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Unlocking Value
Delivering on the promise of

Information Technology

“Within the Val IT framework, value is defined as the 
total life-cycle benefits net of related costs, adjusted 
for risk and (in the case of financial value) for the 
time value of money.”

“If You can’t measure it, You 
can’t manage it”

Peter Drucker
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“The failed promises of the Information 
Age add up to the longest-running 
disappointment in business history. On 
the other hand, information technology 
has produced an enormous transition, 
something that companies should be 
grappling with and studying every day.”

Jack Welch
World Economic Forum, Davos, 1997

• Executives many times do not know what return they 
expect to achieve on an IT investment.

• If they do know what return they expect to achieve, they do 
not know if they are achieving it. 

• Research indicates that IT investment presents a 
tremendous opportunity, but it is also one that is often 
wasted.

Why Val IT?
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Top 5 complaints of business executives regarding IT1:

• IT investments are unrelated to business strategy

• Payoff from IT investments is inadequate

• There’s too much “technology for technology’s sake”

• Relations between IT users and IT specialists are poor

• Systems designers do not consider users’ preferences and 
work habits.

1 Bensaou, M. and Earl, Michael.  “The Right Mindset for Managing Information Technology”. Harvard Business 
Review. 2006

Why Val IT?

The Information Paradox!!

The value of IT is being 
increasingly questioned...

…yet organizations continue to 
spend more and more on IT

?? ?

The Information Paradox, John Thorp,

Does IT matters?
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Successful Failed Challenged

Low return from high-cost IT investments, and 
transparency of  IT’s performance are two of 
the top issues
More than 30% claim negative return from IT 
investments targeting efficiency gains
40% do not have good alignment between IT 
plans and business strategy

The Reality
• Gartner publication,2002:  

more than 600 billion $ 
thrown away annually on 
ill conceived or ill 
executed IT projects

• 20% of IT begets are  
inefficient spending or 
wasted

• In 2004 IBM survey of 
Fortune 1000 CIOs reported 
that, on average, 40 percent 
of all IT spending brought no 
return to their organizations.

Standish Group – about 28% of 
projects fail outright, 46% are 
challenged and only 26% are 
successful

Are we maximizing the value of our IT-enabled 
business investments such that:

• Are we getting optimal benefits;

• at an affordable cost; and

• with an acceptable level of risk?

The Fundamental Question

Over the full economic life-cycle 
of the investment



6

6

Lowering Costs
Enhanced Revenue

Faster Time to Market: Co-Creation

Improved Quality
New Services

Better Service

Value

Value

Valu
e

?
Value

Value

Value

… and how do I know if I’m getting it?

Fulfilling business objectives
Positive social impact

Meeting Growth Objectives

What Is Value?

Better Brand

Enhance Productivity

More Value for Less Money !!!

The Management Mind-Set   Lag

Mind-set rooted in “Silver Bullet Thinking”

“Build it and they will come”

A Business Issue
An issue of business value

Customer value: Co- Creation

Stakeholders may hold differing views of what represents value
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Addressing The 
Challenge of Business  

Value

Source:  Martin Curley, Director Innovation Intel, 2006

Managing IT for business Value

Investments are increasing and...   
... complexity is increasing!

Evolution of Use of IT

Management of
Information

IT
Business

Transformation 
of Business

Business

IT

IT
BusinessAutomation of

Work
Efficiency 
- Run the 
business

Effectiveness 
- Change the 

business

Innovation 
-Change 
the rules

Source: The Information Paradox
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IT Investments

Investments in
IT-enabled Change

Source: The Information Paradox

Failed to Recognize the Change!

• Realizing the true potential of investments in IT-
enabled change requires:

» Recognizing that we implementing change… NOT 
technology

» Managing the change that IT both enables and 
requires through a governance approach that:

– Ensures clarity of, and accountability for the 
desired outcomes

– Enables understanding of the full scope of effort

– Breaks down the “silos” and “connects the dots”

– Manage the full economic life-cycle

– Senses and responds to changes and deviations

The 
Business 
Challenge

The Role of Governance

This is a significant leadership challenge, 
opportunity and responsibility!
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Leadership, process and structure
to ensure the enterprise’s IT enables 
and supports the enterprise's 
strategies and objectives by 
defining:
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What is IT Governance?

