
Ab s t r ac t
Enterprise Service Management (ESM) is now a tactical option for expanding the service management concept beyond 
information technology functions to promote service management in the enterprise. The ability to measure Return of 
Investment (ROI) is growing in importance as organizations start to invest in digital workflow platforms, enabling businesses 
to track the effectiveness and value of their investments. The impact of ServiceNow organization efficiency and operational 
cost savings in ESM’s perspective has been studied. The paper outlines the theoretical principles behind Roi measurement 
and examines the value of ServiceNow as a tool to aid process automation, service standardization, workflow integration 
and enhanced service delivery for various departments of an organization. Specific emphasis is placed on financial and 
non-financial performance metrics, such as cost savings, productivity gains, service quality, employee satisfaction and 
customer satisfaction. Key performance indicators and evaluation frameworks that organizations can use to measure 
the value that can be generated by implementing a ServiceNow are also discussed in the study. The results indicate 
that organizations can achieve measurable benefits, such as streamlined service operations, decreased manual service 
requirements, enhanced resources usage, and easier continuous improvement efforts, by implementing ServiceNow. The 
conclusion of the paper is that longer-term ROI evaluation process that includes not only tangible assets’ gains and losses 
but also intangible features is crucial to gaining an overall sense of the impact of ESM investments and to make sound 
strategic investments. 
Keywords: Enterprise Service Management (ESM), Return on Investment (ROI), ServiceNow, Organizational Efficiency, Cost 
Reduction, Digital Transformation, Workflow Automation, Service Management, Performance Measurement, Operational 
Excellence.
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In t r o d u c t i o n

Background of Enterprise Service Management 
(ESM)
Digital technologies are becoming key to unlocking the 
potential for improved service delivery, organizational 
per formance and streamlined operations for 
organizations. Enterprises are continuing to pursue 
their digital transformation programs, and Enterprise 
Service Management (ESM) is proving to be one tool 
to help units like HR, finance, facilities and customer 
service apply IT service management principles to 
business processes, beyond the IT sphere. By facilitating 
the uniformisation of workflows, automating repetitive 
tasks and streamlining service delivery processes, ESM 
helps to increase the efficiency of blank work processes 

and organisation’s responsiveness. 
As enterprise platforms have become more 

popular, assessing the value created from technology 
investments has become even more urgent. Digital 
transformation initiatives are costly, time-consuming 
efforts that are driven by an organisation’s desire for 
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tangible outcomes including cost saving, productivity 
gains, better employee experience or customer 
satisfaction. Investigating the value added by these 
investments has become an important management 
issue. One of the most popular measurements of how 
well an organization’s investments are generating 
benefits and how much costs are being returned is 
Return on Investment (ROI) (Phillips & Phillips, 2009).

ROI has expanded from a measure based on 
monetary value to a performance measurement tool 
(PM) that measures multiple measurable tangible and 
intangible organizational outcomes. But more modern 
indicators have expanded the thinking of ROI measures 
to take into account impacts in the areas of knowledge 
creation, process enhancement, employee engagement 
and customer satisfaction (Meng & Berger, 2012; Millar 
& Hall, 2013). This change demonstrates how, in the 
age of today’s complex organizations, initiatives using 
technology can create value beyond the monetary.

In terms of information systems, ROI has emerged 
as an integral tool for evaluating the investments of 
technology and is a key instrument in strategic decision-
making processes. Information systems projects 
often have high implementation expenses, and it’s 
important to determine the expected benefits of the 
project against the expenses that would be required. 

Andru and Botchkarev (2011) explain how ROI gives 
an organization a system to measure the success of 
information systems investments and to evaluate 
alternative technological solutions. Likewise, Johnson 
and Mortada (2005) suggest that good management 
of assets in the organization leads to increased levels 
of financial return, better satisfaction of customers and 
guarantee of services. 

The significance of ROI extends beyond financial 
evaluation to include organizational learning, human 
capital development, and continuous improvement 
initiatives. Meparishvili (2013) highlights the importance 
of assessing returns generated through investments 
in human capital, while Phillips (2012) argues that 
performance improvement programs should be 
evaluated based on their ability to generate measurable 
organizational outcomes. Furthermore, Heavey, Ledwith, 
and Murphy (2014) demonstrate that continuous 
improvement frameworks can significantly enhance 
organizational ROI by fostering process optimization 
and operational excellence.

More and more enterprises rely on enterprise 
platforms and knowledge-intensive processes, 
making the measurement of the added value of 
enterprise platforms increasingly problematic. The 
many payoffs that enterprise service technologies bring 

Table 1: Summary of Major ROI Measurement Frameworks in Organizations

ROI Framework Primary Focus Key Measurement Dimensions Organizational Application Representative Source

Traditional Financial 
ROI

Financial gains 
relative to 
investment costs

Revenue growth, cost savings, 
profitability

Capital investment 
evaluation and budgeting 
decisions

Phillips & Phillips (2009)

Information Systems 
ROI

Technology 
investment 
performance

System benefits, implementation 
costs, operational efficiency

Information systems 
and digital technology 
assessment

Andru & Botchkarev 
(2011)

Human Capital ROI Workforce value 
creation

Employee productivity, training 
effectiveness, skill development

Human resource 
management and 
workforce development

Meparishvili (2013); 
Phillips (2012)

