
Gartner Roadmap to PPM & IT Governance

Cloud Computing Definition  
and the Critical Attributes  

Program & Portfolio Management (PPM) Definition:
Program and Portfolio Management (PPM) are disciplines concerned  
with major organizational initiatives, approval of “right” investments  
for them, “best” resources application, and the achievement of  
organizational value supporting strategic goals.

IT Governance Definition:
The processes that ensure the effective and efficient use of IT in enabling 
an organization to achieve its goals.

The IT Governance Demand/Supply Model

What, who and how to make IT decisions?  

Which IT initiatives to do?

How to execute IT initiatives?  

PPM 
Activity   
Cycle

Gartner Program Life Cycle Model 

IT Demand Process Flow 

Investment Categories 

The First 100 Days of a PPM Leader

Project Reporting 

Resource Management Life Cycle

Seven Tips for PPM Tool Selection

IT Governance Styles

Business
orientation

Governance
attributes

Synergistic
enterprises1

Agile
enterprises2

Autonomus
enterprises3

Decision-making
styles

•  Tight corporate  
coupling between 
business and IT  
executives

•  Top-down, mandated 
technology decision 
making

•  Business and IT 
leaders combine for 
specific purposes

•  Enterprisewide  
arrangements  
emphasize  
coordination  
and learning

•  IT works with  
individual business 
unites and  
process owners

•  There is an empha-
sis on local business 
decision making

Focus of key
mechanisms

•  Well-developed busi-
ness and decision 
processes

•  Executive-level  
committees

•  High-level centrally  
reportring IT-business 
relationship managers

•  Extensive use of IT  
principles

•  Business ownership 
of IT projects

•  Panned IT-business 
education experiences

•  Transparency and 
communication

•  CIOs work through 
one-on-one  
negotiation

•  Standards are 
archieved through 
socialization and  
peer pressure

•  Business-IT service  
arrangements are  
in place

1”Aligning IT Architecture with Organizational Realities,” Jeanne Ross, David Robertson, George Westerman, Nils Fonstad, MIT Sican 
CISR Research Briefing, Vol. 3 No1A, March 2003.
2Drawing on the work of Duncan (1995), Kayworth, Chatterjee and Sambamurthy (2001), Sambamurthy and Zmud (2000).
3Drawing on the work of Kayworth, Chatterjee and Sambamurthy (2001), Weill, Subramari and Broadbent (2002).
© 2003 Gartner, Inc. and MIT Sloan Center for Information Systems Research (Weill).

Week 1: Get Acquainted to Get Started: 
Manage Up, Down and Across 

 p Focus on people and engagement 

 p Meet, Listen, Socialize, Prepare for Change

 p Build a context model for stakeholders

 p Assess and bolster your credibility 
  and influence

 

Month 1: Assess Situation, Find Major Goals 
and Quick Wins

 p  Perform an analysis of your organization’s  
  capability maturity

 p  Conduct and maintain an inventory of  

  project-based work.

 p  Preliminary Long Term Vision work

 p  Preliminary communication plan 
  (presentation, charter...)

Month 2: Move Toward a Big Win

 p  Finalize and Announce the Charter

 p  Pick the Big Quick Win

 p  Create Project Risk Assessment 
  framework and strategy

 p  Improve communication framework 

 p  Review and refine Project 
  Cost Management

 p  Consider Tool Enablement, starting with  
  decision-maker visibility

 

 

Month 3 and Beyond

 p  Communicating the Big Quick Win

 p  Establishing and Documenting 
  Longer-Term Objectives

 p  Begin standardizing PPM activity cycle

Top-Down Responsiblites

Bottom-Up Responsibility

Resource 
Capacity

Resource 
Allocation

Resource 
Work Mgmt

Team
Work Mgmt

• Generic Roles

• Bottleneck 
 Resouces

• Supply & Demand

• Sequenced Delivery

• Availiablity

• Skills

• Named Resource

 Assignment
• Competencies

• Task Assignment

• Performance

 Monitoring

• Collaboration

• Knowledge
 Sharing

• Team  

 Cohension

Transform  
the Business

Grow  
the Business

Run  
the Business

Does it Keep the Lights On?
The situation is about supporting or  
improving essential, nondifferentiated business  
functions that do not directly produce revenue.

