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From technical skills to service delivery

SUMMARY

The "service" term is quite bjurre
associated is strategic for the IT firms. And even if before, the simple ability to
provide a technical perfonance was enough to be recognized on the comJ ting
market, this ere is now finished, and the simple technical deliverjodagfew
val ue f or $ohtle issue  enaldeean kealthy development of any
enterprise is the adoption of service mindsetas for computing providers ds
for computing users.
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INTRODUCTION

In the economic world, three activity sectors are define :
- primary sector, with the raw materials extraction
- secondary sector, with the raw materials transformation
- third sector, with immaterial production: the world of service

Since this classification was created, the word "service" corresponded to
different definitions, in function of the period considered. The computing
service didn't escape this rule. So nowadays, how can we define a service, in
particular in the computing field? The OGC (Office of Government Commerce)
define it this way: "a means of delivering value to Customers by facilitating
Outcomes Customers want to achieve without the ownership of specific Costs
and RIsks'".

Without any other explanation, such definition is quite difficult to be
understood. This document will show that the service has two components that
we can't unlink: the technical and the human components. The technical to
benefit the power of the technology, and the human because he's the final
target of any service, named "the client". This term has to be differentiated to
the commercial term: here, the word "client” only represents the person who
receives the benefits of the service, not necessary in return for a fee, as is the
case in the commercial meaning.

We will approach this subject through three parts:

- first, to correctly understand the current service meaning, we
have to correctly understand from where we come: it will be the historical
part.

- second, to correctly create a service, we need to setup a set of
tools and organization: it will be the technical part.

- third, to correctly furnish a service, we need to understand some
parts of human perception: it will be the human part.

Vincent Delibes 4
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PRESENTATION OF THE COMPANY

The company from which the exposed
context was observed is Tibco, a firm providing
IT services for enterprises. Created in 1984,

W= Tibco began with a specialization in maintaining

companies® hardware components. From this date
to now, Tibco developed its activity, and is able
today to provide a large choice of services to its clients: maintenance,
installation, hardware furniture, 1T infrastructure management & organisation,
realisation of projects, supervision, hotline, € Moreover, the company is used to
work for a lot of different businesses, such as banks, public administrations,

industry compani es, | ar g.eWith sl 68 $aulmicdl poiets
all over the France, 7 agencies in foreign countries, and 1200 employees for an
income of 100 MG, Tibco is | eader in i

such as Orange that choose Tibco to maintain its technical infrastructure in
France.

Those resources and key numbers are managed and obtained through the
different companies that compose the holding Tibco, and grouped in two
categories that are "Tibco Entreprise” and "Tibco Telecom”, supported by
"Tibco Organisation”, another enterprise of the holding responsible to provide
all the structure services needed by the group (accountancy, lawyers, Human
resources, €é).

In this organisation, a new activity was created in august 2007, named
"Management Des Services (MDS)" (Services Management) in the "Tibco
Service" enterprise of the "Tibco Entreprise” groupment. This activity is quite
different of the other activities of the firm, because instead of being a
technological and technical work, it's an organisational and management work.
The clients of this activity ask for a new organisation of their IT infrastructure
(Information Technology), to improve the computing firm"s efficiency. The
observation of the context explained in this document was realized from this
service, composed of 5 consultants d project managers established in Nantes and
Le Mans.

Thanks to this service's clients, 1 was able to observe a lot of different
situations, and help to produce some parts of delivery in different cases.
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|. THE CULTURE OF SERVICE : A LOGICAL LEGACY

The development of the "service culture” we can see nowadays is the last
part of a long process that began a 40 years ago. We can represent the
evolution through the following scheme:

Priority and
budget
engagemeng
Infrastructures

I

Services

: Infrastructures
: Phases

1960  Implantation JlQ‘BO Dévelopment 2¢b0 Maturity
| | | | |

Let us explain in details what happened d

A) Analysis of the service until 2000

1) The 60's and 70°s

The computing field began to be developed in destination of a large public
in the middle of the 60's, mostly thanks to technical improvement such as the
use of transistors instead of vacuum tubes. In the very beginning, the priority
was to create a computer not too much expansive to be bought by anybody
skilled enough (and passionate!) to put a quite large amount of money in the
acquisition of this machine.

It's during this period that computers reached a price accessible by a
single person or a company ready to realize an investment. But the "computing”
offered at this moment was only a computing of ability, a computing with a
potential: the service offered by those tools was directly dependant of the
aptitude of the owner to create the code corresponding to its needs. The
consequence is that a service created thanks to a computer in a place was
impossible to move in another context, because it was too dependant of the

Vincent Delibes 6
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person who created the service, and the context in which the service was
created.

So during this ere, the idea of "service" was quite tiny, and the principal
idea was to allow someone to do something faster than without the help of
computing: the idea of "new service" doesn't seem to have been the engine of
the development engaged. We can compare this period to the moment when the
improvements in the industry was able to help a little some societies in the
creation of their production, when the direction was keen on mechanics and
their engineers was able to make a bought machine usable by the employees. In
the scheme presented in introduction, we are in the following phase:

Priority and
budget
engagemend

Phases
>

1960  Implantation ﬂé
| |

2) The 80°'s and 90's

After the period described in the previous paragraph appeared a period
of standardization. The compatibility was the first point of improvement: to sell
more hardware than a concurrent, the most important condition for the
customer began to be the capacity for new hardware to be compatible with
ancient hardware. With the help of normalization, and the apparition of models
(such as OSI model), this field benefited of large enhancement in a short period
of time.

But computing still remains a realm that doesn't enter in any category.
During the 80's, Donald Knuth, a renowned computer scientist known for his
work on mathematical techniques in computing, is asked if, according to him, it

Vincent Delibes 7
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would be better to classify computer science in electrical engineering or in
mathematics. Full of humour, he answered "1 would classify it between the
plumbing and the automobile repair®”, to underline the still home-made aspect of
this young science.

So even if, during this period, we can see a computer appearing in many
homes of developed countries, it remained the beginning of the efficient-use of
computing. The developer was considered as a master, and the developments
realized didn"t really meet the needs of the user, but the needs imagined by the
developer. Effectively, the method used in the beginning was quite different of
the methods we can use today.

The programmer prepared software from what he thought about the
client needs ézedlwas dado llagge, and ihis wish to provide all the
functionalities offered by the technique generally erased the adaptability and
the convenient aspects of the software. So the user was damned to use
software he didn"t control, and so complicated for him that it didn"t brought
any amelioration compared to the time this software didn"t exist.

CANT YOU DO
ANYTHING RIGHTZ

Even if this method of development has a lot of drawbacks, this period
permit the apparition of a large panel of software. As well, even if the hardware
was less a constraint, the developer was the only one able to know what kind of
software was possible to be created, according to the power of the computers:

! Wikipedia, article "Informatique"”, http:/fr.wikipedia.org/wiki/Informatique#Histoire
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the apparition of home-usable software began. The mind state of the public
changed, and everybody began to find help in common application, such as word
processor or spreadsheet.

In the scheme presented in introduction, we are in the following phase:

Priority and
budget
engagemend

! ! Phases
l

l
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B) Analysis of the service for the future

1) Since 2000

In the years 2000, the computing arrived at a turn. For the every-day
society needs, most of IT (Information Technology) firms have the same
technical skills: the ability to install a mail server or a VolP infrastructure is not
enough to differentiate two IT enterprises. In this context, those societies
have two issues:

- lower the prices of the deliveries
- find a way to be different of the concurrent.

Even if a decline in prices can help to keep competitive, it cannot be a
secured long-term strategy, because such tendency is always followed by the
whole market in a short period of time, and we quickly arrive at the minimal price
that can be proposed to create a delivery without loosing money.

So the only solution to keep a society perennial is to find a point of
differentiation. We can define two ways to make a company different of
another one:

- the development of a very specific technique
- the creation of "something” that can be added to the technical
work

The development of very specific technique is a process that can lead a
company to take place in a niche. It often needs a very important investment,
which is not supportable by every enterprise. This solution is not the subject of
this presentation, so we won"t spend time to analysis it.

The creation of "something” that can be added to the technical work is
the solution mostly chosen by the societies. This "something" is the most
important part of the delivery, because it is the thing that made a society
different of another: we enter in the era of the service.

This affirmation has to be explained. Obviously, the computing before
2000 was not completely exempt of any form of service! But before this date,
the service was mostly considered as an immaterial delivery provided by a
company, because the company wasn't able to do it itself, or it would cost too
much to make it on its own. For example, the installation of a server was
considered as a service.

Vincent Delibes 10
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But after, with the modification of the market presented here, the
perception of the service changed, and for a society client of a computing firm,
the simple execution by a technician of technical procedures leading to the
installation of a server is not enough to create a service!

But if a solution is the addition of services to the delivery, the elements
added have to correspond a minimum to the competences of the firm: this is a
real challenge, because at the very beginning, almost nothing else than technical
skills was considered.

In the scheme presented in introduction, we are in the last phase, which
shows the large importance of the services in a technical work:

Priority and
budget
engagemend ! '

il

19 10 Maturity {

De facto, as time passed, the service became less an add-on on a delivery
than a new way to provide this delivery, and today, the word "service" define a
whole release, and not only the elements that are not strictly techniques.

