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Executive Introduction
EMA research consistently tracks IT service management (ITSM) as a hub of digital transformation and change. 
What’s new are the ways artificial intelligence (AI), automation, and analytics are redefining ITSM’s role in 
business innovation, services, and organizational reinvention. Although potentially game-changing, these 
advances are not challenge-free. Technological complexity, functional understanding, resource allocation, and 
simple resistance to change all exert a drag on adoption.

Part of the challenge comes from confusion around the technologies themselves, since vendors and practitioners 
often use terminology at will for very different functions.

Automation: Service organizations look for ways to exploit the value of AI bots, virtual agents, and a range of 
analytics-driven automation within the context of existing investments in ITSM platforms, systems, workflows, IT 
processes, and automations already in place.

AI and analytics: The broad scope of AI crosses topics such as virtual agent bot-like automation, AIOps, machine 
learning (ML), predictive advice, and big data lakes. Without a clear understanding and adoption path, ITSM teams 
are often to reluctant to trust and maximize the potential of AI.

EMA designed this research, “Automation, AI, and Analytics: Reinventing ITSM,” to investigate the relationships 
between the near-universal business demands of digital transformation and the wealth of enabling technologies as 
they converge on the widening discipline of ITSM. Starting with the service desk as a central point of departure, the 
research took a use-case look at the state of AI and predictive analytics advances applied to incident and request 
service, problem resolution, support automation, and broader levels of enterprise service management (ESM).

The goal of the research was to provide a practical basis for providers and parties interested in ITSM to define 
and promote investments in automation, AI, and analytics. The lens EMA used sought to understand the appetite, 
adoption, maturity, and near-term plans for these technologies and their transformational potential.

400 global respondents (64% VP through C-level) active in ITSM explored such areas as:
 � Digital transformation and other sea changes increasingly blur the line between IT and the business, so ITSM 

has to change. What does that change look like? How much of it is evolutionary or organic, and how much is 
truly transformational? 

 � How is ITSM changing to stay relevant and effective in a dynamic business environment? What are the primary 
technical and organizational requirements? Are resources tending to increase centralization/federation, or are 
they being decentralized/dispersed across the enterprise? Is there a shift in the skillset needed to serve a more 
diverse audience that spans IT and business demands?

 � What role does ESM play in the adoption of automation and AI, or are those technologies paving the way 
for extended services? How pervasive is ESM today? Is it an extension of ITIL processes, a set of customized 
enterprise workflows, or a common-sense mix? Is it a new enterprise play, or is it an evolutionary adaptation 
with a newly recognized market value?

 � The confluence of AI and analytics with automation capabilities has made certain types and levels of service 
possible in ways that were not previously possible. What are the primary use cases, drivers, obstacles, and 
actual benefits achieved?

 � What is the level of understanding about the different types of AI and analytics? What is the current and 
desired state of applying AI/analytics to automation? What are the adoption patterns, organizational impacts, 
ownerships, best practices, success rates, and impacts on ITSM? Who owns the budget, headcount, and 
processes? How is that changing?
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High-level AI/analytics and automation findings

Some of the research findings on AI/analytics and automation include:
 � 62% of respondents indicated that they were moving toward an enhanced level of ITIL adoption. Enhanced 

levels of ITIL adoption strongly correlated with success in AI/analytics and automation adoptions, as well as 
more advanced use of AI bots and virtual agents.

 � IT productivity, cost savings, and increased end-user/customer satisfaction dominate the list of actual benefits 
achieved from deploying ITSM-related technologies. They show a strong presence in benefits achieved from AI/
analytics and automation. 

 � Cost savings and OpEx efficiencies across and beyond IT dominated as leading drivers for AI/analytics and 
automation initiatives. Interestingly, the benefits actually derived from deployment mapped fairly closely to the 
initial drivers.

 � Shared AIOps, incident response analytics, and governance-related 
analytics led for top priorities in critical AI/analytics deployments.

