Bulletin
2014

DECEMBER EDITION

Why Language is so important for change and how
the CIO can build communication bridges...
Craig Wishart—Page 6
Invasion of the Cloud: A case for IT
Jayson Kurisinkal—Page 14

Welcome to the first edition of your new-look Bulletin magazine.
You will of course notice several changes
from the one you have grown used to and
perhaps one of the most obvious of these
is that it is shorter in length. About 60%
in fact. That might seem a significant
drop in the number of pages, but the
Bulletin will be published a minimum of
seven times a year, instead of four, and
by on a year-by-year basis the aggregate
page count will be about 35% larger.

Another obvious change is that we have
completely re-worked the design and
‘look’ of the publication. This is all being
done ‘in-house’. But getting back to the
design for a moment, we are already
publishing a number of publications using
a similar style and have worked hard to
bring this magazine in line with them. The
idea is to present a consistent style
across all of these and this is particularly
important for this one –the Bulletin our
‘Flagship’ publication.

One thing that needs to be mentioned
here is that this edition is free of
advertisements, but hopefully that will
change for our 2015 editions.
Yes, we are offering advertising space
and would love to hear from you.

The Media Guide is available from the
website, or you can download it here:
http://bit.ly/1vMvs4e
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Hi, and welcome to our new Bulletin,

A Series of Mini-Conferences

I hope you enjoy it.

I am of the view that an opportunity exists for
itSMFA to work much more actively in a number
of areas of significant professional interest to our
Members. PRINCE2 is one that comes to mind
and I have proposed that we run a series of
one-day mini conferences on this and possibly a
number of other topics too. These would be
professionally managed, and marketed, aimed at
industry leaders and practitioners and held in
suitable venues across a full day.

itSMF Australia National Conference
I’ll start with the exciting news about
Conference - a new venue, a new Conference
organiser, a new commercial arrangement and
renewed expectations that itSMFA will deliver a
world class event that will be successful,
affordable and valuable.
The most difficult part of this process was of
course the rather painful decision to move
venues – from Brisbane to Sydney; from the
Brisbane Convention Centre to Sydney’s’
Sofitel Hotel.
The reasons were clear enough – the promise of
more delegates and the prospect of better value
for our sponsors.
To their enormous credit, our friends and
colleagues in Brisbane understood this and were
amenable to the change of venue and will still
have involvement through our committee.
.itSMF

International

On the international scene, I have been spending
a considerable amount of time on the phone with
my colleagues in US, UK, Japan as part of the
Portfolio Governance Group. This sub-committee
of the International Board is looking at our longer
term strategy and our strategic partnerships to
benefit the whole ITSM community. It is worth
re-stating that we remain part of an international
forum and in fact play a significant role in the
direction the world body takes.

I believe that this would deliver great benefit to the
industry and would deliver targeted, in-depth
professional development of a kind we are
currently missing out on. The key word here is
‘professional’ – professionally organised,
professionally marketed and held in suitable
venues across a number of state capitals with the
aim being to make these events national, or as
close to that as possible.
2015 / 2018 itSMFA Strategic Plan
Finally I would like to advise members that we will
be undertaking a full review of our strategic plan in
the next few months. Our current plan was set in
2012 for the 3 years to 2014, and so its timely to
start this process anew. As you might imagine
quite a lot has changed since this was written
particularly in relation to consumerisation of our
culture, one significant aspect of which can be
seen in changes in volunteering commitment, an
issue right across the Not for Profit spectrum.
Another part of this review will look at the effects
of digital disruption (free seminars and
conferences, online forums and content) to
traditional forums such as our own seminar
program and the implications of this over the long
term.
Harry Powell our Deputy Chair has responsibility
for this portfolio and will be leading the review.

Book Review—Karen Ferris
LEAD I.T. – Moving From Technical Leader to People Leader
Coverage:
This book explores how you get technically
brilliant people to shift their mindset to one
of ‘people leader’ without taking an entire
career to get it right.
It looks at how you can inspire loyalty in a
team of I.T. or engineering staff so that
they will perform above and beyond to
achieve your company goals.
This book takes a unique approach to
exploring these challenges and much more
by tapping in to motorcycling wisdom from
the ‘On Yer Bike’ leadership development
program.

“

ISBN: 978-0-9925583-0-7

It is an easy read but that doesn't take away from
the depth and breadth of content contained within
170 pages.

Audience:

”

Anyone looking to embark on a leadership
role within I.T. or already on the journey.
Level: All levels.
Karen’s Comment:
I love this book. I wish I had this book in
my library when I started out into a people
leader role all those years ago.
It is an easy read but that doesn't take
away from the depth and breadth of content contained within 170 pages.

The book covers


Gearing up to Lead – What does
motorcycling have to offer you?



