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The Origin of
the Framework



Perhaps you arrived here out of curiosity, restlessness,
or even a desire for a better world.

Whatever the reason, there is a great chance that at some point in
your journey you felt the same sensation that gave rise to CIO Codex:

The feeling that IT could be more than it is today.

Despite all its relevance, technical effort, investments, buzzwords, and
“digital transformation” initiatives, Information Technology is still, in many
organizations, underused, misunderstood, or confined to a tactical role.

It is as if there were an invisible gap between what IT could be
and what it actually has been.

IT needs to transform, and CIO Codex
exists to guide this journey.

This frustration does not choose titles: it affects everyone, from young
professionals at the beginning of their careers to veteran CIOs. From
consultants to advisors. From educators to tech entrepreneurs.

De educadores a empreendedores tech.
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CHAPTER1 THE ORIGIN OF THE FRAMEWORK

A subtie but
persistent chaos

Although technology is present in
everything — from the simplest

operations to the most complex And it was at this point that
strategic decisions — corporate the question that originated
IT still suffers from stigmas, noise, everything emerged:

and a chronic lack of clarity.

({4 H
Many technology professionals What if there were a ”
feel trapped in a maze of clear map for modern IT?

poorly defined expectations. “What if it were possible

They are expected to deliver to structure the role
business impact — but without of technology in a

a common language, without logical, strategic, and
strategic positioning tools, transformational way?”

and without a structure that
organizes this challenge.
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CHAPTER1 THE ORIGIN OF THE FRAMEWORK

From
Restlessngss
to Creation

My name is
Arthur De Santis

“CIO Codex was born
from reflection on IT
over the past decades.”

| worked in large consultancies, | saw million-dollar projects fail
banks, multinational not due to lack of technology
companies, and innovation — but due to lack of alignment
environments. In all of these with the organization’s

experiences, as different as they purpose and vision.
were, one thing was repeated:

The absence of a clear, holistic
vision that connected IT to what

CIO Codex did not emerge
from a PowerPoint deck.

truly matters. It was born from real

| saw brilliant technical experiences, mistakes,

areas being ignored. learning, honest
conversations, sincere

I saw good ClOs being epiphanies, and hundreds

underutilized for not of hours between practice

being able to “speak and reflection.

the board’s language.”
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CHAPTER1 THE ORIGIN OF THE FRAMEWORK

A framework
based on real cycles

ClO Codex formed like a living organism — not as a shelf theory, but as a
model that organizes chaos in a practical and modular way.

Its starting point? Simon Sinek's Golden Circle — Why, How, What —
reinterpreted for the world of strategic IT.

Its structural foundation? Years of observation and systematization
of what truly works in building technology areas that are respected,
strategic, and transformative.

Enterprise Msets & ';api.bﬂ ities Framework _?1 ;z . €0 Codex Asset Framewark
A ~
<~ QG .
e e\
Enterprise Directives / :{f lr X\ X
Framework AT
[rys— [roem— P Tachs pr—— Cl0 Codex Cap; ty Framewark
Business  Intangibles
Enterprise Directives ~ Organizational
Information Technology - New Technology
ClO & C-Level - Accelerators

Why IT is essential How IT can be successful What IT Needs to be ready
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CHAPTER1

THE ORIGIN OF THE FRAMEWORK

CIO

CODEX

An ecosystem,
Nnot just a document

Today, CIO Codex is
more than a framework.

It is an ecosystem in
motion, accessible at

WWWw.ciocodex.com

The complete framework
(if printed, it would

exceed 10,000 pages
of content)

Opinion articles on current
and provocative themes

Recommendations for
relevant market events

Courses recommendations

Discussion forums and
an active community
to co-create, critique,
and evolve collective
thinking

Q Q& ¢
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Because CIO Codex is
not a finished product.
It is the construction of
a moving legacy.

“It is also a personal
journey documented in
the book ‘The Journey
of an IT Framework
and Its Creator’,
which shares the
personal, technical,
and philosophical
background of this
creation — without
romanticism, but with
character.”


http://www.ciocodex.com

CHAPTER1 THE ORIGIN OF THE FRAMEWORK

CIO

CODEX

The 5 fundamenta
orinciples of the Codex

The strength of the CIO Codex lies not only in its modular
structure or its practical applicability.

What truly sets this framework apart is the set of founding principles
that guide its construction, evolution, and application.

These principles are not theoretical embellishments. They are
compasses. They guide conceptual design decisions, language choices,
the depth of each module, and even the expected behavior
of those who apply the framework in the real world.

Aristotelian Thinking and MECE Structure

The Codex is grounded in a classical yet profoundly contemporary
logic: Aristotelian thinking — based on categories, causes, and the
relationships between parts. Its structure is organized according to the
MECE principle (Mutually Exclusive, Collectively Exhaustive), ensuring
clarity, non-overlap, and completeness in every part of the model.

