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Abstract

While IT organizations attempt to implement Information Technology Service
Management (ITSM) frameworks to manage their IT services, their efforts have been
influenced by a variety of influencing factors. With regards to disclosing influencing
factors to the implementation of ITSM frameworks an attempt or minimal works have
been done in some developed countries, but there is scarcity of such researches in
developing countries in general and in Ethiopia in particular. Thus, the aim of this study
was to explore influencing factors to the implementation of Information Technology
Infrastructure Library (ITIL) based ITSM in Telecom companies taking Ethio Telecom as

a case.

For this purpose, a single holistic exploratory case study approach was applied. Primary
and secondary data were collected via semi-structured interview, document collection,
and direct observation. Data was analyzed and interpreted using pattern matching and

case description techniques.

The findings identified barriers which were common to most ITIL implementation
processes, unique to a single case of the reviewed researches and confirmed by this
study, and barriers which were typical to this study. The typical barriers to this study
were complexity of integrating ITIL to the existing system, and composition of the ITIL
implementation team members. Besides, the study identified eight CSFs. All the CSFs in
the theoretical literature were confirmed by this study. Moreover, ITIL aligned

organizational structure was identified as a unique or typical CSF in the study.

Better performance on CSF areas could help the company not only solve observed
barriers but it also helps to create additional opportunities for success. Thus, to
implement ITIL successfully, the case company needs to build its capacity, increase its

effort and allocate necessary resources to perform better on critical success factor areas.



Chapter One: Introduction

1.1 Background

With the world getting smaller and flatter day by day, Telecommunications have emerged
as one of the strongest driving force and a rapidly growing industry across the world,
with a unique set of business requirements and challenges much larger in scale and
complexity as compared to traditional businesses (QAI Global Services, 2014). Of the
most prominent challenges faced by telecom operators are: the complexity of their IT
environment, the ever increasing and dynamic requirements of their customers for quality
telecom services with affordable price, and the increasing cost of managing their IT
infrastructures and IT services (Weill 2005). Ethio Telecom (ET) has also been sharing

these challenges without exception.

Despite all these challenges, to be with the core of customer satisfaction and service
quality telecom operators need to make a comprehensive, focused, effective monitoring
and management to their network, host, and database systems. To this end, they need to
introduce the concept of Information Technology Service Management (ITSM) which is

process-oriented (Zhu et al. 2009).

Nowadays, IT service providers in general and telecom operators in particular become
aware of the importance of ITSM for effective and efficient management of their

operation and maintenance systems, and are looking for some sort of ITSM framework.



As a response to the growing demand for ITSM, different ITSM frameworks have been
evolving. Of these ITSM frameworks, today Information Technology Infrastructure
Library (ITIL) is recognized as the de facto standard for managing enterprise Information
Technology (Cater-Steel et al. 2009, Lamrini and Sebaaoui 2012, Mohamed et al. 2014).
As a result, many telecom operators have implemented ITIL based IT service
management framework for the management of their telecom business. In the same

fashion ET has also been implementing ITIL since Decmber 2011.

1.2 Statement of the Problem

In order to achieve good performance for the service provider and satisfy customers, it is
necessary to develop and improve the practices involved with the services (SEI 2010). In
such a context, maturity models and IT service management frameworks have been
developed to guide organizations in the definition and improvement of service
management processes. For instance, some of the already known and disseminated
approaches are: ITIL, Control Objectives for Information and Related Technology

(COBIT), ISO/IEC 20000, and CMMI (Cater-Steel et al. 2006).

Several research papers (Cartlidge et al. 2007, ICASA 2012, SEI 2010) have pointed out
a series of benefits derived from adopting and implementing service management
processes; for example: an increase in satisfaction with the services for both clients and
users, higher productivity, improvement in economy by reducing workload and
increasing the use of management resources, improvement in decision making, greater

alignment between IT and the business goals, and appropriate management of the IT.



However, there are organizations that suffer difficulties during the implementation of
projects related to ITIL, and consequently they did not succeed (Jantti 2010, Pollard and

Cater-Steel 2009, Sharif et al. 2008).

According to Tan et al. (2007, 2009), and Pollard and Cater-Steel (2009), critical success
factors positively influence the success of project implementation in relation to the
improvement of IT service processes. These critical success factors are key aspects that
must be achieved in order for the business to succeed, and, if not well performed, will
make the achievement of the missions and goals unlikely within a business or project
(Cater-Steel et al. 2009, Ghayekhloo 2009). On the contrary, barriers or negative risk
factors can put the improvement of the IT service processes at risk, resulting in

implementation failure (Ghayekhloo 2009, Wan et al. 2008).

With regards to implementation success and failure, Stienberg (2008) explained that ITIL
implementation can reap enormous benefits for successful companies or it can be
disastrous for organizations that fail to manage the implementation process. Hence,
without understanding the major barriers and critical success factors to ITIL
implementation, many organizations might have implemented the framework without
any significant performance improvement; without measurable return on investment;
without service quality improvement; or they might have given up the implementation
process itself and cause significant problem to their company as well as to their

customers.

Therefore, to gain value from their investment on ITIL, organizations which are currently

implementing ITIL as ET, and/or those which have planned to implement ITIL in the
3



future need to identify and actively deal with the major barriers and critical success
factors to successful implementation of ITIL. However, there has been little academic
research published to date about ITIL adoption and implementation (Ahmad and
Shamsudin, 2013), and none of the researches were done in developing countries like
Ethiopia (Iden and Eikebrokk 2013). As a result, it was found necessary to conduct an
empirical research to investigate and disclose the barriers and critical success factors to

the implementation of ITIL in Telecom companies in the context of Ethiopia.

Thus, the goal of this study was to identify barriers and critical success factors to the
implementation of ITIL in telecom companies in the Ethiopian context. The motivation
for this study was the desire to learn from past challenges or difficulties, and implement
ITIL successfully in the future by avoiding or managing the barriers and giving due

attention to critical success factors.

1.3 Purpose of the Study
The main purpose of this study was to explore or identify factors that influence successful

implementations of ITIL in Telecom Companies.

Under this objective the study has addresses the following specific objectives:

1. To realize the concepts, theories, models, current knowledge about ITSM, and

implementation process of the ITIL IT service management framework.

2. To identify barriers and critical success factors to successful implementation of

ITIL in the case company.



3. Validate the identified barriers and critical success factors by further discussion

with interviewees.

4. Give some recommendations that could help organizations implement ITIL

successfully.

1.4 Research Questions
As mentioned on 1.3, the main purpose of the study was to explore factors which
influence the implementation of ITIL in Telecom companies. For this purpose, the

researcher has formulated the following main research questions:
1. What are the barriers to implementation of ITIL in ET?

2. What are the Ciritical success factors to the implementation of ITIL in ET?

1.5 Significance of the Study

The study has explored barriers and critical success factors to the implementation of ITIL
in ET. The findings of this study could support ET by determining barriers and critical
success factors which are valuable steps toward increasing the chance of implementing
ITIL successfully. Better understanding of the barriers of ITIL implementation enables IT
decision makers formulate appropriate strategies to mitigate or manage the barriers
beforehand. Similarly, better understanding of critical success factors enables IT decision
makers identify which elements of the implementation process most emphasis should be
placed upon, and permit the company to focus its efforts on some areas to meet the
CSFs, or even allow them to decide if it has the capability necessary to meet CSFs

requirements (Alaskari et al. 2012).



Moreover, the findings may help other IT service providers to think about ITIL
implementation influencing factors in relation to the context of their organization.
Besides, the result of this study can be used as an input for future studies on related

topics.

1.6 Scope and Limitation of the Study

The scope of this study was delimited to investigate ITIL implementation barriers and
critical success factors in ET. Because ET is the sole Telecom company in Ethiopia. The
focus of the study was identifying barriers and critical success factors of ITIL
implementation from the perspective of ITIL implementation project members, ITIL
process owners, and ITIL process executors who have been active participants of the
ITIL implementation of the company. Although information from the top management of
the organization is useful to enrich the data, it was not possible to conduct interview

because of their tight work schedule.

1.7 Organization of the Thesis

The thesis is organized into five chapters. The first chapter presented the background to
the research, the research problem, the research objective, the research question, and the
scope of the study. The second chapter reviewed the related literature on ITSM, ITIL,
ITIL implementation, and IT services. The third chapter presented the methodology of
the study, i.e. the research philosophy, the research approach, the research design or

strategy, and the data collection and analysis procedures and techniques. In the fourth



chapter results and the relationship of the result with reviewed literatures were presented.

Finally, in the fifth chapter conclusions and recommendations were presented.

1.8 Definition of Key Terms

Barrier: A problem, rule or situation that prevents somebody to do something or that
makes something impossible (Oxford University 2001).

Critical Success factors: “...limited number of areas in which results, if they are
satisfactory, will ensure successful...performance of the organizations. They are the few
key areas where things must go right for the organization to flourish. If results in these
areas are not adequate, the organization’s efforts...will be less than desired.” (Rockart
1979).

Implementation: A specified set of activities designed to put into practice an activity or
program of known dimensions (Fixsen et al. 2005)

ITIL: A set of Best Practice guidance for IT service management (OGC 2007).

ITSM:- Specialized set of organizational capabilities for providing value to customers in
the form of services, these specialized organizational capabilities include all of the
processes, methods, functions, roles, and activities that a service provider uses to enable

it to deliver services to its customers (OGC 2007).



Chapter Two: Literature Review
The purpose of the literature review was to understand: concepts, theories, and current
knowledge on ITSM in general and ITIL in particular, the implementation of ITIL, and
factors influencing the implementation of ITIL. This helped the researcher identify
influencing factors that organizations around the world experienced while implementing

ITIL.

2.1 Information Technology Services and Information Technology Service
Management (ITSM)

In order to discuss about the barriers and critical success factors to the implementation of
ITIL based ITSM it is logical first to know or understand what Information technology

services are, and what ITSM is.

2.1.1 Information Technology Services

For the purpose of this study the definition of service given by OGC (2007) was used.
According to OGC (2007, p-5), “a service is a means of delivering value to customers by
facilitating outcomes customers want to achieve without the ownership of specific costs
and risk”. Based on this definition of service, Peppard (2003) defined Information
Technology Services as “Services in and around the Processing, Provisioning and
Stewardship of Information”. On the other hand, Diirr and Santos (2014) defined
Information Technology (IT) service as a set of resources, whether IT or non-IT,
perceived by the client as whole, and maintained by an IT service provider. Such services
aim to satisfy one or more needs of a client and support the strategic goals of his business

(Magalhées and Pinheiro 2007).



IT services exhibit different attributes, raise different issues, and require to be managed

differently. Hence they are categorized into four broad categories (Peppard 2003).

Application Services: refer to those services delivered via software applications. These
services are derived from the ‘information handling’ abilities of technology. These

services include information processing, sharing, storage and access services.

Operational Services: are those services that relate to assembling and operating the core
IT environment. Such services include installation of hardware and software, maintaining

the communications network and servers.

Value enabling services: are services that are provided to enhance the value of

information assets or identify opportunities provided by IT to better manage information.

Infrastructure services: are those services that are derived directly from the

infrastructure investment, essentially the technology itself.

There is high level of dependency between these categories of IT services. This

dependency is depicted by Fig 1.
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Figure 1. Relationships between the Four IT Service Categories, Business Strategy and Operations
(Peppard, 2003)

Companies are increasingly and critically becoming dependent on IT services to perform
their day to day businesses, and gain competitive advantage. As a result, they spend
larger share of their IT budget on the development and management of IT services. To
further elaborate this fact (Orlove 2005, cited by Marrone and Kolbe 2010) stated that IT

services account for an estimated 70% to 80% of the expenditure of an IT organization.

This critical dependency of organizations on IT services has resulted in an imperative
need for the quality of the IT services provided (Chen and Chou 2010). With this in light,
IT organizations started to look for a typical management system which ensured the
development and provision of quality and customer focused IT services in efficient and
cost effective approach. That interest triggered the emergence and development of
Information Technology Service Management (ITSM) as a distinct discipline. With this

respect ( Pollard and Cater-Steel 2007, cited by Conger et al. 2008) indicated that ITSM

10



has grown out of the increasing complexity of IT and the growing maturity of IT

management.

IT has got various frameworks, standards, and guidelines which are being adapted by
several enterprises in recent years; among these are ITIL, CMMI, COBIT, 1SO 9000,
ISO/IEC 17799, Malcolm Baldrige, Six Sigma and many more (Soomoro and Hesson
2012). Of all these, ITIL, CMMI, COBIT, and ISO 9000 are the four frameworks
currently often mentioned in practitioner press (Cater-Steel et al. 2006). As Cater-Steel
et al. (2006) adopted from Ratcliffe (2004), Fig 2 depicted the relationship between the

four frameworks (COBIT, ITIL, CMMI, and ISO 9000) and the IT functions.
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Figure 2. The relationship of the four frameworks to IT functions (Cater-Steel et al.,
2006)

COBIT

The Control Objectives for Information and related Technology (COBIT) is a set of best
practice for information technology governance created in 1992 by the Information

Systems Audit and Control Association (ISACA), later renamed the IT Governance
11



Institute (ITGI) (Shekipour and Modiri 2012). It is a comprehensive IT governance
framework for management to operate at a higher level; it is not a pure technology
standard for IT management (Cater-Steel 2006). COBIT provides senior management,
auditors, and users with a set of generally accepted objectives to assist them in
developing appropriate IT governance (Cater-Steel et al. 2006). It can be applied to any
organization. It ensures linkage of business and IT plans and track & monitor strategy
implementation, project completion, resource usage, process performance, and service

delivery (Soomoro and Hesson 2012).

CMMI

The Capacity Maturity Model (CMM) was developed by the Software Engineering
Institute (SEI) and describes the principles and practices underlying software
development process maturity (Soomoro and Hesson 2012). A suit of models developed
by SEI includes the software CMM, the system engineering CMM, and the integrated
product development CMM have been merged and extended into CMM integration
(CMMI) (Cater-Steel et al. 2006). CMMI is a collection of best practices specific for

software development (Soomoro and Hesson 2012).

ITIL

The Information Technology Infrastructure Library (ITIL) is a framework of best practice
documents; its main focus is on processes, customers, and cost equation (Soomoro and
Wahba 2011). ITIL is specific to IT service management and it is not prescriptive

(describes what to implement but not how to implement), and it orders the processes in

12



sets (Soomoro and Hesson 2012). To explain the relationship between ITSM and ITIL,
Iden and Eikebrokk (2013) stated that ITSM is the concept and ITIL is the framework IT
functions can apply to adopt ITSM to IT operations. ITIL is the widely implemented
ITSM framework in the world. In a more specific research ITGI (2008) estimated that IT
framework with a largest adoption rate is ITIL 24% followed by COBIT 14% (Marrone

and Kolbe 2010).

1SO 9000

ISO 9000 is sponsored by the International Organization for Standardization (1SO) and
refers to a set of quality management standards that enable an organization to fulfill the
customer’s quality (Cater-Steel et al. 2006). It is generic quality management software
emphasizing on auditing and its main focus is on processes, customers, quality & audits
(Soomoro and Hesson 2012). Its management systems direct and control the organization

with regards to its quality.

2.1.2 Information Technology Service Management (ITSM)

ITSM was defined by many scholars and practitioners in different ways, but almost to
express similar concepts and ideas. For example, Chen and Chou (2010) defined ITSM in
general terms as a discipline for managing IT systems and it was also indicated that its
aim is to contribute to the quality of IT services. Similarly, Cartlidge et al. (2007) defined
ITSM as the management of all people, processes and technology that cooperate to
ensure the quality of live IT services, according to the levels of service agreed with the
customer. Besides, OGC (2007) defined ITSM as “specialized set of organizational

capabilities for providing value to customers in the form of services”, these specialized
13



organizational capabilities include all of the processes, methods, functions, roles, and

activities that a service provider uses to enable it to deliver services to its customers.

Function: is a team or a group of people and the tools they use to carry out one or more

processes or activities (OGC 2007).

