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Proving the Business Value of SOA

Thesis

ÅIn a 2009 Gartner survey, 36% of respondents say lack 
of business justification impedes SOA adoption

ÅOnly 1% said they measured benefits

ÅVery difficult to measure value of a ñSOA initiativeò

ÅRequires TCO metrics (which few people measure)

ÅMuch easier to measure the value of specific projects

ÅSOA projects should be measured in business terms

ÅBusiness outcomes that translate into hard cash

ÅIT leaders must work with business leaders/finance to 
establish a solid business value metric system
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Difficult to build a generalized SOA business case

ÅSOA has an indirect impact on business                  

outcomes

- SOA enables development of systems the               

organization needs to achieve its goals

- The business benefits of these systems are                              

a second order outcome of SOA investment

ÅComparisons across projects or                         

organizations are problematic

ÅBaseline metrics are seldom available

Building a business 
case for SOA is like 
building a business 
case for a toolkit.

Whatôs the Business Value of SOA?



Proving the Business Value of SOA

ÅAgenda

ÅSOA goals and objectives

ÅMeasuring business value

ÅSOA project metrics

ÅRecommendations
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SOA Goals and Objectives

Increase 
agility

Reduce 
costs



2009 Survey of SOA Objectives 

* User Survey Analysis: Whatôs Really Happening With SOA in Tough Times?ïSusan Tan , Gartner

Agility

Agility

Agility

Agility

Agility

Cost

Cost

Cost

Agility

50%

45%

50%

52%

53%

56%

46%

55%

46%

38%



What impedes agility?

What increases costs?
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Application Portfolio Bloat
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The Collision Course of Portfolio Bloat

Maintenance is
92% of TCO *

* Andy Kyte. ñA Framework for the Lifetime Cost of Ownership of an Application.ò 
Gartner. 30 March 2010.



Scrutinizing the M&O Budget

ÅSW maintenance dominates the IT cost sinkhole
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Why You Do SOA

Technical Goals and Objectives

Increase 
usability

Improve 
maintainability

Reduce 
redundancy

Business Goals and Objectives

Increase agility Reduce costs
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How You Do SOA

Yielding SOA characteristics

Modular Interoperable Sharable

Using SOA design patterns and service models

Explicit contracts Mediated interactions
Decoupled 

transactions

Apply SOA principles

Service orientation
Separation of 

concerns
Loose coupling
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Measuring

Business

Value



Defining IT Business Value

ÅBusiness Value is the benefit in monetary terms that 
results from IT products or services

- It is the contribution IT makes to helping an 
organization achieve their strategic objectives (what 
matters most)

- There is no such thing as an IT investment, there are 
only IT enabled ñbusinessò investments

Business
Value

Increased Revenue (Growth)

Lower Costs/ Better (Efficiency)

Better Use of Assets (Productivity)

Solve Customer Business Needs

=

David Sward ïJuly 200914



SOA Benefits and Business Outcomes
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Benefit
Business outcome 
(effectiveness metric)

Achieved by

Improve the quality 
of applications

Increased revenue, reduced 
cost, and increased 
satisfaction

Customer retention, 
employee productivity

Reduce time-to-
market

Increased revenue
Competitive advantage, 
reduced business cycle time

Increase ease of 
doing business

Increased revenue
New customers, new 
products

Improve 
consistency in 
systems

Risk mitigation, cost 
avoidance

Compliance, reuse, and 
economies of scale

Reduce costs
In the long run . . . reduced 
costs

Operational efficiencies, 
reuse, and economies of 
scale



Support
Services

Supply
Management

Desired Business
Outcome

Leading Indicators of Business Outcome Attainment
BUSINESS
ASPECT

Demand
Management

Customer
Responsiveness

Sales
Effectiveness

Market
Responsiveness

Product Development
Effectiveness

Supplier
Effectiveness

Operational
Efficiency

Human
Resources

Responsiveness

Information
Technology

Responsiveness

Finance & Regulatory
Responsiveness

On-Time
Delivery

Service
Accuracy

Agreement
Effectiveness

Target Market 
Index

Product Portfolio
Index

Sales Opportunity
Index

Sales Price
Index

Customer
Retention Index

Market Coverage
Index

Market Share
Index

Configurability
Index

Channel 
Profitability Index

Opportunity/Threat
Index

Cost-of-Sales
Index

Sales Cycle
Index

Forecast
Accuracy

Sales Close
Index

New Products
Index

Feature Function
Index

Time-to-Market
Index

R&D Success
Index

Service
Performance

Order Fill
Rate

Material
Quality

Customer Care
Performance

Transformation
Ratio

Supplier On-Time
Delivery

Supplier Service
Performance

Supplier Order
Fill Rate

Supplier Care
Performance

Supplier Material
Quality

Supplier Service
Accuracy

Supplier Trans-
formation Ratio 

Supplier Agreement
Effectiveness

Cash-to-Cash
Cycle Time

Conversion
Cost

Asset
Utilization

Sigma
Value

Recruitment 
Effectiveness Index

HR Advisory
Index

Benefits
Administration Index

HR Total
Cost Index

Skills Inventory
Index

Employee
Training Index

Systems
Performance

New Projects
Index

IT Support
Performance

IT Total
Cost Index

Partnership
Ratio

Service-Level
Effectiveness

Compliance
Index

Accuracy
Index

Advisory
Index

Cost-of-Service
Index

Gartner Business Value Model
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SOA Project

Metrics



Metrics 101

ÅDefinition: 

- A system of measurement used to help an organization 
define and evaluate its performance, typically in terms 
of making progress toward a set of goals

ÅWhy do metrics?

- Metrics demonstrate competency and value

- Metrics provide justification for investment decisions



The Tao of Metrics

ÅAnatomy of an effective metric system

- Supportive of business objectives

- Varied but small in number

- Clearly and consistently indicative of performance 

- Credible for all concerned

- Rigorously defined

- Associated with baseline measurements

- Objective and quantifiable

- Unbiased

- Open and transparent
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Metrics must focus on business outcomes



Efficiency Metrics
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Claimed benefit
Relevant efficiency 
measurement

Direction of 
improvement

Data source

Improve the quality 
of applications

Business process and service 
availability

Higher
BAM, systems monitoring, 
and incident management

Reduce time-to-
market (aka agility)

Complexity calculation:
¶ # business capabilities
¶ # systems implementing 

a capability
¶ Development velocity

¶ Higher
¶ Lower

¶ Higher

¶ Capability model
¶ Configuration 

management database 
(CMDB)

¶ Development 
intelligence (SDLC 
infrastructure)

Increase ease of 
doing business

Number of service-consumer 
interactions

Higher SOA management

Improve 
consistency in 
systems

Service utilization:
¶ Number of consumers 

per service
¶ Number of automatically 

enforced policies

¶ Higher

¶ Higher

SOA management, 
registry/repository

Reduce TCO within 
IT portfolio

¶ Lights on/operational 
expenses (OPEX) %

¶ Service-reuse savings

¶ Lower

¶ Higher
Budget documents




