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Expert tips: Making ITSM part of 

your IT strategy  

 
When budgets get cut, some IT management teams elect to eliminate 

funding for process improvement initiatives, including IT Service 

Management (ITSM) efforts. But ITSM can help companies make 

processes more efficient and effective in the long-run. In this expert e-

guide from SearchDataCenter.com, learn how to protect your 

organization’s overall value by utilizing ITSM. Discover why it is 

important that your IT strategy and service desk operations go hand-

in-hand. Find out which three ITIL service operations to use to ensure 

value throughout the service lifecycle. And learn how service desk can 

prepare to support these activities. 
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Making the case for ITSM in a down economy 

By George Spafford, Contributor, SearchDataCenter.com 

 

Without a doubt, you know the economy is in a recession and organizations are struggling. 

As a result, IT budgets have been slashed, with the inevitability that heads have been cut 

and non-critical projects have been put on hold or cancelled. In this environment, some 

management teams have elected to cut funding for process improvement initiatives, 

including IT Service Management (ITSM) efforts, which can place them at a disadvantage 

both during the downturn and especially during the recovery.  

 

What management needs to understand is that having effective and efficient processes aids 

IT during a downturn and readies organizations for when the economy improves. Efficient 

and effective processes are needed not just to control costs and risks, but also for IT to 

sustainably deliver services that meet the needs of the business now and in the future.  

 

ITSM and quality management 

 

While some may view the IT Infrastructure Library (ITIL) and its ITSM philosophy as just 

another bureaucratic management fad, it can be far more than that when implemented 

correctly. The objective of ITSM is to provide IT services that meet the needs of the overall 

organization in the pursuit and protection of goals. This idea of understanding requirements 

and delivering solutions that meet those requirements is, by definition, a quality 

management philosophy. Despite this quality emphasis, when we look at the actual ITSM 

implementation attempts, many have either outright failed or failed to deliver hoped-for 

benefits. Indeed, many organizations implement processes piecemeal -- they do not 

understand or pursue the core ITSM quality improvement philosophy. This is a fundamental 

problem!  

 

IT does two things -- create and protect value -- and this is accomplished by providing 

services to the business that meet the business's requirements. The business must be able 

to rely on IT to develop or acquire the needed services and, once in production, these 

services must continue to meet those requirements, including confidentiality, integrity, 

availability, performance and so on.  
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This idea of sustainable IT services has two elements. First, the services must be created 

with ongoing operations -- not to mention security -- taken into account. The auto industry 

learned the hard way that it had to create cars and trucks that could be serviced. Until that 

realization, engineers designed vehicles that met their objectives, but when the vehicles 

needed service, repair was difficult and costly. This led to frustration not only on the part of 

the mechanics, but also of the customers. As part of the quality movement in the auto 

industry, they recognized that vehicles go through a life cycle and there is more to customer 

satisfaction than just buying a car.  

 

This is true in IT as well. Development must take the needs of the business and other IT 

groups, such as operations and security, into account to deliver reliable service. Notice that 

I keep saying "services," as this is the perspective that ITSM imparts and why firms must 

embrace a service development life cycle (SDLC) mindset that is a natural evolution beyond 

the old system development life cycle perspective. This is because what IT provides to the 

business isn't just a software application or a "system" in a vacuum. Instead, there is a 

mixture of hardware, software, documentation, people, facilities and so on that combines to 

provide a usable, secure service that meets the requirements of the business. Think of a bill 

of materials, or bill of resources, in manufacturing. It is a hierarchical assembly of parts, 

subassemblies, machine centers and so on that all roll up to the top item. If you think of an 

IT service in the same regard, you are on the right track.  

 

Now, for the second part. As the services are developed and put into production, they must 

be maintained in a controlled manner to continue to meet requirements. The persistent 

cowboy or firefighter mythos in IT must be abolished and replaced with formal processes 

that have predictable results.  

