
Blueprint guide: Changing 
your ITSM solution with 
confidence
A guide curated by our experts to modernise ITSM, optimise 
performance, and realise lasting business impact.
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Introduction

The ITSM landscape has undergone a dramatic transformation in recent 
years. What was once considered purely an IT operational concern has 
evolved into a critical business capability that directly impacts 
organisational performance, customer satisfaction, and competitive 
advantage. Changing your ITSM solution isn't simply a technical 
project—it's a comprehensive transformation that touches your people, 
processes, technology infrastructure, and ultimately determines your 
business outcomes.

The decision to change ITSM solutions is rarely taken lightly. Organisations 
typically reach this crossroad when their current systems no longer 
support business objectives, fail to deliver expected value, or become 
barriers to operational efficiency. The challenge lies not just in selecting 
new technology, but in orchestrating a holistic transformation that aligns 
people, processes, and technology with strategic business goals.

This guide details a practical journey framework for transitioning from 
legacy to modern ITSM solutions, and provide clear next steps (blueprint) 
to help you approach this critical transformation with confidence and 
strategic clarity.
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The six-step ITSM transformation blueprint

Comprehensive assessment
The assessment phase establishes the foundation for successful ITSM 
transformation by capturing a clear understanding of organisational needs, 
readiness, and constraints. This critical first step determines which 
strategic approach for transformation is most suitable, making a thorough 
assessment is essential for project success.

Customers and agents

Assessment begins with a comprehensive analysis focused on your two 
most critical stakeholder groups: customers and agents. A customer 
needs assessment, examines how effectively current ITSM solutions 
support business operations, including request management processes, 
communication mechanisms, and resolution timeframes. To determine if 
they meeting customer expectations, and delivering the capable value. 
Agent needs assessment focuses on tool usability, process efficiency, and 
workload management. Both groups provide invaluable insights into 
system limitations that may not be visible to management.
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State of the organisation

Organisational readiness assessment determines whether the culture, 
leadership, and resources necessary for transformation are in place:

3

Evaluate whether your organisation welcomes change and has 
successfully managed similar transformations previously.

Evaluate

Ensure executive, senior management, and line management levels 
are committed to success. 

Champions

Determine whether necessary expertise exists internally or must be 
acquired through hiring, training, or external partnerships.

Assess

Uncover the future goals of the organisation to align your ITSM 
transformation strategy with the direction of the business.

Focus



It is vital to understand and address the above points in addition to 
identifying who will lead the project, and manage and maintain the ITSM 
solution long-term. Organisations frequently focus extensively on 
implementation while giving insufficient attention to ongoing ownership. 
Establishing clear ownership responsibilities from the beginning helps 
prevent new single points of failure and ensures individuals are designated 
for system administration, process optimisation, user training, and 
strategic evolution.

4

Process and value stream review
The review phase examines current ITSM processes to understand what 
works well, what needs improvement, and what should be eliminated 
entirely. This analysis provides the foundation for designing future-state 
processes that align with business objectives and industry best practices.

Effective process review begins with documenting how processes actually 
work rather than how they're supposed to work according to official 
documentation. Observational analysis often reveals significant gaps 
between documented procedures and actual practice, providing valuable 
insights into process effectiveness and user behaviour. Examine each 
major ITSM Practice separately—service requests, incident management, 
change management, problem management, knowledge management 
etc—to ensure comprehensive coverage while keeping the analysis 
manageable and actionable. It is important to then follow up with 
assessing how the processes interact with each other. For example, many 
incidents will drive a Problem investigation that will be fixed by a Change 
implementation. Without this analysis, you could end up with blockages, or 
missed opportunities for optimisation.
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Requirements gathering must focus on identifying what processes should 
accomplish rather than simply documenting current limitations. This 
forward-looking approach helps organisations design ITSM solutions that 
support future business needs rather than automating existing 
inefficiencies. Balance ideal process design with practical implementation 
constraints. While tools should ideally adapt to processes, real-world 
implementations require compromise to take full advantage of platform 
capabilities while meeting business needs.

