
Copyright © 2008 Cogentes Inc. All Rights Reserved. 1

Strategic Leverage in a 

Challenging Economy:

IT Infrastructure Initiatives that 

Improve the Bottom Line

Enabling success for our clients by helping them realize

their business strategy through the appropriate use of

technology as a foundation for transformational change.
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• Why this topic is important?

• Identifying and selecting opportunities

• Common opportunities related to people/process

• Common opportunities related to technology

Agenda
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• Shrinking IT budgets often have unintended 

consequences or side-effects

– Which can translate to higher Operations costs

– Hidden “shifts” of labor dollars are often more costly 

than the cost if IT projects

– These “shifts” often become normal business 

operations for long periods

• Spending wisely creates efficiencies

• Emerge from the downturn as 

an efficient business-asset

Why is This Topic Important?
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• Target internal “house-cleaning” opportunities 

• Infrastructure efficiencies that add value to the 

business (the “only if we had time” projects)

• Reduce operational expenses through IT 

automation and policy enforcement

 (Revenue –Cost of Operations) = Bottom Line

Which Projects Should We Target?
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• Apply a formal optimization model to 

infrastructure

• Identify reactive IT and 

business processes

• Mine helpdesk statistics and 

identify chronic issues

– Helpdesk is often first line of support 

– Know the user-based pain points

– Inexpensive method to obtain quick data

• Interview IT staff and internal customers

How Can We Find These Opportunities?
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Areas of Opportunity: People and Process

• Redistribute IT Staff

• Software Purchase Policies

• Systems Policy Enforcement
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• Opportunity:

– IT staff allocated to product lines or individual systems

– Multiple “pockets” of staff distributed to support multiple deployments of 

the same or similar technology

• Example: 1 data team per product x 3 products = 3 data teams

• Example: internal organizations with multiple messaging teams

• Solution: 

– Deploy staff based on IT capabilities 

• 1 Data Management Team for all data stores

• 1 Messaging Team to support all internal partners

– Review balance of FTEs vs. contractors and how applied

• Benefits:

– Consolidated/reduced team

– Increased team/product efficiency

– Reduction in OPEX to support infrastructure

Redistribute IT Staff
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• Opportunity:
– Disparate/improper/over-lapping software on systems

• Solutions:
– Enforce centralized software purchase and deployment 

policies

– Review open source software as alternative to traditional 
commercial licenses

• Benefits:
– Reduction in support costs (OPEX) through software 

standardization

– Healthier systems (increased uptime/reduction in outages)

– Prevent redundant license purchases and leverage volume

– Centralize maintenance renewals reduces overhead cost 

– Tighter control on purchase projections and budget 

Software Purchase Policies
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• Opportunity:
– Disparate/improper use of systems

• Solutions:
– Create and Enforce deployment and usage policies (e.g. 

ban external IM  and  personal laptops, reduce non-
production internet browsing via proxy)

– Systematic versioning control and patch management 

– Mandatory systems imaging control

– Uniform control of system settings

• Benefits:
– Significant reduction of virus/malware outbreaks

– Significant increase in ease of systems management

– Reduction in IT management “fire-fighting” costs

Systems Policy Enforcement
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• Password Management

• Infrastructure Optimization

• Directory Services Consolidations

• Client and Server Virtualization

Areas of Opportunity: Technology
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• Opportunity:
– Reduce (attempt to eliminate) password management 

issues

– Often #1 user issue in many IT organizations
• Gartner Group Study:  

– 30% of all Helpdesk calls are password  related

– $14-$28 per user  - per call

• Solution:
– Automated password management 

to the rescue

• Benefits:
– Quick reduction in IT support cost

– Quick increase in user productivity

– Restore security to your user accounts and resources
• Return to complex  passwords

• Enforce login hours

• automatically disable contractor accounts

Password Management
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Return on Investment for a 1000-user organization*

Organization Size 1000

Help Desk calls per user/month
Industry average 1.75 (META Group)

1.75

Duration of Help Desk calls (minutes) 12 minutes

Hourly cost of Help Desk staff $30

Hourly cost of company staff $50

Percentage of Help Desk calls for password reset
Industry average 30% (Gartner Group)

30%

Percentage of employees that will use password reset 
automation

70%

Return on Investment in months 3.3 months ROI

Total cost savings in year one $51,060.00

Total cost savings in first 3 years $183,180.00

Password Management (contôd)

