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Introduction to IT Service Management

0. Summary: An Introduction to IT Service Management with ITIL

ITSM (Information Technology Service
Management) is a process oriented,
customer focused methodology which
assists organisations in making
improvements to their IT services delivery
and support, by integrating IT services

R T — with the business.

business

Introduction of ITSM creates tight knit
i il service delivery and support, which
guarantees quality (ITSM is ISO9000
compliant), continuity and efficiency of
ol i delivery of IT services. ITSM provides the
way to adopt best practice and integrated
strategy for essential IT processes such as:
Service Level Management, Cost
Management, Change Management,
Software Control & Distribution,
Configuration Management, Capacity
Management, Availability Management, Contingency Planning, Helpdesk and Problem
Management.

business

Some of the benefits deriving from ITSM are: Demonstrable cost savings by Cost
Management and increased (internal) customer satisfaction. Improved relationships with
(external) service providers by Service Level Management.

ITSM is the practical application of ITIL (Information Technology Infrastructure Library)
which was developed in the United Kingdom by government agency CCTA (Central
Computer & Telecommunications Agency).

ITIL is basis of the ITSM methodology. It consists of a number of volumes (books)
covering most aspects of IT services. ITSM is strongly supported in the Netherlands (as
a de facto standard), the United Kingdom, in other European countries as well as in
South Africa. In countries where ITSM is practiced, national forums called ITSMF have
been founded. These national ITSMF’s have united their efforts in the international
ITSMF, which aims to improve and further develop the method as well as to promote it
worldwide. In Australia ITSM will be accredited and certified by the Australian Computer
Society.
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What do the IT Service Management processes deliver:

Service Level Management:

Achieving a specific, consistent, measurable level of service;

Balancing the service levels people want against the cost of providing them;
Making savings by more accurate specifications;

Increased user productivity as a result of better IT Services;

Having objective service measurement data to resolve differences of opinion about
service levels;

Reducing the probability of unpredictable demands;

Creating an arms length relationship between IT-users and providers, in order to
create an easier route to Facilities Management.

Availability Management

IT Services are managed to meet specific availability targets;
IT service quality improves because it is more controlled;
New information systems are more cost-effective;

There is less need for reactive problem support;

Maintenance and cost of downtime is reduced;

Supplier performance improves;

There is accurate information for service level negotiations;
Existing IT resources are used more efficiently.
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Capacity Management
- Less risk of problems caused by a lack of capacity;
- The ability to maximize existing capabilities within budget;
- Increased business efficiency through better IT;
- Control over capacity costs;
- The ability to identify low-cost improvements in performance;
- An improved specification for levels of service performance;
- Information about timing and building hardware upgrades;
- More accurate forecasting of how systems will perform.

Contingency Planning
- Being able to recover IT systems in a controlled way;
- Less time to the business by a continuous service;
- Minimum disruption to the business;
- Continuity.

Cost Management
Costing:
- Support a sound IT investment strategy;
- Make business-like decisions about each service;
- Set performance targets, and monitor costs against budgets;
- Prioritize resources;
- Respond to change knowing the costs involved;
- Plan and budget;
- Justify expenditure on new and better services.
Charging:
- Evaluate IT services and investment plans;
- Recover IT costs;
- Influence user behaviour.

Helpdesk
- Improved incident control;
- Better support for business operations;
- Improved relationship between IT services and customers;
- A central source of management information;
- Business/IT knowledge database.

Problem Management
- Higher user productivity, from a decrease in user downtime;
- Higher productivity from support staff;
- The ability to prevent failures or reduce their effects by using information from
previous problems;
- Better relations between users and IT Services, through a better quality service;
- Greater control of IT services through improved management information.

Change Management
- Fewer quality problems caused by changes;
- A better understanding of what changes will cost;
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- Fewer changes that have to be backed-out, and the ability to back-out more easily
when necessary;

- Better management information about changes;

- Higher user productivity, because IT Services are less disrupted by changes;

- More productive key IT staff;

- The ability to absorb high levels of change.

Configuration Management
- Better control of IT assets;
- Better IT service provision through support for the management of change;
- Better incident and problem management;
- Easier identification of legal obligations;
- Simpler expenditure planning;
- Support for contingency planning.

Software Control & Distribution
- The software people use is of good quality;
- Software is released in a way that minimizes errors;
- Software is kept safe and secure;
- Changes to software can be absorbed;
- Software can be built and controlled even at remote sites;
- Software is consistent over all locations;
- The changes of illegal copies of software appearing are reduced;
- Wrong versions and unauthorized copies are easier to spot;
- There are fewer opportunities for viruses or other software corruptions to escape
unnoticed.

1. An Introduction to IT Service Management with ITIL

Although this guide can be read in isolation, it is recommended that it is used in
conjunction with the other IT Infrastructure Library guides. The prefixes IS or IT will be
used only to clarify specific issues that apply to those subjects; managing service is a
generic concept and the guidance in the new infrastructure library books is applicable
generically. The guidance is also scaleable, applicable to both small and large
organisations. It applies to distributed or centralised systems and also whether IT is in-
house or supplied by third parties. It is neither bureaucratic nor unwieldy if implemented
sensibly and in full cognisance of the business needs of your organisation.

1.1 Restructuring the IT Infrastructure Library

The concept of managing services for the improvement of business functions is not new;
it predates the Infrastructure Library. The idea to bring all of the service management
best practice together under one roof however was both radical and new. The first series
of the infrastructure library coalesced service management from an IT standpoint and
failed for the most part to capture the interest of the business. The business perspective
series was published to bridge the gap between business and management and although
a success, the series was published at a time when the original IT Infrastructure Library
guidance was appearing to be out dated in some areas. The impact of the new series
was therefore limited in the market, but a catalyst in the service management industry.
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The IT Infrastructure Library (ITIL) was originally produced in the early 1990s and
consisted of ten core guides covering the two main areas of Service Support and Service
Delivery. These core guides were further supported by 30 complementary guides
covering a range of issues ranging from Cabling to Business Continuity Management.
ITIL has been restructured to make it simpler to access the information that is needed
to manage your services. The core books have been pulled together in order to
eliminate duplication and enhance navigation. For example, rather than having to read
more than ten books to cover the entire subject of service management, you now need
to read only two (albeit bigger books!) of which this is the first. And the material you
read is more sharply focused, consistent and up to date. The library has also been re-
engineered to focus on the business issues of infrastructure management as well as to
ensure a closer synergy with the new IS guides published by CCTA.

1.2 Target Audience

This book is relevant to anyone involved in the delivery or support of services. It is
applicable to anyone managing service management processes, in-house or outsourced,
anyone defining new processes or refining existing processes and anyone involved in the
day to day running of the processes. The book is also relevant to business managers to
help them establish IT services and support. Managers from supplier organisations will
also find this book relevant when setting up agreements for the delivery and support of
services.

The target readership therefore includes the:
IT Director
IT management
IT services management
business unit managers
procurement managers
supplier managers (whether these be internal or out-sourced)
auditors
Service Desk operatives
Service Level negotiators
Configuration and Change administrators
capacity planners

anyone else involved in Service Management.
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1.3 Navigating the IT infrastructure library

Following consultation with service management organisations and users groups, CCTA
designed the diagram shown below. The diagram illustrates that the new library series
will comprise five principal elements, each of which will have interfaces and overlaps
with each of the other four. The elements are:

the business perspective
applications management
delivery of services
support of services

network and operations services.

Deliver IT Services \ ﬁport IT Services

The Business
Perspective

Figure 1.1 Jigsaw Diagram
The business perspective will cover a range of issues concerned with understanding and
improving IT service provision, as an integral part of an overall business requirement for
high quality IS management. These issues include, business continuity management,
partnerships and outsourcing, surviving change and transformation of business practice
through radical change.
Service Delivery looks at what service the business requires of the provider to provide
adequate support to the business users. To provide the necessary support the book
covers the following topics: capacity management, cost management, availability
management, service level management and business continuity and contingency
planning.
Service Support is concerned with ensuring that the customer has access to the
appropriate services to support the business functions. Issues to be discussed in this
book are the service (help) desk, release management (software control and
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distribution), incident management, problem management, change management and
configuration management.

Networks and Operations Services will distil and includes network service management,
operations management, management of local processors, computer installation and
acceptance and will also cover for the first time the challenge of systems management.
And finally the book on applications management (as yet the scope is not fully defined)
will embrace the software development lifecycle expanding the issues touched upon in
software lifecycle support and testing of IT services. Applications management will
expand on the issues of business change with emphasis on clear requirement definition
and implementation of the solution to meet business needs.

