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Upstream Print Solutions has always focused on the ‘service’ aspect of MPS 
(managed print services), managing more than 3.6 billion pages and 30,000 output 
devices for its customers. So perhaps it’s not surprising when, faced with improving 
service management for its own customers, the company chose an integrated service 
automation approach that would revolutionize not only the way IT delivers services, but 
the way it manages processes throughout the entire company.

Before Upstream became a wholly owned subsidiary of Fuji Xerox about four years ago, 
the IT department, consisting of just 15 people, had traditionally not invested heavily 
in technology. It had very little in the way of IT service automation, relying instead on a 
custom-written Lotus Notes system for simple call logging and closing. The IT team had 
no other automated service management functions. Instead, it hobbled along on what 
CIO Michael Schembri called a “tap on the shoulder” system.

Following  acquisition of Upstream  by Fuji Xerox,  Upstream began investing  more 
heavily in IT technologies and processes to improve service delivery and innovation 
internally and with their customers.  About a year later, the IT group started down 
the path of exploring how Upstream IT could better support the rest of the Upstream 
business in meeting their goals. 

IT began a process of engagement and cultural change, interviewing key stakeholders 
and working with an ITIL consulting company to construct a comprehensive journey plan 
to take the environment from somewhat unreliable, uncontrolled and misaligned to more 
a robust standardized environment that better supports the business objectives. “We 
needed to move from consistently saying ‘No, because’ to ‘Yes, if’,” he said.

Upstream IT focused heavily on taking the IT team and the rest of the Upstream business 
on the service management journey and ensuring they both understood the need for 
change and the benefits they could expect from these changes.  Schembri enacted a 
multi channel communication strategy including interviews , surveys, presentations and 
service management simulations or games which included both non IT and IT staff to 
show them how things could be much better.  

Before starting to vet new technologies, Schembri made a major decision—not only 
would Upstream automate and improve its IT service management, but it would do so 
for as many departments in the company as possible while keeping the corporate culture 
intact. That list would include not only IT, but the customer Solutions group, Facilities, 
Field Engineering, Health and Safety, Client Services managers, and E Services who 
would be able to log Upstream customers’ issues and concerns on the system.
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Highlights

Upstream transformed rudimentary  
IT call logging to an integrated  
service automation system for the 
whole company.

Business 

Printing Services  

Company Size

300 employees

Challenges

Lack of visibility

Difficult to manage expectations  
& define SLAs

Cumbersome legacy Lotus Notes-
based system for logging incidents 

Results

Integrated service automation across 
many business departments

Higher customer approval ratings

Clearly defined SLAs

“From the beginning, it wasn’t just IT that was 
going to use this tool; we saw that using a service 
automation tool integrated across the business 
would be really powerful.”

This ServiceNow case study is based on an interview with Michael Schembri, CIO of Upstream Print Solutions.
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“From the beginning, it wasn’t just IT 
that was going to use this tool; we saw 
that using a service automation tool 
integrated across the business would 
be really powerful,” he said. “And from 
my experience, I’ve seen that when IT’s 
service management system(s) stand alone 
it’s not as powerful they are integrated 
with other service groups and can move 
jobs around between other areas of the 
business.” Including other areas of the 
business also strengthened the business 
case, he added.

The building blocks
The decision Schembri made to automate 
processes across the company from Day 
One—partly a legacy of working for many 
years in the service management field and 
seeing what could be accomplished—
would help direct the company’s choice of 
service management systems.

Schembri had a long list of requirements. 
In addition to preferring a tool that is 
independently certified to support the ITIL 
framework, he wanted a cloud-based 
system that was easy to use and could 
integrate seamlessly with other mission-
critical systems such as Salesforce.com. 
In addition, he needed to improve visibility 
and find a product that would help the 
service team better manage expectations.

