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Looking for evidence of professionalism ….

Availability of essential 
systems

Live environment  
management

Change control

Incident /Problem 
management

Controlled 
Reactive/Proactive 
balanceg

Monitoring

Performance

Capacity

Security

Budget management

Resource management

Communication

Coherent structure

Strategy

Programme/Project  
governance

Happy customers

Happy staff

Happy VC

What do your 
customers 

really think?



3/16/20103/16/20103/16/2010

222

“’Have you rebooted?’ is the only thing IS ever tells you to do –
it’s a fob off”

“ I have to constantly chase calls”

“ Say Yes more often, and if you can’t, then tell us how we can get 
it done elsewhere”

“There are a lot of people in IT, yet only one person who knows 
how to do what you want”

“Lots of black holes”Lots of black holes

“If something goes down, nobody makes a fuss because they are 
so used to it”

“I would rather have a realistic longer deadline than a shorter 
fictional one”

“I would like more personal contact, not just log no’s for help desk 
calls”

“No‐one ever tells me what’s going on – it’s so frustrating”

“Q: When you buy do you get C&ITS involved? A: Hopefully not…”

“Because data quality if not great, people lose confidence”

“Unpredictable weirdness – send an email sometimes and it 
doesn’t arrive; mail service down, person not on list, etc”

“I don’t want to understand how it works, I just want it to work”

What does your 
team really 
think? ….

What do you (really) do?
What would you like to 
be doing?
What works well?
If you had a magic wand 
what would you change?



3/16/20103/16/20103/16/2010

333

“People hang on to their areas and will not share 
knowledge”

“The mix of proactive and reactive work is a big 
problem”

“If I go under a bus the website will stop working”

“I don’t feel the team is part of anything and I feelI don t feel the team is part of anything and I feel 
isolated”

“We need closer co-operation between different teams, 
individual teams have their own agenda - people want to 
look after their own patch”

“It's not clear who is responsible for doing what in other 
teams“

What do the 
consultants 

think?think?

“Insufficient skills breadth and ability to leverage 
depth”

“No formal communication links between groups 
within the current structure leading to ambiguity 
over each groups exact service area”

“Repetitive sub-functions create duplicate work and 
this prevents other key activities from beingthis prevents other key activities from being 
completed”

“Confused message of service provision, 
accountabilities and responsibilities”

“IT staff can only answer a query on a particular 
system or part thereof based on their particular skill 
set”
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What is 
everyone 
actually 

doing and 
why ?
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What resources and skills 
have you got in the team?
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What is the nature and volume of 
customer demand?

F
requ

Happens often and takes a 
long time to sort out

Happens often and is very 
quick 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 3 d li

Failure 
Demand

uency

Time taken to resolve

Happens less frequently 
and is very quick to sort 

out

Happens less frequently and 
takes a long time to sort out

Customer 
Support 

Bread and 
Butter

80% of all calls

3rd line support 
and 

Development
20% of all calls

Value Demand

en
cy

OVERDUE

SEPT 2006

SEPT 2007

Project demand
Very urgent, critical 
but small project eg. 

mail server 
replacement

Major scale, business 
critical project that must 

be done by the new 
academic year eg

Importance/Impact

U
rg

e

MUST 
HAVE

SHOULD 
HAVE

COULD 
HAVE

CRITICAL

SEPT 2008

SEPT 2009

academic year eg. 
network resilience and 

storage

Large project forming 
part of the 5 year 
vision, that would 

bring benefits but is 
not urgent

Large project that is not 
critical or essential to 

business continuity but 
which will deliver 

significant benefits if 
implemented by next 

academic year
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RAGing the findings …

Customer views 

IT staff views

Independent views

Availability of essential 
systems

Key Operation/Service 
processes

Incident /Problem 
management

Controlled systems

Live environment  
management esp. 
change control

Budget management

Resource management

Communication

Reactive/Proactive 
balance

Coherent structure

Strategy?

