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Abstract

Studies indicate that organizations are having problems to deliver IT services that correspond
with the business processes. These problems are mainly a result of misalignments between
business- and I'T processes where IT processes have to be centralized, instead of separated from
organizations. In this study we address the issue of misalignhments between business- and IT
processes by describing how a sustainable alignment should or could be achieved. We are also
exploring best practices and concepts of I'T Service Management for identifying how achieved
business & IT alignment could be used to deliver I'T services which correspond with the business
processes of an organization. Finally, explaining what is important when measuring I'TSM quality
and how the quality aspect should be measured.

To answer the purpose with the study we have chosen to perform qualitative expert interviews
with four different I'T-experts working with I'T Service Management and business & IT
alignment. The collected data from the informants, a theoretical framework including business &
IT alignment achievement, business processes improvement, and IT service quality control has
together formed the result of our investigation.

The findings from our study indicate that the boundaries between business and IT are rather
unclear where communication, collaboration, knowledge, understanding, and agreements
between business and I'T are important prerequisite for delivering I'T services that correspond to
the business process. We have also concluded that there are no specific guidelines from which
the quality aspect of I'TSM should be measured. We have identified that different technical and
organizational components are dependent on others and these have to be compared for
measuring Quality of Service.
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1 Introduction

1.1 Background

Information Technology (IT) is seen as a strategic and critical resource for improving the
business processes of an organization (Cater-Steel et al, 2006; Haverblad, 20006; Sall¢, 2004; van
Bon & de Jong, 2007; Zhang et al, 2009). As the importance of I'T grows, demands from both
internal organizational forces and customers tend to grow larger (Feridun & Rodosek, 2003). As a
result of its increasing role, I'T should no longer be viewed as a separate part of the organization,
but a centralized element (Sallé, 2004). The developers of I'T services are changing from
technology providers into strategic partners. This means that I'T has to strive from a
technological perspective and become more customer and service oriented. That is, however, not
an easy task for organizations to master (Graves, 2010; Lahtela et al, 2010; Zhang et al, 2010)

The shift from delivering I'T as services rather than technology requires a different approach to
IT Management which is called IT Service Management (ITSM) (Sallé, 2004). ITSM is a way of
organizing and improving I'T processes to support business operations and objectives (Sallé,
2004; Haverblad, 2004; Keel et al, 2007; Zhang et al, 2009; Winniford et al, 2009; Graves, 2010).
ITSM is unorthodox in a way because I'T used to emphasize technological functionalities and
deliverance of standalone components. In the I'TSM approach, I'T should focus on a service
perspective where components are grouped together and delivered as services, rather than parts
of technology (Feridun & Rodosek, 2003; Haverblad, 2004).

ITSM is not a new phenomena, it has been around for some years and has become even more
important for I'T success through the years (Haverblad, 20006). Previous studies have focused on
investigating the shift from technology to service oriented I'T management. Haverblad (2004)
argues that this is an important step for organizations to take. I'T has to support organizational
demands and deliver what is needed in terms of supporting the business strategy. As ITSM
involves matching IT with requirements of the business it is often related to business & IT
alighment. Business & IT alignment is defined as applying I'T which should be in harmony with
business strategies, goals and needs of an organization (Henderson & Venkrataman, 1993;
Luftman et al, 1999). There is a strong correlation between organization’s business & IT
alighment and their performance (Luftman & Ben-Zvi, 2010). However, efficient business & IT
alighment is a considerable task since organizations need to be able to use I'T in such a way that it
supports business strategies and processes (Luftman, 2000).

ITSM is practiced in most organizations through the IT Infrastructure Library (ITIL) which has
become some sort of “best practices” regarding how IT services should be implemented to
support business processes (Cater-Steel et al, 2006; Murray & Mohamed, 2007). There are,
however, substantial variations when it comes to practicing I'TIL in organizations since the
implementation process is rather descriptive, meaning that there are no standardized ways to use
it (Cater-Steel et al, 2006). Each IT process has to be tailored to fit different businesses but there
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are no reliable standards available for doing it. This is a concern in many I'T service organizations
and considered as a difficult task to master (Lahtela et al, 2010; Zhang et al, 2010). Organizations
should have better guidance of which IT services that would support their business and how
these should be designed and used (Graves, 2010).

Other research focuses on the quality perspective of ITSM and how the approach can bring
Quality of Service (QoS) to organizational business processes (Parasuraman et al, 1985). This
approach emphasizes service and customer orientation where I'TSM aims at delivering I'T services
with high customer quality. This means that customers can assess if the I'T services are an asset to
their businesses.

Based on previous studies we can distinguish different concerns regarding how I'TSM should be
designed and used to support business processes. First, organizations need to produce and
deliver IT as services instead of technology. This is the most basic concern for practicing ITSM
and making I'T more efficient. Secondly, business and IT need to be aligned with each other.
Where IT should shape and form the business, making the organization function efficiently.
Thirdly, there should be better guidance of which IT services that should be the focus of ITSM.
Organizations need to distinguish which IT services those are important for their business
processes and how to make them efficient. Fourthly, I'TSM has to bring additional value to the
business processes in forms of QoS. Also, there need to be some kind of evaluation process
where the quality measurements are controlled.

Instead of addressing the concerns of how I'TSM should be designed and used we want to
describe what is important for organizations that want to improve their businesses by using IT
support. Describing in what way sustainable business & IT alignment should or could improve an
organizations ability to deliver I'T services which corresponds to the business process. Also
exploring how quality and an additional value could be brought for organizations that use ITSM.

The area is interesting because I'T has been one of the greatest resources for organizations for a
long time, but the use of IT is constantly changing. That’s because the business world also
changes and new demands need to be met. We are interested in exploring if business & IT
alighment can be used for developing more efficient I'T services to support business processes
and deliver additional value to organizations.

1.2 Problem area

IT is seen as a vital strategic and critical resource for organizations in order to improve their
business processes. However, I'T as an autonomous force is not useful for organizations, I'T has
to be given a purpose and related with something to give a meaning and usefulness. In other
wortds, IT, like an atom, need to be combined with other atoms to form molecules of different
substances that are meant for different purposes. In I'T science the phenomena where single I'T
components are grouped together to form a greater entity is called I'T services. However,
managing I'T services is a difficult task. The approach for supporting development of I'T services,
8



IT Service Management (ITSM) is widely used, but a lot of organizations are still struggling to use
IT efficiently (Graves, 2010; Lahtela et al, 2010; Zhang et al, 2010).

Efficient business and I'T alignhment is a considerable task for organizations. I'T should allow
them to be able to use I'T in such a way that it supports business strategies, goals and needs
(Luftman, 2000). Organizations struggle to distinguish which IT services that are important for
their business, how these should be designed to fit the business, and how they should be used
efficiently (Cater-Steel et al, 2006; Graves, 2010; Haverblad, 2004; Lahtela et al, 2010; Zhang et al,
2010).

We want to explore the concern regarding what is important for organizations that want to
benefit from using an I'T support. Describing how the relation and alignment between business
and IT should or could be achieved. This investigation could help organizations to deploy I'T
services that make them operate more efficient, but also being more effective by having IT that is
in harmony with business strategies, goals and needs. In order to do so we are going to
investigate how business and IT alignment is of importance for I'T organizations, but also look at
best practices and concepts of I'T Service Management and investigate how these should be used
to support the business.

To conduct our investigation we will focus on the concerns mentioned in previous studies. The
three major concerns we have distinguished are: achievements of business & I'T alignment,
improvement of business processes through I'TSM, and establishing QoS. Given these three areas
we are especially interested in studying the correlation between business & IT alignment and
ITSM. In order to investigate how business & I'T alignment affects I'TSM we needed to formulate
parallel research questions. Firstly, exploring how the relation between business and IT should be
managed, understood, and achieved. Secondly, present how I'TSM could be improved by a
sustainable business & IT alignment. The primary research question we have been working with
is:

Q1: How should or could alignment between business- and I'T processes be achieved?

The findings from our primary research question will next be used to explore our second

question:
Q2: How could organizations deliver I'T services which corvespond with the business processes?

We believe that organizations who are able to deliver I'T services which correspond to the
business processes are could meet their demands, goals, and needs. This is, however, not enough.
Organizations have to be able to measure the quality aspect of ITSM and observe if the changes
made are affecting the business. We would therefore like to investigate how I'TSM quality should
be measured and what is important to measure. Also straighten out if efficiency or effectiveness,
or both measurements are important for the quality aspect of an I'TSM project. Our third
research question is therefore:

Q3: How should the quality aspect of ITSNM be measured?



These three research questions are going to form the foundation of our research where the
purpose of our investigation is to describe how business & I'T alignhment could be achieved. With
these findings, we are then going to explain how organizations could deliver I'T services which
correspond to the business processes. Also demonstrate how the quality aspect of I'TSM could be
measuted.

1.3 Delimitations

We are not going to make an in depth investigation about organizational factors. That is because
our research objective focuses on how correlations between business and I'T are established. A
deeper organizational investigation would imply another thesis in its own. We are not going to
include technical aspects of IT service development, since we are interested in explaining how I'T
service development is managed. We are not going to make an in depth investigation of the
various frameworks and standards used for ITSM. Our objective is to investigate how
frameworks and standards can be a useful tool for ITSM and how organizations should interact
with them. We are not going to examine the actual process of measuring QoS regarding different
calculations and quantifications. That is because we are interested in from which basis the quality
aspect should be measured.

1.4 Literature review

For achieving the purpose of the investigation, we have examined theoretical literature describing
our problem area. We have read problem oriented literature in the area of business & IT
alignment and IT Service Management which gave us extensive knowledge in the area and helped
us to specify our research questions. A considerable task has been to examine all literature

critically to exclude biases and be concrete through our investigation.

Through establishment of our theoretical foundation we have been able to create a broad
understanding of the problem area, but also been able to create a research template of quality and
relevance. We have also used the theoretical foundation to analyze the answers our research
resulted in. Because of that, we have been able to align the theory with our research results and
found conclusions which answer our research questions.
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2 Theory

2.1 Business & IT alignment

Business & IT alignment is defined as applying I'T which should be in harmony with business
strategies, goals and needs (Henderson & Venkrataman, 1993; Luftman et al, 1999). There is a
strong correlation between an organization’s business-IT and their performance (Luftman &
Ben-Zvi, 2010). Organizations having effective and efficient I'T supporting their business
strategies will meet their goals and needs easier (Wieringa et al, 2005; Silvius, 2009). However,
establishing sufficient business & I'T alighment is a significant problem for most organizations
today. There are still a lot of challenges which need to be met before organizations can match
their business requirements with I'T.

There are different concerns regarding how to address the problems with business & I'T
alighment. Wieringa et al (2005) claim that the intention of business & IT alignment is to match
IT with requirements of the business, making the business empowered with I'T support.
According to Silvius (2007) business & IT alignment is the degree to which the IT applications,
infrastructure and organization enables and shapes the business strategy as well as the process to
make it realized. IT is not only present for empowering the I'T, but also for shaping the business
making the two more flexible towards each other. Luftman (2000), on the other hand, claims that
strategic alignhment both address how IT is in harmony with the business, but also how the
business should be in harmony with I'T. He mentions that there need to be a symbiosis between
business and IT, where both parts contribute equally.

Instead of addressing the fit between business and IT, Chen (2010) claims that the issue of
Business & IT alignment should be addressed at strategic, tactical, operational levels. An
organization’s strategic alignment focuses on meeting future needs; tactical alignment allows
organizations to distribute I'T resources effectively; operational alignhment guarantees effective
and efficient I'T supporting the organizations operations on a daily basis. Organizations that can
create a sustained alignment on these levels will improve their performance and operate more
effective. Organizations do however struggle with misalignhments in these regions where the top
five reasons are lack of a close working relationship between I'T and business, lack of effective
prioritization of I'T needs, inability of I'T to meet its commitments, I'T’s lack of understanding of
business, lack of senior executive support of IT, and lack of leadership in I'T management (Chen,
2010).

There is a clear tendency explaining that business and IT could be related to each other in
different ways to encourage alignment. There are also different reasons which lead to alignment
or misalignment between business and IT. Luftman et al (1999) explain these as enablers or
inhibitors. Enablers are activates that organizations should focus on to strengthen alignments and
inhibitors are activities that hinder them. The most important enablers according to Luftman et al
(1999) are: Senior executive support for IT, IT involved in strategy development, I'T understands
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the business, Business - I'T partnership, Well-prioritized I'T projects, and I'T demonstrates
leadership. The inhibitors are: I'T/business lack close relationships, I'T does not prioritize well, I'T
fails to meet its commitments, I'T does not understand business, senior executives do not support
IT, and I'T management lacks leadership.

Other research address the social dimension of IT alignment. Reich & Benbasat (2000)
investigated such factors with regard to short- and long term alignment, finding that four of six
propositions affected social dimensions of I'T alignment in some way. The propositions either
investigated the relation between business and I'T executives or business and I'T planning
processes. The influences which were supported did only include relations between business and
IT executives in the area of: level of communication, level of connection, level of shared domain
knowledge, and success in I'T implementation. This means that there are a greater need for
connection between business and I'T executives than business and I'T planning.

As discussed the alignment issue could be viewed from different angles. There is variety among
researchers whether I'T should support the business, vice versa, or whether both should
contribute equally. What most researchers, however, do agree on is that there are certain ways to
either help or hinder the alignment between business and IT. They also agree that there are tasks
which need to be considered when evaluating an organizations maturity to business & IT
alignment. The main goal is to assess the level of strategic alignment in an organization, for
understanding their current alignment between business and I'T (Luftman, 2000; Tapia, 2007;
Silvius, 2007; Chen, 2010). Placing organizations in different I'T maturity levels makes it possible
for them to see where they stand and how they can improve business & IT alignment.

2.1.1 Strategic Alignment Maturity

Mature business & IT alignment is a task which develops through time and includes several
different variables. According to Luftman (2000), a mature alignment is where IT and other
business functions adapt their strategies together, harmoniously. To be able to attain business &
IT alignment, an organization needs to evaluate where it is and where it needs to go to sustain the
alignment. Luftman (2000) has presented an alignment maturity assessment approach including
five different levels of maturity. The approach evolved from the alignment enablers and
inhibitors discussed above. But also from the alignhment maturity model which is the relationships
among twelve components of IT, business and infrastructure applied in an organization. These
relations further define business & IT alignment. Aligning these different components result in
better management and an ability to achieve coherent goals across the organization.

As mentioned above, Luftman’s method for evaluating business-IT maturity includes five levels
of strategic alignment maturity:

1. Initial/ Ad Hoc Process

2. Committed Process

12



3. Established Focused Process
4. Improved/Managed Process
5. Optimized Process

Initially, an organization is placed within a specific level depending on their harmony between I'T
and business strategies, goals, and needs. In order to be able to position an organization on a
specific level, each of the five levels focuses, in turn, on a set of six criteria focused on business-
IT success. The six business & IT alignment criteria are:

1. Communications Maturity

2. Competency/Value Measurement Maturity
3. Governance Maturity

4. Partnership Maturity

5. Scope & Architecture Maturity

0. Skills Maturity

The criteria are applied to evaluate how the business is in harmony with IT and how IT is in
harmony with the business. Within each of the criteria there are different topics which need to be
discussed in order to assess the organization’s level of strategic maturity. It’s important that each
of the criteria is evaluated individually and by a team of both I'T and business executives. The
team has an assignment to evaluate the organization’s current state of alignment and how it could
be improved. This is done by rating each criterion from a scale of one to five. Consequently, by
combining the level of maturity on each criterion, an overall assessment level of maturity can be
set. This maturity level represents the organization’s current maturity level. A roadmap is then
created, focusing on the next level of maturity and how the organization could reach that level. In
addition the alignment maturity assessment approach does not only function as an instrument for
alighment assessment, but also as a repository of best practices. (Luftman, 2000)

2.2 The Essentials of IT Service Management

2.2.1 Service Management

The core aspect of an organization that emphasizes Service Management in their business
strategy is that they produce and deliver services with substantial benefits for their customers in
terms of quality and costs (Normann, 2000; Feridun & Rodosek, 2003; Cater-Steel et al, 2000;
Gronroos, 2007). To define the relationships in the approach, the organization is responsible for
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delivering the service and the customer is responsible for using the services (Keel et al, 2007; van
Bon, 2007)

Normann (2000) argues that it is important to adopt a holistic approach towards Service
Management where the system as a whole determines how the components behave and are
formed together, as services. In order to produce a system that can be used for a long time within
an organization it is vital to identify the critical success factors within the service business so that
they reflect the management and culture of the organization. Normann (2000) has defined a
number of concepts for studying service system architecture that he calls service management
system. Service management system is a model containing five concepts for service management
success. First, market segment which declare the systems target customers. Secondly, service concept
which is the advantages given to the customer. Thirdly, service delivery systens which is much like a
manufacturing organizations production- and distribution system. In the service sector these
systems are divided into three parts: personnel, customer, and technology/physical support.
Fourthly, image which is about branding and how personnel and customers recognize the
organization. Fifth and final is exulture and philosophy, which is the social process within the
organization that leads to production of the services. These five components compose the service
management system and are important components when producing different types of systems
based on services (Normann, 2000).

2.2.2 IT Service Management

IT Service Management (ITSM) is an approach that is centered on delivering business benefits
through IT services rather than stand alone technology (Haverblad, 2004; Keel et al, 2007; Zhang
et al, 2009; Winniford et al, 2009; Graves, 2010). The shift from technology to service orientation
changes the way that I'T and business will function with each other (Keel et al, 2007). Unlike
traditional technology oriented approaches to I'T operations, ITSM strive to move toward
managing IT like a business (Winniford et al, 2009). If IT services are produced, delivered and
managed through suitable methods, they will reflect the business strategy to a larger extent and
make the business more effective (Zhang et al, 2009). It is also suitable to deliver I'T services that
is developed and managed collaboratively in the organization. By doing this the IT services would
support the business strategy and I'T infrastructure of an organization (Haverblad, 2004). For
organizations to adapt an I'TSM approach they need to change the way they manage IT.

The cause of changes in the way systems are produced, delivered, and managed are multiple.
According to van Bon & de Jong (2007) today’s organization have a need to respond to rapid
changes and traditional hierarchical organizations often have difficulties responding to these.
Instead organizations have to become flatter, more flexible, and adapt horizontal processes as
line of work. Environmental factors are also a fact since businesses become more service
oriented and organizations need to produce and deliver services as a social process, also be able
to manage these processes properly (Normann, 2000). Enterprise applications and systems have

also become more complex. Mainly because internal organizational operations need to be
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managed more effectively, but also since demands from customers are growing (Feridun &
Rodosek, 2003). For an organization this can be viewed as a chain where the demands of their
systems have to be met for meeting their organizational strategy objectives in order to deliver the
desired services for their customers. It’s not only eminent for organizations to manage their
services effectively and efficiently by doing things right and doing them the right way, they also
have to consider their costs. Since competition and demand grows, organizations need to reduce
costs in order to generate revenue, but also be more cost effective towards their customers
(Cater-Steel et al, 2000).

The pressures from the environment, the customers and the organization have led to a change in
the way systems are managed. There has been a shift from device oriented management to
customer- and service oriented management in order for organizations to manage their I'T
effectively (Feridun & Rodosek, 2003; Keel et al, 2007). I'T should be focused on delivering
components grouped together as services, rather than standalone components of technology
(Haverblad, 2004). This means that the I'T department’s role changing towards a service provider
where IT is viewed from both a technical- and user perspective (Sallé 2004; Sauvé, 2006). An
important aspect of an I'T service is the QoS which guarantees that the services are delivered
according to the customers’ demands (Parasuraman et al, 1985). To ensure that QoS is followed
through a project, certain promises made between the customer and service provider could be set
(Sauvé, 20006). These promises are often referred to as Service Level Agreements (SLAs) which
includes a formal definition of the relationship that should exist between a service provider and
its customer and are especially used when organizations outsource functions to a third party
service provider (Verma, 2001).

2.2.3 IT Service Management Frameworks and Concepts

ITSM has appeared from best practices and standards helping service providers to structure I'T-
related activities and align I'T with the business (Sallé, 2004; Winniford et al, 2009, Graves, 2010).
One of the most used and widely known best practices form the IT Infrastructure Library (ITIL)
which is a framework for implementation of ITSM (Cater-Steel et al, 2006; Ayat et al, 2009;
Winniford et al, 2009; Lahtela et al, 2010). Another early approach is Service Level Management
(SLM), which is a process ensuring that the QoS agreed on by clients and providers are met
(Bartolin & Sallé, 2004; Wang et al, 2005; Shaaf & Brenner, 2008). However, either ITIL or SLM
do not reflect a definition of ITSM. There are several other frameworks out there which is being
used, such as Control Objectives for Information and related Technology (CobiT), Capability
Maturity Model Integration (CMMI), Projects in Controlled Environments (PRINCEZ2), Project
Management Body of Knowledge (PMBOK), and Microsoft Operations Framework (MOF) are
some (Bartolini & Sallé, 2004; Cartlidge et al, 2007; Winniford et al, 2009).

ITSM frameworks do often overlap each other, the differences mainly lies in which domain the
ITSM framework focuses on (Bartolini & Sallé, 2004; Cater-Steel et al, 2006). According to
Bartolini & Sallé (2004) the frameworks either focus on the domain of I'T Governance, such as
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CobiT, or the domain of I'T Management, such as I'TIL. Cater-Steel et al (2006) go even further
and claim that there are additional business domains which could be the focus of different
frameworks. According to Peterson (2003) it is not a question of choosing which the domain of
interest is for I'TSM, rather include a wide perspective as possible. I'T functions need to be run
efficiently for supporting business needs, it is therefore important that both the concepts of I'T
Governance and I'T Management are overseen and combined relativity to the business concerns
and responsibilities. Further, he argues that the selection of IT related management options has
to be aligned with the business objectives of the organizations to be effective.

Different perceptions and definitions according to what should be included in an ITSM
framework has resulted in standards where the different streams of I'TSM have been collected
(Winniford et al, 2009). As mentioned, ITSM started to evolve from I'TIL and was developed by
the Central Computer and Telecommunications Agency (CCTA) in the United Kingdom (Sallé,
2004). The ITIL framework is now being administrated by the Office of Government Commerce
(OGC) and the best practice processes of the framework are supported by the British Standards
Institute’s BS 15000 standard for ITSM (Cater-Steel et al, 2006). In 2004, the Australian standard
AS 8101 ICT service management was released which were based on the BS 15000 standard
(ibid). In 2005, BS 15000 was also adopted by the ISO member countries which developed
ISO/IEC 20000 as a standard for ITSM (ISO, 2005). Howevet, there is an ongoing debate
regarding what aspects should be included in a standardized ITSM framework and organizations
tend to focus on I'TSM approaches related to their area of interest (Winniford, 2009).

2.2.4 Core processes in IT Service Management

In I'TSM processes are described as the way services are produced and delivered (Haverblad,
2004). There are relatively common assumptions regarding which processes should be involved
in ITSM. However, how they should be implemented can differ since ITSM is only a set of best
practices, not descriptions of how IT should be implemented and practiced (Cater-Steel et al,
2006; Graves, 2010). These best practices focus on creating a rational approach to manage
organizations IT resources (Ayat, 2009).The best practices mainly comes from different I'TSM
frameworks such as I'TIL, CobiT, CMMI, etc. However, the standards such as ISO/IEC 20000
and ISO 9000 involve a richer detail than the main frameworks, using methods explaining how to
develop effective I'T services (Cartlidge et al, 2007).

Since ITIL traditionally has been the most used framework for ITSM, the core processes have
arisen from this framework. Focus has been on the operational domains of I'TIL and mainly
service delivery processes and service support processes (Graupner et al, 2010). These two
processes sometimes refer to the core processes of ITSM and involve several sub-processes for
organizational defining I'T success (Haverblad, 2004; Cater-Steel et al, 2006; Pollard et al, 2009).
The core processes have great similarity with the sub-processes, service concept and delivery
system in the Service Management system concept (Normann, 2000).
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Service support processes are described as management of the daily processes in order to support
the delivery of services to customers. Service delivery processes, on the other hand, are tactical
processes reflecting the business strategy and yearly planning. However, the perception for
including only two core processes in I'TIL mainly reflects the second version, I'TIL v.2 (Clacy &
Jennings, 2007). The latest version, ITIL v.3, has widened the scope to include a life-cycle
perspective consisting of: service strategy, design, transition, operation, and continuous
improvement (Winniford et al, 2009). Although ITIL v.3 has been released, the majority of
implementations in 2009 were of ITIL v.2 (Pollard & Cater-Steel, 2009).

2.2.5 Challenges with IT Service Management

According to many researchers there are great challenges for organizations to take on in order to
create a sustainable business and IT alignment and ITSM. IT is a complex and diverse force for
most organizations and they have difficulties to deliver high quality IT services which align with
the business strategy (Lahtela et al, 2010; Zhang et al, 2009). Bartolini et al (2009) claim that IT
organizations usually are large and complex, divided into different groups and levels, which
makes it difficult to develop integrated I'T standards. The complexity obstructs both the strategic
management and the improvement of internal processes in order to provide effective responses
to service disruptions. The IT environment is also constantly changing, where adoption of new
IT services tend to grow since the demands grow (Haverblad, 2004). The organizational
environment is also changing, from a resource orientation which is focused on specialization of
IT functions, into a service orientation where I'T is packaged together and focused to fulfill a
greater purpose (Keel et al, 2007). Responding to these changes can result in challenges when
implementing ITSM. Keel et al (2007) implies that these challenges mainly lie in the area of
processes, people, technology, and data.

Lahtela et al (2010) argues that the difficulties are mainly based on four reasons. First, I'T
organizations are lacking appropriate methods for measuring I'T services and service management
processes. Second, the tools used by the service support teams don’t enable effective
measurement of the services. Third, standards and frameworks of I'TSM don’t provide practical
examples how to measure support processes. Forth, and finally, the options of what to measure

in service management are too many.

According to Graves (2010) ITSM frameworks lack definitions of how IT services should be
implemented and practiced. He proposes an IT service inventory which is a sort of dictionary
where organizations can identify services needed for their operations and how they should be
implemented. The IT service inventory can be described as a guide that aims at identifying how
IT should be used to fulfill specific business oriented goals or how to align I'T with business.
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2.3 Compiled theoretical framework

To make our investigation more consistent, we have established a compiled theoretical
framework including the fundamentals for achieving business & IT alignment, improving
business processes through I'TSM and QoS. The framework is used to fulfill different purposes.
Firstly, it is used to demonstrate which key aspects that is important for improving each of the
three areas. Worth mentioning is that none of the key aspects describes how to improve the
areas. Instead they consist of identifiers explaining what is needed to be done to improve the
areas. That is why we have a second purpose with the framework, to construct an interview guide
(see appendix 2) with interview questions that address how these key aspects could be formulated
into descriptions explaining how to improve the different areas. More detailed explanations on
how the interview guide was constructed can be found under each table below. Each description
in the framework is related to different interview questions. They are numbered so it should be
easy to see which argumentation that evolved from certain theoretical points.

