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These issues were approached with an action research approach due to the iterative and
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was also actively part of a team working on changing some of the researched issues.
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1 Introduction

This thesis discusses service design processes and how they could be implemented in
the case company. The main objective of the thesis is to create comprehensive service
design processes in the case company for both new and existing services. This will in-
clude the creation of a complete service catalogue that reflects the real offering of the

company.

Service focus can be seen as a trend in the field. When looking at the offering of com-
petitors it can also be seen that it's more and more service solution based. Customers
are more inclined to buy a clearly defined and established service that offers the results
they are after, than cobble together a plethora of products from different providers to
achieve the same goal. Therefore service design should be an integral part of any mod-
ern company’s processes and practices if they want to be on the forefront. Services are
replacing the product oriented offerings of companies and almost any traditional product
can be in one form or another made into or be a part of a service. This is especially true
in IT related offerings where the market is and has moved from product based offering
to a more service oriented approach.

As IT evolves from a technology provider to a service provider to a true partner of
the business, the concepts of Service Management become ever more important
to allow the business to excel in a competitive environment. [Orand 2013]

As stated above by Orand, the evolution of information technology has made the old
providers of products expand into the service provider business and switch from being
just a simple provider to a partner on the business side. This growth in possibilities has
forced companies to either expand or wither to irrelevance. From statistical data available
online we can see a multiplying of turnover in the service activities of companies over

the last two decades as seen below.
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Figure 1. Service Turnover Growth [Statistical Finland, 2015]



A similar trend can be noted in a multiple articles and as stated by one “companies who
still think of themselves as builders of things ... are in serious peril today” (Allmendinger
et al 2005).

1.1 Case Company Background

The case company is a mid-sized software company in Finland concentrating on provid-
ing software solutions for the shipping industry, established in 1989 with around 200
employees around the world. The company has existed for a couple of decades and has
been working on the same field for the whole time, periodically expanding operations
and coming up with new innovations. Operationally customers are divided into two large
segments that are offered clearly distinctive services; design customers and operational
customers. As the name states design customers are mainly concerned about the design
aspect of ships but have in recent years become more interested in the operational as-
pect of the ships they design as well. The other segment, i.e. the operational customers,
is concerned about the safe and economical operation of their vessels.

1.2 Business Challenge

The case company is undergoing a process of organizational renewal and at the same
time updating its strategy to meet the market demand and status. To this date the com-
pany’s service offering has been built on an ad-hoc basis due to its small size. As the
company has grown larger and operations are constantly evolving to the global market-
place a need for unified processes in the field of service have been seen as an important
development target. Currently the different services are designed and maintained sepa-
rately and follow different paths from conception to customer. As the company is going
through an organizational renewal it is beneficial to perform the upgrade of service re-
lated processes at the same time. This way synergic benefits can be achieved as other
functions are also moving towards more structured processes and following ITIL or sim-
ilar framework principles. In the case company the stated strategic goal is to move from
product oriented into more service oriented business because market demand is also

moving to a service/solution oriented mind-set.

1.3 Key Concepts

Service management, and more precisely the subsection of service design are issues

that should concern all service providers and also product oriented companies planning



to make the change to a more service oriented approach. Service Management concerns
the overall management of services from inception to the grave. Service design covers
the “how” part of service management, concentrating on procedures and processes to
get from an idea to a service and then gives guidance on how to operate after the service
has been created. Both service management and design are covered in the Information
Technology Infrastructure Library, ITIL for short, which is a set of practices for Infor-
mation Technology Service Management or ITSM. In this thesis the implementation of
ITIL based Service Design is applied to cover the whole field of service offering provided

by the case company.

The following four topics are addressed in this Thesis: Service Strategy, Design Coordi-
nation, Service Catalogue Management and Service Level Management. Section 1 of
this thesis introduces the case company and the business challenge to provide a back-
drop for the Thesis. Section 2 describes the methods used to make the Thesis more
reliable. Section 3 concentrates on the current state analysis of the case company to find
out the key improvement areas that should be targeted. This is followed by Section 4,
which covers the best practice on the field of service design culminating in the conceptual
framework. This is done to provide solid grounding for the proposals in available
knowledge. Section 5 shows the initial proposal based on best practice and the current
state analysis followed by piloting and improvement. Section 7 includes the final proposal
and recommendations that should be implemented to address the issues that were iden-
tified during current state analysis. This is followed by Section 8 with discussion and

conclusions to briefly showcase and highlight the findings and implications of the Thesis.



2 Method and Material

This section discusses the way the research is constructed and what kind of methods
are utilized. First the research approach is discussed followed by the research design.
After that data collection and analysis methods are presented, followed by the validity

and reliability plan.

2.1 Research Approach

Action Research is a way to approach research without distinguishing between research
and action (Coughlan el al. 2002). Research is carried out utilizing the action research
approach within the case company’s Services function, concentrating on service design.
Action research is described as being the approach for researchers who want to improve
their organizations (Coghlan et al. 2014). Action researcher is not a passive listener but
an active participant in the process to improve it and be an interactive part of the devel-
opment. This method is characterized by the cyclical nature of the approach; planning,
taking action and evaluating. It has also been described as a participative method where
being engaged in a rigorous series of these abovementioned cycles is encouraged and
expected. Figure 2 below shows an example of a possible action research cycle.

Diagnosing
Reflecting « Current State

Analysis

«Datal

) Planning
Implementing  Conceptual
+ Data 3 Framework

« Data 2

Figure 2. Action Research Concept.

As can be seen in Figure 2. the process starts with collecting data as part of the current
state analysis. This is followed by the plan, a conceptual framework of the research built
based on the available theory and best practice gathered and studied after the current
state analysis is completed. The plan is developed as new data becomes available from
implementing the plan. Multiple phases iterating back and forth between plan, implemen-
tation and reflection are used to further define the plan and improve the implementation
in consecutive steps throughout the research. Good action research should contain three

main elements, a good story, and rigorous reflection of that story and extrapolation of



the usable theory from the reflection on the story. [Coghlan et al 2014] This can also be
phrased in three distinctive questions. What happened? How to make sense of it? Why
should we care what happened?

2.2 Research Design

The research design follows the common approach starting with the Current State Anal-
ysis followed by Best Practice study. After this the Initial Proposal is presented, followed
by piloting and feedback solicited from the stakeholders culminating in the Final Pro-

posal. The basic framework is presented in Figure 3 below.

Service Design Processes

Current State Analysis of Service Design

DATA 1
Existing Processes (Documentation) + Interviews with Team Heads Analysis of Strenghts & Weaknesses

«_Interviews withProduct and

Best Practice for Service Design

ITIL, ISO ’ Service Design Literature ’ Conceptual Framework of Service Design

Building the Initial Proposal

DATA 2 Service Portfolio - Design Coordination - Servica Initial Proposal
* Ideas from Interview and Workshop with Team Heads and Catalogue Management - Service Level « Adressign Current State Analysis and Conceptual

Product and Service Managers, Benchamrking Management | Framework
| Pl devie: A, B, LS

Catalogue Management - Service Level Management + Feedback From piloting

Piloting of Service Portfolio - Design Coordination - Service ‘ DATA 3

Final Proposal

DATA 3

New Processes Responsibility List Priority Matrix . Validation interview with Function Head

Figure 3. Research Design of this Study

This study aims at the creation of Service Design Processes as shown in Figure 3 to
approach the business problem, which is the lack of processes to design new services
and maintain the existing ones. The goal of the thesis is to provide the case company



with processes and guidelines on how to develop and move forward in the field of service
design using the ITILv3 model as a guideline. The actual first step of the Research De-
sign is the current state analysis of the case company where existing documented prac-
tices and processes are collected and analysed followed by interviews with the persons
responsible for the documented processes and practices. Interviews will be conducted
with the stakeholders suggested by the initial interviewees. A strengths and weaknesses
analysis is performed based on the acquired documentation and completed interviews.
This will create Data 1 of the thesis. The data gathered in the CSA is used as a basis to
see what should be the main improvement areas and what areas the best practice study
should be concentrated on. In the best practice search the main focus is on ITILv3 Ser-
vice Management and Design material, looking into both Official ITIL Foundation litera-
ture and best practice as well as case studies and existing implementation plans. In ad-
dition to ITIL documentation other competing and complementary views are explored.
These include ISO which is already partly used in the case company (ISO 9001:2008
Quality System Certification by DNV). Conceptual framework for Service Management

for this study became the outcome of the literature review.

The initial proposal is built on conceptual framework and findings from the CSA. In addi-
tion ideas received from stakeholders during the initial interviews, Service functions Man-
agement Team workshop and a benchmarking done with another company on how their
Service Management Office is working. These three sources are Data 2 of the thesis.
After the Initial Proposal has been created by the undersigned it will be piloted with one
ongoing service development project. After the piloting has been concluded the final pro-
posal will be built based on it. The final proposal will be validated in collaboration with
the stakeholders utilizing the data gathered during piloting. This is the third data collec-
tion phase creating Data 3. The final proposal will be based on that feedback, and it will
be used to upgrade the pilot to a second iteration. The final proposal will be shown as

individual processes and how they interact with each other.

2.3 Data Collection

In this study, the data is collected in three distinctive phases, starting with the current

state analysis.

Data Collection 1
During the current state analysis data is collected through interviews and looking into

existing processes and practices which are documented. Data 1 consists of interviews



with internal stakeholders in both Service and product management. Interview particulars
are shown below in Table 1.

Table 1. Data 1 Interviews.
#  Situation Participant(s) Duration Questions Documents

L Interview Service, Manager 1 hour 45 Appendix 1 Interview Transcript
l [29.1.2015] minutes [13 p]
7 | Interview Service, Manager 2 hours Appendix 1 Interview Transcript
l [2.2.2015] [14 p]
< Interview Service, Manager 1 hour Appendix 1 Interview Transcript
l [3.2.2015] [9 p]
“2 1 Interview Service, Manager 30 Appendix 1 Interview Transcript
l [19.2.2015] minutes [3 p]
s Interview Service, Manager 1 hour Appendix 1 Interview Transcript
l [19.2.2015] [5p]

Interview Product, Manager 1 hour Appendix 1 Interview Transcript
' [13.2.2015] 7p]
7| Interview Product, Manager 1 hour Appendix 1 Interview Transcript
l [9.2.2015] 5pl

As seen in the above table people from two different functions in the company were
interviewed. Both of these functions are greatly involved in the processes utilized in ser-
vice design and management. Additionally a large sampling of internal documents were
reviewed to find out what processes existed and how they were documented. A list of
these documents can be found in the appendices under references. The data gathered
is analysed and built into a model of the current state of Service Design and Management
in the case company.

Data Collection 2 and 3

Data 2 is collected to help construct the initial proposal. Data 2 consists of development
ideas collected during the CSA phase interviews concerning Service Design and Man-
agement. Internal workshop for the Management Team of the Service function was also
arranged and notes and documents from that are also referred to. In addition, Data 2
also includes a benchmark made on how service management is handled in a medium
sized service company. Data 3 is collected to gather feedback from piloting the initial
proposal in practice and meeting with the service management team and a workshop
with the stakeholders. After this the final proposal is built brought to a validation discus-
sion with the head of the Service function of the case company. This discussion will be

held over a phone due to schedule limitations.



2.4 Data Analysis

This subsection describes how the collected data was analysed. Each data group [1, 2,
3] is analysed separately, as they are clearly separate and gathered in different phases

of the work process.

In Data 1, the interviews were carried out one-on-one, face-to-face. All the interviews
were conducted in Finnish, and are therefore not included as appendices in this thesis.

The initial interview questions that were done concentrated just on directly Service De-
sign related issues, but during the interviews it was noted that the original questions did
not completely address all the issues raised during the first interviews. Due to this the
interview questions were adjusted to cast a wider net, not just looking at service design
but also how product design is conducted. The first step after concluding the interviews
was to transcribe them from the recordings taken during the interview. The transcribed
texts were first streamlined and any non-relevant data was filtered out. Secondly the data
was divided into distinctive groups. This was done because during the interviews the
discussion went back and forth between different subjects, following the thought pro-

cesses of the person being interviewed.

In Data collection 1, the following three main investigative areas can be identified; Port-
folio Management, Product Management and Service Management. The main focus is
on service management. These other subjects provide important insight and best prac-
tice from existing processes, that need to be taken into account when talking about ser-
vice management in the case company. Thirdly, when each of the interviews data was
divided into these three groups, the data from each interview was combined to the groups
creating three distinct data pools. These groups were the previously mentioned Portfolio
Management, Product Management and Service Management, and as can be seen
these pools were used as material to write them out in the current state analysis. In
addition to the interviews, supporting documents that were either freely available in the
company internet or received from interviewees during and after interviews were used.
Main points from these documents were identified and included in the Current State

Analysis.

In Data 2, which is created based on additional data gathered during the initial interviews,

Service Management Team workshop notes and documents and benchmarking another



company, the process was similar to Data 1. From the initial interviews data was identi-
fied that was not relevant to the current state of the case company, but could be used
when building the proposal. This data is improvement ideas and dreams told by the in-
terviewees. It was similarly gathered and compiled as one pool of information. The Ser-
vice Management Team workshop was arranged on the subject while | was not present,
but the notes were made available for me. Additionally, a benchmarking session was
arranged with a representative of a mid-sized company that has in recent years used a
considerable amount of resources to improve their internal service management proce-
dures. A list of questions was provide to the person who works as a head of the com-
pany’s Service Management unit, so they could prepare for the meeting. During the
meeting different ways and approaches on how the company had addressed and tackled
these issues were discussed. This discussion was recorded and transcribed to be used

as Data 2, with the workshop and interviews to build the initial proposal.

Data 3 is divided into four parts. First part, the Management Team meeting notes and
materials, were utilised as they were, due to the already condensed nature of data in-
cluded in them. The Second part, the piloting session notes were made to the printed
out processes and standard documents. Discussion during the piloting process was also
recorded. These notes were collated and usable ideas were applied towards the final
proposal. The third part was a workshop regarding the way forward with ITIL in the case
company. Official meeting minutes were made with accompanying diagrams and figures.
These were utilised on those parts that were relevant to the scope of the thesis. The
fourth, and final, part of Data 3 was the validation of the Final Proposal. This was handled
over Skype, where both participants could see the same material. Discussion was rec-

orded and relevant parts included into the validation of the Final Proposal.

2.5 Validity and Reliability Plan

Validity is a concept used to ascertain if the study in question meets the requirements of
a scientific research method. Validity can be divided into four different types; internal

validity, construct validity, external validity and reliability. [Quinton et al. 2008]

With internal validity the goal is to see that the research question that has been intro-
duced is answered during the research process. This is addressed by the research de-
sign where clear scopes of interviewees are defined in an effort to get answers from
people close to the issues. This will not be a major issue as the research approach is

action research giving the opportunity to go over issues again to improve the scope of
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questions. Construct validity is also irrelevant when using the Action Research approach.
In external validity the question is to see if the results can be applied to other context or
situations. The proposal, built based on the CSA and CF will be piloted in a setting where
it can be monitored and seen how applicable it would be to similar situations elsewhere.
The validity of this study will be secured by using multiple sources from both theoretical
papers and case studies. This is done to ensure a chain of reliable evidence where data

is supported by multiple sources.

Reliability is often posed as a question that, if the research was repeated would the same
results be achieved. This is addressed by documenting the methods and practices used
in a precise way to give the possibility to replicate the methodology for further study. In
addition the reliability of this study is ensured by the following steps. First, with interviews
and workshops performed during the data gathering for the thesis, all discussions will be
recorded and transcribed. Second, by the transcriptions given to participants for review
to make sure no misinterpretations were noted. Finally, reliability is ensured by using
multiple data sources and data collection tools mainly interviews, workshops and existing
documentation and seeing if the established frameworks can be applied from other fields.

Due to choosing the action research as the research approach for this study, certain
other points have also been taken into account; Framing suggests that the purpose
should be explicitly stated to clarify the dilemma that is under scrutiny. Advocating sug-
gests to explicitly state the goal to be achieved. lllustrating advices to tell a concrete story
to ground the advocating to concrete issues. Inquiring suggests to question the partici-
pants to understand their views and perspectives [Coughlan et al 2002]. The guiding
principles in doing research in a valid and reliable way are trustworthiness and authen-
ticity which can be safeguarded by applying a few simple rules. Trustworthiness is built
upon credibility, transferability, dependability and conformability. Credibility is achieved
by using multiple sources that are deemed reliable, widely available publications and
academic journals. Transferability is addressed by using methods that are documented
and thus can be replicated to use them elsewhere. Dependability, is taken into account
by keeping the context of the study clear, explaining how possible changes in the setting
affect the study. Conformability, or the level on which the results can be corroborated or
confirmed by others, is addressed by documenting all procedures to enable clear review

of the used data.
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3 Current State Analysis

This section covers the current state of Service Design in the case company based on
data gathered from interviewing stakeholders and internal documentation. The section
is divided into six parts starting with general information and then concentrating on the
functions and processes related to service management. First this section deals with the
relationships between the functions, and after that it covers portfolio management and
product management. Second, portfolio and product management are investigated be-
cause of their greater level of maturity in the company when compared to service man-
agement. After covering the service management the current strengths and weaknesses

are analysed.

3.1 Service Function in the Case Company

The case company is a software house providing software and services in the field of
shipping and ship design. The two fields have had a distinctively different and separated
approaches on how they are handled. Currently the company is in a process of integrat-
ing the two fields to one and creating one cohesive approach for the market. The case
company structure is divided to five distinct functions, which can be seen on the diagram
below [Data 1, Document 5]. The same structure is followed in all of the local offices
around the world, shown in Figure 4.

Case
Company

Finace,HR,IT
& Marketing

_| Supportive functions|

Products Technology Services Sales

Portfolio and Product Software Service activities and solutions, Sales and Key account
Management b development Service Development Management

Figure 4. Case Company Functions.

As shown in the picture above the functions are Products, Technology, Services, Sales
and the supportive function containing Finance, Human Resources, Information Tech-

nology Infrastructure and Marketing.
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Responsibilities and roles between the functions are defined as follows. The unit of “Fi-
nance, HR, IT & Marketing” provides all the supportive tasks needed for the smooth
running of the other functions providing the services related to finance, human resources
and marketing and providing in-house IT support and infrastructure to enable smooth
operations. Sales function is tasked to sell the offering defined by Products and Services
functions, engage in continuous sales development and take care of key customer ac-
count management. Technology function is responsible for developing the software
products excluding Saas offering. Products function is in charge of portfolio management
for both products and services and regulatory relationships. Service function, divided into
teams as shown below, is responsible for providing the customer with support, aftersales,
commissioning and SaaS-solutions. In addition they are tasked with developing the Ser-
vice Catalogue together with Products function, to provide standard, scalable and effi-
cient services according to the agreed quality level and support the whole organization
in developing a “One Overall Customer Experience”. Figure 5 below shows the Service

function organisation.
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I solutions, Service
Development

Service i Service
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Service Desk

Product and Service
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Figure 5. Service Function Teams.

As seen in Figure 5 above, the Services function is divided into 5 teams. Service Desk
is the single point of contact for all products and services, following the 3-tier Service
Operations ITIL approach. This approach includes Request Fulfiiment, Access Manage-
ment and Incident Management. The Service Business —team is responsible for the ser-
vice provisioning to existing customers, providing after sales and operational product
maintenance to existing customers. Lice-cycle service-catalogue and new service inno-
vation and design is under their management. “SaaS teams” are responsible for all Soft-
ware as a Service development and production and owners of ITIL Service Transition
and overall framework and its implementation, following the continuous deployment pro-
cess. The Commissioning team is responsible for sold product/service customization and
delivering that solution to the customer. Additionally, the team is responsible for Partner

network development and management. Lastly the Service Support team is responsible
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for management and development of all internal tools used by the above listed teams
Additionally the responsibilities include hardware purchasing and logistics, Research and
Design functions related to new hardware and testing required IT related equipment and
facilities.

Portfolio management that guides the service development is defined in the Products
function of the case company. The function is a parallel function to Services and consists
of Product Management and Regulatory Relations units. The Function is headed by the
case company’s Chief Portfolio Officer. The Product management team is also respon-
sible for the portfolios management with a service manager included from the Service

function. The organisation is shown in Figure 6 below.
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Figure 6. Products Function.

Due to the low maturity of the Service function and the overlaying responsibilities during
the transition of service management responsibility to the Service function, a similar par-

allel function of Product Management is also considered.

3.2 Companywide Relevant Processes

The case company has some internal guidelines that must be followed when devising
new processes. The companywide continuous Improvement Process, which is the com-
pany’s most high level PDCA cycle (Plan-Do-Check-Act) [Data 1, Documents 1,14]. The
Process follows the 1ISO standard 9004:2009.

