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Anyone close to IT Service Management and the constant tradeoffs between 

opportunities, initiatives and resources understands that being able to clearly and 

proactively see the ñwall of workò before it becomes ñworkò is not only a critical 

success factor of the overall IT Governance effort (choosing what actually becomes 

ñworkò, and then mapping consistently how the ñworkò will be executed), but also the 

success of the technology enterprise in general. To this end, most of us have 

collectively decided to put an end to living in an environment where Demand is 

infinite because cost is zero. Instead, we have chosen to abandon this environment 

for two primary reasons: 1) We have come to understand more clearly that itôs not in 

synch with the favored concept that IT should be managed like a business rather 

than a shared cost, and 2) NOT recognizing the value and importance of running IT 

like a business and living by Reason #1 creates an unhealthy environment for the IT 

organization and the business it supports.  

The ñwall of workò exists in all organizations. The more successful organizations are 

so, in large measure, because they are more fundamentally able to first identify and 

then marshal potential ñworkò. They are consistently better at quantitatively (and 

qualitatively) assessing the priority of specific ñworkò against the limited resources 

available to support the ñworkò; and finally, they are able to actively decision the 

analysis and put the ñworkò in motion more quickly and with fewer resources 

invested in the analysis and decision to do so ï Decisive, Agile and Efficient IT 

Organizations, being run like businesses.  

The ñwall of workò consists principally of two categories:  

1. Items that turn into full blown IT project work  

2. Items that contribute to the composition of a pre-existing, time-definite work 

plan 

 

These two categories can be broken down further in a spectral set of five major 

work-candidate types:  

1) Bad ideas  

2) Nice to Haves  

3) Good Ideas  

4) Required  

5) Operations / Break Fix  
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At either end of this spectrum, the decision model is pretty straightforward. 

Bad ideas are not good for the business, not good investments for IT on 

their own standing or by comparison, not connected at the core to the IT 

Value Structure for the enterprise, or, in plain language, just flat out hair-

brained. Required work shares the same simple decision model, as do the 

Operations / Break Fix variety of work, except that they are at the other 

end of the Value Structure. They are good for the business to the degree 

that there is no reason not to do them, they are good investments for IT on 

their own regardless of the existence of other supporting initiatives, they 

are directly connected to the goals and objectives of either IT, the 

Organization or both, or are Regulatory obligations that cannot be staged, 

postponed, or otherwise denied.  

It is the middle of this spectrum where most ñdecisioningò work is required, 

sometimes in consideration of the ñRequired and the ñOps / Break Fixesò 

that simply have to be accommodated. That decision process can loosely 

be considered the fundamental center of true Demand Management. 

IT cannot restrict the amount of work that is requested by the organization. 

We canôt say: ñPlease stop asking us to build things / enhance things / fix 

things for you. We donôt have the resources to do any more.ò The battery 

of questions we ask ourselves shouldnôt focus on whether we do more 

ñworkò in response to requests from the organization; it should rather be:  

1) Based upon current constraints (resources / skills), which work from 

ñthe wallò should we execute?  

2) Based upon estimated easement of current constraints (more 

resources, current initiatives canceled, etc) which additional work 

could we take on to optimize the value of the portfolio?  

If you agree that the process of deciding which work should be done 

(based upon established criteria) is a fundamental principle in true Demand 

Management, then we should also agree that true Demand Management is 

the first stepping stone to true Portfolio Managementéand therefore, the 

value and health of the portfolio is only as robust as the mechanism by 

which the IT organization manages Demand. The ñDemand Management 

Maturity Modelò (described in more detail in the unabridged version of this 

paper) will more often than not describe predicatively whether or not the 

portfolio is approaching value optimization, and whether in fact it is as 

healthy as it could be.  
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There are several important characteristics that any Demand Management 

mechanism must possess to truly be effective and successful on an enterprise 

scale. Iôve listed several of them here:  

1. Request-making access to the mechanism must be controlled 

(rights-based access)  

2. The mechanism must be scalable  

3. It should provide appropriate traceability  

 
4. It should allow for the composition of review parties, panels or 

councils  

5. It should take advantage of current architecture, procedures and 

processes  

6. The mechanism should provide an analysis platform  

7. There should be a bona-fide connection between real enterprise 

financial information and the mechanism  

8. The mechanism should provide complete visibility into the existing 

portfolio as well as the queue of requested work  

9. The mechanism should have a robust output and storage 

functionality  

10. The mechanism should provide automation and workflow in 

progressing the request review lifecycle  

 

 

By leveraging the delivered Clarityϰ ŀǇǇƭƛŎŀǘƛƻƴ ŀƴŘ ǎŜƭŜŎǘ Řŀǘŀ ŜƭŜƳŜƴǘǎ ǿƛǘƘƛƴ ƛǘΣ 

Xinify Technologies has created a packaged solution that brings to bear a robust set of 

business rules, competent modeling and mentoring, and solid business processes. It 

incorporates workflow, custom attributes and custom objects, all of the versatility of 

custom outputs and reports, and it can be deployed on a scaled, modular basis or en 

masse. For more information or a demonstration, please contact your Xinify Sales 

Representative. 


