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Don’t worry, I won’t sing!

Presenter
Presentation Notes
Apparently there are occupational health and safety laws preventing it….
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A killer service

• In business, refers to a service which kills the 
competition

• Kills travel
• Kills costs 
• Kills detractors (well, not literally  )
• Kills competition through better innovation, 

collaboration, efficiency etc
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Presentation Notes
Killing the competition may not apply in all videoconferencing situations – such as where videoconferencing is provided by an in house IT or audio visual department – so the service is a killer service in other ways. 

Good examples of killer services – Google search, mobile telephony (generally, not a specific provider), Amazon for book delivery, Vistaprint for on demand printing services. 



A killer service? Or is it really killing you?

• Videoconferencing is seen as exciting, green-
friendly, carries with it status for those who use it 

• May have grown organically (ie without a strategy or 
clear planning) within the organisation

• May still be seen as a collection of audio visual ‘bits 
and pieces’ rather than a business service offering 

• … and it can be onerous to support
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Executive pressure for video conferencing – seen as ‘good to have’ – green and carries status
Implementations may not be well planned
Not seen as a service – but a collection of AV technologies

The key point here is that video conferencing is not yet thought of as a ‘service’ – many people still see it as a collection of audio and video technologies, and to really leverage the value of VC you need to deliver it as a service. 

Videoconferencing needs to be part of an overall Unified Communications, or at least Conferencing strategy or roadmap within the organisation – rather than the organic growth that has been seen (ie Area 1 buys a unit, Area 2 buys a unit, they might be different etc)

“Many organizations struggle with sub-optimal internally-managed videoconferencing environments, where the user experience is poor and costs are not well controlled”
(Gartner Research, 19 November 2007, No. G00152323)

“Because each enterprise's communication needs vary significantly, business cases will also vary”
(Gartner Research, 19 February 2009, No. G00164279)

“Data about communications usage is rarely collected or correlated with business objectives. Companies are making communication investments and practice recommendations without critical information about actual performance”
(Gartner Research, 15 December 2008, No. G00163631)





Delivering a killer service

• Need to think about videoconferencing holistically
• You don’t have 100 endpoints – you have a 

videoconferencing fleet
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So, how do you design, deliver and �manage a video conferencing service �that is;
Stable
Effective
Reliable
Well utilised




Think of a strong 
videoconferencing 
service in a similar 
way to the ISO 
network model….
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Your videoconferencing infrastructure is used to support organistional objectives
In education this might be video teaching, in administration this might be video collaboration
In research this might be increased knowledge sharing
As the provider, your role is have a strong technical foundation which can then be leveraged to realise business benefits



What do you need to do with video?

• Requirements will differ by organisation, expected 
conference volume and use cases (ie lots of senior 
executive one on one or lots of remote one to three 
hundred teaching)

• Requirements will influence development of 
strategy and standards, large infrastructure purchases 
and the amount of investment in training, 
documentation and support



Strong foundations

• What is your videoconference roadmap? How will 
your video technology integrate with other services? 

• Videoconferencing may be part of a broader unified 
communications strategy

• You need a strong internal network – pay attention 
to the bandwidth capacity, redundancy etc

Are you really ready for videoconferencing?
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Infrastructure
How strong is your internal network?
What sort of bandwidth can be carried?
Can you implement Quality of Service (QoS) for video traffic?
Do you have adequate redundancy in the network?

Roadmap
Do you have a strategy or plan for your conferencing services that encompasses things such as management platform, bridging infrastructure, video communications servers etc?
What is your vendor’s technology roadmap (such as the Tandberg Total Solution)
How does this strategy or plan align with related technologies such as unified communications?
Who owns and is responsible for the strategy/plan/roadmap?

Videoconferencing runs essentially at the application layer – protocols such as H.323 and H.239 run at the applications layer
If the underpinning layers (such as layer 2 the physical link or layer 3 the switching) are poor, then this will be seen at the applications layer




Solid standards

• Gives you the ability to offer consistent equipment, 
consistent end user experience

• Takes into account that VC is often part of a bigger 
AV installation - interoperability

• What enforceability do you have? Can you say NO
when somebody wants something different?