 � The synergies between more advanced levels of automation and 
more progressive levels of AI/analytics adoption are striking. For 
instance, those already automating complex processes, or actively 
expanding automation across the entire IT infrastructure, were:
• More likely to have more investments in AI/analytics

• Achieve more benefits from AI/analytics deployments

• Show more points of integration for their AI/analytics investments

• Be more likely to have AI/analytics drive their automation

 � While the list of obstacles in AI/analytics and automation varies in 
terms of specifics, the obstacles are overall consistent in a balance 
of technology-specific issues (e.g., lack of integration with current 
tools), resource issues (e.g., cost budgeting issues), cultural/political and process issues (e.g., resistance to 
change) and training or skillset issues (e.g., lack of effective skillsets).

 � At 32%, exclusive virtual agent deployment led exclusive use of AI bots (24%), but 28% were using both. Only 8% 
had deployed neither type (or didn’t know).

 � Integrated operations and self-service capabilities were the top two primary use cases for AI/analytics and 
automation.

 � The data showed a very strong correlation between success rates in AI/analytics with those in automation.

 � The Internet of Things (IoT) is slowly rising in importance year over year in EMA research. 21% of respondents 
with active automation deployments listed IoT as one of their top four automation priorities.

Cost savings and OpEx 
efficiencies across and beyond 
IT dominated as leading drivers 
for AI/analytics and automation 
initiatives. Interestingly, the 
benefits actually derived from 
deployment mapped fairly closely 
to the initial drivers.
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High-level ESM findings

 � 87% have some level of ESM deployment. Only 4% have no plans.

 � Advanced levels of automation favor more mature levels of ESM adoption.

 � Training, data center utilities/power (which could also rank under IoT), and human resources narrowly led a field of 
diverse ESM initiatives.

 � Regardless of company size, most organizations reported ITSM support of more than 4 ESM areas.

 � The top two drivers of ESM are employee/customer satisfaction and digital transformation. 

 � The executive suite leads the drive to ITSM, followed by the ITSM team.

 � ITSM most often serves as a ticket/request platform for ESM, with 
the functional areas doing the fulfillment. User self-service portals 
are a regular feature of ESM initiatives served by ITSM.

 � Service metrics are kept separately for IT and ESM matters.

 � Cost and unexpected customizations were the top obstacles to ESM.

 � Increased ITSM budget and improved customer/employee 
satisfaction led as the top measurable impacts from ESM initiatives.

 � 38% of the respondents saw the impact of ESM on IT’s relationship to the business as “transformational.” A scant 1% 
saw it as negative.

 � The top recommendations for ESM going forward are to be prepared for changes in how your IT team works, and 
evaluate technologies based on an organization’s unique needs and environments.

 � ESM is mainstream, growing, and a vibrant market reality and opportunity.

High-level ITSM findings

 � Many ITSM teams are reinventing themselves through a progressive adoption of AI/analytics and automation 
technologies, as well as innovative uses of their ITSM platforms, such as ESM services. The results are overall strongly 
positive outcomes.

 � The ITSM team is increasingly made of stakeholders well beyond the service desk, which in turn contributes to the 
marked trend of ITSM’s perceived alignment with business goals and processes.

 � Fifty-five percent of respondents viewed ITSM as substantially growing in importance, 31% viewed ITSM as somewhat 
growing in importance, and 12% viewed it as staying the same. Only 2% saw ITSM as declining in importance.

 � Putting budget behind opinion, most organizations report ITSM budget increases between 10% and as much as 75%, 
with the majority between 10% and 50%. Only a handful reported a decrease and 10% staying the same.

 � ITSM is a vital organizational force that is transforming through adaptive reinvention.

Regardless of company size, 
most organizations reported ITSM 
support of more than 4 ESM areas.
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Demographics and Organization
EMA asked approximately 80 questions of 400 respondents in January 2019.

Organization

 � 68% of ITSM budgets increased by 10% or more this year. Only 12% decreased or stayed the same. 

 � When asked which group has primary responsibility for overseeing/coordinating ITSM-related capabilities, 
36% named the IT executive suite, followed by 30% who named IT operations. Note: this is a move toward the 
executive suite, trending against EMA research in previous years.

 � Asked which was the most senior managerial level for ITSM, the CIO was 32%, director 27%, manager 22%, and 
VP 18%. CIO leadership increases with company size: small 25%, medium 30%, large 44%.

