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UCISA 2010 User Support Conference 

Getting more bang for your buck 

Ajay Burlingham-Böhr 
Director of Information Systems and Media Services 

Anglia Ruskin University 

 

What it all comes down to is increasing efficiency and 

effectiveness without increasing spend – boring but it 

delivers… 

Getting more Bang 

  

Applying LEAN Principles to: 

 

Processes 

Structure 

Support Demand 

Skills 
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Key LEAN Principles 

1. Put the customer at the heart of your 
system and do only what delivers 
value to them 

 

 

 

Key LEAN Principles 

2. Eliminate Waste: Transportation, 
Inventory, Motion, Waiting, Over 
Production, Over Processing, Defects 

 

 

 

What is 

everyone 

actually 

doing and 

why ? 

PROCESSES 
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Rule  
No. 1 

 
“Don’t 

pave over 
the cow-
paths”  

Improving processes ….. 

Document, 
Train 
and 
Continuously 
Improve 

Answer 

Customer 

Request

Initiate 

Solution

Supply 

Catalogue 

Item

Catalogue

Call Log

Exploit 

Existing 

Systems

Strategy and 

Architecture

Standards and 

Principles

Develop 

New 

Principle or 

Standard

Work Plan

Delivering 

Change

Change 

Management

Update 

Preventative 

Maintenance 

Plans

Acceptable 

Results

Maintenance 

and 

Monitoring 

Schedule

Maintain 

Systems 

Availability

Take 

Action

“How Do I?”,

“Can I Have?”

 and

“It‟s broken

please fix it!” New business 

requirements

Used By

Updates

Supply 

Existing

Can 

Initiate

Project 

Mandates

Escalated

Requirements

Creates 

and Modifies

Used By
Drives

Can 

Initiate

Third Line Support

Rejection

Department 

Support 

Processes

CUSTOMER

Operations

Customer 

Support

Administration

Programme 

Management

Architecture &

Development

ITSG - Governance

Project 

Planning 

Documents

Implement

Change

Change request
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Getting more Bang 

  

Applying LEAN Principles to: 

 

Processes 

Structure 
Support Demand 

Skills 

 

Director of IT Strategy and Systems 

Networks Information 

Services 

Systems Business 

Intelligence 

Development 

and Support 

Helpdesk Desktop Media 

Support 

Media 

Production 

OLD STRUCTURE 

TECHNOLOGY SPECIALISMS 

NETWORKS SYSTEMS DESKTOP WEB 
BUSINESS 

 APPS. 
MEDIA 

1ST Line Support (Call Logging) 

Networks Systems 
Information 

Services 

Business 

Intelligence 

Development 

and Support 

Desktop 

Media 

Production 

Media 

Support 

Helpdesk 
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TECHNICAL SILOS 

NETWORKS SYSTEMS DESKTOP WEB 
BUSINESS 

 APPS. 
MEDIA 

1ST LINE SUPPORT 
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 TECHNICAL SILOS 
So what’s the problem? 

• When technology changes the structure has to change 

• IT thinks in terms of specific technology areas but Customers think 
in terms of problems that need solving 

• Specialism down to single job level creates single points of failure 

• Communication between teams is made more difficult 

• No common process encourages isolation of teams 

• Problems can easily fall between teams or get passed around 

• Functions are duplicated 

• Proactive and reactive work is mixed together 

 

 

 
 … the structure does not make sense 

from the customer’s viewpoint … 

 TECHNICAL SILOS 
So what’s the problem? 

• When technology changes the structure has to change 

• IT thinks in terms of specific technology areas but Customers think 
in terms of problems that need solving 

• Specialism down to single job level creates single points of failure 

• Communication between teams is made more difficult 

• No common process encourages isolation of teams 

• Problems can easily fall between teams or get passed around 

• Functions are duplicated 

• Proactive and reactive work is mixed together 

 

 

 
 … and there is a lot of waste 
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SYSTEMS LIFE CYCLE STAGE 

Research, Business case development, 
Proof of concept, Feasibility, Architecture, 
Design, Technology choice 

Architecture, Analysis and Design 

Developing, Testing, Implementing. 
Project management. 