Yes

Yes

Yes

No

For Everyone?
There is potential for new 
markets or industries, or  
displacement or elimina-
tion of existing industries.

For the Client?
There is potential to move 
the client’s business into 
entirely new markets 
or industries.

Does it Make Money?
The situation is about enhancing, extending, or  
differentiating existing business capabilities related 
to products, services or markets.

No

Investment Framework –  
The Three-Category Model

• Outline
• Justification
• Alignment • Phase Reviews

• Decision Making
• Go/Change/No-Go

• Frame Program Governance
• Set Up Program Office
• Deliver Infrastructure
• Plans and Planning
• Implement “QRCC”

• Interative Deliveries
• Phase/Stage Reviews
• Steering/Sponsor Direction
• Plans Adjustments
• Exercise “QRCC”

• Transition Strategy & Planning
• Training and Mentoring
• Transition Execution
• Warranty Support
• Asset Conservation
• Close-Down

Startup Execution Transition and 
Close-Down

Optimization Reviews/Changes
Portfolio Management

Development

Organizational Strategy

Maintenance Revision

Transition 
to Startup
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QRCC = quality, risks, compliance and controls

Communicating the State of IT Resources to Executives 

Gartner PPM Maturity Model 

• First Available

• No Process

• XL

• No Analysis of  
 Cost/Benefit/ 
 Risk

• Ad Hoc  
 Communication

• Staffing for
 priority projects 

• Process for  
 priority projects 

• Project  
 scheduling tools 

• Budget  
 estimates 

• IT/Business  
 collaborate  
 through  
 business  
 analyst PM  
 updates

Ad Hoc

Reactive

Emerging
Discipline

Level 0
Nonexistent

Level 1
Initial

Level 2
Developing

Level 3 
Defined

Level 4
Managed

Level 5
Optimizing

People

PPM Processes

Technology

Financial Management

Relationships

Dimensions

Initial
Integration

Increasing
Efficiency

Enterprise
Orientation
and Beyond

• PMO in place 

• Managed   
 programs and  
 resources 

• Project  
 processes  
 in place 

• Cost/labor
 capture 

• Project benefits
 estimates

• Risk Review

• Relationship  
 mgr emerge

• PMM leader 

• Shared  
 resource pools 

• Projects  
 approved on  
 portfolio basis 

• EA involved 

• Portfolio tools, 
 dashboards

• Cost capture  
 and forecast

• Benefits related 
 to portfolio  
 strategy

• Relationship  
 mgr trusted

•	Network	of		
	 PPM	leaders

•	Center	of	
	 Excellence,		
	 capacity	
	 planning

•	Workflow	tools

•	Business	user		
	 tool	adoption

•	Portfolio		 	
	 modeling		
	 &	optimization

•	Risk	factored

•	Benefit		 	
	 realization		
	 tracked

•	Relationship		
	 mgr	=		
	 consultants

•	Pervasive		
	 specialized		
	 PPM	leaders

•	Enterprise		
	 PMO
	 beyond	IT

•	Real	tim		
	 pipeline
	 management

•	Integrated	tools
	 for	reporting
	 collaboration
	 analysis

•	Full	Program
	 lifecycle		
	 financial
	 management

•	Broader	impact
	 considered	
	 (social,	supply
	 chain)

Progression

Execute

Evaluate

Define

Goals, Governance Styles and Metrics 
. . . Example of a Regional Bank

Enterprise Goals Samples

•  Financial Drivers
    - Growth

•  Business Maxims
    - Greater customer focus
    - Balance local/enterprise
    - Speed, fliexibility

Sample IT Metrics and  
Accountabilities

•  Enable high-level consistent  
customer relationships

•  Treat all IT investments as  
business change projects

•  Build for future flexibility

IT Governance Style
Examples

•  Business Monarchy
    - IT principles
    - Biz application needs
    - IT investment