Starting right – choosing
destination and route



Setting the throttle – getting to know
your team



Communicate – keeping connected on
the journey



Team performance – riding smooth
and fast



Turbo charging – maximising your
personal effectiveness

your



Gathering your pit crew – getting
support where and when you need it



Message from your Boss



Rear view – looking back on you
journey

Each chapter has a similar structure –
again making the read a pleasant one.
Each chapter includes a key aspect to
master if you want to grow your skills; why
it is important not to skip this if you want
to be a great leader; practical tools to
apply;
examples of how other managers have used this strategy / skill with their
teams; and suggested actions to implement to get you started.
Sharron Spratt’s extensive experience as
both a motorcyclist and corporate leadership trainer brings a totally new approach
that I believe can fast track leadership
development…and you don’t need to be a
motorcycle rider to benefit from the book.
Not only would I recommend this book to
those entering a leadership role but would
also encourage managers who are moving people into leadership roles to furnish
them with this book to help them on their
journey.
The book is available on Kindle.
Rating 5 stars out of 5
Bookstore Link:
http://bit.ly/1qyYkbV
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Author: Sharon Spratt

itSMF Australia
Call for Articles
The Bulletin has a long and
distinguished history with
itSMF and it is in the process
of a complete revamp.
Now is the perfect opportunity for you
to make a tangible contribution to your
own industry journal. We are calling for
articles from Members for publication
in The Bulletin based on your direct
experience.
Articles should be in the order of 800 –
1,000 words, although both shorter and
longer contributions will be welcome
depending on space and of course
content. They may reflect your own
workplace triumphs, (or tragedies) or
relate to your analysis of issues you
see playing out in the Industry.
Your First Step?
A initial approach directly to the Editor
is a sensible first step and you will find
my contact details below. I will also
work closely with you during the
preparation of your article and will
provide any assistance you might
require.

ISO/IEC 20000 Documentation Toolkit
This ISO/IEC 20000 Documentation Toolkit, developed by ITSM consultant and ISO 20000 lead
auditor Michael Kunas, provides you with all the templates required in order to achieve ISO/IEC
20000 certification, significantly reducing the time and budget investment necessary to make your
project a success.
These fit-for-purpose templates can save you up to 100 working
days over the course of an implementation project.

SEMINAR UPDATE
Q1 2015

ITIL® and IT service management bestsellers:
ACT
26 FEB 2015
ITSM, ITIL & ISO/IEC 20000
Implementation Toolkit

NSW
19 MAR 2015
QLD
11 MAR 2015
SA
19 MAR 2015
TAS
11 MAR 2015

ITIL Lifecycle Publication Suite

VIC
1 APR 2015

ITIL Foundation Handbook
- 2011 Edition

WA
24 FEB 2015
NT
26 FEB 2015
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Why language is so important for change and how
the CIO can build communication bridges…
Craig Wishart: Group CIO/CTO UXC Ltd.
A significant challenge we all face across the broader
spectrum of the Service Management industry is building
effective communication channels and a ‘common shared
language’ for the purpose of facilitating discussion and
change. We often refer to this as ‘stakeholder
management’ and leverage tools within our toolkit for
managing successful relationship building, engagement
and stakeholder positioning. Whilst we typically spend
time arming ourselves and the team with tools, how often
do we spend and dedicate time on the language within
the organisation, understanding it, deciphering it and
leveraging the often emotional, political and symbolical
elements of that language. We may think we have one,
but what masquerades as a common language is too
often blended across a lexicon intertwined with process,
acronyms, history and personal ideologies.
We are reminded continually of the change upon us.
Disruption in the face of increased market volatility, the
flows of digital disruption, increasing regulation, economic forces, geopolitics, manufacturing economics and
outsourcing, energy politics and globalisation. As a result,
Business leaders are being forced to take faster
decisions, increased accountability for the short and long
term outcomes of their decisions, deliver faster, uplift and
demonstrate their position on morals and ethics and
continually aim for the optimal cost structure to meet
competition. It makes sense then that achieving success
requires many elements to come together. It also
provides a lens through which the challenges are
obvious.
According to Telsyte (Digital Nation 3rd Edition), the
ongoing and continual expansion of electronic and digital
devices in our work and personal lives will continue to
explode. The internet and applications are driving the
change. Social networking, demands for ‘always on’, the
emergence of the internet-of-everything are impacting our
consumption of information, retail and spending
behaviours, our communities and the way we now expect
to engage. One thing is for sure; there will be an
increased level of projects within Business’ to leverage
6

Cloud Services, Digitisation, Post-PC transformations
and Innovation. To increase complexity further, we will
continue to challenge traditional forms of legislation with
expanding services locations.
What does all this mean then in the context of building
organisational capabilities? Well, what I would like to
share is an approach to building solid relationships on a
foundation of shared values, language and agreed
acceptable organisational behaviours. One thing that is
common, regardless of the change initiative, is the need
for ‘people’. People who will collaborate, support and
advocate for one another. People who will strive for a
shared understanding of what is sought after, believing
that partnerships are important foundations for success.
First, a story. Many years ago, I was sitting at a
Boardroom table, discussing a significant infrastructure
upgrade (the olden days now for some), and how
deploying a web based architecture would facilitate
improved data exchange. For several hours, we sat as
an Executive team, mesmerised by the language of our
process SMEs, Chief Architect, Chief Infrastructure
Architect and our vendor partners. The promised lands
of ‘integration’ and ‘automation’ were espoused and we
all rallied around the table with enthusiasm. Service
Orientated Architectures and n-tier architectures, would
deliver the integration and automation we desperately
needed, to drive an uplift of customer experience and
net promoter score improvements.