Table 2.1 Business & I'T" Aljgnment

Fundamental Descriptions

- (1) Business & IT alignment is defined as applying IT which should be in
harmony with business strategies, goals and needs (Henderson &
Venkrataman, 1993; Luftman et al, 1999).

- (2) Match IT with requirements of the business, making the business

empowered with an IT support (Wieringa et al, 2005).

Business & IT
alignment - (3) Making it possible for IT applications, infrastructure and organization

to shape the business strategy (Silvius, 2007).

- (4) Allowing IT to be in harmony with the business, and the business to
be in harmony with IT (Luftman, 2000).

- (5) Address business & IT alignment at strategic, tactical, operational
levels (Chen, 2010).

As we mentioned above, the purpose with the framework is to construct an interview guide with
questions that address how each key aspect could be explained further.

As our main objective with the investigation is to clarify how alignment between business and I'T
should or could be achieved. It is essential to firstly explain how interactions, distinctions and
relationships between business and IT should be established. That is the definition of business &
IT alignment which is difficult for organizations to relate to. To investigate this matter further,
question 1, 2, and 3 in our interview guide (see appendix 2) have been constructed. They relate to
description (1) in our framework (see table 2.1). We think that these questions capture the main
definition of business & I'T alignhment where I'T should be in harmony with the business.

18



To explain the previous matter, we wanted to explore how the alignment of business and IT
should be established. In order to do this we wanted to examine if and how I'T should be
adjusted to function with the business. In turn we also wanted to observe if the business should
be adjusted to function with I'T, and if so, how it should be adjusted. Interview questions 4 and 5
(see appendix 2) were constructed from descriptions (2), (3) and (4) in our framework (see table
2.1) and relate to how the alignment should be achieved.

Furthermore we wanted to investigate how business & IT alignment differs in different levels of
an organization. As we want to investigate how alignment between business and I'T should be
achieved, we found it necessary to examine how business & IT alighment affects operational,
tactical, and strategic levels of an organization. Interview question 6 (see appendix 2) was shaped
from description (5) in the framework (see table 2.1) which reflects this matter.

Table 2.2 Improving business processes

Fundamental Descriptions

- (1) Focus on customer- and service oriented management instead of device
oriented management (Feridun & Rodosek, 2003; Keel et al, 2007).

- (2) Strive toward managing IT like a business (Winniford et al, 2009).

- (3) Produce IT services which reflect the business strategy to a larger
extent (Zhang et al, 2009).

- (4) Establish distinct definitions regarding how frameworks, standards and
methods should be implemented (Graves, 2010).

Improving business | - (5) Understand how analytical tasks of ITSM relate to more practical tasks,
processes since best practices and frameworks are rather descriptive (Cater-Steel et al,
2006; Graves, 2010).

- (6) Distinguish which IT services that are important for the business and
how these should be designed to fit the business (Cater-Steel et al, 2006;
Graves, 2010; Haverblad, 2004; Lahtela et al, 2010; Zhang et al, 2010).

- (7) Package IT services together rather than separating them. Due to
changing environment and efficiency needs (Keel et al, 2007).

- (8) Deal with the complexity of applications and systems (Feridun &
Rodosek, 2003).

- (9) Deal with organizational complexity which makes it difficult to develop
integrated IT standards (Bartolini et al, 2009).

Table 2.2 contains the second part of our framework and concerns our second research question
that investigates how organizations could deliver IT services which correspond to the business
processes. In order to examine this area we had to clarify the importance of emphasizing that I'T
should be developed like services instead of technology. Question 7 in interview questions (see
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appendix 2) was shaped with considerations of description (1), (2) and (3) in the framework (see
table 2.2).

Most I'TSM framework includes best practices and standards which only describe how IT
services could be developed. But there are no explanations of which processes that should be
developed and how they should be designed. We found it interesting to investigate this matter
further and are covered by interview question 8 (see appendix 2) which relates to description (4)
in the framework (see table 2.2).

We also wanted to investigate whether best practices and standards correspond to the actual
process of developing IT services. The reason for this was to get an understanding of how
analytical parts of I'TSM correspond to the more practical parts. Question 9 (see appendix 2)
relates to this matter. In order for us to formulate question 9 we used description (5) in the
framework (see table 2.2).

Further, we found it interesting to investigate the cause of problems when delivering I'T services
that corresponds to the business process. We want to explore this issue because it is one of the
fundamentals in recent I'TSM research and is needed to be elucidated. We also wanted to examine
the critical success factors for developing I'T services since we wanted to discover if some of the
problems could be countered by these factors. These two interview questions, 10 and 11 (see
appendix 2), are recurrent in most I'TSM research and are therefore not specified in the
framework. By studying these questions we want to examine if the informants point of view
corresponds to the researchers.

Since businesses get more complex and the demands of IT increases we wanted to investigate
how IT would affect the functionality of IT services. This question, 12 in the interview guide (see
appendix 2) is constructed by considering descriptions (7) and (8) in the framework (see table
2.2).

Finally we wanted to investigate structural, cultural and environmental aspects of ITSM
implementation. That is why I'TSM can have a great impact on these organizational aspects and
we wanted to explore these further. When investigating deliverance of I'T services which
correspond to the business processes we had to include such aspects since I'TSM has a great
organizational impact. Question 13, which cover this issue (see appendix 2) is related to
description (7) in the framework (see table 2.2).

20



Table 2.3 Quality of Service

Fundamental Descriptions

- (1) Establish appropriate methods for measuring IT services and service
management processes (Lahtela et al, 2010).

- (2) Decide what to measure, efficiency? Effectively? Both? (Lahtela et al,
Quiality of Service 2010).

- (3) Make sure the customer get what it wants (Parasuraman et al, 1985).

- (4) Make sure that the customer can measure the effectiveness and quality
of their services (Parasuraman et al, 1985).

The last part of our framework is illustrated in table 2.3 above. This part concerns our third main
question with the study, i.e. how the quality aspect of ITSM should be measured. In order for us
to deal with this we examined guidelines and difficulties of QoS. Question 14 in the interview
guide (see appendix 2), relates to which guidelines to measure from and was constructed with
consideration of description (1) in the framework (see table 2.3). We wanted to find out about
different methods used for measuring the quality aspect of I'T services.

Question 15 in the interview guide (see appendix 2), concerning the difficulties of measuring
quality aspects, was constructed with consideration of descriptions (3) and (4) in our framework
(see table 2.3). We wanted to explain why there are difficulties when measuring quality aspect of
IT services. This is of relevance when improvements are needed to be done and when it is
appropriate to understand the difficulties.

Finally, we wanted to examine efficiency contra effectiveness in order to clarify how they are
emphasized in business & IT alignment and I'TSM, but also to describe their relation to each
other. This issue is covered by question 16 in our interview guide (see appendix 2) and was
constructed from description (2) in the framework (see table 2.3).
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3 Method

3.1 Research strategy

In order to investigate our problem and address our research questions, we have conducted a
review of theoretical literature presented in the previous chapter. This foundation has further
been used to construct our theoretical framework (part 2.3), which is a compilation of the

theoretical investigation, but also an introduction to our research presented in this chapter.

Starting from our intention to explore relationships between business and I'T alignment and how
they affects development of I'T services, we have constructed three descriptive research questions
to explore the area from different angels (see part 1.2). That is why we have used questions of
open nature that let the interviewee speak as freely as possible. We have specified our study as an
in-depth investigation because we wanted to explore what the interviewee’s felt and thought
about the area. Since we treat business & I'T alignhment, I'TSM and QoS in our investigation, the
problem area includes three different dimensions. Thus, we had to get a richer picture of the area.
The in-depth interviews resulted in empirical findings which we analyzed using our theoretical
framework including, business & I'T alignment, ITSM and QoS. Since we investigated a rather
large and complex area we wanted to form descriptive research questions, which allowed us to
discuss the problem area more deliberately. That is why we want qualitative answers reflecting
our research questions and reach our goal with the investigation.

Since we find it of great importance to obtain an understanding of the subjects’ point of view, we
had to be well prepared in order to discuss our questions and receive appropriate answers. This
was also important in order for us to perform an open conversation with the informants and
therefore create a more flexible environment around the different topics.

3.2 Research procedure

We were both interested in how alignhment of business and IT should or could improve an
organization’s ability to deliver I'T services that corresponds to the business process. After
deciding which area to focus on we needed to extend our knowledge within the chosen area. We
began to explore business & IT alignment and ITSM in more detail. In order for us to gain a
richer picture of the area we constructed a theoretical framework based on business & I'T
alignhment and I'TSM fundamentals. These fundamentals have been chosen from theoretical
research to represent important motivators for IT alignment and I'TSM success (see part 2.3).
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The theoretical framework has also worked as a template to form our interview guide which has
been used to conduct expert interviews with persons working in the area of business & IT
alighment and I'TSM. The framework has also been used as an analysis tool to analyze and
discuss the empirical findings from our investigation.

The outcomes from our analysis and discussions resulted in conclusions presenting how business
& IT alignment could be achieved and in what way sustainable business & I'T alignment should
or could improve an organization’s ability to deliver I'T services that corresponds to the business
process. Also demonstrate how the quality aspect of I'TSM could be measured.

3.3 Methods for data collection

The main method for data collection has been interviews. These interviews have been semi-
structured because they tend to get the best result when doing face-to-face interviews (Kvale &
Brinkmann, 2009). The semi-structured interviews also gave the interviewee some degree of
freedom and still the interviewer can keep control of the process and point it at preferable
directions. Because of the descriptive research questions, the interviewee’s degree of freedom
gave us more appropriate answers. Bryman (2000) also claims that semi-structured interviews is a
good way of letting the interview be more dynamic, rather than having strict questions answered
one by one. The more dynamic way of conducting interviews were preferred because of the size
and complexity of our research question.

Before conducting the interviews, we found it important to be knowledgeable within the area in
order to fully understand the arguments from the informants. Just as Kvale & Brinkmann (2009)
states, we found it important that the quality of data produced in a qualitative interview depends
on the interviewer’s skills and subject matter knowledge. This was also of great importance in
order to be able to produce follow-up questions. Before the interview we did some extensive
training in form of interviewing each other to get ourselves prepared.

In order to perform the interviews, we followed an interview guide. This was done to have some
kind of guidance during the interviews and also worked as a template. It consisted of suggested
questions but it allowed us to follow our own judgment and use follow-up questions whenever
the interviewees’ answers opened up new interesting topics (Kvale & Brinkmann, 2009). Also
because of the size of our research question, we had to keep the interview within the boundaries.
The guide worked as a tool for keeping the course and it made it easier for us to direct the
interview to the area we were investigating.

According to Kvale & Brinkmann (2009), the most common way of recording is to use an audio
recorder. It also frees the interviewer to concentrate on the topic and the dynamics of the
interview. We figured that audio recorder were the best option because we wanted the
interviewee to feel comfortable and open minded. Another reason we recorded the interviews
was to make the transcribing process accurate and ease the analysis phase. We could rewind the
tape and go through it over and over again to make sure we did not miss anything.
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3.4 Expertinterviews

3.4.1 Interview strategy

As mentioned above, the interviews had a semi-structured approach to keep the interview open
and dynamic. We decided the order of the questions during the interview, because we wanted the
interview to proceed in a way so that the participant did not feel like they were pushed in any
directions. The respondents were sent the interview guide per mail in advance in order for them
to have a better clue what the interview is all about.

3.4.2 Design of Interview guide

In order to design the interview guide, we have taken both the theoretical framework and the
research questions into consideration. As mentioned earlier, our study concerns three major
areas, achieving business and IT alignment, improving business processes through I'TSM and
QoS. The interview guide was built upon these three areas, and each area had several questions.
At the beginning of the interview we also asked the interviewee some general questions, for
instance about their eatlier experiences and their studying background.

The interview guide consists of three parts which are described below. How the questions relate
to our investigation is further discussed in part 2.3.

Part 1 includes questions that relate to business & IT alignment. The topics for part 1 are listed
below.

e The symbiosis between business and I'T
e Aligning business and I'T

e Business & IT alignment in different levels of an organization

Part 2 includes questions that relate to the improvement of business processes. The topics for
part 2 are listed below.

e Emphasize service instead of technology
e Best practices and standardized methods
e Ciritical success factors for delivering I'T services

e Structural, cultural and complexity aspects
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Part 3 includes questions that relate to the measurements of QoS. The topics for part 3 are listed
below.

e Measurements of quality aspects of ITSM

e [Efficiency contra effectiveness

Before we began the interview, we explained the three parts briefly which gave the interviewee an
understanding the purpose of each part.

3.4.3 Selection

In order for us to explore our problem area, we have performed four expert interviews in
different companies related to I'TSM and business & I'T alignment. To find interviewees, we
contacted different companies, who might be relevant for our investigation, through mail and
presented our purpose. We got in contact with four different companies which are specialized in
different areas. The companies we contacted were BiTA, Microsoft, Deloitte and Coor. Two of
the respondents work as sales consultants and the other two within organizational management.
In order for respondents to qualify for our investigation, they have to be knowledgeable within
the area of business & IT alignment and ITSM. The informants are further discussed below.

Informant A works at a company called BiTA Service Management AB. The company focuses
on the interface between IT and the business and they offer education and consultation within
the area. It is the consultant’s experience of ITSM that acts as a foundation for their work.

Informant A has worked for the company since 2003 as a consultant. This person was relevant
for our investigation because of its broad expertise in the area of business & IT alighment, and

especially from an organizational point of view.

Informant B is employed at Microsoft where he works in an area called Solution sales. The
person has worked in the I'T sector for 20 years and the assignments are selling and IT
consulting. Solution sales are included in the Microsoft enterprise group and focuses on
delivering substantial ITSM solutions to both the public and private sector. Since this person has
a great experience of the I'T business and especially ITSM we found that it would be a great asset

to our investigation to question him about I'TSM.

Informant C works at Deloitte, previously as a consultant and now as a supply manager. The
work includes different projects with customers and implementation of sales systems. Now the
work is more centered to implementing I'T environments for customers. Informant C was
relevant for our investigation due to its expertise regarding I'T services.
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Informant D has worked in different companies within the I'T-staff for a long time and has a
great experience of I'T. The responsibilities have been the systems portfolio, system strategy and
system ownership. Informant D is an employee at Coor which is a company concentrated on
service management. Coor is in a pre-phase of implementing CobiT in their organization. The
person is relevant for our investigation because it gave us a more customer point of view, rather
than informant A, B and C which are service providers.

3.4.4 Performing interviews and transcribing

The interviews with informant A, C and D were made over the phone and lasted for
approximately one hour each. One of us took the role as the interviewer and the other one took
notes. The conversations were also recorded and together with the notes we were able to be
more accurate when transcribing the interviews afterwards.

Informant B was interviewed face-to-face for approximately one hour. The interview took place
in the informant’s office. A tape recorder was used in order to ease the transcription and to let
the interviewer focus on asking questions instead of taking notes.

A great benefit with recording the interview, according to Kvale & Brinkmann (2009), is that we
could play it over again in order to reduce misunderstandings. In the beginning of the interview
we oriented the interviewee by describing the purpose with the study and asked if there are any
questions regarding the proceedings of the interview. We did this trying to create a good contact
with the interviewee so he or she might feel more comfortable. Another purpose to use recording
was to give us the opportunity to control the unaware interpretations we might make as an
interviewer.

3.4.5 Compilation of collected data

The data we collected from the audio recordings have been transcribed afterwards. The
transcribing process was done as soon as possible after the interview because we wanted to have
as accurate memory as possible. Another reason why we began the transcribing as soon as
possible was to prevent getting to much to analyze at the same time, as recommended by Kvale
& Brinkmann (2009).
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3.5 Analysis method

After the transcribing the interviews we needed to reduce the complexity and get access to the
relevant information. Creswell (2007) claims that the analysis phase should not occupy the most
time available for an interview project. Even though it is still very important to analyze the
collected evidence, this should be done within some limitations. For instance, we stopped the
analysis when we had enough material to conduct satisfying analysis of the three main research
questions. Also to be able to come up with a deep analysis that led to conclusions regarding the
matter. Because of that we did not analyze all the questions in our interview guide. For example,
we did not include the pros and cons with I'TSM in our analysis since we found them covered
within other questions.

In the beginning of the analysis phase, we read through all the collected data. Just as Creswell
(2007) states, this is a good way to start in order to obtain an overall view. With this overall view
in back of our heads, we used meaning coding, which Kvale & Brinkmann (2009) refers to
attaching one or more keywords to a text segment in order to permit later identification of a
statement. This was useful because our interview questions were based on categories and the
answers should reflect on these categories. The codes we used were connected with the three
areas we investigated, and these areas were divided into several subcategories. For the analysis
part we used the coding scheme in table 3.1. As the table illustrates, each area have several
subcategories. The subcategories were marked in the margin of the transcriptions, dependent on
which area the answer reflects.

Table 3.1 Coding scheme for data analysis

Business & IT alignment Improving business processes Quality of Service
Interaction In | Service or technology ST Guidelines G
Aligning business and IT AIT | Best practices BP Efficiency vs E

effectiveness
BITA in different levels DL | Deliver IT services DIT
Structural and cultural SC

We structured the findings in tables to get a good overview and to make the data useful. The
findings were also structured to reduce its complexity, which gave us a better overview (Jacobsen,
2002). In chapter 4 — Findings of expert interviews, the data was structured by category and
informant responses. These categories have defined headlines of themes which cohere with our
compiled theoretical framework and three main research questions. By doing this we have been
able to distinguish important parts from less relevant parts.

Our findings have been analyzed together with our theoretical foundation. As a tool for this
analysis, we have used our compiled theoretical framework. The result from this is presented in
chapter 5 — Analysis and discussion.
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3.6 Criteria for the study's credibility

3.6.1 Reliability

In order to create a study with high credibility we have taken reliability in great consideration. A
study is reliable if the result from a similar study gives the same output as a previous one (Yin,
2003). We have tried to define and describe our purposes and intentions within each part of the
investigation. Bryman (2000) refer to external and internal reliability, where the external is about
what extent the investigation can be repeated. To realize this, we have tried to describe our
process as detailed as possible. When it comes to internal reliability, we have agreed how to make
the interpretations of the collected data. We have also tried not to push the informant in any
direction, instead we have let them speak more freely. When we conducted the interviews we
used an audio recorder in order to make the transcribing process as accurate as possible. We also
had a backup recorder just in case of if the primary one failed during the interview.

3.6.2 Validity

Validity is, according to Bryman (2006), whether the conclusions generated in the study cohere
with the investigation. When looking at internal validity throughout our investigation, we have
questioned ourselves if the interviews we performed really address our research questions. We
found it important that the results from the interviews correlated with the purpose of the
investigation. The external validity on the other hand, concerning in what extent the results can
be generalized to other contexts, may cause problems in qualitative studies. That is because of the
limitations in selection of interviewees. We have chosen the interviewees regarding their expertise
in areas such as business & I'T alignment and I'TSM. Also, if there have been any
misunderstandings when interpreted the interviews we have been able to contact the informants
for clarification.

3.6.3 Bias

It can be hard for researchers to find bias in their own study. To deal with this we have let others,
such as friends and supervisors, look at and review our work as it proceeded. We have also kept
in mind and tried not to be undistorted by personal bias and prejudice. When selecting literature,
concerning business & I'T alignment and I'TSM, we have tried to be objective in our review and
we have examined all literature critically in order to exclude biases and to be concrete through
our investigation. An important aspect to consider regarding the study is that the interviewees
work as consultants. This means that they did not explain business & IT alignment and I'TSM
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from their organizations point of view. Instead they responded as experts in providing services,
not as customers. If we have focused on the customers instead, we would have missed the service

providet’s point of view, which are the experts in the area.

3.6.4 Ethics

According to Israel & Hay (2000) it is important to take informed consent into consideration
when conducting research. Informed consent involves the participants to comprehend and to
agree voluntarily. We have taken care into consideration and clearly described our intentions with
our research for the respondents. Before the interview we have told them about the later use of
the data and publication and also asked them if we could record the interview. Kvale &
Brinkmann (2009) state that research should both produce scientific knowledge and contribute
with a better human situation. We have put a lot of effort not to put the interviewee in any
awkward situation due to our study. Also, personal information of the interviewees has not been
published in our study.

3.7 Methodological Critique

One methodological critique in our study might be concerning our interviews that took place
over the phone. Because we could not see the person, we therefore could not pick up any body
language and facial expressions. Also the choice of companies might be questionable. We have
only made interviews with companies considered to be IT-minded. This makes it hard to
generalize the study’s results over different branches. We are also aware of that the external
validity in our investigation may be a problem because of limitations in our selection of

interviewees.
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4 Findings from Expert interviews

4.1 Disposition of interview results

The interview questions we have presented in our questionnaire are thematized according to the
outline of our theory chapter, which include: business & IT alignment achievements, improvement of
business processes and quality of service. These three parts themselves, reflects the outline of our
investigation and problem area. Purposes and formulations of the interview questions can be
found in part 2.3. In this chapter we have presented the findings from our investigation. Each
question is either presented in themes with other questions, or by themselves. A short
summarization of what each informant responded on each question is also presented in tables
below.

4.2 Business & IT alignment

4.2.1 Interaction between business and IT

Effective IT supporting the business is a critical resource for most organizations in today’s
business world. Researchers agree that there need to be a strong symbiosis between the two, but
differ in the opinion regarding how to establish the symbiosis.

Table 4.1 Interaction between business and I'T

How should the symbiosis between business and IT be established?

Question A B C D
1) How should the IT is a support IT is a support IT processes Focus on the
interaction between to the business | tool to realize need to support | business and
business & IT be business goals business use IT to
explained processes support the

business

2) Do there need to be | Yes, close Yes, business Yes, business Yes, business
clear distinctions relation but and IT got and IT got got demands, IT
between business & different tasks different different roles is a supplier of
IT? responsibilities these demands

30



3) IT should support Business should | IT is a support Different Less boundaries
the business, but could | initiate IT organization for | knowledge between

there be a mutual activities the business basis, ITisonly | business & IT,
relationship? a resource of IT is wider

solutions known today

IT and business need to have a close relationship, which is difficult mainly because the inability to
communicate and define needs (A1). The business- and IT area often speak different languages
and got different demands to fulfill. Instead the different areas need to speak the same language
and define unified goals and needs. It is important that everyone in the organization understand
what they are trying to accomplish (B1). The organizational mindset need to be changed where
too much focus lies on I'T. What is important is to understand how the business operates and
what they really are doing. Then match IT to areas where the business needs to be optimized. I'T
processes need to support the business processes (C1). To foster this relationship in
organizations, there need to be explicit I'T strategies that are in symbiosis with the business
strategies. There also need to be an open dialogue between the IT- and business segment where
both parts are responsible for sustaining the relationship. Business and I'T should be seen as
different parts of the organizations, they do however need to be integrated to fulfill a purpose
(D1). The ultimate relationship between both parts is when the focus is on the business and IT is
used to support these. More business related IT is therefore necessary in today’s business

environment.

But how close should the interaction between business- and I'T processes be? Do there need to
be clear distinctions between business- and IT processes? Different departments of the
organization got different roles and responsibilities (A2; B2; C2). This means that I'T and
business departments got different focuses. But it is also important to understand that both these
department also go unified responsibilities, like sales and profits (C2). However, I'T should be the
one to support the business processes, where IT is seen as a support organization to the business
(C3). It 1s important that the business initiate the I'T activities, they are the ones to make demands
(A3). But then it is important that the business acknowledge IT as a resource of solutions, rather
than a burden (B3). Others imply that business and IT should have a more mutual relationship
(D3). IT are much wider understood today, which means that there should be less boundaries
between business- and I'T departments. Usually this is not the case, but if IT knowledge can grow
deeper within organizations, communication between IT and other departments can be
improved.

As mentioned previously, knowledge is an important element which reflects the different roles
and responsibilities within an organization (B2). Knowledge is important take advantage of when
developing IT services for the business processes. Meaning that the knowledge within the
organization should be used to improve business processes in a way that they are understandable
for everyone (B2). However, this is a difficult task because in the best if worlds the IT
department has to have great knowledge about the business and vice versa. Organizations should
have business driven I'T solutions supporting the business processes (D2). In order to produce
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these solutions, the I'T department has to be knowledgeable about business or there need to be a
strong interaction between the I'T- and business departments. The latter is of course what we
want, because everyone cannot do everything. There need to be a demand and a supplier of that
demand (D2).

It is also significant to determine which I'T maturity stage the organization is in (Al; B1). It is
important because different tasks need to be considered depending how acceptable the business
is to IT. Organizations with a low I'T maturity are less acceptable to I'T than an organization with
high maturity. There are different tools and methods for deciding the I'T maturity (B1). One in
particular is the Gartner I'T Maturity model' including six stages defining different maturity levels.
Microsoft is using a model with four stages to decide where the organization’s at and how to
move forward. They are: Standard, Basic, Rationalized, and Dynamic where it goes hand in hand.
Further he claim that most organizations are in the standard/basic phase with low I'T maturity.
To help these organizations move higher in the ranks well documented models are used

explaining and describing how they should be able to move to another stage.

4.2.2 Aligning business and IT

There are different opinions whether IT should be aligned towards the business or vice versa.
For those claiming that I'T should be the driving force in this relationship, there are different
concerns regarding how this should be done.

Table 4.2 Aligning business and I'T

Should IT be aligned towards the business or vice versa?

Question A B C D
4) How should IT Focused on Focused on Business Focused to
processes be adjusted | service core business focused IT different
to function with orientation Strategy business areas

business processes?

5) How should Understanding Understanding The business The business
business processes be | of which IT of what IT can should not adapt | should not adapt
adjusted to function services that are | deliver toIT toIT

with IT processes? needed

I www.gartner.com
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IT is a critical resource to realize business goals, but I'T itself has to understand the business (A4;
B4). A distinct I'T strategy is beneficial since explicit definitions and responsibilities of I'T need to
be established (C4). This will strengthen the dialogue between IT and the business, but also
delimitate IT to different parts of the organization. I'T that is optimized towards ambiguous
paths, not aiming at the goal, might aggravate the business instead of helping it (A4). It is
therefore important to make I'T services understandable. If the I'T services could be optimized
towards something that everybody in the organization understands, it could be easier to realize I'T
and make better decisions (D4).

In a business-IT relationship, the business should be responsible for initiating I'T activities (A4;
B4; C4; D4). However, most organizations haven’t got that far. Instead they see IT as the driving
force which should empower the business (A4). The latter relation can still be as good if the
business understand what IT is really about. The business has to see I'T from a service
perspective rather than just technology. The question for an organization to ask is rather: What
kind of IT support do we need? Instead of: What kind of technology do we need? The business
needs to establish which functional demands that are needed in order for organizations to realize
their demands and needs. One way of doing this is to establish a business focused IT strategy,
where IT is organized in a way that it maps towards the business processes (C4). Clear
distinctions between the different business areas and how I'T should affect these could then be
set. There will also be easier to create a dialogue between business and I'T segments if I'T got
specified boundaries. Specific IT related questions could then be discussed in the different
business areas, making it less complex. This discussion also point at why it is important to make
IT services understandable. If the business processes get “serviceified” and packaged towards
different business areas, I'T processes will be easier to understand by the business and roles will
be easier to define (D4). Everyone get something they can understand and relate to, since the
services reflect their business area.

