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Analyst
Perspective
ITSM solutions can be 
transformative with the right 
approach

Sandi Conrad
Principal Research Director
Info-Tech Research Group

Most organizations, regardless of size, can benefit from an ITSM solution to manage the workload of 
their technical team. It’s not just about reporting utilization: this is your first step to customer service to 
ensure client requests and issues don’t fall into the backlog never to be touched, and this is a way to 
pull together relevant processes to gain visibility into the many aspects of IT that can make the team a 
cohesive and well-run department.

ITSM solutions have gotten more complex on both ends of the service lifecycle. There are many options 
for end users to access services options, and we’re no longer in a position where IT can demand only 
one or two ways to engage with end users. Remote users, global environments, and an adversity to just 
picking up the phone have all caused IT departments to reassess how they’re asking clients to engage. 
Serving end users well is even more important today.

We’re not just looking at ticketing systems. Many of the solutions available today can be transformative, 
not just for an IT environment but also for the way the business units operate and interact with each 
other. If you want to reduce the burden of email for internal communications, an ITSM solution that can 
also provide case management and self-serve for the business is the answer.

The market has also become more complex, with more vendors than ever competing for your dollar and 
all of them claiming a great solution that’s going to be exactly what you need. Info-Tech can help you 
quickly narrow down the list and find the solutions to map to your use cases.
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Your challenge
Your ITSM solution that was once good enough is no longer adequate 
for a rapidly evolving services culture.

• Self-serve for end users is not a pleasant experience, so users will consider it a 
last resort rather than the first place to check.

• Various groups in IT may be using their own ticketing system or none at all, so 
processes are disconnected, and it is impossible to get a clear picture of what’s 
really happening within IT.

• Data analysis is impossible with existing reporting capabilities and poor-quality 
data.

• Solving many of the issues around IT operations includes workarounds, 
integrations, and coding and still may not provide an appropriate solution. 

• The digitization of IT Operations evolution is slow and ineffective.

“43.4% of technology professionals 
deploy less sophisticated processes such 
as email, conference bridge, or manual 

setup and outreach to engage team 
members, stakeholders and customer 

during an incident.”

43.4%

Source: xMatters, 2020

Info-Tech Insight

If you are looking to change the way your users are doing business with you, you 
have to find a way to make your preferred experience the preferred method of 
interaction for the user, too. They won’t adopt a painful or difficult process just to 
make technicians happy. 



Info-Tech Research Group   |   5Info-Tech Research Group   |   5

Common obstacles

• IT is seen as a cost center and is viewed as the provider of technology, not a 
user of technology.

• Creating a business case to move beyond budgetary restrictions is challenging 
when the business can’t see how they will benefit from new IT Operations 
solutions. 

• Modernization of services may be seen as an incremental improvement of 
customer service or efficiencies for the IT team rather than a solution that could 
transform the way IT and the business function.

• Take the time to look pragmatically at your existing processes. Sometimes 
people get so used to workarounds that they forget to remove them when 
designing new processes and buying new solutions.

A history of living with workarounds and problem solving, regardless of 
tools, makes it challenging to overcome these barriers:

Only 56.1% of respondents claim 
to be happy with their ITSM 

Solution. 

Yet 95.6% plan to renew their 
existing agreements.

56.1%

Source: SoftwareReviews, 2021; 
N=1,179

Find a solution that allows you to grow at your own pace

Look at the vendor's roadmap to see if they’ll be able to support your long-term 
direction but invest appropriately for today.
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Complementary research:
Create a quick business case and requirements document to align 
stakeholders to  your vision with Info-Tech’s Rapid Application 
Selection Framework. 
See what your peers are saying about these vendors at 
SoftwareReviews.com.

Improve existing
Work with Info-Tech’s analysts to determine 
next steps to improve your process and 
make better use of the features you have 
available. 

Determine where you need to improve the tools 
and processes used to support the company.

Assess existing solution
Determine if your solution can be upgraded or 
easily updated to meet your needs. 

Create a business case for change
A two-part business case will focus on a need to 
change and use cases and requirements to bring 
stakeholders onboard.

Analyze needs

Info-Tech’s Approach

Use the high-level requirements to 
determine use cases and shortlist vendors

Create use cases to ensure your 
needs are met as you evaluate 
features

Determine which features will be 
key to your success 

Determine the best fit for your 
needs by scoring against features.

High-Level Requirements

Use Cases

Features

Evaluate solutions

The Info-Tech difference:

new

modif
y

https://www.infotech.com/research/ss/the-rapid-application-selection-framework
https://www.softwarereviews.com/
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Info-Tech’s methodology for IT service management product 
selection

1. Build Your 
Business Case

2. Create Your List of 
Requirements

3. Use the Rapid Application 
Selection Framework

Phase Steps 1. Identify Relevant Use Cases
2. Build a Business Case

1. Create a List of 
Requirements

2. Match Vendors to High-Level 
Requirements

Phase Outcomes
Create a business case with 
clearly defined goals and use 
cases. 

• Create your list of 
requirements 
to start the selection process.

• Shortlist vendors to start 
contacting solution providers.

Pull this information together using 
Info-Tech’s Rapid Application Selection 

Framework.



Info-Tech Research Group   |   8

Insight 
summary

Stakeholder satisfaction is critical to your success

Choosing a solution for a single use case and then expanding it to cover other purposes can be a way 
to quickly gain approvals and then make effective use of dollars spent. However, this can also be a 
nightmare if the product is not fit for purpose and requires significant customization effort for future use 
cases. Identify use cases early, engage stakeholders to define success, and recognize where you need 
to find balance between a single commercial ITSM  solution and an integrated or customized system to 
help stakeholders meet their business requirements.
Build a business case

An effective business case isn’t a single purpose 
document for obtaining funding. It can also be 
used to drive your approach to product selection, 
requirements gathering, and ultimately evaluating 
stakeholder and user satisfaction.

Use your business case to define use cases and 
milestones as well as success. 

Balance process with technology

A new solution with old processes will result in 
incremental increased value. Evaluate existing 
processes and identify opportunities to improve 
and remove workarounds. Then define 
requirements.

You may find that the tools you have would be 
adequate with an upgrade and tool optimization. 
If not, this exercise will prepare you to select the 
right solution for your current and future needs.

Drive toward early value
Lead with the most important benefit and consider the timeline. Most stakeholders will lose interest if 
they don’t realize benefits within the fist year. Can you reach your goal and report success within that 
timeline? 

Identify secondary, incremental improvements that can be made as you work toward the overall goal to 
be achieved at the one-year milestone. 



Key deliverable:

A straightforward tool to make the case to 
replace an ITSM solution.

IT Service Management Business 
Case Template

The Vendor Evaluation 
Workbook

Use this workbook to 
document use cases 
and requirements for 
your ITSM solution. 

What our clients say about this 
service:

ITSM solutions guidance combined with our Rapid 
Application Selection Framework

• “Great insights provided that will help us 
tailor a better selection process for our 
ITSM solution. 10/10 & $9,000 saved.”

• “Great ITSM information that will save us 
time and effort. Thank-you! 10/10 & 
$10,000 saved.”

• “[Info-Tech analyst] is extremely 
knowledgeable and was able to condense a 
great deal of information during our 
session. 10/10 & 9 days saved.”

https://www.infotech.com/research/it-service-management-business-case-template
https://www.infotech.com/research/the-vendor-evaluation-workbook
https://www.infotech.com/research/ss/the-rapid-application-selection-framework
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Blueprint benefits 

Obtain the right solution for IT to meet operational and 
strategic goals for service management: 

• Easier-to-use self-serve option for requests for 
assistance, equipment, or services.

• Efficient and easy data capture through improved 
workflow and forms.

• Better data collection, use, and analysis to inform day-
to-day operations as well as tactical and strategic 
needs.

Improve communications for the entire IT department 
through use of a single tool to manage their workload.

Obtain the right solution to improve customer service 
through self-service, communications, and improved IT 
processes:

• A service catalog to communicate available services, 
equipment, and software for end users.

• Self-service for knowledge articles, automated 
resolutions, and access to technicians through an 
integrated chat.

• Improved reporting for business services. 

Improve processes behind the scenes to improve time to 
respond and time to resolve.

Benefits for the BusinessBenefits for IT



Diagnostic and consistent frameworks are used throughout all four options.

DIY Toolkit
“Our team has already made 
this critical project a priority, 
and we have the time and 

capability, but some guidance 
along the way would be 

helpful.”

Guided Implementation

“Our team knows that we 
need to fix a process, but we 
need assistance to determine 
where to focus. Some check-
ins along the way would help 

keep us on track.”

Workshop
“We need to hit the ground 
running and get this project 
kicked off immediately. Our 
team has the ability to take 

this over once we get a 
framework and strategy in 

place.”

Consulting
“Our team does not have the 
time or the knowledge to take 

this project on. We need 
assistance through the 
entirety of this project.”