Communication ROI Internal 
communication 
effectiveness

Employee engagement, 
information dissemination, 
organizational alignment

Corporate communication 
programs

Meng & Berger (2012)

Social Return on 
Investment (SROI)

Social and 
organizational 
impact

Stakeholder value, social outcomes, 
community benefits

Public sector and social 
enterprises

Millar & Hall (2013)

Continuous 
Improvement ROI

Process 
enhancement 
outcomes

Productivity gains, quality 
improvement, operational 
excellence

Continuous improvement 
initiatives

Heavey et al. (2014)

Knowledge 
Management ROI

Knowledge creation 
and utilization

Knowledge sharing, innovation, 
organizational learning

Knowledge management 
systems and practices

Nakash & Bouhnik 
(2022)

Integrated ROI 
Frameworks

Financial and non-
financial benefits

Efficiency, quality, stakeholder 
outcomes, sustainability

Enterprise-wide 
transformation programs

Thusini et al. (2022)
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Table 3: Key Performance Indicators for Measuring ServiceNow ROI

KPI Category Key Performance Indicator Measurement Objective Expected Organizational Benefit

Operational Efficiency Average Ticket Resolution 
Time

Measure speed of service delivery Faster service completion and reduced 
delays

Operational Efficiency Incident Response Time Assess responsiveness to service issues Improved operational continuity

Productivity Employee Productivity Rate Evaluate output per employee Increased workforce efficiency

Productivity Automated Workflow 
Utilization

Measure degree of process 
automation

Reduced manual effort and labor costs

Financial 
Performance

Operational Cost Reduction Assess savings generated through 
automation

Lower administrative and service costs

Financial 
Performance

Return on Technology 
Investment

Compare benefits against 
implementation costs

Improved investment justification

Service Quality First-Contact Resolution Rate Measure successful issue resolution at 
first interaction

Enhanced service effectiveness

Service Quality Service-Level Agreement 
(SLA) Compliance

Evaluate adherence to service 
commitments

Improved reliability and governance

Knowledge 
Management

Knowledge Base Usage Rate Assess utilization of organizational 
knowledge resources

Reduced duplication and faster 
problem-solving

Employee Experience Employee Satisfaction Score Measure workforce perception of 
service quality

Increased engagement and retention

Customer Experience Customer Satisfaction Score Evaluate user experience and service 
quality

Enhanced organizational reputation

Asset Management Asset Utilization Rate Measure efficiency of resource 
deployment

Improved resource optimization

Table 2: Literature Summary of ROI Applications Across Organizational Contexts

Author(s) Research Focus Key Contribution Relevance to ServiceNow and ESM

Phillips & Phillips 
(2009)

ROI theory and 
performance 
improvement

Established comprehensive ROI 
evaluation frameworks combining 
financial and non-financial outcomes

Provides foundational framework for 
measuring ServiceNow value

Phillips (2012) Training and performance 
improvement ROI

Expanded ROI assessment to include 
intangible organizational benefits

Supports evaluation of employee 
productivity gains from ServiceNow

Andru & Botchkarev 
(2011)

ROI in information systems Demonstrated ROI as a critical tool for 
technology investment evaluation

Directly applicable to ServiceNow 
implementation assessment

Meng & Berger 
(2012)

ROI of organizational 
communication

Linked organizational initiatives to 
strategic and operational outcomes

Supports measurement of collaboration 
and service improvement benefits

Meparishvili (2013) Human capital ROI Highlighted value generated through 
workforce investments

Relevant to employee efficiency 
improvements enabled by ESM

Heavey et al. (2014) Continuous improvement 
and ROI

Proposed framework connecting process 
improvement to organizational returns

Aligns with workflow automation and 
service optimization capabilities

Millar & Hall (2013) Social Return on 
Investment (SROI)

Expanded ROI beyond financial 
outcomes to stakeholder value

Supports evaluation of employee and 
customer experience improvements

Johnson & Mortada 
(2005)

Asset management and 
ROI

Demonstrated relationship between 
resource optimization and ROI

Relevant to service asset management and 
operational efficiency

Nakash & Bouhnik 
(2022)

ROI of knowledge 
management

Identified approaches for measuring 
knowledge-based organizational value

Supports assessment of knowledge-
sharing capabilities in ServiceNow

Thusini et al. (2022) Evolution of ROI concepts Highlighted multidimensional ROI 
frameworks integrating strategic and 
operational outcomes

Provides a holistic framework for 
evaluating ESM investments
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to collaborators in areas of increased collaboration, 
knowledge sharing, and enhanced service quality, are 
often difficult to quantify using traditional financial 
measures. Despite improvements in the methods for 
measuring ROI for KM initiatives, many outcomes are 
long-term, and many are intangible, organizations 
still struggle with measuring ROI (as noted by Nakash 
& Bouhnik in 2022). The same, Thusini et al. (2022) 
note, contemporary approaches to ROI focus more on 
expansive performance measures to reflect the total 
value created by the organization’s improvement effort.

When it comes to enterprise platforms to drive digital 
transformation, ServiceNow has created one of the most 
popular platforms for Enterprise Service Management. 
ServiceNow offers organizations a single platform for 
workflow automation, service orchestration, incident 
management, employee service delivery, and business 
process integration. The platform is designed to 
mitigate operation inefficiencies, enhance service 
quality, and boost organizational productivity by 
automating repetitive tasks and streamlining service 
processes. Despite its popularity, there is still a need for 
organizations to have strong approaches to quantifying 
the value of financial and operational gains resulting 
from a ServiceNow implementation.

