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Abstract — In a growing world of Information Technology,
entrepreneurs, start-ups and SMEs (small and medium-sized
enterprises) require a good mechanism of delivering a good
service. Information Technology Infrastructure Library (ITIL) is
identified to be the best and most popular “best practices”
framework. However, implementing ITIL not only is very
difficult but there are also no best practices for implementing it.
As a result, ITIL implementations are usually long, expensive
and risky. This paper proposes an approach to identify and
assess small business specific ITIL implementation and provide a
roadmap for improvement based on the assessment results,
business needs and guidelines. The proposed guidelines were used
practically to assess and implement ITIL processes in a real-
world digital agency.
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|. INTRODUCTION

In today’s IT world, businesses rely on IT to enable them to
achieve their companies’ vision, goals and business strategy.
Organizations use the IT for various reasons but mainly to:

e Revolutionize the way they operate, communicate
and do business;

o Develop and innovate, gain market advantage and
differentiate themselves to their end customers;

e Drive increased productivity and efficiency, improve
business processes, make cost savings, and increase
sales and growth;

e Communicate with larger, more global marketplace

[1].

All of the above-mentioned reasons fully correspond to the
main use of IT by the digital agency, where its quality of IT is
reflected in its reputation and brand, and has direct impact
upon sales and revenue. In order to achieve benefits from the
IT investment, the resulting IT service must be well planned,
designed, managed and delivered. This is the key of a good IT
service management.

IT service management has many definitions, but the one
that is more specific is the following.

IT service management is the implementation and
management of quality IT services that meet the needs of the
business. IT service management is performed by IT service
providers through an appropriate mix of people, processes and
information management [2].

Providing a good IT service management is essential to gain
business benefits through IT at an agreed and controlled cost.
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Il. ITIL SERVICE MANAGEMENT MODEL

ITIL is a number of best practices that can be applied to
managing and delivering IT service management (ITSM). It
focuses on aligning IT services with the needs of business.
ITIL provides a practical framework for identifying, planning,
delivering and supporting IT services to the business. ITIL can
be described as the mixture of many concepts and frameworks
to produce a roadmap [3]. In implementing ITIL, it is crucial
to understand the differences among the concepts and the
frameworks [4]. The processes, procedures, tasks and
checklists described by ITIL are used by an enormous number
of organizations to establish the integration with their strategy,
value delivery and maintaining their competency level. ITIL
can be a solid backing for organizations that want to improve
their IT services, reduce costs, improve customer satisfaction
and enhance productivity. ITIL also helps the IT service
providers to identify the effective approach for specifying
metrics and measuring the outcomes.

ITIL approaches service management from the lifecycle
aspect of a service. The service lifecycle is an organizational
model that provides insights into:

e The way service management is structured;

e The way various lifecycle components are linked to
each other;

e The impact that changes in one component will have
on other component and on the entire lifecycle
system [5].

The ITIL service lifecycle consists of five phases (shown in

Fig. 1):
1. Service Strategy;
2. Service Design;
3. Service Transition;
4. Service Operation;
5. Continual Service Improvement.

Each stage of the lifecycle also consists of a defined set of
processes that have their own purpose (concept), activities and
inputs/outputs. In total, there are 26 processes that are spread
across the lifecycle and can be implemented separately from
each other.

Service strategy delivers guidance with designing,
developing and implementing service management as a
strategic asset [5]. It describes principles underpinning the
practice of service management, which are useful for
developing service management policies, guidelines and
processes across the ITIL service lifecycle. Two aspects of
strategy are covered in the ITIL service strategy:
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e Defining strategy whereby a service provider will
deliver service services to meet a customer’s
business outcomes;

e Defining a strategy for how to manage those
services [10].
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‘\‘.\‘\ua\ Proy
cO

ITIL V3

Fig. 1. The service lifecycle [6].