Info-Tech offers various levels of support to best suit 
your needs

Info-Tech Research Group   |   11



Info-Tech Research Group   |   12

Guided Implementation
What does a typical GI on this topic look like?

Phase 1 Phase 2

Call #1: Introduction to 
methodology and use 
cases.

Call #3: Create a vendor 
shortlist.

Call #4: Introduction to the 
Rapid Application Selection 
Framework. 

A Guided Implementation 
(GI) is a series of calls with an 
Info-Tech analyst to help 
implement our best practices 
in your organization.

The ITSM purchase process 
should be broken into 
segments: 
1. ITSM vendor shortlisting 

with this buyer’s guide
2. Rapid Application 

Selection Framework 
(RASF)

3. Contract reviewCall #2: Review the business 
case.
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Phase 1
Build a Business Case

IT Service Management Selection Guide

This phase will walk you through 
the following activities:

Create a light business case to gain 
buy-in  and define goals, milestones, 
and use cases.

This phase involves the following 
participants:

• CIO

• Service Manager/Supervisor

• Infrastructure Manager

• Applications Manager

• Project Manager

1.1 Create Goals & 
Milestones

1.2 Document Challenges 
and Impacts

1.3 Document Costs and 
Expected Benefits

1.4 Identify Risks and 
Mitigation Plan

1.1 Define Use Cases 
and High-Level 

Features
1.2 Identify 

Requirements

Phase 1 Phase 2
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Info-Tech Insight

It is critical for the selection team to determine who has decision rights. Organizational culture will play the largest role in 
dictating which team member holds the final say for selection decisions. For more information on stakeholder management 
and involvement, see The Guide to Software Selection, A Business Stakeholder Manual.

Right-size the selection team to ensure you get the right information 
but are still able to move ahead quickly

IT Leader

This team member is 
an IT director or CIO 
who will provide 
sponsorship and 
oversight from the IT 
perspective. 

Technical IT

This team member 
will focus on 
application security, 
integration, and 
enterprise 
architecture.

Business Analyst/
Project Manager

This team member 
elicits business 
needs and 
translates them into 
technology 
requirements.

Business Lead

This team member 
will provide 
sponsorship from 
the business needs 
perspective.

Process Expert

This team member 
will contribute their  
domain-specific 
knowledge around 
the processes that 
the new application 
supports.

Full-Time Resourcing: At least one member of these five team members must be allocated to the selection initiative as a 
full-time resource.

https://www.infotech.com/research/the-guide-to-software-selection-a-business-stakeholder-manual
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01

02

03

04

Strategic Business Goals
Identify any areas where strategic 
business goals may be impacted by 
current-state issues.

Business Drivers
Identify any business impacts or 
inability to meet business goals due to 
service issues that can be addressed 
with a better solution.

Technical Drivers
Identify where technology changes are 
needed for IT to fulfill its goals, including 
efficiencies or improved metrics and 
dashboards.
Current State
Describe the current state, including what’s 
working and what’s not, to make the case for 
change, whether it’s a new tool or 
modifications to an existing tool.

05

06

07

08

Resources
This list will vary depending on whether you are 
modifying or replacing a tool. Keep in mind that 
heavy customization may require more 
resources than a new solution would.

Risks
Identify risks to your approach to mitigate any 
barriers to success. 

Approach 
Describe the approach, including major 
milestones, to plan for a successful rollout.

Funding
Make sure your options match funding 
available so  you’re not relying heavily on 
discounts to move ahead.

An effective business case will provide a sharp vision of where you 
need to be and how you will get there
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Impact to your department
Describe the challenges within IT of using disparate systems, workarounds, poor 
data and reporting, lack of automation, etc., and the effect these challenges have 
on IT’s goals.

Alignment
Alignment to strategic goals is always important, but because service management 
is often seen as an internal operational problem, you will need to identify areas 
where strategic goals are impacted by outages, overburdened administration, and 
lack of transparency and data and then demonstrate where your existing tools fall 
short.
Impact to your business
Identify areas where your customers may be impacted today through difficult-to-
manage outages or recurring issues and where service issues interfere with 
projects.
Impact to your organization
Define how the organization is impacted through recurring issues, outages, inability 
to create self-serve and automation, or even just IT’s inability to respond 
appropriately to incidents and requests. 

Be prepared to define what issues you are trying to address and 
why this solution is the right approach
Identify the current state and review the background of what you’ve done leading up to this point, goals you’ve been asked to
meet, and challenges in solving known problems to help to set the stage for why your proposed solution is needed. If your 
process improvements have taken you as far as you can go without improved workflows or data, specify where the gaps are.



Identify goals for your enterprise’s service management approach

• Start with the strategic business goals – what are you unable to achieve or deliver consistently due to technology 
limitations? Be concise and clear in your request to ensure your audience sees the value and understands what 
you’re looking to achieve.

• ITSM solutions can provide many benefits to the business, as improved IT processes regularly link directly to 
improved uptime and productivity. In addition, many organizations are using ITSM solutions to create case 
management and self-serve for business units. If this is in your company’s future, add it to the business case.

• At a minimum your business case should include the business and technology drivers with the planned impact. If 
you’re able to provide metrics to make the case, that’s even better. Knowing the typical improvements to customer 
service or technician efficiencies that are realized by implementing a specific type of solution will help to support your 
case.

• How could you improve uptime and service quality by having a solution that positively changes the way you work and 
interact with the business?

• Are there changes coming with the business that could stretch the IT team even further, necessitating a change to 
the way you communicate and resolve issues?

• Ultimately, you want something that will grow with you and is scalable but that can still be implemented within a 
reasonable time frame.

Run an end-user satisfaction survey to see what insights can be added to your 
business case. 
Note that it typically takes at least three weeks to complete the survey and report. 

https://www.infotech.com/benchmarking/enduser-satisfaction
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Small 
Enterprise

These solutions include basic ticketing and knowledgebase 
and sometimes some hardware asset management. May have 
a few unique offerings to stand out from their competitors but 
are geared toward simple needs and affordability. Often a free, 
limited user offer exists.

Enterprise Service 
Management

Low-code, highly configurable solutions are being used in 
many organizations for IT as well as case management and 
self-serve for the business. ITSM solutions can be part of a 
digital strategy enabling cross-departmental collaboration 
regardless of organizational size and may include industry-
specific offerings. 

Mid-Market 
Basic

For organizations with more than basic needs, these solutions 
typically include incident and service requests, change and 
release management, and problem management. Self-serve 
and reporting may vary in quality, making it critical to use 
demos to test these features if they are important to your 
organization.

IT Business 
Management

IT financial management includes consolidating information 
from a variety of places throughout asset and service 
lifecycles, combining with data from vendor and contract 
management, and linking back to the ERP systems. This may 
be a module or available as a third-party integration. 

Full Service 
Management

ITIL names 14 processes, and these solutions have all or most 
of them. Process modules will have connections to each other 
and a configuration management database (CMDB) enabling 
connection of configuration items (CIs) to processes and 
reporting. These tend to be used by more sophisticated shops 
where there are many technicians working on a variety of 
projects who need a single source of truth.

IT Operations 
Management

IT operations management (ITOM) requires use of a 
populated CMDB to be fully effective and may be served 
through third-party integrations or integrated modules. These 
solutions are more prevalent in the enterprise space and 
typically represent the most expensive ITSM solutions. The 
business case will include a need for a holistic view of all IT 
services.

Define high-level requirements to determine which product type 
is most appropriate
The high-level goals help us start to narrow down solutions for your shortlist. Not all products are 
appropriate for every client. Typically, ITSM solutions are broken down into these categories:

Once it has been decided what direction the product will take, review your list of 
stakeholders to determine who will need to be involved in the more detailed discussions 
moving forward. 
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1.1 Create your list of goals and milestones
1-3 hours

1. Review strategic goals to identify alignment to your project. For 
example, digital transformation may be enhanced or enabled 
with an ITSM solution that supports enterprise service 
management. 

2. Next, brainstorm tactical goals with your colleagues.

3. Identify specific goals the organization has set for the business 
that may be supported by improved uptime, service, or 
functionality through a better ITSM solution. 

4. Identify specific goals the IT department will be able to make 
possible  with a new or improved ITSM solution. 

5. Prioritize this list and lead with the most important goal that can 
be reached at the one-year, six-month, and three-month 
milestones.

6. Document in the goals section of your business case.

Download the IT Service Management Business Case Template and record 
the outputs of this exercise in the strategic business goals, business drivers, 

and technical drivers slides.

Input Output

• IT strategy

• Target key performance 
indicators

• End-user satisfaction 
results (if applicable)

• Prioritized list of goals with 
milestones that can be met 
with a new or improved 
ITSM solution

Materials Participants

• Whiteboard/flip charts

• IT Service Management 
Business Case Template

• CIO

• Service Manager and/or 
Supervisor

• Infrastructure & 
Applications Directors

https://www.infotech.com/research/it-service-management-business-case-template
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Lack of flexible and 
comprehensive knowledgebase 
for end users with integration 
into self-serve and appropriate 
management features.

