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Dear Readers,
“Corporate IT is going to experience radical change” – that is the core
message behind the concept of the New School of IT. You might wonder
if there has ever been a time when IT development development stood
still. Changes, radical transformations and paradigm shifts – triggered
by new technologies − are a constant part of all our lives. Your current
workspace has very little in common with a workspace from 2004 and
virtually nothing in common with a workspace from 20 years ago. So
what is so special about the current situation? Why do we describe the
present developments with the drastic image of a “RevoluITon”?
Because this is the moment when three developments that were previously seen as separate have been united. Mobility, agility and elasticity
have joined forces to change the rules for successful corporate IT. What
does that mean for your company? Expensive software projects that
take months to deliver results are not the right approach for your mobile
applications, which require short development cycles. Mobility drives
agility. The rapid and flexible development of software that is published
weekly or daily cannot be held up by static IT infrastructure. Agility
drives elasticity. Your systems must be able to handle 100,000 mobile
users just as reliably as 100 users. Elasticity allows mobility.
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These examples demonstrate that there are many connections; development is interdependent and drives further development. Such changes
are like waves that meet and reinforce each other. The New School of IT
shows you how trends look like, which interdependencies are typical
and which instruments allow you to react perfectly.

However, we are not just facing a technical revolution. The New School
of IT also means that the position of IT in companies is changing. Identifying connections, establishing new business processes and reaching
new target groups: IT departments are being called on more often to
provide the basis for such activities. Companies are becoming increasingly “digitised” and IT is freeing itself from the role of supporting
specialist departments. It is going from being driven by new developments to driving them.
We want to guide you along this path, one we consider revolutionary.
Please do not hesitate to contact me. Let’s discuss the effect that this
developmental dynamic will have on your company and department.

Best regards, Prof Dr Volker Gruhn

P.S. I present the central themes of the New School of IT in four minutes
at New-School-of-IT.de.
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Rethinking IT – the New School of IT
1. Why a New School of IT?
There are few areas of our daily lives that are changing as fast as IT.
Almost everyone’s life and working environment are being shaken
by new technology. That is because those responsible for IT and
its structures rarely have time to adapt to changes. The transformation is radical. Concepts that were helpful yesterday can be an
obstacle today.
The world of IT is again facing major changes driven by three important recent trends: the mobility of customers and employees, agility
in software development and the elasticity of IT infrastructure. Each
trend on its own is causing considerable upheaval for companies and
IT departments.
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The three trends influence each other;
they overlap, drive and amplify each
other. It is already clear that the convergence of the three trends will fundamentally change the way we see
and think about IT.
More speed is required, departmental
boundaries are becoming more of an
interference, and users and developers
have to meet increasingly frequently.

The New School of IT describes a set of ideas and instruments that
allow decision-makers to react appropriately to these developments:
tamed agility, interaction rooms, DevOps, continuous delivery and integration – CIOs cannot avoid considering such topics if they want their
IT operations to be fit for the new environment.
The way that IT departments work is not the only issue; perceptions
of those responsible for IT and their role within a company are also
important factors. Is the team just an extended workbench for the
specialist departments, which only serves to meet their needs? Or can it
capitalise on the huge changes currently facing companies to give IT the
recognition it deserves? That is also one of the tasks of the New School
of IT: it creates recommended action plans by analysing connections.

2. The three key players
2.1. Player 1: Mobility
Core business processes that are not mobile, or do
not at least have elements that can be mobilised,
are becoming rare. The provision of web-based appli
cations or apps to customers and suppliers is typical.
The implementation of mobile solutions often has to
be carried out quickly. The goal is to bring new products
and services to market at short notice, often via a variety of sales
channels. But developers must not lose sight of the specific features of
mobile applications in the process of construction and quality assurance.
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Many fundamental questions on the path to more mobility remain to
be answered: Will apps or browser-based systems become dominant?
Could HTML5 be a catalyst for the success of the latter? Which platforms
do we need to support? How will the importance and market share of
the competing mobile operating systems develop? Will cross-platform
approaches to development and tools be sufficient to service various
platforms from a single core system?

be dispensed with. This trend towards agile processes means that the
topic of “budget security” continues to be key.

IT decision-makers need to consider more than just these technical
topics. More complex, process-based mobile solutions also raise methodological questions: How can we reliably identify the parts of business
processes that are most suitable for support from mobile technology?
How can such elements be connected with the software used to support static elements?

In practice, agile software development processes repeatedly clash with
less agile structures for provision and operation. Particularly in major
projects and product-related development processes, agility is embedded in largely plan-oriented structures. There is a danger that, in the
end, these static processes, which restrict innovation, will counteract
the positive effects of agile development.