Process: a process is a structured set of activities designed to accomplish a specific
objectives. Process takes one or more defined inputs and turns them into defined outputs

(OGC 2007).

Role: is a set of responsibilities, activities and authorities granted to a person or a team. A
role is defined in a process, and it describes what an individual or team actually does/do

(OGC 2007).

Resources: a generic term that includes IT infrastructure, people, money or anything else
that might help to deliver IT service (OGC 2007). Resource represents the tangible assets

of an organization.

Capabilities: Is the ability of an organization, people, process, application, configuration
item or IT service to carry out an activity (OGC 2007). Capability represents the

intangible assets of an organization.
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Capabilities Resources

Al Management Financial capital A9

A2 Organization Infrastructure AB

A3 Processes Applications A7

A4 Knowledge Information A6
People A5 People

Figure 3. Service Provider Capabilities and Resources (OGC 2007)

2.2 The Evolution of ITIL

General recognition of service management needs in the late 1980s in the United
Kingdom (UK) resulted in the definition and rise of ITIL. ITIL is a set of descriptive
guidance documents that was originally developed in the 1980s by the UK Government
agency, Central Computer and Telecommunications Agency (CCTA) which is now the
Office of Government Commerce (OGC), to promote efficient and cost-effective IT
operations within government controlled computing centers (Cater-Steel et al. 2009).
The initial version of ITIL consisted of a library of thirty one associated books covering
all aspects of IT service provision (Lamrini and Sebaaoui 2012, Pollard and Cater-Steel
2009). ITIL framework was developed through research into successful organizations
and interviews with experts (Shang and Lin 2010). It consists of the best practices

verified in practical use (Nenickova 2011).
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The first version of ITIL was called the Government Information Technology
Infrastructure Management (GITIM). The first ITIL books were published after the
CCTA consulted with many industry experts. Each book focused on a particular process
that would aid in delivering high quality IT Services. SEI (2010) stated the need for the
first version of ITIL as it was an attempt to replace the duplication of effort as every IT

organization learned by trial and error how to implement and use IT for meaningful work.

Later on, in 2004 the initial version was then revised and replaced by seven, more closely
connected and consistent books (ITIL V2) consolidated within an overall framework,
viz., Service Support, Service Delivery, and ICT Infrastructure Management, Planning to
Implement Service Management, Application Management, The Business Perspective,
and Security Management. ITIL V2 framework as a whole is depicted by Fig 4. The two
books that received the most attention in ITIL V2 were Service Delivery, and Service
Support, which together encompassed the Service Management part of the framework

(Rudd 2004). This version is known to be primarily process based.

Planning to Implement Service Management
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Security
Management
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Figure 4. ITIL V2 Framework (Rudd 2004)
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Within these books were multiple processes that helped IT organizations deal with daily

activities involved in the delivery, support, and management of IT services.

The core of ITIL version 2, as released in 2004 comprised of five service delivery
processes (service level management, financial management, capacity management, IT
service continuity management, and availability management), five service support
processes (incident management, problem management, change management, release
management and configuration management), and one service support function (service
desk) (OGC 2004). Service support processes apply to the operational level of the
organization whereas the service delivery processes are tactical in nature. This second
version became universally accepted and is now used in many countries by thousands of
organizations as the basis for effective IT service provision (Lamrini and Sebaaoui,

2012).

The ITIL framework further evolved and ITIL version 3 was released in 2007 and it
comprised of five core modules: IT Service Strategy, IT Service Design, IT Service
Transition, IT Service Operations, and IT Continual Service Improvement (OGCa 2007).
The major difference with ITIL V3 is that it moves from major operational view of ITSM
to a more business lifecycle view of ITSM. ITIL V3 was simply referred as ITIL (OGC
2007), and it was lastly updated in 2011. Hence, the subject of this study specifically is

referred to what we call ITIL hereafter.

2.3 ITIL
OGC (2007) defined ITIL as a public framework that describes best practice in IT service

management. Best practices evolve as leading practitioners drive new innovations to
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solve newer and more complex problems. ITIL provides a framework for the governance
of IT, and the management and control of IT services. ITIL is the result of years of
experience and reflection on the problems posed by information technology (Lamrini and

Sebaaoui 2012).

The primary objective of ITIL is to establish the best practices, and improve the standard
of IT service quality that customers demand, and IT service providers supply with target
cost constraints (itSMF 2006, Talla and Valverde 2013). On the other hand, to show its
relation with value creation, Sultana (2013) stated that ITIL describes the organization of
IT resources to deliver business value, and further elaborated that the focus of ITIL today
is the integration of IT into the business, assuring the delivery of business value and the
treatment of services as business assets. In other words, it referred to as IT-business

alignment.

Furthermore, ITIL documents processes, functions, and roles in ITSM. Besides, it
provides a systematic, process based approach for key ITSM processes, and it is
supported by a comprehensive qualification scheme and accredited organizations

(Sultana 2013).

To show the nature and role of ITIL, Talla and Valverde (2013) explicitly stated that ITIL
is not a software or hardware; rather it is a technique to manage the technology and
communication of IT organizations in an optimal way. It is a cohesive best practice
framework, drawn from the public and the private sectors internationally (Sultana 2013).
Being a framework it is completely customizable for application for any type of business

organization. It is intended to be non-prescriptive, expecting that organizations will have
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to engage ITIL processes with their existing process model (itSMF 2006, Talla and
Valverde 2013). Hence, it is to be adopted and then adapted upon by an organization as

per its purposes and needs (Sultana 2013).

Nowadays, IT has become an increasingly strategic part of an organization—and
managing IT is not just about implementing processes and one function. It is about
understanding and meeting business needs through the provisioning of IT services at
every stage of their lifecycle, encompassing everything from strategy to daily operations.
With this new view of IT and ITSM in mind, ITIL V3 is structured according to the

stages of the service lifecycle and the business outcomes they support (OGC 2007).

Besides, ITIL has a number of distinctive features. From among many, the following

five concepts are considered as its pillars (Sultana 2013).

» The service life cycle. » Quality of service.

» Customer care. > Communication

> The process concept.

2.3.1 The Service Lifecycle

ITIL follows a lifecycle approach to IT service management. In other words, ITIL
describes the management of IT in the context of the lifecycle of the services from
inception to retirement (Sultana 2013). While explaining the benefits of this approach to
service management, OGC (2007) stated that lifecycle approach gives an improved,

holistic structure with which to describe all the functions, processes, roles and
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responsibilities that constitute ITSM best practice. Each process has a home in the

lifecycle where it is most active.

ITIL is based on the idea that delivering IT services is of strategic value to the business
and strategic goal to the IT organization (OGC 2007).This statement indicates that
service strategy is the basis around which the service lifecycle revolves (Service Design,
Service Transition, Service Operation, Continual Service Improvement) as depicted in

Fig 5.
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Figure 5. ITIL Service Lifecycle (OGCd 2007)
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2.3.2 Customer Care

Organizations depend on their customers. They should understand and do hard to meet
and exceed their customers need and expectations. This concept is paramount for
managing IT services. It involves making the customer's needs the primary concern of the
IT service provider (Himi et al. 2011). It should not focus on new technologies or power
infrastructure. The important thing is to meet the functional needs of the customer with
the most accurate and optimal solution. Considering the business needs of the customer
and placing them at the heart of the IT service management solution, should be the
rationale of computing entities. It is then essential to fully assess the customers’ needs,
which means listening to their requirements and establishing a relationship that supports

the customer in the expression and monitoring of these needs.

2.3.3 The Process Concept

The process concept has demonstrated its robustness in quality within the industry. ITIL
has adopted this approach to structure the philosophy of its practice as multiple
interacting processes (Himi et al. 2011). The process concept answers questions about the
sequence of activities while undergoing inspections and performance indicators to
measure program output for which the process was designed (OGC 2004). The process
owner is responsible for the design of process and ensures that the process meets the need
defined. The process manager is responsible for implementation of the process, as it has

been defined by the process owner.
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2.3.4 Quality of Service

This concept is the rationale for good practice. Quality of service can be defined as being
the opportunity to respond to the customer needs exactly as required (Himi et al. 2011)
The customers’ belief in their suppliers is based on their appreciation of their needs,
delivered within the time expected, while respecting the defined specifications. In this
respect, ITIL is seeking to improve services perpetually in a manner based on the
philosophy of the Deming Wheel: Plan, Do, Check, Act (Himi et al. 2011). Regarding
quality, Sultana (2013) stated that ITIL is the cornerstone of quality ITSM and a

necessity for quality assurance.

2.3.5 Communication

One of the contributions of ITIL is good communication. It harmonizes the language
between customers and suppliers (Himi et al. 2011). This language removes any
ambiguity when providers talk about service level agreements (SLA), incident, problem,
change, etc. Good communication is an important component of quality of service.
Business managers must understand the issues of IT, their constraints and their
commitments. The communication also facilitates the negotiation of budgets, as projects

arise directly from business requirements (Himi et al. 2011).

2.4 The ITIL Library

The ITIL library has the following components (OGCa 2007, p-23):

1. The ITIL Core: Best practice guidance applicable to all types of organizations

who provide service to businesses. It provides five publications:-
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» Service Operation
» Service Strategy

> Continual Service

» Service Design
Improvement

> Service Transition

2. The ITIL Complementary Guidance: a complementary set of publications with
guidance specific to industry sectors, organization types, technology architectures,

and operating models.

The ITIL service lifecycle comprised of five modules. These are: - Service Strategy,
Service Design, Service Transition, service Operation, and Continual Service
Improvement (OGCa 2007). A key principle within ITIL and across the service lifecycle
stages are alignment of IT with the business (es) it supports. That means, all service
solutions and delivery should be driven by business needs and requirements, while
reflecting the strategies and policies of the service provider organization, as indicated in

Figure 6.
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Figure 6. Key links, inputs & outputs of the service lifecycle stages (Cartlidge et al.
2007).

The above figure shows links and input-output relationships among the service lifecycle
modules shown in Figure 5 and the service knowledge management system. The high
level input-output of the modules is that: Service strategy module takes
business/customer requirements and continual service improvement requests as an input
and defines and delivers service level packages as output to the service design module.
Through this process, service strategy module considers factors such as strategies,

policies, procedures, and resources and constraints. The service design module in its part
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takes service level packages as input and works to deliver service design package as an
output. In this process the module considers solution design, architectures, standards, and
service design improvement requests from continual service improvement module.
Similarly, the service transition and service operation modules create links and perform
similar input-output relationship by considering relevant factors. The continual service
improvement module interacts with all modules and provides improvement proposals
accordingly. The improvement proposals could be on strategic, design, transition and/or

operational issues

2.4.1 1T Service Strategy

Service Strategy provides guidance on how to design, develop and implement a good
management of services, making it a strategic asset and not only just an organizational
capacity (Lyra and Dugue 2012). This means, Service Strategy guidance is useful in the
context of Service Design, Service Transition, Service Operation, and Continual Service
Improvement (OGCa 2007). Service Strategy defines a unique approach for delivering
value. A sound service strategy is essential in the creation of high quality IT services
(Sultana 2013). It provides a base upon which to build a successful service management

function and ensures that best value is delivered to business customers (Sultana 2013).

2.4.2 IT Service Design

The main purpose of the service Design (SD) stage of the lifecycle is the design of
services and service management processes for introduction into live environment (OGCb

2007). The scope of service design is not limited to new services. It includes the changes
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and improvements necessary to increase or maintain value to customers over the lifecycle
of services, the continuity of services, achievement of service levels and conformance to
standards and regulations, and it guides organizations on how to develop design
capabilities for service management (OGCb 2007). Service design stage of the lifecycle
starts with new or changed business requirements and ends with the development of a

service solution designed to meet the documented needs of the business.

2.4.3 1T Service Transition

Service transition provides guidance for the development and improvement of
capabilities for transitioning new and changed services into operations. It's a set of
guidance on how the requirements of service strategy encoded in service design are
effectively realized in service operations while controlling the risks of failure and
disruption. It provides guidance on managing the complexity related to changes to
services and service management processes, preventing undesired consequences while

allowing for innovation (OGCc 2007).

2.4.4 1T Service Operation

Service operation includes guidance on achieving effectiveness and efficiency in the
delivery and support of services so as to ensure value for the customer and the service
provider. Guidance is provided on how to maintain stability in service operations,
allowing for changes in design, scale, scope and service levels. Organizations are
provided with detailed process guidelines, methods and tools for use in two major control
perspectives: corrective or reactive, and preventive or proactive modes (OGCd 2007).
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2.4.5 Continual Service Improvement

Continual Service Improvement (CSI) is an integral component of the ITIL service
lifecycle. It is intended to measure and improve processes and services. IT organizations
have been making service improvements for many years, but they have often been in a
reactive mode and in many cases, the improvement effort has used cost reduction (rather
than improving service value) as the driver for the initiative (Probst and Case 2013).
Continual Service Improvement is a formal proactive practice that addresses
improvement opportunities for IT services, service management processes and the service
lifecycle (OGCe 2007). Probst and Case (2013) further explained that the proactive
nature of CSI as anticipating service-related issues and addressing them before they

become an issue for the customer.

Additionally, Continual Service Improvement can identify areas for increased service or
process efficiency and effectiveness, which increase the value to the customer and/or
reduce the cost of delivering the service. It combines principles, practices and methods
from quality management, change management and capability improvement.
Organizations learn to realize incremental and large-scale improvements in service
quality, operational efficiency and business continuity (OGCe 2007). CSI should be a

permanent goal for any organization that wishes to stay in business.

The integration of the five service lifecycle stages of ITIL is shown on Appendix-D, and

the Summary of ITIL Services and their corresponding processes is presented on Table 1.
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Table

Table 1: ITIL Services and their corresponding processes (Mohamed et al. 2014).

ITIL Services Service Processes

IT service management

Service Portfolio Management
Financial management for IT services
Demand Management

Business relationship management

Service Strategy

Design coordination (Introduced m ITIL 2011 Edition)
Service Catalogue

Service level Management

Availability Management

Capacity Management

Information Security Management System

Supplier Management

Service Design

= e R L N S

Transition planning and support

Change management

Service asset and configuration management
Release and deployment management
Service validation and testing

Change evaluation

Knowledge management

bl

Service Transition

S o e

Event management
Incident management
Request fulfillment
Problem management
Identity management

bl

Service Operation

Continual Service Imrovement

2.5 Benefits of ITIL

The justification for implementing ITIL framework for managing IT services is normally
based on the benefits it generates to the organization. A good implementation can reduce
the occurrence of IT failures, improve service levels and customer satisfaction, and
reduce both fixed and variable costs. It allows IT service to gain credibility, improve

performance, reduce cost and maximize efficiency in the company by a more productive
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use of information system (OGC 2007). Similarly, Marrone and Kolbe (2010), by

reviewing conference papers and peer reviewed articles, identified the following benefits

of ITIL:
Table 2: Summary of benefits of ITIL (Marrone and Kolbe 2010)
Improvement of... Hochsteinetal,  Potgieteretal,  Kieflingetal,  Cater-Steeletal,  Cervone, 2008
2005 2005 2009 2006
Service Quality X X X X X
Standardization of Service X X X
Customer Satisfaction X X X
Return on Investment X X X
Reduction of Downtime X X
Best Practice X
Financial Contribution Control X
Call Fix Rate X
Morale of IT X

Table 2 revealed that from among the listed benefits of ITIL, improving service quality
was taken as a major benefit in all of the reviewed researches. Besides, standardization of
services, customer satisfaction, and return on investment were considered as second

important benefits in most of the reviewed researches.

2.6 ITIL Implementation

Despite the existence of researches dealing about ITIL implementation, none of them
have defined the term implementation explicitly. Hence, to have a clear understanding of
the barriers and critical success factors to successful implementation of ITIL it is
important to have the definition of implementation. Hence, for the purpose of this study,

the definition of implementation given by Fixsen et al. (2005) was used.
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“Implementation is defined as a specified set of activities designed to put into practice an

activity or program of known dimensions.”

