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Recognizing difference
and managing diversity

For the consumer, we are now in an age in which
there is “an app for everything”. In the enterprise
environment - in every sector - people are eager
to turn the ease with which applications can be
created, adopted and accessed to business ad-
vantage:

» The “app” becomes a highly visible compo-
nent of client relationships - allowing retail
customers to scan their purchases; giving
bank customers mobile access to instant bal-
ances; empowering citizens to report crime
or criminal damage - the list is endless.

» The “app” becomes a critical component of
internal operational efficiency - helping track
and locate assets; enabling collaboration be-
tween virtual workgroups; optimizing energy
usage - again, the examples are unlimited.

For the CIO and CTO team, however, the shiny
new world of today’s “apps” must be managed as
part of a far more complex landscape in which
integration, consolidation and regulation need to
be meticulously controlled.

In a scenario in which the enterprise landscape
can feature thousands of applications - some
heritage, some bespoke, and some off-the-shelf -
we must continually ask how all associated man-
agement processes can be tuned to deliver the
best in business performance.

This scenario is made more complicated by two

additional factors:

» Itis easy for people to source applications
and services independently of traditional IT
departments - and this raises questions for
budgeting, security and governance.

» People have become used to the idea of “an
app for everything” in their personal lives, and
increasingly expect the same in their profes-
sional lives.

In this white paper, Atos examines the current
volatile state of the enterprise application land-
scape and asks how best it can be managed.

This paper will be of particular interest to those
with a professional focus on application manage-
ment. We do hope, however, that it will also help
those in other professional disciplines, including
purchasing and finance, gain a clearer under-
standing of this critical business activity.

What must change and why?

All' IT management disciplines are in an acceler-
ating cycle of evolution. What specific forces are
now shaping application management?

A Business -Focused Model

We need to flip from a techno-centric to a busi-
ness-focused model. What could it look like, and
how do we make the change without underesti-
mating the critical value of IT expertise?

Areas of Critical Impact

Which application management processes are
going to be directly affected by the new model
-and how?

Embedding the Process

Application management is part of an extended
process of application and indeed business de-
velopment. What could the big picture look like?
Envisioning the Future

Atos sees application management as a poten-
tially differentiating business discipline. How
soon could innovative businesses achieve the
future state, and how could they benefit?

Next steps

A white paper is designed to stimulate the open
exchange of ideas. What happens next?
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What must change
and why?

The need to keep all aspects of IT management
and evolution tightly aligned with business ob-
jectives is well-recognized. Even though this is
easy for any ClO team to state this as a core prin-
ciple, making it the reality is not so simple. In ad-
dition, the task of ensuring that application port-
folios are also effectively managed from a pure
technology perspective remains challenging.

Those tasked with application management are

highly aware of this dual imperative:

» Ensuring that the enterprise application port-
folio is fit for business purpose

» Ensuring that it is sustainable and cost-effec-
tive from a technology perspective.

To satisfy these dual imperatives, the CIO team
must be able to balance very different skills un-
der highly demanding conditions. Look back to
Y2K, for example, and you see how enterprises
needed both to prioritize application areas ac-
cording to business risk while at the same time,
sourcing skills which had all but disappeared
from the labor pool.

Business Imperatives

To ask how to optimize application management
strategies, we must first look at the business im-
peratives. All business processes today are un-
derpinned by applications, and consequently, all
improvements to business process depend on
the ability to manage change in the associated
applications.

Successful CIO teams have become increasingly
proactive. Rather than asking how process im-
provements impact the application landscape,
they now ask, “How can our application and pro-
cess knowledge help us identify and promote
positive change?”

This all has to happen in a highly pressured busi-
ness climate, in which innovation must not just
happen - it must happen fast. Those who are re-
sponsible for ensuring that the applications are
fit for business purpose do not have the luxury
of extended development or migration cycles.
Where, for example, the integration of business
systems following merger or acquisition could
take years in the past, it will now be measured in
months or even weeks.

Extreme market dynamics at a local and a global
level now mean that the art of application man-
agement must achieve unparalleled flexibility.
The demand for agility does not mean, however,
that the CIO team can compromise in other ar-
eas. They must continue to meet:

» Regulatory and governance obligations

» Budget and resource constraint

» Security and integration requirements.

As a provider of application management ser-
vices to major corporations for over 20 years,
Atos believes that a change which is occurring
anyway in the practical execution of application
management can now benefit from a more for-
mal review in strategic approach. This is encap-
sulated in our application management strategy
model.

As aprovider of appli-
cation management
services to major cor-
porations for over 20
years, Atos believes that
a change which is occur-
ring anyway in the prac-
tical execution of appli-
cation management can
now benefit from amore
formal review in strate-
gic approach.
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A Business-Focused

Model

The efficiency with which a business develops
strategy in any area is always increased through
the use of good reference models. A good refer-
ence model must be open and comprehensive,
allowing those who use it to better understand
their own circumstances and requirements, but
without restricting their thinking or horizons.

The application management strategy model
discussed here is a practical tool and not a theo-
retical construct. Itis not proscriptive, and is craft-
ed specifically to increase the understanding
and effectiveness of the relationship between
application strategy and business objectives.

Before looking at the application model, we
would like to thank those clients who worked
with us on it initial iterations, helping ensure that
it remained grounded and focused on practical
business realities.

The application management model is con-
structed on two core principles:

Business Need

It is built categorically around business needs
and priorities. In the introduction we clearly ac-
knowledged the dual imperatives of managing
both business and technology challenges, but
for application management to contribute to
business, strategy must be built around business
need.

The Atos model considers both business and IT
drivers, but deliberately leads with the former.

Variation

No two organizations are the same. If a model is
going to be genuinely useful, it must be open,and
must take into account that what is appropriate
for one organization will not suit another. Taking
this further, it must recognize that even within the
same organization, different strategic approaches
to application management must often co-exist.

When, for example, a process such as payroll is
comparatively stable, it should not be managed
using the same rules as more volatile areas such
as new product development or marketing.

By considering the combination of business and
IT drivers, the model steers an organization to-
wards four application management strategy
variations. Each of these is a “‘macro category”,
and will be tuned further according to the in-
dividual situation within each individual orga-
nization. As mentioned above, these strategy
categorizations can also co-exist within a single
enterprise.

All lead to business value - to enhanced busi-
ness performance and process - and all can

The application man-
agement strategy model
discussed hereisa
practical tool and not a
theoretical construct. It
isnot proscriptive, and

contribute competitive advantage. is crafted SpeCiﬁcaHy
By inviting those tasked with application man-  £O increase the under-
agement strategy to formally consider these . .
four approaches, the model provides immediate Standlng and effeCtlve-
and practical business-based classification of the . .
extended application landscape. The model al- ness Of the TelathnShlp
lows you to consider the impact of each of the . .
four categories in terms of: bEtween apphcatlon
» Governance .
et strategy and business
» Risk : :
» Productivity, and Ob]eCtlveS.
» Efficiency
Because each of these areas is analyzed in one
of four distinct classes, it also makes it possible to
establish relevant KPIs in a way which is impos-
sible where there is a single, less discriminating
approach to application management strategy.
Figure 1: The Atos Application Management Strategy Model
BUSINESS INNOVATION
1. Innovate 2. Expand

Business process flexibility
and innovation through
integral management of agile
and service-oriented IT

Business process transparency and
continuity through integral
management and stabilization of all
IT that supports an end-to-end

business process
IT

CHANGE

3. Optimize

Optimize, modernize and
future-proof IT, minimizing TCO and
risk through integral management of
the application portfolio

STABILITY

4. Manage & Decommission
Immediate cost reduction with secured
continuation of application’s through
integral management of knowledge,
resources and technology

MAINSTREAM
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How the Model Works:
Business Maturity

The model is not complicated. The first step is to
ask, “How mature is my business?” The y axis of
the model provides a graduated scale with the
most mature business operations and markets
at the bottom and the most dynamic at the top.

