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 1. IT Service Management  

  

 
 

What is a 

service?  

To understand what Service Management is, we need to understand what we 

mean by services, and how Service Management can help Service Providers to 

deliver and manage these services. 

The outcomes that customers want to achieve are the reason why they ask for a 

specific service. The value of the service to the customer is directly dependent on 

how well the service facilitates these outcomes. 

If you buy an apartment, the ownership of the specific costs and risks are trans-

ferred to you as part of the trade. But if you stay at a hotel, the ownership of the 

specific costs and risks remains with the Service Provider. The same is the case if 

you take a taxi instead of buying a car. 

So by definition, a service is a means of delivering value to customers by facili-

tating the outcomes customers want to achieve without the ownership of specific 

costs and risks. 

 

What is Se r-

vice Ma n-

agement?  

Service Management then is what enables a Service Provider to provide these 

services. It is a set of specialized organizational capabilities for providing value 

to customers in the form of services. 

These capabilities include the management practices, processes, functions, roles, 

knowledge and skills that a Service Provider uses to deliver services that create 

value to the customers or consumers.  

                                                 
1
 ITIL

®
 is a Registered Trade Mark of the Office of Government Commerce in the United Kingdom 

and other countries 

Brigitte enters an alpine hotel in a middle-sized town in Switzerland. 
She is on a short business trip and needs to stay over for the next two 
nights. She has just got out of the taxi and approaches the hotel re-
ception to ask for a service from the hotel: Accommodation. 

Brigitte is going to inspect the production of a pharmaceutical compa-
ny tomorrow and the accommodation enables her to start work very 
early in the morning and it reduces the geographical constraints put 
on her by living in Denmark. 

Brigitte gets a room that satisfies her need to stay two nights in the 
Alps without having to undertake the cost and risk of owning her own 
apartment in Switzerland. 

mailto:cfn@cfnpeople.com
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Resources 

and capabil i-

ties  

To create value in the form of goods and services an organization needs service 

assets in the form of resources and capabilities. Resources are direct inputs for 

production while capabilities are used to transform resources into valuable ser-

vices. A key difference between resources and capabilities is that, typically, 

unique capabilities only emerge over time. 

Capabilities Resources 

Management Financial Capital 

Organization Infrastructure 

Processes Applications 

Knowledge Information 

People People 

Table 1: Examples of service assets in the form of resources and capabilities. 

Based on OGC ITIL® material. 

 

Without the capabilities, a service organization is merely a bundle of useless 

resources. However, Service Management is more than just a set of capabilities. It 

is also a professional practice supported by an extensive body of knowledge, 

experience and skills. A global community of individuals and organizations fos-

ters its growth and maturity. 

 

 2 . Service value  

Preferences, 

perceptions 

and outcome  

The value of a service is determined by what the customer prefers (preferences), 

what the customer perceives (perceptions), and what the customer actually gets 

(business outcome).  

 
 

Brigitteôs eye catches the information pamphlet that the hotel has left 
on the table in her room. It contains a number of services such as a 
wake-up call, parking, laundry service, dining and childcare as well as 
descriptive attributes of the services such as the number of television 
channels, cleaning standards and breakfast times. 

Brigitte finds most of the services valuable, even though she doesnôt 
need the childcare service on this occasion. But to Brigitte the servic-
es are only part of what she appreciates as a hotel guest. For her it is 
as important that the hotel is situated close to her temporary 
workplace, that the staff is kind and helpful, that her balcony has a 
beautiful view over the Alps and that the hotel respects her preference 
for vegetarian food. 

Brigitte takes a quick walk around the hotel. Itôs good to be back. De-
spite its small size, the hotel possesses quite a lot of resources. 
These include a well-equipped and cozy dining room, a wine cellar, 
staff members, toilets, information brochures and a car park. 

However, Brigitte canôt help thinking that these resources would be of 
no use if it were not for capabilities such as the attitude, skills, know-
ledge and experience of the staff, their way of organizing the hotel, 
and a number of well-practiced processes which cannot be taken for 
granted. 
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Utility and 

warranty  

Customers value a service when they see a clear relationship between the service 

and business value. From the customerôs perspective, the business value of a 

service is a symbiosis of two elements: 

¶ Service utility. Service utility is the functionality offered by a service 

from the customerôs perspective. 

¶ Service warranty. Service warranty is the assurance that a service will 

meet its agreed requirements. This assurance may be in the form of an 

agreement such as a Service Level Agreement or contract. 

 
 

 3 . Service composition  

 The composition of an IT service and its constituent parts can be illustrated as in 

figure 1. 

 

Figure 1: IT service composition. Based on OGC ITIL
®
 material 

All the components of the service and their inter-relationships have to be consi-

dered, ensuring that the service delivered meets the business needs. However, 

capabilities such as people and processes are often the most fundamental compo-

nents although often the most undervalued.  

It is the first time Brigitte is confronted with the concept of utility and 
warranty. But when she thinks about it, it makes perfectly sense. 

