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Ref.	PG	1	

ITIL,	as	with	any	framework,	methodology,	body	of	knowledge	or	philosophy,	is	only	as	valuable	as	
the	results	it	helps	to	achieve.	How	the	practices	are	applied	is	critical.	It	is	necessary	at	all	times	to	
remember	what	is	to	be	accomplished	and	why	it	needs	to	be	accomplished.	Following	book	
examples	or	practices	blindly,	without	considering	their	appropriateness	to	the	situation,	is	a	certain	
way	to	fail.	ITIL	is	not	an	instruction	manual.		

How	does	a	service	provider	ensure	the	organization	has	clearly	defined	roles	and	responsibilities,	
efficiently	operated	processes	and	a	shared	focus	on	providing	services	to	customers?	The	answer	is	
that	they	adopt	a	service	management	approach	and	adapt	the	guidance	provided	in	the	ITIL	
publications	to	the	specific	needs	and	circumstances	of	their	organization.	Success	requires	the	
application	of	critical	judgement	on	all	occasions	 	
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Ref.	PG	1.1	

So,	when	using	ITIL:	

Adopt	Commit	to	adopting	a	service-oriented,	customer-focused	culture.	Success	in	service	
management	is	based	on	a	genuine	commitment	to	this	change.	Evidence	of	such	commitment	can	
be	seen,	not	in	the	way	the	people	in	an	organization	talk,	but	rather	in	the	way	in	which	they	behave	
and	in	how	those	behaviors	are	incentivized.	

Adapt	Strive	to	understand	ITIL	best	practices,	to	understand	why	they	are	recommended,	and	then	
to	apply	critical	thought	to	adapting	those	best	practices	to	the	organization’s	circumstances,	needs,	
goals	and	objectives.	

In	the	process	of	adopting	and	adapting,	it	is	essential	to	remember	that	ITIL	guidance	is	based	on	
practices	that	have	worked	for	a	significant	number	of	organizations	around	the	world.	That	is	why	
they	have	become	recognized	as	best	practices.	But	every	organization	is	different.	The	needs	of	the	
organization	should	be	the	deciding	factor	in	how	the	best	practices	are	applied.	

It	is	essential	to	start	by	fully	understanding	the	practices	that	ITIL	recommends	and	why	they	are	
recommended.	After	all,	the	reason	that	best	practices	can	help	organizations	go	further	towards	
service	excellence	and	to	go	there	faster	than	they	might	have	gone	without	them	is	because	the	
organizations	are	benefiting	from	the	trial	and	error	of	a	large	number	of	others	in	similar	
circumstances.	If	organizations	do	not	understand	the	recommended	practices	well	enough,	then	
they	cannot	determine	what	can	be	effectively	used	in	their	own	organization	versus	what	needs	to	
be	either	significantly	modified	or	even	ignored.		Once	the	ITIL	guidance	has	been	understood	at	a	
critical	level,	it	is	possible	to	successfully	assess	its	value	to	a	particular	organization	in	the	context	of	
its	vision,	goals,	objectives,	circumstances	and	constraints.	In	this	way,	the	most	practical	and	
appropriate	approach	can	be	defined	and	adopted,	and	real	value	can	be	delivered	to	customers	and	
captured	by	the	service	provider	 	
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Ref.	PG	1.2.2	

A	service	is	about	allowing	a	customer	to	get,	do	or	have	something	that	they	want,	without	the	
customer	needing	to	own	and	manage	the	individual	elements	necessary	to	obtain	what	they	desire.	
Achieving	their	desired	outcomes	should	be	easy	for	the	customer.	Making	it	easy	for	the	customer	is	
the	mission	of	the	service	provider.	 	
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Ref.	PG	1.2.2	

In	each	situation,	the	service	provider	must	determine	who	the	customer	is.	Who	receives	value	from	
the	service	being	delivered?	Depending	on	the	nature	of	the	service	provider,	there	may	be	
customers	at	multiple	levels.	

Let	us	begin	by	looking	at	this	from	the	perspective	of	an	internal	IT	department	as	IT	service	
provider	to	an	organization	of	which	they	are	a	part.	Ultimately,	the	customers	of	the	business	itself	
are	the	ones	who	must	receive	value.	The	business	does	not	receive	revenue	or	other	benefit	from	
their	customers	unless	those	customers	receive	value	from	the	business.		

