” The answers will surface faster than you expect. 
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Your Technology ROI Opportunities 

After working through your application matrix and the questions above, take stock. Where are the 
biggest gaps between what you’re investing and what you’re getting? 

Organize your opportunities into three buckets: 

• Quick wins — underutilized features in tools you already own (especially Microsoft 365) 

• Integration opportunities — manual processes that could be automated 

• Strategic investments — new capabilities needed to support your growth goals 

 

A note on AI: if your foundation is solid — your security is in order, your M365 environment is 
organized, your team has basic digital fluency — then AI tools like Microsoft Copilot are likely closer 
to deployment-ready than you think. If the foundation isn’t solid yet, starting there will get you more 
value than jumping straight to AI. 

 

 

04 Security: A Process, Not a Project 

 

Why Security Feels Overwhelming — and How to Cut Through It 

If you’ve ever felt like security is a moving target, you’re not wrong. The landscape changes constantly, 
and the media coverage is dominated by breach headlines with very little practical guidance for 
business owners. 

Here’s the most important reframe: security is not a destination. It’s a practice. No organization — 
not even the largest enterprises in the world — is 100% secure. The goal is prudent, reasonable, 
incremental improvement over time. You don’t have to solve everything at once. You just have to keep 
moving. 

 

A Practical Starting Point: Your Cyber Liability Insurance 

If you have cyber liability insurance (and if you don’t, that should be your first step), your insurer has 
already done a significant amount of work on your behalf. The underwriting questionnaire they asked 
you to complete represents a distilled list of the security controls that matter most — because those are 
the controls that prevent the claims they pay out. 

Pull that questionnaire and treat it as your security roadmap. Every “no” answer is a gap to close. 
Prioritize based on risk and cost, not perfection. 

 Practical starting point:  If you’re not sure where to begin, the CIS Controls (Center for Internet 
Security) provide a prioritized, plain-language framework built specifically for organizations without 
large security teams. Your MSP partner can help you map your current state against this 
framework. 
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Turning Security Into an Operational Rhythm 

The companies that handle security best aren’t the ones with the biggest budgets. They’re the ones 
that have built consistent habits: regular patching, recurring security training, quarterly reviews of who 
has access to what, and an annual review of their cyber insurance coverage. 

Assign ownership. Create a rhythm. Review it regularly. That’s it. The tools and the frameworks matter 
— but the discipline of consistent execution matters more. 

• Assign a named owner for your security program (this doesn’t require a dedicated hire) 

• Set a quarterly review cadence with your IT partner or internal team 

• Ensure all team members complete security awareness training at least annually 

• Review your cyber insurance policy annually as your business grows 

 

 

05 ROI and Planning Forward 

 

How to Think About IT Return on Investment 

Most executives think about IT ROI in terms of cost savings. That’s part of the equation, but it’s the 
smaller part. The larger value of a well-run IT environment is what it enables: 

• Your team can do their jobs without friction. Every minute spent fighting a slow system, waiting 
for a file to load, or re-entering data is a minute not spent serving clients or driving revenue. 

• Your business can scale. A technology environment that works at 20 people but breaks at 40 is 
a growth ceiling. The right infrastructure removes that ceiling. 

• Your decisions are better. When your systems talk to each other and your reporting is 
automated, you see your business more clearly. You spot problems earlier and opportunities 
faster. 

 

When evaluating any IT investment, ask two questions: Does this reduce friction for my team? And 
does this move the needle on something that matters to the business? 

 

Operational Reporting and Key Performance Indicators 

The companies that grow fastest are often not the ones with the most sophisticated technology. They’re 
the ones that know their numbers. What gets measured gets managed,and when measurement is 
automated, it gets managed better. 

As part of your IT planning process, identify: 

• Which KPIs are most critical to running your business effectively? 

• How often do you need to see them (daily, weekly, monthly)? 

• Is the data you need currently scattered across multiple systems, or is it consolidated? 
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• Where are you building reports manually that could be automated? 

 

 AI readiness note:  If you’re considering AI tools for your business, whether for automation, 
reporting, or Copilot productivity, the quality of your underlying data and the organization of your 
systems is the single biggest factor in how quickly you’ll see results. Getting your application 
landscape right is not a prerequisite you skip. It’s where the ROI lives. 

 

 

06 External Support and Next Steps 

 

Where You Might Need Outside Help 

Not everything in your IT roadmap requires an outside partner. Many quick wins, enabling features in 
Microsoft 365, cleaning up SaaS subscriptions, building simple automation, can be driven internally with 
the right guidance. 

But some things benefit from external expertise: 

• Security program design and ongoing monitoring 

• Application integrations between platforms you didn’t build 

• Microsoft 365 migrations, Teams/SharePoint restructuring, and Copilot deployment 

• Strategic IT planning facilitated by someone who’s done this across many organizations 

 

A good MSP partner isn’t just a vendor, they’re a strategic advisor who’s seen what works across 
dozens of businesses like yours. The value isn’t just in the tools they manage. It’s in the lessons 
they’ve learned on someone else’s network, so you don’t have to learn them the hard way on yours. 

 

Your Next Steps 

After completing this guide, you should have: 

• A clear picture of your primary departments and the technology that supports them 

• A mapped application landscape with utilization, cost, and integration status captured 

• A list of identified ROI opportunities, organized by effort and impact 

• A starting point for your security roadmap 

• A sense of where external support could accelerate your progress 

 

Bring this completed guide to your next conversation with your IT partner or internal team. It is the 
foundation of a real IT strategy conversation — one grounded in your actual business, not in generic 
best practices. 
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A final thought from Mytech 

The businesses that win over the next decade won’t just be doing IT well. They’ll be using 
it strategically. That shift starts with the executive voice… yours. We’re here to help. 

Mytech Partners, Inc.  |  www.mytech.com 

Minneapolis / St. Paul •  Denver  •  San Antonio  •  Long Beach •  Dallas / Fort Worth 
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