One thing that is important to clarify is that the business processes should not be changed in
order to fit the I'T processes (A5; B5; C5; D5). It is I'T that should be customized in a way that it
supports the business processes. IT, as a resource, has reached such a mature stage today that the
business should not need to be changed in order use IT support (D5). However, this does not
mean that the business should be a silent receiver of I'T services. The business need to take
responsibilities and make sure that I'T gets matched to their activities (C5).

Understanding is important when explaining how business and IT affect each other (B4). IT has
to understand the core business and the demands. The business in turn, has to realize what IT
does and how it can improve the business (B5). That includes everything from advanced control
systems to basic email usage. The business does also need to realize which IT services they need,
in order for the business to accept these (A5). In reality I'T has a lager effect on the business that
one might think of (B4). Most of the day to day work is done with help of I'T in today’s
organizations. Less phone calls and physical meetings are held, instead employees use email and
video conferences. Therefore it is important that I'T is reliable, delivering specific needs for
specific business processes.
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4.2.3 Business & IT alignment in different levels of the organization

Instead of addressing the fit between business and IT, some researchers claim that the issue of
Business & IT alignment should be addressed at strategic, tactical, operational levels of an
organization. Given that the different levels focus on different goals, the alighment might be

different within each level.

Table 4.3 Business & IT alignment in different levels

6) Business & IT alignment at operational and strategic level

A B C D

Operational | Define what IT to Define roles and Set service- Match IT with

deliver and how to IT scope descriptions and requirements of

deliver it. levels the business
Strategic Business strategies Different strategy | IT-strategy that More focus on

that are supported by | depending on the | support the profitability

the IT-strategy organizational business measurements

mind-set

On an operational level of an organization it is important to define what IT to deliver and how it
should be put together with the business (A6). Meaning that it should be described what services
that are needed to support certain processes. Also how these services should be developed and
how this is done effectively. Involving I'T on an operational level is rather concrete, mainly
because the complexity is low and the purpose with IT is relatively easy to establish (ID6). There
is a demand and IT should be used to fill that demand. An operational level involves how the
daily business of an organization is performed. Where it is important maintaining that the
business is run efficiently. This is ensured by establishing service- descriptions and levels, which
are used to model a view over the operations and how they should be executed (C0).

At a tactical level planning is essential (C6). It usually involves planning of larger projects and
changes that need to be made during the year. It is important to understand what is needed to
done in the near future for taking the business further. The other informants had, however, not
much to contribute regarding business & IT alignment on a tactical level. Therefore we chose not
to publish any results in table 4.3 regarding the tactical level.

The strategic level involves the long-term commitments of an organization. It is about what
should be delivered and how it should be done in the future (A6). At a strategic level it is
important to have an IT-strategy that correspond the business activities (C6). This means that
business plans and business strategies are established in the I'T-strategy, where the I'T-strategy
supports the business in the right direction. However, most strategic goals involve profitability
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measurements. Strategic goals need to be more IT related and have a stronger connection
between IT and the business (D6). This is rather complex tasks and something that organizations
have to put effort into accomplishing, mainly because it is harder to involve it at higher levels.

There is an importance of noticing that different roles of the organization got different mind-set,
meaning that their way or work may change (B6). Different roles could also be either short- or
long-term committed to the business. That is one reason for establishing model views describing
the business.

4.3 Improving business processes

4.3.1 Deliver IT as services instead of technology

One of the fundamentals in I'TSM research is to stress that I'T should be delivered and produced
as services rather than technology. This changes the way that I'T and business should function
with each other, where I'T should be managed more like a business. But how important is it to
strictly follow this guideline when developing I'T services?

Table 4.4 I'T a service or technology?

Deliver IT as a service or technology?

Question

A

B

C

D

7) What is the
importance of

technology?

emphasizing that IT
should be developed
like services instead of

Important

Consider the big
picture and what
is the goal with
IT

Important

Consider how
the business
can benefit from
IT

Very Important

Underlining that
the focus is on
the business,
not the IT

Very Important

De-dramatize IT,
demands should
be the focus, not
technology

The business has to start treating I'T like a resource of solutions rather than a producer of

hardware and software (A7). Today organizations have to be more service oriented because it

helps to create a dialogue between business- and I'T personnel (C7). If the business focuses too

much on technology, the purpose with IT gets too complex. Bottom line is that business- and IT

segments understand each other. But also to deliver comprehensible IT services that could
operate in an existing environment (D7). I'T has to be de-dramatized where demands control,

instead of technology. It is also important to focus on the customer. Who is the user of the

services? Different customers have different demands and focus which are important to bring

forth. If that is not established it will be difficult to deliver effective I'T services.
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However, emphasizing that I'T should be developed like services instead of technology do not
have to been seen as a guideline for ITSM success (A7; B7). To explain that I'T has to be
delivered as services instead of technology might be too ambiguous to understand. Instead
organizations need to evaluate what they can do differently in order to involve IT in their
business processes. In eatly stages of an ITSM implementation organizations have to consider the
big picture rather than the shift from technology to services (B7). The concept of change is
what’s important and trying to unify employees, making them work towards the same goal. It is
also important that the change is initiated from an executive level of the organization. If the
executives do not initiate the change, it would not reflect the culture of the organization. It could
be even more simplified by describing that I'TSM is about delivering benefits to the business
(A7). These benefits should therefore be focused on in eatly stages of I'TSM implementation.
Sorting out how business can benefit from I'T using frameworks and standardized methods.

4.3.2 Best practices and Standardized methods

There are a lot of different frameworks, containing best practices, and standardized methods for
implementing ITSM. The most popular framework is I'TIL, which has been seen as some sort of
synonym with I'TSM the recent years. Most frameworks do only identify which IT processes that
need to be developed, but not how they should be developed.

Table 4.5 Best practices and standardized methods

Do best practices and standards take you all the way?

Question A B C D
8) What do the lack of | Complement Adapt methods | Adapt to the Identify what is
“how” explanations in with standards, to realize what situation and needed to be
ITSM frameworks that include the framework use other tools if | done is most
result in? deeper identified needed important

explanations

9) How do the Implement in the | Adjust Consider the Execute
theoretical parts of right order frameworks so organization and | changes in a
ITSM correspond to they fit target what is best for | controlled way
the more practical organizations it

parts?

The most observed standards are BS 15000 and ISO 20000 which both are parts of best practices
originally but include deeper explanations than the frameworks (A8). The best practices only
describe how IT processes could be developed, not which processes that need to be de
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developed and how they should be designed. Frameworks, such as I'TIL, only take you half the
way (B8). These frameworks are used to identify where changes in the I'T could be made. Other
models and methods can then be used to realize what the framework identified. But it is not
mandatory to use models and methods that explain how to realize what the frameworks
identified (D8). Knowing what is needed to be done could be enough, and then develop services
that correspond with this need. Everything does not have to be given by the frameworks, what is
most important is to identify which I'T processes that are needed by the business. Organizations
could then develop service that match what the business is asking for.

There are numerous different frameworks out there. Most are pretty similar with just minor
differences, however these differences are needed because no project is unique. All frameworks
have arisen because there has been a specific need which each and every framework exhibits (AS;
B8; C8; D8). The diversity of frameworks is a consequence of the variations of maturity in target
organizations. Depending on I'T maturity stage, organizations do need a framework which will fit
their maturity and goals. No organization is ever the same, and that is why the frameworks have
to be adjusted depending on the situation (C8).

I'TSM involves quite a bit of analytical parts including numerous figures and tables. But how do
these analytical parts of ITSM compare to the more practical parts of actually implementing the
method. As there are a whole lot of different frameworks of ITSM implementation it is
important to adjust these frameworks so they fit the organization (B9; C9). There are, however,
specific structures within each and every framework which need to be followed. Aside of that it is
free to involve specific tasks for the target organization. All roles that are represented, in for
example ITIL and CobiT, are not needed to be included for the target organization (D9). They
adjust the framework to their specific roles and work from there. The more practical parts of
ITSM implementation also involve more focus on the organization (A9). Questions like: How
does our business look like? Which are the business demands? Involve the strategy into the
implementation. But also questions like: How should these demands be delivered and driven? It
is important to get rid of the gap between development and drifting. But what is most important
is to do everything in the right order and have what is best for the organization in mind (A9; C9).
If the business systems do not work, the business will not work (ID9). That is why it’s also
important to realize changes in a controlled way.
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4.3.3 Deliver IT services that correspond with the business process

Organizations having a hard time delivering I'T services which correspond the business process.
There is a need to elucidate the issue, describing what organizations should consider.

Table 4.6 Deliver I'T services that correspond with the business

Prerequisites and critical success factors for delivering IT services

Question A B C D
10) Why are there Communication | Knowledge, Obscure IT Standardized
problems delivering IT | flaws, IT & Understanding demands by the | methods that are
services that business driven | between IT & organization, not adaptable
correspond the as separate business use agreements
business process units
11) Critical success Define customer | Collaboration, Understand IT’s | Documented
factors for developing | and business focusing on a role and agreements
IT services domain unified goal usefulness between IT &

business

Problems developing IT services that correspond with the business processes could depend on
numerous reasons. For once, as we mentioned above, inadequate communication between business
and IT could result in a lot of problems (A10; B10; C10). In this case, the inability to
communicate could result in I'T being driven as a separate unit within the organization. IT could
either be lacking in relation to the business, where IT doesn’t understand the business process. IT
could also be ahead of the business, far too advanced IT is developed that doesn’t correspond
with the business process (A10). The same communication problems could represent flaws in the
business area. The business mainly fails to use the IT expertise available in-house as a support
tool. Instead they are treating I'T as a technology provider, rather than a provider of solutions and
expertise. This would lead to a negative impact on the I'T-strategy where the organization
struggles to use IT in the wrong direction (A10). Problem of this art could also arise if the I'T
demands are unclear (C10). If organizations don’t know what they want or need, Service Leve/
Agreements (SLLA) could be used to arrange agreements that focus on what I'T the business
processes need. SLLAs will also be a support for the entire implementation process, where
documented agreements can be followed through the whole project. If something tends to be
unclear at a later stage of the implementation, one could always go back and check the
documentation. SLLAs are also beneficial to use when defining promised functionality between a
service provider and a customer. The customer will define what functionality they need and the
service provider will try to meet that demand. According to informant C do these
documentations become valuable later in the implementation process when the project is being

evaluated.
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Standardized methods are useful tools for organizations, since they deliver a comprehensive view
of the problem area. However, as mentioned previously, every organization is unique which
means that standardizations cannot be used exclusively. If organizations got business demands
that are not standardized, they will have to investigate in other methods to realize these demands
(D10). This is a problem where standardization could turn into an enemy. Most organizations got
their own processes for fulfilling different demands. There is a great challenge to deliver services
supporting these demands if organizations are being trapped in a standard solution that is not

adaptable.

The lack of knowledge could also be a trigger for organizations failing to deliver I'T services (B10).
According to informant D do senior executives lack I'T knowledge in many organizations. This
leads to a lack of I'T involvement in corporate strategies and goals where IT specifications are not
included, or even discussed. Business executives need a deeper I'T knowledge and the I'T
executives need to be able to communicate their knowledge to deliver efficient I'T services. On
the other hand, if organizations are going to be able to deliver reliable I'T services which
correspond to the business process. I'T processes needs to #nderstand the core business and the
business then needs to understand the prior business advantages the I'T services can deliver. Both
IT- and business processes have to be included in the same life-cycle, affecting each other for
being able to produce reliable IT services.

As mentioned, communication, knowledge and understanding are three important elements when
developing IT services to support the business process. There are however more concerns to this
matter. It is also important to define the customer and business domain (A11). Different
customers need different solutions depending on their organization and their domain. Because of
that, different value components have to be established, describing how IT services should bring
quality to their operations. For being able to do these I'T- and business processes have to be
integrated properly. As mentioned above, there need to be well documented agreements between
IT and business. One way of doing this is to model the business as one part of the organization
and IT as the other part (D11). The solution is where the two models meet and explain the
interaction between the business and I'T and how IT should be integrated. I'T is important to
keep these solutions well documented as they can help to improve the communication between
business and IT.

There is also an importance of focusing on one united goal or specification (B11; C11). IT service
development is a complex task and therefore it’s vital that the process is consistent and follows a
red line. Collaboration is essential to trigger a consistent workflow where all employees affected
by the IT services should try to work towards the same goal (B11). It is also vital that the
business processes are understood before I'T is developed (C11). Then it is much easier to
involve IT in the business area. For doing that the elements discussed above have to be
accounted for. If communication, knowledge and understanding regarding the specific project are
met by its actors, there is so much easier to see the key success factors as opportunities instead of
obstacles.
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4.3.4 Structural, Cultural and Complexity aspects

Table 4.7 Structural, Cultural and Complexity aspects

How do structural, cultural and complexity aspects affect IT service development?

Question A B C D
12) Counter Develop Services need to | Services need to | Introduce services
structural and services in be receivable and | be able to form that contrast
cultural aspects contrast to the unify communication present workflows
capacity of understanding and discussion
organizational
change
13) Counter Create Be flexible and Develop platform | Develop services
complexity agreements adjust services if | independent in different
aspects between needed services versions
business and IT

Organizational improvements like I'TSM may have a huge impact on the structural and cultural
aspects of an organization. When comprehensive changes are made it will and are meant to
change the whole organization. It is important that the changes reflect the organizations culture
(A12; C 12). Work of change does of course change parts of how the organization operate,
however these changes need to be made relative to the organizational culture. The employees
need to be susceptible and interested of changes (B12). The attitude needs to be positive, and
once again, the organization needs to work towards these changes collaboratively. Organizations
capacity of change is also important to investigate (A12). If the capacity of change of an
organization is high, then IT services could be introduced easier.

It is also important to introduce IT services in an understandable way where the employees can
relate to and communicate the services (C 12; D12). The services should be able to be discussed
among employees, for learning and understanding. The availability of I'T services is also
important for employees to understand how and when to use the services (C12). If new IT
services are being introduced it is easier for the employees to relate to the services if they involve
present workflows (ID12). Introduction of services covering new areas might be harder for
employees to adjust to since they have to fit the new workflows into the persisting work-culture.

The organizational structures might need to be changed in order to deliver business benefits with
an IT perspective (B12). The organization must be open to approach problems from new angles
and work in different directions. Flexibility is essential since changes will most often be made, but
meeting these changes with a flexible mind might ease the work of change.
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The complexity of the business is also a parameter to include when referring to change. IT
services that are developed to support a more complex businesses situation will be more complex
themselves (A13). If the business is complex, it may be more difficult to develop IT services that

are in harmony with the business, than if the business is less complex. This demands that the

organization know what they are doing and understand how the business and I'T are pieced

together. It is therefore important to create explicit agreements between business- and IT

segments to counter complexity (A13). Complexity involves several aspects, it is not only the

functionality of I'T services that is being affected (C13). Availability and response times are

examples of other parameters that need to be taken into account. The entire aspect of an IT

service development changes since its working environment is more unstable. The complexity of

the business can lead to different scenarios. Sometimes the complexity issues lean towards

consolidating I'T services to cover a larger area of the business needs (B13; C13). In other cases

the services gets separated instead. It depends entirely on the business domain. From a financial

perspective it is optimal to simplify and package I'T services together (D13). I'T services can also

be developed in different versions. Cheaper light-versions are developed for easier tasks, where

advanced, more high-end services are deployed for complex purposes (D13). It is also optimal to

develop services that are platform independent because they are easier to consolidate if needed to

(C13). If the business situation involves high complexity, it’s important to know how

components fit together and understand the business. The best ways to counter complexity is to

create better dialogue between the business and I'T, be clear to remove misunderstandings, and

create agreements between the business and I'T (A13).

4.4 Quality of Service

Table 4.8 Guidelines and difficulties of Quality of Service

Guidelines and difficulties of Quality of Service

measure the
quality aspect of
IT services?

components for

quality
measurements

tools for non
standardized
purposes

how the result
should be
interpreted

Question A B C D
14) From which Difficult to Depends. Does Depends. Link Depends, try to
guidelines should | define, differs. the project follow | between measure
the quality aspect | Know why, what | its intended measured results | everything that
of ITSM be and how to guidelines? and user could be
measured? measure response measured
15) Why are there | IT services Lack of Measure the right | Many
difficulties to include too many | measurement things and define | components and

the user
evaluation is
complex
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When the ITSM process has begun and new IT services have been introduced, it’s important to
be able to evaluate whether the changes have made an impact or not. The process differs a lot
depending on the project. There are no specific methods for measuring the quality aspect, since
every project is unique (Al4; B14; C14; D14). Informant D, however, implies that everything
needed to be measured should be measured. It is especially important to make correlations
between technical and business related activities, but also social and cultural. Today, there are
mostly I'T-goals that are specified. Organizations have to strive towards defining I'T-Business
goals also. The difficulty is mainly to establish results that corresponds the users/employees point
of view.

In a more in depth view, there are some routines which need to be done in order to control that
the project proceed as intended. For example, some sort of evaluation of the project proceedings
is preferable (B14). What’s important is to go back to the beginning of the project and evaluate
whether the project follow its intended guidelines and that the project proceeds in the right
direction. Before that is done it is important to know why there is a need to measure and then
what do we need to measure? Then investigate in if we can measure what we want (A14). It is
also important to evaluate whether the service implementation correspond the business demands
(C4). That is because the main purpose with ITSM is to create services supporting the business
processes. Demands like these have to be met for the project to succeed.

Even though there are some rough guidelines which to follow when evaluation a project, a
majority of the informant claim that measurements of service quality and serviceability are
difficult to define. That is because there are so many components need to be included and
organizations do not know what to measure (A15). There are, for example, difficulties to measure
the availability of an IT service since it includes different components. The availability could
either be defined depending on the actual product, the service, or the user experience. It is
especially difficult to measure the user experience since it will be dependent on different
components itself (D15). All these aspects complicate the evaluation process and make it much
more difficult to standardize. Organizations need a better view over the entire evaluation process
and how all the parts fit together.

It is also difficult to measure the right things and define how the result should be interpreted
(C15). That is why the evaluation process varies depending on the project. Organizations need to
get external help in these matters otherwise they will be incapable to measure the quality of their
services (B15). Experts do often use certain guidelines which evaluate project proceedings and
quality agreements. These guidelines are often parts of the models and methods used for the
ITSM process and could be adapted to different scenarios. But if the situation is not
standardized, which it mostly is not, then they are difficult to use all the way.
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4.4.1 Efficiency or Effectiveness measurements

It’s not only a matter of what to measure, but also how to measure the quality aspect of ITSM.
Researchers do often argue about efficiency contra effectiveness. Whether to do things right or
do the right things.

Table 4.9 Efficiency contra Effectiveness

Efficiency contra Effectiveness

Question A B C D
16) What is Efficiency results | Both efficiency Effectiveness Be effective by
mostly important, | in a greater and effectiveness | should be being efficient
to be efficient or service quality measured
effective?

Efficiency and effectiveness are heavily related to each other and it’s therefore important to find a
good balance between both quality aspects (A16; B16). Informant B claims that if both
measurements of efficiency and effectiveness are met, it results in a greater service quality. This
means that the I'T services support the business both by doing things right, but also doing the
right things, bringing an additional value to the business process. Informant A implies that what’s
most important is to do things right and create an efficient business. If the business operates
efficiently they are much more able to be effective in the long run. She does also mention that it’s
an iterative process. If the measurements of quality find that the business fails to be efficient, the

ITSM process needs to go back and investigate what’s causing this failure.

Informant C and D argue that being effective is mostly important. I'T services have to be
packaged together and be understandable for everyone interacting with them. As mentioned
above, this will lead to the business operating efficient, giving the organization the opportunity to
be effective (D16). Effectiveness is preferable to measure since it is determined by money (C16).
In a long term perspective, it is mostly important since it will reflect the business performance.
However, before organizations can be effective they have to create efficient workflows.
Efficiency and effectiveness are therefore both important in their own perspectives, separately,

but also together meaning that effectiveness follows efficiency.
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5 Analysis & Discussion

5.1 Business & IT alignment

5.1.1 Interaction between business and IT

Business & IT alignment involves applying IT which should be in harmony with business
strategies, goals and needs of an organization. This is a difficult task because I'T cannot just be
developed to assist a single purpose, it needs to be in harmony with the entire business. There are
different opinions regarding how this harmony or interaction should be explained. As shown in
table 4.1, all four informants imply that I'T should support the business to improve processes,
strategies, and goals. It corresponds with the research made in the area and was not such a
surprising answer since it is one of the cornerstones in business & IT alignment (Henderson &
Venkrataman, 1993; Luftman et al, 1999; Wieringa et al, 2005; Silvius, 2007)

According to the informants it is also essential that there are clear distinctions between business
and IT (A2; B2; C2; D2). This is interesting because business and I'T need to be in a close
relationship with each other. One might think that alignment issues like bad communication and
different scopes would be eliminated if business and I'T became more like the same unit.
However this is not the case since business and I'T have different tasks, roles, and responsibilities
of an organization.

So, IT should support the business, both should also engage in a close relationship, but there still
need to be clear distinctions between them. Could there be a mutual relationship between them
then? Or should IT always be the supporting department? According to the majority of the
informants the answer on the first question is no, I'T should be seen as a resource of solutions,
supporting the business. However, Informant D claims that there should be fewer boundaries
between business and IT since I'T is much wider known today. IT is not something magical
anymore. It is common knowledge across different departments in many organizations today.
That is why IT knowledge should be shared among different departments, elucidating new I'T
ideas. A result of this trend could also be better communication between different departments.
If IT is understood by a greater audience, a better dialogue could be maintained. A mutual
relationship between business and IT is also what some researchers agree on. One of the
inhibitors of business & IT alignhment is just the lack of close relationship between business and
IT (Luftman et al, 1999). Therefore it is rather surprising that a majority of the informants did
not think that business and IT should have a mutual relationship. Business should initiate I'T
activities, where I'T should only function as a support to the business (A2; B2; C2, Table 4.1).
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5.1.2 Aligning business and IT

As mentioned above, I'T should support the business, both should also engage in a close and
mutual relationship, but there still need to be clear distinctions between them. Given these facts
there are still questions to be asked. How should this relationship look like? How should business
and IT be aligned?

First of all it is important to mention that private service organizations are active because they
want to do business and make a profit. The focus should therefore always be on the business and
the business should be responsible for initiating I'T activities (A4; B4; C4; D4, Table 4.2). But the
business does also need to be able to receive the IT services and make something useful of them.
That is why the business has to view IT from a service perspective instead of a technology
perspective (A4). Instead of focusing on what kind of technology that is needed, organizations
have to focus on what kind of I'T support they need to match their demands, which also will fit
the organizational model. Consequently, it is not about matching I'T to the business, both have to
be matched together. I'T should support the business, but the business needs to be able to receive
the I'T services and make them useful. So, how should IT be adjusted to function with the
business?

The most important aspects given by each informant is presented below:

e A:IT has to be designed as service oriented where I'T understands the contribution it
make to the business.

e B: IT has to take their mind of technology and focusing on the core business and realize
the demands.

e C:IT has to be established in a well formed IT strategy where IT is mapped towards the
business.

e D: IT has to be service-minded and packaged towards different business areas to improve
understanding and define roles.

As we can perceive from the informants’ responses, I'T services have to be linked between IT and
business involving both technology in forms of software and hardware, also specific domain
knowledge about the certain demand. These two components will together shape an IT service.

Before we can conclude how the alignment should be established, we have to investigate if, and if
so how, the business should be adjusted towards the IT. This opinion differs among the
informants, but they agree on one term, that the business should not be adjusted to IT.
Informants A and B do also mention that the business should have understanding of what IT can
deliver, but also how IT can deliver it.

These views both correspond with parts of the researchers views, but not entirely. It is only
Luftman (1999) who claims that the business should be adjusted for being able to be in harmony
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with I'T (. Other researchers imply that the business should not be adjusted at all (Wieringa et al,
2005; Silvius, 2007).

If we then move towards concluding how the IT should adjust towards the business, Wieringa et
al (2005) argue that the I'T should be matched with requirements of the business, empowering the
business. This view does not correspond to the one we have established. This approach focuses
too much on IT leaving out the relationship with the business. Silvius (2007), on the other hand,
claims that I'T should shape the business, making both business and I'T more flexible. This
approach corresponds better to the one we concluded. The focus is still on IT, which it should
be, but we did not find that the I'T should shape the businesses, rather the other way around.
Luftman (2000) implies that both business and I'T should contribute equally to the alignment.
This definition correspond the most in comparison to what we have found out, where both IT
and business together form IT services. However, it is not totally equal to what we established.
The focus has to be on business and I'T need to be delivered through an IT strategy which
supports the business in a service oriented approach.

5.1.3 Business & IT alignment in different levels of an organization

There are different levels in an organization, where the business sphere usually talks about
operational, tactical and strategic levels. Since different levels got different objectives, business &
IT alignment could be addressed differently depending on the level. Thus, we wanted to
investigate how business & IT alignment is distinguished in different levels of an organization.

The daily business of an organization is performed at an operational level, where the principal
condition is to make sure that the business is run efficiently (D6). We think that this is a good
starting point. The operational level involves daily tasks with relatively low complexity. Bottom
line should be that organizations do things right and are efficient. Informant A describes business
& IT alignment at an operational level as defining what IT to deliver and how to deliver it. In
other words, which services and functionalities that are needed to support the daily processes and
how these services should be developed to function with the business. This description with the
other informants’ views, but was more concretely explained. It was also interesting that the
question regarding how to deliver I'T was included by informant A. The other informants got
most of their focus on what I'T to deliver. The latter focus is also reflected in the literature where
operational alignment involves effective and efficient I'T supporting the organizations operations
on a daily basis (Chen, 2010). It is interesting that informant A takes this discussion one step
further and explains how IT should be delivered to fit the business at a greater level.

The more long-term commitments of an organization are defined on a strategic level. It is where
the strategies and future perspectives are important. Informant A and C imply that it is important
to have an IT-strategy that correspond the business activities at a strategic level. This means that
the alignment has to be established in the IT-strategy. Informant D argues that it is a difficult task
because IT is rather complex and is difficult to define at this level. As a result the business
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strategy is lacking because it is difficult to match with the IT-strategy. These decisions are often
taken on an executive level which should permeate the whole organization. Chen (2010) claim
that lack of senior executive support of IT and lack of leadership in I'T management are two of
the top five reasons to misalignment between business and I'T. This could therefore be one of the
reasons why IT is difficult to define at a strategic level. Senior executives need to create a better
support of I'T and be stronger I'T-leaders. This negative trend could depend on senior executive’s
poor knowledge in the I'T area or lack of support from other knowledgeable IT executives. As
mentioned before, I'T knowledge and communication within the organization is vital in today’s

business environment.

