


PERSPEKTIVA AUTORA

Firma

= V oblasti vysoké konkurence

» \lysoce zavisla na technologiich

= Plvodné mobilni operator; primarné zakaznicka organizace

= Silici ,komoditizace* businessu

= Stfedné velka velikost - cca 4,5 tisice zaméstnancd

= Rdzné pobocky; velkd ,matka“

= SpiSe némecky styl managementu, IT Monarchy governance
archetip

Autor

Starsi jedinec,

Prevazujici zkusenosti z pohledu dodavatele

Konzervativni, hodné kriticky

Néco je anglicky, kvali definicim ¢i obrazkim jsem neprekladal
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DISCLAIMER

Adekvatnost

= Ne nutné kazda firma musi problematiku Governance reSit
urgentnim zplsobem

= Mnohdy se aktivity patfici do oblasti ITG ve firmé provadi, ale
Zivelnym a nikoliv fizenym zptsobem

» Nekdy si ani neuvédomujeme, ze napft. nékteré rozhodovaci
procesy patti do oblasti ITG

Prenositelnost

Podle zkusSenosti autora velmi omezena (kazdy si musi projit
vlastnimi , Cimrmanovymi slepymi ulickam/")

Kazda firma ma vétsSinou sva ,specifika“ v oblasti ITG

Prezentované materialy
= Budou vzdy obecné trendy/metody a pak pfriklady ze ,své® firmy
(slajdy s magenta pozadim)
» \ychazi ze zkuSenosti prace pro telekomunikacniho operatora, ale i
predchozi zkuSenosti z oblasti dodavatelskych firem
= Kromé oblasti ITG se dotyka i strategie
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IT GOVERNANCE - UVODNI DEFINICE




GOVERNANCE - DEFINICE

Co minime terminem Governance? Corporate governance

: EZS:?VM organizace » /S about pfqmof/hg corporate fairmess, transparency and
« Ochranu accountability

« Sprawu Zdroj: J. Wolfensohn, President, World Bank, Financial Times,

« Zarudit legalitu 21June 1999

= Soulad s regulacemi IT Governance

Definice Governance = /s the responsibility of the board of directors and

= Zajistuje, ze jsou aktualne implementovany politiky a strategie, execultive management

a poZadované procesy jsou spravne dodrzovany. Governance Jtis an intearal part of enterorise governance and
zahrnuje definici roli a odpoveédnosti , méfeni a reportovani a

L o e , C o consists of the leadership, organizational structures and
iniciace korektivnich Cinnosti pfi pfipadné detekci otevienych L ,
bodi processes that ensure that the organization's /T sustains
and extends the organization's strategies and objectives
Reference na ISO/IEC 38500 J g !

Vi dalsf slaid /droj: Board Briefing on IT Governance, 2nd Edition, 2003, IT
" Vi tanEady Governance Institute - ITGI
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ENTERPRISE GOVERNANCE A IT GOVERNANCE

T

A 4

IT Governance

LIFE IS FOR SHARING.
Zdroj: volné dle CIMA, Enterprise Governance - Gefting the Balance Right, 2004



IT GOVERNANCE AND COMPLIANCE

Governance Compliance
The process by which policies The process of adherence to
are set and decision making ‘ policies and decisions.
is executed.

IT governanceis:

the assignment of decision rights and the
accountability framework to encourage desirable
behavior in the use of IT*

Policies are derived from internal directives,
procedures and requirements, or external laws,
regulations, standards and agreements.

* (Weill, 2001; Broadbent & Weill, 1998)
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JAKYCH AKTIV SE IT GOVERNANCE TYKA?

T Board +

| governan ce

Other ¥

Shareholders %
stakeholders

assets assets assets

IP assets Relationship
assets

Human [0 ‘ Financial m‘ Physical O

Zdroj: 2003 MIT Sloan School Cente
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ISO/IEC 38500:2015 - BASIC PRINCIPLES

1 - Responsibility 4 - Performance

= Individuals and groups within the organization understand and = [T is fit for purpose in supporting the organization, providing
accept their responsibilities in respect of both supply of, and the services, levels of service and service quality required to
demand for IT. Those with responsibility for actions also have meet current and future business requirements
the authority to perform those actions. 5 - Conformance

2 - Strategy = |T complies with all mandatory legislation and regulations.

= The organization’s business strategy takes into account the Policies and practices are clearly defined, implemented and
current and future capabilities of IT; the strategic plans for [T enforced

satisfy the current and on going needs of the organization’s
business strategy.

6 - Human Behavior

= [T policies, practices and decisions demonstrate respect for
3 - Acquisition Human Behavior, including the current and evolving needs of
= [T acquisitions are made for valid reasons, on the basis of all the ‘people in the process’.

appropriate and on going analysis, with clear and transparent

decision making. There is appropriate balance between

benefits, opportunities, costs, and risks, in both the short term

and the long term.

