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Randy James
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10 Years as a CIO and CTO

Banking, Insurance, Manufacturing, Analytics, 

Retail, E-commerce

20 Years in Technology Firms and Consulting

Recognized by Computerworld as one of the Top 

100 CIOôs in the World

MBA

Author of the IT Best Practices Benchmark



Use IT Financial 

Management tools and 

processes to Quantify 

and Allocate Historical

IT Costs based upon 

Consumption

Todayôs CIO Questions
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What are we spending? 

Where are we spending it?

When are we spending it?

Who is using our services and how much?

Todayôs Answers: 





Questions the Elephant Will Ask 

Where and why are costs out of line with budgets and peers?

What is the value of improving our use of technology? 

How do we identify the issues and solve the root causes?

How do we free up IT resources for high value initiatives?

How do we plan to ñdo it right the first timeò?

How can we monitor costs in real-time and keep us ñon the railsò?

IT Financial 

Benchmarking IT Best Practices Audit

Technology Economics 

Consulting

The Source of the Answers: 
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SERVICE 
COSTING BILL OF IT

BUDGETING & 
FORECASTING

SERVICE 
QUALITY 

& 
UTILIZATION

ñWHAT and WHEREò

Financial Management:

ñSTATISTICS and 

COMPARISONSò

Financial 

Benchmarking:

Next Generation IT Financial 

ManagementÊ
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COST 
STATISTICS

QUANTIFY 
FINANCIAL 

OPPORTUNITY

PEER 
COMPARISONS

BASELINE 
CURRENT 

STATE

BEST 
PRACTICES

ñWHAT/HOW TO 

IMPROVEò

IT Best Practices 

Audit:

PEER 
COMPARISONS

WHAT/HOW 
TO IMPROVE

CONSULTING PARTNERS

TECHNOLOGY ECONOMICS PARTNERS

http://www.theconsultantssource.com/


ñThe IT Best Practices Audit is the 

ñmissing linkò in the IT Financial 

Management solution.ò

-Mr. Jed Rubin, Rubin Worldwide
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A Missing Link: 

Knowledge
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Uses:
Recognize ñsymptomsò

Why is action needed (issues, problems, opportunity)?

What can/needs to be done (treatment/procedure)?

Where to ñoperateò

When (before or after a problem occurs)?

How (methods, sequence, tools needed)?

Definition:
A collection of facts, information, 

and/or skills acquired through 

experience or education.



Human Nature:

Self Assessment of Our Knowledge
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Denial:
ñWe havenôt had these type of 

issues in 15 yearsò

Delusion:
ñWe always use Best Practicesò

ñWe are doing the best that can be 

doneò

ñWe use the best technologyò

Blame
ñWindows is unreliableò

ñSAP always crashesò

ñI never was trainedò

Ignorance
ñI donôt knowò

ñI donôt want to knowò

ñNot my Jobò

Subjective Objective



How Good is Our IT Knowledge?
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Use of poor 
practices

Use of good 
and best 
practices

Use of worst 
practices or 
not known

Use of 
average 

practices

IT Effectiveness/Capability

IT
 C

o
s
t 

E
ff

ic
ie

n
c
y

Q: Can you be World Class if 66% of your practices are not Good or 

Best Practice?

29%6%

42%

(5% of topics were 

not applicable

Data from TCS)

18%

Q: What are your practices?

Use of Best Practices



Example: Customer needs Web site/e-Commerce capacity for 2000 users

Common Configuration
10 users per web server

Å200 physical servers 

Å200 OS licenses

Å200 Tools licenses

ÅDC infrastructure

ÅDC operating costs

ÅStaffing

ÅReliability issues

Server Virtualization
10 users per web server

Å20 physical servers

Å200 OS licenses

Å200 Tools licenses + Hypervisor costs

Å10% DC infrastructure

Å10% DC operating costs

Å100% Staffing (but higher complexity)

ÅSame or worse reliability issues

Knowledge Effects on OPEX and CAPEX
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Use of Best Practices
100 users per web server

Å20 physical servers

Å20 OS licenses

Å20 Tools licenses

Å10% DC infrastructure

Å10% DC operating costs

Å10% Staffing

ÅImproved reliability and performance

$5,787,436 $3,777,365 

(35% savings)

