
A  P R A C T I C A L  G U I D E  F O R  B U S I N E S S  L E A D E R S  

IT Is All About 

Alignment 

How to build a common language between business leadership and IT, create 
a check-in rhythm that works, and stop leaving value on the table. 

 

 

See Clearly. Act with Confidence. 
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Why This Guide Exists 

There is a conversation happening in businesses all over the country, and it almost never 

goes well. 

On one side, the business owner or senior leader. They know exactly where the company 

needs to go. They are making decisions every day about growth, cost, risk, and opportunity. 

They just need IT to keep up. 

On the other side, the IT team or IT manager. They are keeping systems running, fighting 

fires, managing vendors, and trying to do the right thing with limited time, limited budget, and 

often limited visibility into what the business actually needs from them next week. 

The frustration is real on both sides. The business leader feels like IT speaks a different 

language and never quite delivers what was asked for. The IT team feels like the goalposts 

move constantly and nobody tells them what actually matters. Both are usually right. 

The problem is rarely competence. It is almost always alignment. 

That is what this guide is here to fix. 

By the end of it, you will have a clear structure for how to build a regular conversation 

between business leadership and IT, a shared vocabulary that makes those conversations 

actually useful, and a practical first step you can take this week. 

The Gap Nobody Talks About 

Most businesses do not have an IT problem. They have an alignment problem. 

The gap opens up quietly. A business decision gets made without anyone checking what it 

means for systems or security. An IT upgrade gets prioritised without anyone confirming it 

actually maps to a business need. A vendor gets brought in because someone heard it was 

good, not because it solves a specific problem. 

Before long, IT is reacting instead of planning. Leadership is frustrated that IT seems to be 

always catching up. The IT team is exhausted from being pulled in every direction and never 

quite getting ahead of it. 

The outcome is the same every time: money spent in the wrong places, risks left 

unmanaged, and two teams in the same organisation pointing in different directions. 

What does good look like here? It looks like a business leader who understands what IT 

needs to deliver a specific outcome, and an IT team that understands what the business is 

trying to achieve and why. Not perfect. Not frictionless. But aligned. 

The good news is that alignment is not complicated to build. It just needs structure and 

consistency. And it starts with a single meeting done right. 

What Is a Same Page Meeting? 
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The Same Page Meeting is borrowed from the EOS Traction framework, an operating model 

used by thousands of businesses to get better clarity, better accountability, and better results 

from their teams. 

The concept is simple. Two people, or two sides of a conversation, who need to work well 

together but often find themselves operating from completely different assumptions sit down 

and get honest. Not to assign blame. Not to run through a list of tickets. To make sure they 

are genuinely working from the same picture of reality. 

In the context of IT and business leadership, this is the meeting where you ask the questions 

that usually get skipped. What are the top business priorities right now? What is IT actually 

focused on this month? Where are the gaps? What is working and what is not? What do we 

each need from the other to move forward? 

It is not a status update. It is not a performance review. It is a structured, honest 

conversation designed to close the gap between what the business needs and what IT is 

delivering. 

 

The core principle 

Issues left unspoken become assumptions. Assumptions become expensive. The 
Same Page Meeting is the antidote. 

 

Done well, this meeting becomes the foundation of a working relationship where both sides 

feel heard, both sides feel accountable, and the business gets more from its technology 

investment as a result. 

How to Build Your Same Page Meeting 

The structure matters. Without it, these conversations drift into complaints, status updates, 

or awkward silences. Here is what works. 

Who should be in the room 

Keep it small. The business owner or a senior decision maker on one side. The IT manager 

or head of IT on the other. If you use an external IT partner, include them. Three people is 

fine. Eight people is a different meeting entirely. 

How often and how long 

Monthly is the right cadence to start. Enough time between meetings for actions to land, not 

so much time that issues fester. Set ninety minutes aside. You may not always need it, but 

you want the space. 

What to prepare in advance 
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Both sides come with three things. First, their view of the top business or IT priorities for the 

next thirty days. Second, any issues or concerns they have been sitting on. Third, a quick 

read of the actions agreed at the last meeting. 

That is all. No lengthy reports. No slide decks. Just enough to make the conversation 

informed rather than reactive. 

The agenda that actually works 

Business priorities first. Always. Start with what the business needs to achieve in the next 

quarter and the next month. Only then look at what IT is doing through that lens. This single 

discipline changes the conversation completely. 