The challenge of calculating the ROI of ServiceNow 
becomes even more difficult when considering the 
costs of customization, implementation, training and 
maintenance associated with enterprise technology 
investments. Evidence of the impact these investments 
will have on improving an organization’s objectives in 
terms of measurable efficiency, service delivery, and 
cost management are needed to satisfy the mind of 
the decision-makers. The ability to understand the 

full potential of ServiceNow to create organisational 
values can assist executives to inform their technology 
investments, plan and allocate resources more efficiently 
and create a stronger digital strategy.

Hence, this study investigates how ServiceNow can 
improve the organizational efficiency and minimize 
operational cost in the Enterprise Service Management 
environment. In particular, the study reviews and 
examines some existing frameworks for measuring 
ROI, ascertains the prime indicators that are relevant to 
ServiceNow deployments, and dissects some of the ways 
that organizations can measure the financial and non-
financial benefits that stem from an enterprise service 
management (ESM) program. Through a comprehensive 
examination of ROI theory and ESM practices, the study 
seeks to provide a structured foundation for evaluating 
the business value of ServiceNow and similar enterprise 
service platforms.

The diverse perspectives presented in ROI literature 
demonstrate that organizational value creation 
extends beyond simple financial returns. Consequently, 
evaluating Enterprise Service Management platforms 
such as ServiceNow requires a multidimensional 
approach capable of capturing both measurable cost 
reductions and broader organizational performance 
improvements.

Li t e r at u r e Re v i e w

Theoretical Foundations of Return on 
Investment (ROI)
Return on Investment (ROI) has long been recognized 
as one of the most widely adopted metrics for 
evaluating the effectiveness and value generated 

Table 4: ServiceNow Benefits and Associated ROI Metrics

Benefit Category ServiceNow Capability ROI Metric Expected Organizational Impact

Financial Efficiency Workflow automation Operational cost reduction (%) Lower service delivery costs

Financial Efficiency Asset management Asset utilization rate Improved resource optimization

Operational Performance Incident management Mean time to resolution (MTTR) Faster service restoration

Operational Performance Service request automation Service fulfillment time Increased process efficiency

Human Capital Enhancement Employee self-service Employee productivity index Reduced administrative burden

Human Capital Enhancement Collaboration tools Employee satisfaction score Improved workforce engagement

Knowledge Management Knowledge base integration Knowledge reuse rate Enhanced organizational learning

Knowledge Management Automated documentation First-contact resolution rate Improved service quality

Customer Value Service portal accessibility Customer satisfaction score Enhanced user experience

Continuous Improvement Analytics and reporting Process improvement savings Sustained operational excellence
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from organizational investments. Traditionally, ROI 
has been used as a financial indicator that compares 
gains achieved from an investment relative to the 
costs incurred. Over time, however, the concept 
has evolved beyond purely financial measurements 
to encompass broader organizational outcomes, 
including productivity improvements, knowledge 
creation, employee performance, and service quality 
enhancements (Phillips & Phillips, 2009).

The growing complexity of modern organizations 
has encouraged researchers to adopt multidimensional 
perspectives of ROI. Phillips (2012) argued that effective 
ROI assessment should incorporate both tangible 
and intangible benefits, particularly when evaluating 
training, performance improvement initiatives, and 
organizational transformation programs. Similarly, Meng 
and Berger (2012) emphasized that ROI measurement 
should account for strategic organizational outcomes 
rather than focusing exclusively on financial returns. 
Their work demonstrated that communication initiatives 
contribute to organizational effectiveness through 
improved employee engagement, knowledge sharing, 
and operational alignment, all of which ultimately 
influence financial performance.

Recent developments in ROI literature have further 
expanded the concept into areas such as healthcare 
quality improvement, social value creation, and 
knowledge management. Thusini et al. (2022) observed 
that ROI frameworks have increasingly been used 
to evaluate large-scale organizational improvement 
programs, highlighting the need to integrate financial, 
operational, and strategic performance indicators. This 
broader perspective is particularly relevant to Enterprise 
Service Management (ESM), where investments 
often generate value through enhanced efficiency, 
automation, and service quality rather than direct 
revenue generation.

ROI in Information Systems and Technology 
Investments
Information systems represent a significant area of 
organizational investment, making ROI measurement 
essential for evaluating technology adoption decisions. 
According to Andru and Botchkarev (2011), ROI serves as 
a critical performance measurement tool for assessing 
information systems by quantifying both the costs and 
benefits associated with technology implementation. 
Their analysis highlighted that organizations frequently 
use ROI calculations to justify investments in software 
platforms, infrastructure upgrades, and digital 

transformation initiatives.
Technology investments often generate benefits 

that extend beyond immediate financial gains. These 
benefits may include process standardization, improved 
service delivery, reduced operational risks, and enhanced 
decision-making capabilities. Consequently, measuring 
ROI in information systems requires a comprehensive 
evaluation framework capable of capturing both direct 
and indirect outcomes (Andru & Botchkarev, 2011).

