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Preface

Our world is changing fast. Organizations have fo adapt quickly and fransform
digitally. The era of companies knowing better than customers is over. Users know
best and can choose what they want and source it from all over the globe. Good
service management can be a powerful approach o serve customers in the best
way possible. But what is good service management? And is a new framework
needed? The market response was very clear on this point: do not try and re-write
existing service management guidance, or come up with yet another framework -
but instead provide us with the ‘glue’ needed to make best use of all of the different
practices out there, and how they can be infegrated to add value.

To develop a brand new approach for service management, a team of over 70
confributors and reviewers all over the globe, led by Chief Architect Claire Agutter
and Lead Authors Suzanne van Hove, Randy Steinberg and Rob England, combined
their expertise in writing this introduction to VeriSM™. The approach described in
VeriSM™ will not only help you to improve your business, but also to improve the
business of your customers and their users. VeriSM™ has been commissioned
bythe International Foundation for Digital Competences (IFDC). This not-for-profit
foundation will ensure that VeriSM™ is developed in an open, community-based
model.

VeriSM™ is a service management approach from the organizational level, looking
at the end-to-end view rather than focusing on a single department. Based
around the VeriSM™ model, it shows organizations how they can adopt a range of
management practices in a flexible way to deliver the right product or service at
the right time to their users.

VeriSM™ allows for a tailored approach depending upon the type of business you are
in, the size of your organization, your business priorities, your organizational culture —
and even the nature of the individual project or service you are working on. Rather
than focusing on one prescriptive way of working, VeriSM™ helps organizations to
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respond fo their consumers and deliver value with infegrated service management
practices.

The VeriSM™ approach helps you see the bigger picture, by providing an overview
of all of the building blocks - the different practices - which can be used to add
value o your business. Specific existing ITSM methodologies can be one of these
building blocks, together with more progressive practices such as Agile, Scrum,
DevOps and Lean.

VeriSM™respectsthe past and embraces the future, and assuchitis an evolutionand
not arevolution. Any investment made in tools and processes based on existing ITSM
methodologieswillhelp you when you start toimprove and customize your approach
based upon VeriSM™. VeriSM™ acknowledges that existing ITSM methodologies
add value, but also recognizes that these alone are not enough anymore to stay
ahead of the competition and take full advantage of the opportunities offered by
the digital tfransformation. It needs to be combined with other best practices — and
VeriSM™ helps you understand the full spectrum of what's out there, and how you
can establish a model with the mix of practices that best suits your organization.

| want to thank the global feam of contributors and reviewers for leading the way
in faking service management to the next stage of evolution, by developing a
responsive service management approach for the digital age. Bring on the digital
tfransformation — we're ready!

Bernd Taselaar
Chairman IFDC
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Introducing VeriSM

Real World Example

Think about this: in 2015, there were 10 billion devices connected fo the
internet. These devices support anything from personal entertainment
and home automation to different business functionalities. Their use is only
limited by one's imagination. By 2020, forecasters are predicting 34 billion
devices, including 24 billion IoT (Internet of Things) devices and 10 billion
traditional computing devices. It's also predicted that $6 trillion will be spent
on loT solutions, with organizations being the fop adopters. The growth

is exponential and will continue, especially when organizations see the

loT improving their bottom line through lower operating costs, increased
productivity and access to expanding markets.!

B 1.1 EVERYTHING IS A SERVICE

Today’s society is surrounded by products and services. Across the globe, people
consume services, products and functionality at an astonishing rate. In the last few
decades, products and services have become more connected to deliver ever-
increasing functionality and intelligence. Services become an ever-more important
part of the required and expected solution.

What's the impact of all thise Put simply, consumer demand for useful solutions is
increasing exponentially and organizations need to be ready to supply those
solutions. Solutions include services that provide assistance, advice, help and
support. Many of these services and products are enabled by, or only possible
because of advances in technology. These are digital services.
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2 VerisM™

B 1.2 CONSUMERS CONSUME

So, let's be perfectly clear: consumers consume. They provide the need (or demand)
for products and services. There is a need to be fulfilled, which is articulated as
requirements, and the consumer is willing to invest in and pay for that functionality,
directly or indirectly. Consider public services such as education, health and
safety or utilities; these are all necessary and all supported by the consumer, either
indirectly via a tfax system or by a direct purchase. Additionally, consumers receiving
services from a service provider might also be service providers to other consumers,
as part of a broader network.