AI/AIOps and Analytics
The term “artificial intelligence,” or AI, used aggressively across the IT industry is a source of confusion because 
it can mean many different things to many different people. According to a non-industry-specific source,  the 
definition of AI is “an area of computer science that deals with giving machines the ability to seem like they 
have human intelligence: the power of a machine to copy intelligent human behavior.” Needless to say, this 
definition leaves a great deal of mystery on the table in terms of how this is done. Moreover, it suggests a level of 
advancement that, strictly speaking, remains well beyond most IT technologies today. 

In response to EMA’s question, “When you think of AI, what comes to mind?” the top ten answers were the following:

1. Machine learning

2. Big data

3. AI bots

4. Integrated automation

5. Virtual agents

6. Analytics specific to 
business performance

7. Predictive analytics

The breakdown of 
respondent title was

There was a balanced mix of company 
sizes, as defined by number of employees

Respondent count by geography

 204 North America 
 93 Europe (England, Germany, France) 

 93 Asia-Pacific (China, India, Australia)

 32% large enterprise (more than 10,000 employees)

 34% mid-tier (2,500-10,000 employees) 

 34% small (500-2,500 employees)

 30% C-level (CEO, CFO, CIO, CISO, Chief Data Officer)

 34% IT VP, director, or manager 

 34% IT staff
 34% non-IT (but each had to qualify as ITSM stakeholders to participate)

Geography    

Company size

These priorities reflect the ongoing struggle to connect the dots between the often-exalted vision of artificial 
intelligence and the reality behind the list of technologies that are furthering advanced IT analytics today. However, it’s 
safe to say that machine learning, the top choice on this list, is becoming ever more present, valuable, and rewarding.

8. AIOps

9. Behavioral analytics

10. Asset and cost 
optimization analytics
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1. Big data 

2. Analytics specific to business performance 

3. Shared AIOps with operations 

4. Asset and cost optimization analytics 

5. Workload management or batch analytics 

6. Governance-related analytics 

7. Virtual agents 

8. Intelligent automation 

9. AI bots 

Looking at Actual Deployments for AI and Analytics

When EMA asked about what was actually being deployed in the way of AI and analytics,  
respondents gave the following results:

More advanced levels of adoption, 
indicated by respondents citing more 
than five analytics options deployed, 
also correlated with:

 � Viewing ITSM as substantially growing in importance

 � Broader support for advanced service management processes

 � Adoption of more advanced levels of automation, including IoT

 � More progressive ESM initiatives

 � Greater likelihood of success in AI/analytics deployments

Figure 5
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When EMA asked about top priorities in terms of AI/analytics, the sequence was different from the more general 
list of what was deployed, as shown in Figure 1. 

Figure 1: Shared AIOps, incident response analytics, and governance-related analytics led for top priorities in critical AI/analytics deployments.
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Automation 
The handshake between automation and AI/analytics was a critical focus for this research, which revealed 
a surprising level of commonality between the two areas. The fact that automation and AI/analytics are 
complementary is, of course, extremely logical: one provides insight, while the other delivers action. However, 
logic doesn’t always prevail, so it was gratifying in this case to see such consistency in reviewing the two areas.

Figure 2 helps frame the level of automation in play among this survey’s respondents. It presents a balanced 
picture ranging from initial planning stages to broad use throughout the entire IT infrastructure. Significantly, only 
four percent of respondents had no plans for automation.

Figure 2: Respondents reflected a balanced progression between the top two most advanced levels of automation at 26%. The next group 
reflects early levels of implementation at 41%, and the planning stage at 30%. Only 4% showed no plans for automation whatsoever.

The synergies between more advanced levels of automation and more progressive levels of AI/analytics 
adoption are striking. For instance, those already automating complex processes, or actively expanding 
automation across the entire IT infrastructure, were:

 � More likely to have more investments in AI/analytics

 � Achieving more benefits from AI/analytics deployments

 � Showing more points of integration for their AI/analytics investments

 � More likely to have AI/analytics drive their automation

Slide 1© 2019 Enterprise Management Associates, Inc.
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Figure 7
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There were also strong synergies with progressive ESM, including showing more areas/use cases for ESM deployment, 
realizing more measurable impacts from ESM, and being more likely to view their ESM initiatives as “transformational.”