“Nothing is repeated. Everything is connected. And the whole only makes
sense when it is well divided.”

Constructive Convergence
with Market Frameworks

The CIO Codex does not aim to reinvent what already works — it
converges with the main frameworks recognized in the market (such as
ITIL, COBIT, TOGAF, SAFe, DevOps, Agile, ISO, among others), translating
their essence into a clearer, more integrated, and more applicable
language. It is not an antagonist — it is a purpose-driven integrator.

Here, best practices meet — and become useful, accessible, and well organized.
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CHAPTER1 THE ORIGIN OF THE FRAMEWORK

Breadth with Depth

Rather than choosing between being strategic or technical,
the Codex chooses to be both.

From the C-level to the intern, from organizational culture to architecture,
from security to internal branding — the framework covers the entire
IT value cycle, always with sufficient depth to guide real decisions.

A framework that sees the whole, without losing touch with the parts.

Centrality of Human Values and Beliefs

More than technology or processes, the Codex starts from
the assumption that it is people’s values, behaviors, and beliefs
that define the success — or failure — of IT.

For this reason, human themes — culture, ethics, identity, and
communication — sit at the center of the model, not at its margins.

IT is made by people, for people — with technology in the middle, not at the top.

Legacy and Collective Construction of Ideas

More than technology or processes, the Codex starts from a core
assumption: it was designed to evolve alongside those who use it.

It is not an immutable dogma. It is a living body of knowledge,
growing through contributions, critiques, case studies, forums,
and shared learnings from the CIO Codex community.

A framework with the soul of a movement. A legacy under constant construction.

These five principles are more than guidelines —
they are the soul of the CIO Codex Framework.

And it is with this soul — at once analytical and human
— that the journey moves on to the next chapter.

There, you will understand why IT urgently needs
to reclaim its strategic purpose.
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CHAPTER1 THE ORIGIN OF THE FRAMEWORK

It starts here.
't continues with you.

The goal of this e-book is to offer you a new lens
through which to see the role of IT.

And perhaps — who knows — a new lens through
which to see your own role within this ecosystem.

In the following chapters, you will explore:

v v v v

Why IT How it can What it And how all
urgently needs operate with heeds to of this can be
to reconnect consistency, build to applied to your
with the clarity, and sustain the career, your
business impact transformation team, or your
organization.

THE CODEX IS THE MAP.
But from here on, the
journey is yours.
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CHAPTER1 THE ORIGIN OF THE FRAMEWORK

“Knowing technology
isn’t enough. You must
understand where it
fits in the game.”

Reflection questions:

What is Have you What led
the greatest ever felt that you to seek
frustration you lacked a something
you have “mental map” like the CIO
experienced to explain your Codex at this
while working areq, your team, moment?

with technology? or your role?

If you wish to dive even deeper
into this collective construction,
the portal is open.

The book is open as well.

And the full immersion
is the next natural step.

But now... the journey moves forward.

In the next chapter, you will understand why modern
IT needs to reclaim its strategic essence.
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CHAPTER 2 WHY IT IS ESSENTIAL

“Technology is not peripheral. It is the silent
backbone of everything that works — or fails —
in modern organizations.”

In recent years, IT has taken on a more visible role in business
conversations. Board meetings talk about data. Leaders talk about
innovation. The term “digital transformation” has become almost
mandatory in any strategic plan.

But despite this apparent appreciation, a deep disconnect still exists.

In many organizations, IT continues to be seen as a cost center, a problem
solver, or a technical team that operates “on the side” of what truly matters.

As if its role were merely to keep systems running — and not to catalyze
the future of the organization.

This is a dangerous distortion. And perhaps the greatest challenge for
technology today lies precisely here:

IT must live and promote the organization’s purpose.

IT must co-create, drive, and materialize the business vision.

Enterprise Assets & Capabilities Framework
Core Enabling
Product & Service Management Administration & Executive Mgmt.
Commercial & Relationship Finance & Accounting
Operation & Production Legal & Compliance
Communication & Marketing Infrastructure & Facilities
Customer Service & Support Human Resources

Information Technology
ClO & C-Level
‘ Purpose
Vision
Enterprise Directives - Culture
Lo A
Values

(Objectives, Goals & Ambitions)

' E-BOOK | CIO CODEX - THE IT FRAMEWORK

15



CHAPTER 2 WHY IT IS ESSENTIAL

BUSINESS

The organization
as a living system

Before understanding the role of IT, it is necessary to
understand what a company truly is.

Companies are living systems — formed by assets,
capabilities, flows, decisions, and relationships.

They exist to create value. To transform inputs into impact.
To move people, ideas, and resources toward a purpose.