Goggin, 1986, cited by Fixsen et al. 2005 stated that the purposes and outcomes of

implementation might be categorized as:

1. Paper Implementation- putting into place new policies and procedures.

2. Process Implementation- putting new operating procedures in place.

3. Performance implementation- putting procedures and processes in place in such a
way that the identified functional components of change are used with good

effect.

In more contextual terms, Iden and Eikebrook (2013) defined ITIL implementation as the
process of adapting to ITSM principles and or introducing the best practice

recommendations prescribed by ITIL.

Measuring Success of ITIL Implementation

ITIL success is ill-defined and highly subjective concept. With regards to this, Iden and
Eikebrokk (2013) stated that as there is no single tangible output from an ITIL
implementation project whose value can be measured in isolation; and there is no
established evaluation standard, ITIL success is difficult to measure. However, Iden and
Eikebrokk (2013) proposed two types of independent variables which can be used as a

measure for ITIL Implementation success:-
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1. Actual implementation Status of the whole ITIL processes. This can be
implemented using a five-point ordinal scale: not started (1), early (2), halfway

(3), advanced (4), and completed (5)

2. Perceived benefits from a stakeholders perspectives:- ( “improved service

9 13 bh) 13

quality”, “improved customer satisfaction”, “improved response and resolution

2 13

time”, “reduced downtime,” “standardized processes,” improved processes,”

99 6y 99 Cey

“reduced IT costs,” “improved IT resource utilization,” “improved business/IT

alignment,” and “improved IT governance.”). (5).

2.7 Barriers to ITIL Implementation

There is broad agreement that implementation is a very complex endeavor more complex
than the policies, programs, procedures, techniques, or technologies that are the subject of
the implementation efforts (Fixsen et al 2005). Every aspect of implementation is fraught
with difficulty, from system transformation to changing service provider behavior and
restructuring organizational contexts (Fixsen et al. 2005). Besides, a number of ITIL
researches have confirmed that the implementation of ITIL is very difficult (EMA 2006,

Sultana 2013, Mohamed et al 2014, Pereira 2010).

Implementation of ITIL means changing the way IT organization does business. Hence,
Implementing ITIL is not a quick fix nor will it be easy to implement (Sultana 2013).
Mohamed et al. (2014) added that ITIL adoption or changing the ITIL framework into
the context of an organization is a very complex activity as it calls for the thorough
reengineering of ITSM processes, involving many staff and systems. Implementation of

ITIL requires a challenging balance between pragmatism and theory and a detailed
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understanding of both the business and ITIL (EMA 2006). Similarly, Pereira (2010)
stated that because ITIL doesn’t describe how to implement the framework, ITIL
implementations are usually long, expensive and risky. Information Services Group (ISG)
analyses suggest that ITIL initiatives often fail to meet expectations largely because of
the way they are designed and implemented, and how their impact is measured (ISG
2009). If it is not appropriately planned and budgeted then it will fail through lack of

resources and will be very difficult to revive (Mohamed et al. 2014).

From the above discussions it is revealed that the implementation process of ITIL is
somehow difficult and complex and requires consideration of a number of factors such as
restructuring, cost, risk, resources, design, etc. in order for the implementation to be

successful.

In existing researches on ITIL implementation barriers, lack of top management
commitment and support (Chen and Chou 2010, Marrone and Kolbe 2010, Cater-Steel and Tan
2005, Fujitsu 2007, Sharif et al. 2008, Mohamed et al. 2014), lack of IT staffs ITIL expertise (
Chen and Chou 2010, Marrone and Kolbe 2010, Fujitsu 2007, Mohamed et al. 2014, Cater-Steel

et al. 2009), lack of resource (Chen and Chou 2010, Marrone and Kolbe 2010, Fujitsu 2007,
Mohamed et al. 2014, Cater-Steel et al. 2009), failing to maintain momentum (Marrone and
Kolbe 2010, Sharif et al. 2008), difficulty in gaining support from technical staff (Cater-
Steel and Tan 2005, Pollard and Cater-Steel 2009), and difficulty in measuring return on
investment (Cater-Steel and Tan 2005, Pollard and Cater-Steel 2009) were found more
common to two or more researches. However, other researchers ( TechRepublic 2005,

Pereira 2010, Shang and Lin 2010 ) also reported a lot of barriers that are typical to a
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specific study. The summary of barriers extracted from literature review is shown on

Table 3.

Table 3: Theoretical Pattern for ITIL Implementation Barriers

Barrier

References

Lack of management commitment/support

[51,[1].[17].[162],[10].[100]

Lack of resources

[51,[1].[15],[17],[100],[10]

Lack of IT staff's ITIL knowledge and expertise

[5].[1].[15].[17].[100]

Lack of communication and cooperation

[7], [10], [22], [3]

Difficulty in measuring ROI, and the contribution to continual service improvement

[10],[22], [135]

Resistance to change

[10], [100],[135]

Lack of awareness [71, [11, [3]
Failing to maintain momentum [1][162]
Not engaging the right people [22], [15]
Conducting the ITIL project in a business as usual approach [15]
Crucial change management issues arising from the reorganization of the IT

function [15]
Unable to satisfy customers need in time [3]
Time lag between investment on ITIL project and performance outcome [3]
Conflicts between needs for quality improvement and cost consideration [3]

Not creating work instructions [162]
Not assigning process owners [162]
Being too ambitious [162]
Rigid organizational structure [162]
Anonymity of process managers [100]
Uncertainty about which process to implement first [100]
Lack of commitment [7]
Difficulty of process governance [17]
Spending too much time on complicated process diagrams [162]
Fear of ITIL [100]
Not creating work instructions [162]
Misalignment between processes [5]
Difficulty of process governance [17]
Inappropriate management tool [5]

Key: [5]- Chen and Chou (2010), [1]- Marrone and Kolbe (2010), [10]- Cater-Steel and Tan (2005), [17]-

Fujitsu (2007), [162]- Sharif et al. (2008), [100]-Mohamed et al. (2014), [15]- Cater-Steel et al. (2009),
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[22]- Pollard and Cater-Steel (2009), [7]- TechRepublic (2005), [135]- Pereira (2010), [3]- Shang and Lin

(2010)

2.8 Critical success factors to the Implementation of ITIL
The concept of Critical Success Factors (CSF) was first introduced by D. Ronald of
McKinsey & Company in 1961 (Daniel 1961), and later refined and made popular by

Jack F. Rockart in 1986. According to Rockart (1979), Critical Success Factors are:

“...limited number of areas in which results, if they are satisfactory, will ensure
successful...performance of the organizations. They are the few key areas where
things must go right for the organization to flourish. If results in these areas are

not adequate, the organization’s efforts...will be less than desired.”

In the context of this study, critical success factors are factors which are critical or decisive
for successful implementation of ITIL in such a way that each CSF is used to solve or
minimize a given category of barriers, and /or help to create additional opportunities for
success. The fulfillment of these factors is crucial not only for successful implementation
of ITIL into practice, but also for its effective and efficient maintenance in case of ICT
services delivery (Nenickova 2011). These critical success factors are key aspects that
must be achieved in order for the business to succeed, and, if not well performed, will
make the achievement of the missions and goals unlikely within a business or project

(Cater-Steel et al. 2009, Rockart 1979).

Iden and Eikebrook (2013) carried out a research entitled “Implementing IT Service

Management: A Systematic Literature Review” reviewing 13 research articles on ITIL
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implementation critical success factors. The result revealed that top management support,
project champion, staff expertise, broad involvement, ongoing information, ITSM aligned
culture, willingness to change, external consultant, ITSM software, and firm size were
found prevalent. Though researches in the area of ITIL are very limited, in the existing
researches critical success factor has been mentioned most frequently (Iden & Eikebrokk

2013). The summary of CSFs extracted from the review of literature is presented on

Table 4.
Table 4: Theoretical Pattern of ITIL Implementation CSFs
Critical Success Factors References from Literature
Project management and governance [83],[22],[145],[10],[3].[15],[146],[148]
Top management support and commitment [83],[22],[145],[10],[146],[15],[144]

Training and competencies of involved stake holders in

ITIL project [83],[22],[11],[3],[146],[144],[147]

ITIL process implementation and applied technology [83], [22], [145],[146],[15],[148]

Organizational Change Management [83],[22],[145],[10],[3].[16]
Communication and Cooperation [83].[22],[3],[146],[15],[144]
Monitoring and Evaluation [83].[22]

Key: : [10]- Cater-Steel and Tan (2005), [15]- Cater-Steel et al. (2009), [22]- Pollard and Cater-
Steel (2009), [3]- Shang and Lin (2010), [11]-Addy (2007), [14]-Lamrihini and Sebaaoui
(2012), [16]-Winter (2012), [146]-lden and Langeland (2010), [145]-Pederson et al. (2010),
[144]- Cater-Steel (2006), [147]-Kabachinski (2010], [148]-Marquis (2006) , [83]- Mehravani, S.

, Hajiheydari, N. (2011)
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Project Management and Governance

Combining the ITIL framework and the project management framework allows executing
the ITIL implementation project with a higher level of quality. Rice (2000-2008), while

explaining the relationship between ITIL and project management stated that:

The ITIL framework, a lifecycle approach that addresses the way an IT
organization operates, is first and foremost business driven and answers the
question “Are we doing the right things?” While the project management
framework addresses the implementation of projects, requiring that companies

ask “Are we doing things the right way?”

According to Rice (2000-2008) project management is organized into nine key
knowledge areas: project integration, scope, time, cost, quality, human resource,
communications, and procurement management. ITIL framework and project
management framework support each other in a way that propels services and operations
to a greater level of proficiency. Thus, project management and governance is crucial for

successful ITIL implementation.

Top Management Support

Top management support or commitment is the degree of interest for process
improvement and the degree to which the resources make available for ITIL
implementation. Top management support is the most frequently cited critical success
factor in the available ITIL implementation literature (Kush 2013, Lamrini and Sebaaoui
2012, Shang and Lin 2010, TechRepublic 2005, Talla and Valverde 2013, Winter 2012).

These researchers used different key words to define the “Top Management support*
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term , for instance, higher management commitment, executive support, top down
commitment etc. However, all of the researchers tried to share their findings about the
role of senior management commitment and its importance for successful implementation

of ITIL.

ITIL project must receive approval and support from top management before it can be
implemented (Mehravani and Hajiheydari 2011). Without senior management support
progress cannot be granted. The criticality of top management support has been justified
by different researchers mentioning some basic issues: guarantees funding needed for
hardware, software, consultancy and training (Winter 2012), triggers communication
between stakeholders (Lamrini and Sebaaoui 2012), and endorses policy and enforces
compliance to following newly implemented standard processes (Lamrini and Sebaaoui
2012). Lack of senior management support and engagement by the project team could
create a “them and us” atmosphere in which resistance to new service processes built up
(Mehravani and Hajiheydari 2011).

Training and Competencies of Involved Stakeholders in ITIL project

All employees which are involved in ITIL implementation require general training in
core topics appropriate for personnel to be able to talk and work together with various
ITIL processes (Nenickova 2011). Training allows users to interact with ITIL, allows the
sharing of common problems, increases communication & cooperation in ITIL, help
users understand how using ITIL framework could impact their jobs (Mehravani and
Hajiheydari 2011) and reduces employees resistance to change (Pollard and Cater-Steel

2009).
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ITIL Process Implementation and applied Technology

ITIL process implementation and applied technology is also among the most frequently
cited critical success factors of ITIL implementation. It is critical in that it provides
proper applications of implementation strategy (Addy, 2007), ensures a step-by-step close
eye analysis of the implementation process of ITIL (Cater-Steel and Tan 2005), helps
determine process priority, and allows to choose appropriate tools for easier
configuration, integration, and automation of processes (EMA 2006), and to increase
perceived usefulness (Lamrini and Sebaaoui 2012). With regards to this, Nenickova

(2011) stated that:

ITIL is an externally developed best practice; it could be moderate to good
practices according to actual conditions in a company. There is always a gap
existing requiring more intensive use of tools to adopt the frameworks. The best

practices should be integrated through the internal tools and techniques.

Organizational Change Management

Adoption of any IT service management or IT governance framework like ITIL is a
challenge in itself. It is not just about technology change, it is about the whole
organizational change acceptance. Understanding the context of change would be
instrumental in showing whole stakeholders how their interests aligned with the interest
of ITIL (Cater-Steel 2006). Specifically, change management is critical in situations with
big bang (revolutionary) approaches (Shang and Lin 2010). Besides, Shekipour and
Modiri (2012) strongly emphasized that the implementation of ITIL will not be effective

before handling the cultural aspects.
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With regards to this, Ahmad and Shamsudin (2013) stated “when well-executed, ITIL
can shift an IT organizations culture and focus from technology to business strategy...
but culture change is probably the hardest type of change to manage, and ITIL’s process

are only as effective as the degree to which your staff adopt them”.

Communication and Cooperation

Communication must be present at the core of any change. Iden and Langeland (2010)
explicitly stated that organizational restructuring and development of new roles and
processes in the organization, as ITIL implementation, must be accompanied by
appropriate communication that provides justification for change, establishing a context
and involving people. According to (Mehravani and Hajiheydari 2011) an open and
honest information policy communicated to the users can satisfy their need for
information and highly reduces the chance of ITIL implementation failure.
Communication increases cooperation, communication as the main activity to realize
ITIL adoption expectations and to decrease its implementation problems is considered by
organizations. Effective coordination and cooperation of stakeholders is critical to the
success of ITIL implementation (Mehravani and Hajiheydari 2011).

Monitoring and Evaluation

Monitoring and evaluation is the core aspect of continuous service improvement, which
is one component of the ITIL framework. Through monitoring and feedback from the IT
staff, the performance of implementing ITIL framework can be reviewed and evaluated
to see whether it is achieving business goals and objectives ultimately (Mehravani and
Hajiheydari 2011). During ITIL implementation there is recognizable change from
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technology focus to customer centric metrics that need to be recorded and reported

(Pollard and Cater-Steel 2009).

2.9 Review of Research Methods and Techniques

To explore the influencing factors to the implementation of ITIL in ET it was found
necessary to review the methods and techniques used by previous researchers to study the
same issue. Thus, Iden and Ekiebrook (2013) on their systematic literature review of
researches about ITIL implementation issues they have identified 37 relevant researches
(21 Journal articles and 16 conference articles) which had been published between
January 2000 and August 2012. The study revealed that most of the studies were from
Australia, North America, and other European countries. No research from Africa was
reported on their study. The research contributions on this study were grouped into two

broad categories: conceptual and empirical.

Of the 37 articles revised by Iden and Ekiebrook (2013) 29 of them were empirical
studies. From among the 29 empirical researches 17 of them were conducted through
case studies, followed by surveys accounting for 8 studies. From this statistical evidence
about research designs applied on ITIL implementation researches, it is clear that case

study is the most extensively applied research design.

When we look into the techniques or procedures used to determine critical success factors
there is no one best way, and they differ among industries and for individual enterprises
within a particular industry (Olszak and Ziemba 2012). As a result, many researchers
used different techniques to identify critical success factors to the implementation of ITIL

and other IT frameworks. To mention some, qualitative Meta synthesis- a technique
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which takes multiple qualitative researches on the same topic and combine and synthesize
to reveal the best evidence that could be taken as CSF (Mehravani and Hajiheydari 2011).
The other technique used was Likert scale for judging the importance of influencing
factors to determine the CSF(Cater-Steel and Tan 2005, Cater-Steel et al. 2009). Delphi
method- formalized method of communication between researchers and a panel of
experts, where data collection is anonymous and is conducted in several rounds, was also
another method to identify CSF (Iden and Langeland 2010), analytic Hierarchy Process
had also been used to identify CSFs based on the nature of the identified barriers (Norita
and Shamsudin 2013). Moreover , Olszak and Ziemba (2012) had applied inductive
reasoning technique to determine CSFs. This later technique was considered appropriate
for the identification of CSF in an exploratory qualitative research with inductive

approach.