Enterprise Service Management platforms such 
as ServiceNow exemplify this challenge. While 
implementation costs can be measured relatively 
easily, the resulting benefits frequently emerge 
through process automation, reduced manual 
workloads, faster service resolution, and improved 
employee experiences. These outcomes contribute 
to organizational performance but may not always 
be reflected immediately in conventional financial 
metrics. Therefore, ROI assessment in ESM environments 
necessitates the integration of operational and strategic 
performance indicators alongside traditional financial 
measures.

Human Capital, Knowledge Management, and 
Organizational ROI
Human capital represents one of the most valuable 
organizational assets, making its contribution to ROI 
increasingly important in contemporary management 
research. Meparishvili (2013) argued that investments 
in employee skills, competencies, and productivity 
generate measurable returns that significantly influence 
organizational performance. The study emphasized 
that human capital investments should be evaluated 
through both financial outcomes and improvements 
in workforce effectiveness.

Similarly, knowledge management initiatives have 
become central to organizational competitiveness 
and efficiency. Nakash and Bouhnik (2022) examined 
whether ROI can be effectively measured in knowledge 
management programs and concluded that although 
measurement remains challenging, organizations can 
assess value through productivity gains, innovation 
outcomes, improved decision-making, and enhanced 
service performance. Their findings suggest that 
knowledge assets contribute substantially to 
organizational value creation even when direct financial 
measurements are difficult to establish.

Within Enterprise Service Management environments, 
platforms such as ServiceNow facilitate knowledge 
sharing, workflow standardization, and collaborative 
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problem-solving. By centralizing organizational 
knowledge and automating routine processes, these 
systems enhance employee productivity and reduce 
inefficiencies. Consequently, ROI evaluation must 
consider the value generated through knowledge 
utilization and workforce performance improvements 
in addition to cost savings.

Continuous Improvement and Organizational 
Efficiency
Continuous improvement frameworks provide another 
important perspective for understanding ROI in service 
management environments. Heavey, Ledwith, and 
Murphy (2014) proposed a continuous improvement 
framework designed to increase organizational 
ROI through systematic process enhancement and 
performance optimization. Their findings demonstrated 
that organizations achieve sustainable returns when 
improvement initiatives are integrated into everyday 
operational practices.

The relationship between continuous improvement 
and ROI is particularly relevant to Enterprise Service 
Management because ESM platforms support ongoing 
process monitoring, workflow optimization, and 
performance measurement. Automated service 
management processes enable organizations to 
identify bottlenecks, eliminate redundant activities, 
and improve resource allocation. These improvements 
contribute directly to organizational efficiency and 
create measurable economic value.

ServiceNow’s workflow automation capabilities 
align closely with continuous improvement principles 
by enabling organizations to streamline service delivery 
processes, reduce manual intervention, and enhance 
operational visibility. As a result, improvements in 
service efficiency often translate into measurable ROI 
through reduced operating costs, increased employee 
productivity, and improved customer satisfaction.

Social and Strategic Dimensions of ROI
Although ROI is commonly associated with financial 
performance, contemporary research increasingly 
recognizes the importance of social and strategic 
value creation. Millar and Hall (2013) introduced the 
concept of Social Return on Investment (SROI), which 
extends traditional ROI measurement by considering 
broader organizational and stakeholder benefits. Their 
study highlighted opportunities for organizations to 
evaluate social value alongside economic performance, 
particularly in service-oriented environments.

Strategic ROI perspectives are also reflected in the 

work of Meng and Berger (2012), who emphasized the 
importance of linking organizational investments to 
long-term strategic objectives. Rather than focusing 
solely on immediate financial outcomes, organizations 
should evaluate how investments contribute to 
stakeholder satisfaction, operational effectiveness, and 
competitive advantage.

For Enterprise Service Management initiatives, 
this broader perspective is particularly significant. 
ServiceNow implementations frequently generate 
benefits such as improved employee experiences, 
enhanced customer satisfaction, increased compliance, 
and stronger organizational agility. While these 
outcomes may not always produce immediate financial 
returns, they contribute substantially to long-term 
organizational success and should therefore be 
incorporated into ROI assessments.

Asset Management and Service Value Creation
Asset management literature further reinforces the 
connection between operational effectiveness and 
ROI. Johnson and Mortada (2005) demonstrated that 
effective asset management practices improve both 
customer satisfaction and financial performance by 
optimizing resource utilization and reducing operational 
inefficiencies. Their findings suggest that organizations 
can maximize ROI by aligning asset management 
strategies with service delivery objectives.

Enterprise Service Management platforms support 
this objective by providing integrated mechanisms for 
managing service assets, workflows, incidents, and 
organizational resources. Through improved visibility 
and coordination, ServiceNow enables organizations 
to optimize resource utilization while reducing service 
disruptions and operational costs. Consequently, 
asset management principles provide an additional 
theoretical foundation for evaluating ROI within ESM 
environments.

The reviewed literature demonstrates that ROI 
has evolved from a purely financial metric into a 
multidimensional framework encompassing operational 
efficiency, human capital development, knowledge 
management, continuous improvement, and strategic 
value creation. These perspectives collectively provide 
a strong theoretical foundation for evaluating the ROI of 
ServiceNow implementations within Enterprise Service 
Management environments. By integrating financial and 
non-financial performance indicators, organizations can 
obtain a more comprehensive understanding of how 
ServiceNow contributes to efficiency enhancement, 
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service excellence, and long-term cost reduction.

