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Why use this tool?

Use this tool to identify 
which business and  
financial metrics to track 
and optimize portfolio  
company (PortCo)  
performance, against  
three critical facets of  
shareholder value  
creation:
•	 Revenue growth
•	 Operating margin
•	 Return on investment

Each of these facets of 
shareholder value creation 
is supported by a hierarchy 
of indicators of success. 
These provide successively 
more granular aspects of 
business and financial  
performance to measure.

Not all metrics will be  
relevant to all businesses — 
focus on those which match 
your PortCo’s product area 
or business model.

Ask your PortCo CEO or 
CFO to collate this data and 
report on it to build a time 
series over successive board 
meetings. Compare similar 
datasets across the portfolio 
to identify bright spots and 
areas of remediation.

https://www.gartner.com/en/industries/high-tech
https://www.gartner.com/en/audit-risk?utm_medium=asset&utm_campaign=RM_GB_2025_ASSUR_NPP_IA1_EMERGINGRISK2Q25&utm_term=ebook
https://www.linkedin.com/showcase/gartner-for-high-tech/
https://www.gartner.com/en/become-a-client
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Overall hierarchy of metrics

Shareholder value*

Revenue growth

Volume

Products and 
services

Product  
development IT Cashflow from 

operations
Demand/supply 

management Marketing Hardware  
investments

Public/private 
capital raised

Account  
management

Application  
software Finance Cashflow from 

financing 

Cross-sell

Sales and  
marketing

Infrastructure 
software HR Cashflow from 

investing
Price  

optimization Sales
Software/ 
services  

investments 

Net debt  
outstanding

Customer  
retention

Security  
software Real estate

Upsell

Pricing Research and 
 development

General and  
administrative 

Sales and  
marketing

Capital  
expenditures

Capital  
invested

Free cash  
flow

Operating margin Return on investment
1 2 3

https://www.gartner.com/en/industries/high-tech
https://www.gartner.com/en/audit-risk?utm_medium=asset&utm_campaign=RM_GB_2025_ASSUR_NPP_IA1_EMERGINGRISK2Q25&utm_term=ebook
https://www.linkedin.com/showcase/gartner-for-high-tech/
https://www.gartner.com/en/become-a-client
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Metrics — Revenue growth1
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* Revenue growth

Operating margin

Return on investment

Volume

Pricing

Products and 
services

•	 No. of products
•	 Value of products sold
•	 Launched/discontinued in current year

•	 New product revenue
•	 Product usage/adoption

•	 Total sales
•	 No. of new customers 

acquired/lost

•	 Market penetration
•	 Marketing  

conversion rate

•	 Lead-to-close rate
•	 Sales lead time
•	 Sales quota attainment

•	 Brand awareness

•	 Number of customer  
complaints received

•	 Customer retention rate

•	 Customer service  
satisfaction rate

•	 Customer churn rate

•	 Net promoter score
•	 Lifetime customer value

•	 Number of customers  
migrating between segments

•	 Number of upgrade sales

•	 Value of upgrade sales
•	 Number of products sold to 

existing customers

•	 Value of products sold to  
existing customers

•	 Cannibalization rate

•	 Selling new products and services 
•	 Product upgrades
•	 Bundle offers

•	 Extended warranties
•	 Personalized recommendations 
•	 Discounts for bulk purchases

•	 No. of customer segments
•	 Demand forecast accuracy

•	 Demand forecast cycle times
•	 Market share

•	 Customer backorder rate
•	 Average sell-through rate

•	 Competitor pricing
•	 No. of discount sales
•	 No. of pricing tiers

•	 Price elasticity of demand
•	 Cross-price elasticity
•	 Income elasticity

•	 Customer purchasing power
•	 Reservation price
•	 Price premium

•	 No. of customer interactions
•	 Ratio of account managers to customers

•	 Average time between customer interactions
•	 Account coverage

Account  
management

Cross-sell

Sales and  
marketing

Customer  
retention

Upsell

Demand/supply 
management

Price  
optimization

https://www.gartner.com/en/industries/high-tech
https://www.gartner.com/en/audit-risk?utm_medium=asset&utm_campaign=RM_GB_2025_ASSUR_NPP_IA1_EMERGINGRISK2Q25&utm_term=ebook
https://www.linkedin.com/showcase/gartner-for-high-tech/
https://www.gartner.com/en/become-a-client
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Metrics — Operating margin (G&A)2
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* Revenue growth

