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Continual Improvement Practice

= Purpose:

v To align the organization's practices and services with changing business needs
through the ongoing identification and improvement of services, service
components, practices or any element involved in the efficient and effective
management of products and services

= Scope:

v Development of improvement-related methods and techniques

v’ Propagation of a continual improvement culture across the organization, in
alignment with the organization's overall strategy.

= The commitment to and practice of continual improvement must be embedded into every
fiber of the organization. If it is not, there is a real risk that daily operational concerns and
major project work will eclipse continual improvement efforts.

= There are many methods, models and techniques that can be employed for making
improvements. Different types of improvements may call for different improvement
methods. For example, some improvements may be best organized into a multi-phase
project, while others may be more appropriate as s single quick effort.
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7 Step Continual Improvement Model

= Step 1: define the vision of the initiative

= Step 2: current state assessment to define starting point

= Step 3: target-setting; after greeting on priority for the improvement

= Step 4: preparing the plan to achieve the target set as part of previous step

= Step 5: executing the plan

= Step 6: measuring achievement

= Step 7: continuing the improvement agenda with next item on cards

= Logic and common sense should always prevail when using the continual improvement
model. The steps of this model do not need to be carried out in a linear fashion, and it
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may be necessary to re-evaluate and return to a previous step at some point. Critical
judgement should always be applied when using this model.
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Business vision,

How do we keep
the momentum
going?

What is the
vision?

Where are
we now?

Where do we
want to be?

How do we
get there?

Take
action

Did we get there?

mission, goals,
and objectives

Perform baseline
assessments

Define measurable
targets

Define the
improvement plan

Execute
improvement
actions

Evaluate
metrics
and KPls

Key Activities of continual improvement practice

= Encouraging continual improvement across the organization
= Securing time and budget for continual improvement
= |dentifying and logging improvement opportunities
= Assessing and prioritizing improvement opportunities
= Making business cases for improvement action
= Planning and implementing improvements
= Measuring and evaluating improvement results
= Co-ordinating improvement activities across the organization
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SVC & Continual Improvement Practice

= PLAN:

v The continual improvement practice is applied to planning activities, methods and
techniques to make sure they are relevant to the organization's current objectives
and context.

= |MPROVE:

v" It structures resources and activities enabling improvement at all levels of the

organization and the SVS.
= ENGAGE, DESING & TRANSTION, OBTAIN/BUILD, DELIVER & SUPPORT:
v' Each of these value chain activities are subject to continual improvement, and the
continual improvement practice is applied to all of them
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Change Control Practice

= Purpose: to maximize the number of successful IT changes by ensuring that risks have
been properly assessed, authorizing changes to proceed, and managing a change schedule

= Scope: Typically includes all IT infrastructure, applications, documentation, processes,
supplier relationships and anything else that might directly or indirectly impact a product
or service

= Change control is different from organizational change management (OCM)

v" OCM is about managing people aspects of change

= Change control must balance the need to make beneficial changes that will deliver
additional value with the need to protect customers and users from the adverse effect of
changes. All changes should be assessed by people who are able to understand the risks
and the expected benefits and then authorized before they are deployed. This assessment,
however, should not introduce unnecessary delay.
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Change Control — Key Terms

= Change — The addition, modification, or removal of anything that could have a direct or
indirect effect on services.

= Change Authority — The person or group who authorizes a change

= There are three types of changes in ITIL:

v/ Standard Changes: These are low-risk, pre-authorized changes that are well-
understood and fully-documented, and can be implemented without needing
additional authorization. They are often initiated as service requests, but may also
be operational changes. This risk assessment does not need to be repeated each
time the standard change is implemented, only if there is a modification to the
way it is carried out.

v" Normal Changes: These are changes that need to be scheduled, assessed and
authorized following a standard process. Change models, based on the type of
change, determine the roles for assessment and authorization. Some normal
changes are low-risk, and the change authority for these is usually someone who
can make rapid decisions, often using automation to speed up the change. Other
normal changes are very major and the change authority could be as high as the
board of management (or equivalent).

v' Emergency Changes: These are changes that must be implemented as soon as
possible. Emergency changes are not typically included in a change schedule, and
the process for assessment and authorization is expedited to ensure they can be
implemented quickly. There may also be a separate change authority for
emergency changes, typically including a small number of senior managers who
understand the business risks involved.
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SVC & Change Control

PLAN
v' Changes to product and service portfolios, policies and practices all require a
certain level of control
IMPROVE
v Lot of improvements need changes to be made, and these should be assessed and
authorized in the same way as all other changes.
ENGAGE
v' Customers and users may need to be consulted or informed about changes,
depending on the nature of the change
DESIGN & TRANSITION
v' Many changes are initiated as a result of new or changed service. Changed control
activity is a major contributor to transition.
OBTAIN/BUILD
v' Changes to components are subject to change control, whether they are built in
house or obtained from suppliers
DELIVER & SUPPORT
v/ Changes may have an impact on delivery & support. Necessary info must be
communicated to those who carry out this activity.
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Incident Management Practice

