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Background: US and global globally are in the midst of a severe economic recession.

The trend across all indistries to shift from manufacturing goods towards providing services is continuing.  Therefore, SM (service management) is becoming a foremost concern for more businesses.

SM is still in its relative infancy when contrasted with more mature disciplines such as SE (software engineering) and PM (project managment).  SM is still evolving and has been changing from year to year.

"Sourcing" impacts are at the boundaries within a chain from supplier to consumer. 

-- off-shoring has reduced Q
(quality) of services and software products

-- Q has come to be understood as essential to business success

-- Different sourcing models have created new challenges for SM

!
check out WWW.IBM.COM/CIO
The shift or loss of “ownership” inherent in new sourcing models does not reduce the need for direction and control!

Def:  Q = repeatable and measurable processes

Nobody is currently satisfied with where QM (quality management) for SM is at – maybe only at 2-sigma, long way to go to get to 6-sigma.

What’s missing as of now?


Integration (systems)


Collaboration (people)


They are missing not just for processes, but also for G (Governance).

As % of budget for IT Operations continues to trend higher, the % for innovation (the lifeblood of IT) diminishes.
Joke: ADD, which was once a medical diagnosis, is now a preferred management style (witness multiple modes of instant messaging)

--  corollary in IT terms:  we’ve gone from time-slicing to thrashing!

IT’s role = HELP THE BUSINESS SUCCEED

The difference between the external rate of change (such as the changes created by today’s economic uncertainty) and the business’s internal rate of change (or IT’s internal rate of change) determines whether the business (or IT) is keeping ahead or falling behind vis-à-vis its competition 

Given:  today we have FLAT BUDGETS ( CIO’s are internally re-prioritizing funded projects due to:

1) New business requirements

2) Need for good G

Note:  G is highly articulated in CoBIT (Control Objectives for Information and related

Technology (COBIT®), www.isaca.org/cobit),  an open standard IT governance tool that uses nontechnical language to help

organizations focus their information technology in support of overall business objectives.
Prioritization starts with the non-optionals (such as Security and Compliance)—this is therefore the easy part.
Next step is harder – eliminating or deferring non-important projects.


Feedback to study shows following top priorities:



Compliance (want to avoid having to wear the red jump suits)



Security



ITSM



SM
(transforming Assets into Value!)


-- combined, these call for “smarter” management (i.e., smarter governance, processes and approaches)

Key Business Drivers

1) Improve Q

2) Control Costs

-- the mega-pattern of these drivers is to INCREASE PRODUCTIVITY/EFFICIENCY

Example from Sys Mgmt:
rethink event/incident mgmt from a (business) SM perspective

How IT is viewed under current conversation/reporting modes:  CAN YOU FIX THE THINGS YOU’VE BROKEN


Solutions from SM (inc. ITIL)



Do Transition better to avoid incidents



Do Design better to avoid transition incidents



Do Strategy better to avoid design incidents

What is the cost of service?

Most companies and CIOs don’t know!  The emphasis has been on CHARGING back to business for manpower, equipment and software licenses.

Study question:  Do your projects have measurable value?


48%  YES


16% UNSURE


 9% UNABLE TO MEASURE

5% the project FAILED


22% TOO EARLY TO SAY


-- this is getting much better than the old 80% of all projects fail in due date or budget

What are you changing in metrics collection:  What gets measured gets done!


-- increasing metrics ( Costs and Productivity


-- new metrics ( QOS (Q of Service), disruption (highest), business function, process


-- some big challenges presented by the growth in metrics collection is in their Analysis and Communications



-- ideally, the metrics will become increasingly role-based



-- e.g., for a health care provider, events which cause sever harm to a patient


-- KGIs (Key Goal Indicators) are increasing in focus!