1. what key decisions need to be made;
2. who is responsible for making them;
3. how they are made; and
4. the process and supporting structures 

for making them, including monitoring 
adherence to the process and the 
effectiveness of decisions

ITGI, Board Briefing on IT Governance

Focusing on five areas

Another Definition…

Analogy:
to steer a ship – the process of 
continually orienting and 
adjusting

“Managing an 
uncertain 

journey to an 
uncertain 

destination”

“any organization is 
multifaceted, and 

the range of 
organizational 

variables is mind-
boggling”

John Roberts
The Modern Firm
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IT Governance Needs a Management 
Framework

Driving Forces
Map Onto the
IT Governance
Focus Areas

IT
GOVERNANCE

VALUE
DELIVERYSTRATEGIC

ALIGNMENT

RESOURCE
MANAGEMENT

RI
SK

M
AN

AG
EM

EN
T

PERFORMANCE

MEASUREMENT

Focusing on five areas 

Val IT and Governance
• ITGI regards value delivery as one of the five 

focus areas of IT governance, alongside 
strategic alignment, performance measurement, 
resource management, and risk management.  

• A recent CISR study and a number of other 
related projects claim that: 

“Effective IT Governance is the single 
most important predictor of the value an 
organization generates from IT”

Val IT Overview
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Peter Weill and Jeannie W. Ross, IT Governance

Integration of IT with business  
goals in only marginally easier than 
reaching the summit if Everest!!!!
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Value delivery is about executing the value proposition 
throughout the delivery cycle, ensuring that IT delivers the 
promised benefits against the strategy, concentrating on 
optimising expenses and proving the value of IT, and on 
controlling projects and operational processes with practices 
that increase the probability of success (quality, risk, time, 
budget, cost, etc)

IT Goverance Focus Areas

The Good News 
“Enterprises that actively design their top-level IT governance 
arrangements make and implement better IT-related decisions”.
Gartner

“Firms with focused strategies and above average IT Governance had 
more than 20% higher profits than other firms following the same
strategies.”

Enterprises focused on converging their business and technology 
disciplines exhibited superior revenue growth and net margins 
relative to their industry groups and exhibited consistently greater 
rates of return than those of their competitors
BTM Institute

Peter Weill and Jeannie W. Ross, IT Governance

“The Best and the Worst of Information Technology”
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Only 38% of executives/senior management can describe 
their organizations IT Governance process
In most cases, IT Governance has not been designed – it 
has just developed “piecemeal” in response to specific 
issues Peter Weill and Jeannie W. Ross, IT Governance

The Bad News

Only 40% of approved projects have valid (realistic) benefit 
statements

Less than 10% of organisations ensure benefits are realised
post-project

Less than 5% of organisations hold project stakeholders 
responsible for benefit attainment

Meta Group July 2004

In many organizations less than 8% of the IT budget is actually 
spent on initiatives that bring value to the enterprise.
Butler Group, 2005

25 50 75 1000
85The IT investment process is influenced by 

personal or political aspirations

25 50 75 1000
65Assessment of the implications of business change 

is ‘poor’ or worse

25 50 75 1000
47Assessment of business benefits is ‘poor’ or worse

25 50 75 1000
43IT investment process too bureaucratic

10025 50 750
40Little ‘real’ involvement of business managers

25 50 75 1000
37

Quality of IT investment appraisal is ‘poor’ or ‘very 
poor’

10025 50 750
88The organisation is trying to improve the situation 

(49% to a significant extent)

IT Investment Appraisal Survey
Cranfield School of Management, FT, June 17 2005

The Not so Good News
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Source: Fujitsu

Can’t kill projects

Leads to..

Too many projects

Quality of execution 
suffers

Underestimation of 
risks and costs

Projects not aligned 
to strategy

-Budget overruns
Project delays
-Business needs 
not met  

-Lack of 
confidence (in 
IT)

Results in..

-Benefits not 
received
-Increased 
Complexity
-Sub-optimal 
use of 
resources
-Finger 
pointing

Without Effective Governance what happen to IT 
Projects?

SYMPTOMS

Situation

Reluctance to say no   
to projects

Lack of Strategic Focus

Projects are “sold” on 
emotional basis -- not 

selected

No strong review  process

Overemphasis on          
Financial ROI

No clear strategic 
criteria for 
selection

Banking Sector Experiences
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Sri Lankan Banking Sector Experience  

Industry
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IT Investment as % of Revenue-Industry IT Investment as % of Revenue-Banks

• Spending Passion

» Cost reduction Vs Value generation

» “Do more with less”

» Possible Outsourcing

• IT Spending Passion

» Shows varying degree of  
competencies

Source: Annual Reports

Sri Lankan Banking Sector Experience
 Commercial Banks- ICT Investment 

Vs Return

-

1,000
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6,000
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year

Profit After tax ICT Investment(Mn)

Industry IT 
Investment

Industry 
Operating Profit

0

4,000

8,000

12,000

16,000

2003 2004 2005 2006 2007
Year

R
s

Industry IT Investment Industry Operating Profit

Operating Profits

• Operation profits Vs IT Investment

» Late 90 s- Wider gap over the 
years

» IT/Business alignment issues

• Operation profits Vs IT Investment

» Early 2000- Return overcome the 
IT investment  since 2005

»Does the Industry optimize the Returns?