It is also notable that we did not receive any reliable responses regarding business & IT alignment
on a tactical level of an organization (see part 4.2.3). The impression we got from the informants
was that business & I'T alignhment is more explicitly define on operational and strategic levels. The
tactical level, as a mid-layer, is somewhere between the operational and strategic level and it is
therefore more difficult to characterize how the alignment should be defined. It is an ambiguous
area where alignment should be important since the tactical level covers the activities that move
the organization toward achieving their goals and needs which are defined in the strategic level.
Reich & Benbasat (2000) do, however, imply that there are a greater need for connection
between business- and I'T executives than business and IT planning. This means that I'T
alighment is more important on a strategic level than a tactical level.

Aside from the more explicit findings in this part, we have also found that roles and
responsibilities are more individual at an operational level in contrast to a strategic level where
roles and responsibilities are unified. This argumentation evolved from informant C’s description
of different departments and different roles of an organization (see part 4.2.1, C2) which fits the
reasoning of operational contra strategic business & I'T alignment.

There are also differences between efficiency and effectiveness measurements on operational and
strategic levels of an organization. On an operational level it is much more important to do things
right than doing the right thing. That is because an operational level involves the daily processes
which have to function. Functionality is a measurement of doing something in a specific way, in
this case, the right way. On an operational levels of an organization it is therefore more important
to be efficient than effective. The strategic level, on the other hand, reflects the strategies and
goals. On this level it is important to have a strategy of what is needed to be done in order to
make money. What is needed to be done is usually the right thing, and doing the right things is a

measurement of effectiveness.

To summarize this part we have concluded that business & IT alignment on an operational level
could be described as defining what IT to deliver and how to deliver it. Roles and responsibilities
are more individual on an operational level and efficiency measurements are preferred. On a
strategic level it is important to have an IT-strategy that correspond the business activities. This is
however a difficult task where senior executives need better I'T knowledge and better

communication with I'T executives.
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5.2 IT Service Management

5.2.1 Deliver IT as services instead of technology

IT Service Management is an approach that emphasizes service orientation rather than
technology orientation. All four informants believe that this is important to have in mind when
developing IT services that should be in harmony with the business. However, it does not have
to be seen as a guideline for I'TSM success (A7; B7). What is most important is to consider the
big picture, that ITSM is a concept of change and how that change should be realized. The
change does also have to be initiated from an executive level in order to reflect the culture of an
organization (B7). This corresponds to what we mentioned in the previous part where the lack of
senior executive support of I'T and lack of leadership in I'T management causes misalignments
between business and IT (Chen, 2010). Through this finding we can conclude that initiatives at
an executive level are essential to I'TSM success at all levels of the implementation. Most of the
researchers do however state that ITSM has to be centered on delivering business benefits
through IT services rather than stand alone technology and that this is an important guideline to
operate from (Haverblad, 2004; Keel et al, 2007; Zhang et al, 2009; Winniford et al, 2009; Graves,
2010). That differs from informant A and C’s opinion. Informant C and D do however think that
this definition is essential to follow. That is because the focus should be taken away from IT and
be pushed towards the business instead. I'T has to be de-dramatized where business demands
should be in focus and how technology is used to meet these demands (D7).

5.2.2 Best practices and Standardized methods

ITSM frameworks contain so called best practices which consist of guidelines identifying which
IT process that organizations need to develop in order to focus their I'T towards the business.
These best practices do however not mention how these I'T processes should be developed into
services. Informant B and C claim that standardized framework only take you half the way. In
order to realize what the frameworks identified, organizations have to adapt other methods.
Informant A argues that the frameworks could be complemented by standards which include
deeper explanations how to produce IT services from the processes identified. Graves (2010) got
another theory for solving this problem where he proposes a service inventory where
organizations can identify how services should be implemented and executed. Informant D
argues that everything has not to be given by the framework. Mostly important is to identify
which IT process that are needed by the business, then develop service that match what the
business is asking for. Consequently, he does not think that the service inventory that Graves
(2010) mention is necessary.

There are different propositions regarding how the frameworks should be used and what the lack
of descriptions of how IT services should be developed causes. However, we have earlier
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concluded that no situation or organization is the other one alike. Given this statement, it is going
to be difficult to use best practices and standardized methods exclusively. As informant B and C
put it, organizations have to adapt their methods to the situation. Informant D agrees, most
organizations got business aspects which are not standardized, these methods cannot be used and
other ones need to be applied. The best guideline is therefore to work as standardized as possible,
but to make adjustments when the business demands are not standardized. As a result the
frameworks need to be adjusted in order to match the target organization. This is where the
analytical parts of I'TSM configuration changes in comparison to the more practical parts. The
analytical parts are very task-oriented where specific phases should be followed, much like an
iterative software development process. The practical parts include a deeper focus on the
organization where the business strategy has to be involved in the implementation process (A9).
Where the more analytical part fragmentize the organization, the practical part has a holistic
approach, where all parts of an organization has to be involved and also how they fit together.
These facts correspond to Normman’s (2000) service management view where the system as a
whole determines how the components behave and are formed together as services. Once again

it is shown that business and I'T have to be examined as a whole, rather than separate parts.

Another interesting note is that the gap between the analytical and practical parts of ITSM can be
compared to the gap between business and IT of an organization. As both of them are of
different nature, but got a unified goal. Both analytical and practical parts of ITSM are needed for
implementing I'T services and both business and IT is needed for organizations to operate.

5.2.3 Deliver IT services that correspond with the business process

A persistent statement through this study is that organizations have difficulties developing I'T
services that corresponds to the business processes. These problems mainly lie in communication
flaws where IT and business are driven as separate units of an organization (A10; B10; C10).
What is interesting is that communication problems are not mentioned explicitly in any of the
literature we have studied. We do however think that it is an important aspect to consider, since
IT and business segments need to communicate on the same level in order to develop effective
IT services.

Communication is also needed for collaboration. Collaboration is essential to trigger a consistent
workflow where all employees affected by the I'T services should try to work towards the same
goal (B11). Haverblad (2004) corresponds to this fact, and supplement by arguing that I'T services
developed and managed collaboratively would support the business strategy and I'T infrastructure

of an organization.

Communication is also important since there need to be a good balance between I'T and
business. I'T could either be lacking in relation to the business, where I'T doesn’t understand the
business process. I'T could also be ahead of the business, where far too advanced IT is developed
that does not correspond with the business process (A10). Van Bon & de Jong (2007) argue that
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organizations have to become flatter, more flexible and adapt horizontal processes in order to
respond to rapid changes. This has been well known facts for several years and more
organizations are becoming flatter, but there are still more organizations that need to change. If
organizations become more horizontal the communication barriers will be erased. It is not only
the relationship between business and IT that will be closer. Senior executives will also be more
involved on an operational level, which could ease the misalighment between business and IT.

There is also a lack of knowledge within organizations that causes problems (B10). If
organizations are going to be able to deliver reliable I'T services IT needs to understand the core
business, but the business do also need to understand I'T’s role and usefulness (C11). This
corresponds to what Luftman et al (1999) identified as business & I'T alignment enablers (see part
2.1), which also could be adapted to development of IT service. The fact that I'T has to be in
harmony with the business, and the business has to be in harmony with IT, is also important
when talking about knowledge and understanding (Luftman, 2000). Nowadays I'T personnel have
to extend their business knowledge since I'T is widely spread and not anything magical anymore.
Twenty years ago I'T was a resource in itself. Today this resource has to be developed into
products supporting different purposes. These products do also need to be involved in the
corporate strategies and goals. If organizations are going to use IT but not involving it in the
strategy, there is really no point using it at all. Also, not seeing IT as the great resource of
solutions as it is will result in weaker competitive advantage. According to informant D do senior
executives lack I'T knowledge in many organizations. This is a concern where IT is not
sufficiently determined on a strategic level. Reich & Benbasat (2000) have studied the social
dimensions of I'T alignment. They concluded, among other things, that the level of shared
domain knowledge between business- and I'T executives are essential for business & IT alignment
(see part 2.1). Once again, it is important to initiate changes on a strategic level, where they are
spread to other levels of the organization. IT is the same about knowledge sharing, it has to be
initiated at the top, and spread through the organization.

Problems could also arise if the I'T demands are unclear (C10). SLAs could then be used to focus
on what IT the business processes need. SLLAs are included in Service Level Management (SLLM)
which is a process ensuring that the QoS is agreed on by clients and providers of the services
(Bartolin & Sallé, 2004; Wang et al, 2005; Shaaf & Brenner, 2008). Another favorable agreement
is one between the business and I'T (D11). This could be done by modeling the business as one
part of the organization, and IT as the other part. Then explain different parts should be
integrated. Agreements like these are beneficial when contracts between business and I'T need to
be established. This documentation may then be used through the whole project, where it is easy
to go back and see things fit together.

We did find that factors like communication, knowledge, understanding, and agreements are
essential when developing IT services for the business. When IT was new and “magical”, it was
seen as a great resource in itself, a component of technology. Today IT has to be given a meaning
and be related to something for being useful, transforming into a service. If I'T becomes more
knowledge-driven, communicated, and understood this transformation will be more natural. The
business on the other hand, needs to be more knowledgeable about what I'T can do and how to
IT can be matched into the business. A more comprehensive behavior towards these factors
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would result in minimizing some of the problems of delivering I'T services that match the
business processes. We do also think that the relationship will be more important in the future
where IT personnel have to become more business oriented to eliminate the gap between
business and IT.

5.2.4 Structural, Cultural and Complexity aspects

Organizations usually build a strong culture and structure through the year, whether they intend
to or not. The culture reflects everything from the overall business strategy to the single
employee and the structure form the shape, departments and workflows of an organization. The
culture could grow very steady through the years and that is why it is important to initiate
changes relative to the culture of an organization (A12; C12; D12). It is the same with the
structure of an organization. However, it might be easier to change than the culture, since it is

rooted deep within an organization.

There are certain key factors which need to be followed when countering structural and cultural
aspects of an organization. When developing I'T services for the business sake it is essential that
the services are introduced in line with present workflows (D12). Availability is also important
when to develop IT services in specific structural environment (C12). Employees need to have
easy access to the services, especially if they are not used to work with them. Otherwise it could
lead to the services not being used at all. Organizations do also need to have a superior capacity
of change, which allow IT services to be introduced more easily (A12). The employees do also
need to be interested in change and support it (B12). For encouraging employees the services
need to be receivable, easy to communicate, and understandable.

All factors mentioned above are critical in order to counter structural and cultural aspects of IT
service development. According to Normann (2000) it is vital to identify critical success factors
like these to make sure that I'T services reflect the management and culture of an organization.

Deeply established structural and cultural aspects of an organization do often breed a more
complex organization. Complexity can occur from different reasons (see part 2.2.2) but one thing
is for sure, if the business is complex, the services developed to support the business will also be
complex (A13). Bartolini et al (2009) claim that I'T organizations that are large and complex will
have difficulties to develop integrated I'T standards. The complexity obstructs both the strategic
management and the improvement of internal processes in order to provide effective responses
to service disruptions. Enterprise applications and systems have also become more complex
because internal organizational operations need to be managed more effectively and because of
growing business demands (Feridun & Rodosek, 2003). As mentioned before, organizations have
to understand how the business and IT are pieced together. When the situation involves larger
complexity this becomes a difficult task since the entire aspect of an IT service development
changes when its working environment is more unstable (C13). Organizations are therefore in
great need of methods to counter complexity aspects when deploying IT services.
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Complexity issues can lead to consolidation of I'T services where they are designed to cover a
larger area of the business needs (B13; C13). According to Keel et al (2007) IT is usually
packaged together and focused to fulfill a greater purpose when facing a complex situation and
environmental pressures. Informant D claims that it is optimal to simplify and package IT
services together from a financial perspective. But also be developed in different versions (see
part 4.3.4). Informant C mentions platform independency as necessary since they will be easier to
package together. Informant B argues that I'T services could also be separated due to complexity
aspects and the current situation. But it is most likely that they will be packaged together instead
to fill a greater purpose.

We do get the feeling that most situations are complex today because no organization is the other
one alike, as we mentioned earlier. Since frameworks and standards seldom bring projects all the
way to the finish line themselves, the projects become complex on the way. If more easy tasks
like communication, knowledge, understanding, and agreements are improved to begin with,
some of the complexity issues would ease.

5.3  Quality of Service

ITSM project, like an ordinary project, got a beginning and an ending. Therefore, it is essential to
make sure that the project proceeds as it intended to. In literature covering I'TSM practice this
approach is often referred to as Quality of Service (QoS) (Parasuraman et al, 1985).

5.3.1 Measure Quality of Service

All four informants claim that there are no specific methods for measuring the quality aspect of
an I'TSM project. There are different concerns explaining why, but mainly because every project
is unique. Therefore it depends what needed to be measured, how things could be measured, and
why specific things should be measured. What is important is to create a correlation between the
measured results and the user responses (C14). Also try to measure what could be measured
(D14). So, then we know what to measure, even though measurements of everything that could
be measured is not that concrete. What about how and why to measure? According to the
informants organizations have difficulties to establish what, how, and why to measure. How to
measure correspond to Lahtela et al’s (2010) argumentation regarding I'T organizations that are
lacking appropriate methods for measuring I'T services and service management processes. This
is a great concern where standardized methods once again cannot be standardized all the way.
Informant B does however claim that every I'TSM framework got their specific processes for
quality measurements, but does not include specific guidelines. What instead is emphasized is to
evaluate whether the service implementation correspond the business demands (C14). As ITSM

strives towards managing I'T like a service provider, the customer or receiver of the services has
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to become more important. Service Level Agreements (SLAs) are therefore need to be defined in
early stages of the project to make sure that the service provider delivers what the customer asks
for. As most I'TSM projects are outsourced today it is important that these kinds of commitments
are anticipated (Verma, 2004). They should be used to define why the ITSM implementation is
needed, also what functionality, availability, etc. that needs to be fulfilled and how this should be
done. When the implementation is completed, the agreements defined in the beginning of the
project should be evaluated. It is at this point where the problems start. That is why the I'TSM
implementation methods do not cover what, how and why to measure. But if we think about it,
most I'TSM implementations are outsourced. It is impossible for a service provider do decide if a
customer has established more effective processes or not. Only the customer can answer that
question. That is why SLAs should be evaluated by the service provider and customer
collectively. What then should be measured is if the services implementation fulfills the specified
demands requested by the customer. If not, the service provider and customer have to make
adjustments till the changes take effect. These tasks are difficult to standardize since every project
is unique, just as the informants referred to. It does also complicate the evaluation process but if
SLAs are defined in the beginning of the project and maintained through it, the evaluation
process will be easier to structure.

There are, however, more problems regarding the concern of ITSM quality measurement. The
service quality and serviceability of an IT service is difficult to define (A15; D15). According to
informant A that is because there are so many components needed to be included and
organizations do not know what to measure (see part 4.4). Components, like availability for
example, could then be divided into other components themselves depending on their nature.
This makes it even more difficult and a paradox since services should go from being delivered as
single components to services where the components are grouped together. This does, however,
make it more difficult to measure the quality. That is because there are too many components,
pointing at different purposes. Or as Lahtela et al (2010) put it, that the options of what to
measure in I'TSM are too many. This might however be a trend in I'TSM since IT services
become more complex, as mentioned above (see part 5.2.4). If they become more complex they
will most certainly involve more components. If IT services get divided instead of consolidated, it
might be easier to measure their quality, because they consist of fewer components.

5.3.2 Efficiency or Effectiveness measurements

As mentioned above, I'T organizations are lacking appropriate methods for measuring I'T services
and service management processes (Lahtela et al, 2010). How to measure QoS is a great concern
where organizations do not know how to measure the quality of their IT services. What is evident
to decide is whether doing things right (efficient) or doing the right things (effective) is the
preferred measurement standard. Business & I'T alignment addresses both efficiency and
effectiveness, where both measurements are needed to create a sustainable link between
technology and business (Luftman, 2000). We did find the same response from the informants,
even though it was not as explicit. All informants think that both efficiency and effectiveness are
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closely related each other and important to achieve. What is mostly distinguishable is that they
got different purposes, not only as definitions, but as roles of an organization. If organizations do
things right and create an efficient business, the business will operate more efficiently and being
able to be effective in the long run (A16). The quality measurement of I'T services is therefore
often defined as efficiency, where the daily processes have to be supported by doing things right.
For evaluating if the business has been empowered with the IT services, the effectiveness has to
be measured instead. Effectiveness is also preferable to measure since it is determined by money
(C16). It is much easier to evaluate a result represented by numbers and quantifications, rather
than words. But to evaluate if IT is closer aligned to the business and vice versa, both
measurements of efficiency and effectiveness is needed. That is because both the short-term
processes, measured by efficiency, and the more long-term processes, measured by effectiveness
need to be included.

We can conclude that both efficiency and effectiveness are important for QoS. Separately but
also together meaning that effectiveness could be easier to achieve by efficient workflows. If the
meaning of both efficiency and effectiveness are defined among the SLAs in the beginning of an
ITSM project we think that what’s and how’s of QoS will be easier to determine. Documentation
is therefore essential to establish early in a project where all participants easily can go back and

control what were agreed upon if necessary.
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6 Conclusions

6.1 Business & IT alignment

Q1: How should or could alignment between business and I'T be achieved?

Through our investigation we discovered that the boundaries between business and IT are rather
unclear. First of all, I'T should support the business to improve processes, strategies, and goals.
Secondly, both business and IT should also engage in a close relationship, but there still need to
be clear distinctions between them. That is because business and IT got different roles and
responsibilities of an organization. Thirdly, there should not be a mutual relationship between
business and IT. The business should be the one initiating the I'T activities where I'T should only
function as a support to the business. Which bring us to the next part of the research question,
how business and IT should or could be aligned. We discovered that I'T should be adjusted in
order to be matched to the business. The business should never be adjusted to fit the I'T,
however, the business needs to understand what IT delivers. We have, however, not discovered
any clear actions defining how business & IT alignment could be improved.

We did also discover that business & IT alignment differs depending on operational and strategic
level.

Operational level:

e Define what IT to deliver and how to deliver it
e Roles and responsibilities are individual

e Efficiency measurements are preferred

Strategic level:

e IT-strategy that correspond the business activities
e Roles and responsibilities are unified

e [Fffectiveness measurements are preferred

Just like there are differences in how business and I'T should be aligned, there are differences in
how organizations should react and operate towards business & IT alignment on different levels
of an organization. We find that there are great differences in how alignment is emphasized on a
strategic and operational level. In turn there is also of importance that alignment between these
levels is established in order to succeed with business & IT alignment.
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6.2 Improving business processes

Q2: How could organizations deliver I'T services which correspond to the business processes?

In the last part (see 6.3) we have concluded that it is somehow problematic to define how
business & IT alignment should be achieved. What is important to bring forth is that business-
and IT processes have to engage in a close relationship. Also that efficient and effective business
& IT alignment is an essential condition for developing IT services that correspond with the
business processes. Based on these establishments we have identified a number of problematic
factors addressing misalignments between business- and I'T processes. These factors are both
essential for achieving a sustainable business & IT alignment, but also for delivering I'T services

which correspond the business processes.

These prerequisites can be viewed below:

e Communication
e (Collaboration

e Knowledge

e Understanding

e Agreements

Communication flaws can mainly lead to business and I'T being driven as separate units.
Business- and IT departments need to communicate on the same level in order to produce
efficient and effective IT services. If comprehensive communications is established, an
organization is more eager to collaborate. Collaboration is important since it help employees to
understand and learn from each other. This takes us to the next prerequisite that is knowledge.
Both the lack of knowledge about how an organization operates and how IT is involved in the
business activities is a problem. That is why communication and collaboration is so important. By
better communication and collaboration between departments, knowledge will be spread easier
through an organization. This will also lead to employees understanding the core business and
the business to understand I'T’s role and usefulness. There is also essential to create agreements
between service providers and customers. Roles and responsibilities could easier be arranged

which is a must when operating in a complex environment.

We can also conclude that I'TSM involves change, where the change has to be initiated from a
strategic level and dispersed to other levels of the organization. It is therefore of essential that the
change is initiated from an executive level in order to reflect culture and structure of an
organization. It is also important to start thinking less about technology and be more service
related. This is beneficial to have in mind when developing I'T services with the assistance of
frameworks and standards. These best practices and standardized methods only take you as far as
standardized tasks. The best guideline is therefore to work as standardized as possible, but to
make adjustments when the business demands are not standardized. As a result the frameworks
need to be adjusted in order to match the target organization. We have also discovered that it is
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important to initiate change relative to the culture and structure of an organization. There need to
be certain critical success factors for meting this request established within an organization.
Complexity issues will mostly lead to services being packaged together rather than separated.
That is because a more complex situation often gets reflected in the IT services, where they have
to fulfill a greater purpose.

All these factors are essential for I'TSM success and for developing IT services which
corresponds the business processes. I'T is not magical anymore, it has to be given a meaning and
be related to something for being useful. That is why technology has to take the next step and

transform into services.

6.3 Quality of Service

Q3: How should the quality aspect of ITSM be measured?

How the quality aspect of ITSM should be measured involves several parameters. Before
knowing how to measure, there need to be something to measure. The first question to ask is
therefore:

What is needed to be measured?
e IT services correspondence to the business demands
e [T services correspondence to user experience
e SLAs correspondence to the actual results of the implementation

e Are the customer demands satisfied by the service provider (SLAs)?

IT services that are delivered by the service provider have to correspond to the business demands
and user preferences given by the customer. This is ensured by creating Service Level
Agreements between the service provider and the customer. These agreements should reflect the
customer’s expectations and correspond to the actual service implementation. The agreements
are then collectively evaluated in the end of the project to guarantee that the customer demands
are satisfied. By using SLLAs it will be easier to develop IT services that correspond with the
business processes, but also to measure the QoS.

We can also conclude that the service quality and serviceability of an IT service is difficult to
define. That is because there are so many components needed to be included when measuring
these quality aspects. A paradox since I'TSM should be focused on delivering components
grouped together as services, rather than standalone components of technology.

When organizations have decided what is needed to be measured, they have to determine how to

measure something,.
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How should organizations measure the quality of ITSM?
e [T services should be efficient
e Business processes should be effective

e Business and IT alignment should be both efficient and effective

We can conclude that measurements of both efficiency and effectiveness are important for
measuring QoS of an I'TSM implementation. Efficiency measurements are important for I'T
services that are being used on an operational level of an organization. Effectiveness, on the
other hand, is more important to achieve on a strategic level, where it can be determined if the IT
processes supports business processes. For evaluating the entire alignment both measurements of
efficiency and effectiveness are needed. Organizations should be able to evaluate whether they
are operating efficient and being effective by having I'T that is in harmony with business
strategies, goals and needs.

If knowing what to measure, it should be easier to conclude how to measure. This is, however,
not the case where organizations are unable to measure the quality of their services. We can
conclude that what is needed to be measured or how to measure is not represented by specific
calculations or measurement standards. There are no specific guidelines from which the quality
aspect of ITSM should be measured. Instead we have concluded that different components are
dependent on others and these have to be compared for measuring the QoS.
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Appendix 1 - Clarifying of key concepts

CCTA - Central Computer and Telecommunications Agency
CMMI - Capability Maturity Model Integration

CobiT — Control Objectives for Information and related Technology
ITIL — IT Infrastructure Library

ITSM — IT Service Management

MOF — Microsoft Operations Framework

OGC - Office of Government Commerce

PMBOK - Project Management Body of Knowledge
PRINCE?2 — Projects in Controlled Environments

QoS — Quality of Service

SLA — Service Level Agreement

SLM - Service Level Management

ISO 20000 — Standards developed for ITSM, which involves a richer detail than the main
frameworks.

IT Service — A service provided to one or more customers, by an I'T service provider.
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Appendix 2a - Interview guide (Swedish)

Generell information

Vilken ir din studie/yrkes bakgrund?

Vilka ér dina arbetsuppgifter?

Business & IT alignment

1. Hur ser du pa I'T- och affirsverksamhetens samspel 1 en organisation idag?

2. Anser du att det behover finnas klara distinktioner mellan affarsverksamheten och
IT?

3. De flesta forskare anser att den allminna uppfattningen ér att det ar I'T som
understddjer affirsverksamheten, vad anser du om detta?

4. Hur tycker du att dagens I'T verksamhet bor anpassas for att fungera gentemot
affirsverksamheten?

5. Hur tycker du att dagens affirsverksamhet bor anpassas for att fungera gentemot I'T
verksamheten?

6. Hur tycker du att Business & IT Alignment skiljer sig pa strategisk, taktiskt och
operativ niva 1 en organisation?

Effektivisering av verksamhetsprocesser med hjilp av ITSM

7. Det fundamentala i ITSM ar att I'T bor ta ett steg fran perspektivet dir det utvecklas
som en teknologi och istillet bli mer tjanste och kund inriktat. Vad anser du om
detta?

8. De flesta ITSM ramverk bestéir av sa kallade ’best practices” vilka beskriver hur I'T

processer kan utvecklas. Dock finns det sillan forklaringar av vilka processer som
borde utvecklas och hur dessa bor utformas. Vad anser du om detta?
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9. Hur anser du att beskrivningarna i ITSM ramverken stimmer 6verrens med din
uppfattning av att skapa IT tjanster som stodjer verksamhetsprocessen?

10. Pa vilka sitt kan organisationer ha problem att leverera I'T tjinster som stimmer
overrens med verksamhetsprocessen?

11. Vilka anser du ar de kritiska framgangsfaktorerna for utveckling av IT tjanster vars

syfte dr att forbittra verksamhetsprocessen i en organisation?

12. Vilken péaverkan har struktur, kultur och omgivning pa skapandet av dagens I'T
tjanster?

13. T och med att affirsverksamheten blir allt mer komplex och kraven pa IT 6kar, hur
anser du att detta paverkar funktionaliteten 1 I'T tjinsterna?

Service kvalitet och utvirdering (Quality of Service)

14. Utifran vilka riktlinjer anser du att kvalitetsaspekten i I'TSM bor miétas med?

15. Forskare anser att organisationer inte tillhandahaller indamalsenliga metoder for att
mita kvaliteten pa deras IT tjdnster, vad anser du om detta?

16. Vad anser du dr mest virdefullt ur ett kvalitetsperspektiv, att organisationen gor saker

riatt och pa sa sitt kan bli lonsamma med tiden, eller att de gor ritt saker utan att
utviardera hur dessa saker gors sa linge de dr [lonsamma?
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Appendix 2b - Interview guide (English)

General information

What is your educational and professional background?

What are your duties?

Business & IT alignment

1. How do you see the IT and business interactions in an organization today?
2. Do you think there needs to be clear distinctions between business and I'T?

3. Most scientists believe that the general perception is that it is I'T that supports
business, what do you think of this?

4. How do you think that today’s I'T activities should be adapted to function in relation
to the business?

5. How do you think that today’s business should be adapted to function in relation to
IT operations?

6. How do you think the business & IT alignment is different at the strategic, tactical
and operational level in an organization?