ISO 9004:2009 provides guidance to organizations to support the achievement of
sustained success by a quality management approach. It is applicable to any or-
ganization, regardless of size, type and activity [ISO 2015].

This process is owned by the Chief Quality officer, who is also the head of the Service
function. The purpose is to systematically coordinate any organizational level process
and practices improvement efforts through the work of a Quality Team. The key goal is

to optimize the whole management system and achieve balanced value-stream flow
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through the organization. The key support tools defined for achieving this are; Group KPI
(Key Performance Indicators) and process metrics, audits, management reviews and
CAPA (Corrective and preventive action) procedures. These functions and processes
are verified by Internal and external audits to confirm that the ways of working are ac-
cording to ISO9001:2008 standard [Datal, Document 10].

ISO 9001:2008 sets out the criteria for a quality management system and is the
only standard in the family that can be certified to (although this is not a require-
ment). It can be used by any organization, large or small, regardless of its field of
activity. In fact ISO 9001:2008 is implemented by over one million companies and
organizations in over 170 countries. This standard is based on a number of quality
management principles including a strong customer focus, the motivation and im-
plication of top management, the process approach and continual improvement.
Using 1SO 9001:2008 helps ensure that customers get consistent, good quality
products and services, which in turn brings many business benefits. [ISO, 2015]

The internal audits to verify that the company stays ISO compliant are held on annual

basis and managed by the Quality team.

3.3 Portfolio Management

As explained earlier, Portfolio Management is included in the Products function of the
case company and is the responsibility of the head of the function, the Chief Portfolio
Officer. Portfolio management is defined as “managing the current and future offering of”
the case company. Portfolio is defined as the case company’s offering of products and
services. Portfolio Management links the Company Strategy to product roadmaps and
backlogs and the main goal of the portfolio is to secure and maximize the value of the
company’s offering and the use of resources in an optimal way. As phrased by one of

the interviewees;

... when talking about portfolio management, in all its simplicity it is just manage-
ment, that is concentrating on our offering at a certain point in time. [Data 1, Inter-
view 7]

The portfolio is the responsibility of the Chief Portfolio officer but most of the decisions
are done during the Portfolio Management Team meetings that take place bi-monthly.
The team consists of Product Managers, Chief Product Owners, Release Manager, De-
velopment Process Owner, Head of Technology Function (secr.) and President of com-

pany (chair) [Data 1, Document 6]. The responsibilities are shown in Table 2 below.
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Table 2. Portfolio Management Team Responsibilities [Data 1, Document 6].
Chair: President of the company

Portfolio Management Meeting

Product Managers and Chief Product Owners

Portfolio Management Group:
e Secures Portfolio is up to date
e Sets priorities

e Follow-up & Feedback from Release Management

Company Portfolio
“Portfolio Owner”

e Meets twice/ Release cycle and when needed

Release Management

Release Manager

As can be seen from above the definitions are quite broad and not clearly defined. In

internal documentation the following is stated:

The starting point for good portfolio management is to define and analyse the pre-
sent offering. The next step is to think about how to develop the offering. It is good
to note the development also contains the possibility to decrease scope or Kill pro-
jects and/or functionality [Data 1, Document 6].

The goal of managing the company portfolio is summarized to the following four points.
Maximizing the value and clarity of company portfolio; securing focus to secure a lean
production and fast throughput; securing and balancing the actions related to portfolio
by including a mix of initiatives including, short term, long term and strategic platform
projects; and securing and verifying strategic alignment of activities and investments.
[Data 1, Document 6] These portfolio management initiatives and processes are quite
new and closely tied to the product management of the company. As such they are
mainly built with a product centric approach in mind. The idea of portfolio management
in the case company is quite new. The official function has existed for over a year and

the processes and practices have been mainly built during the last two years.

Portfolio management is the first process segment in the current state analysis because
it's the governing function above Service management in the case company and func-
tions also as a link between Case Company’s Strategy and Service Management. When
talking about Portfolio Management in the case company, the first term that is mentioned
is the funnel. The funnel, or the funnel-phase of the process, is the idea gathering and

gestation phase of portfolio management. It is the place where new business ideas and
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improvements for the existing offering are sent for development and grooming. For ex-
isting offering the submittal to the funnel is based on the level of suggested development,
while smaller changes are handled in the product manager level. Only changes that re-
quire a larger investment or cause changes in the “Product Master” document, explained
in more detail under Product Management, need to go through the portfolio management
process [Datal, Interview 7]. These new ideas can freely be submitted by any employee
of the company. However currently this has not been widely advertised and thus most of
the new ideas come from the persons closely tied to product and portfolio management.
This was an issue that was worryingly brought up during the interviews conducted with
the members of Product function [Datal, Interview 6]. It seems that the process of getting
your ideas to the funnel is felt to be too cumbersome. In practice most of the ideas that
are submitted to the funnel come from the product managers of the company. Since all
cases that are submitted to the funnel need to be prepared by product managers before
they can advance from the funnel onwards, this heightens the threshold for anyone else

than a product manager to submit ideas. It was also said that;

... with this process there is a risk of losing valuable ideas from the employees as
the current amount of product managers might not have the resources to handle
all the possible ideas if it was more highly publicized” [Data1, Interview 6].

When an idea is submitted to the funnel, which is, simply put, a list of all the ideas for
future development of the existing offering and ideas for new offerings that have not yet
been approved by the portfolio management team. As stated above, everyone can sub-
mit an idea to the funnel, but for it to move any further than this a business case must be
prepared by a suitable product or service manager based on the type of the proposal,
optimally in co-operation with the individual who submitted the original idea. This is
sometimes a problem, because an idea can bridge two existing offerings or fall outside
the scope of the current offering so it is hard to define who it would belong to. The same
principles apply if an existing offering is further developed. [Datal, Interviews 1,2,6,7]
For this, the portfolio management team has a prepared form, detailing the required in-

formation needed to form the business case that can be presented to them.

The idea of the form is to make the people preparing it think about the issues re-
lated to the idea and not just fill a bureaucratic need. Filling in the form is not an
issue of just sitting down and filling it up but a longer iterative process that requires
in-depth thinking of the proposal and its effect on the whole business and portfolio
[Datal, Interview 2].

The form is divided into three major sections; Summary, Market and Value Proposition
and Investment Summary. In the Summary the first thing to specify is if the idea is a

completely new one or if it is related to an existing item in the portfolio, is it a new offering
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or a development idea for an existing offering. This is followed by a brief description of
the idea answering the simple question of “what is done?” This is the technical segment,
explaining what is suggested. Following the description, the risks and major assumptions
of the proposal need to be addressed. Under the Market and Value proposition a more
business oriented approach is taken and the following issues must be addressed: Tar-
get/affected segment; target market size and targeted market share, what is the actual
problem that is being solved; and what is the value proposition. Quite often this is the
phase when its noted that “this idea just does not fly” or that it is unclear who would be
the customer and how much would they be willing to pay to get this problem solved, or if
it even is a problem to be solved. The final segment, Investment Summary, is concen-
trating on the financial aspects of the proposition, looking into the required investment,
both monetary and time wise. A five-year estimation of revenue and/or cost savings re-

sulting from the investment must also be prepared. [Datal, Interview 6]

We are usually quite far in the process if the idea fails at the financial calculation
stage. [Data 1, Interview 7]

Due to these matters that require special knowledge on the field, it would be quite diffi-
cult, if not impossible, for an employee not working in the Portfolio Management organi-

zation to prepare these documents successfully.

Before this process was taken into use the documents were created to support a
decision that had already been made, and not as now, to enable the involved peo-
ple to make an informed decision. [Data 1, Interview 7]

Once the idea has been fine-tuned and grown in the funnel to an actual business case it
is presented in the next portfolio management team meeting. These meetings occur, by
design, once every six week but it is not unheard of to have an ad-hoc type of meeting if
the situation so requires. In every meeting they are supposed to look at the ideas in the
funnel and consider if there is something that is ready for further development. When
deciding if an idea is worth pursuing the portfolio management team must address the
portfolio management goals stated earlier in more detail, in addition to the issues in-
cluded in the provided form. [Data 1, Interview 7] Currently the Portfolio Management
Team addresses, in average, one new proposition from the funnel a month and the ideas
receive in average a 50% approval rate. The ideas that are not approved can be dropped
completely or returned back to the funnel for further gestation and revisited in a later
meeting. The approved ideas are assigned to and appropriate product or service man-

ager’s roadmap for development.
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In practice this is realized by development starting to work on something new or a
larger investment to an existing product. [Data 1, Interview 2]

Product and service managers are not allowed to develop their product and/or services
to a direction that’s not in the roadmap and all changes to the roadmap come through
the Portfolio Management Team. So far all the proposals that have passed through the
Portfolio funnel process have been products, no services have passed through the pro-
cess yet, but there are already some that have been submitted to the funnel and are
under work. The process is built so that it should work for both services and products,
and should not differentiate with them in any way other than who it will be assigned to
for business case preparation and development if approved by the portfolio management
team. [Data 1, Interviews 6,7] One key points with this approach is summarised aptly
during the interviews: “In the process we only talk about a product and it could be either

a “service’-product or a “software’™-product” [Data 1, Interview 7].

3.4 Product Management

Product management is investigated to provide information and guidance to service
management as product management processes are much more mature. The product
family also includes multiple offerings that could be considered as services. The case
company’s product management is currently divided into five product families. Each of
these families are managed by a product manager. In the internal documentation they
are sometimes referred as Product/Service Managers but they do not currently have any
official services to manage as they are designated to be products. Each Product Man-
ager has Product Owner’s for their respective products inside the Technology function
that are actually managing the day to day development issues. Product Managers are
concentrating on the larger scope of things. Product Management Team consists of five
Product Managers and the function head. Below Figure 7 shows how this is practically
arranged [Data 1, Document 8].

Product

Products Managem
ent
L
r T ¥ ¥ )
Product Product Product Product Product
Technology

Figure 7. Product Management

As can be seen, the amount of different products per Project Manager varies between

different product families. Each Product Manager has at least one Product Owner below
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them to handle the day to day development of the products. The process followed from
idea to development through portfolio management can be seen in Figure 8 below.

¢ Annual

Key *Epics

Actions : \ng'?jn Development : gteajiures
-Company oaamap ories

Backlog *Tasks

Figure 8. From Strategy to Development [Data 1, Document 7]

As can be seen in the above picture Portfolio and Product management are intertwined
quite closely, with portfolio management working as a link between Strategy and Product
Management. Especially in the case company many of the people involved in the pro-
cess sit on both sides of the process. When new ideas are approved in portfolio man-
agement, they are assigned to Product Managers roadmaps and then refined by the
Product Managers to development items for the product owners and development teams.
Development can only work on issues that are included in the roadmap. This is an itera-

tive, circular, process that can be seen on Figure 9 below [Data 1, Interview 6].

Release ﬁ
Plan

* Development Funnel
*Epics *New Ideas to
+Features Roadmap
« Stories
* Task

Roadmap

* Refining ideas
for development

Figure 9. Development Circle [Data 1, Document 7]

As seen above, after agreed ideas have been completed the process returns back to the
funnel to look for new ideas and improvements that have either come from the things
noted during development or new ideas. Then Product Manager again prepares the idea
from the funnel to a form that can be developed and the cycle repeats. Product Managers

concentrate on the offering of their solution or a family of products they are in charge of.
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3.4.1 Product Management Processes

For product management there aren’t that many defined official processes which are
related to product management directly, in addition to the portfolio funnel process that

ties to product management.

We do not really have any other processes. There are no process descriptions.
[Data 1, Interview 7]

In fact there are quite many common ways of working around the Funnel - Roadmap
- Release Planning -process that are not directly part of it and are not documented but
are generally followed. In the case company, product management is considered to be
on a quite mature level. Before this model was implemented it was seen that develop-
ment was making all the decisions and product management was unaware of what prod-
uct development was doing. With this new process the larges goals of development
come from product managers who get them from the roadmaps that get them from the
portfolio management. [Data 1, Interview 7] Pragmatic Marketing framework is used as
a guiding tool to address issues related to product management. And is described as
follows: “The market-driven model for managing and marketing technology products”
[Pragmatic Marketing, 2015]. It is seen in the case company as a “useful tool when some-
body asks what product management should do”. It is not implemented as is, but utilized
to address identified problem areas. The framework is so large that not all of it could be
implemented with a reasonable effort. Only the relevant parts are implemented.

Product management has identified around 50 processes that they would like to
officially implement in the company, but are unable to do so due to time and re-
source constraints. [Data 1, Interview 7]

The processes, as seen from above, are still very much under development, even though
they are seen as quite mature inside the case company. In addition product management
follows a process called “Excellence in Product Management”, that can be defined as a
continuous improvement process, owned by the function head. According to “Excellence
in Product Management” product management consist of three important but connected
facets; Product Strategy, Product Planning and Product Marketing. [Data 1, Document

2] This is shown in the Figure 10 below.
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Figure 10. Product Management [Data 1, Document 2]
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The three facets shown above illustrate the responsibilities of the product managers on
their respective products; First, Product Strategy, which is the product(family) lifecycle
planning on a longer timeframe. Secondly, Product Marketing, which is providing mate-
rial and guidance on how to market and sell the product(s). Finally, Product Planning,
which concentrates on the shorter term development of the products. In addition to this
they also have profit and loss responsibility on their product families. There are six main
focuses in the company’s Excellence in Product Management agenda, three of them are
mentioned above. The other three focuses are scalability, tools and competency devel-
opment. The current process also includes the following decided limitations of excluding
the implementation of additional frameworks (for example ITIL) and ignoring a big part
of service development. Service development and transformation from a product ori-
ented approach to service oriented are also noted to be the biggest challenges of the
coming years. [Data 1, Document 2]

3.4.2 Product Catalogue

The Product Catalogue is maintained by the Product Managers. The current Product
Master document (catalogue) contains currently 228 distinct items that are divided to 49
different families/products [Data 1, Document 9]. Below is a short excerpt of the Product

Master —list in Table 3.
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Table 3. Product Master [Data 1, Document 9].

GrpID_  Grp_ GrpID Grp ProdID Product ProductTy Status
1103 Subsystem X

1103 Subsystem X 110300 Solution Software | Inactive

1103 Subsystem X 110301 Additional Function 1 Software | Active

1103 Subsystem X 110302 Additional Function 2 Software | Active

1103 Subsystem X 110303 Additional Function 3 Software | Active

1103 Subsystem X 110304 Additional Function 4 Software | Active
1104 Subsystem Y

1104 Subsystem Y 110400 Solution Software | Inactive

1104 Subsystem Y 110401 Additional Function 1 Software | Active

1104 Subsystem Y 110402 Additional Function 2 Software | Active
2100 Software Maintenance

2100 Software Maintenance 210000 Software Maintenance Software | Active

2100 Software Maintenance 210001 Software Maintenance, re-entry fee Software | Active
4100 Training

4100 Training 411000 Training Services Active
4130 Analysis services

4130 Analysis services 413000 Analysis services Services Active
4140 Consulting services

4140 Consulting services 414000 Consulting services Services Active
1241 Product B

1241 Product B 124100 Software 1 Software | Inactive

1241 Product B 124101 Software 2 Software | Active

1241 Product B 124102 Additional Feature 1 Software | Active

1241 Product B 124103 Additional Feature 2 Software | Inactive

1241 Product B 124104 Additional Feature 3 Software | Inactive

1241 Product B 124105 Additional Feature 4 Software | Inactive

1241 Product B 124106 Additional Feature 5 Software | Inactive
1242 Product J

1242 Product ) 124200 Software 1 Software | Inactive

1242 Product ) 124201 Software 2 Software | Active

1242 Product ) 124202 Additional Feature 1 Software | Active
5260 Hardware K

5260 Hardware K 526000 Hardware, generic Hardware Inactive

5260 Hardware K 526001 Hardware K1 Hardware Active

5260 Hardware K 526002 Hardware K2 Hardware Active

5260 Hardware K 526003 Hardware K3 Hardware Active

In some cases the subsections represent different configuration options available for that
specific group. This list also contains the current service offering of the case company.
It has been said that this;

...document is too long and contains too many products. [Data 1, Interview 6]

The document includes all existing active and inactive offerings, products, solutions and
services. It could be more precisely described as the portfolio master document. The
document is also used as a sales tool, as it includes rudimentary cost calculations and
shows what products can and cannot be sold with the active/inactive field. How and when
new lines, products or services, are added to the master document is somewhat unclear.
The overall consensus seems to be, that the Product ID for a new offering should be
added to the list at the time, when it is ready for sales purposes. When the Product
Manager is confident that the product is in a deliverable state. Previously this has not
always been the case and new products have been added already once development

has started. [Data 1, Interviews 6,7]

Based on internal documentation, all products should have a technical specification doc-

ument that describes for what purpose the product is made, how the product works, how
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it is used and what value it gives to the customer. Especially how the product is used is
just a brief description and actual user instructions are a separate document. These doc-
uments are divided to multiple different levels. These documents are seen more as mar-
keting and sales material that product definitions, but they are maintained by product

management. Example can be seen in Figure 11 below.

4 Product Specifications

1-Level(salutions)
2-Level(modules)

3-Level(technical)

Figure 11. Product Definitions [Data 1, Interview 6]

On the highest level, level 1, there is the Solutions offering documents that show the
value proposition to the customer. Below that, level 2, is the Modules level that show-
cases the features and value provided by each separate component of the solution.
These are the functional description documents covering the functions and features of
each module (product). On the lowest level, level 3, there are Technical documentations
that cover the functionalities of the products that run in the background and are not visible
directly to customer. This level of documentation is not available on all products. There
is no one document or system including the whole product offering of the case company.
Due to historical reasons the offering is split to two major sections that have handled the
documentation differently. [Datal, Interview 2,6,7] The only common document is the
earlier shown product master, but that is not a catalogue, it is a list of products and their

available features, there are no descriptions included in it.

3.5 Service Management

In this segment, the current state of Service management is analysed. It is already known
that it is on a low maturity level in the case company. This has been identified even
before this current state analysis and is one of the main drivers for this thesis. Below, in
Figure 12, is the model used the case company utilizes showing how the maturity level

is defined.



24

« Basic page in Service Catalog

« Service Team Identified

« Full Service Definition ‘

« Service Level Agreement (SLA)

* Operating Level Agreement
(OLA)

» Advanced Page in Service
Catalog

Stated Goal

» Minimal Page in service Catalog
* Service Manager Identified
* Basic service definition

[9A87 AunyeN

Current State

*|s it a Service

Man ent

Figure 12. Utilized Service Maturity Tool [Data 1, Document 15]

Based on the interviews with the service function managers it was noted that the current
level is barely in the “Basic Service Management® level. Even though the company has
implemented some characteristics of “Advanced Service Management” it is still missing

features on the Basic level.

The goal for this year is to slide from basic to advanced. [Datal Interview 2]

Another interviewee noted that on a scale from zero to five the case company is at level
one [Datal, Interview 1]. The Service Management Team consist of five Service Team
Managers and the function head. Service Management is still on its infancy in the case
company, which can quite clearly be identified by looking at the service management

organization on the Figure 13 below.

Service

Services management
{ |
| | | | 1
Owner 1

Services

Figure 13. Service Management
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When comparing the above Figure to the Product Management organization (explained
earlier in Section 3.4 and Figure 6) a drastic difference can be seen. In Products there
are five Product Managers and each has at least one Product Owner for their products.
In Service there is the same amount of Service Managers but there is only one Service
Owner, in one Service family. The other services have no service owners and subse-
quent development teams to support them in the development of services. There are
currently no dedicated tools to facilitate the service management processes. The com-
pany has JIRA for development work and bug tracking but there are no tools to monitor
the level of service the company is providing [Datal, Interview 1]. Below is an excerpt
from the company’s Service Management manual on how to define a service and what

it should include.

What is a service?
¢ A means of delivering value to customers by facilitating outcomes custom-
ers want to achieve without the ownership of specific costs and risks.
Services create value of some form for the customer.
If the service has no associated value, there will be no customers.
Services remove the risk of ownership from customers.
Services facilitate outcomes that customers want to achieve.
Services are provided to facilitate some outcome that the business desires
(which must be well understood).
e Costs, knowledge, and abilities are a few constraints that can be reduced
through the delivery of services. [Data 1, Document 15]

As stated above the main requirement of a service is that it provides value for the cus-
tomer while relieving them from the risk of ownership specific cost and risk. The services

are offered to facilitate outcomes that the customer requires.

3.5.1 Service Design

Service design in the case company has not traditionally been identified as service de-
sign. It has followed the same processes and guidelines as product design. During one
interview it was said that the company is a service provider seeing itself as a software
provider [Datal, Interview 1]. General knowledge of what service design is and what it

should include is also quite low.