Inductive Reasoning

Reasoning refers to the process of drawing conclusion or inference from information, and
always requires going beyond the information that is given (Bruner 1973). Inductive
reasoning is a method of reasoning from particular to the general. It involves extending
knowledge from known instances to novel instances and is a central component of human
learning and reasoning, and is therefore thought to be critical to people’s encounter (Heit
and Hayes 2011). Many believe that inductive reasoning is the most important
component of human thought because “inductive reasoning is the only process ... by
which new knowledge comes into the world” (Fisher 1951, cited by Heit and Hayes

2011).
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Chapter Three: Research Methodology
According to Saunders et al. (2009), research methodology is a comprehensive concept
that encompasses research philosophy, research approaches, research strategies, choices,
time horizons, and data collection and analysis techniques and procedures, totally

represented by a “research onion” as shown on Figure 7.

Philosophies

Experiment

Approaches

Cross-sectional
Strategies

Data
collection
and data
analysis

Choices

Lengitudinal

Time

Multi-method horizons

Archival research
Techniques and
procedures

Figure 7. The research ‘Onion’ (Saunders et al. 2009)

3.1 Research Philosophy
This overarching term relates to the development of knowledge and the nature of that
knowledge. The research philosophy we adopt contains important assumptions about the

way in which we view the world (Saunders et al. 2009), and they are broadly framed in
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terms of choice between either the positivism or the interpretive (phenomenological)

research philosophy (Saunders et al. 2009).

1. Positivism- uses quantitative and experimental methods to test hypothetical

deductive generalizations.

2. Phenomenological (Interpretive)-uses qualitative and naturalistic approaches to
inductively and holistically understand human experience in context specific

settings.

Thus, for the purpose of this study the researcher implemented phenomenological
philosophical thinking as it was suitable to have a holistic understanding of the
experience of people participated in the ITIL implementation process of ET from its
natural setting. This helped the researcher explore what barriers and critical success
factors they faced in their ITIL implementation, and address the research questions, and

ultimately achieves the research aim.

3.2 Research Approach

Broadly there are two types of research approaches, namely inductive approach and
deductive approach as shown on Figure 7. In the inductive approach the researcher
collects data and develops theory as a result of the data analysis. On the other hand, in the
deductive approach the researcher develops a theory or hypothesis (hypotheses), and
designs a research strategy to test the hypothesis (hypotheses) (Saunders et al. 2009).
Induction approach gives less concern to the need for statistical generalization to

population. Besides, this approach gives a chance to gain:
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» Understanding of the meanings humans attach to events.

» Understanding of the research context through collecting and analysis of

qualitative data.

Because the purpose of the study was to explore the experience and perception of
individuals involved in the implementation process of ITIL in ET with regards to barriers
and critical success factors, the research approach used in this study was inductive

approach.

3.3 Research Design

As mentioned in section 1.3, the main purpose of this study was to empirically identify or
explore the barriers and critical success factors to the implementation of ITIL in ET.
Every type of empirical research has an implicit, if not explicit research design.
According to Yin (2003), Research design is “the logical sequence that connects the
empirical data to the study’s initial research questions and, ultimately, to its conclusions,
and its main purpose is to avoid the situation in which the evidence doesn’t address the

initial research questions. ”

Our choice of research strategy is guided by our research question(s) and objectives, and
the control an investigator has over actual behavioral events Yin (2003). Thus, in this
study, since the phenomenon being evaluated is a contemporary practice & less
researched, and has no clear & single set of outcomes, an exploratory case study strategy
was applied to explore ITIL implementation influencing factors in an empirical form Yin

(2003). Case study is defined by Yin (1994) as an “empirical inquiry that investigates a
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contemporary phenomenon within a real-life context: when the boundaries between
phenomenon and context are not clearly evident, and in which multiple sources of

evidence are used.”

Case study is a valuable method of research with distinctive characteristics that make it
ideal for exploratory study. Tellis (1997) considers it as a triangulated research strategy
which could be used for a single or multi-case. Moreover, it is most often used in
exploratory research (Saunders et al. 2009). All the above mentioned capabilities of case

study make it very useful to meet the objective of this study.

Thus, the case study, like other research strategies, is a way of investigating an empirical
topic by following a set of predefined procedures (Yin 2003). As a result, the case study

research procedures were discussed as follows.

3.3.1 Case Study Designs
A case study is a different research strategy that has its own research designs. A case

study research design, which can be seen as a “blue print” for the research project, that
should address the research questions, relevant propositions/ hypotheses, if any, the unit
(s) of analysis, the logic linking the data to propositions, and the criteria for interpreting
the findings was implemented to the investigation of ITIL implementation barriers and

CSFsin ET (Yin 2003).

As it can be observed in the first chapter of this paper, the research questions were
framed with a “what” questions and the writer found it important to restate them

hereupon:
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1. What are the barriers to implementation of ITIL in ET?

2. What are the Critical success factors to the implementation of ITIL in ET?

Although the “what” study questions are framed in a straightforward manner, they are
broad, that means they may not provide enough guidance on which data need to be
collected (Yin 2003). Thus, to move in the right direction case studies need to state some
propositions (Yin 2003). However, since this study is exploratory, the purpose of the

study was stated instead of the proposition as follows (Yin 2003):

The purpose of this study was to explore barriers and CSFs to the implementation of ITIL

in ET.

On the other hand, it was important to define the unit of analysis (and therefore of the
case) in relation to the way the initial research questions had been defined. The unit of
analysis defines what the case is- e.g. an event, a process, an individual, a group or an
organization (Yin 2003). Therefore, based on the research questions of the study, ITIL
implementation process in Telecom companies is defined in this study as the unit of
analysis. Since there is only one Telecom Company in Ethiopia, an exploratory, single
case with a holistic unit (single unit of analysis) case study design was employed, and the

case company was ET.

According to Stake (1995), a single case study is a case study that only aims at acquiring
better understanding of the particular case of interest. The reason for the choice of a
single case study was not because it is representative of others; rather it was because of

its uniqueness. Hence, the justification to consider ET as unique case lies in that:-
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1. Itis the sole telecom company of the country.

2. It provides Telecom services (subset of IT services) which are not provided by

other companies to internal and external customers.

3. Itis a company with more sophisticated IT infrastructure to be managed.

Besides, conducting the study on this company is revelatory in that:-

1. Access to available data.

2. Preliminary evidence that the case has had the experience or situation that the

writer is seeking to study.

3. Willingness of knowledgeable individuals to participate on the study.

3.3.1.1 Data Sources

For the purpose of this study both primary and secondary data were collected. Main
sources  for  secondary data were the company intranet  portal
(http://intranet.ethiotelecom.et), and ITIL project documents. The secondary data
retrieved from the intranet portal and from ITIL project documents were mainly used for
the description of the case company. The main sources for primary data were individuals
who have been active participants in the ITIL implementation process of the case
company (ITIL implementation project team members, ITIL process owners, and ITIL
process operators). Besides, data collected through direct observation of the researcher

was also considered to strengthen the argument.
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The selection of interviewees was purposive. Because, to collect relevant data that could
help achieve the objective of the study, involving knowledgeable individuals on the
subject of the study was crucial. Although the management’s feedback as a sponsor of the
ITIL implementation project was crucial, because of their tight working schedule, it was

not possible to conduct interview with top management body.

3.3.1.2 Data Collection Techniques

Primary data were collected through semi-structured interview and direct observation.
According to Yin (2003) interviews are guided conversations that are usually one of the
most important sources of evidence, and it is categorized as structured, semi-structured,
and unstructured. Direct observation refers to the situation where the observer watches or

listens to the events directly Yin (2003).

The rationale for choosing semi-structured interview was that it is flexible and allow the
researcher understand the perspective of the interviewees, it gives the researcher the
chance to refocus the questions, or prompt for more information, if something interesting
or novel emerges. Besides, it overcomes the drawbacks of structured interview and
unstructured interview. The drawback of unstructured interview is data overload which
could be difficult for analysis. On the other hand the problem with structured interview is

that the research is most likely biased towards the researcher’s experience and perception.

Similarly, direct observation is considered useful for the following advantages Paton

(2002):
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» Enables the observers understands and capture the setting within which people

interact.

» Enables the observer see and understand things that people in the location pay no

attention.

» Enables the observer get things that people will be reluctant to talk about in an

interview.

» Has the advantage of getting the information from natural or unplanned events

Thomas (2003).

In collecting empirical data through semi structured interview, interviewees were
informed about the purpose of the research and about the interview questions beforehand.
This helped them to get prepared for the interview. After conducting one interview and
taking notes, the process of writing complete transcript from the note was done on the
same date. This helped the researcher memorize main points of the interview, and
minimize loss of information. Then, before conducting the next interview the analysis of
the previous interview transcript had to be completed. This had given the researcher a
chance to stop the interview when the data became redundant or saturated. Following
this procedure five face-to-face interviews were conducted: with one project manager,

two process owners, and two ITIL process operators.

With the presupposition that communication with one’s first language is simple and
useful for an in-depth discussion, the interview was conducted in Ambharic. Thus, after

taking short notes form the interview in Amharic, the transcript was written in English.
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Because interviewees were not willing to be audio recorded, and not advisable to do so as
it might discomfort the interviewees (Yin 2003), no recording device was used. During
the interview short notes were taken carefully so as not to miss important points. During
transcript writing points which were found incomplete or ambiguous were further
elaborated by the interviewee through telephone discussion. Besides, data collected by
direct observation of the researcher in the form of field notes were also organized and

transcribed on the same date as the observation.

3.4 Data Analysis and Interpretation

According to Yin (1994), data analysis consists of examining, categorizing, tabulating, or
otherwise recombining the evidence to address the initial propositions of a study. The
first aim of case study data analysis is to find any observed pattern, which is non-random

but describable.

Yin (1998) identified three dominant modes of analysis for case study: pattern matching,
explanation building, and time series analysis. Among these modes, pattern matching
developed by Trochin (1989) is the most desirable mode for analyzing case study data
(Yin 1998). This is because it allows the researcher to match the observed patterns with

their theoretical patterns, and to provide explanation of the results (Trochin 1989).

According to Trochim (1989) a pattern is “any arrangement of objects or entities. The
term arrangement is used here to indicate that a pattern is by definition nonrandom and at

least potentially describable”.
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This study used pattern matching as mode of data analysis. Pattern matching mode
involved two steps. The first step is pattern identification or finding the observed pattern
based on the research questions. The second step was matching the observed patterns

with their theoretical patterns.

3.5 Quality of the Research Design

Regarding the quality of a case study design, Yin (2003) has organized four widely used
tests. The four tests are: Construct validity, internal validity, external validity, and
reliability. For the purpose of this study, since the study is single and exploratory case
study, from among the four case study design tests mentioned by Yin (2003) the writer

found two of them applicable. These are construct validity and reliability.

1. Construct validity- establishing correct operational measures for the concepts

being studied.

2. Reliability- demonstrating that the operations of the study- such as the data

collection procedures can be repeated, with the same results.

With regards to construct validity, data triangulation was done by collecting data from
different sources. They are from project management, from process owners, and from
process operators. To determine the observed patterns for barriers and CSFs data from the
different sources were triangulated and reached at a final result as shown in Appendix |
and Appendix J. The reason for taking the data from those working at different levels
was to have an in-depth understanding of the issue under discussion. Besides, the draft

case study report was revised by four of the interviewees: PM, one of the process owners,
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and two of the process operators. But it was not possible to include one of the process
owners due to tight work schedule. Those who reviewed the draft report have confirmed

that there is no misunderstanding or misinterpretation of their ideas.

On the other hand, to check the reliability of this study, interview guide and a flat case
study database were developed. The purpose of the interview guide was to conduct the
interview in a uniform manner for all the interviewees, and not to miss interview question
during the interview session. The Microsoft Word database was used to compile
interview transcripts of all interviews, and transcripts from the direct observation of the
researcher. The database was taken as an organized source of data during pattern

identification in the data analysis stage of the study.
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Chapter Four: Result
In this chapter, the results of the empirical data collected through semi-structured
interview, direct observation, and analysis of company documents were presented. The
first part presented the background of the case company, and profile of interviewees, and
the second part dealt with overall ITIL implementation. Finally, the interviewees’
experience of ITIL implementation in ET- focused on barriers and critical success factors

were discussed.

4.1 Background of the case Company

Ethio Telecom (ET) is the sole telecom operator in Ethiopia. It was established on
November 29, 2010 by "Ethio-Telecom Establishment Council of Ministers Regulation
No . 197/2010" shown on Appendix-A , and took over all the duties and responsibilities of
Ethiopian Telecommunications Corporation (ETC). The main purposes for the

establishment of ET were:

1. Development and expansion of World class telecom infrastructure capable of

supporting data, audio and video.
2. Providing world class telecom services to its customers.

As of June, 2014 ET has a total of more than 12,000 permanent employees (Source: ET
Human Resource Division), and it is providing mobile, fixed line, and internet services to
its residential and enterprise customers. Additional services that are provided by the
company are webhosting service, email service, and datacenter service. Some of the

value added services are Short Message Service (SMS), Voice Mail Service (VMS),
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Caller Ring Back Tune (CRBT), Roaming, Call Waiting, Call Forwarding, etc...

(http://www.ethiotelecom.et).

Table 5: ET subscribers’ statistics as of June 2014 (2013/2014 GTP report)

ET Subscribers Statistics

Plan to be achieved at the end | Actual number of customers as of

Core Services | ot GTp (2007 E.C) (in millions) | June (2006 E.C) (in millions)

Mobile 40 30
Fixed line 3.05 0.738
Internet 3.6 6.7

The company is organized into six zones and eight regions. The six zones are found in
Addis Ababa, and the eight regions are distributed throughout the country. Functionally
the company is organized into thirteen divisions as shown on Appendix-B. Besides,
Women, Children and Youth Affairs department, and Ethics and Anticorruption
Department are directly accountable to CEO (Chief Executive Officer) and COO (Chief

Operation Officer) respectively.

Since its establishment on Nov 2010, ET has been engaged in various activities. Of these
activities, the completion of the 1.5 Billion Dollar next generation network project signed
between Ethiopian Telecommunications Corporation (ETC) and ZTE, a 1.6 Billion
Dollar telecom infrastructure development and expansion project signed between ET and
the two Chinese companies (ZTE and Huawie ), the management contract with French
Telecom, the implementation of Enterprise Resource Management system (ERP), and the

implementation of ITIL IT service management framework are some to mention.
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However, despite its success in: telecom infrastructure development and expansion,
increasing the customer base, increasing the revenue of the company, implementation of
ERP, ET is still under strong criticism about the quality of the services it provides. The
company has also admitted its problems related to service quality on ET press conference

(Appendix-E).

Thus, the main focus of this study was on the implementation of ITIL framework that
was mainly intended to improve the quality of the services: special attention given to
barriers and CSFs. The implementation of ITIL in ET has been performed by the

Information System Division (ISD) of the company.

The ISD of the company has a total of 314 staff, and it encompasses six departments,

namely:
1. IT Service Design 4. Office Automation
2. IT Service Transition 5. IT & Network Security
3. IT Service Operation 6. IT Service Strategy & Program

Management

Since December 2011, ISD has been implementing ITIL IT service management
framework with the main objectives of providing managed services, and thereby
increasing service quality and return on investment. To this end, currently process

owners are assigned to all processes as shown on Appendix-C.
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4.2 Profiles of Interviewees

Although the intention was to involve seven people (one project manager, two process

owners, two process operators, and two people from the top management), it was not

possible to involve top management members due to their tight work schedule. Thus, in

the semi-structured interview five individuals with broad involvement in ET ITIL

implementation process participated separately. These were one person from the ITIL

implementation project, two persons from ITIL process owners, and two persons from

process operators as shown on Table 6.

