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ITIL v3

By Yuval Shavit, Features Writer

The IT Infrastructure Library (ITIL) is a set of books published by the British government that establishes a frame-

work for IT best practices. Originally published in the 1980s as a manual to modernize the British government's IT

departments, ITIL underwent its third revision, called v3, in 2007 and now stresses IT as a services-based

resource.

Companies cannot be certified as ITIL-compliant, although there is an ISO standard, ISO 20000, based on ITIL that

companies can be audited for. While businesses can't be certified, individuals can be accredited under four levels for

ITIL v3: Foundation, Intermediate, Expert and Master. The Foundation level covers the terminology and basic con-

cepts of ITIL as a whole, while the higher levels go into greater depth for each of ITIL's five major topics.

While previous versions of ITIL focused on procedures, such as deployment or maintenance, ITIL v3 treats an IT

department as a utility that delivers services to the rest of the company. The five categories ITIL focuses on are

service strategy (i.e., predesign research), service design, service transition (i.e., major upgrades), service opera-

tion and continual service improvement.

ITIL v3 is of particular interest to systems integrators (SIs), because its services-based approach applies as readily

to companies that provide those services to third-party clients as to traditional IT departments, said Don Boylan, a

consultant with Pultorak & Associates Ltd. in Seattle. For instance, ITIL's service strategy book "is like a mini MBA,"

Boylan said, and it focuses on how to do research to figure out what services potential clients need before you

develop them.

Because ITIL specifies a general framework and approach to IT, rather than specific procedures, it doesn't make

sense to have just one or two people understand it, Boylan said; the whole IT department -- or, in the case of

VARs, the whole company -- needs to buy into the concept for it to work. All technical workers should be ITIL

Foundation certified so that they understand the basic terminology and framework, Boylan said. Managers and

advanced technicians should be certified at the Intermediate level, which explains not just what the approaches are

but how to implement them. Each of the five books has its own Intermediate-level accreditation, so managers

should be certified for whatever topic corresponds to their specific role in the company.

Finally, at least one person in the organization -- typically a CIO or similar executive -- should be certified as an

ITIL Expert or Master, Boylan said. This level of certification ties together several of the Intermediate-level

accreditations and explains how to handle conflicts among them. For instance, ITIL v3 covers "instance

management" -- handling help desk tickets and fixing problems -- as well as "problem management," which seeks

to find the underlying cause of those problems. The problem is that while instance management seeks to fix

problems as quickly as possible, problem management often calls for keeping systems in a failed state in order to

find the root cause. An Expert- or Master-certified manager would be responsible for determining which problems

should be fixed right away and which should be kept failed, and for how long.
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10 ITIL implementation mistakes and fixes

By Karen Guglielmo, Special Projects Editor

The IT Infrastructure Library (ITIL) is implemented in companies worldwide to change and improve processes within

an organization. With ITIL, everything is changing -- organizational change as much as process change.

But change doesn't always come easy. Organizations often make mistakes within the first year of an ITIL

implementation, and that's normal. In his presentation at Pink Elephant Inc.'s 12th Annual International IT Service

Management Conference & Exhibition, Graham Price, IT management consultant at Pink Elephant, addressed the 10

biggest mistakes IT organizations make during the first year of an ITIL implementation.

Mistake No. 1: There is no vision. No one is sure of what is happening with ITIL and there are no clear answers.

What to do: Make sure the plan and focus for the ITIL project is clear, so you can get buy-in or support. A vision

will also build momentum for the initiative.

Mistake No. 2: Top-down commitment isn't necessary. The project can be infiltrated via middle management.

What to do: You really need an executive sponsor for ITIL, especially when you need more time, money or

resources. It's hard to sell ITIL to an executive board, especially when executives have no idea what you're talking

about. You need a boardroom champion or sponsor for any ITIL project.

Mistake No. 3: We don't need a business case. We know why ITIL is important and why we're doing it.

What to do: You need to articulate the business benefits of ITIL to the stakeholders. Create a project checklist

that includes the following items:

• Understand and articulate cost. We know there's a cost for doing ITIL -- but what do we get in return?

• Confirm the scope. This must be very clear.

• Specify success criteria and define benefits. Define the success of your program and how to meet your

goals. Outlining benefits will help justify the resources you need.

Mistake No. 4: We don't need an initial baseline. Let's just get started.