Why language is so important for change and how the
CIO can build communication bridges…
Two hours later, wet signatures gearing up for approval
(yes, Business Cases were signed off formally ‘back
then’), we went around the table for one final set of
questions. And then it happened. An Executive, who
was set to benefit most, asked, ‘just remind me, what is
the meaning of integration vs automation; what’s the
difference’. As we all scanned the room, looking at one
another, and through non-verbal communication signalled
who would go first, a Business Analyst stepped forward.
Confident, poised and engaged, our entrusted team
member offered definitions and practical examples
thereof. The Executive, looked up, leaned back
cautiously and said, ‘that is not my understanding, I am
confused…I thought you meant….’. For the next hour, the
table had more omni-directional conversation, as we set
about level setting our understanding of ‘what was to be
delivered, and how’. It became very apparent, that
somewhere along the discussion path, we had steered
away from shared and common meaning, and reverted
to personal interpretations. Had we started with a
common language set, and agreed on shared meaning of
terms initially, we would have had a more productive and
aligned meeting and instilled confidence, not reduced it.
In a recent change program, this issue became so central
to the processes we were undertaking that the failure to
manage it in a way that enabled all identified
stakeholders affected to ‘buy-in’ would have effectively
ended any realistic chance of success. That’s how
important it was, and I would simply make the point that
this situation wasn’t unique; far from it. If you take some
time to look within your own workplace, or that of the
people who in one capacity or another have hired you,
you’ll almost certainly find something similar – an
implementation that was derailed in part because of the
problem of not communicating adequately the benefits of
the end result. Further, where the language itself used
was the underlying ‘derailer’.
In several large organisations, you can find an ‘acronym
list’. The ‘list’ is designed for new starters to become
familiar with the organisation and speed up their
proficiency to contribute. In one particular organisation,
the ‘list’ is in the 100s. Your status in the organisation
often improves as your ability to talk to and recall the ‘list’
7

—Continued

improves. Imagine returning home after work and
having the following dialogue in response to a family
question of, ‘how was your day’.

‘My day was fine. I reinvented
proactive experiences, redefined
robust web services, benchmarked our
cutting edge convergence strategy
whilst optimising our go-forward
position. Discussion facilitated the
go-forward position and via Steer-com/
ExCo, we have foundations for
execution’
We all hear this type of verbose language each day. I
have lost count the number of times I have heard, ‘let’s
take that offline team’. Why is then the language is so
prolific? Do we not alienate people from our
conversations when we complicate our messages?
Why is it also after time we find ourselves contributing
to the ever expanding lexicon of terms.

—Continued

Why language is so important for change and how the CIO
can build communication bridges…
Reframing language, building common terms for
describing process or target outcomes, will benefit all
organisations. Simplification of language does not mean
simplification of process rigour. For those who have been
trained in COBIT, Prince2, CMMI, PMBOK, ITIL, Six
Sigma, Agile etc., new languages again emerge.
Practitioners are trained to use new terms and new
methods. We talk to Business leaders about the need for
scrum, scrum bans, burn downs, planning poker and
vertical slices. Keen to continue, the scrum master
emerges and sets in place a ‘new way of doing’. Where I
think we fall down however is when we apply the same
terms and words to folk who have not been trained or
exposed to the frameworks (underpinned by language).
By this stage, what is a great opportunity for the
organisation starts to create a divide – those who ‘get it’,
and those who do not (or in some cases want to).
So what’s the point? It is great that we can leverage
proven methodologies, achieve greater outcomes,
improve results, and build capabilities within our IT
organisation and Business teams for ongoing continual
improvement. And that’s the point. The IT organisation.
Why is it, so many organisations send ‘IT folk’ off on
methodology training and delivery capability courses, yet,
don’t engage and provide similar training to the project
team members who are ‘non IT folk’.
The best success I have seen with Prince2 adoption was
within a large mining and resource organisation, where all
team members were trained and developed in the
selected delivery and capability methodologies. All project
team members shared the training experience and as a
team, grew their capability and understanding collectively.
The advantage of course being shared understanding of
terms, appreciation of core processes, recognition and
understanding of governance and an appreciation of how
deliverables would translate to outcomes. In addition all
new starters within the organisation, attended a full day
session, ranging from the history of the organisation,
through to key team members, ‘language used’ and how
‘things got done. From the training grew advocacy for the
model. They all ‘got it’. When was the last time you had
an induction experience that extended beyond a coffee
and chat?
8