In	this	internal	service	provider	model,	from	the	perspective	of	the	IT	department,	some	IT	services	
may	be	utilized	directly	by	external	customers,	making	it	easy	to	identify	the	contribution	of	these	
services	to	value	creation	for	the	external	customer.	But	many	IT	services	directly	benefit	only	
internal	IT	customers,	in	which	case,	the	contribution	of	these	services	to	value	creation	for	external	
customers	may	be	more	difficult	to	trace.	Understanding	the	value	network	is	important	to	working	
out	who	is	receiving	value	in	this	situation.	 	
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Ref.	PG	1.2.3	

In	the	definition	of	value,	the	‘someone’	referred	to	is	the	customer.	Putting	this	together	leads	us	to	
the	following	three	questions	when	considering	the	value	of	a	service:	

• What	service	will	be	provided	to	the	customer?	
• What	will	the	customer	be	able	to	achieve	through	the	use	of	the	service?	
• How	much	will	the	service	cost	the	customer?	

For	planning	purposes,	the	questions	are	posed	in	the	future	tense	–	will	be.	For	historical	analysis	
purposes,	the	questions	should	be	posed	in	the	past	tense	–	were,	did.	Because	services	must	deliver	
value	to	customers,	only	the	customer	can	decide	whether	or	not	they	receive	value	from	a	service.	 	
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Ref.	PG	1.2.4	

Outcomes	versus	outputs	

Outcomes	are	different	from	mere	outputs.	One	output	of	a	wedding	organizing	service	may	be	
completed	contracts	with	wedding	suppliers,	but	the	outcome	the	customer	expects	is	a	wedding	
that	fulfils	the	dreams	of	the	bride	and	groom	while	staying	within	their	budget	and	on	schedule.	A	
change	management	process	may	produce	an	output	of	reports	or	metrics,	but	those	are	not	the	
outcomes	desired	by	the	customer.	The	customer	expects	sound	change	management	to	deliver	to	
them	the	ability	to	benefit	from	appropriate	changes	while	still	experiencing	stable	services	with	
minimal	unplanned	interruptions.		

If	a	service	provider	focuses	on	outputs	only	and	either	neglects	or	fails	to	understand	the	customer’s	
desired	outcomes,	the	service	provided	may	not	have	delivered	value	to	the	customer.	 	
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Ref.	PG	1.2.5	

If	the	customer	had	to	do	all	the	work	associated	with	achieving	their	desired	outcomes	by	
themselves,	without	the	assistance	of	a	service	provider,	they	would	need	to	concern	themselves	
with	each	of	the	individual	costs.	The	customer	would	have	to	investigate	all	the	possibilities	and	cost	
them	out,	create	and	maintain	relationships	with	the	providers	of	the	required	service	components,	
obtain	the	components	at	the	right	price,	and	so	forth.	That	is	a	great	deal	of	work.	And	because	the	
customer	may	not	have	expertise	in	many	of	the	individual	areas	involved,	the	process	may	result	in	
many	costly	mistakes.	 	
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Ref.	PG	1.2.6	

As	with	costs,	if	the	customer	did	not	engage	a	service	provider,	the	customer	would	have	to	take	
direct	responsibility	for	all	the	individual	risks	associated	with	achieving	their	outcomes.	What	if	one	
of	the	suppliers	does	not	deliver	on	time?	What	if	the	first	build	does	not	work?	What	if	the	user	
interface	is	too	difficult	to	use?	What	if	the	real	costs	are	significantly	higher	than	the	amount	
budgeted	for?	

Once	again,	in	a	service	provider/customer	relationship,	the	service	provider	takes	over	the	
responsibilities	for	the	risks	at	the	detailed	level,	leaving	primarily	the	broad	scope	risks	for	the	
customer.	The	service	provider	makes	it	their	business	to	manage	the	detailed	level	of	risk	on	behalf	
of	the	customer,	based	on	what	matters	most	to	that	customer.	The	customer	contributes	to	the	
reduction	of	risk	through	activities	such	as:	

	

• actively	participating	in	the	definition	of	requirements	and	the	clarification	of	required	
outcomes	

• clearly	communicating	to	the	service	provider	the	critical	success	factors	(CSFs)	and	
constraints	the	customer	believes	apply	to	the	activity/service	

• ensuring	the	service	provider	has	access	to	the	appropriate	customer	staff	to	maintain	
alignment	throughout	the	initiative	and	ongoing	service	delivery.	 	



ITIL	Practitioner		

16	
Material	in	this	document	has	been	sourced	from	ITIL®	Practitioner	Guidance.	No	part	of	this	document	may	be	reproduced	in	any	form	

without	the	written	permission	of	both	Van	Haren	Publishing	and	AXELOS	Limited.	Permission	can	be	requested	at	info@vanharen.net	and	
licensing@AXELOS.com.	

