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ITIL 4 CERTIFICATION OVERVIEW

Managing Professional 
(MP) Transition
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RELATION TO ITIL 4 PUBLICATIONS

• No separate publication for Managing Professional Transition

• One publication for each of the other ITIL 4 exams
• Foundation

• Create, Deliver and Support

• Drive Stakeholder Value

• High Velocity IT

• Direct, Plan and Improve

• Digital & IT Strategy (for strategic leader, not Managing Professional)

• Practices published separately
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PUBLICATIONS AND SYLLABUSES

• Each Managing Professional syllabus includes content from
• The exam specific publication - e.g. Create, Deliver and Support

• Practices – e.g. Incident Management or Business analysis

• Each exam has some content based on relevant practices

• Each syllabus is explicit about what parts of which practices are 
included

• Each book includes some non-examinable content
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MANAGING PROFESSIONAL EXAM

• Some questions at Blooms level 2
• Can you explain, describe, understand the concept

• Most questions at Blooms level 3
• Can you apply the ideas

• NO questions at higher Blooms levels
• You are not required to have experience of working in ITSM

• Not reasonable to test analysis and judgement based on 3 day course
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STYLE OF EXAM

• No case studies

• Standard 4-option multiple choice
• No complex question types

• No graded answers, one answer is correct, the other three are wrong

• 40 questions per paper

• Closed book exam
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MANAGING PROFESSIONAL TRANSITION

Target Audience

• Practitioners with significant experience in IT service management

• Pre-requisite is 17 points on the ITIL V3 exam scheme
• OR ITIL expert, even if achieved via the previous bridge exam

• Five-day training course – including exam

• Allows use of the ITIL Managing Professional designation
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MANAGING PROFESSIONAL TRANSITION

• Managing Professional Transition covers 30% to 40% of
• Foundation

• Create, Deliver and Support

• Drive Stakeholder Value

• High Velocity IT

• Direct Plan and Improve

Managing Professional 
(MP) Transition

ITIL Foundation

ITIL 
Specialist

Create, 
Deliver & 
Support

ITIL 
Specialist

Drive 
Stakeholder

Value

ITIL 
Specialist

High 
Velocity 

IT

ITIL 
Strategist

Direct, 
Plan & 

Improve
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MANAGING PROFESSIONAL TRANSITION

• Provides experienced practitioners with the MP designation
• But does not fully certify the same detailed level of knowledge

• We recommend that candidates also read the ITIL publications 

• Syllabus is based on other Managing Professional syllabuses
• Mainly focussed on new areas

• Very little content related to practices

• Candidates who want to understand practices in detail should read these in 
their own time
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By the end of this module, you will be able to:

FOUNDATION – LEARNING OBJECTIVES

• Understand (BL2)
• The key concepts of service management

• Service offering, service provision, service consumption, service relationship management

• How the ITIL guiding principles can help an organization adopt and adapt service 
management

• The four dimensions of service management

• The purpose and components of the ITIL service value system

• The activities of the service value chain, and how they interconnect

• The full ITIL 4 Foundation syllabus also includes content on practices
• Please study this material when you get some time
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KEY CONCEPTS OF SERVICE MANAGEMENT

How is value created?

• Once seen as delivered to customers, like a package being delivered

• Relationship was one-directional and distant
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KEY CONCEPTS OF SERVICE MANAGEMENT

Providers and consumers co-create value

More and more, organizations recognize that value is co-created through an active collaboration between 
providers and consumers, as well as other organizations that are part of the relevant service relationships.

Those to whom services are 
delivered are referred to as 
service consumers.

Organizations who deliver 
services are referred to as 
service providers. 
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KEY CONCEPTS OF SERVICE MANAGEMENT

Service consumer roles

A person who defines requirements for 
services and takes responsibility for 
outcomes from service consumption

Customer

A person who uses servicesUser

A person who authorizes the budget for 
service consumption

Sponsor
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KEY CONCEPTS OF SERVICE MANAGEMENT

Other stakeholders are also important, and need to share in value

Examples

Shareholders CommunityEmployees
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KEY CONCEPTS OF SERVICE MANAGEMENT

Products and services

• Services are based on one or more products

• Products are not fully visible to the consumer
• Organizations define which product components their consumers see, and 

tailor them to suit target consumer groups

A product is a configuration of resources, created by the organization, that will be 
potentially valuable for their customers. 