1.
Lack of comprehensive and 
searchable knowledgebase for 
technicians with appropriate 
management features.

2.
Difficult or impossible to get 
meaningful reports and 
useable dashboards.3.

Poor change enablement 
resulting in business 
interruptions.

4. Unable to effectively improve 
event management with so 
many disparate tools.

5. Lack of service catalog to 
enable improved request 
management and fulfillment.

6.

Inability to reduce the amount of 
administration required to 
properly manage workload and 
improve data.

7.
Recurring incidents or too 
many major incidents requiring 
better recordkeeping for data 
and root cause analysis.

8. Unable to improve asset and 
configuration management 
using spreadsheets or existing 
solutions. 

9.

Identify what challenges exist with the current system 
Ensure you are identifying issues at a high level, so as not to drown in detail, but still paint the right picture. Identify 
technical issues that are impacting customer service or business goals. Typical complaints for ITSM solutions that are old 
or have been outgrown include:

Separate business issues from technical issues but highlight where they’re connected and where technical issues are 
causing business issues or preventing business goals from being reached. 
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1.2 Create your list of challenges as they relate to your goals and 
their impacts
1-2 hours

1. Brainstorm with your colleagues to discuss your challenges.

2. Identify how these challenges are impacting your ability to 
meet the goals and identify any that are creating service 
issues.

3. Group together like areas and arrange in order of most 
impactful. Identify which of these issues will be most relevant
to the business case. 

4. Document in the current-state section of your business case. 

5. Discuss and determine if the incumbent solution can meet 
your needs or if you’ll need to replace it with a different 
product.

Download the IT Service Management Business Case Template and 
document the outputs of this exercise in the current-state section of 

your business case.

Input Output

• Goals lists

• Target key performance 
indicators

• End-user satisfaction 
results (if applicable)

• Prioritized list of challenges 
preventing or hindering 
improvements for the IT 
teams

Materials Participants

• Whiteboard/flip charts

• IT Service  Management 
Business Case Template

• CIO

• Service Manager and/or 
Supervisor

• Infrastructure & 
Applications Directors

https://www.infotech.com/research/it-service-management-business-case-template
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Before switching vendors, evaluate your software to see if it’s being 
underutilized or could use an upgrade 

The cost of switching vendors can be challenging, but it will depend entirely on the quality of data and whether it 
makes sense to keep it.

• Achieving success when switching vendors first requires reflection. We need to ask 
why we are dissatisfied with our incumbent software.

• If the product is old and inflexible, the answer may be obvious, but don’t be afraid to 
include your incumbent in your evaluation if your issues might be solved with an 
upgrade. 

• Look at your use-case requirements to see where you want to take the ITSM solution 
and compare them to your incumbent’s roadmap. If they don’t match, switching 
vendors may be the only solution. 

• If your roadmaps align, see if you’re fully leveraging the solution or will be able to 
start working through process improvements 

only occasionally or rarely/never use their software

Large 
Enterprises25%Small/Medium 

Enterprises20%

Info-Tech Insight
Switching vendors won’t improve poor internal processes. To 
be fully successful and meet the goals of the business case, new 
software implementations must be accompanied by process review 
and improvement. 

Source: Software Reviews, 2020; N =
45,027

It may turn out that poor leveraging of your incumbent 
software was the problem all along; switching vendors won’t 
solve the problem by itself. As the data to the right shows, a 
fifth of SMEs and a quarter of large enterprises do not fully 
leverage their incumbent software.

If you still decide to switch, you’ll be in a good negotiating 
position. If vendors can see you are engaged and fully 
leveraging your software, they will be less complacent during 
negotiations to win you over.

Fully leveraging your current software now will have two benefits:
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Should you decide to buy, research shows that switching software vendors 
substantially drives satisfaction

80% of organizations are more satisfied after 
changing their vendor.

6.4% 13.3% 5.3% 8.6% 12.9% 53.5%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Less Satisfied Satisfaction Stayed the Same 1-20% 21-40% 41-60% 61%+

% Positive Change in Satisfaction
Source: Software Reviews, 2020; N=8,933

• Most organizations see not only a positive 
change in satisfaction with their new vendor but a 
substantial change in satisfaction.

• What matters is making sure your organization is 
well positioned to make a switch. When it 
comes to switching software vendors, the grass 
really can be greener on the other side.

Over half of organizations are 
60%+ more satisfied after changing 

their vendor.

Working with a solution that eliminates workarounds and provides new functionality can transform the way your team 
engages with their day-to-day work, customers, and colleagues.

For the complete story on switching vendors, 
see Switching Software Vendors 
Overwhelmingly Drives Increased 
Satisfaction.

https://www.infotech.com/research/ss/switching-software-vendors-overwhelmingly-drives-increased-satisfaction
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Build the business case to switch vendors
Make clear the rationale for switching solutions, keeping in mind the three top reasons for switching and how 
they relate to overall satisfaction with new ITSM solutions.

Common themes emerge as to why organizations 
switch ITSM vendors and which drive the highest 
change in satisfaction. As the table to the right 
shows, this varies by organization size. 
Set appropriate expectations: it may be that your 
primary reason for switching is not the one that 
delivers the highest change in satisfaction. Account 
for this in your business case.

27%
24%

11%

20%

5%

9%

1%
0%

1%

34%

23%

13%

9%

3%

6%

3%
4% 5%

34%

19%

15%

9% 8%
7%

4% 3%
1%

0%

5%

10%

15%

20%

25%

30%

35%

40%

Functionality Cost Changing Needs Other Ease of Use Services Architecture Vendor
Rationalization

Political Reasons

%
 S

el
ec

te
d

Primary Reason for Switching Previous Vendor

Small

Medium

Large

Organization 
Size

#1 Change in Satisfaction 
According to Reason for 
Switching Vendor

#2 Change in Satisfaction 
According to Reason for 
Switching Vendor

#3 Change in Satisfaction 
According to Reason for 
Switching Vendor

Small Functionality Architecture Services

Medium Changing Needs Functionality Other Reason

Large Vendor Rationalization Functionality Architecture / Ease of Use
N=355 respondents from SoftwareReviews ITSM category,
December 2020Extracted from Switching Software Vendors Overwhelmingly Drives Increased Satisfaction

https://www.infotech.com/research/switching-existing-software-vendors-overwhelmingly-drives-increased-satisfaction-storyboard
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Determine costs of the solution
Ensure the business case includes both internal and external costs related to the applications, allocating costs of project managers to 
improve accuracy of overall costs and level of success.

Vendor Costs Internal Costs

• Licensing
• Implementation and 

configuration
• Professional services
• Maintenance and support
• Training
• Hardware or hosting costs
• Data transformation
• Integration

• Project management
• Business readiness
• Change management
• Resourcing (user groups, 

design/consulting, testing)
• Training
• Auditors (if regulatory 

requirements need vetting)
Project management is a top-five 
critical success factor at all stages of 
an enterprise application initiative from 
planning to post-implementation 
(Information Systems Frontiers). 
Ensuring that costs for such critical 
areas are accurately represented will 
contribute to success.

When thinking about vendor costs, 
also consider the matching internal 
cost associated with the vendor 
activity (e.g. data cleansing, internal 
support).

ITSM solutions may include infrastructure costs and costs to design processes, install, and 
configure. These start-up costs can be a significant factor in whether the initial purchase is 
feasible.

60% of IT projects are NOT 
finished “mostly or always” on 
time (Wellingtone, 2018).

55% of IT personnel feel that 
the business objectives of 
their software development 
projects are clear to the them 
(Geneca, 2017).

10% of project spend is 
wasted due to poor project 
performance (PMI, 2018).

60%

55%

10%

Bring in the right resources to guarantee 
success. Work with the PMO or project 
manager to get help with creating the 
SOW.

Download the blueprint Improve Your Statements of Work to Hold Your Vendors 
Accountable to define requirements for installation and configuration. 

https://www.infotech.com/research/ss/improve-your-statements-of-work-to-hold-your-vendors-accountable
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Benefits at 100%Benefits at 75%Benefits at 25%
At the early stages of an implementation, 
users are still learning the new system 
and go-live issues are being addressed. 
Most of the projected process 
improvements are likely to be low, zero, 
or even negative.

Gradually, as processes become more familiar, 
an organization can expect to move closer to 
realizing the forecasted benefits or at least be in 
a position to recognize a positive trend toward 
their realization.

In an ideal world, all projected benefits are 
realized at 100% or higher. This can be 
considered the stage where processes have 
been mastered, the system is operating 
smoothly, and change has been broadly 
adopted. In reality, benefits are often 
overestimated. 

