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ITIL Change Management
Beginning with the End in Mind

Vance F. Brown

“As IT performance is increasingly measured based on alignment with threebsisind
the delivery of quantifiable business value, many IT organizations arerfgcheir
Initial ITIL efforts and investments on change management.”

Brian Johnson, “Change Management: A Better Starting Point for’ITIL
Mr. Johnson has authored more than 15 books on ITIL or related topics
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“Begin with the end in mind”is the often-quotedecond habimade famous in Stephen Covey’s
best seller, 7 Habits of Highly Effective Peopleln other words, Mr. Covey recommends
having a clear understanding of the destination beforabiagi any journey. Accordingly, what
is the most important “destination” to consider whenliaggo evaluating the automation and
implementation of Help Desk / Service Desk activities?

To answer that question through the lens of a« i :
CEO or CIO, one has to ask the question: What activity of Service Support [

“What element or activity of Service Support tN€ Most potential to impact a

has the most potential impact to a company'scompany’s “end goal” of financial
quantifiable “end goal” of financial profitability?
profitability and business value?” Answér Change I\/Ianageméht

The answer: Change Management.

Incident Management typically is about dealing

with a problem after it already has negatively affd@r organization — i.e. putting out the fires!
Why not focus on proactive problem elimination — i.e. pnéwng the issues and problems before
they occur? Also, why not focus on continual improgatrand positive change? ITIL defines
the Change Management goal as follows:

The process of controlling changes to the infrastructure, or any aspHlct o
services, in a controlled manner, thus enabling approved changes to be
implemented with minimum disruption.

In other words, the Service Desk should be about the lassafdixing problems and
implementing IT infrastructure improvements without inoing additional problems — which
have the potential of being “heart-stopping” to an orgaiviaand having devastating financial
impact. According to ITIL, any changes related to hardwaemunications equipment and
software, system software, and live system documentatiould go through the Change
Management process.

Granted, the framework of ITIL’'s Service Support works
less like a prioritized linear hierarchy and more like a
circle, where all the components of Change Managemer
Incident Management, Problem Management,
Configuration Management, and Release Management
seamlessly intertwined. None of these componentddho
be ignored or evaluated on a stand-alone basis. All hawvi
value, and they have the greatest value - or synergy - wi
all are properly implemented and automated together in
IT organization. The core roles of Incident, Problang
Configuration Management are to provide evidence and
data to an organization about what needs to be fixed,
improved, or “changed” in the organization. Release igament is a logical extension of how
to schedule and implement certain types of changesceéNlabiw Change Management is at the
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heart of this ITIL universe. Continual improvemenths practical end goal for every company,
because it has the greatest economic impact. Iir ®faay that, within the ITIL Service
Delivery framework, Change Management has the greatesict to the financial bottom line of
an organization and to the Return on Investment (RQindf software purchase. It therefore
is ironic that the component that undoubtedly is the mgsbrtant from a CEO/CIO company
perspective is often the one that accompanies the caratatement from a prospective IT
software consumer, “...0Oh, we don’t need that right rio®ur company’s response: “Oh yes
you do!”

Companies are not static — they are about change.
And the companies that change most efficiently “ Companies are not static — they are

and proactively, responding best to the demandabout change And the Service
of the customer, are the winners. The Service Y

Desk is the catalyst for change for the IT Desk is tthhange CatalySt for the IT
infrastructure. They are change agents — changeligastructure”

what they do! So why is it that many

organizations, when shopping for IT Service Desk

or Help Desk software solutions, focus mostly on

Incident Management? This is not meant to minimizartiportance of Incident Management,
but given the relative business value, it is unfortunaerttany organizations do not require,
and sometimes do not even consider, seamlessly inté@htnge Management. It is negligent
— or possibly just naive — when many software vendors sepéna heart” out of Service
Support and imply that Change Management is not needed&ssagy. This is analogous to
saying that the body does not need a circulatory syst@nis-something that you can tack on
later. And just like a bad heart can quickly kill thedlis, poor change management can quickly
bring an entire company to a standstill.