Improvement of business processes with ITSM

7. The fundamentals of ITSM are that I'T should take a step from the perspective of
where it developed as a technology and instead is becoming more service and
customer oriented. What do you think of this?

8. Most ITSM framework consists of so-called ”’best practices” which describes how IT

processes can be developed. However, there are rarely explanations of the processes
that should be developed and how they should be. What do you think of this?
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9. How do you think that the descriptions of ITSM framworks are in compliance with
your idea of creating I'T services that supports the business process?

10. In what ways can organizations have problems delivering I'T services that are in

compliance with business process?

11. What do you think are the critical success factors for the development of I'T services

designed to improve business process in an organization?

12. What influence does the structure, culture and environment on the development of
today’s I'T services?

13. As business becomes more complex and demands on IT increase, how do you think
this affects the functionality of I'T services?

Service quality and evaluation (Quality of Service)

14. Based on what guidelines do you consider the quality aspect of I'TSM should be
measured?

15. Scientists believe that organizations do not provide an effective methodology for
measuring the quality of their I'T services, what do you think of this?

16. What do you consider most valuable from a qualitative perspective? The organization
does things right and thus can be profitable over time, or that they are doing the right
things, but not to evaluate how these things are done as long as they are profitable?
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Appendix 3a - Interview transcript with BiTA

Date: 2010-10-13

TA = Informant A
Re = Researcher

Line | Person | Conversation

Code

1 Re Vad har du for tidigare yrkes- och studiebakgrund?

2 IA Jag har list I'T/ekonomi, jag har en magister i ekonomi och en magister
i systemvetenskap. Jag har jobbat pa BITA sen 2003 som konsult och
utbildare, sedermera som konsultcoach.

3 Re Ok ok, dd tycker jag vi kor igang. V'i har delat upp intervjuguiden efter nagra
omraden...

4 1A Far jag bara borja med, vad ir erat syfte och mal med eran uppsats?

5 Re V7 vill belysa hur IT service management anvinds for att i forsta hand effektivisera
en verksambet sd att man bitjar gora saker ritt men dven pd samma sdtt kunna
[forbdttra verksambeten och kunna gira ritt saker och att fa ut nagot matt pd det.

6 1A Mm, vad ir det f6r problembild?

7 Re Vi bar uppfattat att det dr mycket problem inom just det att I'T madste gd frin att
vara en teknologi till att vara mer tiansteorienterat. Manga foretag har problem just
ndr man levererar till kunden att kunna anvinda sig och se vilka olika processer ,
vad man behover egentligen av hela paketet. 1 dr uppfattning utifran litteratur dr att
manga foretag har svart att sdtta fingret pa vad de verkligen behover och hur de ska
linka samman affdrsverksambeten med I'T och vice versa. Hur ser du sjily pa
detta?

8 IA Det ir ju ofta det som dr svart, det dr svart att veta vad
affirsverksamheten behover. Det dr nog svart fran bada perspektiven,
det dr svirt fran affarsverksamheten att kommunicera vad dom behéver
utifran det att det ar svart att definiera behov. Men det dr dven svart for
IT att f6rsta, dvs att forstd I'T-verksamheten.

In

9 Re Hur ser du att deras samspel bebiover se ut for att fa en bra relation och fa ut nagot
av hela I'T service management konceptet?

10 IA Det beror lite pa vilket stadie en verksamhet befinner sig i men det
viktiga 1 det hir 4r ju att man far till en fungerande dialog mellan
verksamhet och IT. Och att IT forstar att dom 4r en stodfunktion till
verksamheten. Dom levererar ju tjanster som stodjer verksamheten i
deras tjansteleverans. Det dr ocksa viktigt att fOrsta samspelet, dvs att
verksamheten och IT dr ett. Dvs det ar fa organisationer idag som klarar
sig utan ett fungerande I'T-stéd. Men det ar inte sakert att I'T-stodet ér
verksamheten utan en kritisk faktor for att kunna realisera
affirsverksamhetens mal. For har behover man ju fa en fungerande
dialog dir var och en far sin roll och utifran ett I'T-perspektiv dr det
oerhort viktigt att I'T forstar: vad ér vart bidrag till
verksamhetsprocessen, dvs hur interagerar vi och vilken paverkan har vi
pa verksamhetsprocesserna och var i verksamhetsprocesserna har vi en
paverkan. Dvs vilket stod levererar vi for att foradla det som
verksamheten vill generera. P4 samma sitt dr det ocksa viktigt att

In

AIT
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verksamheten centrerar kring vilka I'T-st6d anvinds vid nir, var och
hur. Och varfor gor vi det. Det far man ju till, delvis genom att mappa
verksamhetsprocesserna gentemot dom tjinster eller produkter som IT
erbjuder. Men det handlar ocksa om att fa till en konstruktiv dialog
kring I'T, dir inte bara I'T dr kostnadscentret.

11

Mom, lite det vi ocksa kan tycka dr intressant. Just hur ITSM anvénds pa olika
nivaer i organisationen. Hur kan arbetet skilja sig pa t ex strategisk, taktiskt och
operativ niva?

12

1A

Det beror ju lite p4, nu vet inte jag riktigt vad ni har f6r definition pa
arbets service management. Det finns ju méanga definitioner pa det, men
om vi kan enas pa att definitionen av I'T service management handlar
egentligen om att leverera en verksamhetsnytta med hjilp av tjanster.
Jag vet inte riktigt vad ni har f6r definition.

13

Jo men det dr liknande sa, exakt.

14

1A

Mm, om man tittar pd en I'T-organisation sa pa operativ niva, sa handlar
det ju mycket f6r en verksamhet att forsta: Vad ér det dem levererar och
hur hinger det samman. Dvs, vilka leveranskomponenter har vi och hur
bygger vi dem, och hur hinger de komponenterna samman med att I'T
faktiskt levererar tjdnster till en verksamhet. Men det handlar ju inte
bara om vad vi gor, utan ocksa hur gor vi det, dvs hur levererar vi vira
leveranskomponenter, pa vilket sitt gor vi det, effektivt eller inte. Det dr
hir méanga ganger som vi jobbar i mer processer och arbetsrutiner och
standardiserade arbetssitt. Sa pa operativ niva handlar det valdigt
mycket om vad och hur. P4 taktiskt niva handlar det om att leverera.
Och pa strategiskt niva handlar det om att konstruktivt f6ra en dialog,
vad borde vi leverera och hur ska vi géra det framéver? Dvs strategiskt
niva ar vildigt kopplad till att faktiskt ha en verksamhetsplanering och
att ha affarsstrategier med stéd av I'T-strategi. En IT-plan som bidrar
och stodjer utifran den utveckling verksamheten vill ha.

DL

DL

15

Re

Vad bra, da bar vi fatt en hel del pa business I'T alignment. Det dr mycket det vi
betonar ocksd, uthytet och skillnaden mellan I'T —och affdrsverksambeten. Ofta dr
det ju sd att I'T-verksambeten ska stodja affdrsverksambeten, men kan det vara
tvdrtom?

16

IA

Ja asséd egentligen, optimalt 4r det ju om det ér tvirt om, att det ar
affirsverksamheten som initierar och driver. Sen 4r det vil inte s himla
manga organisationer som har kommit sa lingt. Organisationer har
kommit sd lingt eftersom det ér affirsverksamheten som har pengarna
och det ir affirsverksamheten som staller krav. Diremot kanske de inte
alltid stéller kvar utifran ett ITSM-perspektiv utan da dr det ju mer krav
utifrin krav pa I'T som en produktleverantér som IT var innan. Ska man
prata om att verksamheten ska stélla nytt krav pa I'T som
tjansteleverantor sa tror jag att I'T maste std sterilt att man ar en
tjansteleverantor och med allt vad det innebar. Dvs att vi kan leverera
tjanster till verksamheten, dvs I'T maste i det hir fallet bygga ett
fortroende hos sina kunder sa att de kinner att IT faktiskt tar sitt ansvar
och att det inte finns nagon risk att prata om funktionella nivaer. For
som det dr nu drivs vildigt mycket av verksamheten men det ér ju
ganska mycket krav pa att vi vill ha det hir ekonomisystemet, det
betyder ju att man kan drifta det. Det ir ju inte sa ofta som en
verksamhet pratar funktionella behov i den méan som man faktiskt skulle
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gora gillande tjinsteleveranser. Men det ar klart att det finns goda
exempel, och det bista hir dr ju att man i affirsverksamhetens
utvecklingsprocesser, alltsa tidigt 1 deras utvecklingsprocesser faktiskt
initiera en dialog kring; Vad ér det f6r I'T-st6d vi faktiskt behover. Och
da ocksa sikerstiller att vi inte gor det pa det traditionella sittet, dvs;
Vilken teknik beh6ver vi och hur manga anvindare har vi. Utan istillet
utifran; Vad dr det f6r funktionella kvar vi har pa ett eventuellt I'T-st6d
utifran det vi vill realisera. Och hir har vi kommit olika langt.

17

Varfor kan organisationer ha problem att leverera just I'T-tjdanster som stimmer
dverens med verksambeten och processerna?

18

In

Det kan handla om olika orsaker. Delvis kan det ju handla om att man
har en bristande kommunikation, dvs att man driver I'T som en separat
enhet. Det kan bade vara att I'T ligger efter, t ex att man inte forstar
verksamhetens behov. Men det kan ocksa vara sa att I'T ligger fore, dvs
man tror sig veta mer dn verksamheten, dvs att man driver en I'T-
utveckling som egentligen ligger fore de verksamhetsbehov som finns.
Dvs ett gap dven dir i forstaelsen. Vi kommunicerar inte med varandra,
vi forstar inte var behoven finns. Da handlar det ju frin ett tids
perspektiv att man inte alltid synlige6r och kommunicerar méjligheter
kring I'T-stédet, utan antingen gor man det pa ett felaktigt sitt eller sa
g6r man det inte alls, eller sa bestimmer man sig f6r att implementera
det dven om inte verksamheten fragar. Och pd samma sitt kanske inte
alltid verksamheten har valt att inte kommunicera med IT fran den
parametern, dvs man anvinder inte I'T som expertstodet, man anvinder
IT som leverantor och si gar man till andra externa parter for att fa
inspiration, snarare an att fa det fran sin I'T-avdelning. Och da har man
ju egentligen ingen I'T-strategi och inget ordentligt planarbete och inte
heller ha nagon vil fungerande omvirldsanalys. Problemet blir ju det att
man riskerar att leverera for mycket I'T, for dalig I'T, for dalig kvalitet.
Och di tappar man marknadsandelar.

AIT
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19

Re

Det kan ju bli lite som det vi har hittat i vissa utredningar.. man vet inte riktigt vad
man ska rikta sig in pd, vilka delar man behover for verksambeten.

20

IA

Det handlar ju ocksid om att man inte far kontroll pa sina I'T kostnader,
vilket kan resultera i att man gor en outsourcing for att kinna att man
far struktur och kontroll pa sin IT, eller att man gor en insourcing eller
att man koper felaktiga tjanster som inte stodjer de behov verksamheten
har. Dvs att man kan generera I'T-kostnader utan egentlig grund. Man
far en ifragasatt I'T-avdelning och man far inte n6jda kunder eftersom
man inte vet varfor och vad man levererar.

21

Mm ok, dd kommer vi inte lite pa ndsta del har, just att effektivisera IT processerna
mha ITSM. Vi kan ga tillbaka lite till definitionen, for vi har uppfattat att det
Sfundamentala i ITSM dr att man gar fran att I'T utvecklas som en teknologi till en
tidinst till mer kundinriktat. Hur ser du pa den definitionen? Finns det andra som
ar bttre?

22

1A

Jag tycker att den definitionen fungerar, ITSM handlar ju om att
leverera verksamhetsnytta med hjilp av en tjanstorienterad organisation,
mer eller mindre. Sen finns det ju 1000 olika definitioner pa det men det
ar ju egentligen den vi anvinder oss av. Det finns ju massa ramverk
kring det hir som ocksa definierar ITSM.

ST

66




23

Sen har vi ocksa tittat pa lite olika ramverk som beskriver bur I'T processerna kan
utvecklas. V' hittar dock sillan forklaringar pa vilka processer som borde utvecklas
och hur dessa borde utformas. Det dr mer det som ska finnas med pa nagot sdtt.
Ndistan sa att det bara finns best-practises om du forstar vad jag menar. Vad anser
du om detta?

24

1A

Det dr ju faktiskt sa, att de befintliga ramverken dr best-practise. Dom
ger ju en rekommendation till vilka parametrar du bor beakta for att
vara en tjansteorienterad organisation. Sen varfor det dr best-practise
och inte en borlista handlar ju om att till viss del alla organisationer ar
unika. Det handlar ju mycket om att organisationer har kommit olika
langt inom de olika omradena. Det handlar ocksd om vilken mognad
man har 1 att vilja vara en tjansteleverantér. Det gor ju att man har olika
fokus utifrin var man vill befinna sig pa den skalan. Vill man ha ett
ramverk for att veta vad man bor och ska gora har ni sikert tittat pa
1SO20000. ISO20000 ir ju egentligen en stimpel pa att du dr en
tjansteorienterad I'T-organisation med definierade tjdnst-roller, ansvar
och processer. Dir har du ju egentligen ett antal skall och bor krav, dom
kraven dr egentligen tagna ur utifran de ramverk och best-practise som
finns. Men det dr ju ocksa bara en indikation, och dir beror det ju ocksa
pa vilket scoop du har pa din IS20000 certifiering. Men det gar
egentligen inte att ha ramverk, eller regler f6r vad du maste ha pa din
plats, utan det maste egentligen du och din verksamhet definiera utifran;
vad vill vi leverera. Vilket st6d ska vi erbjuda.

BP

BP

25

Re

Aa dir ser man, vi har tittat en bel del pa ITIL., COBIT, och Prince. Generellt for
dessa ramverk dr ju processerna, service, support, processes och deliver processes. Som

vi forstatt det, de lite mer dagliga processerna sen de lite mer taktiska som reflekterar
affdrsstrategin och sen de mer strategiska. Hur skulle du siga att de forhaller sig til/
varandra ur ett service management perspektiv? Om man t ex ska utveckla nagot for
en kund, t ex en tdansteorganisation.

26

IA

Om vi tittar pa I'TIL sa vet inte jag om ni har jobbat med version 2 eller
3. Det ar ju version 3 som ir den nyaste om man siager si. Version 3
utgar ju egentligen fran 5st livscykelfaser. Egentligen dom 5 faser som vi
sager att en tjanst behover ga igenom for att kunna levereras, och
leverera virde. Och dir har vi ju service strategy, och strategy ar ju
precis som du siger, det handlar om att skapa en I'T-organisationens
strategier kring; vad dr det for verksamhet vi behéver. Hur ska vi
finansiera I'T, vad ar det vi behover leverera for tjanster, vilka ska vi
avveckla, vilka ska vi utveckla, till att ocksa fundera pa; hur ser
verksamhetens behov ut. Dvs att sikerstalla att vi verkligen har en
l6pande kommunikation. Kdnner man att man har det strategiska pa
plats, da gar man over till att ndgonstans designa sina tjanster och att
designa sina processer. Vad ir det den hir tjansten ska omfatta och hur
ska den levereras, ska vi leverera den sjalva eller ska vi leverera den med
en partner. Vad ér det vi beh6ver tinka pa bade nar arkitektur och nér
det giller arbetssitt och nir det giller 6vriga tjanster. Det dr ju service
design, kinner du att du behover definiera och konkretisera din tanke
kring tjanster och pa andra sidan produkter, sa behéver du ju sakerstilla
att du forstar den nya tjansten, eller den férandrade tjansten i relation till
det vi idag redan levererar. Det ir ju egentligen det som service design
syftar till. Manga ganger nir man pratar med en I'T-avdelning separat, sa

AIT

In

DL
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har man ju ett gap mellan en driftorganisation och en
utvecklingsorganisation. Dvs utveckling utvecklar, sen dr det upp till
driftorganisationen att drifta. Och service transition sikerstaller
egentligen att man inte far ett gap mellan utveckling och drift. Dvs att
man sikerstiller det man utvecklar kommer fungera i drift och att man
kommer ha ordentliga kontrollinstanser, beslutsforum och vi sjositter
saker i en korrekt ordning, samt sikerstiller kunskapséverféring. Medan
operation ar ju mer drift, det dr dir fabriken sker och det ér dir vi
skapar virde. Pa det hir sa vill vi ju astadkomma ir ett kontinuerligt
torbiattringsarbete. Men det dr ju liveyklerna, i de hir livscyklerna finns
det ett antal processer, och processerna finns i livscykeln beskrivna, i
den livscykel som de agerar mest. Men det dr inget som siger att, om
man t ex tittar i operation sa har du supportprocesserna dir, dvs
irendehantering. Men det dr inget som siger att man ska tinka pa
irendehantering ndr man designar sin tjanst. Beroende pd hur du
designar din tjdnst kan du ha sikte pd hur du kan 19sa incidenter sen.

27

M ok, som vi ser det dr det inte sa manga som har borjat med version 3 dn, utan
anvénder sig av 2an.

28

TA

Det ir ju sa att version 2 fokuserar mycket mer pa processer. For att
kunna bli en tjansteleverantor behdver du forst veta hur ska vi leverera
saker och ting. Man maste egentligen reda ut sina processer och
arbetssitt forst. For att sen kunna definiera vad ér det vi vill leverera
och sikerstilla att vi levererar det. Version 2 handlar d4 om hur vi
levererar, dvs processerna. I version 3 pratar vi mycket mer om att man
har sina processer pa plats och att man jobbar mer med férbattringar av
tjansteleveranser.

29

Re

Yes yes, da kan vi ga vidare med de kritiska framgangsfaktorerna. 1V ilka
framgangsfaktorer finns det for att utveckla I'T-tianster, med syfte att forbittra
verksambetsprocesserna?

30

IA

Det finns ett antal fraigor som du maste stilla dig for att kunna leverera
tjanster. Dvs du maste forst fundera pa; vem dr min kund? Den frigan
ar ju vildigt latt att svara pa initialt men ar ganska svar att svara pa 6ver
tid. Du behover ocksa veta; vad dr det for tjanster vi ska leverera?
Vilken foradlingsgrad ska vi ha i den har tjansten? Vilka
virdekomponenter ska vi ha 1 den hir tjansten? Sen maste vi ju stélla oss
fragan; vill verkligen kunden képa den har tjansten? Manga av vara
verksamheten idag vill inte kopa tjanster utifrin det att man kanske inte
har ett fortroende. Och da vagar man inte lita pa att de kan leverera en
tjanst, med vad nu en tjinst innebdr. Om man tittar pa en tjanst galler
det ju att leverera funktionalitet till en kund utan risk. Och det ar dar
kanske inte alla verksamheter litar si pass mycket pa sin I'T-organisation
sa att de kan leverera funktionalitet utan risk.

DIT

DIT

31

Re

Det dir sant, sen va vi inne lite pa ndsta fraga. I och med att affarsverksambeten blir
allt mer komplex och kraven pa I'T dkar. Hur paverkar det funktionaliteten pa IT-
tidnsten?

32

1A

Dir viljer alla lite olika vigar. Antingen kan man vilja att man levererar
manga olika tjanster, men egentligen siger man att man standardisera
ganska hart. Det beror ju pa vilken verksamhet du stédjer. Men ju mer
komplex din verksamhet dr som IT stédjer, desto komplexare kommer
dina I'T-tjanster bli. Och det stiller ju dannu hogre krav pa att du sjilv

SC
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faktiskt vet; hur du levererar det, vad du ska leverera och hur de hir
enskilda komponenterna bidrar till den totala tjansteleveransen och for
den specifika kunden. Det stiller ju ganska hoga krav pa att du har en
forstaelse f6r hur allt hinger thop, vad paverkar vad men ocksd att du
har en ganska bra dialog gillande avtal med din verksamhet. Dvs vad ar
det vi ska prioritera om allting skiter sig. Sa det kriver en bittre dialog,
en storre tydlighet och det kriver ju ocksa verksamhetens hjilp for att
kunna prioritera ritt. Bade nir det giller férindringar, forbattringar men
ocksa for att 16sa enskilda incidenter.

33

Har det blivit mer pa senare dr, att det bebivs ett mer narmare samarbete med
kunden dn det varit tidigare?

34

1A

Jag tror att man alltid, fran ett I'T-perspektiv, att man kint att det finns
ett behov av ett nira samarbete. Och dven utifrin ett
verksamhetsperspektiv. Sen dr det ju ganska svirt att hitta en modell
som fungerar, i och med att I'T har en tendens att prata teknik och
verksamheten har en tendens att prata verksamhet. Dvs de anvinder tva
olika sprak. Och hidr har man ju vildigt linge, bade nir man jobbade
ganska mycket med forvaltningsmodeller, systemigande,
systemansvariga, forvaltningsansvariga mm. Men det handlar ju om att
vi har en bristande forstaelse for vad respektive organisation gér och
hur vi kommunicerar virde och nytta. Vi har en tendens att glomma
virde och nytta i vara dialoger. Sa jag tror egentligen inte att behovet ar
stOrre nu utan snarare varit lika stort hela tiden. Diaremot, tjdnster
kanske ér ett sitt att komma dit, men det gor ju att bada maste forsta. Vi
maste lira varandras sprak. Forsta vart bidrag till affiren. Och har tror
ju jag att det ar I'T som maste forstd verksamheten, snarare dn tvirt om.

In

35

Re

Intressant. Vilken paverkan har faktorer som organisationers struktur, kultur och
omgivning pd skapandet av I1-tjanster?

36

IA

Den har en stor paverkan. Nar vi jobbar 1 vara projekt och t ex gor
tjanster och definierar tjanstekataloger, sa ér ju inte vi teknikkonsulter pa
sa satt. Utan det handlar ju om organisationsférandring. Det ar ju
torindringsarbete, dvs att titta bade pa organisation, kultur, pa
torindringsbenigenhet och utifrin det se vad dr det vi maktar mer, vad
ar det dem klarar just nu. Sa det har ju en direkt paverkan pa hur fort du
kan inféra tjanster, men ocksa hur vil du kan inféra tjanster och
framforallt till vilken grad kan du inféra tjanster. Dvs vilken
toridlingsgrad kan dom tjanster du initialt paketerar ha?

SC

37

Mm ok, dd kan vi titta lite mer pa framtidsaspekten med ITSM. 1V ad tror du kan

vara ndsta steg, vad kan man rira sig mot tror du?

38

IA

Oh det dr en svar fraga. Tittar man pa svenska marknaden sa tror jag att
service management, initialt just nu, vi kommer fran att vara
teknikleverantor till att vara tjansteleverantor inom IT. Det ar ett stort
steg. Men det vi ser dr ju att det ér fler och fler som ser sin IT-
organisation, inte som en I'T-organisation utan som en del av sin
verksamhetsorganisation. Och att man far en mer aktivare del i
affirsledningen, nir det giller affirsutveckling, snarare dn att vara I'T-
utveckling. Dvs att I'T och verksamheten blir en integrerad del. Sen
kommer vi troligtvis alltid att ha ett behov av I'T-organisationen men
ddremot att utvecklingen av I'T och férvaltningen av I'T sker i symbios
med verksamhetsutvecklingen. Men det ir ju egentligen en ganska ling
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resa dit. Men det dr det jag tror, att man kommer se I'T som den
strategiska resurs som det dr. Och kommer dirmed vara en stor del i det
strategiska och verksamhetsplanering.

39

Jag tycker det kénns som att allt behover ga itva steg. Forst ska man forbittra
verksambeten, sa att man borjar gora saker rdtt, och sen pd sd sdtt gora ritt saker.
Tycker du att det fols at i det ledet, eller ar det bara att vara effektiv direkt, eller se
[forbattringar direkt. Eller finns det nagon symbios mellan dessa?

40

1A

Det finns en symbios mellan dessa. Och jag skulle siga att 1 90% av
fallen sd handlar det ju frimst om att gora saker ritt. Dvs det handlar
mianga ganger om att effektivisera. Det ddr gar ju i iteration, har man
funderat pa om man gor ritt saker, och sedan vill man géra saker ritt.
Sa det dr en iterativ tankesnurra. De flesta borjar nog med, gor vi saker
ritt, dvs borjar med processer.

1

Aa ok. Firdelar har vi redan gatt igenom en del. Finns det nagra nackdelar med
ITSM?

42

1A

Jag skulle nog siga att det inte direkt finns ndgra nackdelar med I'TSM.
Men diremot finns det en hel del negativt med I'TSM-satsningar. Dvs
om man inte gOr ratt nir man satsar pa I'TSM sd kan det verkligen sla
fel. Dd kan man skapa ineffektivitet och mer osimja och storre gap 1 sin
organisation dn va det var innan. Och det handlar kanske ofta om att
man inte har tinkt igenom, vad var vision édr. Varfor vill vi géra det hir?
Och dessutom, vad vill var kund géra? I dom fallen didr man egentligen
sdager att; vi vill inte infOra tjdnster, utan att fundera pa vad, varfér och
hur och vad vill vi uppna med det. Sd riskerar man snarare att skapa mer
oordning, mer frustration, och mer ilska. Och storre barridrer an innan.
Sen kan en annan nackdel med I'TSM vara att det kan vara en liten fluga.

Det kan ju innebira att organisationer vill gora detta utan att veta varfor.

Sen kanske det dr sa att alla organisationer inte behover vara en
tjansteleverantor. Det finns ju en risk att vi Overadministrerar saker.
Och att vi skapar rutiner och processer som vi egentligen inte ger nagot
virde. Saker som inte har ndgon direkt paverkan pa verksamheten.
Forstar man inte vad man ska ha det till och vad det ar, dvs att det ar ett
forindringsarbete, da riskerar man att slinga sina pengar i sjon.

43

Ar det nagot man kan métas av ofta?

44

Det jag kan motas av ar att foretag berittar att de vill inféra ITIL, eller
att de vill ha en tjanstekatalog. Men dom kan inte alltid svara pa frigan
varfor.

45

Vad ser du som stirsta utmaningarna med I'TSM?

46

Det ir egentligen att svara pa problemen; dvs varfér vill ni gora det?
Vad vill ni uppna? Dvs forsta att det ar ett férandringsarbete och vi
kommer aldrig att lyckas om ni inte vet var ni befinner er, vart ni vill
och hur ni tinker komma dit.

47

Re

Vad anser du vara den storsta fordelen med ITSM?

48

IA

Fordelen dr ju att om man gor det pa ritt sitt fir man en tydlig och
effektiv I'T-organisation som stodjer verksamheten. Och levererar virde
och nytta.

49

Kanon, da kan vi ga in pa sista delen som handlar om hur man utvirderar
processen. Vilka riktlinjer bir kvalitetsaspekten i ITSM mitas?
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50

1A

Om jag far siga det hir flummiga konsultsvaret sa beror det pa va du
vill uppna med I'TSM. Det ir ju ett oerhort flummigt svar. Men det ar
det enda ritta svaret. Beroende pa varfér du infér I'TSM ér det ju pa
dom aspekten du bér mita.

51

Omz man gar in pa nat generellt som dr det foretag mest bebover byalp med. 1 ad
kan det vara i sa fall?