The major elements can be described as jigsaw puzzle pieces (or perhaps better as
tectonic plates), some of which have a precise fit, some of which overlap or do not fit
together accurately. At the highest level, it must be understood that there are no strict
demarcation lines. Indeed, if we consider further the analogy of tectonic plates, sliding
over and under one another, joining and separating, then the earthly problem of points
of instability or friction caused by the imprecise nature of the pieces has an IT
Infrastructure Library equivalent. It is precisely where process domains overlap or
where demarcation lines cannot be clearly drawn that many management problems
arise. We cannot stop all the problems occurring (just as we cannot stop earthquakes)
but we can provide advice about how to prepare for and deal with them.

Just as examples, consider the following:
Can service support be divorced from service delivery?

Can any element of infrastructure guidance be considered complete without recognition
of the business perspective?

Is it acceptable that an application designed for the business should take no account of
the impact od its inclusion in the operational network and support elements of the
infrastructure?

1.4 Why choose a jigsaw concept?

To clarify how the concepts within ITIL work together, CCTA produced a set of process
models to describe the makeup of ITIL — the process model for Service Support can be
found at Appendix E. These process models have been used in practice and enhanced
since first produced and now form the cornerstones of the new guidance. If we
superimpose the jigsaw puzzle pieces from Figure 1.1 over a high-level process model of
the principal elements of managing service from the business perspective, we arrive at
Figure 1.2. The process elements for management of services can be defined precisely.
However the imprecise jigsaw puzzle pieces slide over the process elements,
demonstrating the overlapping elements in more detail and further illustrating the need
for both consistency across the guidance, and information about how to deal with
management problems that may arise. The cause of these management problems may
be the result of boundaries drawn that perhaps have more to do with the span of control
than with logical grouping of related functions.
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Figure 1.2 - The business perspective/jigsaw puzzle
1.5 The Service Support book

Figure 1.3 expands the service support jigsaw puzzle pieces. Although obviously
primarily centred on service support, the process elements pertaining to the business
issue of change to services (which is usually the signal for radical change rather than
change due to faults or maintenance) and meeting customer needs through service
delivery are a major factor. The infrastructure library process elements covered in this
book are also shown.
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Figure 1.3 Service Support; the coverage
Note that all of the chapters relate to processes except Service Desk, which is a function
that draws on all of the other processes.
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1.6 Service management

Before moving on to the specific issues of service support, consider first this wider
context of service management, the broad picture shown in Figure 1.4. Jigsaw puzzle
pieces again provide a good analogy for the process elements; in this instance, the
pieces fit together far more readily. Negotiations about contracted services may often be
undertaken by management group that is outside of the population that uses the
service. In these situations it is not surprising if perceptions about service quality and
availability differ between these two groups.

User Population Customers
Mavwork & Application
Dpw:.dons Sorvice Desk M.HL'lEI"'I'I":'III
Maragrmant [ —_— N [}
— Business
{ Help Dezk ) s Continuity
r Configuration L anning
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Problem CTRro - - Change l Ten
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Figure 1.4 Service Management
To avoid confusion regarding roles and terminology the terms '‘Customer’ and ‘User’ are
used throughout the new books to differentiate between those people (generally senior
managers) who commission, pay for and own the IT Services (the Customers) and those
people who use the services on a day-to-day basis (the Users).
The semantics are less important than the reason for differentiation. The primary point
of contact for individuals using services is (or should be) a Service Desk (or in less
sophisticated environments, a basic help desk). Therefore the user population is most at
risk from an inadequate service support function.
Customers of service providers increasingly rely upon contracts to define the
relationship of the service provider to the business (even in the case of in-house service
provision) and use the contracts to formalise areas of performance that are frequently
underpinned by Service Level Agreements (SLAs). The day-to-day impact of service
provision (unless catastrophic), is largely ignored in favour of prearranged meetings to
discuss deviations from contractual issues. Therefore the prime focus for customers is
the Service Manager, who controls the Service Level Agreement and who is involved in
contractual issues.
It is therefore important that we distinguish the different, but related, needs of users
and customers in the provision of services. Certainly, their goals may be at odds and
need to be balanced; for example users may demand high availability whereas
customers look for value for money at different levels of availability. There are
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information flows that must be maintained and key process elements that must be
defined for use by both parties; possibly the best example is configuration management.
If configuration management is defined only from the perspective of the user, then the
cost of introduction is not likely to be the principal issue (100% availability, predicated
on extensive knowledge about all configuration items, regardless of cost is more likely!).
On the other hand if configuration management is designed solely from the perspective
of the customer, then service availability will not be considered key, as the customer
may not have the coal face knowledge to understand the need to back-up fragile service
elements, (which would require extensive knowledge about all configuration items) or
perhaps be unwilling to increase costs by doing so.

1.7 PDOOOS5 A code of practice for IT service management

The British Standards Institute published a guide to service management which was
based on the principles of the IT infrastructure library; the context diagram from the
guide is reproduced below. The diagram is not a process model (it was never intended
as one) and can be viewed in the same way as Figure 1 i.e. the main principles (of
service management in this instance) are placed in a coherent context, providing
guidance that enables the reader to make links between related process elements.

Service Design & Management Processes

Security Service Level Management Capacity
Management ) ) Management
Service Reporting
Availability J— .
& Contingency _— ¢ ee e Financial
Management Control Processes Management
Asset & Configuration Management
Release |~ Change Management "  Supplier
Processes P"gf:fs“
a ¥ ustomer
Resolution Processes R
:‘H'm& Incident Management Management
anagement .
Supplier
Problem Management Monagement

Automation

Figure 1.5 PDO0O0O5 Service management processes
If we now consider PDOOO5 in the context of Figure 1.5, it is obvious that the new IT
Infrastructure Library models can be seen as an expansion of the BSI model, taking IT
Service Management forward. The process elements are nearly the same, the principle
of Change and Configuration Management as a linchpin is the same, the difference
relates to the level of detail Both BSI and CCTA espouse similar, if not identical,
principles of best practice for IT service management.

1.8 Service Management: a process approach

The chapters in this book focus on service support as a set of integrated processes.
Service Support focuses on processes in order to achieve goals; some managerial
functions are required to enact the processes, but fundamentally it is the process and
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it’s suitability to purpose that is important. The major exception to this is service desk,
which is a function of the underpinning processes, rather than a process in its own right.
Consider these five elements:

role
responsibility
function
process

activity.

A role exists that needs to be fulfilled. As an example let us refer to the Change
Manager. The responsibilities of the role must be defined. The function of Change
Management must be specified appropriate to the organisation, (perhaps defined as
controlling change to improve service quality or something similar). The processes
need to fulfil the functions that must be agreed and planned and implemented. And in
order to meet the objectives of the function, the defined processes work through
activities performed by people assigned to the role.

A role may be undertaken by an individual on a full or part-time basis or it may be
allocated to several people. Allocation of a role will depend on the size of the role as
required for the organisation and the skills and capabilities of the individuals available to
fulfil the role. The organisation must adopt the approach most suited to its needs.
Where the role is split it is vital that each person understands their responsibilities and
that clear communications mechanisms are set up to support the necessary aspects.

In brief, that is how the Service Support processes, functions etc. are described to you
in this book. It is by concentrating on the roles that we can most easily provide generic
advice that can then be tailored for implementation within a wide range of
organisations.

More details about process theory and practice are provided in Appendix B to this book

1.9 Interworking between processes

This book refers to the need for Configuration Management, Change Management,
Incident Management and Problem Management processes that are integrated. The
process of releasing components to the live environment is also an issue for
Configuration Management and the Service Desk is of course primarily responsible for
liaison between IT providers and the users of services. Each component of service
support is discussed separately in the book. The purpose of this section is to show the
links and the principal relationships between the service support processes, and
between the service support and other infrastructure management processes.

1.9.1 Configuration Management

Configuration Management is an integral part of all other Service Management
processes. With current, accurate and comprehensive information about all components
in the infrastructure the management of change, in particular, is more effective and
efficient. Change management can be integrated with configuration management. As a
minimum it is recommended that the logging and implementation of changes be done
under the control of a comprehensive configuration management system and that the
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impact assessment of changes is done with the aid of the configuration management
system. All change requests should therefore be entered in the Configuration
Management Data Base (CMDB) and the records updated as the change request is
progressed through to implementation..

The Configuration Management system identifies relationships between an item that is
to be changed and any other components of the infrastructure, thus allowing the owners
of these components to be involved in the impact assessment process. Whenever a
change is made, Configuration Management records must be updated (see Figure 1.6).
Where possible, this is best accomplished by use of integrated tools that updates
records automatically as changes are made.

The CMDB will be available to the entire service support group so that incidents and
problems can be resolved more easily by understanding the possible cause of the failing
component. The CMDB will also be used to link the Incident and Problem records to
other appropriate records such as the failing Configuration Item (Cl) and the user.
Release management will be difficult and error prone without the integration of the
configuration management process.

The Service Delivery processes will also rely on the CMDB data. Examples being:

Service Level Management needs to identify components that combine together to
deliver the service so that underpinning agreements can be set up

Financial Management for IT needs to know the components utilised by each business
unit especially when charging is in place

IT service continuity and availability management needs to identify components to
perform risk analysis and component failure impact analysis.

