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‘Resistance is Futile! — No its not!’

As IT becomes increasingly important to business operations more and more IT organizations are
turning to ITIL and such ITSM frameworks to bring IT under control and provide services that deliver
business value. ITIL V3 sums up perfectly what we in IT need to deliver "Value to customers in
terms of outcomes they want to achieve without the ownership of specific costs and risks."
Unfortunately MANY ITSM improvement programs fail, causing wasted costs and increased business
risks. 70% of ITIL initiatives are unable to measure or deliver any business value.

A Forrester report revealed that many fail because of resistance to change. If we are to finally remove
these wasted costs and risks and deliver real value with the frameworks it is important we identify
these types of resistance so that we can learn to address them.

ABC@Work started a global survey into types of resistance, using our ABC of ICT ™(Attitude,
Behavior and Culture) cards as a basis for the survey. We also started a number of discussions on
ITIL discussion groups to capture feedback. Once we have gathered enough feedback and identified a
consistent, common top 10 we will start a new survey to gather best practice, practical approaches to
resolving them. We will share all of our findings with the ITSM community and we can only HOPE that
ITIL training and consulting companies will add the findings to their curriculum and to their offerings in
order to provide more effective solutions.

This document contains the comments and feedback to the linked-in discussions relating to the top
types of resistance to ITIL initiatives. These discussions were prompted by the fact that 52% of ITIL
initiatives fail because of resistance. It seems we are still struggling to get the initiatives to work, and
current training and certification doesn't help people learn to recognize or deal with these issues. In
another survey we conducted 94% of more than 200 respondents agreed ‘Current ITIL training and
certification doesn’t adequately help address ABC issues’. The discussions were intended to make the
resistance visible. The next set of discussion items will be how do you deal with it, hopefully enabling
ITIL training and certification programs to include practical advice and guidance.

Because our initial survey results were based around our global ABC workshops using the ABC of
ICT™ worst practice cards We have decided to group the feedback from the discussions around these
cards. | apologize if anybody feels the comments they made have been incorrectly grouped. Each of
the bullet points below were comments made by people participating in the discussions.

| have grouped the feedback into the following 3 broad categories:
1. Why we do ITIL? The Value - The Need.

2. How we do ITIL - the approaches
3. The way people respond



1. Why we do ITIL? The Value - The Need.

“So IT has invested in ITSM
best practices to add value to

[
. my business?..."
X~
<
—

" .fell me. Do you KNOW
what that value is?”

Unable to specify the VALUE
required by the Business

Unable to specify the VALUE required by the
Business

Whilst I am now out of the ITSM world and therefore a
consumer rather than a supplier of ITSM so to speak, | think
that the main reason for such resistance is an inability of the
industry (ITSM and everything it has spawned) to
demonstrate tangible and real @alue add@nd benefits.
Resistance to change will typically be seen in many ways
and with ITIL or ITIL like initiatives one of the common signs
of it is the question “What is the value of adopting ITIL”

| was shocked to learn of how IT "runs” these days....As | sat
through ITIL v3 training, | learned how much these (basic
management) practices and competencies are not present
today in IT. Helps me better understand how and why IT is
"not understood" and "does not understand its value" by
the business side of the house.... As | moved away from IT,
the practices were clearly moving towards "running IT in a
business-like manner". So, | would like to understand what
happened, as my current focus is in assisting executives
(those in the C level - many outside of IT) to increase their
understanding and competencies.

Having recently put the case for a shift to a ®ervice centric®©
IT model to my Senior Management, the question of @ost©
naturally came up. How do you prove that it® more
economical to shift to ®ervice centric@T vs @&chnology
centricOIt® far easier for people to look at things they know
best, e.g. Outsourcing support contracts. Cost of storage.
Cost of Data centers etc...

Recognize that a major resistance to adoption is not
being able to see ROI.

Consulting, tools, training and process design costs - these
can be quite high and must be totally spent before any
benefits accrue. They must be justified on a strategic and
long-term basis. It will be futile to try to justify these costs on
a tactical basis, because IT senior management will always
be asking for more money before they can show any
improvement.

Upfront investment overshadows unsecured future
benefits.

...Itis very difficult to learn the principles of what it means to
deliver services that meet the needs of the business at a
cost that represents value.
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IT solution...

