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CREATING A SOLID 
FOUNDATION FOR 
ITSM 
 

GET STARTED RIGHT AWAY 

Most companies and government agencies have ongoing IT Service Management 

implementations. For a good reason, as IT Service Management (ITSM) offers a 

lot of benefits, to include cost reduction, performance improvements and 

increased customer satisfaction. Given the demand for ITSM, there are countless 

ITSM resources available, such as process frameworks, management systems, 

and training services.  Despite this support, it is estimated that 70% to 80% of 

these ITSM initiatives are unable to demonstrate value. So where is the 

disconnect? Why are so many organizations struggling to get ITSM up and 

running effectively? 

Let’s look at the basics, ITSM is focused on the management of IT Services, thus 

the name.  From our experience at i3, we have found that most IT organizations 

are focusing their ITSM efforts on everything but their services.  Instead, most 

are focused on implementing processes and investing in extremely expensive 

management systems (tools).   

It seems everyone is more concerned with the processes and the tools, 

completely overlooking the “Services” aspect altogether. Metaphorically 

speaking, the cart is in front of the horse, and as a result, these ITSM initiatives 

don’t make it very far. 

The secret to being successful with ITSM is simple, know your services. Until then, everything else, to include process 

frameworks, management systems, certifications, etc., are all expensive distractions.  Before an organization can build its 

instantiation of an ITSM framework, it first needs a solid foundation. Building this foundation requires three critical 

elements: 

 The Definition of Services 

 Customer Intelligence 

 Comprehension of Service Costs 

 These items are the core of what IT Service Management is all about. However, in the real world, they are the most 

 At a Glance… 

ITSM process frameworks and 

supporting management 

systems can be invaluable 

assets to an IT organization. 

However, without the right 

Service Management 

foundation in place these 

assets can quickly turn into a 

source of chaos and expense.  

 

  

 

Industry consulting experts report that 

tools (e.g., ITSM Systems) only 

contribute to 20%-30% to the successful 

implementation of ITSM best practices. 
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overlooked or misaddressed aspects of most ITSM initiatives. Without these three pieces, any attempt to implement ITSM 

will ultimately collapse, and subsequently, any investments will go unrealized.  

KNOWING YOUR SERVICES 

Although this may sound elementary, we have found that most of our clients struggle with accurately defining their services 

in a manner that their customers can understand.  Most IT Managers state their services as the technical work activities 

they perform or oversee on a day-to-day basis, such as application development, hardware support, systems 

administration or database management. However, from the customer’s view point, these are not IT services, they are IT 

activities. It is a universal fact, nobody outside of the IT organization cares (or should) about IT activities.  

Everything within the IT organization should map directly to an IT service because this is where the value is recognized and 

understood by the customer.  Activities, such as upgrading server hardware or developing software does not provide 

directly provide value. They simply support activities performed by IT to enable services.  

So what are the services? How are services used, and by who? What are the components that make up these services? 

How critical are the services? These are critical questions that must be answered by creating a Service Portfolio. In short, 

the Service Portfolio is a document that captures and represents the inventory of services with relevant attributes that the 

IT organization delivers to its customers.  It includes the retired services of years past, and the services in planning for the 

future. 
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Before you can implement processes and tools, you must understand how they map to the main goal of managing services. 

The Service Portfolio provides insight and clarity into what the IT organization delivers at the highest level.  In this regard, 

the service portfolio serves as the absolute starting point for designing processes and structuring supporting tools.   

Take for instance Change Management. The Service Portfolio defines what the services are, the components of the service, 

and who uses the services, all of which are MAJOR inputs to the Change Management process. Otherwise, without this 

knowledge, what exactly is a change?  Is replacing a server a change? Maybe, Maybe not. It depends if the server is a 

component of a service. The point is, without the portfolio, Change Management is working blindly. Using Change 

Management becomes an operational guessing game that ultimately undermines both the efficiency and effectiveness of 

the process. 

In addition to providing the most crucial input to each ITSM process, the portfolio enables an effective design and 

implementation of Service Management Systems. Once you know what the services are, the determination of incident 

and request types, categories, impacts, and urgencies becomes clear.   

KNOWING YOUR CUSTOMERS 

Providing value to a customer, whether it is a product or service, is about meeting expectations and maintaining positive 

perceptions. Only when customer needs are realized and fulfilled can a service provider become a consistent source of 

value.  Knowing the customer is invaluable this should be the highest priority of any IT provider.  

Before you can know your customers, you should figure out exactly who they are. This step often gets overlooked by IT; 

who is often intent on delivering IT in its totality versus delivering services to specific customer sets.   