She looks around. The bed, table and bathroom are good examples 
of utility in that they fulfill her need for sleep, the ability to work in her 
room and to have a bath before she leaves in the morning. 

But to create value, the room must be available on the night she 
needs it, there must be internet bandwidth enough for her to prepare 
for the next dayôs work, and she must feel secure in her room. These 
conditions are examples of warranty. 
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 4 . Good practice  

 But how does an organization develop the needed capabilities to be a competitive 

and distinctive service provider?  

One way might be to seek help in well-established good practice. By good prac-

tice is meant proven activities or processes that have been successfully used by 

multiple organizations. 

There are several sources for good practices, including public frameworks, stan-

dards and the proprietary knowledge of organizations and individuals. 

ITIL is an example of good practice. It is used by organizations worldwide to 

establish and improve IT Service Management capabilities. 

ISO/IEC 20000 provides a formal and universal standard for organizations seek-

ing to have their Service Management capabilities audited and certified. 

The remaining of this paper will focus on ITIL and ISO/IEC 20000 as sources for 

developing IT Service Management capabilities. 

 

 5 . ITIL  

The history 

of ITIL  

ITIL
®
 (formerly known as the Information Technology Infrastructure Library) is 

a best-practice for IT Service Management, which is used by many thousands of 

organizations around the world. A whole ITIL philosophy has grown up around 

the guidance contained within the ITIL books and the supporting qualification 

scheme. 

ITIL emerged from 1986, when the British government determined that spending 

on IT in government was too high and that a set of good practices for IT Service 

Management were needed. 

The Central Computer and Telecommunications Agency (CCTA) was therefore 

tasked with developing a framework for efficient and financially responsible use 

of IT resources within the British government and the private sector. 

The first version of ITIL was launched in 1989 and consisted of more than 40 

A service like accommodation, which at a first glance looks very sim-
ple, might be much more complicated behind the scene. The hotel 
needs to know Brigitteôs óbusiness processes. Staff need to catalogue 
the services of the hotel to help Brigitte select the right service for her 
needs; they need to sign an agreement with Brigitte, to establish and 
maintain the appropriate infrastructure of the hotel, to secure and 
operate the environment, and to gather and maintain data not only 
about Brigitte but also on all other aspects of the service like money, 
food, facilities and so on. 

The hotel needs to provide an internet application, and to acquire 
supporting services such as wireless access, laundry, newspapers 
and so on. 

The hotel also needs to set up agreements internally with its staff and 
externally with its suppliers to clarify responsibilities and levels of 
quality and continually train and measure all parties to ensure a high 
and consistent quality. 
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books and was originally called Government Information Technology Infrastruc-

ture Management Method (GITIMM).  

Even though the books were written by a UK government agency and initially 

were targeted at government environments, the breakthrough came in the early 

1990's when a number of Dutch companies adopted and adapted the ITIL 

processes with great success. 

CCTA later realized that the original books mostly supported the functions of 

very centralized environments. In 1999 the CCTA and the independent forum for 

IT Service Management professionals, the IT Service Management Forum 

(itSMF), started working on the second version of ITIL. Using the knowledge of 

many IT Service Managers and consultants, the second version focused more on 

the processes of a distributed environment. 

The library changed from the individual sets with multiple books, to a set of ten 

books of which Service Support and Service Delivery soon became the most well 

known. 

In year 2000, The CCTA merged into the Office of Government Commerce 

(OGC) and the ITIL logo and name have since been trademarked by the OGC.   

From the UK and Netherlands, ITIL became, by far, the most widely used IT 

Service Management good practice approach in the world. 

In 2005 the itSMF and OGC started working on the third version of ITIL. ITIL 

Version 3 was launched in 2007 as a service lifecycle-based practice incorporat-

ing five lifecycle titles forming the core of the ITIL framework. 

 

 5.1. Service lifecycle  

 The structure of the core guidance takes form in a service lifecycle. The service 

lifecycle is described in a set of five core publications. Service Design, Service 

Transition and Service Operation are progressive stages of the lifecycle and 

represent change and transformation. Service Strategy represents objectives and 

direction. Continual Service Improvement represents learning and improvement. 

 

Figure 2: The service lifecycle. © Crown copyright 2007 
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 5.1.1 Service Strategy  

 The Service Strategy volume provides guidance on how to design, develop and 

implement Service Management not only as an organizational capability but as a 

strategic asset. 

Topics covered in the Service Strategy book include the development of markets, 

internal and external service provision, service assets, service portfolio and im-

plementation of strategy through the entire service lifecycle. Financial manage-

ment, service portfolio management, organizational development and strategic 

risks are other major topics. 

 

 5.1. 2  Service Design  

 The Service Design volume provides guidance for the design and development of 

services and Service Management processes. It guides organizations on how to 

develop design capabilities for Service Management. It covers design principles 

and methods for converting strategic objectives into portfolios of services and 

service assets. 