A service is a means of enabling value co-creation by facilitating outcomes that customers 
want to achieve, without the customer having to manage specific costs and risks.
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KEY CONCEPTS OF SERVICE MANAGEMENT

Service offering

A service offering is a description of one or more services, designed 
to address the needs of a target consumer group. A service offering 
may include goods, access to resources, and service actions. 

• Performed by the 
provider to address a 
consumer need

• Performed according 
to agreement with 
the consumer

• Ownership is not 
transferred to the 
consumer

• Access is 
granted/licensed 
under agreed terms 
or conditions

• Ownership is 
transferred to the 
consumer

• Consumer takes 
responsibility for 
future use

Goods Access to Resources Service Actions
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KEY CONCEPTS OF SERVICE MANAGEMENT

Service relationships

Service relationship management consists of joint activities performed 
by a service provider and a service consumer to ensure continual value 

co-creation based on agreed and available service offerings.

Service consumption 
consists of activities 

performed by a service 
consumer to consume 

services. 

Service provisioning 

consists of activities 

performed by a 

service provider to 

provide services.
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KEY CONCEPTS OF SERVICE MANAGEMENT

Service provisioning

Management of provider resources configured to deliver the service

Provision of access to resources for users

Fulfilment of the agreed service actions

Service performance management and continual improvement
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KEY CONCEPTS OF SERVICE MANAGEMENT

Service consumption

Management of the consumer resources 
needed to consume the service

Utilization of the provider's resources 

Requesting of service actions to fulfill

Receipt of or acquiring of goods
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KEY CONCEPTS OF SERVICE MANAGEMENT

• Service providers are also service consumers
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THE ITIL GUIDING PRINCIPLES

• The guiding principles can help organizations 
adopt and adapt ITIL to their context

• They help to integrate multiple methods into 
an approach to service management

• They are universally applicable to nearly any 
initiative

• They encourage and support continual 
improvement at all levels

A guiding principle is 
a recommendation 

that guides an 
organization in all

circumstances.
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THE ITIL GUIDING PRINCIPLES
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THE ITIL GUIDING PRINCIPLES

Understand the customer experience (CX) and/or user experience 
(UX)

Map value to intended outcomes, which change over time

Understand the consumer’s perspective of value

Understand and identify the service consumer

Everything the 
organization does 
should link back, 

directly or indirectly, 
to value for itself, its 
customers and other 

stakeholders. 
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THE ITIL GUIDING PRINCIPLES
Application

Know how consumers use 
each service. 

Encourage a focus on value 
among all staff. 

Focus on value during 
operational activity as well as 

during improvement 
initiatives. 

Include a focus on value in 
every step of any 

improvement initiative.
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THE ITIL GUIDING PRINCIPLES

• Decisions should be based on accurate 
information obtained through direct observation 
supported by appropriate measurement

• Measurement should support analysis of what 
has been observed rather than replace it. 
Over-reliance on data analytics and reporting 
can introduce bias and risk in decision-making

• The act of measuring can affect the results
When engaged in any 

improvement 
initiative, do NOT start 

over without first 
considering what is 

already available to be 
leveraged

“When a measure becomes a target, 
it ceases to be a good measure” 
Goodhart’s law
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THE ITIL GUIDING PRINCIPLES

Application

Look at what exists as objectively 
as possible. 

Determine if successful practices 
or services can be replicated or 

expanded. 

Apply your risk management 
skills in the decision-making 

process.

Recognize that sometimes 
nothing from the current state 

can be reused.
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THE ITIL GUIDING PRINCIPLES

Organize work into smaller, manageable sections

• Sequential or simultaneous

• Manageable and managed

• Tangible results

• Timely manner

• Can be built on to create future improvements

Working in a time-boxed, 
iterative manner with 

feedback loops embedded 
into the process allows for 

greater flexibility, faster 
responses to customer and 
business needs, the ability 
to discover and respond to 

failure earlier, and an overall 
improvement in quality
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THE ITIL GUIDING PRINCIPLES

A feedback loop is a situation where part of the 
output of an activity is used for new input

• The initiative and its component 
iterations, must be continually re-
evaluated to reflect changes in 
circumstances

• Seek and use feedback before, 
throughout, and after each iteration

Feedback loops between participants 
helps them understand where work 
comes from, outputs go and how their 
actions affect the outcomes
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THE ITIL GUIDING PRINCIPLES

Application

Comprehend the whole but 
do something.