Service strategy is critical in the context of all processes
along the ITIL service lifecycle. The purpose of the service
strategy phase is to define the perspective, position, plans and
patterns that a service provider needs to be able to execute to
meet an organization’s business outcomes. Service strategy is
located at the center of the service lifecycle, where the value
creation begins with understanding organizational objectives
and customer needs. The development and application of
service strategy requires constant revision, just as in all other
components of the cycle.

ITIL service strategy is aimed mainly at executives and
managers, who are responsible for defining the strategy of a
service provider.

The processes specifically addressed in the service strategy
are the following:

o Strategy management for IT services;

e Service portfolio management;

e Financial management for IT services;
e Demand management;

e Business relationship management [10].

ITIL service design provides guidance for the service
design stage of the ITIL service lifecycle. It deals with the
design and development of services and their related processes
[5]. The purpose of the service design stage of the lifecycle is
to design IT services, together with governing IT practices,
processes and policies, to implement the service providers
strategy and to facilitate the introduction of the service into
supported environments ensuring quality service delivery,
customer satisfaction and cost-effective service provision.
Design encompasses the whole IT organization, for it is the
organization as a whole that delivers and supports the services.
Service design is the stage in the lifecycle that turns a service
strategy into a plan for delivering the business objectives.

The service design phase in the lifecycle begins with the
demand for new or changed requirements from the customer.
Good preparation and an effective and efficient infusion of
people, processes, products (services, technology and tools)
and partners (suppliers, manufacturers and vendors) — ITIL’s
four P’s — are necessary if the design, plans and projects are to
succeed [11].

The processes specifically addressed in the service design
are the following:

e Design coordination;
Service catalogue management;
Service level management;
Availability management;
Capacity management;
IT service continuity management;
Information security management;
e Supplier management [11].

Service transition consists of the management and
coordination of the processes, systems and functions required
for the building, testing and deployment of new and changed
services [5]. It provides guidelines for the development and
improvement of capabilities for transitioning new and changed
services into the supported environment, including release
planning, building, testing, evaluation and deployment.

Service transition establishes the service as specified in the
design phase, based on the customer and stakeholder
requirements. The purpose of service transition stage of the
service lifecycle is to ensure that new, modified or retired
services meet the expectations of the business as documented
in the service strategy and service design stages of the
lifecycle [12].

Service transition also introduces the service knowledge
management system, which can support organizational
learning and help to improve the overall efficiency and
effectiveness of all stages of the service lifecycle. This will
help people to benefit from the knowledge and experience of
others, support informed decision-making and improve the
management of services.

The processes specifically addressed
transition are the following:

e Transition planning and support;
Change management;
Service asset and configuration management;
Release and deployment management;
Service validation and testing;
Change evaluation;

¢ Knowledge management [12].

Service operation involves coordination and carrying out
activities and processes required to provide and manage
services for business users and customers within a specified
agreed service level [5]. Service operation is also responsible
for management of the technology required to provide and
support the services.

Service operation is a critical stage of the service lifecycle.
Well-planned and well-implemented processes will be of no
avail if the day-to-day operation of those processes is not
properly conducted, controlled and managed. Nor will service
improvements be possible if day-to-day activities to monitor

in the service
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performance, assess metrics and gather operational data are
not systematically conducted during service operation.

The processes specifically addressed in the service
operation are the following:

¢ Event management;

¢ Incident management;
Request fulfillment;

e Problem management;

e Access management [13].

IT departments must continually improve their services in
order to remain appealing to the business. This is placed
within a lifecycle phase of Continual Service Improvement
(CSI) [5].

The purpose of CSI stage of the lifecycle is to align IT
services with changing business needs by identifying and
implementing improvements to IT services that support
business processes [14]. These improvement activities support
the lifecycle approach though a service strategy, service
design, service transition and service operation. Feedback
from any stage of the service lifecycle can be used to identify
improvement opportunities for any other stage of the lifecycle.
CSl is always seeking ways to improve service effectiveness,
process effectiveness and cost effectiveness.

In order to identify improvement opportunities, the
measurement of current performance is an important factor.
Despite the performance measurement, CSI also measures and
monitors the following matters:

e Process compliance;
e Quality;
e Business value of a process [5].

