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BENCHMARK · 9 INDUSTRIES

Same Title, Different Job:
The CIO Runs the Budget in
Seven Industries. In Two,
She's Asking Permission.
A cross-industry benchmark of nine live CIO buyer personas found that "CIO"

hides three completely different buying structures. In banking, healthcare,

manufacturing, BPO, media, and B2B SaaS, the CIO holds real budget authority

within her tier. In law firms and public universities, a body she doesn't control can

kill her decision with a single phone call. In nonprofits, the org chart says it

outright: her formal role is Recommend, not Decide.

BASIS 9 CIO buyer personas, 45 research documents

INDUSTRIES Banking, Healthcare, B2B SaaS, BPO, Manufacturing, Legal, Higher Ed, Media, Nonprofit

USE WHEN Selling to CIOs across more than one vertical
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INTRODUCTION HOW THIS WAS BUILT

WHAT THIS REPORT IS

I built this from nine live CIO buyer
personas, one per industry, not from a
survey and not from a guess.
This report is built from nine live Buyer Intel Accelerator CIO personas, one per industry:

Banking, Healthcare, B2B SaaS, BPO, Manufacturing, Legal, Higher Education, Media &

Entertainment, and Nonprofit. Each persona is grounded in five research documents, an ICP

Persona Profile, a Pain-Trigger Matrix, a Risk & Trust Profile, a Buying Journey Map, and a Buying

Committee Map, synthesized from primary research on how CIOs in that vertical actually buy

technology.

Every claim in this report is pulled directly from those 45 source documents, cited by industry. I

didn't write the headline first and go looking for evidence to support it. I read all 45 documents,

found the pattern, and then wrote the headline. That's the difference between a benchmark and

a marketing asset wearing a benchmark's clothes.

9
Industries

45
Source documents

3
Distinct buying architectures found

Six sections follow. The first four compare pain points, buying triggers, committee structure, and

objections across all nine industries. The fifth gives you a one-paragraph snapshot of each CIO

on its own. The sixth turns all of it into five things to change about how you sell to CIOs this

quarter.
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SECTION 01 THE PAIN POINT MATRIX

Three pains are universal. Everything
else is not.
Pull all nine personas apart and a strange thing happens: the pain points that look like
they should be universal turn out to have real teeth only when you attach the specific

regulatory clock, dollar figure, and veto-holder that make them personal to that CIO.

Three pain points show up in some form in all nine personas. The first is technical debt eating

the transformation budget. The Banking CIO spends part of an $18B bank's $50M–$120M IT

budget on a core system 15–20 years into its life. The Healthcare CIO is managing a 200–400

vendor Epic environment where non-App Orchard certified integrations routinely add 3–6

months to implementation timelines. The BPO CIO puts a number on it directly: “25–35% of my

budget goes to maintaining systems we should have retired five years ago.” The Manufacturing

CIO says almost the same thing about a 12–18 year old ERP. The Legal CIO has 12–18 legacy

applications that don't run on Windows 11. The Media CIO is spending a third of his budget

keeping a 15-year-old broadcast scheduler alive that should have been retired years ago. The

Nonprofit CIO calls it the “free software trap”: donated Salesforce licenses that cost $85,000 to

implement and $30,000–$40,000 a year to run. The B2B SaaS CIO is rationalizing 335

applications down to 260–280 to recover $800K–$1.2M. The Higher Ed CIO is running Windows

10 endpoints that haven't been patched consistently across seven campuses. The number

moves, but the sentence is the same sentence in nine mouths.

