


Building a Management Team for IS Lite 
By Sue Bushell
CANBERRA 
IS Lite: this selective outsourcing model allows your staff to spend their time on those things deemed most valuable to the organisation while putting them on a more strategic missionNot too heavy, not too light but just right. With a new IS management team in place with a mandate to act as strategically as possible and to outsource non-core IT activities to appropriate professional service providers, Tarong Energy aspires to be an IS Lite organisation. 
The leading Queensland-based energy generator and supplier of energy-related products and services has recently outsourced its IT infrastructure support, redefining the incumbent IS management team's role as largely service- and contract-relationship management. 
"Previously the organisation had a highly contracted workforce which, while it progressed certain areas, wasn't necessarily coordinated or consistent in its approach," says information services manager Graham Shann. "Among the things that we get from the outsourcing agreement we have with Tequinox for our IT infrastructure support is consistency, standards, and a highly professional approach. We've also got the benefit of the pooled resource type concept where if person A can't do the work, person B should be able to." 
That, along with the 24x7 support it now gets out of the deal, was just what Tarong Energy was looking for in an outsourcing arrangement. However, Shann says an IS Lite organisation demands - more than ever before - staff who combine business and IT management abilities. A customer-service focus, the ability to speak in business terms to business customers, commercial acumen, strong vendor and contract management skills, strategic IS knowledge and the ability not to be bluffed by vendors are vital. Just as important is the ability to understand where the IS market is heading so that where it aligns with Tarong's business plans IS staff can challenge the business units and try to get in there first and add value. 
"I believe the team that we've recruited does have these skills so the structure is in place. But I expect it to take between seven and nine months to actually get it to be operational and stable," Shann says. 
"IS Lite" is GartnerGroup's name for a new-look IS - a slimmed-down, but high-value-adding variant of conventional IS that is expected to be adopted by the majority of large organisations. An IS Lite organisation subcontracts many conventional IS activities to ESPs or else subsumes them into the business itself. In particular, IS Lite organisations outsource a high proportion of infrastructure activities on the supply side to ESPs, together with some of the activities associated with supporting business change initiatives. 
"A good deal of traditional IS work in business change is embedded in the business - as is some IT strategy work," says research director Roger Woolfe. "Some significant activities are retained in IS . . . [that] include strategy-setting, business innovation and supplier and customer management." In pioneering organisations, IS Lite is already a reality, he says, while it will be years before other organisations adopt it. 
"But the trend is firmly established: the proportion of the IT workforce employed full-time in dedicated IS units is dropping rapidly as ESPs and business people continue to make inroads. So even if they have yet to adopt IS Lite, most organisations have embarked on a journey that will lead them closer to it," Woolfe says. "Questioning which IS roles to retain is a burning issue."
Nasty Uncertainties 
Over the next year or two GartnerGroup predicts the search for the best and the brightest will become a constant and costly battle, a war with no final victor. 
However, the problem for IS departments of the future is a little more subtle than just being a skills shortage. Instead, as the battle lines over skills are drawn, IT leaders face nasty uncertainties, Woolfe concludes. That's not only because it's unclear which organisational roles will need to be retained in-house but also because even when the roles are identified, there's plenty of room for debate about the corresponding staff capabilities. Debating those competencies is exactly how numbers of Australian CIOs spent the holiday period, according to Alan Hansell, GartnerGroup program director, IT Executive Program Asia Pacific. 
Hansell says the many organisations that have realised how many tasks can be better done outside the organisation now face the challenge of equipping those people who remain internally to become informed buyers and to learn to act like customers. "Managers have to help their people make that transition very quickly," Hansell says. "They also have to work out a different structure from the one they had when they were a total supplier." 
While the concept of strategic sourcing got many Australian organisations going with IS Lite, Hansell says, it's only now the idea of competencies and of sitting back and thinking through the competencies is germinating. A competency is a set of characteristics that causes and even predicts effective performance in a job. 
"A number of [Australian CIOs] told me they planned to spend between Christmas and New Year in effect doing an inventory of their situation. You'll find a number of them are [now] saying: 'Ah yes, I've found I've got big gaps here and there, my capability is not what I thought'," he says. 
Filling the gaps will be a significant challenge for many organisations, Hansell claims, and for the individuals expected to fill the roles. Take the example of an architect looking to work in an IS Lite organisation. "If the organisation takes on someone like an architect, they've got to appreciate that the architect won't have the opportunity to dig into the technology and get their fingers dirty but will be at a somewhat arm's length relationship with the technology." 
Some architects - the ones who learn by doing - find that unsettling, Hansell says. Those architects will have to accept that the future demands that they learn by observing and reading and assessing what's happening.

