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Who should read this guide:

Functional IT management

Advice offered about:

e Extending the life of your current data center
 Freeing up space for strategic initiatives
¢ Combating service issues caused by power and heat

Confidence in a connected world. a Symantec



A concerted project approach can deliver a
30% average space gain in an existing data
center while delivering added cooling and
power benefits




Desperate for Space in Your Data Center?

Learn how you can create more usable space in as little as
Six weeks.
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“A lack of data center
space and appropriate
power and cooling facilities
is beginning to hinder
deployment of business-
critical IT projects. Now is
the time to act.”

Mark Worts,
Symantec Global Services,
Data Center Specialist

How this guide can help

It gives you a checklist for successful space-creation projects based on real-life experience.
This guide includes useful tips and practical advice on how to reduce risk and boost the ROI
profile of a space-creation project for your data center. Depending on where you are in your data
center’s lifecycle, the guide can also help you demonstrate that this expensive facility is being
used to its full potential—or, if necessary, help you buy time before you need to launch relocation
or expansion initiatives.

It gives you insight into how Symantec customers are achieving an average 30% space gain.
This guide will also give you an overview of successful space-creation initiatives at two global
investment banks—including why they began the job and the benefits they were able to achieve.

“Alack of data center space and appropriate power and cooling facilities is beginning to hinder
deployment of business-critical IT projects.

“As grid or shared computing initiatives gather momentum, the requirement for significant new
system deployment is bringing the space issue to a head.

“Combine this with the fact that organizations have been deferring projects over the last three
years; they often now discover that significant investment is required to remediate the issues and
satisfy pent-up demand.

“I commissioned this guide to give IT heads the ‘get out of jail free’ card—showing them how to
unlock the vital space they need to move forward.”

Mark Worts
Symantec Global Services,
Data Center Specialist
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ng deep into space

At many organization, certain facts are indisputable: Data centers are expensive, they are at

or near capacity, and they run very hot. What is missing is an alternative that requires neither

relocation nor

significant re-engineering.

Symantec Global Services has created this short guide to introduce a productive, simple option

with a refresh
for a practical
jail free” card.

60-second
difference
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ingly fast and easy return on investment (ROI). For an organization that is looking

way to create extra space in its data center, this guide can be a kind of “get out of

insight—one minute to see where space creation can make a
in the data center

Avoid relocation under pressure

Complex relocation projects take time. But by extending the life of your existing
data center, you can buy your organization extra time to get the transformation
right, perhaps defraying any capital expenditures until the next fiscal year.

Revive stalled strategic initiatives

With more new technology being introduced all the time, the problems of data-
center space limitations, along with power and cooling requirements, often stall
important strategic initiatives. But a successful space-creation program can make it
possible to deploy new, more productive systems without delay.

Make your assets work harder

Cost control and operational efficiency are top priorities for every IT team. By
creating more space in the data center, you can significantly increase the utilization
of expensive facilities and demonstrate that they are being used to their full
potential.

Keep your cool

How much power does it take to cool unused or redundant equipment? At most
data centers, the answer is simple: too much. But an accurate assessment of your
true requirements will help you eliminate old or redundant equipment, giving you a
powerful weapon in the battle against heat.

A concerted project
approach can deliver a 30%
average space gain in an
existing data center while
delivering added cooling
and power benefits.



What makes a successful space-
creation project?

Although every space-creation initiative is unique and comes with its own singular circumstances,
three fundamental approaches are common to nearly all of them:

1. Improving rack space
2. Consolidating and/or refreshing old technology
3. Decommissioning redundant equipment

With a focused effort and a sound understanding of all the interdependencies and risks, a space-
creation project can deliver benefits very quickly. Get it right, and you can save significant costs
while you accelerate strategic initiatives. Get it wrong, and you can wreak havoc. Getting it right
requires a focused effort in some or all of the following areas.

Space-creation activities, in a nutshell
¢ Optimize racks

¢ Refresh

¢ Decommission

¢ Consolidate

e Virtualize

Why space creation can make you a hero with the board

¢ |tis cheap compared to relocating or expanding.

¢ |t can produce a fast ROl without a lengthy (and costly) consulting phase.

¢ |t can become effective very quickly.

e |t is unlikely to threaten timing for other projects.

e |tis low risk.

¢ |tis an excellent way to make better use of an expensive resource.

« |t facilitates clarity of cost and charge-back by associating each asset with its business owner.



A checklist for space-creation
success”

\J Get senior-level support Experience shows that

Space-creation projects involve many change approvals and other ongoing management you are unlikely to be
decisions. To help you push these through, you will need a high-level sponsor who understands successful if you ask a
and supports your objectives. “business as usual”

team to deliver a

J Approach space creation as a vital effort, not something to be done in your spare time ) )
space-creation project.