Development and Implementation 

Operating, Preventative maintenance, 
Supporting, Planning, Managing, 
Disposing 

Operating and Maintaining 

CUSTOMER 
PROBLEMS 

Analyse new ideas, 
understand 

requirements 
 and design solutions 

Carry out Projects to 
Develop and 

implement new 
and changed systems 

Maintain availability 
of 

 live systems and 
provide 

 customer support 

“I have a new 
business 

requirement” 

“I need a new 
or changed IT 

system”  

“I need the 
systems I use to 

work when I 
need them  and I 
need help when 

there’s a 
problem” 

SOLUTION 

NETWORKS SYSTEMS DESKTOP WEB 
BUSINESS 

 APPS. 
MEDIA 

OLD STRUCTURE 

HELPDESK 

CUSTOMER 
PROBLEMS 

Analyse new ideas, 
understand 

requirements 
 and design solutions 

Carry out Projects to 
Develop and 

implement new 
and changed systems 

Maintain availability 
of 

 live systems and 
provide 

 customer support 

“I have a new 
business 

requirement” 

“I need a new 
or changed IT 

system”  

“I need the 
systems I use to 

work when I 
need them  and I 
need help when 

there’s a 
problem” 

SOLUTION 
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Analysis and  

Development 
Business Analysis 

Architecture 

Systems Analysis 

Research 

Proto - typing 

Proof of Concept 

Design 

Associate Director 

Architecture and Development 

Programme  

Management 
Projects 

Associate Director 

Programme Management 

Operations 
“Keeping the Live  

Environment Live” 

Monitoring 

Maintenance 

Operations 

Capacity Planning 

3 rd  Line support 

Security 

Outsourced Service  

Management 

Associate Director 

Operations 

Customer Support 
1 st  and  2 nd  line support  

for staff across all  

technologies 

Service Delivery  

Escalated support for UL  

student IT support staff 

Classroom  &  VC support 

Associate Director 

Customer Support 

Media 
Media Production 

Graphic Design 

Off - air recording 

Student Loans 

Studio support 

Studio and Facilities Hire 

Associate Director 

Media 

Director of IT Strategy and Systems 

8 Analyst / Developers 

8 Senior Analyst / 

Developers 

8 Architects 

8 Senior Architects 

8 Project Managers 

8 Ring fenced Analyst / 

Developers seconded  

from Analysis and  

Development  

Department on a project  

by project basis 

8 Infrastructure  

Engineers 

8 Senior Infrastructure  

Engineers 

8 Application Analysts 

8 Senior Application  

Analysts 

8 

8 

8 

Support Analysts 

Senior Support  

Analysts 

Support Technicians 

8 Existing Media  

Production 

8 Existing Media Support  

except Classroom  &  VC  

support technicians 

8 Editors 

SYSTEMS LIFE CYCLE 

Analysis and  

Development 
Business Analysis 

Architecture 

Systems Analysis 

Research 

Proto - typing 

Proof of Concept 

Design 

Associate Director 

Architecture and Development 

Programme  

Management 
Projects 

Associate Director 

Programme Management 

Operations 
“Keeping the Live  

Environment Live” 

Monitoring 

Maintenance 

Operations 

Capacity Planning 

3 rd  Line support 

Security 

Outsourced Service  

Management 

Associate Director 

Operations 

Customer Support 
1 st  and  2 nd  line support  

for staff across all  

technologies 

Service Delivery  

Escalated support for UL  

student IT support staff 

Classroom  &  VC support 

Associate Director 

Customer Support 

Media 
Media Production 

Graphic Design 

Off - air recording 

Student Loans 

Studio support 

Studio and Facilities Hire 

Associate Director 

Media 

Director of IT Strategy and Systems 

SYSTEMS LIFE CYCLE 

3RD Line Support 

REACTIVE 

PROACTIVE 

Answer 

Customer 

Request

Initiate 

Solution

Supply 

Catalogue 

Item

Catalogue

Call Log

Exploit 

Existing 

Systems

Strategy and 

Architecture

Standards and 

Principles

Develop 

New 

Principle or 

Standard

Work Plan

Delivering 

Change

Change 

Management

Update 

Preventative 

Maintenance 

Plans

Acceptable 

Results

Maintenance 

and 

Monitoring 

Schedule

Maintain 

Systems 

Availability

Take 

Action

“How Do I?”,

“Can I Have?”

