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If we were to succeed,

we needed to capture

the hearts and minds of
leaders across the whole
organisation,” continues

the Programme Director.
“Education and training was
going to be essential if we
were to prepare our people to
embrace change and a new
way of working.
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BACKGROUND

Employing 100,000 people and with operations in six continents and over 100 countries, this global
energy group is one of the 10 largest companies in the world. Following a series of major acquisitions
and mergers, in 2004 the company implemented a radical change to its business model.
Alongside introducing a strong focus on growth within its customer-facing segments, all business
functions would be redesigned to optimise quality and efficiency. For the Global Operations
Organisation helping to shape a new company meant establishing excellence through the
formation of a world-class operation capable of delivering a consistent and truly global service.

The creation of a planned three-year TOP (transformation operations processes) programme would
ultimately involve the consolidation of over 430 data centres into just four mega data centres, as

well as the migration from a regional model to a global service line. In addition to helping to leverage
business opportunities, a further key gain would be a reduction in unit operation costs. Between 2003
and 2005 the target was to realise a decrease of around 25%—the user population for IT is around
80,000, with annual operating costs running at over $1 million.

“Our definitive goal was to create value for the enterprise,” explains the Programme Director.
“Combining five separate internal IT organisations into a single global operations organisation was
just part of the picture. Establishing a world-class operation would ultimately involve transforming
technology, people and processes.”

The challenge

Standardising and centralising the global infrastructure and operations would enable the company to
respond quickly, and at scale, to worldwide opportunities. A key element of the project strategy was
the implementation of standard global service management processes across the whole enterprise.

“It became clear that to obtain world-class standards of service delivery, the enterprise would need to
adopt a framework based on ITIL®—widely accepted as the industry leader in delivering operationally
excellent processes,” explains the Programme Director. “We needed to provide our global service
management and delivery operational functions with self-sustaining processes that would support and
help deliver world-class operations.”

The project team had already identified a number of clear gains this would deliver for IT. Creating a
platform for continued service management process re-engineering would fashion an environment
where the company could ‘plug and play’ suppliers to meet the evolving service demands of its
businesses. Alongside aligning service to business needs, the new process infrastructure would help
to satisfy regulatory requirements for IT governance, such as Sarbanes-Oxley. It would also pave the
way to achieving short term ‘wins’ through the removal of inefficiency and waste, while simultaneously
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protecting large scale planned infrastructure investments. Finally, eradicating process weakness would eliminate the risk of
future service interruptions.

“We needed to make early choices about the depth and phasing of ITIL process implementation,” explains the Programme
Director. “To identify which ITIL processes we pioneered, we first needed to understand the maturity of our existing processes
across all locations. We turned to Pink Elephant to undertake a comprehensive analysis of our global environment.”

The solution

Pink Elephant led a rigorous appraisal programme; reviews for Europe were conducted in the UK and Germany, the America
region and Singapore for the Asia Pacific region. The assessment data on all service management processes, with the exception
of Change Management, was then benchmarked against industry and peer performance.

“The findings, which were based on the evolving business and technology environment, helped the project team determine on
the initial delivery of four key processes to a very high level—Incident, Problem, Change and Release Management— to kick
start our transformation to world-class operations,” says the Programme Director. “It also helped us define a future sequence
for implementing the remaining ITIL processes.”

The journey to achieving fully functioning Service Management capability was to be conducted in a dynamic environment—
which included the consolidation of data centres and roll-out of a new desktop environment—and involved the deployment of
processes on a global scale over a two-year period. Processes would be designed and built in one region which would lead the
globalisation of that process. Joint supplier workshops would help ensure full commitment from all parties to the ITIL-based
process approach to IT operations.

“If we were to succeed, we needed to capture the hearts and minds of leaders across the whole organisation,” continues the
Programme Director. “Education and training was going to be essential if we were to prepare our people to embrace change
and a new way of working.”

An integrated learning solution was put in place to educate a large population of people within the Operations Organisation.
The ITIL Service Management Foundation qualification was successfully completed by 70% of all operational staff during 2005
and leadership training was designed, in conjunction with Pink Elephant, to prepare the organisation for change.

The outcome

In just three years, the company dramatically transformed the way it manages its IT operations. Global service domain teams,
specialising in Telecoms, Desktop and Data Centre services have been established, and the successful introduction of four
ITIL-based Service Management processes—Change, Release, Incident and Problem Management—has positioned IT firmly
on its roadmap to world-class service delivery.

“We’ve already achieved significant improvements, including the reduction in the number of failure incidents in the trading
business and an increase in network uptime from about 97% to more than 99%,” says the Programme Director.

Similar benefits are expected as the broader deployment of ITIL progresses in the coming months. One of the most significant
gains to date has been the realisation of projected 25% savings in operational costs against a backdrop of a 14% increase in
the number of desktops and a 30% increase in application spend.

“These new world-class operational processes establish a globally consistent approach to service management across the
company, enabling systems changes, application releases and incidents and problems to be managed consistently worldwide,”
confirmed the, Vice President of Global Operations. “Using ITIL to create a service management framework has helped us
transform our capabilities.”
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