= Purpose: To minimize the negative impact of incidents by restoring normal service
operation as quickly as possible.
All incidents should be logged and managed
There should be a formal process
Timely resolution in line with expectations of the customer and user
Target resolution times to agreed, documented and communicated to ensure that
expectations are realistic.
Incidents to be prioritized, & categorized, to ensure that incidents with the highest
business impact are resolved first.
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Incident Management Practice — Key Terms

< ANANANA

LA

= Incident
v" An unplanned interruption to a service, or reduction in the quality of a service.
= Priority is based on impact and urgency
= Swarming — the technique that involves many different stakeholders working together
initially
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SVC & Incident Management

= DESIGN & TRANSITION
v" Resolving incidents during in test environments as well as during Release &
Deployments
= OBTAIN/BUILD
v' Managing incidents in development environments.
» DELIVER & SUPPORT
v Incident management makes a significant contribution to by resolutions.
» ENGAGE
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v Incident management is user facing process. Regular communication, to
understand the issues, set expectations, provide status updates, and confirmations
before closing incidents

= |MPROVE
v"Incident records are a key input to improvement activities
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Problem Management Practice

= Purpose: To reduce the likelihood and impact of incidents by identifying actual and
potential causes of incidents, and managing workarounds and know errors.
= This practice strives to find structural flaws, vulnerabilities or errors in services, service
components
= These may exist even in four dimensions of service management.
= The relationship that problem and incident share is cause (problem) and effect (effect)
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Problem Management — Key Terms

= Problem
v A cause, or potential cause, of one or more incidents.
= Known error
v" A problem that has been analyzed and has not been resolved
=  Workaround
v" A solution that reduces or eliminated the impact of an incident or problem for
which a full resolution is not yet available.
v Some workarounds reduce the likelihood of incidents.
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The Phases of Problem Management

1. Problem Identification — activities identify and log problems. This includes

v' Performing trend analysis of incident records

v Detection of duplicate and recurring issues by users, service desk and technical
support staff

v Major incident management identifying a risk that an incident could recur

v Analyzing information received from suppliers and partners

v Analyzing information received from internal software developers, test teams,
and project teams.

v" Other sources of information can also lead to problems being identified.

2. Problem Control — activities include problem analysis, and documenting workarounds
and know errors. Problems are prioritized for analysis based on the risk that they pose,
and are managed as risks, based on their potential impact and probability. It is not
essential to analyze every problem, it is more valuable to make significant progress on
the highest priority problems than to diagnose every minor problem that the organization
is aware of.

3. Error Control — activities manage know errors. A known error is a problem where initial
analysis is complete; it usually means that faulty components have been identified. Error
control includes identification of potential permanent solutions this may result in a
change request for implementation of a solution, but only if this can be justified in terms
of cost, risks and benefits.
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SVC & Problem Management

= |IMPROVE
v' This is the main focus area for problem management. Effective problem
management is useful for both short-term & long-term improvements.
= OBTAIN/BUILD
v" Problem management activities may identify product defects that are then
managed as part of this value chain activities.
= DELIVER & SUPPORT
v Problem management makes a significant contribution by preventing incident
repetition & supporting timely incident resolution
= ENGAGE
v Problems that have a significant impact on services will be visible to customers
and users
= DESIGN & TRANSITION
v" Problem management provides information that helps to improve testing and
knowledge transfer.
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Service Request Management Practice

= Purpose: To support the agreed quality of a service by handling all pre-defined, user-
initiated service requests in an effective and user-friendly manner.
= This practice is dependent upon well-designed processes and procedures,
= Service request models could be used for different types of service requests
= For addition of new service requests to the service catalogue, existing workflow models
should be leveraged whenever possible.
= Each service request may include one or more of:
v' A request for a service delivery action (for example, providing a report or
replacing a toner cartridge)
v" A request for information (for example, how to create a document or what the
hours of the office are)
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v A request for provision of a resource or service (for example, providing a phone
or laptop to a user, or providing a virtual server for development team)
v A request for access to a resource or service (for example, providing access to a
file or folder)
v Feedback, compliments and complaints (for example, complaints about a new
interface or compliments to a support team).
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Service Request Management — Key Terms

= Service Request

v' A request from a user or user's authorized representative that initiates a service
action that has been agreed as a normal part of service delivery

v Request model — pre-defined steps to handle known types of requests

v Standard changes — these get managed by this practice by getting logged as
service requests most of the times

= To be handled successfully, service request management should follow these guidelines:

v' Service requests and their fulfilment should be standardized and automated to the
greatest degree possible.

v Policies should be established regarding what service requests will be fulfilled
with limited or even no additional approvals so that fulfilment can be streamlined.

v The expectations of users regarding fulfilment times should be clearly set, based
on what the organization can realistically deliver.

v Opportunities for improvement should be identified and implemented to produce
faster fulfilment times and take additional advantage of automation.

v Policies and workflows should be included for the documenting and redirecting of
any requests that are submitted as service requests, but which should actually be
managed as incidents or changes.