When EMA asked respondents about their most critical automation priorities, the top ten were:

This list reflects a need for diversity in function, combined with versatility in use cases. IT process automation 
is a versatile approach that supports multiple use cases, so it’s no surprise that it came in first—so is workflow 
automation combined with social IT. However, every other item on the list is use case-specific, with IoT showing a 
rising priority compared to past EMA research. 

The research added some additional insights into levels of automation advancement from two perspectives: 
the combination of automation, AI, and analytics to enable actions, and the degree to which that combination is 
trusted to take action.

First, in terms of understanding priorities directed at combining automation with AI/analytics, respondents 
indicated the following:

 � Extremely high priority (38%)

 � High priority (46%)

 � Second-tier priority (13%)

 � Not a priority (only 2%)

Taking the next step, when asked about allowing automated actions to be driven directly from AI/analytics 
insights, respondents skewed toward more progressive levels of automation adoption.

 � High: Most of the possible automated actions are enabled with options of human override (48%)

 � Medium: Most automated actions are enabled only through human oversight (48%)

 � Low: We don’t allow automated actions except for proven routines, such as batch processing: (5%)

When asked about their most valuable achieved benefits, the top priorities in the respondent list paralleled 
benefits achieved in AI/analytics adoptions. The top ten were:

1. IT process automation/runbook

2. Automation in support of IoT

3. Workflow automation combined with social IT

4. Incident resolution

5. Alert-driven notification

6. Cross-IT change management

7. Service request management

8. SecOps/security-related automation

9. Enterprise service management (ESM)

10. Configuration management and infrastructure provisioning

1. Cost savings across IT

2. Improved IT operational efficiencies

3. Improved end-user/customer satisfaction

4. Improved quality of delivered services

5. Reduced unplanned IT work time

6. Faster incident and problem resolution

7. More efficient release management 

8. Faster and more accurate change management

9. Improved business outcomes for IT services

10. Improved revenue due to reduced downtime
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Virtual Agents and AI Bots  
Understanding ITSM priorities for virtual agents and AI bots presents something of a semantic challenge, as 
indicated by Figure 3, in which 7% of respondents fully equated the two. Indeed, an AI bot could serve as a virtual 
agent when the agent is AI-driven, or at least empowered by machine learning. In order to provide a framework 
for looking at the research data, EMA recommends the following high-level definitions:

Virtual agents – are most often directly used to enable routine tasks that service desk agents perform, while 
interacting in text and/or speech with end-user consumers seeking services.

AI bots – is a technically descriptive term for automation-driven bots to perform routine and sometimes non-
routine tasks by leveraging machine learning. Through machine learning, these bots are able to adapt to unique 
environmental specifics. AI bots can be deployed in support of many different use cases across all of IT, as well 
as within the enterprise.

Figure 3: Exclusive virtual agent deployment at 32% led exclusive AI bots at 24%, but 28% were using both. 
Only 8% had neither type deployed, or didn’t know.

Figure 8
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When asked about how AI bots were being used by ITSM teams in particular, Figure 4 underscores both flexibility 
and breadth.

Figure 4: Customer service led for AI bot deployment, followed by a three-way tie with security/ compliance, 
managing change, and availability and performance management, all at 32%.

Figure 9
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Success Factors 
One of the goals of this research was to understand whether ITSM was overall in growth mode, or in decline. 
The data, as shown in Figure 5, clearly favors the former.

Figure 5: Overall, respondents were strongly positive about the future of ITSM.

This positive outlook correlated well with success in AI/analytics and automation adoptions. EMA found a strong 
correlation between success rates in AI/analytics and automation. In order to explore this close correlation, EMA 
examined the responses of those who were “extremely successful” in both AI/analytics and automation. 
As a group, these respondents were more likely to:

 � Show ITSM budget growth above 50%

 � Have executive oversight with CIO-level involvement

 � Support more service management processes and 
more strategic initiatives

 � Have more ITSM-related technologies deployed

 � Be more advanced in their level of automation

 � Show more benefits from their  
AI/analytics adoptions

 � Be more diverse in their use of AI bots

 � Be more progressed in their ESM deployments

This commonality suggests that ITSM is evolving cohesively as a whole, rather than in a piecemeal fashion, toward a 
more analytic/automated future. In fact, many ITSM teams are indeed reinventing themselves through progressive 
adoption of AI/analytics and automation technologies, with overall strongly positive outcomes.

