An IT Briefing produced by Q

How CA Clarity PPM On Demand Delivers Value: Building the Business Case

O

TechTarget
G .
Sponsored By: @ .




How CA Clarity PPM On Demand Delivers Value: Building the Business Case

By Jose Mora and Randy Perry

Jose Mora is Senior Director of Product Marketing, CA Clarity PPM at CA.
Randy Perry is Vice-President of Business Value Consulting at IDC.

This IT Briefing is based on a CA/TechTarget Webcast, “How CA Clarity PPM On
Demand Delivers Value: Building the Business Case.”

This TechTarget IT Briefing covers the following topics:

« Business Benefits of PPM Solutions ........................ 1
« How to Optimize the Benefits of PPM Solutions .............. 4
« Meeting Implementation Obstacles. .. ...................... 4
« The Benefits of CA Clarity PPM On Demand. ................. 5
o Clarity Customer Case Studies . . ....... .. ... o ... 7
« Build a Better ROl Model to Justify a PPM Solution............ 8
eConclusion. . ... 8
« Common Quesitons .. ... ... 9

Copyright © 2009 CA. All Rights Reserved. Reproduction, adaptation, or translation without prior written permission is prohibited, except
as allowed under the copyright laws.

About TechTarget IT Briefings

TechTarget IT Briefings provide the pertinent information that senior-level IT executives and managers need to make educated purchasing
decisions. Originating from our industry-leading Vendor Connection and Expert Webcasts, TechTarget-produced IT Briefings turn Webcasts
into easy-to-follow technical briefs, similar to white papers.

Design Copyright © 2004-2009 TechTarget. All Rights Reserved.

For inquiries and additional information, contact:
Dennis Shiao

Director of Product Management Webcasts, TechTarget
dshiao@techtarget.com



How CA Clarity PPM On Demand Delivers Value:

Building the Business Case

ClIOs and their IT staffs are facing an increas-
ing number of challenges when it comes to
managing and delivering projects. Despite
reduced budgets and staffs, they are expected
to deliver high quality products that empha-
size innovation. And pain points that were
minor issues before cut-backs are now crucial
to the success of projects. For example, users
must adopt the applications that the organi-
zation has dedicated scarce resources to
develop. Even the best application won’t add
value to the organization if nobody uses it.
And there’s an increasing need to collaborate
beyond IT with business stakeholders, execu-

tives, etc.

Project and Portfolio Management (PPM)
solutions are designed to help IT staffs and
their organizations meet these challenges.
Research and analyst firm IDC studied 13
organizations in 2008 to determine the
degree that PPM solutions help organiza-
tions better manage IT resources and project
planning. The study, Measuring the ROI of
Project and Portfolio Management, uncov-

ered significant benefits.

Business Benefits of PPM
Solutions

Perhaps the most significant benefit of
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deploying a PPM solution is the potential for
cost savings. According to IDC’s report, PPM
solutions increase project efficiency while
substantially reducing costs. The key to these
benefits is the organization’s improved ability
to align projects with company goals. When
IT staffs understand company goals and can
align those with stakeholder goals and input,
it enables them to reduce a lot of the costs
associated with projects. The organizations
that participated in IDC'’s research increased
their alignment with company goals by 27
percent. In turn, this allowed them to
increase the number of completed projects
per year by 35 percent even while reducing

project costs by 37 percent.