Key Roles 
As IS organisations become more focused and streamlined, GartnerGroup identifies five key roles - with 25 competencies - that must be nurtured and retained in-house. The five key roles which combine business and IT management abilities include vendor management; technology advancement; business enhancement or business process analysis and design; architecture development, which is responsible for IT technical design; and, finally, IT leadership, which fuses IT with business. 
"By defining each role using a handful of competencies," Woolfe says, "IT executives can create a blueprint for selecting, training and developing critical human resources." 
Comparing individuals to competency blueprints or role profiles reveals any gaps that have to be filled and helps to highlight key staff - staff that must be retained and nurtured. Organisations generally fill gaps by training current staff and hiring new staff, Woolfe says. 
That's certainly been the case at legal firm Phillips Fox. It decided to adopt the IS Lite structure in the light of its knowledge that, even if the law firm could always count on bringing in, developing and training the staff it needed, it would be unlikely to keep them for more than 12 months. In short, keeping such skills in-house was, from Phillips Fox's perspective, a cost-ineffective way to meet business objectives. 
It was an entirely pragmatic decision, according to information services director Shane Martin. Now the firm believes it can safely claim to be an IS Lite organisation. The development work it does internally tends to involve a combination of in-house skills with a bit of contractor assistance and it also buys in technical consulting services. 
"While we've done some of the work ourselves, particularly software development of late, we have engaged external support around the infrastructure itself - like the WAN, technical configurations supporting it and enterprise e-mail. We frankly don't have the skills; and even if I could attract the skills, I can't really, in a smaller environment to what I'm used to, provide a career that might keep people for a long time," Martin says. 
Apart from workflow and full Internet facilities, legal firms require, more than anything, a robust desktop operating environment, he says. For instance, the document management system for Phillips Fox's Sydney office has more than 112 million registered documents, accumulated over the last nine and a half years. Knowledge management remains high on the firm's agenda and providing robust office services is vital, Martin says. All of these considerations inform the skills Phillips Fox tries to maintain in-house. 
"So from an IT perspective you're needing at a minimum level an IT competency that can help our lawyers and our support staff use, navigate and effectively find applications and services on the infrastructure, so you need fairly strong, all-round help desk skills," Martin says. 
At the technical level the firm has what Martin describes as "a reasonable internal capacity". Nonetheless, as soon as the firm starts to move into the more technical areas of communications or Internet security, it has immediately sought specialist outside assistance. "The development side has been a little bit of a combination of a couple of internal resources supplemented by contractors over time. But in comparison with larger organisations that are doing a lot of systems application development, our application development is a little more modest. I think the largest exercise in recent times has been the workflow," Martin says.


Pick and Choose 
For Ian Green, Comalco general manager information systems, finding and retaining the people with the skills needed within the IS Lite organisation is less of an issue than is educating the business about the process. Comalco has had its mainframe outsourced to IBM for about seven years and has also completed a second-round contract with IBM, albeit one so seriously competitive Green is certain IBM thought it had lost the business. 
When Comalco underwent its serious re-tendering of the outsourcing contract two and a half years ago, it decided to put out a shopping list to see whether the total package was purchasable and made commercial sense. During that process it determined that the areas that were strategic to the organisation were business systems planning, project management of outsourced development capabilities, and service management and contract management. 
"We manage the contract with principally IBM, but the people [within Comalco] who do that also have a reverse-face accountability to manage the key issues with our customer," Green says. "I think that's really what our competencies come down to." 
Green hasn't found much difficulty getting the skills Comalco requires to maintain an effective IS Lite organisation - he says downsizing has helped the organisation pick the people it needs. "There's often a strong interest in having the job go forward," Green says. "So on the contract management side, we've had two key people through the whole process who have been here for some years, and we have had to pick up another person because of internal promotions: one individual. 
"I think at the end of the day in that selection process we were actually looking for understanding of mainframe processes. While we don't operate a mainframe, we have to understand how to operate one," Green says. "We have been through the process of trying to source someone who would fit into the team and yes, he's working very well." 
The real issue for Comalco is ensuring the internal IS group has the skills to understand, monitor and facilitate a process. 
"I guess it's educational in terms of our own organisation - there's a lot of learning, a lot of understanding required across our organisation to appreciate that these people from another organisation - who are living here - are, in fact, doing their best to work for our benefit," Green says. "Good communication skills are a must, and understanding of service delivery and the whole process of service delivery is a must; so it's not just a contract, it's an end-to-end service and we have some roles in that." 
There were also some behaviours at IBM and within Green's team that needed to change under the new contract, mostly in the areas of openness and levels of communication. Green says that, while there was always good intent on IBM's part under the old contract, the two parties weren't communicating at the right levels. To address that issue in the second-round contract, Comalco put a partnering framework in place with IBM. 
"So we meet on a regular basis and we have 10 or 12 points in a partnering agreement that summarise the critical dimensions of the relationship, and we try and measure those on a quarterly basis," he says. "There are always internal tensions about the wolf among the sheep who is obviously always looking for more business," Green says. "How do we deal with those? Carefully. 
"But I think the outsource agency has as big a problem managing their internal relationships as we do ours. I've worked in a consulting organisation and I think the fundamental issue there is that the [people in] client-facing roles within the outsourcing agency really thoroughly understand the problems and try and work to the relationship model. But there are always other parts of their organisation that aren't client-facing and they're just about billing dollars. That really creates some problems," he says.


The Next Generation IS Organisation 
GartnerGroup says five key roles are emerging in IS Lite that will first complement, then eventually dominate the traditional roles. The five roles, not to be confused with the individual(s) who discharge them, are: 
1. Vendor management, which includes managing and developing relationships with ESPs while negotiating and monitoring contracts and purchasing. With IT capital spending climbing and more systems and services being bought in from outside, vendor management is a key role. 
2. Technology advancement, which is application design and development par excellence. The growing need for prototyping and rapid application building, the increasing complexity of systems integration and the growing need for inter-organisational systems links make this a key role. 
3. Business enhancement, which includes business process analysis and design, project management and managing relationships with users. This role is crucial for exploiting IT to maximum advantage in the business. 
4. Architecture development is a blueprint for the overall IT technical design. This role is crucial for providing a stable and flexible foundation without setting the organisation in electronic concrete. 
5. IT leadership, which includes envisioning IT, fusing IT strategy with business and managing IS resources. With IT now fundamental to business success, this role can make a material difference to shareholder value. 
GartnerGroup says none of these roles is entirely new, but their constituent activities, which have been ill-defined in the past, are becoming clearer. It predicts each role is likely to be adopted in one form or another by virtually every IS organisation. 



 

