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Foreword

Governing and managing IT services is quite a challenge for organizations, whether
large, small, private business or in the public sector, and both for the customers and
the suppliers of these services. Embedded within our society as it is, IT is always
changing. Servers are moved to data centers, application and other services are
moved to the cloud ... IT related services have to be versatile nowadays and so are
staff engaged in their activities.

In order to define a steady basis, experts from internal and external suppliers
of IT services from all over the world have contributed to the development of an
internationally recognized set of common practices now known as IT service
management, and ITIL® as a well-known framework. Implementing and managing a
service management system with the purpose of serving the customer is a journey. The
organization is supposed to learn and improve continually, driven by the dynamics of
ever changing business needs.

ITIL has become a very rich library. This doesn’t mean that all the practices have to
be applied. This book was originally written as a processes manual, extracting the
vital service management processes for the purpose of simplicity and guidance. That
is why the terminology is based on ITIL. The selection of processes perfectly fits
though with the quality requirements as laid down in the international standard ISO/
IEC 20000, as you can see in Chapter 16.

The requirements of the standard offer a useful compass for the service provider to
navigate the extensive best practice guidance provided by the various approaches
and frameworks for IT service management. And customers can use the standard to
distinguish the better internal or external service provider.

The core activities in service management are: to define the type of relationship
between the demand and supply side, agree with the customer the services that have to
be delivered, design and develop the delivery of new or changed services, control the
deployment of the services and support their use. And apply a coherent management
system to govern it consistently.

Standards and frameworks don’t provide services, nor do they manage and improve
the provision of services. People do. Using the high level process areas one can
define the generic roles for professionals responsible for the operational and tactical
activities in the quality approach of service management. A quality approach to
service management requires professionals who understand and know how to apply
the best practices. Learn today what you can apply tomorrow. If you want a learning
organization you want to have staff who keep learning. If you are a service provider
and you want to have your organization certified, you definitely want to have your
staff certified.
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This book takes the professional from the high level process descriptions to the tips
and tools of daily practices, and then back to their context and interrelationships. As
Tobi J. Leiker, I'T Service Management Solution Architect for Lockheed Martin says:
‘Sometimes starting with a familiar set of activities and translating those to repeatable
steps, coupled with a plan to revisit them and improve, is the easiest way forward. ...
James has created a true manual for a manageable, scalable rollout of ITIL. That is
why EXIN recommends this book to all professionals in service management for its
great support, both in practice and when preparing for certification.

Rita Pilon

Program Developer IT Service Management Certification
EXIN
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Introduction

Since its introduction in the mid-1980s, ITIL® has attained worldwide prominence as
the leading process model for the management of IT infrastructures. At the same time,
as technology infrastructures have reached into every nook and cranny of corporate
operations, senior executives are seeing the value of management through the use of
structured IT controls. The result has been more and more companies adopting I'T
Service Management (ITSM) principles.

As is true with any improvement initiative, adopting I'TSM in an effective manner
requires a set of actions that may not be familiar to many IT organizations, especially
those new to process management. For that reason, this book has been prepared: The
IT Service Management Process Manual.

Purpose of this book

This book is written to give IT executives, managers, and process analysts a
comprehensive view on how to implement an I'T Service Management program using
the core components as a baseline. In line with that aim, this book is designed to
achieve four general objectives:

e Point you to the key I'T Service Management processes and functions

e Present practical tips and techniques for adopting the processes in an IT
organization

e Highlight the relationships and flexibility inherent in the framework

e Orient you to key I'TSM processes and functions

There are 26 processes and four functions in the full ITIL framework. Each of these
occupies an important place in an IT Service Management program. But not all
organizations need to adopt the full set and when it comes to new programs, any expert
will advise starting with a carefully selected subset and then growing from there. This
book makes an effort to establish that basic subset. It presents the core processes that
are essential for delivering, controlling, releasing, and maintaining IT services. Each
process is described in full detail, covering process activities, roles, metrics, assets, and
artifacts.

Present practical tips and techniques for implementation

The primary purpose of this book is a practical, tactical one. We will explore a series of
tips and techniques that you can use to help design, build, and implement your program.
These tips and techniques come from practitioners in the industry who have designed
and implemented many similar programs, not just ITSM programs, but others as well
—the PMI's PMBOK, SEI’'s CMMI, Six Sigma, ISO 9001, and others. These programs
share similar success traits with ITSM, as they are all based in the fundamentals of
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2 The IT Service Management Process Manual

process improvement and organizational change. The tips and techniques presented
here help you make the most of your efforts while avoiding some of the common
pitfalls that can stall or even derail a program. These tips and techniques are featured
across all chapters and cover inception through implementation on to adoption by
your organization. This advice is geared toward helping promote a successful, well-
focused operational design and facilitate a smooth implementation as the program is
rolled out to live operation.