2) The industrialisation of the computing

When we look back in the history of computing, as presented in this
document, we can create a parallel with the industrialisation of the end of the
X1Vth century. Here are presented the steps met during this period, and the
weight of the preoccupations associated between "technique™ (T) and "usability"

(V).

Vincent Delibes 11
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Isolated
application

Democratization

Standardization

Mass
production

\\T :

T

U 7

T

U«

NB. the scales represented here do not present the importance of each
parameter to be able to create correctly the object concerned, but the

importance of the preoccupations of most of people using this object.

Let us complete this parallel with a table explaining each period, and the
reality associated in the apparition of the industrial machines and of the

computing.

Vincent Delibes
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State

Explanation

Industrial
machines

Computing

An important discovery is made
thanks to yet -made discoveries.

Steam engine

Vacuum tube
and Transistor

imagination of people. Passionate
persons create their own objects

thanks to the observation of those
created before. Those objects can

used in mining,
textile and
agriculture. Slow
with low

Isolated Some people find a potential First pump able First computer &
application common use of discoveries, and to extract the not very
apply it. The characteristic of this water from a powerful, no
period is that the application of the recipient. really useful
discovery is not really convenient, application, but
but is brand -new and open a way to demonstration
further more -convenient application of potential
Democratization The innovation develops the First machines Firsts computers

used to realize
simple calculs

as much people as possible , a
standardization effort is made. This is
associated to a real preoccupation

to make the discovery really useful
for public. At this state, the interestin
the used technique reduces a bit to
make place for the interest in the

use that can be done of this
technique.

machines began
to be used in a
large number of
enterprises to
complete
specific tasks.

present a real improvement for the autonomy, it
owner. The ¢ haracteristic of this however
period is that each object created is represents a tiny
different, but everybody dreams to advantage
have one.
Standardization To make the discovery accessible to The same The use of the

computing in
companies
remains an
adv enture, but
is introduced in
it.

Mass production

At this point, the technique used is
the tinier preoccupation of the user:
he wants a convenient product,
what ever the technique used is.

Each enterprise
uses machines to
complete any
task that can be
auto mated.

Use of the
computing in all
companies as a
production tool,
indispensable
to keep
competitive

With the light brought by this table, we can see that today, in computing,
we are at the very beginning of the "mass production” period. The installation of
computing is now indispensable to permit the development of any firm, whatever
the sector of the firm is. Some rest of the previous period remains, but today,
the processes used to create and exploit a computing infrastructure adapted to

Vincent Delibes
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a company are more and more the same, and we can meet in the computing sector
a real preoccupation to create the most efficient method usable to do it well.

In the different works made to industrialize the methods to efficiently
exploit a given IT infrastructure, we can quote ITIL (Information Technology
Infrastructure Library), which is the most used referential today. The
document presented here is widely composed of deductions obtained thanks
through the observation of the ITIL referential.

The philosophy of this referential is presented later in this document. In
effect, because ITIL is an assembly of "good practices”, a lot of elements given
by ITIL are the fruit of observation and tries, making this collection empirical.
That's why in this document dealing with service, it seems better to expose the
different aspects of the service before entering in the details of the tools: it
would avoid any confusion between what is in the field of human mind in one
hand, and the advices given to help the creation of service in spite of (or thanks
to) the characteristics of the human mind in the other hand.

3) What shape for the delivery of computing service in the future ?

As the farmer hasn't got to know how to build his tractor, the accountant
hasn"t got to know how to organise the computing structure of his company. This
example shows quite well that today, the furniture of computing service is a real
profession. This consideration make an evolution with the habits taken: from the
parallel between industry and computing shown above, we can conclude that
during a long period, the user of the workstation was also the responsible of its
maintenance in operational condition, mostly because of the lack of structure
able to do it in its company.

Today, this work corresponds to a real profession, and the user (as human
or structure) just have to manage the execution of simple action in everyday life
and call an expert in case of problem, exactly as the driver have to regularly
check the pressure of its tires, but phone the mechanic when there is a trouble.
And nowadays, it's a consensus that companies refocus on their core business,
looking for a solution to externalize activities out of this core. Even if this
particular point will be developed later in our thinking, we can already expose
that the externalisation is not a miracle solution, and a bad driven
externalisation is worst that a bad driven information system inside the
company, bearing in mind that the driving of an externalization project is always
the resort of the client!

Vincent Delibes 14
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However this document focuses on the viewpoint of the societies users of
computing (by opposition of societies creating computing), there is a point of
information technology societies operation to be addressed, first because we
have to see that it is inevitable, and second because the impact on the service
furnished can be direct : it is the subject of the offshore.

4) The offshore

Challenge

In our occidental countries, the offshore is often considered as a
catastrophe. But in the computing field, an offshore project cleverly managed is
a real chance and an opportunity for the enterprise initiating it! In effect, unlike
other domains, the computing needs are infinite, but like other companies,
budget in information technology societies are not infinite’. In other words, the
delocalization of a computing activity is not synonym of privation of work in
occident, because the needs are growing more and more. This affirmation is
especially true in France, where scientific studies are abandoned by students,
and where young people rather prefer a carrier in banks than in 1T, despite the
dynamism of this sector?.

The reason of the production of a service in offshore is the gain of
productivity (the productivity can be defined as the amount of work created
with a given investment, such as salary). By completing this purpose, a society
will release budget that will make it able to lead other project impossible to do
in offshore. This is the key of the viability of occidental firms, and this for two
reasons:

- first, in short-term : for a given service, it makes a society
competitive, and this is an obligation of any company to sell its product. 1T not,
it's the bankrupt, and the society close.

- second, in long-term (and so the most important) : with the
globalization, the confrontation with information technology societies from
countries where work factor in cheap is now inevitable. With the current
services provided by computing societies, occidental firms will loose this
confrontation, because of the price of the work factor : the same product will
be more expansive in occidental countries than in emerging countries. So the
solution is to become competitive thanks to differentiation: by furnishing some
services from offshore countries, occidental firms will release the budget and
the work-time needed to create new services and projects not creatable from

! Interview of Philippe HEDDE, 2008
2 Interview of Philippe DONCHE-GAY, 2008
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far-away countries. This is the real challenge those enterprises have to
complete before the convergence of salaries distributed in emerging countries,
convergence that will happen in 5-10 yearsl.

Success factors

Even if the offshore is a key of viability of information technology
companies, this kind of project is subject to numerous constraints. If those
constraints are not correctly managed, the project can fail, that is a worst issue
than the absence of this project. The success factors exposed here are the
same for an information technology company leading an offshore project than
for another society leading an externalization project of one of its activity.

First, the offshore is possible only if the enterprise is widely engaged in
the industrialization of computing. This is indispensable, because it is this
process that makes the considered production transportable!

Second, the best choice of externalization is the externalization of
something we are used to and we control. It seems in contradiction with simple
principles, and we can say "You have spent enough money to have the control of
it, now, it is optimized: keep it in your company!”. This argument is true, but the
offshore solution doesn't go against it: generally, the production of a process in
offshore is not more expansive than produce it inside the company (except the
ignition phase), and the return of investment will be done by keeping a team
composed of people able to work together, and so able to create new services
efficiently. But most of all, any externalization production always has to be
piloted by the firm asking for it, and we can not pilot something we are not used
to.

Third, the offshore can not be summarized to an addition of people, or a
maximum optimization: this kind of project leads to failure. We will have the
resources, but not the aptitude to use it. So a successful offshore project will
integrate those two aspects, but will incorporate too a reflection on the
circulation of the information between the different teams working?.

The absence of those three key-points is usually the reason of the failure
of externalization or offshore projects.

! Interview of Philippe HEDDES, 2008
2 Interview of Jean-Pierre CORNIU, 2008
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To summarize:
- Nowadays, it'bviousthat technical skills are note enough to creatg a
service for a company: it needs "[|somet
- With the globalization, we can not produce any more the services fps we
have always done it.
- The mutations & are witnessing are the logical suite of the compuging
global evolution. Those mutationere expectable thanks to the observatiory of
the pastevolution of the industry.
- Those mutations are indispensable to enablbealthy evolution o
computing secto
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1. HOW TO USE TECHNICAL RESSOURCES TO CREATE A SERVICE ?

We have seen that nowadays, the Sl's of societies has to provide more
than a technical delivery, and turn their technical mind into service mind. But
how to realise this conversion?

A) The dimensions of service

1) The value

Before trying to create a service, we have to analyse what are the
components of it! A good way to know if a given organization provides a service is
to check if it creates value for the user aimed. An organization furnishing a
brand-new delivery with tools never used before that doesn't create any value
for the end-user is less useful than an organization using an aging technology
that creates value for the end-user!

