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The reality, analysts say, is that most
IT infrastructures are out of control.
CIOs are under pressure to find
quicker and cheaper ways to access
information. The obvious fix is to slap
down some middleware or put up a
new portal. And that works — for the
moment. And it's certainly faster and
less expensive than sizing up new in-
frastructures or striving for common-
ality of applications — for the moment.
The problem is that the underlying
complexity grows each day. And so,
little by little, the infrastructure starts
to wheeze under its own weight.

Experts say the agility and per-
formance that companies require
from their networks can no longer be
achieved by simply adding on. Often,
they must take away parts of the in-
frastructure or change their ap-
proach and, certainly, they must
think for the long term.

Lack of Discipline

Most IT infrastructures have become
unwieldy because of a lack of disci-
pline, experts say. Large companies
that have been early adopters of
data, voice and video networks, for
example, should begin to combine
them and reduce costs. They need to
step back and look at the makeup of
their infrastructure.

In the booming 1990s, many new
application projects tied their ROI
justification to the cost savings from
replacing legacy systems. Compa-

Clean Up
Network Clutter

1.
Make sure older apps
are shut down after new
apps are fully tested.

2.
Discard repetitive data
rather than build new
systems to store it.

3.

Tie data, voice
and video networks
together to
reduce costs.

4.
Bring facilities under
the aegis of IT to
improve agility.

5.

Don’t wage war over
standards that only
affect the most visible
functions.

tenance and software licensing
agreements. The only thing that has
disappeared is the ROI that was sup-
posed to be gained by shutting down
the legacy systems.

Infrastructure is a long-term pur-
chase. The ROI should be considered
in terms of a five-year horizon rather
than five months. “Infrastructure
isn't cheap or easy,” says Chuck Hol-
lis, vice president of storage plat-
form marketing for EMC Corp., a
storage vendor in Hopkinton, Mass.
“It's a change of business model. If
you look at infrastructure as some-
thing as important as, say, going
into a new market, you get the right
level of senior executive involve-
ment.” The ROI model for infra-
structure projects should have both
hard attributes, like reduction of
churn, and soft attributes, such as
increased flexibility.

Wireless Affects Everything
Over the next 18 months, infra-
structures will be struck with an-
other whammy: the proliferation of
wireless devices that must be wired
back into the infrastructure.

Many companies don't appreci-
ate that some of the most trouble-
some aspects of wireless, such as
security, are really matters of poli-
cies and planning rather than tech-
nology, says Alan Nugent, chief
technology officer for Novell Inc., a
networking software company in

nies launched new client/server applications that
did away with the need for old-line infrastructure.
Of course, the legacy systems kept running as in-
surance during the trial periods for the new sys-
tems. In many cases, though, the old apps were
never shut off after the trial ended.

“The problem is, the business line never said
to shut the applications down and the IT de-
partment didn’'t have the authority to shut them
down,” says Colleen Niven, vice president of re-
search for AMR Research, an independent re-
search analyst firm in Boston.

And so those now-unnecessary legacy sys-
tems keep going — and so do the costs of main-

Provo, Utah. “Before companies widely adopt
wireless devices, they need to decide on their
policies for using these devices in day-to-day
business activities,” Nugent says.

Consider the problem of how to protect valu-
able information that executives download to their
laptops or PDAs. Some companies require users to
input a separate password for each application
on a wireless device in addition to the password
they use on devices wired to the infrastructure.

“That can be really burdensome,” Nugent says.
“Your policies need to be realistic, because you
don’t want the user to ignore the security proce-

(continued on page 7)
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Bringing SLASs Inside

organizations no longer have the lux-
I T ury of servicing only internal employ-

ees. When companies expose their
infrastructure directly to customers, partners and
suppliers, it increases both the complexity of the
environment and the need for maintaining ser-
vice levels.

One method increasing in popularity is the use
of formal service-level agreements (SLAs) be-
tween IT and its internal customers. “Adopting
service-level management across the entire IT or-
ganization gives the IT staff a common set of goals
and values,” says AMR Research Analyst Dennis
Gaughan. “When an entire organization is work-
ing toward the same goals, it becomes more aware
and proactive in delivering quality service.”

A fundamental part of developing effective
SLAs is having IT work closely with business cus-
tomers to understand their requirements. In many
cases, though, this isn't happening. Consider a
survey conducted by AMR Research of 58 com-
panies across many industries that have imple-
mented internal SLAs. Only 53 percent of those
companies involved line-of-busi-

business is constantly changing, there definitely
will be changes to what the SLAs measure.

Unless companies focus on service-level man-
agement and think about the process of creating
an SLA, they tend to manage their infrastruc-
tures in a reactive — rather than a proactive —
way, says Scott Hollis, senior director of market-
ing for NetIQ Corp., an analytics, systems and se-
curity management firm in San Jose, Calif.

