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Documentation is essential in IT. Regulatory re-
quirements alone necessitate to some extent 
the documentation of IT. In addition, compa-
nies are increasingly recognising the strategic 
and operational benefits of this approach. But 
how is documentation traditionally done – why 
is the expenditure so high and the benefits rela-
tively low? To explain all this, one only has to 
look at how and when documentation is usually 
created:

�� Documentation is created spontaneously 
and is a reaction to new and ever-changing 
individual requirements.

�� Documentation is at best an addendum to 
IT processes and IT operation, rather than 
an integral, conceptually well-thought-out 
component. It is often regarded as 
downstream, unimportant "residual or 
punitive work" and is usually carried out by 
the wrong people (new personnel/begin-
ners) ("documentation as training").

ITIM (IT Information Management) is a departure from familiar IT docu-
mentation and traditional document management. Such a paradigm 
shift begs the question: Will it be worth it in the short term, or at least 
the long term, or will it simply create more expenditure? Is there a posi-
tive business case?

As we all know, in a business case analysis, a specific scenario is exa-
mined with regard to the profitability of an investment. The analysis ser-
ves to present and weigh up the projected financial and strategic impact 
of the investment. The ITIM business case examined below is based on 
the following courses of action:

�� Scenario 1: Continue as before to maintain the status quo. Experien-
ce has shown that this involves document management with a low 
success rate and high associated expenditure.

�� Scenario 2: Introduce IT information management.

Business cases are often calculated over long periods of time and based 
on extensive assumptions. In addition to the direct financial impact, 
strategic consequences are often also considered and transferred to fi-
nancial implications. At this point, however, we want to concentrate 
exclusively on the direct financial impact. Strategic improvements and 
long-term cost optimisations need only be mentioned here, and their 
impact will not be factored into the calculation at this point.

Status Quo: High Expenditure 
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Can this expenditure be measured? How high 
is it and what does a typical model look like? 
Experience shows that there is no typical mo-
del. It ranges from "individual IT experts in the 
team carrying out documentation, while the 
others contribute" to "everyone documenting 
along the way". It is difficult to quantify the 
overall expenditure involved. Evaluations of 
time records indicate figures in the double-di-
git range in part, however it should also be as-
sumed that time expenditure, which is not cle-
arly attributable, is also reserved for 
documentation to some extent. Experience 
shows that the actual documentation work of 
almost all IT departments ranges from 4% to 
8% of the total time expenditure of IT experts.

If improvements are to be made here, there is 
the question of cost drivers and causes. One of 
the main factors is the ineffective and ineffi-
cient approach:

�� No requirements management. Documents 
are created for individual purposes in an 
uncoordinated manner.

�� Requirements that are to some extent 
difficult for the IT expert to understand. 
These are met to all intents and purposes, 
but the time put in by the IT expert increa-
ses dramatically in line with the growing 
complexity of the formal criteria.

�� No overarching concept, problems are 
shifted to individual IT experts. 

�� IT experts are not usually editors, but 
editorial work is expected. There is no 
support/guidance when it comes to con-
ceptual and editorial questions.

The issue of the quality of the results of traditi-
onal documentation should not be included in 
the financial business case analysis. It is worth 
making just one point here: Quality is often 
found to be lacking. The reasons for this are to 
a large extent also due to the causes of the in-
effectiveness and inefficiency described above. 

Business Case Analysis
As shown above, the overall expenditure invol-
ved in traditional documentation should not be 
overlooked. Depending on the area and scope, 
it represents between 4% and 8% of total IT 
staff costs. ITIM is now expected to significantly 

reduce the workload of IT experts, without re-
quiring a similar increase in effort in terms of 
information management and program ma-
nagement.
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Cost Items

The cost items that are to be compared in this 
business case analysis therefore relate exclusi-
vely to direct staff costs in both scenarios. Spe-
cifically, we are talking about:

�� Investment costs: Every ITIM project/
program requires additional expenditure 
during its initial phase (Planning & Setup).

�� Ongoing reduced documentation work of 
IT specialists: IT specialists will still be 
needed, but the time expenditure for 
documentation work will be significantly 
reduced.

�� Ongoing program/project costs: In the long 
term, ITIM will replace traditional docu-
mentation work, but there will of course 
be expenditure associated with maintenan-
ce and operation.

The cost items in ITIM correspond to the cost 
items in traditional document management. 
The latter essentially comprise the documenta-
tion work of IT specialists.

The expenditure involved in traditional docu-
ment management for release and document 
management is outside the scope of this analy-
sis as it is difficult to quantify. This expenditure 
is eliminated completely in the ITIM approach. 
In addition, the time lost in traditional docu-
ment management when it comes to obtaining 
information, coordination and the release pro-
cess should also be omitted from the analysis.

