
ving from a  browse focused approach 
and a  global search (results often not 
relevant to the respective business user), 
to focused searches, targeting the portal 
sections.

 ■ Usability and communication strategy, 
by reorganizing and renaming the portal 
elements/sections, using business re-
levant non-IT names/terms and removing 
unnecessary ones.

Typically, within such a portal, you would 
find: knowledge / information / FAQ / ar-
ticles, means to raise various IT or non-IT 
requests, service descriptions, contact op-
tions (phone, walk-in, chat, etc.) and support 
availability.

Geography and Languages
This organization has a very large footprint, 

with presence in over 90 countries; the top 5 
countries are: France (28% of the user base), 
US (14%), Germany (8%), China (8%), Brazil 
(4%); other countries of interest for this pro-
ject, Russia would represent 2%, and Poland 
1% of the user base. 

Our scope covered 70k of the 90k total us-
ers (internal and external), with 93% of them 
non-IT/business, and only 7% IT.

with the global IT services (e.g. Service Desk, 
infrastructure, etc.). Following the last sur-
vey, the end-user facing self-service portal 
received an overall score below the average, 
with comments such as: “difficult to use or lo-
cate information, we have to contact the Ser-
vice Desk or the on-site support teams”, “not 
easy to understand the categories used by IT 
and locate the requests we are searching for”, 

“not user friendly”.

The Project
The project consisted in re-engineering the 
existing portal, built on the same platform 
as the ITSM tool used enterprise-wide. The 
focus was on:

 ■ Empowering the business end-users/
shift-left, by reducing or eliminating re-
liance on other resources.

 ■ Accessibility and searchability, by mo-

For decades, many (IT) organizations have 
invested heavily in implementing ITIL/
ITSM (IT Service Management) processes 
and find it difficult (if not impossible) to 
adapt to Agile practices. The same may be 
said when you introduce Project Manage-
ment / PRINCE2. Considered by some as 
exclusive of each other, here is our exam-
ple of peaceful coexistence between these 
different practices.

Context
The project concerned a  multinational phar-
ma company, operating in over 90 countries, 
with a  complex business structure; the IT 
organization, equally as complex, relying on 
multiple vendors, with priorities not always 
aligned.

A  yearly IT survey targeting the business 
community gages the business satisfaction 
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Can ITSM, Waterfall and Agile practices 
coexist in the same organization?
Dragos Malihin
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ment to PROD for each sprint. This was dou-
bled by a Hypercare period for the entire pro-
ject, with emergency changes when required, 
with the old Portal being retired at the end of 
Phase 2 (see Fig. 5).

Change Control and Agile DEV
A  set of very strict regulations is applica-

ble in this specific industry (GxP); this trans-
lates into heavy Change Control regarding 
the ITSM environment and instances. At the 
time of this project, the company had no for-
malized Agile Development practices in place 
(e.g. Scrum).

When combining these constraints with 
Agile Development, the following story sta-
tuses were identified, defined, grouped and 
used throughout the project (see Tab. 1.)

Although this appears a  lot heavier than 
what can be typically found in Agile environ-
ments, this allowed us to have a permanent 
clear picture of: what has been achieved, 
how much/what can be achieved and what 
remained to be done.

Adopt and Adapt
Regarding several aspects of the project, 

the initial approach was adjusted to better 
overcome various challenges and constraints 
faced.

The previous portal was not well perceived 
by the business user (non-IT); we have pre-
ferred involving these stakeholders from the 
very early development stages, as soon as 
the first mock-up/prototype was available 
(sprint 2-3). Their feedback was a driver for 
the next stages and integrated throughout 
the entire development. This allowed us to 
benefit from the buzz effect and the business 
becoming one of our most important pro-
moters.

For translations, we initially envisaged us-
ing an external company, providing profes-
sional translations. As the project progressed, 
and the translation initiated, we found out 
that the translated content required adap-
tation to the company and regional culture. 
Also, we have integrated all feedbacks/cor-
rective requests received since the initial 
portal was launched. The translations were 
provided by internal employees, (IT in con-
juncture with the business). The new portal 
spoke to the business, it was adapted to their 
needs, not just translated.

We had forecasted using an UX designer, 
but we ended up blending UX elements with 
a much more consistent input from IT Com-
munication, thus ensuring the new Portal 

Fig. 3. Project / Team Structure from an ITIL4 
perspective

Business users from most relevant geogra-
phies were involved from the early phases 
of the project; this was done either directly 
(early testing and feedback) or through senior 
users (the Voice of the Customer team), in 
permanent, close contact with the business 
users.

The project benefited from the existence 
of structured environments: Development 
(DEV) / Pre-Production (Pre-Prod/UAT) / Pro-
duction (PROD).

Delivery
Operationally, the project and its delivera-
bles have been structured in sprints. For each 
sprint, a variable number of stories had been 
described, clarified, prioritized, validated, de-
veloped and tested. 10% of the total stories 
identified were either deferred (returned to 
the Demand Management register) or can-
celled (insufficient business value), 90% were 
implemented.

Phase 1 – Initial Requirements
The initial requirements were covered over 

10 sprints of 1 week each, with an initial de-
ployment to PROD following sprint 10, but 
with restricted usage to the IT public. This al-
lowed for extended testing in live conditions, 
with a much larger population than the initial 
testing in Pre-Prod/UAT.