Change Change Release
Management Management Management
Assesses Authorizes Controls release

—|  of new version
of software or
hardware if
required to
implement change

change

impact

Configuration Canfiguration

Management Managemant
Identifies Updates
areas impacted records

Figure 1.6 — Relationship between Configuration Management and Release Management
1.9.2 Change Management

The Change Management process depends on the accuracy of the configuration data to
ensure the full impact of making changes is known. There is therefore a very close
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relationship between Configuration Management, Release Management and Change
Management.

Details of the change process are documented in SLAs to ensure that users know the
procedure for requesting changes and the projected target times for, and impact of the
implementation of changes.

Details of changes need to be made known to the Service Desk. Even with
comprehensive testing there is an increased likelihood of difficulties occurring following
change implementation either because it is not working as required or expected, or
because of queries on the change in functionality.

The Change Advisory Board (CAB) is a group of people who can give expert advice to
the Change Management team on the implementation of changes. This board is likely to
be made up of representatives from all areas within IT and representatives from
business units.

1.9.3 Release Management

Changes may often result in the need for new hardware, new versions of software,
and/or new documentation, created in-house or bought in, to be controlled and
distributed, as part of a new ‘packaged release’. The procedures for achieving secure,
managed rollout should be closely integrated with those for change management.
Release procedures may also be an integral part of incident and problem management,
as well as being closely linked to the CMDB in order to maintain up-to-date records.

1.9.4 Incident Management

There must be a close interface between the incident management process and the
problem management and change management processes as well as the function of the
service desk. If not properly controlled, changes may introduce new incidents. A way of
tracking back is required. It is therefore recommended that the incident records should
be held on the same configuration management database as the problem, known error
and change records, or at least linked without the need for re-keying, to improve the
interfaces and ease interrogation and reporting.

Incident priorities and escalation procedures need to be agreed as part of the service
level management process and documented in the SLAs.

1.9.5 Problem Management

The problem management process is dependent on the accurate and comprehensive
recording of incidents to enable the cause of the incidents and trends to be identified.
Change requests often arise as proposed fixes to problems and known errors. If not
properly controlled, changes may introduce new problems and errors.

1.9.6 Service Desk

The Service Desk is the single point of contact between service providers and users, or
their representatives, on a day-to-day basis. As well as a focal point for reporting
incidents and making service requests, the Service Desk has an obligation to keep users
informed of service events, actions and opportunities that are likely to impact the
performance of the users, in their day-to-day activities. For example, the Service Desk
could act as the focal point for change requests from users, issuing Change Schedules
on behalf of Change Management, and keeping users informed of progress on changes.
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The Change Manager must therefore ensure that the Service Desk is kept constantly
aware of change activities.

The Service Desk is in the direct firing line of any impact on the SLAs and as such needs
rapid information flows.

The Service Desk may be given delegation to implement changes to circumvent
incidents within its sphere of authority. The scope of such changes must be predefined
and the Change Management function must be informed about all such changes.
Changes that involve a change of specification of any Configuration Item must not,
however, be implemented without prior approval by Change Management.

1.9.7 Service Level Management

The Service Level Management (SLM) process is responsible for ensuring Service Level
Agreements (SLAs) and underpinning OLAs (Operational Level Agreements) or contracts
are met and for keeping any adverse impact on service quality to a minimum. The
process is involved in assessing the impact of changes upon service quality and SLAs,
both when changes are proposed and after they have been implemented. Some of the
most important targets set in the SLAs will relate to service availability and thus require
incident resolution within agreed periods.

SLM is the hinge for service support and delivery. By itself, it cannot function as
intended and relies on the other processes being in place, and working effectively and
efficiently. An SLA without underpinning support processes is useless as there is no
basis for agreeing content.

1.9.8 Capacity Management

Capacity planning is part of service delivery and is directly related to the business
requirements. It is not simply about the performance of the system’s components,
individually or collectively. There are however some particular aspects that relate closely
to service support.

Capacity Management activities will raise RFCs in order to ensure that the appropriate
capacity is available. These are subject to the Change Management process, and
implementation may affect several Cls, including hardware, software and
documentation, and will require effective Release Management.

The Capacity Manager must be involved in evaluating all changes, to establish the effect
on capacity and performance. This should happen both when changes are proposed and
after they are implemented. The Capacity Manager must pay particular attention to the
cumulative effect of changes over a period of time. The negligible effect of single
changes can often combine to cause degraded response times, file storage problems,
and excess demand for processing capacity.

Capacity management is involved in incident resolution and problem identification for
those difficulties relating to capacity issues.

1.9.9 IT Financial Management

The financial management process needs access to configuration data especially when
charging is in place. The process also needs to be involved in the change assessment
process - to evaluate the potential impact of change on costs (and the charging formula
if charging is in place) and perhaps assist in the cost-benefit analysis that may be
needed and may have budgetary approval.
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1.9.10 Availability Management

Availability Management looks at likely causes of unavailability and needs accurate
configuration data as well as access to incident and problem records. Changes may
result from initiatives to improve service reliability and availability. The Availability
Manager must be involved in assessing RFCs, to establish the likely effect on reliability
and availability, and in reviewing changes implemented for their actual effect on
reliability and availability.

1.9.11 Business Continuity planning

Business Continuity planning is concerned with prevention of disasters occurring as well
planning for recovery. Configuration Management data will be required to facilitate this
prevention and planning. All changes will need to be assessed for their potential impact
on the continuity plan and the plan itself will be subject to change management
procedures. The Service Desk will have an important role to play if the continuity plan is
invoked.

1.9.12 Network and Computer Operations Management

The networks and operations management functions must be involved in assessing the
impact of proposed changes upon the operations area (e.g. operational procedures, shift
patterns, scheduling) and will also raise RFCs in response to operational problems. The
managers are responsible for reviewing the effects on operations of actual changes.
The managers will probably have delegated authority to implement predefined changes
(such as hardware repairs) to circumvent incidents within his/her sphere of control.
Such changes must be brought to the attention of the Change Manager. Changes
involving a change to the specification of any configuration item are not normally
delegated away from change management.

The Network Manager is specifically responsible for assessing the impact on the network
and on network management of proposed changes, and for reviewing the impact of
implemented changes. The Network Manager is also be responsible for raising RFCs in
connection with the network.

The Network Manager will probably have delegated authority to implement changes to
circumvent incidents on the network, providing no specification change to any
configuration item is involved. Such delegated changes must be brought to the attention
of the Change Manager, however.

1.9.13 Application Management

CCTA plans to produce guidance that discusses the major processes required to manage
applications throughout their lifetime. Service management is typically concerned with a
product (software/hardware) at a particular point in time to support the service
requirements at that time. Applications management will consider the issues from
feasibility through productive life to final demise of the application. There is much work
still to scope this guidance particularly when there is a need to describe the processes in
generic terms.

1.9.14 Security Guides
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The Security Management function will interface with IT service management processes
where security issues are involved, usually relating to the Confidentiality, Integrity and
Availability of data, and the security of hardware and software components . For
example, to assess the impact of proposed changes on security and to raise RFCs in
response to security problems; to ensure confidentiality and integrity of security data
and maintenance of security when releases software into the live environment.

1.9.15 Environmental Infrastructure Modules

Changes to the environment may affect the quality of service, and changes to the
infrastructure may have implications for the environmental infrastructure. It is
recommended that all relevant aspects of the environmental infrastructure are brought
under configuration management control and subjected to the change management
procedures described in this book.

1.9.16 Standards

The following standards are applicable:

BSI PDO0O0O05, - code of practice for IT service management

ISO 9000 series, EN29000 and BS5750 - Quality Management and Quality Assurance
Standards

The Infrastructure Library codes of practice are designed to assist their users to obtain
third-party quality certification. Organisations' internal service providers may wish to be
so certified.

1.9.17 Project Management

When implementing new processes in an organisation there are benefits in running this
activity as a project. So within this book we refer to Service Management Projects which
are implemented to introduce new processes or to improve the current processes for the
delivery or support of IT services.

There are a variety of structured project management methods that can be adopted.
Within ITIL when we discuss project management if we need to draw on a particular
method we will use PRINCEZ2 which is owned by CCTA and widely adopted throughout
UK Government bodies.
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2. Getting Started

Chapter 3 discusses how to set about planning and implementing the project to
introduce service management. Within this chapter we look at how to build commitment
from management so that they will provide the necessary funding.

What you need to know first is the benefit of using the method and how to market the
message of those benefits to your organisation. These issues can form part of a
business case for process implementation or improvement. An important part of the
business case is likely to be concerned with articulating the problems with the current
position and demonstrate the benefits of the new vision. A business case must look at
the benefits, disbenefits, costs and risks of the current situation and the future vision so
that management can balance all of these factors when deciding if the project should
ahead. Appendix D provides some costed examples for developing a business case for
introducing ITIL into an organization.