] I " Eow LIFE IS FOR SHARING. Source ISO/IEC 38500 :2008 10



IMPACT MODEL FOR TECHNOLOGY GOVERNANCE IN TMCZ

Best Practices and used Standards

Business Business
Technology = eTOM 17
pressures needs = GDM24
governance ' $ .
= [TIL/ ISO 20000 &= Operation
Evaluate =[SO 27001
= ArchiMate 3.0
S Pliies 2 éProjeCt management
= TOGAF é . .
Direct = DevOps 2 Enterprise Architecture
= Agile Development f
= SO 22301 (BCM) £xe Software development
oA i StakeholderS
L Busi
<T: I u3|ne§s
: = | Information
Business Processes ®© I Applicati
> >> > > ! pplication
Project Operati =
rojects peration g Technology
€ === e ——— - ——— - - - >

Enterprise Architecture
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PROC IT GOVERNANCE?




PRI JAKYCH ROZHODOVANICH SE ITG UPLATNUJE? KONCEPT

High Level Statements how IT is cisions bout how mucha
used in the business where to invest in [T, incl. Project
approvals and justification
\& techniques
principles decisions

IT infrastructure

IT architecture decisiorN ITinvestry A and
Sions priorityZation

N

Business Application

Neds

Specifying the business need
for purchased or internally
developed IT applications

entrally coordinated, Sha
IT Services that provide the

foundation for the enterprise's
IT capability

Organizing logic for data, applications
and infrastructure captured in a set of
policies, relationships and technical
choices to achieve desired business

and technical standardization and
integration

MIT 2008, Sloan School Center for Information Systems Research 13



PROC ITG?

ITG musi adresovat 3 otazky:

= Jaka rozhodnuti potfrebujeme ucinit, aby byl zaruc¢en
efektivni management a vyuziti IT

= Kdo by mél uCinit tato rozhodnuti?

= Jak by méla byt tato rozhodnuti u€inéna a
monitorovana?

Zdroj: 2003 MIT Sloan School Center for Information Systems Research

LIFE IS FOR SHARING.

Koncepty ITG

[T principles - vyjasnéni business role [T

/T architectures - definice pozadavkid na integrace a
standardy

[T infrastructure - definice infrastruktury, sdilenych a
podminecnych sluzeb

Business application needs - obchodni pozadavky pro
vyvoj/porizeni IT aplikaci

[T investment and prioritization - vybér jakou iniciativu
financovat a jakou ne



PRINOSY IT GOVERNANCE

IT Business a Strategie
= /lepSeni profilu IT = Nastroj pro dosazeni shody mezi IT a cily a strategii
= Optimalizace provozu IT organizace
= Redukce rizik IT = /vySeni konkurenceschopnosti
= Prostfedek na méfeni vykonnosti IT = Prostredek strategického planovani [T
= Zvydeni efektivnosti sluzeb IT pfi snizovani nakladd = [T mGze Fidit a podporovat zmeny businessu, umoznuje
= Prostiedek zabudovani IT do organizaéni kultury splnit cile businessu
= Splnéni regulatornich a statutarnich pozadavk( na
PPM shodu

= Nastroj pro project and portfolio management

= Nastroj pro Demand management (pozadavky na sluzby
od ostatnich oddéleni)

= ZvySeni prihlednosti a transparentnosti projektd

n I EEnm LIFE IS FOR SHARING. 15



v Zdroj: https://www.isaca.org/Certification/ CGEIT-Certified-in-the-G -of-
VYHODY IT GOVERNANCE ocoiceimprenmretortefoamSuvtiatcialsbocuments/Dereloping

Successful-Governance-Strategy.pdf

Return on Investment/Stakeholder Value Transparency and Accountability

= |mproved understanding of overall IT costs and their input to ROI cases. = |mproved transparency of IT costs, IT process, IT portfolio (projects and

=  Combining focused cost-cutting with an ability to reason for investment. services).

= Stakeholders allowed to see IT risk/returns. = Clarified decision-making accountabilities and definition of user and provider
= Improved contribution to stakeholder returns. relationships.

= Enhancement and protection of reputation and image. Performance Improvement

Opportun ities and Partnerships » Achieve clear identification of whether an IT service or project supports

. ) . . . . ‘business as usual” or is intended to provide future added value.
Provide route to realize opportunities that might not receive attention or

sponsorship. » /ncreased transparency will raise the bar for performance, and advertise that the

e , s , bar should be continuously raised.
Positioning of IT as a business partner (and claritying what sort of business 4

partner ITis), = A focus on performance improvement will lead to attainment of best practices.

= Avoid unnecessary expenditures - expenditures are demonstrably matched fo

Facilitate joint ventures with other companies. ,
business goals.

Facilitate more businessiike relationships with key IT partners (vendors and B
= /ncrease ability to benchmark.

suppliers).

Achieve a consistent approach to taking risks. External Compliance

Enables IT participation in business strateqy (which is then reflected in IT » Fnables an integrated approach to meeting external legal and regulatory
strateqy) and vice versa. requirements.

Improve responsiveness to market challenges and opportunities

n I EEnm LIFE IS FOR SHARING. 16



IT GOVERNANCE VS. IT MANAGEMENT




IT MANAGEMENT VS. IT GOVERNANCE

Weill & Ross popisuje rozdil mezi terminy governance a management takto:
w “Governance urcuje, kdo deld rozhodnuti, Management je proces provadeni a implementovani téchto rozhoanuti.”

