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ITFM Maturity Model: A Roadmap for Innovation

The Challenge of Driving Value with IT

As IT estates expand in size and scope, understanding and proving the

value of IT spend becomes increasingly difficult. Data is often siloed across
disparate systems, making it hard to connect IT spend to business objectives
and value. Organizations struggle to move from reactive budgeting to
strategic financial planning, and lack of source of costing truth to drive
strategic decision-making and investments. Organizations need a way to
track, manage, and optimize value from IT investments. This IT financial
management (ITFM) maturity model provides a roadmap.

The ITFM Maturity Journey

ITEFM maturity is a journey, not a checklist, favoring progress over perfection.
Once you've identified your organizations capabilities via the dimensions of KPIs
and outcomes, this five stage model charts how to evolve from manual, finance-
led processes to strategic, value-centric IT financial management. Each stage
builds on the last, improving transparency & automation, increasing stakeholder
involvement, engagement & trust, and creating greater alignment between IT
investment and business objectives & value.

Only 14% of organizations report

that their ITFM practices are ‘fully
embedded’ with continuous optimization
and granular visibility into costs.

»

Data Sources That Enable Smarter IT Decisions

Start with the general ledger for a solid foundation. As you unify more sources, you
gain a complete view of IT cost, risk, and value, empowering leaders to optimize spend,
forecast accurately, and align IT with business growth.

» Enterprise resource planning (ERP): Foundational financial data (GL, AP, AR).

e Customer Relationship Management (CRM): Links IT investments to customer-facing initiatives.
e Cloud: Key driver of modern IT costs; requires tagging and optimization.

¢ HR Systems: Workforce cost visibility and planning.

¢ |T Asset Management (ITAM): Tracks hardware/software inventory and lifecycle; supports depreciation
and compliance.

e |IT Service Management (ITSM): Connects cost to service delivery.

Key Stakeholders

As your ITFM practice matures, strategic partnership and trust across IT, Finance, and the business becomes
a catalyst for transformation. This unlocks deeper and more accurate cost transparency, smarter investment
decisions, and stronger alignment between IT investments and business objectives.

o |IT: Needs visibility into cost drivers and consumption to optimize spend.

3 X
o Finance: Seeks accuracy, accountability, and alignment with corporate goals. g )
o Business Units (BUs): Want transparency into what they’re consuming and why.

* CxOs: Require defensible, value-based insights to guide strategic decisions.

¢ Procurement / Vendor Management: Critical for optimizing and rationalizing contracts and spend.

¢ |ITFM Practice: Champions maturity, governance, and cross-functional alignment.

Discover the Benefits of Maturing Your ITFM Practice

Move beyond the 14% to realize greater value from your IT investments.

o Cost Transparency: Understand where spend is going, who is spending it, and why it is being spent.
e Business Value Alignment: Link IT investments to strategic business objectices.

» Improved Forecasting: Reduce budget variance and build trust between IT and Finance.

» Faster Budget Cycles: Increase agility and responsiveness to business changes.

o Automation & Reliability: Reduce manual effort and errors, increase accuracy.

o Strategic Enablement: Position IT as a growth enabler, not just a cost center.
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Stage Snapshot Stage Snapshot Stage Snapshot Stage Snapshot Stage Snapshot
Limited process/tools (mainly Early tooling; basic tracking Consistent categorization, Defined processes; consistent Continuous improvement, granular
spreadsheets); minimal cost visibility & categorization cost allocation & reporting cost allocation & reporting visibility; showback/chargeback,
benchmarking, fully operationalized

Typical Outcomes Typical Outcomes Typical Outcomes Typical Outcomes
* Manual, spreadsheet-based * Begin automating financial data e Leverage richer, more consumptive o Deep integration of financial and IT Uyle! Quiseines

distribution of IT financial data begins aggregation and reviews (ETL processes) data feeds management practices (e.g., ERP + ITFM) o [T is fully embedded in strategic
e Organizations begin to understand e Shift from ad hoc to continuous rollout e Shift to proactive, IT-led financial e Multi-year, rolling forecasts driven by business decision-making

what they don’t know of financial practices analysis IT value and services e High automation and data reliability

e Begin engaging IT and business units e Begin rightsizing IT investments o Advanced rationalization of applications underpin strategic decisions
with consistent, understandable data using TCO and unit economics and services o Accurate and defensible cost allocation