Clearly, every business needs to innovate contin-
ually. Having said that, some are more driven by
innovation than others. The degree of maturity
is not fixed. Look, for example at the telecom-
munications market, and you see an industry
which has shifted from being one of the most
rigid and inflexible to one of the most dynamic in
not much more that fifteen years.

Businesses at the top of our maturity axis must
keep up with market requirements, or even bet-
ter, they must actively determine those require-
ments. This demands real agility in the way you
create and tune new business processes. The
ability to compress time-to-market becomes a
winning characteristic, and this demands flex-
ibility in both business and in its supporting IT
services. Scalability, too, is a must but has to be
achieved with minimal capital investment.

As businesses become more mature, these de-
mands shift. Supporting IT must allow the busi-
ness to perform predictably at the lowest achiev-
able TCO. Processes become less differentiating
as market share and customer volumes stabilize:
in short, business becomes mainstream.

As markets become saturated and behaviors
change, the mainstream slips towards decline.
Processes need to be decommissioned as mar-
ket profiles change. At the end of industry life-
cycles, innovation or obsolescence becomes the
choice.

Figure 2: Application Management Model -
The Business Maturity Axis
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How the Model Works:
IT Positioning

The x axis on our model allows you to ask “What
is our IT status?”

Although this question is valid for all IT services
and usage, our focus here is specifically on ap-
plication management.

Figure 3: Application Management Model -
IT Positioning
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To determine where you make your mark on the
y axis, you need first to ask if the applications you
use in your business are fit-for-purpose. If current
IT strategy effectively delivers the services need-
ed to support your business, then you will make
a mark over towards the right. In these cases the
focus will be on:

» Advanced cost management

» Stability and reliability

If, however, modernization and change domi-
nate your IT landscape, your marker will be over
to the left. A dynamic state can be the result of
both business and technology conditions. If, for
example, an organization seeks to introduce new
products and services to a highly volatile market,
then cloud-based services may offer the scalabil-
ity needed to handle unknown guantities. In this
case, a change of application delivery becomes
essential because of a change in business re-
quirement.

Quadrant Placement

Once you have determined your position on the
x and y axes you can determine which quadrant,
and which strategic approach, is most relevant.

Remember, however, that this is not necessarily
about identifying a single application manage-
ment strategy for the entire enterprise: it may be
that different areas of your business will naturally
fall into different quadrants - and this is why the
initial placement by axis is important.

These individual approaches to application man-
agement strategy are detailed below. Those
responsible for application governance should
note that each quadrant has specific require-
ments and dynamics.

Figure 4: Application Management Model -
the quadrants
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1. Innovate

This strategy focuses on business process
flexibility and innovation. It makes agile
application development integral to the man-
agement process, and will deliver maximum
benefit through service-oriented IT.

KPIs are crafted for agility, and this is particu-
larly important where partnership and joint
development are part of the business model.

2. Expand

This strategy focuses on the need to ensure
that application management is geared to
business expansion. As business grows, it
must be possible for both individual applica-
tions and application sets to be rapidly scaled,
while constantly pursuing performance
improvement. Business process transpar-
ency and continuity are essential. It achieves
this through an integrated management
approach, designed to stabilize the IT used to
support end-to-end (E2E) business process.

In addition to establishing business-based
KPIs this approach makes it possible to adopt
pay-per-use models.

3. Optimize

This strategy focuses on establishing and
sustaining an optimized, modernized and
future-proofed IT and application landscape. It
does this while minimizing TCO and risk.

4. Manage and Decommission

This strategy focuses on immediate cost
reduction without compromising continuity. It
spans management of all application-related
knowledge, resource and technology.

As cited earlier, variation is one of the founding
principles of this model: there is no ‘one-size-fits-
all"approach. The governance mechanisms and
KPIs relating to each quadrant are summarized
in the descriptions which follow.

Business-Focused Application Management



Strategy Quadrant 1: Innovate

This strategy approach is designed for scenar-
ios demanding exceptional agility. This arises
through the business need to respond rapidly to
opportunity, threat or legislative change, without
compromising cost-effectiveness.

This application management strategy is espe-
cially appropriate in scenarios in which business
is inherently unstable as a result of involvement
in emerging markets, globalization, or changing
conditions of sustainability and compliance.

This strategy is also effective in situations in
which larger, better established enterprises
come head-to-head with new entrants. New
players do not have the heritage baggage of es-
tablished players, and this strategy helps estab-
lished players compete on equal terms.

Finally, this strategy promotes effective participa-
tion in the wider business eco-system. If business
success hinges on your ability to collaborate
with a changing network of partners, then the
applications you rely on must be fit for chang-
ing purpose. In these circumstances, application
innovation and agility can become powerful dif-
ferentiators.

Figure 5: Quadrant 1- Innovate

Business Innovation
1. Innovate Characteristics
»New markets
»New services
Governance
»Project-based
»KP!I: business performance
Service Focus
»Business consulting and design

»Time-to-market

IT IT
Change Stability

Mainstream

Strategy Execution

This strategy focuses on Application Lifecycle
Management (ALM). It establishes E2E process-
es and tools that facilitate and integrate the fol-
lowing activities:

» Reguirement management

» Architecture definition

» Coding

» Testing and Tracking, and

» Release management

ALM will increase productivity and reduce time-
to-market, through focus on best practice and
business requirement analysis. Effective col-
laboration is critical, and this approach prioritizes
smooth information flow and an integrated de-
velopment environment.

This focus on innovative collaboration extends
across the ecosystem of suppliers, partners,
customers and even competitors. It puts agil-
ity at the top of the agenda, seeking always to
innovate without re-invention. Off-the-shelf or
cloud-based solutions are favored over bespoke
development.

Continuous delivery of small changes and en-
hancements enables business to use the appli-

cations rapidly according to their new require-
ments. As a respond to time-to-market, inspired
by Agile Development and continuous improve-
ment, development and operations are join-
ing forces. Knitting together Development and
Operations opens up windows of opportunities
for delivering the software continuously to the
business, getting faster benefits from the prod-
uct and adding value to the business rapidly. This
collaboration - called DevOps - aims to involve
operations into the development process and to
involve developers into the operations environ-
ment. It enables daily code releases into produc-
tion delivering real business value faster and
more frequently.

Governance and Performance Management
This governance structure supports transforma-
tion. This application and business landscape is
subject to rapid change, and the governance
model must be geared to handle this.

Business innovation initiatives are generally
project-driven. The governance model in this
quadrant needs to ensure those projects are in-
telligently scoped, and can be executed on time
and budget.

Major transformational projects are “lead from
the top” and are tightly linked to business strat-
egy. Governance mechanisms used in these hi-
erarchical governance models include:

» Steering committees

» Delegation and (fast) escalation protocols

» Project portfolio management

» Risk management

» Business case management

These components are designed to deal effec-
tively with finite resources, limited capital and
short timeframes. Governance of business, IT-
demand and IT-supply side are highly integrated
in this quadrant.