What to do: Figure out what you're trying to improve on. Have specific targets identified and have examples of

usable baseline methods such as maturity assessment and change readiness assessment.

Mistake No. 5: ITIL is not a strategic project, so we can use existing resources to implement it.

What to do: Create a formal project plan and identify the best resources for the project, not just people who have

free time. Create a "Dream Team" of ITIL resources that includes the following: an executive sponsor, steering

committee, stakeholders, process owner, process manager, project manager, process advisor and process team

members.
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Mistake No. 6: We don't need a communications strategy. A few emails and a kickoff meeting will suffice.

What to do: A clear communications strategy will help you tell management the what, when and why for the ITIL

project. Use a variety of ways to communicate. Most people prefer face-to-face communications (Web meetings,

videocasts, etc.) vs. just email. Be creative to bring attention to the project. Involve a marketing or communica-

tions person to help create a communications strategy. Tailor the messages for your various target audiences, i.e.,

senior management, middle management, etc. Have a consistent message and use the same terminology

throughout all communications. Two-way, interactive communication allows for more user feedback.

Mistake No. 7: We don't need an overall process strategy. Different process teams can do their own thing and we'll

worry about process integration later. Let's just get it done.

What to do: Introduce document control and establish common templates for all processes. Be consistent. Design

your processes with integration in mind.

Mistake No. 8: We'll start with a new tool and build processes around that later.

What to do: Allow ample time for implementation. When selecting a tool, remember that the vendor's version of

ITIL isn't necessarily the same as yours. Listen to the vendor's views, but base your selection on your own plan and

process design.

Mistake No. 9: Unmanaged scope creep. Manage growth as you go along.

What to do: Don't bite off more than you can chew. Continual service improvement is a large part of the new ITIL.

You don't need to get it perfect out of the gate. Work on making it better and keep improving. A steering commit-

tee should approve any scope changes.

Mistake No. 10: We don't expect much resistance to ITIL. We'll just tell them what to do.

What to do: People will resist change and need a reason to change. Let your staff know what's in it for them.

You're not just changing processes with ITIL -- you're changing culture and people, too.
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The range of ITIL training tools and techniques and how they
add value

Peter Doherty, Contributor

It is important to establish an ITIL service management training program to examine the roles people in the

organization will play and the skills (from a process and technology perspective) that they will need to fulfill the

specific responsibilities. This is very similar in concept to the ITIL V3 Responsible, Accountable, Consulted and

Informed model for things like change management. Once you set up these matrixes, you can deliver very

accurate, targeted levels of learning.

There are a few tools and techniques that organizations can use to address the people part of the IT Infrastructure

Library (ITIL) and enhance the training process. In ITIL service management you need to create processes like

incident, problem and configuration management. However, most of the people who have roles in these ITIL

processes have not been involved in developing them. If someone was not part of developing the incident

management process, for example, it is harder for them to understand the nuances of the benefits the process

delivers and adequately deal with the pressure that comes when this process is kicked off internally. The challenge

is to expose your staff members to the ITIL processes and give them firsthand experience in a safe and controlled

environment rather than a production environment.

Fortunately, there are simulation programs and workshops that allow participants to design, execute and improve

process and technology enablement in a controlled and safe environment. This allows them to understand not only

the "how" but also the "why" of each step of their ITIL service management processes. For example, when

participants first formulate their incident management process, everyone generally agrees that prioritizing incidents

is a good thing, yet they rarely define the priorities and everything comes through to the resolver group as a

priority level one, requiring the same level of urgency as the next incident.

Another common mistake is not making sure that everyone knows their roles and responsibilities in the process.

Without a clear delineation of duties, everybody starts to swarm around the service desk, trying to "add value." As

the ITIL service management simulation workshop progresses, these roadblocks and inefficiencies are removed and

people have a clear understanding of the benefits of the process and why it was developed with a specific workflow.

Simulation workshops allow people to immerse themselves in ITIL and service management processes and look for

continual improvements as they move from round to round of the workshop. There are a number of organizations

that offer such simulation workshops centered around applying ITIL and service management principles.

Depending on their service management roles and responsibilities, people will also need different degrees of

process and technology training. For example, an incident management person will need different skills and

understanding of the process than a release management person. The good news is that the days when you needed

to send all your support people to days of costly technology training are gone. A very cost-effective way of

delivering service management process and technology educational content is through the use of live and recorded

webinars. Using Web-based technologies allows users to broadcast live sessions, including presentations and live

technology feeds. They can also be recorded for later playback and review.
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In addition, ITIL process-based modules can be created and run from individual desktops to help people better

understand the process. Imagine the productivity increase where someone in the change management process has

access to educational content that is presented in the context of the function that he is performing in his current

tool set.

