[ABADNET FOR TRAINING]

The Guiding Principles

= A guiding principle is a recommendation that guides an organization in all circumstances,
regardless of
v Changes in its goals,
v’ Strategies,
v Type of work, or
v Management structure.
= Core messages of ITIL (and of service management in general) are embodied in these
principles
= As well as being aware of the ITIL guiding principles, it is also important to recognize
that they interact with and depend upon each other. For example, if an organization is
committed to progressing iteratively with feedback, it should also think and work
holistically to ensure that each iteration of an improvement includes all the elements
necessary to deliver real results. Similarly, making use of appropriate feedback is key to
collaboration, and focusing on what will truly be valuable to the customer makes it easier
to keep things simple and practical. Organizations should not use just one or two of the
principles, but should consider the relevance of each of them and how they apply
together. Not all principles will be critical in every situation, but they should all be
reviewed on each occasion to determine how appropriate they are.
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Principle — Focus on Value

=  Value for whom — Understanding who is service consumer & who the key stakeholders
are

= Understanding consumer's perspectives of value — why, what, how, role, of costs/finances
and risks for consumer

= Customer experience (CX) & User Experience (UX) — The entirety of the interactions a
customer has with an organization and its products

= Who is the service consumer?
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v" When focusing on value, the first step is to know who is being served. In doing
this the service provider should consider who will receive value from what is
being delivered or improved.

= The consumer's perspectives of value — The service provider needs to know:

v Why the consumer uses the service

v What the services help them to do

v How the service help them meet their goals

v The role of cost/financial consequences & risks for the service consumer

= Applying the principle — To apply this principle successfully, consider this advice:

v Know how service consumers use each service

v Encourage a focus on value among all staff

v" Focus on value during normal operational activity as well as during improvement
initiatives

v"Include focus on value in every step of any improvement initiative
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Principle — Start where you are

= Do not start over without first considering what is already available to be leveraged
= Assess where you are
v" Service and methods already in place should be measured and/or observed
directly
v Getting data from the source helps to avoid assumptions
= The role of measurement
v It should be used to support the analysis of what has been observed rather than to
replace it
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v" Sometimes the act of measuring can affect the results, making them inaccurate
and hence due care should be taken to avoid this.
= |nthe process of eliminating old, unsuccessful methods or service and creating something
better, there can be great temptation to remove what has been done in the past and build
something completely new. This rarely necessary, or a wise decision. This approach can
be extremely wasteful, not only in terms of time, but also in terms of the loss of existing
service, processes, people, and tools that could have significant value in the improvement
effort.
= Applying the principle — To apply this principle successfully, consider this advice:
v Look at what exists as objectively as possible, using the customer, or the desired
outcome, as the starting point
v" When examples of successful practices or services are found in the current state,
determine if and how these can be replicated or expanded upon achieve the
desired state
v Apply your risk management skills
v Recognize that sometimes nothing from the current state can be reused
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Principle — Progress iteratively with feedback

* Role of feedback:
v Feedback before, throughout and after each iteration will ensure that actions are
focused and appropriate
v" No improvement iteration occurs in a vacuum. While the iteration is being
undertaken, circumstances can change and new priorities can arise, and the need
for the iteration may be altered or even eliminated.
v" Well-constructed feedback mechanisms facilitate understanding of:
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++ End user and customer perception of the value created
% The efficiency and effectiveness of value chain activities
% The effectiveness of service governance as well as management controls
%+ The demand for products and services
= |teration and feedback together
v’ Greater flexibility, faster responses to customer and business needs
= |Improvement iterations can be sequential or simultaneous, based on the requirements of
the improvement and what resources are available. Each individual iteration should be
both manageable and managed, ensuring that tangible results are returned in a timely
manner and built upon to create further improvement.
= Applying the principle — To apply this principle successfully, consider this advice:
v Comprehend the whole, but do something
v The ecosystem is constantly changing, so feedback is essential
v' Fast does not mean incomplete
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Principle — Collaborate and Promote Visibility

