
IT Value Management

www.acornsys.com

By Steven R. Anderson and Lawrence S. Maisel



Executive Brief:

A better understanding of the value of IT drives smarter demand for services, better manage-

ment of costs, and better utilization of IT resources.  Learn how several leading companies 

are deploying a new framework that aligns their strategies with their technology assets and 

abilities to plan, measure, and manage operational performance with complete transparency 

and financial integrity. 

IT organizations and their management teams are being challenged to select IT’s true value 

discipline to meet the needs and expectations of its customers while also optimizing the use of 

available resources. “The selection of a value discipline is a central act that shapes every subse-

quent plan and decision a company makes, coloring the entire organization, from its competen-

cies to its culture. The choice of value discipline, in effect, defines what a company does and 

therefore what it is.” 1 According to Forrester Research 2 , value disciplines for IT organizations 

are evolving into three (3) distinct business models: Solid Utilities that focus on cost control; 

Trusted Suppliers that focus on services and projects: and Partner Players that focus on business 

competitiveness and innovation.

Each of these value disciplines requires its own set of strategies to align its business mandates, 

quality of information to drive operational and managerial actions and decisions, and perfor-

mance management capabilities to manage resources and achieve its strategies. Additionally, each 

model requires that IT resources including cost, capital, and capacity be deployed to yield their 

greatest returns on these expenditures. This is particularly critical in the Financial Services indus-

tries where IT expenditures often approximate 7% of a company’s revenues.

  1 The Discipline of Market Leaders by Treacy & Wiersema, Addison-Wesley, 1995

  2 Forrester Research, What’s Important to IT Management in 2006? by Laurie Orlov, Sept 2005



Several leading financial service companies, like Charles Schwab, Deutsche Bank, and Citigroup 

have adopted the IT Value Cycle framework and have used Acorn Systems’ software as part of 

implementing more effective IT Value Management systems.

The IT Value Cycle framework, shown in Exhibit 1, involves three interrelated 

building blocks:

1. An ability to define an IT organization strategy that is coherent, concurrent, and 

    responsive to the needs and expectations of its business “customers”;

2. An ability to offer and deliver core operations, applications and projects, and manage 

    outside service providers; and

3. An ability to continually plan, measure and manage strategic and operating performance. 

Exhibit 1: IT Value Cycle
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The first building block is the adoption and execution of a coherent IT strategy that reflects its 

value discipline and related business model. An effective method for describing and communicat-

ing the IT strategy is to prepare and socialize an IT strategy map (Exhibit 2). The benefit to 

utilizing Strategy Maps is their ability to link key objectives along different business perspectives 

and to establish links to measures that enable greater alignment with both IT’s internal opera-

tions and key constituents.  For example, attracting and retaining the right people directly 

supports end users and facilitates timely and reliable delivery of critical services (e.g. Network 

Security, Data center operations, etc.). The Strategy Map helps establish the causality of different 

performance drivers and targets to the actual organizational performance, cost and resource 

utilization, and operating productivity.

Exhibit 2: IT Strategy Map
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The second building block of the IT value cycle is to understand the core operations of IT and to 

know their relative cost and capabilities.  Processes and related procedures need to be established 

to meet the service and delivery demands of customers.. Additionally, service and product 

catalogs need to be defined and updated and brought into alignment with the key capabilities, 

resources, and cost drivers of IT operations. Finally, the specific operations to deliver these 

services need to be well managed and achieve a delicate balance among service and reliability, and 

their cost and operating productivity. For example, at Charles Schwab 3  , management was 

concerned with the “cost of readiness,” because Schwab maintained excess capacity in its system 

network in the event of an “activity peak” (Exhibit 3).  The increased transparency and financial 

integrity resulting from implementing this process contributed to Schwab’s ability to increase 

their operating margin by $600 Million.  In another example, Deutsche Bank has focused on 

transparent business volumes at the "inventory" level, supporting better information to manage 

and communicate customer demands.

Exhibit 3: Peak Capacity at Charles Schwab       

The third building block of the IT value cycle is a robust Business Performance Management 

system that promotes management’s ability to plan, measure, and manage strategy execution and 

operating performance from a variety of perspectives. For example, Citigroup’s Technology 

Infrastructure Division (CTI) embarked on implementing a comprehensive business perfor-

mance management (BPM) system that tracked product and service revenues, recoveries and 

expenses, as well as offered a comprehensive, easily navigable and web accessible dashboard for 

both operating and finance managers to access and analyze performance management informa-

 3 Source:  Charles Schwab.  For more information on this example, we recommend reading Chapter 13 in the book Time Driven ABC, by 
Robert Kaplan and Steven Anderson.
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tion. The BPM system (see Exhibit 4) delivers three integrated views: 

organizational/departmental, activity, and labor capacity. A single source of data drives the three 

views, a considerable improvement over the previous system that required numerous separate 

spreadsheets to capture the data for each monthly period. 4

 

The BPM system also incorporated drill down capabilities by activity group and cost driver, time 

series and other analytical tools to highlight trend lines and operating anomalies, analysis of 

usage volumes and unit cost and integration to office productivity systems including email, word 

processing, and spreadsheets. From CTI’s perspective, this system with its dashboards and 

analytical tools are becoming an inherently valuable source of performance information for 

operating managers to better understand cost and performance issues, better influence tactical 

decision making, and better support rapid corrective actions.

Exhibit 4: BPM Dashboard

4 Source:  Citigroup Case Study, Available separately by Larry Maisel, and in the new book  Time Driven ABC, by Robert Kaplan and 
Steven Anderson



In conclusion, IT Value Management is a proven management technique, and with its related 

tools available to organizations in the financial services industry, enables them to achieve the true 

value from their investment in IT resources and is having a significant impact on cost and 

performance at these and other organizations.  
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