The second universal pain is board-visible cybersecurity exposure, specifically the gap between

what the CIO tells the board and what she actually believes. Every Risk & Trust Profile in this set

includes a moment where the CIO's public language, “we take a risk-based, defense-in-depth

approach,” is directly contradicted by her private admission: “I have almost no visibility into

what's on our OT networks” (the Manufacturing CIO), “I am not sleeping well about our third-

party vendor exposure” (the Banking CIO), “We're running on hope. No cybersecurity budget”

(the Nonprofit CIO). This is not a soft finding. It's the same rhetorical structure appearing in nine

independently written documents.
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SECTION 01 WHAT DOESN'T TRANSFER

The third universal pain is talent retention against a below-market salary structure. The Legal

CIO keeps his team's salaries below what the firm pays first-year associates. The BPO CIO lost

his lead cloud architect to a FAANG offer at 2.5x salary. The Manufacturing CIO can't compete

with oil and gas and utilities on OT security engineer comp. The Higher Ed CIO loses staff to the

private sector at a 20–35% premium. The Nonprofit CIO lost three staff in 18 months to

corporate offers $25,000–$40,000 higher. This is not “IT is hard to staff everywhere,” which is a

truism. It's a specific, repeated pattern: mission-driven or regulation-bound organizations

structurally cannot win a compensation fight, and every CIO in this set names the exact

competitor who is winning it.

Set against that, the industry-specific pain points are sharp and non-transferable. The Banking

CIO lives and dies by OCC/FDIC examination cycles: a single Material Requirement for Attention

triggers a remediation timeline that consumes senior IT staff capacity for 6–12 months and

shows up in her career record. The Healthcare CIO is bound to Epic's four integration pathways

in a way no other CIO here has a single-vendor dependency this deep. The BPO CIO is the only

persona managing genuine multi-tenant data segregation between direct competitors sitting on

the same infrastructure. The Manufacturing CIO is the only one managing SCADA and PLC

systems where a failure mode is a ransomware event that halts physical production lines, not just

data. The Legal CIO is the only CIO whose users can outrank him. The Higher Ed CIO answers to

a Faculty Senate with formal veto rights. The Media CIO has to clear every AI deployment against

three union contracts with binary, no-negotiation consequences. The Nonprofit CIO is the only

CIO whose spending is a public document. The B2B SaaS CIO is the only one with an SEC-

mandated four-business-day disclosure clock.

THE TAKEAWAY

“Cybersecurity” and “budget pressure” are not useful targeting categories on their own. A

vendor who says “we help CIOs reduce cybersecurity risk” is saying nothing nine different CIOs

haven't already heard from forty other vendors this quarter. A vendor who says “we help banking

CIOs close TPRM documentation gaps before the next OCC exam” is speaking to the Banking

CIO specifically, in a sentence none of the other eight personas would recognize.
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SECTION 02 THE TRIGGER HEAT MAP

Pain is chronic.Triggers are what
actually move a CIO.
Every Pain-Trigger Matrix in this set makes the same argument: the CIO has lived with her
pain points for years, so referencing them generates no urgency. What moves her is a

dated, external event. Four trigger types recur constantly, though the shape of each one
is different enough that copy-pasting a trigger message across industries would get you

laughed out of the room.

PEER INCIDENT

Every single persona in this set has “a comparable organization got hit and my board is asking if

we're next” as a top-tier trigger. The Banking CIO responds to a ransomware incident at a peer

bank within an FS-ISAC advisory window. The Healthcare CIO was almost certainly called into an

emergency Board meeting after the Change Healthcare and Ascension attacks. The

Manufacturing CIO watches for a publicly reported attack at a similar-sized manufacturer. The

Legal CIO watches a direct peer firm. The Nonprofit CIO watches for a peer nonprofit's state AG

enforcement action. The mechanism is identical across all nine: The CEO reads the story before

the CIO does, forwards it, and asks “could this happen to us?” The only thing that differs is

which trade press covers it and how fast the window closes, 30–60 days almost everywhere.