 

Prioritizing ITIL processes 

 

The following is a list of ITIL-defined processes that are critical in a production data center 

environment. The reason for an ordered list is that some are more critical than others for 

stability. The reason for the list will be explained later in this tip.  
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    1. First and foremost, IT operations groups, especially data centers, need to have solid 

processes to manage changes to production. Whether the environment is made up of 

20-year-old legacy systems or cutting edge high-density blade systems, all it takes is 

one bad change and they can all come crashing down. More insidiously, lots of small, 

poorly planned changes can create numerous latent errors that aren't readily visible, 

which then combine at the worst possible time to create problems relating to 

confidentiality, integrity and availability. Well-designed and implemented change 

management processes will create stability and allow the organization to make 

effective tradeoffs around the risks of making and not making changes. To borrow a 

friend's perspective, without change management as a first step, your ITIL 

implementation effort may result in the automation of the ability to apologize for 

downtime, security events and so on.  

    2. Second, there must be a configuration management system (CMS) that stores data 

about each system and how they relate to create services. Time and time again, I 

work with organizations that lack visibility to how the various configuration items 

(CIs) that make up a service relate to one another. This results in poor planning, 

development, testing, operations and security. Instead, there must be a CMS that 

has timely and accurate data whose updating is governed by change management. 

The trick to the smooth implementation and adoption of a CMS is to start as simply 

as possible, learn and evolve the system.  

    3. Third, there will be incidents -- deviations from standard operation -- for one reason 

or another. How an IT organization responds to incidents can make all the difference 

to users, customers and the overall business. This perspective results in a tie 

between two important processes for third place, from an operation's perspective, for 

incident and event management. ITIL v3 contains the notion of "events." This critical 

process spans development, testing and production and seeks to understand the 

relationship between criteria in the environment and what the IT response should be. 

In some cases, this diligence will unearth opportunities to automate responses, such 

as triggering a server to reboot during off-peak hours to recover from a known 

memory leak. It also allows for lessons learned to be collected and applied via IT 

Knowledge Management (ITKM) for consistent recovery.  

    4. Fourth, there will always be a need to understand the root cause of problems and 

eliminate them or prevent them when it makes business sense. This is the domain of 
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problem management. IT organization cannot afford to have repetitive incidents and 

problems if they can be eliminated.  

 

To explain the rationale of the order, change management and configuration management 

foster stability and planning throughout the service life cycle. Incident and event are 

reactionary in nature and help IT define how to respond to situations. Problem management 

blends a reactive element in dealing with incidents that have an unknown root cause with a 

proactive element that seeks to prevent incidents and problems in the first place. Is this an 

order of process implementation that should always be followed? The best answer is that it 

depends on how you implement them.  

 

For some organizations, change and configuration should be implemented at the same time, 

then incident and event at the same time, followed by problem management. In other 

organizations with major stability challenges, the first thing to put in is basic change 

management to stop the hemorrhaging, something we came to understand when Kevin 

Behr, Gene Kim and I authored the Visible Ops Handbook. There is an important reason for 

this -- the same resources that are firefighting are typically the same resources that should 

be working on projects to move the organization ahead.  

 

Therein lies an important concept for you to ponder -- the most precious resources in IT are 

our people, and we cannot afford to waste their time firefighting. They must work on 

projects and planned tasks to move the organization ahead. Thus, we need to have 

processes in place that create a stable environment, enabling them to do just that.  

 

So, is that it? The short answer is "no." As development begins to create services that are 

stable and operations maintains them as such, work must be done to further improve IT, 

and this is where other ITSM processes, such as service-level management, availability, 

capacity and so on come to play. I am far from an ITIL zealot, but I do believe that ITIL has 

much to offer if you adopt the processes in a pragmatic manner in the pursuit of 

organizational goals. ITSM cannot be an ends -- it is only a means to an ends. In the 

current economy, IT needs to be very cognizant of the needs of the business and how to 

help enable and protect value.  
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In conclusion, IT needs effective and efficient processes that deliver predictable results to 

the business. The business cannot afford to waste resources, including time, money and 

management attention. Moreover, IT must then be capable of continuing to deliver those 

services in a sustainable manner that meets requirements, or the business could be put at 

extreme risk. The need for IT to improve is a constant and must be approached holistically 

in a manner that creates and protects value for the organization overall. 



 

http://www.inteqnet.com
mailto: info@inteqnet.com
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ITSM: Connecting service desk operations to IT 
strategies 

By Stuart D. Galup, Contributor, SearchWinIT.com 

 

IT and communications technology strategy and the service desk are rarely discussed in the 

same conversation. Although most organizations understand that there is a connection 

between implementing a strategy and delivering help desk services, a hard line connecting 

strategy to the service desk is often not drawn. However, ITIL and Information Technology 

Service Management, or ITSM, is changing this. 