»At affordable cost and acceptable level of risk?  

Source: Annual Reports



15

15

“Weakest of the links in the chain of information 
technologies available today for use by business 
and industry is management itself.”

J. W. Haslett

Journal of Systems Management

1969

The Challenge

Lack of Governance!!!

IT Business Value Methodologies

• Select one that most suitable to the organization

» Val IT- by ITGI

» Business Value Index- by Intel

» Total Economic Impact- by Forrester

» Applied Information Economics- by the industry 
researchers

• There is no right and wrong methodology but big win 
comes when any one applies consistently across the 
organization
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Measuring Value of IT investment

• Why Pure Financial Measures Aren’t Enough?
» ROI, IRR ,NPV or similar metrics

• Serious drawbacks:
» Three are too many to choose from and multiple 

interpretation

» They imply a precision that doesn’t exits – assumptions

» They often fails to account for intangible benefits

» Do not account for future opportunities

» The fail to incorporate Risk- biggest flow

– Focus risk adjusted return -Hurdle rate 

Val IT Overview
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Val IT: The standard framework for organizations to 
select and manage IT-related business 

investments and IT assets by means of investment 
programs such that they deliver the optimal value 

to the organization. Based on COBIT.

Val IT Definition

Val IT™ (Value IT)

• “The Val IT initiative is intended to respond to the need 
for organizations to optimize the realization of value from 
IT investments.”

• “Val IT is a framework that provides the “means to 
monitor and optimize the realization of  business value 
from IT investments Whereas CobiT is a framework to 
assist with the delivery of high quality IT services .”

• “Help management to ensure realization of optimal value 
from IT-enabled business investments, at an affordable 
cost, with a known and acceptable level of risk.”

Val IT Overview
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Source: The Information Paradox

Key Governance Questions

IT Governance 
of IT

(COBIT focus 
on Execution)

Business 
Governance of 

IT

(Val-IT focus 
on Investment 

decision) Enterprise 
Governance
of IT

Enterprise 
Value 
Management

Capability/
Efficiency

Integration

Alignment Benefits

Continually asking…

IT Investments

Investments in
IT-enabled Change

Source: The Information Paradox

Val IT Recognized the Change

Its no longer about
implementing 
IT Solution
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• The Val IT framework is organized into three key 
processes: 

- Value Governance (VG)

- Portfolio Management (PM)

- Investment Management (IM)

Val IT Overview

Val IT Principles 1/3

IT-enabled investments will:

be managed as a portfolio of investments. 

include the full scope of activities that are 
required to achieve business value. 

be managed through their full economic life 
cycle. 

Val IT and slides copyright © 2008 IT Governance Institute. Used with permission.
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Value delivery practices will:

recognize that there are different categories 
of investments that will be evaluated and 
managed differently.

define and monitor key metrics and will 
respond quickly to any changes or deviations. 

Val IT Principles 2/3

Value delivery practices will:

engage all stakeholders and assign 
appropriate accountability for the delivery of 
capabilities and the realisation of business 
benefits. 

be continually monitored, evaluated and 
improved.

Val IT Principles 3/3
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Val IT Objectives

• Increasing the understanding and transparency of 
costs, risks and benefits.

• Increasing the probability of selecting those 
investments with the highest potential return.

• Increasing the likelihood of success of executing 
selected investments such that they realize or 
exceed the expected return.

• Reduce costs by not doing things they should not 
be doing and taking early corrective action on or 
terminating investments that are not delivering to 
their expected potential.

• Reduce the risk of failure, especially high-impact 
failure.

• Reduce the surprises relative to IT cost and 
delivery, and in so doing increase business value, 
reduce unnecessary costs and increase the overall 
level of confidence in IT.

Val IT Objectives…
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Val-IT and Governance

• Val IT provides a value lens into COBIT.
» COBIT sets good practices for the IT function’s means of 

contributing to the process of value creation. 
» Val IT sets good practices for the ends- the outcomes- thereby 

enabling enterprises to measure, monitor and optimize value.

• All Val IT management practices are cross-referenced to CobiT as 
primary and secondary links. 

• A version of the COBIT  RACI chart is also provided.
• COBIT RACI model providing guidance on whether the executive 

(Exec), business (Bus) or the IT function (IT) should be responsible 
(R), accountable (A), consulted (C) or informed (I) for a particular 
management practice

Val IT and COBIT
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COBIT
Governance & management 
of a portfolio of technology 
projects, services, systems 
& supporting infrastructure

Val IT
Governance & management 
of a portfolio of business 
change programmesStr
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Val IT Initiative …a value lens into COBIT™
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Are we getting 
the benefits?