REGULATORY OR COMPLIANCE-AUDIT FINDING

Universal, but wearing nine different regulatory costumes. Banking: an OCC exam produces an

MRA. Healthcare: an OCR audit or HIPAA enforcement inquiry. Manufacturing: a customer

security audit tied to CMMC. Legal: a Fortune 500 client's 200-question security questionnaire

puts a $5M engagement on hold. Media: a TPN/MPA audit failure or near-miss. Nonprofit: a

federal single audit flags procurement violations. BPO: a SOC 2 Type II or HITRUST finding on

multi-tenant access controls. In every case, the fixed external deadline, 30, 60, or 90 days, is

what converts a chronic, tolerated risk into an active procurement.
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SECTION 02 WHAT DOESN'T TRANSFER

M&A OR ORGANIZATIONAL INTEGRATION

Present in six of nine: Banking, Healthcare, BPO, Legal, Media, and B2B SaaS. Not present as a

named trigger for Manufacturing, Higher Ed, or Nonprofit in this dataset, though Manufacturing

does reference plant acquisitions as a related capacity-strain event.

NEW EXECUTIVE LEADERSHIP WITH A MODERNIZATION MANDATE

Present in seven of nine, missing only from BPO and Media in this specific framing. Nonprofit

flags it as the single trigger that activates the most pain points simultaneously, because new

leadership creates organizational permission to address systemic issues at once. B2B SaaS ties

it to a new CISO or VP Security hire running a 60-day gap assessment.

WHAT DOESN'T TRANSFER

Banking's exam-calendar trigger has no equivalent outside financial services. Media's union-

grievance trigger and tentpole production ramp-up have no equivalent outside content

production. Nonprofit's Giving Tuesday platform-failure trigger and Higher Ed's academic-

calendar-collision trigger are both time-of-year triggers rooted in a single annual revenue or

enrollment event that doesn't exist for the other seven personas.

THE TAKEAWAY

A vendor targeting multiple verticals with one nurture sequence built around peer incident

and compliance deadline will hit real urgency in every one of these nine industries. A vendor

who tries to reuse a single trigger-specific message, say, an OCC-exam-readiness pitch, outside

its home industry will read as a vendor who has never sold here before, which every single Risk

& Trust Profile in this set flags as an instant credibility killer.
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SECTION 03 THE BUYING COMMITTEE

Three buying architectures,hiding under
one job title.
Line up the nine Buying Committee Maps and the honest finding is not “committees are
big in some industries and small in others.” It's that a seller who treats all nine CIOs as the

same buyer type will misjudge who actually holds the pen.

EXECUTIVE-AUTHORITY CIOS (6 OF 9)

In Banking, Healthcare, Manufacturing, BPO, Media & Entertainment, and B2B SaaS, the CIO is

explicitly labeled “Final Authority” within her budget tier in the source documents. The Banking

CIO approves Tier 1 vendor decisions up to $500K unilaterally; above that, CEO and CFO co-

approve; above $2M, the full Board Risk Committee votes, but the Banking CIO drives the

process. Committee sizes in this group range from 6 (Banking) to 9 (B2B SaaS, BPO) to 26

(Media, the extreme outlier, driven by the number of functions with hard veto power: content

security, legal and union, creative, finance, and product).

GOVERNANCE-CONSTRAINED CIOS (2 OF 9)

Legal and Higher Ed both give the CIO a title without matching authority. The Legal CIO's own

committee map calls him “Technical Champion, Primary Internal Advocate,” not final authority;

the real power sits with the Managing Partner, who can kill a deal with one phone call. The

source material is blunt: “One senior partner veto can override the CIO's technical

recommendation regardless of merit.” The Higher Ed CIO is final authority subject to CFO and

President sign-off, but the more binding constraint is a Faculty Senate IT Committee that can

veto anything touching academic workflows, independent of what the CIO or even the Board

wants.
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SECTION 03 THE ADVISORY-ONLY CIO

ADVISORY-ONLY CIO (1 OF 9)

The Nonprofit CIO (Nonprofit) is the only persona in this set explicitly mapped to a RAPID

framework role of “Recommend,” not “Decide.” The Board of Directors, unpaid volunteer

executives largely from corporate backgrounds, holds “Decide” authority, and any purchase

above $50,000–$75,000 requires their approval. The Nonprofit CIO controls only about 39% of

the organization's total technology spend directly; the rest is fragmented across departmental

shadow IT budgets she cannot govern. This is a genuinely different buying architecture from the

governance-constrained group too: The Legal CIO and the Higher Ed CIO at least hold formal

budget authority within a threshold before a veto body engages. The Nonprofit CIO's formal role

is to build the case and hand it to someone else to decide.

