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Introduction
Recent EMA research, “Automation, AI, and Analytics: Reinventing ITSM,” investigated the 
near-universal demands of digital transformation and the wealth of enabling technologies as they 
converge on the widening role of ITSM. At that time, 87% of organizations reported having some level 
of enterprise service management (ESM) deployment from their ITSM platform/team. 

What’s more, given a healthy selection of possible responses, an impressive proportion of respondents 
rated the impact of supporting ESM as being “transformational” on the relationship between IT 
and business stakeholders. Although potentially game-changing, ESM is not free of challenge. 
The technological complexity of advances in AI and automation, functional capabilities, budget 
prioritization, siloed projects, and organizational considerations all play a role in adoption. 

The current EMA research project, “ESM: the (R)evolution of ITSM,” focuses on practical aspects 
of ESM from initial drivers through implementation best practices and benefits realized. As the title 
indicates, the goal of this research project is to study ESM as both a logical, evolutionary extension of 
ITSM and as a revolutionary outgrowth of the digital transformation culture. It drills into the details 
of adoption and implementation, including:

• Characteristics of ITSM platforms that either facilitate or complicate ESM

• Practical matters of policies, politics, and people

• Functionality and technologies that invigorate new initiatives

• Use cases most likely to return high rates of reward

• Predictable challenges, drivers, and benefits realized

200 global ESM practitioners, evenly split between ITSM direct management and executives, consider 
such areas of inquiry as:

• Interactions and intersections – In what ways does ESM have synergy, overlap, or conflict with 
initiatives in workload/flow automation, AI, and employee experience? 

• Organizational impact – Do organizations view ESM as a strategic business function, or do they 
see it as an extended feature set of ITSM? Does this perception impact budget, security, and 
governance? What organizational changes and opportunities are most likely to develop?

• Adoption and buying process – How do ESM initiatives typically evolve? What roles do executives 
play in ESM adoption at what points in the lifecycle? How does ESM maturity and adoption 
impact the buying process and budget control for additional technologies and capabilities? What 
naming conventions are commonly used to refer to ESM-like undertakings?

• ITSM platform and vendor considerations – What effect does ESM have on ITSM platform 
incumbency? At what points do organizations consider replacing their ITSM platforms and why? 
What factors count most highly in these considerations? What features are most advantageous to 
ESM implementation and adoption? 

The following report summarizes some of the findings from this research, concluding with EMA 
observations and recommendations.1

1 All discussion, ideas, and feedback are heartily welcomed at voconnell@emausa.com.

http://www.enterprisemanagement.com
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Demographics
EMA processed over 2,000 potential respondents in order to vet a well-qualified field of 200 ESM 
practitioners to participate in a 20-minute survey. The age groups are: 34% Millennials, 43% Gen-X, 
and 22% Boomers. Age is not a predictor of response throughout the survey to any significant degree. 
The top industries represented in order are: High Tech, Manufacturing, Finance, and Healthcare. 

Respondent managerial level
ITSM managers through the CIO level were recruited with 10% of the slots set aside for  
non-IT executives. 

Figure 1: The mix of respondents was deliberately skewed to management and decision-makers.

Role of respondents in relation to ITSM
The nature of this research required respondents to have visibility into both the current-day functioning 
of ITSM and decision-making across the enterprise. For this reason, ITSM involvement was a 
prerequisite of survey participation. The pool weighed heavily in favor of direct management of the 
ITSM function (IT managers and directors). 

By design, help desk analysts were excluded because prior EMA experience shows that they tend to 
have a narrow focus with a limited sphere of influence. Roughly 10% of the respondents identify as 
contributing consumers of ITSM services, processes, and workflows. As a group, the non-IT executives 
tend to rate ITSM as highly strategic but are weak on operational details, as might be expected.

Figure 2: “How would you best describe your involvement with the ITSM function 
(IT service management or help desk) in your organization?”

Managerial level of respondents

26%

35%

39%

C-level IT and non-IT

IT VP/director

IT management

53%

14%

16%

17%

Direct management

Part of team

Indirect management/exec

Involved/not on team

Role of respondents in relation to ITSM
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Company size
EMA elected to define company size in terms of number of employees rather than on revenue because 
the number of employees can have a direct impact on ITSM activity levels and roles. 