“7 MEED HORE.
ey

N'TYOU
DD,

™)

F% 2504

o
1

This situation was encountered in a Town Hall were the IT department
wanted to provide a product that would make the users able to compose a phone
number on their handset directly from their computer. The solution was
obtained by installing a tiny tool that sends a command to the telephone when a
number was selected on any page, and a given keyboard shortcut pressed. For
the technician who found this solution, it was very easy to use. But for most of
the end-user, the use of a keyboard shortcut was something too new to be
handy: thist ool was never wusede

Vincent Delibes 18
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This example illustrates two aspects of the service:

1) a tool can work correctly and add something new, if it is not
exploitable by the customer, it won"t create any value!

2) the level from which value is created, and the one from which no
more value is provided are directly dependent of the structure
considered (and its culture !). In other terms, the exploitability of a tool
depends of the user aimed.

So the goal of an IT department has to be the transformation of
resources in a service providing value to the customer™ Without this aim, the
risk is to obtain an accumulation of resources presenting little value for the end-
user: this situation is not healthy for a company, first because an obvious idea of
profitability of the service, and second because the customer won"t be satisfied
by the work of the IT department. This last idea will take more and more
importance, because as we have seen it by studying the history of the service,
we know that computing will be the tool used in almost any company to create
their production. We can compare this risk to a car manufacture using machines
not correctly configuredé The trouble appear

This analysis shows that a way to resume the creation of service (even if
there are a lot of ways to illustrate all the aspects of it!) is

service = resources + aptitude?

The resources are the assets available to realize a given task; the
aptitude is the ability to correctly use the assets, as in competence as in
management and organization. A lack in one of those components will result in a
lower service level.

This equation explains the role of consultants, often shown with humour as
"selling wind". A structure that uses consulting is a structure that knows well
itself, and estimates that it has the resources needed to realize operation, but
haven't got the aptitude needed to lead it successfully. The humour sentence
quoted before shows quite well that this vision of computing as provider of
service is very new: this joke is directly inherit from this time where people
working in computing was only technological experts, and where a person who
didn"t realize technical actions wasn"t worthy to work in computing. Nowadays,
the lack of a person managing the resources is a danger of failure for the
considered mission.

L ORSYP, Bridge ITILv3, 2007
20GC, ITILv3, 2007
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This equation illustrates too a point discussed above. In the offshore and
externalization chapter, the fact that the enterprise making an externalisation
has to drive it was exposed: this is the case where a company hasn't got the
resources to complete an operation. It can use the services of a tierce company,
but to avoid the absence of the aptitude component, it has to keep the
responsibility of the global management of the project.

But to be able driving something (and so create a convenient service), an
organisation needs to complete some prerequisites. The following sentence
illustrates those prerequisites:

"We can not manage what we do not control,
We can not control what we do not measure,

We can not measure what is not defined"’.

2) The definition of those elements

The first step to complete to be able driving something is to define what
we will drive. We can use the rule of "the 4 P" to avoid forgetting any element in
the definition. Those "4 P" are:

- People: the persons implied in the operation
- Processes: definition of the activities that has to be
completed to provide correct operation

-Products: services, technologies, tool
- Partners: tierce entities intervening in the operation, such
assubcontractors, furnishers, seller

The definition of those components will enable a global vision of the
organization, and avoid forgetting or ignoring a component of the perimeter,
even secondary.

Vincent Delibes 20
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3) The measure of the elements

The second step is to create or use the tools making you able to measure
the activity. For a given activity, we can measure a lot of elements, in particular:
- the quality of the production issued of the service
- the quantity produced
- the productivity or efficiency
- the client perception
- e

Let us take some examples. To measure the quality, as in industry we can
check the number of pieces that do not complete the technical description
(pieces manufactured with a default), in computing we can measure the number
of new software or hardware installation realized without interruption of
service. For the quantity, we can measure the amount of data in GB (Gigabyte)
that has travelled on the network during a given period. For the efficiency, we
can measure the average time needed to resolve any incident. Regarding client
perception, the common way is to use a questionnaire to obtain information on
how the service measured is considered by its recipient.

Even if it can constitute a paradox, this last point of measure is the most
important in any case, and will provide the best indicator to know how "good" is
your service. All the others indicators can be best than ever, if the client
perception indicator is not at a "green" state, your service is not adaptive. And
the opposite is true too: all the indicators in red, but the client perception best
than ever: you have met your goal! This condition can occur in reality. It's
obvious that we can not wish this last situation, and it's dangerous to leave it
without trying to turn those red indicators in green indicators, because such
condition is not healthy, and can lead later to crises.

In any case, we can create all the tools we want: the only limit is our
imagination. However, we have to follow several rules to obtain pertinent and
exploitable results.

No place for interpretation

The first one is that any tool must enable an objective measure, and
exclude any place to interpretation. Why this rule? Because including
subjectivity in measure tools will retrieve any possibility to know if an indicator
is good or not. Let us illustrate thanks to an example: the measure of "the
number of successful installation™ is a bad indicator. Why ? Because there is
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nothing to define what is a "successful installation™: is it an installation that

worked properly after the first installation? Is it an installation that worked at

the end, even if there were some troubles before? Is it an installation that

worked properly event if it triggers backup systems? €& So when
check this kind of indicator will arrive, we can bet than some people will consider

the result as correct, and some other won"t agree. In replacement, we would

prefer use something like that: "the number of installation that didn"t implied

the recover of any backup”. In this measure, there is no place for
interpretation. The most common fields in which we can find the trouble of
interpretation are quality measurement ("good installation”, ¢é) and t i me
measurement ("quickly", "as fast as possible", € )

This rule needs to explain how to use a "client perception” measurement
tool, because by definition, it implies subjective aspects. First, we have to make
a difference between using a tool that leave place for subjectivity and using a
tool that measure subjective considerations. Here, the challenge is to be able to
measure the subjective perception of the client thanks to elements that won"t
leave place for interpretation for people who will process the obtained data. A
good question can be "globally, are you satisfied by the 1T department of your
company? " : even if the answer is subjective, it's impossible to say that the
answer is correct or not : it have to be considered as a fact.

7

Too much tools kills tool sé

Another rule to consider is that if the use of measurement tools is an
obligation to control anything, the excess of tools will cause flood, and will make
any control impossible. As we have seen it before, the imagination can lead to
the creation of a lot of tools! But the good question is: "among all the available
point of measure, which ones will provide really interesting information to enable
an efficient steering of my service?".

In effect, the temptation is often large to put measure points everywhere
we can, because most of time, the measure of 10 or 50 points will cost almost
the same price. But after, will we have enough resources to process the data
recovered? And the analysis of 50 points doesn't cost the same price than the
analysis of 10 points, because this analysis always implies the intervention of
human at a moment!

What is the link between "measure" and "control"?

Once we have installed an efficient measurement system, we have one of
the most important components of our control system. But the measurement
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system is efficient only if it is considered during a given period: it is its
weakness as its strength. Weakness, because it can"t help making choices before
a given period of observation. Strength, because it will provide constant
information, whatever append in the human organisation of the company. To
summarize: the time is the best allied of the measurement tool.

This is true, because:

- first, it will enable management or strategic services to have an
idea of what is possible. For example: do you have any idea of the consummation
of a PC during one hour? Before having any idea, you will need to measure it on
several computers!

- second, the time will enable the study of the evolution of data. To
take back our example: we can consider that a computer consumes 300W/hour.
With this single data, you probably won"t be able to take appropriate decision.
So you will monitor the evolution of this data, to be able to counter any evolution
in non acceptable proportions.

4) The management of the elements

Once the tools are created, the last step is to manage our organisation.
This is possible thanks to techniques and the help of a methodology or a
referential is advised! According to what was realized during the internship
linked to this document, the referential developed here will be the ITIL
referential. We can define two fields: the first one is relative to the technical
structure needed to be able creating a service of quality. The second one is
relative to the best way to use this structure to enable an efficient use of the
setup technical structure. Those two fields are developed in the two following
parts.

Vincent Delibes 23



From technical skills to service delivery

B) Technical needs to provide correct service

A computing service is often represented through silos. Each silo
represents a knowledge field, and is materialized by a team working thanks to
the competences associated with. Visually, we can represent it this way:

Production

/ silo

N

Processus of
service creation

This part will focus on the blue elements of this scheme. Of course, this
representation can represents too the whole organization of the creation of
service: all the silos don't have to be in the same structure! In the same way, it
is not an obligation for the different teams to be tight: it means that a person
can work in several silos. However, a silo is often associated to a physical
structure, and that's why in this part, we will only centre our attention on the
physical structure, without taking care of its organization: it's the purpose of
the following part.

1) Technical needs on structure

The ITIL referential provides some help to identify several of the silos
we have to create. For the end-user, the most important silo is the service
desk. To function properly, it implies the installation of a structure, composed
generally of phones with a simple number, known by everybody in the company; a
mailbox, and anything adapted to the culture and the activity of the enterprise
that makes the end-user able to contact easily and quickly some technical staff
( f ax. So &he firm has to reserve and setup all the resources needed to
create this service desk (providing telephon

In any case, it's important to keep all the possible access to the technical
teams going through this service desk. This point leads us to the second
structure to set up: a tool enabling monitoring any action or ask related to an
element of the information system. So for each call made at the service desk, a
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notification will be made in this instrument. This tool often take the shape of a
database, in which are referenced all the assets managed by the IT structure It
can be helpful too to list the different elements that composed another one. For
example, it perhaps won"t be convenient to have only a field "computer” in this
database, but a field "computer", and in subcategories "hard disk drive (HDD)",
"memory”, "CD-r om dri ve", e . So when a call
instead of referencing the trouble on the global computer, we will be able to
notify precisely the problem on the HDD of the concerned workstation. Of
course, the degree of precision isn't absolute: each company will have to study
it, and according to its needs, will setup this tool with the precision adapted to
its requirements.