Albert Einstein

w [HE DIFFERENCE between management and governance is like the difference between a soccer team running
harder and practicing longer and the team stepping back to analyze its composition and game strategy. An analysis
may reveal that the team needs to add coaches or allocate different decision-making responsibilities among the team
leaders. Similarly, extracting greater value from 1T is rarely a matter of just working harder or longer. Achieving more
value may require involving different people in IT decisions, designing news ways of making /1 decisions, or
developing new techniques for implementing IT decisions.

| I E E N LIFE IS FOR SHARING.



IT MANAGEMENT VS. IT GOVERNANCE

IT governance

= je odpovednosti nejvyssiho vedeni, které svym
prikladem, organizaCnim usporadanim a vnitrnimi
procesy zajistuje, ze IT prispiva a prohlubuje strateqii a
dlouhodobé cile organizace

= ma SirSi pojeti a jeho snahou je definovat strategickeé cile
IT vsouladu s potrebami a zajmy celé organizace

Mezinarodné uznavanym ramcem ITG je
CobiT® resp. ISO 38500

LIFE IS FOR SHARING.

IT management

= se soustiedi na efektivni poskytovani sluzeb a produkt(
IT a na ucinné rizeni rozvoje a provozu IT

= Jeho snahou je efektivneé a ucinné realizovat stanovené
cile, a proto se orientuje na taktické a operativni fizeni

= je realizovan zejména v ramci Utvard [T

Mezinarodné uznavanym ramcem IT
managementu je ITIL®



IT MANAGEMENT VS. IT GOVERNANCE
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IT GOVERNANCE - ARCHETYPY RIZENI




ARCHETYPY (GOVERNMENT ARCHETYPES)

Monarchy
= Business Monarchy
= [T Monarchy

Feudal

= rozhoduji leadefi BU, kli¢ovi vlastnici procest nebo jimi povéreni zastupci; kazda
BU ¢ini nezavisla rozhodnuti

Federal

= CxO plus leadefi BU ev. vlastnici procesl (mUze, ale nemusi zahrnovat i
predstavitele IT); ekvivalentni k centralni a lokalnim vladam ve federaci

IT Duopoly

= |eadefi IT a jesté jedna dalsi skupina (napt. CxO nebo BU leadetfi ¢i procesni
vlastnici)

Anarchy

= kazdy individualni uzivatel nebo malé skupinky

Business unit
Corporate IT leaders or
C-level and/or key business
executives business unit IT process owners
Business monarchy v
IT monarchy v
Feudal v
Federal v v v
v v
IT duopoly v v
v v
Anarchy

© 2003 MIT Sloan School Center for Information Systems Research (CISR). Used with permission.

Zaroy: https,//books.google.cz/books?isbn=1591392535 -
Peter Weill, Jeanne W. Ross

| I E E N LIFE IS FOR SHARING.



BUSINESS MONARCHY

= rozhodnuti na urovni CxO (vCetné ClO; nebo pouze
vybranych CxO), rozhoduji jako skupina

= ClO je bran na urovni s ostatnimi fediteli BU
= neumoznuje vykonnému vedeni IT fungovat nezavisle

= Rozhodovani na zakladé vstup od:
= CIO
= [T leader( BU
= Centralniho procesu rozpoctovani
= SLA a Uctovani za sluzby
= Systému na planovani/alokaci/vykazovani zdrojl IT

| I E E N LIFE IS FOR SHARING.

Vhodné pro rozhodovani v oblasti:
= |nvestic do [T a prioritizace
= Definice principl IT

23



IT MONARCHY

= Rozhodnuti ¢ini IT profesionalové (budto individualni
jedinci, Ci ClO)

= Neékteré firmy maji néco jako
= [T Governance Committee Ci
= Office of IT Architecture

= Hodné Casto dotazovani zastupci za IT jak z Utvaru IT,
tak i BU

| I E E N LIFE IS FOR SHARING.

Vhodné pro rozhodovani v oblasti:
= |T Architektury
= Strategie infrastruktury [T

24



FEUDAL

= Zalozeno natradici ,staré dobré Anglie” (countiesv UK \Vhodné pro rozhodovani v oblasti:

nebo gubernie v Rusku)
= Zastaraly pristup, typické spiSe pro totalitarni zemeé a
velké firmy

| I E E N LIFE IS FOR SHARING.

= Z4dné
= Realné nepouzitelné pro potencialné velky konflikt mezi
lokalnimi a globalnimi zajmy

25



FEDERAL

= Pokus o vybalancovani odpovednosti a pravomoci na Vhodné pro rozhodovani v oblasti:
urovni nékolika organt zajistujicich governance jako

. . = Potieb business aplikaci
JSOuU zeme a staty

e ven o 5 = |T investic
= NejobtiznéjSi model pro rozhodovani, protoze ) _
= $&fové na Urovni enterprise maji odliné zajmy nez $éfové Vhodné pro vstupy v oblasti
podfizenych BU . Principﬁ IT

= Systém pobidek ¢asto je nastaven tak, ze jsou zalozeny na
potfebach BU a nikoliv enterprise

= Dopad sdilenych zdrojd na vykonnost BU a hlavné cross-charging
za zdroje spousti spoustu diskuzi o férovosti

= Nejvetsi BU ma obvykle nejvyssi vliv na rozhodovani

Strategie infrastruktury IT
Potreb business aplikaci
IT investic

| I E E N LIFE IS FOR SHARING.