In this context, technology is not a support resource.

It is the connective tissue.
It is what enables scale, intelligence, security, and speed.

IT is not about “systems.”
IT is about how the business exists, learns, and evolves.

When a technology professional understands how the business works,
they become more than technical — they become strategic.

Core Enabling

Product & Service Management Administration & Executive Mgmt.
Commercial & Relationship Finance & Accounting

Operation & Production Legal & Compliance
Communication & Marketing Infrastructure & Facilities
Customer Service & Support Human Resources

Information Technology
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CHAPTER 2 WHY IT IS ESSENTIAL

ClO

CODEX

ENTERPRISE
DIRECTIVES

what guides the whole

If the company is a system, it needs clear directives
to operate with purpose.

In the CIO Codex, these directives are represented
by a strategic pyramid called Enterprise Directives,
composed of six interdependent layers:

PURPOSE
1 Why the organization exists. >
I
2 VISION ;
Where the organization wants to go.
3 CULTURE
How people act and make decisions day to day.
4 VALUES
What is non-negotiable.
5 STRATEGY -
The realistic path to turn vision into action. <
I
RESULTS
6 3

What must be delivered and monitored.

Now pause and reflect: is your IT connected to this pyramid?

Or is it merely concerned with “legacy systems,” “backlog reduction,”
or “infrastructure maintenance”?

Mature IT is the kind that reads this pyramid fluently — and acts
as a silent guardian of culture, vision, and delivery.

@9 E-BOOK | CIO CODEX - THE IT FRAMEWORK 17



CHAPTER 2 WHY IT IS ESSENTIAL

INFORMATION
TECHNOLOGY

The original (and forgotten) role

Customers & Users
Demands i Products &
Capture l & Needs Deliver T Services

Technology Department

Informations
Exchange I Erinpiis

Others Departments / Regulators / Partners & Providers

But over time — and under the pressure to keep the lights on — many IT
areas began to operate in a reactive, bureaucratic, or isolated way.

They became “ticket solvers.” Rule “gatekeepers.”
Or departments that only enter the scene after the most important
decisions have already been made.

This is not the fault of technology; it is the consequence of the absence of
clear purpose, strategic language, and proper positioning.

The CIO Codex exists to reorder this logic.

To remind us that well-applied IT is not an expense —
it is smart investment.
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CHAPTER 2 WHY IT IS ESSENTIAL

ClO & C-LEVEL

The connection that sustains the whole

4 N

And who can make this ClO Codex Role Framework

reconnection happen?
Who has the mission —
andtheresponsibility—
to place technology at
the center of strategy?

Innovator Architect

Orchestrator

Identification of
opportunities, conflict
The CIO- mediation, initiative
< prioritization, strategic >
influence and
harmonization of IT
competencies.

And alongside them,
the entire C-suite
committed to the
organization’s vision,

culture, and results.

Strategist Executive

- /

The modern CIO — and any professional who seeks to play a leading role in
technology — must be able to translate purpose into execution, while also
fostering alliances with other executives.

Strategic IT is not built in isolation.

It is sustained through collaboration among the CIO, CEO, CFO, CMO, CPO,
and all leaders who make up the organization’s decision-making structure.

The CIO is a translator between worlds — between strategy and execution,
between risk and opportunity, between aspiration and reality.

But they are also a connector among leaders, promoting systemic vision,
coherence, and clear direction.

The CIO Codexwas created totrain and support these translators and connectors.
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CHAPTER 2

WHY IT IS ESSENTIAL

“IT begins to operate at
a different level when it
lives the organization’s

purpose and turns its
vision into reality.”

Reflect on your role today:

Is your IT Is there
team involved mutual trust
in building the between
company’s the CIO and
vision, or just other C-level
in execution? leaders?

Now that you understand why
IT must reconnect with what
truly matters,

the next step is to understand:

How it can function effectively.

With structure. With excellence.
Withorganizationalintelligence.

Does your IT
function speak with
strategic clarity, or
is it still viewed as
just a “technical
department”?

In the next chapter, the four fundamental topic
blocks that support a modern, integrated, and
successful IT organization are explored.
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CHAPTER 3 HOW IT CAN BE SUCCESSFUL

“It is not enough to know where you want to go.
You must have the structure to get there — with

consistency, clarity, and real delivery capacity.”

If the previous section was an invitation to reclaim IT's purpose,
this chapter reveals how that purpose can be materialized.

It is not uncommon to find organizations with ambitious ideas, inspiring
narratives, and even budget and good intentions...

Yet they struggle to get projects off the ground. They stall. They become
frustrated with initiatives that promise a lot and deliver very little.

And the reason, almost always, lies in the absence of structure.