Last time Brigitte stayed at the hotel, she had a conversation with the 
hotel manager. He happily told her the history of the hotel. It all began 
10 years ago, when a number of industries moved to the area. A local 
family saw the opportunities for a óbed-and-breakfastô service, but very 
soon the need for a hotel arose. 

The family used some time to develop their strategy, including identi-
fying the market requirements, defining what services they would 
deliver, creating a business case, raising funding, analyzing the risks, 
getting building approval and so on. 

When the strategy was clearly defined and the services described, the 
actual design of the hotel and its services began. This phase involved 
architects, designers, planners and so on. 

After a year the family was ready for transition from the bed-and-
breakfast facilities to the new hotel. The hotel was built, inspectors 
tested that the hotel fulfilled the acceptance criteria and legal regula-
tions, personnel was hired and trained and the hotel opened. 

Since then the hotel has been kept operational ï through mainten-
ance (plumbers, electricians etc.) and operational services such as 
garbage collection, cleaning of laundry and a number of other servic-
es. 

From the very beginning the hotel continually prioritized to improve its 
services. Small operational changes have frequently been imple-
mented, training programs have been improved year after year, and 
new services like wireless access have been introduced to fulfill the 
changing requirements of the guests. 

Recently the hotel decided to change the strategy to become more 
than just a hotel; in the future it will house a conference centre. 

Through the conversation Brigitte realized that it is impossible to talk 
about the service lifecycle. In reality there are many intertwined ser-
vice lifecycles with different extents and cycle frequencies. 
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The major Service Design activities include: 

¶ Collect requirements 

¶ Analyze requirements, document and agree 

¶ Design service solution 

¶ Evaluate alternative solutions 

¶ Acquire the preferred solution 

 5.1.3 Service Transition  

 The Service Transition volume provides guidance for the development and im-

provement of capabilities for transitioning new and changed services into live 

service operation. 

The Service Transition book provides guidance on how the requirements of Ser-

vice Strategy encoded in Service Design are effectively realized in Service Op-

eration while controlling the risks of failure and disruption. The publication com-

bines practices in release management, program management and risk manage-

ment and places them in the practical context of Service Management. 

Typically activities involved are: 

¶ Planning 

¶ Build and test 

¶ Service testing and pilots 

¶ Perform transfer, deployment and retirement 

¶ Review and close 

 5.1. 4  Service Operation  

 The Service Operation volume embodies practices in the management of the day-

to-day operation of services. Service Operation can be viewed as the ófactoryô of 

IT. 

The purpose of the Service Operation phase is to coordinate and carry out the 

activities and processes required to deliver and manage services at agreed levels 

to business users and customers. The book includes guidance on achieving effec-

tiveness and efficiency in the delivery and support of services to ensure value for 

the customer and the service provider. 

 

 5.1. 5  Continual Service Improvement  

 The Continual Service Improvement volume provides guidance in creating and 

maintaining value for customers through better design, introduction, and opera-

tion of services. It combines principles, practices, and methods from quality man-

agement, change management, and capability improvement. Organizations learn 

to realize incremental and large-scale improvements in service quality, operation-

al efficiency, and business continuity.  

Guidance is provided for linking improvement efforts and outcomes with service 

strategy, design, and transition. A closed-loop feedback system, based on William 

Edward Demingôs Plan-Do-Check-Act (PDCA) cycle, is established as a vehicle 

for improvement. 

 

 5. 2 . Service capabilities  
 ITIL gives guidance on how to adopt and adapt good practices to establish capa-

bilities and resources such as: 

¶ Organization 
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¶ Processes 

¶ Knowledge 

¶ People 

¶ Tools and technologies 

The following sections will give a brief introduction to each of these practice 

areas according to ITIL. 

 
 5.2.1 Organization  

Roles, fun c-

tions  and 

forums  

ITIL does not prescribe how a service organization should look like. Instead ITIL 

provides a number of óbuilding blocksô in the form of roles (e.g. owners, manag-

ers and analysts), functions (e.g. Service Desk) and forums (e.g. change advisory 

board). 

The key to effective Service Management is ensuring that clear accountability 

and responsibility is defined to carry out the practices. A role is defined as a set 

of responsibilities, activities and authorities granted to a person or team. A role is 

often tied to a job description or work group description but does not necessarily 

need to be filled by one individual.  

ITIL defines more than 50 roles of which the service owner and process owner 

roles are the most important. 

The size of an organization, how it is structured, the existence of external partners 

and other factors will influence how roles are defined and assigned. A particular 

role may be assigned to a single individual or shared between two or more, but 

what is more important is the consistency of accountability and execution, along 

with the interaction with other roles in the organization. 

One person or team may have multiple roles. For example the roles of Configura-

tion Manager and Change Manager may be carried out by the same person. 

 

Functions are units of organizations specialized to perform certain types of work 

and responsible for specific outcomes. They are self-contained with capabilities 

and resources necessary for their performance and outcomes. Functions have their 

own body of knowledge, which accumulates from experience. They provide 

structure and stability to organizations. 