THE TAKEAWAY

“Get the CIO on board” means something different depending on which of these three

structures you're in. In the executive-authority group, winning the CIO functionally wins the

deal, subject to normal internal budget sign-off. In the governance-constrained group, winning

the CIO buys you a seat at a table where a body she doesn't control still has to say yes, and

multi-threading into that body has to start in parallel, not after CIO buy-in. In the advisory-only

case, winning the Nonprofit CIO gets you a champion who will build your business case for

someone else, which means the deliverables you hand her, a two-page board brief in mission

language, a Form 990 overhead-ratio model, matter more than the product demo itself.
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SECTION 04 OBJECTIONS AND RISK PATTERNS

The wrong referencedoesn't just fail. It
actively damages trust.
Pull the Deal Killer and Trust Signal tables from all nine Risk & Trust Profiles and one
pattern is close to universal, showing up in language that is almost interchangeable

across documents written independently of each other.

The Banking CIO: references from fintechs, tech companies, or banks outside the asset range

are not merely unhelpful, they are credibility signals in the wrong direction. The Healthcare CIO:

a 30% efficiency improvement at a 12-hospital academic medical center running Epic 2023 does

not translate predictably to her 5-hospital regional system. The BPO CIO: “I don't care that

you're deployed at a major retailer or a tech company. Their examiners don't look like mine.” The

Legal CIO: references from small firms or other industries lose credibility immediately. The

Nonprofit CIO: “Enterprise references mean nothing.” Nine industries with almost nothing else in

common produce the identical sentence. This is the single most portable, evidence-backed rule

in this entire benchmark: a case study from the wrong vertical actively damages trust, in every

one of these nine industries, without exception.

The second near-universal pattern is that clear, all-in pricing with no hidden implementation

costs is treated as a trust signal specifically because every CIO in this set has been burned by

the opposite. The Banking CIO wants pricing fully loaded before contract talk. The BPO CIO

demands a total cost model that includes every cost he will actually incur. The Nonprofit CIO has

a specific, named trauma pattern for this: the “free software trap,” where a donated license costs

$30,000–$100,000 to actually implement. The B2B SaaS CIO applies a mental 2x multiplier to

every vendor's stated implementation timeline.
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SECTION 04 WHAT CLOSES THE GAP

SOC 2 is table stakes everywhere, but it is not sufficient anywhere. Banking needs the full OCC-

aligned TPRM package: SOC 2 Type II, BCP/DR docs, fourth-party subcontractor disclosure, and

contract language with explicit examination access rights. Healthcare needs a signed BAA and

HITRUST certification. BPO needs proof of tenant-level data isolation demonstrated live, not

described. Manufacturing needs OT-specific security vocabulary, generic zero-trust language is

an instant credibility loss. Higher Ed needs a completed HECVAT and confirmed eligibility on a

cooperative purchasing vehicle, because without one the state procurement RFP clock alone

adds 4–8 months regardless of product quality. Media needs current TPN certification shown in

the first meeting. Nonprofit needs Form 990 overhead-ratio guidance and a documented data-

portability exit clause. B2B SaaS needs a published AI data-governance policy the vendor

applies to itself, because the B2B SaaS CIO explicitly tests whether a vendor eats its own

cooking.