The processes/functions specifically addressed in the CSI

are the following:

e Seven-step improvement;
e Service reporting (function) [14].

ITIL is the world’s most widely accepted and adopted IT
service management and delivery approach, where real
organizations have benefited in a number of ways.

From the business point of you, adoption of ITIL practices
ensures many benefits, such as:

e IT services which align better with business
priorities and objectives, meaning that the business
achieves more in terms of its strategic objectives;

¢ Known and manageable costs, ensuring the business
better plans its finance;

e Increased business productivity, efficiency and
effectiveness, because IT services are more reliable
and work better for the business users;

e Financial savings from improved resource
management and reduced rework;

e More effective change management, enabling the
business to keep pace with change and drive
business change to its advantage;

e Improved user and customer satisfaction with IT;

e Improved end-customer perception and brand image

[1].
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Regardless of how big the organization is, whichever
industry it belongs to or how many layers of management it
consists of, there is always a space for improvement from
ITIL.

I1l. FITSM — STANDARD TO LIGHTWEIGHT IT SERVICE
MANAGEMENT

In order to assess the level of ITIL maturity within the
organization, it is necessary to go through all 26 processes
described in ITIL. It would be very time consuming and
useless to go through all of them as they might not be relevant
at all or might not even exist within a small or medium
organization.

FitSM is a standard family aimed to facilitate lightweight
service management implementation. FitSM is designed to be
compatible with the International Standard ISO/IEC 20000-1
(requirements for service management) and the ITIL [7].

FitSM introduces several documents, providing guidance
and input on ITIL, like overview and vocabulary,
requirements, objectives and activities, role model, maturity
and capability assessment schema etc. For the purpose of this
implementation, only three are going to be used — process
specific requirements document, process definition template,
and maturity and capability assessment schema. The
requirements document sets a minimum set of requirements
for effective ITSM. This is intended to be achievable and
useful in a small digital agency that may have existing but not
entirely defined or implemented ITIL processes. The process
specific requirements document targets an overall ITIL
maturity and is composed of 14 ITIL processes from across all
five service lifecycles phases. The processes are the following:

e Service Strategy
o Service Portfolio Management
o Business Relationship Management
e Service Design
o Service Level Management
o Service Availability &  Continuity
Management (FitSM describes
Availability and IT Service Continuity
Management as one process)
o Capacity Management
o Information Security Management
o  Supplier Management
e Service Transition
o Service Asset and
Management
o Change Management
o Release and Deployment Management
e Service Operation
o Incident Management
o Problem Management
e Continual Service Improvement
o Service Reporting (function)
o Seven-step Improvement.

The process definition template will facilitate the
documentation and organization of ITIL processes. It will
capture such relevant information as goals and objectives, role
model, activities, key performance indicators (KPI), potential
service management tools etc. These 14 documents will be

Configuration
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kept as a source of truth and reference during the assessment
process. In capability assessment schema it is considered that
there are 6 capability levels (0 to 5) as described in ISO/IEC
15504 standard but only levels 0-4 will be described. This is
done as only levels 0-3 are considered in the implementation
scenarios FitSM addresses. Level 4 is included in the
assessment schema largely to show the difference from level
3. Within the scheme we have two Kkinds of requirement:
Tasks/activities are  things that are done while
output/achievement are things, which are produced.

IV. EXPERIMENTS

ITIL self-assessment within a small or medium-sized digital
agency requires a new, efficient, easy-to-use and lightweight
approach. The purpose of this study is to describe and apply
the approach to a live digital agency.

The approach to ITIL process self-assessment usually
covers three key areas on which ITSM is implemented,
namely: people, processes and technology [9].

In this study, the main focus will be on processes and
technology.