/

Business
Innovation

co™ IT Culture

P>
%,
swea|
015n4

1 spaepuels

e
&,
sai8ojopoyiain
‘syiomawely

Intangibles Organizational

j0e®
el

New Tech

Blockchain

Accelerators

\

The operational
excellence of modern
IT depends on four
main pillars.

Four blocks that
sustain performance,
guide decision-
making, and enable
continuous evolution.

In the CIO Codex,
these pillars are
called:

INTANGIBLES
ORGANIZATIONAL
NEW TECH
ACCELERATORS

In the sections that follow, these pillars are explored individually —
inviting reflection on how they impact your personal professional
context, your team, or even your entire organization.
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CHAPTER 3 HOW IT CAN BE SUCCESSFUL

INTANGIBLES

The invisible foundation of maturity

Main components:

A mature IT organization is one that is aware of its identity,
clear about its role, and consistent between discourse and action.

Ignoring intangibles is like trying to drive transformation
with the handbrake pulled.
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CHAPTER 3 HOW IT CAN BE SUCCESSFUL

ORGANIZATIONAL

How IT is structured to deliver

The second block addresses IT's

organizational structure, that is, how

teams are formed, integrated, and guided

to generate value on a continuous basis. gt

Main components:

Here, IT stops being a mere executor of demands and becomes
a construction partner. It moves away from operating in technical
silos and begins to function as a living platform of capabilities.

The secret is not in copying well-known models — but in
intelligently adapting what truly makes sense for your context.
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CHAPTER 3 HOW IT CAN BE SUCCESSFUL

NEW TECH

Technology that enables

Here, we finally arrive at the “technology” part of
the structure. But a word of caution is heeded:
technology is neither the starting point nor the end

goal, it is the means to achieve business objectives. £ ff
- <
K8 : &
, ) . %, ¢ g °F
This block addresses emerging technologies % g >

and the architectures that enable ITto scale, _q,, o
accelerate, and protect the business.

omﬁ“ﬁag %, %, ‘l::_. £ e

Main components:

Ege pR
hain
Computing Blocke

me‘:ltrfty

The question is not “which technology is trending?”
It is: which technology enables my strategy, improves the experience,
and expands the organization’s ability to deliver value?

The CIO Codex helps you reflect on the strategic role of
technology — not just its implementation.
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CHAPTER 3 HOW IT CAN BE SUCCESSFUL

ACCELERATORS

The ecosystem that amplifies

Finally, this block addresses
external levers — everything that a, A
can accelerate IT maturity,aslong

as it is well integrated with the ' '
internal reality.

o

......
Urjy

Main components:

8 spiepuels
SyIoM3Wely

ATTENTION!
Accelerating without direction only gets you to the wrong place faster.

The CIO Codex shows how to fit these accelerators together with clarity,
purpose, and structural synergy.
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CHAPTER 3 HOW IT CAN BE SUCCESSFUL

“Success in IT goes far
beyond technology.

It comes from culture, structure,
and vision aligned around
a clear purpose.”

Reflect:

Is your Which of Are you able,
IT function these pillars today, to deliver an
structured are strong? objective diagnosis
across these Which are and define clear
four blocks? fragile? evolution plans?

On the www.ciocodex.com portal, you'll find exclusive
materials designed to help you assess, prioritize, and plan
your IT structure — within the reality of your own context.

Now that you understand how
IT can operate with excellence,
only one step remains:

to understand what it needs
to have in place to sustain
all of this.

In the next chapter, the foundational base of the
framework is explored:

assets, competencies, the complete reference model,
and the activation model of the entire framework - the
invisible foundation that differentiates a promising IT
organization from a truly transformative one.
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CHAPTER 4 WHAT IT NEEDS TO BE READY

The beauty of structure

INnside the invisible
architecture of modern IT

Inspiring, mobilizing, and pointing the way — all of this is important.
But without structure, it is only discourse.

“Over many years, countless transformation efforts have failed not
because of a lack of talent or technology, but due to the absence

of a coherent and consistent foundation. That is why the CIO Codex
dedicates a specific layer to answering, with precision:

what IT needs to have, architecturally, to be ready for the future.”

\
ClO Codex Asset Framework
Intangibles
Operating Model
Human
Business Partnership
Soluti
Te‘-:hnol - Engineerin, g iy
Visionin| g TR Excellence
Exploration
CIO Codex Capability Framework
/
é H
Without structure,

intention becomes
frustration. It’s
time to build a
solid foundation for
transformation.”

29
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CHAPTER 4 WHAT IT NEEDS TO BE READY

sy IT ASSETS

cobEx The tangible and intangible
foundation of technology

The CIO Codex organizes technology assets in a progressive mannetr,
from the most concrete to the most abstract. This layered structure
enables leaders to understand not only what they have, but how each
asset connects to and influences the others — forming an integrated
foundation for innovation, reliability, and performance.