The one true universal dealbreaker across all nine, more consistent even than the security-

documentation requirement, is a deployment plan that ignores the buyer's specific operational

calendar. Banking will not engage during an active OCC exam window. Healthcare avoids Epic

upgrade freeze periods. Manufacturing schedules nothing during active production runs without

72-hour advance notice. Nonprofit has an absolute, named freeze window: November 1 through

January 15, and a vendor who pushes during this window is eliminated. Every one of these nine

CIOs is running the same test: does this vendor understand that my calendar isn't the vendor's

fiscal quarter.
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SECTION 05 NINE INDUSTRY SNAPSHOTS

Nine CIOs,nine different jobs.
One paragraph per industry. Read your vertical, and only your vertical, if you're short on
time.

The Banking CIO BANKING · $18B REGIONAL BANK

The Banking CIO is not a technology buyer, she is a regulatory risk manager who happens to purchase

technology; every vendor decision runs through a dual filter of “will this solve the problem” and “will this

survive the next OCC examination.” Her average tenure, 5–8 years, is the longest of any CIO in this

benchmark. The single most distinctive fact: a vendor's most important reference isn't a case study,

it's whether a peer bank's examiner reviewed that vendor's product in scope and generated zero

findings.

The Healthcare CIO HEALTHCARE · 8,200-EMPLOYEE HEALTH SYSTEM

The Healthcare CIO's technology decisions carry a life-safety dimension no other persona in this set has

to weigh: a system failure is a patient safety event with a documented dollar cost, $1.5M–$4M per hour

of Epic downtime. What makes her distinctive: a split power structure IT doesn't fully control, the CMIO

and CMO hold effective veto over clinical tools regardless of what IT selects and funds. A technically

flawless deployment without physician sponsorship simply fails.

The B2B SaaS CIO B2B SAAS · $85M ARR SERIES C

The B2B SaaS CIO is the only persona managing a genuinely self-inflicted sprawl problem, 335 SaaS

applications accumulated through unmanaged growth, and he is personally accountable for a four-

business-day SEC disclosure clock that doesn't exist anywhere else in this set. What makes him

distinctive: he tests vendors by asking whether they use their own product internally, and a vendor who

can't answer fails a basic credibility check before pricing even comes up.
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SECTION 05 NINE INDUSTRY SNAPSHOTS

The BPO CIO BPO · $1.2B MID-MARKET BPO

The BPO CIO runs the only environment in this benchmark where direct competitors' confidential data

sits on the same shared infrastructure, and a single tenant-isolation failure doesn't cost one client

relationship, it can end the company. His defining tension is structural rather than technical: the FTE-

to-outcome pricing transition means every successful automation project he ships literally reduces the

revenue his own company bills.

The Manufacturing CIO MANUFACTURING · 12-PLANT US MANUFACTURER

The Manufacturing CIO is the only CIO in this set whose worst-case failure is physical, not just digital:

ransomware that crosses from corporate IT into OT-connected SCADA and PLC systems can halt

production lines outright, at $75,000–$200,000 per hour of lost output. Her distinctive constraint is

unusual scope, she owns both corporate IT and plant-floor operational technology, putting traditional

security posture in daily tension with production uptime.

The Legal CIO LEGAL · AMLAW 100 FIRM

The Legal CIO is the only CIO in this benchmark whose users can outrank him: equity partners are co-

owners of the firm, and a single partner escalation to the Managing Partner can override a security

policy already deployed to 900 endpoints. What makes him distinctive: the technology decision and

the political decision are the same decision. 30% of his time goes to partner stakeholder management,

not technology delivery.
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SECTION 05 NINE INDUSTRY SNAPSHOTS

The Higher Ed CIO HIGHER ED · 7-CAMPUS STATE UNIVERSITY SYSTEM

The Higher Ed CIO manages the most procedurally slow buying environment in this set: state

procurement law forces competitive RFPs on most purchases above $50,000–$150,000, adding 4–8

months regardless of vendor quality, and a Faculty Senate can independently veto anything touching

academic workflows. What makes her distinctive: authority that is advisory in practice across seven

semi-autonomous campuses, where standards are only as real as each campus IT director chooses to

make them.

