






In 2021, Fondaction started to measure its service levels and properly train resources on service management. 
The tickets used to stay open even after resolution, causing unexpected resolution times.

From 2022, Fondaction started to measure its service levels more accurately and closely monitor the ticket processing 
behaviours which lead to human bias (via the Hawthorne effect, by which people change their behaviour when 
observed) and created the “watermelon effect” of unrealistically good metrics. 
From 2023, the company started to measure accurately its resolution times, considering the suspension times of ticket 
treatment. Furthermore, strict measurement has allowed Fondaction to realize that its goals were too low and agreements 
too permissive. So, the drop from 91.2 to 87.7 is explained by more aggressive ticket resolution objectives to provide a 
better service to the users.

RESULTS
Key results Fondaction IT has achieved by implementing ITIL practices include: 

INCREASED STABILITY OF OPERATIONS AND IT AVAILABILITY
Percentage of requests fulfilled, and incidents resolved according to the service level agreement:

PRACTICE IMPROVEMENTS: CHANGE ENABLEMENT

2020   
435 successfully-
completed changes-
no visibility on failed changes.

2023   
465 successfully completed changes
10 partially completed changes
5 failed changes and one 
unauthorized change

     Incidents    Service Requests   SLA Achievement

        2021          1574   2631     71.2%

        2022          1884   3070     91.2%

        2023          2513   3000     87.7%

Number of 
tickets /year



Fondaction used a self-evaluation method based on COBIT controls criteria, through individual interviews with the practice 
managers, like individual evaluations.

For example, one of the criteria used to assess IT Change Enablement maturity is “BAI08.03 – Use and Share Knowledge: 
This process involves disseminating available knowledge resources to relevant stakeholders and communicating how these 
resources can be used to meet different needs. During every interview, each criteria was rated from 0 (low maturity process) 
to 3 (high maturity process) and all the numbers combined to calculate a maturity score percentage.
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CUSTOMER SATISFACTION INCREASE
Fondaction IT has now created a more extensive survey, asking specific points about service offerings, training and 
technician helpfulness, allowing the team to act on any issues and find out what needs to improve. 

Service request satisfaction has increased from an average of 4.85 to 4.95 (out of 5), with survey participation 
increasing from 15% to 30%. 

Originally, the satisfaction rate of 4.85/5 with a low participation rate was not relevant to perform continuous improve-
ment. So, Fondaction enriched this metric by increasing the participation rate through notifications and reminders sent 
to the users and added more questions to the survey, for example the user’s perception of the technician’s individual 
performance. This has provided great leverage to target specific improvement opportunities in service delivery and 
identify training needs for technicians.

Fondaction has increased the number of follow-ups during the ticket lifecycle, with communication at the time of 
handling, for example, which provides an overview of the expected resolution times. Adjusting resolution goals and 
closely measuring them, as well as presenting them monthly to all team members, has also improved processing times 
and directly increased satisfaction.

COMPLAINTS REDUCED
A user ranking of between 1-3 out of a maximum of 5 is considered a complaint and therefore triggers a formal process 
to evaluate what went wrong and how to improve. 

IT DEPARTMENT STRUCTURE EVOLUTION: 2021-2024
The Fondaction IT department grew from 21 to 37 permanent employees in the period, reflecting the quantity (80%) 
of the company’s project portfolio which is focused on co-creating value via digital solutions.
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PeopleCert is the global leader in the certification industry, with a product portfolio of
global best practice frameworks and certifications including ITIL® and DevOps Institute
for IT & Digital Transformation, and PRINCE2® for Project, Programme & Portfolio
Management, as well as language qualifications through LanguageCert.
Our certifications are delivered across the globe, empowering people and organizations
to achieve what they are capable of, improving organizational efficiency and realizing
their life ambitions through learning.

Become the 
next success case! 
Connect with us to share 
your journey and challenges.
Together, we can craft a 
solution that propels your 
organization forward.
Your story could inspire our 
next success case study. 

peoplecert.org