Respondents’ Current Project by Timespan



< 12 months



> 12 months

-- incident/problem mgmt



-- internal proj’s to design procedural improvements

-- education/training




-- external proj’s for software implementation

-- internal proj’s to design procedural improvements

-- event monitoring

-- external proj’s for software implementation

Respondents’ Identified Barriers

82%
-- Insufficient funding


-- “” staffing (anyone available for project time?)


-- organizational issues


-- insufficient skills  (someone who knows how to operate the tools)


-- insufficient experience (anyone here ever done something like this before?)


-- no inputs from industry peers with experience


-- infrastructure, scalability and reliability


-- technical integration and architecture

55%
-- insufficient software 

Comments:  

SM needs funded projects

SM without PM is just a bunch of enthusiastic people waving their arms

Staff needs to be able to balance BUSINESS AS USUAL workload with PROJECT workload.

ITIL provokes/requires organizational  change, not just procedural changes – i.e., roles, teams and functions

Respondents’ Rankings of HOW TO FUND

71%
-- Align projects with Business priorities

65%
-- Demonstrate ROI and value to business

52%
-- Demonstrate cost reduction

43%
-- Communicate with stakeholders

25%
-- Reprioritizing

19%
-- IT/Business Governance

!  Business needs leaders who can describe the business Risk in addition to business Opportunities.

!  What Business really uses and wants is the “I” in CIO

Greatest limitation of BSM today is human understanding of BSM

Certifications, such as ITIL Foundation, are insufficient – you need both the cert. plus Frequent Flyer Miles of experience.
In SM now there’s no such thing as a wiz who knows everything

-- Only feasible approach is collaboration among T-shaped people (all have the same horizontal knowledge of SM, each with their own vertical area of deep expertise)

In addition to IT’s knowledge and understanding of SM, the business side must be capable of communicating their understanding of the business model and their vision for the future – otherwise the conversation becomes locked in the HERE AND NOW.

Joke: IT has two main classes of priority:  My pants are on fire, and my pants are not on fire.
Business Functions Most Dependent on IT

Financial / Accounting

HR

CRM

Info. Access (such as customer analytics, document mgmt)
Analogy:  Gordon Ramsey’s show “Kitchen Nightmares”

-- How to your customers see your services? (who’s greeting the customers; is the pricing in line with cuisine)

-- Do you have people issues?  (drunk chef)

Critical Success Factors for ITSM
-- stakeholder communications (before, during and pre-close)

-- detailed project plan

-- detailed business cases

-- collaboration and technical integration

-- estimated project execution roles

-- planning for staffing and skills

-- selection of software tools

-- high-level project justification

-- facilitating required cultural change

-- conducting a pilot

MOST OF THESE ARE PM-RELATED!

Joke:  How do you implement ITIL?  Well, you put the CD in the tray …

The US Army implemented ITIL but still were getting the same angry phone calls from top managers


-- root cause?  These projects need to change the culture, the job definitions need to change with collaborations

Summary

GIVEN:  FLAT BUDGETS + CHANGING BUSINESS REQUIREMENTS

CURRENT RESPONSE:  PRIORITIZING THEIR PROJECTS TO OPTIMIZE IT-ENABLED BUSINESS SERVICES

CONCLUSION:  SYSTEM MGMT IS BECOMING AN ENABLER OF BUSINESS OUTCOMES

Where to Begin?

#1 – get a common definition of the SERVICES

#2 – identify which services have impact on productivity

ITIL v1 was all about SM

ITIL v3 focuses on “the service”

“Value” only exists in either a Product or a Service.

Best service = gets most value out of “owned assets”

New value = connecting assets that weren’t connected before.

Defined Service Providers

Types 1 & 2 (in-house) ( customizable services, vested in their customer

Type 3 (external) ( profit mandate, vested in “self”

Type 3 does “your mess for less”, but doing these Sys Mgmt chores is NOT adding the BIG VALUE!

! – there’s only one “acceptable” service complaint, namely, YOU’RE TOO EXPENSIVE – everything else means bad service.

1) Don’t need consultants to do the work of defining your service(s)

a. Just ask your customers!