Example: Q1-Q2 Q3-Q6 Q6 Onwards

Costs are realized quicker than benefits as 
implementation activities are actioned, licensing 
and maintenance costs are introduced, and 
resourcing is deployed to support vendor 
activities internally. Costs that were not live in the 
early stages are an operational reality at this 
stage. 

Costs can be expected to remain relatively static 
past a certain point, if estimates accurately 
represented all costs. In many instances, costs 
can exceed original estimates in the business 
case, where costs were either underestimated, 
understated, or missed.

Costs at 50% Costs at 100% Costs at 100%+

As with benefits, some costs may not kick 
in until later in the process or when the 
application is fully operational. In the early 
phases of implementation factor in the 
cost of overlapping technology where 
you’ll need to run redundant systems and 
transition any data.

The business case should account for the timing of both expenditures and benefits. It is naïve to expect straight-line 
benefit realization or a big-bang cash outflow related to the solution implementation. Proper recognition and articulation of 
ramp-up time will make your business case more convincing. 
Make sure your timelines are realistic for benefits realization, as these will be your project milestones and your metrics for 
success.

Document costs and expected benefits of the solution
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1.3 Document your costs and expected benefits
1-2 hours

1. Estimate costs for the ITSM solution. If you’re working with a vendor 
provide the initial requirements to quote; otherwise estimate as closely 
as you’re able. 

2. Calculate the five-year total cost for the solution to ensure the long-
term budget is calculated.

3. Break down costs for licenses, implementation, training, internal 
support, and hardware or hosting fees.

4. Determine a reasonable breakdown of costs for the first year. 

5. Identify where residual costs of the old system may factor in if there 
are remaining contract obligations during the technology transition.

6. Create a list of benefits expected to be realized within the same 
timeline.

Download the IT Service Management Business Case Template and 
document the outputs of this exercise in the current-state section of your 

business case.

Input Output

• Quotes with payment 
schedule

• Budget

• Estimated payment 
schedule and cost 
breakdown

Materials Participants

• Spreadsheet or whiteboard

• IT Service Management 
Business Case Template

• CIO

• Service Manager and/or 
Supervisor

• Infrastructure & 
Applications Directors

https://www.infotech.com/research/it-service-management-business-case-template
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Identify risks and dependencies to mitigate barriers to success

A risk assessment will be helpful to better understand what risks need to be mitigated to make the project a success and what risks are 
pending should the solution not be approved or be delayed. 

Risk Criteria Relevant Questions

Timeline Uncertainty • How much risk is associated with the timelines of the project?
• Is this timeline realist and can you reach some value in the first year?

Success of Similar 
Projects

• Have we undertaken previous projects that are similar? 
• Were those successful? 
• Did we note any future steps for improvement?

Certainty of Forecasts • Where have the numbers originated?
• How comfortable are the sponsors with the revenue and cost forecasts?

Chance of Cost 
Overruns

• How likely is the project to have cost overruns?
• How much process and design work needs to be done prior to implementation?

Resource Availability
• Is this a priority project? 
• How likely are resourcing issues from a technical and business perspective? 
• Do we have the right resources?

Change During 
Delivery

• How volatile is the area in which the project is being implemented? 
• Are changes in the environment likely?
• How complex are planned integrations?
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1.4 Identify risks to the success of the solution rollout and 
mitigation plan
1-2 hours

1. Brainstorm with your colleagues to discuss potential roadblocks 
and risks that could impact the success of the ITSM project.

2. Identify how these risks could impact your project. 

3. Document the ones that are most likely to occur and derail the 
project. 

4. Discuss potential solutions to mitigate risks. 

Download the IT Service Management Business Case Template and 
document the outputs of this exercise in the risk and dependency 

section of your business case. If the risk assessment needs to be more 
complex, complete the Risk Indicator Analysis in Info-Tech’s Business 

Case Workbook.

Input Output

• List of goals and 
challenges

• Target key performance 
indicators

• Prioritized list of challenges 
preventing or hindering 
improvements for the IT 
teams

Materials Participants

• Whiteboard/flip charts

• IT Service Management 
Business Case Template

• CIO

• Service Manager and/or 
Supervisor

• Infrastructure & 
Applications Directors

https://www.infotech.com/research/it-service-management-business-case-template
https://www.infotech.com/research/business-case-workbook
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Phase 2
Define Requirements

IT Service Management Selection Guide

Phase 1
1.1 Create Goals & 

Milestones
1.2 Document Challenges 

and Impacts
1.3 Document Costs and 

Expected Benefits
1.4 Identify Risks and 

Mitigation Plan

Phase 2
1.1 Define Use Cases and 

High-Level Features
1.2 Identify Requirements

This phase will walk you through 
the following activities:

Define use cases and identify 
solution requirements.

This phase involves the following 
participants:

• CIO

• Service Manager/Supervisor

• Infrastructure Manager

• Applications Manager

• Project Manager
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Spend your time wisely and accelerate the process

Eliminate elapsed process time with focus groups and workshops.

Use a tier-based model to accelerate commodity and complex selection projects.

Save time from 
duplicating existing 

market research. Save 
time and maintain 

alignment with focus 
groups.  

Save time 
across tedious 

demos and 
understanding 

the marketplace.

Save time 
gathering detailed 

historical 
requirements. 

Instead, focus on 
key issues.

Use your time to 
validate how the 

solution will handle 
mission-critical 
requirements.

Spend time 
negotiating with two 
viable alternatives to 
reduce price by up 

to 50%.

Our expert team can dive in and help you complete the RASF approach in 30 days or less.

Reduce Time Reduce Time Reduce Time Improve Results Improve Results

Awareness
Education & 

Discovery Evaluation Selection
Negotiation & 
Configuration

1-5 days 1-5 days 1-5 days1-5 days 1-5 days
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Self-serve Service catalog Integrated Knowledge 
Management Multi-site functionality Reporting

Intuitive self-serve 
portal designed for 
end users to create 

incident tickets, 
request services, and 

access status and 
FAQs.

Ability to request 
products and services 

through an online 
catalog that integrates 

into the ticketing 
system; may include 

an app store.

Database integrated with 
ticketing system for 
sharing information 

between technicians; 
may be single source or 

have the ability to 
consolidate multiple 
sources into a single 

search.

Central management of 
dispersed technicians, 
multiple time zones, 

operational hours, and 
automated shift 
reassignments.

Straightforward data 
storage with ability to 

create any reports 
easily. Dashboards 

for any role with 
ability to easily build 

and modify.

Certain features are standard for all ITSM tools, but that doesn’t mean 
they are all equal
Existence of features doesn’t guarantee quality or functionality to the standards you need. Never assume that “Yes” in a features 
list means you don’t need to ask for a demo. SoftwareReviews asks their clients to rate mandatory features to better understand 
how they perform and to see how the vendors stack up against each other. Review capabilities within each of these categories 
to ensure they meet your needs. 
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Business 
Application 
Integration

APIs available for 
straightforward 
integration with 

multiple business 
systems such as 

ERP or CRM.

Integration with IT 
tools

Integration with tools 
to assist the user that 

enable connection 
from within the ticket, 
capturing information 

as it is created.

End-User Support 
solutions

Tools to benefit end 
users such as single 
sign-on to self-serve, 

password reset, 
screen capture in 

ticket, and dynamic 
FAQ matching to 
ticket key words.

Systems 
Management 

Integration
APIs available for 

straightforward 
integration with multiple 
systems management 
tools such as network 
monitoring to create 

tickets for action items. 
May include aggregated 

alerts, views, and 
dashboards

Multi-device 
capability

Intuitive interface for 
any device for any 

role (end user, 
technician, approver) 
providing access via 
web or native mobile 

app for end users and 
technicians.

Additional features rated in SoftwareReviews are not in every solution

Capabilities may vary dramatically between solutions, so additional requirements definition will need to be completed if there are 
specific plans for improving capabilities.  

Technician 
Integration

Easily designed 
forms, templates, 
task management, 

and workflows using 
codeless 

customization.
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Self-serve & 
catalogs
Shift-left can start to 
happen where 
users have 
accessible 
instructions to self-
solve and forms to 
request products 
and services with a 
few simple clicks.

Dashboards & 
Analytics
Managing workload 
and making 
decisions with useful 
information at their 
fingertips can help 
technicians self-
manage and 
managers and 
executives make 
better decisions 
faster. 
Troubleshooting will 
be improved with 
better access to 

Enterprise 
Service 
Management

Low-code solutions 
provide the means to 
set up any 
department with case 
management, self-
serve, and reporting 
and analytics. They 
can self-sufficiently 
create and manage 
their content with 
minimal effort from 
the IT department 
and create workflows 
that span multiple 
groups.

Chat/AIOps
Chatbots will enable  
fast response to 
large volumes of 
interactions and 
distribution of 
information and 
improve the request 
process. 

AI, machine 
learning, and AIOps 
will improve speed 
and accuracy of 
event analysis and 
speed to resolve 
where automation 
can be used to take 
action on 
repeatable activities 
or incidents.

