NI ate

/ Article Date: 16th March 2009

An Z4/5+24- article by lan Crawford

At Zwshak- we have adopted some very simple mantras

£ which we work hard o turn info reality for all of our
. clients. Amongst these are:

W

Say what you'll do, do what you say!

If it's complex, it's too complex! If it's not simple,
it's not simple enough!

Decisions (D) multiplied by Actions (A) equals Re-
sults (R), (D*A =R)

=z If you don’'t decommission, you don't deliver!

W

A\

The last of these messages is the focus of this particular arficle and one zZw/Siate

has developed in response to our work in evaluating many programmes, pro-
jects and business change initiatives across a wide variety of industry sectors.
When projects fail it is often the absence of benefits realisation which is cited as
the most galling consequence. Decommissioning is often a key business out-
come and benefit driver which companies often fail to achieve. zw/S+:4- always

advocates a focus on business outcomes and it is the early identification and
continued re-appraisal of these which ensures that our clients derive value.

We have observed that many organisations, over time, lose sight of the business
outcomes they sought to deliver when they started a change initiative. EndState
explain how to retain focus on the business outcomes in other publications, so
here we examine the scenario where a key benefit, decommissioning, is lost.

Decommissioning comes in a number of benefit-driving forms. Decommissioning:

=z of products makes way for new products or product variants which drive reve-
nue, market share, market profile and profitability

=z operations enables you to free up buildings and space, reducing overheads and
operational complexity

A\

processes helps you to simplify your operations, taking direct costs out of your
business model and releasing management time

A\

platforms or individual systems reduces total cost of IT ownership and, more im-
portantly, simplifies your overall business operating model

A\

technology and devices lowers your carbon footprint, helping your cost base
and the environment simultaneously

All of these are important components of any business case for a major change
programme or project, therefore it stands fo reason that the business is serious
about realising these benefits when the change is initiated. So, why do so many
projects leak this type of benefitg Let us consider the following:

= During the initiation phase, programmes often fail fo adequately identify all of

the actions required to ensure that the decommissioning takes place
(Continued on page 2)
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(Continued from page 1)
= The costs associated with making the decommissioning happen are generally
under-stated due to inadequate planning
= The programme ifself starts to run into budgetary or time pressures. One reaction

fo this is to de-scope activities and decommissioning is offen passed info “Phase
2" or another project altogether - which often never happens

A\

Managers change and the accountability for achieving the benefits of decom-
missioning is often unclear as a result

Occasionally, the focus of the organisation changes over time and the business

outcomes originally envisaged are no longer desirable Magnify your chances of suc-
cess with ZnfState.
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All of these can lead to a significant erosion of the original business case, assum-
ing there was one and that it was robust. Worse still, if you fail to decommission
something that is market-facing (e.g. a product) then you can confuse the mar-
ket and potentially lose revenue, as well as retaining a higher cost base than
you infended.

So, zwshat- will always help our clients challenge what and how you are actually
decommissioning as a result of your change initiative. We will help you:

= Draw line of sight between the desire for a decommissioning outcome and the
actions within the programme which achieve that end state

= Assess your capability to withdraw an old product from the market atf the right

fime and its effects on customers, revenues, profits, etc

Deal with the implications of decommissioning an operation, e.g. staff implica-

tions, realising the benefits of building and maintenance savings, contractual
savings, or fransferring all of the activities to another party

W
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Assess the impact on your people / locations of process decommissioning

W

Measure your ability to decommission systems and platforms with respect to the

business operations which they support and the infrastructural commitments you
have made previously

These are just some of the aspects you need to consider. =454+~ Utilise our

Launch Toolkit o help you demonstrate that the right questions have been
asked and answered, both when you initiate change and if you need to repair a
programme which has driffed out of confrol. We support your desire for change
& ensure that the business outcomes you need to deliver success are fied to the
completion of your inifiative.

In conclusion, when assessing a proposition, be sure you can articulate the crite-
ria which need to be fulfiled to achieve decommissioning. Make sure that the
manager accountable for achieving the benefit has actually signed up to the

size and achievability of that benefit. Finally, frack the benefits through the life- Work with Zw/Stote to
cycle of your changes to ensure that they remain achievable. make things simpler than
they first appear.
Find out more about Z4/545/2 at www.endstate.uk.com.
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