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Building an ITIL® Business Case?...
Slow & Steady Wins the Race

The IT Infrastructure Library, known as ITIL®, has become more than a de facto
standard --- it is the basis of ISO 20000, the international standard for IT Service

Management.

With this increasing visibility, customers are reaching a fever pitch to implement
IT Service Management best practices based on ITIL®.

Management’s desire to accelerate
gains, suppliers eager to leverage the
market awareness of IT service
management and staff’s
unfamiliarity with ITIL® can create
significant risks to any adoption of
IT service management.

This paper describes an approach to
implementing ITIL® that is rooted in
the 39 &&HR' (AL(*5 6$5 . &4*+(
7.89#.(: )& "' .5 . &publication,
and offers some things customers
can consider to ensure that
investments in process improvement
are both realized and accelerated.
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A Paradigm Shift from Silos to Services
Processes @ Partners

One of the keys to achieving this is a disciplined, steady cycle of improvements
and applying tools in a way that targets the greatest potential gains in IT Service

Management Return-On-Investment.
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Criticality of Stakeholder & Services Targeting

Building a case for adopting IT service management requires an understanding of
the key drivers of the business, stakeholder needs and service targets.

Most IT organizations intuitively understand these, but taking the time to
perform formal stakeholder analysis and properly identifying service targets has
the following benefits:

1. Reduced Risk
2. Improved ability to accelerate gains
3. Improved alignment to business needs

Stakeholder influence and program

risk are high at the beginning of a e
project; both decrease over time.

"l Influence of stakeholders

In addition, IT service management
implements processes across in what
many cases are organizational silos
that may not have a culture of Cost of changes
teamwork embedded. In fact, in
many organizations there is inter- Project Time ————» 1

departmental competition.

Not addressing cultural issues, through formal stakeholder analysis, can be a
major contributor to unsuccessful attempts to implement ITSM best practice.
In addition, an understanding of service targets is fundamental to IT service
management. While it may be difficult to establish a formal service catalog up
front, a discussion of the organization’s view of a service is essential to begin
shifting paradigms from silos to services.

Not having a clear understanding of stakeholder needs and service targets will
make it very difficult to identify those gains that have the greatest impact to the
business, resulting in ‘quick wins’ that may seem worthy from a process maturity
perspective but don’t really contribute much to the bottom line.

The business wants to increase revenue, decrease costs and --- do both as fast as
possible! This pressure often leads IT organizations to use their gut when it
comes to identifying stakeholders and service targets in an attempt to accelerate
gains and get on with ‘improving the process’.
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Your adoption of IT service management best practices is a quality journey that
will take time — in most cases years, and in fact should never end.

Taking the time to conduct formal stakeholder analysis and services targeting is a
best practice when implementing IT service management. When establishing
your vision for IT service management, don’t rush this basic and critical step. It is
a key to your business case and minimizes the risk of failure.

Information that should be reviewed at a high level during this phase includes:

¥ IT Plans, Security Plan, DR Plans, SLA/OLAs, etc.
¥ Organization Charts
¥ Infrastructure documentation and diagrams

The more time taken to establish a clear vision for IT service management as it
relates to your business, the more focused (and more profitable) your
implementation is likely to be.

ITSM Implementation & Investments

The initial justification for adoption of IT service management can be difficult,
simply because enough information and knowledge about ITIL® --- and its
potential benefits to the organization --- are not known.

Therefore, initial investments in training, consulting, and business case
development can be focused on obtaining the capabilities within your
organization to improve.

Initial Phase

Cost and Staffing Level

Base

fei Audit
Vision Linin 3
Establishment ¢ & Review

Process Process Implementation
Maturity & Automation Cycles

Calibration

& Analysis
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Once the vision is established and the preliminary case approved, ITIL® suggests
identifying “; <.8.(=8.(; .(>1? ?” as the next step. This typically involves
assessments and gap analysis to best practice, which will look at people, process
and tools currently in use vs. best practice guidelines.

This can result in establishing the process maturity for the organization, and each
individual process area, and leads to the question “; <.8. (@L( .( ) &4A+1( .?”.

Once agreement is reached and objectives are established, it’s important to
establish beginning base lines to measure improvements against. This also may
help identify key areas that can result in rapid improvement, accelerating gains
during the implementation.

At this point, cycles of process improvement and automation occur. This is likely
to involve process and organizational modeling, tool selection and
implementation and process implementation. These cycles of improvement can
occur for each process as defined by the overall program path.