Asset layers in the CIO Codex Asset Framework:

Intangibles
Values, behaviors, brand, and culture — what shapes IT's
identity and determines its internal legitimacy.

Operating Model
People as critical assets: skills, talents, culture, leadership,
and capacity for transformation.

Human
People as critical assets — skills, talent, culture,
leadership, and transformation capacity.

Cybersecurity
The transversal security layer, protecting infrastructure, data,
and operations against growing threats.

Architectures, Platforms,

Applications & New Tech Solutions

Architectures, applications, and technology solutions designed
to deliver business value with flexibility and efficiency.

On-Premises & Cloud Infrastructure
Physical and virtual resources — servers, networks, data
centers, and cloud — that sustain IT operations.

“Reliable technology starts with solid
assets. Transformation begins with
what IT owns and safeguards.”

@9 E-BOOK | CIO CODEX - THE IT FRAMEWORK
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CHAPTER 4 WHAT IT NEEDS TO BE READY

sy IT CAPABILITIES

CODEX"  The capabilities that enable it to
operate, evolve, and deliver

More than simply “knowing how to do,” a Capability represents the systemic
and consistent ability to deliver value. It is composed of people, processes,
technology, knowledge, and management — and must be fully aligned with the

organization'’s strategy.

The CIO Codex Capability Framework structures this vision into seven major
layers, each with its macro capabilities and dozens of interconnected capabilities.

The seven layers of IT organizational capabilities:

Business Partnership
The strategic interface with the business. Encompasses digital strategy
management, solution co-creation, and demand governance.

Technology Solution Engineering Service
Visioning Focused on solution engineering. From Excellence
Exceléncia na conception to application support and Excellence in IT

entrega de servicos evolution, including development, service delivery.
de Tl. Abrange testing, and DevSecOps. Encompasses
operagao técnica, technical
confiabilidade, operations,

service desk, New Tech Exploration reliability, service
catalogo e Research and deployment of emerging desk, service
transi¢cdo de technologies. Encompasses Al, ML, RPA, catalog, and

servigos. Cloud, Data & Analytics, and more. service transition.

Cybersecurity

Security in depth. Strategy, architecture, prevention, data protection,
and incident response.

IT Transformation
Governance, strategy, finance, people, vendors, and continuous improvement.
The layer that orchestrates IT's evolution.

“Capabilities go beyond know-how —
they represent the consistent ability
to deliver value every day.”
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WHAT IT NEEDS TO BE READY

ClO

CODEX

IT REFERENCE MODEL

A complete model to assess,

prioritize, and evolve IT

The CIO Codex Reference Model
organizes everything IT needs to
have and know how to do into
an integrated, visual, applicable,
and scalable reference model.

More than a conceptual map, it
is a platform for consultation,
diagnosis, and planning, ideal
for leaders who want to
transform their IT organizations
with clarity, method, and
consistency.

Business Evolution

- Business Disruption
Business
2 Digital Strategy Mgmt Business Demand & Lean Portfolio Mgmt. Business Immersion
Partnershlp Business Co-creation & Design Thinking Investment Planning Business Service Level Mgmt.
Application Ownership Solution Development

Technology pplcaton supportignt. U esin Change g

] Application Sustain Mgt Solution Analyze Release Mgmt.
Visioning Application Evolution mgmt.  Solution Design

Application Lifecycle Mgmt. Composability Design

Test Design

Enterprise Architecture Event & Monitoring Mgmt.

Deployment Design

i Coding Performance Mgmt.
Enterprise Arch. Strategy Solution Test Execution & Automation Availability Mgmt,
Enterprise Arch. Planning & Governance Engineering Developer Autonomy & DevsecOps

Arch. Framework & Standards Mgmt.
Technology Trends & Market Monitoring
Technology PoC Mgmt

Technology Lifecycle Governance
Architecture Design

Architecture Implementation
Architecture Support

Architecture Solution Review
Architecture Academy

AP & Services Mgnnt.

Project Office Service Desk Mgmt.
Request Mgmt.
Project Plann., Sched. & Cxecution Mgmt. Demand Mgt

Agile Pl & RT Mgmt.

Data & Analytics

Service Transition

Service Reliability

Service Offering

On-premises &
Cloud Technical Operation

Layers

Hierarchical organization of
capabilities across seven major
layers, connecting technical
structure to value delive

Macro Capabilities
Logical groupings of
competencies, such as
Enterprise Architecture,
Solution Development, IT
Strategy, and others.

Individual
Capabilities

120 detailed capabilities,
each including:
Description

Concepts and
Characteristics

Purpose and Objectives
Implementation

Business Running

Deployment Mgmt.

Capacity Mgmt.
Incident & Crisis Mgmt.
Problem Mgmt.

