
Cycle of Replacement 

For many organisations, making the decision to install a System Management Toolset is a 

major decision and it is usually a decision that takes a fair period of time. Time to identify 

need, time to define requirements, time to choose from the competitors in the market place 

and of course, time to implement and get up and running. 

 

Imagine if you had to expend that amount of 

resources, energy and cost on an annual basis, 

that would just be crazy and a level of effort 

that would cripple most capable organisations. 

What if you went through that cycle 

every 3-4 years? 

What if you went through that cycle 3 

times in 10 years? 

What if every time you went through that 

cycle it cost your organisation up to 

£250k? 

Well the chances are that, maybe not on the level stated above, but costing cash none the 

less, your organisation has done just that and the crazy thing is that you probably did not 

even realise it! 

The Constant Cycle of Replacement tends to go through the following stages: 

1. An issue is identified in the organisation, it is defined as causing or underpinning 

pain and costing the business excessive cost or revenue and is taken to the board 

or senior management to seek resolution. 

2. A decision is taken that a solution needs to be found, and a service management 

toolset is chosen which has the capability to resolve the issue. 

3. The new service management toolset is procured, a consultancy practice is 

engaged to implement the tool and the new environment is made ready for 

service. 

4. Staff are identified that will take responsibility for the daily management and 

Administration of the new service management, they undergo training and start 

to work with the new technology. 

5. With the new Service Management toolset implemented, the major issue has 

been resolved and the business continues with normal operation. 

6. As time goes by the new Service Management continues to be used, but has less 

focus as it becomes part of the everyday business landscape. The staff that took 

responsibility for the upkeep and administration of the application are assigned 



to other projects, move on or maybe even leave the business and the knowledge 

of the toolset becomes weakened. 

7. The management and administration of the toolset is no longer on the main 

agenda and upkeep on the system becomes neglected. 

8. This causes an issue that starts to affect the business, someone in senior 

management vaguely remembers the issue before and says “didn’t we buy a 

toolset to deal with that issue?” to which the response is “Yes, but it doesn’t do 

the job”, so the issue is raised again, and the cycle starts again. 

So how do you avoid the cycle? 

Having made the initial investment in any toolkit the aim should be to make sure that the 

investment made is returned in the value delivered; typically for a business this means 

effective usage for anything up to 3 years. So to avoid the hidden costs of replacement year 

on year you need to make sure that you maintain visibility of the tool and anything that it 

delivers. 

Maintain Sponsorship 

Ensure that someone in the business “owns” the system, that individual should be middle or 

senior management level and they should understand what value the system delivers, how 

that value is delivered and also how that value is used within your organisation. 

Maintain Knowledge and Skills 

Make sure that the technicians of the system continue to understand how to manage and 

administer the system, and that if any technician is reassigned you have other staff trained 

and ready to step in. 

Keep up to date 

Keep your system updated with new releases of the software; this may bring new 

functionality and additional value. It is also wise to be aware of the “core deliverables” or 

functionality that you require, as upgrading sometimes takes away as well as gives. 

Engage with experts 

Finally, if you understand the value your system gives but you are struggling to find 

resources internally to manage the system, engage with experts in the toolset. It may be 

that they are able to provide administration at a lower cost, or additional consultancy to get 

you over obstacles, use their knowledge if you are struggling to develop your own. 
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