PPM solutions also help organizations
reduce a lot of waste, thereby allowing them
to do more with less. PPM maturity increases
with the establishment of corporate gover-
nance processes to set guidelines for the
selection and prioritization of projects
according to the overall goal of the IT organi-
zation. PPM solutions help organizations to
do that. Companywide governance and PPM
solutions’ asset prioritization and planning
functionality enabled IT to reduce redundant
projects by 78 percent. Project failures were

reduced by 59 percent.
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Study Demographics

=1DC

Analyze the Future

The 13 companies hail from the finance, food,
tourism, healthcare, local government,
telecommunications, and R&D sectors and
are located in North America, Europe, and

Asia/Pacific.
Demographics
Median number of IT users 5,000
Median number of IT staff 300
Percent of employees using computers 88%
Average time PPM deployed (months) 37

iDc, 2008

@ 2009 1DC

Figure 1

IDC also found that the organizations partici-
pating in its study increased the quality of
their IT services for the projects that were
managed by the PPM solution. All the organi-
zations experienced the benefit of delivering
business applications faster, reducing their
time to market by 33 percent. Five of the 13
companies were able to quantify the increase
in revenue associated with faster time to
market, one of which 15 percent of its total
revenue was related to getting to market

faster.

However, quality didn’t suffer because proj-
ects went to market sooner. There were 85
percent fewer project redos, and users experi-

enced 30 percent fewer project-related prob-
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lems that required a call to the helpdesk. As a
result, the organizations were able increase
their competitiveness because managers
now had the ability to shift IT staff resources
away from IT support to customer-facing
activities, whether that customer was another
department within the organization or an
external customer. The organizations can do
more projects than ever before because they
have the resources available and the flexibility

of assigning staff to different priorities.

Finally, the organizations in IDC’s study
found four-fifths of the benefits related to
PPM solutions in hard cost savings; in other
words, reductions in actual items off the bud-

get line. Fifty-nine percent of that savings was
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the Benefits to Company Operations

Project Efficiency KPIs

Frojects aligned with company doals
Projects per year

Average cost per project

Awerage project staff (FTEs)
Average time of projects (weeks)
Frojects per project manager

Project Management and
Governance KPls

Failed projects
Redundant projects
Frojects over budget
Project redos

Before After Change
58% 87% 27%

104 140 35% IT Costs
$499270  $315740  37% Reduction
205 176 14%
29.1 18.3 35%
35 49 40%

Before After Change Project
S et i Optimization
28% 8% 78%

39% 19% 52%

18% 3% 85%

Service-Level KPls

Time to market {(weeks)
Help desk hours per user per year

Before After Change
{HeEs 110 33%
0.81 0.57 30%

Productivity

Figure 2

Four-Fifths of Benefits Were in
Hard Cost Savings

Increased
Revenue (18%)

« Quicker time to
market

+ More competitive

« Shift resources to
customers

IT Operations
Cost Reduction
(22%)
« Increased
compliance
* Consolidation

« IT staff productivity

PPM Tool Benefits

User Productivity (1%)

* Reduce project-related
help desk calls

Project Optimization
(59%)
* Increased project efficiency
« Better project govemance
and management
O Reduce failed projects
O Eliminate redundant projects
0 End overbudget projects

O Reduce project redos

Figure 3
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related to project optimization and related
issues, such as eliminating waste and risk,
choosing high value, low risk projects, creat-
ing informed project plans, and feeding les-
sons learned back into the planning process.
Companies were also able to reduce hard-
ware, software, and IT staffing costs associ-
ated with sales and redundant projects, and
create a database-driven method for budget-
ing. One organization in the study was able
to save upwards of $10 to 20 million a year

just in reducing redundant projects.

How to Optimize the Benefits
of PPM Solutions

The benefits that organizations see with PPM
solutions don’t remain static. In its study,

IDC found that benefits are optimized over

time through maturity. The longer the organi-

zations in the study used PPM solutions and
the greater their extent of use, the more the
organizations benefitted. This is because
PPM solutions enable the standardization of
management practices and policies that are
the foundation for good project manage-
ment. As a result, the benefits analysis looks
stronger over a four-year period than it does

for a two- or three-year period.