*Source: Avatier.com-ROI calculator
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• Opportunity

– IT assets accumulate over time without benefit of a master plan

– Infrastructure capabilities are cost-centers but need to be 

business enablers and strategic assets

• Solution

– Microsoft’s Model (a.k.a. IT Maturity Model) to Identify and 

qualify IT capabilities, then develop roadmap

• Benefits

– Provides IT initiatives strategy on which to base future projects

– Evolve IT capabilities from cost center to business enabler or 

strategic asset

– Processes become aligned with business goals and strategy

– IT services can easily adapt to the changing needs of the 

business

Infrastructure Optimization (IO)
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Infrastructure Optimization (contôd)

 Basic:  Cost Center, Highly 

manual infrastructure 

(“We fight fires.”)

 Standardized: More efficient 

cost-center, limited automations 

(“We are gaining control.”)

 Rationalized:  Business Enabler, 

extensive automation 

(“We enable business.”)

 Dynamic: Strategic Asset, fully 

automated 

(“We are a strategic asset.”)
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• 3 Groupings of IT Capabilities:

– Application Platform

– Business Productivity

– Core Infrastructure

Infrastructure Optimization (contôd)

IO Model Capabilities
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• Opportunity

– Disparate directory services or suffering from domain 

“sprawl”

• Solution

– Consolidate multiple directory services to one directory 

solution

– Migrate supporting systems/applications to the new directory

• Benefits

– Significantly reduce infrastructure complexity

– Reduce ownership costs through centralized account 

management 

– Ease of enforcing consistent user and system policies

– Reduce hardware support costs

Directory Services Consolidation
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• Opportunity
– Server “footprint” too large or complex - More computing “power” 

than is required

– Client versioning is far too diverse

• Solutions
– Consolidate similar server environments thru virtualization 

(E.g. Multiple SQL Server VMs running on 1 physical platform)

– Client virtualization is here and ready to roll

• Benefits
– Significantly reduce server footprint and “go green” by reducing 

power/HVAC requirements

– Maintain strict and efficient control over a few client images 
instead of every system being different

– Significantly reduce maintenance costs for servers and desktops

Client and Server Virtualization
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Client Virtualization Using VMWareôsVDI Model

• Benefits of using VDI:

 100% control over desktop 

images and configurations

 IT management is returned 

to the IT groups

 Far less operational 

expense to manage desktop 

images

Significant reduction in 

hardware requirements
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• Based on Forrester study commissioned by VMWare 

titled Total Economic Impact Of VMware Virtual 

Desktop Infrastructure, one company achieved the 

following results using the VMWare VDI product

Client Virtualization Return on Investment

Summary financial results Unadjusted (best case) Risk-adjusted

ROI τfour-year 290% 255%

Payback (months) 15 17

Total four-year costs (PV) $3,080,113 $3,124,263

Total four-year benefits (PV) $12,019,227 $11,092,403

Total four-year net savings 
(NPV)

$8,939,113 $7,968,140

Internal rate of return (IRR) 199% 178%

Link to Study: http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf

http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf
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• Improve Messaging and collaboration capabilities

• Voice Over IP

• Right-sizing High Availability and Disaster 

Recovery Solutions

• Asset Management

Other Common Areas of Opportunity
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• Many projects do not require large capital 

outlays to improve bottom line

• Seek out projects that reduce “reactionary” 

process behavior through automation

Summary
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• Password Management

– http://ca.com/files/IndustryAnalystReports/finding_a_comprehensive_password_management.pdf

• Infrastructure Optimization

– http://technet.microsoft.com/en-us/infrastructure/default.aspx

– http://technet.microsoft.com/en-us/infrastructure/bb736011.aspx

• Directory Consolidation

– http://www.microsoft.com/windowsserver2008/en/us/migrating-ent.aspx

– http://www.quest.com/active-directory/migration.aspx

• Client and Server Virtualization

– http://www.microsoft.com/windowsserver2008/en/us/virtualization-consolidation.aspx

– http://www.sun.com/software/vdi/index.jsp

– http://www.vmware.com/products/vdi/

– http://www.vmware.com/files/pdf/Total-Economic-Impact-VDI.pdf (Forrester ROI report on VDI)
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