Are we doing the 
right things?

Are we doing 
them the right 

way?
Are we doing 
them well?

Value Governance (VG)
Portfolio Management (PM)
Investment Management (IM)

PO-Planning & Organization 
AI- Acquisition & Implementation 
DS-Delivery & Support 
ME-Monitoring and Evaluation

COBIT and Val IT frameworks support the needs 
of enterprises to address the enterprise governance of IT

Val IT Framework - Detail

Domain: Value Governance (VG)
Process CobiT RACI Chart

Description Key Management Practices Cross Ref. Exec Bus IT

CRAPrimary: 
PO1.1, ME3.1-
3, ME3.3
Secondary:
ME3.2

VG4 Ensure appropriate and accepted accountability 
Establish a supporting and appropriate control framework that isconsistent 
with the overall enterprise control environment, and generally aaccepted 
control principles. The framework should provide for unambiguousaccount-
abilities and practices to avoid breakdown in internal control aand oversight. 
Accountability for achieving the benefits, delivering required ccapabilities 
and controlling the costs should be clearly assigned and monitored. 

CRAPrimary: 
PO4.6, PO4.15
Secondary:
PO4.8, PO4.9

VG3 Define roles & responsibilities
Define and communicate roles and responsibilities for all personnel in the 
enterprise in relation to the portfolio of IT-enabled business investment 
programmes, individual investment programmes and other IT assetsand 
services to allow sufficient authority to exercise the role and responsibility 
assigned to them. These roles should include, but not necessarilyy be 
limited to:  an investment decision body; programme sponsorship;
programme management; project management; and associated support
roles. Provide business with procedures, techniques, and tools enabling 
them to address their responsibilities. Establish and maintain an optimal 
coordination, communication and liaison structure between the ITfunction 
and other stakeholders inside and outside the enterprise.

CRAPrimary: 
PO4.1, ME1.1, 
ME1.3, ME3.1
Secondary:
PO5.2-5, 
PO10.2 

VG2 Define and implement processes
Define, implement and consistently follow processes that providefor clear 
and active linkage between the enterprise strategy, the portfolio of IT-
enabled investment programmes that execute the strategy, the individual 
investment programmes, and the business and IT projects that make up 
the programmes. The processes should include: planning and budgeting; 
prioritisation of planned and current work within the overall budget; 
resource allocation consis-tent with the priorities; stage-gating of invest-
ment programmes; monitoring and communicating performance; taking 
appropriate remedial action; and benefits management such that there is 
an optimal return on the portfolio and on all IT assets and services.

CCA,RPrimary: 
PO1.2, PO4.4, 
ME3.1, ME3.2 

VG1 Ensure informed and committed leadership
The reporting line of the CIO should be commensurate with the importance 
of IT within the enterprise. All executives should have a sound understand-
ing of strategic IT issues such as dependence on IT, technology insights 
and capabilities, in order that there is a common and agreed understanding 
between the business and IT of the potential impact of IT on thebusiness 
strategy. The business and IT strategy should be integrated clearly linking 
enterprise goals and IT goals and should be broadly communicated.  

•Establish 
governance,  
monitoring and 
control 
framework

•Establish 
Strategic 
Direction

•Establish 
portfolio 
characteristics
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RACI Chart

• RACI for all 
three Domain 
VG, PM, IM

• New roles 
have been 
indentified

Source: Val IT Framework 2.0

Board / Senior Executive

Business Management

IT Operations

IT (Functional Mgt)

A
ud

ito
rs

Val IT

COBIT

ITIL

What Fits Were?
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Framework v2
Business Case
Case Study (initial)

Publish

Business Case v2.0
Empirical Analysis
Benchmarking
Forums

Planned

Extend FW to services & 
other IT assets/resources 
Maturity Models
Management Guidelines
Taxonomy
QuickStart Guide

In Progress

Val IT Initiatives  

Available for free download from:
www.isaca.org or www.itgi.org

Enterprise value:
Governance
of it investments

The Val IT Framework
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The strategic question. Is the investment:
In line with our vision?
Consistent with our business principles?
Contributing to our strategic objectives?
Providing optimal value, at affordable cost, at 
an acceptable level of risk?

In the value question. Do we have:
A clear and shared understanding of the expected 
benefits?
Clear accountability for realising the benefits?
Relevant metrics?
An effective benefits realisation process?

The architecture question. Is the investment:
In line with our architecture?
Consistent with our architectural principles?
Contributing to the population of our 
architecture?
In line with other initiatives?