Table 6: Profile of Interviewees

Educational Gender
Responsibility Background Certification on ITIL
ITIL Implementation | M.Sc in Information M
Project manager (PM) Science ITIL Fundamental
ITIL Service Process | B.Sc in Electrical and F
Owner (PO) Computer Engineering | ITIL Fundamental
ITIL  Service  Process | B.Sc Computer M
Owner (PO) Science ITIL Fundamental

M.Sc in Computer F
Process Operator (POP) Science Not certified

B.Sc in Computer M
Process Operator (POP) Science Not certified

Key: PM-Project Manager, PO-Process Owner, POP-Process Operator

As can be observed from the above table, the large majority of the informants were IT

graduates and it seems a particular field of study is dominant. On the other hand, when

we relate the ITIL requirement of certification level all the informants were below
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standard. This means, the process operators were working without ITIL certification
although the requirement needs ITIL Fundamental level certification. Similarly, the
process owners are working with a Fundamental level, (were not certified when the
project was kicked off), while the minimum requirement at this level looks for ITIL
Expert. The project manager also works with ITIL fundamental even though the

requirement is ITIL Master.

Thus, this implied that there is a variation between ITIL requirement levels and the
practical implementations in relation to ITIL certification level. This in turn, most likely
has adverse effect on their performance and on the success of the ITIL implementation

thereby.

4.3 The ITIL Implementation Process

4.3.1 Overview of the ITIL Implementation Process

Before the variables which answered the basic questions of the study were asked, to get
the bird’s eye view of the ITIL implementation process in ET the project manager was
asked general questions in relation to the driving forces to the ITIL implementation, its

initiation, ITIL project team composition, and the process implementation approaches.

With respect to ITIL implementation process in ET, it was revealed that the major driving
forces for the implementation of ITIL were two seemingly contradicting factors: the
inability of the existing IT management system to manage the ever increasing complexity
of the IT infrastructure of the company on one hand, and the critical dependency of
organizations and individuals on IT services and their urgent need to get quality IT

services with affordable price on the other. Forced by the above mentioned driving
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factors, it was evidenced that ET started to look for a better ITSM system and ITIL was
considered to be the best framework for that purpose. This idea was initiated by the

company itself as part of its strategic plan.

Evidence supported that after approval of the top management to implement ITIL in
December 2011 G.C, key activities performed were: establishing ITIL implementation
project and assigning project manager, establishing service desk to act as interface or
single point of contact, contracting external consultant to do gap analysis, doing gap
analysis based on the long-term vision of the company, planning and creating a road map
to provide overview of how implementation will be executed. In relation to this PM

mentioned:

“According to the road map, our focus was to start with actions that address high
priority gaps and quick wins, group the actions by the process they support, and
collect metrics on our quick wins so we show progress and justify the project.
Then we continued working through action items: schedule was created, project
team and process owners identified. The last step for ET’s ITIL implementation
was to check whether the ITIL implementation met objectives or not. If not, ask
why and determine how we improve it, and this practice maps to ITIL continual

service improvement.”’

The other point that had been addressed was the ITIL process implementation approach

that ET followed was found an incremental approach. With this respect PM stated:
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“First priority was given to the service desk function and associated IT Service
Operation processes: event management, incident management, problem
management, request fulfillment mainly because of the need to handle user and
customer related problems being a first or single point of contact. Large number
of problems coming from customers is solved by service desk staff using
knowledge base (a database consisting of a list of known solutions for common
incidents). This solves seemingly minor and routine problems, but addresses the
problem of significantly large number of customers within a relatively short
period of time. This increases customer satisfaction, saves resources and time
required to solve a problem, leave out highly skilled IT technician from daily
routines. These all advantages help the ITIL implementation project to get

’

support from both internal and external stakeholders.’

Composition, skill, and competency of ITIL implementation project team members were
other issues of discussion. With this respect, the study revealed that ET’s ITIL
implementation project team members were mainly from IT background and none of
them was ITIL certified at any level, and had no previous ITIL implementation

experience when the project was kicked off. Explaining about that PM stated:

“With respect to team members composition we gave great regard to employees from
Information Systems Division mainly because it was initially planned to give the
overall responsibility to this Division to initiate, execute, follow up, and oversee the
project. Hence, the large majority of the team members were from IS background.
When we organize the project team, we were highly concerned in selecting the team
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members particularly with their job performance, their commitment to change, and

their overall attitude to company growth. Thus, basic knowledge of IT was taken for

granted. When I say this it doesn’t mean that ITIL certification and previous ITIL

implementation experience are futile. If they were ITIL certified and had previous

experience really they would contribute a lot. But the crux of the matter is a positive

attitude and commitment to bring change. If you have a positive attitude to change it

is easy to develop your competence through training.”

The following table revealed the summary of the result in this section.

Table 7: Summary of results in the preamble of ITIL implementation process

ITIL Team Members Composition, Experience
and ITIL Certification level

TILI Project
Team ITIL ITIL ITIL process
Driving Forces to the Implementation | Members Implementation | Certification | Implementation
of ITIL Composition | Experience level Approach
The inability of the existing IT
management system to manage the ever All of them
increasing complexity of the IT were not
infrastructure of the company on one All of them have | certified
hand and the increasing demand for Mainly from | no ITIL when the
quality services with affordable price on the IT implementation | project was Incremental
the other background experience kicked off Approach

4.3.2 The Barriers to the Implementation of ITIL

This section presents the barriers identified by the first step of the pattern matching

technique. That is identifying pieces of ideas and concepts from the transcript and

categorizing to form a matrix that relates barriers to the data sources categories (Project

manager, process owner, process operator, direct observation). Based on the cluster of

related concepts in the matrix, observed barriers were identified. With this respect,
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Appendix | revealed that in each row of the matrix the observed barrier was depicted by
the last column of the matrix. In other words, the observed barriers of ITIL
implementation were identified (refer to the last column of Appendix I) based on cluster
of concepts in the matrix. The following table shows the observed barriers derived from

the Appendix I.

Table 8: Observed Barriers to ITIL Implementation

Observed Barriers PM

5]
o

POP | DO

Lack of top management support and commitment

Lack of resource

Lack of ITIL knowledge and expertise

Resistance to change

Lack of communication and cooperation

Difficulty in engaging the right people to the right position
Lack of awareness

~ [~ |~ [~

~ |~ S~ |~ [~ |~

~ |~~~ |~~~

<~

~ [~ |~~~ [~~~

<~

Unable to maintain momentum

Lack of commitment from those who involved in the implementation of
ITIL J

Difficulty in process governance and management J
Process misalignment

No appropriate measurement and evaluation mechanism to measure
benefits of ITIL J

Weaknesses in organizational change management J

<~

<

<~
<~

Time lag between investment on ITIL project and performance outcome J

Not assigning process owners on time J

Being too ambitious to see the outcome from the ITIL investment

Rigid organizational structure
Difficulty in deciding process priority
Complexity of Integrating ITIL to the existing system

~ [~ |~ [~

Composition of ITIL project team members J
Fear of ITIL J
Inappropriate process management tools J

Key: PM-Project manager, PO-Process owner, POP-Process operator, DO-Direct observation,

J: Confirmation
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A closer look at the above table revealed that lack of top management support, lack of
resources, lack of ITIL knowledge and expertise, lack of communication and cooperation,
resistance to change, difficulty in engaging the right people, and lack of awareness were

observed barrier agreed by all data source categories.

These barriers were expressed by the interviewees in different terminologies but with
similar concepts. For instance, when we look into lack of top management support and
commitment, PM explained the problem in terms of lack of continuous follow up and
support, PO explained the problem in terms of lack of adequate resources, and POP stated
the problem in relation to work load resulted from not assigning the right number and
competent employees. This showed that although the problem was stated in different
terms, the concepts explicitly indicate the lack of top management support and

commitment. For instance, to explain this problem PM said:

Another barrier which we faced was “lack of top management support” as it was
intended. At the outset the top management was eager to kick off the ITIL
implementation project. But in the mean time when we face problems like

resources, on time training etc., the top management response was not sufficient.

Similarly, lack of resource was widely discussed by all data source categories. Almost all
informants indicated lack of integration and automation tools, and shortage of budget for
training and other resources as resource barriers to ITIL implementation in ET. Here, as it
was indicated in Appendix I, the researcher also observed absence of process automating

tools as a barrier with this respect.
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Similarly, lack of ITIL knowledge and expertise was explained in different phrases with
similar concepts or ideas. With this respect, PM stated boldly as “Lack of competent staff

in ITIL” to refer to this problem, and further elaborated:

Lack of adequate knowledge and ITIL expertise was another major and broad
based barrier to ITIL implementation. It impeded core activities of the
implementation process like process design, process integration, and process
automation. Besides it had also a significant impact on defining roles and

responsibilities of actors at different levels of the implementation.

PO also pointed to the problem by expressing the routine practices to introduce and
follow up the ITIL ABC’s to employees. From the POP side, the adverse effect of lack of
adequate and relevant training before the commencement of ITIL implementation on
their performance was indicated. Here, the researcher also directly observed the problem
of lack of ITIL knowledge and expertise in some employees while they were performing
their task. Difficulty in dispatching alarms to the right person or section by service desk

staffs was taken by the researcher as a case in point.

The other widely discussed barrier was resistance to change. This barrier was discussed
by all data source categories, and the researcher in different terminologies as shown on
Appendix J. With regards to this PO stated “It was not easy to change the traditional
mindset of the IT staff, i.e. their preference was to remain technology focused rather than
thinking about end-to-end-service provision to customers”. Similarly, the researcher’s

direct observation revealed that there was clearly observable resistance among some IT
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staffs to use the reporting template and report incidents in a full-fledged manner, i.e. as

per the requirement of ITIL.

When we refer to the problem in relation to lack of awareness, different informants have
the same concept. For instance, PO mentioned “Majority of the IT staff didn't understand
what ITIL is and what its benefits are to employees and the company” to explain the
problem. By the same token, PM stated “I am afraid; there is no equal awareness in the

organization across the board about ITIL and its benefits .

On the other hand, some other barriers such as difficulty to maintain momentum (PO and
POP), lack of commitment (PM and PO), difficulty in process management and
governance (PM and PO), and process misalignment (Po and POP) were indicated by two
of the data source categories. When we further elaborate some of the issue, PO said “the
management, process owners, and the IT staff too didn’t exert the necessary effort as was
at the beginning” to indicate the problem of maintaining momentum. POP also said “the
hustle and bustle of the activities at the outset fails to continue” to reflect the same

concept.

Moreover, PO alone identified relatively large number of observed barriers. These are:
problem in appropriate measurement and evaluation mechanism to measure the benefits
of ITIL, weaknesses in organizational change management, being too ambitious, rigid
organizational structure, difficulty in deciding process priority, and complexity of

integrating ITIL to the existing system.
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PM alone also identified three observed barriers: time lag between investment on ITIL
project and performance outcome, not assigning process owners, and composition of
ITIL project team members. For instance, with regards to team members’ composition

PM mentioned:

When we start to launch the project the first barrier we encountered was
organizing ITIL implementation project team-members with the right competence
and experience. There were no competent employees with ITIL certification and

previous ITIL implementation experience

On the other hand, fear of ITIL and inappropriate process management tools were

observed barriers identified by POP only.

4.3.3 Critical Success Factors to the Implementation of ITIL

This section presents the CSFs identified by the first step of the pattern matching
technique. That is identifying pieces of ideas and concepts from the transcript and
constructs a matrix that relates CSFs to the data sources category (PM-Project manager,
PO-process owner, POP-process operator). Based on the cluster of related concepts in the
matrix, observed CSFs were identified. With this respect, the first column of Appendix J
builds the observed CSFs identified by the data source categories. The following table

shows the observed CSFs derived from the Appendix J.
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Table 9: Observed CSFs to the Implementation of ITIL

Observed CSFs Data Source Categories
PM PO POP

Top management support and commitment \/ \ \
Training and_ expertise of people involved in ITIL N N
implementation
ITIL process implementation and applied technologies \/ \
Organizational change management \ \
Communication and cooperation \ V
Project management and governance \ V
Monitoring and evaluation v
ITIL aligned organizational structure \

While the interviewees were identifying the CSFs they gave justifications on “why” and
“how” they considered the factors vital and critical to the implementation of ITIL. As
shown on Appendix J, each data source category justified how these factors are useful/

enabler, or how they are ways to solve the identified barriers.

Based on the way interviewees understood or discussed CSFs, that is as enablers and/or
means to solve observed barriers, the writer tried to link the observed barriers to the
observed CSFs through inductive reasoning. As a result, the following table depicted how

each observed CSF could be a means to overcome the observed barrier/s under it.
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Table 10 : A Matrix that Links Observed CSFs and Observed Barriers

Critical Success Factors
To Training and ITIL process Proiect
P Organizational | Communicat | competencies | implementati | ITIL aligned | Monitoring .
management - - 2 manageme
Change ion and of involved on and organization | and
support and . - - . ntand
- Management Cooperation | people in applied al structure Evaluation
commitment - governance
ITIL project technology
No
. appropriate | Time lag
Difficulty in Otlzomplexny measureme | between
Lack of top . Lack of ITIL riculty . ntand investment
Resistance to Lack of deciding Integrating .
management knowledge evaluation on ITIL
change awareness . process ITIL to the . -
support and expertise o L mechanism | project and
priority existing f
system to measure | performanc
benefits of | e outcome
ITIL
Difficulty to
manage issues | Lack of Difficulty in
Lack of which have communicati y
resource resulted from on and Fear of ITIL process
sour sutted Tr | nand governance Rigid
orr]ganlzatlona cooperation and organization
" change management | al structure
1
2 | Difficulty in . Lack of .
@ engaging the Complgxnyof commitment Inappropriat
O i ht people Integrating from those € process
ght peop ITIL to the management
to the right existing system who P tools
position gsy involved rocess
misalignment
Not
assigning
process
owners on
time
Being too
ambitious to
see the
outcome
from the
ITIL
investment

As shown on Table 9, top management support and commitment, and training and
expertise of people involved in ITIL implementation were recognized as CSFs by all of
the interviewee categories. Whereas, ITIL process implementation and applied
technologies, organizational change management, communication and cooperation, and

project management and governance were discussed and identified by two of the data
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sources. The remaining two CSFs such as monitoring and evaluation, and ITIL aligned

organizational structure were identified and discussed by POP and PM respectively.

Top Management Support and Commitment

When responding about ITIL implementation critical success factors, top management
support and commitment was addressed by all interviewees. PM statement about the
importance of top management support for successful implementation of ITIL was

quoted as follows:

“To begin with, to implement ITIL there should be Top management approval.
Then other related issues like finance, infrastructure, human resource, and other
necessary resources cannot be fulfilled without the top management willingness.
Besides, top management support is crucial in changing the existing organization
culture to ITIL supportive culture. It is also the mandate of the Top management
to enforce rules and regulations that are related to ITIL implementation. To
oversee the overall implementation as well as governance of the project also
relies on the top management. Thus, it is difficult to expect successful

implementation of ITIL without top management support and commitment. ”

Similarly one process owner has addressed the importance of top management support

for successful implementation of ITIL as:

“Top management support is crucial to the successful implementation of ITIL,
because it is the sponsor of the project which allocates the necessary material,

financial, and human resources. Besides, top management’s commitment is very
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important in advocating ITIL and developing interest on the rest of company
members and other stakeholders. Its role is also crucial in enforcing departments
and sections to work as per the ITIL framework. And finally it oversees the ITIL

implementation project status. “

In the same way, one POP has also discussed the importance of top management support

for successful implementation of ITIL as follows:

“From the first approval or go on decision to the end of the implementation
process top management support and commitment is vital for successful
implementation of ITIL. The support of top management is vital not only in terms
of resources but also in enforcing compliance to work according to the defined
processes and procedures. Besides, top management support and commitment to
a given initiative initiates and enhances the morale and commitment of other

stakeholders. ”

Training and competencies of involved stake holders in ITIL project
This study confirmed that training and competencies of involved stakeholders in ITIL
project is critical to the implementation of ITIL in ET. This factor was discussed by all of

the interviewees. PM has discussed this factor as follows:

“Training and competencies of involved stakeholders is crucial to the success of
ITIL implementation. Through ITIL training involved stakeholders will develop
their ITIL skill and competency. Trained and competent ITIL implementation

stakeholders can implement ITIL effectively and efficiently. Since the issue of
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training and competency spans throughout the ITIL implementation process it is

critical for its success.”

