
From reactive 
to repeatable: 
Strengthening 
IT operations
Busy IT environments naturally 
become reactive over time. This is how 
stronger operational habits and better 
consistency can help create calmer, 
more resilient IT operations.
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It’s 8:12 on a 
Tuesday morning.

You’ve barely finished your first coffee 
and already three different 
conversations are waiting for you.

A user can’t access a system they 
were using perfectly fine yesterday. 

Somebody from leadership wants an 
update on a project timeline. 

And there’s a security notification 
sitting in your inbox that you flagged 
yesterday afternoon but didn’t get 
back to before the day got away 
with you.

At some point today, you also wanted 
to review a change request, look at 
patching schedules for next week, 
and spend an hour cleaning up 
documentation that everyone agrees 
would make life easier if it was more 
up to date.

Then the phone rings…

By lunchtime, the shape of the day 
has changed completely.

Most IT leaders know this feeling 
very well.

The environment keeps running 
because experienced people are 

constantly adapting to problems. They 
fill gaps, responding quickly and 
carrying huge amounts of operational 
knowledge in their heads.

That works well for a long time.

But eventually the environment starts 
to feel harder to manage.

Documentation falls slightly behind. 
Operational processes become more 
dependent on habit than structure. 
Routine maintenance competes 
with immediate priorities. Certain 
systems or workflows become tied 
too closely to specific individuals 
because they’re the people who 
understand them best.

It builds gradually through busy 
weeks, competing priorities, and 
the reality that operational work 
rarely stops long enough for 
everything to be reviewed as 
thoroughly as anyone would like. 

The environments that feel strongest 
are the ones where operational work 
has become repeatable enough that 
important things continue moving 
forward even when the organisation 
gets busy.
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Documentation  
MATURITY
Documentation tends to start off 
with good intentions.

At the beginning of a project or 
system rollout, there’s usually enough 
time to capture decisions properly. 

Network diagrams get updated. 
Processes are written down. Access 
requirements are recorded. 

Everybody agrees it will make life 
easier later.

Then operational reality takes over.

A priority changes halfway through a 
project or an urgent issue interrupts 
the day. 

Somebody says they’ll update 
the documentation afterwards, 
and ‘afterwards’ becomes next 
week, then next month, until 
eventually something else 
becomes more urgent.

Knowledge starts spreading 
into different places.

Some of it sits in tickets. 

Some of it lives in Teams 
conversations. 

Some of it exists in spreadsheets 
that only a few people know about. 

Some of it stays in somebody’s head 
because it’s quicker than writing 
everything down properly.

That creates operational 
drag in ways that are easy to 
underestimate.

Troubleshooting takes longer 
because context is difficult to find. 
New starters need more support 
because operational knowledge 
is harder to follow. Holidays and 
absences create more pressure 
because certain information sits 
too closely with specific individuals.

Even relatively small issues 
become more tiring to deal with 
because there’s an ongoing 
sense of having to rediscover 
information that should already 
exist somewhere.

You’ll be aware of where 
those gaps sit inside your own 
environment.

Good documentation takes 
time, consistency, and enough 
operational breathing room to 
keep it properly maintained once 
the environment becomes busy.

The more accessible that 
operational knowledge becomes, 
the less the environment depends 
on specific individuals carrying 
everything in their heads.

When systems, processes, 
and decisions are easier 
to follow, the environment 
itself becomes easier to 
support.
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Operational SHORTCUTS GROW
Change control is another area 
where good environments  
can gradually become harder 
to manage.

Operational problems usually start 
with small decisions made under 
time pressure.

A firewall rule gets adjusted quickly 
because somebody needs urgent 
access. A permission change 
happens during a busy afternoon 
and doesn’t get reviewed later. 
A configuration tweak solves an 
immediate issue but isn’t fully 
documented afterwards.

Once enough small changes build 
up, visibility starts to weaken. 

Troubleshooting becomes slower 
because the environment behaves 
slightly differently from how 
everybody believes it behaves. 

Historical context becomes harder 
to follow. Decisions become more 
dependent on memory and 
assumptions.