Service Design, as a term would be something akin to Hebrew to most of our peo-
ple. [Datal, Interview 3]

The official company definition for Service Design is as follows:

“Designs services in a holistic manner based on the requirements, standards, and
constraints in the service charter from service strategy.” [Datal, Document 15]



26

Currently service design follows the same procedure as products, from idea to the port-
folio management funnel, where, if deemed sufficiently beneficial, it will be assigned to
a Service Manager for development. [Datal, Interviews 1,2,7] Currently the only Services
that has been made to match the requirements set by the Portfolio Management Team
are the Software as a Service platform “Office” and Performance Analysis. These “prod-
ucts” were conceived before the funnel process was created but they have been retro-
actively made to fulfil all the requirements set by the funnel. Currently they have been
identified as services, but they still follows the same software development framework
as the products with some minor differences in release schedules and deployments. The
main difference being that services are aiming for continuous deployment instead of a

set release cycle. [Data 1, Interviews 1,2,5,6,7]

gi/vould say we have no experience on how to design services. [Datal, Interview
In Service Design there are no recorded ways of working or official processes in the case
company. Simply put, when designing new services the case company adheres to the
following principles. First they look at what is the market need and after that look at the
suitable pain-points for the company and build solutions for those identified pain-points.
Or put in another way, using the know-how and tools that the company already pos-
sesses and look at the market to find a target that would be financially beneficial and go
forit. [Datal, Interview 1] As an example of how existing services are currently developed

the process would go as follows.

There is a need for the Service Desk to improve their customer experience. Sug-
gested idea is to lower their response time. It would be identified that there are two
simple ways to develop the service speed for customer.
1. The company can either add more personnel to be available to answer
calls and thus decrease wait time. T
2. The service desk could try to answer the questions faster and thus most
probably decrease the quality of the answers.
Then it would be a question of what customer appreciates more, receiving some
answer fast or a better answer in a bit longer time. [Datal, Interview 1]

The main point is to map the customer need and expectations before making any drastic

changes or development to a service.

3.5.2 Service Catalogue

The Case Company’s service catalogue is currently at a low maturity level. A general

layout has been created and some services have been included into the list. The Service
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catalogue is owned by one of the Service Managers. Below, in Table 4, can be seen the
complete Service Catalogue.

Table 4. Service Catalogue [Datal, Document 15]

Category Service Name Service Owner Service Defini- Other information
tion link
Service Group 1 Service 1 Product Owner X
Service 2 Service Manager Y Continuous ser-
vice
Service 3 Service Manager Y Continuous ser-
vice
Service 4 Service Manager Y
Service 5 Service Manager Y Continuous ser-
vice
Other Services Service Desk Service Manager C Service Defini-  Continuous ser-
tion [Link] vice, part of
maintenance
User Training
Analysis
Consulting
Commissioning Service Manager Z
Product H mainte- Continuous ser-
nance and sup- vice, option for
port Product H
Subscription ser- Product Owner X Continuous ser-
vice for a feature vice, part of Prod-
on Product P uct P

The official place for this information is still the Product Master document shown earlier.
According to the documentation this catalogue “contains all active services which are
visible and available to customers. Planned services in the pipeline are handled through
normal Portfolio Funnel.” [Data 1, Document 15] The Portfolio Funnel is a part of Portfolio

Management as explained in an earlier section.

All services in the catalogue shall have a Service Definition and related documen-
tation as applicable, such as Vision, Roadmap, Service Description, Provisioning
Process Description, etc. Use this Service Definition Template for basic documen-
tation of each service product in the catalogue. See picture below for indicative
maturity level framework. [Datal, Document 15]

As stated above all services included in the service catalogue should have a definition
and other documentation. This is currently not the case, as only one of them has an
official, form fitting service definition. Last time this was addressed the scope of current
services was broadly speaking identified and the result was the service catalogue shown
in Table 4. The catalogue includes the main persons in charge from most of the services
and a first version of a Service Definition template was created. The information required

by the service definition template is show in the Table 5 below.
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Table 5. Service Definition Template [Datal, Document 16].

Field Explanation
Service Manager Responsible for service provisioning and operation
Customer Who are the customers using this service?

Contacts and Procedures Contact details of service owner/manager, documentation on

for Getting Service how to get/buy the service.

Brief Service Description Value proposition, business justification, customer benefit,
what customer problem does the service solve, outcome of
service, service level(s)

Variations e.g. different service levels in different regions/time zones

Dependencies Required tools and infrastructure, other services depending

on this service etc.

References Links and reference to further document, if not available be-
low.
Provisioning and Support How do we support the service and how is it provided/deliv-

ered to customer, e.g. link to process descriptions?
Measurement How is the service provisioning/production performance

and/or service level measured?

According to the interviews the template is supposed to be atool for all service managers
to help them define what their service is. The template in question has only been used
for one service so far, as can be seen in Table 4Table 4. Service Catalogue [Datal,
Document 15], which quite clearly demonstrates the current status of service design im-
plementation in the case company. [Datal, Interview 2]

The Service Managers have been defined for the most important services, but the
responsibilities and mandates related to them have not been defined. [Datal, In-
terview 2]

The other documents listed earlier under Product Management, Vision, Roadmap, Ser-
vice Description and Provisioning Process Description are partially available for some
services, but in no standardised format. Vision and Roadmap are available for those
services that have been developed as products, following the company’s product man-

agement guidelines.

Note that internal and supporting services, such as IT Support, Amazon cloud ...,
and Software production systems, are not part of this Service Catalogue (since
they are not customer-facing). [Datal, Document 15]

In the case company’s current service catalogue only customer facing services are in-
cluded, to provide a clear list of available, sellable services. The service definition should
answer five questions. Firstly, what is the service and how to get it? Secondly, how to

use the service and how to get help? Thirdly, what does it cost and how to claim if a
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service level is not fulfilled? Fourthly, how is the service being supported? Finally, How
are we providing this service? There is a clear and agreed service definition format that
should be followed, but as stated earlier, this has currently only been done for one of the
offered services, and unfortunately even that is a bit outdated. Additionally it became
apparent that the location where these kind of documents should be stored in the com-
pany level was mostly unclear, and conflicting answers were received. Of the current
product offering there are quite a few “products” that could be seen as services, or might

be converted to services in the near future. [Datal, Document 15]

In fact quite a large part of one of our product families are de-facto service-prod-
ucts. ... In our product hierarchy we have different kind of services, but they are
nothing too large, and mostly undefined.” [Datal, Interview 6]

The current service catalogue and actual amount of services are not completely match-
ing, and the scope of services we currently offer varies based on who is asked, mainly
due to the fact that some products are seen as services by some, but not by others. The
following have been identified by some interviewees as services or service families in
the case company. Service Desk, Training Services, After Sales, Consulting Services,
Software as a Service Solutions, Commissioning service and adjoined Services for Soft-
ware Customization and Pre-Commissioning Survey. [Datal, Interviews 1,2,3,4,5,6,7]
Out of these 6 service families none have a complete set of documentation available,
some have most of them. Not all of these are currently seen as actual services and

included in the service catalogue.

3.5.3 Service Level Management

Officially the case company does not offer any Service Level Agreements for its custom-
ers. The general terms stipulate that the services are provided with a best effort ap-
proach. In some agreements there are sentences promising replies to emails during the
next business day and some older maintenance agreement type contracts have some

service level agreement type phrasing, but they are considered as faults in the contracts.

These have been seen as a problematic issues, as we do not currently have suffi-
cient tools to measure our own internal service levels, how could we provide them
to customers. [Datal, Interview 5]

Especially on the Software-as-a-Service segment this has been identified as a key issue
to be addressed, and the company is planning to develop the processes and tools related
to service level measurements and monitoring quite rapidly. This will first be used to set

internal Service Level Requirements and later expanded to service level agreements that
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can be agreed with customers. [Datal, Interview 1,5,6] As the company is still quite
small, there are issues with providing strict Service Level Agreements on Service Desk

and other similar services.

“As long as we have relatively little mass on this function we have no possibility to
provide a global 24/7 service.” [Datal, Interview 5]

Currently these services involving people are operated 8-17 in the office’s local time
zones. As the service definitions for most services are missing it is also impossible to
define accurate and truthful Service Level Agreements with customers, as the definitions
of services are unclear. In addition it is legally a bit unclear who has the right to sign
these binding Service Level Agreement contracts. Most probably they come from some-
where else than inside the Service function providing the services to customers, in worst
case leading into a situation that a new contract is signed but the persons who should
provide the agreed service are unaware of it. [Data, Interview 1] As the Service Level
Management maturity level is low, there aren’t yet any official measurements defined to
be followed. Software-as-a-Service solutions have internal monitoring tools but they are
not used in any official capacity inside the company and as they are unofficial the validity
of their data is sometimes questioned. [Data 1, Interview 5] Some of the services pro-
vided are also dependent on services provided by other companies, a study of contracts
between these companies and the case company is needed before the company is able
to offer service-level agreements to its customers, and be able to reliably say that they

can be upheld. [Data 1, Interview 2]

3.6 Summary, Strengths & Weaknesses

The case company has for a long time seen itself as a software-product provider. Ser-
vices have been just a necessary evil that are needed to make some products more
easily sellable. The company’s product management and to a certain extent the whole
organisation has gone through drastic changes in the last couple of years. New Portfolio
Management processes were implemented about two years ago and at the same time
the product management structure was renewed. Last year the service organisation was

created from multiple, previously separate service and product adjacent teams.

Since this change the company has tried to renew its processes and practises to match
the new strategic requirements that have been given to them, but are still also partially
under work. Product Management, having existed longer, has matured into a level that

can be considered as stable. The new Service function is struggling to reach the same
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level of maturity and to exceed it in a considerably shorter time. The strategic focus of
the company is sifting to a more service oriented approach on its offering and existing
processes and structures, including people, are struggling to keep up with the changes.

IeiNOUId say we have no experience on how to design services. [Datal, Interview
The main issue has been identified as a lack of unified processes on the service function.
This is seen as a major issue slowing down the shift to service oriented business. Work
has started on preparing these processes, mostly from scratch with some exceptions in
the older service solution families. As shown earlier the product and portfolio levels of
the company are in a much more mature state so they provide guidelines and best prac-
tice on how to move forward. Everything that works for products might not work for ser-
vices, but there are definitely connection points that can be utilized for the benefit of both.
Furthermore the distinction between products and services, and why they should be
treated differently is not clear to all stakeholders. The link between Portfolio Management
and the lack of a defining portfolio documentation hinders the creation of a service cata-
logue as well as a product catalogue. The current product master document is not seen
as that useful or user-friendly. Lack of central storage of information regarding these

matters also causes confusion and usage of older, not up to date documentations.

As seen earlier, Service Level Management is almost non-existent in the case company.
There are some initiatives and tools being developed but it can be said that currently
there is nothing officially defined. There also exist some conflicting documents and
agreements referring to different agreements that could be in a wider view considered
as Service Level Agreements. In practice no Service Level Requirements have been
agreed nor defined on and thus no Service Level Agreements can be done. It is also
unclear who would have the right to agree such levels with the customers. In addition
there are no internal targets or agreements set on required service levels not with exter-
nal partners who provide underpinning services for some of the services provided by the
case company. Finally there is no link between these Service Level Management initia-

tives to Service Operations like Service Desk.
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Strengths
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Weaknesses

Portfolio Management

Service Management

Service Catalogue

Service Level Management

Process that in theory suites
both service and products.

Defined goals.
Need has been identified.

Exists.

Need identified.

Never been tested with ser-
vices.

Overall linkage between port-
folio and service and product
catalogues unclear.

Low level of implementation.
Lack of internal knowledge.
Lacking documentation.
Differences between prod-
ucts and services not clear.
No link to day to day opera-
tions.

Limited.

Does not cover all services.
Does not define nor provide
minimun required information
about service.

No link to day to day opera-
tions.

Not defined.

Conflicting agreements.

No link to day to day opera-
tions.

Another identified issue is the lack of general internal knowledge on service management

and Service Design practises in general. As the company has seen itself as a product

oriented software provider it has not cultivated the knowledge in a level that would be

required now. This has also been seen and external consultants are used to hasten the

process at the same time as internal work is ongoing.
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4 Best Practice on Service Design

This section discusses the best practice available in the field of service design. Based
on the current state analysis done on the case company, it can be clearly seen that the
processes and practices related to Service Management, and especially Service Design,
require further development. In this section Service Design is investigated from a general
level and then four aspects are looked at with a deeper focus; Service Strategy, Design
Coordination, Service Catalogue Management and Service Level Management. This is
completed by the Conceptual Framework, which is presented after the above subjects

have been covered.

ITIL or Information Technology Infrastructure Library is a framework of IT service man-
agement related best practice. The framework does not document how to do things, it
just documents what can and should be done. ITIL's owned and maintained by The Cab-
inet Office of the British HM Treasury, but was originally developed by Central Computer
and Telecommunications Agency in the mid 1980’s, developed in collaboration with the
subject matter experts from the field. [Orand 2013: 43] Service Design is one out of five
major parts of ITIL framework on Service Management the other four being Service Strat-
egy, Service Transition, Service Operations and Continual Service Improvement.

The second major source is ISO, the International Organization for Standardization, and
IEC, the International Electrotechnical Commission, and the standards they have created
on service management. The relevant information is included ISO/IEC 20000 standard.
This Standard is divided into multiple parts, and the relevant information is included in
parts one and two, respectively, Service management system requirements and Guid-
ance on the application of service management systems. Part 1 covers the integration
of service management system, SMS, to company’s other management systems like for
example with a quality management system based on ISO 9001. The standard specifies
requirements for the service provider on how to design, monitor and improve services to
fulfil set service requirements [Finnish standard association 2011]. Part 2 of ISO/IEC

20000 provides guidance on how to implement the principles outlined in Part 1:

Coordinated integration and implementation of an SMS provides ongoing control,
greater effectiveness, efficiency and opportunities for continual improvement. It
enables an organization to work effectively with a shared vision.” [Finnish standard
association 2014: 13]



34

ISO/IEC defines service as means to deliver value for the customer by facilitating results
the customer wants to achieve. This service is generally intangible and can also be de-
livered to the service provider by a supplier and internal group or a customer acting as a
supplier. In service design the guiding principle is to provide value to the customer from
the usage or consumption of the service.

As designers when we build services based on genuine insight into the people who
will use them we can be confident that we will deliver real value [Polaine et al 2013:
18].

In practice service design has as many definitions as the number of people if one asks

the question. “What is service design?”

Service design is an interdisciplinary approach that combines different methods
and tools from various disciplines [Stickdorn et al 2011: 29].

Service design is the activity of planning and organizing people, infrastructure,
communication and material components of a service in order to improve its quality
and the interaction between service provider and customers [www.service-design-
network.org].

.. a design of systems and processes around the idea of rendering a service to the
user. [Lockwood 2010: 198]

Service design is a holistic way for business to gain a comprehensive, empathic
understanding of customer needs — Frontier Service Design, 2010 [Stickdorn et al
2011: 32].

In this study, service design refers to the overall processes and practices needed for the
successful design and management of services. In the book Design Thinking it is sug-
gested the goal of service design is to create services that are useful, usable, desirable,
efficient and effective. It is also said that a single strict definition for the term would con-
strict creativity and hinder service design development [Lockwood 2010: 161]. Stickdorn
suggests that there should be a dynamic way to talk about service design and presents
his five core principles of Service Design. Based on Stickdorn it's impossible to take all
eventualities into account when designing these touchpoints, but that “the intention
should always be to see the wider context in which the service process takes place”. It
is also said that service design thinking should support the co-operation of different dis-
ciplines. [Stickdorn et al. 2011] In the ITIL framework the purpose of service design is

defined as follows:

Design IT services, together with the governing IT practices, processes and poli-
cies, to realize the service provider’s strategy and to facilitate the introduction of
these services into supported environments ensuring quality service delivery, cus-
tomer satisfaction and cost-effective service provision. [Orand 2013: 109]
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Service design, as defined by ITIL, must take a holistic approach to design. The objective
of service design is to design services in such a way that minimal improvement after the
initial design is required. [Hunnebeck: 2013] According to ITIL the value show gained
from the framework comes, among others, from improved quality and consistency of
service and alignment of the service to the business. [Orand 2013: 110] As such Service
design isn’t a stand-alone function but a part of the larger ITIL framework explained ear-
lier. It receives information for Service Strategy and is also tied to the three other parts
of ITIL. The Service Design part in the ITIL lifecycle begins with demand for a new or
modified service and it ends when the service is designed to satisfy the requirements.
[Bon et al 2010: 70]

According to ITIL, Service Design can be seen from two distinctive viewpoints. One of
them is “Five Aspects of Design”. These Five aspects are Service Solution being, the
solution itself and the supporting components; Tools and technologies required to man-
age the service; Architectures ensuring that the service is in line with existing services
and architectures; Measurements and metrics to ensure that the service meets its re-
quirements and is being properly managed; Processes required to design, transition and
operate the service. The second approach is called “The 4 P’s of Service Design”, as
show in the diagram below, showcasing the four elements needed to provide a service
effectively and efficiently.

People

Produ Proces
cts ses

Partners

Figure 14. 4 P's of Service Design.

These four elements shown in Figure 14 are essential. Firstly people are needed for
design, transition, support, and improvement of the service according to their assigned
roles and responsibilities. Secondly services also require support from partners to de-
sign, operate and support the service as it is not always efficient for the service provider
to do everything. Thirdly service requires products in the form of the underlying technol-

ogy to design, transition, operate and improve the service in question. Finally processes
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are required for the other three to do their work efficiently. When designing a new service

a structured design approach that can be iterative and incremental is needed.

When adhering to the ITIL principles, the analysis of agreed business requirements and
clear specifications of Service Design Packages should be taken into account in addition
to deciding on the desired solutions, results and objectives [Bon et al 2007: 71]. The
points brought up by Bon et al affect each other and thus the iterative and incremental
approach is needed when designing services. As in all service, so also in the ITIL defini-
tion, the main driver is to provide value for the customer. In ITIL this value is divided into
two parts, utility and warranty. Utility answers the question, what it does, describing the
functionality offered by the product or service to meet a particular need. Warranty is the
promise or guarantee that the product or service will meet the agreed requirements, an-
swering to the question how it is done. These have already been described with the

terms “fit for purpose” for utility and “fit for use” for warranty.

With ISO/IEC 20000, Service Design is defined as part of the SMS, Service Management
System. Service process consist of three major parts, shown in the Figure 15 below.

Service
Management Services
System (SMS)

Service
Requirements

Figure 15. Role of Service Management System [Finnish standard association 2014: 1].

As seen above, the first part is Service Requirements that come and are created based
on information from customers and other interested parties. Service Management Sys-

tem as show in the Figure 16 below, is a more comprehensive part.
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Service Management System (SMS)

Management - Ono
Design and transition of new or
e | changed services

SMS

Resolution

Governance of il | Service delivery process

Processes

Relationship
Service i
i Processes M Informati :
Documentation Continuity Sanies - Budgeting

management and Ny - and
availability Repé:)mn r?]e;#;gt)e( accounting

Control managem awn services

REERITG processes ent

management

Figure 16. ISO Service Management System Framework.

The SMS, as defined by ISO/IEC 2000, is divided into four sub-parts and management
processes. The management processes define the common guidelines and responsibil-
ities of service management covering the areas defined in ITIL as Service Design and
expanding a bit into Service Transition with some of the Design and Transition pro-
cesses. The Service Delivery process items will be covered in more detail in later parts
of the best practice section. Generic service management objectives defined in the
ISO/IEC standard suggest the following four examples as service management objec-
tives. Firstly enabling higher business agility through faster delivery of new or changed
services. Secondly reducing unplanned availability issues for business critical services.
Thirdly optimizing service costs through operational efficiency. Finally increasing the ser-
vice quality while reducing risk. These objectives, defined on a company specific level

should be defined so that achievements again objectives can be measured.