 and

“It‟s broken

please fix it!”
New or changed

 business 

requirements

Used By

Updates

Supply 

Existing

Can 

Initiate

Project 

Mandates

Escalated

Requirements

Creates 

and Modifies

Used By
Drives

Can 

Initiate

Third Line Support

Rejection

Department 

Support 

Processes

CUSTOMER

Operations

Customer 

Support

Administration

Programme 

Management

Architecture &

Development

ITSG - Governance

Project 

Planning 

Documents

Implement

Change

Change request
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Getting more Bang 

  

Applying LEAN Principles to: 

 

Processes 

Structure 

Support Demand 
Skills 

 

Answer 

Customer 

Request

Initiate Solution

Supply 

Catalogue Item

Catalogue

Call Log

“How Do I?”,

“Can I Have?”

 and

“It‟s broken

please fix it!”

Used By

Updates

Supply 

Existing

CUSTOMER

Customer 

Support

What is the nature and volume of 

customer demand? 
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F
req

u
en

cy
 

Time taken to resolve 

Happens often and takes a 
long time to sort out 

Happens often and is very 
quick to sort out 

Happens less frequently 
and is very quick to sort 

out 

Happens less frequently and 
takes a long time to sort out 

Irritants  

Resolve underlying 

problem 

Enable/Train Customer 

Develop long term 

solution  

Major Repeating 

Problems 

If we are learning from 

experience this should never 

happen as each big problem 

should only happen once 

Customer 

Support 

Bread and 

Butter 

80% of all calls 

  

3rd line support 

and 

Development 

20% of all calls 

  

Value Demand 

‘Right first time’ 

Failure Demand 

Getting more Bang 

  

Applying LEAN Principles to: 

 

Processes 

Structure 

Support Demand 

Skills 
 

What resources and skills 

have you got in the team? 



12/07/2010 

11 

  

Customer Support 

“How Do I …”? 

“It’s Broken please fix it”? 

“Can I have …”? 

Customer 
Demand 

1ST and 2ND Line Support across all technologies 

Value Demand 
80% is 1st and 2nd Line 
Support cleared by IT 
Service Desk 

“Increasing skills so that (service desk) staff can restore 
user service for most incidents reduces the need for 
escalation of support. This leads to greater job 
satisfaction and faster restoration of services, reduced 
downtime and a reduction of distraction from project 
work. By 2010 50% of large enterprises will significantly 
improve the efficiency and effectiveness of their staff (in 
this way).”  

Gartner  

  

Breadth of Technologies 

D
ep

th
 o

f S
k

ills 

D
es

k
to

p
 

„I‟ Shaped Skill Sets 

  

Breadth of Technologies 

D
ep

th
 o

f S
k

ills 

Systems 
Web 

Networks 
Business Apps. 

D
es

k
to

p
 

‘T’ Shaped Skill Sets 
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Breadth of Technologies 

D
ep

th
 o

f S
k

ills 

Systems 
Web 

Desktop 
Business Apps. 

N
et

w
o
rk

s 

‘T’ Shaped Skill Sets 

  

Breadth of Technologies 

D
ep

th
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f S
k

ills 

Systems 
Web 

Desktop 
Networks 

B
u
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A
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‘T’ Shaped Skill Sets 

  

Breadth of Technologies 

D
ep

th
 o

f S
k

ills 

Business Apps. 
Web 

Desktop 
Networks 

S
y
st

em
s 

‘T’ Shaped Skill Sets 
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Key Messages 

• Processes should be lean and designed from 
the customers perspective 

• Structure should support the processes and 
separate reactive and proactive activities eg: 
top level process is the system life cycle 

• Eliminate Failure Demand – get it right first 
time 

• More ‘T’ shaped skill sets and increased 
knowledge and skill sharing 
 

 

 