 

• Open with context: what is happening in the business right now that IT needs to know 
about? 

• Review the IT picture: what is the team focused on, and does it match business 
priority? 

• Surface issues: what is not working, what is slowing things down, what are we 
worried about? 

• Agree actions: who does what, by when, and how will we know it is done? 

• Close with a check-in: is there anything we have not said that we should have? 

 

That last question is the most important one on the list. It is the one that surfaces the real 

issues. 

How to leave with clarity 

Every meeting ends with a short written summary. Actions, owners, deadlines. Three lines if 

that is all it takes. The discipline of writing it down is what turns good conversations into 

actual movement. 

Building the Check-In Rhythm 

One meeting fixes nothing on its own. The value comes from consistency. Here is the 

rhythm that works. 

Monthly: The Same Page Meeting 

This is the core of the model. Run it every month, same day, same format. Keep the agenda 

simple. Focus on business priorities, IT delivery, and issues. Build the habit before you add 

complexity. 

Quarterly: The bigger picture 

Every three months, zoom out. Look at what IT has delivered against the commitments 

made. Review the road map. Ask whether the technology posture of the business has 

improved or not, and why. Look at the scorecard together and have an honest conversation 

about the numbers. 
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This is also the right time to review cybersecurity and governance. Not a deep technical 

audit, but a plain English check: are we better protected than we were three months ago? 

Are there risks on the list we have not addressed? What needs to move up the priority 

order? 

Annual: Direction, not just delivery 

Once a year, step further back. Where does the business need to be in twelve months? 

What does IT need to look like to get it there? What investments need to be made? What 

has been deferred too long? 

This is the conversation where the IT road map connects properly to the business strategy. 

Without it, IT perpetually operates in catch-up mode. 

The scorecard: your common reference point 

Across all three levels of conversation, a simple scorecard keeps both sides honest. Not a 

wall of metrics. A handful of meaningful indicators: system availability, security posture, open 

issues, project status, and anything else that matters to this specific business. 

The scorecard is not a performance tool. It is a communication tool. It gives both sides a 

shared picture of reality before the conversation starts. 

The Common Language Problem 

Here is something that does not get said enough. IT and business leadership often struggle 

to communicate not because they disagree, but because they are using completely different 

words to describe the same things. 

The IT manager talks about patching cycles, endpoint protection, and backup recovery time 

objectives. The business owner talks about keeping customer data safe, not losing a day of 

work to a system failure, and not ending up in the news for the wrong reasons. They want 

the same outcome. They just cannot hear it in each other's language. 

The Same Page Meeting works best when both sides build a shared vocabulary over time. A 

small set of terms that mean the same thing to everyone in the room. 

 

• Road map: the agreed plan of what IT will focus on over the next six to twelve 
months, ranked by business priority 

• Baseline: the minimum standard of security and governance the business has 
committed to maintaining 

• Posture: a plain English description of how well protected the business is right now 
and what the gaps are 

• Scorecard: the short list of measures that tell both sides whether things are improving 
or not 
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If your IT team cannot explain any of these in plain English, that is the first item for the next 

Same Page Meeting. Not as a criticism. As a task: let us agree what these words mean for 

our business, in terms we can both use. 

What This Looks Like In the Wild 

A professional services firm with around sixty staff had a competent IT manager who had 

been with the business for seven years. He knew the systems inside out. The partners 

trusted him. But every quarter, the same complaints came up in the management meeting: 

IT projects were running over budget, nobody seemed to know what IT was actually 

spending money on, and the business had just been through a cybersecurity review that 

flagged twelve unresolved issues from the previous year. 

The IT manager was not lazy. He was buried. He was managing day-to-day support for sixty 

people, dealing with a vendor renewal that had ballooned in complexity, and trying to close 

out a server migration with no additional resource. The security issues were real but they 

kept getting pushed because there was always something more urgent. 

Nobody had ever sat down with him and said: here are the three things the business needs 

from IT this quarter, in this order. And nobody had ever asked him: what do you need from 

the business to do your job properly? 

A Same Page Meeting structure was put in place. Monthly, ninety minutes, the managing 

partner and the IT manager. A simple scorecard. A road map built around the four priorities 

the partners had actually agreed on. The twelve unresolved security issues went onto the 

road map with clear owners and deadlines. 