These objectives should be periodically reviewed and updated to reflect the company’s
strategic goals. It must also be said that these processes and practices that are defined
to achieve these goals are never completely ready, and must be renewed and reviewed
on a constant bases to improve them [Lloyd 2013].
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4.1 Service Strategy

From a strategic point of view service design is a small element in a larger set of value
adding elements. As such it is suggested that, when considering service design from a
company strategic point of view, from the traditional perspective in strategy service is
firstly seen as an attribute of a product rather than something that is shaping the nature
of the industry. Secondly service is seen as a means of differentiation more than a finan-
cial issue or a potential benefit maker. Based on this it can be said that with the traditional
strategy models there is no sufficient drive for growth in the service design culture. [Stick-
dorn et al. 2011: 94-101]

“...what designers need to learn is ...the language of the business world. Only by
learning the language can you effectively voice the argument for design. [Peter
Gorb — Lecture 2001]”

Finally Beuker suggests that service design logic should be integrated to management
thinking [Lockwood et al 2010: 173]. It should also be noted that there are multiple stud-
ies showing that investing in service design is beneficial and companies that do this usu-
ally outperform their competition. Service markets are continuously developing and
changing, and as such companies need to keep up with that change. Lockwood suggests
ten steps on how to make a company more design minded. Most relevant of them are,
that the company should understand customers unarticulated needs, create processes
that are continuous and iterative and allows for interaction and collaboration. Additionally
he notes that companies should set design strategy and policy, meaning in practice, that
all activities that are done should be properly designed. Finally pointing that the compa-
nies should empower creativity and strive to be a design leader, developing a competitive
advantage through the use of design. In summary he answers the question on what is

the added value of design in business. [Lockwood 2010]

The trick is to determine which problems are the right ones to solve, and then focus
on the task of designing the right solutions [Lockwood 2010].

From the ITIL framework point of view nothing can be done on Service Design before it
has been discussed and decided on the Strategic level in Service Strategy. Aligning
Strategy to deal with service design is important both on practical and procedural level.
[Orand 2013: 107] Service Strategy in ITIL, as in any context, is an integral part of com-
panies operations. Strategy guides all other functions to the agreed direction. The main
touchpoint between Service Design and Service Strategy, from ITIL viewpoint, is the
Service Portfolio, that is managed under the strategy. Service Design will only be applied

to services that are addressed in the service strategy. [Cannon 2013]
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The essence of strategy is choosing what not to do. [Porter 1996]

Thus, in its most simple level strategy is a plan of what the company does and does not
do. In service strategy the company should specifically define how they will use services
to achieve the business outcomes their customer desire thereby enabling themselves as
the service provider to meet their objectives. According to Cannon [2013], when the initial
service objective is defined in the strategic level multiple viewpoints should be consid-
ered. The market should be defined and customers identified and their needs under-
stood. Opportunities and the market space should be understood and desired outcomes
quantified. The service should be classified and visualized based on the desired out-
comes and service models and more detailed units and packages should be defined. All
the above points brought up by should be considered before the service is deemed stra-
tegically ready for development. [Cannon 2013: 35] Without the understanding of busi-
ness desired outcomes that the service is designed to satisfy, the services value to the
customer is minimized. The ultimate value of the service is always determined by the
customer on the basis of whether or not it meets their needs. This value is never constant
and changes based on changes in the customer need. Company’s service portfolio is
part of their service strategy, its represents the complete set of services managed by the
company. The service portfolio consists of three distinct parts; the service pipeline, the
service catalogue and retired services. [Orand 2013]. Figure 17 shows the principles

behind this division.

Service Catalogue |l Retired Services

* Services that are under * Part of Service Design * Services that are no longer
consideration or development « All operational services operational

*Not available for customers * Information retained for
«Based on service startegy possible later use

//

Figure 17. ITIL Service Portfolio

As seen from Figure 17 above, the three parts are distinctively different. Service Pipeline
is the sum of the company’s growth and strategic outlook for the future reflecting the
extent of which new ideas or concepts are developed. A new concept can enter to the
pipeline through multiple channels, generally entrants into the service pipeline can
roughly be divided into two categories, new ideas and improvements. New ideas are, as
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the name states new business ideas that can come from internal or external sources and
have been deemed strategically relevant for further development. Improvements are
changes or improvements to existing service offering. Service catalogue is a part of the
Service Design and will be covered in more detail in section 3.5.2. Simply put service
catalogue is the only part of the service portfolio that should be visible to customers and
it only contains operational services. Retired services are services that are no longer
operational and no longer available to be sold to the customer. Retiring services is part

of the Service Transition part of ITIL. [Cannon 2013]

The development and application of Service Strategy requires constant revision. If
the strategy is effective, then the efforts that are expended in all of the other phases
of the lifecycle will be successful [Bon et al 2010]

As seen in the above quotation, service strategy should be constantly evolving, and when
done well it should provide benefits for the whole company. In traditional companies,
services, if identified, are treated quite often much like product. This can have problem-
atic side effects.

Applying the same mind set to designing a service as the design of a product can
lead to a customer-hostile rather than user friendly results [Polaine et al 2013: 19].

It has been said that products usually specialize in one function and operate in silos. In
service oriented companies this can cause issues, as for the customer the service is
seen as one entity, and if it's developed within silos in the company, the user can see
multiple different facets of the same service. This happens because each silo operates
a bit differently and the whole built from these different silos does not give a comprehen-
sive, cohesive view of the service, but multiple slightly different components. The differ-
ences between silos can also have effect on quality aspects of the service. This might
work fine in a product company where each silo provides a separate product, but not in
service companies. The service experience can be affected by multiple touchpoints com-

pared to products that usually have only one. [Polaine et al 2013: 22]

Marketers and designers often talk of products having personalities, but an iPhone
or a Volkswagen doesn’t wake up with a hungover, worry about paying the rent, or
care who is using them. People do, which is why understanding people is at the
heart of service design. [Polaine et al 2013: 22]

It is also said that services differ from products in major ways, which are sometimes
presented with the “SHIP” —model; Simultantaneity (customer contact), Heterogeneity,
Intangibility (tangibility), Perishability (storability) [Hollins et al 2006]. A clear difference

between designing services versus designing products is that services only create value
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when they are used. This is a difference that is often missed by product oriented organ-
izations. During the era of industrial production it was not customary to sell services, and
if they existed, they were usually and ad-on to a product. Recently product oriented com-
panies have been seen to create more hybrid products, where the service has been
designed as an integral part of the product. Product design is almost always linked to
manufacturing process, and there might be a large number of other adjacent processes
participating in the creation of the final product. When designing a new product all these
aspects must be taken into account. This is not usually the case when designing new
services. There are of course adjacent services and processes, but the manufacturing
part can normally be ignored. [Stickdorn et al 2011: 56-66] In the end taking a pragmatic
view can be advisable with finding a suitable middle ground between products and ser-
vices and offer a combination of products and services. [Macintyre et al 2011]. Once the
service guidelines have been decided in the service strategy, they need to be imple-
mented. One of the main implementing functions in Service Design is Design Coordina-

tion

4.2 Design Coordination

Service design is the process for defining the specifications of services but it is also a
process in its own right that must itself be designed [Slack et all 2009]. Design coordina-
tion, which is also one of the eight processes of Service design as defined by ITIL is one
way to address this. It comprises of policies and methods, resource planning and risk
and issue management. The function of design coordination is to provide comprehensive
guidelines on how individual designs should follow the set norms in the company. The
goal is that appropriate designs are created to meet the needs of the business. It can
quite clearly be summed up with its own version of the Deming cycle, including four steps

shown in Figure 18.

»

Figure 18. Design Coordination Cycle [Hunnebeck 2013]
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The design coordination cycle shown in Figure 18 is emblematic of the Design Coordi-
nation approach in ITIL. Processes should be iterative and include elements on continual
improvement. It is also said that in general all Service Design activities should be done
in stages, iteratively developing them until they are complete [Slack et all 2009]. The 4
P’s and the Five Aspects of Service Design approaches presented earlier with Service
Design are in the ITIL framework part of Design Coordination.

The Purpose of design coordination is to ensure the goals and objectives of the
design stage are met by providing and maintaining a single point of coordination
and control for all activities and processes within the service design stage of the
service lifecycle. [Orand 2013: 118]

The scope of design coordination covers all design activities. In ITIL it is defined that
each organization should define their own criteria and rigor applied to design coordina-
tion. When deciding on the needed level of design coordination, the following points
should be considered. These processes should ensure that services, service manage-
ment systems, architectures, technologies, processes and information metrics meet the
current and evolving business outcomes and requirements. This could be achieved by
centrally coordinating all design activities across projects by maintaining policies, guide-
lines and standards for service design activities and processes [Hunnebeck 2013: 86-
87]. In ISO/IEC 20000 it is specified that the service provider will identify service require-
ments for both new and changed services, and that the services should be planned to
fulfil agreed service requirements. The requirements should be agreed with customer(‘s)

and other involved parties.

When planning the new or improved service, the following issues should be considered
in addition to the ones listed earlier. Responsible persons should be defined for design
development to define the required activities and resources. This planning should also
include schedules and risk assessment and management followed by dependencies
charting and testing methodology. Finally an acceptance criteria for the ready service,
with expected outcomes in measurable terms, should be defined. Following the above
points a standardized document expressing these issues for the service in question
should be prepared. In correlation with the above requirement planning the following
points should be addressed. Firstly, how is the service used and how the Service Level
Requirements are defined. Second, what would be the quality criteria for the service.
Thirdly, what would be the priorities for it, if it was considered business critical? And
finally, what kind of other requirements are there in regards to availability, regulations

and security? No direct answer is given in theory for the above questions, and they can
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be seen as usage specific issues [Finnish Standard association 2014]. Lockwood poses
similar questions on the subject. Firstly, asking how should service design be organized?
And secondly, how are people introduced into the process of creating and introducing
services? He suggests that practitioners must look at the entire ecosystem rather than
isolated problems. Instead of protecting the design from interference in certain phases
of the design project information should be available for all connected persons and pro-
cesses. Design architectures should also be kept open and solutions developed as open-
ended to allow for gradual improvements and change. Design solutions would need to
be highly adaptable over time. Service design practitioners need to understand strategy
and have an in depth knowledge of key touchpoints when designing services. [Lockwood
2010]

Some benefits promised by ITIL design coordination include minimizing rework and un-
planned cost with redesigning due to poor initial planning and support to achieving higher
customer satisfaction. Additionally it should ensure that all services conform to a con-
sistent architecture, enabling higher level of integration between services and improving
the efficiency and effectiveness of all service design activities, while providing greater
agility and quality in the design of services. [Hunnebeck 2013: 87] The above outcomes
are mainly achieved with the set of consistent quality solution designs and SDP’s that
will provide the desired business outcome. According to ITIL these can be achieved by
adopting a structured and holistic approach to design activities. [Hunnebeck 2013] De-
sign coordination activities can be divided into two categories, actions related to overall
service design lifecycle and actions related to the support of individual products. It can
be said that there should be two separate Design Coordination processes, the general
one, monitoring and maintaining all Design Coordination actions and the actual Design
process for individual service design. These actions shown above should be coordinated
by the design coordination process. Activities related to overall service design lifecycle
stage focus on coordinating the actual design activity across projects and changes. Ac-
tivities related to individual design focus on guaranteeing that each individual design and
SDP conforms with the defined practices and provides the desired business outcome
[Hunnebeck 2013].

When the service is being designed following ISO/IEC 20000 principles, the following
aspects should be decided and documented. Defining responsibilities, activities, proce-
dures and measures related to the delivering of a new or a changed service with the

resources and technologies needed to complete them. Following this new or changed
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policies, contracts and agreements need to be prepared in conjunction of updating rele-
vant changes in Service Catalogue and Service Level Management. According to 1ISO
it's the responsibility of the service provider to ensure that the above shown issues are
addressed and that the service requirements are fulfilled. All new services should be
developed in accordance with the documented design procedures. The tool or function
to address the above mentioned issues is called a Service Management Plan.

The service management plan should facilitate the coordination of all SMS initia-
tives to ensure the achievement of the service management objectives. The plan
and policies should also be aligned. [Finnish Standard association 2014: 5]

This plan, or process, should enable the utilization of resources in a best possible way
while preventing incompatible initiatives from being approved nor implement. The plan
can consist of one single plan or a collection of multiple plans. All plans can be locally
implemented but should be centrally managed and documented.

The plan should not be considered to be completed when the SMS is implemented.
It should exist indefinitely by being amended to accommodate the changing busi-
ness needs, customer requirements or priorities of the service provider. [Finnish
Standard association 2014: 5]

Service Management Plan should follow the PDCA methodology, and should be de-
signed so that it ensures that the agreed objectives and service requirements will be
achieved. ISO sets clear standards on what should be included. When a service design
project is initiated all steps should be clearly defined and documented. The document
used for this design and development planning can be a single document, or a document
library of several documents. These plans should be reviewed periodically and amended
when appropriate [Finnish Standard association 2014]. Output from when these pro-
cesses and plans are followed should be the SDP’s, Service Design Package'’s, which
would contain uniform documentation for each of the services. This should be enforced
by managing quality criteria’s between different states of service design and requiring
that all service models and design conform to a strategic and other corporate require-
ments. This is especially important in regards to utility and warranty requirements.
[Hunnebeck 2013] When design coordination is implemented and applied according to
ITIL principles the following outputs should be expected;

A comprehensive and consistent set of service design and SDP’s, a revised enter-
prise architecture, revised management systems, revised measurement and met-
rics methods, revised processes, updated service portfolio and updated change
records. [Hunnebeck 2013]

Service Design Package, as defined in ITIL, is part of the Design Coordination unit of

Service Design. This package is a set of documents defining all aspects of a service and
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its requirements through each stage of its lifecycle. The SPD is produced for each new
service, major change or service retirement. In addition to specifying the five aspects of
design, service solution itself; tools and technologies; architectures; measurement sys-
tems and metrics; processes; explained earlier, the service design package should in-
clude; service functional requirements; service level requirements; service and opera-
tional management requirements [Orand 2013: 113]. Sources for these are explained in
the later sections of the thesis. Service Design Package is also the main input to ITIL
Lifecycles Service Transition as it includes all the information needed to manage the
entire lifecycle of a service. [Rance 2013: 47] As such the service design package should
be produced during the design stage for each new service or change to an existing ser-
vice, be it further development or retirement. As defined by ITIL Service Design [Hunne-
beck 2013: 303] the service design package should contain the items show in the table

below with more detail given on items related to service design.

Table 7. Service Design Package [Hunnebeck 2013: 303-305]

Category  Sub Category Description
Business requirements The initial agreed and documented business require-

, ments.

g

g g Service applicability Definition how and where the service would be used.

S:’ Gg) Service contacts Business, customer and other stakeholder contacts.
Service functional re- | Utility of the service including planned outcomes and
quirements deliverables in a formally agreed SOR.
Service level require- SLR representing the desired warranty of the service
ments SLA’s including service and quality targets.
Service and operational | Requirements for managing the service including all
management  require- | supporting services and agreements, control, opera-
ments tion, monitoring, measuring and reporting.
Service design and to- e Service definition, model, packaging and ser-
pology vice options.

e All service components and infrastructure in-
cluding version numbers and relationship.

e All user, business, service, component, tran-
sition, support and operational documenta-
tion.

% e Processes, procedures, measurements, met-
a rics and reports.

-§ e Supporting products, services agreements
% and suppliers.
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Detailed report and plan on the readiness of the com-

. [%2]
'g _ § g pany to provide such a service.
SET 3§
o 2 ¢ 3 &

Service programme An overall programme or plan covering all stages of

the lifecycle of the service.

Service transition plan Overall transition strategy, objectives, policy, risk as-
(_*% sessment and plans.
;’ Service operational ac- Overall operational strategy, objectives, policy, risk
;T ceptance plan assessment and plans.
5 Service acceptance cri- = Development and use of service acceptance criteria
-§ teria for progression through each stage of the service
% lifecycle.

As seen from table 7, the requirements may vary between different kinds of services, but
the points shown in the table should be considered, at the minimum level of service de-
sign. Similarly to the ITIL Service Design Package ISO/IEC 20000 Part 2 defines a stand-
ard set of outputs that should be created. These include all Service Level Agreement
related documents as well as Service Level Management reviews. These are covered
more in detail under Section 4.4 Service Level Management. Additionally the outputs
include Service Catalogue and the processes for its management, which are covered in

the next Section 4.3 Service Catalogue Management.

4.3 Service Catalogue Management

Service Catalogue and Service Catalogue Management are key concepts in ITIL based
Service Design. Services within the service catalogue should reflect the service strategy
and principles set there.

The service catalogue provides a source of consistent information regarding ser-
vices that are available ... and is one of the most important concepts in the effec-
tive and efficient operation of services. [Orand 2013; 122]

The service catalogue should contain the details of all operational and planned services
getting ready to be operational. Provide a single source of consistent information about
the services being offered [Hunnebeck 2013]. It is important to make a clear distinction
between service portfolio, which “represents all active and inactive services in the various
phases of the lifecycle” and service catalogue which “is a subset of the service portfolio

and contains only the active and approved services”. [Bon et al 2010: 193-194]
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When creating the process for Service Catalogue Management it should be defined to
contribute to the definition of services and service packages and develop and maintain
them when appropriate. The process should also be linked to other processes and func-
tions for maintenance of the Catalogue. This includes interfaces and dependencies to
multiple other systems, including Service Portfolio Management, which is part of Service
Strategy, and Configuration Management System, CMS, which is part of Service Tran-
sition [Hunnebeck 2013]. When following the Service catalogue standard set by ISO/IEC
20000 the service provider should define all services it provides in a catalogue. This
should be done by using terms that are understandable to those without detailed tech-
nical understanding of the subject matter. The catalogue should be a collated presenta-

tion of all active service definitions [Finnish Standard association 2014: 33].

The value of service catalogue management can be summed up to four points. Firstly it
should ensure common understanding of offered services between service provider and
customer. Secondly service catalogue management should improve service provider’'s
visibility to customer’s outcomes by linking service asset to actual business outcomes.
Thirdly it should improve effectiveness and efficiency of adjacent service management
processes by leveraging the information included or adjacent to the service catalogue.
Finally it should improve knowledge, alignment and focus on the business value of each
service. [Hunnebeck 2013]

There are multiple ways to build a service catalogue, starting from a text file on the lower
end and looking like a web shop on the higher end. Brady Orand shows two different
approaches in his book “Foundations of ITIL Service management with ITIL 2011” [Orand
2013: 123-125] starting with the statement that “there is no right way to produce a service
catalogue”. In his “two-view service catalogue” approach the service offering is divided
into two distinct parts; business services visible to the customer and technical services

that support the business services. This divide is shown in Figure 19, below.
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Business/Customer Service Catalogue View

Service A Service B Service C Service D Service E

Service 1 Service 2 Service 3 Service 4 Service 5 Service &

Technical /Supporting Service Catalogue View

Figure 19. Two-view Service Catalogue [Orand 2013: 124]

As seen from the figure above the services are divided into two parts. Above are the
business processes visible to the customer and the services which they are based on.
This forms the Customer service catalogue view. Below that are the underpinning or
supporting services that are not visible for the customer, but are necessary for the other

services to work. This is the Technical/Supporting service catalogue view.

The service catalogue should be produced and maintained by an assigned responsible
person. The service catalogue must be kept up to date so that all operational and tran-
sitioning services are recorded in to it. This should be done periodically to maintain the
validity of the catalogue. There are six key activities defined in ITIL that should be con-
sidered in service catalogue management. Firstly a service definition should be agreed
and documented for each service in the catalogue. Secondly there should be a defined
interface between service portfolio management and service catalogue management to
agree their respective contents. Thirdly the service catalogue should be produced and
maintained in a way that it's accurate and corresponds with the overall service portfolio.
Fourthly all services contained within the service catalogue should have their dependen-
cies defined in regards to other services or business functions. Fifthly service catalogue
should be interfaced with support teams and service asset and configuration manage-
ment and dependencies between these and the services should be mapped and docu-
mented. Finally service catalogue management should be interfacing with business re-
lations management and service level management to ensure information is aligned and

available for the business processes. [Hunnebeck 2013: 103]
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As seen earlier, the service catalogue management processes and scope are tied to
multiple other processes and functions in the service management field. SLM or Service
Level Management will be covered in section 4.4. The main sources of information to
Service Catalogue are variable but the most relevant are listed below. The most im-
portant of those sources is Service Strategy providing current and future plans about the
offering. Another important source is the information gathered during the operational
lifecycle of the service, this includes customer feedback and SLR metrics that can be
used to improve the current service or used as ideas for new services. Based on these
and other inputs the following outputs, or updates to existing outputs should be produced:
Service Definition, followed by a corresponding updates to Service Portfolio and Service
Catalogue, which should contain the up-to-date status of all services and their depend-
encies [Hunnebeck 2013: 104]. Each service should be defined in a scope that is relevant
to the customers’ business activities. According to the standard the service catalogue

should include at least the information show in the table below for all the services.

Table 8. Information Included to Service Catalogue [Finnish Standard association 2014: 33]

Name and description of the service

Service targets E.g. time to fulfil a service request, time to set up a
service for a new user, time to
reinstate a service after a major failure.

Contact points

Service hours Support hours and exceptions.

Security arrangements

Current services

Dependencies between the ser- E.g.a service supporting a user’s laptop includes sup-

vices and service components port of applications, support for internet access and
support of the hardware, each of which can be pro-

vided by different suppliers or internal groups.