2.1 Service management benefits

It is important to consider the benefits for the organisation of having a clearer definition

of the service management function. Some of the benefits that could be cited include:
improved quality of service - more reliable business support

business continuity procedures more focused, more confidence in the ability to follow
them when required

clearer view of current IT capability

better information on current services (and possibly on where changes would bring
most benefits)

greater flexibility for the business through improved understanding of IT support

more motivated staff; Improved job satisfaction through better understanding of
capability and better management of expectations

people know what is expected of them and delivery of ‘it’ can be substantiated, in turn
this leads to improved customer satisfaction (where customer here relates to those of
the business user)

increased flexibility and adaptability is likely to exist within the services

system-led benefits, e.g. improvements in security, accuracy, speed, availability as
required for the required level of service.

The importance and level of these will vary between organisations. A major problem
comes in defining those benefits in a way which will be measurable later on. Following
ITIL guidance can help to quantify some of these elements.

But the first question is likely to revolve around why ITIL rather than any other
approach to service management. The following sections discuss this aspect.

2.2 The IT Infrastructure Library; benefits
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Developed in the late 1980’s, the IT Infrastructure Library has become the world-wide
de facto standard in Service Management. Starting as a guide for British government,
the method has proved to be useful to organisations in the industrial, financial and
government sectors through it’'s adoption by many service management companies as
the basis for consultancy, education and software tools support. Today, it is known and
used world-wide.

What contributes to the success factor? Let us look at a couple of reasons for its
success.

2.2.1 Public domain framework

From the beginning, ITIL has been publicly available. This means that any organisation
can use the framework described by the CCTA in its numerous books. Because of this,
the IT Infrastructure Library guidance has been used by such a disparate range of
organisations, local and central government, oil and gas, public utilities, multi-nationals,
finance, and manufacturing. Very large organisations, very small organisations and
everything in between have implemented ITIL processes and standards.

2.2.2 Best practice framework

The IT Infrastructure Library is industry best practice guidance. It has proved its value
from the very beginning. Initially, CCTA collected information on how various
organisations addressed service management, analysed this and filtered those issues
that would prove useful to CCTA and to it’s customers in UK central government. Other
organisations found that the guidance was generic and markets outside of government
were very soon created by the service industry.

Being a framework, ITIL describes the contours of organising service management. The
models show the goals, general activities, inputs and outputs of the various processes,
which can be incorporated within IT organisations. ITIL does not cast in tablets of stone
every action you should do on a day-to-day basis because that is something which will
differ from organisation to organisation. Instead it focuses on best practice than can be
utilised in different ways according to need.

Thanks to this framework of proven best practices, the IT Infrastructure Library can be
used within organisations with existing methods and activities in service management.
Using ITIL doesn’t imply a completely new way of thinking and acting. It provides a
framework in which to place existing methods and activities in a structured context. By
emphasising the relationships between the processes, the lack of communication and
co-operation between various IT functions can be eliminated or minimised.

ITIL provides a proven method for planning common processes, roles and activities with
appropriate reference to each other and how the communication lines should exist
between them.

Because of its framework character, the guidance can be used in any organisation. It is
independent of organisational cultures that exist within organisations, but describes the
influence of culture on service management or the way to implement or improve
processes within the organisation.

2.2.3 De facto standard

By the mid-nineties, ITIL was recognised as the world de facto standard for service
management. The great advantage of a generally recognised method is a common
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language. The books describe a large number of terms that, when used correctly, can
help people to understand each other within IT organisations.

An important part of IT Infrastructure Library projects is getting people to speak that
common language. That is why education is the essential basis of an implementation or
improvement program. Only when the people involved understand the common
language can a project be successful.

2.2.4 Quality approach

In the past, many IT organisations were internally focused and concentrated on
technical issues. Nowadays, businesses have high expectations towards the quality of
services and these expectations change throughout time. This means that for IT
organisations to live up to these expectations, they need to concentrate on service
quality and a more customer oriented approach. Cost issues are now high on the
agenda as is the development of a more businesslike attitude to provision of service.
ITIL focuses on providing high quality services with a particular focus on customer
relationships. This means that the IT organisation must provide whatever is agreed with
customers. This implies a strong relationship between the IT organisation their
customers and partners.

Tactical processes are centred on the relationship between the IT organisation and their
customers, setting up agreements on service delivery and monitoring these, while on
the operational level, the service support processes are about delivering these services
according to these agreements. On both levels you will find a strong relationship with
quality systems such as 1SO 9000 and a total quality framework such as EFQM.
Appendix C provides more information on quality management. Generic benefits
include:

improved quality service provision

cost justifiable service quality

services that meet the business, the customer and the user demands
Integrated centralised processes

everyone knows their role and knows their responsibilities in service provision
learning from previous experience

demonstrable performance indicators.

Business case for using the 1SO9000 quality standards

Many companies require their suppliers to become registered to 1ISO 9001 and because
of this, registered companies find that their market opportunities have increased. In
addition, a company's compliance with 1SO 9001 insures that it has a sound Quality
Assurance system, and that's good business.

Registered companies have had dramatic reductions in customer complaints, significant
reductions in operating costs and increased demand for their products and services.
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ISO 9000 registration is rapidly becoming a must for any company that does business in
Europe. Many industrial companies require registration by their own suppliers. There is a
growing trend toward universal acceptance of ISO 9000 as an international standard.

Of course this applies to other standards, for example the British Standards, and in fact
most European and many other standards world-wide have been consolidated in the
new 1SO9000-2000 standards.

2.3 A process led approach

Appendix B provides detailed information about using process models and definitions to
complement a process led approach to implementing IT Infrastructure Library guidance
in a programme of continuous improvement.

Figure 2.1 represents a model that can be used by an organisation as the framework for
process improvement.

Where are

We Now?

Business Objectives
* CSF
KPI

Best Practice

ITIL Haw will we resch
PRINCEZ2 T| our ehjectives?

EFQM
|

Transitional
plans

r

Metrics

L 4

Where do we

want to be?

Figure 6 Process improvement model
In short, if you can draw up a process model of best practice (any practice in fact that is
more effective than your current way of doing things), you can compare that model with
a description of your current practice and use it to define improvements. If you do this
in the light of your business direction or critical success factors, you can define
measures of how you can demonstrate improvements and achievements that are truly
useful.
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As a process based method, the IT Infrastructure Library is particularly suited to use in
this way. Appendix B provides more information and a case study.

2.4 Management Commitment

Management commitment is about motivating, leading and providing an example. If you
or your managers do not support the use of best practice openly and demonstrably, or if
you are not fully committed to change and innovation, then staff cannot be expected to
improve themselves, service management processes or service to customers.

2.4.1 Aspects of management commitment

Modern organisations require IT/ business alignment, and therefore a total quality
approach to leadership is required from managers. The different aspects of management
commitment can be found in commonly used Total Quality Models such as the EFQM (in
Europe) or MBNQA (in North America) models.

2.4.2 Management Commitment in the Planning Stage

Why do implementations fail?

This question has been asked many times in the past. If we summarize the causes for
failure at the highest level a pattern appears. Simply implementing a ‘process control
function’, as implementations were considered to be in the past, is not enough. In most
cases failure was caused by lack of attention to the ‘process enablers’. It is not enough
for management to provide the funds for the implementation process and then sit back
expecting everything to work. Management should be committed during the entire
‘plan-do-check-act’ cycle, and should also address all aspects of the service
management framework.

It is essential that plans drawn up are followed, adapted where appropriate in
accordance with recognised methods and that there is a clear definition of how
processes are to be implemented.

2.5 Cultural Aspects
2.5.1 What is culture?

There are many definitions of organisational culture. A simple but useful one is: the
shared values, beliefs, attitudes and expectations held by the majority of people in an
organisation.

Examples of cultural elements are:

formal procedures

informal codes of behaviour
dress norms

rituals

certain kinds of (insider) jokes.
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Culture is partly visible - the building architecture or the way employees dress, and
partly invisible - attitude towards risk-taking, the value placed on loyalty etc.

2.5.2 The impact of culture on an organisation

The impact of culture on an organisation is significant and easily underestimated.
However, to a large extent it determines the way employees function within that
organisation. The employees’ attitude towards leadership, for example, has a large
impact on the effective style of leadership within an organisation.

Of course, with culture, it goes the other way too. The type of organisation influences
the culture. For example, think of the cultural difference between government offices,
engineering offices and small consulting offices (see margin).

Examples of different cultures in organisations:

Government organisations commonly follow a strict hierarchical structure with formal
communication lines. To get things done here, you may need to follow the right
procedure and use formal titles and credentials.