Functions tend to optimize their work methods locally to focus on assigned out-

comes. Poor coordination between functions combined with an inward focus 

leads to functional silos that hinder cross-organizational cooperation. 

 

Brigitte sits herself down at the desk in order to go over a few things 
before the meeting next day, only to realize that the bulb in the lamp 
on the table has failed. Brigitte calls the reception. Itôs very easy be-
cause the reception acts as a single point of contact to the other func-
tions at the hotel. Soon a staff member from the facilities function 
knocks on her door to exchange the bulb. 

One person can have more than one role, for example a waiter can 
work as a dishwasher when the guests have left the restaurant. A 
small hotel might have just one employee undertaking the two roles, 
whereas a large hotel is more likely to assign only one role to each 
employee as a general principle. 

 



 
 

Page 9 of 35 â CFN People, Linde allé 1, DK-2600 Glostrup. Tlf.: +45 40 19 41 45 E-Mail: info@cfnpeople.com  

 

ITIL describes functions such as IT operations management, technical manage-

ment, application management and probably most important to Service Manage-

ment the Service Desk. 

The Service Desk is the primary point of contact for users when there is a service 

disruption, for service requests or even for some categories of request for change. 

The Service Desk provides a single point of contact for all users. A good Service 

Desk can compensate for shortages elsewhere in the IT organization, whereas an 

ineffective Service Desk can give a poor impression of an otherwise very effec-

tive IT organization. To enable them to perform these actions effectively the 

Service Desk is usually separate from the other functions. 

 

 5.2. 2  Processes  
 Processes are particularly important from a Service Management perspective. 

They represent the organizationôs cumulative knowledge and experience. They 

are strategic assets when they provide competitive advantage and market differen-

tiation. 

 

A Process is a structured set of activities designed to accomplish a specific objec-

tive. A process: 

¶ Takes one or more inputs and turns them into defined outputs.  

¶ Includes all of the roles, responsibilities, tools and management controls 

required to reliably deliver the outputs.  

¶ May define or revise policies, standards, guidelines, activities, processes, 

procedures, and work instructions if they are needed. 

Process definitions describe actions, dependencies, and sequence. By defining 

what the organizationôs activities are, which inputs are necessary and which out-

puts will result from the process, it is possible to work in a more efficient and 

effective manner. Measuring and steering the activities increases this effective-

ness. Finally, by adding norms to the process, it is possible to add quality meas-

ures to the output. 

Each of the five core publications in ITIL contains good practices for a number of 

processes. In total, ITIL covers 27 processes: 

 

Service 

Strateg y 

processes  

The Service Strategy publication covers: 

Strategy Generation 

The process is responsible for managing the Service Strategy. The process covers 

activities for defining the market, developing the offerings, developing strategic 

assets and preparing for execution. 

Service Portfolio Management  

The process is responsible for managing the service portfolio. Service Portfolio 

Management considers services in terms of the business value that they provide. 

 

Brigitte has been at the hotel on a number of occasions, so she re-
cognizes the various processes. The hotel has processes for booking, 
check-in, cleaning, fulfilling reasonable needs of the guests, manag-
ing errors and complaints, ensuring adequate capacity, managing 
finances, issuing invoices, cooking, dealing with changes or new de-
mands, maintaining buildings and equipment, and check-out. 
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Demand Management 

The process is responsible for understanding and influencing customer demand 

for services and provision of capacity to meet these demands. At a strategic level 

Demand Management can involve analysis of patterns of business activity and 

user profiles. At a tactical level it can involve definition and use of differentiated 

offerings.  

Financial Management 

The process is responsible for managing an IT service provider's budgeting, ac-

counting and charging requirements. 

Risk Management 

The process is responsible for identifying, assessing and controlling risks. 

 

Service D e-

sign  

processes  

The Service Design publication covers: 

Service Catalogue Management 

The process is responsible for producing and maintaining the Service Catalogue, 

ensuring that a central, accurate and consistent source of data is provided, record-

ing the status of all operational services, together with appropriate details of each 

service. 

Service Level Management  

The process is responsible for negotiating Service Level Agreements, and ensur-

ing that these are met. Service Level Management must ensure that all IT Service 

Management processes, operational level agreements, and underpinning con-

tracts, are aligned with the agreed service level targets. Service Level Manage-

ment monitors and reports on service levels, and holds regular customer reviews. 

Availability Management  

The process is responsible for defining, analyzing, planning, measuring and im-

proving all aspects of the availability of IT services. Availability Management 

must ensure that all IT infrastructure, processes, tools, roles etc. are appropriate 

for the agreed availability service level targets. 

Information Security Management 

The process is responsible for ensuring the confidentiality, integrity and availabil-

ity of an organization's assets, information, data and IT services. Information 

Security Management usually forms part of an organizational approach to securi-

ty management which has a wider scope than the IT service provider, and in-

cludes handling of paper, building access, phone calls etc., for the entire organiza-

tion. 