The service catalogue should be designed in such a fashion that the information is easy
to maintain and logically and efficiently grouped. Dependencies between services and
supporting services, or underpinning services, should also be clearly shown. There
should be clear procedures defined on how to make the service catalogue readily avail-
able to those who would need to modify it. The catalogue must be able to be kept current
and up-to-date without any specialized knowledge. [Finnish Standard association 2014:

35]. All changes to the service catalogue should be initiated and managed through the
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change management process to ensure that changes are not applied without the overall

effect being known.

4.4  Service Level Management

ITIL defines Service Level Management, SLM, process as a conduit between service
provider and the business to represent the operational capabilities of the service provider

to the business. Or as defined officially in ITIL documentation

Ensure that all current and planned ... services are delivered to agreed achievable
targets [Hunnebeck 2013: 106].

This is achieved by a constant cycle to define, document, agree, monitor, measure, re-
port and review the level of service provider with the representative of the business
[Orand 2013: 127].

Review Define

/

Report Negotiate
Monitor Agree
Deliver

Figure 20. ITIL Service Level Management Cycle [Orand 2013: 127].

As shown in Figure 20, the idea behind the SLM process is a continuous loop. When
requirements change or new services are created SLM defines the requirements of ser-
vice levels which are then negotiated with customer to obtain service level agreements
or SLA’s. SLM should provide information on regular intervals to both customer and in-
ternal stakeholders on how SLM is progressing and how SLM goals are being met. The
six objectives as defined in ITIL include clear documentation and monitoring of all agreed
services and assurance that both service provider and customer have clear and unam-
biguous expectation of the level of service being delivered [Hunnebeck 2013: 106]. Ser-
vice Strategy should provide the guiding framework for Service Level Management in the
form of higher level targets that both services and service levels should meet. Strategy’s
purpose is to identify customer’s needs, both utility and warranty, and ensure that the
service provider is able to meet those needs. The Purpose of SLM in this instance is to

provide a framework and standards, based on which it is possible to negotiate Service
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Level Agreements, warranty terms, with the customer. Additionally ensuring that all re-
lated processes and documents are appropriate for the agreed Service Level Targets.
[Cannon 2013: 257] Key concepts in ITIL Service Level Management are plentiful and
five of them are briefly explained in the table below to provide more in-depth understand-
ing to the intricacies of SLM.

Table 9. Service Level Management Key Concepts [Orand 2013: 130].
1. Service Level Agree- Written agreement between Service provider and cus-

ments (SLA’s) tomer to define key service targets and responsibilities of

both parties.

2. Service Level Require- Customer requirement specification for an aspect of the
ments (SLR’s) service.

3. Service level Target Commitment for a specific level of service derived from
(SLT) SLR.

4. Operational Level An agreement between internal parties (inside the service
Agreements (OLA’s) provider company) to support services.

5. Underpinning Contracts OLA between service provider and an external third party.
(UC’s)

As seen from Table 9, when defining the activities within the Service Level Management
Process the following key activities should be addressed. First determining, negotiating,
documenting and agreeing requirements for new or changed SLR’s, and managing and
reviewing them through the service lifecycle into SLA’s for operational services. Sec-
ondly, monitoring and measuring that service performance achieves the levels defined
in the SLA’s. Thirdly producing serviced reports based on findings from item number two.
Fourthly conducting reviews and identifying improvement opportunities in regards to cus-
tomer satisfaction and contracts. Finally providing appropriate management information
to aid performance management and demonstrating service achievement. In addition to
the key points listed the following supporting activities should also be implemented. De-
signing and maintaining SLA frameworks inside the up to date and maintained SLM pro-
cess and providing both standardised documentation and assistance to Design Coordi-
nation and Service Catalogue Management [Hunnebeck 2013: 109]. According to
ISO/IEC 20000, SLA’s should be managed with the Service Level Management, SLM,
process.

The SLM process should define, agree, document, monitor, report and review the
services delivered. In order to ensure that delivery of the services is achievable,
managed and in alignment with customer requirements and business needs. [Finn-
ish Standard association 2014: 32]
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The SLM process should encourage both service provider and customer to develop a
proactive attitude towards service improvement and foster joint responsibility on the ser-
vice in question. Customer satisfaction can be identified as one of the most important
parts of SLM, but it has to be considered as a subjective measure. The service targets
set within the SLA are more objective measures for the service performance. [Finnish
Standard association 2014: 35]

SLM process should work closely with the business relationship and supplier man-
agement processes to manage both customer satisfaction and to achieve service
targets. [Finnish Standard association 2014: 36]

The SLM process interfaces with business relationship management and supplier man-
agement to ensure that “delivered services and service targets are aligned with business
needs and customer requirements”. [Finnish Standard association 2014: 32]

The scope of Service Level Management should enable it to ensure that all services are
designed and delivered to meet their targets. This should include both services currently

being delivered and future services potential requirements.

SLM needs to manage the expectation and perception of the business, customers
and users and ensure that the quality (warranty) of service delivered by the service
provider is matched to those expectations and needs [Hunnebeck 2013: 106].

SLM also provides value to the business in the form of “ongoing review of service
achievements to ensure that the required and cost justifiable service quality is maintained
and gradually improved [Bon et al 2010: 197] To achieve this SLM should create and
maintain SLA’s for all current services and manage the level of service provided based
on these SLA’s.

When developing the service level requirements, SLR’s, which are the basis for SLA’s,
the higher level goals usually come from the strategic level, in ITIL from Service Strat-
egy’s Portfolio Management and Business Relationship Management. The SLM process
continues to refine and determining additional SLR’s to the detailed, measurable level
needed for designing of the service. When defining the Actual Service Level agreements
this information from SLR’s is required. The SLA should be developed alongside the
service development process and should be close to finalization when the service is in-
troduced into live use. When the SLA is developed the SLM process must work in ac-
cordance with it to ensuring that targets are achievable and that all involved parties have
unambiguous expectations of what is required of them in regards to the SLA. SLA’s are

an iterative document and might change during the lifecycle of the service, but only
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based on mutual agreement following agreed procedures between provider and cus-
tomer. When the service and the SLA related to it are in use, the performance of the
service against its set service level targets should be monitored. Any discrepancies
should be addressed and rectified according to the agreed processes. [Hunnebeck 2013:
112] This also involves the Service Operation function of the ITIL lifecycle where re-
sponse to issues should follow the agreed steps in SLM process and SLA, OLA and UC
documents [Steinberg 2013: 53].

When both SLM process and SLA guidelines have been created there are many issues
that will trigger an action from the SLM process. The main triggers would be a change in
the service specification requiring a change in the active contracts and service level and
a breach of agreed service levels on an active service. When SLM process is running it
is dependent on multiple sources of information, in this context they are Service Strategy,
Service Portfolio and Service Catalogue. Multiple other processes and functions are also
dependent on the SLM process. These are for example service performance reports on
how well the Targets in agreed SLA’s are being met and improvement suggestions based
on this information. Another important output are the standardised SLR, SLA, OLA and
UC standard templates and frameworks used in Service Design and Development. With
these and other outputs the SLM process provides accurate information about services
and their interfaces and dependencies to Service Catalogue Management including
identifying customers that need to be engaged by SLM to communicate regarding the
service provided. Regarding design coordination SLM plays a critical role in this through
the development of agreed SLR’s and the assigned service targets the service must be
designed to achieve. [Hunnebeck 2013] The process should also provide the supplier
management process with information related to new service requirements that might
result into changes in the supplier contacts. In addition SLM should provide other man-
agement information to ensure that service reviews can be conducted. Finally the SLM

process should:

Negotiate, agree and document requirements for new or changed services through
service level requirements documents, and should then manage and review them
through the service lifecycle, creating signed SLAs for operational services [Finn-
ish Standard association 2014: 32].

As shown earlier, according to ISO/IEC 20000 each service should be listed in a cata-
logue of services. In addition to the issues addressed earlier for each service which is
being delivered to customer, one or more SLA’s or Service Level Agreements should be

agreed with the customer. In the SLA the, service provider should take into account
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agreed service targets, workload characteristics and exceptions. The agreements should
be reviewed with the customer upon pre-agreed intervals. Changes caused by these
meetings or other reasons should be controlled by the change management processes
of the service provider. The service catalogue should include information about SLA’s to
make sure they are aligned with the general offering. Service provider should also mon-
itor trends and performance of the services against agreed service targets, both internal
and external, at planned intervals. SLA’s may also require additional contracts between
the service provider and external suppliers or other internal groups. These supporting
contracts witch external entities are known as underpinning contracts and internal con-
tracts are known as operational level agreements or OLA’s. Both of these possible con-
straints should be taken into account before agreeing on a final SLA with the customer.
[Finnish Standard association 2014: 32] SLA is a document that describes the service
and service target specifying responsibilities for both service provider and the customer.
The SLA should cover all the necessary components to complete the delivery customer
requirements, business needs and the capabilities of the service provider. They should
be the defining characteristics of the SLA document. The targets set in the SLA should
be defined from the customer’s perspective. Information in the SLA should follow at least
the minimun requirements shown in the Table 10 below. Some of the information should
also be included in the service catalogue document and can be referred from in the SLA.
[Finnish Standard association 2014: 33]

Table 10. Minimun Service Level Agreement Detail According to ISO/IEC 20000 [Finnish Stand-
ard association 2014: 33]

Brief service description
Validity period and/or SLA change con-
trol mechanism

Change approval details

Brief description of communications Including reporting, review frequency and
schedule.
Service hours E.g. 09:00 hto 17:00 h, date exceptions, e.g.

weekends, public holidays, critical business
periods and out-of-hours coverage.
Scheduled and agreed interruptions to Including notice to be given and number per
services period.
Customer responsibilities E.g. correct use of systems, adherence to
the information security policy.

Service provider liability and obligations  E.g. security.
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Impact and priority guidelines

Escalation and notification process

Complaints procedure

Service targets

Upper and lower workload limits E.g. the ability of the service to support the

agreed number of users/volume of work,
system throughput.

High level financial management details E.g. charge codes.

Actions to be taken in the event of a ser- Including both incidents and disasters, are

vice interruption normally referenced from the SLA.

Glossary of terms

Supporting and related services

Any exceptions to the terms given in the

SLA
The above eighteen issues, shown in Table 10, are defined by ISO/IEC 20000 as integral
parts for any SLA. Not all of the above mentioned issues need to be included in the same
document, but could also, for example, be provided as additional standard document,
which are common for all services. This is only viable if the additional documents are
under some sort of change management processes that maintains and keeps them up
to date. This could be for example the SLM process. [Finnish Standard association 2014:
34]

4.5 Conceptual Framework

As shown in the preceding section, the best practice of service design is greatly concen-
trated around the ITIL framework and ISO standards. The fields identified as needing to
be improved are knowledge about service design in the company — Service Strategy,
common service design processes, called Design Coordination by ITIL, Service Cata-
logue Management to make these changes visible and Service Level Management to
enforce and monitor the performance of the services once they have been defined and

specified in a unified format.
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* Design Thinking [Lockwood]

* Principles of Service Design [Stickdorn et al]
« Strategic Principles behind Service Design

« ITIL, ISO

« Differences between Products and services

==l Design Coordination

» Common Service Design processes
* ITIL [Hunnebec 2013, Orand 2013], ISO 20000

Service Catalogue Management

+ Service Design Visibility
* ITIL [Hunnebec 2013, Orand 2013], ISO 20000

pr— Service Level Management

* Service Design Enforcement
* ITIL [Hunnebec 2013, Orand 2013], ISO 20000

Figure 21. Conceptual Framework

The main function of Service Designs is to provide services that provide both value to
the customer and benefit, usually financial, to the service provider. In ITIL this value is
divided into two separate but connected components; utility and warranty. Utility defines
if the service is suitable for the intended purpose and warranty defines if the service is
suitable for use. [Orand: 2013] Service design being a holistic viewpoint with user-cen-
tred, co-creative approach based on evidencing and sequencing it can be seen as an
idea open for co-operation with different disciplines. [Stickdorn et al 2011] As noted
above, based on ITIL, service design is part of a larger complement of ITIL framework,
which can be implemented in a suitable level to the case company and expanded later if
deemed appropriate [Hunnebeck 2013]. From a management point of view Service De-
sign can be seen as an extension of company’s strategic vision, especially on Service
Strategy, being the implementing arm of it. Companies should have a clear design strat-
egy and policy for services and it should be aligned with business strategy to bring design
thinking to support it. [Lockwood 2010] Traditionally services are treated much like a
product and this can have problematic side-effects, it has been said that products usually
operate in silos and specialize in only one thing. This should not be the case with services
as it will result in a broken user experience and diminished value for the customer, and

thus also for the provider. [Polaine et al 2013]

Design coordination based on ITIL should cover and govern all processes related to ser-
vice design, providing a common framework and reference on how the services should
be run and designed. Assisting and supporting each project through all the service de-
sign activities and processes. This is done by creating, maintaining, reviewing, measur-

ing and improving the performance of all service design activities and processes. This is
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greatly supported by ensuring that all services and service models conform to strategic,
architectural and other corporate requirements. There are two different kind of activities
in design coordination, general ones for the overall management of service design and
specific for each service being designed. These are all incorporated in the service spe-
cific output, SDP’s, Service Design packages, which should provide all the necessary
information for the lifetime management of a certain service. In ISO/IEC 20000 it is said
that standard documentation and processes should be created, maintained and enforced
for all design activities. In ISO standard it's called Service Management System in ITIL
it's known as Design Coordination. With both of these approaches a PDCA cycle should

be observed.

Service Catalogue Management in ITIL is the process where all services are listed, and
information about them is maintained. It is said to be “one of the most important concepts
in the effective and efficient operation of services” [Orand 2013: 122]. Service catalogue
management concentrates on defining and documenting service definitions and descrip-
tions for all services and interfacing between service design and service strategy to re-
ceive information and provide input to the service portfolio management. The primary
output from service catalogue management is the service catalogue, which should be
the single source of consistent information about the service provider’'s service offering.
Service catalogue should be built in a way that’s clear to understand and easy to access
for all stakeholders. What information should be made available in the service catalogue
is clearly defined within ISO/IEC 20000 and explained earlier in best practice.

Service Level Management as defined by ITIL is a process where the service levels
agreed with the customers are monitored and enforced and the goal is to make sure that
all services are delivered to the agreed targets. This is maintained and enforced by in-
ternal and external requirements, contracts and agreements, SLA’s, SLR’s, SLT’s, OLA’s
and UC'’s. It is the responsibility of SLM to keep them in balance from the design to the
operation of the service. These defined service levels are a compromise between cus-
tomer value, service design limitations, reasonable cost, and agreed upon levels be-

tween customer and provider.

Combining these fours topics, Service Strategy, Design Coordination, Service Catalogue
Management and Service Level Management will provide any company with solid
grounding on where to expand their Service Design and Management capabilities fur-
ther.
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5 Building Initial Proposal

This section merges the findings from the Current State Analysis with the Best Practice
compiled on the Conceptual Framework and additional ideas and suggestions gathered

with Data 2 into the Initial Proposal.

This Section starts with findings from Data 2 being explained. This is followed by the
reasoning behind the Initial Proposal. The third part is on the Initial Proposal. The Pro-
posal and the reasoning behind it are presented in four distinctive but intertwined parts.
These parts are: Service Strategy including general knowledge about Service Design;
Design Coordination including guidelines for service design processes and practices;
Service Catalogue Management concentrating on how the case company’s service of-
fering should be presented and maintained; and Service Level Management suggesting
how the service levels and management could be handled in the case company. Follow-
ing the completion of the Initial proposal, it is piloted in part four, with a service to see
how well the theoretical models work in practice. This section ends with the feedback
gathered from the Piloting, which starts Data 3.

5.1 Findings From Data 2

Data 2 is a summary of three separate data sources. Its basis is on the initial interviews
carried out for the CSA. Improvement suggestions and ideas received during those in-
terviews are presented here followed by data received from a workshop arranged by the
Management team of the Case Company’s Service function. The third leg for this tripod
of data is a benchmarking session arranged with a midsized service provider company.
One of the main issues raised during the Interviews was the lack of defined processes
for the Service Design and Development. No actual new service design has been done
in the company yet but the following process has been suggested. The flow of the sug-

gested process would go as shown in the figure below.

» Would customers
really need this?

» What would be the

main selling points?

Figure 22. Iterative Service Development [Data2, Interview 1, 6].

« Developing based
on initial Feedback
* Are customers « Presented To * Further
interested? Customer Development
« Feedback + Actual Service
Starts to form
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As shown in Figure 22, the process is incremental starting with the initial concept of an
idea that would be introduced to a specific customer or a group of customers to see how
they react to it initially. Based on the feedback the idea is then developed further and
presented again or scrapped if the customer reaction is not positive enough. The driving
force behind the process is a perceived customer need. If no need can be identified with
the targeted customers then the service idea is not worth pursuing. Provided that the
customer response continues to stay positive the iterative process also continues until a
viable service has been created. This approach is the opposite of the traditional product
development approach where the provider builds a completely ready product based on
a perceived customer need, before releasing it to customer comments. As phrased by

one of the interviewees:

I would start service design with customer need and move onward from there, try-
ing to move the initial idea towards the customer’s vision of most added value.
[Data2, Interview 1]

There is always the risk that the customer does not actually know what they want. With
this suggested approach there is the possibility to fail fast, with minimal risk, if no com-
mon ground can be found. A similar type of approach has also been recently tried in the
company’s product design, successfully. [Data2, Interview 1,6] Another open issue is the
cut-off point. When a certain service is under development, what is the point when the
service can be considered to be ready? Is it when the solution is coded and ready ac-
cording to development? Who is in charge of the transition from development to service
deployment? [Data2, Interviews 1,2,3] A third issue is how to handle intangible services
like consultations and trainings [Data2, Interviews 1,4]. In the current model, each Ser-
vice Manager is responsible for their own services, which are identified as services.
There is no designated person for transitions. Currently it would be the owner of the
whole Service Management framework, i.e. one of the Service Managers. The lack of
defined processes after Service Design has been completed is another major issue for
further study, but will not be covered in this thesis. Another issue, which was noted during
the workshop, was how to divide responsibility between “Service Manager” and “Service

Owner”. And the suggested approach can be seen below. [Data 2, Workshop]

Service Manager (SM) Responsibilities

* Pricing model & product codes (*) * Product description (*)

* PMT approval (needs business case) * Value Proposition Canvas

* Product Manager and Service Owner defined * Service Definition, including:

« Contract/Agreement template (*) * Blueprint/instruction/checklist
» Marketing material (*) * Manual/user guide (*)

* Service Level agreed internally (with SM)
* Resourcing / Production plan
* Personnel training arrangement

Figure 23. Service Responsibilities [Data 2, Workshop]
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As suggested in Figure 23 above the responsibilities should be clearly defined. Another
issue that was raised during the interviews was the minimum required information in the
Service Catalogue, in regards to customer facing services. In this, the points that were
brought up were Service Name, Service Owner, Product Manager and if the Service is
included in Service Revenue calculations. In addition it was suggested that the Service
Design Package should include the following documentation in addition to the standard
ITIL/ISO scopes: Pricing Model and Product code, Marketing Material, Contract/Agree-

ment Template. [Data 2, Document 23]

From the benchmarking company’s perspective the approach is quite similar to the ideas
suggested by the best practice review. They are following ITIL enhanced by SIAM (Ser-
vice Integration and Management), which is a framework built around ITIL but from the
perspective of the customer. In their case the main driver has been an outsourcing pro-
cess, which requires that everything related to services and their processes is properly
documented. From a top down approach their portfolio management processes are not
yet on the desired level, as the only parts of the portfolio are the new development items
list and a service catalogue, which are not directly linked. This is an issue they saw as
needing improvement in their organization to get a comprehensive view of the current

and future offering. [Data2, Benchmark]

The process from idea to development follows a clear process, starting from Demand
Management where the initial idea is prepared to a presentable form, using standard
documentation. This is followed by processing it in the Strategy and Architecture unit
where the general guidelines and framework for the project is set. At this time the deci-
sion to continue or dropt the idea is also made. If the development is decided to be taken
further, a project development team is the formed by bringing together suitable experts
from around the company. The roles of Project Manager and Service Owner are as-
signed. Actual development is usually done by subcontractors. In regards to documen-
tation related to service design, they have set certain milestones for their process flows
when a certain set of documents needs to be ready. To a certain extent, these can be
updated and amended later if changes occur. Initially these documents should be pre-

pared during the strategic phase of service planning. [Data2, Benchmark]

We try to minimize the amount of documents, in an agile sense, because it can
often kill the whole process if there’s too much bureaucracy [Data2, Benchmark]

In this documentation, which is stored in an ESM system’s CMDB. They include general

information about the service and it links to documentation stored in other systems like
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contract management for SLAs and UCs. The Service Level Management responsibility
is divided between Service Managers who have the overall responsibility of their Service
and Service management Office that has the responsibility to monitor the overall perfor-
mance of all services and provide assistance to Service managers if needed. Regarding
service level monitoring they also noted that they should be tied to KPIs so that they can
more easily be shown to have business relevance. The benchmarking company is about
a year ahead of the case company in their implementation of a centralised service design

and management. [Data2, Benchmark]

5.2 Reasoning Behind Initial Proposal

As was clearly visible during the current state analysis the company’s service design
initiatives are, at this time, in a low maturity level. The knowledge about service design
is also limited. The first step would then be to educate the involved personnel in the field
of service design. This applies to both standards and frameworks like ITIL and ISO and
general service design thinking as well. Stakeholders cannot be expected to make in-
formed decisions if they do not possess the necessary background information in the
fields in question. This infusion of knowledge should start from the strategic level in the
case company. Knowing the difference between products and services and how those
differences should be spread onward from the strategy and addressed, throughout the
company. If there is no higher level support for this kind of development, changing the

way things are done and perceived is close to impossible.