= Inclusion of right people in right roles
=  Without effective collaboration, neither Agile, Lean or any other ITSM framework or

method will work
= Work and its results should be made visible. The more people are aware of what is

happening and why, the more they will be willing to help
= Cooperation and collaboration are better than isolated work, which is frequently referred

to as "silo activity"
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=  Whom to collaborate with — Identifying & managing all the stakeholders groups that an
organization deals with is important, as the people and perspectives necessary for
successful collaboration can be sourced within these stakeholder groups.
= Communication for improvement — The contribution to improvement of each stakeholder
group at each level should be understood; it is also important to define the most effective
methods to engage with them. Some contributors may need to be involved at a very
detailed level, while others can simply be involved as reviewers or approvers.
= Applying the principle:
v" Collaboration does not mean consensus
v/ Communicate in a way the audience can hear
v" Decisions can only be made on visible data
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Principle — Think and work holistically

= The outputs will suffer unless delivered in an integrated way rather than as separate parts
= For holistic approach to service management it is necessary to
v Understand how all the parts of an organization work together in an integrated
way
v' Have end-to-end visibility of how demand is captured and translated into
outcomes
= |nacomplex system, the alteration of one element can impact others and, where possible,
these impacts need to be identified, analyzed and planned for.
= Applying the principle — To apply this principle successfully, consider this advice:
v" Recognize the complexity of the systems
v Collaboration is key to thinking and working holistically
v" Where possible, look for patterns in the needs of and interactions between system
elements
v" Automation can facilitate working holistically
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Principle — Keep it simple and practical

= Always use the minimum number of steps needed to accomplish an objective
= Qutcome based thinking should be used to produce practical solutions that deliver
valuable outcomes.
= Trying to provide a solution for every exception will often lead to over complication
= Judging what to keep
v Eliminate a process, service, action or metric if it provides no value or produces
no useful outcome
= Understanding the conflicting objectives
= Critical to keeping service management simple and practical is understanding exactly
how something contributes to value creation. For example, a step in a process may be
perceived by the operational staff involved as a waste of time. However, from a corporate
perspective, the same step may be important for regulatory compliance and therefore
valuable in an indirect, but nevertheless important way. It is necessary to establish and
communicate a holistic view of the organization's work so that individual teams or groups
can think holistically about how their work is being influenced by, and in turn influences
others.
= Applying the principle — To apply this principle successfully, consider this advice:
Ensure value
Simplicity is the ultimate sophistication
Do fewer things, but do them better
Respect the time of the people involved
Easier to understand, more likely to adopt
Simplicity is the best route to achieving quick wins
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Principle — Optimize and automate

= Technology should not always be relied upon without the capability of human
intervention
= Optimization means to make something as effective and useful as it needs to be
= Road to optimization
v' Techniques/way may draw upon various practices like ITIL, Lean, DevOps,
Kanban & others.
= Using Automation:
v' Before an activity can be effectively automated, it should be optimized to
whatever degree is possible and reasonable.
= The path to optimization follows these high-level steps:
1. Understanding and agreeing the context in which the proposed optimization exists.
2. Assessing the current state of the proposed optimization
3. Agreeing what the future state and priorities of the organization should be, focusing
on simplification and value.
4. Ensuring the appropriate level of stakeholder engagement and commitment.
5. Executing the improvements in an iterative way, using metrics and other feedback to
check progress, stay on track and adjust the approach to the optimization as needed.
6. Continually monitoring the impact of optimization to identify opportunities to
improve methods of working.
= Applying the principle
v Simplify and/or optimize before automating
v Define your metrics
v’ Use the other guiding principles when applying this one
% Progress iteratively with feedback
% Keep it simple and practical
%+ Focusing on value
¢+ Start where you are
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Principles Interactions

= Principles depend on & interact with each other
= Use of only 2 or 3 principles may not suffice at times.
= For every situation relevance of all principles to be check and then whichever applicable
to be used together
= Having check for relevance appropriate application to be done
o) lpians e Jeldlip o aaiadfsabiall w
O Gany (8 sdbe 3 sl (s aladial 4GV 8w
be Leiadai (S IS Ul a3 (a5 (galsall S Aaadl (g Rl oy o g ¢ s JSU
4 Ll (s (oA elial) Gadaill Lpaal e (3Eal) 2ay

[ITIL Guiding Principles] Page 8