Service Knowledge Mgmt.
User Access Mgmt.
Service Catalogue Mgmt.

New Tech Data Structure & Governace. é:f:fcj ,\C,,Z:si:?mn s
: Roadmap
Innovation Methodology EXP|°r3t|°" Belaany senhl On-prem & Cloud Platf. Support Service
Data Modelling & Insights On-prem & Cloud Platf, Lifecycle Mgnt. H
Technology Innovation Mgmt. Organizational Agillity Mgmt. On-prem & Cloud Platf. Operation Mgnt. Excellence M a r ket Best p ra Ct | Ces

Prototyping & Incubation
Intellectual Property Mgmt.

Agile Maturity Mgmt.
Agile Coaching

Training & Fducation

Tools & Platforms Mgmt
Others Methodologies Mgmt

AI&ML RPA Bots Etc. Cloud

Ecosystem Collaboration
Hackathon Organization
Business Mode! Innovation

Opportunity Evaluation
Model Implementation

Model Curation & Improvement
Optimization, Scale & Governance

Cloud Strategy
Cloud Planning & Governance
Cloud Design & Migration
Cloud Optimization & Scale

Network & Comm Memt.
Data Center Mgmt.

Definition & Management Planning & Running

0 Cybersecurity Strategy Incident & Crisis Response Vulnerabilities

Cybersecurity Cybersecurity Governance Information & Data Protection Access & Authorization

Cybersecurity Architecture Infra & Application Security Certificates

IT Strategy IT Governance
: IT Strategy Mgrmt. IT Data, Indicators & Dashboards MgmL. IT Portfolio Office Mgrmt.
IT Transformation T Vision, Purpose, Drivers & Values Mgmt. IT Continuous Improv. Performance Mgmt. 1T Quality Mgmt.
IT Market Analysis & Benchmarking IT Collaboration & Knowledge Mgmt. IT Regulatory & Compliance Mgmt
IT Finance IT Vendor IT People

Business Charging & Billing MgmL. IT Supply Strategy Organization Mgmt. Talent Attraction & Retention Mgmt.

IT Budgel Mg
IT Finance Performance Mgmt.

1T Supply Mgmt.
T Contract & Suppliers Mgt

People Engagement Mgmt.
People Rewards & Recognition Mg,

People Learning Mgl
People Compensation & Benelits Mgmt.

CIo
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Middleware & Tools Operation Mgml.
Processing Environments Mgrmt.
End User Computing & Workplace Mgt

Service Continuity & DR Mgmt.

Current Challenges
Future Trends
Common KPIs

OKR Examples
Maturity Assessment
Criteria

Convergence with
Market Frameworks
Processes and Activities

Operation

IT Communication Mgm.
IT Productivity Mgmt.
IT Risk Mgt

People Onboarding Mgmt.
Peaple Performance Mgmt.
People Career Lifecycle Mgmt.
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CHAPTER 4

WHAT IT NEEDS TO BE READY

Introduction
and Description
Each capability
begins with a clear
and objective
overview: what it
is, what it is for, and
its role within the
context of modern
IT. It works as an
“executive technical
brief”, ideal for quick
reference or as a
starting point for
deeper study.

Concepts and
Characteristics
This section presents
the foundational ideas
— theories, principles,
and approaches
that support
the capability’s
logic, whether
organizational,
technical, or
behavioral in nature.
It forms the
conceptual backbone
of the practice.

Purpose and
Objectives
Here, the contribution
of the capability to
both the business and
technology is discussed.
It highlights its impact
on results, innovation,
efficiency, security,
and the sustainability
of technical assets
(such as infrastructure,
applications, and the
operating model).

Implementation
Roadmap
With a strong focus
on practicality, each
capability includes
guidance on how
to initiate, develop,
and consolidate its
adoption. Critical
stages, success
factors, and paths for
gradual or accelerated
implementation are
addressed.

Market Best
Practices
A curated set
of strategies,
frameworks,
and case studies
validated across
different industries.
This section helps
readers avoid
common pitfalls
and learn from
proven, successful

Current
Challenges
What are the main
barriers to adopting
this capability today?
This section
explores real-world
challenges such
as resistance to
change, lack of
resources, cultural
friction, or technical
gaps — along with
initial mitigation

Future
Trends
Capabilities
are not static —
and the model
acknowledges this.
This section outlines
the most likely
evolutions of the
capability, emerging
trends, and how it
may be impacted by
new technologies or

Common KPIs
Presents the key
performance
indicators (KPIs)
that can be used
to measure the
effectiveness of the
capability, with a
focus on practical
outcomes.

These indicators

are adaptable, yet
aligned with modern
IT and management

models. suggestions. market demands. best practices.

