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Abstract

Over the years, IT has become the backbone of businesses to the pant
where it would be impossible for many to function (et alone succeed)
without it. As aresult of its increasing role in the enterprise, the IT
function is changing, morphing from a technology provider into a
strategic partner. Concurrent to these changes, the IT infrastructure is
moving towards a centralized, highly adaptive utility model. In this
paper, we review the different open and industrial frameworks that
support IT organizations in this transition and explore their impact on
the next generation of IT infrastructure.

1 Introduction

Information Technology (IT) has been serving the enterprise as a technol ogy provider helping businessesto
perform more efficiently and to expend into new directions since its early stages. Over the years, IT has
become the backbone of businesses to the point where it would be impossible for many to function (never
mind succeed) without it. I'T isno longer separate from but is an essential element of the enterprise[1]. As
aresult of itsincreasing role in the enterprise, the IT function is changing.
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Figure 1: Evolution of the IT Function within organizations

According to [2], when evolving from technology providers into strategic partners, 1T organizations
typically follow a three-stage approach as depicted in Figure 1. Each evolutionary stage builds upon the
others beginning with IT infrastructure management (ITIM). During this stage, the IT organizations focus
on improving the management of the enterprise infrastructure Effective infrastructure management means
maximizing return on computing assets and taking control of the infrastructure, the devices it contains and
the data it generates. The next stage, IT service management (ITSM), sees the IT organizations actively
identifying the services its customers need and focusing on planning and delivering those services to meet
availability, performance, and security requirements. In addition, IT is managing service-level agreements,
both internally and externally, to meet agreed-upon quality and cost targets. Ultimately, when IT
organizations evolve to IT business value management (IT Governance), they are transformed into true
business partners enabling new business opportunities. In that stage, IT processes are fully integated with
the complete lifecycle of business processes improving service quality and business agility.



Venkatraman [3] illustrates the changes that occur in the perceived contribution of IT by the Business

during the transformation from Service Provider to Strategic Partner as presented in Table 1.

Service Provider

Strategic Partner

IT isfor efficiency

Budgets are driven by external benchmarks
IT is separable from the business

IT is seen asan expense to control

IT managers are technical experts

IT for business growth

Budgets are driven by business strategy
IT isinseparabl e from the business

IT isseen asan investment to manage

IT managers are business problem solvers

Table1: IT asService Provider or as Strategic Partner

As Van Grembergen [1] emphasizes, through those changes, “IT becomes not only a success factor for
survival and prosperity, but also an opportunity to differentiate and to achieve competitive advantage”.

The “new” IT should undoubtedly be achieved in IT organizations by putting in place a management of IT
that is service oriented (ITSM) and by establishing an IT Governance capable of aligning IT with the
Enterprise Governance objectives.

Various definitions of IT Governance have been proposed [1] in the literature. In 2001, the IT Governance
Ingitute (ITGI) suggested that the “IT Governance is the responsibility of the Board of Directors and
executive management. It is an integral part of enterprise governance and consists of the leadership and
organizational structures and processes that ensure that the organization’s IT sustains and extends the
organization’s strategy and objectives’. Key to this definition is the notion of alignment of the IT with the
Business also referred to as Strategic Alignment [1].

The evolution of IT organizations from technology providers into service providers requires taking a
different perspective on IT management. IT Service Management put the services delivered by IT at the
center of IT management and is commonly defined [4] as “a set of processes that cooperate to ensure the
quality of live IT services, according to the levels of service agreed to by the customer. It is superimposed
on management domains such as systems management, network management, systems devel opment, and
on many process domains like change management, asset management and problem management.”

The difference between IT Service Management and IT Governance has been subject to confusion and
myths. Peterson [5] provides us with a clear indgght into the differences between these two notions.
“Whereas the domain of IT Management focuses on the efficient and effective supply of IT services and
products, and the management of IT operations, IT Governance faces the dual demand of (1) contributing
to present business operations and performance, and (2) transforming and positioning IT for meeting future
business challenges’. As depicted in Figure 2, Peterson suggests positioning IT Management and IT
Governance along two dimensions, Business Orientation and Time Orientation.
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Figure2: IT Governanceand IT Management



From a conceptual point of view, one can mode the relationship between IT Governance and IT
Management has presented in Figure 3.
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Figure 3: Relational Model between IT Governance, | TSM
and I T operations and services

As we previously introduced, one of the IT Governance goals is to align with the business objectives
defined by the Enterprise Governance. These high-level organizational goals and objectives are used as
input to derive goals, objectives and performance metrics needed to manage IT effectively. At the same
time, the auditing processes are put in place in order to measure and analyze the performance of the
organization. Conceptually, the process can be seen asan “IT results chain” [6] as depicted below.
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Figure4: IT resultschain

Recursively, ITSM, its people, processes and technologies manage and control the IT services and the IT
infrastructure according to the objective received from the governance. Ancther IT results chain is design
to link ITSM with the service and infrastructure.

Concurrent to these changes, the IT infrastructure is moving towards a centralized, highly adaptive utility
model. Commonly referred to as IT Utility or Utility Computing, the future of IT infrastructure is geared
towards a new computing model under which infrastructure is shared among customers and dynamically
optimized to achieve efficient use of resources and minimize associated costs.

In this paper, we review the different open and industrial frameworks that support organizations to
transition from technology providers to strategic partners. First, we study the frameworks for IT
Governance. We then present the IT Service Management frameworks. We then compare and put the
various frameworks in perspective. Lastly, we conclude this paper by exploring their impact on the next
generation of IT infrastructure.



2 IT Gover nance Frameworks

21  Scope

Having defined previously IT Governance, it is necessary to understand its most important elements. The
IT Governance Ingitute [7] suggests that “Fundamentally, IT Governance is concerned about two things:
that IT delivers value to the business and that IT risks are mitigated”. This leads to the four main focus
areas of the IT Governance, all driven by stakeholder value. Two of them are outcomes: value delivery and
risk mitigation. Two of them are drivers: strategic alignment and performance measurements.” As noted by
Van Grembergen [1], while value delivery is focused on the creation of business value, risk management is
focused on the preservation of business value.

In this section we review first the Control Objectives for Information and related Technology (CobiT)
framework then we present the IT Balanced Scorecard (IT BSC) as supporting mechanism for the
development of IT Governance within an organization with a particular focus on strategic alignment and
performance measurement.

2.2 Control Objectivesfor Information and related Technology (CaobiT)

CohiT [8] is designed to be an IT governance aid to management in their understanding and managing of
the risks and benefits associated with information and related technology. CobiT is independent of the
technicd IT platforms adopted in an organization, it is an open standard for control over information
technology, developed and promoted by the IT Governance Institute.

Cohi T creates the link between the business objectives of an entity and the specific IT and IT management
tasks via statements about the Control Objectives.
Cohi T isdesigned to help three digtinct audiences:

Managers, who need to balance risk and control investment in an often unpredictable 1T
environment.

Users, who need to obtain assurance on the security and controls of the IT services upon which
they depend to ddliver their products and servicesto internal and external customers.

Auditors, who can use it to substantiate their opinions and/or provide advice to management on
interna controls.

As depicted in Figure 5, CobiT third edition consists of an Executive Summary highlighting CobiT main
benefits, a business orientated framework covering al IT activities, a set of management guidelines
enabling management to align IT activities and priorities with business requirements, 318 detailed control
objectives, a set of audit guidelines and an implementation tool set.
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Figure5: CobiT Structure