IT DUOPOLY

= Zstranné usporadani, kde rozhodovani se dgji Vhodné pro rozhodovani v oblasti:
bilateralnim zplsobem mezi IT leadery (budto pouze

utvar IT a nebo tym centralniho IT a zastupct IT zBU) a

Potreb business aplikaci

, o . = [T investic
dalSich BU (budto na urovni CxO, $éft BU, vlastniku S
. o v N o = Principu IT
business procesu, klicovych skupin uzivatelu) _
- o, L = [T architektury
= Velmi ¢asto organizovano ve 2 formach:
= Cyklo kolo (bicycle wheel) Vhodné pro vstupy v oblasti

= T-shape
= Viz dalSi slajd

= Prekryv Executive committee a IT committee

= |T architektury

= Jednodussi struktura nez Federal, ale s podobnymi
benefity

= Duopoly s BU mize byt drahé a neefektivni v pfipadé
rozhodovani na korporatni trovni

| I E E N LIFE IS FOR SHARING.



BICYCLE WHEEL AND T-SHAPED IT DUOPOLIES

Executive Committee

I
Bicycle Wheel X X : Y X
| I
| I
Y
o Y
&z
E Y
o
. o
BM = Business/IT — Y
Relationship —
Manager

BU = Business Unit
X = Business Manager

Y = IT Manager

Zaroy: https,//books.google.cz/books?isbn=1591392535 -
Peter Weill, Jeanne W. Ross
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NEJTYPICTE)Si GOVERNANCE ARCHETYPY PRO RUZNE TYPY
ROZHODOVANI A POSKYTOVANI VSTUPU

How Enterprises Govern
\_\ D!Eﬂlﬂll- . - T 1) | _w_ s | —|
e IT 1 Infrastructure = Application | T

Ng ' Prﬁwipiu Archihcm Strltngm N_ogd! | !'_'m__.
lnc:nrrvn J Input Donm lﬂpui Dmon Input Decmm Inpu'l WT hu:! | Decision |
Business
s o | 27 0| 8 0 7 1| 12| 1
T

i 18 20 73 10 59 0 B | 0 e
[Sm— — -
Feudal | © 3 0 0 1 2 1 18 0 3
Federal l 83 [ 14 486 4 59 6 81 30 a3 27
| | |

Duopoly 15 | 38| 3¢ |15 | 30| 23 17| 27 6 | 30

Anarchy 00010‘103'0

o

No Data or
Don't Know

1| 2| ofl 1| o| 2| o] 2| o] o

E] Most commaon input pattern for all enterprises. Emdmmmhdm

The numbers in each cell are percentages of the 256 enterprises studied in twenty-three countries. The columns
add to 100 percent.

© 2003 MIT Sloan School Center for Information Systems Research (CISR). Used with permission.

u I LR LIFE IS FOR SHARING. Zahoj: hitps;/books.google.cz/books isbn=1591392535 -
Peter Weill, Jeanne W. Ross




NEJLEPSi METODY PRO ITG PRO RUZNE ROZHODOVACIi DOMENY

LIFE IS FOR SHARING.

| Figure 6: Top Three Overall Governance Performers

Domain

Style

Business
Monarchy

IT
Monarchy

Feudal

Federal

Duopoly

Anarchy

IT
architecture

._o_.-

IT principles

IT
infrastructure

Business
application
needs

IT investment
and
prioritization

Qo —-— - o * J' - l
..,' 9 Q‘ . ‘.' \ . y ')
o'. / \ g *, A / D
/ . /
S AN A
E 0O
o" / .‘(' ey

Top Three Performers —

Governance performance is the effectiveness of governance assessed by the CIO to
deliver four IT objectives weighted by importance: cost effective use of IT & effective
use of IT for asset utilization, revenue growth & business flexibility. Governance per-

tormance has statistically significant positive relationship with several measures of
financial performance (i.e. ROA. ROE. market cap growth).

© MIT Sloan Center for Information Systems Research 2003 - Weill

30



IT GOVERNANCE - ZAKLADNI
ASPEKTY A PRINCIPY




PRINCIPY IT GOVERNANCE, COBIT 4.1

Monitorovani a reportovani plnéni
strategickych pland IT

Shoda vii¢i korporatnim, pravnim a
regulacnim pozadavk(m

Méteni vykonnosti a pouziti vysledku k
inicializaci zlepSeni

\lyuziti automatizovanych systémai

poskytujicich vykonnost data a
informace o vykonnosti

Reportovani vykonnosti - metriky/KPI

Project Portfolio Management
Prioritizace projektti a provadéni rozhodovani
Pravidelné monitorovani projektti

Rozvoj silnych a Sirokych kompetenci a
dovednosti personalu

\lybalancovani metod alokace zdrojl

E B LIFE IS FOR SHARING.