Of course, the last step is to audit and review the process which leads to new
improvement cycles. The investments in the ITIL® adoption program therefore
occur as they do in projects, with an initial phase, intermediate phases and a final
phase.

An important difference is that these
cycles can continue almost indefinitely,
as customers attempt to move up the Ongoing:
ITSM Maturity Model as shown below. o raysis . [5 -opimans
Your business case for the program +Business case plgnment CA [ T
should be appropriate for whatever

phase of the project and which step

along the path your organization is.

Phased Improvement — Quality Cycles

Q 4. Managed
c Process Management - Service Orientation —
ion

Inter-process Communicatt

3 — Defined
Documented processes - Proactive —
Limited agreement and recognition within IT

2 — Repeatable
Reactive — Uncoordinated  Lack of direction ~ Recognized

process, ltle to no resources allocated

Continuous Improvement Cycles

ITSM Benefits and Costs

1 - initial
a Undocumented — Ad Hoc — Chaotic — Little to no process management activity

Process Maturity

The benefits of implementing IT service
management fall into the following basic categories:

Reduced unavailability/downtime
Reduced internal IT costs
Reduced external IT costs
Improved user productivity

K K K K

www.MyServiceMonitor.com! R () &+, ("R --( ) -. 042 %
© MyServiceMonitor, LLC



IT Service Management Best Practice

Advise Training
&

Certification Consulting Process

= ™
Automation Implementation ITSM On-Ramp
&

Services
Audit

¥ Reduced risk
¥ Improved time-to-market
¥ Improved customer experience

While this is not by any means an all-inclusive list, it does cover most of the
basics.

Industry research supports the notion that savings attributed to IT service
management are focused on more effective and efficient problem isolation as the
two diagrams illustrate.

IT Dilem ma: :;EJIGCQ:DTEI;ILE Savings in IT Staff Activities After Deploying HP OpenView
Managing Costs and Responsiveness ! pctity Time Sarigs (%)

Identifyfix problems 755

Change management 414

Problem management 287

Network troubleshoting/repair 2389

Managing Intemet customer experience 208

Managing other tools 2086

Senvice level management 200

Maintaining configuration database 188
7188 :&14 146
9(+)*

Time Metwork performance management 129

Incident management 10

- Source: IDG, 2004
STO 0 12134 297, 518 1905 ) 121315, 1<, AT ouree

The benefits attributed to implementation of process improvement can be
difficult to quantify, particularly early in the program since business case data
may be incomplete. In addition, most organizations are much more comfortable
with justification of tools, where clear ROI and TCO analysis can be performed.

The initial phase of an ITSM program should focus on establishing a basis for
further improvement through training, assessments and base lining activities.
These costs can be minimized, and improve investment decisions in process
automation (tools) that will be considered along the program path.

So, in addition to the fundamental benefits of ITSM, the business case for initial
adoption can be focused on building a capability for improvement and reducing
the risk of important decisions that may need to be made along the way.
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!
ITIL® Process Benefits

+<. (7. 892 (@ - AB" &24A &(

(

As the only function within ITIL®, benefits that can be attributed to
improvements with the Service Desk can include reduced internal costs and/or !
improving end user productivity. However, benefits associated with the incident
management process should not be duplicated in the business case!

*&2tH &A3BIDE5 (1 ) &) ' .5 . &4

(

Benefits associated with the incident management process include reduced
downtime, reduced IT (internal) costs, and/or ability to complete more projects
due to less fire-fighting.

/<) & .0 188 "8) #&F(G.$)-.( )& ' .5.84

Similarly, the benefits in this area include reduced downtime and reduced IT
(internal) costs. However, these processes can also help reduce risk and improve
business alignment.

1) 6) 24HC=0) # DBAHF (| 1848 #H: )&)' .5 .84
(

These processes will obviously provide reduced downtime. In addition, these will
also provide improved customer experience and (through continuity
management) reduced risk.

7.892.(.9.% )& '.5.84BR)&2A K )& ' .5.84

(

These process areas --- like all the ITIL® processes --- provide outputs that are
essential to the effective and efficient operation of all the other processes.

@<!0122: 9A=591B: C5: 2!: ¥'*1=-./0,14 1213, 4 ,29: 2, !
G: 0, =1911594 , D@<!4 <HA=595 | |E; : FIC10GL3, H

The Importance of Cross-Silo Base Lines

If you are going to measure success, you simply must have a beginning base line
at your starting point. These base lines are typically established during an
assessment of the organization’s people, process and products is undertaken.
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Obtaining base lines of performance across silos can be particularly difficult,
since in most cases performance data is spread throughout the organization.
However, some attempt should be made to ascertain how each IT service is
currently performing.