These are all questions that can only be answered if they are
embedded in a mobile strategy.
2.2. Player 2: Agility
The world of software development has been newly oriented for a number of years: On the one hand, because
users are placing greater demands on the availability and
flexibility of IT. On the other, because business processes
and models are changing ever faster and the supporting IT must
adapt accordingly. Solutions have to be developed and made available
quickly – often without detailed clarification of the requirements that
will be placed on the software.
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The industry knowledge of the development team, including internal
IT experts and external service providers, plays an important role in
the selection of the functions that are truly necessary. Those involved
must continually consider which functions are necessary and which can

Taking such requirements into account means a move from strict agility to “tamed” agility, which aims to achieve a balance between planning security and flexibility (see also section 3: “The new rules of the
game – tamed agility”).

2.3. Player 3: Elasticity
The topic of elasticity is booming in IT departments.
There are two reasons for that: On the one hand,
the times of closed, consistent and equally reliable
data management are over. It is necessary to flexibly
include external data sources with varying formats,
degrees of quality and credibility.
On the other hand, it is also necessary to satisfy the changing performance demands from the outset for users whose numbers are
growing by leaps and bounds. That is difficult to achieve with lengthy
procurement and installation processes, which are often susceptible to
errors. Today’s IT systems must react like an elastic band, stretching
and contracting depending on the loads they face.
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It is not just the number of customers or employees using a particular function which fluctuates. The use of resources for analysis is also
unevenly distributed. A marketing department that has to evaluate hundreds of thousands of customer entries in the follow-up to a campaign
needs sufficient computing power on an ad hoc basis. And the company
will no longer require that capacity once the evaluation is complete.
The fitting concepts are cloud computing and virtualisation, architecture
that can support big data and NoSQL databases:
˭˭ From the user perspective, cloud computing and virtualisation mean
that basic IT resources can be put into operation at short notice –
above all without procurement processes, delivery times and expert
knowledge.
˭˭ Big data does not just mean that today’s companies have to deal
with huge volumes of data. Big data also means that the often strict
division between operational and planning data is a thing of the past.
Business-critical decisions are made on the basis of operational data.
External data sources and historical data are included in the decisionmaking process, and even the largest volumes of data are evaluated
online and in real time.
˭˭ In the big-data environment, not-only-SQL databases – solutions that
take a non-relational approach – show their strength. Why? Because
the evaluation of such diverse data cannot assume that data can be
converted into relational formats. It follows that purely relational
databases are insufficient for the representation of complex relationships in open, partly unstructured data management systems.
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3. The new rules of the game – tamed agility
When agility, elasticity and mobility are combined, new approaches for
the successful operation of IT systems are called for. The New School
of IT is an umbrella concept that covers a whole range of instruments.
The core of the approach is addressing the need to combine more agile
structures with reliable project planning.
It must be possible to plan project budgets, deadlines and resources if
they are to be implemented by a company. At first glance, agile software
projects – in which requirements cannot be clearly defined at the beginning – would appear to be poorly suited to such environments. However,
software developers must become more agile: Self-organised development teams that produce new releases with several new functions at
short intervals have a major advantage over traditionally structured
projects. During such “waterfall” projects, if the requirements for the
solution change, agile teams can react faster and more flexibly.
There is a world of difference between plan-oriented and agile models.
Nevertheless, it makes sense for a CIO to use a combination of both
approaches. On the one hand, it is simply unrealistic that all the requirements will be fully known at the beginning of a software development
project. On the other, full flexibility is hard to combine with set deadlines
for delivery and budgets that can be planned. Agility must be tamed in
order for its full benefits to be realised in a corporate setting.
Companies must aim for an optimal balance between planning and
flexibility and create an organisational framework that allows for agile
activity. The New School of IT offers a whole set of instruments that
allow departments and those with responsibility to shape developments
to meet their needs.
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3.1. The Interaction Room
The Interaction Room (IR) was developed in response to one of the
central issues in the creation of information systems: How can specialist and IT departments work together more effectively to develop
solutions for business processes that are critical to a company’s competitive position? Each side must understand the other if they are to
develop software quickly and efficiently. That understanding is achieved
by the intuitive and visual presentation of processes, which also allows
the representatives of specialist departments to engage in discussion.
The IR concept uses the word “room” literally: It is a real room with
real walls, and the walls play a decisive role in the room’s contribution
to the project.
The IR gives the team a better understanding of the issues facing the
project. It counters a phenomenon that is often observed in software
projects: A lot of time is invested in addressing problems that are easy
to understand. The key topics, which need to be worked through first,
receive relatively little attention by comparison.
Improved communication and a focus on key topics are facilitated by
the layout of the IR and a simple set of rules. As noted, the walls play
an important role: They allow processes to be visualised and the details
of the project to be presented. Each wall represents a central aspect
of the project:
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˭˭ The process wall is used to describe the business models to be supported by the new software system.
˭˭ The object wall presents specialist object models.
˭˭ The status wall is used to record the progress of the project.
˭˭ The integration wall provides a visual presentation of interfaces and
dependencies with regard to the surrounding system environment.