1

Strategic IT
Alignment

Performance .
“business as usual”

Top management
buy-in and
ownership

Manage
expectations

management

Resource

Management

Value Delivery .

Risk
Management

Korporatni a regulativni potieby, pravni zavazky

Business Relationship Management mezi Technology a
Business

IT podporuje podnikovou strategii
Provoz IT je sladén s podnikovym provozem

Optimalizovani business strategii a investic IT

= Spravainvestic IT - aktualni naklady a ROI
= Sprava portfolia projektl

Sprava vypocetnich aktiv - aplikace a
infrastruktura (optimalizace, inovace)

= |T dodava kvalitng, v ¢ase a rozpoctu

= |T Advisory boards and approval bodies
= Kontrolarizik
= Aplikace nejlepSich praktik

=  Governance v oblasti dodavatel(l, bezpecnosti a
architektury

= Skolenf a vzd&lavani
= Regular communication of priorities and progress

= Standardize common applications across the
company and use COTS software 2



TVORBA HODNOTY SKRZE IT GOVERNANCE

strategie

Resource
Management

architektura

| I E E N LIFE IS FOR SHARING.

hodnota

dodavky



NEJCASTEJI POUZIVANE MECHANISMY V OBLASTI GOVERNANCE

Common Governance Mechanisms

CHO rankad
effectiveness
1 (inaflactiva) to
Decision-making Structures 5 (heghly atectiva)
| ] ] 1 |
Exscutive ar senkat management | ] ik
carmmiiben -
:  — = - L1
T Masdod abip oMo com o L] a8
T execudives :
| ] e O | | |
Procass o with T memibers a4
| Pl ) | - |
BusressTT melaliorship maragers 1.5
| | | | | | |
IT geuncil comprisng business and oy
IT et =
| | | 1 ] |
Aacrelecture Gommities < 1
| L -
Canidl aoprovdl Sommittes A1
Alignment Processes | [ | l |
Tracking af IT projects and 5 4
PESELIESs Gonsumed -
| | | | | | | |
S kel B e 32
| | - |
Formiglly tracking Dusingss valkad ol [T 248
| I | | | |
Crurgobacs Srrangomaris 28
Communication Approaches | I | | | |
Witk walh managons who Gon' .
folicy {ha rues e
| I | | | | | |
Serinr managEmen| Sauncames 249
C¥hog of I ar mc of I | I | : I : : 16
M governanoe | - - i 1 o
Web-bassd portals and intransts 24
o IT F-8
[ o | —
o w20 30 40 S5O 60 TO B0 80 100
Percent of Participants Using
Reseaich conducted at 256 enterprises in twenty-thiee countries,
EjjE B H LIFE IS FOR SHARING.

© 2003 MIT Sloan School Center for Information Systems Research (CISR).



STRATEGIC IT ALIGNMENT KN




SOULAD STRATEGIE AIT

= / business strategie by se méla odvozovat IT strategie

= [T principy odpovidaji potrebam businessu

= VSechny projekty v oblasti IT by mély byt validovany v{ici
strategickym cilim definovanym v business strategii

| I E E N LIFE IS FOR SHARING.

Formalni metody

= Business Capability Modelling

= PPM - Program, project & portfolio management
= |T Balanced ScoreCard

37



STRATEGICKY MANAGEMENT - CHECKLIST

Best Practises = Nemate-li business strategii, udélejte aspon IT strategii na Grovni technologii
= Budte (v IT) technologicky o krok napred pred businessem (a konkurenci)

= Zkuste spojit finance a architekturu (technologie) - multi-disciplinarni tym

= \ysvetlujte strategii IT businessu

Worst Practises = Cekat na business strategii
= Pokud business nekomunikuje, ignorovat je
= Mit strategii pouze na urovni business visions (high level)

Angazovanost seniorniho managementu, buy-in

Open Issues

Poskytnuti business strategie a Uroven jeji granularity

Vliv legislativy a regulaci
Financni omezeni

| I HE B N LIFE IS FOR SHARING.
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VALUE DELIVERY (VCETNE FINANCIAL
MANAGEMENTU) EB




VALUE DELIVERY

Principy

IT je tradicné velmi slabé v oblasti definovani hodnoty
(value proposition), i v oblasti provadéni ,PR* v{i¢i
Utvardim businessu

Sprava investic IT jako portfolio

IT investice obvykle obnasi i zmény business procest
Pojimani investice v IT v celém zivotnim cyklu

Definice vybalancovanych metrik pro urCovani
vykonnosti

Monitorovani praktik pro value delivery

Je nutné zahrnout vSechny ucastnéné strany a priradit
jim adekvatni odpovédnosti

| I E E N LIFE IS FOR SHARING.

Hnaci faktory hodnoty (Value Drivers)
= Nakladoveé vybalancovana dodavka sluzeb a reseni

Optimalizované vyuziti IT zdroj(

Potreby businessu jsou ucinné podporovany
Zvysena podpora vyuziti IT ucastniky za korporatni
business

Zvysena prispévek pridané hodnoty IT vicéi ciliim
businessu
Spolehlivy a presny odraz nakladd a benefit(

40



DODAVKA HODNOTY IT VUCI BUSINESSU - CHECKLIST

Best Practises

Worst Practises

Open Issues

LIFE IS FOR SHARING.