52

1A

Det dr oerhort svart, i och med att organisationer har oerhort svart att
definiera mal s dr det ju ocksa svirt att definiera vad dom ska mita. Vi
har en tendens att mita f6r mitandets skull. Dvs vi miter allt som vi
kan mita men vi funderar aldrig pd varfor vi miter. Det man behéver
gora dr att definiera; vad vill vi mita? Eller egentligen borja med; varfor
vill jag mita det hir? Sen stilla sig fragan; kan vi mata det hir? Sen har
vi dven en tendens att mita pa gamla mitetal. Och vi etablerar vira kira
baselines, och dom som inte férandras édr viktiga f6r oss. Vad ér syftet
med matningen? Nér man har definierat syftet dr det mycket lattare att
faktiskt presentera ett klokt resultat av sin matning. For det vi gér nu
manga ganger ir att vi producerar rapporter, men det ar ju rapporter
som en maskin skapar till oss snarare an att vi ldgger till en mansklig
aspekt pa det. Dvs vi slarvar med att veta varfor vi miter, vad vi miter,
syftet med vad vi miter, och det gér ocksa att vi inte gor analyserna som
resulterar av var matning. Och det ar dir som de flesta organisationer
faktiskt behover hjilp. Och det dr dir man dr oerh6rt dalig.

53

Re

Mm ok, men om vi da gar tillbaka till det dér att gora rétt saker. Det borde vara
littare att mdta en forbdttring i siffror eller liknande gentemot att man dr mer
svdrare att mita effektivitet kanske. Hur ser du pa detta?

54

IA

Det ir klart att det ar littare att rikna antal arenden som trillar in 4n att
mita huruvida vi hanterar drendena pi ett effektivt sitt. Men det gar ju
att mita bada, det viktiga ar vil att du sjalv vet huruvida maiter jag for att
mita effektivitet eller antal. Sd jag tror att utmaningen ar framforallt att
vi sjalva maste forsta; vad dr det vi vill mita och syftet med var mitning
ir. Ar syftet att mita effektivitet méste vi hitta mitetal som pavisar
effektivitet. For att hitta kvalitet maste vi hitta kvalitativa matetal. Sen
behover man ocksa, i och med en tjanstelevererande organisation. Sa
har man manga dimensioner, bade process, gor tjanst sen har man ju
ofta nagon form av funktion. Och da ir det ocksa viktigt att veta; vill jag
mita kvalitet pa funktion, pa process eller pa tjanst. Sen att det skulle
vara svart att hitta pa mitetal, det vet jag inte. Det svaraste ér att vi inte
vagar mita, sa som att vi inte alltid vill se resultatet. Sen har vi en vildig
tendens att bli vildigt statiska i vara matetal, dvs vi vagar inte alltid
forindra dem efter hur behovet ser ut. Det kan ju vara sa att vi har ett
behov av att gora saker ritt och ett annat behov att vi ska gora ritt
saker. Och da maste vi ju fordndra mitetalen och da kan vi ju sluta mita
vissa saker.

55

Sa det hér med att, som vi bittade en del problem, organisationer har svart att
dandamalsenliga metoder for att mdta kvaliteten pa tiansterna. Det anser du inte
vara sa viktigt?

56

1A

Jo, det ar valdigt svart att mata kvalitén pa tjanster. Och det ar ju for att
tjanster bestar av flera leveranskomponenter. Det ér t ex jattesvart att
miita tillganglighet pa en tjdnst i och med att tjinsten bestar av flera
komponenter. Och di maste vi ju mita tillgingligheten pa varje enskild
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komponent. Sa det dr svart eftersom det inte riktigt finns nagot verktyg
for det. Det finns inget I'T-st6d f6r att mata det. Det handlar ocksa om
att vi faktiskt inte kan enas om begreppet; vad ir tillginglighet. Ska vi
titta pa tillganglighet for varje enskild produkt eller ska vi titta pa
tillednglighet att faktiskt anvindaren kan anvinda funktionaliteten som
tjanster erbjuder. Det ér ju inte jitteldtt, och det ar dar vi har vira
utmaningar.

57

Jag forstar. Hur faststaills det att kunden faktiskt far va de fragat efter? Ndr ni
levererar till kund ds.

58

1A

Hir handlar det ju ganska mycket igen om att inféra business case och
att rikna pa pengar tillbaka. Men man kan dven prata om virdet tillbaka.
Det handlar manga ganger om att; varfér gor vi det hir initiativet, varfor
vill vi inféra service management, varfor vill vi jobba med koncept och
tjanster. Och utifran det behdver man hitta; hur bevisar vi nu att det dr
infért. Det handlar ju inte bara om att skapa en pappersprodukt, utan
dven om att inféra det och skapa en forvaltningsorganisation. Och
komma tillbaka och se hur det fungerar. Sa det ir ju olika beroende pa
vilket syfte som kunden initierar. Och det ér ju ocksd darfor det ar sa
viktigt att vi faktiskt dr 6verens om; varfor gor vi det hir. Det ér ju
faktiskt forst nir vi forstar varfor vi gor det som vi faktiskt vet huruvida
vi 16st uppgiften.

59

Re

Mm jo det verkar jéttebra. V7 har fatt intrycket av att det dr ett lite Inddigt omrade,
men det kanske dr ndr man inte riktigt dr expert pa det. Men det dr som du sager,
manga olika definitioner pa det. Generellt ett svart omrdde tycker jag. 1ad tycker

dan?

60

IA

Det ir ett intressant omrade. Och det ar bl a dirfér jag jobbar med det
och har jobbat med det linge. Det ir ett omrade didr man faktiskt kan se
en forbittring och skapa virde genom att bli tydligare. Det ar svart pa sa
sitt att det handlar om manniskor, f6rvintningar och kommunikation.
Det handlar ocksa om att férandra beteenden hos alla egentligen. Det
handlar inte bara om att férindra beteenden hos manniskor utan dven
hos organisationen och dess organisationskultur. Vilket gor att det édr
svart pa sa sitt. Men a andra sidan ett valdigt roligt arbete.

61

Ja det liter som ett mycket intressant omride. Det var allt vi hade och vi tackar sa
mycket for din tid. Om du vill kan vi skicka uppsatsen till dig ndr vi dr klara.

62

Ja den vill jag girna ldsa. Och hor bara av er igen om det ar nagra
oklarheter.

63

Det ska vi absolut gira, tusen tack hej hej

64

Hej hej

72




Appendix 3b - Interview transcript with Microsoft

Date: 2010-10-29

IB = Informant B

Re = Researcher

Line

Person

Conversation

Code

1

Re

Du fan vél borja att beritta lite om din yrkesbakgrund.

2

IB

Ja precis, 20 ar i I'T-branschen. Blandade arbeten, fran konsult till
torsiljning till 16sningsinriktade omraden.

(O8]

Re

Nu jobbar du pa Microsoft, vad har du for arbetsuppgifter?

IB

Solutions sales heter det och handlar om 16sningstorsiljning inom
omradet IT-management. Sa dirav kommer jag vildigt mycket in pa
ITSM. I'TSM anvinder jag som ryggrad i dom I6sningar jag foresprakar
och siljer till kunder. Jag sitter i Microsofts enterprisegrupp och det
betyder storkundsavdelning. Dom st6rsta kunderna i Sverige inom
foretagsvirlden. Vi har dven en avdelning f6r mid-market. Grinsen gar
vil runt 500 anstillda 1 Sverige.

Re

Jobbar ni i team?

IB

Ja viér lite indelade dar. Vi har en del som arbetar bara med offentlig
sektor, kallas public. Det dr kommuner, landsting, myndigheter osv.
Sedan si har vi den privata sidan som jag jobbar inom. Dar dr det delat
som, jag jobbar med nagot som kallas RFP, retail finance och
professional services. Det ar alltsa handelskunder som IKEA, HM,
Coop, ICA, alla banker och férsikringsbolag. SEB, Handelsbanken,
Skandia, linsforsakringar, Trygg osv. Det dr det vi kallar f6r professional
services, det dr professionella tjanster saisom SJ, inom det omradet. I
min vertikal som det heter, sa har jag 30 kunder. Sen finns det andra
omraden inom industri, manufacturing. Det dr en annan gruppering,
dom ir ungefir lika stora som den hir RFP. Och sa har vi
communication sector, telecom bolag. Sa pa privatesidan har vi tre
vertikaler. Och pa public har man ett omriade som dar kommuner, ett
som dr landsting, ett som dr myndigheter och ett som ér skola och
utbildning. I mid-market sidan, den mindre sidan, dir ar the rest. De ér
1000 tals. Det ar val ca 500 anstillda pa Microsoft 1 Sverige. Vi jobbar
jattemycket med partners, sa 500 1 hela Sverige ér inte sa himla mycket,
men vi jobbar mycket med partners. Det ér sa vi skalar ut till manga
kunder. Sedan har vi ju supportorganisation siklart. Konsulttjanster. Vi
har enheter som jobbar med consumer, alltsa anvindarprodukter, x-
boxenheter, hardvaruavdelning. Det ar ju inte bara mjukvara, men
mjukvaran ar ju en stor del.

Ok kanonbra, vi har delat upp intervjun i tre olika omraden. Och varfor vi har
delat upp dem for att vi har funnit mycket ur teorin. De tre delarna dr som vi har
uppfattat vara ritt problematiska ndr man implementerar ITSM.

1B

For att aterknyta lite till det vi pratade om innan. Jag tror att det
kommer finnas jattemycket jobb att géra inom det har omradet. Det ér
ett jattestort behov hos kunderna att implementera det har. Manga har
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inte forstatt det an, manga lever kvar. Dir ir ett litet paradigmskifte hur
arbetsmodellerna och hur verksamheter styrs och sidir. Det
traditionella liksom, att man inte alls har nagon koppling mellan I'T och
verksamheten. Till att man inser att I'T 4r en sdn stor och viktig del,
email, stannar ett email-system kan ju folk néstan inte arbeta. Det ér lite
sjukt, nagon fragar; vad har du jobbat med idag? Jag har mest svarat pa
mail. Telefon ir liksom sekundirt. Visst 4r det bra med kundmoten, ut 4
triffas, sitter 4 snackar, ansikte mot ansikte. Men IT-systemen anvinder
man mer och mer och inte minst fran ett mer, resandet tinker pa
miljéaspekterna, man koér webkonferanser, telefoni med bild. Min
telefon ringer inte alls mycket, man ringer via datorn.

Det mdrker man lite i skolan med, vi har ndit sant First Class.

10

Aa hijilp!

11

Det dr riktigt daligt, men dr bra nir man skickar meddelanden mellan varandra
och kollar d fixar. Jag tror att de andrar det nu, med sharepoint osv. Men vi kan
vdl dra igang med lite bur du ser pa I'T-verksambeten och affirsverksambetens
sanispel.

12

IB

Det ir lite nyckeln att fa ett arbetssatt, eller process att fa dem att
verkligen forstd varandra. Dir finns det ju ett antal olika system eller
processramverk for att adressera det ddr. Vi har ju jobbat jittemycket
med ITIL och att koppla det hidr. Men ITIL talar om att du har ett
problem, det kanske inte talar om hur du ska 16sa det. Det beh6vs andra
ramverk for att 16sa “how to ITIL” guider. Andra system kan vara bra
stodsystem, du har de hir problemen, sa hir kan du I6sa dem. Det
gjordes ju en maturitymodell, vi har byggt vart arbetssitt gentemot det.
Det finns olika varianter, mit kan vara, infrastucture, och optimization
model, som bygger pa hur man kan ga ut och analysera en kund, vad
befinner de sig idag. Jag tror Gartners modell ir uppdelat i 7 steg, vi har
valt 4. Man tittar pd en kund baserat pa var han befinner sig, han kan
vara standard, basic, rationalized eller dynamic. Och det 4r dynamic som
ar det bista, dar gar allt hand 1 hand. Merparten av alla kunder ligger i
standard eller basicfasen vildigt tidigt 1 borjan. Da finns det vildigt val
dokumenterade modeller f6r hur man kan hjilpa en kund att forflytta
sig mellan dessa modellerna for att sen kunna mata, kunna titta pa hur
har man flyttat sig, hur har man kommit vidare i sin mognadsgrad.

In

BP

13

Jag kdnner igen den ddr maturity modellen, vi har skrivit nagot om den. Det verkar
vara ett bra verktyg for att..

14

1B

Ja for att kunna sitta fingret pa problemet, kunna ga ut 4 gora en
intervju med kunden for att se var dom befinner sig, vilka stodsystem
har dem, hur hanterar dem olika processer idag. Sa dokumenteras det
och byggs upp 1 ett diagram eller dokument. Sadana har saker hanterar
dom pa det hir viset, da faller dem in i det hér facket. Sa hir g6r dem
det, sd sammanfogar man dom dir och sa forséker man med olika
system och processer flytta dem vidare i mognadsgrad. Det ir en
jatteutmaning, IT kan leverera virldens bista system, men kan inte
verksamheten ta emot den, si ar det skit in skit ut.

15

Omz man tittar pa olika nivaer i organisationen. Hur skiljer sig business IT
alignment pd operativ, taktiskt och strategisk niva?

16

1B

Aa det kan skilja sig sdklart, och det dr ocksa en utmaning att vissa
enheter eller delar i en organisation forstar precis dessa bitarna. Vissa

DL
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forstar inte alls, och fa dem dar att prata samma sprak kan vara lite
utmaning,

17

Ar det nagot mer pi de nivierna, t ex mer pi daglig basis eller strategisk. Eller hur
kan det skilja sig mellan de olika nivaerna, just arbetet med att sammantinka
verksambeten och IT. Om du forstar vad jag menar?

18

1B

Aa beroende 6r vilken roll och funktion, det kan vara.. ta ett
typexempel, en tekniker tinker pa ett visst sitt och en ekonom tinker pa
ett helt annat sitt. Att sammanfoga dem sa att dem fOrstar varandra,

och dir har du ju dom dir mognadsmodellerna till hjilp fér att kunna
mappa thop dom hir tankesitten kan man siga.

In

DL

19

Bor det finnas ndgra klara distinktioner med vad som dr just affarsverksambet och
IT, dven ndr de ingar i ett ndra samspel med varandra?

20

IB

I den bista av virldar flyter ju allt ssmman och bara rullar pa. Det édr
nog inte mojligt att det dr sa. Inom vissa nivaer, inom viss detaljkunskap
krivs det en viss fOrstaelse mellan olika saker, dir den ena inte forstir va
den andra siger. Ater kopplat till, hur kan man effektivisera nagot sa att
dom fOrstar, men man kan behova de tva ytterligheterna dnda.

AIT

21

Re

Hur ser du pa vad som stidjer vad?

22

IB

Den storsta biten dar, affarsverksamheten, dom ser ofta I'T som en
belastning, ndgot jobbigt, ndgot som bara kostar pengar. Och det dr en
jatteutmaning, vilket ar aterkopplat till mognadsmodellen, vi beh6ver
vrida om det sa att affiarsverksamheten ser I'T som en tillging, nagot
som underlitta. Sen vill ju de silja mer saker, att silja mer skjortor med
det hir systemet, kan I'T da leverera tjanster som gor att jag har hogre
tillgdnglighet, har battre system som ser till att; oj nu har vi salt 400 till
bla skjortor, per automatik sker en bestillning till fabriken. Nu behover
vi fler skjortor. Forstar du vad jag menar? Da ser verksamheten
verkligen att det hir systemet gor faktiskt nagot som hjilper mig, det
handlar om att underlitta, att spara tid, spara pengar, korta ner ledtider.

AIT

23

Re

Absolut, det ar jittebra. Hur bor IT-verksambeten anpassar for att fungera
gentemot affarsverksambeten?

24

IB

Precis, forstaelse skulle jag siga. Forstaelse for va de verkligen gor. Jag
tror jag va inne lite pa det tidigare. Sa att man dndrar deras mindset,
valdigt ofta ar I'T-avdelningen valdigt bra pa I'T-grejer, men de forstar
inte riktigt vad de verkligen ar vi gor. Det aligger givetvis 1 IT-
verksamheten att forstd vad ar core-business for vart foretag. Och
likadant tillbaka, att verksamheten forstar att I'T faktiskt kan underlitta,
forstaelse for vad man menar och den andra gor dr nyckel bade for IT
och verksamheten. Viktigt for att verkligen lyckas.

AIT

25

Varfor kan organisationer ha problem att leverera I'1-tjanster som stammer dverens
med verksambeten, processerna?

26

1B

Det kan vara okunskap, dom forstar inte va core-business ar. Det kan
vara ett jatteproblem, dom kan hitta virldens bista system men dom
forstar inte vad affirsnyttan ar for mitt bolag. Nu kidnns det som att jag
svarar lite samma pa alla frigor men om du sitter dem i sitt
sammanhang sa tror jag de linkas samman.

AIT

27

Jo men det dr inga problem, det blir ju lite liknande fragor. Om allt hade dragit at
olika hall hade det blivit jittejobbigt.

28

1B

Jag tycker att det ar skitbra grejer ni har. Jag kinner igen allting. Det ér
inga problem att forsta dem.
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29

Men vi har fatt en bra bild, vi kan ga vidare till nista del. Det fundamentala dr att
IT blir mer tidnsteorienterad och kundinriktad. Vad anser du om detta, ar det bara
en fluga, eller hur mycket riftar mig in sig pd detta i verkligheten?

30

1B

Jag tror alla koper resonemanget, foretag skickar ivig sina anstillda pa
kurser. Hir ska det effektiviserar, nu ska det bli bra grejer, sa gar de pa
kurs, och it laddad. Men sen nir de kommer tillbaka rinner det ut i
sanden. Dom forstar inte hur dom ska gora, sa ér de tillbaka till ruta ett.
For 10 ar sen ndr jag borjade prata specifikt om dom hir grejerna va det
knappt ndgon som fatta vad jag prata om, nu vet alla vad jag pratar om.
Vigen diremellan 4r det manga som far fOrstaelse, manga boérjar titta in
pa det. Ett stort problem jag ser dr att de skickar sina anstallda pa kurs,
de gar kursen, sen tror de att de dr mistare pa att I6sa problemen i
organisationen. Ett stort problem dom gor ar att inte ta hjilp av nagon
som ir specialist pa detta. Det ar jatteviktigt att alla 4r med, att alla
torstar att vi ska gora en forindring och att det implementeras pa rétt
sitt. Och sen att det efterfoljs, de kanske tar in en svindyr konsult och
far koll pa dessa bitarna, men férstar de verkligen va det va som gjordes.
Uppfoljning ar ju jatteviktigt, att man aterkommer och tittar pa de hir
bitarna.

ST

31

Re

Det kanske dr helbeten som dr viktigare dn teknologin, det kanske inte bebiver
ndmmnas pd ndt sdtt eller?

32

IB

Nja egentligen inte, utan man far vrida om mindsetet lite grand och
tinka utanfor lidan. Det 4r litt, man sitter i sin organisation, man har
sina skygglappar pa sig, sahir har vi alltid gjort 1 alla ar, nu ska vi géra
nagot annorlunda. Man bérjar gora lite grand, men man kommer liksom
10 % pa resan, sen si kommer det gamla 4 tar 6ver. Det jag har sett
manga missa. 1. Det dr inte forankrat, det finns inte nigon
powersponsor, som verkligen forankrar den har foérandringen, det ska ju
vara nagon fran ledningsgruppen som ser virdet i det hir. Det kan kosta
pengar att gora detta, att det finns resurser och tid . Att det verkligen ar
forankrat frin ledningen.

33

Mm, det finns manga “best-practices”, det finns sillan forklaringar for hur de borde
utformas. Men just med de hir ramverken finns det sallan. Hur ser du pa det?

34

IB

Aa, absolut. T ex ITIL-tanket, det talar om att det finns ett problem
men hur det ska 16sas. Dir far man griva lite djupare 4 titta pa nagon
modell eller metod att anvinda det hir som ITIL kommit fram till.
Implementera det i organisationen. Vi har en arbetsmodell som vi
jobbar efter. Vi har nagot som kallas Microsoft Operational Framework
(mof) och det dr en modell att ha, det bygger pa I'TIL. Microsoft har
manga personer som ar med a har skrivit ITIL-ramverket. Sen har vi en
modell hur man realiserar det ITIL kom fram till. Det bygger mycket pa
Gartners maturity model. Hur vi ska bli mer effektiv.

BP

35

ITIL. beskriver kanske lite mer vad man behiver, kanske inte sa mycket hur. Men
det ar vil dar MOF kommer in.

36

1B

Ja precis. Det dr ocksa en utmaning; nu ska jag inféra ITIL, jaha men
hur ska det ga till? D4 far man ta ett stallningstagande, hur ser vara
styrsystem ut, vad har vi for strategier, har vi nagon strategisk partner?
Jobbar vi kanske med Microsoft, da tittar man pa varat ramverk. Det
genomsyrar frin a till 6. Alla produkter till arbetsmodeller, till processer,
det linkas samman. Sen finns det alltid avvikelser, det 4r inte svart eller
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vitt. Dir far man titta fran fall till fall. Men det ér just det, det finns en
samling jattemycket “best-practices”, vilken ér bast for mig? Kund A

kanske tycker detta dr jittebra, men kund B kanske tycker det hir dr bra.

Det dr nagot som l6ser sig vid de olika situationerna, de maste anpassas
pa bista sitt.

37

Ndir det finns brister i forklaringarna pa just vilken process som borde utvecklas,
kan det resultera i nagra problem for foretag?

38

1B

Det kan bli jittesvart, det dr aterigen en utmaning for att dem ska forsta.

Man kan stirra sig blind pa en, och det kanske inte ar ritt. Det formas ju
efterhand, man inf6r inte ITIL bara en gang, det férindras hela tiden,
om ett ar ser hela ITSM-tinket helt annorlunda. Det dr ett ramverk som
miste vara flexibelt och r6rligt.

39

Det finns ett antal ramwerk, bur anser du att beskrivningen stammer dverens med
den verkliga uppfattningen for att skapa I'T-tianster? Anvinder man allt rakt av
eller mdste man anpassa mycket inom ramverker?

40

IB

Det gor man nog. Det ir nog ett maste fran fall till fall. Aven om man
haller sig inom samma struktur s kanske man anpassar det mycket
sinsemellan for att... poangen dr att det ska finnas en réd trad. Sen
ibland kanske den ir lite ljusrosa, men arbetssittet ska dnda vara pa
samma. For borjan man uppifran ned och f6ljer den hir modellen s
forstar man hur man tankt tidigare och littare kan fa den hir delen att
forsta den hir delen.

BP

1

Re

Mm, sen har vi varit inne pa olika processer, dagliga samt langsiktiga. Hur
anvénder man sig av dessa processer for att utvdrdera? Hur forballer man sig till
dem pa nat sitt?

42

1B

Dir far jag nog tanka lite.

43

Re

Varfor finns processerna till och vad kan det vara for syfte med dem?

44

1B

Jag kan fundera lite pa den, vi kan aterkomma till den lite senare.

45

Re

Jadd inga problem, vi kan ga vidare till vilka kritiska framgangsfaktorer for
utveckling av I'T-tjanster med syfte att forbdttra verksambetsprocesserna. Det kan
vara allt fran sociala, kulturella, struktur osv.

46

IB

De kritiska framgangsfaktorerna ir saklart att den genomsyrar hela
organisationen. Att det inte bara ar nagot som IT haller pa med, det
linkas samman mycket till det vi pratade om innan att forstielsen for
vad... dels att alla kinner sig delaktiga men ocksa att alla forstar tinket
pa att nagonting ska goras. Det blir lite det dar att kritiska
framgangsfaktorer, ska vi gora en forindring, vilket inte bara I'T-
avdelningen haller pa med. Verksamheten forstar att vi maste gora
nagonting. Sitter man 1 ett projekt sa ricker det inte att I'T sitter 4 gissar
pa nat, eller att verksamheten sitter 4 gissar pa nat. Utan tillsitt en
projektgrupp, ta med representanter fran olika omraden, sa att man far
olika synvinklar pa det. I diskussionen kommer det att 16sa sig; ah sadar
funkar inte osv. Delaktighet och kommunikation ar enkla men logiska
grejer, att man pratar med varandra, kommunicerar och har tydliga; vart
ska vi med det har? Och framforallt sitta avgransningar sa att det inte
svivar ut och blir jittestort och jttekonstigt. Vi ska haélla oss inom de
hir ramarna, inom en spec. Tidplan inte minst, tidplan f6r etapp 1,2,3
och 4. Etapp 1 kan vara det forsta, sen kan den férandras lite grand, da
tar man etapp 2 sa att vi jobbar med det hér i 3 manader. Vad ska
utfallet bli? Lite det hir, vad dr det vi vill gra och vad ir det vi vill

DIT
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astadkomma, man kommer till en viss grins. Sen provar man den
modellen och se om den verkar passa, sen far den anpassas i etapper.

47

Ok, och sen att affarsverksambeten blir allt mer komplexa och kraven pa I'T ikar.
Hur paverkar det funktionaliteten pa IT-tjanster. Bebiver det optimeras eller bli
mer komplexa, eller delas upp i flera tiianster?

48

1B

Det kan vara till foregiende punkt. Nu ska vi gora det hir, sen forindras
forutsittningarna. Da maste vi anpassa den hir modellen, dérav det ar
viktigt att det ar valdigt flexibelt. Och har man da byggt enligt ett visst
tink, ett ramverk fran bérjan da dr det vildigt litt att anpassa den
efterhand, om grundtinket dr utstakat pa ett visst sitt. Sa kan man
enkelt skruva lite hir och lite dir efter att behoven forindras.
Komplexiteten kan tinkas foérandras.

SC

49

Kan det vara sa att man trycker in mer i en speciell tianst, eller ar det hellre att man
delar upp i flera tianster?

50

IB

Det kan vara lite fran fall till fall, det kan hinda att man konsoliderar
tjanster. De hir fyra tjdnsterna dr inte relevanta lingre, for det 16ser den
hir grundtjidnsten.

SC

51

Re

Det kan vara lite bide och dar da?

52

IB

Ja

53

Re

Vilken paverkan har faktorer som organisationens struktur, omgivning och kultur
vid utveckling av I'1-tjanster med ITSM?

54

IB

Den kan ha jittestor paverkan. Har alla en forstaelse f6r vad malet ar.
Malet dr jatteviktigt, vi ska ditdt. Vi ska segla at det hallet men ibland
maste man kryssa. Att alla springer at samma hall, men vigen dit kan
vara lite krokig. Organisationens struktur kan behova dandras for att
optimeras. Den kanske inte d4r sammansatt pa ritt sitt. Da kommer man
in pa organisatoriska fragor. Man maste vara lyhord och 6ppen for att
kunna tinka 1 nya banor. Titta pa moéijligheter, om vi gor sahar; kan vi bli
mer effektiva dar Ja kanske. Det dr ocksa kultur, vad har folk f6r
instillning som filosofiska saker, varfér gar jag till jobbet? Hur
intresserad dr man av foérandring och hur mottaglig 4r man for det?
Beroende pa hur djupt man gar s, a och o ér att ha med sig
organisationen och personalen sa att dom fOrstar hur man, sa att inte
ledningen sitter 4 tinker; jaha det hir maste man goéra. Och sa sitter
fotfolket nagon annanstans; jaha vad dr det vi ska gora? Jo ni ska gora
sahir. S4 gor dem det bara eller sa funderar de varfoér de ska gora sahir.
Diir ir det jatteviktigt med forstaelse.