Supplier Management 

The process is responsible for ensuring that all contracts with suppliers support 

the needs of the business, and that all suppliers meet their contractual commit-

ments. 

Capacity Management  

The process is responsible for ensuring that the capacity of IT services and the IT 

infrastructure is able to deliver agreed service level targets in a cost effective and 

timely manner. Capacity Management considers all resources required to deliver 

the IT service, and plans for short, medium and long term business requirements. 

IT Service Continuity Management 

The process is responsible for managing risks that could seriously impact IT 

services. IT Service Continuity Management ensures that the IT service provider 

can always provide minimum agreed service levels, by reducing the risk to an 
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acceptable level and planning for the recovery of IT services. IT Service Continu-

ity Management should be designed to support Business Continuity Management. 

 

Service 

Transition  

processes  

The Service Transition publication covers: 

Transition Planning and Support 

The process is responsible for planning all service transition processes and coor-

dinating the resources that they require.  

Change Management  

The process is responsible for controlling the lifecycle of all changes. The prima-

ry objective of Change Management is to enable beneficial changes to be made, 

with minimum disruption to IT services. 

 

Figure 3: Example of process activities for the Change Management process. 

Based on OGC ITIL
®
 material 

Service Asset and Configuration Management  

The process is responsible for maintaining information about service assets and 

configuration items required to deliver an IT service, including their relationships. 

In addition the process is responsible for tracking and reporting the value and 

ownership of the service assets. This information is managed throughout the 

lifecycle of the service assets.  

Release and Deployment Management  

The process is responsible for planning, scheduling and controlling the movement 

of releases to test and live environments. The primary objective of Release and 

Deployment Management is to ensure that the integrity of the live environment is 

protected and that the correct components are released.  

Service Validation and Testing 

The process is responsible for validation and testing of a new or changed IT ser-

vice. Service Validation and Testing ensures that the IT service matches its de-

sign specification and will meet the needs of the business. 

Evaluation 

The process is responsible for assessing a new or changed IT service to ensure 

that risks have been managed and to help determine whether to proceed with the 

change. Evaluation is also used to mean comparing an actual outcome with the 
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intended outcome, or comparing one alternative with another. 

Service Knowledge Management 

The process is responsible for gathering, analyzing, storing and sharing know-

ledge and information within an organization. The primary purpose of Know-

ledge Management is to improve efficiency by reducing the need to rediscover 

knowledge. 

 

Service O p-

eration  

processes  

The Service Operation publication covers: 

Event Management 

The process is responsible for monitoring all events that occur through the IT 

infrastructure to allow for normal operation and also to detect and escalate excep-

tion conditions. 

Request Fulfillment 

The process is responsible for managing customer or user requests. 

 

Incident Management  

The process is responsible for restoring the service to users as quickly as possible, 

in case of an Incident. 

Problem Management  

The process is responsible for analyzing root-causes to determine and resolve the 

cause of events and incidents, and for proactively detecting and preventing future 

problems/incidents. 

Access Management 

The process is responsible for granting authorized users the right to use a service, 

while restricting access to non-authorized users. It is based on being able accu-

rately to identify authorized users and then manage their ability to access services 

as required during different stages of their human resources (HR) or contractual 

lifecycle. Access Management is also called Identity or Rights Management in 

some organizations. 

 

 

On one of her recent trips, Brigitte one night came back to her room to 
sleep. While brushing her teeth she noticed that the showerhead had 
fallen to the ground and was broken. 
 
After finishing her tooth brushing she dialed the reception. The folder 
next to the telephone guided her on how to report an incident óIf you 
need any kind of assistance or want to report an incident, please call 
the reception by dialing 1ô. The receptionist asked questions such as: 
óWhat is your problem?ô, óIs the shower completely useless or can you 
use it anyway?ô, óIs it important to fix it now or can it wait till tomor-
row?ô and óWhen do you plan to take a shower?ô 
 
Brigitte didnôt need a shower at that moment ï but she had to take a 
bath in the morning before going back to the factory at 8 a.m. The 
receptionist was unable to find someone who could fix the shower 
before 6 a.m. so he tried to identify a workaround: óBrigitte, do you 
want to have another room (facing the street so it is a bit noisier) or 
have a key to the pool area and have your morning shower there?ô 



 
 

Page 13 of 35 â CFN People, Linde allé 1, DK-2600 Glostrup. Tlf.: +45 40 19 41 45 E-Mail: info@cfnpeople.com  

 

Continual 

Service I m-

provement  

processes  

The Continual Service Improvement publication covers: 

The 7-Step Improvement Process 

The process is responsible for identifying and implementing individual activities 

to improve IT service quality and improve the efficiency and effectiveness of 

enabling IT Service Management processes 

Service Measurement 

The process is responsible for measuring end-to-end services. 

Service Reporting 

The process is responsible for producing and delivering reports of achievement 

and trends against service levels. Service Reporting should agree the format, 

content and frequency of reports with customers. 