Figure 3: There was an even distribution among company sizes.

Automation as a strategic priority
Although the focus of this research is ESM within the context of ITSM, EMA experience shows that 
automation is a pivotal underlying factor in the conversation. How well an organization designs, invests 
in, and consumes automation is frequently a factor in how well it embraces other IT-related innovations. 

When asked, “How would you characterize the state of automation in your organization or enterprise 
today?” only 9% view automation as being at an early stage in their organization, while 59% see it as a 
strategic priority. Twenty-one percent are focusing on high-visibility use cases and 12% rate automation 
as differing by department. The larger the ITSM team, the more likely it is that the organization views 
automation as strategic. Not surprisingly, automation maturity also correlates strongly with ESM being 
viewed as a strategic initiative. Fifty-four percent of the respondents who rated ESM as a strategic 
initiative also view automation as an enterprise-wide strategic drive.

Figure 4: “How would you characterize the state of automation in your organization or enterprise today?”

Percentage of respondents by company size as determined by number of employees

27%

24%

27%

24%

1,000-2,500

2,501- 5,000

5,001- 10,000

10,001+

The role of automation

59%

21%

12%

9%

Strategic

Focused

Departmental

Early stage
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EMA research indicates that the drive to automate is pervasive across industries and functional areas 
in enterprises of all sizes. ITSM is no exception. In fact, automation turns out to be a major reason 
that organizations are currently looking to replace existing ITSM platforms. When AI is successfully 
coupled with automation for autonomous actions, service levels can skyrocket at the same time that 
costs are greatly reduced. This combination of attributes, though highly valued, requires organizations 
that are agile enough to flex in accommodation of the changes these advances bring.

ITSM Basics
ITSM growth
No survey regarding ITSM would be complete without asking about the anticipated future of the 
function. Over the past ten years, EMA research has shown a steady increase in the growth of ITSM 
fueled by the advance of AI/automation technologies and extended use cases such as ESM and the 
Internet of Things (IoT). As expected, when asked, “How do you view the future of ITSM in your 
organization over the next three years?” all but 6% anticipate growth, with 57% projecting substantial 
growth in terms of budget, headcount, influence, and services offered. 

Figure 5: 94% of respondents anticipate ITSM growth over the coming three years.

Nothing says “growth” like budget increases. Ninety-one percent of respondents report increases to their 
organization’s ITSM budgets this year, with 74% citing increases in excess of 10%. Less than 4% see a decrease.

Figure 6: “Roughly what was the percentage of ITSM budget increase or decrease from last year to this year?”

ITSM budgets are on the rise

2%

10%

18%

44%

17%

6%

3%

1%

Increased 75% or more

Increased 50%-74%

Increased 25%-49%

Increased 10%-24%

Increased less than 10%

Stayed the same

Decreased less than 10%

Decreased 10%-24%

Anticipated ITSM growth in the next three years

57%

37%

6%

Substantial growth

Modest growth

No change or decline
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ITSM team size and service quality
Past EMA research indicates that when it comes to determining ITSM trends, issues, and areas of 
opportunity, ITSM team size is a better predictor of behavior than enterprise size. A limited number 
of small teams (fewer than 20) were included to serve as points of comparison, but the interests of this 
research tend toward somewhat sophisticated ITSM implementations and technologies.

Figure 7: “How many people are on your ITSM team?”

Although large organizations do tend to have larger ITSM teams, ongoing EMA research shows that 
there is no absolute correlation between the two factors (Figure 8).

Figure 8: Size of ITSM team broken down by size of company as represented in number of employees.

Across the board, respondents highly rate the ITSM services their organizations deliver, with 84% 
rating that service as well above average:

ITSM team size

7%

49%

33%

12%

<20

21-50

51-100

100+

There is no absolute correlation between company size and the size of ITSM teams

13%

62%

19%

6%

9%

49%

36%

6%

4%

45%

43%

8%

2%

38%

32%

28%

<20

21-50

51-100

100+

1,000-2,500 2,501- 5,000 5,001- 10,000 10,001+

• Outstanding 23%

• Very effective 61%

• Average 14%

• Could use improvement 3%

• Ineffective 0%
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ESM
ESM maturity
Ongoing research clearly shows that, although it’s not universal, ESM is mainstream and on the rise. 
For this study, participants were prescreened to have current ESM implementation experience so they 
could speak to practical aspects of ESM. 

