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Summary 

Cloud technology promises breakthrough productivity at lower cost—primarily through automation. But the 
technology, while presenting its own challenges, turns out to be the easy part. Transforming an organization 
used to doing it another way—creating new business processes to really deliver on the promise of cloud 
computing—goes well beyond just using new technologies. It means transforming people and processes for 
complete organizational alignment around the cloud model. 

The Journey 

VMware’s IT Operations organization, comprising more than 250 people, moved its storage and compute 
infrastructure to VMware’s internal private cloud in a move to become a living model for what it means to run 
IT-as-a-Service. 

 

VMware IT manages a portfolio of more than 215 applications, and roughly 600 developers are responsible for 
developing new capabilities that support a broad range of business-critical activities. Within the AppOps team 
alone, 27 engineers support between 30 and 50 application projects each year, “standing up” working copies 
of production systems. When done manually, provisioning each instance was a complex effort taking 3 to 5 
weeks, resulting in lower productivity, project backlog, increased risk, and inconsistent results. The choice was 
to fix the manual provisioning process or leverage the power of an internal private cloud to automate it, 
according to Venkat Gopalakrishnan, director of IT. As VMware’s first Software Defined Data Center was just 
coming online, the choice was made to replace the old process with an automated one, he said. 

 

“The wait for an instance was simply too long, and internal customers were not satisfied, so we did a ‘deep 
dive’ into just how IT engineers were spending time. What we learned was that most of that time was spent 
waiting,” said Gopalakrishnan. “The process touched many different people and involved many dependencies, 
so as much as 90 percent of that time was spent waiting on others.” Late projects create a “domino effect,” 
constraining resources and costing the organization money and exposure, he added. 

 

Today the team can use blueprints, enabled through the automation of the cloud, to quickly execute 
repeatable processes to generate a test instance. As a result, the AppOps team has reduced the number of 
people focused on provisioning instances from 27 to 5, still serving an internal developer community of about 
600, according to Gopalakrishnan. Through automation, his team has reduced or eliminated a lot of the risk 
associated with every project it takes on. 

 

“The productivity breakthroughs have been tremendous, and our internal customers are extremely satisfied, 
he noted. “With blueprints, it’s like starting the provisioning process at the 50 yard line.” 

 

Processes—and even job roles—have shifted to reflect the cloud business model. It takes less time and effort 
to blueprint the typical runbook than to actually run a runbook, Gopalakrishnan noted. It might take weeks to 
blueprint a runbook but once it’s done it can be leveraged indefinitely—in short, blueprinting “scales.” 

 

“We did recognize we had to create a new job: that of ‘Blueprint Master.’ What we found was that if a mistake 
occurs in the original blueprint, it will, of course, repeat itself in every instance,” said Gopalakrishnan. “So we 
now have one person who monitors all blueprints within 48 hours of their creation, catching and rectifying any 
errors as needed.” 
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The automation enabled by VMware’s internal private cloud has allowed IT Operations to focus far less on 
routine, traditional IT tasks and far more on working closely with business users and assess ways to further 
improve business efficiency. On average, developer efficiency has increased 20 percent, noted 
Gopalakrishnan, while his organization has saved $6 million annually by eliminating infrastructure and its 
associated operating costs. 

 

Now that IT Operations has become so efficient, you would think they would take longer lunches, or at least 
go to lunch. But the word is out, and user demand has increased. “In the past, IT had been too slow to react,” 
said Gopalakrishnan. “Our improvements have increased demand for Dev/Test instances, a situation we 
welcome, as it improves overall outcomes of VMware’s business. Some teams were not doing proofs of 
concept because getting an instance took too long. We’ve solved that business problem with the Software 
Defined Data Center.” 

 

IT Operations continues to work on improving business agility in other areas beyond development testing; a 
current project is automating end-to-end QA/functional testing. So far, automation has helped them to take a 
whole collection of processes that formerly took 100 hours and bring it down to 12 hours. The ultimate goal is 
8 hours, Gopalakrishnan noted. “Our goal for complete end–to-end provisioning is to come in within 24 hours 
by year-end,” said Gopalakrishnan. 

 

The shift has involved technology, but perhaps more significantly, it has involved people and new ways of 
thinking about a career in IT. “It has taken a while, but I think we’ve effected a really important cultural shift in 
IT,” said Gopalakrishnan. “People are no longer afraid that ‘automation’ means ‘I may lose my job.’ Instead, 
the focus is on higher value-add skilled work and processes.” 

 

The analogy Gopalakrishnan uses involves the old Model T car. At one time several people huddled around the 
car’s body to put on the wheels and tires. Today we would see only robots performing those tasks. “Where did 
the people go?” Gopalakrishnan asks. “They did not go away, as had occasionally been predicted. They are 
building the robots. And figuring out ways those robots can work even better.” 

 

Learning to “build robots,” so to speak, takes training. And the IT organization has done plenty of it. The IT 
Operations organization is sending its people to become vCloud certified, and some are becoming VMware 
Certified Professionals. Cross-training is another process change, Gopalakrishnan noted, adding that the 
Bangalore and Palo Alto teams are better able to do each other’s jobs thanks to this internal initiative. And the 
alignment between developers and application engineers is closer and more seamless, with no more silos, he 
said. 

 

“Our IT people today are more skilled, adding more value to the business than several years ago,” 
Gopalakrishnan said. “Now they manage infrastructure rather than build it, enrich our automation solutions, 
and collaborate to improve agility.” 

 

“It takes process, people, and governance to really transform a business,” Gopalakrishnan said. “People are 
important in the journey to the cloud.” 
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The End Result 

A customer-centric view is critical in moving toward IT-as-a-Service, Gopalakrishnan noted. In this case, the 
customer is internal, but the economic model still shifts from “time and materials” to one of “managed 
services.” 

 

“We’ve created a disposable infrastructure and will migrate to a full IT-as-a-Service model over 2014,” he 
concluded. 