2) Then decide if service improvement is necessary

a. Again, ask the customer

Aside:  Three takeaways from a recent seminar by Magic Johnson, great NBA play for Los Angeles Lakers, who (12 years after leaving basketball career ) owns many businesses and franchises (including Starbucks, about which he is a fountain of statistics) and is a regular speaker at business conventions:

1) During the current economic conditions, everyone should know it’s not the time for squabbling about anything with anybody at work.  Nuff said.

2) Most important key to success in business is focusing all decisions around impact to the customer and customer service

3) Personal business growth has been so good he recently obtained a one billion dollar capital infusion to invest in any way he wants, and he’s committed to start spending it on investments within 30 days

5 Stages (each a mountain of work in its own right) From No SM to Full SM Adoption

IT    <<<
…
…
…
…
…
>>>   CUSTOMER

I
II
III
IV
V

Stage I:


Leader: Chief Infrastructure Officer


High-level concerns:  physical and logical Technology deployment

Basic Hardware/Software/Application delivery services; low-level metrics; some help desk automation; ad hoc reports

Stage II: 


Leader: Chief Technology Officer


High-level concerns:  end-to-end availability of services

Added focus on applications and organizational structures to Stage 1
Stage III:


Leader: Matrix Mgmt with CIO


High-level concerns:  industry frameworks such as ITIL, CoBIT, etc.


This is the “process crazy” stage

Stage IV:


Leader:  SM added to Matrix Mgmt


High-level concerns are governance and collaboration issues

Metrics include IT S Cost and Q

Stage V:


Leader:  the CIO is viewed as the governor of a services business


High-level concerns: innovation, differentiation from rest of market, analyzing and projecting market trends

Which stage IT is at determines how the customer interfaces to IT.  If the Customer is engaging with IT at the level of stage V, then things are really good for the customer and IT is their partner.  More trouble for the customer as the topics of engagement become closer to Stage I.

Which stage IT is at can be gleaned from the agenda topics the IT leaders provide.

Delivering Business Value

First, do the S Strategy (driven by requirements and the customer relationship)

Second, do the Mgmt Planning.

How?

Answer which of the components of the customer’s business model are “hot”!  HOT ( needs change NOW!  In ITIL v2 these were “Vital Business Functions”.  In ITIL v3, these become the offerings of the IT Service Catalog.
· Critical success factors

· FTE

· Costs

· Capability

· Assets

Servic e Catalog (SC) is not a software app, but a definition of a S with a mapping to business (“hot”) components.

After SC, then define S Requests for each S (this is working in the weeds, but it is the really meaningful work).

Just like the business, IT has its own Business Model.

Notes on Best Practices Models

BOK == Book of Knowledge, such as ITIL (or PM)

Conformance Std

Capability Model

· Specific to a context

· Directs towards improvement

ESM (Enterprise Systems Mgmt) == Infrastructure + Apps (Note:  Users always detect the important events)

ITSM

BPM (Business Perf. Mgmt)

CMMI (Capability Maturity Model Integration)


Note:  the core purpose of a Maturity Assessment is “Diagnosis & Remediation” (how to fix)

· Rankings (we all suffer from a mono-numerosis, reducing all perspectives and attributes to a single number) can be inconsistent and misrepresent the state of the S level

APPENDIX

Presentation:

Amid the global financial turmoil and toughening business conditions, businesses continue to look to IT to provide leadership in responding to challenges and emerging opportunities. These are extraordinary times that call for extraordinary leadership. This presentation covers the implications and recommendations for leadership in an uncertain economy based on a recently completed IBM research study of over 400 IT organizations. This session will focus on the US results, how Service Management is transforming from an IT to a business discipline, and provide practical advice on how best to weather the storm. 

3 keys you will walk away with:
1. How have shifts in the economy impacted service management priorities?
2. How are your peers responding?
3. Practical advice on weathering the storm
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