Application management and business KPIs in

Strategy quadrant 1in action

A Dutch government organization was suf-
fering from an excessive application mainte-
nance burden. This was affecting operation-
al performance: new legislation was taking
too long to implement and had unaccept-
able risk levels resulting from over-complex
applications, large data and transaction vol-
umes and complex interdependencies.

They needed an adaptive and reliable envi-
ronment, Atos established a new application
management architecture based on SOA
and BPM principles.

Two proof-of-concepts were delivered.
These were designed to augment develop-
ment agility and faster response to chang-
ing need. A new application management
strategy was then designed and imple-
mented. Agility has been increased without
compromising rigor. As a result, legislative
change can be translated faster and with
more focus into service to the citizen.

this guadrant are tightly coupled. Typically they
will measure:

» Time-to-market

» Business volume growth

» Market share (growth)

» Customer satisfaction

Examples could be T influence on time to mar-
ket' or ‘duration from order to confirmation/de-
livery’.

Strategy Quadrant 2: Expand

The focus in this second quadrant shifts from
innovation to expansion. Successful business in-
novation reaches a point following early achieve-
ment when product or service volumes start to
increase. It is essential during this period of busi-
ness expansion that the applications needed to
support business growth are completely fit-for-
purpose. Quality-of-service and continuity man-
agement become critical facets of the applica-
tion management strategy.

This is a critical period, and one in which it is
important to monitor cost/benefit ratios against
business expectations. The innovation budget
has been spent, and now production and deliv-
ery costs need to be managed, consolidating ac-
tivity and integrating complementary innovation
initiatives. Most importantly, however, it must be
possible to keep applications completely syn-
chronized with business growth, and this may
require considerable agility.

This consolidation and integration must lead to
improved stability and continuity. This encom-
passes IT, business partners and vendors, and all
related governance and financial activities. For
consolidation to succeed, a keen focus on busi-
ness KPIs is essential.

Business performance must come first. If pure
IT metrics are used, there is a danger that while
application performance looks good on paper,
it may not be delivering the desired business
value. Centralizing the governance of all IT sup-
porting the business process avoids this and im-
proves continuity.

This application strategy aligns all application
management activities against business KPIs. All
application management services that supports
an entire E2E business chain are steered by
these business KPI's, including the services from
third parties. Service integration of suppliers of
applications and infrastructure is key to guaran-
tee the performance of the E2E business chain.

Figure 6: Quadrant 2 - Expand

Business Innovation

Characteristics 2. Expand
»Growing volumes

»Quality of service

Governance

»IT Value Chain

»KPI: business availability

Service Focus

»Value Chain Management

»Application Integration
IT PP el

Change

IT
Stability

Mainstream
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Strategy Execution

This strategy stabilizes business processes. It

manages the IT and processes needed to handle

growing business volume and ongoing custom-

er demand for quality and timeliness. It must be

business lead. This requires:

» Increased integration with supporting applica-
tions/processes

» Service Integration.

Applications which worked during innovation
and pilot may display stability issues with in-
creased usage, hence this quadrant’s focus on
quality-of-service and continuity management.

Stabilization cannot be achieved though IT
alone. This strategy examines the root causes of
instability, and covers the whole chain of appli-
cations and their associated processes. A unified
viewpoint for governance becomes especially
important when multiple partners/suppliers are
involved.

Once governance is centralized, end-to-end
monitoring is implemented as an effective
means to support both operational monitoring
and root cause analyses. Monitoring spans both:
» Applications and IT

» Business activity

A consolidated overview of the IT chain as it
supports business process is required. Business
Activity Monitoring provides realtime informa-
tion about your business processes, showing,
for example, what consumers or business users
actually do within the process.

As some applications in the E2E business chain
will be managed from different angles, eg. ap-
plications and infrastructure, and will also be
managed by different parties, service integration
provides a single system integrator for the entire
business chain. This system and service integra-
tor will be responsible for the performance of the
E2E business chain, following the business KPI's,
and will also steer and manage third-parties. One
service integrator in place will reduce service
complexity across the business chain and make
sure all parties are aligned specifically with the
right business objectives. This is achieved with
clear input and output criteria as well as transpar-
ent quality control measures. All relevant third-
party knowledge will also be made available
to all involved parties to ensure full alignment
across the business chain.

Governance and Performance Management

In this quadrant, governance focuses on root
cause analysis in pursuit of stabilized business
process. It must be possible to measure IT per-
formance directly against business performance
during this period of growth. Accurate analysis
makes it possible to define required change at
a tactical level. Improved integration must be
achieved across the end-to-end IT and business
value chains. This improves scalability and infor-
mation flow.

These governance mechanisms focus on E2E
processes. Key roles include IT value chain
managers and business process managers.
The former are responsible for IT operational/
performance improvement while the latter are
responsible for operational business process
performance and improvement.

Organizational structure is best designed to mir-
ror both IT supply side and business demand.
Release management is critical. It is also impor-
tant to gain a clear understanding of how indi-
vidual IT components can be used in multiple
processes. This understanding is essential for
effective change management.

As in quadrant 1, business KPIs must be the pri-

mary focus. Shared risk and reward models are

often adopted with partners. Business and IT KPI

examples include:

» Typical business KPIs:

» Business process incidents per month

» Number of orders processed straight-
through”

» Service downtime per month

Typical IT KPIs:

» Proactively detected incidents

» Number of newly rationalized-applications

v

Strategy quadrant 2 in action

In highly competitive and fast-changing tele-
communications markets, companies must
be able to adapt sourcing strategies and
governance models to stay competitive.

In these markets, everything is process-
driven and IT-enabled. Agility, availability and
competitiveness all hinge on the efficiency
of underlying IT systems.

A leading European telecommunications
company asked Atos how best to estab-
lish a single point of management for all IT.
The solution had to be designed in a way
in which IT governance mirrored that of the
processes it supported.

Direct and intensive requirements analysis
with the client’s business managers ensured
that the ensuing application management
model met business needs and supported
their client-focused delivery organization.

Strategy Quadrant 3: Optimize

This strategy approach is suited to businesses
or business areas which can be considered
‘stable”. Business processes are well-established
and growth among user or consumer groups is
slow, as near maximum penetration is achieved.
Market share is largely stabilized, and in many
cases the products or services are coming to be
regarded as pure commodities. In the consumer
electronics business, for example, while printer
technology continues to advance, consumables
do not.

For these organizations, products and services
are subject to extreme price pressure. To main-
tain (or even raise) margins, costs must decrease.

The application management strategy here
needs to future-proof the applications which
support these well-established business process-
es. The processes themselves may continue to
support production and delivery of increasingly
commoditized products for many years, and the
organization needs to guarantee this continuity
with minimum investment or disruption.

Once productivity has peaked, you cannot afford
high risk resulting from legacy technologies. Crit-
ical systems must be modernized, but the cost
of modernization must be clinically controlled.
There is no “one size fits all” approach here, and
modernization initiatives will be strongly influ-
enced by sector-specific culture and conditions.