To ensure customers are identified correctly, look at the businesses’ organizational chart. Each box on the chart will 

typically correspond to specific functional areas. Since each of these functional areas performs different business activities, 

each will likely have different IT needs.  From an IT provider’s perspective, each of these functional groups could potentially 

represent a “Customer.”   

Rather than providing a traditional one size fits most IT approach, IT Service Management can provide the ability to focus 

on unique requirements of each customer. Doing so greatly increases IT’s overall effectiveness by aligning technology to 

specific requirements. To reach full potential, a systematic approach to identifying and understanding each customer’s 

requirements becomes necessary.  
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In addition to successfully identifying its customers and their requirements, an effective IT organization must have the 

aptitude to predict patterns of activity within these groups and how they will react to business events. An IT provider must 

also understand what business processes are critical, and where resources should be focused during different cycles of 

demand.  This information serves as critical inputs into determining the most appropriate and cost effective solutions.  

Without this knowledge, an organization could easily pay for unneeded services or capacity. Even worse, an organization 

could spend too little and impede customers from conducting their business activities.  

The most significant goal for any IT organization is to provide value to the business. Without knowing the customers, 

providing value becomes extremely complicated and potentially wasteful. Know who the customers are, and what they 

need; don’t assume anything. Understand that business processes are dynamic, and thus, IT requirements will 

continuously evolve. 

KNOWING YOUR COSTS 

Business managers have historically lacked transparency into IT spending.  Simply adding processes and tools will not 

promote clarity into IT expenditures, it will likely do just the opposite by adding layers of costs.  Currently, most IT 

organizations report IT expenditures by providing business managers with the cost of providing IT, holistically.  The issue 

here is that value is realized by customers at the service layer. When presented with the total cost of IT, business managers 

are forced to make educated guesses if they are receiving value from IT. A better approach would be to track and report 

on costs by service.   

Allocating costs to services offers many benefits. It presents the business with the ability to compare the cost of a service 

versus the value it provides. This approach allows more intelligent trade-offs between costs, capacity, and levels of quality 
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by each service. It enables educated decisions regarding technology investments. From the Cloud Computing perspective, 

this model supplies the capability to compare the cost of providing services internally against external alternatives.  

 

Service Number of Users Total Monthly Cost 

Personal Computing 3560  $                 157,125.00 

Messaging 3560  $                   47,000.00 

Internet 3560  $                   27,895.00 

Document Management 2750  $                   15,147.00 

Phone 3120  $                   25,000.00 

Mobile Computing 874  $                   42,145.00 

 

Mapping costs to services are challenging given the variety of direct, indirect, and variable costs in an IT environment. 

Coupled with endless amounts of infrastructure changes, this task becomes even more daunting.  Nonetheless, recognition 

of these costs is worth the effort. IT managers have the responsibility to ensure best value is achieved for the business. 

Carefully understanding service costs is an integral part of these judgments.  

It may be possible to use external services that cost less and deliver as good or better outcomes than internal IT. Conversely, 

higher cost services from the external sources might deliver the same service, but at higher levels of quality, making the 

overall value proposition more attractive.  Bottom line:  these comparisons can only be measured if the costs for providing 

these services internally are completely understood.  

CONCLUSION 

There is a huge push to implement ITSM. Fueling this demand is the notion that 

the latest processes and advancements in technology will directly translate into 

successful implementation. These processes and tools promise IT organizations 

the ability to accelerate ITSM implementations, but in fact, most do the 

opposite.  

ITSM is about managing services, customers and costs. Process frameworks, 

management systems, and training can be powerful enablers, but only when 

used in the right context.  

It is important to note that from the IT consumers view point, the use of 

processes and management systems does not directly translate into value. 

Customers are only concerned about the result, their services. In turn, IT should focus on its services first and foremost.  

Unfortunately, i3 has found many IT organizations get so caught up in the planning and implementing of processes and 

toolsets that they lose focus on what’s important-- their services. When this happens, ITSM implementations do not fail 

because they go off course or lose momentum. They fail because they were never on the right course.  
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ABOUT I3 DESIGN AND CONSULTING 

i3 Design and Consulting LLC is a boutique Information Technology, process consulting, and products firm headquartered 

in Leesburg, Virginia.  Our company is defined by its deep content knowledge of its staff and partners.  We bring twenty 

years of information technology and business process improvement knowledge to the table, with a record of success 

producing business value, increasing operational efficiency through IT innovation and process improvement, and driving 

customer focused service excellence.  i3 provides consulting support to senior executives, as well as, leadership to 

transition organizations to the next level by transforming business processes and improving growth, margin, customer 

engagement, IT, and quality. 
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