Solution
Presentation

IT thinks it doesn't need to
understand the business
to make a business case

"It is a brilliant

I only wish I had a Business

IT thinks it doesn’t need to understand the
business to make a business case

The only reason business should care about ITIL is that it
can (not will, but can) help provide them better aligned,
more cost-optimized services.

You will ultimately need to have the business aligned
with ITIL, so you might as well start early. If the business
does not see the value of ITIL then traction will be limited.
Metrics such as Service Availability, Reduction in Sev_1
incidents, Peak volume performance, are all metrics that
can benefit from different ITIL processes and can be
understood by the business.

It is essential to successful implementation that the overall
business understands process orientated working,
without this it will fail.

Once the overall business understands that this is not
another jargon laden initiative from within IT but simply a
way of making IT repeatable then success will increase.
But the most important reason why people resists is in the
fact that processes and policies provide advantage to those
who apply them (and not necessarily to those at the
receiving end).

The solutions have always been get me Skilled expert and
technology to solve a problem without full business
requirements or understanding of the customer®@
requirements, service targets or any form of
measurements.

Lack of awareness/education/experience of
executives/decision makers into what quality and quality
management actually is (they all want it but can®
describe).

Perceived business cost - it costs time and money to
develop process and procedures, identify user needs and
set proper priorities as well as establishing meaningful KPIs
The end goal for me is when IT leaders and IT experts
starts viewing the functions they perform for an organization
as part of the Service offerings that the Organization offers
(not focusing on the skilled expertise and technology).
...high cupola of the company don’t buy the idea of ITIL.
....it is likely the additional processes will require additional
resources somehow. Changing people® roles to
accommodate the new process will be disruptive for a
period of time, and service levels can plunge initially. This is
another thing that might turn off the customers.
The business can®understand why the IT wants to
complicate its life with processes.




No Understanding of Business impact and
Priority.

PO

Definitely one source of resistance to implementation of
processes such as ITIL is that it is not seen as a priority.
When people are questioned about a recent Priority 1
incident etc.. they can®give quantitative $$ cost for the loss
of their application. It® a catch-22 situation. Because we@e
@chnology centric@ve don®know business impact and
we struggle to understand the financial loss when IT
systems go down.

MANY IT staff see "green lights" on the equipment and
conclude that everything is working as well as it can. In
reality, many IT staff don® UNDERSTAND the technology,
so designing and implementing and supporting it for the
success of the business is just not going to happen.

The third challenge in my view is the difficulties in
understanding the IT estate in full, which services are

i provided to whom, what systems are being supported, how

“.here are the emergency
updates to the onboard
navigation sof tware!”

No understanding of

many changes occur and who approves them? In general,
business priority

organizations with better information and understanding of

& impact . . - .
their estate are more capable in identifying meaningful
measurements that can help and demonstrate benefits of
adopting service management improvements.
We don’t measure our Value contribution to
2 Key performance Strategy

indicator: ‘reduction

'“:fhfn;‘::,@ - In most organizations it is difficult to demonstrate any

immediate improvement in the bottom line as a result of
such an implementation.

A good bit of the reason projects can®demonstrate value is
because metrics are treated as an afterthought, with no
valid baseline KPIs taken.

It seems to me that IT has along history of doing things
without tracking, monitoring, reporting or standardizing,
because it is too much work.

| think we all need to strive to develop effective
strategies for accounting for gains and counteracting the
bias against change.

We need to produce metrics that the business
understand - threads counts/CPU, capacity % per hour,
MTTR, all good metrics from an IT perspective, but
meaningless to the business.

The largest hurdle 1®e found to deploying ITIL inspired
solutions has been that the organizations most in need of
these solutions are usually at a "ground zero" level of
delivery maturity (ITIL, iso20K, CMM, pick your framework).
At this level of maturity it is not actually possible to
measure how bad the service is and thus build a business
case for change. With no "coalition for change", there is no
change.

"Closing the Help Desk
between 09:00 & 17:00
isn't what I had in mind!”