How do you view the future of ITSM in your organization over the next three years? 
"I see ITSM as…"

Figure 11
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Enterprise Service Management (ESM)
ESM is mainstream. Whether thriving in longstanding, mature implementations or taking its enterprise place in new 
deployments, ESM is everywhere…except for the 5% who responded that they have no plans for ESM. When asked, “How 
long have ESM or business process workflows been deployed from your ITSM platform or team?” the responses were:

 MATURE 46% We have been fully deployed for more than one year

 NEW 41%  ESM is relatively new to our ITSM team (in deployment now or less than a year)

 PLAN 8% We are not currently doing ESM, but plan to in the near future

 NONE 5% We have no plans for ESM

In analyzing the data from numerous angles, it became apparent that the only two groups worth reporting were the mature 
ESM implementations and the new ESM deployments. The other two groups were a small sample with unremarkable 
findings. The mature and new ESM groups were a study in contrast. 

Throughout all aspects of this survey, there was a consistent and significant difference between those who report being in 
deployment for more than one year (mature) and those reporting that it is relatively new (new) on almost every question asked. 

ESM areas served from ITSM

The question, “Which of the following areas does your company’s ITSM team currently support or have plans for in terms 
of ESM?” yielded no clear winners, though training, data center utilities/power, and human resources did narrowly lead 
the crowded pack. The areas selected differed in predictable ways by industry. For example, manufacturing chose sales/
manufacturing at 44% (vs. 27% average), 33% were physical security, 54% were supply chain, and 44% were procurement. 
Geography made no discernible difference and company size mattered only in the number of areas supported. Figure 16
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Figure 6 : ESM covers a broad and growing range of non-IT functions.
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Measurable benefits and the impact of ESM

There are many common-sense benefits that accompany effective ESM initiatives, but EMA asked respondents 
to identify the impacts that are measurable. Increased budget for ITSM led the list, followed closely by improved 
customer satisfaction (CSAT) and improved employee satisfaction (ESAT) in a near third place.

The next tier of measurable benefits included, in order: improved SLAs and reduced downtime for enterprise 
services, improved customer loyalty scores (net promoter scores), and increased headcount for ITSM.

One of the most compelling benefits of ESM is its potential to impact the organization across functions. When 
EMA asked, “To date, what has the impact of supporting ESM been on ITSM and IT in terms of IT’s relationship to 
the business?” the response was overwhelmingly positive.

 � One-third viewed ESM’s impact as “transformational,” with 52% of IT executives making this choice

 � The next-largest impact bracket was “significant,” followed by “meaningful”

 � Only a handful saw no impact, with just under 1% experiencing a negative effect

The long-heralded IT/business alignment appears to be thriving in the ITSM/ESM partnership.

ESM enablers

When asked, “How is your ITSM team facilitating ESM?” respondents chose fairly evenly from a palette of options.

 � Many use their ITSM platform to process tickets and requests, but have the functional areas respond to the items 
and fulfill the requests. 

 � It is common for SLAs to be kept for each workflow, housed in ITSM but reported and audited separately from 
each other and from IT SLAs.

 � Not surprisingly, user self-service through a portal was a highly rated ESM enabler.

 � One-quarter of the organizations provide ITSM support to ESM functions on a chargeback basis.

 � 23% report leveraging their ITSM solution provider (vendor) outside of IT. 

The strongest single point of facilitation in the ITSM/ESM picture is communication between the ITSM team and enterprise 
stakeholders. Whether on a regular basis or at timed annual exchanges, this communication was highly ranked.
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Conclusion
Although the research title led with “Automation, AI, and Analytics,” the reinvention of ITSM was its primary 
driving inquiry. Years of EMA research proves ITSM to be a hub of innovation and that it is in no danger of 
disappearing. In this research, EMA wanted to explore the ways in which automation and AI/analytics capabilities 
are shaping the new ITSM.

In order to understand the interrelationships between these technologies and the reinvented roles of ITSM, 
EMA looked at use cases, drivers, benefits, and results—measurable metrics and business impact—as well as the 
organizational dynamics that form the context of both new and established practices.

In order to vet the respondent pool, EMA detailed minimum requirements around automation and AI/analytics 
adoption as well as clearly defined investments in ITSM. This requirement fielded respondents from organizations 
that are predictably more advanced than average, some much more so than others. That being said, the results were 
clear enough to show that the findings are representative of the state of ITSM as shaped by technology and time.