Why is this tool important? Because first, it will make the IT structure
able to follow all the actions performed on its assets. It will help it performing a
backup in case of crash on one hand, and help it to resolve future incidents if
those were encountered yet on the other and. And second, it will enable the IT
department to detect recurrent troubles on several elements. For example,
without this tool, a computer always having the same mistake will never be
definitively corrected: the mistake will happen and happen, will be performed,
but never resolved! Another example is for a range of product having a weakness
somewhere: this tool will enable to finger on this drawback, and so will help to
identify which product we would better avoid buying.

Another tool is important to help a society having a powerful information
system. It's a tool, or a set of tools, to communicate with the members of the
society. Which kind of information will be transmitted trough it? First, we have
the common data relative to the computing: the way to joint the service desk,
the security policy, some information on new functionalities provided thanks to
t he i nformati on system, € And second
particularly those relative to the crash of a service. Of course, the
communication won't be made quoting the crash, but will be adapted to the
aimed public!

Which kind of tool can be setup to complete this task? We have to kinds
of tools:

- Proactive tools: it will initiate a communication before the event
arrives, or before it have an impact on the user. Example: a mail sent to the
whole company, explaining that a service has stopped.

- "After action" tools: the communication is only made when the
user suffered the consequences of the trouble, and make an action to resolve it
(generally by calling the service desk). The most adapted tool in this case is a
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message given to any person looking for help by phoning the service desk, such
as "We inform you that our mail server is down: we are performing all the
needed action to resolve the trouble as soon as possible. 1T you call for another
reason, please hold the line."

The final purpose of those messages is always the same: showing to the
user that the service responsible of the elements in trouble knows it, and
consequently, acts to shorten the time meanwhile the problem will affect the
users. This has two advantages: first, it's an action that shows to the client that
he"s considered, and that some people are really working on his trouble. And
second, as important: it avoids the clients flooding the computing service with
phone calls, and consequently, enable the competent teams working to resolve
the problem more than answering the phone to reassure the clients!

Of course, all those advices are made considering that the global
structure is up to date! If the computing in the considered structure is
completely deprecated, following those suggestions is exactly as to expect
buil ding doors and windows \WVith sach dldosystem,
the new structure installed to help and serve the user will certainly need its own
trouble resolution structure, because the support on which it would be built
doesn't fit for this kind of application. So the best practice, in this example, is
to update the infrastructure before wanting beginning any other project.

2) Technical needs around the structure

Even if most of times, companies want technical issues to improve their
information system, some of them prefer another solution, that isn"t include in
the computing techniques field. It concerns all the offers made by computing
companies to manage the whole information system, or only a part (workstation,

7

printers, servers, &)

The principle is simple: the company doesn*t want to care anymore about
some of its assets. We are obviously considering a technical viewpoint, because,
as seen before, even if the company chooses to get rid of some plump technical
aspects, it can't get rid of piloting! So the motivations can be numerous: no
competent resource available to work on the considered assets, whish to improve
salary mass flexibility, need to increase the time available to work on other
projects, é
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In any case, the answer corresponding to the need is to make another
company responsible of the correct work of the assets externalized. The final
purpose for the client is to leave any technical preoccupation about a category
of products, keeping correct performances defined through a contract. Once
more, the only limit in the assets externalized like this is almost the imagination
of human being!

The most trivial example is the hosting solution. Instead of taking care of
a server room, with air conditioning, secured physical access, emergency plan in
case of fire, é , t he ¢ ompanentroast the whole bostéing of all the
server to a company, which will take with the responsibility to resolve the
inherent problematic.

Another example in another field is the "cost by page". With such
solution, the client isn"t proprietary of the printers: it only has the use of those
presents in its structure. So that, he can forget all the problems linked to the
command of consumabl es, mai ntenance, change
end, the facture is made following all the pages printed, with a price defined for
each page processed by the printers.

The key success factor of such externalization is, as always, the
adaptation of the offer to the client needs. You can externalize a service desk,
but only if the agents working on it knows your context, your daily problems,
your activity, € Yoorusereeesnbuteirkan edapteal lcantexet: ny
need to pay for maximum security to external

In any case, we have to keep in mind that any computing project has to be
integrated in a global organization, most of times in a company in which the
heart-activity is not computing! But some common components exist in every
enterprise: the financial and the taxation fields. Each of it has for purpose to
answer a given question:

- financial: how to keep free enough cash to be able supporting
investment, without the help of banks if possible?

- taxation: how to optimize our accounts, according to the laws of
the country in which we are installed?

An externalization project can help a company to become (or improve)
compliant with those two questions. Even if the solutions exposed in the
following sentences is a little out of the signification of "service" as it was
understood until here, it shows quite well how computing can be serviceable even
in not strictly technical fields. Let us explain how it can complete this objective.
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The key to provide an offer able to grant as technical service as other
services is to find a society able to make financing. The principle is the
following: a society buys cash all the client's assets to be externalized, at their
book value at the date of the beginning of the contract. Then, the client is only
billed a lease depending on the time during which the assets will be rented, and
on the services provided.

Let us illustrate this through an example. A computing society buys cash
all the 2000 workstations of a client. It leaves those workstation in the client
structure, but take in charge their maintenance, renew it, and everything
specified in the contract. Then, it will define a price by workstation and by
month, corresponding to the rent due by the client, and evaluated through the
study of the expectation of all the actions needed to complete the defined
objectives.

Such solution can be a real strength to answer the problems shown
before. First, for the financial aspect. Thanks to this solution, the client
enterprise will receive a large amount of cash, making it able to assume itself
large investments intended by the company. Of course, the fact that the firm
can get rid of the help of a bank (or at least limit the need of it) will lower the
amount of interest that a loan will imply, and so will reduce the cost of the
associated investment.

Second, for the taxation aspect. This especially applies in France, and
more globally in any country where the taxation law is similar to it. In France, a
company has to declare all the assets it owns. From this amount declared, a tax
is calculated, and the enterprise has to pay the charge so designed. On the
other hand, it can declare the charges it has too. For example, it can declare the
cost of fuel used by employees to complete their tasks, or the rent of its
offices. This second declaration will enable a reduction of the amount used to
calculate the tax explained before, and so a reduction of the duty paid to the
institution that reclaims it.

So, what is the link between those taxation details and financing? By using
financing to keep the use of part of your computing structure, you will influence
two levels used to calculate your global taxation:

- you will lower the amount corresponding to your assets. In effect,
the equipments included in a financing operation are not your propriety any
more: so you will have less assets.

- you will increase the amount of your charges. In effect, because
you will monthly pay a rent to use the considered equipment, you will be allowed

Vincent Delibes 28



From technical skills to service delivery

to declare the price of this rent when you make your taxation declaration: so you
will increase the amount that will be retired of the sum of your declared assets.

Obviously, the advantages explained here wouldn't be anything if the
simple principle of financing wouldn"t be financially more interesting for the
enterprise than keeping the responsibility of its assets: a financial professional
can easily realize this demonstration! This explanation shows quite well that,
most of times, a firm will choose a given solution for the service it can brings,
but not necessary only on the technical field, but on the peripheral services too!

This affirmation is true if the rented equipments are managed in a way
that provides a real service. But as says the economists: to make a choice in a
computing project, the technical service provides "is necessary, but not
enough!”. Nowadays, this is more and more true, and even if some societies
choose only on technical aspects yet, considering the evolution of computing and
its place in companies as tool (and not only as cost), the most important part of
firms will tomorrow choose their solutions among more arguments than technical!
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C) Operation of the structure

In the previous part, we have seen which silos can be set-up to help our
enterprise creating a service. But all those silos, without anything more, won"t
create anything except a succession of technical deliveries unlinked together,
and creating very little service in the best situation, and no service at all in the
worst. So in the scheme presented before, we have to add "something” to enable
all those silos creating at the end a service.

The principle is quite simple. We have created several silos. Each silo has
its own organization, and every person working in a silo knows what its work is.
For example, in the database silo, the DB administrator knows exactly how to
manage the databases of the company. And even if I want to create a service
thanks to the use of several silos, 1 will never have to say the DB administrator
what are the techniques used to manage a database. However, 1 will have to
explain to the whole silo how to integrate itself in the global production of the
service. In our scheme, it will be represented this way:

Service
management

Production
silo

Processus of
service creation

IT the creation of service always needs the application of technical skills,
the end user will never had to know which competences were used to provide its
service! IT is shared folder is available thanks a Microsoft solution or a Samba
solution, the user doesn't care about! The only thing that interests him is "is my
shared folder available when 1 need it?". As seen before, this approach remains
quite new, and in a near past, the technician was more interested in the appliance
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of as much skills as he can than in the creation of the most adapted service to
the client, even if this service only needs the use of very few skills.