Highlight the relationships and flexibility inherent in the framework
A couple of traits of ITSM that are often overlooked, or at least under-stressed, are
the interrelationships that exist among its elements and the amount of flexibility
you have in putting those elements together. Some IT organizations tend to adopt
ITSM processes independently of one another, as if they were standalone entities.
That approach can work but it usually results in operational redundancies, duplicate
work, or operational gaps. In this book we will point out where I'TSM elements
naturally overlap. By highlighting these relationships, this book can help you make
the most of commonalities among all the core components. At the same time the
book will highlight the degree of flexibility you have in interpreting the best way to
adopt each in your organization. These two together — the interrelationships, and the
flexibility — should help you create a streamlined, value-driven program, one that
exploits insights while accommodating your own cultural traits.

The audience for this book

This book is written primarily for IT professionals who need to acquire a good
understanding of the core components of ITSM. Because the emphasis is on
implementation of processes, this audience is made up of four groups of stakeholders
and these stakeholders typically represent those in an I'T organization who will assume
most of the responsibility for taking a program from concept to realization. They are
Chief Technology Officers (CTOs), IT Service Managers, IT Service Management
program managers and analysts, and those who will work with the program at the line
level. Let’s take a quick look at each of these groups.

Chief Technology Officers

In today’s business and economic climates, more and more are being asked to establish
quality controls throughout their organizations. Many factors are contributing
to this. Statutory requirements like those in the Sarbanes-Oxley Act (SOX) make
implementing such controls in certain organizations mandatory. Then there is the
basic fiduciary responsibility allied with IT spending. Corporate leadership, investors
and even industry analysts expect controls to be in place. Then there’s the basic issue
of managing complex environments that are likely to be growing more complex by
the week. Such executives can benefit from this book with its emphasis on practical
implementation. Using it, they should be able to position their teams for an effective
Service Management design, development, and implementation effort.

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



Introduction 3

IT Service Managers

The managerial heart of an IT Service Management program may be found in the
role of the IT Service Managers. These are the people whose job it is to oversee the
design and delivery of IT services, anything from email to smartphones to payroll
runs. By default they also oversee execution of the IT Service Management program.
For that reason it is important they know the IT Service Management program well.
In fact, it is important that they help build the program. This book can help managers
understand the scope of ITSM core processes, grasp the details that may need to
be accounted for in their service areas, and then establish a program designed for
success.

Process Program Managers

Process Program Managers are those people typically charged with taking an
executive vision (the strategy) and making its quality goals and workflows real in the
organization (through tactics). Such program owners will find in this book a structural
approach to Service Operation that emphasizes the purpose and function of each
component while highlighting opportunities for integration. Through this an effective
program scope can be established. Process Owners work with senior managers to
introduce process elements; they tend to own one or more components of a program.
They’ll find this book helpful because, especially in Chapters 3 through 14, it presents
a tactical picture of how each I'TSM process can be accounted for. ‘Accounted for’
is not simply to be consistent with recommendations, but designed to be right-sized;
that is, to fit well within the organizational culture, to make best use of existing best
practices, and to allow for future growth and refinement.

Those who work within an IT Service Management program

Finally, this book should be helpful to those staff members required to operate within
an IT Service Management program. While it is not necessary for everyone in an
organization to understand the details ITSM, key staff (e.g. team leads) would benefit
from having some exposure to the framework and access to the detail as required.
This will help them to appreciate the focus and understand how their IT duties may
contribute to success on a broader level. Such a big-picture appreciation can help
them operate more effectively and lead their teams in a more informed and directed
manner.

How this book is organized

This book is organized in three parts. Part 1 presents an overview of ITSM and
general considerations for how process programs can be implemented. Part 2 contains
descriptions of each of the core I'TSM processes. Part 3 presents a discussion on
the importance of continual process improvement and of ITSM’s relation to ISO/
IEC 20000. The chapters break down as follows.
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Chapter 1 presents the core components of ITSM. For this book the core components
are the following processes:

Service Level Management

Capacity Management

Availability Management

IT Service Continuity Management
Information Security Management
Change Management

Service Asset and Configuration Management
Release and Deployment Management
Incident Management

Problem Management

Continuous Service Improvement

Chapter 2 presents a series of steps and considerations helpful for initiating and
implementing a process program. Because practical implementation is the focus of
this book this chapter presents a high level implementation architecture that can be
used as a management umbrella for the implementation approach contained in the
chapters describing the individual processes.

Chapters 3 through 15 present discussions of each of the core processes or functions.
The chapters are organized to contain the following details:

Introduction — a description of the process in its operational context
Activities — steps recommended for this process
Inputs/outputs — typical inputs, entry criteria, outputs, and exit criteria for the

process
Related processes — other core processes that might interact with or influence this
process

Tools and techniques — common tools and techniques to help with process
implementation

Key Performance Indicators — a set of conventional measures that can be used to
gauge the performance of the process

Critical Success Factors — a set of measures to determine the operational success of
the process

Roles — a description of the kinds of job roles that organizations commonly use for
process activities and management

Benefits — a description of the kinds of organizational benefits that can be realized
through effective process implementation.