That can make operational work 
feel unpredictable, even when 
the underlying infrastructure is 
relatively stable.

A lot of IT leaders end up carrying 
that awareness. You know roughly 
where the operational shortcuts 
exist. You know which systems 
would benefit from review. 

You also know there are only so 
many hours available in a week, and 
immediate priorities tend to arrive 
faster than operational housekeeping 
ever disappears.

That’s why practical change control 
is so important.

When changes are easier to follow, 
environments become easier to 
support. 

Troubleshooting becomes faster 
because context exists around why 
decisions were made. Operational 
surprises become less frequent 
because fewer things happen in 
isolation.

That consistency becomes 
increasingly valuable as environments 
grow more interconnected.

Modern IT operations aren’t a neat 
collection of separate systems 
anymore. 

Cloud platforms, identity 
management, security tooling, 
remote access, SaaS integrations, 
automation platforms, and vendor 
dependencies all influence each 
other in ways that can become 
difficult to track when operational 
visibility weakens.

That’s one of the reasons 
stronger operations usually 
feel calmer day to day.
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Routine maintenance  
BECOMES HARDER

On paper, patching sounds simple. 
Updates are tested, scheduled, 
deployed, reviewed, and monitored.

Operational pressure constantly 
changes the shape of that process.

Maintenance windows become 
harder to protect because the 
organisation operates across  
more hours than it used to. 
Certain systems can’t tolerate 
downtime easily. 

Some updates create compatibility 
concerns. Others arrive alongside 
existing project work or operational 
incidents that are already 
consuming attention.

So, patching becomes a balancing 
act between operational risk and 
operational disruption.

You’ll have experienced that moment 
where a routine update suddenly 

feels less routine because of 
everything else happening 
around it.

That pressure can lead to 
maintenance becoming more 
reactive than structured.

Updates get delayed because 
timing feels risky. Exceptions 
begin to grow. Testing becomes 
shorter because there isn’t 
enough space for longer review 
cycles. Reporting becomes 
harder to maintain because 
everybody is concentrating on 
getting the work completed first.

Usually, this happens because 
attention is spread too thin 
across too many things at once.

The environments that handle 
this well create more consistency 
around routine work. 

Patch management 
is a good example of 
how straightforward 
processes become 
complicated in busy 
environments.



I.T. ISN’T ROCKET SCIENCE – breathetechnology.com6

Maintenance follows repeatable 
schedules. Ownership is 
understood. Exceptions are 
reviewed properly. Monitoring 
continues after updates have 
been deployed.

That operational rhythm is 
important, because routine 
work has a habit of influencing 
everything else around it.

When maintenance processes 
feel more predictable, the wider 
environment usually becomes 
easier to manage as well.

Security reporting becomes 
more reliable. Incident response 
becomes more straightforward 
because there are fewer 
unknowns to work around. 
Planning improves because 
routine maintenance stops 
competing so heavily with other 
operational priorities.

The complexity is still 
there, but it becomes 
far easier to manage.

There are constant
INTERRUPTIONS

Strategic work needs 
uninterrupted thinking time.

Projects require momentum 
and security improvements 
require review and planning. 

Infrastructure decisions 
benefit from proper 
consideration rather than 
being squeezed into small 
gaps between operation 
issues.

But user demand doesn’t stop 
to create space for that work.

One of the hardest parts of running 
IT operations is how interruption 

affects concentration.

So many IT leaders end up working 
in a state where long-term priorities 
are constantly competing against 
immediate operational demand.

That can make even productive 
weeks feel unfinished.

You solve plenty of problems. Tickets 
get closed, users get supported. 
Operationally, a lot gets done.

But the strategic work that improves 
the environment over the longer term 
keeps moving in smaller increments 
than you would ideally like.



People have more space 
to think ahead, follow 

things through properly, 
and spend less time 

constantly catching up.

7

Constant context switching 
becomes tiring.

You start the morning reviewing 
a security issue. Half an hour later, 
you’re dealing with access requests. 

Then a vendor calls about licensing. 