Integrations
Integrations to Active 
Directory, 
collaboration tools, 
robotic process 
automation (RPA), 
and aligned 
applications can 
improve workflows 
and access to 

Workflows
Reduce 
administrative 
overhead with 
templates and 
workflows to improve 
task management.

Visualize where you can realistically be in 1 to 3 years based on current 
maturity and effort to get there
Success will vary depending on your starting point and how much time can be dedicated to fixing existing processes and bringing 
together stakeholders for planning and creating processes where none exist. Buying a new solution without a concerted effort to 
evaluate how you were using the old one may result in user dissatisfaction and bringing poor habits and workarounds into a new shiny 
solution.  



Info-Tech Research Group   |   35

1 2

3 4

5 6

7 8

Workflows are key to reducing 
administrative work

Integrations between modules enable 
transparency between technical teams

Integrations between multiple 
systems enable more accurate data 

transfer

Intelligent knowledgebase enables 
faster access to information and 

reduces tickets and time to resolve

Reporting, dashboards, and analytics 
improve daily functions and enable 
proactive problem solving

Enterprise service management can 
transform the way the business manages 
their workload

Chat/chatbots, service catalogs, and app 
stores will transform your self-serve 
options

AI, RPA, machine learning, and self-
healing will provide faster analysis and 
resolution

As you start to think about use cases, consider how these features 
could improve or transform your practice
As companies become more sophisticated in their approach and look for ways to digitally tie together various functions, 
many ITSM solutions are stepping up to fill this space, allowing for improved technician knowledge and efficiency and better 
user experiences. 
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Add to your business case with by identifying which use cases will 
meet your goals 

Common use cases are listed below and on the following pages.

Start requirements gathering by identifying your most important use 
cases

• Improve business processes.

• Improve end-user experience employing shift-left.

• Gain visibility into IT spending and drive evidence-based decision 
making.

• Reduce end-user impacts to recurring incidents.

• Reduce time to resolve and improve accountability to the business.

• Support DevOps or site reliability engineering (SRE).

• Serve external clients and integrate with CRM.

Benefits of a successful deployment 
of use cases will include:
• Improved customer satisfaction

• Improved operational efficiencies

• Reduced staff turnover

• Increased uptime

• License or regulatory compliance

• Positioned for growth

Typically we see business benefits in this 
order of importance. Lead with the 
outcome that is most important to your 
stakeholders.

• Net income increases

• Revenue generators

• Cost reductions 

• Improved customer service
Info-Tech Insight
Lead with the most important benefit and consider the timeline. Can you reach that 
goal and report success to your stakeholders within the first year? As you look toward 
that one-year goal, you can consider secondary benefits, some of which may be 
opportunities to bring early value in the solution.
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Best of breed vs. good enough is an important discussion and will feed 
your success

Costs can be high when customizing an ill-fitting module or creating 
workarounds to solve business problems, including loss of functionality, 
productivity, and credibility.

• Start with use cases to drive the initial discussion, then determine which features 
are mandatory and which are nice-to-haves. Mandatory features will help 
determine high success for critical functionality and  identify where good enough 
is an acceptable state. 

• Consider the implications to implementation and all use cases of buying an all-
in-one solution, integration of multiple best-of-breed solutions, or customizing 
features that were not built into a solution. 

• Be prepared to shelve a use case for this solution and look to alternatives for 
integration where mandatory features cannot meet highly specialized needs that 
are outside of traditional ITSM solutions.

Consider perspectives of each stakeholder to ensure functionality needs 
are met and high satisfaction results

Build Buy
Multi-Source Best of Breed

Multi-source Custom

Vendor Add-Ons & 
Integrations

Single Source

Flexibility 
vs. 

architectural 
complexity

Flexibility 
vs. 

high skills 
requirements

Lower support 
costs 
vs.

configuration

Lower support 
costs 
vs.

configuration

Pros and Cons

vs.
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2.1 Define use cases and high-level features for 
meeting business and technical goals
1-2 hours

1. Identify the use cases that will support your overall goals as defined 
in the previous section.

2. Use the use case examples on the following slides to start building 
out your use cases.

3. Define high-level goals you wish to achieve in the first year and 
longer term. If you have more specific KPIs to add, and it is a 
requirement for your organization’s documentation, add them to this 
section.

4. Take note of where processes will need to be improved to benefit 
from these use-case solutions – the tools are only as good as the 
process behind them.

Download the IT Service Management Business Case Template and 
document the outputs from this exercise in the current-state section of 

your business case.

Input Output

• List of goals and 
challenges

• Use cases to be used for 
determining requirements

Materials Participants

• Whiteboard/flip charts

• IT Service Management 
Business Case Template

• CIO

• Service Manager and/or 
Supervisor

• Infrastructure & 
Applications Directors

https://www.infotech.com/research/it-service-management-business-case-template
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Improve 
business 
processes

Where the business is looking to IT to help solve issues, or where the business is looking to bring in 
new, unsupported case management solutions, there may be value in using one system to manage all 
requests. Most notably organizations are using this capability for HR, facilities, legal, and customer 
support but may also use it for engineering, corporate operations, event management, and business 
support and development. Business outcomes may include increased employee satisfaction and 
productivity, visibility into workflows and information flow, lower total cost of ownership (TCO), and risk 
mitigation. 

To identify features to meet this use case look to the following sections:
• Self-Serve Features
• Service and Solutions Design
• Knowledge and Reporting

75%

23%

2%

Increase

Maintain

Decreas
e

Source: HDI, 2018

How has productivity changed 
since expanding service 
management outside IT?

Use 
CaseExtending the service management solution to the business will provide a 

means for each department to organize its workload in a similar manner to 
IT. Services typically used by the business include incident and service 
request management, knowledge management, and service catalog. 

Enterprise Service Management

Features that will distinguish these capabilities include:
• Integrations to other business applications.
• Prebuilt industry-specific applications or departmental or function-

specific applications. Prebuilt solutions may be offered by the 
vendor or their partners.

Related Info-Tech Research: Extend the Service Desk to the 
Enterprise, Develop a Plan to Pilot Enterprise Service 
Management, Select and Implement a Human Resource 
Information System (HRIS Use-Case Fit Assessment Tool)

https://www.infotech.com/research/ss/extend-the-service-desk-to-the-enterprise
https://www.infotech.com/research/ss/develop-a-plan-to-pilot-enterprise-service-management
https://www.infotech.com/research/ss/select-and-implement-a-human-resource-information-system
https://www.infotech.com/research/hris-use-case-fit-assessment-tool
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Work with the business units to see which business cases make sense for 
enterprise service management

Find answers
I want to know

Execute Tasks
I want to self-serve

Get things fixed
I need help

Take Care
I need care for myself

IT • How do I do XYZ?
• What services are available?
• What is the status of my case? 

• Order new laptop
• Authorize access rights
• Approve special SW orders

• Install software xyz
• Fix my equipment
• Report an issue

• Setting up a home 
office

HR • What is the vacation policy?
• What benefits am I entitled to?
• Which org does Joe sit in?

• Update my address
• Transfer an employee
• Onboard a new hire

• Report workplace issue
• Verify my employment
• Request org change

• Getting married
• Having a child
• Taking personal leave

Facilities • Where is conference room 
ABC?

• What is today’s cantina menu?
• How do I get building access?

• Book special conference room
• Schedule courier services
• Pre-register site visitors

• Report a facilities issue
• Increase security clearance
• Assess workplace ergonomics

• Moving my family
• Ordering orthopedic 

chair

Finance • How do I submit expenses?
• What is the global travel policy? 
• What is my purchase limit?

• Apply for travel card
• Submit purchase orders
• Approve expense claims

• Resolve pay-slip issue
• Correct expense discrepancy
• Onboard new vendor

• Asking for a loan

Legal • What is the stock trading policy?
• Where is our standard NDA?
• How do I onboard a vendor?

• Approve contract terms
• Control policy application
• Reject risk exception

• Execute contract or NDA
• Apply for a patent
• Enforce vendor compliance

• Selling stock
• Updating employment 

contract

Other • Where are our brand templates?
• What are the latest news 

releases?
• What social groups can I join?

• Register for company event
• Order corporate brand swag
• Complete compliance training

• Request creative design 
services

• Schedule meetings with 
executive

• Contact product management
Source: “Transform Your Organization with Enterprise Service Management,” Cherwell, 11 Nov. 2020.

What do employees want?
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Improve 
end-user 
experience

To identify features to meet this use case look to the 
following sections:
• Self-Serve Features – basic and advanced.

• Service and Solutions Design for moving beyond out-of-the-
box self-serve and creating a personalized, well-designed, 
customer-oriented solution.

• Knowledge and Reporting for creating and managing end-user 
documentation and identifying areas for improvement.

• Technician Usability Features including integrated solutions to 
improve process and ability to serve the business.

52%

43%

5%

Increase

Maintain

Decreas
e

Source: HDI, 2018

How has employee satisfaction 
changed since expanding service 
management outside IT?