The delivery question. Do we have:
Effective and disciplined delivery and change 
management processes?
Competent and available technical and business 
resources to deliver:

the required capabilities; and
the organisational changes required to leverage the 
capabilities?
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Are we
getting

the
benefits?Fundamental questions Value enabled

by IT

Source: The Information Paradox

Val IT- Framework
Four Fundamental Questions to ask

Portfolio
Management

Programme 
Management

Project 
Management

Programme – a structured 
grouping of projects designed to 
produce clearly identified 
business value

Project – a structured set of 
activities concerned with delivering 
a defined capability based on an 
agreed schedule and budget

Portfolio – a suite of business 
programmes managed to optimise 
overall enterprise value

Projects, Programmes, and Portfolios

Val IT Framework
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Val IT – Domains

Value Governance (VG)

Portfolio Management (PM)

Investment Management (IM)

Establish a governance and control framework, provide strategic
direction, and define investment portfolio characteristics

Align IT investments with an organization’s strategic objectives

Business case development, program management, 
benefits realization

Val-IT Processes and Management Practices

40 Management Practices
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• Val IT Processes: Value Governance 

Goal: to optimize value of investments by:

• Establishing a control framework

• Providing strategic direction

• Defining investment portfolio characteristics

The Val IT Framework

Val IT Processes: Value Governance - Sample Practices

• VG1 – Ensure informed and committed leadership (strategy 
awareness, IT linkage)

• VG2 – Define and implement processes (planning & budgeting, 
resource allocation, benefits management)

• VG4 – Ensure appropriate accountability
• VG6 – Establish reporting requirements (targets and metrics)
• VG9 – Define investment categories (mandatory, sustaining or  

continuity, or discretionary)
• VG10 – Determine a target portfolio mix
• VG11 – Define evaluation criteria (risk level, financial and non-

financial, etc.)

The Val IT Framework
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• Val IT Processes: Portfolio Management
Goal: align IT-enabled investments with an organization’s strategic 
objectives by:

• Establishing and managing resource profiles
• Defining investment thresholds
• Evaluating, prioritizing and selecting, deferring, or rejecting new 

investments
• Managing the overall portfolio
• Monitoring and reporting on portfolio performance

The Val IT Framework

Val IT Processes: Portfolio Management – Sample 
Practices

• PM1 - PM4 – Maintain HR inventory, Define Requirements, 
Perform Gap Analysis, Develop a Plan

• PM6 – Establish an investment threshold (overall budget 
and current spend)

• PM8 – Evaluate & assign a score to the business case
• PM9 – Create an overall portfolio view (impact assessment 

of new business case)
• PM14 – Monitor & report on portfolio performance (to 

senior management and the board)

The Val IT Framework
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• Val IT Processes: Investment Management 

Goal: to ensure that individual IT-enabled investment 
programs deliver optimal value, at an affordable cost, with 
a known and acceptable level of risk.

• There are three key components of investment 
management:

» Business case development—Supporting selection of the right 
investment programs

» Program management—Managing execution of the program

» Benefits realization—Actively managing the realization of benefits 
from the programs

The Val IT Framework

Val IT Processes: Investment Management – Sample Practices

• IM2 – Develop an initial business case (benefits and assumptions)
• IM4 – Perform alternatives analysis (other ways to deliver the outcomes)
• IM6 – Develop a benefits realization plan (metrics and targets)
• IM7 – Identify full life cycle costs and benefits
• IM8 – Develop a detailed program business case 
• IM9 – Assign accountability and ownership
• IM12 – Manage/ track benefits
• IM14 – Monitor and report on program performance
• IM15 – Retire the program (formal approval by sponsor)

The Val IT Framework
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Relationship between Processes & Practices
The Val IT Framework

overall governance 
framework

strategic direction for
investments

defines potential 
programmes based 

on business
requirements

Should occur parallel and iteratively

Portfolio Management
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What is Portfolio Management
A set of processes that maximizes value by 

introducing:

» Clear and complete understanding and 
definition of potential investments

» Objective evaluation and selection of the 
highest potential value investments

– Alignment with strategic goals

– Measurable contribution to business 
outcomes

– Acceptable level of risk

» Proactive management of execution to 
deliver results
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Strategic Investment Framework

INNOVATION GROWTH

MAINTENANCEPRODUCTIVITY

Doing new things –
developing new 

assets

Doing more of what 
we do or doing it 
differently

Keeping the lights 
on. Protecting 
asset base

Doing what we do 
at lower cost or 

higher 
effectiveness

INFORMATION TECHNOLOGY INVESTMENTS

Business Solution Shared Infrastructure
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Technology Scope