The ecosystem is constantly 
changing, so feedback is 

essential.

Fast does not mean 
incomplete.
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THE ITIL GUIDING PRINCIPLES

When initiatives involve 
the right people in the 
correct roles, efforts 

benefit from better buy-
in, more relevance and 
increased likelihood of 

long-term success

Real accomplishment

Collaboration

Understanding

Trust

Information sharing
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THE ITIL GUIDING PRINCIPLES

People and perspectives for successful collaboration 
can be found in all stakeholder groups

Examples

Customers
Service 

provider

OperationsDevelopers

Suppliers Organization
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THE ITIL GUIDING PRINCIPLES

Without transparency:
• There may be an impression that the work is not a priority

• Improvement work may take a lower priority over other 
tasks with daily urgency

• Insufficient visibility of work leads to poor decision-making
• Understand the flow of work

• Identify bottlenecks and excess 
capacity

• Uncover waste

Improvement work
Daily 
work
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THE ITIL GUIDING PRINCIPLES
Application

Collaboration does not mean 
consensus

Communicate in a way the 
audience can hear

Decisions can only be made 
on visible data
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THE ITIL GUIDING PRINCIPLES

A holistic approach to 
service management 

requires an 
understanding of how 

all the parts of an 
organization work 

together in an 
integrated way

Demand Value
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THE ITIL GUIDING PRINCIPLES
Application

Recognize the complexity of the 
systems.

Collaboration is key to thinking 
and working holistically.

Where possible, look for patterns 
of interactions between system 

elements.

Automation can facilitate 
working holistically.
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THE ITIL GUIDING PRINCIPLES

Outcome-based 
thinking should be used 

to produce practical 
solutions which deliver 

valuable outcomes 
while using the 

minimum number of 
steps needed

Establish a holistic view of the 
organization’s work

Start with an uncomplicated 
approach, add later

Do not try to produce a 
solution for every exception

Be mindful of competing 
objectives

44



THE ITIL GUIDING PRINCIPLES

Application

Ensure value
Simplicity is 
the ultimate 

sophistication

Respect the time 
of the people 

involved

Easier to 
understand, more 

likely to adopt

Do fewer things, 
but do them better

Simplicity is 
the best route 
to achieving 
quick wins
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THE ITIL GUIDING PRINCIPLES

Optimization means to 
make something as 

effective and useful as 
makes sense. Before an 

activity can be 
effectively automated, it 
should be optimized to 

whatever degree is 
possible and reasonable

Understand and agree to the context 
for the optimization

Assess the current state to understand 
where it can be improved

Focus on simplification and value when 
agreeing to the future state

Ensure the optimization has the 
appropriate level of stakeholder 
engagement and commitment

Execute the improvements in an 
iterative way, using metrics and other 
feedback to check progress, stay on 

track and adjust as needed

Continually monitor to identify 
opportunities to improve work 

methods
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THE ITIL GUIDING PRINCIPLES

• Automation is the use of technology to perform a step or series of steps 
correctly and consistently with limited or no human intervention

• Automating frequent and repetitive tasks helps organizations scale up and 
allows human resources to be used for more complex decision-making

• The simplest form of automation involves standardizing and streamlining 
manual tasks to allow decisions to be made ‘automatically’
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THE ITIL GUIDING PRINCIPLES

Application

Simplify and/or optimize 
before automating

Use the other guiding 
principles when 

applying this one

Define your metrics

•Progress 
iteratively 

with feedback

Keep it simple 
and practical

Focus on 
value

Start where 
you are
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THE ITIL GUIDING PRINCIPLES

• The ITIL guiding principles are 
not independent
• You need to think about all of 

them, each time you need to
• Make a decision

• Prioritise work

• Review improvement opportunities

• Resolve a conflict

• …

• Sometimes you will decide that 
only one or two principles apply
• But you need to consider all of them
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THE ITIL GUIDING PRINCIPLES

You will see these icons on 
many slides in this training. 
This is to help you think about 
how ITIL concepts work 
together to help you co-create 
value. The presence of the 
icon does not indicate that the 
guiding principle is an 
examinable part of that slide
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Organizations 
& people

