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The CIO’s Dilemma: Transforming IT when the Foundation
Is Not Ready
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THE FRENCH FRIES TOOK DOWN THE DATA CANER:
A TALE OF ORGANIZATIONIL IMMATURITY

Digital and IT transformation continues to rank at the top of executive priorities. But
for many CIOs, the real challenge is not the technology itself. It is the culture, the
governance, the maturity of the management team, and the unrealistic expectations
placed on IT.

The story is familiar to many ClOs. A company wants a modern IT landscape, able to
Run, Protect and Grow the Business. Dreaming about global SAP instances,
harmonized processes, stronger cybersecurity, and a unified digital backbone. And
they want it fast, ideally in a single transformation wave. But behind the ambition
often lies a reality that tells a very different story.

1. Case Study: When french fries took down the data center
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Once upon a time, a major European company hired a new CIO with a bold mission:
replicate the IT maturity of a best-in-class Enterprise.

On paper, the roadmap looked beautifully simple: one SAP instance across all
business lines, a data center “ready” for 6,000 users, and a full transformation
delivered in just 18 months.

Reality, however, had not read the plan.

The data center crashed every time the kitchen cooked French fries, literally
Each country proudly followed its own processes, none of which matched
Governance was so unclear that no one could say who owned what
Thousands of local applications thrived in the wild, completely unsupervised
Management's commitment to IT investment shifted daily, like a weather
forecast

This was not an IT problem. This was an organizational maturity problem.

2. The ClIO’s Real Challenge and How transformations can fail

Many organizations underestimate the level of maturity required to succeed in
digital transformation. IT is often treated as a technical service provider rather than a
strategic function. Business teams expect speed and innovation but resist
standardization. Leaders want ROl but avoid the governance needed to achieve it.
The result is a widening gap between ambition and reality.

Digital transformation fails not because of technology, but because the organization
has not built:

- A shared understanding of processes

- A clear governance and decision model

- Business ownership of change

- A disciplined approach to managing complexity
- A culture that recognizes IT as a strategic asset

When these elements are missing, even the best digital solutions cannot deliver
value.

3. How EarthTone Helps ClOs Navigate This Complexity
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EarthTone helps digital and IT organizations face this maturity gap with clarity and
structure. Our approach focuses as much on people and governance as it does on
technology. We help teams diagnose where they stand today, identify what is
missing, and build a realistic, phased roadmap to move forward.

We start by assessing the true level of IT and business maturity. We then put in place
the governance models needed to make decisions and sustain progress. We work
with business leaders so they take ownership of processes and outcomes rather than
delegating everything to IT. And we guide the organization through change in a way
that brings operations along rather than surprising them.

The result is not a “big bang” transformation, but a sustainable evolution that turns IT
into a genuine business enabler.

Closing Insight
Digital transformation is not simply about deploying SAP or consolidating systems. It
is about transforming mindsets, building governance, harmonizing processes, and

raising management maturity.

And yes, it is also about making sure your data center survives French fries.
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