$578,744 (90% savings)



Example Improvements using 

Best Practices/Knowledge
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PC and server crashes ï90% reduction

Service desk calls ï90% reduction

E-Commerce server capacity ï1200% 

PC performance ï35% - 200%

Extend useful life of devices by 33% or more

Storage Performance ïup to 1000%

Employee Productivity ï10% to 100% or more

Reduce Software Development Costs by 30%

Cycle Times ïfrom 72 hours to 8 hours

Organization Focus ïfrom reactive to proactive



Sources of IT Knowledge
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Intuition ïñThis will workò

How we did it last time

Use of Process (ITIL)

Use of defaults

Google

Media stories

Vendor advertisements, 

white papers, sales staff, 

ñrecommendationsò

Tribal knowledge

Peers

Post-It Notes

In-formal training

Experience

Experimentation

Research, media (manuals, 

books, magazines, Internet)

Consultants

Documentation

Formal training

Management

Proven Not so much

ñThe things that pass for knowledge, 

I donôt understandò

ïReelinô in the Years, Steely Dan



IT Knowledge ïKey Issues
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Post-it Notes fall off and blow away

Human Nature ïego, fear of exposure

Leadership ïpurchase millions in assets, but donôt 

invest in knowledge for staff to maximize the value

Confusing Tools, Data and Process with Knowledge

Tree hugging: only Barney believes ñitôs nice to share 

knowledgeò

Academic knowledge vs applied knowledge

Increasing complexity and component count

Vendors have no incentive to help; problems = revenues

Incomplete or inaccurate documentation 

No comprehensive knowledge base

How to identify opportunities to improve
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The Ripple Effects of Knowledge and 

Practices
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Employee Productivity

IT OPEX and CAPEX costs

Employee Turnover

Process ñWork Aroundôsò

IT Staff Focus: Support vs. 

New Projects
Reliability

Utilization
Capacity

PerformanceService Levels

Customer Satisfaction

Quality Handle Peak Demands

Cycle TimesSelf Service vs. Employee assisted

Software Development Costs

Reactive vs. Proactive

Unit Costs

Revenue



How Did This Happen?
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Many senior IT leaders donôt have 

infrastructure experience

Low expectations of IT

Few role models

No objective, comprehensive, cost 

effective benchmarking tools

Cost pressures

Under-configured systems

Time pressure on IT staff

Lack of consistency; unique 

configurations; poor change 

management

Poor project management

Use of processes to ñmanageò 

problems

Mainframe style discipline never 

transferred to servers and PCs

Increased application portfolio and 

complexity

Vendors, Consultants, Service 

Providers, and IT media make money 

from your on-going pain

Tasks not performed

Obsolete knowledge

Default parameters, incorrect 

parameters, mistakes = under 

utilized systems

Poor design and implementation

Capacity management

Software is key focus for IT

Software is blamed first for problems

Replace vs. fix philosophy

Staffing levels and allocation

Training, knowledge

Documentation

Operations and maintenance 

procedures



Solving the IT Knowledge Issue
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1. Identify what you are currently doing

2. Learn what you are doing well

3. Learn what is done poorly or not at all

4. Learn how to improve

5. Implement/change your practices

6. Measure the results

7. Repeat annually or when needed

1. Comprehensive IT Best Practices Knowledge Base

2. Easy to use assessment tool to identify topics for 

improvement and how to improve them

(Confidentially) Starting the Improvement of IT
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Your Options 
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Do nothing ïaccept 
the current state

Use more processes to 
ñmanage the issuesò

Have a vendor or 
consultant conduct a ñfree 
on-site assessmentò

Buy more tools to 
collect data or  
ñoptimize your 
infrastructureò

Use a free Internet 
assessment: IT Effectiveness 
Index ï12 topics

Implement the ñBest 
Practicesò contained in 
media and vendor 
whitepapers ïconclusion: 
replace all existing 
equipment with ours.