An overview of the ITIL processes and activities can be found in ñITILÈ V3 ï 

The big pictureò, a poster that can be downloaded for free on 

www.cfnpeople.com.   

 

 5.2. 3  Knowledge  
 The purpose of service knowledge is to ensure that the right information is deli-

vered to the right person at the right time to enable informed decisions. Among 

the service knowledge sources described by ITIL are: 

 

Service 

Knowledge 

Management 

System  

The Service Knowledge Management System (SKMS). Specifically within IT 

Service Management, knowledge management will be focused within the Service 

Knowledge Management System (SKMS). Underpinning this knowledge will be 

a considerable quantity of data, which will be held in a central logical repository 

or Configuration Management System (CMS). However, clearly the Service 

Knowledge Management System is a broader concept that covers a much wider 

base of knowledge, for example: 

¶ The experience of staff 

¶ Records of peripheral matters, e.g. weather, user numbers and behavior, 

organizationôs performance figures 

¶ Suppliersô and partnersô requirements, abilities and expectations 

¶ Typical and anticipated user skill levels. 

 
 

Service Por t-

folio  

The Service Portfolio. The Service Portfolio is the complete set of services that 

are managed by a service provider. The Service Portfolio is used to manage the 

entire lifecycle of all services and it supports management of investments in all 

services. 

The Service Portfolio represents the commitments and investments made by a 

service provider across all customers and market spaces. It represents present 

contractual commitments, new service development, and ongoing service im-

provement programs initiated by Continual Service Improvement. The portfolio 

Brigitte sits at her balcony enjoying the beautiful sunset over the 
mountains. It reminds her of the first time she stayed in this suite. She 
was asked to visit the factory with short notice, and she hoped that 
the hotel still had rooms available when she called the hotel. The re-
ceptionist could see from the registry that Brigitte frequently stayed at 
the hotel and that all the rooms of her choice were booked, so he 
offered her a discount. At the same time he made a reservation in the 
restaurant for her on the first night. She ended up with the suite, and 
since then she has always ordered it if available. 

http://www.cfnpeople.com/
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also includes third-party services which are integral part of service offerings to 

customers. Some third-party services are visible to the customers while others are 

not. 

The portfolio management approach helps managers prioritize investments and 

optimize the allocation of resources. 

 
 

Service Cat a-

logues  

Service Catalogues. A Service Catalogue is a database or a number of structured 

documents with information about all live IT services, including those available 

for deployment. The Service Catalogues are the only part of the Service Portfolio 

published to customers, and they are used to support the sale and delivery of IT 

services. The Service Catalogues include information about deliverables, prices, 

contact points, ordering and request processes. 

 

Figure 4: Relationship between the Service Portfolio and the Service Catalogues. 

© Crown copyright 2007  

 

Service Level 

Agreements  

Service Level Agreements (SLAs). Service Level Agreements are agreements 

between an IT service provider and a customer. A Service Level Agreement de-

scribes the IT service, documents service level targets, and specifies the responsi-

bilities of the IT service provider and the customer. A single Service Level 

Agreement may cover multiple IT services or multiple customers. 

The hotel maintains a registry of services that helps the management 
of the hotel to answer questions such as: 

¶ What value does an overnight stay at our hotel provide to the 
guests compared to comparative hotels? 

¶ Which supporting services, resources and capabilities are 
needed to provide our conference service? 

¶ What risks are associated with our dining services? 

It is vitally important for the manager that this registry provides the 
information needed to make the right decisions on the optimal use of 
the available resources and capabilities. 
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Operational 

Level 

Agreements  

Operational Level Agreements (OLAs). Operational Level Agreements are under-

pinning agreements between a service provider and another part of the same or-

ganization that assists with the provision of services.  

 

Underpi n-

ning Co n-

tracts  

Underpinning Contracts (UCs). Underpinning Contracts are legally binding 

agreements between a service provider and a third party, called the supplier. The 

third party provides goods or services that support delivery of an IT service to a 

customer. Underpinning Contracts define targets and responsibilities that are 

required to meet agreed service level targets in Service Level Agreements. 

 

Configur a-

tion Ma n-

agement 

System  

The Configuration Management System (CMS). The Configuration Management 

System is a set of tools and databases that are used to manage an IT service pro-

vider's configuration data. The Configuration Management System also contains 

data about employees, suppliers, locations, business units, customers and users as 

well as the relationships between these components. The Configuration Manage-

ment System includes tools for collecting, storing, managing, updating, and pre-

senting data about all configuration items and their relationships.  

 
 

 5.2. 4  People  
 The most important capability of an IT Service Provider is probably the ability to 

attract, motivate and develop the right people.  

ITIL is primarily focusing on staffing and organizational change management, 

when it comes to this capability, so the reader is advised to seek inspiration in  

other sources to complement the practices of ITIL. 