Experience shows that a “business as usual” part-time team is unlikely to deliver a successful
result. Success will require the focused efforts of a dedicated team that is assigned to a specific
job for a specific period of time.

J Be clear on the drivers
Understanding the project’s key drivers will help you set priorities. If you are freeing space for
a new system deployment, for example, you may need contiguous space. If the driver is heat,
heat-reduction considerations will dictate your starting point.

J If heat is your main driver, adopt an appropriate strategy
Solving the problems of excess heat is inherently complex. So if heat is your principal driver,
you need to establish a “zoning” approach aimed directly at managing power and heat in the
data center. Fortunately, many quick successes can be achieved without server consolidation.
For example, heat can be reduced by clearing out unused servers, by restacking servers within
existing power and cooling tolerances, and by cutting the number of CRT screens.

J Quantify the requirements
Exactly how much space are you going to need? Where will you need it? Does it have to be
contiguous? Are your requirements temporary, or do you have long-term space needs? To get
the best, most productive results, it is vital that you answer these and similar questions at the

very beginning of your space-creation program.

J Make sure the hardware inventory matches the service inventory
Most organizations have a list of supported servers, but few can be precise about where those
servers are, how big they are, and what peripherals are attached to them. To manage your
space most efficiently, it is important to have a clear understanding of your equipment and
whether each piece is doing anything to support the overall objectives of your organization.
With that information, you are ready to consider what equipment must be kept, what should be
reassigned, and what can be eliminated.

* This checklist is for information purposes only and does not constitute advice reflecting your specific situation.



J ldentify the hardware’s owner and work toward peaceful conflict resolutions
It is important to identify the person who can establish the role of a particular server, how
critical it is, and whether it can be shut down for relocation. Because you will need that person’s
cooperation, be prepared to explain your plan in detail—and expect to negotiate factors such
as timing, costs, and so on. However, our experience shows that as much as 10 percent of your
infrastructure is likely to be “unidentified” servers. So if after several attempts you are unable
to find the owner of a particular server/resource (or its purpose), ask for the project sponsor’s
approval to conduct a staged decommission of the server and its associated peripherals.
By decommissioning in stages, you will give the equipment’s owners a chance to identify
themselves, possibly preventing a serious problem.

J Devise a profile of interdependencies and risk
Establish in advance all the physical interdependencies in your data center. For example, if
a server requires three power connections, three network cables, and a telephone line, then
the new site must have these in place before a move takes place. Although this might seem
obvious, we have known many organizations to move the equipment first, then work out the
dependencies on an ad hoc basis. The result is wasted time, productivity, and money.

J Consider technology refresh options together
Although each situation is different, there are three fundamental places to look for key refresh
targets. As you plan your space-creation initiative, you should take the time to identify:

e Servers that are nearing the end of their support life
» Servers that are not optimized for racks
e Servers that show reliability problems



Common mistakes that block
successful space creation

Mistake #1: Running space-creation initiatives as part of the support By virtue of its role, a

team’s day-to-day work project team is inherently

When space initiatives are assigned to “business as usual” teams, they usually fail to produce a focused on delivering the

sustained, effective effort. There are several reasons. Among the most common, team members: new, not getting rid of
the old.

¢ Are already working at capacity

¢ Are not available for frequent weekend work

¢ Get reassigned to other “high-priority” tasks

 Lack expertise outside of their own areas (e.g., network patch panels, networks, or servers)
¢ Do not have a clear understanding of the initiative

¢ Are assigned to an initiative that is not related to their day-to-day work

¢ Fail to see the end value of the work because their individual assignments are too narrow

If a sustained effort is not maintained, however, it will be difficult to generate the expected ROI.

Mistake #2: Asking project teams to clean up their own decommissions

By virtue of its role, a project team is generally focused on delivering new solutions, not on
cleaning out the old ones. Adding to the problem, the old system is sometimes left in place,

“just in case”—yet the project team is disbanded once the new system is up and running. Time
limitations are one reason, and they are an understandable part of any deployment plan. But
failure to get rid of old hardware, unnecessary peripherals, and other bulky loose ends can eat up
usable space—especially if the problem lingers, as it sometimes does, for a year or more.

