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Although Data Center Operations is directly ad-
dressed to the data center manager, it is also
intended for data center staff personnel and for
those who intend to work in a data center. Each
reader can expect to obtain from this book:

1. a framework and a perspective for all data center
activities;

2. clarification of data center objectives, functions,
concepts, and techniques;

3. guidelines and checklists for experienced per-
sonnel, as well as for those new to data center
activities;

4. tutorial for those approaching aspects of the data
center for the first time, or to the depth pre-
sented ;

5. typical forms and reports used in data centers,
which can be adapted to the needs of a specific
data center;

6. awareness of the pitfalls and the opportunities
present in the various data center activities; and
ultimately

7. aguide to help:

establish standards and procedures

utilize resources effectively and efficiently
minimize data center costs

develop and maintain rapport with users

e coordinate user and data center activities
control data center activities and performance

and
e plan for improvements and for future needs

From this list, it is apparent that this book
must cover a considerable number of topics. To
provide a comprehensive treatment of data center
functions and activities, it is necessary to include
such topics as organization structure for effective-
ness, managerial rapport with staff, personnel
administration, financial control, site security and
safety, hardware and software acquisition, docu-
mentation of standards and procedures, workflow
and scheduling, data communications reliability
and security, and performance evaluation of com-
puter processing and data center activities in gen-
eral. Truly, as intended, this book should be a
helpful companion and guide for confident man-
agement and staff actions.

Most data center personnel have had no oppor-
tunity to become acquainted with many of the
topics discussed. They understandably will be hesi-
tant to perform the new techniques introduced
without adequate guidelines. This applies also to
the very experienced personnel in the data center.
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XX Introduction: Precepts and Practices

They may be aware of the topics discussed, but
have not had the opportunity or time to obtain
any depth of knowledge; in fact, they may not
even realize the benefits (as well as the difficulties)
associated with the various techniques. The expla-
nations in this book should remedy these situations
to a large degree and should stimulate confidence.

Some managers may be hasty in rejecting
recommended techniques because of poor prior
experiences. For example, one recommendation
made several times throughout this book is a plea
for establishing a data center steering committee.
In face-to-face conversations with data center man-
agers, this recommendation has initiated grunts,
suspicious side glances, clenched jaws, or other
more subtle signs of disagreement. In many in-
stances, their reactions were justifiable. These man-
agers had had bad experiences with committees.
However, in most cases, if not all, the problem was
not with having committees to coordinate activi-
ties, but with how the committees were established
and how the committee meetings were conducted.
Some of the most common problems were poor
selection of members for cooperative effort, poor
choice of a chairperson to provide definite leader-
ship without being overly aggressive, and poor or
no guidelines for conducting and controlling
meetings. In any case, recommendations such as
this have been applied and have been effective in
some data centers; therefore, they should not be
casually rejected.

This brings us to the main point of this intro-
duction. To be of value to a data center, it is not
enough to intellectually agree with the worth of
what is presented: to be of value, precepts must be
put into practice. Precepts not put into practice are
as useful as a road map locked in the glove com-
partment of a car.

Putting precepts into practice, however, is
more easily said than done. For example, several
reviewers of this book enthusiastically agreed with
various recommendations—but then continued to
manage their data centers as in the past. Their
intentions were admirable, but they were too in-
volved in daily operational activities and problems
to consider new programs and long-term benefits.
As a result, several techniques that they agreed

were desirable were postponed. The techniques
often neglected include management by objectives,
personnel career paths, zero-base budgeting, charge-
out of data center expenses, functional and fi-
nancial analysis of hardware alternatives for
acquisition, and the means for evaluating computer
and data center performance.

Thus, a manager’s attention must focus onboth
being aware of precepts and finding the time to put
these precepts into practice. A few ideas may be
helpful at this time on how others have obtained
some control of how they utilize their time. An
excellent technique for controlling time utilization
is to set aside 1%-hour time periods, possibly as
many as four a day, but at least one a day. (This
may sound more like prescribing a vitamin, and in
fact, it may have the effect of bringing new vitality
to the data center.) Each time period is allocated
for a specific purpose and is not to be interrupted
except for a real emergency. Any noncritical tele-
phone calls and other distracting interruptions
should be attended to after each time period. Thus,
for example, a half-hour can be set aside following
each time period for the purpose of attending to
these matters, instead of permitting them to dom-
inate the day’s activities.

Another technique used by most data center
managers, as well as most people who seek to avoid
being overwhelmed by many activities, is the prep-
aration of “To Do” lists. The lists that are usually
prepared, however, are not as useful as they could
be, because they tend to be merely lists of re-
minders. These lists can be made more useful by
indicating priorities, that is, by indicating which
activities must be done before all others, and which
may be left uncompleted. But another problem
arises. Often, the urgent but unimportant activities
receive immediate attention, while the truly im-
portant, but less urgent, activities tend to be ig-
nored. Thus, the activities that would provide
significant long-term benefits are allowed to slip
from day to day, from year to year. Urgent activi-
ties cannot be ignored, but they must be put into
perspective with the truly important activities that
can provide greater overall benefits. The form
shown in this introduction suggests a rather formal
means for assigning a higher priority to important



activities than to urgent activities. If nothing else,
this distinction will make managers conscious of
the important activities pushed aside because of
less-important but urgent activities; this awareness
may encourage the delegating of distracting activi-
ties to others.

An attitude that helps to limit the number of
activities that receive priority attention, reducing
hectic activity and at the same time increasing the
benefits received, is represented by what is called
the “20/80 rule.” This rule states that 20 percent
of the activities provide approximately 80 percent
of the benefits. Thus, if there are 10 activities on a
list, it is likely that 2 of these activities will provide
80 percent of the benefits anticipated for all 10
activities. This rule may appear arbitrary, but it is
uncanny how accurate it is as a general guide.
For example, 20 percent of the computer pro-
grams provide about 80 percent of the problems,
20 percent of the systems provide about 80 per-
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cent of the benefits to the company, and 20 per-
cent of the personnel account for about 80 percent
of the productivity, or the problems, or the late-
nesses, or the absenteeism. Therefore, in the case
of time management, the goal is to locate those 20
percent of the activities that provide the most
benefits, and to postpone (if not totally avoid) the
remaining 80 percent of the activities that consume
considerable amounts of time but provide little in
return. (Observe that the “To Do” list illustrated
includes this suggestion.) The desirable small group
of activities are often referred to as the ‘‘vital few,”
and the large group of less-beneficial activities are
often referred to as the “trivial many.”

Superior performance for managers and staff
becomes possible when they know what should be
done and how, but it becomes a reality only when
time is allocated to take action and then action is
taken—to be effective, precepts must be put into
practice.



To-Do List

_‘;«.Da__te

-

1. List all activities.

2. Enter two asterisks (**) for each important activity,

but for no more than 20% of the listed activities.

Note:-The resultingdpriority categories are:

ety Ftmpystant and urgent

" ** Important

3. Enter an asterisk (*) for each urgent activity. * Urgent
Priority Activity Comment
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