Two factors help contribute to the optimiza-
tion of benefits that occurs when an organi-
zation is committed to a PPM solution long
term: all IT staff use the PPM and the PPM is

used to manage all projects. Organizations
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in IDC's study that had their entire IT staff
using PPM were able to reduce the costs
associated with failed, redundant, and redo
projects by 62 percent. Likewise, companies
using PPM for 100 percent of their projects
had a 68 percent reduction in waste, or 50
percent more savings than those only using

PPM for 80 to 90 percent of their projects.

Meeting Implementation
Obstacles

Ironically, the same challenges that organiza-
tions face in project management — limited IT
budget and resources, tight timeframes, lack
of PPM knowledge — are the same obstacles
that prevent many of them from achieving
the tangible benefits associated with a PPM
solution. Organizations also lack the infra-
structure to support a PPM solution and
because all resources are constrained, there
is less room for error and higher expectations

for a return on investment.

Furthermore, the PPM deployment model
can impact ROIl. The 13 organizations that
were studied for IDC’s report deployed on-
premise PPM solutions for an annual savings
of $83,500 per 100 users. However, on-prem-
ise hardware and software, and the associ-
ated maintenance may not be ideal for
organizations that are already strapped for IT
labor and infrastructure. And it’s certainly not
an option for organizations that need to get

up and running quickly. It took the organiza-
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CA Clarity PPM On Demand
Easy and cost-effective way to get started

CA Clarity PPM On Demand

Easy to Use ! ) ’:\
Functionality to Get | ﬂé '
You Started Quickly Demand Project Resource
Management Management Management
Scales Easily: ) Pinag—
Comprehensive PPM E
Functionality Ready Q
to Use When You Are Requirements 1T Financial Project Portfolio
Planning Management Management
IT Portfolio Busiress Relationship Cost and Time Dashboards &
Management Managerment Management Reporting
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Figure 4

tions in IDC’s study about four months to  The Benefits of CA C|arity

completely rollout their on-premise PPM ™
solutions, and the realization of benefits was PPM On Demand

slower. A lot of the benefits associated with CA Clar-

An alternative model is Software as a Service ity PPM™ On Demand can be translated into
(SAAS), as CA offers with its Clarity PpM™  building a compelling business case. And
On Demand. SAAS enables organizations to  that's CA’s objective — to help organizations
easily obtain basic PPM functionality so that ~ build a business case with tangible metrics
they can get up and running quickly, and like those from IDC’s study that can be pre-
thereby demonstrate value in as little as two-  sented to steering committees to justify an
to-three months. It also enables organiza- investmentin a PPM solution.

tions to scale the solution as their PPM pro-

Many organizations are not looking for a full-

cesses mature. In short, SAAS or on-demand blown PPM application deployment and can

solutlons' aret an easy and cost-e'ffectlve way actually benefit from very basic PPM func-
for organizations to get started with PPM. tionality to start. CA Clarity PPM™ makes it

easy for these organizations to get started,
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Kellogg’s Strategic IT Rollout

Overview

= Multi-million dollar HR
implementation too hard to
manage with other solutions

* Extremely short
implementation timeframe

Key Benefits

= Extremely fast on-ramp

= Visibility into resources, tasks
and financials

= Simpler IT infrastructure

Why Clarity PPM On Demand?

Helloggs

= Superior functionality and on
demand solution

= CAPA and Services 10-day
deployment

= Positive experience with partner
and CA
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munity Tiade Mark af ine affis af Gaveinmant Cammeice, 4nd =

Reqizte 2a n Ine

4 hasein bekang 1

Ine it expeclive campaniez. [TILE & 4 Reqaleied Trade Mary, and @
L ang Tragemaik Oifice.

Figure 5

because it's pre-configured for rapid imple-
mentation. It's very easy to use and features a
flexible model that can be readily adapted by
any organization. CA Clarity PPM™ On
Demand features an on-demand tutorial that
enables users to try it, test it, and do the PPM
processes as defined by their organization.
And when the organization is ready to expand
its deployment, the solution’s enterprise-

proven functionality easily scales.