But if the end-user isn't really concerned by the technology used to
create its service, it is completely concerned by the definition of the conditions
of the service providing. And in the other hand, the service in charge of
computing has to take several commitments with the end user.

1) Commitment

The principle of this commitment is to formalize the level of the service
delivered in a document made on purpose. This document will contain all the SLA
(Service Level Agreement) applied in the enterprise. As always, the retained
SLA's have to be objective, and the evaluation of the real achievement of a
given commitment must leave no place for interpretation. The explanation of this
affirmation is given upper in this document, in the tools part.

To illustrate, let us take some example of SLA's:
- the creation of a new user's account will be realized within the 24
hours after the request.
- a technician will be available by phone to answer the user's
troubles between 8h and 19h non-stop.
- for a month, the availability of the website will be best than 98%.

Obviously, as the name indicates it, all those SLA has to be the result of
an agreement between technical services and client services! 1T not, the failure
is inevitable, because one of the two parts isn't actor in the project: in
management, the base of a successful project is to obtain the collaboration of
all the actors implied. The same way, a measurement of SLA"s completing has to
be realized; if not, nobody will able to know if the objectives were successfully
reached! And as for any tool, it have to be a recognized tools as by the
production as by the end-user.

Once the SLA's are defined, the production structures (our silos) have to
create the service respecting those SLA's. The first difficulty comes from the
fact that most of times, the correct creation of the asked service needs the
work of different silosé So to compl et
up an organization making the production able to create the service in the
defined objective.
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First, we can create OLA's. An OLA is a commitment taken by a silo to
assure that its tasks will be processed in time to allow other silos completing
their own tasks before the SLA associated is reached. The sum of OLA"s must
obviously be lower than the global SLA

Let us illustrate through an example: "the creation of a new user’s
account will be realized within the 24 hours after the request.” Obviously, we
are talking of real 24 hours, whereas the realization will be done only in worked
hours. In this situation, we can first identify who are the different actors:

- the service desk, to record the request

- the service responsible of the account creation, to create the
correct account

- the service responsible of the mail server, for the creation of the
associated mailbox

So the OLA's that can be taken are the following (we are considering that
there are 8 worked hours a day) :

- the service desk has to record the request and transmit it within
2 worked hours.

- once transmitted, the account creation service has to perform its
tasks within 3 worked hours.

- once the account is created, the mail server's service has 3
worked hours to create the user's mailbox.

Creation of a new account i SLA : 24 hours

Service desk i OLA: 2r>

Accounti OLA: 3h >

Illustration of OLA's definition

Mailbox i OLA : 3h >

Even if the example shown before is very trivial, it represents quite well
the principle that has to be applied in more complex situations and defined
SLA's. But a question remains: what can be the motivation for a silo to work
following those OLA? Because even if we are in a client/furnisher relation, the
two protagonists are in the same enterprise, and it can be difficult for the
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directors to give the motivation to its teams without any help of discipline
actions. But we can find several other motivations!

First, by following OLA's, the IT department will be able to justify a lot
of things to its hierarchy. This can be very comfortable, moreover if the
context is difficult. For example, the IT department will be able to justify its
progress, or its needs. It will even proof its utility! In effect, the different silos
don't often really know which amount of work is realized by other silos (and in
the IT structure, if the amount of work isn*t known, the direction won"t know it
too!).

In a client company, the service desk was very criticised by other silos.
Once the SLA's principle was correctly set up in this enterprise, we advise the
service desk to put its monthly reporting in the corridor, more than only in the
service desk"s director office. From this date, the critics disappeared, because
all the other silos realized that the service desk performed about 3000 calls
each month, it means 120 calls a day, and only a very few number arrived in other
silos because most of calls received an answer directly from the service desk.
Before this episode, nobody was able to expose the amount of work produced by
any service, and after, it was easy to show the realized work.

The setup in an enterprise of this system of SLA/OLA is the first step to
enable at the end a billing between services, that can presents several
advantages, and will turn the IT department from a cost centre into a profit
centre (or at least into an equilibrated service, in financial terms).

We have only deal here with production commitment. But in a way, the
user has obligations too, to give the means to the production units to correctly
perform the services announced. For this, we will prefer the term "pre-
requisites” than "commitment"”. For example, the 1T department will say that it
is able to provide a service according to the corresponding SLA only if the user
has given all the asked elements, and sent it to the correct person or
organization (the service desk, generally). If those two points are note
respected, so the non-respect of the SLA wouldn"t be imputed on the IT
department.

2) How to follow the defined SLA 's?

To follow successfully the defined SLA's, the best way is to use
processes. According to the OGC (Office of Government Commerce, the
Britannic commerce's office), a process is "a structured set of Activities
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designed to accomplish a specific Objective. A Process takes one or more
defined inputs and turns them into defined outputs. A Process may include any
of the Roles, responsibilities, tools and management Controls required to reliably
deliver the outputs. A Process may define Policies, Standards, Guidelines,
Activities, and Work Instructions if they are needed.”’ In other terms, a
process defines the succession of activities to provide a given service. We have
here an example of simple process:

Workstation installation

CLIENT DSI CLIENT site
Recording of request < Install request
Acknoloedgement sending > Transporter planification

J_ack + 15

Seding to TIBCO the date of

Workstation preparation T e

4

Workstation given to
transporter

»  Reception of workstation

v

Recievement of
Acknoledgement

< Sending of Acknoledgement

v v

Installation closing Plug in of the new workstation

We can note that a process is not a procedure. A procedure will be use to
complete each item of the process. We can see thanks to this explanation that a
procedure focuses on a part of the creation of a service, where the process has
the complete view of all the actions to perform to provide the wanted service. A
process always has to be associated to a control system.

In France, the notion of "control® has very often a negative
interpretation: it is associated to inspection, check, to find any error, even the

L OGC, ITILV3, 2007
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minor, to punish its responsible. But the control we are dealing with has another
meaning: it is use in its positive meaning. Here, the control is seen as a tool that
enables a structure to be managed, exactly as for a backup server, for example,
where we have several control points to ensure that the entire backup was
correctly realized, and if not, to know it, and manage the risk associated with
this lack. In this example, it is not question to punish anybody, but to have all
the elements to know the behaviour of our structure, and so use it the best.

3) Common processes

Even if we can create a process for any activity creating a service, the
ITIL referential advises to setup several common processes to improve the
efficiency of the IT department and the quality associated. Of course, we have
here only advises, and before using all the processes explained here, a lot of
time has generally to be spent to enable every actor to make those processes
its.

In the common processes, we have to kinds: service delivery processes
and service support processes'. Those families contain several processes, which
are organized this way:

Service delivery processes
e Service level management
e Financial management for IT services
e Capacity management and availability management
e 1T service continuity management

Service support processes
e Incident management
e Problem management
e Configuration management
e Changes management
e Release management

For each process correspond a team and a responsible, named "process
owner", who will ensure the process is correctly applied by the team, and realize
the needed communication towards the others processes.

! Un guide & I'TIL, ITSMF
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Servicedelivery processes

Service delivery processes have for purpose to provide a framework
enabling a correct service providing, according to the enterprise strategy, its
needs, and its facilities. This purpose can be reached through 5 processes.

- Service level management.

The purpose of this process is to keep up and improve the service quality
level of computing fields indispensable to enterprise activities, and ensures that
the needed actions are performed to eliminate improper service levels. The
person working in this process will control and check the actual level, compare it
with the aimed SLA, and develop the analysis of the causes and consequences of
this level. It will be in the actions of this process that the SLA (Service Level
Agreement) will be defined, between the provider on one hand, and the client (or
user) on the other hand.

No SLA can be decided by a single part: it always have to be the result of
negotiation between the producer and the consumer. Generally, it's the result of
simple discussion, and this negotiation is not the occasion to fight between the
two characters. Once an accord is found, it have to be measured, and is followed
by a SIP (Service Improvement Program) that ensure an improvement of those
SLA as time pass, and as technical teams develop their experience.

To resume, the key-points of this service are the following:

- ensure the client satisfaction, in any circumstances. It will
generally be possible by a better perception and understanding of business
process and the rules relative to the activity of the enterprise

- formalize the SLA's, by writing all the information relative to it
(descript i on of each SLA, | evel retained,

- define and formalize the OLA’s.

- manage the service level provided by subcontractors.

- animate the SIP, or CSIP (Service Improvement Program, or
Continuous Service Improvement Program)

- Financial management for IT services.

The purpose of this process is to ensure an efficient administration of
computing assets and financial resources used to supply services. In simple
words, it is thanks this process that a company will be able to determine the real
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value of the service, and not only the cost of it. By calculating a simple cost, we
only know how something is expansive for the structure. But with the financial
management for IT services, we will be able to determine in financial terms what
is the added value of the information system, and what is the ROl (Return On
Investment) of a project realized.

Concerning the day-to-day activity of people working in this process, we
can identify the following:

- enable the organization to justify any dépense engaged, and
determine for each client (user) what is the cost of the service he used,
among the real use made of it.