The ITIL processes will be assessed using the approach
introduced by Tudor IT Process Assessment (TIPA)
framework [8]. The framework describes how to document the
assessment that includes individual process SWOT analysis,
analyze the results and produce a road map for ITIL process
adoption and next steps. The maturity level will be defined
using the FitSM approach of a standard ISO/IEC 15504 scale
and process criteria against a reference model that is defined
in terms of purpose, expected results, base practices, inputs
and outputs. To identify the extent to which the process is
performed, achieves its purpose and produces its outcomes, a
workshop will be conducted to go through each process
assessment criteria. All of the above-mentioned activities will
help to facilitate the assessment and have a documented result
of each assessed process and see where its strengths,
weaknesses, opportunities and threats are.

While carrying out the ITIL process maturity assessment, it
is also important to look at the process assessment from a
technological point of view.

Carrying out each management process in scope of ITSM
may require the concurrence of appropriate service
management tools (SMT), which can range from
documentation describing the process till sophisticated
software that assists the service provider. [9] The lack of these
tools may limit the value of maturity of ITSM or even make it
not possible. The assessment process will follow the
framework introduced by FedSM organization. The idea is to
assess the identified 14 service management processes by
appointing them to one of three levels:

e Level 0: No tools;

e Level 1: General tools;
o Level 2: Specific tools [9].

All three levels have different criteria for every process that
needs to be assessed. Levels that are defined in this way are
helpful for the organizations that provide service to make a
decision to improve the tool support in case it is needed as

well as facilitating the maturity of service management within
the organization.

The analysis of both process maturity and service
management tool assessment will allow identifying if there is
a mismatch between ITSM process and the technology used to
facilitate it and produce a more accurate process assessment.

The overall ITIL process assessment plan is the following:

e Get the organization acquainted with the service
management processes that are going to be assessed
and the methods used;

e Perform the assessment of a target level of each
process maturity using the workshop approach;

e Perform assessment using the TIPA approach and
FitSM process maturity model and predefined
criteria;

e Perform SMT assessment using FedSM tool maturity
baseline assessment framework;

e Analyze both assessment results to identify processes
that need to be improved/implemented;

e Define the improvement plan based on the analysis
results.

The organization will be introduced to the ITSM and the
processes being assessed via a handout that will contain the
description of each process and the overall approach to the
assessment. The process description will contain the
following:

Introduction and overview;
Goals and objectives;
Inputs/Qutputs;

Activities;

Key performance indicators.

The next step is to have a workshop and perform the
assessment of a target maturity level of each process that will
help to identify the processes that require improvement or
need to be implemented later on. Following the description of
each level of process maturity, the target level will be
identified and recorded as described in Table I below, showing
the target level for two service strategy processes.

FitSM describes maturity level criteria for all 14 processes
that will be used during the assessment. To identify to which
extent a particular level has been achieved, the process will be
rated using a scale shown below:

e “Fully” achieved: Achieved between 86 % and 100 %

e “Largely” achieved: Achieved between 51 % and 85 %

e “Partially” achieved: Achieved between 16 % and 50 %

e “Not” achieved:  Achieved between 0 % and 15 %

The percentage will be calculated based on the process
criteria. The representation of the assessment results will be
captured in a table. See Table Il as an example.

The table presents assessed processes horizontally, levels and
attributes vertically.

The results of the assessment will be shown in a spider
diagram (Fig. 2). The example diagram shows the result of
only 5 processes out of 14.
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TABLE |
TARGET LEVEL ASSESSMENT

Level 1 Level 2 Level 3 Level 4
Ad-hoc/Initial Repeatable/Partial Defined/Complete | Managed/Aligned
Service Portfolio Management Target
Business Relationship Management Target
TABLE Il
PROCESS PROFILE
Level 1 Level 2 Level 3 Level 4
Ad-hoc/Initial Repeatable/Partial Defined/Complete | Managed/Aligned
Service Portfolio Management Assessed

Business Relationship Management Assessed

Service
Portfolio
Magagement

Business
Availabilit . .
M::; aerlr:e\:\t Relationship
& Management
Capacity Service Level
Management Management
s Assessed
sm==Target

Fig. 2. Results of maturity assessment.