Customer satisfaction is most typically affected by process, 
communications, and transparency. To that end, look for features that will 
enable self-serve for users, provide the means to manage content, 
improve speed to deliver products and services, and improve speed to 
resolve.

Use 
Case

Customer-Centric Services

Related Info-Tech Research: Optimize the Service 
Desk With a Shift Left Strategy, Standardize the 
Service Desk, Prepare for Cognitive Service 
Management, Design and Build a User-Facing Service 
Catalog, and Incident and Problem Management.

https://www.infotech.com/research/ss/optimize-the-service-desk-with-a-shift-left-strategy
https://www.infotech.com/research/ss/standardize-the-service-desk
https://www.infotech.com/research/ss/prepare-for-cognitive-service-management
https://www.infotech.com/research/ss/design-and-build-a-user-facing-service-catalog
https://www.infotech.com/research/ss/incident-and-problem-management
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Gain visibility into 
IT spending

Use 
Case

To identify features to meet this use case look to the following 
sections:
• Service and Solutions Design to improve processes and reduce 

costs.

• Reporting and Analysis for creating and managing end-user 
documentation and identifying areas for improvement.

• Technician Usability Features including integrated solutions to 
improve process and ability to serve the business.

• Asset Management and IT Finance Features to have granular 
reporting on asset spend, use, harvesting, and redeployment 
and replacement.

• Configuration Management Features for mapping services and 
service utilization to financial information. 

Gain visibility into IT spending, not just for OpEx and CapEx, but for 
separating “lights on” technology from innovation, for knowing how 
different services are funded, and to quickly analyze why and where 
actual spending has deviated from budget. 

IT Finance

Source: Apptio, 2020

77%

Seventy-seven percent of 
CIOs have trouble articulating 
true application costs. 

But those who empower 
business partners with 
defensible IT insights save up 
to 10% of IT costs.

Related Info-Tech Research: Implement Software 
Asset Management, Implement Hardware Asset 
Management, Design and Build a User-Facing Service 
Catalog, Implement an IT Chargeback System, 
Manage Cloud Costs: Tips & Tricks, Manage Your 
Vendors Before They Manage You

https://www.infotech.com/research/ss/implement-software-asset-management
https://www.infotech.com/research/ss/implement-hardware-asset-management
https://www.infotech.com/research/ss/design-and-build-a-user-facing-service-catalog
https://www.infotech.com/research/ss/implement-an-it-chargeback-system
https://www.infotech.com/research/ss/manage-cloud-costs-tips-tricks
https://www.infotech.com/research/ss/manage-your-vendors-before-they-manage-you
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Reduce end-user 
impacts to 
recurring 
incidents

Self-healing technology 
resolved up to 80% of 
endpoint issues before users 
reported them.

Source: Ivanti, 2020

Use 
Case

80%

To identify features to meet this use case look to the following 
sections:

• Self-Serve Features – basic and advanced.

• Service and Solutions Design for moving beyond out-of-the-box 
self-serve.

• Knowledge and Reporting for creating and managing technician 
documentation to improve team knowledge and for improved 
analytics to identify highly impactful and recurring issues.

• Technician Usability Features including integrated solutions for 
building out scripts and automating resolutions.

• Asset Management to gain visibility into equipment and software 
deployed to end users. 

• Problem Management to proactively reduce critical and recurring 
incidents.

Empowering end users to self-solve doesn’t just transfer work from 
technicians to end users; it provides users with quick solutions rather than 
waiting for a technician to be free to resolve their issues. 

Improve Incident Management

At the same time, technicians who are working in the background to reduce recurring incidents, 
proactively seeking out potential issues, scripting complicated solutions into simple actions, and using 
self-healing technology will see end-user satisfaction and productivity increase. 

Related Info-Tech Research: Optimize the Service Desk 
With a Shift Left Strategy, Standardize the Service Desk, 
Prepare for Cognitive Service Management, Design and 
Build a User-Facing Service Catalog, Incident and Problem 
Management, Implement Software Asset Management, 
Implement Hardware Asset Management

https://www.infotech.com/research/ss/optimize-the-service-desk-with-a-shift-left-strategy
https://www.infotech.com/research/ss/standardize-the-service-desk
https://www.infotech.com/research/ss/prepare-for-cognitive-service-management
https://www.infotech.com/research/ss/design-and-build-a-user-facing-service-catalog
https://www.infotech.com/research/ss/incident-and-problem-management
https://www.infotech.com/research/ss/implement-software-asset-management
https://www.infotech.com/research/ss/implement-hardware-asset-management
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Reduce time to 
resolve and 
improve 
accountability to 
the business

Use 
Case

To identify features to meet this use case look to the following 
sections:
• Service and Solutions Design with a deeper focus on the IT Operations 

and orchestration features to integrate with monitoring and event 
solutions for faster notifications and analysis.

• Knowledge and Reporting for creating and managing technician 
documentation to increase team knowledge and increase visibility into 
all IT activity to proactively manage and avoid incidents. 

• Technician Usability Features including integrated solutions to improve 
process and ability to serve the business.

• Problem Management to reduce critical and recurring incidents.

• Change and Configuration Management to prevent performance issues 
and outages while making changes to the IT environment and use 
dependency mapping and configuration details in incident analysis.

• Incident and Event Management to automate analysis, notifications, 
resolutions, and proactive maintenance events.

Gaining insight into operations, increasing speed of analysis, and decreasing 
response times are the primary benefits to adding ITOM into your ITSM 
solution. Increased visibility into dependencies, performance and outages, 
and reporting and automation are all factors in maturing an organization and 
positioning the team for growth or evolution. 

Improve IT Operations Management 
(ITOM)

Related Info-Tech Research: Design and Build a User-Facing 
Service Catalog, Incident and Problem Management, Optimize 
Change Management, Develop an Availability and Capacity 
Management Plan

70%

Reduce mean time to recovery 
(MTTR) and manual 
troubleshooting efforts by up to 
70% when using automation 
over manual processes.

Source: “Reduce MTTR by 
Automating Troubleshooting,” 
ScienceLogic

https://www.infotech.com/research/ss/design-and-build-a-user-facing-service-catalog
https://www.infotech.com/research/ss/incident-and-problem-management
https://www.infotech.com/research/ss/optimize-change-management
https://www.infotech.com/research/ss/develop-an-availability-and-capacity-management-plan
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Support DevOps or 
site reliability 
engineering (SRE)

84.3% of technology 
professionals say their ability 
to innovate is affected by 
customer-impacting issues.  

Source: xMatters, 2020

Use 
Case

84.3%

Support Product Owner Model

Related Info-Tech Research: Automate Your Software Delivery 
Lifecycle, Implement DevOps Practices That Work

To identify features to meet this use case look to the following 
sections:

• Service and Solutions Design with a deeper focus on the IT Operations 
and orchestration features to integrate with monitoring and event solutions 
for faster notifications and analysis.

• Knowledge and Reporting for creating and managing technician 
documentation to increase team knowledge and increase visibility into all 
IT activity to proactively manage and avoid incidents. 

• Development and Project Management for managing the application 
lifecycle as well as managing tasks between development and support 
projects.

• Problem Management to reduce critical and recurring incidents.

• Change and Configuration Management to prevent performance issues 
and outages while making changes to the IT environment and use 
dependency mapping and configuration details in incident analysis.

• Incident and Event Management to automate analysis, notifications, 
resolutions, and proactive maintenance events.

Enable product owners to manage the application lifecycle from conception 
through maintenance, continual deployment, and support. Improve workflows 
and communications with integrations to code repositories, automated testing, 
and deployment tools as well as infrastructure provisioning and monitoring 
solutions through event management.

https://www.infotech.com/research/ss/automate-your-software-delivery-lifecycle
https://www.infotech.com/research/ss/implement-devops-practices-that-work
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Serve external 
clients and 
integrate with 
CRM

Use 
Case

To identify features to meet this use case look to the following 
sections:
• Integration to CRM system or service modules or add-ons within CRM 

solution.

• Service and Solutions Design with a focus on workflows, collaboration, 
and information management.

• Knowledge and Reporting for creating and managing customer support 
documentation to increase team knowledge and increase visibility into 
all support activity to proactively manage client transactions and 
relationships.

• Technician Usability Features including integrated solutions to improve 
process and ability to serve the business and omnichannel support.

• Incident Management to manage service activities as efficiently as 
possible.

The type of support provided to external clients will determine the type of 
solution you’ll need to manage the service work. If you are providing 
various levels of technical support, an ITSM solution may be appropriate, 
but if customer service activities are primarily first-contact resolutions, you 
may find an add-on to your CRM may be more appropriate.

Customer Support Management

Related Info-Tech Research: Select and Implement a 
Customer Relationship Management Platform, Build a Strong 
Technology Foundation for Customer Experience Management

42%

Among customer service 
teams surveyed, 42% used 
helpdesk systems for 
customer service, but 86% 
said it made them more 
productive.