Se r v i c eNow a n d En t e r p r i s e 
Se r v i c e Ma n ag e m e n t

Architecture and Core Functionalities of 
ServiceNow
Enterprise Service Management (ESM) extends 
the principles of Information Technology Service 
Management (ITSM) beyond information technology 
departments to support organization-wide service 
delivery. ESM enables standardized workflows, service 
automation, and integrated processes across functional 
units such as human resources, finance, facilities 
management, customer service, and procurement. As 
organizations increasingly seek to improve operational 
performance while controlling costs, digital service 
platforms have become central to achieving these 
objectives.

ServiceNow has emerged as one of the leading cloud-
based ESM platforms designed to streamline service 
delivery through workflow automation and centralized 
service management. The platform provides a unified 
architecture that enables organizations to manage 
requests, incidents, assets, knowledge resources, 
and business processes through a single digital 
environment. By integrating disparate organizational 
functions, ServiceNow reduces process fragmentation 
and improves service consistency across departments.

The core functionalities of ServiceNow include 
incident management, problem management, 
change management, asset management, service 
request fulfillment, workflow automation, knowledge 
management, and performance analytics. These 
capabilities support the standardization of organizational 
processes and facilitate data-driven decision-making. 
From an ROI perspective, the consolidation of service 
operations into a unified platform can generate 
measurable financial and operational benefits by 
reducing redundant activities, improving resource 
utilization, and enhancing service quality (Andru & 
Botchkarev, 2011).

Furthermore, ServiceNow’s architecture promotes 
transparency and accountability through real-time 
monitoring and reporting mechanisms. Such capabilities 
align with established ROI frameworks that emphasize 
the importance of linking technology investments to 
measurable organizational outcomes (Phillips & Phillips, 
2009). By providing visibility into service performance 
metrics, organizations can evaluate the effectiveness 

of service management initiatives and identify 
opportunities for continuous improvement.

ServiceNow as an Enterprise Service 
Management Enabler
The value of ServiceNow extends beyond technological 
functionality to its role as an enabler of enterprise-wide 
service transformation. Traditional service delivery 
models often rely on disconnected systems, manual 
workflows, and fragmented communication channels, 
leading to inefficiencies and increased operational 
costs. ServiceNow addresses these challenges through 
the integration of workflows and the automation of 
repetitive tasks.

One of the primary benefits of ServiceNow is its ability 
to support cross-functional collaboration. Departments 
that previously operated independently can share 
information, coordinate activities, and manage service 
requests through a common platform. This integrated 
approach improves organizational communication 
and facilitates the flow of information, which has been 
identified as a critical factor in generating organizational 
value and return on investment (Meng & Berger, 2012).

ServiceNow also enhances organizational knowledge 
management by providing centralized repositories for 
policies, procedures, service documentation, and best 
practices. Effective knowledge management reduces 
duplication of effort and supports faster problem 
resolution, contributing to operational efficiency 
and measurable organizational benefits. The ability 
to evaluate returns from knowledge management 
initiatives has become increasingly important in 
modern organizations, particularly as knowledge assets 
represent significant strategic resources (Nakash & 
Bouhnik, 2022).

In addition, ServiceNow supports continuous 
improvement initiatives by enabling organizations 
to monitor process performance, identify service 
bottlenecks, and implement corrective actions. 
Continuous improvement frameworks have been 
associated with increased organizational returns 
through enhanced productivity, improved service 
quality, and reduced operational waste (Heavey et 
al., 2014). Consequently, ServiceNow serves not only 
as a technological platform but also as a strategic 
mechanism for organizational transformation and 
performance enhancement.

The platform’s self-service capabilities further 
contribute to organizational efficiency by allowing 
employees and customers to access ser vices 
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independently. Automated service portals reduce 
administrative workloads, accelerate response times, 
and improve user satisfaction. These outcomes align 
with broader ROI concepts that recognize both financial 
and non-financial benefits as critical dimensions of 
investment evaluation (Thusini et al., 2022).

Key Performance Indicators for ServiceNow 
Evaluation
Evaluating the return on investment of ServiceNow 
requires the identif ication of appropriate Key 
Performance Indicators (KPIs) that capture both 
financial and operational outcomes. Traditional ROI 
assessments focus on direct financial returns; however, 
contemporary evaluation frameworks increasingly 
incorporate efficiency, quality, customer satisfaction, 
and organizational learning measures (Millar & Hall, 
2013).

ServiceNow implementations typically generate 
value through cost reduc tions,  produc tivit y 
improvements, enhanced service quality, and increased 
customer and employee satisfaction. Therefore, 
organizations should employ a balanced set of metrics 
that reflect both tangible and intangible benefits. Such 
an approach is consistent with ROI methodologies that 
emphasize comprehensive performance measurement 
rather than reliance on purely financial indicators 
(Phillips, 2012).

The indicators presented in Table 3 provide a 
multidimensional framework for evaluating ServiceNow 
investments. Financial metrics such as operational cost 
reduction and return on technology investment remain 
essential for determining economic value. However, 
operational metrics including ticket resolution time, SLA 
compliance, and workflow automation rates provide 
important evidence of efficiency gains that contribute 
to long-term ROI (Andru & Botchkarev, 2011).