SC

55

Re

Hur ser framtidsaspekten ut inom ITSM? VVad dr nésta steg for att effektivisera
affirsverksambeten?

56

1B

Det ar jattesvart, det 4r nog ingen som kan svara pa egentligen. Det far
framtiden utvisa. Men sitter man en modell och jobbar efter en metod,
det e klart att det kommer komma en ny version om fem ar. Eller en ny
modell. Modet ser annorlunda ut om fem ér dn vad det gor idag. Det
hir ar ocksa viktigt att vara, lyhord och 6ppen, vad dr det for forandring
som sker, dr det nagot vi ska till oss. Ska vi ga at det hallet eller,
flexibiliteten. Har vi gjort ritt, har vi f6ljt upp arbetet vi har gjort, har vi
kunnat leverera ett bittre resultat. Aa till viss del, kan vi trimma det lite
till? De hiar modellerna ir levande, dom grundfundament sitter givetvis
dir. Arbetsklimatet ser annorlunda ut, virldsekonomin ar annorlunda,
konjunktur kan spela roll.
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57

Sen dr vi lite inne pa att I'T bor stidja affirsverksambeten for att gora saker ritt och
pd sa sdit birja gora ritt saker. Gar dessa hand i hand eller dr den ena viktigare dn
den andra? Hur ser du pa detta?

58

1B

Jag tror det ir jitteviktigt att ge och ta. De dr inte bara riktat at ena
héllet. Bida sidor maste ha forstéelse for varandra. A respektive virde
eller funktion.

59

Antingen om man vill effektivisera eller gira saker i steg?

60

Det dr viktigt att inte tappa fokus, aterigen vad ir syftet med det hir.
Varfér gor vi det, vi ska tjina mer pengar eller vi ska géra en gronare
virld, vi ska mé bittre eller. Inte tappa det dir malet eller syftet varfor vi
g0r det. Sen maste man ju vara rorlig i sitt tankesatt.

61

Sd det kan vara lite beroende fran situation till situation. Om man vill gora saker
mer effektivt eller om man vill ha bdttre resultat pa papper, eller?

62

Aa, férmodligen leder de dir tva till varandra, till en slutpunkt.

63

Vad anser du vara de basta fordelarna med ITSN?

64

Att fa I'T att fOrsta, att prata samma sprak. Insikt i vad den ena eller
andra gor. Fa ett flyt i organisationen. Bli effektivare, det gar snabbare.
Respekt f6r varandra eller

65

Re

Finns det nagra nackdelar?

66

IB

Mm jag satt 4 tinkte pd det forut. Det kan ju vara vildigt omfattande,
det krivs ett stort engagemang i verksamheten for att f6rsta nyttan hos
olika individer. Det 4r inte en nackdel, kanske mer nackdel. Nackdel kan
vara att det dr lite stort och fluffigt. Det kan vara en nackdel att man
inte ar tillrackligt konkret. Borja 1 liten skala, ta inte alla 10 pa en gang.
Borja med dom hir 2 sakerna, trimma in dem s de blir riktigt bra och
vilfungerande och sedan bygger man ut och anpassar efterhand. Dra
inte i dig hela kakan pa en gang. Forsta nyttan, fa med organisationen.

67

Re

Vilka riktlinjer bor kvalitetsaspekten mitas?

68

1B

Det dir ar ju jatteviktigt att man har en process att utga ifran. Just s att
man inte svivar ivig. Aterigen till det man borjade, vad va det vi ville,
har vi kommit dit vi sa att vi skulle, har vi hillit oss inom ramarna for
det hir?

69

Ar det olika frin vad man miter?

70

Ja det dr det ju, men man har ju ofta en grundfilosofi, det har ar
riktlinjerna och att man foljer upp sa att det efterlevs. Sa man haller sig
till ritt kvalité.

71

For att vi hade list en hel del att organisationen inte tillbandahaller dndamalsenliga
metoder for att mdta deras IT-tianster. Att det dr rorigt, hur ser du pa detta?

72

1B

Det dr just det som iér syftet med det hir, att ta hjilp av nagon
utomstiende. Att komma bort fran det hér “kanske”, ta hjilp av en
utomstiende som sitter sig in i verksamheten. Det ar just det som ar
nyckeln, det finns ett stort behov av det har. Man kan bli med sma eller
stora medel bli betydligt effektivare i sitt arbete.

73

Mm, omr man tinker pd just mdtaspekten, vad man belst vill uppna for att se hur
foretagen gar battre. Ar det effektivitet eller resultat pa nat sitt.

74

1B

De paverkar nog varandra, 4r man inte tillrickligt effektiv sa borde
resultatet inte bara vara bra. Man maste ha nagot kvalitetsprocess eller
vad ar bra. Att medarbetarna ar n6jda och mar bra, inte sjukskrivna och
att man har bra balans. Glada medarbetare runt omkring sig som gor ett

bra jobb.
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75 Re Hur faststiller man att kunden verkligen far va de fragat efter?

76 1B Det dr ju uppféljning, man later nigot kora ett tag, sen har man en
avstimning. Och ser; va det at det hallet vi ville ga?

77 Re Vad tittar man ofta pa da?

78 1B Det dr ju en del i den hir modellen man har valt att arbeta utefter. Ur en

san engagemangsmodell eller ur en san. Det dr nagot som ska inga 1
leveransen av ett system, att man har en uppfoljning efterat. Kom vi dit
vi skulle? Nja vi kom halvvigs. Eller vi kom niagon helt annanstans men
kom fram till att detta va mycket bittre. Att ha en modell eller process
att arbeta efter med olika steg.
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Appendix 3c - Interview transcript with Deloitte

Date: 2010-11-24

IC = Informant C
Re = Researcher

Line

Person

Conversation

Code

1

Re

V77 har riktat in oss pa bur business I'T alignment kan framja ITSM omr du
[forstar vad jag menar. Att man forstar sammanhanget mellan I'T och
affarsverksambeten battre for att da kunna bilda bittre tianster. Det dr lite den
vinklingen vi har.

1C

Yes det later bra.

(O8]

Da kan vi kanske kira igang. Hur ser din studie och yrkesbakgrund nt?

1C

Japp, jag har list med inriktning mot I'T. Det dr mer pa
organisationsprocesser och informationssystem. Jag har jobbat pa ett
amerikanskt outsourceféretag. Dir jag var i Stockholm, i 8 ar, som
konsult men dven leveransansvarig for olika outsourcingkontrakt. Sen
har jag varit pa Deloitte 1 tre ar.

Re

Mm ok, vad gor du pa Deloitte? Mer specifiket.

1C

Det ir ju olika projekt som vi har med vara kunder. Dels har jag
arbetat med storre systemimplementationer, sen har jag dven gjort
sourcingrelaterad uppdrag dar vi gjort upphandlingar av olika
lonesystem. Sen har jag dven varit inblandad med att hjilpa kunder att
silja av delar av verksamhet. Nu jobbar jag som kundens projektledare
1 en systemimplementation inom apoteksbranschen. Vi ska etablera en
helt ny I'T-milj6.

Re

Det liter intressant.

oo

1C

Ja det dr spannande.

Vi kan birja ga in lite pa forsta delen som vi kallar. Jag kan berditta for varfor vi
delat upp det. 177 har ju tre delar, en som kallas business I'T alignment, en annan
som handlar om att rationalisera verksambetsprocesser och sd en del som dr lite
mer kvalitetskontroll. De delar bar vi delat upp eftersom vi bittat ganska mycket
litteratur och forskning om att det finns en del problem och fragetecken. Forsta
delen handlar om business I'T alignment, sa vi kan birja med att fraga hur du ser
pa IT-verksambeten och affirsverksambetens samspel i en organisation?

10

I1C

Det giller ju att ha en I'T-verksamhet som stodjer verksamheten pa
bista sitt. Det giller att sikerstilla att man har en I'T-strategi som
hinger ithop med affirsstrategin egentligen. Sen 4r det ju naturligtvis en
gemensam dialog, man har ett gemensamt ansvar att I'T funkar. IT ska
givetvis leverera l6sningarna men man delar dven som kravstillning
osv men att man har ett titt samarbete.

In
AIT

11

Re

Minga av fragorna kommer vara lite lika men det dr for att bilda ett
sammanhang.

12

1C

Den ir ju jatteviktig, att man har en dialog.

13

Hur tycker du att det skiljer sig, de har dialogerna i nivder i en organisation. Om
man tittar pa det dagliga eller langsiktiga arbetet.
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14

1C

Ja jag tycker det. Pa strategisk niva har man en I'T-strategi som ska
stodja verksamhetsstrategin. Det tycker jag dr en del. Det dr ju en
l6pande dialog ocksa, sen handlar det pa taktiskt niva mer om att
planera storre projekt och dndringar under aret som kan forutse sa att
man utifrin det vet vad IT behover gora. Arlig eller I6pande planering
sd att man moter upp de behov som verksamheten ser framat. Det kan
t ex vara att man inte ska kopa bolag under édret utan att man kan mota
de tillflliga toppar i resursbehov. Pa den mer operationella nivan sa
krivs det att man har tjanster beskrivna och tjanstenivaer och att
verksamheten egentligen har en bra bild av hur man bestiller tjinster.
Det dr dom olika delarna jag kan komma pa.

DL

15

Mim, vi va inne lite pa att I'T och affirsverksambeten ska vara nira varandra ha
en dialog. Mdste det finnas klara distinktioner mellan IT och affarsverksambeten.
Hur ser du pa det nér det blir ett sa pass nara samspel?

16

1C

Man har ju helt klart olika uppgifter i ett fOretag. Sa att pa sa sitt sa har
man ju lite olika fokus kanske, eller kirnverksamheten. Det som ir
viktigt 4r att man definierar roller och ansvar sa att man foérstar hur
man ska samarbeta. Annars finns det risk f6r missfoérstand. Att man
har ett gemensamt ansvar, nar I'T ska leverera I'T-16sningar som
stodjer affirsverksamheten, men samtidigt har ju affirsverksamheten
affirskrav som dom maste kommunicera till I'T-verksamheten.

In

17

Re

Mm, du menar att det handlar om ett omsesidigt utbyte?

18

1C

Ja fast jag tycker nog att det dr I'T som understédjer verksamheten, att
IT ir en supportorganisation egentligen. Men det ar klart att man har
ett gemensamt ansvar.

AIT

19

Re

Omz man tanker da mer pa I'T-verksambeten hur den maiste den anpassas for att
fungera som biist gentemot affdrsverksambeten?

20

1C

Jag tycker att det borjar med den har I'T-strategin att den maste stodja
affirsstrategin. Sen dr det ju ocksa en férdel om IT organiserar sig sa
att det mappar mot verksamheten, sa man har klara ansvarsomraden,
som dven da speglas i verksamheten. Det blir enklare dialog da om
man kan avgrinsa mellan de olika organisationerna.

AIT

21

Mm, omr man vinder pa det att affarsverksambeten bor anpassas, kan det vara
sa?

22

IC

Nja, ska man titta pa denna fragan 1 detalj sa ska inte
affirsverksamheten anpassas efter I'T-verksamheten, men en del som
jag tycker 4r viktigt ar att man helt klart maste vara medveten om att
man dr jatteviktig i1 vissa delar, och att man dar maste ta sitt ansvar
med affirskrav osv. Och att man lyfter fram aktiviteter som man
planerar under dret som man kan forutsitta paverka I'T-verksamheten
eller staller krav pa IT-verksamheten att man kommunicerar fram det,
det ar viktigt.

AIT

23

Re

Vad kan organisationer ha for problem med att leverera I'1-tianster som just
stammer dverens med affarsverksambeten?

24

1C

Ja, det dr val att kravstillningen ar oklar, att fa veta vad man vill ha
eller behéver. Att man kanske har en dalig dialog sa att man darmed da
har olika férvantningar pa olika saker. Att man inte riktigt fokuserar
fran I'T vad verksamheten behéver, kanske f6r teknikorienterat. Det ar
vil dom bitarna. Sen kan jag komplettera men detta kanske dr mer
projektrelaterade biten, men det hir med tjdnst och tjinstnivaer, att
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man har kommit 6verens om det dr ocksa viktigt del 1 just den hir
delen, mer 16pande underhallsbiten. Det hjilper till att man kommer
Overens, att man har en del dokumenterat sa..

25

Ja jattebra. Da bar vi fatt mycket bra pa forsta delen. 17 kan ga dver till andra
delen som handlar om ITSM. I litteraturen har vi hittat att det fundamentala med
ITSM bir ta ett steg fran att utvecklas som en teknologi och att istillet bli mer
tianst- och kundinriktat. Hur ser du pa detta i verkligheten, bir man tinka
utifran detta?

26

1C

Ja absolut. Man har ju ofta pratat om det hir att verksamheten inte
forstar I'T och att I'T inte forstir verksamheten. Det va vil helt klart ett
resultat av att man va vildigt teknikorienterad. Dels tror att man rent
generellt 4r mycket mer inne pa tjanster 1 dagsliget och det gor det
mycket littare att egentligen f6rsta varandra.

ST

27

M ok, om vi tittar pa lite ramverk. Det finns sillan forklaringar for bur de bor
utvecklas, utan det dr mer steg man ska ga igenom. V'ad anser du om detta?

28

1C

Jag tror att de maste alltid anpassas i alla fall. Det gar inte att ha en
16sning som passas alla. Jag tror att dom maste gora pa det viset,
applicerbart mer generellt. Man mdste anpassa dem efter sin situation.

BP

29

Re

Finns det nagra problen och brister med ramverken?

30

1C

Nja jag tror att det skapar ett behov att man lokalt maste fundera pa
hur man ska applicera detta i sin situation eller féretag. Om man ska
implementera det hir far man tinka till lite grand. Men I'TSM-ramverk,
vad menar du da?

31

Re

Ndgra som vi varit inne a tittat pa dr ITIL, prince och CobiT.

32

1C

Aa dem ir ju egentligen bara kravstillning.

33

Re

Precis, det finns sillan forklaringar pa bhur man ska losa ett problem. Det dr mer
att man identifierar saker. Man kanske hittar felen men inte forklaring bur man
ska losa det.

34

1C

Mm, jag tror att dom hir organisationerna har fullt upp att definiera
kravstallning och det ir ett f6r stort scoop for dem om de ska gora
olika “best-practices”.

35

Hur anvinds dom hér ramverken i verkligheten?

36

Dom anvinds helt klart. Man maste anvanda dem som input, det dr ju
bara en standardisering och generalisering sen maste varje foretag
fundera pa, hur ska vi applicera det hir, vad ar viktigt for oss.

BP

37

V7 har dven tittat lite pa de traditionella servicekoncepten, som har dndrats om
man tittar pa ITL.. Hur skiljer det sig idag jémfort med ett traditionellt
servicekoncept? Forstar du vad jag menar?

38

1C

Du menar om IT-tjdnster skiljer sig fran traditionella?

39

Ja exakt.

40

1C

Rent spontant sa kinner jag inte det, for det dr egentligen samma
behov som man maste uppfylla pa ett vettigt satt. Sen maste man
fundera kring, mita, utveckla, styra, f6lja upp och anpassa dem 6ver
tiden s att dem fungerar i sin situation. Jag tycker inte egentligen att
det skiljer sig sa mycket. Jag skulle nog siga att I'TSM har kopierat lite
det traditionella servicekonceptet. Har ni funderat nagot kring detta,
det hade varit intressant 4 hora vad ni har.

41

Re

Jo jag tror att ITIL. 2 dr mycket fran det traditionella servicekonceptet, t ex service
support processes och deliver processes. Men nya version, trean, da har det blivit en
liten fordndring med bela livscykeltinket osv. Det botjar kdnnas som att det tas
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lite fran det traditionella konceptet och att man forsiker fa ett lite mer
livscykelsnurr.

42

1C

Mm.

43

V7 kan ga vidare. Ser du nagra kritiska framgangsfaktorer for ntveckling av I'T-
tianster for att forbdttra verksambetsprocessen. Och vad dessa kan bero pa?

44

1C

Dels kan jag siga att man maste alltid anpassa verksamhetsprocessen
forst, sen utveckla I'T-verksamheten som stédjer det hir di. Om man
skulle ga ifrin det sa kan man sdga att inférandet, om man ar ett helt
nytt foretag, och kanske inte har f6rmagan att kravstilla sa kan man ga
pa standardprocesser. Men jag tror ju att det méste vara sa, att man
forst forstar verksamhetsprocessen och att man sen anpassar IT.

DIT

45

Ndgra kritiska faktorer som kan vara inslag for att utveckla tiansterna?

46

Aa ok. Da utgir man fran behoven, vad har man f6r behov. Att man
hela tiden anpassar med servicenivaer som stimmer 6verens med
verksamhetens behov. Att man fir biasta méjliga support. Det galler att
torsta verksamheten, det giller att involvera verksamheten.

DIT

47

I och med att affirsverksambeten blir allt mer komplex: och kraven pa IT dkar.
Hur paverkar det funktionaliteten pa IT-tjansterna? Om de optimeras och blir
mer komplexa i sig eller om man delar upp i mindre tidnster.

48

1C

Det kan hinda att jag feltolkat denna lite ocksa.

49

Re

Omr det t ex dr att man madste fi in massa mer funktionalitet i en befintlig tianst,
ot man valjer att dela upp tiansten eller..

50

1C

Funktionalitet dr ju en del i det hela, sen finns det andra delar som
ocksa paverkas. T ex tillginglighet, svarstider osv. Om man dr en kund
som de jag hade i varas, de maste bli mer globala, de hade insett att de
inte kunde stodja sin verksamhet 1 USA fran Sverige for att de inte
hade samma 6ppettider osv. De hade kopt bolag, nir verksamheten
vixer och blir mer komplex eller att man har olika 6ppettider kan
paverka funktionaliteten. Jag vet inte riktigt ett bra svar dar.

51

Re

Jo men det dr intressant med lite annan vinkel pa det. Om vi séiger att det blir mer
komplex: verksambet, vill man da forsika skapa fler tiinster, eller vill man
[forbdttra de man bar och anpassa dem?

52

IC

Det tror jag kan variera, beroende pa vad man har for féretag. Det
mest optimala dr vil att man har ndgot som man utvecklar, rent
teknisk sitt, pa olika plattformar. Om man nu syftar pa I'T-system.

53

Vilken paverkan har faktorer som struktur, kultur och omgivning vid skapandet
av tianster?

54

I1C

Nu fir jag tinka till lite till. Det ér klart att det har paverkan. Att man
frimst maste utga fran verksamhetsbehov. Standardisering ar ofta ett
val, men jag tror det dr mer behovsstyrt da. Man maste alltid utga fran
verksamhetsbehov, sen tror jag utifran kultur och omgivning si maste
man fundera kring hur man lanserar de hir tjansterna och hur man
kommunicerar och hur de blir tillgingliga. Att tjinsterna som siadana
standardiserade tror jag man maste utga fran. Forandringsledning, man
introducerar saker pa ett vettigt sitt sa att dem anvands. Det ar klart
att man maste fundera kring hur man lanserar dem.

SC

55

Hur ser du pa framtiden angdende ITSM? Finns det nagra framtidsaspekter som
dan kan tanka pa? Hur ITSM kan tinkas ntvecklas.

56

1C

Jag tror att ITSM inte effektiviserar affirsverksamheten. Eller ok, det
kanske gér det som en bieffekt. Men jag tror att man helt klart
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kommer ha en nirmare dialog och koppling till verksamheten, och
med hjilp av det da far en bittre forstaelse f6r gemensamma ansvar.
Det 1 sig blir en effektivare verksamhet. Sa att man hela tiden har en
IT-verksamhet som stodjer dem.

57

Mm intressant. Enligt litteraturen bor IT-verksambeten stidja affirsverksambeten
meed syfte att gira saker ratt och pa sa sdtt birja gora ritt saker. Hur ser du pa
detta?

58

1C

Ja det dr jatteviktigt. Det dr aterigen att man maste fOrstd varandra pa
ett helt annat sitt. Att I'T verkligen sitter in sig i vad man har f6r
karnverksamhet. Man maste tala i termer av tjanster och tjanstenivaer.
Och utifran det sa kan man gora ritt saker i ritt tid. Det dr verkligen
jatteviktigt och man har haft problem med det tidigare. Man har det
sikert fortfarande men man har blivit béttre pa det.

59

Vad tycker du, generellt, att fordelarna med ITSM dr?

60

1C

Det ir just standardiseringen, att man har ett ramverk som stodjer en i
sitt arbete. Att arbeta mot forbittringar, att strukturera upp sin
verksamhet. Sen ja, att man dokumenterar sin verksamhet pa ett
vettigt sitt, att man kommunicerar det till anvindaren. For det ar ju en
viktig del 1 det hela.

61

Re

Mm det har vi ocksd forstatt. Ser du nagra nackdelar?

62

1C

Ja, den ITSM som siadant. Dom hir ramverken, om man
implementerar dem fel sd kan det bli ganska fyrkantigt och uppfattas
som valdigt inflexibelt. Men det ér vil egentligen det. Det giller att
forsta vad, det dr egentligen en kravstillning kan man sdga, pd process
eller pa organisation. Sen galler det att utifran det funderar pa hur man
sjalv ska gora.

63

Re

Vad dr ntmaningarna med ITSM?

64

1C

Jag tror man maste utga fran vilka behov man har och prioritera pa
vad det 4r man vill uppna. Borja smatt a sen sakta utveckla det hir da.
Anpassa efter sin verksamhet. Och sen kommunikation, vad dr det
man gor och varfor, och hur paverkar det hir olika steg i
organisationen.

65

Mm da kan vi gi in pa sista delen som handlar om kvalitetsaspekten och utifran
vilka riktlinjer det mats. Meningen med den hdr fragan dr att det finns mdnga
olika beroende pa fall mycket kanske, olika riktlinjer som man miiter det med.
Omz man tanker pad vilka som dr de mest vanliga, affirsmdssiga, tekniska, sociala,
kulturella. Om det kan finnas olika grupperingar som man miter dem med, olika
omiraden.

66

I1C

Det beror lite pa ocksa vad syftet med det hela ar. For att stodja
verksamheten maste man utga fran allt som har med tjdnster och
beskrivningar att gora. Da blir SLLA ganska intressant och mita upp pa
det. Hur vdl man da motsvarar verksamhetens behov. Sen s kan man
aven se kundnojdhet som dr en annan del 1 det hela. Dir kan man
prata om sociala och kulturella delar. Det kanske dr mer mjuka virden
som man miter det. Fér det blir en annan aspekt pa det hela. Sen
skulle jag vilja siga att tekniska, da handlar det mer om effektivisering.

67

Mnga anser att organisationen inte tillbandahaller dndamalsenliga metoder for att
mdta deras tianster. Vad anser du om detta?

68

1C

Det kan sikert vara sa. Det dr svart att mata ritt saker. Dels dr det vil
miénga féretag som inte miter alls. Eller kanske miter sa mycket. Sen i
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andra fall sa kanske man inte riktigt tinkt till eller kopplat det till vad
kvalité verkligen dr, f6r dem. Sen har man olika syften med det hir,
ibland dr matvirden viktiga, ibland maste man bara genomféra olika
saker, det blir viktigare.. jag kan tinka mig att outsourceaffirer dir vill
man fa ner kostnader och glémmer bort det hir med matetal lite
grand. Tills man kanske da har uppfyllt huvudsyftet, sen med tiden
kanske man vill fokusera mer pa kvalitet. Da blir det ju viktigt att
fundera pa. Men jag tror att det ar vildigt situationsanpassat. Men det
ar svart att mita ratt saker. Ibland miter man f6r mycket, ibland for
lite. Det giller att hitta en balans.

69

Det har vi funnit ocksa. Att det skifjer sig fran situation fran situation. V ad
anser du vara viktigast? Att foretag gor saker ritt eller att de gor ritt saker. Hur
ser du pa det?

70

1C

Svaret dr egentligen att det ér aldrig ritt att inte utvirdera. Man maéste
liksom mata och styra for att hela tiden kunna vara effektiv. Det dr
farligt om man inte liksom hela tiden férséker effektivisera och ta
hjalp av produktivitet och kvalitet. Da kan man hamna pa efterkilke
lingre fram.

71

Re

Mm ok, och hur faststills dd att kunden verkligen fatt va dem fragar efter?

72

1C

Acceptans, godkinnande talar man ofta om. Det ingdr ofta nagon
form av verifiering, dir man fatt vad man vill ha. Man kan ha
milstolpar med olika utvirderingar. Man stimmer ocksd av leverabler
OsV sd att man noterar att man fatt acceptans pa dem. Och olika
ckonomiska. Jag tror att man l6pande utfor reviewer och att man sen
tillslut tar en slags utvirdering.

73

Re

Det blir olika delmal pa nat sitt som tar en framat?

74

1C

Ja alltsa en projektledare ér intresserad av att se vad som har gatt bra
och vad som inte gitt bra, sd att man kan anpassa sig innan det ar for
sent. Sen vill man efterat forséka forsta hur projektet som sadant har
16pt, att man har ndgon slags avstimning. Sen ar det nagot man gor
internt och externt, som vi t ex, om det dr saker som fungerat mindre
daligt kanske man jobbar mer internt och I6pande. Jag tror att det
finns olika sitt beroende pa.. det dr viktigt att gora det. Annars har
man ingen férmaéga att lara sig.

75

Jdttebra, da tror jag vi har fatt med det mesta.

76

IC

Jag hoppas att ni har fatt ut nagot.
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Appendix 3d - Interview transcript with Coor

Date: 2010-11-26

ID = Informant D
Re = Researcher

Line

Person

Conversation

Code

1

Re

Syftet med intervjun ar till var masteruppsats och handlar nrycket om relationen med
IT och affarsverksambeten. Och du pratade lite om att du jobbade inte direket med
Just TTSM men du jobbade mrycket med relationen med I'T och affiren i alla fall.

1D

Jag kan ta nin minut a férklara hur var roll ser ur. Det borjar bli en lang
karridr nu inom IT-staben pa olika bolag. Jag har varit pa Volvo innan
och nu ir jag pa Coor tillsammans med 4000 anstillda. Jag har ofta haft
ansvar for systemportfoljen, systemstrategin och systemégandet. Jag har
ocksa en bakgrund lingre tillbaka inom I'T-omradet inom infrastruktur,
och klient-pc leveransen. Men det var lingesen. De senaste 10 dren har
jag inte tillhort nan levererande organisation utan vi képer tjanster for
bolaget som jag jobbar pa. Det ar alltsa en I'T-stab som koper in
tjanster. Vi ansvarar for tjinsterna men vi har det outsourcat. Vi har
dirmed inte driftpersonal hos oss. Coor ir ett service management
bolag som levererar tjinster, men da mer fastighetsrelaterade tjanster
som fastighetsservice som stid till mer hardare tjdnster som
produktionsservice, dvs att vi underhaller maskinerna som bygger
bilarna, som gor slutsteget till raketen. Vi producerar ingenting utan vi
ar servicepersonal i nirheten av kundens kirnprocesser. Sa sadant dr vi
ju ett service managementbolag Coor, men inte ett ITSM-bolag.