•  IT Monarchy decides  
- IT infrastructure

    - IT architecture
   

IT Governance 
Sample Mechanisms

•  Formal Corporate Office 
involvement Regional Project 
Councils - 3 tier approach

•  Investment in IT as a portfolio

•  Business technology  
relationship managers

Performance Measures
Samples

•  Quality of customer relationships

•  Bigger share of customer

•  Faster time to market

Sample IT Metrics  
& Accountabilities

•  Level of business ownership  
of projects

•  Penetration of franchise-wide 
platform

•  Level of common technology,  
common data definitions

•  Use of franchise-wide metrics

Review by
Portfolio
Office

Triaged
by Portfolio

Office

Approved

Start

Concept  
Proposal

Business 
Approval

Gate

Business 
Approval

Gate

Business  
Case

Preliminary
Definition
Project

Pipeline

Evaluate

Investment
Review Board

(IRB) 
Approval

Gate

Definition
Project

Proposed
Project  

Plan

Change	
Request	to

Existing	
Projects

Enhancement
Request

Existing
Program

Project
Rejected

or		
Deferred

Project
Proposal
Returned	

to	the
Businesss

Linking IT Metrics to Business Value

Process A
Step 1

Process A
Step 2

Process A
Step 3

Process B
Step 1

Process B
Step 2

Process B
Step 3

Outcome
A

Outcome
B

• Start With the Customer’s View of Service
• Focus on Customers

1. IT Performance Metrics

Customers

2. SLAs

Services
SLAs

SLAs

3. Business Metrics

Demand
Management

Supply
Management

Support 
Services

Market 
Responsiveness

Customer
Responsiveness

Human  
Resources

Sales
Effectiveness

Supplier
Effectiveness

Information 
Tech

Product  
Development

Operational
Efficiency

Finance and  
Regulatory

4. Financial Metrics

Revenue $1,000
Less: Cost of Goods Sold 500
Gross Profit 500

Less Operating Expenses
Sales 200
Adminsitrative 200
Net Income $100

Income Statement ($ millions)

Utilization Percentage

 Available

 AP

 AW
 
 

Utilization Percentage
4

 

16
 

5

22 
9 

40 57 

30
12 

Total FTEs

Business / IT
Operational Planning

Overall IT Investment
and Expense

Demand Governance  
Implementation

Intra/Inter Enterprise
Prioritization

Business Benefits
Realization

Councils/Committees Issue
Escalation/Resolution IT Value Assessment

IT Investment Portfolios
(PMM) IT Service Funding IT Governance

Effectiveness (Metrics)

Investment
Evaluation Criteria

IT Service  
Chargeback

Board IT Governance

MQ 2009 - MFH Individual Vendor ScoreCard:    Vendor = xxxx

Scoring:   Exceptional = 10,  Solid = 6,  Present / Some = 3

Vendor ScoreCard

Business / IT Strategy  
Validation

Develop Demand  
Governance Process

Business
Unit Prioritization

Spending / Project
Oversight

Plan Implement Manage Monitor

(What Should the IT Organization Work On?)

Business Primary Responsibility IT Management Primary Responsibility

(How Should the IT Organization Do What it Does?)

Demand Governance Supply Side Governance

IT
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• Goals • Decision Rights 
• Domains • Styles
• Principles

IT Governance
IT Governane Strategy

• Plan 
• Manage
• Implement 
• Monitor Compliance

Supplier

Multi/Outsourcing

Project  
Management

Corporate
Compliance

Security

Architecture

And On and On

p Ensure the tool fits your metamodel
p Get a custom demo with your scenario
p Create a scorecard of your objective 
 assessment
p Review Process Enablement
p Check how the tools will fit with 
 your Governance
p Ensure Training & Consulting 
 partners can handle change

p References
 – Similar industry, size, maturity, context
 – Mix of recent or long implementations
 – Choose your own from vendor’s
  current client list

Project
Rejected

or		
Deferred

IT
Governance

Portfolio
Management

Program Management

Project Management

Business Value

SelectCommunicate

Evolve

© 2010 Gartner, Inc. and/or its affiliates. All rights reserved.

Personal
Work Mgmt

• Productive
 Capacity

• Motivation

• Mastery

creo