A successful process review requires extensive stakeholder engagement 
to ensure all perspectives are considered and resulting changes will be 
accepted and adopted. Include ITSM team members, customers, business 
partners, and other affected stakeholders. Focus on understanding pain 
points, improvement opportunities, and success criteria from multiple 
perspectives to ensure process improvements address real business 
needs rather than theoretical optimisation opportunities. It is also 
important to note what went well, so this can be replicated for the future 
solution. 
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Vision building and stakeholder alignment

Vision building represents one of the most critical success factors for 
ITSM transformation. Organisations with clear, compelling visions that 
articulate future-state benefits and align stakeholder expectations are far 
more likely to achieve successful transformation outcomes.

Effective ITSM vision development begins with articulating what the 
organisation wants to provide to customers and IT service teams. Vision 
statements must be specific enough that stakeholders can understand 
practical implications and benefits. Rather than generic statements about 
"improving ITSM," provide concrete examples such as "We will implement a 
robust and responsive incident management process that reduces average 
outage duration by 50%." Vision statements should address both 
customer-facing improvements and internal operational enhancements.

Translate ITSM improvements into measurable business outcomes that 
demonstrate return on investment and organisational value. These 
outcomes must be specific, measurable, achievable, relevant, and 
time-bound. Examples include reducing operational costs by specific 
percentages, improving resolution times by measurable amounts, or 
increasing customer satisfaction scores to defined targets. Business 
benefits should address the fundamental problems driving the 
transformation initiative—if excessive costs prompted change, cost 
reduction benefits must be clearly articulated and measured. 

Successful transformation requires stakeholders to envision and commit 
to a better future state. Provide demonstrations, proof-of-concept 
implementations, or detailed process walkthroughs to help stakeholders 
understand and commit to the transformation vision. When people can see 
and experience proposed improvements, they're more likely to support the 
change process. 
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Future-state narratives should address different stakeholder group 
priorities: executives need business benefits, managers need operational 
improvements, and end-users need daily experience enhancements.
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Implementation strategy and execution

Implementation represents the phase where vision becomes reality 
through the systematic deployment of new ITSM capabilities. Success 
during this phase depends on treating implementation as a comprehensive 
organisational change rather than a simple technology deployment.

Modern ITSM tools are not simply software packages—they embody 
specific philosophies about how service management should be 
conducted. Understanding and embracing these philosophies is crucial for 
maximising platform value and avoiding costly customisation efforts. Each 
platform has been designed around particular concepts and approaches to 
service delivery. Organisations that try to force platforms to work exactly 
like their previous systems often struggle with implementation complexity 
and fail to realise the benefits that motivated the change. The key to 
successful implementation lies in understanding how the new platform 
expects organisations to work and finding appropriate balances between 
adapting organisational processes and customising platform behavior.
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Implementation success depends heavily on involving actual users 
throughout the deployment process. Real-world testing and feedback from 
people who will use the system daily often reveals issues and 
opportunities that aren't apparent during theoretical design phases. Include 
both customers who will request services and agents who will deliver 
them, as each group brings different perspectives and requirements. 
Feedback integration must be ongoing throughout implementation rather 
than waiting until final deployment.

Implementation provides the opportunity to eliminate ineffective processes 
and practices that have accumulated over time. Approach implementation 
as a chance to clean house and eliminate "bad processes" rather than 
simply replicating existing inefficiencies. Balance process legacy 
management with change management considerations—too much change 
simultaneously can overwhelm users and reduce adoption success.
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Change Management and validation

The Change Management phase addresses the human and organisational 
changes necessary for ITSM success. Technology implementation without 
corresponding organisational transformation typically fails to deliver 
expected benefits and may create additional problems.

ITSM Change Management often affects other tools and processes 
throughout the organisation. Understanding and planning for these 
impacts prevents unexpected disruptions and ensures transformation 
benefits are realised across the organisation. Impact analysis should 
examine integration points, data flows, reporting relationships, and process 
dependencies that might be affected by ITSM changes. This 
comprehensive analysis helps identify potential issues before they become 
problems and ensures all affected stakeholders are prepared. Consider 
positive changes and improvement opportunities that extend beyond the 
immediate ITSM scope, as Change often creates opportunities for broader 
organisational improvements.