Programme/Project  
governance

but quite a few babies …

Babies and bathwater

• Hard‐working, well‐intentioned staff

• A LOT of knowledge and experience of how the 
organisation functions

• Areas of outstanding technical expertise• Areas of outstanding technical expertise

• Organisational attention and support

• Money being invested after decades of under 
investment

• Staff already well down the change curve and 
many hungry for change

Now what?
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4 parallel streams of activity

• Putting out any fires

• Developing the strategy

• Getting essential projects started

• Transforming the IT function

.…. and keeping them all moving in the same direction

Putting out 
any fires

Major Fires
• Poor levels of availability of the network and critical 

systems with frequent episodes of unplanned ‘down-
time’

• Poor quality core applications such as email and 
calendar below current basic standards of integrated 
‘office’ suites such as MS Outlook.

• No adequate networked storage facilities resulting in o adequate et o ed sto age ac t es esu t g
data and information stored locally on PC’s and 
laptops with no backup facilities and limited facilities 
for file sharing. 

• Multiple systems and applications requiring each 
individual to remember multiple usernames and 
passwords.

• No proper support service or recognisable IT 
governance

• Hand-to-mouth, ad-hoc, budget management.
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Develop a strategy 

Simple to start then 
iterate

Audience tailored 
communication 
throughout

HYBRID
STRATEGY

Maturity of Technology

HYBRID
STRATEGY

p
e

 o
f 

U
se

PIONEER
STRATEGY

MAINSTREAM 
STRATEGY

FOLLOWER 
STRATEGY

Corporate 
applications 

e.g.: email, 
file storage

Line of 
business 

applications 
e.g.: Student 

R d

HYBRID
STRATEGY

Tried and tested 
mature 

technologies 
towards the end 
of their lifecycle

Current up-to-date 
mainstream 

technologies, just 
behind the 

leading edge

Leading edge (or 
even bleeding 

edge) 
technologies

S
c

o
p Records, 

VLE

Niche 
applications 

eg: research, 
specialist 

L&T

Cost, Risk and Potential Benefit

A single coherent architecture for information systems across Anglia 
Ruskin which will guide the selection and design of systems at a 
technology and information level.

A robust, resilient, reliable, simplified and available IT infrastructure which 
will support the University’s information systems.

Where are we going? – Key Elements of the ISMS Vision 2006 - 2012
Where are we going? – Key Elements of the ISMS Vision 2006 - 2012 

The technical complexity and diversity of information systems will be 
reduced to ensure that information and functionality is not duplicated. 

This will lead to increased cost-efficiency and effectiveness and enable 
integration of systems and information sharing.

This architecture will deliver systems and information to staff, students 
and other University stakeholders “anytime, anywhere, any device”.

All information and applications will be accessible through a single 
customisable University portal with single-sign on.
in which will guide the selection and design of systems at a technology 
and information level.

A robust, resilient, reliable, simplified and available IT infrastructure which 
will support the University’s information systems.

The technical complexity and diversity of information systems will be 
d d t th t i f ti d f ti lit i t d li t d
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Ever expanding diversity of 
technologies and systems

Gaining control and stopping the spread

Staff need to be skilled in lots 
of different technologies

Difficult to get management 
information or reporting 
across systems

Technical support and 
maintenance is complex and 
expensive

Lots of different suppliers to 
manage

Data keyed twice

Data duplicated in different 
systems

Duplication of infrastructure 
such as servers

More things to go wrong

Understanding the impact of 
change is difficult and 
making change is risky

March 2006

ISMS Strategy Overview – Integrated Systems and Data

g pp g p

Consolidation and Integration

Portal access to 
integrated information: 
my.anglia

Achieving Service 
Orientated Architecture (SOA) 
with .Net

Managing and accessing 
information

Managing and supporting 
change

Agility and Flexible 
support for business 

change

Workflow across systems 
and applications

Cost

Efficiency

Risk management

2012

Ensure your ‘ball-park estimating’ skills are up to scratch ….