A ‘3 Step Approach’
Within the context of a services business, I am suggesting an
alternate approach. Leveraging the ITIL framework as an example,
the following abbreviated approach is intended to provide a
perspective on how by leveraging the power of language,
simplifying the way in which we represent our approach, we can
start to build stronger and deeper relationships with our project team
members and project stakeholders.
The basis of my efforts for the reframing and executing of business
outcomes using a ‘common shared language’ and framework can
be summarised easily enough:

Understand

Align

Synchronise

Sounds easy! Similar to western music where there are
only 12 tones and semitones, it is the arrangement of the
notes that is the foundation of the music. Similarly, it is
how we arrange our words, language, approach and
building of relationships that could be the difference
between a project foxtrot, symphony or bebop jazz free
improvisation. In some cases perhaps it is simply a 20 th
century composition using percussion instruments.
So the problem can be summed up simply enough:

Choosing how you communicate and
express your understanding of the
business will determine your
influence…and your change agenda
success rate.
The failure to communicate effectively I suggest will
hinder your ability to institute change and absolutely
impact the opportunity to do this in a relatively friction free
manner.

Why language is so important for change and how the CIO
can build communication bridges…

—Continued

CONSIDERATION 1: UNDERSTAND THE ORGANISATION AND SYSTEMS
Let’s use a field services Business as a basis for working
through a practical example. We have all sat through the
IT justification for project spend at an Executive level.
Discussion about the benefits, understanding of
requirements, ‘who has signed off’ and the target ROI.
We have all sat through complex architectural
discussions (often when not required). Guilty. Drawing
cylinders and arrows on white boards, highlighting how
the environments would ‘communicate’. Firewalls,
routers, switches, links, server architectures – often
resulting after 15mins in a picture which is quite
complicated, no longer understood or even relevant.
Anticipating our Business leaders to be enthralled at our
knowledge and ability to reproduce logical and physical
architectures on demand, we somehow lost sight of what
‘they wanted to see and wanted to know’. How well did
we frame the conversation with clarity of understanding.
Looking back, I wonder why we simply didn’t start with an
agreed baseline Business Capability Model; getting all ‘on
the same page’, and then talking to the components, with
a shared understanding of the target change points.
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Establishing a ‘Business Capability Model’ creates
common language, shared understanding and brings
together, business and ICT architecture & people - an
agreed operating context.
The example below is a service orientated Capability
Model. It is intentionally at a level to provide a perspective
and context. It is intended to be a representation of a
‘Business on a page’. You will notice key functions, roles
and a tiered organisational model. The image below
could be applied to a field services business, product
services business or the like. It is one way of building a
design model of your Business, and post stakeholder
acceptance, leveraging the model as a ‘reference
Business architecture’. As you would expect, stakeholder
acceptance requires contribution and 360 degree
feedback channels. However, once it is grounded, as a
change agent and leader, you have a reference model
from which to have discussion. Discussion based on
change, cost, people, process and technology.

Why language is so important for change and how the CIO
can build communication bridges…

—Continued

CONSIDERATION
2: BUILDING
ALIGNMENT
CONSIDERATION
2: BUILDING
ALIGNMENT
A common language, one focused on real communication
rather than what we often get - ‘tech talk’ - shorthand
substitute and demonstrating an understanding of the
business and the people who populate it, will reframe the
strategic intent. It will reframe the partner and solution
roadmap at a business leader level as well as setting a
conjoined change agenda properly sequenced and
prioritized.
This reframing of the strategic intent at the enterprise
level will provide a practical partner and solution roadmap
at a group level too. Without ‘buy-in’ here change will
stratify, fracture if you prefer, along divisions based on
perceptions of self-interest. Now before the Architects
Twitter and post Blogs about my comments, hear me out.
All I am suggesting is there are different ways of
presenting information and messaging. And I agree,
each organisation is different as are it’s systems;
consisting of people, process and technologies and the all
important ‘organisational culture’ and ‘political landscape’.
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Back to the Project example. Within the team, we had
very capable and knowledgeable ITIL practitioners.
Incident, Problem, Change, Request and Service
Management, all a focus for the operational service and
support team. However, we struggled to build a common
language within our business community. They knew
what they wanted. They knew when they wanted it. If only
we had a ‘Google Translator’ application for Business to
IT speak, we would have been quicker off the mark. For
the entrepreneurs reading this, perhaps the next big killer
app…
The ITIL framework provides a solid basis for assessing
and raising process maturity within ICT, but what is the
ITIL business equivalent?
There can be: Demonstrating the ITIL service ‘fit’ is
simple enough, BUT, translating capabilities to other
business units requires reframing. We all recognise the
image below:

Why language is so important for change and how the CIO
can build communication bridges…
The benefits of ITIL when applied well are proven. ITIL
defines common concepts and terms within an integrated
set of best practices, evolving to meet market needs in a
cycle of continual improvement. Organizations across the
world have demonstrated that they can adapt ITIL to their
business needs. ITIL is flexible and scalable, allowing
organizations of all shapes and sizes to selectively
implement parts of ITIL identified as relevant. ITIL is
designed to help everyone to focus their attention on the
needs of the customers and user experience rather than
focusing too much on the technology issues. Increasing
customer satisfaction leads to a better and trusted
relationship. By adopting ITIL standards that are proven
to work, service providers are also more capable of
meeting target service levels, contractual, regulatory and
legal compliance requirements. ITIL offers significant
opportunities for simplification and standardisation across
service partners. ITIL provides processes and models to
firm up business decisions on investment opportunities,
cost optimisation measures, management of risks and
profiling and setting priorities for improvement.
Gaining sustainable advantage through value creation
and agile change is a principle of ITL.
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—Continued

Using a service orientated business, ‘reframing’ the ITIL
framework provides opportunity to engage. Incident
management process flows implemented within the IT
services team, can be expressed in a similar process
model using reframed language. In the context of our
services business, safety, audit and incident management
are key priorities. Leveraging reframed language and the
proven ITIL framework, it becomes obvious that whilst
solving for different outcomes, the process is remarkably
similar for a field services business; capture the incident,
submit the incident, leverage lifecycle and workflows to
automate the process, and report on severity and
business impact. Again, using our services business as a
test case, IT capacity planning is translated to workforce
capacity planning. Asset and Configuration management
for our IT team is translated to Business Asset and
Lifecycle Management, leveraging elements of the supply
chain; and so forth. Reframing is at the discretion of the
change agents. Remember, it is not about being
intellectual, it about creating simplicity and a common
shared language.

Why language is so important for change and how the CIO
can build communication bridges…

—Continued

So, is this thinking revolutionary? Absolutely not. Is it intended to propose a methodology for project delivery? Again,
no. The relevance of what is presented remains with the reader. It is important to remember why it was developed and
why it was leveraged. At it’s core, noting what has been shown is well abbreviated, is a framework for building a shared
understanding of opportunity for pursuing an integrated approach for systems change. In addition, it provides a solid
foundation for working with business leaders and change agents for bedding-in a common language. I firmly believe, if
we can get this right upfront, then many other challenges become ‘easier’ to manage, as the reference point, reference
business architecture and foundations have been set.

CONSIDERATION 3 – SYNCRONISATION
Synchronizing the change agenda can be approached
many ways. In the case of our services business
example, synchronisation effectiveness can be assessed
by ROI analysis, risk planning and management effectiveness, readiness and ‘capability to execute’, embed and
achieve advocacy. To make the change ‘stick’, this needs
to be relevant both internally & externally to the team, so
both leading & both following: in other words –
synchronised. The term synchronisation is often interchanged with the word ‘harmony’.
In Summary, ‘landing on a shared capability model’
provided a framework for assessing investment slate
targets. I am not proposing that frameworks and
methodologies require ‘watering down’. Nor am I
proposing that there is only one way. We all recognise
that organisations have one thing in common – they are
powered by their people. It is their people that make the
difference. It is their people who make things happen.
It is their people that set the language and communication
frameworks. Should we be able to simplify and align our
communication through shared values, understanding
and practice, then surely we are in a better place.
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Then again, maybe language isn’t such an issue and
perhaps it isn’t that important –
Aoccdrnig to a rscheearch, it deosn’t mttaer in waht
oredr the ltteers in a wrod are, the olny iprmoetnt tihng is taht the frist and lsat ltteer be at the rghit
pclae. The rset can be a total mses and you can sitll
raed it wouthit a porbelm. Yuo aer albe to wrok wtoh
buisnses ledaesr uisng mdols. Tihs is bcuseae the
huamn mnid deos not raed ervey lteter by istlef, but
the wrod as a wlohe. Amzanig huh? I sicnreceryl
hpoe tihs hsa prvodied oprputinty to cosindre othre
opiotns 4 iplmnetnig change. Al teh bset wtih yuor
cahnge juoreny adn fro taikng teh tmie 2 cosnidre
thsi arcitlce.