= Some service requests can completely fulfilled with automation from submission to
closure, allowing for a complete self-service experience. Examples include client

software installation or provision of virtual servers.
il .
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SVC & Service Request Management

= ENGAGE
v Service request management include regular communication to collect user-
specific requirements, set expectations, and provides status updates.
* DELIVER & SUPPORT
v’ This practice ensures that users continue to be productive, and sometimes heavily
depends on fulfilment of their requests
= DESIGN & TRANSITION
v’ Standard changes to services can be initiated and fulfilled as service requests.
= OBTAIN/BUILD
v The fulfilment of service requests may require acquisition of pre-approved service
components.
* IMPROVE
v" Improvement initiatives, compliments and complaints from users trend, quality
and feedback information about fulfilment of requests.
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Service Desk Practice

Purpose: To capture demand for incident resolution and service requests.
It should also be the point of communication for the service provider with all of its users.
It should act as the entry point/single point of contract for the IT or service organization
With increased automation and the gradual removal of technical debt, the focus of the
service desk is to provide support for "people and business™ rather than simply technical
ISsues.
Has a major influence on user experience and how the service provider is perceived by
the users.
Service desk staff require training and competency across a humber of broad technical
and business area. In particular, they need to demonstrate excellent customer service
skills such as empathy, incident analysis and prioritization, effective communications,
and emotional intelligence. The key skill they require is to be able to fully understand and
diagnose specific incident in terms of business priority and to take appropriate action to
get this resolved, using available skills, knowledge, people and processes
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Service Desk Structures

Centralized service desk
v' Atangible team, working in a single location
v Intelligent telephony systems, workflow systems, workforce management and
resource planning systems, knowledge base, CMS etc
Virtual service desk
v" Agents to work from multiple geographically dispersed locations
v" Requires more sophisticated supporting technology, allowing access from
multiple locations and more complex routing and escalation
Service desks provide a clear path for users to report issues, queries and requests, and
have them acknowledged, classified, owned and actioned. How this practice is managed
and delivered may vary, from a physical team of people on shift work, to a distributed
mix of people connected virtually, or automated technology and bots. The function and
value remains the same, regardless of the model.
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=  With increased automation, Al, robotic process automation (RPA) and chatbots, service
desks are moving provide more self-service logging and resolution directly via online
portals and mobile applications. The impact on service desks is less phone contact, less
low-level work and a greater ability to focus on excellent CX when personal contract is
needed.
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SVC & Service desk

» ENGAGE
v The service desk is the main channel for tactical and operational engagement with
users.
» DELIVER & SUPPORT
v' The service desk is the coordination point for managing incidents and service
requests
= DESIGN & TRANSITION
v The service desk provides a channel for communicating with users about new and
changed service. Service desk staff participate in release planning, testing and
early life support
= OBTAIN/BUILD
v’ Service desk staff can be involved in acquiring service components used to fulfil
service requests and resolve incidents.

* IMPROVE
v' Feedback from users is collected by the service desk to support continual
improvements
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Service Level Management (SLM) Practice

= Purpose: To set clear business-based targets for service performance, so that the delivery
of a service can be properly assessed, monitored and managed against these targets
= |nvolves the definition, documentation, and active management of service levels
= Service level management provides the end to end visibility of the organization's services
= Pragmatic focus needed on the whole service and not simply its constituent
= Establishes a shared view of the services and target service levels with customers
= Ensure the organization meets the defined service levels through the collection, analysis,
storage and reporting of the relevant metrics for the identified services
= Performs service reviews to ensure the current set of services continues to meet the needs
of the organization and its customers
= Captures and reports on service issues including performance against defined service
levels.
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Service Level Management — Key Terms

= Service Level Agreement — Agreement between Service Provider and Customer for
service "levels"
v Should relate to defined outcomes and not simply operational metrics
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v" This can be achieved with balanced 'bundles’ of metrics, such as customer
satisfaction and key business outcomes
= Service level management involves collating and analyzing information from a number
of sources. These sources include:
v' Customer engagement
v' Customer feedback
v’ Operational metrics
v Business metrics
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SVC & SLM
= PLAN

v' SLM facilitates produce planning, service portfolio and service offerings with
information about service performance and trends
» ENGAGE
v' SLM engages with customers/users for feedback & service reviews.
* DELIVER & SUPPORT
v' SLM establishes SLA in operations and takes measure to ensure that those are
achieved
= DESIGN & TRANSITION
v" SLM provides service level requirements into design of service and also ensures
that proper testing of SLASs is done during transition
= OBTAIN/BUILD
v' SLM provides objectives for component/service performance, as well as for
measurement & reporting capabilities of products & services
* IMPROVE
v" SLM can be a driving force for service improvement, using service feedback from
users as well as requirements from customers
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