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1 Introduction

The primary objective of Service Management is to ensure
that the IT services are aligned to the business needs and

actively support them. It is imperative that the IT services

underpin the business processes, but it is also increasingly
important that IT acts as an agent for change to facilitate

business transformation.

All organizations that use IT will depend on IT to be
successful. If IT processes and IT services are implemented,
managed and supported in the appropriate way, the
business will be more successful, suffer less disruption and
loss of productive hours, reduce costs, increase revenue,
improve public relations and achieve its business
objectives.

Most authorities now identify four types of IT assets that
need to be acquired and managed in order to contribute
to effective IT service provision. These are IT infrastructure,
applications, information and people. Specifically there is a
strong emphasis on the acquisition, management and
integration of these assets throughout their ‘birth to
retirement’ lifecycle. The delivery of quality IT services
depends on the effective and efficient management of
these assets.

These assets on their own, however, are not enough to
meet the Service Management needs of the business. ITIL
Service Management practices use these four asset types
as part of a set of capabilities and resources called ‘service
assets’.

An IT service, used in support of business processes, is
constructed from a combination of IT assets and externally
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provided ‘underpinning’ services. Once in place, an IT
service must be supported throughout its ‘life’, during
which time it may be modified many times, either through
technological innovation, changing business environment,
changing usage of the service, changing its service quality
parameters, or changing its supporting IT assets or
capabilities (e.g. a change in an application software
component to provide additional functionality). Eventually
the IT service is retired, when business processes no longer
have a use for it or it is no longer cost-effective to run.
Service Transition is involved in the build and deployment
of the service and day-to-day support, and delivery of the
service is the role of Service Operation, while Continual
Service Improvement implements best practice in the
optimize and retire stages.

From this perspective, Service Design can be seen as
gathering service needs and mapping them to
requirements for integrated services, and creating the
design specifications for the service assets needed to
provide services. A particular feature of this approach is a
strong emphasis on re-use during design.

The main aim of Service Design is to design IT services,
together with the governing IT practices, processes and
policies, to realize the strategy and to facilitate the
introduction of these services into the live environment
ensuring quality service delivery, customer satisfaction and
cost-effective service provision. Service Design should also
design the IT services effectively so that they don't need a
great deal of improvement during their lifecycle. However,
continual improvement should be embedded in all Service
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Figure 1.1 Resources and capabilities are the basis for value creation
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Design activities to ensure that the solutions and designs
become even more effective over time and to identify
changing trends in the business that may offer
improvement opportunities. Service Design activities can
be periodic or exception-based when they may be
triggered by a specific business need or event.

If services or processes are not designed they will evolve
organically. If they evolve without proper controls, the
tendency is simply to react to environmental conditions
that have occurred rather than to understand clearly the
overall vision and overall needs of the business. Designing
to match the anticipated environment is much more
effective and efficient, but often impossible - hence the
need to consider iterative and incremental approaches to
Service Design. Iterative and incremental approaches are
essential to ensure that services introduced to the live
environment adapt and continue to remain in line with
evolving business needs. In the absence of formalized
Service Design, services will often be unduly expensive to
run, prone to failure, resources will be wasted and services
will not be fully aligned to business needs. It is unlikely
that any improvement programme will ever be able to
achieve what proper design would achieve in the first
place. Without Service Design, cost-effective service is not
possible. The human aspects of Service Design are also of
the utmost importance, and these will be explored in
detail later in this publication.

1.1 OVERVIEW

This publication forms part of the overall ITIL Service
Management practices and covers the design of
appropriate and innovative IT services to meet current and
future agreed business requirements. It describes the
principles of Service Design and looks at identifying,
defining and aligning the IT solution with the business
requirements. It also introduces the concept of the Service
Design Package and looks at selecting the appropriate
Service Design model. The publication also discusses the
fundamentals of the design processes and the five aspects
of the design:

B Services

B Design of Service Management systems and tools,
especially the Service Portfolio

B Technology architectures and management systems

B Processes

B Measurement methods and metrics.

