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| Re-Integrating the Enterprise

Up Front: IT in CanadaCEO(Chief Content Officer Michael OONeil conducted interviews:mith
notable members of the Canadian IT indugtnyprepare for the OUC JamO, an online discussiop on
the opportunities and implications of unified communications in Canadian businesses.

Each interview was loosely based on a common discussion guiddsrsections included:

- Opening Thoughts on UC: UC is an extension of the communications infrastructure, or an
enhancement of business applications and processes?

- Questions on UC AttributesiVhat benefits and obstacles will we encounter, as we use UC to
address issues like human latency, anyplace/anytime collaboration, presence, and productivity.

- UC Within the OrganizationWhatimpact does corporate structure have on@@otential
contribution? How does UC impacin organizationOs ability to engage younger workers? And| how
does it affect management skill requirements?

- The UC Business Case: How slibuC acquisition logic be structured B what payback
expectations are reasonable, what support is needed from business and IT management, where is
opposition to UC deployment likely to come from, and what needs to be considered in identifying,

evaluating, and/or managing suppliers?

| [When reading the following, it should be rememberedtt@purpose of the discussions was not|to
il in the blanksQin this outling but rather, taexplorethe unique perspectives of each participant.
In the end, each provided a perspective that adds to a comprehensive appreciation of what UC is, and
what it means for Canadian organizations.
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James Burchill
A A

James Burchill imne of CanadaOs leading Web experts. He is a true OnetizenO P he uses
neither a title nor a company name, referring only to his URL and a home page section that
describes him asomeone who Oshows individuals and companies how to profit from the
innovative use of Internet technologies, strategic content and social media marketing.O

First Section: Opening Thoughts on UC

The discussioompened with James noting that he had spent some time considering both perspectives,
and finding thaDboth have some useO. However, in the end, he comes down clearly on the side of
the OUC is best seen as an enhancement of business applications and processesO side of the
discussion.

James notes thaétere is a limit to the utility of an approach that is focused on enhancing personal
productivity, and that this limit in turn constrains the potential benéfihified communications as a
concept. & points out that businesses have been implementing productivity systems, deploying
tools, and sending employeespt@ductivity-focused workshops for many years B and that there is
both little evidence of continuing benefit from th@seestmentsand little proof of potential for

future gains.

The notion that UC can be usefully applied to business process, on the other hanscafiefor
progress that clearly interests James. He views UC has having the poteatiatégrate

enterprises that have Oscattered to the four corners of the worldO, with critical functions B
manufacturing, distribution , customer supg@distributedto different places, and through
outsourcing, to differertompanies.With UC, James sees the potential to Omake the business whole
again(to create not just a communications infrastructure, hutified business modtiat provides

the basis for operations that interoperate seamlessly across workflow processes that are optimized
entirely independently of system, geographic, and sinmipediments

Questions on UC Attributes

In many UC-related documents, we see discussion of how UC addresses the issue of human latency.
ThereOs something very compelling about the notion of reducing the fallow time that we all
experience when we are waiting for informatifor,an opportunity to gain the counsel or buy-in of a
colleague or manager, or for a response from a supplier or customer.

However, in Jamd&wision, reduction ohumanlatency is far too modest an objective the. A
reduction in human latency amounts to an enhancement of personal productivity b and James
believes that we have much more to gain by redysiogesdatency.

In our discussion, we agreed thatman latencys a natural path for UC conversations to followe

do, after all, have an innate belief in our importance, and our centricity to the processes in which we
engage.Yet, James makes an important point: from a total volume perspective, communications
traffic resulting from connectingystemsurpassed person-to-person communicatdmsest a
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decade agoThe Opersonal productivityO approach to UC pufsetisenfirst, and is dependent on
the person for its success; if we are to truly harness the potential of UC, we need to view system-level
communication as being of the same order of importance as person-to-person interaction.

| think this is a critical point, and one that is nearly always missed in UC discussions. It seems that
for the most partescriptions of UGre concerned with hopeoplecanfind each other quickignd
access the contextual content needed to inform their interactions. There is frequently some idea that
these interactions are caused by or otherwise integrated into workflow systems (for example,
employees accessing HR policies, or salesupport staftonnecting efficiently with customgr®

but there is rarely any thought given to how the systems themselves might act as peer-level
participants in a truly unified communications fabrieut another way, we tend to view person-to-
person communication as t®bjectiveO of UC, with person-to-system or system-to-person
communication viewed as a supporting level to the human/human dialogue, and system/system
communications assumed to happen outside of the UC framewaressositionD that a true

unified communications system would link interactions between people, systems, and people and
systems all as peer-level activitiess, | think, a hugely powerful insight into how UC needs to

evolve, to live up to its potentialames himself touched on this when he said, OitOs interesting that
we call if UC B weOre driven by the technology rather than the idea.O

To get at the idea itself, James believes that we need to fgttablem, not the sympto@s.in this
analogy, we attack symptoms when we focus on personal productivity ig$weproblem, he says,

is contained within the system. To attack it, we nedulitdl models that abstract functions from our
business processes, and position them so that we can connect them in the most effective possible
ways b regardless of whether thosguirecommunications between people, between systems, or
between people and systen@@ur tendency, though, is to build systems that echo those that they
replace B which put people at the centdetil we recas@unified communicatior® as a system-

centric approach to integrating the enterprise, we will miss much of the potential associated with the
solution.