Then a meeting appears about a 
project timeline. 

Then somebody needs urgent 
help because something has 
stopped working.

By the end of the day, it can feel 
as though your attention has been 
pulled in every direction without 
ever settling properly into one thing.

This is where service desk 
optimisation becomes much 
more important.

A well-structured service 
operation helps protect 
operational focus.

Good triage reduces noise. Clear 
escalation paths stop everything 
landing with the same people. 
Repeat issues become easier 
to identify and resolve properly. 
Communication becomes more 
predictable for users and less 
disruptive internally.

That creates breathing room, 
which makes a huge difference 
in busy environments. 
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Operational resilience 
BECOMES FRAGILE

Most environments have certain people who carry 
more operational knowledge than anybody else.

Sometimes it’s because they’ve 
been there for years. Sometimes 
it’s because they built parts of 
the infrastructure themselves. 
Sometimes it’s simply because 
they became the person everyone 
turns to whenever something 
complicated appears.

In your organisation, that could 
be you.

That kind of experience is 
incredibly valuable. But it can also 
create pressure.

When too much operational 
knowledge sits with too few 

people, the environment becomes 
more fragile. 

Holidays become stressful because 
certain individuals remain contactable 
“just in case”. 

Projects slow down because key 
decisions rely on specific people being 
available. 

Troubleshooting becomes 
inconsistent because different levels of 
understanding exist across the team.

The pressure affects individuals as well.

A lot of experienced IT directors end 
up carrying a constant awareness that 
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certain systems or processes rely heavily on them personally. 

Even when everything is working normally, there’s 
an ongoing sense of responsibility sitting underneath 
the surface.

Most people manage that responsibility well for a long time, 
but it takes energy.

The strongest operational environments spread knowledge 
more evenly across the organisation. 

Processes are visible. Documentation is accessible. Systems 
are reviewed collaboratively rather than understood by only 
one or two people.

It allows experienced technical staff to spend more time 
using their expertise effectively instead of carrying so much 
operational dependency around the environment.

It also creates a more stable experience for 
everybody around them.

Building stronger 
OPERATIONS

One of the interesting things about operational resilience 
is that you likely already know where improvements 
could be made.

You’re aware of the systems that would benefit from 
review. You know where operational processes have 
become inconsistent. You know which areas create 
unnecessary interruption or dependency.

The challenge is finding enough operational space to 
work through those improvements while still managing 
everything else the organisation requires day to day.



I.T. ISN’T ROCKET SCIENCE – breathetechnology.com10

There’s finally enough operational support around 
the environment for important work to keep 
progressing consistently, even during busy periods.

The most effective co-managed 
relationships work alongside 
internal IT, adding operational 
support and consistency around 
the existing environment.

Routine operational work can 
be handled more consistently 
because additional capacity 
exists around monitoring, 
maintenance, and support 
activity. 

Service desk pressure becomes 
easier to manage because 
user demand is shared more 
effectively. 

Documentation standards 
become easier to maintain 
because visibility naturally 
becomes more collaborative.

At the same time, internal IT 
retains direction and control. 
You still understand the 
organisational context, shape 
the priorities, and make the 

That’s where co-managed support 
can become genuinely useful.

decisions that influence how 
the environment evolves.

That’s where co-managed 
support can become genuinely 
useful.

The additional support simply 
creates more room for those 
decisions to be implemented 
properly.

That breathing room has a 
cumulative effect over time.

Projects move more steadily 
because they stop losing 
momentum so often. 

Operational processes become 
more repeatable because there’s 
enough consistency behind them. 

Security and maintenance work 
receive more structured attention 
because operational pressure 
becomes easier to distribute.

And gradually, the environment 
starts feeling less reactive.
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If you’d like to explore ways to strengthen 
operational consistency without putting 
more pressure on your existing team, 
we’d be happy to talk. 

Get in touch.

London	 020 3519 0124
Cambridge	 01223 209920
Sheffield	 01143 498054
Suffolk	 01440 592163

lucy@breathetechnology.com

www.breathetechnology.com


