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How to measure the impact 
of IT on business outcomes 
A pertinent partnership conundrum between business and IT



How to measure the impact of IT on business outcomes? | © 2022 Infosys Consulting 2

In this fast-moving digital landscape, where operations are heavily reliant on IT

services and business growth is predominantly influenced by digital transformation,

tracking performance is everything.

Businesses need oversight on whether their IT spend is efficient and how much

return they’re getting on that investment. In terms of operations, they need to know

the average time between failures and repairs and the consequent business

impacts. They also need to understand whether stakeholders are receiving the

support they need to work efficiently.

However, many companies still track systems via traditional KPIs, which fail to

measure the impact IT infrastructure and performance have on business outcomes.

But what is the best way to measure performance? How can companies determine

which strategies or digital capabilities are affecting growth? And is there a way to

place the right contributions in the right buckets?

In this article we make a case for a shift from traditional KPIs to composite KPIs.

These are crucial as they holistically measure performance at the crossroad of

business functions, infrastructure, and the overall execution of IT systems.

Introduction



Whether you’re a large corporation with

offices and clients all over the world, or a

small enterprise working with a manufacturer

in another country, chances are you’re

heavily reliant on IT services.

However, such global operations increase the

number of risks your business could face.

Let’s take 2021 as an example. While the

threat of COVID-19 was dissipating,

industries were suddenly hit with disrupted

supply chains and changes in consumer

behavior – problems that continue as

businesses grapple with rising energy costs

and inflation.

As such, companies have had to adapt and

implement processes that favor agility. Yet,

while agility is necessary for future growth,

much of it requires implementing new digital

tools (such as AI and Cloud technologies).

This puts a strain on both daily business and

IT operations.

In such turbulent times, agility and digital

innovation are essential for business survival

and growth. That’s why it’s more important

than ever for businesses to effectively track

both their IT ROI and general IT performance.

Meet agility with the right KPIs
Business KPIs are essential for helping

companies track their performance

throughout global operations. However,

traditional methods of measuring business

performance (such as static KPIs) fail to meet

today’s demands.

To support agility, you need a system that

delivers the right KPIs to the right people at

the right time. This is key to taking timely

corrective and preventive actions.

Composite KPIs – as depicted in the image

above – help businesses accurately measure

and prioritize IT KPIs that meet their unique

goals.
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Global operations require tracking 
digital capabilities to ensure 
success



Logistics operations for freights are heavily dependent on IT systems. They have

to manage huge volumes and continuously communicate with ports, terminals, and

partners. They do this through Electronic Data Interchange (EDI), which

automates paper-based transaction.

Should these systems fail, they have enormous impacts on the overall business.

This includes heavy penalties, decreased revenues, and poor customer

satisfaction (see below).
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The challenge of losing bookings is particularly pertinent to logistics. In our

experience, companies keep IT and Business Performance KPIs separate, making

it difficult to measure how they impact one another.

This fails to measure and prioritize immediate opportunities for improvement,

affecting day-to-day and long-term performance, impeding agility. The result?

Businesses struggle to survive, let alone grow, in difficult times.

Use case: Logistics companies
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Composite KPIs are key to accurately measure and track the impact of IT services on your

business. Each composite KPI must be comprised of three components, which all contribute to

a balanced scorecard.

1. Business component – captures operational performance (a representative list for

illustration purposes), such as:

• Sales margins

• On time delivery (OTD)

• Booking volumes

• Turnaround time (TAT)

2. Application component – captures various tasks and issues that impact business

operations. For example:

• The process workflow could be hampered due to improper master data set up by the

business, impacting operations

• IT operations could have injected application defects, which also affects operations

3. Infrastructure component – captures overall technical infra performance, such as:

• System availability

• System response
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The solution: Composite KPIs 



Let’s imagine that you’re a logistics company who has seen 10% growth in EDI

bookings from large customers in the last quarter. However, you’ve also

experienced some customer dissatisfaction and lower NPS scores.

Without an efficient KPI structure, how can you determine whether these issues

are due to IT (such as network outages or server crashes) or to other factors (such

as inefficient operations, fulfilment, or pricing strategies)?

The lack of a such a structure also questions whether the healthy 10% growth is

encompassing your businesses full potential or if you’re missing some vital

opportunities.

Our composite KPIs approach, would be able to help you understand the exact

impact IT services are having on the business and act accordingly.
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Overview

Our Approach

We assign monetary value to events. We formalize an approach to tie individual events

(business or IT) to profit and loss elements, which we then normalize and quantify. This

enables us to gather volume from a comparable period in the past and assign a factor to

measure the real loss during outages, for example.

We set and measured benchmarks. We create a realistic approach to measuring

performance.

We help with change management. We support the business in driving consensus for

the new approach among the different stakeholders within IT and the business as a

whole.

Possible scenario: Helping a logistics 
company solve issues through 
composite KPIs



We engage with the business and IT to ensure that we tailor composite KPIs to 

fit your business model and goals. We call this the socialize-to-engineer 

method.
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What is our approach when 
developing composites? 
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1. Socialize: Identify key drivers

• Identify existing pain points and challenges through workshops and interviews – involve

business departments responsible for successfully running daily operations

• Align with IT teams to understand the technology challenges and operational issues which are

dragging performance (e.g., outages, technical glitches, etc.)

2. Focus: Define key KPIs that impact 

business performance

3. Dollar Engineering: Develop a 

calculation methodology that monetizes 

events

These can include:

• Booking requests that directly impact revenue

• Complex processes that impact efficiency

• Compliance related information that can result

in penalties

• Set a baseline/benchmark, to measure future

performance against

• Measure actual performance and relative

performance with regards to the defined

benchmark

4. Discerning: Measure KPIs and develop a 

dashboard

5. Looping: Periodically publish 

KPIs and feedback

• Create a dynamic dashboard to

capture KPIs at regular intervals (as

agreed by stakeholders)

• KPIs can be refined, and variables

can be added/removed based on

analysis

• The benchmark should also be

dynamically adjusted

Socialize-to-engineer: 5 steps to 
success
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The old adage “If you can’t measure it, you can’t manage it” is true, but what to measure and how is

perhaps more fundamental. As we’ve outlined in this article, composite KPIs enable stakeholders to

understand exactly how certain processes (business and IT) influence overall performance.

Such systems allow businesses to be truly agile – a crucial strategy to adopt in our turbulent, fast-

developing world. 

Business impact
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