Moreover, employee satisfaction, customer 
satisfaction, and knowledge management indicators 
capture intangible benefits that are often overlooked 
in conventional financial assessments. Contemporary 
ROI literature increasingly recognizes that organizational 
value extends beyond direct financial returns and 
includes improvements in communication, knowledge 
sharing, stakeholder engagement, and service quality 
(Meng & Berger, 2012; Millar & Hall, 2013). Consequently, 
a comprehensive evaluation of ServiceNow should 
integrate both quantitative and qualitative measures to 
accurately assess its contribution to enterprise service 
management performance.

Overall, ServiceNow functions as a strategic 
ESM platform that supports workflow integration, 
service automation, knowledge management, and 
continuous improvement. Through these capabilities, 
organizations can enhance operational efficiency, 
reduce costs, and generate measurable returns on 
technology investments. The identification and 
monitoring of relevant KPIs provide the foundation for 
assessing the extent to which ServiceNow contributes 
to organizational value creation and sustainable 
performance improvement.

Me a s u r i n g ROI o f Se r v i c eNow 
Im p l e m e n tat i o n

The successful implementation of Enterprise Service 
Management (ESM) platforms requires organizations 
to justify investments through measurable business 
outcomes. Return on Investment (ROI) serves as a critical 
performance metric that evaluates whether the benefits 
generated from technology adoption outweigh the 
costs incurred during implementation and operation. 
Within the context of ServiceNow, ROI measurement 
extends beyond direct financial gains and encompasses 
improvements in service quality, workforce productivity, 
organizational efficiency, and knowledge-sharing 
capabilities. Contemporary ROI frameworks emphasize 
the integration of both tangible and intangible benefits 
to provide a holistic assessment of organizational value 
creation (Phillips & Phillips, 2009; Thusini et al., 2022).

Financial Benefits
One of the primary motivations for implementing 
ServiceNow is the potential for substantial financial 
savings. Through workflow automation, self-service 
portals, and integrated service management processes, 
organizations can reduce operational costs associated 
with manual service delivery. Automated incident 
management, request fulf illment, and change 
management processes decrease labor requirements 
and minimize administrative overhead.

Information systems literature consistently highlights 
cost reduction as a fundamental component of ROI 
measurement. According to Andru and Botchkarev 
(2011), technology investments generate value 
when operational expenditures are reduced while 
organizational performance is maintained or enhanced. 
ServiceNow contributes to these outcomes by 
eliminating redundant processes, reducing service 
interruptions, and optimizing resource allocation across 
departments.
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Furthermore, improved asset visibility and lifecycle 
management enable organizations to maximize the 
utilization of technological resources. Effective asset 
management practices have been associated with 
enhanced customer satisfaction and stronger financial 
returns, particularly when organizations possess 
accurate and timely information regarding service assets 
(Johnson & Mortada, 2005). Consequently, ServiceNow 
facilitates greater transparency and accountability, 
leading to measurable cost savings over time.

Non-Financial Benefits
While f inancial gains remain important, many 
organiz at ional  b enef i t s  generate d through 
ServiceNow are non-financial in nature. These benefits 
include improved employee experience, enhanced 
communication, increased collaboration, and greater 
organizational agility. Such outcomes often contribute 
indirectly to financial performance by improving 
productivity and service effectiveness.

Human capital represents a significant organizational 
asset whose value should be considered when evaluating 
ROI. Meparishvili (2013) argues that investments aimed 
at improving workforce efficiency and effectiveness 
contribute substantially to organizational returns, even 
when benefits are not immediately reflected in financial 
statements. By simplifying workflows and reducing 
repetitive tasks, ServiceNow enables employees to focus 
on higher-value activities, thereby enhancing overall 
productivity.

Similarly, effective communication and information 
sharing contribute to organizational performance 
and should be incorporated into ROI assessments. 
Meng and Berger (2012) emphasize that organizational 
communication initiatives generate measurable value 
through improved coordination, employee engagement, 
and decision-making quality. ServiceNow’s integrated 
service environment supports these outcomes by 
providing centralized access to information and 
standardized communication channels.

Knowledge management also represents a critical 
source of value creation. Nakash and Bouhnik (2022) 
suggest that organizations can derive substantial 
returns from knowledge management initiatives 
through improved information accessibility, faster 
problem resolution, and enhanced organizational 
learning. ServiceNow’s knowledge management 
capabilities support these objectives by enabling the 
capture, storage, and dissemination of institutional 
knowledge across departments.

ROI Measurement Framework for ServiceNow
A comprehensive ROI assessment should incorporate 
both financial and strategic performance indicators. 
Traditional ROI calculations compare total benefits 
with total investment costs to determine the net 
value generated by a project (Phillips, 2012). However, 
contemporary approaches increasingly recognize the 
importance of integrating operational, social, and 
organizational outcomes into ROI evaluations (Millar & 
Hall, 2013; Thusini et al., 2022).

For ServiceNow implementations, ROI measurement 
can be structured around four dimensions: financial 
efficiency, operational performance, human capital 
enhancement, and organizational knowledge creation. 
These dimensions collectively capture the broad range 
of benefits associated with ESM adoption.

The framework presented in Table 4 demonstrates 
that ROI measurement should extend beyond purely 
financial indicators. Organizations that incorporate 
operational,  human capital ,  and knowledge 
management metrics obtain a more comprehensive 
understanding of ServiceNow’s value contribution.