Too often, business units launch and manage
their own Web farms until they realize they have
built a mission-critical Web site, at which point
they turn the site over to IT. “IT has done none of
the pre-work, nor have they built any of the archi-
tecture, so they have to try to manage it in a pro-
duction environment while they build an architec-
ture that they can effectively manage,” Hollis says.
This is especially common in Linux or open-
source environments, which the business units
think are less costly because the downstream
management issues haven't been addressed.

The result is more cost and poorer perfor-
mance until the new architecture is constructed.

Hollis says these problems can be

ness counterparts in the SLA cre- Why Executives minimized with better planning.
ation process, despite widespread Are Changing Business units need to think
agreement that working with cus- Their SLAS through three elements before de-

tomers was a critical factor.

a7 %

Change in Business

Change is Key
To create successful SLAs, IT or-

ploying a new business service
within an infrastructure: assuring
the service’'s availability; optimiz-
ing it for end users and support

Priorities

ganizations often need to change
how they manage and measure
service delivery. Traditional mea-
surement of discrete device avail-
ability, like server uptime, doesn't
reflect business performance as ac-
curately as key business services,
like order management.

“‘What to measure?’ and ‘How
to measure?’ represent some of the
biggest challenges in the successful
implementation of SLAs,” AMR's
Gaughan says. “Working closely
with the customer to determine the
metrics that are important to the
business is a critical success factor.”

Another key point: Because

39%

Difficult to Measure

35%

Customer Requests

28 %

SLA Terms Too Restrictive

19%
Compliance Too Costly

Source: February 2003 AMR
Research survey of 58 companies
across many industries

staff; and supporting it.

Internal SLAs Work

Even with some faulty measures,
the results of internal SLAs have
been impressive. It's important to
note, however, that SLAs don't
necessarily cut costs. A third of the
companies in the AMR Research
survey said SLAs actually increased
operating costs.

But even this, experts say, can
be a sign of success: Higher support
costs often mean the company has
set a higher bar for performance and
infrastructure availability, which
pays for itself in the long run. »
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(continued from page 3)

dures or look for ways to bypass them.” Instead, the
company might decree, for example, that only en-
crypted data can be stored on a mobile device. Or
it might implement management systems to render
the data unusable if the mobile device is lost.

Reshaping IT Departments

Another way companies are looking to make their
infrastructures more responsive is by reshaping
their IT departments. Over the next 12 months,
AMR’'s Niven expects to see a return of charge-
backs for basic infrastructure, a notion largely
abandoned during the flush 1990s. Rather than
clumping infrastructure into one big budget item,

Upgrade, Consolidate or Transform?

Where will companies spend their infrastructure
dollars over the next two years?

Year 1 N Year 2

I 589%

25%
I 579

18%

I 53

24%
I 0%

16%
I 33
13%

I 332
1%

Upgrade existing
enterprise apps

Consolidate
infrastructure

Install or upgrade new
operating system

Further standardize or
consolidate vendors

Transform IT to
business-centric model

Buy new
enterprise apps

Source: Forrester Research telephone survey of 122 IT executives worldwide

provider in West Kingston,
R.I. “Facilities became the
scapegoat for why IT could
not implement projects
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American Power Conversion (APC) | quickly enough.”
http://www.apc.com Now, companies are
EMC Corp. :
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Critical Facilities Direc-
NetlQ Corp. " . .
http://www.netig.com tors,” whose job will be to
Novell Inc. determine, say, how imple-
http://www.novell.com menting an Oracle or CRM
AMR Research tool will affect facilities to
http://www.amrresearch.com keep that department from

system and service management tools purchased
from major vendors will break down the cost that
a specific application used by a specific business
unit has to infrastructure.

IT departments are making stronger connec-
tions with facilities departments, too. “Histori-
cally, IT and facilities departments have not
meshed,” says Russell Seneca, solutions manag-
er for InfraStruXure at American Power Conver-
sion (APC) Corp., a power availability solutions

being a bottleneck. Seneca
says thinking of facilities as infrastructure could
cause companies to change their philosophy for
how they should architect cooling and power sys-
tems, for example. Typically, those systems are
overbuilt based on predictions of the lifetime needs
of a datacenter. Now, more companies are using
modular, highly manageable and pre-engineered
components for their air and power systems.

More From Suppliers
The relationship many companies have with their
suppliers is changing, as well. CIOs have been
asked to cut back significantly on spending, re-
sulting in only 20 to 30 percent of the budget going
to new applications and infrastructure. “Compa-
nies are reducing the number of suppliers to cre-
ate more leverage with remaining suppliers,” says
Doug Tuttle, global high-tech leader for Deloitte
Consulting in New York. “They want vendors to
help with infrastructure consolidation ideas.”
Companies that find new ways to work with
suppliers, customers and colleagues have learned
to look at their infrastructures from an entirely dif-
ferent perspective. And this has allowed them to
construct robust and agile infrastructures that
can meet the growing demands of business. If all
goes well, that should give them an advantage. =
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