The IT team led an evaluation committee 
including stakeholders from across the 
Upstream business which evaluated 
ServiceNow, Remedy Force, FrontRange 
and Axios. ServiceNow won hands 
down, he said, because of its flexibility, 
its match on all other criteria and they 
felt it was the best platform for enterprise 
service management.

Phase 1 of the ServiceNow implementation 
consisted of what Schembri calls the 
“building blocks”: Incident Management 
and Service Request, along with the 
Knowledge Base. Finally, Upstream could 

shut down its Lotus Notes tool for IT use. 
This combination of applications could also 
be used throughout the business without 
much modification.

Upstream chose Nobel Consulting Group 
(now part of RXP Services), a ServiceNow 
partner, to help with installation, first in the 
IT department, and then throughout the 
other groups. Nobel (RXP Services) helped 
execute a unique integration between the 
ServiceNow applications and Salesforce.
com. Salesforce.com and ServiceNow 
are pre-integrated, but Upstream chose 
to keep the master data in Salesforce and 
use an open API to allow ServiceNow to 
look up customer and contact information 
in Salesforce. 

Early successes outside of IT
Upstream has experienced early success 
in many business departments. Facilities, 
for example, uses ServiceNow to log a 
job to hang a picture in an office. In Client 
Services, employees request customer 
audits through ServiceNow. The Solutions 
group may log a request for new software 
to be developed or a demo performed 
for a client. Field Engineering may alert 
it needs more help on a thorny problem, 
while the Safety group can log a carpet 
tear in a corridor. 

All groups have access to the rapidly 
growing Knowledge Base in ServiceNow. 
Schembri encourages employees to create 
knowledge articles and has ‘gamified’ the 
process hosting an automated scoreboard 
on screens in the IT area and running 
competitions offering small rewards for 
being the leading knowledge creator, such 
as a bottle of wine.

“CMDB Lite”
In Phase 2, Upstream went live with 
ServiceNow Problem and Change 
Management. With the help of Nobel (RXP 
Services), the team also implemented 

“When the IT 
system stands 
alone, it’s not as 
powerful as when 
it involves the 
business.”
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Products

Incident Management

Problem Management

Change Management

Service Catalog

Knowledge Base

Configuration Management
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a basic version of Configuration 
Management—Schembri calls it “CMDB 
Lite.” This allows people to log incidents 
and problems against configuration items 
rather than hierarchical category/type/item 
lists. Having direct access to configuration 
item relationships provides insight into 
the impact and potential root cause of an 
incident or problem and improves change 
planning. The CMDB has also allowed 
the IT department to move away from the 
asset database it was maintaining in Lotus 
Notes. With ServiceNow, “we had visibility 
into assets and the ability to associate 
incidents and problems with particular 
pieces of hardware,” he explained.

Changing business relationships
With ServiceNow in place, Schembri says 
the business’s relationship with IT has 
changed for the better. “They used to feel 
that they had to prod us to make us do 
what they wanted,” he said. “Now our 
responsibilities, progress and actions are 
clear and clean.”

Service automation between different 
business departments has improved 
efficiency and customers’ perceptions  
of service: the business now consistently 
exceeds service expectations, and most 
customer satisfaction surveys come back 
with a 9 or 10 out of 10. Upstream’s Net 
Promoter scores have also risen from  
18 to 44.2.

“What customers are seeing most is that 
their requests aren’t getting lost, because 
things go into a consistent queue and 
are managed as part of that queue,” 
Schembri explained.

Having visibility into workload and 
turnaround times has given departments 
a baseline to establish service levels and 
set expectations. “As somebody once 
said, if you haven’t defined your [Service 
Level Agreement] SLA, it’s whatever your 
customer thinks it is,” he said. “Facilities 
have actively started considering what their 
SLA would be on hanging a picture. We 
expect more and more of that.”

As for the journey itself, Schembri says 
simply: “We knew we had to change IT, 
but we had to bring the business on the 
journey.” That strategy is clearly paying off.

“We needed  
to move from  
‘No, because’  
to ‘Yes, if’.”
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