As seen in the Current State Analysis the company is undergoing a strategic renewal
and update process. While all details of the new strategy are not clear yet, it can be seen
that the goals are to be more service oriented and service minded. This should provide
the strategic support for the changes proposed in this section, but as strategy decisions
are outside the sphere of influence this thesis can affect, this is the most we can hope
for from the strategy perspective. The case company has a relatively new process for
portfolio management. This process as explained in the CSA has so far been only used
for product development projects and is seen internally as quite ready for service devel-
opment also. As product and services development differ on some parts it is not com-
pletely ready for service development, but can be adjusted to meet those requirements
with some minor modifications. As said earlier this is outside the scope of the matters
the thesis can directly affect and as such can be considered as suggestions to improve

and no ready-made processes are suggested for portfolio management.
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Design Coordination

When talking about designing new services, or improving the old, the case company has
no defined processes. Some basic principles, like the portfolio funnel explained and ad-
justed earlier in this section can be, with small modifications co-opted to support Service
Design and Design Coordination. During the CSA it was seen that even though no pro-
cesses have been defined, some ideas have been thrown around and considered as to

how the process for designing new services should be coordinated and approached.

Semvice Catalogue Management

As seen in the Current State Analysis, the Service Catalogue management, as well as
Portfolio management, which was addressed earlier in this section, are not in an optimal
state in the case company. The Service Catalogue is one half of the Current Offering
part of the case company’s Portfolio and based on the strategic goal of the company, it
will be the faster growing part. As stated in best practice the service catalogue is the
primary source of consistent information on all operational services. The main function
of the service catalogue management process is to maintain and keep the Service Cat-

alogue up to date and aligned with the portfolio.

Service Level Management

Currently the case company does not offer any Service Level Agreements to customers,
but in preparation for it, internal Service Level Requirements and Targets should be set.
The case company should also conduct a full survey of all services and products that are
provided by suppliers and chart the currently agreed levels of services and dependencies
for each of them to make sure no requirements are set tighter than what is specified with

suppliers in underpinning contracts.

Summary
As stated above four problem areas were identified based on the Current State Analysis

that were investigated and addressed in the Conceptual Framework.
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Service Strategy

* Design Thinking [Lockwood]

* Principles of Service Design [Stickdorn et al] _
« Strategic Principles behind Service Design Lack of Knowledge [CSA 14-18 |
*ITIL, ISO

« Differences between Products and services

Design Coordination

« Common Service Design processes .
+ITIL [Hunnebec 2013, Orand 2013], ISO 20000 Lack of Processes [CSA 25-26]

Service Catalogue Management

* Service Design Visibility Lack of Overview [CSA 26-29]
« ITIL [Hunnebec 2013, Orand 2013], ISO 20000

Service Level Management

* Service Design Enforcement Lack of FoIIow—up [CSA 29_30]
*ITIL [Hunnebec 2013, Orand 2013], ISO 20000

Figure 24. Development Areas Identified.

Service Strategy addresses the lack of knowledge about Service Design and Manage-
ment in the case company. Design Coordination addresses the lack of processes in the
field of Service Design. Service Catalogue Management helps to showcase and clarify
the current status of the service offering in the case company, and highlights the suc-
cesses from Design Coordination. Service Level Management addresses the lack of fol-
low-up in service related activities in the case company by providing ways and means to
monitor and report on the Service Levels and performance once they have been agreed

on.

5.3 Initial Proposal

As explained above, in the reasoning, the proposal is divided into four categories. In
addition to this it is divided to two major improvement types, processes and documen-

tation.

5.3.1 Initial Proposal Processes

Service Sirategy

Firstly in the process it should be clearly defined who should take part in the Portfolio
Management Team meetings, both as permanent members and as experts of a certain
field when a need arises. This should include, in addition to the current ones listed in
CSA, the Service Managers and Chief Service Owners, if such a role is created in the



64

case company, to mirror the same structure used on the Products side. It should be
clearly defined whether services are being discussed or, in fact products. The ambiguity
serves no one, and is bound to cause confusion when talking about different require-
ments. Secondly the process on how new ideas are added or submitted to the portfolio
funnel should be slightly updated. As seen in Figure 25 below, the process has changed
from the existing, but not clearly documented, Funnel process. Changes can be seen in
green and they include adding the initial distinction between Services and Products and
requiring tighter interaction with the Service Portfolio documentation. In addition, the Ser-

vice Design Package creation should be started as early in this process as possible.

Portfolio Management Process Flow [Funnel]
Define Responsible Product
Service or Product Developme| [+
Manager Further development required nt Pr:)cess
-
” ¥ . Uraus D e
o Add to the Portolio eview "Require figue o elvenin Product
g . d t— inf tion” Portfolio Document
& Submit idea to the ocumen information™ - ans Status set
e Funnel Pipeline as document and g Approved “Under
g “Funnel” update if needed Development”
o
3 Service
g Not in linf with Strategy
5 — -
a Mark as “Not Serylce
approved” in Stop development Design
Pipeline Document on the Idea. Process
No
n - - Prepare “Required .
'8 Define Initial Information” - y qui Casona .
= SDP document es PMT Yes e idea? No»{ Do Nothing
9 rovat?
wv
IV‘U
1] Prepare “Required
5 P
s Information” - Reasonable )
3 document idea? No-+{ Do Nothing
o
Service
y Product:
2 Idea Service
c
<

Figure 25. Portfolio Management Process Flow [Funnel] — [Old = Black; New=Green]

When possible, the distinction if the new idea is a service or a product should already be
known, but could also be adjusted later on during the portfolio funnel process. This be-
comes easier once the knowledge of the differences between products and services is
more widely known inside the case company. As such the following changes should be
made to the “required information” —form for funnel submissions. In the summary page
there should be a box to tick if the new or changed idea is a product or a service. The

document should not refer directly to products or services, but concentrate on the idea.
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If it's not clear if the final outcome is a product or a service this could be left blank. At this
point, if the idea is identified as a service, the following points should also be considered
under risks: What would be the initial requirements for service levels and what if any of
the current services are related to the new service or what existing services this new
service will be dependent on? How would these new required service levels affect exist-
ing services and their service levels, and what would be the needed investment to main-
tain the existing service’s levels when a new service is introduced? In addition to the
“required information” —document if the idea is identified the creation of a Service Design
Package should be started, which will be explained in more detail later in the proposal,
when talking about Design Coordination. This whole process should also be made more
transparent to the rest of the company to lower the threshold to solicit and submit new

ideas from employees as well as directly from customers to some extent.

Firstly, there should be clear and distinct processes for how a new idea is taken from an
idea to service. This is covered in the section about Strategy Process with the modifica-
tions suggested to the existing Portfolio Funnel process. Additionally the Funnel ->
Roadmap -> Release plan approach framework used in Product development currently,
explained in the Current State Analysis and shown below, can be used as such for the
development of software based services.

Release ﬁ
Plan

* Development Funnel
* Epics *New Ideas to
«Features Roadmap
« Stories
*Task
Roadmap

* Refining ideas
for development

Figure 26. Service Software Development Cycle

The only major difference when using this approach for Software as a Service should be
the timing and added communication with the potential customers. Services are devel-
oped and deployed in a much faster pace than products, and that should be taken into

account. When developing any service the following process should be taken into use.
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Service Design Process Flow
Release
old Update SDP for
Service
Portfolio Tran;ition
Managem .
. A t
ent as the Initial SDP New or Changed ssing to a Update
’ New= developmen P
Process been defined? Service? t“t » Update SDP Service
Flow eam Catalogue
[Funnel] -
No Yes
—
" Define Initial
8 SDP
E—, . No Are requirements
) fullfilled?
Software No
Prepare Yes—»| | Developme
initial  «=——No nt Process
version.
RqueS[ Request Additional
Initial Develop Feedback from Develop
Feedback » Based on } » Based on [«Internat
Customer (Possible Internal Problem?
from Feedback Feedback
Demo)
Customer
£ Provide Provide | |
2 Feedback | Feedback
E]
© T Customer

Figure 27. Service Design Process Flow — [Old = Black; New=Green]

As shown above, there is a distinctive division between services developed as a software

versus other type of services. Secondly it should be clearly defined, who is in charge and

responsible for maintaining and implementing these processes. The person in charge of

Design Coordination should ensure that the decisions made in the strategy are reflected

in the Service Design processes and coordinate that all service design activities and

resources ensure a consistent design. This can be most clearly seen from the produced

service design packages, SDPs, which should be the main output from Design Coordi-
nation. The case company should define processes to design, monitor and maintain the
service development. The highest level process should be the Service Management Pro-

cess or Design Coordination Process as defined by ITIL.
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* Plan resources and
capabilities

« Define and maintain
policies and
methods

» Manage decision
risk and issues

*Coordinate
activities

ﬂh
q"y

Figure 28. Design Coordination Process

This process is the overlying process which monitors that individual service design pro-
cesses follow the commonly approved guidelines and processes in a traditional PDCA
cycle. Each individual Service Design should follow the Service Design Process that gets
its input from the Portfolio Management Process and provides a ready service with a
complete Service Design Package included. As seen in the Service Design Process Flow
in Figure 27, SDP is an integral part of the Service Design process and must be kept up
to date during the course of service development, starting from the Portfolio Management
process up to individual Service Design Process until Service Retirement. The composi-
tion of the Service Design Package is explained in the Documentation part of the Initial

Proposal.

Semvice Catalogue Management

In the case company, the Service Catalogue Management process actions should be tied
to the general level Design Coordination Process as most changes to Service Catalogue
originate from either minor changes made during service development or major changes
made through Portfolio Management, both affecting the SDP’s that are monitored by the
Design Coordination process.

Change in Update Service

Service [SDP] Catalogue

Figure 29. Service Catalogue Management Process.

When SDPs are correctly prepared and maintained, and Design Coordination processes
followed the Service Catalogue will maintain itself almost automatically by being updated
every time a change is made to any SDP.
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Service Level Management

As the Service Level Management process is also specified as circular, though a bit more
complex process than the Design Coordination Process suggested earlier, its functions
could be also included in the same overall Service Management Process. Defining the
service specific Service Levels should be a separate sub-process run in conjunction with
the Service Design Process, which would be triggered by any changes made to the ser-
vice('s) its related to. The Service Level Management Process cycle that would be built
alongside the Design Coordination process and Service Catalogue Management Pro-
cess to create the higher level Service management Process would in general terms look
like the cycle shown below.

Review ™= Define

SLR's SLR's
Report Negotiate
SLT's SLA's
Monitor Agree
SLT's SLA's
Deliver -’
Service

Figure 30. SLM Process for Managing Service Levels.

The cycle shown in Figure 30 is a circle process than runs indefinitely to define, monitor

and improve the SLR’s and other SLM components continuously.

Processes Summary

As seen earlier each of the supporting processes are continuous cycles with some out-
puts and inputs to other processes. With these processes requirements are defined,
agreed, monitored and reported on a continuous agreed upon time interval. Based on
the gathered information processes and definitions should be constantly improved and
developed to provide added value for the customer and efficiency improvements to ser-
vice provider, the case company. There are in total five new suggested processes and

one updated process. These processes and their interconnectivity is shown below.
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Service Management Process Flow
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Figure 31. Service Management and Adjacent Processes — [Old = Black; New=Green]

Four of the above shown processes are circular in nature, and should be run on a con-
tinuous basis. They are also triggered by changes in other processes such as the newly
suggested Service Design Process, which triggers changes in all four.

5.3.2 Initial Proposal Documentation

The case company should develop a clear and consistent Service Portfolio Management
system. Currently the only document containing most of the information that should be
included in a Service Portfolio is scattered between multiple locations, upcoming services
shown in required information documents and PMT meeting memorandums. Current and
retired services, and products, are scattered to two distinct places, the “Product Master”
and the first draft of the Service Catalogue. The product master currently containing the
sales related codes for all the products and most of the services could be the basis for a
future portfolio document for both products and services. The refined document should

be divided into three major sections, as shown in Figure 32.
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Pipeline

*|deas under development
*Link to Required data -
portfolio funnel document

Current Offering Retired Offering

* Services and Products that +Old Products and Services
can be sold to customers that are not sold anymore

* For Products link to Product * Retired unique ID-number

Definitions (retired, cannot be sold)
* For Services link to Service

Catalogue
* Unique ID-number for each

item (can be sold)

* For Services link to SDP -
draft

*No ID-number (cannot be
sold)

Figure 32. Portfolio Offering

As seen in the Figure 32 above, the first part of the new document is the pipeline, which
would contain information about the services, and products currently in the company’s
portfolio funnel process. Each line item would be linked to a required information docu-
ment for both services and products, which was explained earlier and additionally include
a link to Service Design Package draft version, which was created during the initial Port-
folio Funnel Process. The second part would be the current offering. It should include
each of the offering items, be it a product or a service, as a simple line item with its
unique ID-number that is used for sales purposes. It should also include links to other
general information, for products to the Product Definitions and for services to the Ser-
vice Catalogue, which will be addressed later in this proposal. The third and final part
would be the retired services, or products, that are no longer being sold but information
on them should still be stored for possible future development or other uses. These line
items should have links to the same items as the current offering, but they should be
stored on a separate location to avoid confusion between different services, or products,
and should be clearly marked as retired.

The three faceted approach suggested above for portfolio management follows the ITIL
principles for Service Portfolio Management and expands based on it, to include the cur-
rent way the case company is offering both its Products and Services. With this approach
the benefits of the Service Portfolio approach can be taken into use without adversely
changing the current way of working in regards to Products in the case company. This
approach also gives a better overview of the whole offering of the company, compared
to the current approach where information is scattered to multiple locations in multiple
formats. Due to this better overview the Portfolio Management team for example can see
all ideas in the pipeline (funnel), and compare how they complement or conflict with the
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current offering. This also increases transparency of the case company’s service and
product development targets, when these document's and processes are visible to a
larger part of the company. This also supports a more open view to the lifecycle man-

agement of the case company’s offering.

Design Coordination

The initial defining of the Service Design Package should start as early in the lifecycle of
the Service Design as possible. Optimally this means already before the Portfolio Man-
agement Funnel phase, if the Idea has at that point been identified as a service. At the
latest, the defining should start after the funnel process when it's clear it is a Service.
The SDP can be one or multiple documents per service, but it can quite clearly be divided
into four distinct segments that would create five separate documents. The First seg-
ment, Initial Service Requirements, would be the continuation of the “Required Infor-
mation” —document created during the Portfolio Funnel Process. This document should
contain information about the initial documented and agreed business requirements and
a definition on how and where the service would be used. Additionally it should contain
information about the stakeholders of the service, including business and customer con-
tacts. Combining the existing “Required Information” document and the SDP guidelines
would result in the following information, shown in Table 11, being included in the Initial

Service Requirements document.

Table 11. SDP: Initial Service Requirements

Category Sub Category Description
Idea [New or existing line item in Portfolio Mas-
ter]
Author
Date
Type [Service or Product]
> Short description What is suggested?
g Risks [Effect on the whole offering]
A Major assumptions [SLR’s]

Target Segments

o Affected Segments

‘_>U Problem What problem does this idea solve?
% é Value Proposition

E 3 Market size [billable units]

S Q—

§ 8 Targeted market share [billable units]
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Job Size [story points]

SLR Cost/Effect [€]

Other Direct Costs [€]

Revenue Revenue or/and cost savings resulting from

investment for the next 5 years (link to sep-

arate calculation)

Pricing Model

Other value to consider

Investment Summary

As shown in Table 11, This Initial Service Requirements document will have some cor-
responding fields in the Service Designh document. This should be handled so that the
Initial Service Requirements documents have the information agreed upon during Port-
folio Management Team approval of the service and that the following segment is the
living and updatable document. The second segment, which is concentrated on Service
Design, would be two or more separate documents, i.e. the main service definition and
the service level documentation related to it. The case company has its initial Service
Definition template covering the basics needed for Service Definitions. This Table 5 can
be found in the Current State Analysis section of the thesis. In addition to the currently
included information, it should be amended to include more information. In addition to
the Service Manager in charge, the document should contain information about the Ser-
vice Owner and a development team, if applicable.

The Initial Service description is already included in the Service Requirements part of
the SDP, but the current, and possibly evolving, description should be part of the Service
Definition. This part should also include the functional requirements of the service includ-
ing utility and planned outcomes and deliverables in a clear and standardised Statement
of Requirements. This should be followed by management requirements, stating all the
required information needed to manage the service including all supporting services and
agreements followed by how to control, operate, monitor, measure and report the ser-
vice. This should be followed by the actual functional definition of the service, including
different packaging and service options, components and infrastructure. This information
should include all dependencies to other services, products, processes and procedures.
In addition documentation prepared for the transition, and operation of the services
should be included, or links to them in other systems. In addition to all of the above the
Service Level Requirement and Management documentation should be included. This is

covered in more detail under Service Level Management section later in the thesis.
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Category | Sub Category Description
ID [Unique ID from Portfolio Management]
Name
Category
Status “Funnel” / “In Development” / “In Transition” / “In
Operation” / “Retired” / “Not Approved”
Service Type “Consulting” / “SaaS” / "Training” / “Commission-
ing” /....
e
-% Service Manager
% Service Owner
= Development Team('s)
g Customer Profile Who are the customers using this service?
8 Included in Service Revenue? | “Yes” / “No”
Service Description
Value Proposition
Utility
Planned Outcomes
- Deliverables
'§ Marketing Material [Link]
S Contract/Agreement Tem- [Link]
é plate
(O]
g Service Hours “24[771 “8/5” | ...
g Service Level Agreements [Link to SLR and SLA documentation]
§ [Warranty]

Technical Information

Model, packaging and service

options

Supporting Services

Dependencies including version numbers and re-

lationship.

Supporting Agreements

Internal and External Suppliers.

Supporting Infrastructure

Dependencies including version numbers and re-

lationship.

Service Components

Dependencies including version numbers and re-

lationship.

Related Processes

How is service provided/delivered to customer?

E.g. link to process descriptions.

Reporting

Measurements and Metrics, KPI’s.

Usage instructions

Links to manuals, user instructions etc.
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The third segment would be an organizational readiness assessment, containing a de-
tailed report and plan on the readiness of the company to provide such a service to
customers. This would be followed by the fourth and final segment, the service lifecycle
plan, which consist of the four main points seen In Table 13 below.

Table 13. SDP: Lifecycle Plan
Category Sub Category Description

Programme or a plan Covering all stages of the lifecycle of the ser-

o vice.

8 E
e ¢ £
]
n a >
c Operational strategy
o
S Objectives
c
(] .
= Policy
m .
2 Risk assessment
S c

S
3 = Plans

9 Operational strategy
& § Obijectives
[} o
e § Policy
v @ .
2 = Risk assessment
S c
o 5 8
n 2 B Plans

o Acceptance Criteria Acceptance criteria for progression through

Q) C 1
(&) [0) . .
> 8 = each stage of the service lifecycle.
3 & @ S w
N © o o =

The four points that are part of the fourth segment of the SDP currently fall outside of the
scope of the thesis, but are brought up as a part of the package for later consideration.
In general the SDP should include documents to cover the whole lifecycle of the product,
from the idea to retirement. These documents should follow a standard structure and
layout and be built in a uniform manner to make them easily understandable and main-
tainable. These layouts and standards should be created and maintained as well as their
usage monitored by the Design Coordination Process.