H 1.3 PROVIDERS PROVIDE

If there isa consumer, there is also a provider. Providers provide. Whether they provide
(or supply) services or products, it really doesn’t matter — it is the principle behind
the provision that will be our focus in this publication. The principle of providing relies
on understanding the consumer. Providing something that the consumer doesn't
want does not create any value for the provider or consumer. In fact, it's just waste.
Unless you are in the waste business, thisisn't a good plan! For products and services
to be successful, there must be a benefit for both the provider and consumer. The
provider only invests in products and services if they see on-going demand, while
the consumer wants to receive value by having their needs met and feel they
are getting a return on investment. The value proposition for both parties must be
defined and understood.

Requirements

[ Investment ‘I
PROVIDER € Value > CONSUMER
(SUPPLY) (DEMAND)

p Services J

ROI

Figure 1 Consumers and Providers

The service provider needs to monitor this cycle between consumer and provider.
Over fime, the needs of the consumer and the capabilities of the service provider
will change. Service providers must be able to adapt to these changes. The
on-going interaction between the consumer (who confirms their requirements) and
the service provider (who confirms their capability fo provide) are the dynamics of
service provision. Value is the outcome —if nothing of value is achieved by either the
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1 Introducing VeriSM 3

provider or consumer, the relationship is over. Managing those dynamics within a
‘consume-provide’ environment drives the development of service management
and a service culture.

1.4 THE VERISM APPROACH

Every organization is now a service provider. Public or private sector, small or large
— everyone is now in the service market. Even organizations that focus on selling
products (e.g. retailers) need to provide services attached to those products to
be successful (for instance customer service, shipping and returns). In a crowded
marketplace, reputation is essential for differentiation and commercial success.
Think about the last fime you used a comparison site fo choose a hotel. Would you
choose a hotel with a poor reputation?2

It's not only private sector or profit-seeking organizations that need to focus on
services. Services are just as important in public sector environments, where good
service can deliver a better experience for consumers or citizens. Value still needs to
be delivered, whether financial or non-financial. To be successful, all organizations
need fo adopt an overall service management approach that delivers what their
consumers need.

Definition: Service management

—) Service management is “the management approach adopted by an
organization to deliver value to consumers through quality products and
services.”

To be an effective service provider organization, service management can no
longer be confined to a single department like the IT department or customer
services; it fouches every element of the organization. The VeriSM approach is
specifically tailored fo support an organization — the enfire organization - to help
them succeed in the world of digital services. When the focus changes to look atf
service management from the organizational perspective, service providers can
start to use all of their organizational capabilities, from IT to marketing, finance to
customer service, to deliver value.

The VeriSM approach has been developed in partnership with the global service
management community to respond to the changing demands on service
management and the impact of digital transformation. In this publication, we are
starfing a conversation with the service management community and the wider
community of service consumers. VeriSM will grow and develop with the community
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4 VeriSM™

and the VeriSM content will grow and develop in response to feedback. In this first
publication, we infroduce VeriSM concepts.

Definition: VeriSM
) VeriSM is:

¢ Value-driven: focuses on providing value;

¢ Evolving: an up-to-date approach which will continually evolve;

* Responsive: facilitates a tailored approach depending on the business
situation;

* Integrated: helps you fit all the different practices together;

* Service;

* Management.

VeriSM helps organizations fto define their service management principles.
These principles are relevant to all products and services and include areas like
security, quality, cost and risk. Service management principles are defined at
the organizational level and communicated throughout the organization, acting
as ‘guardrails’ or guides for all product and service development and operation.
Product and service feams can work with a variety of management practices, but
still need to meet the requirements of the service management principles.

VeriSM also helps organizations to evolve their operating model, based on an
integrated selection of management practices. VeriSM provides flexibility and
responsiveness as opposed to a ‘one size fits all’ approach. Thisis necessary because
all organizations are different, in terms of their size, the types of customers they serve
and their culture. VeriSM doesn't tie organizations to a single management product
and it allows the operating model fo change when required.