Performance
mamagement
KFP1 = mcident
reduction

We don't measure our value
contribution to strategy Z




IT not seen as an added value partner to the
business

Uty Thinkiin lancer teryiy A top reason for business resistance to organizational
horizons, run around like a

headless-chrcken: no:ekizebenit change might be that IT has always been viewed as a

planning....we've decided to support entity by the business or customers.

make you CIO!" - - As to the alignment with business strategy many

organizations have NO coherent strategy but rather publish
complex operational statements in lieu segregated by
department. IT is often the Cinderella in this game as many
organizations still view the provision of IT services as a
clerical function usually hosted within a larger more
established department often Finance.
Those IT groups who have resisted process have remained
disorganized, and are the reason many corporations
don®trust or value their IT groups.
IT is still running like a Mom and Pop shop, hence can'’t
keep up with the demand of the Services of their business.

IT not seen as an added value
partner to the business




2. How we do ITIL — the approaches

ITIL is the objective..., Not what it should achieve

Resistance occurs when "what" we@e doing is
communicated without "why" and "what® in it for me". Many
organizations so badly miss-communicate why they are
doing ITIL (or they really don®"get it") that their staff resist
because they see additional risks with no rewards.
...another common reason for difficulties in implementing
ITIL is defining why we need it and why it is important.
ITIL is not just a tool or something that you have to do - it is
a process a framework and mindset that allows you to
address certain business issues.

The important thing is that everything you do and put in
place is "fit for purpose" with the business needs.

ITIL is too prescriptive" without understanding it is a
framework not a recipe.

"ITIL is too complex" without understanding that you
don®have to implement the whole thing in a big bang
way... you can, and ‘should’ implement what you need to
most - provided you can do it successfully...

...why would the staff invest their (already taxed) time and
effort in something without immediate benefit?

With 30 years of IT, and previous years in lower level
administration jobs in financial services, | assure you that |
am not convinced that ITIL is the major solution for IT.
But we need to ask ourselves ‘what is the outcome of all
of this effort - is it "managing" the problems or helping the
business move ahead'?

Primarily ITIL should ONLY be used as the language to
create better solutions. In, and of, itself it cannot "fix"
anything. It is merely a framework to attempt to apply better
practice to IT delivery and not to better itself.

Today, change programs tend to be scoped too wide,
offer significant benefits that are rarely forthcoming and
budgets are swollen through the multitude of vendors
seeking to grab market share. This includes training,
consultancy, tools, communications plans...etc. Don®even
get me started on the way the ITSMF and ITIL community
have turned the core products into an income generator....
Lack of urgency and too much time taken to deliver
sustainable ‘quick wins’. A project which is based solely
on the ITIL framework tends to fail.

Lack of understanding of the nature of ITIL




ITIL never work here...

Overhead - you cannot imagine all the things we have to
do. ..now you are trying to give us processes as well. What?
Do we have to fill in forms? Why do we pay you guys ?
That just won't work in our organization. We're different to
other organizations.

"ITIL won®work for us, we®e different”... not understanding
that ITIL is a large collection of work and broad framework
that can and should be adapted for a particular use /
situation

Just another management thing (like the rest that have
failed) that will just interfere with me getting my job done.
Studies show that implementation IT frameworks is a waste
of time and money.

The trickier obstacle to overcome - denial! Many IT
managers do not want to believe there is room for
improvement or they don®want to admit to their
management that they have not been managing the
department efficiently and effectively.

Almost every organization, unless they are legally regulated,
are VERY resistant to process and subsequent process
change.

Busy technicians working in admin tasks - they see no
reason to learn something new or utilize ITIL models since
their current way of work "is good".

Human tendency for resistance to change. The "it won®
work here factor".

..."why change the process, it is working now?" "The
new process will take more effort". "We have no time ..”
“Why would we need to learn something new as everything
is going ok as itis".

The name of the project itself often provides resistance
-it doesn’t help to call it an ITIL project. Instead call it
Service Improvement, as the focus is not on the framework
only and the business can relate to this type of heading.
The main focus for me in implementing all these best
practices should revolve around the People. How do we
get skilled IT people and executives to embrace this Best
Practices?

We®e already tried that.

Lack of understanding of the value of repeatable process,
therefore why invest in ITSM - we@e doing fine now

| worked with Incident Management for about 4 years and
Problem Management for about 2 years. | have been faced
with lots of resistance...I think education is the key in ITIL
implementation and must answer the question “what is in
it for me?” to get people to buy-in.