Mistake #3: Having IT teams with siloed responsibilities

"Siloed responsibilities” is another way of saying, “the left hand doesn’t know what the right hand
is doing.” For example, a major U.S. investment bank had an old patch panel with 10 patches

left, using five cabinets of space. The risk analysis to decommission the panels was inconclusive:
Because it was not working closely with the server teams, the networks team did not know

which servers would be impacted and was therefore unable to make progress. At the same time,
the server teams could not move forward because they did not understand the networks. For

a successful space-creation project, it is important that all teams work collaboratively, sharing
information and coordinating responsibilities.

Mistake #4: Allowing legacy systems to continue unchecked

It is all too common for an organization to put off dealing with legacy equipment, such as an

old infrastructure where one last application is running. These bulky, outdated systems use lots
of space and often support very little that is mission critical or even important. Unless a senior
IT person is focused on conducting periodic reviews of legacy systems, the problem can grow,
consuming more and more space and delaying—or even preventing—new strategic deployments.
Refreshing legacy equipment van bring a quick win to many a space-creation project.



Return on investment (ROI)

The benefits of a space- Space-creation work may not be very exciting, but the ROI will excite those who are concerned

creation project can far with finances—as well as anyone whose projects are slowing down because space is running low.

outweigh its cost.
The time to ROl will vary depending on the size of your infrastructure and the amount of space you

need to reclaim. In our experience, however, you can get a project started very quickly, mobilize a
team within a few weeks, and start seeing new usable space—with its accompanying ROl—soon
after. There are many reasons why space creation lends itself to a speedy return. Among them:

e |nitial viability assessments are done in a few days.

» Documented ROl forecasts can be produced without a lengthy (and costly) consulting phase.
e The first “new” space can be realized very quickly.

¢ A typical return on investment takes only a few months.

Freeing up space to allow new services to be deployed

On page 12 you will read about an investment bank that needed space to deploy a new PABX,
which promised to save the bank US$40 million a year. These savings would dwarf the cost of
creating the required cabinet space.

Deferring or even avoiding the cost of expansion

On page 13 you will read about an investment bank that extended the life of its existing data
center for 12 months, deferring capital expenditure requirements until they could be planned
and budgeted for properly.

10



Compare the ROI of these space-creation options

Option #1

Build a brand-new data
center to provide additional
cabinet space.

Option #2

Rent third-party space to gain
additional cabinet space.

Option #3

Conduct a space-creation
project in your existing data
center.

Cost Significant capital and Operational expenditure only Operational expenditure only
operational investment
Time Years: Takes months to Months: Takes weeks to months to Weeks: Realizes space in
years to realize more space realize actual space because all setup | weeks because creation
and preparation must be complete techniques are not
before go-live interdependent and can
be run as discrete targeted
actions
Control Retained: You retain control. | Lost: You lose control. Retained: You retain control.

Risk to service

Considerable

Medium

Minimal

Additional
work your
team will
incur

Considerable and long
term. Dedicated resources
will be required to plan and
implement this major IT
project.

A sustained additional effort will

be required. Consider the impact of
adding communications links, setting
and managing third-party SLAs,

and providing ongoing operational
support for this additional site.

Temporary effort required.
Once the work and testing
is complete, all support
aspects remain unchanged.

11



The required space was
delivered across all five
data centers within

18 weeks.
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Case examples

Example #1: investment bank

The bank’s agenda
The bank was investing heavily in a strategic PABX telecoms solution, heralded to be instrumental
in delivering a savings of US$40 million per year.

The deployment timetable depended on the infrastructure being available—but because the
PABX would require five contiguous 800mm cabinets at each site, the existing data centers were
struggling to find enough space to accommodate it.

A five-day audit established the action plan
The bank asked Symantec to review the five data centers at its headquarters and draw up an
action plan. The audit established that:

¢ There was a lot of space in the rooms, but it was fragmented
¢ Only a small proportion of this space was in empty cabinets—but empty cabinets would be
needed if the project was to move forward

The review concluded that there was considerable space in the data centers, but it would take a
coordinated effort to make that space usable.

Delivering the space and reducing capital outlay

Using a tried and tested approach recommended by Symantec, a plan was drawn up to release
enough contiguous space for the PABX installation. The plan then progressed to a general space-
creation drive across all the data centers, incorporating:

¢ The creation and implementation of quality assurance methods

¢ Multiple technology refresh plans, including recommendations to reduce the budgeted capital
outlay where possible

¢ Server migration and restacking—preparing new locations, undertaking weekend moves, and
capitalizing on swing technology where time and risk savings could be made

¢ Decommission of legacy equipment

Results

¢ The bank had rejected previous attempts at similar work, considering them too risky. But knowing
that it would be following a proven approach that identified interdependencies—and had a
demonstrated record of success—gave the bank the confidence it needed to support the project.

¢ The required space was delivered across all five data centers within 18 weeks.