Implementation challenges and considerations — descriptions of the kinds of typical
hurdles that may have to be addressed in order to maximize process effectiveness
Typical assets and artifacts — a listing of the typical assets and artifacts commonly
associated with process implementation and use

Chapter 16 supports program implementation and governance with a discussion of
how to establish a basic process quality assurance function in the organization.
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Introduction 5

That is the structure of this book. There is also a theme that runs through the book. It
rests on five general points of principle that lie at the heart of IT Service Management
both as a discipline and a management philosophy. These five points are:

Technology assets in a business domain are the same, in spirit, as any other
corporate asset and, like other assets, should be deployed in pursuit of defined
business objectives.

The activities required for harnessing technology assets to the needs of the business
should be considered ‘services’ that the IT organization provides on an ongoing
basis.

The IT organization (with executive support) should forge a close partnership with
its business customers in order to determine as a team what technology services are
needed and how they ought to perform.

The IT organization should regularly measure the performance of its service-
related activities and report its achievements back to the business.

Together, IT management and business management should periodically review
performance measures and seek in the data opportunities for improvement.

As you begin the process of implementing your program you will see how each of
the five points demonstrably contributes to the levels of quality, control, consistency,
and predictability one would expect to see in a well-managed IT environment. To
begin our look at implementation let’s start with an overall high-level look at the core
components.
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1. Core components of IT Service
Management

The first consideration one encounters when beginning a Service Management
initiative is: what parts should be adopted first? There are two general answers to that
question, one practical, one practiced.

The practical answer is simple and is endorsed by many practitioners in the field. It
is this: implement those components of I'TSM that will serve your organization best.

The practiced answer is a little more involved (but equally recognized): implement
those components that will serve your organization best in the long term. Include
some ‘quick wins’ to encourage support for the journey to the long-term goals.

Both points of view start from the same mark - that is, I'TSM is in place to help IT
organizations improve their abilities to deliver high quality IT services. Results in
this regard are the only things that count. Comprehensiveness and other such factors
must take a back seat to that end. But the practiced view extends this, and as it does
so it asks something specific of the organization. With the practiced view there is
the understanding that adopting ITSM as a way to manage an IT infrastructure
necessarily requires a long-term commitment. And so creating such a program should
be begun in a way that sets a solid foundation in place, one that will support that long-
term commitment.

Here we come to the topic of ‘key processes’, the subtitle of this book.

When implementing an IT Service Management program, one designed for the
long term, there are certain processes that ought to be considered first. These
processes have demonstrated their effectiveness in the short term for strengthening
operational control, and they have demonstrated their effectiveness in the long term
for establishing a sound base upon which a program might grow.

This book promotes the practiced view, and in doing so focuses on areas common
to both ITSM and its more formalized companion ISO/IEC 20000. For the sake of
convenience these areas might be grouped into six mini-categories: core processes
related to relationship, service design, control, release, resolution, and improvement.1

Core Relationship Processes are the processes that act as the ‘face of the service
provider’ and assures that at a strategic level the service provider understands the
business and its current and future needs, understands the capabilities and restraints

1 These are not formal ITSM categories, but neither are they arbitrary. These reflect the breakdown used by the
ISO/IEC 20000 standard to group its I'T Service Management processes.
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and finally understands the responsibilities and obligations. One key process is
included here:
¢ Business Relationship Management

Core design processes are those processes essential for planning, structuring,
developing, and managing IT services. It is here that consideration is given to such
factors as capacity, availability, security, and continuity, addressed both from the
viewpoint of performance expectations (defined service levels) and operational
integrity. Five key processes are included here:

e Service Level Management

e Capacity Management

e Availability Management

e Information Security Management

e IT Service Continuity Management

Core control processes are those processes essential for protecting the integrity of
IT services across the full lifecycle. The scope of this area is two-fold: to manage
the activities around which IT services are developed over time, and then to
control configurations in operational service to ensure predictable and manageable
performance. Two key processes are identified here:

e Change Management

e Service Asset and Configuration Management

The single core release process is an extension of the control processes and is used
to ensure that transitioning services from development into operation is handled in a
manner that is planned and coordinated, poses little risk to environmental integrity,
and has minimal impact to ongoing service delivery. The single key process here is:

e Release and Deployment Management

Core resolution processes are the processes designed to protect users’ ability to
access those IT services essential for the work of the business. It is here that service
interruptions are mitigated, environmental improvements are identified, and —
perhaps most significantly — it is here that customer interactions tend to be high. Two
key processes and a single function are identified for this process:

e Incident Management

¢ Problem Management, with

e Service Desk

Core improvement processes are those processes essential for the growth and
development not of IT services per se but rather of the governing Service Management
program. For IT Service Management to realize its full potential in the long run,
management must be committed to the program’s ongoing development and growth.
Just as IT services need to change and evolve over time in order to meet changing
conditions, so too should the methods for managing those services. One key proces
is identified here:

e Service Management and Service Improvement
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With these core components now identified, let’s take a strategic look at the global
considerations most organizations will be likely to face when they begin an IT Service
Management adoption effort.
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