 

Staffing  Staffing Levels. An organization must ensure that the correct number of staff is 

available at any given time to match the demand being placed upon the organiza-

tion by the business.  

Skill Levels. An organization must decide on the level and range of skills it re-

quires of its staff ï and then ensure that these skills are available at the appropri-

ate times. Required skills among other include: 

¶ Interpersonal skills 

¶ Business awareness 

¶ Service awareness 

The hotel maintains a database containing data of all relevant equip-
ment, people, suppliers and processes that are used to provide the 
services. The staff is supposed to register specific assets such as 
rooms, beds and restaurant tables and the service impact of these 
items in the database every time they make a change to an item. 
 
During the years the hotel has gained much experience in which data 
such as equipment, people, suppliers and processes it is important to 
register and maintain. 
 
This information enables the hotel to manage the provided services 
and analyze the impact of faults or changes to underpinning items. 

Brigitte remembers from her conversations with the receptionist that 
the hotel enters service level agreements with returning customers 
such as travel agencies. The agreements state the agreed service 
levels of a stay at the hotel specific to that customer. 
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¶ Technical awareness 

¶ Diagnosis skills 

¶ Support tools and techniques 

¶ Processes and procedures 

Training. It is vital that all staff members are adequately trained. A formal intro-

duction program should be undertaken by all new staff. 

Staff Retention. It is very important that all IT Managers recognize the importance 

of the staff, and give this special attention. Any significant loss of staff can be 

disruptive and lead to inconsistency of service ï so efforts should be made to 

make the organization an attractive place to work. 

 

Organiz a-

tional 

Change Ma n-

agement  

Organizational Change Management. Service Managementôs basic role is to 

design, implement and operate new or changed services, making the organization 

different than it was before. 

Most changes implicate organizational change, ranging from moving a few staff 

to work from new premises through to major alterations in the nature of business 

working, e.g. from face-to-face retail to web-based trading. 

Change is an inevitable and important part of organizational development and 

growth. Without change, progress does not happen. Effective leaders and manag-

ers understand the change process and plan and lead accordingly.  

 

There are five important ingredients of change: Necessity, vision, plan, resources 

and competence. If there is no necessity established, there is lot of resistance from 

the people; if there is no vision, there is confusion among the employees; if there 

is no plan, there is chaos in the activities and transition; if there are no/fewer 

resources, there is a frustration among the employees; and if there is no compe-

tence, there is a fear of failure among the employees. 

Therefore it is extremely important to pay adequate attention and establish man-

agement commitment to take adequate care of these requirements of the change.  

 

Change Ma n-

agement 

strategies  

ITIL refers to a number of strategies that work well in practice:  

Education and commitment. The sooner managers give people information about 

the change and the implications for them; the more successful the implementation 

of change is likely to be. 

Participation and involvement. Allowing people to participate in the change nor-

mally overcomes resistance. On its own it is not enough; it must be used in con-

junction with a policy of education and commitment, so that people understand 

the need for change, and effective monitoring and review for managers to be able 

to assess the impact of change. 

 

The personnel of the hotel must see the need for the change in atti-
tude and habits when introducing a new or changed service. They 
need to see the ñbig pictureò of the new service. 
 
But it is not enough to see the need and share a vision. They also 
need to act. A plan for how to introduce the new service must be 
crafted and maintained and the necessary resources and compe-
tences must be allocated. 
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Facilitation and support. Managers should be ready to respond positively when 

fears and anxieties about the change are expressed. Talking through the issues 

and performing a skills gap analysis may be sufficient, but at other times training 

in the new processes will be necessary, preferably prior to implementation. 

Negotiation and agreement. Change is easier to implement if you have agree-

ment; gaining agreement suggests negotiation, so managers should be prepared to 

negotiate, formally if necessary. The relative cost of gaining agreement should be 

set against the importance of the change. 

Manipulation and co-option. It is sometimes necessary to strike deals with those 

who oppose change, either by making them privy to restricted information or by 

óbuying-offô, i.e. giving them extra rewards (financial or otherwise) to gain their 

participation. This approach should be used with the caveat that it is likely to 

cause problems later on. 

Explicit and implicit coercion. There are occasions when coercion is the appro-

priate tactic. It will come with associated costs, similar to the directive approach 

of óact now, explain laterô. Coercion may well run counter to the values and be-

liefs of your organization and, by inference, to individuals working in it. Strong 

leadership is needed if using this strategy, together with a full knowledge of the 

situation and the possible problems that will be caused. 

 

 5.2. 5  Tools and technology  
 Service Management is supported by technology in two ways: 

¶ Enterprise-wide tools that support the broader systems and processes 

within Service Management 

¶ Tools targeted more specifically at supporting a Service Lifecycle phase 

or parts of a phase 

There are a number of technologies that supports IT Service Management. These 

among other include the following: 

 

IT Service 

Management 

suites  

IT Service Management suites 

¶ Workflow management. A workflow or process control engine is needed 

to allow the pre-definition and control of defined processes such as an 

incident lifecycle, request fulfillment lifecycle, problem lifecycle, 

change model etc. 