Similarly, PO has discussed about this factor as follows:

“Training is an intervention to build skills and capabilities. If sufficient
awareness and desire already exists, training is an important part of creating
successful change. Roles within ITIL service management all require specific
skills, attributes and competencies from the people involved to enable them to
work effectively and efficiently. Delivering service successfully depends on
personnel in service management having the appropriate education, training, skill
and experience. Hence, training and competencies of involved stakeholders in the

ITIL project is vital for the successful implementation of ITIL.”

About this factor, POP added:

“Skill and competency of involved stakeholders is very important for successful
implementation of ITIL. Because ITIL roles at every level require some degree of
skill and competence in ITIL and other related areas. No matter how stakeholders
are aware of ITIL and willing to work with it, they will be limited by lack of skill

and competency and definitely fail to implement ITIL successfully.”

ITIL process implementation and applied technology

This study revealed that ITIL process implementation and applied technology was critical
for the implementation of ITIL in ET. Discussing about this factor an interviewee from

PO stated that to successfully implement ITIL processes a number of things need to be
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considered. The most important ones are: organizational readiness, scoping, governance,

training, and tools and resources. PO discussed issues related to each of them as follows:

» Organizational preparedness: organizational dynamics and discipline must be
in place before any framework can help improve organization’s performance.
Often organizations believe that implementing a framework brings organizational
dynamics and discipline required for improvement. But just the opposite is true.
Implementation of a framework is just like implementing automation tools and
techniques. If you try to automate a mess then you will end up with an automated
mess.

» Scoping: ITIL is a big framework. Regardless of your ITIL implementation
strategy, defining the sub-set of business and IT processes and functions that will
provide the best return on investment is critical first step.

» Governance: initiating an ITIL framework program or implementation without
proper governance guaranteed to fail. ITIL is a large framework, and without
proper oversight the rollout program or initiative will quickly experience scope
drift and cost overruns. Hence building a strong governance team to help guide
and support ITIL initiatives is crucial.

» Training: is a mechanism that an organization uses to fill the knowledge and skill
gaps of its employees. While an organization decided to implement ITIL there
might not be employees with required competencies in ITIL and other areas of
interest. In this case training is the mechanism to overcome the problem.

» Tools and resources: to implement ITIL successfully tools and other resources

are crucial. Tools include design tools, integration tools, monitoring tools, etc.
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Similarly, PM also discussed the significance of this factor to the implementation of
ITIL. With this respect, PM stated its advantages as it helps to group related processes
under the same process owner, and its support to automate processes and ensure quality,

decrease cost thereby.

Organizational Change Management

According to PO’s discussion, Organizational change management is a framework for
managing the effect of new business process, change in organizational structure, or
cultural changes within an enterprise. Simply, organizational change management
addresses the people side of change management. Change is the heart and soul of our
business environments, yet many change initiatives struggle in achieving success and up
to 70% fail for one key reason-a failure to recognize and manage the impact of the
changes on their organization. As stated by a number of change management researchers
organizational change management or the people (soft) aspect is the hardest to manage.
Proper organizational change management helps to ensures successful implementation of
ITIL by assessing readiness for change, identifying and closing skill and knowledge gaps
through training, and developing communication plans to create awareness and

understanding about the change.

Staff, to complement the above discussion stated that:

Implementation of ITIL is more of organizational change than technological
change. Hence, managing this organizational change, especially the people or

cultural aspect of the change, is very crucial for the successful implementation of
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ITIL. Organizational change is the hardest type of change to manage. Hence
managing changes and creating ITIL supportive organizational culture is very

important for successful implementation of ITIL.

Communication and Cooperation

This study confirmed that communication and cooperation is critical to the
implementation of ITIL in ET. Interviewees from Staff and process owner considered this
factor vital for successful implementation of ITIL. Their justifications for considering this

factor as critical were as shown next.

PO stated that communication is a tool used to build awareness of the need for change
and desire to participate and support the change, and help employees understand and
internalize change. Communication in ITIL is more than telling something to someone,
there is often a missing component: recognizing how communication fits into the larger
change process. A structured communication plan based on best practices presents the
right message, at the right time, in the right channel, and comes from the right sender.
Communication is a critical component of implementing change like implementing ITIL.
On the other hand, collaboration or cooperation enhances knowledge sharing and
communication; makes management of cross-functional processes smooth, and finally

reduces project risks.

Similarly, an interviewee from POP explained that in ITIL implementation, the first thing
to do is to communicate and create awareness on what ITIL is and what benefits it can
bring to the company, to the employee, and to the customer. After all stakeholders

become aware of ITIL, the next thing is working cooperatively towards a common goal.
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Hence communication and cooperation enable all ITIL stakeholders work with maximum
effort to realize the expected benefits of ITIL. Thus, communication and cooperation are

vital for successful implementation of ITIL.

Project management and governance

Project management and governance is factor that was considered critical to successful
implementation of ITIL by PO and Staff. Their justifications for considering this factor as

critical or vital is shown next.

PO explained that project governance is the management framework within which project
decisions are made. The role of project governance is to provide a decision making
framework that is logical, robust, and repeatable to govern a project. Good project
governance clearly outlines the relationships between all internal and external groups
involved in the ITIL project, describes the proper flow of information regarding the
project to all stakeholders, ensures the appropriate review of issues encountered within
the ITIL project, and ensures that required approvals and decisions for the project are
obtained at each stage of the ITIL implementation process. Because of these all factors,

project management and governance is vital for the successful implementation of ITIL.

Staff when discussing about criticality of project management and governance for

successful implementation of ITIL said:

ET ITIL implementation has been performed by ITIL implement project with an
earmarked budget and human resource. Without project management and

governance principles, managing the day to day operational activities on one
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hand, and trying to implement ITIL on the other hand most probably leads to

failure of both activities.

Monitoring and Evaluation

Interviewees from POP have considered this factor critical for successful implementation
of ITIL. The factor is considered critical, because the implementation of ITIL requires
close follow up of middle and top level management. Without monitoring and evaluation
there is no chance of getting feedback on how well or bad the implementation process is

going. Monitoring and evaluation is the foundation for continual service improvement.

ITIL aligned organizational structure

This factor was considered critical to successful implementation of ITIL by PM.
According to PM, Organizational structure which is supportive to ITIL implementation is
decisive. Organizational structure exhibits the duties and responsibilities, and
accountability of different functions of an organization and individuals within the
organization as well. If the organizational structure is highly complicated and steeply, it
is difficult to implement projects like ITIL. ITIL implementation needs strong and timely
collaboration and cooperation of various individuals and functions across the
organization. Thus, ITIL implementation will be highly impeded if the organizational

structure is not ITIL aligned.
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Chapter Five: Discussion, Conclusions and Recommendations

In this chapter discussion of results, conclusion based on the basic questions of the study,
and some plausible recommendations were made. The discussions were conducted by
relating the observed patterns and the theoretical patterns through the pattern matching

technique.

5.1Discussion

This section presents the overall discussion of ITIL implementation process relating the
results with the theoretical literature. Hence, the observed patterns of the general ITIL
implementation process, barriers, and CSFs were matched and discussed with the
theoretical patterns. Here relevant rival theories/explanations were included and different

patterns were sufficiently contrasted.

5.1.1 Overview of the ITIL Implementation Process

The result revealed that ET ITIL implementation process was started with the driving
forces of difficulty to manage the ever increasing complexity of the IT infrastructure of
the company, and customers demand for quality services with affordable price. Realizing
these driving forces ET decided to implement ITIL by organizing a dedicated project. To
this end, incremental process implementation approach was chosen, and the project team

was organized.
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ET’s choice to implement ITIL with ITIL implementation project (meaning following
project management principles), and the incremental approach to ITIL process

implementation were as stated by the ITIL guideline OGC (2007).

When we refer to the theoretical literature about ITIL process implementation, to explain
the risks of big-bang approach, Sharif et al. (2008) stated that many of the organizations
attempt to implement all of or many of the ITIL processes at once, that it causes
confusion, staff unrest, and poor integration between processes. With regards to ITIL

process implementation approach, it seems that ET’s choice was safe and appropriate.

Besides, ET’s decision to start with processes that could improve quick wins is in
complete agreement with the ITIL guideline OGC (2007). Furthermore, Chen and Chou
(2010), supporting the idea of quick wins said “ITIL implementation is a continuous job,
setting up quick wins target and showing to the top management can consolidate their

confidences and help ensure ongoing support”.

However, ET’s ITIL implementation project team composition, skill and competency
have shown a fallacy with ITIL guidelines. According to OGC (2007), ITIL
implementation project team need to be from diverse background, such as IT, business,
engineering, marketing, etc. Moreover, the ITIL guideline has defined minimum level of

skill and competency for each role in the ITIL framework.

Hence, assigning individuals to some role without considering his/ her skill and
competency, or without providing the necessary training was an issue for the ITIL

implementation process of ET.
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5.1.2 Barriers to the Implementation of ITIL

Table 11: A Table that Matches Patterns of the Theoretical and Observed Barriers

Observed Pattern

Barriers
Theoretical Pattern PM | PO | POP | DO

Lack of top management support and commitment | [5],[1],[17],[162],[10],[100] | \ S
Lack of resource [5],[11,[15],[17],[100],[10] | ¥ \/ S S
Lack of ITIL knowledge and expertise [5],[11.[15],[17],[100] v \ S S
Resistance to change [10], [100],[135] v \ S S
Lack of communication and cooperation [71, [101, [22], [3] \/ \/ S S
Difficulty in engaging the right people to the right [22], [15] N N N
position '
Lack of awareness [71, [11, [3] S \/ S
Unable to maintain momentum [1]1[162] \ \
Lack of commitment from those who involved in 7] N N
the implementation of ITIL
Difficulty in process governance and management [17] Y \
Process misalignment [5] N N
No appropriate measurement and evaluation
mechanism to measure benefits of ITIL [10],[22], [135] v v
Weaknesses in organizational change management [15] S
Time lag between investment on ITIL project and 3] N
performance outcome
Not assigning process owners on time [162] \
Being too ambitious to see the outcome from the [162] N
ITIL investment
Rigid organizational structure [162] y
Difficulty in deciding process priority [100] S
Fear of ITIL [100] y
Inappropriate process management tools [5] S
Complexity of Integrating ITIL to the existing En N
system
Composition of ITIL project team members En \
Not creating work instructions [162] X X X X
Spending too much time on complicated process [162] X X
diagrams X X
Anonymity of process managers [100] X X X X
Not creating work instructions [162] X X X X
Unable to satisfy customers need in time [3] X X X X
Conducting the ITIL project in a business as usual [15] X X
approach X X

Key: x-Not confirmed, v-Confirmed, En- Endemic to this study
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Key: [5]- Chen and Chou (2010), [1]- Marrone and Kolbe (2010), [10]- Cater-Steel and Tan (2005), [17]-
Fujitsu (2007), [162]- Sharif et al. (2008), [100]-Mohamed et al. (2014), [15]- Cater-Steel et al. (2009),
[22]- Pollard and Cater-Steel (2009), [7]- TechRepublic (2005), [135]- Pereira (2010), [3]- Shang and Lin

(2010)

As can be observed on the above pattern matching table, the barriers that were identified
and discussed by most of the interviewees also confirmed the result of two or more of the
researches reviewed to develop the theoretical pattern. These barriers are lack of top
management support and commitment, lack of resource, lack of ITIL knowledge and
expertise, resistance to change, lack of communication and cooperation, difficulty in
engaging the right people to the right position, unable to maintain momentum, and lack of
appropriate measurement and evaluation mechanism to measure benefits of ITIL. This
implied that these barriers are most likely prevalent to most ITIL implementation
processes. In other words, these barriers most likely are common barriers to the
implementation of ITIL irrespective of contextual factors like development, sector,

experience etc.

Each barrier can be further elaborated. For instance, lack of top management support was
one of the common barriers to successful implementation of ITIL in ET. The finding
provides empirical evidence to the argument of Chen and Chou (2010), Cater-Steel and
Tan (2005), Fujitsu (2007), Sharif et al. (2008), and Mohamed et al. (2014). To mention
one, Sharif et al. (2008) stated that it is possible to achieve isolated wins with ITIL
implementation without management commitment and support but those wins will be few

and far between.
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Another observable pattern was that the study has confirmed many factors that were
shown only in one of the reviewed literatures as barriers. These barriers are lack of
commitment from those who involved in the implementation of ITIL, difficulty in
process governance and management, process misalignment, weaknesses in
organizational change management, time lag between investment on ITIL project and
performance outcome, not assigning process owners on time, being too ambitious to see
the outcome from the ITIL investment, rigid organizational structure, difficulty in
deciding process priority, fear of ITIL, and inappropriate process management tools.
This seemed that the study has confirmed many of the typical barriers in a number of
researches. This in turn implied that ET’s ITIL implementation process has been

surrounded by a number of barriers in addition to those barriers mentioned as common.

Besides, complexity of integrating ITIL to the existing system, and composition of ITIL
implementation project team members were barriers which were identified as endemic to
this specific research. The complexity of integrating ITIL to the existing system is mainly
determined by the existing organizational structure, the availability of appropriate process
integration tools, and the capacity to integrate ITIL to the existing system. Hence it
seemed that ET is lacking these determinant factors. Similarly, the team composition
issue is likely associated either with the arbitrary assignment of team members or

difficulty to get members from diverse fields of study at the outset.

Another observable pattern from Table 11 is that the last six barriers from the theoretical
pattern are not confirmed by this empirical study. These barriers are: not creating work

instructions, spending too much time on complicated process diagrams, anonymity of
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process managers, not creating work instructions, unable to satisfy customers need in
time, conducting the ITIL project in a business as usual approach. This might not be
taken as a problem to the finding of this empirical study, because a single empirical study
is not expected to confirm all barriers which were identified by many studies which were
conducted under different contexts. Another possible justification for not confirming
these barriers might be resulted from the fact that the interviewees didn’t discuss about

them.

5.1.3 Critical Success Factors to the Implementation of ITIL

The discussion in this section was based on the matching between the theoretical patterns

and the observed patterns of CSFs to the implementation of ITIL.

Table 12: A Matrix that Matched the Theoretical and Observed CSFs

. i Empirical
CSFs Literature (Theoretical)
PM | PO | POP

Top management support and
commiitment [83],[22],[145],[10],[146],[15],[144] N[N
Training and expertise of people
involved in ITIL implementation [83],[22], [11].[3],[146],[144],[147] Vo
ITIL process implementation and
applied technologies [83], [22], [145],[146],[15],[148] R
Organizational change management | [83],[22],[145],[10],[3].[16] R
Communication and cooperation [83],[22],[3].[146],[15],[144] R
Project management and governance | [83],[22],[145],[10],[3],[15],[146],[148] R
Monitoring and evaluation [83],[22] \
ITIL aligned organizational structure | En \

Key: En- endemic to this study, V-confirmed , [10]- Cater-Steel and Tan (2005), [15]- Cater-

Steel et al. (2009), [22]- Pollard and Cater-Steel (2009), [3]- Shang and Lin (2010), [11]-Addy
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(2007), [14]-Lamrihini and Sebaaoui (2012), [16]-Winter (2012), [146]-lden and Langeland
(2010), [145]-Pederson et al. (2010), [144]- Cater-Steel (2006), [147]-Kabachinski (2010],

[148]-Marquis (2006) , [83]- Mehravani and Hajiheydari (2011)

The matching between the theoretical and the observed CSFs shown on the above table
revealed that the result of this study has provided empirical evidence to all CSFs in the
theoretical pattern. Besides, in the observed CSFs there is one CSF that is unique to this
study. This unique CSF is ITIL aligned organizational structure. The detailed discussion
about each CSF is shown hereafter.