Figure 7: Quadrant 3 - Optimize

Business Innovation
IT IT

Change Characteristics Stability

»Stabilizing volumes

»|T hinders business performance

Governance

» Application portfolio responsibility

»KPL: TCO and Risk

Service Focus

» Application Portfolio Management

3.0ptimize »moderization and Migration
Mainstream

Strategy Execution

This strategy approach maintains business pro-
cess stability. It drives a shift away from aging ap-
plications developed and maintained by aging
resources towards a future-proofed and industri-
ally managed application environment.

Application Portfolio Management (APM) is piv-
otal. Changes are implemented so that releases
are industrially managed across the whole IT
chain (E2E).

This covers:

» Specification

» Management

» Testing, and Release

APM provides the framework for modernization
through technical lifecycle management and for
change projects, through project portfolio man-
agement. APM also assures the fit with corporate
IT policies, helping drive down TCO.

Business-Focused Application Management



A strategy focused on optimizing the heritage application landscape can feature numerous activities:

Re-hosting and

re-platforming alization.

Technical consolidation realized by resizing, scaling down or virtu-

Encapsulation

Minimizing the impact of change by introducing an interfacing
layer between the existing application and its surroundings to
achieve reusable information and interfaces.

Componentization and
Code conversion

Re-architecting existing applications and selectively converting
code (syntax conversion) for maximum reuse.

Re-engineering and
model-based migration

Harvesting often modestly documented existing applications to
derive model-based (eg. UML) documentation, enabling re-use
with modern technologies in new development projects.

Replacement by standard
package

A good solution where the business value of supporting a custom-
ized application environment is limited.

Custom development

Where high flexibility or business-specific functions are required
and where rewriting or reusing documentation is easy.

Governance and Performance Management
Most Optimization revolves around tactical,
project-based activities. Overall objectives, how-
ever, impact IT at a strategic level: reducing TCO;
securing long-term continuity; and lowering risk
within the application portfolio.

The individual activities need to be measured
and monitored in terms of incremental improve-
ment. They benefit from short-cycle feedback
and learning across the application lifecycle. It is
desirable to be able to scale up from the man-
agement of individual applications to the extend-
ed application landscape, and this means being
able to push standardization in technology and
infrastructure.

Such tactical activities can be governed with a
(traditional) project portfolio management ap-
proach, either sequentially or concurrently. Typi-
cal projects include:

» Application and data migrations

» Re-platforming

» Application selection and integration

Although traditional approaches remain vi-
able, newer and more collaborative governance
methods are emerging in IT modernization.
Objectives, standards and guidelines are set at
|T-strategy level by, for example, an application
portfolio board. The ensuing tactical moderniza-
tion activities are then carried out in a collabora-
tive environment. This builds on more diffused
knowledge, leveraging networks of expertise.

These new approaches need new rules for gov-
ernance, able to promote a more empowered
and self-steering virtual IT-organization.

Whether traditional or collaborative approach is
used, effective governance must exist for release
management. This will secure ongoing continu-
ity and consistency.

With IT modernization bringing together both
tactical activities and long-term strategic objec-
tives, KPIs must reflect both. Strategic IT perfor-
mance-based KPI's must exist for:

» TCO reduction

» Long-term continuity & performance

» Risk mitigation

At a tactical level, KPIs must take into account

the breadth of IT modernization activities. As a

result, tactical KPIs can be heavily customized by

project. Tactical KPIs are often related to release

management mechanisms, covering:

» On-time release

» Overall project performance

» Continuity (or non-disruption)

» Cost reduction and productivity gain
achieved

Strategy quadrant 3 in action

A process-manufacturing company ap-
proached Atos for help with Enterprise
Content Management (ECM). Operating in
a strongly regulated environment, ECM was
critical to compliance and reporting.

The company’s existing ECM architecture
was fragmented, due in part to piecemeal
development by different business units
over time. This fragmentation impeded
compliance audit. It was labor-intensive,
time-consuming and costly. Another criti-
cal side-effect was the barrier to knowledge
sharing and collaboration across the work-
force.

Atos designed both the new ECM architec-
ture, and most importantly, the requisite mi-
gration and continuity processes. The new
architecture needed to satisfy both special-
ist and generalist users - and needed to
build on current investment.

The resulting solution presented a simple
and intuitive interface to diverse user
groups, while managing highly complex in-
tegration and filtering in the background. In
addition, the client wanted the new solution
to save money.

By combining a highly flexible hosting
infrastructure and a means of scaling to
changing business requirement, the cli-
ent achieved all goals: better compliance,
greater cost-effectiveness and innovative
collaboration.

Strategy Quadrant 4:
Manage and Decommission

The fourth application management strategy ap-
proach is specifically focused on those scenarios
in which both IT and processes are stable and
mature. Typically, this is the application land-
scape which supports mainstream business.
The strategy here must do two things:

» Discover opportunities to reduce cost without
compromising stability or continuity

» Guide management of applications through
essential maintenance through the final stage
of the life cycle, and subseguently through
decommissioning

End-of-life application maintenance must guar-
antee business continuity for business users and
clients who continue to depend on the applica-
tions through to de-commissioning.

Even though these typically heritage applica-

tions are stable and well-established, it is still

possible to identify and achieve significant sav-

ings - 20% annual cost reduction is achievable

through:

» Continuing economies of scale

» Industrialization of application management
processes

» Reduction of software license cost

» Right-sizing resource pools and/or global
sourcing

Strategy implementation of this model is based
on standards such as CMMI to ensure clear com-
munication and reporting against Service Level
Agreements (SLA).

Figure 8: Quadrant 4 - Manager & Decommission
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The applications in this quadrant are not in the
spotlight. Stable applications supporting stable
processes are at risk of becoming outdated sim-
ply because they are not obvious areas of invest-
ment.

Traditional application maintenance approaches
with a focus on continuity are the norm. Offshore
engagements, with the benefit of industrialized
application management and economies of
scale are viable means to provide continuity
while reducing costs. Out-tasking and outsourc-
ing propositions need to offer cost reduction
with immediate effect.
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Continuity is key in this strategy, and must se-

cure the ongoing business functionality of the

managed applications. Good incident manage-

ment and problem solving minimize application

downtime and increase application availability.

Continuity services include:

» Functional application support

» Problem handling and preventative mainte-
nance

» Operational application management

» Application data management

» User management and application security

Applications must also be managed through
end-of-life. During this phase, costs must be
minimized along with change requests. Despite
winding down, however, essential business func-
tions must be sustained. Application end-of-life
can involve:

End of Service

The function becomes obsolete. There can
be many reasons for this, for example a com-
pany selling some of its activities or a service
line discontinued. This requires “leave no
mess” and “leave no inter-dependencies’.

Replacement of Service

The function will still be needed, but will be
delivered by other applications. Replacement
requires careful management of heritage
data and live inter-dependencies.

Replacement
of Core IT

Is this approach, core IT systems are replaces
with new applications and technology. Differ-
ent application management strategies will
need to be established.

Governance and Performance Management
With this application management model, gov-
ernance focuses on industrialization. It demands
professional management expertise and econo-
mies of scale.

Typically, IT-based KPls are execution-related
and are defined according to industry standards
including those of ISO and CMMI. Target costs
reflect industry benchmarks and KPIs are ex-
pressed in terms of tactical and operational ef-
ficiency.

Typical IT continuity KPIs include:
» Reduction of incidents per month
» Reduction of change-hours

Services measured by these KPIs come from
standard catalogs and are priced on guantity
and unit of work. Typically this will be a base load
and fixed price, calculated according to the num-
ber of function points to be maintained. These
KPIs are designed to stimulate operational im-
provement.