Of course other base line information is useful as well, such as configuration and
financial base lines.

Base lines that are oriented around existing silos can be an important first step,
especially at lower process maturity levels. In fact, it may be necessary to stabilize
the current environment enough to achieve additional improvements.

However, establishing a service orientation early can accelerate the progress in all
ITSM process areas for the following reasons:

1. It begins to address cultural issues, and re-enforces a service paradigm
right from the start.

2. It can help identify people, process and product issues between silos
supporting end-to-end business services

3. It can help identify potential quick wins

Process Implementation & Automation

The largest investments made during the intermediate phases of an ITSM
adoption program include staff and consulting time for planning, designing and
implementing improvements in each of the ITIL® processes.

Investments made at these phases of the program should be based on
information analyzed from the initiation phases of the program. Failure to do so
significantly increases risk.

One of the most beneficial tools for improving all the ITSM process areas is the
Configuration Management Data Base (CMDB), since the CMDB is leveraged by
virtually every process area. However designing and implementing a CMDB is a
major undertaking and failure to perform due diligence can burden the program
with costs that may not enable the program enough time to cycle through the
other processes. This can spell doom for the improvement initiative.

Another approach is to implement cross-silo monitoring of the targeted IT
service infrastructure. This has a number of benefits.
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First, this can typically be accomplished in less time and with much less effort
than the design and development of a CMDB. Second, the service monitor may
actually help in the identification of Configuration Items, key Configuration
Segments and Services definition, improving the initial design of the CMDB.

Cross-silo monitoring also fosters a service paradigm across silos, helping
improve communication about the importance and objectives of the ITSM
program.

Finally, cross-silo monitoring may address the primary ROI drivers of ITSM by
focusing on improvements in isolation and diagnosis.

Business Case Elements for ITSM
A business case has the following elements:

An Overview
Assumptions & Methods
Business Impacts

Risk Analysis
Recommendations

K K K K K

The business case content will change based on the phase of the ITSM program
and/or underlying project improvement cycles.

&) %381' 8) 5 (3<) -. (

As stated earlier, investments at this point are limited to enabling change and
improvement activities, and provide a foundation for the overall program.
Training, assessments and base lining activities are all costs associated with this
phase.

Benefits are high-level, and are often based on the risk of taking no action. Even
when the business imperative is to take immediate action to stabilize the
infrastructure, steps can be taken along the way to provide the elements for a
longer term program of continuous improvement.

www.MyServiceMonitor.com! R () &+, ("R --( ) -. 042 J!

© MyServiceMonitor, LLC



IT Service Management Best Practice

Advise Training
&

Certification Consulting Process
m T H ™
Automation Implementation | | ITSM On-Ramp

) *x ! +) % . Aﬁdit || Services

Assuthions & Methods

An example of assumptions at this point could include:

¥ Failure to improve service quality will result in revenue losses

¥ Current practices cannot sustain growth objectives or are resulting in lost
opportunities

¥ Utilization of existing IT resources must improve to meet business
objectives (i.e., more with less)

The argument is that without implementation of best practice processes that
incorporate people, process and technology in a holistic way these critical
objectives cannot be met.

For example, an eCommerce provider can easily estimate revenue losses resulting
from poor performance. A retailer cannot meet store growth objectives in the
timeframes demanded by the business, increasing opportunity costs. A
manufacturer cannot achieve R&D objectives unless staff is either added or used
more efficiently.

Whatever the methods used, it is critical that they be linked to accepted business
practices and drivers for the organization.

Business Impacts

Ilustrating the business impacts in the initial program phase may be more
focused on the costs of business as usual than detailed ROI from implementation
of IT service management.

However, where industry base lines exist that are acceptable to the business these
can be used to estimate potential gains and justify initial investments in training,
assessments and base lining.

Risk Analysis

The most significant risk at the initial phase of the program is in not following
through with the improvement cycles that are recommended as a result of the
analysis; or attempting too move up more than one process maturity level at a
time.
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Since each project within the program will also have business case scrutiny, this
risk is minimal. In fact, the benefits of the initiation phase [reducing the risk of
program failure] are another argument in favor of these investments.

Recommendations

The recommendation should be to establish an overall continuous service

improvement program (CSIP) that addresses all of the core ITIL® processes.
|

Stakeholder and Services Targeting workshops, Foundation Certification for key
team members, ITIL® assessments and cross-silo base lines are all initial
activities that can ensure successful establishment of a CSIP; including business
case details for the embedded project improvement cycles that will follow.