	 	



ITIL	Practitioner		

17	
Material	in	this	document	has	been	sourced	from	ITIL®	Practitioner	Guidance.	No	part	of	this	document	may	be	reproduced	in	any	form	

without	the	written	permission	of	both	Van	Haren	Publishing	and	AXELOS	Limited.	Permission	can	be	requested	at	info@vanharen.net	and	
licensing@AXELOS.com.	

	

Organizational	change	management	
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Ref.	PG	6.0		

Organizational	change	management	(OCM)	is	concerned	with	the	people	side	of	change.	It	is	a	
structured	approach	that	ensures	improvements	are	implemented	smoothly	and	successfully	for	
lasting	benefit.		

Improvements	invariably	require	people	to	change	the	way	they	work,	to	change	behavior	and	
sometimes	to	change	role.	Whatever	is	being	changed	in	relation	to	IT	service	management	(ITSM)	
process	improvement,	technology	change,	new	service	introduction,	service	improvement	etc.,	it	
involves	people.	Regardless	of	the	scope,	size	or	nature	of	the	improvement	initiative,	there	will	be	
an	impact	on	people.	It	may	not	be	a	huge	impact	but	some	change	in	people’s	behavior	will	be	
required.	

When	people	understand	the	purpose	of	the	change,	how	it	will	affect	them	and	their	job,	and	when	
they	believe	in	the	importance	and	benefits	of	the	change,	then	improvement	initiatives	are	far	more	
likely	to	succeed.		

The	aim	of	OCM	is	to	win	the	hearts	and	minds	of	each	individual	affected	by	the	change	in	order	to	
reduce	or	remove	resistance	and	ensure	the	change	is	implemented	and	sustained	successfully.	In	
the	process,	individuals,	teams	and	organizations	are	transitioned	from	their	current	state	to	a	
desired	future	state	where	the	change	has	been	made	and	is	working	as	planned.	

OCM	applies	to	both	IT	and	non-IT	changes,	of	all	manners,	shapes	and	sizes.	Even	initiatives	not	run	
as	formal	projects	due	to	their	size	and	nature	will	require	OCM	capabilities.	

Accountability	for	OCM	cannot	be	transferred	to	an	external	supplier.	Someone	within	the	
organization	itself	is	accountable	for	OCM,	even	if	responsibility	for	the	execution	of	OCM	activities	is	
delegated		 	
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Ref.	PG	6.1	

For	successful	improvement,	OCM	needs	to	ensure	that	the	following	are	present:	

• Clear	and	relevant	objectives.	In	order	to	gain	maximum	support,	an	improvement	will	
require	clear	and	relevant	objectives	which	make	sense	in	the	context	of	the	organization	
into	which	the	improvement	is	being	introduced.	These	objectives	should	be	regularly	
communicated	and	should	be	based	on	what	the	customer	determines	is	of	value,	not	what	
the	service	provider	believes	is	of	value.	

• Strong	and	committed	leadership.	It	is	critical	that	the	improvement	has	the	active	support	
of	sponsors	and	day-to-day	leaders	within	the	organization.	A	sponsor	is	a	manager	or	
business	leader	required	to	advocate	for,	and	who	can	authorize,	the	change.	Each	leader	
should	be	identified	and	their	roles	and	responsibilities	clearly	communicated	to	the	
stakeholders	of	the	improvement	initiative,	which	can	be	managed	through	the	creation	of	a	
sponsor	roadmap.	

• Willing	participants.	The	improvement	needs	participants	who	are	willing	to	make	the	
required	change.	Not	everyone	will	be	on	board	with	the	change	and	may	resist	it	for	a	
variety	of	reasons.	OCM	allows	for	the	resistance	to	be	brought	to	the	fore	and	overcome	
using	a	resistance	management	plan.	

• Prepared	participants.	The	improvement	may	require	changes	in	people’s	working	practices	
and/or	the	tools	they	use	to	do	their	jobs.	People	are	more	willing	to	change	if	they	feel	they	
are	suitably	prepared.	OCM	uses	a	training	plan	to	ensure	that	the	impacted	people	have	the	
right	skills	and	knowledge	to	successfully	make	the	change,	and	a	communication	plan	to	
manage	how	participants	are	updated	about	the	change.	

