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ABSTRACT

IT service management best practice frameworks such as the IT Infrastructure Library® (ITIL®) aim

to improve the quality of service to customers. This study reports on recent surveys and case studies of

organizations which have embarked on IT service management improvement. It highlights specific dif-

ficulties experienced by organizations in changing the orientation of staff to customer service rather than
technology. Six factors were found to be critical in achieving an effective service-oriented philosophy.
The factors are support from senior management, the threat or opportunity to outsource IT services,
integration of processes to provide end-to-end service, involvement of business stakeholders; culture

change of IT staff to service excellence; and the redesign of processes prior to investing in tools.

INTRODUCTION

Providers of IT services now have to consider the
quality of the services they provide and focus on
the relationship with their customers. No longer
can they afford to focus on technology (Van Bon,
2007). It is becoming increasingly recognised
that the provision of high quality and competitive
service requires organizations to adopta customer-
centric, service-oriented philosophy. The growth
of the service economy has seen a paradigm
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shift which has moved the focus from goods to
services, and impacts the business processes,
management practices, employee policies, engi-
neering knowledge, and culture of organizations
(Rust & Kannan, 2003; Rust & Miu, 2006). After
analysing a large financial service provider in the
Netherlands as an example of a service-oriented
enterprise, Janssen and Joha determined that the
main critical management issues, apart from a
carefully executed strategy, are the ‘redesign
and reorganization of activities and roles, the
standardization of processes, applications and the
underlying IT architecture, and management of
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the transformation by involving all stakeholders.’
(2008, p. 35).

Information technology (IT) is considered to
be the ‘critical enabler’ for transforming service
industries (Chesbrough & Spohrer, 2006). As IT
systems become more powerful and cost-effective
they provide the potential to efficiently gather and
analyse data, and to codify and transmitknowledge
to the far corners of the globe (Bitner & Brown,
2006; Chesbrough & Spohrer, 2006). Although IT
service providers are constituents in the service
sector, their total contribution to the service sector
can only be grasped by considering that private
businesses in the USA spend in excess of 50
percent of all invested capital on IT — hardware,
software and communications equipment (Laudon
& Laudon, 2010). Specifically within the service
sector, I T plays an important role in helping orga-
nizations provide better customer service, create
new products and services, enhance relationships
with suppliers, and improve decision making.

It has been noted by Johnson et al. (2007)
that businesses are demanding more from their
IT organizations than ever before. As well as
‘better and more disciplined provisioning of IT
services to ensure smooth operation’ (p. 595), IT
is expected to respond with agility in light of new
business opportunities, to demonstrate responsible
financial management and to satisfy internal staff
and external customers. This level of service can
only be achieved with effective relationships and
communication between IT and lines of business.

However, despite the fact that organizations
are increasingly reliant on IT and the increasing
awareness of the need to become service-oriented
and customer-focussed, many I T service providers
are struggling to change the culture and processes
within their own departments or organizations.
Many IT service providers are still characterised by
a culture which is technology-focused rather than
customer-centric. This may be due to the fact that
many of the IT line managers are ‘predominately
ex-technologists’ (Bruton, 2004, p. 4).
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This paper considers the people, process and
technology issues related to improving IT service
management. Although there is growing adoption
of existing frameworks and standards, such as
the IT Infrastructure Library (ITIL) and the IT
Service management standard (ISO/IEC 20000),
and development of new frameworks such as
CMMI-SVC®, many IT service providers find it
an almost insurmountable challenge to achieve
effective end-to-end service. This paper strives to
answer the research question: what factors inhibit
the transformation of IT service providers when
seeking to adopt a service-oriented philosophy?
Thepaperis structured as follows. The background
provides a summary of popular and emerging
standards for IT service management. Then, the
research methodology is briefly explained, fol-
lowed by a discussion of challenges identified
through surveys and case studies. The conclusion
includes directions for future research.

BACKGROUND

Recently, there has been a concerted effort to de-
velop, refine and promulgate frameworks for IT
service management. In this section, the current
and emerging frameworks are described.

ITIL: IT Infrastructure Library

IT Service management standards such as the IT
Infrastructure Library (ITIL) are of increasing
importance to organizations around the globe. The
current version, ITIL version 3 was released in
2007 and comprises five core texts: Service Strat-
egy; Service Design; Service Transition; Service
Operation; and Continual Service Improvement
(OGC, 2007). This version focuses on the life-
cycle of services and attempts to remove process
silos. Itis recognised that ITIL requires a devoted
focus on IT services and customers’ needs, which
more technically oriented organizations may find
challenging (Iden & Langeland, 2010).
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