The publication covers the methods, practices and tools to
achieve excellence in Service Design. It enforces the
principle that the initial Service Design should be driven

by a number of factors, including the functional
requirements, the requirements within the Service Level
Agreements (SLAs), the business benefits and the overall
design constraints.

Chapter 4 explains the end-to-end process of the areas key
to successful Service Design. These processes are utilized
by all other stages of the Service Lifecycle, and other
processes are taken into account by Service Design.
However, it is here that Service Catalogue Management,
Service Level Management, Capacity Management,
Availability Management, IT Service Continuity
Management, Information Security Management and
Supplier Management are covered in detail.

The appendices to this publication give examples of the
Service Design Package, Service Acceptance Criteria,
process documentation templates, design and planning
documents, environmental architectures and standards,
sample SLAs, OLAs and Service Catalogue and the Service
Management process maturity framework.

1.2  CONTEXT

1.2.1 Service Management

Information technology (IT) is a commonly used term that
changes meaning with context. From the first perspective,
IT systems, applications, and infrastructure are components
or sub-assemblies of a larger product. They enable or are
embedded in processes and services. From the second
perspective, IT is an organization with its own set of
capabilities and resources. IT organizations can be of
various types, such as business functions, shared services
units, and enterprise-level core units.

From the third perspective, IT is a category of services
utilized by business. They are typically IT applications and
infrastructure that are packaged and offered as services by
internal IT organizations or external service providers. IT
costs are treated as business expenses. From the fourth
perspective, IT is a category of business assets that provide
a stream of benefits for their owners, including but not
limited to revenue, income and profit. IT costs are treated
as investments.

1.2.2 Good practice in the public domain

Organizations operate in dynamic environments with the
need to learn and adapt. There is a need to improve
performance while managing trade-offs. Under similar
pressure, customers seek advantage from service
providers. They pursue sourcing strategies that best serve
their own business interests. In many countries,
government agencies and non-profits have a similar



tendency to outsource for the sake of operational
effectiveness. This puts additional pressure on service
providers to maintain a competitive advantage with
respect to the alternatives that customers may have. The
increase in outsourcing has particularly exposed internal
service providers to unusual competition.

To cope with the pressure, organizations benchmark
themselves against peers and seek to close gaps in
capabilities. One way to close such gaps is the adoption
of good practices in wide industry use. There are several
sources for good practices, including public frameworks,
standards, and the proprietary knowledge of organizations
and individuals (Figure 1.2).

Public frameworks and standards are attractive when
compared with proprietary knowledge:

B Proprietary knowledge is deeply embedded in
organizations and therefore difficult to adopt, replicate
or transfer, even with the cooperation of the owners.
Such knowledge is often in the form of tacit
knowledge that is inextricable and poorly
documented.
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Proprietary knowledge is customized for the local
context and specific business needs to the point of
being idiosyncratic. Unless the recipients of such
knowledge have matching circumstances, the
knowledge may not be as effective in use.

Owners of proprietary knowledge expect to be
rewarded for their long-term investments. They may
make such knowledge available only under
commercial terms through purchases and licensing
agreements.

Publicly available frameworks and standards such as
ITIL, COBIT, CMMI, eSCM-SP, PRINCE2, ISO 9000,
ISO/IEC 20000, and ISO/IEC 27001 are validated across
a diverse set of environments and situations rather
than the limited experience of a single organization.
They are subject to broad review across multiple
organizations and disciplines. They are vetted by
diverse sets of partners, suppliers and competitors.
The knowledge of public frameworks is more likely to
be widely distributed among a large community of
professionals through publicly available training and
certification. It is easier for organizations to acquire
such knowledge through the labour market.

Employees \
Customers
. Enablers
Suppliers >
(Aggregate)
Advisors

Technologies /

Competition

Scenarios
(Filter)
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Commitments

Knowledge fit for business
objectives, context and purpose

Figure 1.2 Sourcing of Service Management practice
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Ignoring public frameworks and standards can needlessly
place an organization at a disadvantage. Organizations
should cultivate their own proprietary knowledge on top
of a body of knowledge based on public frameworks
and standards. Collaboration and coordination across
organizations are easier on the basis of shared practices
and standards.