Conduct a 
comprehensive, 
objective Best 
Practices Audit

Replace or upgrade some 
hardware and/or software

Phone a friend: assign staff 
to surf the web/technical 
forums for ñanswersò

Try making some configuration 
and parameter changes via 
trial and error and see what 
happens

Hire someone (employee or 
consultant or vendor) to ñfix ITò

Outsource IT



15 Subjects

Categories

2200+ Topics
ÁDocumentation

ÁStaffing 

ÁHW Configuration

ÁSW Configuration

ÁParameters/Tuning

ÁTools

ÁUtilization

ÁReliability

ÁData Center 

Equipment

ÁSecurity

ÁOperations

ÁMaintenance

ÁCloud Computing 

Readiness

ÁCost Containment

ÁData Center

ÁNetworks

ÁDesktops and Printing

ÁIT Governance

ÁiSeries Servers

ÁMicrosoft Servers

ÁWeb Servers

ÁUnix Servers

ÁCompliance and 

Security

ÁStorage

ÁTelephony

ÁDatabase

ÁSoftware Licensing

ÁSymptoms

ÁCurrent state

ÁTopic Importance

ÁSuggestions on where 

to find supporting data

ÁRelative importance to 

other topics

ÁCurrent Impact

ÁBest Practice of the 

topic

ÁSpecific 

recommendations to 

improve results

Choose Audit Content

Subjects can be selected for each Audit

Environment (Application, Location, etc.)
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A Structured Interview to Collect Data
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Actionable Knowledge and 

Recommendations
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IT Best Practices Audit
Sample Reports

Cloud Computing Readiness Options MatrixÊ

Category

Action 

ScoreÊ Description of Current State

SaaS - Software 

as a Service

PaaS - Platform 

as a Service

IaaS - 

Infrastructure 

as a Service Private Cloud Short Term Longer term

Business 

Preparedness 22 P
R

O
A

C
T

IV
E

Few, low impact issues with existing 

processes, training, change 

management, clearly articulating 

requirements, etc.

Migrate existing 

app (COTS or 

custom) to SaaS

Migrate existing 

app (COTS or 

custom) to PaaS

Move existing 

app (COTS or 

custom) to IaaS

Move to a private 

cloud using 

existing 

infrastructure

Optimize existing 

applications and 

business 

processes

Examine cloud 

options; research; 

R&D

Client IT Staff 

Preparedness 35

R
E

A
C

T
IV

E

Skill and experience levels of current 

IT staff/support needs some 

improvement

Migrate existing 

app (COTS or 

custom) to SaaS

Move existing 

app (COTS or 

custom) to IaaS

Fix/stabilize 

existing 

infrastructure; 

invest in staff and 

training.  Consider 

use of external 

resources

Replace existing 

infrastructure

Cloud Cost Model 

Components 25 P
R

O
A

C
T

IV
E

Identification and quantification of 

components of current costs and 

expected cloud related costs is 

complete

Proceed with 

decision and/or 

selection

Proceed with 

decision and/or 

selection

Proceed with 

decision and/or 

selection

Proceed with 

decision and/or 

selection

Identify costs of 

performing 

upgrades of 

current systems

Measure and 

monitor costs as 

the projects 

progress

Cloud Services 

Provider (CSP) 

Vendor Research 78

R
E

A
C

T
IV

E

Identification of key vendor services, 

pricing, financial stability, customer 

satisfaction and support, billing 

policies, etc. needs significant 

improvement

Invest staff time 

and effort to 

compete the 

research to 

identify available 

providers and 

compare the 

products and 

services.

Current 

Technology 

Infrastructure 47

R
E

A
C

T
IV

E

Current infrastructure needs some 

improvement

Implement new 

apps as SaaS to 

minimize 

infrastructure 

impact

Move existing 

app (COTS or 

custom) to IaaS

Fix/stabilize 

existing 

infrastructure; 

consider use of 

external resources

Replace existing 

infrastructure

Peak Capacity 

Requirements 80 R
E

A
C

T
IV

E

High peak volume requirements

Migrate existing 

app (COTS or 

custom) to SaaS

Convert and/or 

rewrite custom 

app to PaaS

Move existing 

app (COTS or 

custom) to IaaS

Implement a 

private cloud to 

provide needed 

peak capacity

Increase capacity 

of existing 

infrastructure

Replace existing 

infrastructure to 

add capacity

The Consultants Source Cloud Computing Options MatrixÊCloud Options Other Options
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CIO Need How the Audit Helps

Comprehensive 

review

16 subjects, over 2200 available topics. We are former CIOôs with 

over 60 years of technology and business experience.