Top Management Support and Commitment

A closer look at Table 11, revealed that “Top management support and commitment” s
among the widely addressed CSFs both in theoretical and observed patterns of CSFs. In
addition to the justifications given by the interviewees about the importance of top
management support to the successful implementation of ITIL, the criticality of top
management support had been justified by different researchers mentioning some basic
issues: guarantees funding needed for hardware, software, consultancy and training
(Winter 2012), triggers communication between stakeholders (Lamrini and Sebaaoui
2012), and endorses policy and enforces compliance to following newly implemented
standards and processes (Lamrini and Sebaaoui 2012). Lack of senior management
support and engagement by the project team could create a “them and us” atmosphere in

which resistance to new service processes built up (Mehravani and Hajiheydari 2011).

When we look into the ITIL implementation process of ET, barriers such as lack of

resources (inadequate budget for training and purchase of process management tools),
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arbitrary assignment of employees irrespective of their skills and competencies, and not
assigning process owners on time were practically observed barriers. The researcher has a
strong belief that the support and commitment of the top management is critical to solve

these barriers and gear the implementation process to success.

Finally, from the pattern matching it is evident that the finding provides an empirical
evidence to the argument of (Mehravani and Hajiheydari 2011, Pollard and Cater-Steel
2009, Pederson et al. 2010, Cater-Steel and Tan 2005, Iden and Langeland 2010, Cater-
Steel 2006, Kabachinski 2010) that “top management support and commitment” is

critical or very decisive to the successful implementation of ITIL.

Training and Expertise of People Involved in ITIL Implementation

This study has revealed that “Training and Expertise of People Involved in ITIL
Implementation” is from among the widely discussed CSFs to the implementation of
ITIL in ET. The justifications of the interviewees for considering this factor critical or
vital to the successful implementation of ITIL were presented in the previous chapter.
Similarly, the observed pattern of CSFs presented in Table 4 revealed that this factor had
been addressed and discussed in almost all of the reviewed literatures. To mention some,
Nenickova (2011) stated that all employees which are involved in ITIL implementation
require general training in core topics appropriate for personnel to be able to talk and
work together with various ITIL processes. Similarly, Mehravani and Hajiheydari ( 2011)
stated that training allows users to interact with ITIL, allows the sharing of common

problems, increases communication & cooperation in ITIL, and help users understand
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how using ITIL framework could impact their jobs and reduces employees resistance to

change (Pollard and Cater-Steel 2009).

As discussed in the previous chapter, the result revealed that lack of ITIL knowledge and
expertise has impeded core activities of the ITIL implementation process like process
design, process integration and automation. This in turn resulted in process misalignment
and fear of ITIL. As a result, to alleviate the above mentioned barriers, the researcher has
a strong belief that there should be continuous capacity building training starting from
short term to various levels of certifications to all people who are involved in the ITIL
implementation process. This implies that training and expertise of people involved in

ITIL implementation is decisive to the successful implementation of ITIL.

Thus, the finding of this study has confirmed the argument of (Mehravani and
Hajiheydari 2011, Pollard and Cater-Steel 2009, Addy 2007, Shang and Lin 2010, Iden
and Langeland 2010, Cater-Steel 2006, Kabachinski 2010) that “Training and Expertise
of People Involved in ITIL Implementation” is critical to the successful implementation

of ITIL.

ITIL process Implementation and applied technology

The result of the study indicated the importance of ITIL process implementation and
applied technology to the successful implementation of ITIL. With this respect,
organizational readiness, scoping, governance, training, tools and resources were taken as
the crux of the matter. When we come to theoretical literature, this factor was highly
pronounced and discussed as CSF for the implementation of ITIL. For instance, Addy

(2007) stated that ITIL process implementation and applied technologies is critical in that
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it provides proper applications of implementation strategy, and Cater-Steel and Tan
(2005) added that it ensures a step-by-step close eye analysis of the implementation
process of ITIL and helps to determine process priority. Similarly, EMA (2006) indicated
that this factor allows choosing appropriate tools for easier configuration, integration, and
automation of processes. Besides, Lamrini and Sebaaoui (2012) emphasized the factor’s
use to increase perceived usefulness.

Practically, when we see the process of ITIL implementation in ET, the above mentioned
barriers were manifested through the difficulties in deciding process priority, process
governance and management, and implementing inappropriate process management
tools. Regarding the problem of process priority decision, the observed problem in ET
was associated with implementing change management and release & deployment
management process. Similarly, before the restructuring of the Information System
division of the company as per the ITIL service lifecycle modules, it was difficult to
manage related processes which were dispersed in different departments. Thus, the
researcher strongly argued that a careful consideration of ITIL process implementation

and applied technologies is decisive to the successful implementation of ITIL.

Generally, the result of this study provided empirical evidence or confirmed the argument
of (Mehravani and Hajiheydari 2011, Pollard and Cater-Steel 2009, Pederson et al. 2010, Iden
and Langeland 2010, Cater-Steel et al. 2009, Marquis 2006) that “ITIL process
implementation and applied technologies” is critical to the successful implementation of
ITIL.

Organizational Change Management
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The result of the study indicated that resistance to change, difficulty to manage issues that
arise from organizational change, and complexity of integrating ITIL to the existing
system were some of the observed barriers to the implementation of ITIL in ET in
relation to organizational change management. At the beginning of the ITIL
implementation process, ET tried to integrate ITIL to the existing system and that created
complexity. In the meantime, when it begun restructuring there was chaos in the
Information System division in relation to human resource assignment. This in turn
resulted in resistance to change. The resistance was manifested through not adhering to
the ITIL processes and procedures, and aspiration of the previous system. Managing
these issues was by itself a hurdle to the management. Here, it should be underscored that
the implementation of proper organizational change management practice was a must to

solve the above discussed problems, and gear the change towards success.

With regards to this Ahmad and Shamsudin (2013) stated that implementation of ITIL is
not just about technology change, it is about the whole organizational change acceptance.
Understanding the context of change would be instrumental in showing whole
stakeholders how their interests are aligned with the interest of ITIL (Cater-Steel 2006).
Specifically, change management is critical in situations with big bang (revolutionary)

approaches (Shang and Lin 2010).

Overall, the result of this study confirmed the proposition of (Mehravani and Hajiheydari
2011, Pollard and Cater-Steel 2009, Pederson et al. 2010, Cater-Steel and Tan 2005, Winter
2012) that “organizational change management” is critical to the successful implementation

of ITIL.
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Communication and Cooperation

The pattern matching revealed that communication and cooperation is one of the ITIL
implementation CSFs both on the theoretical and observed patterns. The result of the
study indicated that communication is a tool used to build awareness of the need for
change and desire to participate and support the change, and help employees understand
and internalize change. However, when we refer to the practical ITIL implementation of
ET, the study revealed that lack of awareness and lack of commitment were observed
barriers in relation to lack of communication and cooperation. To further elaborate the
issue, these barriers were manifested through the existence of information gap, and
irregularities in communication and cooperation. With regards to this, the communication
and awareness creation of ET about ITIL was mainly limited to the section management
level. However, the IT staff at the process operator level is still unfamiliar to ITIL issues.
Thus, it is advisable to establish and implement a planned communication and
cooperation practices and create awareness across the organization in order to have

shared vision about the benefits of ITIL both to the company and the employees.

The theoretical literature also broadly discussed and revealed the importance of
communication and cooperation to the successful implementation of ITIL. Accordingly,
Iden and Langeland (2010) explicitly stated that organizational restructuring and
development of new roles and processes in the organization, as ITIL implementation, must be
accompanied by appropriate communication that provides justification for change,
establishing a context and involving people. Mehravani and Hajiheydari (2011)

complemented that an open and honest information policy communicated to the users can
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satisfy their need for information and highly reduce the chance of ITIL implementation
failure. Communication increases cooperation, communication as the main activity to realize
ITIL adoption expectations and to decrease its implementation problems is considered by

organizations.

Thus, the finding provides empirical evidence which supports the argument of (Mehravani
and Hajiheydari 2011, Pollard and Cater-Steel 2009, Shang and Lin 2010, Iden and Langeland
2010, Cater-Steel et al. 2009, Cater-Steel 2006) that communication and cooperation is vital
or decisive for the successful implementation of ITIL.

Project Management and Governance

The pattern matching revealed that project management and governance is critical to the
success of ITIL implementation in both the theoretical literature and the empirical study.
When we refer to the theoretical literature, its significance was highly pronounced above
all CFSs to the successful implementation of ITIL. It was also indicated that the
application of project management framework for the implementation of ITIL resulted in

a higher level of quality. With this respect Rice (2000-2008) stated that:

The ITIL framework, a lifecycle approach that addresses the way an IT
organization operates, is first and foremost business driven and answers the
question “Are we doing the right things?” While the project management
framework addresses the implementation of projects, requiring that companies

ask “Are we doing things the right way?”
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This implies that ITIL framework and project management framework support each other
in a way that propels services and operations to a greater level of proficiency. Thus,

project management and governance is crucial for successful ITIL implementation.

This finding provides empirical evidence which supports the argument of (Mehravani and
Hajiheydari 2011, Pollard and Cater-Steel 2009, Pederson et al. 2010, Cater-Steel and Tan 2005,
Shang and Lin 2010, Cater-Steel et al. 2009, Iden and Langeland 2010, Marquis 2006) that

project management and governance is critical to the successful implementation of ITIL.

Monitoring and Evaluation

Monitoring and evaluation is the core aspect of continuous service improvement, which
is one component of the ITIL framework. It is somehow important CSF to the
implementation of ITIL. In both the literature and the empirical study the importance of
this factor was not as such magnified. However, Addy (2007), and Lamrihini and
Sebaaoui (2012) tried to show the importance of monitoring and evaluation in relation to
feedback through recording and reporting. Thus, this result confirmed the argument of the
authors that stated monitoring and evaluation is critical to the successful implementation of
ITIL. However, this study revealed that because of the weakness in the practical application
of monitoring and evaluation in ET ITIL implementation irregularity of activities and

difficulty of maintaining momentum was prevalent.

ITIL aligned organizational structure

As can be seen on Table 12, this CSF is typical to this study and it was not identified as a
CSF in the theoretical literature. However, in this study it was considered critical because

if the organizational structure is highly complicated and steeply, it is difficult to
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implement projects like ITIL. ITIL implementation needs strong and timely collaboration
and cooperation of various individuals and functions across the organization. Thus, ITIL
implementation will be highly impeded if the organizational structure is not ITIL aligned.
In other words, it was unlikely to implement ITIL in the presence of departmental
demarcations as it was at the beginning of the ITIL implementation. At the outset when
the project was started, the organization of the IT division was not as per the requirement
of ITIL framework. It was highly departmentalized and rigid. However, in the meantime
the Information System division was reorganized to fit the ITIL service lifecycle modules
which include service strategy, service design, service transition, service operation, and
continual service improvement. As a result, executions of cross-functional processes were

facilitated, and improved the provision of end-to-end services.

In general the finding of this study about CSFs revealed that all the CSFs in the
theoretical pattern were supported or confirmed by this study. The CSFs which were
supported by small number of studies were weakly addressed by interviewees in the
empirical study. From these findings we can realize that almost all CSFs seemed to be
similar irrespective of the context in which ITIL is implemented. This means CSFs are
few and key areas of activity which are not affected by contextual factors. On the other
hand, even the typical CSF of this study (ITIL aligned organizational structure) was most
likely embodied in high level CSFs or it was less critical as it was indicated on the result

of this study.
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5.2 Conclusion
This study has focused on the exploration of influencing factors that act as barriers and
CSFs to the implementation of ITIL in ET. As a result, a variety of barriers were

identified. The barriers were classified as:

» Common to most ITIL implementation processes. These include lack of top
management support and commitment, lack of resource, lack of ITIL knowledge
and expertise, resistance to change, lack of communication and cooperation,
difficulty in engaging the right people to the right position, unable to maintain
momentum, and lack of appropriate measurement and evaluation mechanism to

measure benefits of ITIL.

» Unique to a single case of ITIL implementation process from the reviewed
literatures and confirmed by this empirical study. These include lack of
commitment from those who involved in the implementation of ITIL, difficulty
in process governance and management, process misalignment, weaknesses in
organizational change management, time lag between investment on ITIL project
and performance outcome, not assigning process owners on time, being too
ambitious to see the outcome from the ITIL investment, rigid organizational
structure, difficulty in deciding process priority, fear of ITIL, and inappropriate
process management tools. This showed that ET’s ITIL implementation process
has been surrounded by a number of barriers in addition to those barriers

mentioned as common.
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» Barriers which are typical to this empirical study. These are complexity of
integrating ITIL to the existing system, and composition of ITIL implementation
project team members. This showed that ET is lacking ITIL aligned
organizational structure, appropriate process integration tools, and people with

the relevant skill and competencies.

» Barriers that were mentioned in the reviewed literatures but not confirmed by this
study. This might be because a single empirical study is not expected to confirm
all barriers which were identified by many studies which were conducted under
different contexts. Another possible justification for not confirming these barriers

might be resulted from the fact that the interviewees didn’t discuss about them.

Generally, ET’s ITIL implementation process has encountered with a catalogue of

barriers which have negative influence to its successful implementation.

» The study also identified eight CSFs to the implementation of ITIL in ET. Of
these, all CSFs except one are similar to the theoretically identified CSFs.
These are top management support and commitment, training and expertise of
people involved in ITIL implementation, ITIL process implementation and
applied technologies, organizational change management, communication
and cooperation, project management and governance, monitoring and
evaluation, and ITIL aligned organizational structure. The last factor is

typical to this study.
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In general, all the CSFs in the theoretical pattern were supported or confirmed by this
study. The CSFs which were supported by small number of studies were weakly
addressed by interviewees in the empirical study. From the findings we can conclude that
almost all CSFs seemed to be similar in the theoretical and observed patterns of CSFs
irrespective of the context in which ITIL was implemented. This means CSFs are few and
key areas of activity which are not seriously affected by contextual factors. On the other
hand, even the typical CSF of this study (ITIL aligned organizational structure) was
assumed to be embodied in other CSFs in the theoretical literature. It was also observed
as less critical in the study because it was mentioned and discussed only by one of the

interviewees.

A single case study methodology was applied to undertake this research. Data was
collected through document analysis, interview and direct observation. Interviewees were
selected based on three different categories: ITIL implementation project member,
process owners, and process operators. One project manager, two process owners, and

two process operators, for a total of five interviewees were selected.

The research revealed that ET is indeed facing barriers to its ITIL implementation efforts.
It is believed that these barriers can be mitigated through a better performance in the
identified CSF areas. In the context of this study, CSFs were understood as high level
factors if they are well addressed, they have a potential to solve or minimize all the
identified barriers. Besides, it is also believed that they have a capacity to create

additional opportunities to success.
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5.2.1 Research Contribution

The result of this study offers several benefits for both practitioners and academics. First,
it gives insights as to which influences are acting as barriers, and which influences are
acting as critical success factors. This will allow ET to focus its efforts towards those
actions that can help overcome barriers and perform better on achieving critical success
factors. On the other hand, the theoretical contribution of this research is that it filled a
part of the gap available in knowledge limitations of Ethiopian literature. Thus, this

research can serve as a springboard for future researches on related topics.

5.2.2 Limitations of the Study

This research had several limitations that must be noted. First, because this was a single
case study, the generalizability of the result is only for the case company. Second, as this
study is the first qualitative study conducted by the researcher, the amount of data
collected and depth of analysis was potentially limited by the experience of the
researcher. Third, though the top management is the sponsor of the ITIL implementation

project the interview didn’t include interviewee from the top management.

5.3 Recommendation
Based on the overall result, discussion and the basic questions of the study, the following

recommendations were made both for practitioners and academic research.

5.3.1 Implications for Practitioners
Practitioners in ET should work on the enhancement and better performance of the

identified CSFs to mitigate all the identified barriers as well as to create additional
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success opportunities to successful ITIL implementation. To this end, the top
management need to be supportive and committed to the ITIL implementation success,
the company needs to focus on wide-spread awareness creation and education efforts at
all the implementation levels, and training opportunities must exist according to the
requirement of the ITIL framework. Second, ET need to have ITIL champion, someone
who can promote ITIL, to create awareness and better understanding of ITIL and gain
support from all ITIL implementation stakeholders. There should be monitoring and

evaluation at all stages of the ITIL implementation process.