Asked how long ESM-like functionality has been implemented from their ITSM platform or team, the 
breakdown is as follows:

• 72% one year or more

• 28% less than one year

Compared to new implementations, those with mature ESM implementations are likely to respond 
positively at a higher level in all categories, such as number and type of capabilities offered, level of 
automation, degree of service, metrics, and results recognized. ESM maturity also correlates directly 
with high growth of the ITSM function. These findings are consistent with previous EMA research.

ESM naming conventions 
One area of interest has to do with terminology. “ESM” is a well-recognized term on the websites and in 
collateral of software vendors and pundits across the globe, but what is it called in everyday usage? In order 
to avoid weighting the answers or confusing participants, the survey vehicle consistently referred to ESM as 
the use of ITSM people, processes, and automation in support of services to non-IT functions or business workflows.

When asked, “How does your organization refer to non-IT services supported through ITSM?” 
respondents were able to choose as many answers as made sense to them. They averaged 1.5 responses. 
The clear leader is labeling support of non-IT functions by department names, followed by action or 
process underway—frequently both.

Figure 9: “How does your organization refer to non-IT services supported through ITSM?”

ESM is not an unusual term, but organizations are more likely to 
speak in terms of department or function

35%

59%

48%

28%

1%

ESM (enterprise service management)

By department name (for instance, "facilities
service" or "HR support")

By action or process, such as request for help,
fulfillment, information, or specific action (such as

being added to a list)

By a name specific to your company or brand

Other
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• “It doesn’t have one, to be honest. We just call it ‘portal’.”

More common are less entertaining monikers, like “Sales portal,” “HR help,” and “IT portal,” as well as 
answers along the lines of, “Prefer not to disclose,” presumably because doing so would identify the company.

ESM/Non-IT areas being served
Allowed to select an unlimited number of areas, each respondent identified an average of seven non-IT 
areas receiving services from their ITSM organization (Figure 10). 

They were then asked to select only one as the primary area. “Primary” was defined in terms of 
importance or impact (improved efficiency, cost savings, visibility in the enterprise, and customer 
adoption and satisfaction), or the area of service that is most characteristic of all non-IT service areas. 
Not surprisingly, HR leads the pack when selection is limited to one choice. 

What is more interesting than the specific top choice is the fact that there is great commonality of ESM 
areas being implemented across organizations of all sizes in all industries.

Figure 10: “Which of the following non-IT areas are currently (or planned) to be receiving services from 
your ITSM organization?” Respondents, free to select any number of areas, averaged seven.

More than one-quarter of the responses cite calling support of non-IT functions by a name specific to a 
company or brand. EMA field experience shows that this growing practice is most prevalent in naming 
self-service portals rather than specific functions. Asked to share those names as a follow-on question, 
typical responses are:

67%

52%

50%

49%

47%

46%

41%

41%

40%

40%

40%

39%

30%

25%

24%

22%

20%

19%

0%

Cybersecurity

Human resources

Finance and accounting

Logistics

Training

DevOps

Project and portfolio management

Supply chain and vendor

Facilities and maintenance

Sales

Marketing

Enterprise procurement/purchasing

Scheduling

Legal

Physical security

Transportation/fleet
Vertically-specific (retail operations, healthcare

operations, power grids, airports, etc.)

SIEM and SOAR

Other

Average 7  areas 

• The Box

• Halo

• Pep

• Baker

• Jeeves 

• GET

• Serv!