One additional thing to always consider with change
management. Typically 10% of the workforce will be early
adopters. 80% will be positive neutral and will change with
proper maotivation. Unfortunately as much as 10% may
never accept change and may actively work against
change.

Of course, one must start out this journey by asking oneself
whether the resistance one will meet is possible to
overcome, and more to the point, worth it.




We’'re going to INSTALL ITIL.....it can’t be that
hard

We know all this, but we will do it our way. We do not need
consultant support, we do not need frameworks. Not
only do they not work and are too expensive, we know our
business far better therefore let® do it on our own.

The tendency to strive for overambitious goals, and
revolutionary rather than evolutionary implementations.

...disastrous misapplications of the processes, functions,
and roles. Having good, consistent processes is not an
excuse to be bureaucratic and slow.... ... the
organizational change required to @o" ITIL is substantial.
Aiming for the Moon and barely leaving the building. Most
ITIL projects | have seen seem to have forgotten the "good
enough is good enough". They always aim to implement
everything and then fail to implement anything useful.
Without the ability to galvanize people to move in a specific
direction, because they have some form of personal
investment, all these theoretical models are just so much
academic exercise. It is as much a behavioral (individual
and organizational) issue as it is a process and
measurement issue, maybe more so.

I have found that large scale or expansive
change/improvement programs fail to secure stakeholder
and sponsor support. Instead, |®e found that small and
compounding successes built up around the basic
processes work best.

(As a business sponsor). In truth | would @eadhunt@he best
consultant | could find and set them loose on small but
focused projects with budgets that become easy to approve.
I no longer subscribe to the @hole framework©
approach. Focus on things that | need improving and
ensure that they do...




ITIL certification means | know what | am doing

ITIL is usually misunderstood even by people "trained
and certified" in it. They try and create a prescriptive
approach for something that is entirely descriptive thereby
making it totally "unsexy" to the end user and creating
something that is "done to them" instead of being "done by
them."

Giving your IT staff ITIL v2.0/v3.0 training sounds the best
way to get the ITIL training rolling. But in fact, | consider it
to be counter-productive. I think it is important for all IT
staff to understand the basics of ITIL (foundation training
may be overkill), but they need to be trained in how the
process applies to the real world that they live and breath
every day.

Throwing solutions over the wall and HOPING
people will follow them

How can we successfully implement a framework work that
depends on inputs from multiple organizational levels and
laterals at each life-cycle phase when the people to provide
those inputs are not involved or not supportive?

| think the most (service) managers forget is that
implementing ITIL (or any other kind of structure focused on
measuring and reporting) is threatening to people, they feel
they are being controlled. So take them with you on board of
your project team and do it together.

Not effectively communicating the benefits of the project to
the people that will be impacted and not getting them
involved early on with the design and delivery.

This has to be a partnership and collaboration between
all the IT departments, it has to be a sell as opposed to
enforcement or dictatorship which will fail.

In most organizations | worked with putting a collection of
ITIL books on the shelf and providing staff training did
not make much change — ITIL or any service management
rollout need to be accompanied with a set of pragmatic tools
and processes that can be used within the organization.
...don’t set the best practices for your company. Do it
together with the people.




A Process flow and some procedures are all you
need

This is usually the core reason why ITIL implementations fail
- most commercial organizations do not have formal
documented processes for almost all of their business so
when IT start along this path, with the assumption that
everyone else within the business understands the
necessity of process, they are bound to fail.
Infrastructure is king, never forget that. All the fancy,
complex, simple, easy to understand, rigorously enforced
and flexible processes in the world will not make a poorly
designed, implemented and maintained network run faster.
Tools will not implement ITIL for you (in fact, | have
personally seen NO tools that are especially helpful). ITIL is
usually misunderstood even by people “trained and
certified" in it.

Plan, Do, stop.....no real continual improvement
culture

Plan Do Stop ...We stop the project and assume ITIL is
now embedded in the organizations.

A revolutionary big bang rather than evolutionary
implementations.

Early visibility of ROI from ITIL initiatives — ITIL/ITSM
initiatives tend to take a longer time to show visible
guantitative and qualitative ROI. One has to keep following
the new processes and measure the performance
continuously and plan improvements.

What is important to be aware of ITIL implementation is that
the first education session is not the only step. Continuous
Process Improvement is the most important thing on the
education wise. It can be crucial for the success of the
implementation if the organization does not consider a CPI
for the future.