 

ITSM is a subset of ITIL that defines how service management is applied within specific 

organizations. It manages all processes that co-operate to ensure quality of live IT services, 

according to the customer-agreed level of service.  

 

Its best practices state that strategies are ultimately realized through service operations. As 

a result, the service strategy and service operation phase will co-depend on one another 

within the lifecycle. 

 

As you go through ITIL, it's clear how the stages connect to one another and, in turn, affect 

the operations. There are two phases within ITIL that should be of interest to IT managers 

because there is a clear line drawn from strategy, through design and transition, to the 

service desk in the service operation stage. They are: 

 

1. The service strategy phase: It establishes an overall strategy for information and 

communications technology services and ITSM. This phase focuses on the identification of 

market opportunities. From this, organizations develop services to meet a requirement on 

the part of internal or external customers. 

 

2. The service operation stage: This is where the rubber meets the road in the IT and 

communications technology business. It focuses on the activities required to support 

customers' services, such as CRM, and maintain their functionality as defined in the service-

level agreements with customers. 
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Service strategies that are not properly supported will fail as will operations that do not 

clearly define what's necessary to fulfill a particular strategy. And while most know they are 

supposed to align business goals with IT strategies, many organizations still create and 

position the service desk based on budget. For example, they may outsource the service 

desk for financial reasons void of the overall business strategy. 

 

So, what should IT and communications technology managers do to ensure strategies are 

tied to the service desk? They can use one of the following three ITIL service operation 

activities: 

 

1. Deployment: This approach deploys services into the live environment in such a way 

that existing services and all new services work effectively. Using this approach, service 

desk managers can better understand the environment, and they have the ability to deploy 

services at the right time to not only ensure a successful deployment but also ensure other 

services continue to provide value. 

 

2. Contract portfolio: The contract portfolio lists all external and internal contracts and 

their associated obligations. Contracts that are under consideration must be assessed to 

ensure continued levels of agreed service. 

 

3. Managing demand: In IT, business patterns change. As a result, managing demand of 

IT resources is critical to make sure the continual level of agreed service is met. 

 

These activities help ensure that value is delivered throughout the service's lifecycle. The 

service desk can prepare to support these service operation activities by: 

 

      • Defining a service desk organizational structure -- local, central and virtual -- 

that aligns with the business strategy.  

      • Developing staff who align with the business strategy; education and training 

is paramount.  

      • Identifying super users who align with the business strategy; local business 

experts are critical to keeping abreast of changing business patterns.  

 



SearchDataCenter.com E-Guide 

Expert tips: Making ITSM part of your IT strategy 

Sponsored By:  Page 11 of 12 

The bottom line is to stay vigilant. IT and communications technology organizations can do 

this by following the activities outlined above. 
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Resources from InteQ 

Improving Self-Service and Knowledge Management Capabilities 

 

Improving IT Operation Efficiencies to Increase Service Levels 

 

Eliminating Forced Upgrades While Preserving Full-Featured ITSM Functionality 

 

About InteQ 

InteQ is the leader in On Demand IT Service Management (ITSM). Since 1995, InteQ has 

been dedicated to helping customers achieve IT service excellence using a unique portfolio 

of solutions.  

 

In 2008, InteQ leveraged the IT Infrastructure Library (ITIL) best practices, Cloud and Web 

2.0 technologies to launch InfraDesk - a Software-as-a-Service (SaaS) Service Management 

solution which dramatically reduces the total cost of ownership, offers the fastest time to 

production and is the easiest to adopt by users. 

 

Customers spend billions of dollars annually with ITSM vendors and many fail to realize the 

value due to complex out-dated tool architecture and costly implementation cycles. With the 

InfraDesk solution, customers realize the value from day one without undertaking any 

implementation or financial risks.  The InfraDesk solution is currently being used by 

thousands of vendors worldwide. 

http://www.inteqnet.com/financial-case-study.html
http://www.inteqnet.com/retail-case-study.html
http://www.inteqnet.com/manufacturing-case-study.html
http://www.inteqnet.com
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