Formal 
organizational 

structures
Culture

Required staffing 
and competencies

Roles and 
responsibilities
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Organizations 
& people

Systems of authority
Roles and 

responsibilities

Right level of 
workforce capacity 
and competence

Culture

Organizations

Shared values and 
attitudes

Leaders champion 
and advocate the 

values

Communication
Trust and 

transparency

CultureStructure and systems of authority are 
not, by themselves, sufficient to 

improve organizational effectiveness.
The organization also needs a culture 

that supports its objectives.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Organizations 
& people

PeopleManagement and 
leadership styles

Updating skills 
and competencies

Communication 
and collaboration

Broad knowledge 
plus deep 

specialization

Common 
objective: 

facilitating value 
creation

Break down silos
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Information
& technology

Information and 
knowledge

Technologies 

Relationships 
between the 
components
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Information
& technology

Technologies supporting 
service management

Technologies supporting IT services

Workflow 
management

Knowledge bases

Inventory systems

Communication 
systems

Analytical tools

Artificial 
intelligence

Machine learning

Mobile platforms

Remote 
collaboration

Cloud solutions

Applications

Databases
Communication 

systems

Blockchain
Artificial 

intelligence

Cognitive 
computing

Cloud computing

Mobile 
applications

IT architecture
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Information
& technology

Information criteria

Availability Reliability Accessibility Timeliness Accuracy Relevance

For many services, 
information management is the primary means of enabling customer value

The challenges of information management, such as security and 

regulatory compliance requirements, is also a focus of this dimension. 
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Information
& technology

Information technology considerations


Is it compatible with the current 
architecture?


Does the organization have the right 
skills to support and maintain it?



Does it raise any regulatory, 
compliance, or information 
security control issues?



Does it have sufficient automation 
capabilities to be developed, 
deployed and operated?


Will it continue to be viable in the 
foreseeable future?



Does it have additional capabilities 
that can be leveraged for other 
products or services?



Does it align with the service 
provider or service consumer 
strategy?


Does it introduce new risks or 
constraints to the organization?

Organizational culture and the nature of the organization’s business will also 
have an impact on which technologies it chooses to use.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Partners
& suppliers

Service provider / 
service consumer 

relationships

Organization’s 
partner and 

supplier strategy

Factors that 
influence supplier 

strategies

Service integration 
and management
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Partners
& suppliers

Goods and service supply

• Formal contracts

• Clear separation of 
responsibilities

Service partnerships

• Share common goals and risks

• Collaborate to achieve desired 
outcomes

Every organization 
and every service 
depends to some 
extent on services 
provided by other 
organizations
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Partners
& suppliers

Service integrator

Supplier A

Supplier B

Supplier C

Consumer

Service integration and 
management involves the use of 
a specially established integrator 
to ensure that service 
relationships are properly 
coordinated. 

Service integration and 
management may be kept within 
the organization, but can also be 
delegated to a trusted partner. 
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Partners
& suppliers

Organization’s 
supplier 
strategy

Strategic 
focus

Corporate 
culture

Resource 
scarcity

Cost 
concerns Subject 

matter 
expertise

External 
constraints

Demand 
patterns

An organization’s 
strategy for using 
partners and suppliers 
should be based on its 
goals, culture and 
business environment.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Value streams
& processes

Activities the 
organization 
undertakes

How activities are 
organized

How value creation 
is ensured for all 

stakeholders 
efficiently and 

effectively

Value streams and processes define the activities, workflows, 
controls and procedures needed to achieve agreed objectives.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Value streams
& processes

A value stream is a series of steps an organization undertakes to 
create and deliver products and services to service consumers. It 
combines the organization’s value chain activities.

VALUE STREAM STEPS

Step 1 Step 2 Step 3

Value-adding 
activities

Non value-adding 
activities (waste)

Value stream optimization may include process automation or adoption of emerging 
technologies and ways of work to gain efficiencies or enhance 
user experience.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Value streams
& processes A process is a set of interrelated or interacting activities that transform inputs 

into outputs. Processes define the sequence of activities and their dependencies

INPUT OUTPUTACTIVITIES

A well-defined process can improve productivity within and across organizations.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

Value streams
& processes

Value streams and processes for products and services:

What is the 
generic delivery 
model for the 

service, and how 
does the service 

work?

What are the 
value streams 

involved in 
delivering the 

agreed outputs of 
the service?