The Media CIO MEDIA & ENTERTAINMENT · $900M STREAMING + LINEAR TV

The Media CIO runs the largest buying committee in this benchmark, 26 stakeholders average, and the

only one where a labor contract, not a security policy, can unilaterally kill a deal: a single clause

conflicting with a SAG-AFTRA, WGA, or IATSE provision ends the evaluation regardless of ROI. His

distinctive pressure is a live, zero-tolerance broadcast SLA where a 47-second on-air stutter generates

seven figures in advertiser make-goods overnight.

The Nonprofit CIO NONPROFIT · $85M NONPROFIT

The Nonprofit CIO is the only CIO in this benchmark whose spending is a public document: every

technology dollar appears on the organization's IRS Form 990 and can move a Charity Navigator

overhead-ratio score that donors actively watch. Her formal governance role is the most constrained of

any persona here, Recommend, not Decide, and she controls only about 39% of total technology spend

directly.

CONTINUED · WHAT THIS MEANS FOR SELLERS GETBUYERINTEL.AI · 13 / 16



BUYER INTEL ACCELERATOR BENCHMARK · SECTION 6 GETBUYERINTEL.AI

SECTION 06 WHAT THIS MEANS FOR SELLERS

Five things to changeabout how you sell
to CIOs this quarter.

01 · REFERENCES

Stop building one CIO messaging track and mapping it to nine verticals. Every persona in this

benchmark treats an out-of-vertical case study as an active credibility loss, not a neutral miss. If your

reference library doesn't have two to three named peer accounts inside the exact vertical you're

selling into, you are not ready to sell into that vertical, regardless of how strong your product is

elsewhere.

02 · AUTHORITY STRUCTURE

Identify which of the three CIO authority structures you're actually selling into before you build

your engagement plan. In the six executive-authority industries, winning the CIO functionally wins

the deal. In the two governance-constrained industries, multi-thread into the veto body in parallel

with the CIO relationship, starting week one. In the one advisory-only industry, your job is arming the

CIO with a board-ready business case, not winning her alone.

03 · MESSAGING

Lead every message with the trigger, not the pain point, and get the trigger's specific regulatory

or calendar shape right. “We help CIOs after a peer breach” is generic. “We help banking CIOs

respond to an FS-ISAC advisory within the 30-day board reporting window” is a message only the

Banking CIO recognizes as written for her.
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SECTION 06 WHAT THIS MEANS FOR SELLERS

04 · PRICING

Build a total cost of ownership model before the first pricing conversation, not after. Every CIO in

this benchmark has a specific scar tissue story about hidden implementation costs. Deliver the full,

itemized cost model unprompted and you clear an objection that, left unaddressed, kills deals silently

at the CFO stage in every vertical in this set.

05 · TIMING

Respect the buyer's operational calendar as a hard constraint, not a scheduling preference. Nine

different industries, nine different calendars, but the rule is identical: a vendor who proposes a

timeline built around the vendor's fiscal quarter instead of the buyer's operational reality is read as a

vendor who has never actually sold into this industry before, and that read is close to unrecoverable

once it happens.

WHERE THIS DATA CAME FROM

Every CIO referenced in this report, and 72 others across banking, healthcare, credit unions,

insurance, manufacturing, legal, education, public sector, media, BPO, nonprofits, and B2B

SaaS, is live inside Buyer Intel Accelerator. You can run a full simulated call against any of them,

pull their complete Intel doc set, and generate the same kind of cross-persona analysis for your

own ICP before your next call.
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READY WHEN YOU ARE

Brief yourselfbefore the call, not
after you lose it.
Every persona in this report, plus 72 more across every major B2B vertical, is

ready to run a simulated call, generate Buyer Intel docs, and show you exactly

which pain point and trigger to lead with. No card required.

GETBUYERINTEL.AI
80 free credits, no card required. 14-day trial. Run your first brief in

under 5 minutes.
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