Cross stage KPIs & thresholds

Cost Allocation Coverage Cost Allocation Coverage Cost Allocation Coverage Cost Allocation Coverage Cost Allocation Coverage
0-30% 30-60% 60-85% 85-95% 295%
Budget Cycle & Reforecasting Time Budget Cycle & Reforecasting Time Budget Cycle & Reforecasting Time Budget Cycle & Reforecasting Time Budget Cycle & Reforecasting Time
45-60 days / NA 30-45 days / NA 15-30 days / 1+ per year 7-15 days / 2+ per year <7 days (or rolling) / 4+ (quarterly)
Forecast Accuracy (MAPE %) Forecast Accuracy (MAPE %) Forecast Accuracy (MAPE %) Forecast Accuracy (MAPE %) Forecast Accuracy (MAPE %)
>20% 10-20% 8-12% 5-7% <5%
Data Feeds & Automation Data Feeds & Automation Data Feeds & Automation Data Feeds & Automation Data Feeds & Automation
<10% 25-40% 40-70% 70-90% <95%
Consumptive Allocation Consumptive Allocation Consumptive Allocation Consumptive Allocation Consumptive Allocation
<10% 25-40% 40-70% 70-80% 280%
. e Cost allocation coverage: How much of your IT spend is distributed to meaningful cost objects (services, apps, BUs) instead of sitting in a lump sum. Why it matters: Higher coverage = better cost allocation, transparency, and accountability.
KPI GUIde e Budget cycle & reforecasting time: Time (days) to complete IT budget cycle & ability to reforecast. Why it matters: Shorter cycles for budgeting and reforecasting = increased agility and shorter response time to business changes.
e Forecast accuracy (MAPE %): How close your IT forecasts are to actuals (Mean Absolute Percentage Error). Why it matters: Accurate forecasts prevent budget shocks, reduce budget waste, and improve trust between IT and finance.
{ ,\ e Data feeds & automation: The percentage of key data sources (GL, HR, asset, cloud) that flow automatically into your ITFM system. Why it matters: Reduces manual effort, errors, and latency in reporting + increases accuracy in cost objects.
e Consumptive allocation: The percentage of IT spend allocated based on data driven consumptive rules rather than assumptive measurements. Why it matters: Highly consumptive, data-driven TCO = greater accuracy and trust of allocations.



s« Foundational: Build the baseline for IT cost transparency

Stage Snapshot: Limited process/tools (mainly spreadsheets); minimal cost visibility

Strategic Goals

Establish baseline cost transparency

Build trust in IT financial data

Enable basic budgeting and
forecasting processes

Capability Requirements

Key Persona Influence

Single source of truth for IT spend
(GL integration)

Initial IT cost taxonomy (e.g., cost pools)

Simple (most likely assumptive) cost

allocation approach (e.g., using an FTE %

to cost center-level)

Ability to produce monthly IT spend reports
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Expected Outcomes

Manual, spreadsheet-based distribution of IT financial data begins
Enables initial visibility into IT spend, surfacing gaps and sparking early conversations

Finance-led structure sets the initial cadence for reviews
Establishes repeatable (though manual) process that can evolve into cross-
functional collaboration

Basic workforce cost visibility begins to emerge
Provides a rough baseline of resource distribution, informing future workforce

Organizations begin to understand what they don’t know (e.g., vendor, workforce,
cost center, etc.)
Reveals blind spots, informing future priorities