This was followed by 2 additional sprints 
(of 1 week each), with deployment to PROD 
after each sprint and emergency changes 
when required for fixing major bugs/defects. 
The release to the business users was com-
pleted at the end of Sprint 12 (see Fig. 4).

During the entire project, the previous por-
tal was maintained as backup and benchmark.

Phase 2 – Additional Requirements
The additional requirements were covered 

in 2 sprints of 2 weeks each, with deploy-

Due to the extensive perimeter, the initial 
portal was covering 10 languages (EN, FR, DE, 
CZ, HU, IT, SP, PT, CN, JP); 2 additional lan-
guages (Russian and Polish) have been added 
in a second phase.

Approach
The project budget was already approved 

and could not be extended. Due to other pro-
jects/programs, internal reorganization and 
resource constraints, the project deadline 
had a  very narrow margin; from a  PRINCE2 
Agile perspective, this has rendered the cost 
and time fixed.

When the project mandate had been es-
tablished and approved, only high-level re-
quirements were visible. Once the detailed 
project scoping was initiated, priorities were 
defined and agreed, and the individual re-
quirements strictly monitored against these 
priorities and business value (not IT perceived 
value). This rendered the scope flexible, and 
the benefits/risks somewhat flexible.

As the project started gaining traction and 
delivering visible results, additional budget 
was secured from another program, and 
a second phase was added, with a separate 
scope.

Project / Team Structure
In green internal resources, blue external/

supplier(s).

Fig. 1. Project / Team Structure from a PRINCE2 
perspective

Fig. 2. Project / Team Structure from a Scrum/
Agile perspective
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Weaknesses
Various levels of knowledge across the dif-

ferent stakeholders and contributors involved. 
The initial lack of clarity on the requirements 
was turned into an opportunity as the project 
progressed. The very aggressive timeline was 
one of the main drivers for project delivery 
scheduling. The very large perimeter (lan-
guages, countries) required extensive coor-
dination across multiple stakeholders.

Opportunities
Introduce one of the first projects using Ag-

ile elements, both for development (Scrum) 
and PRINCE2 Agile. In turn, this allowed us 
to “choose our battles”, continuously chal-
lenging the perceived IT value vs achievable 
business value and deliver the aspects most 
relevant to the target audience. Fix existing 
elements on the previous portal and improve 
the business perception of a very visible area 
of IT services.

Threats
With high end-user visibility, the project 

was not just about the technical work, the 
communication component was crucial for 
its success. The existence of the above-men-
tioned processes/practices generated a  con-
siderable amount of paperwork. Conflicting 
IT priorities and other projects, either by 
partial overlaps or resource allocations.

Lessons learned
If the same project were to start today, we 
would: increase the Hypercare period from 
20% to 30% of the initial budget. Also, a Go-
Live after sprint 8 (rather than sprint 10), 
would have allowed us to identify and fix 
sooner some bugs.

Voice of the Customer (VOC) team mem-
bers, very close to the business users, were 
part of the extended project team, speak-
ing on behalf of the business users from the 
most representative geographies. Business 
acumen: between the VOC team and the 
business users involved from the early stag-
es, the project benefited from a comprehen-
sive view of the business requirements (not 
only the technical ones). Many of the ITIL 
Processes / Practices are in place and well 
established, with different levels of maturi-
ty. This allowed the project to benefit from 
a solid foundation.

was aligned with the visual chart, recently 
updated by the IT organization. Also, work-
ing in conjuncture with the project team and 
the translation resources, IT Communication 
ensured the end-user facing communication 
was consistent and aligned with all other in-
itiatives.

SWOT
Strengths

For all its faults, the existing portal was 
already in place and working, the ideal back-
up to insure no disruption the business. The 

Service Management Consultant and 
ITIL Trainer, cooperating with OMEC 
(www.omec.eu). Dragos has been part of 
the IT world for the past 17 years, out of 
which 10 in ITIL environments of all sizes. 
Over the past 5 years, he has been leverag-
ing his extensive international ITSM expe-
rience in combination with Agile practices 
(mostly PRINCE2 Agile and Scrum), helping 
businesses drive even more value from their 
IT and technology.

Dragos
Malihin

Fig 4. Phase 1 – Initial requirements. Based on the Axelos Ideation to retire diagram

Fig 5. Phase 2 – Additional requirements. Based on the Axelos Ideation to retire diagram

Tab 1. Story statuses throughout the project

Extended test (IT live)

10 x 1 week DEV
and translation

Deploy

Design

Develop

TestOperate

Retire

Ideation

Deploy

Design

Develop

TestOperate

Retire

Ideation

2 x 1 week

Live (business users)

Contingous debugging

2 x 2 week DEV
and translation

Deploy

Design

Develop

TestOperate

Retire

Ideation

Deploy

Business value BAU

Retire old Portal

Hypercare

Clarification DEV Testing Done

Draft

Design

To be 
approved

Redy for DEV

Work in 
progress

Awaiting info

To be pushed 
to UAT

Redy for UAT

Testing failed

Ready for 
PROD

To be pushed 
to PROD

Closed

Deferred

Cancelled
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