¢ The PABX replacement program stayed on schedule.



Example #2: investment bank The review outlined a plan
to extend the life of the

The bank’s agenda current data center by

At a major investment bank, data-center space was at a premium, and heating and cooling up to a year.
challenges were beginning to lead to service issues. The IT team had a mandate to reduce cost, so

there was virtually no support for proposals to invest in data-center expansions. The bank suspected

that it could use its existing IT resources more effectively—but it needed a roadmap for change.

Extending the life of the current data center by 12 months
The bank engaged Symantec to review its cabinet data center—which held more than 700
cabinets—and draw up an action plan. The initial findings suggested that:

¢ Current data-center space demands had already exceeded available capacity
¢ There was significant space in the data center, but it was very fragmented
¢ There was not enough contiguous free space to accommodate new equipment

Overcoming the risks and implementing the three-phase plan

The review outlined a plan to extend the life of the current data center by up to a year. This
plan required the coordination of data feeds provided by numerous third parties, many of them
disparate support and business owners within the bank.

Our robust methodology was used to mitigate the risks of the space-creation project and achieve
its primary goal—i.e., to improve the size of the available contiguous blocks of empty cabinets.

Three phases were defined and successfully delivered:

¢ Phase 1: Restack—Identify areas that readily allow the creation of blocks of contiguous space,
and restack these to realize space.

¢ Phase 2: Local tape drive decommission—Remove locally attached tape drives and migrate
onto enterprise tape libraries.

¢ Phase 3: Monitor replacement—Remove unnecessary locally attached keyboards and monitors.
Replace necessary keyboards and monitors with low-profile, rack-mountable monitors and KVM
switches. Restack to improve the space achieved by this effort and the tape drive decommission.

Results

» Delivered 46% additional space (31% from improving distribution of existing data-center real
estate, 15% from decommissioning unused and near-end-of-life systems)

¢ Facilitated deferral of capital costs to acquire third-party space

¢ Enabled the business to grow and continue to operate during transformation

¢ Adopted the approach as a business-as-usual technique for the bank, ensuring optimal

utilization of data-center investments 13



Depending on the
geographical spread of
your data center, you could
learn within 48 hours

if investing to conduct

a full assessment and

ROI forecast would be
valuable for you.
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Judging the space potential for your
own data center

Symantec Global Consulting Services helps organizations achieve space creation by
successfully improving rack space, consolidating existing assets, refreshing old technology, and
decommissioning redundant equipment.

Viability clinic

This initial assessment typically lasts for two days and provides a useful gauge of space-creation
potential. Depending on the geographical spread of your data center, you could learn very quickly
whether there is value in proceeding to the next stage by investing the funds to conduct a rapid
review and ROl forecast.

This viability clinic typically includes:

¢ A two-hour review meeting to identify your objectives and priorities

¢ A walking tour of each data center

¢ A one-hour consultation with each equipment owner—typically the platform team leaders,
network manager, and facilities manager

This clinic will result in a short document of no more than five pages that summarizes our findings
and recommendations.

Rapid review and ROI forecast
This is a more thorough study—usually of one week's duration—that incorporates:

¢ Physical inspection and audit of data-center space
¢ Interviews with key stakeholders
¢ Workshops to understand current technology refresh strategies

The resulting report will outline:

¢ Space-creation possibilities using techniques that include defragmentation, refresh,
consolidation, and decommission

¢ Proposed approach, with each element split into a discrete project

¢ Estimated cost of any proposed technology refresh options

¢ Projections illustrating the impact of a do-nothing approach

¢ Quantified ROI projections



Application profiling

Our approach to undertaking major change in the data center demands a full awareness and
understanding of the applications being serviced by it. An application profiling engagement can
help identify logical and physical interdependencies; expose any potential impact of infrastructure
change; and identify opportunities for consolidation, rationalization, and operational efficiencies.

Virtualization viability

This typically five-day engagement gauges the benefits of a virtualization project—useful
knowledge to have when deciding whether to embark on a costly implementation pilot. The
resulting report outlines options for the target environment and provides high-level cost models.
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About Symantec Global Services

Symantec Global Services offers deep technical knowledge and proven expertise to help

clients manage IT risk, performance, and cost. Our consultants have helped IT teams from

over 95 percent of the Fortune 500 companies enhance and maintain the security, availability,
performance, and compliance of their information and infrastructures. With over 1,000
consultants worldwide, we provide consulting services to clients in more than 60 countries and
participate in more than 4,000 engagements per year. Our consultants average 15 years of
experience across all major operating systems, storage hardware, and application environments.

Visit our Web site at www.symantec.com/globalservices.