Objective The review is industry, vendor and technology neutral.  TCS does 

not recommend, sell or represent ANY product or service.

Proven Content We have direct experience with EVERY topic; use of each topicôs 

Best Practice has proven to have significant, positive impact.

Specific Includes descriptions of the importance of each topic, where to 

find supporting evidence, examples for each topic ïillustrating 

poor practices to best practices, and specific recommendations.

Actionable Color- and numeric coded reports prioritize and recommend what 

topics to tackle, starting with highest impact.  Many topics can be 

improved by your IT staff.

Repeatable The structured interview process and comprehensive content 

ensures that all topics are consistently addressed. Results can be 

directly compared against peers, different environments, locations, 

or timeframes.  Some clients perform annual reviews, or use the 

process for M&A deals.

CIO Needs
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CIO Need How the Audit Helps

Minimal impact on 

IT staff

Only 1-2 staff members are needed for 2-3 hours for each subject. A 

typical review requires less than 1 week to complete.

Fast Detailed reports are available within 5 days of the interview,

improvement activities can begin immediately following the 

delivery of reports.

Help to 

permanently solve 

recurring issues

The review identifies many of the root causes of recurring issues, 

and communicates the recommended Best Practices/solutions to 

permanently solve the problem.

Maximize the value 

in the existing IT 

assets we own

Is designed to identify opportunities to improve reliability, 

utilization, performance, and ROI of existing hardware, software, 

and IT staff.

Customizable to 

my needs

You select the subjects to be covered, and the depth of each 

subject.

Non-invasive No software is installed.  No devices are connected to your 

network. No data extracts are required.

Cost effective Fixed price per assessment + travel expenses

Confidential and 

no pressure

The reports are delivered directly to the CIO.

CIO Needs
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Who Should Audit IT Practices?
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Seeking a 

fresh start!

Always seeking 

improvement
Those in 

denial



Financial Benchmarking

ÅDesktops

ÅServers

ÅNetwork

ÅMid-Range

ÅMainframe

ÅTelephony

ÅWireline (circuits)

ÅWireless

ÅHelp Desk

ÅApplication Development

ÅApplication Support

ÅTotal Costs

ÅCost Per user

ÅCosts per device

ÅSalary Costs

ÅStaffing Counts ïin-house

ÅComparable Staffing Counts 

including outsourced functions

ÅUsers per staff

ÅEmployee vs Contractors
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Subjects Example Categories

Over 1200 statistics are available

A database of over 3000 data points collected over 6 years

Compare the client against peers of similar complexity



Financial Benchmarking

Example Statistics
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ÅCost Per User                                                               

ÅTotal User Count                                                            

ÅTotal Direct Costs                                                          

ÅHardware Cost Per User                                                      

ÅSoftware Cost Per User                                                      

ÅStaffing Cost Per User                                                      

ÅTransmission Cost Per User                                                  

ÅFacilities Cost Per User                                                    

ÅSourcing Cost Per User                                                      

ÅTotal Hardware Cost                                                         

ÅTotal Software Cost                                                         

ÅTotal Staffing Cost                                                         

ÅTotal Transmission Cost                                                     

ÅTotal Facilities Cost                                                       

ÅTotal Outsourcing Cost                                                      

ÅHardware Percent of Cost                                                    

ÅSoftware Percent of Cost                                                    

ÅStaffing Percent of Cost                                                    

ÅTransmission Percent of Cost                                                

ÅFacilities Percent of Cost                                                  

ÅOutsourcing Percent of Cost                                                 

ÅAverage Cost Per Staff                                                      

ÅAverage Cost Per Management 

Staff                                           

ÅAverage Cost Per Desktop 

Support Staff                                      

ÅAverage Cost Per Training Staff                                             

ÅAverage Cost Per Plan & Process 

Staff                                       



Financial Benchmarking Results

Comparison of Total IT costs compared against 

Peers, Industry, and Averages
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Financial Benchmarking Results

Comparison of IT Cost per User compared against 

Peers, Industry, and Averages
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Financial Benchmarking Results
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Comparison of Client IT costs compared against Peers, 

Industry, and Averages by Subject and key Metrics



Financial Benchmarking Results
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Comparison of Client IT Complexity