Rizeni portfolii (zakaznik(, sluzeb a projekt(i)
Aktivni identifikace novych pfilezitosti jak v oblasti techniky, tak i businessu
Definujte jasné akceptacni kritéria pro projekty, SLA pro sluzby

Cekat pasivné na poZadavky z businessu

Operovat ,fiCurami“ a buzzwordy, kterym business nerozumi

Diky nedostate¢nému nebo chybnému planovani ¢i exekuci projektl, zavadét ,technologicky dluh®
Ignorovani ne-finanénich ptinosd

Redukce pouze na business case

IT je pojimano jako ,¢erna dira“, kterd nedodava vici businessu pridanou hodnotu
Vymistovani IT ven z organizace, resp. tendence prechodu na verejny cloud (tlak z
businessu)

Jak korektné vycislit nehmotné pfinosy projekt(?
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FINANCNi MANAGEMENT 2,4,5

Ovliviujici faktory
= Dlouhodoby trend v telekomunikacich - Setfeni

Vazba na inovace - obvykle plati, co je modernéjsi, je i levnéjsi a vykonnéjsi
/meény v businessu - M&A, cross-border clusters

Vazba na TCO - napf. kapitalizace prace, odpisy technologii, dohodnuta doba kontrakt( atd.

Strategicti partneri - vendor lock

Procesy procurementu (DTAG) _ _
Lord Blythe, quoting Gartner research, said that “on average,

20% of the corporate IT budget is spent on initiatives that don't
achieve their objectives” (Blythe 2005). Blythe further noted
that companies were "wasting enormous amounts of money
and effort on IT investments” and that most companies "fail to
derive value from them" (Blythe 2005)

Formalizace politik, pravidel
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FINANCNI MANAGEMENT - CHECKLIST

Best Practises

Worst Practises

Open Issues

LIFE IS FOR SHARING.

Dlsledna vazba na strategii - koncepty , one fits for all a , size does not matter* neplati
Finan¢ni prioritizace projektl (business case)

Neboijte se ,kvalifikovanych“ odhadd

Nezapominejte na zavislosti a skryté naklady

Koncept distribuovaného budgetu
Koncept ,Shadow [T*
Externi outsourcing/,cloudifikace® business Utvary bez ucasti ICT

Agilni metody SW vyvoje a projektového fizeni nerespektujici architekturu
Transparence naklad(, schopnost detailniho posouzeni nakladd
Zavislost na kulture a archetypu fizeni

Moznosti zastaveni neefektivnich projekt(

Neprovadéni analyzy ROl po ukonceni projektu

44



FINANCNi MANAGEMENT 2,4,5

Ovliviujici faktory
= Dlouhodoby trend v telekomunikacich - Setfeni

Vazba na inovace - obvykle plati, co je modernéjsi, je i levnéjsi a vykonnéjsi
/meény v businessu - M&A, cross-border clusters

Vazba na TCO - napf. kapitalizace prace, odpisy technologii, dohodnuta doba kontrakt( atd.

Strategicti partneri - vendor lock

Procesy procurementu (DTAG) _ _ )
Lord Blythe, quoting Gartner research, said that “on average,

20% of the

corporate IT budget is spent on initiatives that don't achieve
their objectives” (Blythe 2005). Blythe

further noted that companies were "wasting enormous
amounts of money and effort on IT investments”

and that most companies “fail to derive value from them”
(Blythe 2005)
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COST BALANCING RATIO OF IMPLEMENTATION SYSTEMS

V¥ FLEXIBILITY
A  STANDARD

Standard

As -Is situation

V  STANDARDS
V¥V  FLEXIBILITY

A FLEXIBILITY
Y STANDARD

Flexibility
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=g
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V¥ FLEXIBILITY
A  STANDARD

Target situation

V  STANDARDS
V¥V  FLEXIBILITY

A FLEXIBILITY
YV STANDARD

Flexibility

LIFE IS FOR SHARING.

2,4,5
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IT GOVERNANCE - RISK MANAGEMENT




SPRAVA RIZIK
hrozeb

Hrozba
|dentifikace
Zranltelnost zranitelnosti
|dentifikace udalosti i .. L.
Riziko Analyza a rizeni rizik

Protiopatfeni Scene fzi pomoci CRAMM

“ L

|dentifikace

KAt AKTIVA 1 HROZBY ZRANITELNOSTI
protiopatreni 3

Ocenéni protiopatieni

Ocenéni zbytkového
rizika

Sestaveni planu fizeni
m I " LIFE IS FOR SHARING. rizik




4 FORMY RIZENI RIZIK Z POHLEDU TOP MANAGEMENTU

Dusledné pouzivani instrumentu Business Case/BC

Dusledné pouzivani metod projektového managementu (jehoz soucasti je fizeni rizik na
projektu)

Post-implementation review (véetné revize BC)

Performance monitoring and measurement

| I E E N LIFE IS FOR SHARING.
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SPRAVA RIZIK - CHECKLIST

Best Practices

Worst Practices

Open Issues

LIFE IS FOR SHARING.