M<, 1515, 1/25 -B, C 2B, 20, !: 35, I'*'ND!G-: 0, =, 912B'§5 , !

0 =RF1215-, I: ¥'*1= - /0,14 1213, 4, 25/9/4, 1=9!5 14 |=: -]
B: <@5!0: <289Q 2, ¥5H1= 015 BE/S !CG:0,=/4 C:.,4,283
Ci1==D

+5:23!R: 3-14 1) 1213,4,230: 25: F ., -5, IS+'R012!, 2=<-, !
5134 1A-1/2., =54, 254/2!'*+) 15 : H1-, 11F32, BIE/5 !

H1G;: B -12,,B412B!: ., -1FC: 3-14 I: QA05., =D

*&4 85 . %) 4 (3811. 243<) -. - (

There are many potential customer-specific scenarios that could (and should)
incorporate ITIL® processes, people and technologies into the business case.

7.89#2. (7" 66184) &9&K. (I " #$(

Once foundation level knowledge is obtained, virtually every customer quickly
recognizes the importance of the CMDB in support of best practice, and there is a
wealth of debate and opinion on the subject.

Average Annual Savings per 100 Users from Deploying
HP OpenView Service Desk

The diagram illustrates the time savings Hard Savings Aress
associated with implementing a popular /\c"‘i??ﬁ .
product (HPOV Service Desk). I ffcency
$8,669
IT productivity
$17,235
Caplured revenue
$354
User productivity
$5,374
Total = $39,243 per 100 users
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However, the study these figures refer to incorporate the use of the supplier’s
/<)& . and 7.892.(,.9.& )& ' .5 .&4products by 75% and 50% of those
studied. For a copy of this report, see J ") &4HHR' (4. (I " -#&. -- (1 . & BA (LE*+(
7.89#2 K7.64 5 D 8LMWN by IDC (Sponsored by Hewlett-Packard).

This is an example of some of the benchmarks being made available that can be
used to help build business cases for Service Support improvements. Of course,
assumptions and methods must be tailored to your specific requirements.

It is vital that these tools automate customer processes to maximize ROI; i.e., do
not let the tool define your process! Invariably you will need to go through cycles
of improvement in ) $process areas to increase overall IT service management
maturity and ROI.

7.89%. (@ $8. 8H) &Y. (| # 3 ((

Many organizations face significant challenges with Service Delivery, either in the
areas of clearly identifying service levels (from a business service perspective),
capacity planning and performance management, and even quality assurance (as
it relates to performance testing in the release management process).

However, benchmarks on TCO and ROI are not as widespread based on customer
focus on the CMDB, and tend to be oriented towards capacity / performance
management, service level management and in some cases even application and
infrastructure management.

This can dilute focus and attention on process automation of Service Delivery.
Focusing on improving Change and Configuration management, when the
underlying issues are in the Service Delivery area, is not a route to rapid and
improved ROI for service management.

18 /5 : <912105065 , IS) M/E/FQ O 4, 112/11B4 /2/=515. , !
2/3; 54 1-, 112B/1/A-3, PI<2<=1QF!-, = <-0 U

M 22/4M-: 3= 5 IV
W25 -G/= 1) 1213,4,257= 0115 =

While monitoring the service infrastructure is typically the domain of ICT
Management, use of real time performance data (capacity management) can be
an important element of analytics.
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Consideration of Capacity Data Base (CDB) information is an essential element of
the business case when intermediate tasks move to process automation, and must
incorporate both Support and Delivery benefits.

!
!
Conclusions

While customers are justified in attempting to accelerate gains in ITSM
implementations, failure to take deliberate steps to properly identify stakeholders
and services, clearly establish a vision for the program, and establish a starting
base line can greatly increase the risk of failure.

During intermediate phases of the program, particularly where projects include
process automation via tools, care should be taken to include an analysis of all the
ITIL® processes and the benefits the tool provides.

Implementing service oriented monitoring may provide rapid, near-term benefits
for ITSM adoption while improving CMDB design and minimizing risk.

Acceleration and maximization of ROl in IT service management
implementations starts with deliberate business case planning, and rushing to
judgment too early can inhibit both acceleration and accumulation of investment
returns.

While customers should move aggressively towards adoption of ITIL® best
practice, when it comes to establishing a winning business case, slow and steady
may win this race.
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