PROCESS
IMPROVEMENT RENEWAL

EXPERIMENT TRANSFORMATIONAL

Future 
Investments

Existing
Assets

Explore new technologies 
that present opportunities 
to adopt new business 
models. Can lead to 
infrastructural 
change or 
process 
improvements

Facilitate operational 
performance 
improvement of existing 
processes

Maintain functionality of 
infrastructure, reduce cost 

and raise quality and 
efficiency of ICT services

Transform core 
infrastructure to support 
desired business model

• 4 distinct type of IT 
Investment

» Transformation

» Renewal

» Process 
improvement

» Experiment

• Firm must in all 4 
types of initiatives in 
order to address 
both short term 
profitability and long 
term survival and 
growth

Source: Beyond the Business Case Jenne Ross and Cynthia, 2001
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VENTURE

GROWTH
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D
is

cr
et

io
na

ry
 P

ro
je

ct
s

N
on

-D
is

cr
et

io
na

ry
 C

os
ts

Transform 
the Business

DISCRETIONARY
ENHANCEMENTS

Grow the 
Business

Run the 
Business

Every investment need not follow:
The same level of value analysis
The same level of control

Value
Assessment

Little Analysis

Impact Analysis

Cost Benefit
Analysis

Degrees of 
freedom to 

allocate 
funds

Clarity of 
connection 

with desired 
business 

outcomes

Source: Meta Group

18%

82%

Source: Forrester

Define Investment Categories

Different strategies are required to manage the different classes of assets!

• Alignment
» Projects are aligned with business objectives

• Value
» Focus on projects that deliver value to customers and shareholders

• Strategic 
» Focus on projects that increase the strategic capability

• Timeliness
» More projects are completed on time and budget

• Balance
» Portfolio has the right balance of high, medium and low risk projects

• Right Number
» Portfolio has the right number of projects

• Plus Develops Trust, Shared Vision and Communication with the 
Business

Benefits from Portfolio Management

Portfolio value maximize 
by 2x to 3x.

-META

Portfolio spend decrease 
by 10-%-40%

-META
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Portfolio Management

Categorise
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Transform 
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DISCRETIONARY
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Transform 
the 
Business

DISCRETIONARY
ENHANCEMENTS

Grow the 
Business

Run the 
Business

Transformational
Informational
Transactional
Infrastructure

Mandatory
Sustaining
Discretionary

Evaluate
Are we
doing

the right
things?

Are we
doing them

the right
way?

Are we
getting

them done
well?

Are we
getting

the
benefits?

Risk

Alignment
Business worth

Are we
doing

the right
things?

Are we
doing them

the right
way?

Are we
getting

them done
well?

Are we
getting

the
benefits?

Risk

Alignment
Business worth

Alignment
Business Worth
•Financial
•Non-Financial
Risk

Select & 
Monitor
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Design ProgrammeDefine Programme
Concept

Commission
Programme

Execute
Programme

Transfer to
Operations

Mgmt
Approved

Mgmt
Approved

Mgmt
Approved

Mgmt
Approved

Mgmt
Approved

TRANSPARENCY

Getting ahead of the Curve!

Requires an Effective Full Cycle Governance Process that…

Prevent / Plan Contain / React Recover / Throw away or 
start again

$’s

Develops complete
& comprehensive

Value-driven plans

Senses & responds
to deviations early,

quickly  and
decisively

Eliminates the risk
of getting to the

crisis stage
“How does a 
project get to be a 
year behind 
schedule? One 
day at a time.”

Fred Brooks
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Performance Management
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Program Management

Project Management

Portfolio Management
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Operations Management

VALUE RISK

Total 
Benefits 
–
Total 
Costs

Val IT

A Strategic Project 
Governance Framework

COBIT

Future

Optimizing Enterprise Value requires:
an integrated approach to IT Governance, within 
an integrated approach to Enterprise 
Governance

Val IT – The Business Case 

Development
(Based on ING Business Case)
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The ING Business Case
• The ING Business Case suggests that ING’s success, in 

part, is due to its IT practices 
• Globe Financial Service accompany Quoted in New York 

Exchange operated in 60 countries
• With Retail Banking Arm

» Shows superior Business performance in year 2006 with 
increased EPS 22.7%

» Profit Growth 19. 4%
» Favorable Cost/Income ratio in Banking Business
» 15000 employees
» Euro $ 1b  in IT enable Investments

• Well practice IT Governance and Portfolio management of IT 
investment

Business 
Outcomes

Technical 
Capability

Operational 
Capability

Business 
Capability

R
es

ou
rc

es

Business Case 
Development

Monitor And 
Control

Val IT - The Business Case

A 2006 Cranfield University School of Management study  found that while 96 
percent of respondents did develop business cases for most investments 
involving IT, 69 percent were not satisfied with the effectiveness of the practice.