Challenges in ROI Measurement
Despite the widespread adoption of ROI methodologies, 
several challenges complicate the evaluation of 
ServiceNow investments. One major issue involves the 
attribution of organizational improvements directly 
to the platform. Since ServiceNow implementations 
are often accompanied by process redesign initiatives, 
employee training programs, and broader digital 
transformation efforts, isolating platform-specific 
benefits can be difficult (Andru & Botchkarev, 2011).

Another challenge concerns the measurement 
of intangible benefits. Improvements in employee 
satisfaction, organizational learning, communication 
effectiveness, and service quality may significantly 
influence organizational performance but are often 
difficult to quantify using conventional financial 
metrics (Millar & Hall, 2013). Similar concerns have been 
identified in healthcare quality improvement programs, 
where ROI assessments frequently struggle to capture 
long-term and indirect benefits despite their strategic 
importance (Thusini et al., 2022).

Continuous improvement initiatives further 
complicate ROI calculations because benefits accumulate 
gradually over time. Heavey, Ledwith, and Murphy (2014) 
argue that organizations should adopt long-term 
performance measurement frameworks that recognize 
incremental gains resulting from ongoing process 
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optimization. This perspective is particularly relevant 
for ServiceNow implementations, where organizational 
value often increases as platform adoption expands and 
workflows mature.

Consequently, effective ROI measurement requires 
a balanced approach that combines financial indicators 
with operational, human capital, and knowledge-
based performance metrics. Such an approach enables 
organizations to accurately assess the full value 
generated by ServiceNow and supports more informed 
decision-making regarding future ESM investments.

Di s c u s s i o n

Impact of ServiceNow on Organizational 
Efficiency
The findings indicate that ServiceNow serves as a 
significant enabler of organizational efficiency within 
Enterprise Service Management (ESM) environments. By 
automating service workflows, standardizing processes, 
and facilitating cross-departmental coordination, 
the platform contributes to improved operational 
performance and service delivery outcomes. These 
improvements align with the broader objective of 
maximizing returns from technology investments 
through enhanced productivity and resource utilization. 
The literature suggests that ROI should not be viewed 
solely through financial gains but also through 
improvements in organizational effectiveness and 
operational capabilities (Andru & Botchkarev, 2011).

One of the primary mechanisms through which 
ServiceNow enhances efficiency is the reduction of 
manual and repetitive tasks. Automated ticket routing, 
workflow orchestration, and self-service capabilities 
minimize administrative burdens and enable employees 
to focus on higher-value activities. This outcome is 
consistent with the concept of human capital ROI, which 
emphasizes the value generated when employee time 
and expertise are utilized more effectively (Meparishvili, 
2013). Furthermore, the integration of multiple service 
functions within a unified platform reduces process 
fragmentation and improves information accessibility, 
thereby supporting faster decision-making and more 
efficient service management.

The observed efficiency gains also support the 
principles of continuous improvement. Heavey, 
Ledwith, and Murphy (2014) argue that organizations 
achieve higher ROI when process improvements are 
systematically embedded into operational practices. 
ServiceNow facilitates such improvements through real-

time monitoring, performance analytics, and workflow 
optimization tools, enabling organizations to identify 
inefficiencies and implement corrective actions. As a 
result, the platform contributes not only to immediate 
productivity gains but also to long-term organizational 
development.

ServiceNow and Cost Reduction Strategies
A central objective of ESM investments is the reduction 
of operational costs while maintaining or improving 
service quality. The analysis suggests that ServiceNow 
supports cost reduction through automation, resource 
optimization, and process standardization. By reducing 
dependence on manual interventions and minimizing 
service disruptions, organizations can lower labor costs 
and improve operational efficiency. These outcomes 
reflect traditional ROI principles, where investment 
benefits are evaluated against implementation and 
operational expenses (Phillips & Phillips, 2009).

Cost savings are particularly evident in areas such 
as incident management, service request fulfillment, 
and employee support services. Automated workflows 
reduce the time required to complete routine tasks, 
thereby decreasing labor expenditures and improving 
service throughput. Similar f indings have been 
reported in studies of information systems evaluation, 
where technology-enabled process improvements 
contribute directly to measurable financial returns 
(Andru & Botchkarev, 2011). Moreover, centralized 
service management reduces duplication of effort 
across departments, enabling organizations to achieve 
economies of scale.

Beyond direct f inancial savings, ServiceNow 
contributes to more effective asset utilization. Johnson 
and Mortada (2005) emphasize that effective asset 
management enhances both ROI and customer 
satisfaction by ensuring that organizational resources 
are deployed efficiently. Through improved visibility 
into service assets, workflows, and performance 
metrics, ServiceNow enables organizations to optimize 
resource allocation and reduce waste. Consequently, 
cost reduction is achieved not only through lower 
expenditures but also through more strategic use of 
existing organizational assets.

Linking ServiceNow Outcomes to ROI Theory
The relationship between ServiceNow implementation 
and ROI extends beyond traditional financial calculations. 
Contemporary ROI frameworks increasingly recognize 
the importance of intangible and strategic benefits, 
including knowledge sharing, employee satisfaction, 
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service quality, and organizational learning (Thusini 
et al., 2022). The findings suggest that ServiceNow 
generates value across these dimensions, highlighting 
the need for comprehensive ROI measurement 
approaches that incorporate both quantitative and 
qualitative outcomes.