Each radial arm of the web represents a service management
process. The diagram shows strengths in some areas and
weaknesses in other as well as the comparison between the
assessed and target level.

Similar approach will be taken to perform SMT assessment,
but without assessing target levels. Assessing SMT and
producing a spider graph will help to identify processes with a
good and poor set of SMTs to perform the process phases
(Fig. 3).

Analysis of both assessments will cover the explanation of
maturity and SMT level achieved, process inputs and outputs,
process SWOT analysis, recommendations and expected
outcomes.

The final step of the assessment approach is to define the
improvement or implementation plan. Based on the results of
the assessment, the organization (together with all those
involved) has to prioritize the order in which processes will be
improved or implemented and put in place a high-level plan
(which usually is a typical project plan).
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Fig. 3. Results of SMT assessment.

The implementation/improvement of a particular process
needs to realize the following steps:
e To review process objectives/outcomes;
To write process policy;
To define process triggers;
To define process KPIs;
To defining process roles and responsibilities;
To designing process flow;
To write process procedures;
To define SMTs (Service Management Tools).

V. CONCLUSION

The described approach will be implemented in a real life
small digital agency. While conducting the assessment, all the
necessary documentation and notes will be taken for post-
assessment analysis, to identify if the approach needs
improvement.

The results of this approach will allow the organization to
identify the service management processes that need to be
improved or implemented and the method of how to actually
accomplish that. The approach itself can be used by any small
IT organization (SME) that would like to improve or
implement ITIL service management and benefit from it. The
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future work will be focused purely on the
implementation/improvement of the identified processes based
on the recognized obstacles to the target levels that
organization has indicated. The next challenge would be to
focus on the third area of ITSM — people. Dealing with people
involves performing an organizational change, plan to involve
people and communicate effectively in order to finalize the
ITIL implementation.
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Zigurds Binders, Andrejs Romanovs. ITIL pasnovértéjuma pieeja mazam un vidéjam digitalam agentiaram

Informacijas tehnologiju pasaulg, jauniem uznémgjiem un MVU (maziem un vidgjiem uznémumiem) ir nepiecie$ams labs mehanisms, lai sp&tu nodrosinat labu
pakalpojuma piegadi. Uznémumiem, kas ignorés IT pakalpojumu vadibas principus, biis arvien griitak attaisnot ieguldijumus IT un konkurét ar citiem tirgus
dalibniekiem. ITIL (Information Technology Infrastructure Library jeb Informacijas tehnologiju infrastruktiras bibliotéka), tiek uzskatita par vislabako un
vispopularako “labo praksu” kopu, ko var lietot IT pakalpojumu parvaldibas nodro§inasanai. Tas ir atvérts procediiru un ieteikumu apkopojums, kura apkopotas
zinaSanas un pieredze, kas uzkrata gadu gaita dazadu iestazu un organizaciju iekSiené. ITIL ievieSana ir griits un laikietilpigs darbs, pie tam vél neeksisté “labo
praksu” ITIL ievie$ana. Tadgjadi, ITIL ievieSanas process ir dargs un riskants pasakums. Saja raksta tiek aprakstita pieeja, ko var pielietot mazajos un vidgjos
uznémumos, lai novértétu ITIL brieduma limeni un sniegtu ITIL procesu uzlabojumu un/vai ievieSanas planu. Pieeja balstas uz divam no trim galvenajam IT
pakalpojumu parvaldibas jomam — procesiem un rikiem. Ir novertéti tikai 14 ITIL procesi, kurus apraksta FitSM un tika izmantota pieeja, ko apraksta TIPA un
FedSM, kas par pamatu izmanto ISO/IEC 15504 standartu, bet ar nelielam izmainam kritériju un brieduma limenu apraksta. Pakalpojumu parvaldibas riku
novertésana tiks pielietota [idziga pieeja, kas par pamatu izmanto FedSM definétos kritérijus un Iimenus. Aprakstita pieeja tiks pielietota reala digitala agentura,
izvertgjot un istenojot ITIL procesus. Turpmakais darbs bus identificéto ITIL procesu implementacija vai uzlaboSana, ka arT agentiras darbinieku ka
organizatorisko parmainu elementu izpéte.