Brat jak IT, tak i business rizika

Ponofit se do patfi¢nych detaild pfi analyze

Radné prioritizovat a pridélit viastniky

Zapracovat postupy do metodik (typicky projektové rizeni nebo nékteré vybrané procesy)

Byt formalni a Fidit rizika v Excelu

Zbytkova rizika po ukonéeni projektt (technologicky dluh)
Rizika vyplyvajici z nekoncepcnich a nestrategickych rozhodnuti
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PROCESNI MANAGEMENT - CHECKLIST

Best Practises

Worst Practises

Open Issues

LIFE IS FOR SHARING.

3,5

Disledna vazba na strategii > ureni, které procesy potiebujeme a s jakou prioritou
Zavislost na pozadavcich klicovych uzivatel(
Viytvoreni pomérné striktnich metodik v oblasti BPMN (a PMO a EA)

Rigidni pristup ala ,pismomalifstvi“ aneb vSechno musi byt do detailu nakreslené v
procesnich diagramech

Procesni diagramy vSechno ,samy vysvétli®
Rigidni pristup v kontextu ,best practises”

Angazovanost seniorniho managementu
Zavislost na supportnich nastrojich
Rlzna zralost v rdznych organizacich
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SPRAVA ZDROJU (RESOURCE MANAGEMENT)

Informace
Aplikace
Technologie
Lidé

| I E E N LIFE IS FOR SHARING.

Business outcomes Governance drivers

1

Applications

1

Information

1

1

-

[T Processes

1 T 11

IT Goals




PROCESS GOVERNANCE MECHANICS

/ Process Owner

is accountable

Process manager

= The Process Manager is
responsible

Cl Manager

and Business process
Governance

Process Architect

seamless way.

= The Process Owner (sponsor)

= for managing improvements

= coordinating all changestin a

~

/

LIFE IS FOR SHARING.

Process Design &
Communication

>i%2p>
master

Version
)

& approval

Process Approval

5

business re

Process Governance
&
OQ\ N
S
S
& O
/ Q
Q.

2zhusiness

one truth only
changed by process
architects

Cl Suite
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PROCESNI MANAGEMENT - PROCESNI ROLE, RACI, CHECKLIST 3,4,5

Best Practises = Osobni angazovanost na Urovni zaméstnance, procesni manazer a liniovy manazer, idealné
s neéjakou financni motivaci

= Zavedte néco jako portal s aktualnim prirazenim roli
= U firmy, kde probiha M&A méjte konsolidovany seznam a definici procesnich roli
= Provadejte vyhodnoceni napfic rolemi/tymy

Worst Practises = Nenominujte vlastniky procesu na tdrovni VP nebo EVP &i vy$$imi manazery, nebude to
fungovat

= /4dna formalni matice RACI vam v praxi moc nepom{ize

= ofezani” pfistupovych prav v nastroji

Open Issues Zapojeni nespolupracujicich jedinct

Pochopeni rozdilu mezi Funkcnim (liniovym) a procesnim fizenim

Patficné podpdrné nastroje

n I E N LIFE IS FOR SHARING. 95



PERFORMANCE MANAGEMENT KN




STAVAJICI ,,TYPICKY“ STAV - MODUS OPERANDI

Vize

Stale se vic a vic mluvi o méreni vykonnosti IT (IT performance measurement)
Zastiténo ,vznesenymi® cily jako je /T Governance, Value Delivery Ci Business and IT alignment
hodné Casto soucasti néjakého firemniho programu jako je Lean /T Ci ,operational excellence’

Realita

Firmy se ohani réiznymi ,KaPéicky", valna vétsina z nich nereflektuje realné potteby firem
Misto realného zlepSovani se ,honi ¢isla“ nebo se vytvari ,spravné vysledky*

Neexistuje zadna vazba na obchodni cile

VétsSinou ,hard” metriky, zaméreno na technické parametry

neprovazani metrik se stanovenymi cili procesu &i kvality sluzeb

Ve findle se tak generuji stovky reportli s malym nebo zadnym efektem, nikdo je necte

K reportlim se nevytvari ,legenda® - vysvétleni trend(l, napravnych opatieni atd.

| I E E N LIFE IS FOR SHARING.



PROC MERIT VYKONNOST IT?

= mMoznost porovnavani vykonnosti (benchmarking)

= soucast rozsahlejsi iniciativy kontinualniho zlepSovani (procest, technologii, sluzeb)

= poskytuje zpetnou vazbu pro procesni fizeni jakozto jedinou formu stabilizace a
,korekce kurzu® formou korektivnich opatreni

= nepfimo umoznuje definovat pridanou hodnotu a kalkulovat navratnost investic do IT

Core business measures
First level of management

IT core strategic measures
IT management process measures second level of jnanagement

Third level of management : :.{ne:fkr:ﬁhare
) b = Profit
| | *ROI
U

Balanced scorecard

IT business excellence framework;
EFQM; Malcolm Baldrige; ISO/EC 20000;

IT operational measures PDCA cycle; ITIL best practices

Fourth level of management

Operational measures within
individual functions and processes,
e.g. service desk, incident,
problem and change, release,
availability, capacity
Cost per transaction