• HelpU

• Kalliope
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Level and quality of services offered to ESM 
Respondents were asked to characterize the level of ITSM-like service in their ESM offerings. They 
answered as follows:

• 10% Basic (self-service plus)

• 48% Medium (virtual agents and chatbots)

• 42% Advanced (automation of complex processes)

Advanced levels of service correlate strongly with substantial growth in ITSM. Seventy-nine percent of 
organizations with advanced levels of ESM service anticipate substantial ITSM growth compared with 
44% at the basic and 40% at the medium levels. It is likely that this correlation represents a cycle of 
cause and effect whereby improved or extended service is rewarded with budget, which in turn funds 
advances. However, team size is not a predictor of level of service.

Figure 11: Level of ESM service offered by size of ITSM team. The fact that the largest teams are 
marginally behind the other categories may indicate a tradeoff between headcount and automation.

ITSM team sizes show little difference in level of ESM service 

14%

50%

36%

5%

49%

46%

11%

49%

40%

17%

39%

43%

Basic (self-help for common requests and information)

Medium (chatbot or virtual agent help with most common
requests, problems, and incidents)

Advanced (complex issues routinely handled and
automated workflows established)

<20 21-50 51-100 100+
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One slight surprise came regarding quality. When asked to rate the quality of service being offered and 
then asked how those receiving the services would rate the quality, there is very little difference. The 
surprise is the absence of any us-them split between providers and consumers. 

Figure 12: Quality of services as delivered (left) and as perceived (right) are quite consistent.

ESM tactics
When it comes to the use of ITSM people, processes, and automation in support of services to non-IT 
functions, only 17% report using ITSM as is. The remainder are evenly split at 42% each between 1) 
using a hybrid of ITSM with departmental solutions, and 2) a shared services approach for IT and 
non-IT support. Although company size has little bearing on approach, the largest companies are the least 
likely to report having shared services, perhaps due to the degree of complexity that can come with size.

Some of the most frequently reported tactics employed in ESM include:

• Portals or bots are the first stop. When portals or bots can’t automatically fulfill a request or resolve a 
problem, a ticket is opened in ITSM (42%).

• ITSM acts as the administration arm for the fulfilling departments and functions. Tickets are created in 
ITSM, sent to non-IT groups for fulfillment, and tracked/closed/reported in ITSM (53%).

• Automation is a significant enabler of ESM. Automated routing directs the request or problem to the 
appropriate group (50%).

• EMA research finds that IT chargeback for ITSM services is on the rise year over year. ITSM support 
for non-IT areas is done on a chargeback basis (37%).

• ESM workflows, processes, and performance levels are increasingly being formally tracked and managed. 
Enterprise workflows are regularly audited for performance, just like IT workflows (50%). SLAs 
are tracked for non-IT functions but separately from IT’s SLAs (43%); SLAs are not tracked for 
non-IT functions (16%).

26%

63%

9%

3%

0%

Outstanding

Very effective

Average

Needs improvement

Not effective

24%

57%

15%

4%

1%

Outstanding

Very effective

Average

Could use improvement

Not effective

Quality of service as delivered                  vs.                Quality of service as perceived
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ESM level of effort and staffing
When asked about the additional workload ESM support places on their ITSM organization, only 11% 
characterize the level of effort as light; 56% choose “substantial” and 33% “high.” Most respondents cite 
at least two approaches to how they staff that additional workload, but it appears that cross-pollination 
predominates. IT staff is frequently embedded in the business units and non-IT staff are regularly part 
of the ITSM team, resulting in what amounts to a functional exchange program.

Figure 13: “What staffing approaches are being used to support service to your non-IT functions?”

Whether on the ITSM team or in the business unit, non-IT business analysts and stakeholders are the 
go-to sources when internal resources are used to build out ESM services.

Figure 14: “When using internal resources to build out non-IT services and 
workflows, what group is most likely to do the work?”

57%

35%

33%

25%

22%

IT staff are embedded in the business units or departments

A separate group is dedicated to fielding non-IT issues

Non-IT staff are part of the ITSM team

Non-IT service support is outsourced

Non-IT departments are responsible for all information given
and actions taken

Cross-pollination is the most common approach to staffing for ESM 

Business analysts on the ITSM team and non-IT business stakeholders are major ESM resources

72%

47%

25%

23%

1%

0%

Business analysts on IT team

DevOps

Non-IT business stakeholder

Contractor

Not applicable

Other
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Organizational Considerations
Allowed only one response, 36% place ESM as a strategic initiative across the enterprise, 27% note 
an effort to standardize services across IT and non-IT functions, and 9% cite a shared services center. 
These responses form a 71% majority that trend toward a strategic direction. In contrast, 29% take a 
purely tactical approach to ESM.