3urypnac Bunaepc, Anapeii Pomanos. ITogxoa camoouenku ITIL ai1st MajbIX M cpeiHUX HMPPOBBIX AT€HTCTB

B mupe HHOOPMAIMOHHBIX TEXHOIOIUH HOBBIM NIPEANPUHUMATENSM U MAJIBIM U CPEIHUM MPEIPHATHAM HEOOXOIMM aJIeKBaTHBIH MEXaHU3M JUIs oOecreyeHus
MOCTaBKM yCIyr Xopoiero yposns. [Ipeanpustusm, koTopble OyayT MrHOpHpoBaTh MpHHIMILI yrpasienus UT ycmyramu, Oynaer Bce TpyaHee omnpasjaTh
unBectuin B UT M KOHKypHpoBaTh ¢ JApyrumu ydactHukam peiHka. ITIL (MudpactpykrypHas Oubiamorexa HH(OPMAIMOHHBIX TEXHOJOTHIT) SIBISETCS
HaWIy4dIIUM ¥ Haubojee MOMyIAPHBIM TOAXO0A0M MCIONb30BaHHSA «Iy4YIIMX MPAKTHK», KOTOPHI MOKET ObITh MPUMEHEH /Ul obecnieuenus ynpapienus UT
yenyramu. ITIL sBnsieTcss OTKpPBITBIM 00O0OIIEHHEM TPOLEAYP M PEKOMEHIANMH, B KOTOPOM COOpaHbl 3HAHMS M OMBIT, MOMy4YEHHBIE 3a MHOTHE TOJBI B
Pa3IMYHBIX OpraHU3anuAX U yupexaenusx. Buenpenne ITIL sBusercs Tsoxenoif 1 TpyfAoeMKoH pabOTOM, K TOMY e €Ilie He CYIIECTBYET «IydIINX MPAKTUK»
quist BHeapenns ITIL. CrnencteueM 3Toro siBsieTCs BBICOKas CTOMMOCTB M PUCK Bcero mporecca BHeapenust ITIL. B nanHoi craThe onmcaH MOJIX0J, KOTOPBIA
MOJKET OBITh TIPUMEHEH MAaNbIMH M CPEJHUMH NPEANPUATHAMH I OLEHKH ypoBHs 3penoctu ITIL m ams cocraBieHus MiaHa yTydqIIeHUs W/WIM BHEIPEHUS
nponeccos ITIL. IToxxon ocHOBaH Ha JIByX M3 TpeX INIaBHBIX oOnacTsx ynpasnenus UT yciayramm — Ha porneccax u cpeactsax. OLeHeHsl Tobko 14 mporeccos
ITIL, xoropsle omuckBatoTest FitSM, u ncnons3oBan moaxon, onucanubiid B TIPA n FedSM, koTopslif kak ocHOBY mcmoib3yer cranaapt ISO/IEC 15504 ¢
HeOOMBITNMI M3MEHEHHAMHU B ONMCAHUM KPUTEPUEB M YPOBHS 3PENOCTH. B olleHKe CpeacTB ynpaBiieHHs yCayraM MpHMEHAETCs MOXOXKUH MOIXOJ, 33 OCHOBY
MPUHUMAIOLIMI KPUTEPHH M YpOBHH, 3anaHHbie B FedSM. OnmcanHnblit noaxon OyneT mpHMEHEH Ui OLEHKH M peanu3auuu npoueccoB ITIL B peansHOM
muppoBoM areHTcTBe. JlanpHelmas pabGora OyJer HampaBieHa Ha BHEAPEHHE WM YIydlleHHe HiAeHTH(uuupoBaHHbIX mnponeccoB ITIL, a Takxke Ha
UcCIieNIoBaHNe PaOGOTHUKOB areHTCTBA KaK JIEMEHTOB OPTaHH3alMOHHBIX MEPEMEH.
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