Understanding connections in a project

The Interaction Room rules ensure that all those involved concentrate
on the progress of the project. One of the most important rules is “value
orientation”. The team evaluates the processes to be investigated with
annotations. They are attached to the process model in the various
stages of the process in the form of symbol stickers. At the end of each
stage the results are discussed. When major controversies arise, they
are delegated to breakout sessions.
The Interaction Room is well suited to agile models from the scrum
environment. It offers a reliable commercial framework in which those
responsible can structure agile software projects.
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3.2. Continuous integration / continuous delivery
The shorter intervals at which new releases are published does not
just affect the organisation of IT departments. In the past, a process
adapted for speed was not cost effective. The time between two releases
was too long, and the likelihood that structures would change was too
high. However, if updates are to be made several times a week or even
every day rather than every few months, IT operational processes have
to be fundamentally revised. More automation is called for; software,
development, test and production environments must be available at
the push of a button. That can be achieved using installation routines
that permanently check whether updated software can be put into
operation. The key concepts of continuous integration and continuous
delivery describe the idea behind automation.

3.3. DevOps
The use of combined development and operational teams (DevOps) creates more agility in IT processes. DevOps teams are jointly responsible
for a whole process.

DevOps organisation

Current continuous delivery toolkits offer a wide variety of possibilities: They range from addressing heterogeneous infrastructures to the
automated provision of environments and their integration into existing
IT structures. That allows the whole process, from the availability of
new source code to the operational implementation of the respective
software update in the production environment, to be orchestrated.
The automation of implementation processes changes the demands
placed on, and the role of, operational IT. Operational IT is increasingly
becoming a development process: the process of developing infrastructure and the environments contained in it.
That is what’s behind the concept of infrastructure as code. The provision of infrastructure thereby becomes an agile process, which can be
carried out using the same methods, and sometimes even the same
tools, as software development.
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In the past, development and operations addressed different aims: One
was tasked with rapidly and creatively developing and implementing
fitting solutions. The role of the other was to guarantee constant availability using stable structures. Agile software development reverses
these established patterns: While a few years ago it was sufficient to
publish a major update every six months, today – thanks to scrums and
sprints – software is updated weekly, daily, or even hourly. This is due,
among other things, to the increasing need for mobile applications,
which can be developed more quickly thanks to their reduced complexity.
If a company wants to benefit from the advantages of agile concepts,
IT operations must adapt to the tempo of IT development. The structures of the past created a significant disadvantage: The organisation
is not really flexible. Problems lead to the need for the clarification of
issues across a number of levels within the organisational hierarchy as
to whether the software or its operation is defective.
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That is different in DevOps structures: Mixed operational and development teams are responsible for certain applications. If problems arise,
the whole team works to find a solution as quickly as possible. That is
because the effectiveness of the whole team is measured in terms of
the availability of the solution or service. In a DevOps organisation, there
is no “other department” that can be blamed for problems.

Engineering Department at the
University of Duisburg-Essen.

4. The new winners
Joint responsibility for development and operations within an IT department is not the end of the story. Restructuring does not end with the IT
department. The increasing business alignment of IT, the increasing IT
knowledge of specialist departments and commodification of operations
see to that. BizDevOps concepts – in which business, development and
operations are all involved in the development and operation of software – are often used by start-ups. In the future, BizDevOps will also
play a greater role beyond the scope of such companies. In projects, the
Interaction Room described above creates a bridge between IT development and the business and is a step in this direction.
The New School of IT has a major effect on the role, competencies
and organisation of corporate IT. But its influence does not end there;
its effects are felt beyond the world of IT. Agile approaches, a positive
attitude towards innovation, and focus on application users affect a
company’s IT-supporting processes in addition to a number of others. The New School of IT therefore acts as a beacon for the whole
digital enterprise, which creates a few risks and a large number of
opportunities.
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We prepared further topics related
to the New School of IT here:
www.New-School-of-IT.de/downloads
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