Source: HubSpot, 2020; 
N=1,125

https://www.infotech.com/research/ss/select-and-implement-a-customer-relationship-management-platform
https://www.infotech.com/research/ss/build-a-strong-technology-foundation-for-customer-experience-management
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SoftwareReviews Comments Users Demos

Feature match Vendor scoring Pricing

2… 2… 2… 2… 2… 2…

20…
20…

20…
20…

20…
20…

100,000 100,000 100,000

$100,000.00

Review your use cases to start your shortlist
Your Info-Tech analysts can help you narrow down the list of vendors that will meet your requirements.

Next steps will 
include:

1. Creating a list of 
requirements

2. Checking out 
SoftwareReview
s

3. Assembling your 
documentation 
for approvals 
and RASF
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2.2 Identify requirements to support your use cases
1-2 hours

1. Work with the team to identify which features will be most 
important to support your use cases. Keep in mind there will be 
some features that will require more effort to implement fully. Add 
that into your project plan.

2. Use the features lists on the following slides as a guide to get 
started on requirements.

3. Prioritize your requirements list into mandatory features and nice-
to-have features. This will help you to eliminate vendors who don’t 
meet bare minimums and to score remaining vendors.

4. Use this same list to guide your vendor demos.

The Rapid Application Selection Framework includes a 
template for requirements gathering and evaluating 

vendors. Download the Vendor Evaluation Workbook to 
get started.

Input Output

• List of goals and 
challenges

• Use cases to be used for 
determining requirements

Materials Participants

• Whiteboard/flip charts

• Vendor Evaluation 
Workbook

• CIO

• Service Manager and/or 
Supervisor

• Infrastructure & 
Applications Directors

• Business unit leader if 
ESM is on the table

https://www.infotech.com/research/ss/the-rapid-application-selection-framework
https://www.infotech.com/research/the-vendor-evaluation-workbook
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• Single sign-on.

• Ability to create tickets for incidents and to check their 
status.

• Ability to display system status messages.

• Ability to see user-specific solution articles online.

• Ability to modify look and feel of the site with HTML.

• Meets WCAG 2.0 accessibility standards.

• Easily build forms and use hierarchical organization.

• Ability to search using natural language.

• Online message board that can be used globally or for 
local groups and works on any device.

• Live chat or ability to integrate live chat, enabling the 
chat to create or be added to a ticket.

• Dynamic language translation.

Self-Serve Basics Self-Serve Advanced

Self-Serve Features
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests, and 
level of service you are able to employ.

• Request management to manage approvals and 
service 
request fulfillment and reporting.

• Service catalog with approvals, delivery, and ticket 
creation available through workflows and easy-to-
create forms.

• App store with ability to very quickly set up charge-back 
capabilities and automate software deployment.

• Service catalog/app store integration with CMDB and 
financial systems, with reporting on consumption, 
SLAs, and financials.

• Access management to facilitate multiple client types, 
including separation for technical, business, and 
regional variations.

• Codeless customization that will enable self-serve for 
more than just IT.

• Ability for the user to see assigned assets and have the 
list available to add to tickets.

• Chatbot or integration of third-party chatbot with ability 

Info-Tech Insight Omnichannel options are very useful to 
add to self-serve, enabling users to connect with a technician 
and switch to live chat or voice without risking disconnection. 
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• Ticket templates for faster ticket creation and close.

• Low-code forms designed to enable fast forms creation.

• Low-code business process modelling/workflow designer to 
enable fast workflow creation for technical or non-technical 
staff, ideally with the ability to create reusable workflows. 

• Portal design tools using CSS or HTML design to create 
high-
quality self-serve solutions.

• Service catalog templates for quick creation of service 
items.

• Notification service, either built in or through third-party 
integration.

• Mobile app development to make apps available on any 
device.

• Industry- or department-specific templates for quickly 
adding
service solutions including case management, workflows, 
knowledgebase, and catalog items.*

• Use-case accelerators to add repeatable functions like 

Service & Solution Design IT Operations

Design Features
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests, and 
level of service you are able to employ.

Info-Tech Insight Integrations will be important to many solution requirements. REST standards will 
enable easier integrations, but knowing which APIs already exist to match your environment may 
accelerate implementation.

• Certificate renewal date tracking and notifications.

• Graphical view of business services to visualize service 
performance and integrate with monitoring solutions.

• Ability to integrate processes with incident management 
to trigger creation of a ticket based on specific criteria 
or close a ticket based on event status.

• Orchestration solutions for creating scripts, workflows, 
and automated actions.

• Ability to de-duplicate similar events and triggers 
coming in from multiple solutions.*

• Prebuilt activities for common orchestrated events.*

• Prebuilt IT Operations solutions for specific industry 
requirements, providing the ability to track critical 
application services.*

• Script debugger for any scripts written within the 
application.*

* Advanced 
features
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• Walk-up management for queue registration, access to 
user information, and ticket update/closure.

• Field service management including task and work 
order management, equipment service, parts inventory, 
and scheduling. 

• Automated work order creation for planned 
maintenance based on a variety of parameters.

• Skills management, enabling skills assignments to 
various groups, technicians, or users.

• Prebuilt functionality for employee management such 
as onboarding, offboarding, and transferring employees 
with workflows that span multiple departments.

• Visual task boards for managing work orders or 
projects.

• Omnichannel intake capabilities to allow technicians to 
switch between communication methods without losing 
contact with 
the user (e.g. from chatbot to chat to voice).* 

Technicians Integrated Solutions

Technician Usability Features
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests, and 
level of service you are able to employ.

• Password reset solution with flexibility for 
authentication techniques.

• Remote access for screen sharing and co-browsing.

• Desktop migration tools.

• Self-healing and self-securing technology for 
endpoints.

• United endpoint management. 

• Project portfolio management to plan, organize, and 
manage projects and portfolios.

• Machine learning and AI for performance analytics 
and automated categorization and routing of tickets.*

* Advanced 
features
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• Track and manage hardware assets including lifecycle, 
asset 
tags, maintenance, status accounting, and depreciation.

• Stock management including loaner tracking. 

• Record and manage contracts including dates, 
purchases, and compliance.

• Agent and agentless automated discovery with data 
normalization and ability to identify managed and 
unmanaged assets.

• Cloud license management capabilities including 
discovery, analysis, and reporting.

• Software harvesting functionality including usage 
reporting and automated notifications or software 
removal.

• Intelligence library to provide licensing rules for the 
software publishers deployed in your organization.*

• AI designed to scan ERP systems to record software or 
hardware* purchases completed outside of the 
centralized process.

Asset Management IT Finance

Asset Management & IT Finance Features
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests, and 
level of service you are able to employ.

• Cost management providing the ability to track recurring 
and 
one-time purchases and services.

• Ability to report on operational costs and innovation 
investments.

• Automation for posting journal entries and managing 
time-sensitive automated close tasks and procedures.

• Increase visibility of costs through charge-backs and 
show-backs with automated reporting and invoicing.

• Financial modeling to predict impacted costs for 
proposed changes. 

• Purchase management will contribute to accuracy of IT 
finance but could also integrate to ERP system to 
provide appropriate financial data.

• Budget and forecast planning with ability to compare 
actuals to budget.

• Demand management to consolidate IT requests and 
reporting 
for prioritizing investment decisions.

Additional details can be found in IT Asset Management 
Market Overview. * Advanced features

https://www.infotech.com/research/ss/it-asset-management-itam-market-overview
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• Technician knowledgebase with tools to help manage 
the knowledge process, such as expiry dates and 
workflows.

• Reporting for use and effectiveness as well as to 
identify and manage aging articles.

• Ability to define audience with role-based access to 
keep user articles in with technician articles, 
providing one place to manage information.

• Role-based access to virtually separate user from 
technician articles.

• Capable of supporting multiple types of media, 
including rich text fields, screen captures, and video.

• Intelligent issue matching to speed the search for 
resolutions as tickets come in and/or are created.*

• Federated knowledgebase enabling 
import/connection to multiple technical data sources 
including knowledge databases.*

Knowledgebase SLAs and Reporting

Knowledge & Reporting Features
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests, and 
level of service you are able to employ.

• Data structure that allows many ways to slice the data.

• Performance analytics with ability to create key 
performance indicators (KPIs) and metrics to align to 
organizational goals.

• Prebuilt standard reports with ability to easily modify or 
build new to suit requirements.

• Prebuilt dashboards with easy-to-add and -build 
widgets.

• Service level management to establish SLAs and 
report against them including internal and service 
provider metrics.

• Transactional survey and customer service 
assessments including workflows and reporting. 

• Ability to export reports in several formats.

• Reporting wizards for report creation.

• Ability to create trending reports and more complex 
analysis.*

• Interactive visualizations providing multiple ways to 
present data on multiple devices.*

* Advanced 
features
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• Basic change management solutions should include 
fields for recording dates, technical details, and 
assessment notes.