In a small consulting firm there is hardly any hierarchy and communication is quite
informal. The best place to get things done is near the trendy cappuccino-machine
where a lot of decisions are made. People don't care about your credentials. As long as
you get the job done, they're happy.

Engineers understand rigour. These people have to be convinced by continuously
explaining what the result of changes will be for their situation.

2.5.3 The influence of culture on organisational change

The same reasoning goes for organisational change. The organisational culture
determines how people react to change and thus how successful a certain change
strategy will be.

To cope with cultural differences when implementing processes, change moderators
should adopt a leadership style, which is most effective depending on the situation they
face.

Cultural elements to be taken into account when implementing or improving processes
in an organisation:

attitude towards leadership

hierarchical or flat/informal structures
communication: formal or informal

sensitivity towards change: open vs. reserved

position: extrovert vs. introvert.

These items are the mechanics of culture. However there are ephemeral aspects of
culture in the way you interact with people. Do not forget that a Service Management
culture appears fundamental but depending where you live, it can be a surprise to
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discover the differences in approach. In the UK we advise a businesslike, friendly
approach. In North America, the same advice may be interpreted very differently in
terms of degree; how many cynical Britons are overwhelmed by the approach to service
in some fast-food chains?

The ‘can do’ approach should be encouraged; the willingness to get things right, the
motivation to act responsibly, reliably and predictably. Irrespective of national borders
and characteristics, the fundamental approach should be one of a culture in which the
right things happen in an orderly and well managed environment so that the needs of
the customer are always at the top of the agenda.

Service management processes, no matter how good, in most respects depend on the
right people with the right attitude for them to be effective. It is therefore vital that
when implementing or improving these processes that a strong service culture is
implemented at the same time.

2.6 Service management software tools

The first question you should ask yourself is ‘Do | really need tools?’ If you do, assess
the need formally with a well-researched selection process.

If you look at the glossy brochures and listen to the sales talks, they are indispensable.
However, good people, good process descriptions, procedures and working instructions
are the basis for successful Service Management and controllable behaviour. The
sophistication of tools required will be dependent on the business need for IT services
and to some extent the size of the organisation. In a very small organisation a simple
in-house developed database system may be sufficient for logging and controlling
incidents. However, in very large organisation, a very sophisticated distributed
integrated service management tool-set may be required, linking all the processes with
event management systems. Of course tools can be an important asset in modern IT
dependent organisations, but the starting point should always be to look at the way
your processes work. This will provide information needed to define the specifications
for a tool best suited to assist you.

Why the need?

more sophisticated customer demands

IT skills shortage and budget constraints
business dependence on quality IT services
integration of multi-vendor environments
Increasing complexity of IT infrastructure
emergence of international standards

increased range & frequency of IT changes.
Automated tools allow:
centralization of key functions

automation of core Service Management functions

analysis of raw data
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trend identification

preventive measures to be implemented.
2.6.1 Types of tools
Tools range from simple to complex, and from inexpensive to very expensive. They
generally fall into one of the following categories:
CMDB & Help Desk; traditional Help Desk tools without separate databases and
modules for the service management processes
Integrated service management tools; modern client server based tools, with or
without knowledge database.
2.6.2 Summary of tool evaluation criteria
80% fit to operational requirements

ALL mandatory requirements

avoid product customization

ITIL compliance

sound data structure and handling

careful evaluation required before selection

business driven not technology driven.

Software tools should handle processes in conformity with the practices discussed in the
IT Infrastructure Library. A set of guidance (the Appraisal and Evaluation Library) is
available for the guidance of organisations wishing to select service support and delivery
tools.

The prime areas to consider are:

support for the functional requirements, and the level of interaction with for example
service delivery processes and tools

data structure, data handling and integration — the capability to support the required
functionality

consider issues such as integration of multi-vendor infrastructure components, and the
need to absorb new components in the future — these will place particular demands on
the data handling and modelling capabilities of the tool

conformity to international open standards
flexibility in implementation, usage and data sharing
usability — the ease of use permitted by the user interface

overall ease of use is a major influence on productivity levels and training
requirements
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service levels — performance and availability
distributed clients with a centralised shared data base (e.g. client server)

back-up, control and security.
Also think about exploitation and integration.

BSI information about Service Management tools.

Few enterprises have no service management tools and many are considering replacing
or upgrading those that are in use. The range and sophistication of tools for service
management automation has grown rapidly in recent years.

Tools for the automation of core processes such as call logging and problem tracking
have been supplemented by computer integrated telephony, software capable of
handling complex and multiple SLAs (with separate targets and business clocks) and
remote support technology. Other tools include:

interactive voice response systems (IVR)

the Internet, internal electronic mail, voice mail

self help knowledge

case based reasoning/search systems

network management tools (including remote support capability)
system monitoring

asset, configuration and change management systems

release and distribution systems

security monitoring and control, including password control, detection of violations and
virus protection

capacity planning

contingency management (including automatic back ups).

Although some of the newer tools are not yet commonly used, there are few areas of
service management that cannot be helped by automation. Some areas of service
management are too resource intensive to be done effectively without automation. Each
tool for the automation of service management has advantages and disadvantages but
automation is still recognised as vital.

It is necessary to ensure that the combination of technology, processes and people are
integrated and meet the needs of the customers. Automation should be used to enhance
service management, not replace it.

Automation is increasingly being treated as part of workflow management, linking each
task in the life cycle from a new service being planned through to disposal. The

technology should be used to complement and enhance service delivery, not replace it.
Aintnmatinn that nravidec ciinnart far dicetrihiited comniitina hac revnhiitinnicad the
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ability of an enterprise to diagnose problems remotely, and in many cases also to fix
them remotely and therefore faster.

Remote support technology has also made it possible for an enterprise to make changes
by downloading the new versions of software and to monitor the capacity of the
infrastructure, identifying capacity problems before they become serious.

Automation has enabled easier contingency planning, with work being switched in the
event of a local overload or a serious problem that has taken the service out from a
specific area.

Some final considerations:

supplier and product credibility — install base and degree of support; consider issues
like large time zone differences between the supplier and your organisation or
language differences

costs; consider whether it is best :

buying a standard package at reasonable initial cost, however, customisation is
generally very expensive and complex

or a more flexible package at higher initial costs; customisation may be relatively easy
and cheap

your purchase should also take into account adaptability; will it be able to meet
organisation specific requirements and constraints.

2.6.3 Training

"A fool with a tool is still a fool"

(Murphy’s first law on Service Management tools)

To ensure effective use of software tools product training is required, and therefore
budget provision should be made at the planning stage of the implementation project.
Furthermore, the supplier must have a suitable portfolio of training programs, covering
the requirements of practitioners, supervisors and managers.

Of course, it also makes sense to make sure that the concepts of the IT Infrastructure
Library are also well known and understood in the service management function. ITIL
foundation and management training is now widely available leading to an
internationally recognised qualification developed by the EXIN and ISEB examination
boards. Over 10,000 people now hold qualification in IT service management world
wide.

In addition it would be beneficial for the organisation to receive business-related training
covering the broader aspects of infrastructure management. Far too often IT is accused
of not knowing enough about the business and its needs; the business perspective
series of books should be referred to for more information.
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3. Planning for Implementation of service management

Few organisations fail to recognise Service Management as being important. However,
it is common for working practices to be based on historical or political considerations.
It is therefore essential, before implementing any or all of the components of Service
Management, to gain management commitment, understand the working culture of
the organisation and assess any existing processes and compare these to the needs of
the business and to best practice.

3.1 The service management project

To analyse the needs of the organisation and implement the desired solution requires a
temporary organisation structure to be set up to undertake these activities. Thus this
can readily be considered to be a project, or a series of projects, to implement the
required service management processes.

One of the benefits of adopting a project approach to this activity is that you can
undertake the necessary investigations and have designated decision points where you
can opt to continue with the project, change direction or stop.

The project needs to consider your current position, where you would like to be and plot
the path between these states. For each option identified, you can begin to articulate:

the benefits
risks and dis-benefits

costs of the move plus longer term running costs ( or simply the costs of continuing
with the current regime ).

You can then begin to see how the business needs can be supported and see the
associated costs. The benefits can then be balanced against costs and risks. Undertaking
the investigative work could be considered to be one project that can then befollowed by
an implementation project.

3.2 Feasibility study

It is essential to investigate and understand the current service levels and costs by
baselining all appropriate aspects of the service. This should be done before making any
major changes. Thus, the cost-benefit of Service Management can be measured against
the impact of the service management processes on the baseline service levels and
costs. When baselining involves comparison with other enterprises it is usually referred
to as benchmarking.

Some advice before you start; the IT Infrastructure Library is not a magic wand. Do not
expect miracles to happen when you implement the process framework. In the past
many organisations have tried to use process implementations as the basis for company
reorganisations, or to assist with company mergers. Too many disparate goals for the
project will lead to failure and disappointment. The target should be to enable the
delivery of quality IT services aligned to business need.