Three
work streams driving the 

outcome

CRM
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INITIATIVE
Clear 
understanding
of outcomes

Clear 
Accountabilities

Complete and Comparable
Business Cases- Results Chain

Relevant
Measurement

INITIATIVEINITIATIVE
ASSUMPTIONASSUMPTION

CONTRIBUTIONCONTRIBUTION
OUTCOMEOUTCOME

CONTRIBUTIONASSUMPTION OUTCOMEINITIATIVEINITIATIVE CONTRIBUTIONCONTRIBUTIONASSUMPTIONASSUMPTION OUTCOMEOUTCOMEINITIATIVEINITIATIVEINITIATIVEINITIATIVE

Results 
Focused 

Programmes

Full scope of effort -
all necessary IT and 
business initiatives 
including change 
management

Source: The Results Chain™, Fujitsu

7+1 Key Conditions for
Activist Accountability

Condition 1: Clear mandate and scope 

Condition 2: Sufficient authority and latitude to act
Condition 3: Requisite competence
Condition 4: Commensurate resources
Condition 5: Clear lines of accountability
Condition 6: Understanding of rights and obligations
Condition 7: Relevant performance measures

Plus... there must be acceptance of accountability

Source: The Information Paradox
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1. Fact Sheet

2. Alignment

3. Financial 
Benefits

4. Non-financial 
Benefits

5. Risks

6. Optimising Risk   
and Return

7. Documentation

8. Maintenance

Val IT - The Business Case

Evaluation Criteria

Alignment

Business worth
Are we
doing

the right
things?

Are we
doing them

the right
way?

Are we
getting

them done
well?

Are we
getting

the
benefits?Picking 

the 
Winners

5. Risk

The Business Case
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Alignment with movement toward desired future state

Alignment with intent of business plan for information
Broad access to information services

To what extent does this initiative improve people’s ability to access information 
services wherever they are working?

No contribution
to broad access

0

Provides some
enhancement in
information services
provided: no systemic
or extensible 
beneficial
effect on information
access across the
organization

Capabilities will
significantly extend
the ability to access
information either
geographically, or in
breadth of information
available for one
major process area

Capabilities will
significantly extend
the ability to access
information either
geographically, or in
breadth of information
available for more
than one major 

process area

Provides key
component needed to
supply “universal”
access to information
services in the form
needed

1 2 3 4

Scoring 
grid

Question 
to address
specific 
indicator
of 
alignment

Anchored 
“typical”
answers

Alignment 
element

Value Assessment
- Alignment

Source: Fujitsu

Value Assessment
– Business Worth
• Financial

• Value = (benefits-costs)*risk adjusted for time value of 
money, where

• Benefits and costs are over the full economic life-cycle 
of the investment

• Many methodologies can be used to calculate and many 
“religious arguments” over what is the best way…key is to 
ensure completeness and consistency…look for same level 
of rigour on benefits and costs

• Non-financial
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Types of Risk

• Delivery risk
• Risk of not being able to deliver the required 

capabilities (functionality) on time and on budget

• Benefits risk
• Risk of not being able to use the capabilities to 

realise and sustain the expected benefits

• Project are approved only If the Hurdle rate can be 
met

Scoring 
grid

Anchored
“Typical”
Answers

0 1 2 3 4 5 6 7 8 9 10

Are the outcomes and benefits sought  credible?
Risk topic

Topic 
Scoring Clarity of  benefits

How clear are the benefits from the program, and the logic for their derivation 
from project results?

Clear, specific
benefits, derived
directly through
project results

Key benefits are
specific and derived
from project results
through simple logic
chain

Vague, broad
benefits, derived
through complex
chain of 
transformations
requiring project 
results 

0 1 2 3 4 5 6 7 8 9 10

Future State Definition
How well defined is the desired future state implied by implementation of the program?

Clearly articulated
target future
business state

Concepts of
desired future
well understood

No clear picture
of
future 
business state 

0 1 2 3 4 5 6 7 8 9 10

Back-up
Questions

Risk is the 
degree to 
which the 
program is 
susceptible 
to loss of 
potential 

value

Value Assessment
– Risk

Source: Fujitsu
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Val IT - The Business Case

Source: Fujitsu

Evaluate & Select (PM9-10)

Financial Worth

vs.