CA Clarity PPM™ On Demand is financially
compelling for organizations that lack the
budget and staff to implement and manage
an on-premise solution. Because no infra-
structure is needed, Clarity PPM™ offers a

lower total cost of ownership than on-prem-
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ise solutions. It also offers a pay-as-you-go
subscription pricing with flexible usage ramp-
up. This can be a benefit for organizations
that are seeing their capital budgets for IT
investments dwindle and are looking to busi-

ness units to help make those investments.

Lastly, CA Clarity PPM™ On Demand is
secure, scalable, and optimized. It's always
important to consider how data is going to be
protected — especially if it's not stored in-
house. In the case of Clarity PPM™, CA hosts
its applications in world class hosting facili-
ties that feature robust security and high
availability. CA makes certain that Clarity cus-
tomers’ data is secure and that it's available

when it’s needed.
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Grants at the Chicago
Department of Public Health

Overview

= CDPH needed better way to
manage millions of dollars in
grants for multiple initiatives

Key Benefits

Optimizes CDPH’s services to
citizens

Minimal impact to limited IT
resources

Fast on-ramp

Rollout in easy-to-manage
phases

Why Clarity PPM On Demand?

= Supported Commissioner's
vision
= Flexible and complete solution

= Separated Grants from
conflicting PMQO requirements

Figure 6

Clarity Customer Case Studies

Two organizations — one in the private and
another in the public sector — demonstrate

the value of on-demand PPM.

Kellogg was in the process of rolling out a
significant ERP deployment when it realized
that it faced significant project management
challenges that were putting the ERP deploy-
ment at risk of not being completed on time,
on budget, and according to quality expecta-
tions. The company selected CA Clarity
PPM™ On Demand for a few reasons. First,
Kellogg was attracted to the very fast on-
ramp to the application. It took less than two
weeks to deploy Clarity PPM™, thereby limit-
ing the impact to the ERP deployment time-
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line. Second, Kellogg was pleased to be able
to quickly get end-users up and running with
the help of CA’s productivity accelerator.
And, finally, the company recognized the
need for a PPM solution throughout the orga-
nization and the importance of buying a solu-
tion that would scale to meet its future

needs.

A fast on-ramp was also important for Grants
Management at the Chicago Department of
Public Health, but the organization also had
limited IT resources to manage the applica-
tion, and it needed a very configurable solu-
tion to support its grants management
process. CA Clarity PPM™ On Demand was

a great fit. In addition to managing projects,
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costs, and schedules, there is a workflow that
supports the Department’s grants distribu-
tion process. And, of course, it offers the ben-
efit of being delivered on-demand, saving the
organization the costs associated with man-

aging a PPM solution in house.

Build a Better ROl Model to
Justify a PPM Solution

CA has worked with IDC to help clients build
better ROl models and justifications for a
PPM solution. One of the results of this col-
laboration is an ITG ROI calculator. This sim-
ple tool aggregates the user’s input with
research conducted by IDC to gauge the
organization’s project management maturity
levels. The ROI calculator takes about 15 min-
utes to work through, and provides an eight-
to-nine page document tailored to the organi-
zation that, among other things, compares
the maturity of the project management pro-
cesses against other organizations of similar
size, budget, and revenue. It also features a
baseline of where to begin with project man-
agement and outlines some of the potential
benefits of maturing these processes. Some
organizations may find that the ITG ROI cal-
culator provides enough information to pres-
ent to decision makers to justify a PPM

investment.