¶ Portfolio and contract management. 

¶ Integrated configuration management. The tools should integrate to a 

configuration management system to allow the organizationôs IT infra-

structure assets, components, services and any ancillary configuration 

items to be held, together with all relevant attributes, in a centralized or 

federated location ï and to allow relationships between each to be stored 

and maintained ï and linked to Incident, Problem, Known Error and 

Change records as appropriate. 

¶ Self-service. Many organizations find it beneficial to offer óSelf Helpô 

capabilities to their users. The technology should therefore support this 

capability with some form of front-end allowing offering of a menu-

driven range of self help and service requests ï with a direct interface in-

to the back end process handling software. 

Analytical 

tools  

Administrative and analytical tools 

¶ Analysis, simulation and modeling. Offering prototyping, modeling and 
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simulation facilities. Enabling ñWhat if?ò scenarios to be examined 

¶ Reporting. There is no use storing data unless it can be easily retrieved 

and used to meet the organizations purposes. The technology should 

therefore incorporate good reporting capabilities, as well as to allow 

standard interfaces which can be used to input data to industry-standard 

reporting packages, dashboards etc. 

 

Dashboard type technology is useful to allow ósee at a glanceô visibility 

of overall IT service performance and availability levels. 

IT Infr a-

struc ture 

Management 

tools  

IT Infrastructure Management tools 

¶ Monitoring. 

¶ Event logging and management. 

¶ Diagnostic utilities. It will be extremely useful for Service Desk and 

other support groups if the technology incorporated the capability to 

create and use diagnostic scripts and other diagnostic utilities to assist 

with diagnosis of incidents and problems. Ideally these should be ócon-

text sensitiveô and presentation of the scripts is automated so far as poss-

ible. 

¶ Job scheduling. 

¶ Automation. Automation is a means for capturing the knowledge re-

quired for a service process. 

¶ Discovery. In order to populate or verify the configuration management 

system data and to assist in license management, discovery or automated 

audit tools will be required. Such tools should be capable of being run 

from any location on the network and allow interrogation and recovery 

of information relating to all components that make up, or are connected, 

to the IT infrastructure. 

¶ Remote control. It is often helpful for the Service Desk analysts and oth-

er support groups to be able to take control of the userôs desk-top. 

¶ Security control. 

Application 

Management 

tools  

Software and Application Management tools 

¶ Release management and version control. 

¶ Test and validation management. Validating designs before they are de-

veloped and implemented to ensure that they satisfy and fulfill their in-

tended requirements. 

¶ Deployment management. Many IT Service Management tools, particu-

larly discovery and event monitoring tools, will require some 

client/agent software deploying to all target locations before they can be 

used. This will need careful planning and execution ï and should be 

handled through formal release and deployment management. 

¶ License management. 

Now, let us leave ITIL for a moment to briefly concentrate on ISO/IEC 20000. 

 

 6 . ISO/IEC 20000  

 ISO/IEC 20000 is an international standard for IT Service Management. ISO/IEC 

20000 is aligned with ITIL and describes an integrated set of management proc-

esses comparable to the ITIL processes for effective delivery of services.  

ISO/IEC 20000 was prepared by BSI (as BS 15000) and was adopted, under a 

special ñfast-track procedureò, by Joint Technical Committee ISO/IEC JTC 1, 

Information technology, in parallel with its approval by national bodies of ISO 
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and IEC in 2005. 

The focus of ISO/IEC 20000 is leadership, integrated processes, intelligent use of 

metrics as well as ódoing more than documentingô. The standard currently con-

sists of three parts:  

ISO/IEC 20000-1:2005 is the formal Specification and defines the requirements 

for a Service Management system (SMS) to deliver managed IT services of an 

acceptable quality for its customers. The specification includes:  

¶ Requirements for a management system;  

¶ Planning and implementing Service Management;  

¶ Planning and implementing new or changed services;  

¶ Service delivery process;  

¶ Relationship processes;  

¶ Resolution processes;  

¶ Control processes; and  

¶ Release processes.  

 

Figure 5: Service Management processes covered by ISO/IEC 20000. Based on 

ISO/IEC 20000  

ISO/IEC 20000-2:2005 is the Code of Practice which provides generic guidelines 

for implementing a Service Management system (SMS) in accordance with 

ISO/IEC 20000-1. 

ISO/IEC 20000-3:2009 gives guidance on scope definition and applicability of 

ISO/IEC 20000-1. This part of ISO/IEC 20000 gives a list of main points on 

stating scope, on the applicability of ISO/IEC 20000-1 and on demonstrating 

conformity to ISO/IEC 20000-1. It also includes examples of scope statements, 

which vary according to the service providerôs circumstances. 

According to the standard itself the target groups for ISO/IEC 20000 are: 

¶ businesses that are going out to tender for their services 

¶ businesses that require a consistent approach by all service providers in a 