• Allows better long term relationships with suppliers, 
and can provide cost reductions through bulk orders
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Standards are incredibly important for the design of the service
This ensures things like adequate spares can be kept in service
Assists with things like templating endpoint settings (viz. Configuration Templates in TMS)

Also provide a good basis for building effective long term relationships with suppliers – because they know what you have standardised on

Might be useful to touch on the categorisation we have for AV spaces – standardised fitout based on room categorisation – 1 to 5\

AARNet’s NVCS quality assurance offering is part of standards – ie you need to meet certain standards to be assured.





Where do I start with standards?

• Deakin standards are here:
http://www.deakin.edu.au/staff/services/computing/technical-standards.php

• http://bit.ly/DeakinUniTechStandards
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Does your organisation have a standards framework?
Who are your key stakeholders?
Who owns the standards?

http://www.deakin.edu.au/staff/services/computing/technical-standards.php�
http://bit.ly/DeakinUniTechStandards�


Consistency is a beautiful thing

• There are numerous benefits to homogeneity in the 
fleet (same models, firmware, configuration
settings, room setup etc)
– Adequate and appropriate spares
– Better starting point for troubleshooting and 

diagnostics (the expected configuration is known)
– Better starting point for integration with booking 

systems and monitoring (Nagios, Splunk)
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Make the point – better to have 3 models and 5 templates than 20 different models/configurations in the fleet
AUDIT, AUDIT, AUDIT



Reliable relationships

• What is the best support model? Can you handle all 
support requirements internally?

• Choose a level of support that meets your 
requirements – what does the organisation need and 
is willing to pay for?

• Choose a partner that is a ‘good fit’ for your 
organisation (financially, familiar with the sector etc). 
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A Partner needs to be assessed from many angles – ability to deliver, internal knowledge of product. Cost is only one angle.
Who will support the video conferencing service?
Some organisations have centralised support, others have support devolved into separate business units
Some organisations have outsourced management of video conferencing completely as a managed service
Pros and cons of each
Centrally managed – better overview, hard to reach all locations. Need to have capability in-house
Locally managed – better local relationships, little central guidance , inconsistency with standards
Outsourced – can clearly define level of support, may not be on site support




Service continuity

• How redundant is the infrastructure? 
• How does this match the organisation’s 

requirements?
• Is video considered critical, or are people happy to 

use phone conference instead if it doesn’t work?



Make end users your champions

• Within every area there will be people familiar with, 
and willing to adopt the technology – help them 
spread the word. 

• Ensure you have appropriate training material and 
documentation that is easily accessible and 
appropriate to audience – ie academics, busy 
executives, personal assistants doing bookings

• If people have been burnt before, they made need a 
little ‘TLC’ or extra assistance

Presenter
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Champions / evangelists – get them on board



Remote management is your friend

• As your deployment grows, it’s unlikely you’ll get extra 
‘feet on the ground’ to help support them

• How comfortable is your user base about remote 
management – do they expect someone there in 
person?

• Enables you to do proactive monitoring – so you 
know when there’s something wrong with a unit before 
the user does
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When your video conference fleet gets sizeable, it will be difficult to have ‘feet on the ground’ to physically monitor each unit – so remote management is a must

Proactive monitoring is a must so that you know something is wrong with a unit before a customer does

Different tools offer different levels of remote monitoring – some with video only, others can monitor audio levels too. Host monitoring tools such as Nagios and Splunk still have some benefits if you have nothing else

Some tools allow you to send messages to the video conference screen in a room, useful for providing assistance or guidance




Magnificent metrics 

• How many conferences do you run?
• What is your error rate?
• What is your total videoconferencing investment?
• Which videoconference units exhibit the poorest 

utilisation (and should be redeployed)
• How much travel have you saved?

If you can’t answer these questions, you’re not 
effectively managing your videoconference service



Guess which day we upgraded the network (!)



CQI and corrective action

• If you don’t have solid data about your service, 
you cannot make the decisions required to 
effectively manage it – such as providing 
documentation about frequent problems, redeploying 
underutilised units or increasing the bandwidth to 
heavily used units.



What’s next?

• Ability to benchmark videoconferencing service 
performance with other providers – currently no easy 
way to do this

• Ability to measure maturity of videoconferencing 
service provision – similar to measuring maturity of 
say ITIL / CoBIT or ISO 20k processes



Key takeaways

• You don’t have endpoints, you have a fleet
• Get your foundation right
• You may need support to keep it working
• Metrics and management data help you make the 

right decisions

Get it right – and you’ll have a killer service!
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