Cross-Stage KPlIs
& Thresholds

Cost Allocation Coverage

0-30%

Budget Cycle & Reforecasting Time
45-60 days / NA

Forecast Accuracy (MAPE %)
>20%

Data Feeds & Automation

<10%

Consumptive Allocation

25-40%

Additional KPI Signals

e IT Spend vs. Plan variance

(OpEx & CapEx variance)
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=s Structured: Establish consistent tracking and categorization

Stage Snapshot: Early tooling; basic tracking & categorization

Strategic Goals

e Improve budgeting and forecasting
e Launch showback to business units
e Centralize vendor and contract data

Capability Requirements

e Automated GL import
e Vendor/contract reference data

e Monthly showback to top Lines
of Business

e 12-month rolling forecast cadence

Expected Outcomes

Begin automating financial data aggregation and reviews (ETL processes)
Reduces manual effort and errors, freeing up time for analysis and improving
data reliability

Shift from ad hoc to continuous rollout of financial practices
Establishes repeatable, scalable processes that support consistent planning and review

Build a common language and taxonomy between Finance and IT

Fosters collaboration and stakeholder adoption, reducing friction and
improving alignment

Begin engaging IT and business units with consistent, understandable data
Drives usage and trust in the system, both of which are necessary for
long-term success

Provide visibility into infrastructure costs and technical debt
Enables infrastructure owners to justify investments and advocate for funding

Centralize vendor and contract data for visibility into usage and duplicative spend
Lays the groundwork for future rationalization by identifying inefficiencies early

Key Persona Influence ' The
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Cross-Stage KPlIs
& Thresholds

Cost Allocation Coverage
30-60%

Budget Cycle & Reforecasting Time
30-45 days / NA

Forecast Accuracy (MAPE %)
10-20%

Data Feeds & Automation
25-40%

Consumptive Allocation

25-40%

Additional KPI Signals

e % of projects on-time/on-budget

o % of IT investment allocated to
run/grow/transform initiatives



Managed: Run a reliable cadence with consistent reporting

Stage Snapshot: Consistent categorization, cost allocation & reporting

Strategic Goals

e Improve budgeting and forecasting
e Launch showback to business units
e Centralize vendor and contract data

Capability Requirements

e Data-driven TCO views
e Automated GL import
e Vendor/contract reference data

e Monthly showback to top Lines
of Business

e 12-month rolling forecast cadence

Expected Outcomes

Leverage richer, more consumptive data feeds
Enables more granular analysis and defensible, data-backed decisions

Shift to proactive, IT-led financial analysis
IT becomes a strategic partner in financial planning, not just a data provider

Identify and trace key cost drivers across services and applications
Improves accountability and enables targeted optimization efforts

Launch showback to business units
Drives stakeholder awareness and accountability by making consumption visible

Begin rightsizing IT investments using TCO and unit economics

Aligns spend with business value and prepares for deeper rationalization in
later stages

Strengthen collaboration and trust between IT, Finance, and Business Units
Shared understanding of cost and consumption fosters better planning and
demand management

Key Persona Influence -
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Cross-Stage KPlIs
& Thresholds

Cost Allocation Coverage
60-85%

Budget Cycle & Reforecasting Time
15-30 days / 1+ per year
Forecast Accuracy (MAPE %)
8-12%

Data Feeds & Automation
40-70%

Consumptive Allocation

<40-70%

Additional KPI Signals

e % of business-facing services
meeting SLAs

e % of IT investment by
business initiative

e % of project spend on
customer-facing initiatives

e Customer satisfaction scores



Stage 4

& Optimized: Steer with unit economics and scalable practices

Stage Snapshot: Defined processes; consistent cost allocation & reporting

Strategic Goals

Unit costing and economics

Advanced TCO modeling

More granular workforce planning
and optimization

Capability Requirements

Publish unit rates for top services
Expand chargeback to core towers
Policy-based cloud tagging
Benchmarking for target-setting

Expected Outcomes

Deep integration of financial and IT management practices (e.g., ERP + ITFM)
Enables unified planning and reporting, reflecting a mature partnership across
functions

Multi-year, rolling forecasts driven by IT value and services
Supports long-term planning and agility in response to changing business needs