There are statistically valid differences in these groups across survey responses. For instance, there is a 
tight correlation between ESM as a strategic initiative and high ITSM growth. However, tactical ESM 
initiatives deliver value at the same rate as those operating under a more strategic enterprise mandate. 

Figure 15: “Which statement best characterizes your organization’s approach to 
using ITSM (people, processes, tools) to support non-IT groups?”

Organizational drivers of ESM
EMA research consistently shows a mix of ESM organizational drivers distributed between the CIO 
office and the ITSM organization. This survey is no exception. CIO priority is an influential force, but 
the ITSM team drives specific initiatives (Figure 16). 

Interestingly, compared to a 28% average, 55% of CIO respondents view “CIO priority” as the primary 
organizational driver behind ESM. Also of interest is the fact that meeting end-user expectations is 
really not much of a driver even though improved end-user experience is a highly valued result of ESM.

Figure 16: “What group, person, or area is most influential in promoting ITSM support of non-IT areas?”

ESM is increasingly considered a strategic enterprise initiative 

36%

27%

23%

9%

6%

0%

It is a strategic initiative across the enterprise

There is an effort to standardize the type and level of support
services across IT and non-IT functions

Business stakeholders approach ITSM, a department or function
gets on board on an as-requested basis

There is a formal, enterprise-wide shared services center

The ITSM group reaches out to business functions individually

Don't know

CIO priority is an influential force, but the ITSM team drives specific initiatives 

45%

28%

12%

10%

5%

ITSM team drives initiatives

CIO priority

Non-IT executive pressure on IT

Lines of business request it

End-user expectations for fast/excellent service
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Business drivers of ESM
Digital transformation remains the unstoppable force behind much of what drives IT today and for the 
foreseeable future. It is no surprise that it tops the list of business drivers of ESM followed closely by 
the usual suspects: cost savings/efficiencies and speed/agility of service. 

The combination of “leverage existing IT investments in automation and analytics” (28%) and 
“natural extension of ITSM capabilities” (23%) adds up to a chart-topping 51%. Respondents identify 
momentum or evolution as a leading primary business driver of ESM. This response makes sense 
because the basics for ESM are largely already in place.

• Ongoing digital transformation (34%)

• Cost savings and efficiencies (31%)

• Speed and agility of service (30%)

• Leverage existing IT investments in automation and analytics (28%)

• Self-service capabilities (26%)

• Improved transparency and accountability (23%)

• Natural extension of ITSM capabilities (23%)

• Employee experience/satisfaction (22%)

• Extend/demonstrate IT value across enterprise (22%)

• Efficiencies from automated workflows (18%)

• Reduced exposure to downtime and risk (18%)

• Vertical/industry requirements or applications (14%)

http://www.enterprisemanagement.com
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Results and measurable impacts of ESM
There are no shortages of results and measurable impacts, as respondents average just short of four 
positive impacts each. The benefits they report receiving map well to the business interests that drive 
ESM engagement to begin with. 

Figure 17: “What are the results and measurable impacts resulting from ESM?”

Metrics cited do not vary significantly across industries or company size. When it comes to metrics, it 
appears that if it can be measured, it will be measured. In no particular order since there was no great 
variation, metrics include:

• Decreased cost per ticket/case/request

• Reduction in downtime

• Fewer service desk complaints 

• Decreased number of trouble tickets

• Fewer escalations (L2/L3)

• End-user experience ESAT, CSAT, NPR

• Better SLAs 

• Number of requests per channel (email, text, chat, phone…)

• Percentage of processes and workflows automated

• Ratio of ITSM support team to people supported

• Cost savings per activity type

High-growth ITSM teams report tracking substantially more metrics across the board than teams with 
modest growth. That may be because the discipline of metrics tracking is a standard part of ITSM best 
practices, which typifies successful initiatives in general. An interesting area that this survey didn’t probe 
is the metrics that are most valued by the enterprise when it comes to weighing ITSM and ESM success. 