OKR Maturity Convergence Processes
Examples AssessmentCriteria | with Market and Activities
Suggested Each capability includes | Frameworks

Objectives and
Key Results (OKRs)
that organizations
can adapt to their
own reality. These
are real, strategic,
and actionable
examples that
connect capability
management to
tangible goals.

a maturity model
inspired by CMMI, with
five levels:
Nonexistent, Initial,
Defined, Managed, and
Optimized.

This component is
essential for enabling
diagnostics, internal
benchmarking,

and progressive IT
evolution.

@9 E-BOOK | CIO CODEX - THE IT FRAMEWORK

Another key differentiator
of the CIO Codex: it shows
how each capability
connects with widely
recognized frameworks
and models such as ITIL,
COBIT, TOGAF, SAFe, PM],
among others.

This promotes integration
rather than replacement,
expanding practical
applicability.

This is the operational
stage of the model.
Each capability is
detailed through
processes (PDCA)
and, when necessary,
activities (BPMN), with
clearly defined roles
and responsibilities
using RACI and DARE
matrices.
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CHAPTER 4 WHAT IT NEEDS TO BE READY

IT FRAMEWORK
Cl0) ACTIVATION

From Concept to Practice: The
ClO Codex Framework in Action

The CIO Codex reveals its true value only when it stops being merely a
conceptual reference and starts guiding concrete actions. Activation
shows how the model can support individuals, teams, organizations, and
ecosystems, turning intention into results.

Activation dimensions in the CIO Codex Framework:

Career Team Evolution Enterprise Ecosystem
Development Planning Strategy Knowledge
Enablement Atool to build Integration Engagement
A guide for . IT as a central Activation beyond
) and evolve high- e
professional rf part of corporate the organization,
evolution, mapping pe ‘ormanc.e- teams, strategy, connecting
competencies, aligned with the delivering value communities,
gaps, and growth business and future- and driving partners, and
opportunities. ready technology. innovation. universities.

Framework Operational Guidance
Governance, metrics, and continuous improvement to sustain
a living, relevant framework.

“A framework only comes to life when
it is activated. It is through practice
that it transforms careers, teams,
organizations, and ecosystems.”

@9 E-BOOK | CIO CODEX - THE IT FRAMEWORK 34



CHAPTER 4 WHAT IT NEEDS TO BE READY

“A reference model frees IT
from improvisation, providing
clarity to evolve and
discipline to deliver.”

A model that balances
depth and applicability.

The CIO Codex Framework is ideal for:

Diagnose the current maturity Drive business alignment
level of your IT organization and team engagement

Plan evolution by strategic Measure results using
blocks or critical capabilities applicable KPIs and OKRs

Benchmark against best Adopt market frameworks
practices and reference standards without overlap

In the next chapter, the journey in
this material comes to an end, but it begins within you.
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You and

your company
ready for

the future



And with this new awareness, an inevitable question arises:
So now — what will you do with all of this?
This chapter is an invitation. Not just to reflect, but to act.

+/ Early-career professionals
and students in IT & business

+ IT professionals in transition
seeking growth and evolution

/' IT professionals aspiring to
become ClOs

v/ ClOs looking to stay current
and relevant

+ Non-IT executives who
need to understand IT

+ HR and organizational
development managers

+/ Educators, mentors, and
content creators in technology

+/ Consultants seeking to
expand their service offerings

+/ Startup leaders and
technology entrepreneurs

+/ Board advisors and
strategic investors

' E-BOOK | CIO CODEX - THE IT FRAMEWORK




CHAPTER S YOU AND YOUR COMPANY READY FOR THE FUTURE

Application in
your career

The CIO Codex can be the map
that was missing for your next
professional move.

Whether you are just starting
out, in transition, or already in a
leadership role, the framework
works as a compass for clarity
and positioning.

You can leverage the Codex to:

Assess your
0 technical,behavioral,

- opportunities aligned
and strategic L =

0 Identify development
with market trends

capabilities

Develop a .

professional narrative Prepare for promotions,
0 aligned with modern 0 strategic repositioning,

IT challenges or career reinvention

“Great careers are built with

clear direction — never by
luck or improvisation.”
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CHAPTER S YOU AND YOUR COMPANY READY FOR THE FUTURE

Applying the

framework in
your team or

it area

For those who lead IT teams
or functions, the CIO Codex is
a powerful tool for diagnosis,
planning, and managing
evolution.

