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Summary 

The consumerization of IT has drastically changed things over the past few years. Part of this is because we 
now deal with multiple workforce generations that all need to be supported in their own way. How do you 
manage insatiable “need now” demand with a new IT consumption model and at the same time run a secure 
compliant business with services that are always on, always available, and are naturally scalable? Constant 
change is the new steady state, and when combined with consumption model changes and the 
consumerization of IT services, it creates for a challenging problem for IT organizations. 

All global IT organizations face these complexities and challenges, but VMware IT knows it is expected to be a 
first order mover in accelerating change and in being the first to utilize its own products in the real world 
enterprise. 

So how did VMware tackle this challenge? How did the team enable business transformation through IT 
transformation? The answer lies in a stepwise evolutionary approach and an IT as a Service mindset created 
with focused attention to people, process AND technology. 

The Technology 

“When experts think about the new Cloud era, they think of transformation and delivering IT as a Service. This 
concept isn’t new, but the daunting task of managing very complex IT infrastructures gave IT organizations an 
excuse not to act. 

Today there are Infrastructure as a Service, Platform as a Service, Software as a Service, and others that create 
a new consumption model for IT and now make it hard for IT organizations to keep hiding behind complexity 
as an excuse. 

But now there is a different problem: the pace of technology has all but outstripped and outpaced IT’s ability 
to keep up with the insatiable demand, and VMware IT found that its lines of business were turning to 
external providers that could offer on-demand services in a cost effective and transparent way. The company 
needed to embrace the various delivery models to provide the optimal services and to start thinking outside-in 
versus the traditional IT approach of inside-out. They needed to take the journey to IT as a Service to provide 
them with more agile service delivery. 

The team had five goals in mind: 

 Deliver IT services at the speed of business 

 Increase agility and efficiency in operations 

 Delight users every day 

 Allow IT to become an innovation center 

 Enable the business to be a first order mover 

With these five goals in mind, VMware IT committed to further increasing its XaaS delivery and started its first 
Software Defined Data Center private cloud initiative. 
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There were two big wins that enabled the IT organization to change the way it was delivering services. Paul 
Chapman, Vice President, Information Technology, stated that the first was to move the easily-siloed and 
more mature business processes to third-party, best of breed providers. “Moving these processes to the cloud 
gave the business more agility and freed up internal resources to focus on things that could differentiate 
VMware in the market,” he noted. The remaining and more complex systems and processes were aggressively 
moved into their private cloud Software Defined Data Center environment. “The agility and efficiency gained 
by maintaining them in house, in a private cloud, directly impacted our customers and supported revenue 
growth objectives,” he added. But beyond these benefits, IT was able to move personnel from standard 
repeatable work to more meaningful roles with new and more relevant skills. 

The People 

And this is where the second big win came in. The team actively led the cultural shift required to transform the 
architecture and operating model that enables IT as a Service. The team knew that IT as a Service would 
enable new levels of agility and efficiency, but it also allowed the team to highlight roles and opportunities 
that were more meaningful than those used under a more traditional model. 

IT professionals are always on a continuum of needing to reinvent themselves because of technology change. 
Chapman feels that constant change is the new steady state. “I think we are finding, especially in our 
movement to ITaaS, that one key element is having leaders in the IT organization who can work internally to 
overcome the concern and fear of, ‘Hey, my current role is diminishing in demand. What does that mean for 
me?’ Incentives to transform have to be aligned from top to bottom – including service delivery strategy, 
operating model, organizational construct, and individual job functions. Otherwise, you’ll have people in your 
organization wanting to work against changes that are vital for success, and in some cases, almost willing for 
them to fail. Without this it is very hard to achieve momentum and accelerate to an ITaaS-focused 
organization.” 

The Process 

One big hurdle that IT organizations face in accelerated transformation is that they still must run the current 
business. Chapman feels that the key is moving the IT organization with a stepwise evolutionary approach, but 
in a continuous improvement direction, around how you deliver IT services. And this means also 
understanding the new roles that are starting to emerge and how to grow people into those roles from within 
your organization. At VMware the team still runs traditional IT services but has a center of gravity that is based 
around its Cloud Operating Model. When embarking on its journey, the company decided not to make radical 
overnight organizational changes but instead made incremental and directional changes that have moved the 
organization into a different operating model and mindset.  

“The key is it is not any one single thing - it is about people, process, technology, and change management and 
taking those stepwise, evolutionary adjustments in a new direction,” Chapman added. “This takes careful 
planning and laying out a strategic direction to get there and should cover small, quick wins as well as game-
changing service transformation changes.” 

In Conclusion 

VMware’s IT organization has grown over the past few years and has adopted a global staffing model that is a 
blend of internal staffing mixed with external service providers. This gives them the flexibility for skillset 
rightsizing or to staff for burst capacity. Chapman feels that this, blended with a right-cost delivery model for 
high capacity, commodity work, should be part of any IT staffing delivery strategy. While certain functional 
areas within IT have shrunk, others have emerged, and some roles have shifted into the business where the 
capability requirements have become configurable or automated through self-service. 

 

Follow @VMwareCloudOps and @PaulChapmanVM on Twitter, and join the conversation by using the #CloudOps 
and #SDDC hashtags on Twitter. 