ESM benefits received map well to benefits sought

45%

44%

44%

43%

40%

39%

37%

32%

Increased budget for ITSM

Wider range of services offered

Increased number and types of innovative services

Increased cross-functional workflows

High rate of adoption for self-service option

Improved SLA performance for enterprise services

Decreased costs

Increased headcount for ITSM
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Organizational changes resulting from ESM
Successful implementation of ESM requires change, including the way work is processed and the way 
organizations are structured. Respondents identify an average of three such changes, with only 2% of 
them listing no change as a result of ESM initiatives. 

Although some organizational accommodations precede ESM implementation, EMA research 
and experience find that the most dramatic and beneficial changes tend to be put in place after 
implementation is underway and some success is demonstrated. Experience is instructive in pointing out 
where improvement can best be made; success encourages actually taking the steps to make it happen.

Figure 18: “What organizational changes result from ITSM support of non-IT areas?”

ESM has organizational implications that encourage change

42%

40%

34%

31%

30%

24%

23%

19%

18%

17%

2%

0%

Improved IT/business alignment

Greater collaboration across functions

Increased emphasis on employee experience

Process and policy standardization

Cross-functional teams become more common

Establishment of shared services center

New security issues/concerns are surfaced

Reduction in shadow IT projects in business units

Budgetary control and buying decisions are made higher in
the organization

Automation centers of excellence

None

Other
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The clear winners are in IT/business alignment, cross-functional collaboration, processes, and teamwork. 
In fact, asked specifically about the impact of ESM on the relationship of ITSM and IT to the business, 
the results are overwhelmingly positive. Given a range of positive options, 20% choose the superlative 
“transformational” to describe the impact. All but a fraction report notable gains.

Figure 19: “To date, what has the impact of supporting non-IT areas been on 
ITSM and IT in terms of IT’s relationship to the business?” 

ESM Challenges and Success
ESM challenges
Despite ESM’s largely positive organizational and business impact, the path to success is not trouble-free. 
Challenges fall into three categories: technology, resource, and organizational.

Figure 20: “What technology-related obstacles have you experienced in your ITSM team’s move to ESM?”

1) Technology challenges averaged just under 3 per respondent, while 10% noted none

40%

39%

38%

30%

29%

28%

23%

23%

21%

10%

Information security and compliance concerns

Integration requirements

Data access/availability

More customization needed than expected

Legacy/siloed systems

Inconsistent, incomplete, or inaccurate data

Siloed or uneven levels of automation

Unclear process definitions

Our ITSM platform wasn't as adaptable as we'd thought
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Figure 21: “What resource obstacles have you experienced in your ITSM team’s move to ESM?”

Figure 22: “What organizational obstacles have you experienced in your ITSM team’s move to ESM?”

2) Resource challenges average 2.5 per respondent, led by 
shortages in human skills/availability*
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3) Organizational challenges are led by human nature (communication and conflict)
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Success rates, differentials, and reasons
Respondents averaged seven ESM areas being served from their ITSM organization. It is unlikely that all 
ESM implementations are equally successful, even in the same organization wielding the same resources. 

The survey directly asked, “If more than one non-IT area is being served from your ITSM organization, 
which statement best describes the levels of success (where success means the original goals are being 
met or exceeded)?”

Responses in the success categories include:

• All areas are successful 35%

• There are minor differences in success 34%

• Most are successful, but there is one failure 2%

Responses in the uneven or disappointing categories are:

• Some areas are much more successful than others 30%

• Most are disappointing 1%

For all practical purposes, 70% are successful with 30% reporting widely divergent levels of success. The 
logical follow-on question to ask is, “What makes the difference?” 

The answer is that technical concerns lead the list with integration and data issues as the top impediments. 
Following close behind are the human factors of politics and processes. 

As it turns out, although lack of resources is a nearly universal complaint in IT initiatives, it ranks very 
low on the scale of obstacles to ESM success when only one response is allowed.

Figure 23: “If there are differing levels of success in the ESM areas being supported, what is the major reason?”