Kinetic IT and WA Department of Education
Win 2014 CSIA Award
In October Kinetic IT and the Western
Australian Department of Education were
Western Australian State Winners of the
‘Customer Service Team of the Year’ for their
Schools Onsite Support (SOS) team.
The win comes off the back of a stringent
judging process conducted by the Customer
Institute of Australia (CSIA), which saw
Kinetic IT and the Department join forces to
compete against some of the nation's largest
customer service organisations.
Kinetic IT has worked in partnership with the
Department for over 14 years, delivering
communication technology services to more

‘I am incredibly proud of everyone involved in
winning this award. Judging by CSIA is a
serious and involved process and I am always
reminded of the synergy needed between our
guys and our customer to achieve a service
award like this at a national level. Seeing the
team travelling to remote locations with only a
swag and their supplies to deliver an
award-winning service to a school and the
Department - that's a proud moment.'
Kinetic IT were also honoured to stand with
their Northern Territory Government customer
to accept the Northern Territory State and
National Winner for Service Excellence in a
Service Desk/Helpdesk at the same event.

than 33 000 staff and almost 270 000 students
over 800 worksites and 2.6 million square
kilometres.
Part of the success of Kinetic IT's service
delivery are the SOS team - who are
essentially the face of Department of
Education ICT while out in WA schools.

THE SMILE MANAGEMENT FORUM

The Department's Director Strategic Service
Delivery, Tim Yorke, comments on the win:
‘Recognition at this level by the Customer
Service Institute of Australia highlights the
results that come from innovation, hard work,
and a commitment to excellence. Once again,
the valued, productive partnership that exists
between the Department of Education and
Kinetic IT has produced a significant
achievement which will extend benefits to all
teachers and students in Western Australian
public schools.'
Kinetic IT CEO, Terry North, acknowledged the
many parties contributing to the win:
13

Life in the ‘Cloud’ is
getting a bit crowded

Invasion of the Cloud: A case for IT
Jayson Kurisinkal
As an increasing number of applications across enterprises are moving to
Cloud (mostly Software as a Service), the role of internal IT organisations
is being re-written.
Businesses, at times, think that they can shop

unassumingly stated: “A strategic perspective

directly with the cloud service providers and

begins with understanding of competition. Sooner

bypass internal IT. However, this is not a

or later, every organisation faces competition. […]

sustainable model. Surely, IT’s role will not be

It is important for IT organisations to review their

the same anymore, but neither will it be

positions and know for sure how they provide

redundant; it should be reinvented to adapt to the

differential value to their customers”. This is

changing times. This paper looks at the impacted

especially significant today because unless IT

areas across the ITIL Service Lifecycle with

evolves, the end is not very far due to the new

examples, and provides recommendations.

sourcing options businesses have, particularly

In the opening chapter of the ITIL V3 Service

with Cloud solutions.

Strategy book [2007], there is a universal truth,
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Invasion of the Cloud: A case for IT

-Continued

Case Example 1
The Business Owner of one of the enterprise IT
applications at a leading financial company, called the IT
Operations Manager for a chat about an idea he had. The
application was in the process of being moved from
in-house to a public Cloud Service Provider (CSP). The
Cloud contract was signed by the Business Owner himself,
and not by IT. During the discussion, he suggested that
since the application was being moved to Cloud, he did not
see any role for internal IT to play in Operations.
The Operations manager was caught by surprise, and he
started thinking of scenarios where they might need IT’s
help, not so much for saving IT per se, but at least to avoid
losing the revenue from business. He asked the Business
Owner: what if something were to go wrong with the
interfaces that the CSP would have from our systems – like
Directory Services? The Business Owner replied that they
had access to the IT incident management tool of the
enterprise and would assign an incident to the Directory
Services support team.
The Operations Manager asked again - how about a
situation where all enterprise users are facing an
‘application access issue’ and the CSP informs you that
there is nothing wrong at their end? Business would then
need to coordinate with other enterprise IT Infrastructure
teams to troubleshoot and restore services, and later follow Case Example 1 illustrates a defining moment in the history
up with a root cause analysis to prevent such incidents in of IT organisations. The role of internal IT is being
dramatically changed without us realising it, as more and
the future.
more applications are being moved to Cloud (mostly SaaS).
The Business Owner was pretty confident as he said: “I
have two guys in my team who can speak IT. They can Many discussions have taken place on the role of IT in the
coordinate with the other IT teams if required, though I don’t age of Cloud Computing. Sharon Taylor, chief architect of
ITIL V3, points out that “[With Cloud computing, IT] will take
see any need for it”.
on new roles such as Strategic planning and Supplier
The conversation then casually eased into vineyards and
management”1. Many of us in IT who are now confronted
getaways, and in less than ten minutes, a decision was
with Cloud providers undertake the Supplier management
made for not having ongoing internal IT support for this
part, though most of the time, Business drives the Strategy
particular application/service, which was in fact powered by
part.
technology.
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Business – IT – Cloud Relationship Scenario
There are three possible scenarios of how the relationship between Business, IT and the Cloud Service Provider
(CSP) could play out:


Business directly shops from CSP and ignores IT.



Business signs the contract with CSP, but still engages IT for essential
services.



IT owns the contract with the Cloud provider, and provides a packaged service to
Business with a minimal mark-up for IT costs.