Generally, ET needs to focus its efforts and resources on factors considered as CSFs and

perform better in those areas to increase its chance of implementing ITIL successfully.

5.3.2 Recommendations for Future Research

The study has not been entirely conclusive and has led to many questions related to ITSM
practices of Ethiopian organizations. Further studies are therefore required to both extend
this research and help improve the ITSM practices in Ethiopia. Therefore, in conclusion

to this study some future work recommendations are presented below:

1. Case study on ITIL implementation influencing factors in ET by involving

interviewees from the top management too.

2. Research on ITIL implementation influencing factors in Telecom companies

using quantitative method, using models proposed in this study.
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Appendix B: Organizational Structure of Ethio Telecom

__________________ Board of Directors

Chief Executive Chief Operating
Officer Officer

Chief Internal Audit
Officer

d Chief Finance
Officer
A Chief Legal
Officer
Chief Human Resources
Officer

Chief Sourcing
& Facilities
Officer

=l conletaliatiagtaly |

Chief Security
Officer

PMO
Officer

Chief Quality & Process
Officer

Chief Residential

GhistiCustomer Chief Technical Chief Information

Services g $
Officer Officer Officer

: Chief Enterprises
Marketing & Sales Officer

Officer

Source:- http://intranet.ethiotelecom.et/sites



Appendix C: List of Ethio Telecom ITIL Service Processes and process owners

Process owner

Process Name

Process owner A

Business Relationship Management, Demand Management, Service
Portfolio Management, Strategy for IT Services

Process owner B

Availability Management, Capacity Management, Supplier Management
, IT Service Continuity Management

Process owner C

Access Management, Event Management, Incident Management,
Problem Management, Request Fulfillment

Process owner D

Release and Deployment Management, Service Validation and Testing,
Transition Planning and Support

Process owner E

Change Management, Continual Service Improvement

Process owner F

Service Catalogue Management

Process owner G

Information Security Management

Process owner H

Service Asset and Configuration management

Process owner |

Knowledge Management

Process owner J

Financial Management for IT Services

Source: http://intranet.ethiotelecom.et/sites




Appendix D: The integration of ITIL modules

Service transition

® [T changes managed
and controlled.
® Failures and sarvice
disruptions resulting from
change are reduced.
®* Unexpected impact
to day-to-day business
operations awoided.

®  Cycle time for change
reduced significantly.

* More change achieved faster
and cheaper, driving
additicnal walue.

# Pace of change creates
onganizational agility.

(Source: Cartlidge et al. 2007)



Appendix D: Ethio Telecom Press Conference on Service Quality
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Appendix E: Interview guide for interviewing ITIL Implementation Project Manager
Q1. How did you start to involve in ET’s ITIL implementation process?

Q-1-1 At that time, have you ever heard of the ITIL framework, or attended training on
ITIL?

Q-1-2 After assigned as a project manager what were your main responsibilities?

Q-1-3 what general knowledge and skill is required to properly play the role of a project
manager?

Q2. How is Ethio Telecom going through the ITIL implementation process?
Q-2-1 How did ET start to implement ITIL?

Q-2-2 How do you explain the composition, ITIL knowledge and previous ITIL
implementation experience of the ITIL implementation project team members?

Q-2-3 How was your ITIL process implementation approach?

Q-3 From your experience of ITIL implementation in ET, what are the barriers to
successful implementation of ITIL?

a. What do you understand by barrier?

b. Why do you call them barriers?

c. How did they damage or hurt the ITIL implementation process or outcome?
d. Can you give me an instant of a barrier?

Q-4 What factors do you think are vital or decisive for the successful implementation of
ITIL?

a. What do you understand by critical success factor?
b. Why do you call them critical success factor?
c. How did they influence the ITIL implementation process or outcome?

d. Can you give me an instant of critical success factor to the implementation of
ITIL?

Vi



Appendix F: Interview Guide for interviewing Interviewees from Process owners

Q1. How did you start to involve in ET’s ITIL implementation process?

Q-1-1 At that time, have you ever heard of the ITIL framework, or attended training on
ITIL?

Q-1-2 After assigned as a process owner what were your main responsibilities?

Q-1-3 what general knowledge and skill are required to properly play the role of a
process owner?

Q-2 From your experience of ITIL implementation in ET, what are the barriers to

successful implementation of ITIL?
a. What do you understand by barrier?
b. Why do you call them barriers?
c. How did they damage or hurt the ITIL implementation process or outcome?
d. Can you give me an instant of a barrier?

Q-3 What factors do you think are vital or decisive for the successful implementation of
ITIL?

a. What do you understand by critical success factor?
b. Why do you call them critical success factor?
c. How did they influence the ITIL implementation process or outcome?

d. Can you give me an instant of critical success factor to the implementation of
ITIL?
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Appendix G: Interview Guide for interviewing Interviewees from IT Staff
Q1. How did you start to involve in ET’s ITIL implementation process?

Q-1-1 At that time, have you ever heard of the ITIL framework, or attended training on
ITIL?

Q-1-2 After assigned to work with ITIL framework what were your main

responsibilities?

Q-1-3 What general knowledge and skill are required to properly work with ITIL

framework?

Q-2 From your experience of ITIL implementation in ET, what are the barriers to

successful implementation of ITIL?
a. What do you understand by barrier?
b. Why do you call them barriers?
c. How did they damage or hurt the ITIL implementation process or outcome?
d. Can you give me an instant of a barrier?

Q-3 What factors do you think are vital or decisive for the successful implementation of
ITIL?

a. What do you understand by critical success factor?
b. Why do you call them critical success factor?
c. How did they influence the ITIL implementation process or outcome?

d. Can you give me an instant of critical success factor to the implementation of
ITIL?



Appendix I: Observed pattern for ITIL Implementation Barriers

Question: What are the barriers to the implementation of ITIL in ET?

rv
PM PO POP DO Observed
barriers
Lack of process
shortage of budget integration and | Lack of automating Absence of Lack of
to buy tools, and - process
f i automation tools . resource
or training automating tools
tools
We did not get
Lack of competent . .
Caff i ITILpIt To give ABC of | adequate and Service desk
sttt In ' ITIL and to relevant training staffs were
has 'mp?d_e_d guide and before the observed Lack of ITIL
core activities follow up the commencement of | challenged by knowledge and
of the employees by ITIL alarm expertise
implementation itselfisa implementation. management
headache. This has affected system
process our performance
Traditional Some IT staff
Difficulty to mindset of the There is no member§ used
IT staff. the previous
persuade observable ; .
Interest of . reporting Resistance to
employees on the difference from .
employees template instead | change
advantages of ITIL formerly used
: . always to work of the template
implementation. - X packages and tools. : .
in business as compatible with
usual attitude. ITIL
The IT staff was
not
communicated
Lack of . about
. . Sometimes we - Lack of
Information gap is | constant organizational

the observable

communication

were not even
informed on what

restructuring

communication
and

hurdle. and before the .
. comes next. . cooperation
cooperation. restructuring as
per ITIL
lifecycle
modules
Lack of continues Itis difficultto | We are Lack of top
follow up and get adeql_Jate overburdened and, management
and required the number of
support from the . support and
- resources on employees assigned .
management side. . S commitment
time. is limited.
The team It seems that Art_)ltrary
L assignment of - .
composition some FOCESS OWNENS Difficulty in
heavily depends on | employees can Eesulted in lack of engaging the
IT background perform better right people to

rather than
diversified field of
study.

if they were
assigned in
other sections

know-how,
problem of help
and support across
their section.

the right
positions




PM

PO

Staff

DO

Observed
barriers

| am afraid; there is
no equal awareness
in the organization

across the board.

Majority of the
IT staff didn't
understand
what ITIL is
and what its
benefits are to
employees and
the company.

We do not
understand the use
of all these
intricacies.

Lack of
awareness

The
management,
process owners,
and the IT staff
too didn’t exert
the necessary
effort as was at
the beginning.

Hustle and bustle
of the activity at the
outset fails to
continue.

Unable to
maintain
momentum

All of us (the
management,
project team
members, and
process owners)
didn't exert as
much effort for the
success of the ITIL

The top
management
was not
committed to
provide the
necessary
resources, and
to spend part of

Lack of
commitment
from those who
involved in the
implementation

implementation as | its time for of ITIL
expected from us. advertising
This means most of | ITIL to the
us were not whole
dedicated company.
Difficult to
manage processes
because they are
not properly process
integrated and management soc .
som% of the related | was n%t as Difficulty in
processes were not | simple because prc\J/cerzs n
grouped under the | processes were gg de ance
same process not well

management

owner. Under this
condition process
governance caused
cost and time
overhead

integrated and
automated
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Observed

PM PO Staff DO .
barriers
Within the ITIL
framework,
processes have
interaction among
them. This means
the output of one
Exupee:(t)islstilg of process becomes an
integrating input to other
related processes.
rocesses. some | However, there is a
processes’are case where some roece
Eot aligned variables were not misalignment
This cguseé similarly defined in g
additional the interacting

overhead of
time and other

processes, which
could cause
unwanted results.

resources.
Example alarm
severity definition
on incident
management and
problem
management.
There is no
clear cut
criteria to
measure the
financial No appropriate
benefits gained measurement
after the and evaluation
implementation mechanism to
of ITIL to measure
convince the benefits of
top ITIL
management

for additional
support and
resources

Lack of
interest of
newly assigned
employees.

The adverse
effect of change
on IT functions.
Lack of
communication.

Weaknesses in
organizational
change
management

Xii



PM

PO

Staff

DO

Observed
barriers

The delay of the
project resulted in
the delay in the
expected
performance
outcome. Delay in
the project is
caused by many
reasons, but the
practically
observed reasons
include delay of
suppliers, delay of
consultants,
problem in the
capacity of
employees to
deliver their
assignment on
time, etc.

Time lag
between
investment on
ITIL project
and
performance
outcome

No process owner
for some processes
at the outset. This
delays the design
and
implementation of
the processes

Not assigning
process owners
on time

The top
management
was eager to
see outcome
improvements
on as many
processes as
possible, in as
much short
time as possible

Being to
ambitious to
see the
outcome from
the ITIL
investment
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PM

PO

Staff

DO

Observed
barriers

Up until the
recent
reorganization
of the IT
division as per
the ITIL
requirement
(Service
strategy,
service design,
service
transition,
service
operation) there
was problems
in working with
the ITIL
framework
because of the
previous rigid
organizational
structure or
departmental
demarcation

Rigid
organizational
structure

There was no
clear
justification on
which process
to implement
first.

Difficulty in
deciding
process priority

Complexity of
Integrating
ITIL to the
existing system

Complexity of
Integrating
ITIL to the
existing system

Composition of
ITIL project team
members

Composition of
ITIL project
team members

IT staffs fear to
use the ITIL
framework because
of lack of adequate
knowledge of the
framework

Fear of ITIL

some of the process
management tools
are not fit purpose,
they do not deliver
the expected output

Inappropriate
process
management
tools

Xiv



Appendix J: Observed pattern for ITIL implementation critical success factors

What are the critical success factors to the implementation of ITIL in ET?

Data Source Categories

CSFs PM PO POP
The top management:
-is the sponsor of the ITIL | The support of the top
project by allocating all management is very
critical to: resources. important from end to end:
- the overall ITIL implementation -advocates ITIL and -resource allocation.
- the approval of ITIL project creates interest on others. -enforcing compliance to
-provision of human and other -oversees the ITIL working as per the defined
Top resources. implementation project procedures and processes.
management | -enforce rules and regulations. status. -enhancing the morale and
supportand | -Oversee the overall ITIL commitment of others in the
commitment | implementation. company.
-ITL roles at every level
Training and -it is an intervention to require some degree of skill
expertise of | -crucial to the success of ITIL build skill and competency | and competency in ITIL.
people implementation. of employees. -Although there is a good
involved in -to develop skill and competency of | -ITL roles at every level attitude on ITIL, it is
ITIL employees. require some degree of difficult to implement ITIL
implementati | -to enhance the efficiency and skill and competency in without relevant skill and
on effectiveness of employees. ITIL. competency.
-critical for consideration
of: organizational
readiness, scoping,
ITIL process | -helps to group related processes governance, training, tools
implementati | under the same process owner. ,and resources which are
on and -helps to automate processes and vital for ITIL
applied thereby: ensure quality, decrease implementation.

technologies

cost.

Organization
al change
management

Helps to address changes
related to:
-organizational structure
and organizational culture.
-change is the soul of any
business environment. It
can cause up to 70%
failure if not properly
managed.
-ensures successful
implementation of ITIL.

Organizational change
management is very
important for the success of
ITIL. Because:

-ITIL is more of
organizational change than
technological.

-managing this change,
especially the people aspect
is very crucial.
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Critical

Success
Factor PM PO POP
Communication and
cooperation are very
important for ITIL
implementation success.
Because:
Communication and -the first thing that needs to
cooperation is very be done in ITIL is creating
important for ITIL success | awareness through
in that: communication.
-helps to build awareness -then comes working
about the need for ITIL. cooperatively towards a
-help employees common goal.
understand and internalize | -Helps all involved parties
change. to work with maximum
-helps to deliver the right effort to realize the expected
message at the right time in | benefits of ITIL
the right channel from the
Communicat right source.
ion and -helps to reduce project

cooperation

risks.

Project
management
and
governance

Project management and
governance is decisive for
successful implementation
of ITIL. Because:
-provides a decision
making framework that is
logical, robust and
repeatable to govern the
ITIL implementation
project.

-clearly outlines the
relationships between all
internal and external
groups which are involved
in the implementation of
ITIL.

-ensures appropriate
review of issues
encountered during the
process.

-Following a solid project
management and
governance principles and
best practices is crucial to
successfully govern ITIL
implementation project.
-Combining ITIL
implementation with
operational activities most
probably leads to failure of
both.
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Critical

Success
Factor PM PO POP
Monitoring and evaluation
is vital for successful
implementation of ITIL.
Because:
-ITIL implementation
requires close follow up of
middle and top level
managements.
-helps to get feedback on
the overall ITIL
implementation process.
Monitoring - It is the foundation for
and continual service
evaluation improvement.
ITIL aligned organizational
structure is crucial for the success of
ITIL implementation in that it:
-avoids the negative impact of rigid
organizational structure.
ITIL aligned | -helps maintain strong and timely

organization
al structure

communication and cooperation

easily.

Key: PM-Project manager, PO-Process owner, POP-Process operator
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Appendix K: A matrix that shows observed CSFs derived from observed barriers by

inductive reasoning method

Critical Success Factors
To Training and ITIL process Proiect
P Organizational | Communicat | competencies | implementati | ITIL aligned | Monitoring .
management - . L2 manageme
Change ion and of involved onand organization | and
support and - - - . nt and
. Management Cooperation | people in applied al structure Evaluation
commitment . governance
ITIL project technology
No
. appropriate | Time lag
Difficulty in OC]EompIexny measureme | between
Lack of top . Lack of ITIL ricutty . nt and investment
Resistance to Lack of deciding Integrating .
management knowledge evaluation on ITIL
change awareness . process ITIL to the - -
support and expertise S _ mechanism | project and
priority existing
system to measure performanc
benefits of | e outcome
ITIL
Difficulty to
L ack of mﬁ_nar?ﬁlssues Lackof_ . Difficulty in
rac ? \rN Iﬁt daf\r/em Cﬁmrr]r:jumcal Fear of ITIL process
esource esulted fro | onand governance Rigid
orr]gamzatlona cooperation and organization
“ change management | al structure
S
g Difficulty in Complexity of Lack of Inappropriat
& | engaging the Inte rr;tin y commitment e rpopcesg
right people grating from those P
. ITIL to the management
to the right existing system who P tools
position gsy involved rocess
misalignment
Not
assigning
process
owners on
time
Being to
ambitious to
see the
outcome
from the
ITIL
investment
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