Operating margin

Asset efficiency

Real estate

IT

HR

Finance
Sales and  
marketing

General and  
administrative 

Research and 
 development

•	 Total occupancy expenses
•	 Total non-occupancy expenses
•	 Occupancy cost per square foot
•	 Move costs

•	 Rental income
•	 Total properties
•	 Total square footage
•	 Number of leased/owned properties

•	 Total finance costs
•	 Forecast/budget cycle time
•	 Days to close
•	 Forecast accuracy

•	 Total auditor costs
•	 Number of accounting errors requiring adjustment
•	 Cycle time to complete reports
•	 No. of accounts in chart of accounts 

•	 Total HR costs
•	 HR operating expenses
•	 Benefits costs
•	 Compensation costs

•	 Turnover costs
•	 Learning and development costs
•	 Payroll expense per employee
•	 Recruitment expenses

•	 Average annual salary per FTE 
•	 Outsourcing/vendor expenses
•	 Average time to fill

•	 Total IT costs
•	 Percentage of projects on  

budget/time
•	 Central IT vs. business spend

•	 Total IT maintenance cost
•	 Total IT innovation cost
•	 % of in-scope business  

capabilities delivered

•	 Onshore/offshore spend ratio
•	 IT vendor spend
•	 No. of support requests serviced

https://www.gartner.com/en/industries/high-tech
https://www.gartner.com/en/audit-risk?utm_medium=asset&utm_campaign=RM_GB_2025_ASSUR_NPP_IA1_EMERGINGRISK2Q25&utm_term=ebook
https://www.linkedin.com/showcase/gartner-for-high-tech/
https://www.gartner.com/en/become-a-client
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Metrics — Return on investment3
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* Revenue growth

Operating margin

Return on investment

Hardware  
investments

Private/public  
equity raised

Software/services  
investments 

Net debt  
outstanding

Capital  
expenditures

Capital  
invested

Free cash  
flow

•	 Number of servers acquired
•	 Types of semiconductors acquired
•	 Personal computers (PCs)

•	 Networking equipment
•	 Data center purchases

•	 Size of investment
•	 Number of investors
•	 Investment period for investors

•	 Commitment period for funds
•	 Target returns for investors
•	 Investment strategy for investors

•	 Exit strategy for investors 

•	 Genai purchases
•	 Application software investments 
•	 Infrastructure services investments 

•	 Security investments 
•	 IT services investments 
•	 Networking software investments 

•	 Total debt outstanding
•	 Cash and cash equivalents
•	 Term of debt outstanding 

•	 Coverage ratios for debt  
outstanding 

•	 Interest rate of debt raised 

•	 Structure of debt (line of  
credit revolver, bullet loan,  
convertible bond)

•	 Debt/equity ratio

•	 Free cash flow yield
•	 Free cash flow to equity
•	 Free cash flow margin

•	 Free cash flow growth rate
•	 Free cash flow payout ratio
•	 Operating cash flow — capital expenditures

https://www.gartner.com/en/industries/high-tech
https://www.gartner.com/en/audit-risk?utm_medium=asset&utm_campaign=RM_GB_2025_ASSUR_NPP_IA1_EMERGINGRISK2Q25&utm_term=ebook
https://www.linkedin.com/showcase/gartner-for-high-tech/
https://www.gartner.com/en/become-a-client
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Webinar
Gartner IT Spending Forecast 
Get quarterly insights from 1,000+ 
vendor data analysis.

Watch Now

Already a client?  
Get access to even more resources in your client portal. Log In

Explore these additional complimentary resources and tools for  
tech investors:        		

Actionable, objective insight

Article
How Gartner Works With  
Tech Operating Partners 
Accelerate decision making to  
enhance your tech portfolio operation.

Learn More

Tool
Gartner Hype Cycle™ 
Identify and plan for  
transformational technologies.

Learn More

Events
Gartner Events for  
Technology Investors
Discover local and virtual  
events for technology investors.

Learn More

https://www.gartner.com/en/industries/high-tech
https://www.gartner.com/en/audit-risk?utm_medium=asset&utm_campaign=RM_GB_2025_ASSUR_NPP_IA1_EMERGINGRISK2Q25&utm_term=ebook
https://www.linkedin.com/showcase/gartner-for-high-tech/
https://www.gartner.com/en/become-a-client
https://www.gartner.com/en/industries/high-tech/webinars/it-spending-forecast
https://www.gartner.com/account/signin
https://www.gartner.com/en/industries/investment-services/products/tech-operating-partners
https://www.gartner.com/en/insights/gartner-hype-cycle
https://www.gartner.com/en/industries/investment-services/events
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