Transforming the function

Processes and 
Structure

Culture, Behaviour and ,
Knowledge
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Rule 
No. 1

Improving processes …..

“Don’t 
pave 

over the 
cow-

paths” 

ISMS Business 
Relationship 

Managers

Keeping a watching 
brief on your 

strategies, plans and 
requirements to make 
sure that ISMS plans 

are aligned to support 
them

Helping you
get the best 
from ISMS!
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Analysis and 
Development
Business Analysis
Architecture
Systems Analysis
Research
Proto -typing

Associate Director
Architecture and Development

Programme 
Management
Projects

Associate Director
Programme Management

Operations
“Keeping the Live 
Environment Live”
Monitoring
Maintenance
Operations
Capacity Planning

d

Associate Director
Operations

Customer Support
1st and 2nd line support 
for staff across all 
technologies
Service Delivery 
Escalated support for UL 
student IT support staff

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

REACTIVE

PROACTIVE

Proto typing
Proof of Concept
Design

3rd Line support
Security
Outsourced Service 
Management

Classroom & VC support

SYSTEMS LIFE CYCLE

3RD Line Support

Getting essential 
projects started

The ISMS Project Roadmap

 Anytime, anywhere, anyplace

 Application Integration and Consolidation

 Identity Management and Single Sign-On

2012

2008

 Email, Calendar, Website.

 Network Infrastructure, Storage

 IT Governance

 Key Applications: VLE, Timetabling, HR, Finance

 On-line applications

2007

-2010

2006
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Strategic Projects – Roadmap

Email Scoping

Single Logon Scoping

Core Network

Wireless Scoping CC20 Wireless Quick Wins

CC17 Staff Email

CC16 Single Login (main systems)

CC14 Network Edge

Wireless Major Upgrades

In progress Planned (approved and funded)

Technical Architecture Development incl. Security Policy

Application & Information Architecture 
Strategy Development

SITS Data Warehousing

APPLICATIONS

EMAIL

SIGN-ON

Completed

CC19 Student Email

Approved but not funded Not yet approved or funded

NOW

Application & Information Integration and Consolidation

Strategy Development Work

Disk Backup

DHCP

New Buildings

Vista eLearning £0K

CC15a SAN Storage Part 1

CC15b SAN Storage Part 2

Web based application delivery & SBC

Criticality Tiers Strategy

Firewall 

IP Addressing

JV’s

NETWORK

STORAGE

OTHER

Voice Strategy

2006 Q2 2006 Q3 2006 Q4 2007 Q4 2008 Q12007 Q32007 Q1 2007 Q2

Voice Network Upgrades

Nearly 4 years and a lot of money later….
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• Big initial improvements unleash a LOT of 
pent-up demand – just fixing is not enough

• Risk of availability becoming an issue again 
as project demand rises

• Customers forget how bad it was very 
quickly and as your standards rise so do 
theirstheirs

• It all takes a LOT longer than you think it will

• Some critical fires were missed, some wisps 
of smoke were overlooked in the rush

• Culture, behaviour and especially knowledge 
transfer are all still issues

• A solution isn’t always the best solution

Andrew over to you

UCISA Management Conference 2010



3/16/20103/16/20103/16/2010

151515



3/16/20103/16/20103/16/2010

161616

APPROVED
PORTFOLIO

So, we designed Nirvana

4.

3.

5.

PROGRAMME
PROGRESS

5a.

STEER & 
COORDINATION

UCISA Management Conference 2010

PORTFOLIO
PROGRESS

CHANGE
PROGRESS

KPI
REPORTING

2.

1.

8.7.6.

Then a
miracle
occurs

IN

OUT

Back to reality...

'Good work … but I think we need 
just a little more detail right here'

occu s

Source: Cranfield School of Management

HE vs private sector?
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