- help in the choice of computing investments by presenting precise
arguments on changes that can be added to the service

- control and manage the global computing budget, and enable a fair
recovery  of costs implied in service supplied (in the case of a billing between
services)

- Capacity management and availability management.

The purpose of those processes is to ensure that the information system
is able to cheaply carry the actions implied by the business of the enterprise,
and during determined period corresponding to the needs of the users. This is
possible if the persons working in this process have a global vision of the activity
of the enterprise, as in terms of actions realized as in terms of future evolution.

We can identify 3 responsibility fields to complete those objectives:

- the Business Capacity Management (BCM): it consists in ensuring
that the future needs of the company, implied by business exigencies, are
correctly considered and planned, and that those needs are correctly associated
to a technical solution enabling an adapted answer to those requirements.

- the Service Capacity Management (SCM): it consists in ensuring
that the level of service decided (SLA) are correctly reached, by collecting,
recording and analysing the data recovered through the measurement tools.

- the Resources Capacity Management (RCM): it consists in ensuring
that all the resources implied in the creation of service are correctly controlled,
and their performance really measured.

We can note in this process that the interactions are in both directions
between the business and the technical services:
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by

e the business has to precisely determine what are its needs to
enable a correct calibration of the technical solution corresponding

e the technical services have to remain up-to-date about the
different available technologies, to be able suggesting the business new

products improving that would improve the supply of its production.

- IT service continuity management.

The purpose of this process is to ensure that the infrastructure and
associated services required to perform the business can be resumed in needed
and agreed delays. This objective can be reached by the preparation of a
structure with only crucial services working, easy to setup in case of a crash of
the normal structure, to enable the processing of the most important part of
the business, waiting for the global system recovery.

This process is based of a "continuity plan”. This continuity begins by the
identification and the analysis of all the risks seen. Then, a decision has to be
associated for each risk, or group of risks, in the case of it happens. But to
ensure the efficiency of this continuity plan, it has to be regularly tested in real
conditions. It means that once a year, a semester, or any other period defined
among the activity and the weight of each system, this plan has to be applied
exactly as if a major crash would happened on the infrastructure. This is a real
condition of success, because nothing can ensure that a continuity plan correctly
processing at a T instant will properly process again later with the inevitable
modification that happened on the infrastructure.

One of the particularities of this process is that it needs the integration
of a lot of factors, even non-computing factors. That's why most of time, non-
technical people are implied in the creation of the continuity plan, to ensure a
global perception of all the risks that can affect the information system. We
can name for example the power cut, the fire, or the robbery of data or
equipment. To ensure a correct apprehension of those risks, it can be clever to
include in the realization of the continuity plan the responsible of the enterprise
security.

Another part of this process is the management in a crisis situation. Even
if everything is written in the continuity plan, the recovery actions always need a
human intervention, and adapted and efficient management is a key factor of a
successful recovery after a crash. We can identify several roles, presented in
the following table:
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Role in normal situation

Role in crisis situation

Administration advisory board level

Initiate the IT service
continuity process, determine
the policy, give the
responsibilities, lead and use the
authority

Crisis management, enterprise
decision, exterior relations

High executives

Manage the service continuity,
approve deliverables,
communicate and aware, ensure
the integration of the continuity
plan in the whole enterprise

Coordination, direction and
arbitration, resources control

Executives

Initiate the analysis of the IT
service continuity, define
deliverables, deal service
contracts, test

Launch of team direction plan,
site management, link and
redaction of reporting

Staff

Develop deliverables, realise
tests, negotiate services,
develop and execute processes
and procedures

Perform tasks, team work

Service support processes

Service support processes are used to enable a day-to-day correct

- Incident management.

working of the services provided by the SI. Here, we will deal with resolution of
non-correct performance or behaviour of the infrastructure, and the
optimization of the facilities used to resolve those troubles. The processes
corresponding to it are the following:

The purpose of this process is to turn as fast as possible an incorrect

behaviour of a part of the infrastructure in a correct behaviour. The direct
consequence will be the minimization of the service interruption (that is very
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convenient t o c o. nihib eprtoeess L devebped in the OGC
publications, but we can focus on two particularly interesting parts of this
process.

The first one is the ways used to determine when and where an incident
happen. The most common ways to complete this challenge are the use of
supervision and the setup of the service desk. The supervision consists in
keeping a constant observation on several indicators of our infrastructure
(server s, net work parts, é). |l f one of
management process is launched. The installation of a service desk will enable a
user suffering a trouble to contact quickly competent persons to resolve the
incident: its request will be transmitted to the correct person to obtain a quick
and adapted resolution.

The second interesting part is one of the tasks of the incident
management process: the definition of priority. This definition is done by the
study of two components for each incident: the urgency and the impact. Visually,
it can be represented this way:

| Urgency |
—

>
) Impact

Once the urgency and the impact are evaluated, we are able to define the
priority of each incident. Of course, the impact of a given incident won*t be the
same in every environment: that's why each company will use its own priority
matrix.

- Problem management.

The purpose of this process is to lower the impact on the enterprise of
incidents and problems from infrastructure failures, and take pro-active
measures to prevent the apparition of troubles.
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Where the incident process have for purpose to put back the on his
activity as fast as possible, the problem management will have for purpose to
identify the cause of possible or real incidents, and avoid it appearing. That's
why one of the entries of the problem management failure are the incidents
recorded by the concerned process. A way to identify a problem is to look at
records of incidents, and note those that often happen. For example, if we
observe that 10% of calls refers to the crash of a specific software, we can
consider that there is a problem in the structure of this software, and look for
the mistake to correct it.

As for incident management process, if the resources are very busy, the
best is to concentrate on the small number of problems that have the largest
impact on the enterprise. As often, a ration is globally admitted that 20% of the
problems are responsible of 80% of the service deterioration ("80-20"s rule").

- Configuration management.

To ensure a coherent evolution of the infrastructure, an enterprise needs
to know exactly what are the different components of its infrastructure, and
what happened on it. That's why it needs to setup an configuration management
process, to create and maintain a database of the different active configuration
of the enterprise. ITIL give it the "CMDB" name (Configuration Management
DataBase). This database contains all the assets of the structure managed by
the information technology service, with all needed details, according to the
needs of the structure. For example, we will find each computer, and all the
peripherals attached (hard disk drive,

This database is the base of numerous other processes, and in particular
the incident management and the change management processes. The use of it in
the incident management process will enable an efficient follow of all the
incidents that happen on the system. By recording any incident, even minor, on
the impacted element, the person working in the incident management process
will enable the problem management process to detect the most common
mistakes, and perhaps the trouble in the origin of it.

For the change management, this database is very precious. To install a
new software, for example, it will have to know exactly what are the different
versions of other software, or previous version of the same software: so that, a
study to determine the compatibility of the new wanted software will be
realized to know if it can works on the current structure.
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Of course, those advantages can be obtained only if the database is
correct since the beginning, and update at any event that happen on the
structure!

This process includes too another task: the one to manage a single logical
reserve containing all the software and licences in use in the enterprise. This will
enable first to have a reference list of all the authorized software in the
company, and second will ensure a backup of it! And if we are really dealing with
a single logical reserve, we are obviously not dealing with a single physical
storage!

- Changes management.

Because too much problems are caused by a mismanaged change, ITIL
advise to setup a change management process. This process has for purpose to
lower the impact on the service of all the changes performed on the
infrastructure. This is especially important because no society can develop itself
without updating and maintaining its system, and for most enterprises today, the
information structure is a inevitable tool used to create their production.

This process is based on a committee that have for mission to study and
validate all the requested changes. l1deally, this committee, name by ITIL "CAB"
("Change Advisory Board") is composed of a president, person working in the
service responsible of the information system, furnishers (such as software
developers, for example), client (or users), administrative employees, and
experts and technical advisors. This committee realizes a meeting among a given
period, to study the different change requests.

In their work, they can identify 3 kinds of changes:

- The usual change: the CAB gives its approbation once for all, and
the concerned change can be applied (or released) directly when it is requested.
For example, we can consider that the requests made by employees to change
their name are always approved: the CAB doesn't need to meet to give its
approbation.

-the nor mal change: Itds a change that
CAB give its approbation for each occurrence. This happens for an upgrade, for
example.

- the emergency change: this kind of change is not planned, and
happen when we don't expect it. It has for consequence a degradation of
service, or at least a risk of degradation in short time. In this case, an
"emergency CAB" meets to determine the best action to apply. This emergency
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CAB is defined before any emergency change happen, and is generally composed
of normal CAB member, but in reduced number.

- Release management.

Once a change as been approved, it has to be applied on the information
system. This is the role of the release management process. The team
completing this process® afferent tasks has to obtain a holistic view of all the
changes, and is responsible of all the aspects of any release.

Generally, we can identify several tasks for the release management team,
once the CAB has approved a given change:
- preparation of release procedure thanks to tests realized in a
copy of the real environment.
- preparation of back way, in case of release failure
- planning of the release. Generally, we would prefer make a group a
several release to perform it in one action.
- information to all the concerned person, to inform for example a
change in an interface, or an interruption of service for a given period.
- realisation of the change
- control of the correct execution and integration in the
information system of the release. 1T a failure is detected, a backup can be
initiated.
- notification of all the realized changes in the CMDB

In any case, the release management process is responsible to ensure
successful releases, or at least the minor service interruption in case of
problem, thanks to the preparation of procedure enabling a back-way before the
beginning of the release operation.