Begin assessing ROl and broader value outcomes of IT investments
Aligns spend with strategic goals and enables prioritization based on business impact

Advanced rationalization of applications and services
Enables strategic decisions around consolidation, modernization, and investment

Full visibility into addressable vs non-addressable expenses
Empowers teams and accelerates decision making by identifying which costs can
be optimized and which are fixed, improving financial fluency

Advanced collaboration between Finance, IT, and Business Units
Drives shared ownership of IT financial performance and strategic objectives
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Cross-Stage KPlIs
& Thresholds

Cost Allocation Coverage

85-95%

Budget Cycle & Reforecasting Time
7-15 days / 2+ per year
Forecast Accuracy (MAPE %)
5-7%

Data Feeds & Automation
70-90%

Consumptive Allocation

<70-80%

Additional KPI Signals

e Application & service total
cost (TCO)

e Infrastructure unit costs
vs. benchmarks



Strategic Goals

Institutionalize chargeback and
interactive benchmarking

Make rationalization and TCO
business-as-usual

Drive continuous improvement

Capability Requirements

Highly consumptive, data-driven TCO
Benchmark-informed targets
Optimization backlog tied to OKRs
Quarterly value reviews with business

Scaled: Optimize portfolio and maximize business value

Stage Snapshot: Continuous improvement, granular visibility; showback/chargeback,
benchmarking, fully operationalized

Expected Outcomes

Accurate and defensible cost allocation through automated chargeback

and internal rate-setting

Move from cost to fully burdened internal pricing to build trust in the data and
facilitate meaningful conversations across stakeholders, influence demand, and
drive strategic IT investment decisions

IT leads value-based discussions with business stakeholders

Shifts focus from cost control to business objectives and value, enabling demand
shaping and prioritization

IT is fully embedded in strategic business decision-making

Technology investments become a trusted lever for innovation, growth, and
competitive advantage

IT guides technology stack consumption and optimization

Moves beyond funding to influencing demand, capacity, and investment decisions
High automation and data reliability underpin strategic decisions

Builds the trust needed for IT to act as a ratified, equal partner in business planning
Technology investments are evaluated based on business impact and value

Enables continuous improvement and alignment with enterprise OKRs and strategic goals
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Cross-Stage KPlIs
& Thresholds

Cost Allocation Coverage

295%

Budget Cycle & Reforecasting Time
<7 days / 4+ per year (quarterly)
Forecast Accuracy (MAPE %)

<5%

Data Feeds & Automation

290%

Consumptive Allocation

>80%

Additional KPI Signals

e Unit cost coverage
e Vendor spend under management
e Redundancy ratio



Take your ITFM practice
to the next level

No matter where you are on your ITFM maturity journey, the biggest challenge is understanding
what you're spending and the value its driving for your organization. Your ITFM maturity
journey is unique — shaped by your organization’s capabilities, strategy, and resources.

The important thing is to start today and build momentum.

e Replace manual chaos with automation: Eliminate error-prone spreadsheets, and tools,
and gain instant visibility into IT spend, enabling you to make faster, more confident
investment decisions.

e Build trust across IT, Finance, and the business: Deliver defensible, easy-to-understand
cost views, so stakeholders align quickly on priorities, trade-offs, and accountability.

e Accelerate time-to-value: Get up and running quickly, so you can demonstrate IT’s
impact without waiting months or needing perfect data.

e Lay the foundation for growth: Start with core capabilities today so that you can scale
seamlessly as your ITFM practice matures — unlocking greater business value over time.

Ready to take your ITFM practice to the next level?
Contact us to learn how IBM Apptio can help.

ITFM Maturity Model Handbook
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Find your next step

Apptio, an IBM company, is the leading provider of Technology Business Management (TBM) Saa$S
applications. With Al-powered insights based on billions in managed technology spend, we're a pioneer
in the TBM practice areas of IT Financial Management, FinOps, and Strategic Portfolio Management,
empowering leaders to make smarter decisions and deliver more value from technology investments.
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