UC Within the Organization

Our dialoguan this area started withdascussion of whether one of two different organizational
approaches B Ocommand and cadtvsl Osense and reactO D is better suited to UC, and what impact
factors like industry sector, geographic scope, ate.)ikely to have on UC success.

Building on his observations regarding the need to centre UC on the business model, James noted
thateither type of organization was capable of being successful in a UC deployment: Oorg structure
just describes how you look into the systemO. He went on to note, thougltaimemand and

control managemem¢am would baenore likely to embrace a persa productivity approach to UC,

since it better echoes the sequential structlifeevisionassociated with UC, he says, is not

command and contr@it echoes the organic, distributed, multi-node, self-balancing, self-healing
principles on which the Internet itself is based.
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This assertiorleads to some interesting observations about the management skills required for

success imeploying and evolving UC. James notes that if UC is searaa®f creating a unified

business model, every group within the organization Ohas the opportunityO to contribute value D but
that doing so requires a blend of technology skills and marketing/communications capabilities that
are not typically combined within a single role in the organizatema result, UC deployments

require management to find ways to achieve a degree of fusion across these disparate capabilities, to
best enable thieusinesdo describe and codify its critical functions, and then apply technology to
optimizing these processes.

The UC Business Case

The last section of our interview dealt with the UC business case: hahai@be positioned

where/in what timeframe a buyer should look for payback, expectations regarding the involvement of
IT and business management in the process, potential impedimsuatséss, and several supplier-
related issues.

To begin this discussion, James reiterated his belief that UC should not be positioned as an extension
of the current communications infrastructuta.fact, the notion of seeing UC as any form of

technology solution rankled himJC is Oway past a critical business system,0O he said, OitOs
communications, business, and beyowda® past souped-up phone system.O

Such complex constructs often result in elongated payback horizons. However, James doesnOt
believe that this should be the case for WCsystem designed to optimize organizational efficiency
around a unified vision of the enterprise should offer both quick payback and Oorders of n@gnitude
payback. In JamesOs vision, the personal productivity impact of such as system is merely a
byproduct. The real benefit comes from eliminating latency around the critical path through the
organization. You canOt, he notes, alter physical constrainBthikespeed of paint drying.O

However, yowanreduce the process latencies surrounding painted inverdoigpayback from

this type of process breakthrougfil greatly exceed any costs associated with enabling technology.

When the discussion turned to expectations of IT support for deployment, James sounded a note of
caution. From an IT perspectivehé approach to UC that he envisions requir@etting goO. In

effect, communications moves from being organized around packets to being organized around
meaning This islikely to provea difficult leap for many I'TThanagers.

However, IT will not necessarily prove to be the only source of resistance to far-reaching UC
deployments, or even the most important soudaanes notes that opposition might well come from

the Otop of the treeO B the chairman/CEO. UC beyond the concept of technology that applies better
automation to current communications methods and patterns requires vision, and not all senior
managers will be able to supply these qualitiést that matter, he says, UC Ocould potentially be
broadsided by anyone in the organization.O This led to anoihetant UC markepbservation:

thatto be successful, firms deployiti will needGeveral champiorB(at) every level of the

business.O One person, even a powerful CEO, will find it difficult or impossible to persuade
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employees of the importance of his/her visgioroughouthe UC development and deployment

process. Supporters are needed across the organization, to ensure that there is meaningful buy-in at
all levels and in all departments. James offered a caution associated with this last point: it is possible
to start a UC deployment in one area of the busibéssthis approach Otreats symptoms with

tacticsO, avoiding the scope that can deliver rapid and compelling payback on investment.

Lastly, we talked about supplier positioning and management. James has investigated the Microsoft
and Nortel UC offerings, and has a general understanding of how other vendors, such as Cisco and
IBM, might approach UCAmongst these vendor positions, he feels most comfortable with Cisco as

a technology partner @hey specialize in connecting disparate technologies through unified data
transporOPbut quickly notes that UC is more a systems integration than a platform technology issue.

His final observation on this poirthough, sounded a note of caution even on this score. ONever,O he
says, Omake the supplier Opoint manO for the UC deployment. 1tOs not about the technology.
Technology is evolvingmeaningsare not.O In the end, communications systems need to convey
meanings that suppatunifiedbusinessnodelb and this ia process that needs to engage both
broad-minded management and effective suppliers
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