Technical difficulty leads in ESM challenges, followed by 
organizational issues of politics and process 

8%

35%

16%

25%

10%

4%

2%

Technical (product)

Technical (integration and data issues)

Organizational (politics)

Organizational (workflows and processes)

Resources (budget and staffing)

Resources (vendor and skills available)

Other

http://www.enterprisemanagement.com


PAGE 18 ©2020 Enterprise Management Associates, Inc. All Rights Reserved. | www.enterprisemanagement.com

ESM:  
The (R)evolution of ITSM

EMA Conclusions
The installed base of ITSM platforms is mature, averaging in the 3-5-year range. Roughly half report 
that they are currently considering new ITSM platforms with ESM implementations in their sights. 

Because business can change at the speed of life, and because ESM breeds other use cases, extensibility is 
a top priority in evaluating new ITSM solutions. In fact, ease of integration tops the list of factors that 
suit an ITSM platform for ESM use followed by general ease of use (intuitive to both IT and users), 
analytics (dashboard and reporting), and scalability. The ability to advance automation with the use of 
AI-related capabilities is also very high on the CIO ITSM shopping wish list.

Once a choice is made, data integration and security are the first order of business in making an ITSM 
solution suitable for ESM use whatever the platform, industry, or ESM area selected. In addition to 
systems such as CRM, ERP, and HR, ESM initiatives are required to interact with IT mainstays including 
IT operations management (ITOM), both IT and non-IT asset management (including the fast-rising 
IoT category), CMDB/CMS, and business process management (BPM) systems already in place. 

When it comes to using ESM, any investments made in boosting the power and efficiency of self-service 
portals and capabilities are sure to show returns that are robust as well as ongoing. The automation of 
processes is another sure bet for ESM. Cross-functional workflows not only introduce gains in speed, 
agility, and efficiency, but promote collaboration and business alignment.

ESM itself can serve as an occasion of collaboration and alignment between ITSM and its constituency 
of business stakeholders. There really is no such thing as two-way overcommunication when it comes 
to ESM planning, implementation, improvement, and ongoing management. Research and experience 
show that the likely results will extend beyond ESM success to an increase in the reach, influence, roles, 
and resources of ITSM.

There is no magic to ESM. In many ways, it is a natural extension of ITSM. After all, much of what 
is needed to make it work is already present in existing ITSM organizations (platforms, people, and 
processes). From this point of view, ESM is simply ITSM on the move, evolving with technologies, 
capabilities, and demands. In other ways, ESM is the posterchild for digital transformation. It forms a 
powerful lens for AI, automation, self-service, and cross-functional efficiency to view and serve business 
interests as they develop and change. 

As both the natural evolution of ITSM and a revolutionary use of ITSM capabilities, it is fair to 
characterize ESM as a (r)evolution in ITSM.
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Cherwell at work in a major private healthcare organization
EMA recently spoke with the person responsible for the implementation and operation of Cherwell Service Management 
(CSM) in support of a 20,000-person private healthcare organization. With multiple hospitals and hundreds of private 
physician practices, as well as patients, clients, vendors, and suppliers in the support population mix, the service 
management arm is critical to the health of this company…literally. The purpose of the conversation was to get a sense of 
the relative ease, breadth, and effectiveness of CSM in this diverse and demanding environment, especially as it relates 
to ESM. Out of respect for the privacy of the organization, it will be referred to as “the company” and the conversation 
presented in a question/answer format.

How did your company come to choose Cherwell? 
Six years ago, we set out to update our service management. We were frozen in time as far as processes went. Our ITSM 
system was poorly implemented, not flexible. It was stubborn. You needed an engineering degree in rocket surgery to 
use it. We set out to find a solution that would work for us so we wouldn’t have to bend our processes to fit our tools. And 
budget was also a factor.

We looked at four or five solutions. We’d ask the vendors questions like how to administrate something. Most of them 
said they’d need a week or so to demonstrate each capability. Cherwell was the fastest to respond to every use case we 
offered. When the others needed to schedule a week ahead, Cherwell was a lot more flexible doing things on the fly with 
drag and drop.