Semvice Catalogue Management

Service Catalogue should contain one line for each provided service with the general
information taken from the relevant Service Design Package and a link provided to it for
further details. In the case company the Service Catalogue should also be divided into
Service Groups to represent the different service families offered by the company. One

service group should also be created for the supportive services that are not directly
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visible to customers but which the customer services are dependent on. The Service
Catalogue should contain the following columns for each service as shown in Table 14.

Table 14. Service Catalogue Colum’s

Field Explanation ‘

Category The Service group the service in question belongs to [From
SDP]

Service Service Name [From SDP]

Type “Consulting” / “SaaS” / “Training” / .... [From SDP]

ID Unique ID linking service to Service Portfolio [From SDP]

Status “In Development” / “In Transition” / “In Operation” [From
SDP]

Brief Service Description [From SDP]

Service Owner [From SDP]

Service Manager [From SDP]

Service Design Package [Link to SDP]

Service Levels Link to SLM documents [in SDP]

Dependencies List of services, products etc. the service is dependent on
[From SDP]

Included in Service Revenue? | “Yes” / “No” [From SDP]
In addition to creating the Service Catalogue in a list type format, it should also be visu-
alized to clearly show the dependencies and identify the weak links and single points of
failures. In the suggestion the service catalogue is created as a part of a Portfolio docu-
ment that contains Pipeline, Product Catalogue, Service Catalogue and Retired solu-
tions. This is done in Excel due to the appropriate specialized systems not being availa-
ble in the case company.

Service Level Management

When defining these SLR, and especially when defining SLA’s the agreement templates
should be made by a legal contracts expert, but from a service design view the following
issues should be included in the documentation when creating the internal Service Level
Requirements. A Service Level Requirement document should be part of the SDP for
each service offered by the case company. If the service has multiple services that it's

dependent on, these should also be included or linked to.



Table 15. SLR Required Fields
Field

Service ID

Brief service description
Validity period

SLA change control mechanism

Change approval details

Brief description of communications

Service hours

Scheduled and agreed interruptions to

services

Customer responsibilities

Service provider liability and obliga-
tions

Impact and priority guidelines
Escalation and notification process
Complaints procedure

Service targets

Upper and lower workload limits

High level financial management de-
tails

Actions to be taken in the event of a
service interruption

Glossary of terms

Supporting and related services

Any exceptions to the terms given in
the SLA
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Explanation

ID of the service this SLR is related to [Links to SDP
and Service Catalogue].

[from SDP]

[Timeframe when said SLR is valid.]

When SLR is updated, what is the procedure to
change active SLA’s with customers?

How are changes for the SLR approved?

How communication related to SLR is handled inter-
nally and externally, including reporting, review fre-
quency and schedule. (Could be a separate general
document for all SLR’s.)

When is this service offered and what are the re-
sponse times in case of an incident?

Scheduled maintenance breaks and procedures
how to inform customers about them. Procedure on
how to do and inform about unscheduled mainte-
nance.

What parts of the service levels are the customer
responsible, why and how?

e.g. security, legal requirements.

Agreed, Measurable Service Level Targets.
e.g. Min and max user amounts for SaasS.

e.g. charge codes

including both incidents and disasters, are normally
referenced from the SLA.

Explanations of terms and abbreviations used.

List of services, with ID’s that the service in question
is dependent or related to.

Terms deviating from General terms, etc.

Maintenance and updating these documents should fall under the Service Management

Process specified earlier in this section. The parties responsible for this process should



77

also in addition to the actions specified in the process interact with BRM and other stake-
holders to get feedback and provide them with statistics on the actual reached service

levels.

5.3.3 Initial Proposal Summary

The initial proposal consists of four parts that are intertwined and highly dependent on
one another, and as such are presented as one proposal. As shown in Figure 33 below,

there are two different kinds of outputs from this proposal.

=] S€rvice Strategy

+ Design Thinking [Lockwood] - -
« Principles of Service Design [Stickdorn et al] Updated Service Portfolio and Funnel Pro-

« Strategic Principles behind Service Design
< ITIL, ISO
« Differences between Products and services

pre— Design Coordination

» Common Service Design processes
* ITIL [Hunnebec 2013, Orand 2013], ISO 20000

cess

New Service Design Process

and SDP documentation

= Service Catalogue Management

* Service Design Visibility .
« ITIL [Hunnebec 2013, Orand 2013], ISO 20000 Updated Service Catalogue
pr— Service Level Management — |

« Service Design Enforcement

« ITIL [Hunnebec 2013, Orand 2013], ISO 20000 New SLR Definition

New Service Management Process

Figure 33. Initial Proposal Summary

The tangible outputs from this proposal include an Updated Service Portfolio as part of
an updated Company Portfolio. This new Service Portfolio also includes an updated Ser-
vice Catalogue. Updated and documented Portfolio Funnel Process as the existing one
was not clearly documented and didn’t distinguish between Services and Products. This
is followed by a new Service Management Process that encompasses also the mainte-
nance processes for Service Catalogue Management and Service Level Management.
Additionally a new Service Design process is introduced as previously none existed. Fi-
nally as one of the primary outputs from both Funnel process and Service Design pro-
cess a new approach to Service Design Package is included, which covers the service
lifecycle from idea to retirement including Service Level Management documentation.
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5.4 Piloting Initial Proposal

This section discusses the piloting process for the initial proposal. It covers all the pro-
posed improvements and changes through the lens of a “new” idea going through the
proposed processes. The Idea in question is the case company’s Commissioning “ser-
vice”. This has not been seen as a service ever before, but more a part of a sold product
to the customer. During this piloting it will be transitioned from a part of the product sales

to an independent sellable service.

The Piloting was conducted in three phases. The initial phase was a meeting with the
Management Team of the Service Function in the case company. During this phase the
Initial Proposal was presented to all stakeholders. This was followed, in the second
phase, with the actual piloting of the processes and documents suggested in the Initial
Proposal. Finally, as the third phase after the Piloting was concluded another workshop
was arranged to discuss the usage and future of ITIL in the case company.

During the initial phase the suggested processes were gone through in a chronological
fashion, starting with the Service Strategy process, followed by the Service Design pro-
cess for Design Coordination and the three continuous monitoring and maintenance pro-
cesses for Design Coordination, Service Catalogue Management and Service Level
Management. This was followed by a presentation of the suggested new Service Portfo-
lio document and the approach behind it. After this the Service Catalogue, which is an
integral part of the Service Portfolio, was gone through followed by the Service Design
Package documentation, including Service Level Requirement document. During this in-
itial meeting not that many comments were received, other than in the form of general
comments like “looks good” and “this is going to the right direction”. One issue noted was
that the Service Definition Package should go into more detail in regards to the Service
blueprints and touchpoints, which are not currently addressed in those terms. Addition-
ally it was noted that the Service Portfolio and the Funnel process might be harder to
change, as they are part of the whole company’s portfolio, which is managed and main-

tained by the Products function. [Data 3, Management Team Meeting - Services]

The second phase, which was the actual piloting of the suggested processes and docu-
mentation, was done with the designated service owner of the planned Commissioning
service. The piloting started with going through the Service Management process, which

is the master process containing all the other suggested Service Design processes. The
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Process immediately leads to the Portfolio Management Process, which is internally
known as the Funnel. In this piloting case it had been decided that a Portfolio Manage-
ment Team approval was not needed to move forward with this services development.
As a direct result of this, the Funnel process was only briefly visited, but in general the
only difference to the existing old Funnel process is the division to products and services
and more ingrained linking to the portfolio. The flow was gone through and considered
to be reasonable. It was noted that the different states of service will have to be more

clearly defined. After this the Service Management moves to Service Design Process.

4, Wniat service R

Figure 34. Piloting Material

When going through the process, the first step is to see if the Service Design Package
has been defined. In this use case it was not prepared, so the first order of business was
to fill in the five Service Design Package documents. Document 1. Should be renamed
to be Initial requirements, as then it could also be used as a generic document to replace
the “Required information” document used for Portfolio Management Team presenta-
tions. Additionally the Risks slot should be divided to at least the following five groups:
Financial, Scheduling, Practical, Software and Contractual. In addition to this also Value
Proposition should be divided into seven sub segments: Customer Wants, Need and

Fears; Product/Service Benefits, Features and Experience; Substitutes.

In Document 2. it was noted that the Status field is redundant, as the same information
is recorded in the Category -field. In practice it was also seen that the Value Proposition
and Utility fields can be removed as they are already set in Document 1. Within Docu-
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ment 3. no changes were made, it was noted to be too heavy to do and maintain Read-
iness Assessments currently in the case company. For Document 4. it was noted that an
additional field for Service Retirement Plan would be needed. For Document 5. no
needed changes were noted. Once the documents were filled in the next step in the
Service Design process was to assign the development to a team. In the process there
are two ways for service development, software development and non-software devel-
opment. It should be clarified that software development refers to SaaS-development.
Additionally when doing other than software service development the initial version prep-
aration should be changed to Service Blueprint and touchpoint preparation. Other than
these points explained above, the Service Design process was deemed acceptable. In
regards to the smaller processes defined in Service Management process they should

be clearly named and some flows streamlined. [Data 3, Piloting]

The third and final phase of the piloting was the workshop with additional stakeholders
and future service owners. The scope of the workshop was ITIL usage in the case com-
pany’s Service function. Part of it was directly discussing the way to move forward with
Service Catalogue Management. During the workshop it was discussed which services
should be included in the Service Catalogue and how they should be grouped. It was
decided that only services that are customer facing should be included and that they
should be grouped to service families, which currently would be Training, Consulting,
Service Desk, Commissioning, SaaS, Performance Analysis and Lifecycle. Additionally
the following changes were suggested to the Service Manager and Owner responsibili-

ties, shown red in the figure below. [Data3, Documents 24,25]

Service Manager (SM) Responsibilities

*Pricing model & product codes (*) *Product description (*)
*PMT approval (e.g. business case, Value «Service Definition, including:
proposition canvas) «Blueprint/instruction/checklist
- Service Owner (and Service Manager) « Manualluser guide (¥)
defined +Service Level agreed internally (with
*Contract/Agreement template (*) SM), other performance & satisfaction
*Marketing material (*) metrics

*Resourcing / Production plan
*Personnel training arrangement

Figure 35. Service Responsibilities [Data 3. Document 25]

As can be seen above the value proposition preparation was suggested to be moved
from Service Owner to Service Manager as it would be the service manager’s job in the

initial Idea to Funnel phase of service preparation. [Data 3. Documents 24,25]
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6 Final Proposal and Recommendations

This section merges the results of the feedback received from the first proposal and

piloting to the final proposal, followed by recommendations on what should be done.

As seen in the piloting phase the scope of suggested or needed changes isn't that broad,
mainly concentrating on the fine-tuning of the suggested processes and documentation
to make them fit better to the current ways of working in the case company.

6.1 Final Proposal

As was done in the Initial Proposal, the Final Proposal also follows the model of dividing
the proposal into two parts; Processes and Documents. The proposal starts first by going
through the processes followed by the documents and culminating in a brief summary of
the final proposal. In the Initial Proposal the processes and documents were following
the order shown in the Best Practice section. The same practice is followed within the
final proposal, as seen in Figure 36 below.

=]  Service Strategy

* Design Thinking [Lockwood]

* Principles of Service Design [Stickdorn et al]
« Strategic Principles behind Service Design
*ITIL, ISO

« Differences between Products and services

Lack of Knowledge [CSA 14-18 ]

Design Coordination

* Common Service Design processes _
+ITIL [Hunnebec 2013, Orand 2013], ISO 20000 Lack of Processes [CSA 25-26]

Service Catalogue Management

* Service Design Visibility Lack of Overview [CSA 26-29]
« ITIL [Hunnebec 2013, Orand 2013], ISO 20000

Service Level Management

* Service Design Enforcement Lack of FoIIow-up [CSA 29_30]
*|TIL [Hunnebec 2013, Orand 2013], ISO 20000

Figure 36. Final Proposal Parts

As seen in the Figure 36 above, the building blocks are still the same: Service Strategy,
Design Coordination, Service Catalogue Management and Service Level Management.
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6.1.1 Final Proposal Processes

Service Strategy, being the guiding hand behind all decisions made in service manage-
ment and design is the natural place to start. New service ideas have to be handled in a
strategic level before any actual development work can be started. With the process
depicted below the way both new and further developed services and products are being
handled can be standardised and made more efficient. This can be done while still con-

taining and collecting all the information needed.

Portfolio Management Process Flow [Funnel]
Define Responsible Product
Service or Product Developme| [«—
Manager Further development required nt Process
E v 0 - - A
[ t Add to the Portolio Review “Initial Unigue ID given in Product
£ . n ” Portfolio Document
[ Submit idea to the document — Requirements” -
L ans Status set
ot Funnel Pipeline as document and q Approved Under
g “Funnel” update if needed .
° Development
g X Not in line with Strategy service
S -
a Define “1. Initial Mark as “Not ¥ Servl1ce
Requirements” approved” in Stop development Design
-—
Document Pipeline Document on the Idea. Process
[ Service
Yes /\
No > Type? Product-
Requires PM
) Aproval?
=
3
g R bl ( )
easonable .
E Yes idea? No Do Nothing
Devel t
evelopmen New Idea
Idea

Figure 37. Portfolio Management Process Flow — Final [New/Changed = Green, Old=Black]

The above process flow, in Figure 37, is a simplified and streamlined based on feedback
received during the piloting phase. Idea is handled as an idea until it becomes necessary
to define if it is a Service or a Product. This needs to be known at the latest when the
Idea is approved, or deemed as not needing approval and sent forward to further devel-

opment.
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Design Coordination

Once an idea has been deemed appropriate for further development it enters the design
coordination phase of the process. With these processes, the purpose is three-fold, i.e.
managing the overall service design processes, managing individual service develop-
ment and monitoring both for continuous improvement. The overall management and
monitoring of the service design is shown in the processes described below, in Figure
38.

Define and
Maintain v
Service Conduct
Design T reviews
policies and
methods
R T —
Plan Identify
Resources Improvement
and Opporturnitie
Capabilities $
o I
Coordinate . Act on
activities Improvement
Opporturnitie
]
Manage ¥
Decision Report on
Risk and Service
lssues Performanc
e
Design Coordination Continuous Monitoring

Figure 38. Design Coordination and Continuous Monitoring Flow’s.

As can be seen on the left-hand side of the Figure above, the process is a four-step
continuous loop. This loop consists of Defining and Maintaining Service Design policies
and methods, Planning resources and capabilities, Coordinating activities for the above-
mentioned and Managing Decision Risk and Issues. This circle, as well as the Continu-
ous Monitoring circle should be used to monitor all activities related to Service Design in
the case company to monitor, maintain and improve the set quality levels. The Continu-
ous Monitoring process, also shown in the above Figure, on the right side, is a similar
four step continuous loop aimed to continuous improvement of all related activities. This
is achieved with the common approach of; Review, Identify, Act and Report. The third
process included in the proposal from the field of Design Coordination is the process
used when designing or developing individual services, the Service Design Process,

shown in the Figure 39 below.
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Service Design Process Flow

Initial Planning and Documentation Final Documentation
Portfolio Update Release
Managem ) : Update SDP Service for
ent Define or Update Assing to a Catalogue =i Service
H SDP development L
Process “ ” Transition
team
Flow
[Funnel]
Yes——
Service Development
Define Initial Software
Touchpoints Developme Are requirements
g f—————| —> -
.8 and No Yes nt Process [N fullfilled?
> Blueprint (SaaS)
&
No
Req_L_JesI Request Additional
Initial Develop Develop
Feedback from ustomer Related o
Feedback Based on } Based on «Internal
Customer (Possible Internal Problem?
from Feedback Feedback
Demo)
Customer
4
[ .
£ Provide Provide
2 "| Feedback | Feedback
=3
-
b Customer-

Figure 39. Service Design Process Flow — Final [New/Changed = Green, Old=Black]

During this process the Service is formed out of the Idea that was received from Portfolio
Management. The Process is divided into three steps. The first one is the initial docu-
mentation and planning part, where the Service Design Package is created. The second
part is the actual development part where either a SaaS or a non-software service is
developed. Depending on which kind of service is in question a different path is followed.
The third and final part is the Final updating of documentation before the service is con-

sidered to be ready for transition towards actual use.

Semvice Catalogue Management

Once the Service is deemed ready from the Service Design perspective it should be
included in the case company’s Service Catalogue. This simple process is shown in the

Figure 40 below.



4
New Or
» Changed
Service

4

Update
Service
Catalogue

Service Catalogue
Management

Figure 40. Service Catalogue Management Process - Final
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As seen in the Figure above, the Service Catalogue should be updated always when

there is a new service or when an existing service has been changed. When a service

is changed, the Service Catalogue needs to be checked and updated every time when

something in a Service Design Package Changes.

Service Level Management

Defining and managing the Service Level Requirements and related Agreements is the

responsibility of Service Level Management. The different phases that should be ad-

dressed are shown in the Figure 41 below.

Service Level Management

Negotiate i Deployed
P:';‘Zs > SLA’s with 2:;’:;/ Service /
Customer Product
Y ’—‘ A
Agree
SLA’s,
OlLAsand |
UC’s
A4
Monitor
“ SLT's
Define
SLR’s,
OLA’s and
UC's ‘
A
Report
SLT's
Review
SLR’s, |
OLA’s and |
UC’s

Figure 41. Service Level Management Process — Final [New/Changed = Green, Old=Black]
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As can be seen in the Figure above the Service Level Management Process is divided
into nine parts in this process. The amount of Service Level Management actions is only
seven. This is due to the fact that it was not deemed reasonable to open both the Sales
and Delivery processes to include Negotiation and Agreeing in their correct places some-
where inside these processes. They are therefore shown between Sales and Delivery
processes to show that they belong between them. Service Level Management is a con-
tinuous process of Defining, Applying, Monitoring, Reporting and Reviewing new or
changed agreements based on new or changed services. Service Level Management is
tightly integrated with Design Coordination as the defined Service Level Requirements

and Agreements need to be a part of the Service Design Package.

6.1.2 Final Proposal Documents

Service Sirategy

The case company should define a clear and concise way to present their whole portfolio
from ldea to Retirement. This can be achieved by adopting the three pronged approach
shown in the Figure 42 below.

Pipeline
« Ideas under development

« Link to Required Information
document

« For Services this is part of SDP

Current Offering Retired Offering

» Services and Products that can » Old Products and Services that
be sold to customers are not sold anymore

« For Products link to Product * Retired unique ID-number
Definitions (retired, cannot be sold)

* For Services link to Service
Catalogue/Service Design
Package

» Unique ID-number for each item
(can be sold)

* No ID-number (cannot be sold)

Figure 42. Portfolio - Final

The three sided approach shown above, in Figure 42, should actually consists of four
parts in the case company’s situation. Each part would be viewable both on their own or
as a combined view showing the whole portfolio of the case company. These four parts
would be Pipeline, Product Catalogue, Service Catalogue and Retired. The Pipeline
should contain all the ideas that have been submitted to the Funnel process but have
not yet been approved for development. The Pipeline part should contain the information
shown in the table below.
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Table 16. Pipeline - Final

Category Idea Type Status Brief Description Owner Manager SDP SLR Dependencies
Family 3 Deployment Service 1 Service  Funnel  Service to deploy X Matt Mick LINK LINK Service D, Product X
Family 3 Deployment Service 2 Service Funnel  Service to deploy Y Mick Maomi  LINK LINK Service D, ProductY
Family 3 Material Creation Service Funnel  Service to Create Material forB Mark Migel LINK LINK ProductB

Family 2 Idea P Software Funnel Rewvolutional SW idea Mandy  Noor LINK |LINK

As seen from Table 16 above, the amount of information in the pipeline is quite minimal.
Additional information is available behind the link, but is not needed for the general over-
view. This same approach is used with both Product and Service Catalogues, which will
be covered in more detail under Service Catalogue Management. Retired section would
be identical to Pipeline shown above with the added field of ID and the Status being
Retired.

Semvice Catalogue Management

As noted under the Service Strategy segment, Service Catalogue is a part of the Service
Portfolio where it is viewed as one part of a larger whole. From the operational and Ser-
vice Design viewpoint Service Catalogue is a document or tool that shows all the cur-
rently active (sellable) and under development services. An example of the Service Cat-
alogue can be seen in the Table 17 below.