ITIL-based use cases can also be created to test whether a given tool is supporting the process as required. These

use cases should demonstrate the key functions that most users will be required to perform. Combining process

modules and use cases into a recorded webinar creates a powerful learning tool for distribution prior to going live

with an ITIL process.

Subject-matter experts (SMEs) -- those people considered the most knowledgeable about an ITIL process -- should

be identified and called on to help other users, to create use cases and to help with test cases to ensure that the

technology actually does what is required. These SMEs or process champions should take part in the user

acceptance testing part of a program. This could be as formal as them signing off on the test cases or as informal

as giving them tasks to perform in the test environment. They could even be challenged to "break" the tool set in

a safe environment, within the bounds of the system requirements.

Whatever ITIL service management training program is put in place, it must be ongoing to ensure material is

updated with new releases and enhancements and adjusted based on changing user base. If you put some effort

into ITIL service management training and communications, you will see great improvements in the motivation and

engagement of your people and, thus, improvements in your process and technology.
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ITIL: Managing change, breaking down silos

By Megan Santosus, Features Editor

For data center managers, one of the most basic improvements ITIL can bring is a more comprehensive knowledge

of just what assets and resources IT managers have at their disposal. Knowing that, and knowing how they're

changing, can be vital in planning for big shifts in technology. Put simply, if you don't know how you're doing now,

how can you know if you're doing better later?

ITIL eases modern infrastructure into data center

Michelle Hudnall, director of service management at Managed Objects Inc., a software provider based in McLean,

Va., says new approaches like virtualization and service-oriented architecture (SOA) can put a premium on the abili-

ty of data centers to conduct performance and capacity management. "ITIL processes are one way that data cen-

ters can monitor and plan services," she says.

One of the selling points of virtualization is the ability to partition server capacity quickly on an as-needed basis.

Likewise, with SOA, a big benefit is the ability to reuse software components in a variety of applications. With both

approaches, IT has to be able to respond to business requests quickly by essentially changing infrastructure compo-

nents on the fly; without visibility into those components, that becomes a tough task for IT to fulfill.

At Broomfield, Colo.-based office supply company Corporate Express, data center manager Dave Hines hopes ITIL

will help tackle the chaos that comes with exponential growth. In 1986, Office Express got its start with a $100

investment. Today, after numerous acquisitions, the company has sales of more than $4.5 billion.

Hines, who's in charge of a server-based data center with about 600 HP and Dell machines running AIX, Linux and

Red Hat, first explored ITIL in order "to try and get ourselves better organized," he says. "In IT, everything is

siloed, there's a lot of duplication and communications across the silos is a barrier."

ITIL improves help desk

One area where IT silos often manifest is with help desk support. Applications have their own help desk personnel,

as does networking and the data center. When problems occur, such overlap will distort the big picture. Rather than

deciphering patterns—identifying incidents—IT will continually solve the same problem repeatedly rather than find

the root cause and eliminate the incident. One typical scenario: end users repeatedly call the help desk because

they forget their passwords. With ITIL, which calls for centralizing such help desk processes, an IT department will

discover the trend and can respond by deploying automatic password resets.

Phil Bertolini, CIO of Oakland County in Pontiac, Mich., has been able to confront such issues. His IT department

maintains all issues related to its service center in a repository, providing a central location for all data related to

incidents, problems and change orders, thereby eliminating duplicate work.
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Another reason for implementing ITIL has to do with knowledge management, an idea that will become increasingly

important as data center staff with years of mainframe experience begin retiring.

"A lot of processes and configuration know-how lives in the head of the lead techs," says Hank Marquis, the manag-

ing partner and CTO of itSM Solutions, a Lexington, N.C.-based consulting firm that specializes in IT service man-

agement. "ITIL can provide the impetus to document processes, and then a CMDB or other software can automate

the workflow.
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Learn about the BMC Atrium CMDB Solution

Learn about the BMC Service Management Process Model

About BMC Software
Business runs on IT. IT runs on BMC Software.

The most demanding IT organizations in the world rely on BMC Software across both distributed and mainframe
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