ITSM is a clear winner in this time of digital transformation. Automation, AI, and analytics are increasingly 
employed to cross functional silos with workflows and intelligence that improve cost and operational efficiencies 
within and beyond IT. The more boundaries are crossed, the more critical the need for a centralized point 
of contact and control becomes. That point is ITSM. The more boundaries that are crossed, the higher in the 
organization oversight must reside. That place is most often the CIO, with other members of the executive suite 
being very interested stakeholders.

Although the ITSM team plays a key role in the use of automation, AI, and analytics, those technologies command 
a much broader audience and budget participation than the traditional help desk. In fact, ITSM stakeholders 
beyond the service desk are some of the most proactive and technology-aware contributors to the high levels of 
service demanded by, and provided to, today’s organizations.

ESM and IoT alike exploit ITSM technologies and advances in automation, AI, and analytics to redefine ITSM itself. 
All indications are that this process will be an ongoing work of continual reinvention and improvement. Success 
breeds expansion, and expansion breeds success. Organizations that successfully employ automation reap 
immediate benefits that provoke an appetite for more applications of automation. Use breeds trust in the results 
and trust breeds use…and so the cycle goes.

ITSM sits smack in the middle of this cycle of innovation. Respondents overwhelmingly view the importance of 
ITSM as expanding, with budgets and headcounts keeping pace. ESM as well as services that directly benefit the 
business are viewed as transformational to the ITSM and IT relationship with the business. Everyone wins. As the 
benefits mount, so does the appetite for automation and AI-enabled services in both existing and new frontiers of 
service. Meeting this growing demand, the ITSM organism —platform, processes, technologies, organization, and 
team—will need to remain proactively flexible in a state of constant reinvention.
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Symphony SummitAI Case Study: 
A Revolution in AI-Powered ITSM 

Executive Summary
EMA recently spoke with the VP Digital Enterprise-as-a-Service at a multibillion dollar global leader in 
its field. As our conversation illustrated, this company is also an innovator in the radical transformation 
that an enterprise can make when it activates the right combination of vision, leadership backing, 
technology, process, and sheer will to succeed. The occasion of our meeting was the company’s 
selection of the SummitAI Suite as its platform for global service/asset management and IT operations. 
The substance of our conversation was an inside look at a bold one-year journey to one single, global 
process for service management. 

In the beginning
This multi-billion dollar, global manufacturer of consumer lifestyle innovations had grown over the years 
with close to twenty acquisitions. Each company brought different systems and processes,  ranging 
anywhere from “somewhat” to “vastly” different. The VP we spoke with set the stage, saying:

“Process and business complexity were bloating and slowing the company’s ability to meet business 
growth goals. There were more than 200 incident categories. SLAs were all over the map. The company 
was faced with using an outdated service desk tool to try to corral 10 different change management 
processes, three release processes, and 10 different Excel data collection processes to get to an asset 
position, as well as an array of approaches to handling the management of incidents, problem, change, 
and release processes.

End-user service to roughly 35,000 clients was subpar. Reacting to users and corporate objectives, 
we set out not only to have one ITSM tool and process for service management, but to focus on 
user productivity and end-user delight. We chose SummitAI early on. One of the companies we had 
acquired had been using it successfully for years. Because of our experience with the tool and the fact 
that it came very highly recommended, we skipped an extensive, formal evaluation. “

The unmovable goal: one global process 
“Yes, we decided early on to bring in SummitAI, but fixing this situation was going to take a lot more than 
any tool. First, you have to clean up shop. Any tool you bring in is going to be useless until you do that.

In our case, we set out, not only to streamline processes and dashboards but to establish and execute 
one global process for all service management categories across 34,500 global end users and 400 
analysts in 200 locations. This process simplification was very, very challenging. It required a huge 
amount of change management. 

For instance, the Infrastructure SLA for C1 tickets was a four hour MTTR. Meanwhile, the application 
group’s SLA for that same ticket could be 12 hours MTTR. How can you run a company like that? When 
there is a problem with a critical system like SAP and half the organization is driven to resolve it in four 
hours and the other half is fine with twelve hours? A lot of work had to be done to streamline SLAs for 
applications and infrastructure. Everyone had to be working toward common goals and standards.