• Sustained	improvement.	Many	improvements	fail	because,	after	a	while,	people	revert	to	
old	ways	of	working.	OCM	seeks	to	continually	reinforce	the	value	of	the	change	through	
regular	communication	and	the	support	of	sponsors	and	leaders.	
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Ref.	PG	6.4	

Regardless	of	the	size,	scope	and	nature	of	an	ITSM	improvement	initiative,	its	success	is	contingent	
on	how	OCM	is	approached.	Resistance	to	change	is	normal;	people	become	comfortable	with	the	
status	quo.	OCM	is	important	in	that	it	ensures	everyone	understands	the	need	for	change	and,	
where	resistance	is	encountered,	manages	it	effectively.		 	
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Ref.	PG	6.6		

The	key	activities	shown	in	the	table,	which	build	on	John	Kotter’s	eight	steps	in	Leading	Change	
(Kotter,	1996),	represent	a	distillation	of	the	best	practice	with	regards	OCM	approaches	and	
experiences.	

Depending	on	the	size	and	nature	of	the	improvement	initiative,	some	activities	may	not	be	relevant.	
However,	all	improvement	initiatives	need	a	degree	of	OCM.	At	a	minimum,	an	improvement	
initiative	needs	effective	communication.		
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CSI	approach	
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Ref.	PG	3.1	

The	CSI	approach	is	an	overarching	technique	that	enables	continual	service	improvement	(CSI)	for	
any	service	provider,	and	at	any	organizational	level.	The	CSI	approach	increases	the	likelihood	of	
success	for	IT	service	management	(ITSM)	initiatives,	puts	a	strong	focus	on	customer	value,	and	
ensures	that	an	individual’s	work	can	be	more	easily	linked	back	to	the	organization’s	vision	and	
improvement	initiatives.	It	also	allows	for	timely	adjustment	of	improvement	activities	by	validating	
success	and	offering	the	opportunity	to	act	on	what	is	not	working,	adjusting	plans	and	approach	as	
needed.	

The	CSI	approach	can	be	applied	to	improvements	at	any	level	of	the	organization,	from	strategic,	
organization-wide	initiatives	to	an	individual’s	day-to-day	activities.		

It	supports	an	iterative	way	of	working,	dividing	the	work	into	manageable	pieces	and	reaching	the	
end	goal	step-by-step,	removing	the	need	to	look	at	improvements	solely	as	large	–	and	frequently	
waterfall-based	–	initiatives	or	projects.	The	CSI	approach	can	be	used	for	any	kind	of	improvement	
at	every	stage	of	the	ITIL	service	lifecycle,	with	support	from	strong	metrics,	effective	communication	
and	well-executed	organizational	change	management	(OCM),	and	by	applying	the	guiding	principles	

Because	the	CSI	approach	can	be	used	for	any	level	of	improvement,	it	is	important	to	remember	
what	is	motivating	the	improvement.	No	one	initiates	improvement	activities	when	everything	is	
working	perfectly.	

The	exact	focus	of	any	progression	through	the	steps	of	the	CSI	approach	will	be	guided	by	the	goals	
of	the	person	or	group	using	it	and	their	role	within	the	overall	strategy	of	their	organization	and	
organizational	unit.	
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Ref.	PG	3.1.2	

Organizations	identify	opportunities	for	improvement	in	many	different	ways,	at	many	different	
times	and	at	many	different	levels.	These	opportunities	can	then	be	acted	upon	through	the	use	of	
the	CSI	approach.	To	track	and	manage	improvement	ideas	from	identification	through	to	final	
action,	ITIL	recommends	the	use	of	a	document	called	a	CSI	register.	

There	can	be	more	than	one	CSI	register	in	the	organization	–	multiple	CSI	registers	can	be	
maintained	on	individual,	team,	department,	business	unit	and	organization	levels.	It	does	not	
matter	how	exactly	the	information	is	structured	or	what	the	collections	of	improvement	ideas	are	
called	in	your	organization.	While	the	phrase	‘CSI	register’	might	be	unfamiliar,	the	concept	of	
capturing	improvement	ideas	most	likely	is	not.	Action-item	lists	are	a	version	of	CSI	registers.	If	
anyone	in	the	organization	is	not	capturing	their	improvement	ideas	in	some	sort	of	CSI	register,	they	
should	be	encouraged	to	start.	 	
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Workshop	1	
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Workshop	1	

The	beginning	

	

Assignment		

Read	the	scenario	and	compile	all	improvement	opportunities	that	you	can	find	in	a	CSI	register.	

You	will	not	be	able	to	fill	in	all	fields	in	the	CSI	register	at	this	time	in	the	scenario	

	

Resources	

• Case	scenario	
• Toolkit	CSI	register	
• ITIL	practitioner	guidance	book	3.1.2	

	

Expectations:	

You	(or	your	group)	shall	be	able	to	present	a	completed	CSI	register	for	the	scenario	
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