With end-of-life services, cost levels will continue
to decline with the reductions in change activity,
function numbers and application management
SCope.

Strategy quadrant 4 in action

A large insurance company ran a health
insurance domain made up of various in-
surance brands. They needed application
management support for the heritage back-
office systems which handled mainstream
processes. These included customer claim
declarations, healthcare settlements and in-
ternet/intranet management.

Critical systems included over 70 well-es-
tablished mainstream business applications.
With a clear focus on continuity (incident
handling, preventive maintenance) they
sought to optimize the efficiency of change
management.

Atos achieved cost reductions through
economy of scale using offshore factories
for support and ongoing software develop-
ment. With legacy elements, we focused
strongly on cost reduction, phasing out ser-
vices as they become redundant over a two
year period. Our commercial model was de-
signed to reflect service reductions as they
occurred.
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Key Complementary
Activities

In the description of the four different strategy
classes above, we have stressed that different
scenarios need different approaches. Whichever
approach is most suited to an organization's spe-
cific business and IT state, however, the chosen
strategy will influence (and be influenced) by five
key complementary activities.

Outsourcing Transition and Knowledge
Management

How will outsourcing policy be affected? It

is particularly important to understand the

implications of transition of service to third
parties, and the impact this has on retained
business and technical knowledge.

Global Delivery

What are the implications for enterprise-wide
application delivery? How will the chosen
strategy help minimize application manage-
ment costs without compromising function,
performance or support quality?

Risk and Compliance

What are the implications on risk and compli-
ance associated with each of the four catego-
ries of application management strategy?

Cloud Services

How will the chosen strategy take advantage
of full virtualization, not just in terms of tech-
nical management, but in terms of business
performance and cost modeling?

Business Process Management

There is a natural focus on BPM in innovation
(Quadrant 1). But how do you retain clear dual
focus on business and IT goals across all ap-

plication management strategic approaches?

This Chapter explores each of these areas, con-
sidering each of the four application manage-
ment strategy approaches.

Outsourcing Transitionand
Knowledge Management

Most enterprises can already make the business
case for outsourcing at least part of the applica-
tion life-cycle. Some choose to keep develop-
ment in-house while outsourcing ongoing man-
agement and maintenance.

Transition is critical in any successful application
management outsource. So what is the best
way to ensure that the transfer of application
management, maintenance, enhancement and
optimization is effectively controlled? How best
to transition from multiple current suppliers or in-
house teams to a rationalized, industrial-strength
service provider?

The service provider's delivery organization is
critical, and will typically comprise two main
components:

» The onshore team will usually be located
close to the customer organization's decision-
making and operational center

» The offshore team can be spread across local
service delivery and remote locations

Traditionally, activities benefitting from close
business cooperation with the customer are
best performed by the onshore team. The off-
shore team performs those activities which can
be planned and executed in a standardized and
predictable manner.

Traditionally, activities
benefitting from close
business cooperation
with the customer are
best performed by the
onshore team. The off-
shore team performs
those activities which
can be planned and ex-
ecutedin a standardized
and predictable manner.
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Knowledge transfer and knowledge manage-
ment are critical to the success of transition, and
must be embedded in each transition phase.
These phases are summarized here, and will ap-
ply both to consideration of individual applica-
tions and to application clusters:

Pre-transition

Preparation prior to transition with a focus on
preparing the organization and infrastructure.

Kick-off

The first phase of transition during which all
organizational requirements are defined. The
current situation is assessed and the scope
defined according to business priorities.
Customer expectation is formally verified,
project organization defined and a high level
transition plan developed.

Preparation

Preparation starts after formal approval of the
kick-off results. The core team is established,
infrastructure prepared, and procedures and
standards are set. Planned changes are com-
municated to current key-stakeholders and
users. Preparation is planned and executed
with tight cooperation between client and
provider.

Discovery

Discovery focuses on knowledge transfer.
This spans customer-specific information on
the IT landscape, applications and infrastruc-
ture. It also documents expectations, proce-
dures and standards, and drafts Service Level
Agreements. Documentation and training
are critical, ensuring that the provider team
has the business and technical background
knowledge needed to perform. Baseline,
functional and technical documentation are
also created during the discovery phase.

Shadowing

The service goes into ‘mode of operation.
The core team runs the service under close
supervision of the original delivery team. Fall-
back scenarios are prepared, and processes
and skills fine-tuned. Shadowing closes with
the final evaluation and confirmation of the
service model and services delivered.

Closure

Closure covers the formal hand-over of
service, and the conclusion of transition.
Any outstanding issues are identified and
addressed and formal sign off is obtained.
After closure, the service provider runs the
full mode of operation. Clear demand/supply
management structure is operated, and con-
tinuing focus on continuous improvement
and innovation is sustained.

The transition sequence summarized above
is identical in each quadrant of the application
management strategy model. There are, how-
ever, clear differences in focus:

Quadrant

Summary

Onshore/Offshore

1-Innovate

Most business-specific activities are
performed by the onshore team.
Offshore advantages can however be
realized via agile development. Dis-
covery and shadowing will be longer
in Quadrant 1. Skills and resourcing in
both onshore and offshore teams will
often be project-specific.

Project-specific

2 - Expand

Discovery and shadowing can be
longer than in quadrant 3 and 4. Ap-
plication enhancements are usually

implemented through release manage-

ment and transition will include at least
one full release.

30/70%

3 - Optimize

This quadrant follows a normal cycle
through all phases of transition.

15/85%

4 - Manage & Decommission

This guadrant maximizes cost reduc-
tion through a high level of standard-
ized and industrialized offshoring.

5/95%

Global Delivery

In the early days of outsourcing, offshoring op-
tions were driven largely by cost incentives.
Today's global sourcing scenarios are more
sophisticated. Where global delivery becomes
the underlying principle, the client expects the
chosen provider to deliver “anything from any-
where” while meeting cost, quality and perfor-
mance targets. For application management,
these rules clearly apply.

Providers that offer global delivery capabilities
must have a coherent and comprehensive set of
service delivery processes, designed for a fully
distributed environment. These global processes
must be supported with the associated tools and
capabilities:

» Tooling

» Resource management

» Knowledge management

» Evolutionary strategy

» Standards and governance

Only exceptionally well-organized work process-
es will deliver clear and measurable benefits. It
must be possible to deliver E2E application man-
agement to any location, “as a service” via any
global delivery center.

Get this right, and global delivery of application
management delivers clear benefits across all
four quadrants:

» Predictability and control - shrinking time
and cost, and enabling better planning and
budgeting

» Increased productivity - more effective
software development and maintenance with
viable opportunities for mass-customization

» Continuity - gaining the full benefit of knowl-
edge and experience in both application
development and maintenance

» Efficiency - standardized, industrial methods
and techniques reduce risk, especially in com-
munication and transfer

» Agility - throughout the contract period, it
must be possible to adjust service supply to
changing demand

In addition to these generic benefits, Global deliv-
ery can also bring specific advantages in each of
the four quadrants.
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Quadrant 1Innovate

It is essential to minimize development and roll-
out times for the new applications which sup-
port innovation. Using global software factories
can help shrink the cost and time-to-market of
both new applications and customized applica-
tion packages.

Agile software development, when combined
with global software factories, increases the ef-
ficiency and effectiveness of both software de-
velopment and mass customization.