Risk

Legend

Green = “Are” Risk score between 1 & 3.9

Yellow = “Are” Risk score between 4 & 6.9

Red = “Are” Risk score between 7 & 10

Right Things Confirmed Benefits

Right Way Done Well

Program
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Benefit Realization

Manage/Track benefits

» Benefit realization should be actively managed

» From “Concept to cash”

» Benefits
– Project contributions mapped to Strategic Map – Results Chains

– Complementary Initiatives fleshed out

– Expected benefits articulated, with measures, targets, timescales, 
accountabilities

– Measures baselines
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Realizing the Benefits- S-curve

• Track the actual 
benefits achieved is 
important

• Ensure appropriate 
accountability  

Benefits Register

Outcome Metric /
Fre-

quency

Measure
-ment

Method

Base-
line

Target
Value

Profile Toler-
ance
Limit

Action
if

outside
Toler-
ance

Account
-ability

Transfer
Reports

5 40%
reduc-
tion by
2005

+/- 10%

Increased
Public
Confidence
in Health

Level of
confidence
/ semi-
annually

Public
Opinion
Survey

77% 90%
by
2005

+/- 2% Revisit
communi
-cation
plans

Unit of 
Measure, 

frequency, 
duration

Data 
gathering 
technique

Current 
level

Permitted 
variance / 
corrective 

action

Person 
responsible 

to deliver 
result

Desired 
future 
state

Decreased
Patient

Transfers

No’s of 
transfers/

100 
patients

Examine
Transfer
reasons

Outcome Metric /
Fre-

quency

Measure
-ment

Method

Base-
line

Target
Value

Profile Toler-
ance
Limit

Action
if

outside
Toler-
ance

Account
-ability

Transfer
Reports

5 40%
reduc-
tion by
2005

+/- 10%

Increased
Public
Confidence
in Health

Level of
confidence
/ semi-
annually

Public
Opinion
Survey

77% 90%
by
2005

+/- 2% Revisit
communi
-cation
plans

Increased
Public
Confidence
in Health

Level of
confidence
/ semi-
annually

Public
Opinion
Survey

77% 90%
by
2005

+/- 2% Revisit
communi
-cation
plans

Unit of 
Measure, 

frequency, 
duration

Data 
gathering 
technique

Current 
level

Permitted 
variance / 
corrective 

action

Person 
responsible 

to deliver 
result

Desired 
future 
state

Decreased
Patient

Transfers

No’s of 
transfers/

100 
patients

Examine
Transfer
reasons

Source: Fujitsu

40% 
reductio
n in 
2010

90% 
increse
by  
2010
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Challenge Ahead

» Maximizing value and reducing risk made possible 
only through the effective IT governance approach 
that:

– Ensures clarity of, and accountability for the desired 
outcomes

– Enables understanding of the full scope of effort

– Breaks down the “silos” and “connects the dots”

– Manage the full economic life-cycle

– Senses and responds to changes and deviations

The Business Challenge

This is a significant leadership challenge, 
opportunity and responsibility!
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• Taking the Enterprise view
» We thinking vs I thinking
» Collaboration vs. competition
» Program scope crosses “traditional” organizational management 

boundaries
• Embracing shared visibility

» Openness vs. “hidden agendas”
• Program ownership

» Activist accountability  - “successful realization of a business outcome” vs. 
“delivery of a capability”

• Learning to say and accept “no”
» Management system worked vs. somebody “screwed up”

• Willingness to change course
» Managing “an uncertain journey to an uncertain destination” vs. “we don’t 

want to hear bad news”

Behavioural Change

Executive’s Dilemmas – Now Addressed !

• We do a good job of Project Management –
But why don’t our projects succeed ?

• How do we link our initiatives to strategic 
objectives and measure our performance ?

• How do we identify the most important 
initiatives ?

• How do we allocate resources within our 
constraints ?

• How do we simplify the investment approval 
process ?

• How do we make our governance more 
effective

Program 

(Investment)

Management

Portfolio

Management

Value

Governance
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What does this mean to you?
• Delivering the IT capability is not enough

• Value comes from how the business manages 
and uses IT

• This increasingly requires significant 
organizational change

• Business engagement and accountability are 
essential

• Business/IT partnership

• Beyond IT Governance to Enterprise Value 
Management

You can make a difference!

“This time it’s different”.
John Templeton Source unknown
A long time ago …

IT Enab
led

 Busin
es

s 

Chan
ged
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Critical Success factors revisited
• Recognizing the change that bring the VAL IT
• Strong and ‘cascading’ sponsorship
• Get joint business IT ownership
• Agree what value means
• Measure what is important and manage what you measure
• Be consistent  but recognise one size does not fit all
• Ensure visibility, accountability and understanding 
• Link measures visibly to business objectives
• Pick the right place to start
• Be a learning organisation

“It is not the strongest of the species 
that survives, nor the most intelligent. It 
is the one that is the most adaptable to 
change.”

Charles Darwin
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Wrap and Questions

Thank You


