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[Interview] Part 4: Celso Mello, CIO of Chubb Security Systems

Thiz iz the nest blog in the continuing sedes of interviews with leading professionals.

In this blog seres, we talk with Celso hizllo, 3 leading IT leader. | had the pleasure meeting Celzo at the Cl10 and IT BExecutive
Summit in hontreal.

Thank you and Enjoy!
Stephen baraki, FCIPS, 1L5.P., WP

Celzo Mello: CIO, Chubb Security Systemns shares three pivotal lessons § stories

Stephien: Looking back ower wour career, what three stories and resulting lessons can you share that
were most pivatal?

Celzo: | beliewe communication is a key piece in evenygthing we do, so | selected 3 stores around that
theme:

1. Inone of my previous jobs, | was assigned to a project where 3 new application system was being
implemented at muktiple branches around the Wodd of 3 lange multingtional company . | was dealing
with wery different cultures and behawiours, particulady when it came to train users. Language was a
bit of 3 bamier in some cases too.

In the beginning, | was wery focused on completing the tasks efficiently within the allocated time. For example, no matter what
happened, 1 would be sure to complate all 12 modules of the training program in the 2 days allecated for it. Howewer, through
post-implementation follow-ups, it baecame clear to me that the user retention of the information they were getting was minimal
and as a result there ware lots of problems. In many cases, users would even find 3 way to go back to their old system and
just “pretend” they were using the new application to satisfy the corporate office, which | was representing in that case.

Then one day, | switchad the approach - instead of daing traditional “classroom™ training, | simply asked users to read the first
madule of the training program on their awn, encouraging them to discuss it amongst themselves in their own language, and
then try it out (on their own) on the computer sitting in front of them. Meanwhile, | would be walking around and whenewer 3 user
m called me, | would assist himher on an individual basis. Meedless to say, only 3 fraction of the training program would get
EEDBLITZ completed within the allocated timeframe, but at the end of the day, the users figured out the rest on their own, and the
implementations were much more effective in those cases.

The poirt here is not one of how to do training - ather, how to deal with people. In anything vou do, people are at heart of it. |
Technlogy (1 1] Professionals stronghy beliewve that if wou make every effort to communicate with them at their prefemed method and pace, you will get their

buy-in eady on and as a result they will sort out the issues, and your inttigtive will succesd.
&) Windows Live

2. Afew years age | was associated with an application re-hosting project that would affect almest 2,000 users spread
throughout the LS. The project was quite complex and posed seweral technical challenges, but these technical issues wera
deatt with appropriately and timely .

Carada's Asscciaticn af Infarmat or

Howewer, the user communicationfraining plan was sort of "make-shift”, (it was not considered crtical at the time becausze the
impact to the users was minimal), the appearance of the system was identical to the end user - they just had to start it up from
a different location. Because the communication plan wasn't great, the information about that (zmall) change didn't get through
to all users, (or is some cases it was incomplete or inaccurate), which caused frustration and a negative reaction. By not
knowing exactly what the change entailed, users tended to resist it and influenced other users to do the same. | had 3 wery
competent technical team in place that had spent weeks thoroughly testing the application and articipating any potential issues.
Aza, the new application actually parformed faster than the old one, but none of that mattered at that point - it was all abouot
user perception. Fortunately, in the end we were able to reverse the situation, but this whale experence taught me that a
change management plan is as important a5 a dewelopment or testing plan, in any 1T project.

3. Finally, this last story took place almast 20 years agoe now. k was about a more close form of communication, between me
and my manager at the time, but therz is 3 good lesson around open communication here: | was warking for this company as a
pragrammer for 3 couple of vears, and was wery happy with that job. One day, my boss comes to me and asks: "What are

Wour caneer aspirgtions" Looking at my puzzled face, he goes on: "You can do bigger and better things, but wou cannot just =it
and mait - wean hawa to mabe i hannan”
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Mote that this person had nothing to gain by saying this to me, as he would potentially lose 3 (presumably good) employes.
And maybe for that reason, the message was so strong and effective. To this day, those words resonate in my mind: "you
cannot just sit and wait - wou hawe to make it happen”.

Stephen: If ywou were conducting this interview, what 3 questions would you ask, and then what would be your answers?

Celzo: | actually found this interview to be wery comprehensive, but | will offer one additional question anyway: "hat are the
crtical success factors for ITT by answer to it is: "hawving good peopla”. | honestly beliewe that a good team can ovenzome
almast all obstacles that present themselves and deliver quality work ewen under tight circumstances. | recognize that a truly
goiod team is wery hard to find, though.

Stephen: Celsa, again, thank you for sharing wour deep insights, talent and experences with our audience.

Celzo: This is an honour and a pleasure for me, Stephen. | hope your readers will find some walue in my answers, If thers is
ewer anything else | zan do to contrbute with any of vour initigtives, please do not hesitate to contact me.

| encourage wou to share your thoughts here on these interviews or send me an e-mail at sibaraki@eips.ca.
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