• Facilitate production of change schedules, with 
change calendar visible for all roles.

• Role-based access to portions of the RFC process 
and forms.

• Ability to modify forms to meet unique requirements, 
using form designers.

• Ability to manage the post-implementation review 
process within the change module.

• Workflows to connect data between incident, problem, 
and change management through parent-child tickets.

• Ability to manage pre-meeting or virtual  assessments.

• Collision detection to identify when a configuration 
item (CI) or service may be impacted by proposed 
changes.*

• Impact analysis to understand the potential impact of a 
proposed change, based on a populated CMDB.*

Change Management Configuration Management

Change & Configuration Features
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests, and 
level of service you are able to employ.

• Agentless automated discovery and dependency 
mapping with ability to visualize mappings and log 
most recent update time.

• Ability to discover and map CIs in the cloud.
• Ability to manually add and map CIs.
• Ability to map CIs to business services to provide 

visibility and reporting to the business.
• Map to business continuity management 

module/solution. 
• Prebuilt classes, CI types and relationship types.
• Ability to filter CIs by type for easier review, analysis, 

and maintenance. 
• Integration with management and monitoring tools 

and integration or synchronization with asset 
management solution.

• Ability to create baseline snapshots and compare to 
policy.

• Integration of CIs to any process management 
functions.*

• AI to analyze CIs against standards and/or to 

* Advanced 
features
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• Ability to separate incidents and service requests.

• Categorization for multiple incident and service types.

• Ability to tie services-based categorization to service 
catalog and CMDB.

• Ability to create SLAs for individual service requests 
and reports.

• Ability to create collaboration rooms for critical 
incidents.

• Ability to run transactional surveys after each ticket, 
with flexibility to suppress for certain types of tickets 
created, and workflow or notifications to alert on low 
scores.

• Ability to automate collection of activity logs into 
incident tickets.*

• Ability to automate creation, escalation, and closure of 
tickets through integration with to monitoring 
solutions.*

• Ability to integrate RPA into workflows.*

Incident Management Event Management

Incident & Event Management Features:
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests and 
level of service you are able to employ.

• Service and audit reporting.

• Workflows to notify appropriate personnel of outages 
and record events within the incident management 
module.

• Ability to prioritize systems based on information in 
the CMDB.

• Ability to create problem ticket from event and 
automate close.

• Connection to collaboration group/major incident chat.

• Ability to aggregate events from multiple monitoring 
solutions and correlate to data from the CMDB.*

• Ability to identify services impacted through CMDB to 
determine severity of an incident.*

• AI to quickly analyze data against normal behavior to 
separate small performance changes from incidents.*

• Machine learning to offer suggestions or apply 
automated resolutions as appropriate.** Advanced 

features
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• Parent-child relationships with incident tickets or 
change tickets.

• Ability to cascade-close all related tickets once 
problem has been resolved. 

• Ability to capture activity logs within the problem 
ticket.

• Differentiate between the criticality of CIs to assist 
problem management staff in classifying problem 
records, with ability to upgrade or downgrade 
urgency as needed. 

• Enable the problem management team to 
communicate status and progress reports as well as 
temporary solutions and workarounds.*

• Automated generation of problem tickets once 
thresholds have been breached, with notification to 
problem manager.*

Problem Management Risk Management

Problem & Risk Management Features:
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests and 
level of service you are able to employ.

Risk management capabilities vary dramatically within 
ITSM solutions, as there are many stand-alone 
solutions in the market.. 
• Business continuity management to perform impact 

analysis using CMDB, build business continuity 
plans, build disaster recovery plans, and 
operationally test readiness.*

• Risk management to manage, mitigate, and report 
on operational risk and to continually monitor risk 
exposure.*

• Audit management provides a centralized process 
for planning, scoping, and executing audits.*

• Vendor management to manage vendor 
interactions, performance, and risk.*

• Security incident management detection, analysis, 
notification, and automated response.*

* Advanced 
features
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• Application lifecycle management to manage through all 
stages of plan, build, test, deploy, and maintain.*

• Dynamic roadmap to visually represent dependencies 
and progress.*

• Test management to document user testing criteria and 
progress.

• Automated testing framework.

• Application portfolio management to manage costs, 
risks, and health assessment and ensure business 
alignment.

• DevOps source code management and deployment 
automation.

• Innovation management to collect and evaluate 
suggestions for development/implementation.

• Known error database.

• Timecards to record time worked on projects.

• Performance management data aggregation and 
analysis.

Development Management Project Management

Development and Project Management Features:
Determine which features will meet your needs, considering the size and structure of your organization, volume of requests and 
level of service you are able to employ.

• Portfolio management to gain visibility into multiple 
projects.*

• Ability to request projects.*

• Resource management to manage capacity of project 
resources and quickly analyze technician/analyst 
workload.

• Visual task board (Kanban, Gantt) to quickly assign 
and update tasks,  manage workload, and add status.

• Project worker view to view assigned tasks and update 
status.

• Supports Agile and Waterfall methodologies.

• Includes dashboards for project analytics.

• Document storage and collaboration.

• Mobile functionality.
If the PM module isn’t good enough, download 
Info-Tech’s Select and Implement an IT PPM 
Solution.

* Advanced 
features

https://www.infotech.com/research/ss/select-and-implement-an-it-ppm-solution
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Implementation with a partner typically results in higher 
satisfaction
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Align your implementation plans with both the complexity of 
the solution and internal skill levels
Be clear and realistic in your requirements to the vendor about the level of 
involvement you need to be successful.

Primary reasons to use a vendor:

• Lack of skilled resources: For solutions with little configuration 
change happening after the initial install, the ramp-up time for an 
individual to build skills for a single event is not practical.

• Complexity of solution: Multiple integrations, configurations, 
modules, and even acquisitions that haven’t been fully integrated in 
the solution you choose can make it difficult to complete the 
installation and rollout on time and on budget. Troubleshooting 
becomes even more complex if multiple vendors are involved.  

• Data migration: Decide what information will be valuable to transfer 
to the new solution and which will not benefit your organization. 
Data structure and residency can both be factors in the complexity 
of this exercise.

Source: SoftwareReviews, January 2020; N=877 reviews
To ensure your SOW is mutually beneficial, download the 
blueprint Improve Your Statements of Work to Hold Your 
Vendors Accountable.

https://www.infotech.com/research/ss/improve-your-statements-of-work-to-hold-your-vendors-accountable
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Fact-based reviews of 
business software from IT 

professionals.

Product and category reports 
with state-of-the-art data 

visualization.

Top-tier data quality backed by 
a rigorous quality assurance 

process.

User-experience insight that 
reveals the intangibles of 

working with a vendor.

is powered by Info-Tech.

Technology coverage is a priority for Info-Tech, and SoftwareReviews provides the most comprehensive unbiased data on 
today’s technology. The insights of our expert analysts provide unparalleled support to our members at every step of their buying 
journey.

We collect and analyze the most detailed 
reviews on enterprise software from real 
users to give you an unprecedented view into 
the product and vendor before you buy. 

Comprehensive 
software reviews 
to make better IT 
decisions.

CLICK HERE to access SoftwareReviews

Speak with category experts to dive deeper into the vendor 
landscape
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Proof of concepts (POCs) can be time consuming, so make good choices 
on where to spend the effort

Create a POC charter that will enable a quick evaluation of the defined use cases and 
functions. These key dimensions should form the POC.

1. Objective – Giving an overview of the planned POC will help to focus and clarify the rest 
of this section. What must the POC achieve? Objectives should be: specific, measurable, 
attainable, relevant, and time bound. Outline and track key performance indicators.

2. Key Success Factors – These are conditions that will positively impact the POC’s 
success.

3. Scope – High-level statement of scope. More specifically, state what is in scope and what 
is out of scope.

4. Project Team – Identify the team’s structure, e.g. sponsors, subject matter experts. 

5. Resource Estimation – Identify what resources (time, materials, space, tools, expertise, 
etc.) will be needed to build and socialize your prototype. How will they be secured? 

Consider running a proof of concept if concerns are expressed about 
feasibility of the chosen solution

To create a full proof of concept plan, download the Proof of Concept Template and see 
instructions in Phase 3 of the blueprint Exploit Disruptive Infrastructure Technology.

https://www.infotech.com/research/proof-of-concept-template
https://www.infotech.com/research/ss/exploit-disruptive-infrastructure-technology
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Additional resources

Avoid the pitfalls and 
gotchas lurking in the 
shadows!

Leverage your unique 
position and find 
substantial cost savings.

Formalize your process to 
eliminate bias and 
maximize value.

Learn more about effective negotiation tactics and vendor-specific secrets with these blueprints:

Identify vendor security 
requirements (template).

Right-size the effort to 
select your technology 
solutions.

See tips and tricks for 
buying into ITSM solutions 
prior to negotiation.
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