3.3 Assessing the current situation
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3.3.1 Introduction

Figure 2.1 represents a model that can be used by an organisation as the framework for
process improvement. The model is also a framework for benchmarking. It can be used
generically for any change related situation, strategic or tactical or operational. The
current situation is compared to best practices. The result is the input for the transition
plans, together with the goals related to the change process. The transition plans
describe the way the changes will take place and result in the actual changes. Thanks to
continuous measurement, through measurement of defined processes, assessment of
the changes compared to the goals is possible, and may result in changing of actions,
facilitating the process of continuous improvement.

3.3.2 Health check

A ‘health check’ based on the processes can be used as an objective way of assessing
the effectiveness of service management processes in an organisation. This assessment
should aim to identify those aspects which are functioning well, thus determining the
best practices are in current use and should be retained, and also to pinpoint problem
areas and constraints. Using the recommendations from a health check you will be
better equipped to define your implementation or improvement priorities.

To summarise, a health check should:

objectively assess the effectiveness of your service management processes
identify constraints and problem area’s
provide you with advice how to manage your processes more effectively

provide you with advice on how to improve your processes.

Non IT related issues which can influence your performance in delivering services such
as people management and resource management can be assessed by using (self)
assessment methods provided by Total Quality Management methods. For further
reading, see the Appendix C — Quality.

Some examples of general topics which should be addressed by questions in a health
check include:

presence of a strategic business plan
how the plan supports IT planning
are business needs addressed by IT

IT growth planned in relation to business growth.

Some examples of process topics, which should be addressed by questions in a health
check:

list of activities for each process
how are tasks and responsibilities organised

communication lines between processes
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overall control of service management
description of IT Infrastructure
control over changes to the IT infrastructure

level of customer satisfaction with IT services.

Some improvements will require major change to the current process, within the
organisation, and it may be a considerable time before they can be implemented. Where
ever possible some "quick wins" should be implemented so that everyone involved can
see that improvements are being achieved prior to the final implementation. Using the
health check can assist in the identification of the areas of ‘quick-win’.

3.3.3 Maturity

Health checks and self assessments can also help determine the maturity level of your
organisation. This is important if your target is better 1T/ business alignment.

Most health checks use the Nolan maturity scale. In this scale there are five levels of
maturity:

initiation
awareness
control
integration

optimisation.

The European Foundation for Quality Management uses the following maturity scale for
its (self) assessment:

product orientation

process orientation [the maturity stage aimed for by the original library]
system orientation

chain orientation

total quality.

Maturity of process is an important issue, but not as important as the knowledge of
what the business requires and will pay for in terms of maturity.

3.4 General guidelines on project planning
The CCTA project management method PRINCE 2 (Projects IN Controlled Environments)
is widely adopted in the UK and is used to describe an approach to projects within the

ITIL context.

3.4.1 Project characteristics

The Art of Service b.v. - Villa Vrijenban - Nieuwe Plantage 58 - 2611 AK Delft
Telefoon: 015-2192840 - Fax: 015-2192820 - KvK Haaglanden onder nummer 12345678



J Villa Vrijenban
the E‘?g ) E Nieuwe Plantage 58
—— 2628 XX Delft
The Netherlands
+31 (0) 15 2192 860

+31 (0) 15 2192 820

A project can be defined as:
a temporary organisation that is needed to achieve a predefined result at a pre-
defined time using pre-defined resources. .
A temporary organisation means the project has a beginning and a clear ending and is
conducted alongside the day-to-day activities. By doing this, the project activitycan be
isolated from ongoing work.
PRINCE 2 concentrates on creating an appropriate management environment to achieve
the stated aim of the project. To achieve this a PRINCE project requires the following to
exist:

a finite and defined lifespan

defined and measurable business products (to achieve quality requirements)

a set of activities to achieve the business products (i.e. the ‘doing’ of the project)
a defined amount of resources

a project organisation structure with defined responsibilities, to manage the project.

Before starting a project, the organisation should have a vision about what the results
should be. By defining the means necessary to achieve the project result, it is possible
to isolate these assets (people, budget etc) from the day-to-day activities. This
increases the success rate of the project.

Before the actual project starts, management should have an overall ‘feel for the
project’ and be able to document:.

project definition, explaining what the project needs to achieve - this should give
background information, project objectives and scope, outline the desired outcome and
state constraints on the project

business case, describing how the project outcome will support business needs and
justify its existence - this should include reasons for selection of this approach

known quality expectations of the business solution
acceptance criteria for the final outcome
known risks

high-level plan identifying roles and if possible assigning them to individuals as well as
major “go/no go" decision points.

3.4.2 Business case for the project

The business case describes the added value of the project for the organisation: why
should this project be carried out? Of course, to establish the answer, the project costs
and revenues -- perhaps this is more accurately described as savings, should be
compared. The difficulty in doing this, however, is that while the costs are relatively
easy to quantify (people, budget etc.), this is not the case with the revenues. Some
ideas that you might find useful are described in Appendix D.

Particularly with process oriented projects, assessing and describing the
revenues/savings is a hard task. This has to do with the fact that process
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implementation results in higher quality service provision, higher service levels and a
more flexible organisation; these are not quantifiable financial results. Sometimes you
find that you are making investments (or incurring costs, depending on your point of
view) without knowing clearly the benefit; it is no use telling the budget holder that you
are speculating to accumulate. The business case must enable the reader to understand
the value of investing in service management process improvement.

3.4.3 Critical success factors and possible problems

A successful service management function should:
provide a good understanding of the customer's requirements, concerns and business
activities and should deliver business led rather than technology driven services
enhance customer satisfaction

improve value for money, resource utilisation and service quality

provide an infrastructure for the controlled operation of ongoing services by formalised
and disciplined processes
provide staff with goals and an understanding of the customer’s needs.

Problems with service management processes that may be encountered include:
excessively bureaucratic processes, with a high percentage of the total support
headcount dedicated to service management

staff being inconsistent in how they perform the same process (often accompanied by
noticeable lack of commitment to the process from the responsible staff)

lack of understanding on what each process should deliver

no real benefits to the cost of service or the quality of service arising from service
management processes

expectations being widely different to reality, e.g. targets rarely hit

no visible improvement.

Some of the major issues concerned with defining and running a successful service
management regime and the project to implement it are discussed in Annex 3.1.

3.4.4 Project costs

When you build the business case for the project, it is essential that you are clear about
what are the project costs and what will be the on-going running costs of the service
management processes. Project costs are ‘one-off’ costs while the running costs form a
long term commitment for the organisation which may involve long-term contracts with
suppliers.

The costs of implementing IT infrastructure library processes obviously varies according
to the scale of operations. The costs associated with the implementation and running of
the process(es) are roughly categorised as follows:

project management costs
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project costs (consultancy fees, project team for implementation, process owner)
equipment and software

training costs (including awareness, training in specific tools, business awareness);
documentation costs

ongoing staff and accommodation costs (for running the processes including
subsequent training needs). Clearly identifying any change between current levels and
future levels.

The cost of failing to provide effective processes can be considerable; some example
costings of service management processes are provided in Appendix D.

3.4.5 Organisation

A project needs to be managed as well as produce something to achieve the stated end-
result.
Managing the project needs to take account of three viewpoints:

business — will the outcome support a real business need?
user — when using the product, will it achieve the objective?

supplier/technical — can the product be created? (particularly within any given
constraints).

A project needs to balance these three views if it is to achieve a viable result that is ‘fit
for its business purpose’ and achievable within the other constraints of time and cost.
Typically senior managers will provide direction in these areas but they will wish to
leave the day-to-day activity of managing the project to the project manager. PRINCE
identifies a project board to cover these three interests and provide direction and advice
to the project manager without their being involved in day-to-day activities.

The project board is responsible for ensure the project results in the desired outcome
and so must ensure that quality assurance is applied to the project in appropriate
manner. This activity needs to be separated from the project manager to ensure the
board gets an objective answer to the question ‘Are things really going as well as we are
being told?’

In a service management process implementation / improvement project, the three
viewpoints are likely to be represented by:

business executive will probably be a director or board member.
user role could be fulfilled by a (senior) customer

supplier would be the IT manager.
3.4.6 Products

Many contemporary project management methods have a product approach. The
advantage is that products - unlike activities - can de described even before the project
starts. In this way, a certain outcome of the project can be guaranteed by setting norms
for the products to be delivered.
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The principle of product planning presupposes good product description and
management.

For further information look at the PRINCE2 or refer to your own project management
approach.

3.4.7 Planning

After having defined the results, in terms of products, the project manager work out
what other products need to be produced on the way to achieving the final outcome. A
clear view of the activities can be built up for those products needed in the short-term
(typically 3 to 6 months) with a high level view of what is required in the longer term.
The project manager outlines the total project and produces a detailed plan for the
short-term activity. At this point resources can be assigned to the activities to build
products in the short-term and skills requirements for the longer term can also be
assessed.