#1: Business directly shops from CSP and
ignores IT

Case Example 2

In an Enterprise where Business has signed the contract
with the CSP, IT is engaged for operations related to
Workplace issues (desktop build or browsers impacting the
application), or for network issues. As the contract with
CSP is owned by the Business, IT is not allowed to contact
Service Operation- If enterprise users face an incident of
CSP directly to log any technical issues regarding
performance / access issues, the internal IT team is best
application access. As the support from CSP is charged per
positioned to coordinate with other IT teams like Network
ticket basis, Business reviews the incident or request first
Operations to restore the incident.
before giving permission to IT to contact the CSP.
This scenario is illustrated in Case Example 1. As CSP marketed
directly to the Business, Business feels confident in signing a
contract with CSP and sees no role for the internal IT to play.
However, this is far from the truth. Two examples:

Service Design – Business and service capacity management
function are mostly overlooked in Cloud solutions, as CSPs are
dependent on their customers to initiate this. With IT having an
established function to do this, this should be left with IT, with
business providing the inputs when asked for.
Also, it is not advisable for Business to ramp up IT skills within their
team and start performing the IT roles. In the long term, we would
have siloed IT teams among business units, and the organisation
will have to face Shadow IT.

#2: Business signs the contract with Cloud
provider, but still engages IT for essential
services
As Business eventually pays the bill, they seem comfortable
dictating the terms and conditions of the contract with CSP, e..g.,
for new functional requirements, where the costing has to be done
by CSP, it would seem easier for Business to directly contact them
and eliminate IT as the middle man. However, in this scenario,
Business acknowledges that they need internal IT support for
ongoing operations.
Business, in this case, takes key decisions and in some cases, IT
is informed only retrospectively.
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#3: IT owns the contract with CSP, and
provides a packaged service to Business
with a minimal mark-up for IT’s costs
This is a scenario where IT manages CSP on behalf of Business,
and charges a mark-up to what the provider charges.
One of the greatest benefits of Cloud computing has been simple
and ’pay as you go’ pricing/licensing structures. IT should take extra
care in translating this to Business, instead of complicating the
pricing, or overcharging Business. For example, if the provider
charges $100 per user per year, IT should come up with a pricing of,
say, $105 per user, depending on the operational costs for that
application, and clearly explain the RACI of the CSP, IT and
Business. The bottom-line is, if Business feels that they are being
taken for a ride by IT, scenario #1 will prevail which adversely impacts the enterprise.
Compared to the previous two scenarios, some of the advantages of
this arrangement are:


Business does not have to own the costs and risks, as per the
true definition of a service.

Invasion of the Cloud: A case for IT


IT will have more visibility to the industry standards, market and
competition (role of IT Strategy team) and will be able to advise
business in the long run.



IT would be better placed to evaluate the performance (KPI) of
the provider as IT already has a process and function
established for this, and hence be more demanding of the CSP.

Impact of Cloud on the ITIL Service
Lifecycle and related scenarios2
The impact of Cloud on IT organisations that have fairly mature IT
Service Management processes and tools is discussed below,
considering scenario #3, of IT owning the contract with CSP and
engaging the business, with the Cloud model being transparent for
business.

Service Strategy
Service Strategy would play a key role in decision making for Cloud
procurement. The Service Strategy and Portfolio management
could be looking at Cloud options, as per the strategy, for:


New services that are being commissioned



Existing services that can be replaced



Existing services that can be consolidated

IT Financial management should already have processes in place
to handle suppliers and vendors, which can be extended to CSPs as
well. The licensing models are expected to be simplified in the cloud
model. There should be control over Cloud subscriptions through an
approval process by the Business Owner and/or IT Owner. Financial
Management should also include IT’s operational costs, mostly
overlooked in Cloud scenarios.
One of the greatest claims of Cloud has been the easing of Demand
Management. Demand Management should work closely with
Service Operation to review Business usage forecasting, license
usage and revisit the Cloud contract on a periodic basis.
Business Relationship Management (BRM) would continue for
internal businesses. The KPIs of the Cloud provider would be
tracked by Supplier management and IT Operations, who in turn
would ensure that these are aligned to the business objectives. The
periodic KPI reports would then be shared with the Business. Any
new requirements from the business would be channelled via BRMs
to the Supplier Managers, and then to CSPs.
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Service Design
Project management would continue to play a key role in the
Service Design phase. Business requirements gathering could be
a faster process as the CSP would have readily available templates
and proof of concept or trial versions of the application for the
business to browse through.
The IT Architecture team’s role would be to assess the CSP,
service and application architecture (based on the strategy), data
architecture -of the data following out of the organisation, like the
people data, and the transaction data that would be generated and
reside in the Cloud. The Information security team would sign off on
the network and data security related certifications.
The Service Catalogue would be updated for the service that has
moved to the Cloud. In the actionable service catalogue (or the
Service Request Catalogue), only minimal catalogue entries would
involve internal IT’s involvement – mostly these would be to review
and approve the requests from the business users before being sent
to the CSP, for which there could be a cost associated. The
remaining service requests would ideally be forwarded to the CSP’s
Request Management/Incident Management tool (the integration is
discussed in the Service Operation section).
While there would be an Availability KPI target in the contract with
CSP, availability should be measured from within the enterprise’s
network as well (assuming all users access the application from
within the intranet). This could vary (could be less) from the
availability CSP offers, due to network incidents within the intranet.
Hence a monitoring tool to measure this and report to business
should be established (usually added as a script to the existing
service transaction and availability monitoring tool of the enterprise).
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Service Operation