With it, you can:

Assess the maturity level Design development
0 of your current structure 0 plans structured by
strategic blocks
Identify the (Why, How, What)

0 capabilities that
require reinforcement

Elevate IT's
Align culture, structure, 0 positioning with
0 and technology to the the board and key
business vision stakeholders

“Transforming an IT organization
without a model is like climbing a

mountain in the dark — the CIO Codex
illuminates the path forward.”
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CHAPTER S

YOU AND YOUR COMPANY READY FOR THE FUTURE

CIO
covex

Organizational
and ecosystem
application

The CIO Codex can also be
applied at an institutional,
interorganizational, or
educational level, across
multiple application formats:

Design and drive digital

0 transformation projects 0
with a strong, proven
foundation
Building strategic
0 technology planning 0
programs

Consulting and mentoring

0 powered by clear,
actionable maturity 0

models

Framework application
across startups,
scale-ups, and
corporate ventures

Empowering boards,
investors, and advisors
across digital ecosystems

Developing content,
educational tracks, and
workshops grounded in a
robust foundation

“As IT becomes increasingly

transversal, it requires a unifying
vision — without oversimplification.”

E-BOOK | CIO CODEX - THE IT FRAMEWORK
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CHAPTER S YOU AND YOUR COMPANY READY FOR THE FUTURE

YOU’'RE NOT ALONE
ON THIS JOURNEY

The CIO Codex is not just a framework — it is a living,
/ collaborative, and constantly evolving ecosystem,
created to support professionals and organizations
at every stage of digital transformation.

On the portal, you will find the complete framework, with thousands
of interconnected pages, as well as articles, trends, analyses, and
curated recommendations for courses and events. Everything is

designed for those who want to build, lead, and transform IT.

Beyond open content, the portal also offers concrete pathways to
accelerate your transformation journey.

v Full access
ClIO CODEX PREMIUM to the

detailed
framework

Get exclusive access to the full

framework, premium content, v Continuous
. . updates with new
in-depth analyses, strategic insights and best

mMaps, continuous updates, and practices
a community fully coommitted N ———
to the evolution of IT. and exclusive

analyses delivered
~ straight to your inbox

v An active
community for
AND BEST OF ALL: sharing experiences
you can accessit | ” ' e, NN and perspectives
right now g™ 7T S v Anideal

on the portal. N foundation for
www.ciocodex.com IT FRAMEWORK continuous

COMPLETE ACCESS TO THE FRAMEWORK, professional growth
EXCLUSIVE ARTICLES, AND THE COMMUNITY

PREMIUM
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CIO CODEX BOOK

More than 20 years of IT practice
distilled into a single book that il
shows, in practical terms, . |T FRAMEWORK

WORK
A DE UM FRAME
A JonNAgL OGIA E SEU CRIADOR

how to structure and evolve
technology organizations
using the CIO Codex. B e Mo,

T
sl FRAMEW Gy
B Ty FRAMEWORK 4 W,
RTHUF

HHOAMIINTZIA LI THL
|

E THEIT FRAMEWORK Anriu

v v \ v v

A practical Real Written An essential Inspiration
guide to cases of by the guide for for those
structuring transformation, creator leaders, who seek
and evolving it  innovation, of the professionals, to leave a
organizations and governance framework  and consultants legacy in IT

Cl1O CODEX FELLOWSHIP

A learning community
for IT leaders who want to
discuss real challenges,

build practical solutions, and T ANEWERK

A LEARNING COMMUNITY

turn technology into value T P TREhoLoet
through a collective model FELLOWSHIP

for developing ideas.

v v \2 v \2

Exclusive Collective and Coauthorship of Annual CIO Opportunity to
sessions with  continuous executive papers Codex Premium publish as a

technology evolution of and e-books subscriptionand  columnist on the CIO
leaders and the CIO Codex created after a copy of the Codex Portal and
executives Framework each session CIO Codex book professional authority
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YOUR NEXT STEP
STARTS NOW

With the CIO Codex Framework, you have explored the why, the how,
and the what of modern IT. But understanding is only the starting point.
True transformation begins when knowledge is converted into action.

The CIO Codex is not a compendium of concepts or best practices —
it is a living structure, designed to generate real impact. It connects
vision, strategy, and execution in a continuous cycle of evolution.

Every professional, every team, every organization can activate it
according to their context, challenges, and ambitions.

It is this activation that turns theory into practice, intention into results,
and potential into legacy. Whether to accelerate your career, strengthen
your team, reposition your IT function, or inspire an entire ecosystem,
the CIO Codex offers clarity, direction, and purpose.

For this reason, this chapter is not an ending — it is an invitation. An
invitation to act with discipline, apply with consistency, and lead with
awareness. Because IT can no longer be just a support function: it must
be a protagonist.

The next step is not in the

framework. It's in you.

“CIO Codex Framework: Where Vision,
Strategy, and Action Become Results”




THANK YOU FOR
COMING THIS
FAR WITH US.

The CIO Codex hopes this material has
been useful, thought-provoking, and above all,
that it has sparked your interest in continuing
to evolve and transform technology into value.

This journey continues on the CIO Codex portal
and within the CIO Codex community.

www.ciocodex.com

@ciocodex
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