Many IT projects are badly managed. Often people won't back out, once (large)
investments have been made. "We've already invested heavily in this project, we can't
stop now!" has been used more than once in most organisations. Sometimes the
runaway cost is the very reason for dissatisfaction and project cancellation should have
taken place much earlier. To resist the temptation of an endless pursuit of a positive
outcome of the project, an experienced project manager should assign a number of "go/
no go" decision moments to his project. This means that before the project is started, it
is accepted that it may never be finished successfully. In fact, with each "go/ no go”
decision moment the business case of the project should be re-evaluated. In PRINCE 2
these decision points come at the end of stages where project progress to date is
assessed and the on-going viability of the future of the business case (and so the
project) is actively re-visited before the next stage is started.

3.4.8 Communication plan

Managing change can only succeed with the correct use of communication. A service
management project will involve a lot of people but typically the outcome will affect the
working lives of many more. Implementing or improving service management within an
organisation requires a mentality change by IT employees as well as IT customers and
users. Communication around this transformation is essential to its success. To ensure
all parties are aware of what is going on and can play a relevant part in the project it is
advisable to clarify how the project will communicate with all interested parties.
Therefore, a communication plan has direct positive contribution to the success of the
project.

Communication is more than a one-way information stream. It requires continuous
attention to the signals (positive and negative) of the various parties involved. Managing
communications effectively involves the following steps:

describe the communications process in the change process from the start
analyse the communication structure and culture
identify the important target groups

assess the communication goals for each target group
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formulate a communication strategy for each target group
choose the right media for each target group

write a communication plan

communicate!

measure and redirect if necessary.

A communication plan describes how target groups, contents and media are connected
in a time frame. Much like a project plan, a communication plan will show plans
including actions, people, means and budget.

3.5 Project Review & Management reporting

When setting up a project it is important to consider the reporting needs. Project
management should be used to ensure appropriate decisions can be made. By
exercising control over a project it should be possible to show that the project:

is producing the required products which meet its defined quality criteria
is being carried out to schedule and in accordance with its resource and cost plans

remains viable against its business case (balancing benefits against costs/risks).

To support the decision-making processes, organisations will expect a number of reports
throughout the life of a project. At the very least a project should produce:

progress reports
project evaluation (of the way the project was run)

post project review to assess if the projected benefits have materialised.

As part of the need to evaluate the project it will be essential to maintain records that
enable the project to be audited. Auditing may cover compliance and efficiency as well
as looking at improvements achieved or which could still be attempted.

On completion of the project, management will require further, regular reports that
show how well the service management processes are in supporting the business needs.

3.5.1 Progress reporting

Progress against plans should be assessed on a regular basis so that problems are
rapidly identified amd can be dealt with in an appropriate manner. A project manager
should ensure that progress reports are produced for the project board at regular,
agreed intervals. The reports should contain statements about:

achievements in the current period
achievements expected in the next period

actual or potential problems and suggestions concerning their resolution.

In particular the progress reports should provide a clear picture of the status of the
project against plan and the business case so that decisions to continue expending
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resources can be justified. It is important to look at the risks and any changes in these
within the current period and , if appropriate, identify their impact on subsequent
project activities..

If a problem arises that the project manager is not authorised to sort out, then a report
must be compiled for the project board without waiting for the next progress report to
be due. Within this report, the project manager states the nature and scope of the
problem that has arisen and identifies options for its resolution and recommends a
course of action.

3.5.2 Evaluation of the project

As the project draws to a close it is important to analyse how the project was managed
and to identify lessons that were learned upon the way. This information can then be
used to benefit the project team as well as the organisation as a whole. An End Project
Report will typically cover:

achievement of the project’s objectives

performance against plan (estimated time and costs verus actuals)

effect on the original plan and business case over the time of the project
statistics on issues raised and changes made

total impact of changes approved

statistics on the quality of the work carried out (in relation to stated expectations)
lessons learned

post project review plan.
3.5.3 Post project review

The business case will have been built from the premise that the outcome of the project
will deliver benefits to the business over a period of time. Thus delivery of benefits
needs to be assessed at a point after the project products have been put into use. The
post project review is used to assess if the expected benefits have been realised as well
as to investigate if problems have arisen from use of the products.

Each of the benefits mentioned in the business case should be assessed to see how well,
if at all, it has been achieved. Other issues to consider are if there were additional
benefits or did unexpected problems arise. Both odf which can be used to improve
future business cases.

If necessary follow-on actions may be identified to improve the situation which then
exists.

3.5.4 Auditing for compliance using Quality Parameters

Process quality parameters can be seen as the "operational thermometer™ of the IT
organisation. Using them you can determine whether they are effective and efficient.
There are two types of quality parameters, process specific and generic.

Generic Quality Parameters for IT Service Management:
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The following parameters are in fact categories which needto be quantify for your own
circumstances. However, this task will be easier once you have determined the required
Service Levels and Internal Service Requirements. Generic Quality parameters to
consider include:

customer satisfaction
staff satisfaction
efficiency

effectiveness.

You will need to collect appropriate information to judge the level of the above factors.
The nature of the information required will vary depending on how you decide to judge
each aspect. But should be clearly thought through from the start of the project so that
such benefits can be assessed objectively at post project review.

Process specific metrics for each process are discussed in the process specific chapters
of this book.

3.5.5 Auditing for improvement using Key Performance Indicators
Introduction to the balanced scorecard

The Balanced Scorecard is an aid to organisational performance management. It helps
to focus, not only on the financial targets, but also on the internal processes, customers
and learning & growth issues. The balance should be found between these four
perspectives.

The four perspectives are focused around the following questions:

Clients: what do our clients desire?
Internal processes: how do we generate the added value for our customers?

Learning & growth: how do we guarantee we will keep generating added value in the
future?

Financial: how did we do financially?

As you can see, the first three questions focus on the future, the last question reviews
what has gone before. It is worthwhile discussing the scorecard further at this point:

The Balanced Scorecard is not complex: to implement the scorecard successfully is
complex. In practice, it can take an organisation up to three years to see the benefits
of a scorecard approach.

The Balanced Scorecard is not an exclusive IT feature. On the contrary, many
organisations use scorecards in other departments or even at board level.

When implementing the Balanced Scorecard, it pays to start very conservatively: start
with 3-4 goals for each perspective. To do this, the organisation has to make choices.
For many, this is extremely difficult and time consuming.

The most difficult part of using the Balanced Scorecard is not the implementation; it is
the consolidation. The introduction of the Balanced Scorecard is exciting for some
people (then again, so is train spotting) and is usually assisted by one or more
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consultants. The challenge is to keep measuring once the initial excitement has gone,
together with the (disciplined, because they are being paid to focus) consultants. In
practice, organisations often fall back on prior measuring techniques or not measuring
at all.

The Balanced Scorecard is complementary to the library. It is a way of measuring the
effectiveness of the performance of the organisation. Some of the links include;

client perspective: this is relevant to most disciplines and is particularly relevant to
Service Level Management where it is documented in Service Level Agreements

internal processes, which of course cover the ITIL processes

financial: Financial Management covers the way costs are allocated to the customer
organisation

learning and growth refers to staffing, training and investments in software.
3.5.6 Management Reporting

After implementation or improvement a regular system for management reporting has
to be set up. The following types of management reports should be considered:

IT management reports which are used for planning and control of services

service level reports; reports matching achieved internal service levels with service
levels as described in the Service Level Agreements

internal process management reports; these reports are used by the process manager
to determine the process’ efficiency and effectiveness and for auditing for compliance

Service Management reports; these reports are used for higher-level process control
by the Service Manager.

Annex 3.1 Implementing service management processes — Issues to consider.

When implementing, or improving, any aspects of service management there are a wide
range of issues to take into consideration. This annex looks at some of the issues that
need to be taken into account when deciding to implement service management
processes. The topics covered also look at planning the project for such an
implementation.

1. Process Implementation

A practical implementation of service management should include:

'quick wins' to demonstrate the benefits of service management

starting with something simple and adopting a phased approach

involving customers, especially those that have been critical of the service
explaining the differences that will be seen by customers

involving third party service suppliers
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explaining what is being done and why to everyone involved or affected; support staff
are often cautious about changes, it is particularly important that they understand the
benefits to overcome their resistance

educating staff and managers to become service managers.
Vital elements to consider are:

the extent of the organisation
the number of staff

the level of maturity

the impact of IT on the business
resources

culture

2. Applicability / scalability

The size of the organisation is an important factor when implementing IT infrastructure
library processes (or indeed for any other kind of change). In a small organisation many
of the roles defined may well be the responsibility of one person.

Based on best practices, the following can be said on role sharing. In practice, a large
number of factors in the organisation will have an impact on which combinations work
best.