In addition to functionality, Cherwell won us over for a number of reasons. It is completely codeless for administrators. 
That’s a big thing for flexibility and growth. Price came into play and the licensing model was a factor. Cherwell’s was 
simple: concurrent users. Not “if this, and that, then this on tiered systems…” just “how many people are logged in at 
once?” Done.

How are you using Cherwell, and with what staffing levels, serving 
20,000 people?
We have two and almost-a-half full-time employees doing user management over all of Cherwell’s use cases, including 25 
IT help desk staff. That’s Tier 1. As needed, they escalate to Tier 2 and 3 subject matter experts (SMEs). 

The company has two distinct help desk environments. One is for the medical records system used by the clinical staff 
(doctors, nurses, technicians); the other is for everyone who uses IT, which is to say everyone—all 20,000 employees and 
assorted vendors and contractors. The IT help desk deals with all the IT issues any company in any industry deals with 
including email, passwords, MS teams, and the smooth running of applications, such as HR and facilities.

You mentioned using APIs to do double duty
The Cherwell portals give customers the good experience they want, and IT gets the information it needs. We’ve built 
bridges behind the scenes. The system opens APIs to other tools. For instance, the PC support guys help the customers 
and at the same time are updating the asset management systems as well. They’re doing customer service and also 
managing assets without knowing it. 

How is your company using Cherwell beyond ITSM?
HR is a good example. We soon found that there is a grey area. Where does the line get drawn between HR and IT? So 
we branched out of IT and gave HR its own environment in our single Cherwell instance. They have their own HR help 
desk environment for dealing with HR issues through the HR department. 

Their security and permissions are their own but, behind the scenes, being on one Cherwell instance makes it easy to 
connect things together. HR can do its own ticketing, or an HR ticket comes from an IT business object to the HR doers 
or resolvers. HR does its own provisioning and staffing of the HR environment in Cherwell. It’s staffed by eight people on 
multiple teams backed by 30-40 SMEs. 

How did HR begin to use Cherwell for its own HR Call Center? 
It began when ITSM approached HR. It was a natural. The HR help desk had been completely unorganized. Employees 
called in and it was pure reaction. There was no reporting, no sharing of information, no transparency. We gave them 
a demo of what could be done and went from there. They had to do some organization. There were a few extra things 
they had to do, but in the long game everything is now easier and better. How many calls do you get in open enrollment? 
Before, they were just guessing. Now they know how many and can plan for it.

For us, it was pretty simple. We gave HR what amounts to “IT Lite.” We used the same layouts and dropdowns and things 
out-of-the-box from Cherwell. Behind the scenes we deleted some choices and changed wording, but the functionality 
was all there. 
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How has the HR implementation evolved over time?
Of course they’ve added more functionality to the “Employee Resource Center.” Now it’s more service-oriented than 
problem-centered. They’ve become more forward-thinking. They are working with us on how to become a better service 
center. 

They’re evolving, and it’s not about technology. It’s not “make this button work,” it’s “how do we do things better to mature 
as a call center?” At the end of the day, a call center is a call center is a call center. The customer doesn’t care what you’re 
using or what you call it; they just want help. 

How does Cherwell facilitate branching into all service areas?
One of the biggest advantages that Cherwell brought us was its flexibility—the codeless ability to change. An unexpected 
result of being able to offer that flexibility is the different conversations we have with different groups (IT and non-IT). 
Some people come in with a complete order, “Here is the form. I want it exactly like this.” Others are deer in the 
headlights, “I don’t even know what my problem is.”

It triggers creativity and cross-pollination. We stitch processes and workflows for Dev/Ops, application teams, business 
units, help desks, desktop support…Accounts Payable (AP) approached our team because they wanted to set up a call 
center. Now they’re branching to the rest of Finance. 

There is an appetite for automation. There has always been automation. We’re just getting better at it. Cherwell triggers 
workflows and there are different ways it can interact with other systems. But it’s not technology to the rescue. It’s people, 
processes, and technology—in that order.

Anything you’d like to add about Cherwell that I didn’t ask?
Not technical, but it’s important. I like the people at Cherwell. Cherwell has an awesome team. They really do put the 
customer first. It’s part of their DNA.
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