The platform’s contribution to communication and 
collaboration is particularly relevant in this context. Meng 
and Berger (2012) note that organizational investments 
often generate indirect benefits that influence 
performance through improved communication 
effectiveness and stakeholder engagement. ServiceNow 
enhances internal communication by providing 
centralized service portals, transparent workflows, and 
shared information repositories, thereby improving 
coordination and reducing delays. Although these 
benefits may be difficult to quantify directly, they 
contribute substantially to organizational performance 
and value creation.

Similarly, ServiceNow supports knowledge 
management initiatives by capturing, organizing, 
and disseminating institutional knowledge across 
the enterprise. Nakash and Bouhnik (2022) argue that 
measuring the ROI of knowledge management remains 
challenging because many benefits are intangible and 
realized over extended periods. Nevertheless, improved 
knowledge accessibility can reduce problem-resolution 
times, enhance employee productivity, and support 
informed decision-making, all of which contribute to 
long-term organizational returns.
The discussion also highlights the relevance of 
broader value-based ROI perspectives. Millar and Hall 
(2013) emphasize that organizational performance 
should incorporate social and operational value 
alongside financial outcomes. In the context of ESM, 
ServiceNow generates value through improved 
employee experiences, enhanced service quality, 
increased transparency, and stronger governance 
mechanisms. These outcomes may not always 
be reflected immediately in financial metrics but 
nevertheless represent important indicators of 
organizational success.

Furthermore, the findings support the argument that 
ROI should be viewed as a multidimensional construct 
rather than a purely financial measure. Phillips (2012) 
emphasizes that effective ROI assessment requires 
linking investments to both performance improvements 
and strategic objectives. ServiceNow demonstrates this 
multidimensional value by simultaneously supporting 
operational efficiency, cost reduction, employee 

productivity, and service excellence. Consequently, 
organizations evaluating ServiceNow investments 
should adopt balanced measurement frameworks that 
account for both tangible and intangible benefits.

Overall, the discussion demonstrates that ServiceNow 
contributes significantly to organizational efficiency and 
cost reduction while also generating broader strategic 
value. Its impact aligns with established ROI theories that 
advocate comprehensive performance measurement 
approaches incorporating financial, operational, 
human capital, and knowledge-based outcomes. As 
organizations continue to expand ESM initiatives, the 
adoption of holistic ROI frameworks will be essential 
for accurately capturing the full value generated by 
ServiceNow-enabled digital transformation.

Co n c lu s i o n

Enterprise Service Management (ESM) has become a 
critical strategy in the management of organizational 
performance, by integrating, automating and 
standardizing the delivery process of services across 
different business functions. Organizations are 
increasingly turning towards digital platforms as 
a means of improving operational efficiency and 
effectiveness so that measuring ROI (Return on 
Investment) of such initiatives is critical. ROI has shown 
not only to go beyond standard ROI financial analyses, 
but to measure organizational outcomes such as 
productivity, service quality, employee experiences, 
knowledge management efficiency, and customer 
satisfaction (Phillips & Phillips, 2009; Phillips, 2012).

The results demonstrated that service, information, 
and now ServiceNow are key in helping organizations 
gain tangible return from their efforts with ESM. The 
platform delivers benefits such as workflow automation, 
self-service, service integration and standardization 
that add to lower operating expenses, quicker service 
resolution, better resource utilization, and greater 
organizational agility. These results corroborate previous 
thoughts on ROI as a multi-dimensional performance 
measure between technology investments and 
targets of organizational effectiveness and strategy 
(Andru & Botchkarev, 2011; Johnson & Mortada, 2005). 
Additionally, by offering a command center of service 
operations and enabling data-driven decisions, 
ServiceNow helps organizations grow their capability 
for ongoing value creation (Heavey et al., 2014).

The review also points out that the tangible and 
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intangible benefits should be taken into account to 
know the real benefits of an investment. Although 
cost savings and efficiencies are still of paramount 
interest, organisations must also be able to understand 
how improved communication, better employee 
performance, developing a knowledge-sharing culture 
and higher levels of stakeholder satisfaction benefit 
their business (Meng & Berger, 2012; Meparishvili, 2013; 
Nakash & Bouhnik, 2022). In this context, current ROI 
models more and more employ an “all in one” concept 
including financial, operational, human capital and social 
returns to offer a broader perspective of organizational 
returns (Millar & Hall, 2013; Thusini et al., 2022). 

Despite the advantages associated with ROI 
assessment, challenges remain in quantifying intangible 
benefits and attributing organizational improvements 
directly to specif ic  technology investments. 
Nevertheless, the evidence suggests that organizations 
adopting structured ROI methodologies are better 
positioned to justify investments, optimize resource 
allocation, and align service management initiatives 
with broader business goals. By combining robust 
performance measurement practices with enterprise 
service platforms such as ServiceNow, organizations can 
improve accountability, demonstrate business value, 
and support long-term operational excellence.

Overall, the study concludes that ServiceNow serves 
as a valuable enabler of organizational efficiency and 
cost reduction within Enterprise Service Management 
environments. Its contribution to process optimization, 
service quality, and strategic performance reinforces 
the importance of comprehensive ROI measurement 
as a critical component of digital transformation and 
organizational success.
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