There is a tension between incident and problem management, because of their
different goals. The incident manager is responsible for minimising the effect of
incidents for users. The problem manager's task is to find the underlying problem and
is less interested in the continuity of the users' activities. When combining these two
roles, this tension should be acknowledged.

There is a similar tension between problem and change management. When combining
these roles, there is the danger of changes quickly being implemented by the problem
manager, who is the same person. No checks and balances exist.

Roles which are quite commonly shared are those of configuration manager and
release manager. Both tasks have an administrative component and are concerned
with maintaining an up to date database.

Also, configuration and change management can easily be shared as the configuration
manager uses CMDB information and there is no direct conflict of interest.

Large and small IT units

In small IT units one group (or individual) has responsibility for a wide variety of
processes. Typically such a person or group is much more effective in performing one
role better than the others. Which of the processes is done most effectively is
determined by the range of personalities and skills in the group.

Conversely, a large enterprise is able to allocate individual processes to specialist
groups comprising people with specialist skills who also have a personality that is a good
match for the process. However, over-specialisation has its disadvantages, specialisation
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may be perceived as tedious and de-motivating if an individual is simply left in place
without looking after their needs and aspirations.

3. Process implementation projects: a checklist

Since ITIL is a best practice framework, a 100% green field situation will hardly ever be
found. Some methods advocate discarding your ‘own best practices’ — those elements
that are working for you should not be discarded unless they will not be able to fit within
your vision for the future..

IT infrastructure library process assessment services are nowadays commercially
available, and can help you to determine the detail in which processes, activities and
communication lines are already in place. Furthermore, they can help you to determine
the maturity level of your process framework. Simple self-assessment could also be
provided.

The following checklist is of a general nature, since these topics are discussed in detail
in the process specific chapters. It can function as a guideline for service managers
controlling the overall implementation of processes.
3.1 Procedures

establish the procedure framework

implement re-active procedures

implement pro-active procedures
implementation supporting tools

establish a managed documentation system

establish control over procedures used.
3.2 Dependencies
establish a dependency and relationship framework

describe dependencies on, and relations with all other processes within the model,
operational and tactical

establish interfaces with the IT Directorate. Once the tactical processes are in place
they will more and more function as an intermediary layer, but as long as they have
not been implemented this should not be forgotten

vendor relationships
establish a customer liaison function on an operational level to organise publicity
campaigns.

3.3 People

implement the staff training plan and make this an ongoing activity. Focus should be
on both social and technical skills
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assign roles within the ITIL model to people, and make this part of their function
description

delegate tasks and authorisations as low as possible in the organisation.
3.4 Timing
control the project time scale because other stages or projects may depend on it

consider the timing of ‘going live
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4. Impact on the organisation

An often-asked question: "do | have to change my organisational structure?"

This question often props up because the ITIL process approach means that processes
have to be managed over more than one department within traditional hierarchical
company structures. Some organisations tried the matrix organisation approach, but
whatever structure you choose, there will always be benefits and disadvantages
connected to each approach.

Consider the following examples:
1. Hierarchical structure
+ the traditional role model

+ clear lines of communication

+ clear function and task descriptions within each department

- may result in a bureaucracy if you describe procedures in too much detail
- difficult to place process roles in this model

- process approach will require a complex communication structure
2. Matrix organisation
+ process oriented structure

+ flexible
+ clear communication model
- no clear responsibilities

- no clear leadership roles (informal leadership)
3. Self learning teams (coaching management)
+ continuous quality improvement from within

+ equality within the different teams
- requires quality awareness
- no control over performances

- role confusion
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5. Benchmarking

In some circumstances it may also be possible to compare the service with that
provided by other enterprises. This comparison is only useful if the enterprises
compared are either the same or very similar. In the latter the differences must be
understood and quantified before the comparison can provide useful information.
Benchmarking is used to find out if the service is cost-effective, responsive to the
customer’s needs and how it compares with others. Some customers use benchmarking
to decide on whether they should change their service provider. A number of
organisations provide benchmarking services. These generally fall into Four categories;

a baseline set at a certain point in time for the same system or department (service
targets are a form of benchmark)

industry norms provided by an external organisations
direct comparisons with similar organisations

other systems or departments within the same company.

Differences in benchmarks between organisations are normal, can usually be explained
and may be justified. All enterprises and service provider infrastructures are unique and
most are going through changes. There are also intangible but influential factors which
cannot be measured, such as growth, goodwill, image and culture.

Of the four types of benchmark listed above, the first is normal service management.
The second and third involve comparisons with other enterprises. Comparison against
industry norms provides a common frame of reference, but may be misleading if the
comparisons are used without an understanding of the differences that exist across a
wide variety of enterprises. The differences between enterprises may be greater than
the similarities, and comparison with a ‘typical’ result may not be useful as a
consequence.

Direct comparison with similar enterprises are most effective if there is a sufficiently
large group of enterprises with similar characteristics. It is important to understand the
size and nature of the business area, including the geographic distribution and the
extent to which the service is used for business or time critical activities.

The culture of the customer population also has an influence, many support services are
influenced by the extent to which customers will or will not accept restrictions on what
they themselves may do with the technology provided. For example, it is difficult to
have good security standards with customers who will not keep their passwords secure,
or who load unlicensed or untested software. Finally, comparison with other groups in
the same enterprise normally allows a detailed examination of the features being
compared, so that it can be established if the comparison is of ‘like with like’.

Most benchmarks include some financial measures, such as ‘cost per unit’, and an
assessment of cost-effectiveness is a common reason for benchmarking against other
enterprises. This is particularly so for enterprises that have only limited historic
information and that are therefore unable to use service or financial trends to measure
objectively whether the service is getting better or worse. Financial benchmarking is
very, very difficult. Establishing genuine baselines is nearly impossible and the
organisational factors involved in arriving at the cost of similar processes make it hard
to make true comparisons.
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6. Sample implementation strategy

In general, the impact of current weaknesses on IT service quality should determine
priorities. For example, if user services are less affected by 'real’ errors than those
which arise from poor implementation of changes, change management must have
priority. It is not correct to be prescriptive as each organisation has its own priorities.
However, the following phased approach may be a typical approach, based on creating
quick (visible) wins:

Phase 1:

Determine the base line; start with an assessment to determine priorities.

Phase 2:
Survey the services/system(s) currently used by the organisation for providing day-to-
day user support and for handling incidents, problems and known errors.

Review the support tools used, and the interfaces to change management and
configuration management including inventory management, and the operational use
of the current system within the IT provider. Identify strengths to be retained, and
weaknesses to be eliminated.
Ascertain the agreements in place between service providers and customers

Phase 3:
Ascertain service level requirements and document these.
Plan and implement the service desk using tools designed for this function which
support incident control. These tools should either support or be capable of integration

with tools for the aspects of Problem Management as well as for configuration
management and change management.

Implement at least the inventory elements of configuration management required for
incident control and change management.

Phase 4:
Extend the incident control system to allow other domains such as Computer
Operations and Network Control staff to log incidents directly.
Negotiate and set up SLAs

Phase 5:
Develop the management reporting system.

Phase 6:
Implement the balance of ‘reactive’ Problem Management (problem control, error
control and management reporting) and configuration management.

The proactive parts of Problem Management should be implemented as staff are
released from reactive duties by gradually improving service quality.

Implement the release management process.
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This approach reduces the development overhead experienced at any one time for the 4
IT infrastructure management systems in question (incident management, problem
management, change management and configuration management).

Although busy sites will appreciate this smoothing of the development bulge, the
approach, however, increases elapsed time scales for overall implementation.
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7. Process Improvement

Regrettably, even a high standard of service management may not be adequate to cater
for rapid and major changes. This can be an issue for example, when two enterprises
merge, and two sets of service management processes, functional groups and support
technology have to be rationalised. The most common reason for normal service tuning
not being adequate are when one or more of the components of service management
are missing or deficient, so that the service has degraded and customers are dissatisfied
with its quality or cost.

Under these circumstances the management responsible is faced with a potential or real
crisis and should react by initiating a project or series of projects. These are required to
make much faster improvements to the service, costs or the processes than is possible
with normal ongoing service management.

Projects may be directly related to the activities of Service Level Management, for
example they may be part of a Service Improvement Program (SIP) or may be focussed
on improving customer and/or staff satisfaction.

However, apart from this re-active reason to start a process improvement project, many
pro-active one’s should also be considered:

providing the operational processes with a tactical planning horizon
aiming for a higher IT maturity level

aiming for better compliance with business

reduction of costs or improving business profits

implementing a planning and control system

increasing quality awareness amongst staff

"making the feed back loop work".

In all cases management needs to have a clear view of the Service Catalogue and the
Internal Service Requirements, and also needs to have a so called "Helicopter View" of
the IT organisation.

More guidance can be obtained from the CCTA ITIL volume "Planning and control for IT
Services"”, which covers information flows and the development of an appropriate
planning and control system to meet the requirements of the organisation.
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