1.2.3 ITIL and good practice in Service
Management

The context of this publication is the ITIL Framework as a
source of good practice in Service Management. ITIL is
used by organizations worldwide to establish and improve
capabilities in Service Management. ISO/IEC 20000
provides a formal and universal standard for organizations
seeking to have their Service Management capabilities
audited and certified. While ISO/IEC 20000 is a standard to
be achieved and maintained, ITIL offers a body of
knowledge useful for achieving the standard.

The ITIL Library has the following components:

B The ITIL Core - best practice guidance applicable to all
types of organizations who provide services to a
business

B The ITIL Complementary Guidance — a complementary
set of publications with guidance specific to industry
sectors, organization types, operating models and
technology architectures.

=
=
Continual

Service
Improvement

Service
Transition

Service
Strategy

Service
Design

The ITIL Core consists of five publications (Figure 1.3). Each
provides the guidance necessary for an integrated
approach, as required by the ISO/IEC 20000 standard
specification:

Service Strategy

Service Design

Service Transition

Service Operation

Continual Service Improvement.

Each publication addresses capabilities having direct
impact on a service provider's performance. The structure
of the Core is in the form of a lifecycle. It is iterative and
multidimensional. It ensures organizations are set up to
leverage capabilities in one area for learning and
improvements in others. The Core is expected to provide
structure, stability and strength to Service Management
capabilities with durable principles, methods and tools.
This serves to protect investments and provide the
necessary basis for measurement, learning and
improvement.

The guidance in ITIL can be adapted for use in various
business environments and organizational strategies. The
Complementary Guidance provides flexibility to implement
the Core in a diverse range of environments. Practitioners
can select Complementary Guidance as needed to provide
traction for the Core in a given business context, much
like tyres are selected based on the type of vehicle,
purpose and road conditions. This is to increase the
durability and portability of knowledge assets and to
protect investments in Service Management capabilities.

Figure 1.3 ITIL Core



1.2.3.1 Service Strategy

The Service Strategy publication provides guidance on
how to design, develop and implement Service
Management, not only as an organizational capability but
also as a strategic asset. Guidance is provided on the
principles underpinning the practice of Service
Management, which are useful for developing Service
Management policies, guidelines and processes across the
ITIL Service Lifecycle. Service Strategy guidance is useful in
the context of Service Design, Service Transition, Service
Operation, and Continual Service Improvement. Topics
covered in Service Strategy include the development of
markets — internal and external, service assets, service
catalogue, and implementation of strategy through the
Service Lifecycle. Financial Management, Service Portfolio
Management, Organizational Development and Strategic
Risks are among other major topics.

Organizations use the guidance to set objectives and
expectations of performance towards serving customers
and market spaces, and to identify, select and prioritize
opportunities. Service Strategy is about ensuring that
organizations are in a position to handle the costs and
risks associated with their Service Portfolios, and are set up
not just for operational effectiveness but also for
distinctive performance. Decisions made with respect to
Service Strategy have far-reaching consequences, including
those with delayed effect.

Organizations already practising ITIL use this publication to
guide a strategic review of their ITIL-based Service
Management capabilities and to improve the alignment
between those capabilities and their business strategies.
This publication of ITIL encourages readers to stop and
think about why something is to be done before thinking
of how. Answers to the first type of questions are closer to
the customer’s business. Service Strategy expands the
scope of the ITIL Framework beyond the traditional
audience of IT Service Management professionals.

1.2.3.2 Service Design

The Service Design publication provides guidance for the
design and development of services and Service
Management processes. It covers design principles and
methods for converting strategic objectives into portfolios
of services and service assets. The scope of Service Design
is not limited to new services. It includes the changes and
improvements necessary to increase or maintain value to
customers over the lifecycle of services, the continuity of
services, achievement of service levels and conformance to
standards and regulations. It guides organizations on how
to develop design capabilities for Service Management.