Remember, failed changes can have the impact of stogprwetrtbeat of the entire
organization — having significant impact to the company’s firdbottom line. And this is not
just for the “big” changes, because a lot of “littléianiges are just as important (or devastating)
in the aggregate. Here is a quick test for whether oyownt organization needs Change
Management:

* Does your IT department configure and install new workstativhen a new employee
comes on board? Of course it do&d you need Change Management.

» Does your IT department have a process for approving the gerofia new computer?
Of course it does'So you need Change Management.

This is a “no-brainer” quiz! You already are _
doing Change Management tasks every day it Remember, failed changes can have

your arganization — so why not record, the impact of stopping the heartbeat
automate, and properly manage all the

associated activities? Why not record and O_f th_e_ entire organization — having
evaluate what processes work the best when significant consequences to the

improvement in the Change process? It '
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probably is because most IT software systems do not makementing your Change

Management processes easy. It is because they ateseginally designed with ITIL in mind.

You may have the false assumption that integrated Chdagagement always is more
expensive. That igotthe case witlall software

G , : ystems. Some companies believe that all healthy
In tOday s IT software enVlronment;odies should have a working heart, so they don't

With SO ma_ny aging Iegacy SyStemStry to pull it out! But in today’'s IT software
|mp|ement|ng Change I\/Ianagementenvironment, with so many aging legacy systems,

feels Complicated Overwhelming : implementing Change Management feels
' " ° complicated, overwhelming, and very expensive

very expensive to add.” to add. Change Management therefore gets
pushed aside as “...something we don’t need right
now.”

“Yes you do!” You just need to find a system that wagioally designed with Change
Management in mind, and that makes Change Managementlégsy. do, your organization
will be shocked by the Return on Investment that Changeaglement will have on your
purchase of an ITIL-compliant Service Desk softwaratgmi. But in order to be “easy,”
Change Management must be seamlessly integrated inbthreaspects of the Service Desk.

For example, you should be able to quickly evaluate alirtbidents that are associated with a
given problem. That is the best way to measure thadhygf problems or issues in the
organization and to evaluate the negative impact the prableaving on the organization. This
is vital data to do a cost-benefit analysis regardingtywhoblems need to be fixed and taken
through the change approval process.

Once it is decided via an approval process to make a Chatigeend-user does not give
feedback, it is difficult to measure the success durlaiof a Change. And end-users (and even
the help desk staff) typically will not log issues ecidents with Changes unless it is quick and
easy to do. Accordingly, from the Self Service modilie,end-user should be able to see all the
Changes that could be of impact. And, if the change nedpimpacts the end-user, with a
“click of the button” the system should automaticaklydble to create an incident from the end
user that is automatically attached to the associataddérecord. You then should be able to
immediately see all the incidents that are associaitéxda given approved Change
implementation. That is the only way to effectivelgasure and evaluate the success or failure
of a Change and to then make continual improvementetoltange process.

Speaking of the “easy” requirement, there also

needs to be an automated way to set upthe ., - .

approval process by the category and priority of With continual Change

the Change Request. Some changes can be measurement and related Change
approved by the Service Desk manager (or Improvement, organlzatlons can
sometimes the “Change Manager”); others mai/ | ded h
have to be approved by the Change Advisory mplement needed components to the
Board (CAB). You already have these approvall infrastructure without causing
processes in your organization — even if you hegrt attack.”
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don't yet use this ITIL terminology — bybur approval processes need to be automated! ITIL
does not dictate how you prioritize or approve your Charggpi&sts. Your software system
should allow you to incorporate and configure your businestsgoactices. Otherwise, you will
never use it.Bottom line You have change approval processes in your organizatiorthase
approval processes should be easy to administer wigrated Change Management software.

Incident matching to the approved Change Request, and being glotgerly audit the approval
process for Change, is critical for the purpose of ngakobntinual process improvements to a
given type of Change. With continual Change measurearehrelated Change improvement,
organizations can implement needed components to timréiBtructure without causing a heart
attack!

Summary

The Service Desk is a change catalyst. Its job isitaditange! Change Management is more
than an after-thought, it is tlesd goal to implement improvements to the IT infrastructure —
efficiently and effectively — with minimal or no disrupti. The greatest ROI an organization
can have with the automation and implementation afactive Help Desk or Service Desk
solution is in the area of Change Management. Sohhbisié be a high priority — not just an
add-on!
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