I was empowered to do this. I had successfully done it before in other major corporations. I knew the 
most important areas I could drive to simplify change and CMDB, reporting, and service catalogues. I 
was extremely relentless—the goal was one global process.” 
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Requirements and vision 
“Every business unit or organization had their own requirements. Did I listen? Yes. Did it matter? In the 
end, no, it didn’t because we were all driving to that single vision of one global process. I used to half 
joke, ‘The only requirement that matters is mine.’ It wasn’t exactly a dictatorship, but there was no room 
for compromising the vision and goal. Differentiation and individual requirements could certainly be in 
place, as long as they fed and supported that single global process. 

To do this, I had the full backing of the CEO and CIO. I was brought in to do exactly this and I knew how 
to do it. My team had full access to the leadership, and we knew for sure that the implementation would 
be supported. We had very strong executive backing. 

Making changes in IT was pretty straightforward—we owned the territory—so we mandated actions 
that had to take place. And they happened. In other organizations outside of IT, I had to simultaneously 
draw on that strong executive support and expand my personal influence. There was growing trust and 
confidence both inside and outside of IT. 

We were all moving in the same direction: one vision, one global process. At this point, intent was far 
more important than requirements. One global process mattered much more than specific requirements. 
We pulled together one document with the benefits and requirements all in one place. And we set up 
a team. I had the head of Operations running implementation. We had a designated project manager 
who had a lead person for each major area: CMDB/asset, incident/problem/change, and reporting/
dashboards. 

From their side, the CEO and CTO of Symphony Summit AI assigned very strong resources to our 
implementation. They were committed to our success and prepared to quickly address any gaps in the 
user experience. We were driving to a high level of adoption in a very aggressive timeframe.”

Implementation
“From the start of the program in Q3 2017 to the live first version of full implementation on February 
7, 2018, was seven months—seven months from vision to one service management process. And 
no, it wasn’t easy. But it was pretty straightforward: goal-driven hard work. We had four independent 
work streams running in parallel: 1.) toolchain, 2.) processes, 3.) adoption and communication, and 4.) 
training. The pace of change? Well, their hair was on fire, but we stayed on track.

We had very few naysayers in IT. That’s because we clearly recognized our need to change. There was 
a very negative impression of IT. I know there was because we did more than 300 interviews and the 
feedback was clear: ‘This needs to change.’ 

A common complaint was the disconnect between IT and business. A user would say, ‘I’ll raise an issue. 
You think you solved it, so you close the ticket. But it’s not solved. Good for you. You met your SLA, but 
I still have the problem.’

When I first came in, IT had a reported a first-time-right rate of 98%. Based on what I was hearing, I 
knew that couldn’t be right. That has completely changed. We brought the number of SLAs down from 
100 to four, including app services, infrastructure, and service requests. We made our reporting more 
realistic and improved service in all ways. We’re continuously improving. A sign of those improvements 
is that our first-time-right rate is currently 58% and the satisfaction level is at the highest level to date.”

Adoption
“A second big challenge was the overall communication around adoption. As we were replacing 
processes and tools, we had to clearly and consistently communicate those changes to the end 
users—and the reasons why. 

We did a site-by-site show and tell to drive adoption. It was that important. One of the things that really 
helped drive adoption was the fact that SummitAI is a very intuitive platform.” 
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To demonstrate that fact, this executive gave EMA an ad hoc demonstration of the SummitAI suite. 
Offering a selection of options, such as “I have a problem,” “I need to order something,” “I have a 
question,” and “What’s happening with my issue?” the screen was clean and visually appealing as well 
as intuitive to navigate.