(S8}

Re

Jag forstar.

1D

Pa Coor ir vi inne och nosar pa CobiT att implementera det. Men vi ér i
startgroparna fOr att borja vrida upp nivan pa hardare I'T-governance.
Med bakgrund pa Volvo sa hade vi ju mer governance-stuk pa det. Mer
at det strukturerade hallet, vi forsoker komma ikapp med det. Viir ett
relativt nystartat bolag. Sa detta ar anledningen till att jag kommer siga
“eeh?” pa nagra fragor.

Hebhe jo men det forstar vi. Det dr inge problem med det. V7 tycker det dr intressant
att fd lite andra perspektiv ocksd. Som du sdager CobiT dr riktat till I'T-governance
och dr ju lite bland det har service management ocksa, det dr ju lite tvetydigt. Men
det kan vara lite intressant att fraga va din grunddefinition av IT-governance dr.

Vad dr det for dig?

1D

Jag har ju inte nagon sian one-liner pa det. Men det ar styrning och
ledning, férutsidgbarhet. Aven riskhantering kring I'T-leveranserna.
Ledningen ska kanna sig trygg, att det finns en férutsittning, att vi har
metoder och annat pa plats. Att vi nar mycket som gagnar
affiarsverksamhetens mal. Och att vi bredvid ocksi beaktar risk och
annat pa olika sitt. Sa det 4r styrning och ledning, perspektivet pa IT ur
ett highlevel tink.

Det dr lite som vart inne pa med. Jag forstar. Det forsta avsnittet hir, business I'T
alignment, kanske inte ska vara sa mycket problem da eller? Hebe. Vi kan ju se.
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V77 kan birja med forsta fragan om hur du ser pa I'T-verksambetens och
affdrsverksambetens samspel i organisation.

1D

Vi dr mycket integrerade i vara fragestillningar och sirskilt vi dd som
har en outsourcad IT och inte behéver fundera sa mycket pa minnet 1
serven. Sa vi blir ju vildigt affirsrelaterade. Fragestillningen dr ganska
affirsnira. Som kopare av outsourcad I'T maste vi ju dven kunna kliva
ner 1 minnesfragan och kopa mer eller se till att leverantorer skirper sig
sa att I'T fungerar. Jag vet inte om det svarar pa fragan.

In

Jo men det dr jittebra. Hur kénner du for business I'T alignment pa olika nivaer i
en organisation? Hur det skiljer sig, om du har nat d séiga om det.

10

1D

Pa strategisk niva har vi en utmaning just nu, for att fa till I'T-alignment.
Vi har ju I'T-mal och annat som vi jobbar med, men pé var hogsta niva
handlar det mycket om pengar. Det giller att vara samforstadda med;
det hir paverkar pengar. Men sen finns det en hel del annat dir vi finner
oss mer, narmare och mer konkret pa taktiskt och operationell niva. T
ex; genom det hir verktyget, eller om vi satsar pa det hir omradet sa far
vi det littare. Vi jobbar pd att fa en mer starkare koppling, férutom
pengar. Det tror vi dr viktigt. Det finns fler saker att motas kring. Pa den
operationella nivan 4r det vildigt litt att finna varandra eftersom det ar
sd pass konkret, t ex med knapptryckningar osv.

DL

11

Re

Mm det dr intressant. Vi kan hoppa dver till ndsta fraga. Affdrsverksambeten och
IT bor understodja varandra och dd ha ett nira samspel enligt mycket ur
litteraturen. Kan det inte vara litt att distinktionerna mellan dem blandas ihop i
samband med att de blir for sammansvetsade? Om du har upplevt nagot sadan.

12

1D

Assd ja det finns vil. Vi forséker ha nagon form av supply- och
demandtink. Vi fors6ker halla oss pa supplysidan och att forséka halla
kravsidan och supplysidan édtskilda. Men nir vi jobbar titt ihop, sa
ibland flyter det latt ihop. Och det kan ibland vara ett problem om vi IT
blir sjalvgenererande, det ar inte bra.

AIT

13

Re

Hur tror du det kan se ut om det dr ett mer dmsesidigt uthyte mellan I'T och
affdrsverksambeten.

14

ID

Definitivt, dom vi jobbar med pa verksamhetsutveckling. Nir jag
borjade sa var I'T nagot magiskt men nu dr magin borta fran IT. Det 4r
inte sa konstigt. Nu dr IT-kunskapen och I'T-organisationen ar ju
mycket storre an va den va forut. Sa definitivt dr det ju ett utbyte, dér
det finns I'T-kunskap utanfér I'T-organisationen. Jag kan t ex sta 4 kora
processgenomgangar och 6vningar med verksamhetsfolk. Vi glider 6ver
grinserna kan man siga.

In

15

Re

Det dr precis vad vi har ként ocksa. V'ad man kan gira med I'T behovs ta ett nista
steg hela tiden. Forut bara fanns den déir men nu midste man gora ndagot nytt av den
hela tiden. Det dr véldigt intressant tycker vi. Hur tycker du att I'T-verksambeten
bir anpassas for att fungera gentemot affdrsverksambeten?

16

1D

Om man hoppar 6ver organisation, si ar det ju tjanster som jag valdigt
mycket. Att gora det begripligt och férenklar. T ex, hir ar en startklar
pc, det ar det vi levererar. Att man limnar det hir obegripliga som ar
jobbigt och mystiskt med IT. Utan att man sa lingt som mojligt
tjanstefierar I'T-verksamheten ar oerhort viktigt, f6r da har man nagot
att motas kring. Nagot som alla kan begripa. Det finner vi som en viktig
roll fOr oss, att paketera, forenkla, rollanpassa dr en viktig del for oss 1
en IT-organisation. Si att verksamheten kan ta beslut.

AIT
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17

Oz man vinder pa det, bur bor affirsverksambeten anpassas for att fungera
gentemot I'T-verksambeten?

18

1D

Jag vet inte egentligen om dem behéver det. I'T édr sd moget att, detta édr
ju pa samma sitt att man behover en hammare eller vad dom nu
behover f6r nagonting. Men diremot sa finns det nya krav pa dom att,
in sa linge har vi det i alla fall. Det kanske blir omoget si smaningom.
Att dom har IT-koordinatorer och att vi har medlemmar som sitter med
IT-board som styr governance dir man ser I'T som en egen identitet 1
bolaget. Eventuellt kanske kommer det avdramatiseras mer, jag vet inte.

AIT

19

Vad kan organisationer ha for problem att leverera tianster som dverensstammer
med verksambetsprocessen?

20

1D

Att IT levererar standardverktyg, dir har vi en san bana. Assa att
anpassa verksamheten till standardverktyg. Dir finns alltid en utmaning.
Vi siger att vi ska anvinda standardverktyg, vi ska inte utveckla eget
osv. Dir verksamheten faktiskt har kundkrav som inte alls ér
standardverktyg. Vi méts inte alltid pa ett bra sitt. Vi kan inte riktigt
leverera si som kraven faktiskt ser ut. T ex en standardlésning som inte
ar anpassningsbar, det hinder. Men ofta far vi ge oss pa att anpassa
standardverktygen, eller byta arbetssitt. Dir dr ju en dynamik eller
flytning beroende pa hur temperaturen ir. Det dr mycket kring att
standardisering moter den snabba foérianderliga virlden. Coor har de
storre norden bolag som kunder, Volvo, Skanska och Ericsson osv. Och
alla dom har egna processer f6r inkép och annat f6r kunderna. Allt det
ar ett krav mot oss. Standardiseringen blir ju en fiende néstan.

DIT

21

Re

Mm det dir intressant. Vi kan hoppa dver till ndsta del hér som handlar om ITSM
och ramverk. Det fundamentala med I'TSM dr att I'T bor ta ett steg frin att
utvecklas som en teknologi for att istillet bli mer tiinst- och kundinriktat. Hur ser
du pa det?

22

1D

Det ir helt klart. Tjanster definitivt och kundinriktat, det ar det vi jobbar
med och har jobbat med. For var del har kundens kund valdigt olika
krav. Kunden Coor kan vi angripa pa ett enhetligt sitt sa att den kunden
1 sin tur forknippat med diverse bolag med olika leveranser.
Overgtipande s r det framgangsfaktorn, det ir att pa begripliga
tjanster som verksamheten kan relatera till och omsitta i sin
affirsverksamhet. Jag behéver en hammare, jag behdver en sig, jag
behover en IT-komponent. Att gora det naturligt, for att kunna leverera
min kundnytta sa behéver jag de har verktygen. Sen ska I'T
avdramatiseras sa att det inte ar nagot speciellt egentligen. Det har
pratats om valdigt linge att det ska vara kunder som styr och det ar ju
en framgangsfaktor att limna den traditionella I'T-avdelningen som
sitter och hittar pa tekniklosningar. Det finns ju baksidor till det andra
ocksa. Blir det for kunddrivet sa giller det ocksé att kundorganisationen
har en riktigt bra styrning. Vi star lite mitt emellan dir.

ST

DIT

DIT

23

De flesta ramverk inom ITSM bestir av “best-practices” som beskriver vad som
BOR giras fir att utveckla bittre IT-tianster. Da finns det sllan firklaringar pi
HUR dessa bor utformas. Dy kan vi ju se lite liknande med Cobil som dr mer
kravhantering som inte beskriver hur man ska ga tillviga. 1 ad anser du om detta,
ar det ett problem att det inte finns ndagra bur.

89




24

1D

Vi hade en 6vning med nagra delar ur CobiT. Bara som att ge ett
exempel. Nir vi visade att best-practice ér att du bara implementerar en
process som tittar pa det hir och det hir. Och sen miter man den
processen om den levererar nytta och att den ér anpassad for affirsmal
och annat. Men det handlade inte om hur man sitter upp den
processen. I min virld, jag tror att om man bara fir reda pa vad man ska
gora, pa en Overgripande niva, sd tror jag att man kan komma vildigt
langt. Du sitter upp en rutin hur du ska gora detta high-level och du
miter att du har gjort det. Det kommer jag ganska lingt med.

BP

25

Ser du det som ett problem i nuldget? Att det inte finns “hur” definierat i processen.

26

Det kan nog skapa problem, men samtidigt kan man vinda pa det.
Finns det f6r mycket hur sa kanske man inte kidnner igen sig. T ex dr det
vildigt stora skillnader pa amerikanska och svenska organisationer. T ex
att man inte kdnner igen sig i de olika rollerna som finns.

BP

27

Jag forstar, bur anser du att beskrivningar i ITSM ramverk stammer dverens med
den verkliga uppfattningen av att skapa I'T-tiinster som stidjer
verksambetsprocessen?

28

1D

Vilka ramverk syftar du pa?

29

Re

Det dr ju ITIL, Prince2 och Microsoft MOF osv, det dr egentligen de stora.

30

1D

ITIL och CobiT ir ju dem jag kdnner till. Om man tar ur maslows
behovstrappa sa kan man tinka liknande utifran I'T. Om drift 4 annat
fungerar si har vi svart att tinka pa utveckling. Ur ITIL ramverket, att
kinna en trygghet i problem-processer, kapacitetsplanering och annat
fungerar ir ju verkligen viktigt. Kan vi inte garantera att vara
affirssystem fungerar sd ar ju inte var verksamhet intresserad av att
prata om utveckling och annat. Da sidger dom; 16s problemet! Dir
tycker jag att I'TIL har sin grunduppgift, att verkligen fa ordning och
reda 1 basleveransen och att gora férandringar kontrollerat. Du behéver
ha kontroll pa vad dokumenten handlar om, du behover ha koll pa vilka
ingiende komponenter IT-leveransen har osv. Och férindra utifran
kontrollerade former. Om vi tar CobiT istillet sa tycker vi val det ocksa
och kanske implementera en tredjedel av vad CobiT-tinket innefattar.

BP

31

Hur tycker du att ITSM skiljer sig fran ett mer traditionellt service-koncept? 1 ad
galler operativa, taktiska och strategiska processer.

32

ID

Jag har ju sett fordelar med ITIL, t ex det har med
chainmanagementroller och annat, och att man kidnner att man pratar
risk pa ett annat sitt. Man talar godkdnnande ur... det har forbattrats en
hel del sen tidigare. Da fanns ju ocksa styrmodeller, men ur ett
riskperspektiv tycker jag det har forbattrats ordentligt. Rollerna ocksa,
att mota affarskraven har forbittrats nagot. Men det ar kanske
fortfarande lite mycket intern IT stuk pa det. Den IT jag moéter fran
leverantorerna dr fillan om man inte pratar business konsulter, ér séllan
inriktade pa att ga ut lingst ut i linjen. Dom dr bittre formade med att
prata med sidana som mig, som dr lite mitt emellan. Vira kunder ar inte
riktigt business aligned 4n kan man siga. Dom pratar vildigt mycket I'T-
sprak.

DL

33

Re

Vad anser du dr de kritiska framgangsfaktorerna for utveckling av IT-tjanster, som
Just har syfte att stidja verksambetsprocessen pa olika sdtt?

34

1D

En sak som ir otroligt viktig dr att man kan motas, om man pratar
processer da. Det dr ett ganska vanligt fel att man har processbilder pa

DIT
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ena delen 1 organisationen och sen har man IT-16sning med
integrationspilar pa en annan. T ex powerpoint pa ena sidan med
processbilder, 4 sen sitter I'T-verksamheten med servercluster och drar
pilar emellan 4 sdger; det hir dr integration. Men dom méts inte kring
ndgonting, inget att diskutera kring. Och det har vi jobbat mycket med,
att bryta processbilderna pa 6vre delen av halvan som verksamheten
forstar, sen drar vi pil ner till systemlinjerna som ligger under dem
processbilderna. Dir vi har tekniska I6sningar. Dir arbetsordrar blir
statiskt godkdnd. Det tror jag vi ska forsoka ga igenom mer att vi
faktiskt ocksa i dokumentation och annat férséker sla samman dom tva
perspektiven mer. Sa att vi har grunddokument och annat
utbildningsmaterial till kunder. Vi maste har styrande dokument som ar
gemensamma mellan verksamhet och I'T. Dir vi knyter thop dem. Det
ar en sak som ir en framgangsfaktor, for vi pratar lite samma sprak kan
jag tycka men det dr olika perspektiv pa det.

DIT

35

V7 har pratat lite om komplexiteten i tianster men om affdrsverksambeten blir mer
komplex: och kraven pa I'T 6kar. Hur paverkar det da I'T-tjansterna? Blir I'T-
tiansterna optimerade och blir mer komplexa i sig sjilva eller delar man upp tianster
7 flera olika deltjdanster for att tillsdtta ett syfte? Om du forstar vad jag menar.

36

1D

Ja assd, ur ett finansiellt perspektiv har vi f6rsokt att gbra det enkelt att
paketera. Ibland dr det mer pengar som styr och da vill vi kunna gora t
ex lite versioner och mer high-end versioner av 16sningar. Ur ett
kostnadsperspektiv dr det ju si. Men det r ju mer tjanster dn for nagra
ar sedan. Jag kan inte riktigt se att vi haller pa att stycka upp tjanster, jag
tror att det tillkommer tjdnster.

SC

37

Re

Vilken paverkan tycker du faktorer si som struktur, kultur och omgivning bar pa
skapandet av I'T-tidnster?

38

1D

Assa om man tittar pa Coor sa ér ju det ett gammalt skanskabolag dar
det dr en kultur att man ska trycka ut kostnaderna till platschefen som
bygger ett hus t ex. Man har en organisation som tar ansvar valdigt
mycket, dir cheferna tar ett vildigt stort ansvar. A sen pa Volvo dir
man kanske har mer central makt om vissa fragor och kan ligga saker i
ett kostnadsstille dir I'T kan bli en mer 6vergripande fraga dir man
kanske bara nyttjar I'T. Detta tror jag har en ganska stor paverkan.
Trycker man ut IT och sédger att det 4r tjanstebaserat och de som nyttjar
faktiskt ska kdnna att det hir ér ett begripligt paket och jag ar ocksa
villig att betala for det. I min leverans kan jag tinka kostnaden for det.
Det paverkar hur man styr I'T ganska mycket till skillnad f6r om man
samlar alla kostnader centralt och siger att bolaget vet vad som ér bast
for alla. Det blir inte samma tryck pa I'T med det sittet 4 gora det
jamfort med att man faktiskt utvinner i fingerspetsarna i en
organisation; ar detta nagot virt att betala for. Genererar det nytta eller
inte? Jag vet inte om det svarar pa frigan men.

SC

39

Jodd det dr bra, ni har ju pa Coor speciell struktur och kultur som kanstke ligger
langt tillbaka. Anser du det som fordelaktigt nér man just maste infora nya I'T-stod
och liknande?

40

1D

Det dr positivt ur ett perspektiv dir det ar begripliga tjanster som man
direkt kan relatera till egen anvindning, t ex laptop. Till viss man ett
affirssystem. Men ér det nagot som ér en nysatsning pa ett helt nytt
omride, sd kan det vara svarare. Om det ar ett helt nytt omrade, dir
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man inte ens vet nyttan ute hos den enskilde chefen, da dr det kanske
littare att ta ett sadant beslut 1 en organisation dir man mer ser I'T som
en kostnad.

41

Aa ok, hur ser du pa framtidsaspekten inom ITSM?

42

1D

Det som ligger framf6ér nistan pa oss nu ar att koppla stenhart med
CobiT. Koppla oss tydligare sa att vi kinner att vi boxar in oss. Sa att
det vi gor hir hinger thop med det hir 6vergripande malet. Att vi
kanner att allting hanger ithop. Vi har ndgra svansar som inte hanger
ihop nu men vi vet vad som maste goras. Vi tror att detta kommer att
driva dialoger och annat, rollen kring I'T pa ett annat satt. Att vi faktiskt
snabbare kan sdga; nu har vi samlats hir allihopa fran olika delar fran
organisationen och vi gor detta darfor att, sa att alla direkt forstar vad vi
haller pa med och att alla kan peka pa nigot gemensamt som 4r mot
bolagets mal.

43

Nagot som vi har hittat i litteraturen dr att I'T bor stidja affirsverksambeten med
syfte att gora saker ratt. Och pa sa sitt bitja gora ritt saker. Hur ser du pa detta
[forhallandet?

44

1D

Det var linge en IT-fraga att se pa affirsanalys och annat sa tryckte vi
pa om det och vi hade nagra misslyckade startférsok da vi inte kom loss
riktigt och inte fick med oss verksamheten. Nu sa har vi fatt ett sug efter
det i foretaget och implementerat en 16sning. Om vi tar supply and
demand dir vi dr mer supply istillet for att stilla kraven for oss sjilva.
Det dr ju ett sint exempel, att gora ritt saker. Dar I'T kan bidra till den
IT-16sningen som vi kanske tidigare hade problem att implementera. Nu
nir den kommer som ett behov vi verkligheten si kan vi stodja dem att
gora ratt saker, det dr ju aha-upplevelser och analys pa analyser som It-
verktyget kan hjalpa till med. Men det ar ju mer en leverans dn en
produkt som vi pratar om dar. I en annan form kan man ocksa fundera
pa, att paketera och gora det begripligt och fa bort fragestillningar frin
verksamheten. Dom ir valdigt splittrade i IT-leveransen, manga backar
sma for att man ska kunna leverera saker, si tar man ju fokus fran
verksamheten. Dom ska ju leverera var kirnverksamhet. Dir kan vi ju
hjilpa dem genom att paketera och gora det begripligt och
bekymmerslost, vi ger dem en moijlighet att gora ritt saker, mer ritt
saker. Ta bort waste och storningar.

45

Vad tycker du att fordelarna dr med ITSM?

46

ID

Jag kan tycka att det 4r en stor fordel, vilket jag markte med ITIL, man
kan prata om allt sa alla f6rstar. Man kan prata om roller och annat, det
ar liksom generellt, det spelar ingen roll vem man pratar med. Det
tycker jag ir en fordel. Annars sa kan ju foretag hitta pa egna namn pa
olika roller, fast dom kanske betyder samma sak. Rent logiskt behéver
man ha koll pa dom hir. Verkligheten har en férmaga att, du maste ha
en form av processer aven om du inte vet om det, aven om det ar kaos.
Om du inte har standards sa lir folk hitta pa egna roller. Nar I'TIL kom
in kunde man prata mellan bolag, bara en sin sak ar ju littare att
jamfora och kunna dra lirdom fran andra organisationer. Ocksa nir
man ska bestilla saker, nir vi sitter i en upphandling sa kan vi saga; vi
vill att det hir och det hir ska finnas. Det 4r littare d4. Vi antar att vi
star pa samma forstaelsenivd, men det gor man inte alltid. Nackdelarna
ar ju, jag kan ju forutsitta utifrain min forstaelse av ITIL hur deras
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processer fungerar, sa om jag gor en upphandling sa kan vi kanske missa
lite. Den hir leverantéren kanske inte jobbar pa det viset. Sa d4ven om
man har standards sa giller det att syna den.

47

Andra kanske har andra standards med eller?

48

Ja definitivt.

49

Ser du nagra ntmaningar med I'TSM?

50

Utmaningen r att ta till sig av det, det ér lite hur-fragan ocksa att man.
Dom ir ju sa vildigt allomfattande, det finns ju nagra som; gor det hir
sa kommer du igang. Bérja med de hir fem sakerna sd har du i alla fall
mognadstrappa 1 av 5. Det dr en utmaning, det ar litt att titta pa allting
4 sa tinker man bara, j0sses. Oh ska man implementera ITIL i en IT-
organisation som levererar mot kund sa édr det jobbigt nir allt bara
giller, nar sambandet mellan alla olika processerna. Det ér ltt att man
g0r nagot, ja nu har vi implementerat de och de, men de fungerar si
sadér utan att nagra andra processer finns pa plats. Dir ser jag en
utmaning. Det dr en stor utmaning att implementera I'TIL och det finns
skriverier, jag tror frain Computer Sweden, sa stod det att det va rena
skimtet. Men oavsett om det dr ett skimt eller inte sd ar jag Gvertygad
om att man bor ha, att inte ha processer eller att hitta pa dem fran noll
tror jag inte tillfér nagonting, f6r dom dr, om man nu skir igenom det,
kanske ér lite 6verkurs. Sa dr det ju ganska jordnira fragestillningar som
dem hanterar, man bor géra det hir, man bor géra det hir. Ex man bor
tinka till innan man boérjar med ndgot, man bor ha en viss process for
det osv. Det hir idr ju ingenting som man sdger; nej detta gor vi inte.
Men verkligheten slar ju till stenhart da. Pa highlevel bor ju de hir
uppgifterna utforas for att vi ska ha koll pa verksamheten. Det tror jag
inte ar sd trendkénsligt. Ungefar som ITIL siger, ja nu ska vi bli mer
business aligned, men det kommer alltid finnas ett inslag som ar mer; ok
det har ar faktiskt jordnara, det dr nagot som verkligheten sager till oss
att det ska goras eftersom det édr naturligt.

51

Re

Mm det dir intressant, vi kan g in lite pa utvirderingsaspekten. Ultifran vilka
riktlinjer bir kvalitetsaspekten i ITSM midtas tycker du? Om man t ex tittar pa
affdrsmdssiga, tekniska. sociala, kulturella os.

52

ID

Lite allihopa, fast lite grand 1 den ordningen. Aterigen med CobiT, det
tekniska hatr vi men dir ska vi ocksd forbittra oss. Men miter vi dem
hir tekniska aspekterna pa det sa har vi ocksa en trendkoppling till de
affirsmassiga matetalen som vi har dir som ar mer business goals. Vi
har med IT-goals men vi har inte IT-business-goals. A vinda pa det som
du sdger hir, ok sociala och kulturella, att géra en koppling till vara
medarbetare, kundindex, den resan ir kanske inte bara affiarsmassiga.
Givetvis sa dr det frustration med I'T och annat, kundens upplevelse av
Coor som bolag ar mer och mer kopplat till hur I'T-verktygen fungerar.
Kanske inte avgérande men det dr en paverkan som vi bor ha koll pa.
Ok, vi miter antalet incidenter men hur har det ett samband med hur
kunden upplever att vi fungerar. Eller hur vantetider, eller hur det
paverkar medarbetarindex i nagon faktor. Att man irriteras Gver sina
verktyg, egentligen sa bor vi mita oss pa alla dom dar parametrarna.

53

Forskare anser att organisationer inte tillhandabdller andamalsenliga metoder for att
midta kvaliteten pa deras I'T tianster, vad anser du om detta?
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54

1D

Det haller jag med om, det dr en utmaning for oss. Det dr litt att prata
tillednglighet pa servrar osv, men det dr svart att mata sa att mitetalen
sdger samma sak som andra virden kommer att siga. Slutresultatet for
en anvindare som sitter ute pa ett nit, som sitter pa en dator, med olika
tekniska komponenter, det dr en ling kedja av teknik som maste
fungera. Och att mita ddr ute vid anvindarperspektivet, det dr det som
ar utmaningen. D4 spelar det ingen roll om nagot fungerar inne i
serverhallen. Men dr det dalig kapacitet pa linan sa paverkas upplevelsen
av affdrssystemet. Anvindaren bryr sig inte om vad det beror pa, det dr
en ling kedja av hindelser som dr dir. Dir har vi en resa att gora, veta
vad som faktiskt ger effekt ute hos kund, att faktiskt bli battre. Vi har
vil nagra matetal som vi tittar pa men jag kan inte sdga att vi har en
komplett bild av det.

55

Nd ok. Vad anser du dr mest vérdefullt? Att gora saker ritt eller att gora rétt
saker ut kvalitetsperspektiv. Jag tror att vi var inne lite pa den innan.

56

Jag tycker att bada beh6vs.

57

Hur faststills det att kunden verkligen far va dem fragat efter?

58

Om man gar ner i enskilda forindringar sa har vi ju kravhantering och
annat. Dir komponenter i férindringar 1 tester dr genomgaende, vad
forvintas som resultat och sign off pa det hir. Men en komplex
forindring fran borjan och om man blandar in standardsystem ér alltid
ett stérande moment. Nan har frigat om ndgonting och de far svaret, ja
du far det fast vi gor det pa det hir sittet och det goér samma. Det dr
inte sakert att man blir helt n6jd med det. P4 en 6vergripande niva
miter vi kundnéjdhet, medarbetarna som anvinder var IT far svara pa
det. Hur val fungerar det hiar? Chefer och annat, ute i natverk och
traffas. Dar dar det mer 6vergripande. Det dr mer for att fa en kénsla och
aterkoppling.

59

Re

Vi far tacka sd jittemycket for din tid. Vi kédnner att vi fatt mycket kitt pa benen
har.
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