This quadrant also emphasizes the importance
of a “front office” provider team with a deep un-
derstanding of both business requirement and
the innovation dynamics. The front office and
offshore teams must establish excellent com-
munications and processes to ensure that client
goals are met in the shortest time and at the low-
est cost.

Quadrant 2 Expand

Management of the process chain is key here.
The front-office team still works closely with the
customer, but now focuses on stabilizing the E2E
business process and supporting IT-landscape.

The front-office team needs in-depth knowledge
of both E2E processes and business KPIs. They
must be able to work closely with the business
process managers in order to keep the IT and
business landscapes aligned.

They will translate business need into executable
work packages for the offshore development
teams.

Quadrant 3 Optimize

Global delivery centers can make a notable
contribution in the modernization of application
landscapes. Where it would be difficult to make
the business case for migration from legacy to
contemporary platforms using traditional ap-
proaches, global delivery centers can help.

In the optimization quadrant, global delivery can
help overcome the difficulty of funding impor-
tant, but non-critical migration.

Quadrant 4 Manage & Decommission

In this guadrant, global delivery can significantly
ease skill and resource challenges. As legacy ap-
plications move towards the end of the life-cycle,
the cost of skills needed to manage change can
increase disproportionately to the value of the
project.

By leveraging global delivery models in skill-
sourcing, it becomes possible to identify the best
value resource and reduce dependence on di-
minishing local or in-house expertise.

Risk and Compliance

Regulation, legislation and standards have a pro-
found effect on business process and application
management in all sectors. This is particularly
noticeable in issues relating to privacy and infor-
mation security.

Heightened attention in these areas means C-
level executives insist on greater focus on op-
erational detail. As the CEO and CFO ultimately
carry personal responsibility for governance and
risk, the CIO team must ensure that applications
actively aid good governance and that they are
auditable and transparent.

Added to the continual pressure on compliance
and reporting, sustainability now becomes a key
element in compliance, and here too, applica-
tions and processes must actively contribute.

Any weak-spots in the overall approach to com-
pliance and reporting increase business risk.
This is also clearly reflected in the application
landscape: a badly undertaken migration, for
example, in which data inter-dependencies have
been inadequately audited, can easily result in
compromise in client privacy or security.

Each of the four guadrants should be considered
in their own right with regard to risk and compli-
ance.

Quadrant 1Innovate

Any innovation must take into account risk and
compliance. In this quadrant, protection of Intel-
lectual Property is particularly important.
Security policy must be geared towards business
innovation, and today, this needs to take into ac-
count open collaboration between partners. In
some sectors, such as pharmaceuticals or aero-
space, innovation is highly regulated, and here,
the ability to optimize and streamline reporting
becomes an important asset in itself.

Quadrant 2 Expand

In this guadrant, scalability and reliability are
especially critical. When stabilizing applications
and processes as they emerge from the innova-
tion phase, it is essential that increase in demand
does not represent an increase in risk. Increased
client usage, for example, results in a correspond-
ing increase in the need to manage privacy and
security volumes.

Business continuity, disaster recovery and regu-
latory compliance are all an important part of
the stabilization effort. This is complicated by reli-
ance on partnership networks. The ability to au-
dit risk and manage reporting with a high degree
on automation, both make a direct contribution
to business efficiency.

Regulation, legislation
and standards have a
profound effect on busi-
ness process and appli-
cation managementin
all sectors. Thisis par-
ticularly noticeable in
issuesrelating to privacy
and information secu-
rity.
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Quadrant 3 Optimize

In this quadrant the focus is on stable main-
stream business. Points of risk occur when
change is implemented, either directly or in ar-
eas of direct or indirect dependency.

If mainstream applications or processes are be-
ing migrated to a cloud-based architecture, it is
essential that regulatory and compliance issues
are part of the design and planning process from
the start. Even if technically, there is no reason
why data storage and manipulation should not
take place offshore, the regulatory limits may
stop this being an option.

Supplier continuity must also be adequately cov-
ered. If, for example, an SaaS supplier ceases to
trade, what contingency plans have been put in
place?

Quadrant 4 Manage & Decommission
Off-shoring is a recurrent theme in this quadrant,
and whenever offshore is considered, the com-
pliance implications need to be fully managed.
The ability to segment data becomes critical,
making it possible to meet regulatory conditions
on the one hand, while maximizing the benefits
of low-cost service provision on the other.

Compliance itself can be both a driver and a tar-
get for cost reduction, and the degree to which
audit and reporting can be automated across
the application landscape both reduces the cost
of compliance, and increases efficiency.

Cloud Services

Al application management activities today

need to consider cloud delivery for three rea-

sons:

» Agility/scalability - cloud models allow you
to respond rapidly to changing need

» Cost benefit - pay-per-use and utility costing
eliminates much traditional capital expendi-
ture

» Future-proofing - cloud avoids re-investing
directly in skills and technologies as new
developments occur

Like the application management model itself,
cloud is not “one size fits all”. There is consid-
erable range of scope - from infrastructure,
through applications and on to entire services
and processes. There are also notable variations
in basic architecture from fully private to fully
shared, with hybrid options in between.

Cloud developments have a significant impact
on application management, and affect each of
the four strategy approaches differently.

Quadrant 1Innovate

Organizations may seek to accelerate innovation
by using cloud-based approaches for both appli-
cation development and distribution. The use of
Infrastructure as a Service (laaS) and Platform as
a Service (PaaS), both help to establish a more
open and dynamic environment for application
development and trial.

Agility is the key, and cloud-based approaches
can help shrink the gap between business in-
novation and its associated application develop-
ment.

These developments do raise issues for risk and
compliance (see above), particularly with regard
to the protection of Intellectual Property. The
choice of private over public cloud architectures,
while limiting horizons, does largely mitigate
these risks.

Cloud-based approaches are almost, by defi-
nition, more collaborative than traditional
closed-shop development. This does open up
innovation opportunities amongst changing
partnership networks, but needs to be managed
appropriately.

Quadrant 2 Expand

Scaling up for mass transaction volumes is at the
heart of quadrant 2, and scalability is core to all
cloud propositions. From the application man-
agement perspective, it becomes important to
understand the process constraints of each ap-
plication/cluster in selecting cloud approaches.

Private cloud solutions have a natural fit for high-
ly distinctive business processes and applica-
tions, and do make it easier to apply and monitor
business KPIs.

During stabilization, cloud-based ‘process as a
service approaches can also be compelling, with
the process managed either by the client or by a
specialist partner: smart billing, for example, can
be run as a cloud-based process using internal
or external resources - with the choice made ac-
cording to core competencies.

Quadrant 3 Optimize

Cloud computing can make a positive contribu-
tion in this quadrant, especially with regard to
the management of less security-sensitive busi-
ness processes. Examples could include Sales
Funnel management or Project Management.

Public SaaS solutions can be a cost-effective op-
tion and have the added advantage of reducing
the burden of governance. The downside is in-
flexibility, but this is less of an issue where pro-
cesses are already stable.

Some organizations do, however, question the
ability to set and sustain service levels in public
cloud-based models.

Hybrid approaches are always possible, and can
be both highly resilient and cost-effective. This
means being able to pool application manage-
ment resources to best effect, and being able
to get the best return from those with specialist
business and application expertise.

Quadrant 4 Manage & Decommission
Although the logic of cloud computing makes
sense in quadrant 4, the cost of conversion from
non-cloud environments may be prohibitive.