Successful Change Management requires establishing and reinforcing new 
ways of working that take full advantage of improved ITSM capabilities. 
Update procedures, training materials, and performance metrics to align 
with new processes and tools. Management support is crucial—without 
clear leadership commitment to new approaches, organisations often 
revert to previous practices, negating transformation investment. New 
ways of working must be supported by appropriate training, 
documentation, communication, and ongoing support mechanisms.

Embrace the principle, "simplicity over exhaustivity". Organisations that 
pursue perfection often delay deployment indefinitely and fail to realise any 
benefits from their transformation investment. The goal should be 
achieving significant improvement over the current state rather than 
theoretical perfection. Technology transformation ultimately depends on 
people adopting and effectively using new capabilities. Training must 
address not only how to use new tools but also why changes are beneficial 
and how they contribute to organisational and individual success. Adoption 
support should be ongoing rather than limited to initial deployment.
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Validation, measurement, and Continuous 
Improvement

The validation phase confirms that transformation objectives are being 
achieved and establishes ongoing processes for Continuous Improvement 
and optimisation. This is crucial for demonstrating return on investment 
and maintaining momentum for ongoing ITSM evolution.

Production deployment represents the ultimate test of ITSM 
transformation success. Regardless of how thorough planning and 
preparation have been, real users in actual work situations will provide 
feedback that reveals improvement opportunities and remaining issues. 
Organisations should expect and budget for post-deployment refinements 
based on real-world usage feedback. 
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This feedback is typically valuable and often identifies optimisation 
opportunities that weren't apparent during planning and testing phases. 
Feedback collection should be systematic and ongoing rather than ad-hoc 
or limited to initial deployment periods. Establishing formal mechanisms 
for capturing and responding to user feedback ensures the ITSM solution 
continues to evolve and improve over time.

Validation requires measuring actual results against the objectives 
established during vision building. This measurement demonstrates return 
on investment and provides data for ongoing optimisation efforts. Success 
measurement should address both quantitative metrics like resolution 
times and cost reductions and qualitative factors like user satisfaction and 
process effectiveness. Highlight and communicate successes to maintain 
momentum and stakeholder support for ongoing ITSM evolution.

We usually recommend 10-15% of the implementation budget for post 
implementation refinement.

Expert insight



Conclusion
The decision to transform your ITSM solution represents a critical strategic 
initiative that extends far beyond technology replacement. Successful 
ITSM transformation requires comprehensive consideration of people, 
processes, technology, and organisational culture to achieve meaningful 
business outcomes.

Organisations that approach ITSM transformation systematically, with 
clear vision and appropriate resources, position themselves for significant 
improvements in service delivery capability, operational efficiency, and 
customer satisfaction. The framework presented in this blueprint provides 
a proven approach for navigating the complexity of ITSM transformation 
while maximising the probability of success.

The journey from current state to desired future state requires 
commitment, resources, and persistence, but organisations that complete 
this transformation successfully often find that the benefits extend far 
beyond their initial expectations. Improved ITSM capabilities provide 
platforms for ongoing organisational improvement and competitive 
advantage that continue delivering value long after initial implementation 
completion.

Most importantly, ITSM transformation should be viewed as the beginning 
of ongoing organisational improvement rather than a one-time project. The 
capabilities, processes, and organisational maturity developed during 
transformation provide foundations for continued evolution and adaptation 
as business requirements and technology capabilities continue advancing.

Whether you choose to optimise existing capabilities, migrate to new 
platforms, or start fresh with comprehensive transformation, the principles 
and practices outlined in this blueprint will help ensure that your 
investment delivers lasting business value and positions your organisation 
for continued success in an increasingly digital and service-oriented 
business environment.
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We build Intelligent ITSM solutions for 
real-world challenges
Changing your ITSM solution is more than a technology shift—it’s a 
transformation that defines how your organisation delivers value. Whether you’re 
changing tool, optimising your existing solution, or starting afresh, our experts 
can help you build a clear, confident path forward.

Together, we’ll design an ITSM solution that’s smarter, faster, and aligned to your 
business goals.

Talk to our team today to transform your ITSM solution into an engine that drives 
measurable business impact.

Get in touch

Partnerships and accreditations
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Join more than half of the Fortune 500 
companies optimising their Atlassian 
technology with Adaptavist.

https://www.adaptavist.com/en-ua/solutions/itsm-and-esm