Technology considerations for Service Management of Cloud
Solutions

The following technical changes to the ITSM tools platform should
be considered for large scale Cloud transformation initiatives –like
Email services being moved to Cloud.

Any service request or incident logged by the business users are
usually triaged by the Service Desk. If the request/incident has to be
resolved by CSP, the ‘enterprise’ incident management tool should
preferably be integrated with CSP’s ‘incident’ management tool to
transfer the incident. This should be a bi-directional integration, with
updates from both sides reflected in the incident records of both
tools, which are cross referenced by an identifier.

The Service Request Catalogue could be integrated with the
CSP’s service provisioning tool, for e.g., in case of Email Cloud
provider, a request for additional email storage placed via the
catalogue could be provisioned through automation.

Any CI information that is required to be passed on to the CSP for
assisting the fulfilment of the request or restoration of the incident,
could be fetched by the enterprise’s CMDB and sent along with the
request/incident.

Event Management of CSP should be integrated with the
enterprise’s Event management system, for reception of events,
impact assessment done via CMDB and should then result in the
creation of an incident in the enterprise’s ITSM tool.

Access Management could be automated by providing the feed of
Employee data with entitlements to CSP through a secure interface,
in real-time or periodically (e.g., daily file transfer), and Single Sign
On configured.
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Any outage incident or likely disruption of service should be
communicated by CSP to the customer. This is ideally done
through an event sent from CSP’s monitoring or event
management tool to the customer. As discussed in Service
Design, it is advisable to set up transaction and availability
monitoring from the enterprise’s monitoring tool. In both the
cases, the event would generate an incident which would alert the
Service Desk. The incident would be assigned to CSP or any
internal resolver groups of the enterprise (if it is an internal issue)
to restore the service.
Change management of upgrades, minor enhancements etc.
done by CSP should not be tied down with the existing change
management guidelines. The Change Advisory Board (CAB)
should realise that the risk of implementing the change, as the
case may be, lies with CSP contractually and not with IT. Change
management, in this case, should define a process for changes
done by CSPs, to be tracked under CAB for visibility to the
enterprise and for impact assessment, and not for validation of
the change.

Continual Service Improvement
Critical Success Factors should be defined for the outcome of the
Cloud solution which would drive the contractual KPIs with CSP.
Usually there are a set of KPIs that are defined and measured by
the CSP- e.g., uptime or request fulfilment time. The enterprise
should also measure some of the KPIs from within the network –
e.g., latency or transaction response time. Once these KPIs are
established, these should be measured and tracked by Service
Operation, with review and inputs provided by the CSI team.
The CSI team would also keep a check on the market trends and
competition. This data should be provided to the Supplier
Management team for negotiation and demanding more value for
money from CSP.
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Conclusion
The classic model of IT managing vendors or suppliers even in the case of Cloud solutions has business as well as operational merit. IT
should consider updating some of the existing Service Management processes to cater to Cloud. IT should also create a Service
Catalogue that can be readily taken to Business, and conduct roadshows, which clearly demonstrates the value IT can bring for
applications that are moved to Cloud.
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itSMF’s Membership Manager
‘Out and About’
Alison Tucker, your membership manager is working hard to
break the shackles and catch up with members in their
workplaces and at our State Seminars. A recent meeting with
David U’Ren, Service Manager, Group Functions,
Technology Service Management at the ANZ banking
complex in Melbourne’s CBD is one example.
Her attendance and presentation of the value of the ‘Just +1’
campaign at the November NSW Seminar is another.
Alison has enjoyed a long, and very successful, history of
membership engagement across a number of industry
sectors and brings to the job heartfelt enthusiasm and
dedication that’s obvious to everyone who meets her.
David is here collecting the 15 year member certificate for the
ANZ, a milestone that is worth celebrating and one that is not
at all uncommon among itSMF members.
In any membership based organisation there’s a lot of
goodwill generated by the simple things like showing your
face.
What’s that old saying, ‘The world is run by the people who
turn up.’ And Members can look forward to Alison ‘turning up’
more often in the coming months, but she’s not looking to
rule the world, just spread the word.
Remember to say ‘Hi!’ when you see her.
19

20

21