This will change, as a new generation of cloud
based applications themselves reach maturity
and end-of-life - but we are not there yet.

Business Process
Management

Business Process Management (BPM) and ap-
plication management are as closely linked as
the processes and applications themselves. The
relationship is immediately apparent in two dis-
tinct areas:

» How is BPM analysis of processes within an
organization supported by the need to refine
and develop associated applications?

» How can the process of application manage-
ment itself be optimized through the adop-
tion of the BPM discipline?

Just as the application strategy model which
is the focus of this paper is driven by business
objectives, and supportive of IT requirements,
so it is with BPM: it puts business first and then
considers the associated IT impact. As a result,
success in BPM is highly dependent on the ef-
ficiency with which the gap between business
change and application change can be closed.

Focus and agility too are key:

» BPM achieves most when it focuses on spe-
cific process challenges

» Time and budget pressures make speed and
precision winning characteristics in change
projects

Not surprisingly, BPM can be a powerful and
positive influence in all four quadrants of the ap-
plication management strategy model.

As so much innovation is process-driven, BPM
will naturally feature in quadrant 1. In some re-
spects, however, it becomes even more critical in
guadrants 2 and 3, where the emphasis is placed
on the ability to scale up to industrial proportions
while minimizing operational cost.

When considering the role of BPM outside the
first guadrant, it is important to set expectations
high - making, for example, immediate cost-re-
duction a precondition.
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Quadrant 1Innovate

Consider making BPM an integral part of the ap-
plication management strategy in cases where
innovation is strongly linked to new processes or
radically re-designed current process.

Embedding BPM in overall business strategy will,
by definition, require it to become integral to the
application management process. In addition to
combining BPM and application management in
an innovation-based strategy, it can be extreme-
ly positive to use BPM as part of the ongoing re-
view of all IT management processes.

Quadrant 2 Expand

The Stabilization gquadrant is primarily focused
on cost reduction and revenue increase during
a phase of increasing business volumes. By co-
ordinating BPM and application management
activities during stabilization, you increase the
chances of maximizing cost reduction.

Most importantly, you also create opportunities
to industrialize without compromising on agil-
ity. By creating, for example, processes which
allow orders to be processed from first contact
through to delivery, you help eliminate redun-
dancy while contributing directly to both profit-
ability and client satisfaction.

The benefits and experience of this approach
soon begin to accumulate, allowing you to build
on growing BPM/SOA experience in a manner
that becomes a positive business differentiator
over time.

Quadrants 3 & 4 Optimize and Manage &
Decommission

By implementing BPM as part of the optimiza-
tion quadrant, you increase the opportunities
to identify and implement cost-reduction initia-
tives. This is particularly valuable when dealing
with high volume/low margin business in which
the ability to shave a single percentage point of
transaction costs can translate into a massive
contribution to the bottom line.

BPM will also help establish a foundation for a
pure Service Oriented Architecture (SOA), which
in turn can lead to cost savings of as much as
60% through extensive process automation.
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Embedding the

Process

Application Management and the Business Continuum.

[tisimportant tore-
member that ultimately,
everythingjoins up.
Different technical and
business specialties will
always rely on profes-
sionals whose personal
viewpointis intensely
focused -perhaps on a
given product or busi-
NEess Process.

It is important to remember that ultimately, ev-
erything joins up. Different technical and busi-
ness specialties will always rely of professionals
whose personal viewpoint is intensely focused -
perhaps on a given product or business process.
The applications you rely on, however, are all a
part of the continuous fabric of your business,
and the overall quality of application manage-
ment has a direct impact on the way you inno-
vate, grow, and manage change.

Before considering our future vision of Applica-
tion Management, it is worth drawing attention
to one obvious fact: application management
strategy must be part of a bigger business
and IT picture, and the greatest success will be
achieved by those who are able to balance the
specific with the general.

It is good to respect the professional expertise of
the specialist. Application management in gen-
eral, and the management of particular applica-
tion platforms or even applications in particular,
is a highly specialized discipline.

Every CIO knows the ground rules, but the detail
of application management tactics and strategy
will invariably be delegated to specialists. This is
a positive, but there are some implicit risks:

» Are there professional functions that need to
understand the basics of application manage-
ment strategy but which may be excluded by
closed specialist teams? - procurement, for
example.

» How can enterprise application specialists
keep right up-to-date with “populist” applica-
tion development within business units?
What happens for example, if business teams
buy apps from the cloud without involving
the IT function?

» Can you be certain that those tasked with
application management have the required
visibility of business strategy and develop-
ment? Do projected business developments
appear on the application management radar
at the right time and in the right way?

Atos balances the big picture with specific busi-
ness and IT objectives. This is clearly reflected in
the three words we place under our logo: con-
sulting, solutions, outsourcing.

The need to see the big picture is, in part, what
has driven the formulation of our application
management strategy model. It is why, for exam-
ple, we have been so keen to make it business-
driven rather than IT-driven, on the one hand,
and to place such importance on diversity, on
the other.

We have seen how developments, for example,
in cloud-based computing can have such signifi-
cant impact on application management strate-
gy. But we are also keen to stress that the impact
does not stop there. Cloud, for example, affects
the pace of business change; it affects traditional
purchase models; if affects pure infrastructure
requirements; legal and regulatory structures -
and more besides.

This paper is focused on application manage-
ment. Focus is good. But we must guard against
allowing focus to limit our understanding of the
context in which the application functions today.
We also need to remember that application man-
agement needs will change during the life-cycle.
Therefore a continuous process is needed to
adapt the needs for the application portfolio de-
pending the business and technology lifecycles.

Figure 9: Continuous Application Portfolio Life-Cycle
Management
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Continuous life-cycle management of the appli-

cation portfolio mirrors the rhythm of the enter-

prise itself. It allows the application portfolio to

stay in tune with:

» Integrated Business Planning

» Project Portfolio

» Enterprise Architecture

» Organizational and cultural development

» Commercial and technology innovation

Each organization's application portfolio man-

agement strategy must be designed to take ad-

vantage of change and opportunity in all these

areas - and must do so in a manner which pro-

tects all associated company assets, including:

» IT assets - including the human factor

» The confidentiality of client and company
data

» The enterprise’s own processes

» Intellectual property

Sharing Responsibility
Responsibly

Atos provides application management services
to a wide array of public and private sector orga-
nizations. Primarily these are managed services
with embedded project-based activities - and
not projects with service extensions.

Engagements generally work in three or five
year cycles, but can be much longer: in the
nuclear power industry, for example, there are
control systems which we have managed con-
tinually for over 30 years.

The way in which we and our clients combine
our resources is different for every engagement:

» Some clients in the newer fields of telecom-
munications have all but eliminated reliance
on any in-house resource, preferring to
outsource application and IT management
entirely.

» Others, especially where there are significant
volumes of heritage applications - and staff
with the historic technical skills - there may
be a greater degree of shared responsibility.

In the end, it doesn't matter how the job gets
done, as long as business conditions are met: on
time, on budget and on target.

Whichever of the four application manage-
ment strategies outlined in this paper resonate
most strongly, the rules of partnership remain
the same: define the limits of responsibility, and
work to them. Whether Atos is taking 20% of the
overall application management responsibility,
or whether we are essentially contracted as a
complete function by the CIO team, these are
the rules we will follow.
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Business Process Chain
Management - The Bridge

Effective business requires effective IT. And effec-
tive IT is more than just the sum of all services de-
livered by individual applications and infrastruc-
ture components; effective business processes
rely on a set of applications that must work in
unison. This is the ‘business process chain’.