Table 17. Service Catalogue Final

Category Service Type 1D Status Brief Service Description Service Owner Service SDP SLR d ies Servcie
Lifecycle Service Visit and Work Service 123466 Active On site work Joan Joanna LINK LINK LPLo_d_uEt_s_____lYEs
Lifecycle Software Update/Upgrade Service 123467 Active SW update/upgrade Joan Joanna LINK LINK Products Yes
Lifecycle Other Services Service 123468 Active Unspecified Joan Joanna LINK LINK Products Yes
Service Desk Service Desk Service 123469 Active Service Desk Jack Julia LINK LINK Products

Service Desk Safety Solutions - Service Agreement  Service 123470 Active Service Agreement Jack Jane LINK LINK Service Desk

Service Desk Shipping Solutions - Service Agreement Service 123471 Active Service Agreement Jack Julia LINK LINK Service Desk

Service Desk Design Maintenance Agreement Service 123472 Active Maintenance agreement Jack Jane LINK LINK Service Desk

As seen on Table 17 above, all the services are set with the Status active, but they could
also be Under Development, meaning they are not yet ready for Sales. As with the whole
portfolio, this view should just contain the minimum information and link to further details

in the Service Design Package.

Design Coordination

Service Design Package, as shown in the earlier sections, is an integral part of almost
all of the processes and documentation schemas explained earlier. Based on best prac-
tice and results from the initial proposal piloting the following four part Service Design
package is deemed suitable for the case company. The first part is the Initial Require-
ments document, which is prepared during and before the funnel phase of Service De-

sign. This document is used as a tool to sell the idea to the Portfolio Management Team
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and get it into development. This document should contain the information shown in the

following table.
Table 18. SDP: Initial Requirements — Final

Category Sub Category Description
Idea [New or existing line item in Portfolio Master]
Author
Date
Type [Service or Product]
Short description What is suggested?
Risks Financial:
Scheduling:
Practical:
Software:
> Contractual:
g Major assumptions What are the major assumptions in support of this
@ idea?

Target Segments

Affected Segments

Investment Summary

Problem What problem does this idea solve?
Value Proposition Wants
o g Needs
c 3 S | Fears
R
5 Benefit
S @
Q o
o 2 Features
=% o .
o ) Experience
g Substitutes
©
S Market size [billable units]
E Targeted market @ [billable units]
S
s share
Job Size [story points]
SLR Cost/Effect [€]
Other Direct Costs [€]

Revenue Revenue or/and cost savings resulting from invest-
ment for the next 5 years (link to separate calcula-
tion)

Pricing Model

Other value to con-

sider
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Based on this information the Portfolio Management Team should be able to make their

decision to support or decline the further development of the Idea to Service. Once the

idea has been approved for further development Documents 2. and 3. should be pre-

pared. Document 2. is the actual Service Definition and its required information is shown

in the Table 19 below.

Table 19. SDP: Service Definition - Final
Category  Sub Category

ID
Name
Category

Status

Service Manager
Service Owner
Development Team('s)

Customer Profile

General Information

Included in Service Revenue?
Service Description

Planned Outcomes
Deliverables

Marketing Material
Contract/Agreement Template
Service Hours

Service Level Agreements [War-

Management Information

ranty]
Model, packaging and service
options

Supporting Services

Supporting Agreements

Supporting Infrastructure

Service Components

Related Processes

Reporting

Technical Information

Usage instructions

Description

[Unique ID from Portfolio Management]

“Funnel” / “In Development” / “In Transition” /

“In Operation” / “Retired” / “Not Approved”

Who are the customers using this service?
uYeSH / HNOH

[Link]

[Link]

“24[771 “8/5” | ...

[Link to SLR and SLA documentation]

Dependencies including version numbers and
relationship.

Internal and External Suppliers.
Dependencies including version numbers and
relationship.

Dependencies including version numbers and
relationship.

How is service provided/delivered to cus-
tomer? E.g. link to process descriptions.
Measurements and Metrics, KPI's.

Links to manuals, user instructions etc.
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Document 2. is the longest and most comprehensive of these Service Design Package
parts. A bit shorter but no less important is Document 3. Lifecycle Plan, the contents of
which are shown in the table below.

Table 20. SDP: Lifecycle Plan - Final
Category Sub Category Description

Programme or a plan Covering all stages of the lifecycle of the ser-

o vice.
= (O]
S E
e 5
]
n B
c Operational strategy
o
G Objectives
ey
s Policy
q') .
L2 Risk assessment
s c

©
S & Plans

o Operational strategy

(&)
5 < Objectives
2 5
s S Policy
(O .
2 = Risk assessment
S c
5 S
n 2 5 Plans

i Acceptance Criteria Acceptance criteria for progression through
1 B . .
2 o each stage of the service lifecycle.
() (&)
o c
S 8 &
& T <
n o 2

Retirement Plan Plan how the service will be retired

o)
m -
(] c
L o
S E c
o 9 ©
0 5 O

This plan should cover all the foreseen changes in the service for its Lifecycle, and how
they should be addressed and handled. In the case company these kind of changes
would be moving the customer responsibility from Delivery of the service to Service Desk

and from Service Desk to Retirement.

Service Level Management

The fourth and final part of the Service Design Package is Document 4. Service Level
Requirements. This document should be prepared in conjunction with the Service De-
sign/Development process and adjusted during the service Lifecycle to meet changing

specifications and needs of both the service provider and the customer. The Table 21
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below shows the minimum level of information that should be considered when creating

the SLR document.

Table 21. SLR Required Fields - Final
Field

Service ID

Brief service description
Validity period
SLA change control mechanism

Change approval details

Brief description of communications

Service hours

Scheduled and agreed interruptions to

services

Customer responsibilities

Service provider liability and obligations
Impact and priority guidelines

Escalation and notification process
Complaints procedure

Service targets

Upper and lower workload limits

High level financial management details
Actions to be taken in the event of a ser-
vice interruption

Glossary of terms

Supporting and related services

Any exceptions to the terms given in the
SLA

Explanation

ID of the service this SLR is related to [Links to
SDP and Service Catalogue].

[from SDP]

[Timeframe when said SLR is valid.]

When SLR is updated, what is the procedure to
change active SLA’s with customers?

How are changes for the SLR approved?

How communication related to SLR is handled
internally and externally, including reporting, re-
view frequency and schedule (Could be a sepa-
rate general document for all SLR’s).

When is this service offered and what are the
response times in case of an incident?
Scheduled maintenance breaks and procedures
how to inform customers about them. Procedure
on how to do and inform about unscheduled
maintenance.

What parts of the service levels are the cus-
tomer responsible, why and how?

E.g. security, legal requirements.

Agreed, Measurable Service Level Targets.
E.g. Min and max user amounts for a SaaS.
E.g. charge codes.

Including both incidents and disasters, are nor-
mally referenced from the SLA.

Explanations of non-standard terms and abbre-
viations used.

List of services, with ID’s that the service in
question is dependent or related to.

Any differences to the General terms.
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The factors listed above should be included in the documentation of all services, be they
visible to customer or not. This is because internal SLR’s and the services they refer to
are supporting other services and their agreed service levels, which are visible to cus-
tomer. All the forms generated based on the SDP recommendations can be found in the
appendices.

6.1.3 Final Proposal Summary

The Final Proposal is divided into two distinct parts, processes and supporting documen-
tation. The documents and processes are both divided between four categories: Service
Strategy, Design Coordination, Service Catalogue management and Service Level man-
agement. The categories and adjacent processes and documents are shown in the Fig-

ure 43 below.

Service Strategy

+ Design Thinking [Lockwood] Updated Service Portfolio and Funnel Pro-
« Principles of Service Design [Stickdorn et al]

« Strategic Principles behind Service Design cess

« ITIL, ISO

- Differences between Products and services

Design Coordination

« Common Service Design processes N s . Desi p
« ITIL [Hunnebec 2013, Orand 2013], ISO 20000 ew Service besign Frocess

and SDP documentation

p— Service Catalogue Management

New Service Management Process

« Service Design Visibility .
« ITIL [Hunnebec 2013, Orand 2013], ISO 20000 Updated Service Catalogue

pr— Service Level Management

« Service Design Enforcement New SLR Definition
* ITIL [Hunnebec 2013, Orand 2013], ISO 20000

Figure 43. Final Proposal Summary

The different processes and documents were explained in the two previous sections and
the way everything is interconnected can be seen in the figure below.
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Service Management Process Flow
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Service Conduct OLA’'s and
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2 ¥ . SLTs
g Plan Identify Define
@ Improvement :
& Resources p New Or SLlR S,
5 and Opporturnitie L Changed OLA’s and
s .
g Capabilities Service UC’'s
§ ¢ i l Report
] Coordinate ld Act on SLT's
3 activities Improvement Update
2 Opporturnitie Service
S s Catalogue Review
o SLR’s,
l OLA’s and
Manage Service UC’s
| | Decision Rseport on Catalogue
Risk and L_| >ervice Management i
lseLios performanc |_Management | Service Level Management
e
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Figure 44. Service Management Process Flow - Final

Everything is interconnected, as can be seen from the Figure 44 above. Portfolio is the

source of all changes to the Service Catalogue and these changes trigger other pro-

cesses to react and act based the initial changes.

6.2 Recommendations

Based on the findings during the Current State Analysis, to the theory shown in Best

Practice followed by Initial Proposal and Piloting and culminating in the Final Proposal a

certain trend can be seen. The case company needs to invest time and effort to imple-

ment and follow practices and processes in the field of Service Design and Management.

These practices should include the following items:

¢ Defining a standardised Service Catalogue with set inputs

o Standard documentation on how to define and specify services and their

targets

o Process to Define and Manage set Service Levels

o Process to screen Ideas

o Process to develop and design Ideas to Services
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o Process to Monitor and Improve the performance of Service Catalogue
and adjacent Processes

All of the above mentioned issues have been addressed in the Final proposal of this
thesis. A centralised way to create and maintain both Service Portfolio and Service Cat-
alogue have been suggested. This is supported by a standardised format of documents
that was given in the form of a Service Design Package that includes the management
information for the whole lifecycle of the service from an ldea to Retirement, including
Service Level Requirements. All these documents will be created if the proposed pro-

cesses are implemented.
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7 Discussion and Conclusions

This section discusses the implications, outcomes and conclusions of the thesis. The
section starts with the Summary of the thesis. This is followed by Managerial Implica-
tions. The thesis ends with the Evaluation, including Outcome vs Objective comparison
and Reliability and Validity study.

7.1 Summary

The thesis was built around a challenge of developing a service design process that was
identified in the case company. There were no decided processes and practices on how
Services should be Designed, Developed and Managed. This thesis seeks to provide
solutions for this. First, answers are found through an extensive Current State Analysis
of the case company, which identifies the areas that would most benefit from improve-
ment. The main areas were identified as Service Design Processes and documentation.
Following the findings identified from the current state analysis, these areas were inves-
tigated in the Best Practice review that was conducted concentrating on four intertwined
aspects in the field of Service Design, namely: (a) Service Strategy, (b) Design Coordi-
nation, (c) Service Catalogue Management and (d) Service Level Management. Based
on exploration of these four topics, a Conceptual Framework was built, which addressed
the identified areas for improvement.

The Proposal process was executed in two parts. The Initial proposal was drafted based
on ideas received during CSA, a benchmarking session and an internal workshop. This
was followed by the piloting phase where the proposal was first presented to the involved
stakeholders for feedback and then piloted with the Commissioning “Service”. Following
this, a larger workshop was held where additional ideas where gathered. This culminates
in the Final Proposal, which is a combination of new or changed processes and standard
documentation. The Final Proposal consists of six processes and a new approach to
Service Management in the form of updated Portfolio and Service Catalogue, supported
by the service specific Service Design Packages. These are gone through in a bit more

detail under the Managerial implications next.

The key practical outcomes from this thesis are the Service Design Package and six
processes to be used to manage and streamline the service management and design in

the case company.
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7.2 Managerial Implications

The Final Proposal, as explained above, is a mixture of new and changed processes
supported by new standard documentation. Until they are implemented successfully they
are just Ideas on a piece of paper.

In the Final Proposal, the following actions and changes are suggested.

Firstly, an updated approach needs to be taken to Portfolio Management that takes into
account the inherent differences between Services and Products. This approach should
also include an updated view on the portfolio and how it's documented and maintained.

These ldeas are showcased under Service Strategy in the Final Proposal.

Secondly, new processes and practices need to be taken into use when designing and
developing new services. Overall processes should be created to monitor and maintain
these practices which should include Design Coordination, Continuous Monitoring, Ser-
vice Catalogue Management and Service Level Management. New Services should be
Designed and Developed in a standardised way, following a set process for Service De-
sign and including a standard form of documentation prepared for all the services in the

form of a Service Design Package.

The first part requires further discussion with the Portfolio Management Team, as well
as with both Product and Service managers. The second part is a matter of agreeing on
common ways of working inside the Services function. In both cases, the Final Proposal
can be used as a roadmap or at least a conversation starter. If this proposal is fully
implemented and applied for all the existing and upcoming services, then the case com-
pany should move from “Informal Service Management” to “Basic Service Management”,
and be well on its way to fulfil “Advanced Service Management” milestones, as catego-

rised in Figure 12 in the Current State Analysis section.

7.3 Evaluation of the Thesis

In this section the outcomes and results achieved from this thesis are evaluated and

discussed.
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7.3.1 Outcome Versus Objective

The planned outcome of the thesis was stated as “Service Design” processes. This can
be seen as quite a broad definition. As can be seen from the Final Proposal the outcome
includes both proposals and supportive documentation. In practice the outcome includes

five new and one updated process. So it can be stated that the objective was clearly met.

7.3.2 Reliability and Validity

At the beginning of this thesis a validity and reliability plan was presented (Section 2). In
this section the requirements and principles set there are revisited and seen how well
the thesis creation process has adhered to them.

The plan starts with Internal validity where the purpose is to make sure that the research
guestion, or objective is reached. This can be said to have been reached as can be seen
from the earlier Outcome versus Objective comparison. From the External validity point
of view the question is how repeatable the results and methods used are in other fields.
To address this the used interview methods and questions used during data collection
are clearly documented and included in the thesis. The best practice section uses a fair
number of sources to guarantee the validity of the sources and information used but

more sources could have been utilised.

When looking at the thesis from the reliability point of view the following three points were
raised in the plan, i.e. documenting the methods and practices used to allow for replica-
tion for further study, clear documentation on verification of gathered data and using
multiple data sources to guarantee the reliability of the data used. These were addressed
with the documentation of all sources and other tools used. Interview data accuracy was
verified by providing the interviewees with the transcriptions of their interviews for verifi-
cation. The literary data and concepts used were always tried to be verified from two or
more sources. This was not always possible, but it was achieved on high number of use

cases.

Additional aspects that needed to be addressed were also included into the plan. Fram-

ing and Advocating were addressed by aiming for clear and measurable targets and
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stating them in a clear manner. lllustrating and Inquiring were addressed by involving
multiple stakeholders and gathering information and feedback from them and compiling
it in a form that showcases different views. Finally Trustworthiness was addressed by
using multiple documented sources and methods, while keeping the scope clear and
concise. In hindsight it should have been scoped even more clearly. And more wide
scope of sources could have been used.

7.4 Closing words

From a bird’s eye view, changing a way an organisation has seen services for multiple
decades can seem like a daunting task. All changes are monumental when they are
looked from a wider perspective. This principle is valid on any change being planned, be
it the complete re-invention of service management, or implementation of new processes
and practices. The goal is to modify the monumental change into increments that are
more achievable, while still keeping the stated end goal in mind.

Rome was not built in a day, but it was built.
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Interview 1. Questions

General

1.
2.

Is the term ITIL familiar to you and what'’s the extent of your knowledge?

How is ITIL currently implemented in the company?

Portfolio Management

3.

© © N o g &

How is product and portfolio management handled currently?
What would you change?

What's is the organization for Portfolio Management?

Are the defined processes for Portfolio Management?

What does Service Portfolio Management mean to you?

How is Service Portfolio Management visible in your daily work?

Would you have a business case to use as an example?

Service Management and Design

10.
11.
12.
13.
14.
15.
16.
17.

18.

What is our organization for Service Management and Design?

What does service design mean to you?

How is Service Design visible in your daily work?

Do you have a business case to use as an example?

How is Service Design currently handled?

Are there any standard procedures followed, if so could you elaborate?

Is it clearly defined who’s in charge of each step?

There are 5 Aspects of Design; Service Solution, Technology, Processes, Ser-
vice Management and Measurement. How would you say these are handled
currently?

Another approach is the 4 P’s; People, Process, Products and Partners. What's

your opinion on how the company is doing from this perspective?

Service Catalogue

19.
20.
21.
22.
23.

Do we have a service catalogue?
How is it maintained?

How about a product catalogue?

How are these services documented?

Is there a template/process when designing new services?
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24. Do we offer SLR’s or SLA’s to our service customers?

25. How is this defined/documented?

26. How is the monitoring and reporting handled? Are there processes?
27. Is there a link to Service desk/Service Operations? Please elaborate.

Transition/Operations
28. How is availability and capacity monitored and managed?
29. How about change management?
30. When releasing new versions to customers what is the process, could you de-
scribe it?
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Benchmarking: Questions

Service Design

1.
2.
3.

How would you define a service?
What kind of services do you provide?
Do you follow some kind of known framework in your company in regards to ser-

vice design/management?

Design Coordination

4,

What kind of processes and guidelines do you have when developing a new ser-
vice or developing an existing one further?
What kind of documentation do you have for service design?

How is the abovementioned documentation created, maintained and stored?

Service Catalogue Management

7.
8.
9.

Do you have a defined service catalogue?
How is the service catalogue built and maintained?

How about a service portfolio?

10. What information is included in your service catalogue?

Service Level Management

11. Do you have a service level management process or responsible persons?
12. How are your SLR’s, SLT’s, SLA’s, OLA’s and UC’s maintained and monitored?

13. How is the lifecycle of the product visible in this process? New service versus

and older established service or a service at the end of its lifecycle.
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Service Design Process Flow
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Service Management Process Flow
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Portfolio Management Process Flow [Funnel]
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Service Design Process Flow
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Service Management Process Flow
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1. Initial Service Requirements

Summary

Idea:

ID: If existing product/service
Author:
Date:

Type:

Short Description:

Risks:

Financial:

Scheduling;

Practical:

Software:

Contractual:

Major Assumptions:
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Market and Value Proposition

Target
Segments:

Affected
Segments

What problem does this idea solve?:

Value Proposition:

Wants:

. Needs:

()

5

o Fears:

=}

O

o Benefit:

2

o

g Features:

-

(S}

: 3

3 Experience:
a

Substitutes:

Market
Size:
[billable

units]




Targeted
Market
Share:
[billable
units]

Investment Summary

Job Size:
[story
points]
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SLR
Cost/Ef-
fect:

[€]

Other Di-
rect Cost:

[€]

Revenue:

Revenue or/and cost savings resulting from investment for the next 5 years (can be a
link to separate calculation)

Pricing Model:
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Other Value To Consider:

2. Service Definition

General Information

ID:

Name:

Category:

Status:

Service Manager:
Service Owner:

Development
Team(s):

Customer profile:

Service Revenue: Yes/No
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Management Information

Service Description:

Planned Outcomes:

Deliverables:

Marketing Material:  [Link]

Contract/Agreement [Link]
Template:

Service Hours: [Link]

Service Level Agree- [Link]
ments:
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Technical Information:

Model, Packaging and Service options:

Supporting Services:

Supporting Agreements:

Supporting Infrastructure:

Service Components:
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Related Processes:

How is service provided/delivered to customer? e.g. link to process descriptions.

Reporting:

Measurements and Metrics, KPI’s

Usage Instructions:

Links to manuals, user instructions etc.




3. Lifecycle Plan

General Information
ID:
Name:
Category:

Status:

Service Programme

Appendix 3

Service Programme:

Service Transition Plan

Operational Strat-
egy:

Objectives:
Policy:
Risk Assessment:

Plans:

Service Operational Acceptance Plan

Operational Strat-
egy:

Objectives:
Policy:
Risk Assessment:

Plans:
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Service Acceptance Criteria

Acceptance Criteria:

Service Retirement Plan

Retirement Plan:

4. Service Level Requirement

General Information

ID:

Name:

Validity Period:

Brief Service Description:

[from 2. Service Definition]

SLA Change Control Mechanism:

When SLR is updated, what is the procedure to change active SLA’s with customers.
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Change Approval Details:

How are changes for the SLR approved

Brief Description of Communications:

How communication related to SLR is handled internally and externally, including re-
porting, review frequency and schedule. (Could be a separate general document for all

SLR’s)

Service Hours:

When is this service offered and what are the response times in case of an incident?

Scheduled and agreed interruptions to services:

Scheduled maintenance breaks and procedures how to inform customers about them.
Procedure on how to do and inform about unscheduled maintenance.

Customer responsibilities:

What parts of the service levels are the customer responsible, why and how?
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Service provider liability and obligations:

e.g. security, legal requirements,

Impact and priority guidelines:

Escalation and notification process:

Complaints procedure:

Service targets:

Agreed, Measurable Service Level
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