Early results
Roughly one year into the service management process simplification drive, the company has achieved 
its goal of one global process. Built on the SummitAI platform, the solutions are internally to reflect the 
company’s brand and culture. Seven releases into its agile process to implementation, it boasts the 
following achievements to date:

• 34,500 global end users, at 200 locations in 30+ countries, supported by 400+ analysts working in 
a follow-the-sun array of three service desks

• Incident handling has been streamlined from 200+ incident categories to zero with the new 
approach, 90 workgroups to 60, and 100 SLA categories to four

• 10 ITSM tools consolidated to one
• SSO and mobile are enabled
• Nine service catalogues offer improved self-service, service automation, a smart user guide, and 

email-to-ticket capabilities
• Change/CMDB went from three change processes to one and 10+ Excel data collections to one 

CMDB
• 30+ just-in-time interactive reports and dashboards 
• There is one global process for service management that encompasses incident management, 

knowledge management, service request, asset lifecycle management, automation, service 
catalogue and policies, SLA management, reporting and dashboards, process management, 
change and release, problem management, self-service, and CI/CMDB

• The company estimates cost avoidance and savings in excess of $1.5 million annually 
As impressive as these results are (and they are impressive), they are dwarfed in comparison to the 
enterprise agility and innovation that are possible now that the entire company has unified processes 
and standards of execution. 

Next step: automation 
Not surprisingly, this innovator and his team aren’t taking much time to pause in admiring their 
achievements. Their accomplishments are simply important milestones on a larger journey to the 
efficiencies and capabilities of largescale automation.

An early but important step on that journey is the soft launch of SummitAI’s intelligent digital agent, 
dubbed CINDE (the femininely monikered acronym for Conversational Interface and Decisioning 
Engine). CINDE’s objective is to interact with end users in natural language while applying AI to 
understand the problem, auto-resolve the ticket, and intelligently route any remaining issues to the right 
analyst or agent.

The company took a soft-launch approach making CINDE available to all 34,500 end users without 
actively promoting its use. This approach let end users start getting used to it, while IT and Symphony 
SummitAI worked to extend the number of use cases and the degree of automation enabled. The focus 
on use cases that work well from initiation through auto-resolution includes services such as password 
reset, employee onboarding, and wireless access.

For example, before CINDE, users requesting Wi-Fi access for guests had to wait 2-3 hours for a ticket 
to get assigned to an agent before being resolved. It was not uncommon for guests in short-duration 
meetings to have already left the premises before their request was handled. After CINDE, any host 
requesting Wi-Fi access for a guest can now predictably expect to receive it in less than two minutes.
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Our host said, ”We have very aggressive goals going forward. We want CINDE to cover many, many 
more use cases like a completely automated service catalogue. And we want a voice-enabled CINDE 
to hold natural language conversations with users just like they would with a human agent, only more 
efficiently.

In my own shop, I am counting on the future of automation to be at least 90%. I have a huge volume 
of things that can break: 32,000 PCs, 1,661 database instances, 121,000 hardware endpoints…I want 
automation to be extremely effective at self-healing and limit the blast radius if something does go 
wrong. In the meantime, we are constantly working on site reliability by engineering to improve the 
backend.

AI is new to everyone except for AI scientists and engineers, so there is a lot of learning involved. I 
envision a time when SummitAI and CINDE will be the single face to the customer. CINDE will be the 
point of contact with self-healing going on behind the scenes and self-service on the frontend.”

Closing thoughts
Symphony Summit AI’s vision of automation captures the art of the possible with a suite of enabling 
tools that work now and for the future, but that is only one critical part of the equation. It takes tools, 
processes, people, and technology to successfully undertake this transformation process. As our 
success illustrates, not only does it take radical and focused commitment to achieve radical results, but 
radical results are in fact achievable.

Concluding his interview with EMA, our host stressed, “All parts matter, starting with a clear vision. The 
reality was that I provided the vision and the push…but it was really the combination of our first-rate 
team and fantastic collaboration with Summit that did the miracles.” 

SummitAI

The SummitAI Management Suite is a modular, cloud-based ITIL 2011-certified solution that 
unifies ITSM, IT asset management, and IT operations management in one integrated platform. 
SummitAI uses predictive analytics, machine/deep learning, natural language processing 
(NLP), and speech recognition, as well as gamification and real-time dashboards that feature 
key business metrics. 

Using natural language, business and IT users can interact with SummitAI’s digital agent 
CINDE (Conversational Insights and Decisioning Engine). CINDE returns personalized 
responses that address the intent of the requestor in the context of the incident, service 
request, or query. CINDE uses machine learning techniques to intelligently determine the best 
course of action, and automatically resolve a wide range of issues.   

Codeless configuration options greatly reduce the need for customization and professional 
services. The result is fast implementation and time to value.
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