Sometimes evolution is easier to swallow than
revolution. Small but sure steps.




3. The way people respond

Never mind about following procedures just do

what we usually do!

- IT staff that have spent considerable time working within the
organization with the same old process resist adoption of
new processes. They feel that this may add more workload
for them; they try for shot-cuts or go back the old way of
doing things.

...push back is from the ground troops. This could be
due to their familiarity with the existing process. The
key is the current process satisfies THEIR requirements and
does not look at the organization® requirements as a whole.
Resistance is from the high-skilled specialists that are
used to feeling themselves "trapped" into the
processes so that they can®exploit their creativity
anymore. (Can also cause ‘saying Yes and meaning
No0’").Quick wins - this | consider the most important. If you
don®show quick wins (3-6 months) than the resistance to
change will grow and critical mass will be building against
the implementation.

IT resistance stems out of losing control over their
customized legacy processes and ITIL making things
open, transparent and integrated with other solutions
(Monitoring,Reporting, Auditing, etc).

End Users resist as now they have to log a service call
instead of calling a phone number and asking for a solution.
Resistance to adhering to the practices from the user
organization.

Hostility from the incumbent vendor the future service
provider in transitions.

| found surprisingly, a bit of resistance from the Service
provider team also, as they oppose some practices
(which necessitates them to do some documentation
etc).

The delivery managers were very adamant saying they do
not want to do documentation, or update the CMDB etc.
Finally the end-users, who are used to calling the same
individual that has solved their problem in the past and
don®like the "impersonal entity" that responds from the
service desk, and instead of giving them an immediate
resolution to their problems, is there only to log tickets.
Change also involves unlearning and learning afresh.
Basically employees are shaken from their "kingdoms"
or comfort zones.

bureaucratic / inflexible / procedural.




No management commitment

- Atentative and fleeting management support.
Leadership is the key (not management). Leaders inspire,
managers control. Implementing new processes and ways
of doing things can seldom be mandated, people who must
make them work and who will be effected most by them
must understand and participate in almost all phases (with
exception of possibly strategy). When they have skin in the
game even poor processes will be made to work, if not no
matter how elegant the process or forceful the management
mandate - it will surely fail!
The key to overcoming the resistance is to convince senior
IT management that their support is critical, and that this
must be made a priority to be achieved.
Resistance to Organizational change can only be
effectively managed by Executive Sponsorship /
leadership awareness/ evangelism throughout an ITIL /
ITSM implementation, you will always have doubters.
....outlining the "what® in it for me factor"...... come out
with one voice or message that you can use to market to
the rest of the IT organization.
A specialist can®be pushed by a financial director to do
something if a change request is not approved or an
incident ticket is not logged. This is seen like a loss of
power, and needs to have a very strong sponsorship to
be implemented.
Increasing transparency in IT adds work to an overstretched
function - if ITIL is being applied because IT can®cope with
workload due to lack of resources (pretty standard these
days) then expect initial resistance from IT management,
because ITIL will not immediately free up resources. In
fact, it will require more, at least until functions are
rationalized and streamlined. This last one may be the most
likely source of resistance, and will occur at all levels in the
organization.
Businesses resist when they are told that it will take few
months to implement and train resources, another few
months to start seeing the benefits of it and then a
continuous cycle to deal with the evolving framework and
related requirements.
Now if there are fundamental issues in managing
organization change, trust issues, management sponsorship
issues - just adds more spice to the resistance.
...this delay (if the expectation is not set right at the start of
the project) effects the management commitment which
is one of the most important factors for a successful
ITIL adoption.
Management has to make the investment first.
People sometimes refuse to take part or follow
procedures....The key to addressing this is to let the people
know the objective of these changes. Sometimes, no matter
how much you explain it, people will still not accept it. This
is when management support is most critical.
Lack of resources invested into improvements due to
excessive operational workloads. 1®e found that IT staff are
actually keen to change the way they work. The challenge
is with the C level managers and above.
Resistance to change is relatively straightforward to




overcome through robust and experienced leadership.
However, once the reality of the change program and the
inability to demonstrate tangible (business!) benefits fails to
materialize, support will invariably wane and hence C level
execs will pull the plug.