It can seem as a paradox, but most of times, the processes that are first
formalized in the enterprises are the one in the "service support™ family. We
would think that it would be better to setup the service delivery process first,
so what can be the reasons of this constat ? An explanation can be the following:
generally, the enterprises employ a large part of ITIL processes without
knowing it. The operation of their system doesn't work properly, because the
processes are badly formalized, and some important ones are missing (such as
the configuration management, that is so important to enable an efficient
incident en problem management!).
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Moreover, an ITIL implementation project is often very long (we can plan
between 3 and 5 years to correctly implement the service support and service
delivery processes). In this situation, to avoid exhausting our teams with actions
that have only long-term results, it's good, at the ignition of the project, to look
for "quick-wins™; it means to implement processes that will provide a fast and
positive result. That's why the service support processes are generally
implemented first, because a part of it is applied yet in any structure.

In any case, whatever are the tools used to operate the structure (ITIL,
or other methods), whatever are the technologies employed to provide a
computing service, and whatever are the processes implemented in any firm,
they must be adapt itself with the business of the enterprise, and not the
opposite: it's never the business that have to acclimatize itself to the tools
implemented.

1u
|
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"Now hear this! | am the programmer. You are the
programmeea/”
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To summarize:
- The user doesn't care about the technique used to create the seryice he

use.
- The tools have to adapt itself to the business of the firm, and ngt the

opposite.
- Commitments have to be formalized between the client ang the

production, through agreement obtained thanks to discussions between the two
parts.

- The formalization of processesablesthe respect of the commitmerIs,
and the definition of a responsgbis essential to ensure a correct executiofp of
the processes.
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I1l. SERVICE IN DIRECTION OF ORGANISATIONS COMPOSED OF
HUMANS

We have seen a lot of elements that can help an IT organization to
provide a service of quality to its customers. But it would be a large
misunderstand to believe that those elements are enough to satisfy the user:
it's necessary, but not enough! Why? Because human being follows rules that are
not mathematical, and that are very difficult to summarize and to explain in a
book: only life experience can leads to a correct understanding of the behaviour
met in a work environment in general.

The computing field is particularly concerned by this aspect, because
nowadays, it composed the tool used by almost every enterprise to create their
production. So everybody is directly implied, and not in a peripheral way, but
really in its habits that help him making correctly its work.

However, we will expose some simple principles that can help to
successfully integrate the IT in an enterprise, avoiding the behaviour's traps. In
this behaviour, we can observe two levels: the mass behaviour of all the
employees of a company, and the individual behaviours. Whatever the level
observed is, the aim is to obtain the participation and the acceptation of the
project or structure to any person concerned by it.

A) Mass behaviour

In any project or innovation, there is a risk to obtain a good solution, but a
rejection from the persons it is aimed for. Why does this risk exists? Because
change is scary, especially when not understood by people suffering it. Of
course, as we explained it in our introduction, this is not true for 100% of
people; however, it's a fact that, globally, people fears change. And someone
fearing something will generally try to avoid it.

So the challenge consisting in obtaining the participation of any person
concerned by a method or a tool's implantation is capital to avoid a boycott of
the provided service. But more than obtaining the acceptation of something, we
have to obtain it since the first time! Because without, the project will obviously
fail, but moreover it will be particularly difficult, and sometimes impossible, to
try again without leaving spend a long period of time.

Any project or major improvement has to be accompanied by a Change
Management process. Do not confuse "Changes Management” and "Change
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Management": the first one is an ITIL process explaining how to operate the
different changes asked on the infrastructure, whereas the second one name a
process that would help to make the employees accepting the change and
participating to the project.

In opposition to the ITIL processes, the change management process is
not explained in precise terms, in a reference work, because it's a process that
have for purpose to lead people towards which it is turned to receive a change
with a peace mindset. Some people would think that this kind of process is used
to manipulate the employees. The objective is the opposite of such! As we have
seen it before, change is inevitable, because of business" obligations. In these
conditions, because the change must happen in any enterprise, two solutions
exist:

- Tirst, we force everybody to employ the changes, whatever they
think. If this solution can sometimes be efficient, it is only at short term: the
prosperity of the enterprise is in danger.

- second, we use some techniques to help the employees accepting
the change, with joy if possible.

1) Cheer up the user

Let us explain some things that can be done in a change management
process. The first thing, and probably the most important, is the communication.
As seen before, a change is scary especially when we do not understand it. The
communication can help people understanding the reason of a change, and so
accept it. For example, if a company changes its mail server, because the impact
on the user is direct, it has a large interest to explain the reasons that led it to
perform this change.

In the same idea, always to reassure the user, we can prepare and deliver
teaching of the new functionality. In a global way, any action that can cheer up
the customer has to be encouraged. The marketing or human resources
department of the considered enterprise can be helpful to successfully
complete those tasks.

2) The sponsor

Another way to encourage the user to accept the change and reassure him
is to have a sponsor. In this field, we can even consider that a project without
sponsor has almost failed before its beginning. But what is a sponsor? A sponsor
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can be defined as someone of the enterprise (or a group of persons), working at
a recognized and often high-placed function, who will carry the project,
encourage it, and actively employ the new functions of the project. This has to
be known by everybody in the enterprise.

This person has no obligation to know how to implement the service, or to
work to provide it: it only has to show that she's keen on using the news brought
by the project. That's the reason why it has to occupy a recognized position in
the enterprise, and be trust by everybody. So who can be chosen as sponsor?

We have different profiles. Commonly, a department responsible is an
ideal sponsor, if he has not a difficult place in the enterprise. The financial
responsible as project's sponsor if the enterprise has a financial bad-health is
not recommendedé The same way, it's better
the responsible of the project sponsored: the IT department responsible as
sponsor of a computing project is not very credibleé

But as we can have usual sponsors, we can find some other non-usual
profiles that can be sponsors, sometimes in a quite non-official way. For
example, in the case of a large enterprise having a large project, the president
can be named sponsor of it. It will probably help the project to process
correctly, and the president will in the same time improve its communication
towards his employees.

Another example presents a less official sponsor. In some firms, several
persons are so old in the enterprise that they are recognized by everybody, even
if they haven"t a high position. Almost any enterprise has its own person named
by everybody "the firm"s memory". This kind of person is the ideal project’s
sponsor. But it's odd to present her officially as sponsor: generally, she would
better be the first person to know the project, and try the news brought by it
before everybody, so that she will be able to give her opinion to her colleagues,
and be obviously listen because of the respect she imposed. Hoping this opinion
will be positiveé

In any case, it's not advised to always have the same sponsor. In effect,
if the same person is always seen as sponsor of any project, she won't be
credible anymore, and her intervention won*t have any effect on the acceptation
of the news. Once more, there is no rule to obtain the perfect sponsor: it
depends on the kind of project, on the culture of the enterprise, and of the
persons available in the enterprise:. t he only rule is to avoid
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3) Participation of the user

Another way to help the customer positively accepting the change is to
imply him in it. Someone who feels stranger to something won"t generally try to
understand it. So by implying the aimed person in the project or the
transformation, the change will be more adapted to them, and they will adopt it
positively, because they will feel concerned.

Of course, in large enterprises, it is not always possible to make
everybody participating to a change. In this case, we can use the principle of
representative workgroups, regrouping all kinds of profiles concerned by the
evolution. It will ensure a change corresponding to the needs of the persons for
which it's made, and nobody will feel stranger of this project, because some of
its direct colleagues are implied in.

In any case, by continually working on the change management, even when
there is no major change expected in the enterprise, the culture will gradually
change to turn into a culture change: so then, employees won"t fear anymore the
different projects, as far the change management preoccupation isn't
completely forgotten.

4) Other considerations

But some questions stild!l remai né Fi

management? If the change process has to be planned and prepared as the
project starts, the communication realized towards the end-user has to be
cleverly thought, in particular in the definition of the start point of the
information campaign.

In effect, by starting too late the communication, the enterprise risks to
appear after the beginning of the fear effect. But on the opposite, by beginning
the communication too early, the risk is to exhaust the employees by early-
announcements that will lead the collaborators to look for the announced change,
then ditch the interest they have for the proclaimed project because of the
absence of any rapid change.

Another question can stay in mind: what is the risk to lead a project
without any change management? The risk is at two levels. The first level is the
one of the persons working directly on the project. If they do not receive
neither the final purpose of the project neither the interest of it, they probably
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won"t properly work on it, and the power of the team will be less important than
if the have the correct perception of the change initiated.

The second level, the most important, is the one of the persons aimed by
the change. Generally, a change happen to i
To ensure a correct transition between the old an the new items, the firms
generally choose to keep the ancient items during a given period, to leave enough
time for users to get used to the new items. Without any change management,
most of people won"t even try to use the improved item, and will keep using the
old ones. And in the case where the old one disappear (if it's planned to make it
disappearing), nobody will be ready to change, and the productivity of the
enterprise will hardly decrease. So at the end, we will have invested in a project
that had cost money, but that won"t ever be fully used by the aimed people.