.’ I .| S LIFE IS FOR SHARING. Taken from Cabinet Office’s Continuous Service Improvement book



PERFORMANCE MANAGEMENT

Doporucené dokumenty/publikace
= Van Haren Publishing
= OpenGroup

= The Seven Levers of Digital Transformation -
https://publications.opengroup.org/downloadable/download/link/id/MC420TQzNTIWMCAXNTA3MjkyMzMOMTQ1NDgxOTk3NDgzNg,./

= Performance Metrics for Evaluating Cloud Computing -
https://publications.opengroup.org/downloadable/download/link/id/MC400DQ5MDEWMCAXNTASMjkyMTI4AMTQ1NDcxOTk3MzUxMQ,./

= ISACA

= Performance Measurement - Metrics for IT Governance https://www.isaca.org/Journal/archives/2016/volume-6/Documents/Performance-
Measurement-Metrics-for-IT-Governance joa Eng 1116.pdf

| I E E N LIFE IS FOR SHARING.
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PERFORMANCE MANAGEMENT - CHECKLIST 9

Best Practises

Worst Practises

Open Issues

LIFE IS FOR SHARING.

Na standardni ITSM mate celou fadu doporuceni a publikaci, vénujte pozornost poslednim
trendlm jako je Cloud, Agile, DevOps

Reste vykonnost nejenom na klasickych trovnich (procesy, projekty), ale i v oblasti Resource
a Time managementu, Supplier managementu atd.

Zde je hodné relevantni publikace ITIL - CSI

Formalni definice stovek report(, které nikdo nejenom, Ze ani necte, ale ani nechce
Srovnavani ,jablek® s ,hruskami*

Naplnovani KPl bez ohledu na pravdu, dopad na organizaci Ci technologicky dluh
Soustredéni se na IT strategii a ignorovani zakaznikd/businessu

Koncentrace na uspory nakladd a eliminaci rizik - napf. zde
http://www.isaca.org/Groups/Professional-English/governance-of-enterprise-

it/GroupDocuments/ITPI IT Governance summary paper.pdf
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ZAVER - DOPORUCENI




IT GOVERNANCE - POSTERS

GOVERNANCE DOESN'T OPERATE ALONE!

CORPORATE
GOVERNANCE

ARCHITECTURE

GOVERNANGE LEVELS OF CONFORMANCGE INCREASE:

e T
E.G. COBIT GOVERNANCE B NO“ Confo'marfff

v Irrelevant

— L GOVERNANCE SHOULD BE:

Disciplined Pracedures & processes / Authority structures

Transparent Actions and decisions available for inspection

Zdroj: https://www.orbussoftware.com/ [ (et ol Avoiding conflicts of interest

Accountable Identifies decision makers / Responsible for actions

[] I [ I I | LIFE IS FOR SHARING. Fair



SHRNUTI

IT Governance

= je fidici ramec IT, umoznuijici efektivni podporu byznys
cild skrze sluzby IT, které jsou realizovany
prostfednictvim ucinnych proces(, pfi adekvatnim
vyuzivani zdrojd IT a s akceptovatelnou mirou rizika

= je odpoveédnosti nejvyssiho vedeni spolecnosti.

= nelze budovat zdola nahorul!

| I E E N LIFE IS FOR SHARING.

Best Practises
= Rizeni IT a de-facto veskera &innost IT by mély byt
determinovany strategii a potrebami spolecnosti

Je nutné vzdy zaCinat s myslenkou na cil, ceho ma byt
dosazeno

Vétsina firem ma v soucasné dobé naprosto srovnatelné
technologické vybaveni, takze klicovou vyhodu, kterou
mohou ziskat, jsou co nejlepsi lidé.

Nejlepsimi lidmi se rozumi ti, ktefi se nejlépe hodi na
konkrétni procesy.

Procesy spolec¢nosti mohou byt jen natolik kvalitni,
nakolik jsou kvalitni jejich tvirci a realizatofi.



NEJLEPSI PRAKTIKY V OBLASTI ITG

Pristupy, jak komunikovat ITG 7 charakteristik Spickovych firem v oblasti
= \lyjadreni a oznameni seniorniho managementu Governance
= Formalni komise 1. Vice manazer( ve vedoucich pozicich dokaze popsat
= Formalni organizacni struktury (Office of ClIO or IT principy TG a oCekavani
Governance) 2. Permanentni zapojovani zaméstnanc(

= Prace s odchylkami (work with Nonconformists) Pfimé zatazeni seniornich manazert do ITG
» Portaly zalozené na web technologii ukazuijici

vykonnostni metriky

Jasné cile businessu pro investice do IT
Diferencované business strategie (od konkurence)

S - R

Méné odchylek a odpadliki a vic formalné
schvalenych odchylek

7. Méné€ zmén v oblasti Governance v pribéhu let

Zaroy: https,//books.google.cz/books 7isbn=1591392535 -
-T EE LIFE IS FOR SHARING. Peter Weill, Jeanne W. Ross 66




WRAP-UP

VIadimir.Kufner@t-mobile.cz
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