Real World Example

@ A large global bank uses a VeriSM-type approach to define the service
management principles that apply fo its products and services. These include
the security principles that will allow it to meet its regulatory and legislative
obligations. Service management principles affect all aspects of a service,
not just those that are enabled by technology. For example, at the bank,
customer data is collected as part of their products and services. Whether
that customer data is collected via a web form, over the phone or on a sheet
of paper, the security principles still apply.

The bank uses its service management principles as part of the VeriSM
approach to flex its operating model. This allows it to develop products and
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1 Infroducing VeriSM 5

services in the most appropriate way, using a range of different management
practices. For example, the customer support system that is used in all
branches is developed slowly, with new versions going live every six months,
aligned tfo its on-going staff training program. The mobile app it offers to its
customers changes much more rapidly, with new functionality released and
tested on a daily basis in response to feedback from staff and customers.

The service management principles the bank has defined act as the
‘guardrails’ for both services, while giving the teams who manage and
develop them the freedom to work in the most suitable way.

B 1.5 ADOPTING A VERISM MINDSET

So, how does an organization start to work with VeriSM2 In this book, we'll walk
through the VeriSM approach and show you how you can start to apply the VeriSM
model in your organization.

The most important part of the VeriSM approach is accepting that service
management is part of everyone's role and an essential organizational capability.
There isn't a VeriSM tfeam, or a department locked away behind a closed door.
Everyone at every level of the organization has a role to play.

The other key success factor is to accept the impact of technology on products
and services. Digital transformation is changing every aspect of how organizations
operate, whether they are large or small, private sector or public sector. All
employees need to think in terms of technology-enabled services, rather than ‘IT
projects’. Business projects and processes are enabled by technology.

Real World Example

Consider an example of a business process transformed by fechnology.
When was the last time that you waited in line to get a coffee? At many
coffee shops, you can now order online via an app and your coffee will be
ready and waiting for you by the time you get to the store.

As a consumer, you benefit from getting more convenient access to coffee
and save yourself some time. The coffee store (the service provider), gets
data it can use to improve its services. This includes information about peak
consumption times, opportunities for personal advertising and promotional
marketing and more effective supply chain management - for example,
having enough stock, but not being over-supplied.
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6 VeriSM™

Finally, we need to accept that as employees of an organization, we are all in this
together.It’snotfsolely the responsibility of an ITdepartment to assess how technology
can improve services, just as it's not solely the responsibility of the customer service
team to interact with customers. Every employee of the organization works together
fo create products and services that support the organizational goals.

1.6 THE VERISM APPROACH

The chapters of this book will infroduce you to VeriSM key concepts and the VeriSM
model and help you to understand how they can apply in your organization. It's
important to remember that VeriSM doesn’t replace any effective ways of working
that you might already have in place. Instead, it shows you how fo fitf these info an
overall organizational context and flexibly adopt different management practices
to meet different service management situations.

The contents of this book will show you how fo establish your service management
principles and then adapt your operating models to leverage the management
practices that have evolved to support digital services.

m Partl, chapters2-6infroduce services, service management andtheirsignificance
in foday’s rapidly changing environment;

m Part 2, chapters 7-15 cover the VeriSM model in detail;

B Part 3, chapters 16-25 cover progressive management practices and emerging
technologies;

m Chapter 26 then helps you get started.

Throughout the book, you'll find a number of real world examples and vendor
reports to help you put VeriSM into context. Remember, VeriSM isn't about blindly
following so-called ‘best practice’ - it's about building an operating model that
works for your organization.

% Quote

% “During my time as a Cabinet Minister in the Danish government, I've seen
technology start to permeate all aspects of civil life. For instance, in the way
a government can offer services fo its citizens, and how it can use datfa fo
improve the services it offers to citizens. Digital technology is a strand running
through every aspect of government, and we can expect adoption to
continue to increase rapidly.

Digital services are now a fact of life. The onset of the service economy
means that digital technology is also tfransforming jobs. As such digital skills
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1 Introducing VeriSM

needs fo be part of everyone’s skill set, starting with what is taught in schools
as part of the education system.

VeriSM is an approach for service management that reflects the importance
of digital services, and as such it will be extremely valuable for organizations
going through digital transformation, as well as useful for graduates looking
to join the digital economy.”

Rikke Hvilshoj, CEO, Danish Computer Society
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