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SS	2.1.1	Services	

Services	are	a	means	of	delivering	value	to	customers	by	facilitating	the	outcomes	customers	want	to	achieve	
without	the	ownership	of	specific	costs	and	risks.	Services	facilitate	outcomes	by	enhancing	the	performance	of	
associated	tasks	and	reducing	the	effect	of	constraints.	These	constraints	may	include	regulation,	lack	of	funding	or	
capacity,	or	technology	limitations.	The	end	result	is	an	increase	in	the	probability	of	desired	outcomes.	While	some	
services	enhance	performance	of	tasks,	others	have	a	more	direct	impact	they	perform	the	task	itself.	

The	preceding	paragraph	is	not	just	a	definition,	as	it	is	a	recurring	pattern	found	in	a	wide	range	of	services.	
Patterns	are	useful	for	managing	complexity,	costs,	flexibility	and	variety.	They	are	generic	structures	useful	to	make	
an	idea	applicable	in	a	wide	range	of	environments	and	situations.	In	each	instance	the	pattern	is	applied	with	
variations	that	make	the	idea	effective,	economical	or	simply	useful	in	that	particular	case.	

Definition:	outcome	

The	result	of	carrying	out	an	activity,	following	a	process,	or	delivering	an	IT	service	etc.	The	term	is	used	to	refer	to	
intended	results,	as	well	as	to	actual	results.	

An	outcome-based	definition	of	service	moves	IT	organizations	beyond	business–IT	alignment	towards	business–IT	
integration.	Internal	dialogue	and	discussion	on	the	meaning	of	services	is	an	elementary	step	towards	alignment	
and	integration	with	a	customer’s	business	(Figure	2.1).	Customer	outcomes	become	the	ultimate	concern	of	
business	relationship	managers	instead	of	the	gathering	of	requirements,	which	is	necessary	but	not	sufficient.	
Requirements	are	generated	for	internal	coordination	and	control	only	after	customer	outcomes	are	well	
understood.	
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Customers	seek	outcomes	but	do	not	wish	to	have	accountability	or	ownership	of	all	the	associated	costs	and	risks.	
All	services	must	have	a	budget	when	they	go	live	and	this	must	be	managed.	The	service	cost	is	reflected	in	financial	
terms	such	as	return	on	investment	(ROI)	and	total	cost	of	ownership	(TCO).	The	customer	will	only	be	exposed	to	
the	overall	cost	or	price	of	a	service,	which	will	include	all	the	provider’s	costs	and	risk	mitigation	measures	(and	any	
profit	margin	if	appropriate).	The	customer	can	then	judge	the	value	of	a	service	based	on	a	comparison	of	cost	or	
price	and	reliability	with	the	desired	outcome.	

Definitions	

Service:	A	means	of	delivering	value	to	customers	by	facilitating	outcomes	customers	want	to	achieve	without	the	
ownership	of	specific	costs	and	risks.	

IT	service:	A	service	provided	by	an	IT	service	provider.	An	IT	service	is	made	up	of	a	combination	of	information	
technology,	people	and	processes.	A	customer-facing	IT	service	directly	supports	the	business	processes	of	one	or	
more	customers	and	its	service	level	targets	should	be	defined	in	a	service	level	agreement.	Other	IT	services,	called	
supporting	services,	are	not	directly	used	by	the	business	but	are	required	by	the	service	provider	to	deliver	
customer-facing	services.	

Customer	satisfaction	is	also	important.	Customers	need	to	be	satisfied	with	the	level	of	service	and	feel	confident	in	
the	ability	of	the	service	provider	to	continue	providing	that	level	of	service	or	even	improving	it	over	time.	The	
difficulty	is	that	customer	expectations	keep	shifting,	and	a	service	provider	that	does	not	track	this	will	soon	
find	itself	losing	business.	ITIL	Service	Strategy	is	helpful	in	understanding	how	this	happens,	and	how	a	service	
provider	can	adapt	its	services	to	meet	the	changing	customer	environment.	

Services	can	be	discussed	in	terms	of	how	they	relate	to	one	another	and	their	customers,	and	can	be	classified	as	
core,	enabling	or	enhancing.	

Core	services	deliver	the	basic	outcomes	desired	by	one	or	more	customers.	They	represent	the	value	that	the	
customer	wants	and	for	which	they	are	willing	to	pay.	Core	services	anchor	the	value	proposition	for	the	customer	
and	provide	the	basis	for	their	continued	utilization	and	satisfaction.	
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Figure	2.1	Conversation	about	the	definition	and	meaning	of	services	

Enabling	services	are	services	that	are	needed	in	order	for	a	core	service	to	be	delivered.	Enabling	services	may	or	
may	not	be	visible	to	the	customer,	but	the	customer	does	not	perceive	them	as	services	in	their	own	right.	They	are	
‘basic	factors’	which	enable	the	customer	to	receive	the	‘real’	(core)	service.	