The quality of a business process chain is depen-
dent on ‘the weakest link’. This means that man-
aging applications individually is not enough to
guarantee quality of service for the entire busi-
ness process chain.

This is why Atos thinks end-to-end, focusing on
the whole business process chain, when it ex-
ecutes Application Management rather than fo-
cusing solely on individual applications.

The service delivery level will be defined by Busi-
ness KPIs (BKPIs) and supported by Process
KPIs. For example: “the business process chain
should be 100% available during store opening
hours”.

In order to determine the requirements for ser-
vice availability, reliability and maintainability,
Atos must understand the organization infra-
structure and what it is capable of delivering
in relation to the required availability levels. We
achieve this by collecting and analyzing avail-
ability data using an innovative solution called
The Bridge.

The Bridge is an automated and proactive
administration, maintenance and monitoring
solution run by a dedicated team for handling
business-critical chains and applications. The
Bridge is the ‘central hub’ of our daily operations
in managing systems and databases, focusing
on the health of critical business process chains,
end-to-end, as well as service hot-spots and busi-
ness peaks.

The Bridge makes our IT delivery team aware
of any deviation from normal operations, so we
can rectify malfunctions before they impact the
wider business community.

It provides proactive, 24x7 monitoring of your
business processes and applications by ‘bridg-
ing’ your application landscape to our strategic
monitoring platform.

Figure 10: Business Process Chain Management versus “traditional” Application Management
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Aims and Objectives

The aims and objectives of Business Process
Chain Management are to meet the following
needs to ensure better business availability, and
process improvement end-to-end across your
organization:

» Improving your services, processes and
quality-price ratios to maintain or enhance
market competitiveness

» Shortening your time-to-market and release
cycle times

» De-risking service delivery across your entire
process chain

» Delivering smarter, better business process
support

» Increasing IT innovation across your business
process chain

Business benefits

Atos's Business Process Chain Management will

help provide you with the following benefits:

» Less disruption to business continuity with
‘The Bridge’ Monitoring Support Center,
operating up to 24x7, dedicated to incident,
problem, change, configuration, and lifecycle
management across your entire business
process chain

» Fewer incidents, with a typical reduction of up
to 30%

Atos Chain Management
(Business KPIs)

[ Atos Application &
Infrastructure Management

' (Technical KPIs)

3rd Party Application &
Infrastructure Management
(Technical KPIs)

3rdparty

Cloud Services
(Technical KPIs)

LLess handover administration between differ-
ent IT service partners, with Atos coordinat-
ing the entire business process chain, includ-
ing applications and infrastructure sourced
from third-parties and in the cloud

Up to 30% fewer personnel required to
deliver service, thanks to economies-of-scale
applied along the business chain, releasing
your resource to re-focus on enhancing your
business’s value

Reduced induction time for new joiners into
the Application Management service opera-
tions team, by up to 15%

Transparent process performance monitoring
across all business process chain compo-
nents, no matter which IT service partner
supports them

Monitoring is aligned with business process
performance expectations, such as agreed
Business KPIs (BKPIs), rather than purely IT
KPIs

Service delivery is de-risked by removing the
reliance on ‘local heroes’ and translating tacit
knowledge into specific, explicit knowledge
assets that are captured and managed in our
knowledge management systems

Mindset change across your organization
from application-driven to business-process-
driven service levels.

Business-Focused Application Management



Envisioning
the future

This is a paper about strategies for application
management. As we sign-off, let's zoom right out
for a moment, and ask why it pays to think about
our subject in a much broader context.

The great shift to globalization originally created
a picture in which everything would become the
same: brands, language, habit and culture were
all supposed to become more and more homo-
geneous. In part, this is true. Wherever we see
widespread civil unrest, for example, our news
footage will be increasingly delivered by crowds
in the streets using the smart-phones and smart
apps.

But it is only partly true. The ubiquity of digital
communications technology is putting the same
tools and techniques to use across the world -
but the way in which people and organizations
turn them to advantage is radically different.
From now on, it is the imagination with which
people use digital technology to create differ-
ence which will shape enterprise IT strategies in
general, and application management strategies
in particular.

Yes - we do need to control cost. Yes - we do
need to manage compliance. Yes - we do need
to handle technology evolution. But it is the abil-
ity to embrace difference and innovation which
will be the real hallmark of any successful appli-
cation management strategy.

In some sectors, the application has always been
more or less synonymous with the service. In
banking, for example, deposits, payments, charg-
es, accruals of interest and the rest are all actions
which are completely encapsulated within the
applications used to execute them: put simply -
the application is the business (and vice versa).

But in other industries, the collision between

the digital and physical worlds is often more

profound and unexpected. Just look at the new

wave of “‘configure it yourself” automotive cam-

paigns. These are a great pointer to how we will

increasingly conceive of applications - and to

how we will manage them:

» Application-driven marketing is designed
around mass-customization

» The application pulls together the digital and
physical experience for the client

» Client choice feeds directly into production
intelligence - and ultimately into the produc-
tion systems and supply chain

» The delivery of the customized product at
acceptable margins and at acceptable cost
is thanks in part, to the quality of application
optimization and integration across the enter-
prise (@and beyond)

» The application is, at the same time, both
disposable and re-usable.

This is clearly over-simplified, and over-idealized

- but it is a pointer to the future. These applica-

tion-driven experiences and processes will affect:

» The way we travel

» The way we save and spend

» The way we are educated

» The way our healthcare and social services
are delivered

» The way the products we consume are de-
signed, marketed, produced and distributed

» The way we are governed - and the way we
choose to be governed

Across these different activities, the organizations
which deliver products and services will need to
achieve profit (or at least operational sustainabil-
ity), continuity, and evolution. The challenges are
multiple, and may often seem at best contradic-
tory and at worst mutually exclusive.

This is why it is so important that we do not say
“this is the only valid approach” to any area of
business - and above all to application manage-
ment. The people who manage the applications
on which business relies, will increasingly find
themselves thrust into the mainstream of busi-
ness development and overall performance
management. Those who rise to the challenge
will not seek to hide behind technology.

If you can keep the big picture in view, feeling
comfortable with the challenge of managing
different concurrent application management
strategies, then you are ready for the future.

With our four-quadrant model, we have estab-
lished a practical framework on which to build.
It is not encyclopedic, and it will not answer all
the questions - but it will, we believe, help you at
least to ask some of the right questions.

Business-Focused Application Management



Next steps

If this paper has touched a nerve, we would like
to talk about it. The organization of application
management as a “department” within 1T will
continue to be the norm within many enter-
prises. But if you feel it is time to move on, we
should talk.

The triggers for discussion can come from any-

where:

» Mergers and acquisitions can present chal-
lenges of process and application integration

» Resource shortages in traditional application
skills can threaten continuity

» Rapid development of new market approach-
es can stretch capability beyond its limit

» Curiosity towards cloud-based pay-per-use
options may already be making procure-
ment think twice about traditional application
management approaches

We have developed the model presented in this
paper in close conjunction with a number of
enterprise clients for whom we already deliver
application management services. Together we
decided that it was time to move forwards. If you
would like to join this dialogue (and most impor-
tantly take some practical steps towards rethink-
ing your current application management strat-
egy), we are ready to talk.
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