Introduction |

1.2.3.3 Service Transition

The Service Transition publication provides guidance for
the development and improvement of capabilities for
transitioning new and changed services into operations.
This publication provides guidance on how the
requirements of Service Strategy encoded in Service
Design are effectively realized in service operations while
controlling the risks of failure and disruption. The
publication combines practices in Release Management,
Programme Management and risk management, and
places them in the practical context of Service
Management. It provides guidance on managing the
complexity related to changes to services and Service
Management processes — preventing undesired
consequences while allowing for innovation. Guidance is
provided on transferring the control of services between
customers and service providers.

1.2.3.4 Service Operation

This publication embodies practices in the management of
service operations. It includes guidance on achieving
effectiveness and efficiency in the delivery and support of
services so as to ensure value for the customer and the
service provider. Strategic objectives are ultimately realized
through service operations, therefore making it a critical
capability. Guidance is provided on how to maintain
stability in service operations, allowing for changes in
design, scale, scope and service levels. Organizations are
provided with detailed process guidelines, methods and
tools for use in two major control perspectives: reactive
and proactive. Managers and practitioners are provided
with knowledge allowing them to make better decisions
in areas such as managing the availability of services,
controlling demand, optimizing capacity utilization,
scheduling operations and fixing problems. Guidance is
provided on supporting operations through new models
and architectures such as shared services, utility
computing, internet services and mobile commerce.

1.2.3.5 Continual Service Improvement

This publication provides instrumental guidance in
creating and maintaining value for customers through
better design, transition and operation of services. It
combines principles, practices and methods from quality
management, Change Management and capability
improvement. Organizations learn to realize incremental
and large-scale improvements in service quality,
operational efficiency and business continuity. Guidance
is provided for linking improvement efforts and outcomes
with service strategy, design, transition and operation. A
closed-loop feedback system, based on the
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Plan-Do—-Check-Act (PDCA) model specified in ISO/IEC
20000, is established and capable of receiving inputs for
change from any planning perspective.

1.3 PURPOSE

The aim of this publication is to give the reader guidance
on using recommended practices when designing IT
services and IT Service Management processes.

This publication follows on from the Service Strategy
publication, which provides guidance on alignment and
integration of the business needs to IT. It enables the
reader to assess the requirements when designing a
service, and documents industry best practice for the
design of IT services and processes.

Although this publication can be read in isolation, it is
recommended that it be used in conjunction with the
other ITIL publications. The guidance in the ITIL
publications is applicable generically. It is neither
bureaucratic nor unwieldy if utilized sensibly and in full
recognition of the business needs of the organization.
Service Design is important for setting the stage to deliver
services effectively to the business and meet the demand
for growth and change. Enhancement is typically greater
in cost and resource than development. Significant
consideration should therefore be given to designing for
the ease and economy of support over the whole lifecycle,
but more importantly it is not possible to completely re-
engineer a service once in production. It may be possible
to get close, but it will be impossible to get back to a
design once something is running. Retrofitting the design
is difficult and costly and never achieves what could have
been achieved if designed properly in the first place.

1.4 USAGE

This publication is relevant to anyone involved in the
design, delivery or support of IT services. It will have
relevance to the IT Architect, IT managers and practitioners
at all levels. All the publications in the ITIL Service
Management Core Library need to be read to fully
appreciate and understand the overall lifecycle of services
and of IT Service Management.

There are several ways of delivering an IT service, such as
in-house, outsourced and partnership. This publication is
generally relevant to all methods of service provision. So
those involved in delivering IT services — within their own
organization, in outsourced service provision or working in
partnerships — will find that this publication is applicable
to them. Business managers may find the publication
helpful in understanding and establishing best practice IT
services and support. Managers from supplier
organizations will also find this publication relevant when
setting up agreements for the delivery and support of
services.