To gain the confidence of Leadership and Buy in from
stakeholders, there must be a visible impact of ITIL
implementation within 3-6 months else efforts tend to go
down the drain.

However | also found on my experience that the Top
Management is also the key. They are very important
source of support during the implementation and if they
don®buy it since the beginning, forget it...There will be no
success with ITIL within the organization.

(ITIL)...does require people to change the way they
approach their work, this might require additional costs, or
diverting resources for “non functional requirements” which
the business cannot see. Just as any large change it will
require senior management buy in and support.

Saying ‘Yes’ but meaning ‘No’

Outright sabotage of change efforts, weather ITIL or other

initiatives.
...stakeholder management is fundamental: you have to
identify the "resisters".... influencing adverse people, are

tactics to be attempted. Without this, every attempt to
communicate will be rejected. People won®read what you
write and won®listen what you say.(resulting in 10 of
Diamonds: Never mind about following procedures just do
what we normally do).

...the importance of selling the vision to the entire
organization. Even more useful is to somehow let the drive
come from the trenches if possible. [the talk is always about
“Management commitment “ yet focus needs to also be on
staff commitment].

How often does the staff response differ one-to-one as
opposed to the group response.




Business manager: Demand & Give. | demand
and you give in.

In functional organizations, the business usually
perceives ITIL as something that slows down the
response to incidents and service requests.(Can also
cause Everything has the highest priority according to the
Users).

A specialist can®be pushed by a financial director to do
something if a change request is not approved or an
incident ticket is not logged. This is seen like a loss of
power, and needs to have a very strong sponsorship to be
implemented.

IT being disorganized, in my view, is a relatively recent
state. Ten years ago IT seemed a lot more organized.
Technology has become more complex, IT is constantly
challenged to do more with less.

No

respect for, or trust in management

Leadership is key to solving many of the issues - as a CIO, |
always took a "forward looking" approach - | really didn®
care what mistakes were made in the past, and who made
them, as long as we learned from them. This "culture"
change took a lot of effort to make, but when my staff
began trusting that they would not be "harmed" by
admitting their mistakes, or asking for help, we saw huge
improvements.
Collecting and tracking of information is threatening to
many employees - most corporations that feel they need to
pursue ITIL will find the first job is collecting and tracking of
information so that analysis and reporting can be done.
Many IT staff will find this initially threatening; after years of
doing things a certain way without much scrutiny, they will
suddenly have to make a notation of every little thing they
do, and that perception will cause a great deal of
resentment. As a result, initially, information will be hard to
come by and uneven in quality. (additional card: 4
Diamonds - Not capturing the right knowledge for reuse).
...teams are not motivated to want to adopt ITIL. The
managers might think it® a great idea, because they®e
been sold a vision, but if the vision hasn®been translated
to the teams, why on earth will they want to change what
they do. (additional card: 10 D - Never mind about following
procedures just do what we normally do).
...change requires some kind of unfreezing of the current
behavior. If you don®give your people a compelling
reason to want to unfreeze the status quo you might be
onto a loser.
Fear of being measured.
Too often IT staff are being told about the next great




"strategy” being implemented by the new CIO - and the
attitude is "wait and see". Those sitting on the fence will
move to your side if you show success stories early.

One reason for resistance is lack of transparency.
Employees would want to know the reason behind this new
change. The management should be as transparent as
possible so get the employees buy-in.

Only lazy managers don’ notice that individuals are actually
receptive to the change particularly within IT.

Not my responsibility

Assignment of new roles & responsibilities — New processes
or a change in existing processes may bring in new roles
and responsibilities. This brings resistance from people
having new responsibilities that conflict with their roles.
They are not ready to take the new responsibilities, citing as
a reason that It may hamper their current responsibilities
and performance.

Impossible to mix process roles with @ormal
hierarchical org chart@roles.

Conclusions

Resistance is Futile! — No its not! If not properly addressed and given attention it deserves it can deralil
your program or cause it to fail.

Resistance is a fact of ALL ITIL implementations.

Resistance occurs at all stages within the adoption and deployment.

Resistance affects ALL levels within an organization.

Resistance must be addressed if ITIL initiatives are to be successful.

Current ITIL training and certification apparently doesn’t help prepare people to identify and deal with
these types of resistance.

These types of resistance are not specific to ITIL but can be applied to ALL ITSM improvement
frameworks.