But if the end user can represent a brake to the change, some heads of
services can have this drawback too. This kind of situation is met by some
consultants. We have this example of an enterprise asking for someone to
provide assistance in the implementation of processes. The project begin as
normal project, but as time pass, he discover a lot of non-technique difficulties,
such politic and diplomatic troubles. And at least, he discovered that, for some
processes decided, he had in reality the responsibility to take and apply a
decision that the chief wasn"t able to take in public, because the integration of
those processes wasn't accepted beforei n t he enterpri seé
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B) Individual behaviour

Nowadays, computing is an indispensable tool for any enterprise. However,
we have to find that some gaps exist:

- a gap between the criticality of computing, and the control of it
by the user. In any enterprise, the work tool has to be correctly controlled by
the user. But about the computing tool, it's an obvious that globally, only
technical staff and computing keen on users control correctly their whole tool.
The other ones only know the functionalities they often use, but haven't got a
global approach of their tool. To make a parallel with industry, someone working
on a machine will have a global approach of its tool, and even if he always uses
the same functionalities, he will have an idea of how to use its machine to create
something else that it usually creates.

- a gap between what is possible and between what the user is really
able to use. This is different of the previous gap, because in this case, the user
hasn't even the idea of the other possibilities offered by its tool. We have this
example of a commercial staff using two documents in parallel: one Word and
one Excel. The differences made on the Excel document had to appear on the
Word one. By observing him, we could see that he reported twice any
modification: once in the Excel document, and once in the Word document. Its
obvious that he didn"t even expect that it was possible to create very quickly a
link between those two documents, enabling an automatic update from the first
document to the second one.

The major difference between those two gaps is the following. For the
first one, the user knows its tool is powerful, but doesn't know how to use it
efficiently, t hat is a little problematic,
second one, we can see an application of the first gap: the user hasn't got any
idea of a possibility offered by its tool, even if this possibility would really help
him in his work.

1) Subjectivity

Even if the existence of gaps cannot be denied, the base of the evaluation
of service remains in the acceptance of the user's subjectivity. Let us have a
look on a comic that illustrates quite well this affirmation:
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==

ASBERGEN—
“How shall | torture you today?
Put you on the rack? Boil you in 0il?
Make you call a technical support line?”

This comic shows that the services provided to the end user weren't
always adapted to him. The comment of the picture makes a direct reference of
the hot-lines provided in a recent past, where the user and the hot-liner didn"t
used the same language, making the hot-line not adapted to the user. However,
we can affirm that the technical skills were present in those help-structures!
This is inherent of this period where the technical skills use was more important
than the ability for the product to be used by its customer.

So for the user, the serviceability of a product will be evaluated this way :

Lmumy

Performance supported? T/F

OR

¥
Constraints removed? Fit for

puUrpose’

Value-created

Mvailable enough? e

Fit for use? |
Capacity enough? s

Lontinuows enough’

Seture enough? s

VARRANTY
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The two questions that can summarize the points to complete to obtain
the client satisfaction are "does my service fit for the user's purpose?”, and
"does my service fit for user's use?"

So the problematic of any IT department is to make correspond on one
hand the improvement that can be brought by the technical improvements, and
on the other hand the changes that the user is able to accept, and then to use.
Because as seen before, if we can measure the efficiency added by a tool (for
example, the quantity of folders processed by the user in one hour), this
information has no importance if it is unlinked to the user's perception of those
improvements.

As always, we have identified a problematic the IT department has to
answer, but the concrete answer can only be found be the corresponding service,
because every situation is different, as for the technical structure as for the
social context. The consideration of those two aspects makes a real difference
with the habits of 10 years ago where only technical procedures were important.

2)Some hel pé

However, if the solution to provide a service for the company users can
only be found by the corresponding IT department, we can have some principles
that can help it providing wanted service.

Some organizations or communities leaned on this subject, and tried to
expose the result of their searches. The difficulty encountered to transcript
what they found during their researches is that the service is something that
cannot be explained in several sentences that will completely explain the
dimensions of it. For a service provider, the perception of this service is the
result of time and of numerous different explanations in different words. So we
can consider that a "correct" perception of service (as far as a "correct”
perception existsé) i's obtained by the
And we can consider that if this document constitutes for a part a meeting of
different other documents, for the reader, it will only be one brick of the site
he began to obtain a global vision of the service.

According to a document summarizing several explanations, we can
consider that the "service winners" are’:

! Presentation provided by www.studymarketing.org
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- Those with a positive attitude and a cheerful outlook
- Those who genuinely enjoy working with and for other people
-Those with the ability to put the cus
- Those who view their job primarily as a human relations profession
- Those who can allow customers to be right (even on the occasions
when they are not)

Added to those qualities, we can add an observation: service is always a
"plus™:
- Customers in a restaurant want more than a meal
- Guests in hotels want more than a room
- Client in a transaction wants more than a settlement
- Customer wants more that just the product or service that is
offered
0 They also want to be treated well

From those elements, we can define that the global behaviour of a
technician is a capital constituent of the whole service, in particular in the
following fields:
-body | anguage: eye contact, posture, fac
-vol ume cue: pitch, volume, rate of speec
- appearance and grooming: hygiene (regular washing and combing of hair,
use of mouthwash and deodorant), clothing and accessories
-é

To summarize:

- An IT service can't get rid of user's subjectivity in the organisation ¢f its
project.

-The change management is a complete part of a project to enqure a
success.

- A correct communication program is a kafya successful change.

- Some gap exist, and we have to consider it a$ityeaather than
consideringt asabnormal
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THE THESIS AND ITS APPROACH

In Information Technology companies, the service approach is now part of
every-day work. However, the customer generally remains in an old approach,
where computing is a field impossible to understand, and that he*s forced to use.

So how this issue can found an issue in a professional environment? The
answer can be situated in the strategic field: to survive, no company can avoid
leaning on how to create service. And to be able to correctly produce something,
we have to correctly understand the context and the rules leading the market
associated to the production first.

The number of document reflecting on the service subject is very high.
However, such approach, like the one presented in this document, is quite
original, because the viewpoint is mostly the user’s one, whereas the viewpoint is
generally the producer’s one. Another originality of the approach made in this
document is the very large amount of non-technique considerations, such as
financial and psycho-social considerations, that however constitute a real
important part of the service.

But if the approach is original in itself, the context in which it is
performed can be considered much more original. The perception and the
application in enterprise of all the advices presented here require some
experience. As a beginner, 1 was not able to apply such advices in a client
context for a long project, mostly because of an experience and legitimacy lack.
I was however sensible to all those aspects, in order to be able as quickly as
possible to lead projects needed such elements. Nevertheless, | was asked to
answer some tender where the formalization and the explanation of ITIL
processes were needed, such as a tender realized by che CG72 (Conseil Général
72) to obtain assistance to setup a continuity plan.

In order to be able creating a full document dealing with service through
a client viewpoint, if 1 wasn"t able to apply the subject anywhere else than in
tender answers, 1 had to observe and listen a lot, and study a large amount of
documents issued from those tenders, the formal answers corresponding, and
generally all the discussion relative to those subjects, formal as informal, at any
occasion.

But if 1 had only tiny choices to perform in the process formalization
exercises realized, this document presents the method I used each time I had
to make a choice in the tender's answer, and in the future. Rather than exposing
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some tiny choices realized, I preferred present the usable technique that assist
me in my day-to-day choices.

For the present, to process the needed experience in order to assist some
client in their processes creation, 1 currently lead some projects, where taking
decisions is a day-to-day work, having always in mind that the client has to be
satisfiedé And without inthiewhole docirseatt | voulle sent e«
really be unable to take any correct decision.
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CONCLUSION

Today, for any enterprise, creating or using computing, the technical skills
are not the first preoccupation in the computing field: without any service
associated, there is no interest to use computing. This evolution constitutes a
normal inherence of the development of computing, and the observation of this
evolution leads to make a parallel between what happened for the industry in the
XIV™" and XV'™ centuries that can help us understanding better what happen
today.

In order to provide a real service, the 1T department of any company has
to setup several tools that will improve its IT infrastructure efficiency. The
help of a method is really advised. We can use for example the ITIL referential,
which presents the advantage to be realized from the observation of a number
of different organization, and comparing it to extract the best ideal production
system, to apply it in any firm using this referential.

But if the application of a methodology through its processes is
necessary, it does not represent a warranty to be sure providing the needed
service. The IT department needs too to consider the social situation of its
firm, and most of all the culture of the users of the computing.

It can be a real advantage to apply those advices. However, unlike a
technological field where a limit exist, in the service domain, there is no limit: so
the best way to be keen on service, and able to provide some correctly, is to
continually improve and document itself on it, to obtain the mindset as near the
service reality as possible .
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N.B.: Because the subject treated cannot be completely controlled through the
reading of books, but only by experience, most of information presented in this
document is extracted for informal discussion and observation of different
context. Each context single didn’t enable the extraction of any information,
but all the contexts put together helped to obtain a mindset enabling the
redaction of such document.
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