Cost Savings

Having looked at the cost items, what are the 
cost savings of an ITIM approach? Essentially, 
cost savings are achieved due to the consider-
able reduction in documentation work carried 
out by IT experts. 
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Annual Potential Cost Savings, RoI

As already mentioned, the expenditure for ITIM 
and the potential savings per year depend of 
course on the scope of IT, the areas included 
and the current operating expenditure for tra-
ditional documentation. To give you an idea, 
various examples and their investment, the po-
tential savings and return on investment are il-
lustrated below. The parameters are:

�� Staff: Number of IT experts working in the 
relevant area. Our example calculations are 
based on 50 and 250 experts.

�� Time expenditure as a percentage: The 
time IT experts spend on documentation in 
the traditional model. Our example calcula-
tions are based on a total expenditure of 
4% and 8%.

This is the result of two important compo-
nents:

�� The use of ITIM editors reduces the 
documentation/information areas of IT 
experts to the essentials. With the help of 
editors, IT experts create a maximum of 
50% of the original, traditional scope of 
documents/information.

�� ITIM editors relieve IT experts of editorial 
and conceptual work. Thanks to ITIM, the 
IT expert requires a maximum of 50% of 
the time expenditure per unit. This 
amounts to a maximum of 70% of the 
previous expenditure when combined with 
the expenditure of the editor.

In total, the overall expenditure in the long 
term (scenario 2: IT experts + information ma-
nagement) is reduced to a maximum of 50% of 
the time expenditure for traditional document 
management (scenario 1: status quo).

And what do you need to invest initially? How 
long is the investment phase? Clearly there are 
initial investment costs for the ITIM project/
program setup at the start. The amount and 
duration largely depends on the scope and 
approach (professionalism) of the ITIM pro-
ject/program. An example business case calcu-
lation is illustrated below.



 Page 6 / 8

Business Case ITIM

As the number of IT employees increases, RoI 
will of course be later, which means that the 
annual savings subsequently will also be hig-
her. In smaller environments, RoI can be achie-
ved after just 2 months. If the risks for a positi-
ve RoI are considered to be too high in larger 

environments, and a modest individual invest-
ment is to be made, a larger IT area can be bro-
ken down into smaller parts and addressed se-
quentially one part at a time.

ITIM Project Phases

ITIM projects go through several phases before 
they replace traditional documentation and do-
cument management in regular operation. 
With regard to the business case, these 3 pha-
ses are:

�� Phase I - ITIM Planning:  
Traditional documentation can continue 
unchanged; project/program management 
are set up.

�� Phase II - ITIM Setup: 
ITIM approaches and methods are incorpo-
rated in the organisation, information 
managers begin to control the process. In 
the first areas, traditional documentation 
ceases and/or is replaced by ITIM.

�� Phase III - Implementation:  
All procedure models and methods are 
specified, the information structure and 
tools are defined and ITIM is fully incorpo-
rated in the IT organisation. The entire 
process is streamlined, structured and 
controlled by information managers.
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Based on a medium-sized scenario of 150 IT employees and an average 6% time expenditure on 
documentation, the following picture emerges:

Strategic Aspects and Benefits

Strategic, non-monetary advantages of ITIM have not been 
mentioned so far. As already indicated, we will not go into 
detail regarding the strategic advantages, but will simply 
provide an overview. They essentially comprise all areas of 
modern IT:

�� Risk analysis: Identifying risks (faster)

�� Facilitating service transformation (cloud)

�� Facilitating service transition

�� Basis for service optimisation

ITIM is Essential!

IT information management is essential. With modest in-
vestments and RoI after just a few months, direct cost sa-
vings are achieved very quickly and the strategic options for 
IT are improved.
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 iFurther publications on ITIM:

Newsletter „Simplify IT Information Management“: 
IT Information Management Challenges & methods regarding „Simplify IT Information Management“

Newsletter "(Un)informed about IT Risks?":
IT Information Management as basis for Enterprise Risk Management

Newsletter "What can Business IT Learn From Wikipedia?":
Wikipedia's approach and methods as the secret for success & conclusions for ITIM

Whitepaper "Making the Right Decisions Fast": 
Concept for building up knowledge about the corporate IT
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More Information / Community

We are glad about any feedback that reaches us, 
and thankful for ideas for future newsletters or whi-
tepapers.  

If you have any questions or ideas simply write us an 
e-mail to marketing@avato.net.

http://www.avato-consulting.com/en/news/article/article/simplify-it-information-management.html?no_cache=1&cHash=f7c95ce646b457287db6e3471f95ea13
http://www.avato-consulting.com/en/news/article/article/uninformiert-ueber-it-risiken.html?no_cache=1&cHash=4b282b31a06bff18bc7fd7a147b4be98
http://www.avato-consulting.com/en/news/article/article/was-kann-die-unternehmens-it-von-wikipedia-lernen-kopie-1.html?no_cache=1&cHash=306065a4b9906fb8002ef89d34d10d0c
http://www.avato-consulting.com/en/news/article/article/richtige-entscheidungen-schneller-treffen.html?no_cache=1&cHash=40a817abb9f915d3cd1bbb7fc52d6fc6
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