Enhancing	services	are	services	that	are	added	to	a	core	service	to	make	it	more	exciting	or	enticing	to	the	customer.	
Enhancing	services	are	not	essential	to	the	delivery	of	a	core	service,	and	are	added	to	a	core	service	as	‘excitement’	
factors,	which	will	encourage	customers	to	use	the	core	service	more	(or	to	choose	the	core	service	provided	by	one	
company	over	those	of	its	competitors).	

Services	may	be	as	simple	as	allowing	a	user	to	complete	a	single	transaction,	but	most	services	are	complex.	They	
consist	of	a	range	of	deliverables	and	functionality.	If	each	individual	aspect	of	these	complex	services	were	defined	
independently,	the	service	provider	would	soon	find	it	impossible	to	track	and	record	all	services.	
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Most	service	providers	will	follow	a	strategy	where	they	can	deliver	a	set	of	more	generic	services	to	a	broad	range	
of	customers,	thus	achieving	economies	of	scale	and	competing	on	the	basis	of	price	and	a	certain	amount	of	
flexibility.	One	way	of	achieving	this	is	by	using	service	packages.	A	service	package	is	a	collection	of	two	or	more	
services	that	have	been	combined	to	offer	a	solution	to	a	specific	type	of	customer	need	or	to	underpin	specific	
business	outcomes.	A	service	package	can	consist	of	a	combination	of	core	services,	enabling	services	and	enhancing	
services.	

Where	a	service	or	service	package	needs	to	be	differentiated	for	different	types	of	customer,	one	or	more	
components	of	the	package	can	be	changed,	or	offered	at	different	levels	of	utility	and	warranty,	to	create	service	
options.	These	different	service	options	can	then	be	offered	to	customers	and	are	sometimes	called	service	level	
packages.	

	

SS	3.2.2.4	Core,	enabling	and	enhancing	services	

All	services,	whether	internal	or	external,	can	be	further	classified	in	terms	of	how	they	relate	to	one	another	and	
their	customers.	Services	can	be	classified	as	core,	enabling	or	enhancing.	Examples	of	these	services	are	provided	in	
Table	3.5.	

To	illustrate	this	in	another	context,	the	core	services	of	a	bank	could	be	providing	financial	capital	to	small	and	
medium	enterprises.	Value	is	created	for	the	bank’s	customers	only	when	the	bank	can	provide	financial	capital	in	a	
timely	manner	(after	having	evaluated	all	the	costs	and	risk	of	financing	the	borrower).	

Enabling	services	could	be:	

• Aid	offered	by	loan	officers	in	assessing	working	capital	needs	and	collateral	
• The	application-processing	service	
• Flexible	disbursement	of	loan	funds	
• A	bank	account	into	which	the	borrower	can	electronically	transfer	funds.	

As	basic	factors,	enabling	services	only	give	the	provider	an	opportunity	to	serve	the	customer.	Enabling	services	are	
necessary	for	customers	to	use	the	core	services	satisfactorily.	Customers	generally	take	such	services	for	granted,	
and	do	not	expect	to	be	additionally	charged	for	the	value	of	such	services.	Examples	of	commonly	offered	enabling	
services	are	service	desks,	payment,	registration	and	directory	services.	

In	most	markets,	enabling	services	will	allow	the	minimum	requirements	for	operation,	although	many	provide	the	
foundation	for	differentiation,	but	it	is	the	enhancing	services	that	will	provide	the	differentiation	itself	the	
‘excitement	factor’.	

Examples	of	enhancing	services	are	more	difficult	to	provide,	particularly	because	they	tend	to	drift	over	time	to	be	
subsumed	into	core	or	enabling	services.	In	other	words,	what	is	exciting	to	a	customer	today	becomes	expected	if	it	
is	always	delivered.	

An	example	is	the	provision	of	a	broadband	internet	service	in	a	hotel	room.	A	few	years	ago	the	provision	of	a	
chargeable	broadband	service	might	have	been	regarded	as	a	differentiator	(this	hotel	offers	this	service,	other	
comparative	hotels	do	not).	As	more	and	more	hotels	started	to	offer	this	service,	customers	came	to	regard	it	as	
essential	so	it	became	an	enabling	service.	Hotels	then	started	to	offer	‘free’	broadband	internet	services	so	for	a	
time	this	was	an	enhancing	service,	but	that	is	now	more	common,	and	is	quickly	becoming	a	necessary	(and	thus	
enabling)	service.	For	some	travellers	this	service	has	actually	become	part	of	the	core,	in	the	same	way,	say,	as	an	
en-suite	bathroom.	
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