Six months later, eight of the twelve issues were closed. The quarterly management meeting 

stopped producing IT complaints because the IT manager was now in the room a month 

before the complaints would have formed, addressing them before they became a 

grievance. 

Nothing changed about the IT manager's ability. What changed was the conversation around 

him. 

When Alignment Is Not the Only Problem 

Alignment solves a lot. But sometimes, when you sit down and have the honest 

conversation, you discover something else: the team does not have the capacity to deliver 

what the business actually needs, even when everyone is pointing in the same direction. 

This is not a failing. It is a reality that most small IT teams face. 

A team of two or three people is expected to keep the infrastructure running, manage the 

helpdesk, handle cybersecurity, maintain compliance, drive the road map, and stay on top of 

a threat landscape that changes every week. That is not a job. That is four jobs. 
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Three things consistently come up in road map conversations as the areas where small 

teams struggle most, not because they lack skill, but because these areas require depth, 

tooling, and consistent time that a small team cannot reliably provide. 

The first is structured IT governance. Policies, documentation, compliance, vendor 

management. Important work, but it is the first thing that gets parked when the helpdesk is 

busy. 

The second is proper service management. A consistent, documented approach to how IT 

services are delivered, measured, and improved. Most small teams have some version of 

this, but very few have the time to build and maintain it properly. 

The third is 24/7 cybersecurity protection. This is the one that keeps business owners 

awake. Threats do not work business hours. A monitored, managed security layer that can 

detect and respond at any hour is beyond what most internal teams can construct or sustain 

on their own. 

This is where Co-Managed IT Services fill the gap. The model is straightforward: your 

internal team stays in place, continues to own the relationship and the day-to-day knowledge 

of the business, and is supported by a specialist partner who provides the governance 

framework, the service management layer, and the round-the-clock security capability that 

would otherwise be out of reach. 

It is not about replacing your IT team. It is about giving them the depth they need to do the 

job properly, and giving the business the confidence that the things they cannot see are 

being looked after. 

 

What does good look like? 

Your IT team focused on what they are best at, backed by specialist capability in the 
areas that demand it. Governance, service management, and cybersecurity running to 
a consistent standard. A road map that moves. A business that can grow without IT 
becoming the constraint. 

 

Getting Started 

The next step does not need to be complicated. 

Book the first Same Page Meeting. This week, if you can. Pick the right two people. Set 

ninety minutes aside. Use the agenda from Section 4. Come prepared with your three 

priorities and any issues you have been sitting on. Ask the other side to do the same. 

That is it. Everything else follows from that first conversation. 

Once you have run two or three of them, the format will settle into something that works for 

your business. Add the scorecard when it feels right. Move to the quarterly review when the 

monthly rhythm is established. The annual road map conversation will happen naturally once 

both sides have built the habit of talking properly. 
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And if, once you are aligned on where you are and where you need to get to, the honest 

answer is that your current team does not have the capacity to close the gap alone, that is 

not a problem. That is a decision. And a decision, made clearly and calmly, is always easier 

to act on than a frustration that has been building for six months. 

Start the conversation. The rest follows. 

 

 

 

Quick Reference: Same Page Meeting Agenda 

Use this as a starting point. Copy it, adapt it, and make it your own. 

 

Agenda Item What to Cover Time 

Business context What is happening in the business this month that 
IT needs to know about? Decisions made, 
changes coming, priorities shifting. 

15 mins 

IT priorities review What is IT focused on? Does it match the business 
priorities? What is on track and what is not? 

20 mins 

Issues and concerns What is not working? What are we worried about? 
No blame. Just honesty. 

20 mins 

Road map check Are we on track against the agreed road map? 
Does anything need to move up or down the list? 

15 mins 

Actions and owners What do we each agree to do before the next 
meeting? Written down. Named. Dated. 

10 mins 

Final check-in Is there anything we have not said that we should 
have? 

10 mins 

 

 

 

About This Guide 

This guide was written for business owners and senior leaders who want a better 

relationship with their IT function and a clearer path from where they are to where they need 

to be. It draws on over two decades of experience working with businesses of all sizes 

across IT services, cybersecurity, and technology governance. 

If you would like to talk through what alignment looks like in your business, or explore how 

Co-Managed IT Services could support your team, the conversation starts with a single 

question: what does good look like for you? 

 