When building a business case for PPM, IDC
found that it's crucial to get all stakeholders

on board, and that means anybody in the
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organization that has any kind of IT budget or
requirements. These people need to be on
board because the tool benefits them. Once
you have this support, conduct a self assess-
ment using the PPM maturity calculator in
order to demonstrate current maturity levels
and the benefits that can be achieved by
increasing that level. Then establish objec-
tives, and create key performance indicators
to measure success and metrics to quantify
value. There are some real tangible benefits
of PPM, and it is critical when building a busi-
ness case justification that organizations
include these hard numbers because that’s
what CFOs and others look for. And, finally,
conduct an ROl analysis, taking into account
risk sensitivity and the possibility that deploy-
ment will take longer than expected for an on-

premise solution.
Conclusion

PPM solutions enable the best practices and
procedures required for effective project
management. But CIOs should keep in mind
that the inclusion of key stakeholders in proj-
ect management should go beyond deciding
which projects to do and how to do them, to
sharing the business value delivered and
other PPM benefits. IT should always keep its
customers informed and demonstrate the
benefits of everything it does, and using a
PPM solution like CA Clarity PPM™ On
Demand allows the IT staff to do that.
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Common Questions

Question: Can the benefits of introducing
processes to the 13 organizations in IDC’s
study be separated from the benefits of PPM
tools themselves? A lot of the benefits might
come simply from aligning the organizations
onto defined processes.

IDC: That's true. We do a lot of optimization
analysis across different areas of IT, and it’s
critical to have as a baseline set of standard-
ized procedures and policies that are used
throughout the company. PPM helps to
enable that process by making it easier to
standardize because it provides a common
interaction point and it's a multiplier. It's a
platform that enables the policies and proce-
dures, but it also provides something that
can be learned. To go from a consistent,
standardized practice throughout the com-
pany to optimization, where over time you
learn, and the company gets better at what it
is doing and derives more benefits, requires
the enabling technology of PPM.

Question: Would a smaller IT organization
see fewer or the same benefits of ROI?

IDC: Any organization is going to benefit
from deploying PPM, because it's helping in
terms of not only projects, but ultimately in
how you manage all of IT. Now, clearly the
more complex, widespread, and distributed
the organization, and the more stakeholders
there are, the more valuable a PPM solution
is simply because it enables you to handle all
of those things. But companies of any size
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can use PPM as a way to improve collabora-
tion with all stakeholders, develop a process
to manage resources, and manage their IT
staff in a way that optimizes that organiza-
tion.

CA: From our perspective it's fairly relative,
because when you are looking at ROl you are
looking at the numerator being what you rec-
ognize will be tangible benefits from the
deployment, and then the denominator of the
investment cost depends on how many users
you have and what level of functionality you
want to deploy. But at the end of the day, the
ROI is independent of whether you are small
or large. | think what's critical to consider is
whether you necessarily have to go down the
path of an ROI analysis.

| was in the northeast a couple of weeks ago
and one of our clients came up to me and
said that he didn’t need to do an ROI analy-
sis. His organization is using six or seven
tools just to manage projects and resources.
If the client goes to one tool that has every-
thing in one system, that's ROI; that's
enough justification for the investment. So
sometimes you have to step away from the
details and recognize whether something
makes business sense just on the surface.

Question: How do | know if | should be con-
sidering an on-demand solution versus on-
premise? How do | make a comparison
between the two?
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IDC: | suggest first recognizing the chal-
lenges that you are trying to address with
PPM technology. For example, are you trying
to improve business and IT alignment? Or is
there an investment decision-making process
that currently isn't optimized? Once you've
identified the business challenges, you can

on-demand offering, where there is no infra-
structure or hardware cost, but it's a pay-as-
you-go model.

Similar to the car leasing business, in the on-
demand model, you will be paying year after
year, and you’ll never own the software.

look at your current processes and ask your- Maybe that's a strategy you want to take. But

self where technology might help to improve at the end of the three years you will need to

those business challenges. That's how | renew those licenses for that subscription

would begin that dialogue. Once you have period, versus those licenses you purchase

that, then consider what makes business today and own outright. So, there are some

. . trade-offs, and you should first look at the
sense from an investment perspective. In

e, benefits from a business perspective and
other words, can your organization’s infra-

. then consider the various models.
structure support an on-premise deploy-

ment, or would it be better suited for an
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