Who, or what, 
performs the 

required service 
actions?
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P Political

E Economic

S Social

T Technological

L Legal

E Environmental

THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

External factors influencing the dimensions

• The PESTLE model describes factors that 
constrain or influence how a service 
provider operates
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THE ITIL SERVICE VALUE SYSTEM

These components and activities, together 
with the organization’s resources, can be 
configured and reconfigured in multiple 
combinations in a flexible way as 
circumstances change, but this requires the 
integration and coordination of activities, 
practices, teams, authorities and 
responsibilities, and all parties to be truly 
effective

The ITIL service value 
system (SVS) 

describes how all the 
components and 
activities of the 

organization work 
together as a system 

to enable value 
creation
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THE ITIL SERVICE VALUE SYSTEM
The purpose of the SVS is to ensure that the organization 
continually co-creates value with all stakeholders through the use 
and management of products and services.
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THE ITIL SERVICE VALUE SYSTEM

Opportunities represent options or possibilities to add value for stakeholders or otherwise improve the organization.  
Demand is the need or desire for products and services among internal and external consumers.
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THE ITIL SERVICE VALUE SYSTEM

The outcome of the SVS is value. The SVS can enable the creation of many different types of value for a wide group 
of stakeholders
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THE ITIL SERVICE VALUE SYSTEM

The guiding principles are recommendations that can guide an organization in all circumstances, regardless of 
changes in its goals, strategies, type of work, or management structure
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THE ITIL SERVICE VALUE SYSTEM

Governance is the means by which an organization is directed and controlled
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THE ITIL SERVICE VALUE SYSTEM

The service value chain is a set of interconnected activities that an organization performs in order to deliver a 
valuable product or service to its consumers and to facilitate value realization
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THE ITIL SERVICE VALUE SYSTEM

The ITIL Practices are sets of organizational resources designed for performing work or accomplishing an objective
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THE ITIL SERVICE VALUE SYSTEM

Continual improvement is a recurring organizational activity performed at all levels to ensure that organization’s 
performance continually meets stakeholders’ expectations
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THE ITIL SERVICE VALUE SYSTEM

The ITIL SVS has been specifically architected to enable flexibility and 
discourage siloed working
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THE SERVICE VALUE CHAIN

The central element of the SVS is the service value chain, an operating model which outlines the key activities required 
to respond to demand and facilitate value creation through the creation and management of products and services. 
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Inputs from within 
and outside of the 

value chain
Outputs

Resources of 
the practices

THE SERVICE VALUE CHAIN

Service value chain activities represent the steps an organization takes in the creation of value. Each activity contributes 
to the value chain by transforming specific inputs into outputs

To convert inputs into outputs, the value chain activities use different combinations of ITIL practices. Each activity may 
draw upon internal or third party resources, processes, skills and competencies from one or more practices
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THE SERVICE VALUE CHAIN

Service value chain activities
• All incoming and outgoing interactions with parties external to the service 

provider are performed via engage value chain activity

• All new resources are obtained through the obtain/build activity

• Planning at all levels is performed via plan activity

• Improvements at all levels are initiated and managed via improve activity

• Creation, modification, delivery, maintenance and support of component, 
products and services are performed in integrated and coordinated way 
between design and transition, obtain/build and deliver and support
activities

• Products and services, Demand and Value are NOT value chain activities; 
they are SVS components
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THE SERVICE VALUE CHAIN The purpose of the plan value chain 
activity is to ensure a shared 
understanding of the vision, current 
status and improvement direction for 
all four dimensions and all products 
and services across the organization
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THE SERVICE VALUE CHAIN

The purpose of the improve value 
chain activity is to ensure continual 
improvement of products, services and 
practices across all value chain 
activities and the four dimensions of 
service management
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THE SERVICE VALUE CHAIN

The purpose of the engage value chain 
activity is to provide a good 
understanding of stakeholder needs, 
continual engagement with all 
stakeholders, transparency and good 
relationships with all stakeholders
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THE SERVICE VALUE CHAIN The purpose of the design and 
transition value chain activity is to 
ensure that products and services 
continually meet stakeholder 
expectations for quality, costs and time 
to market
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THE SERVICE VALUE CHAIN
The purpose of the obtain/build value 
chain activity is to ensure that service 
components are available when and 
where they are needed, and meet 
agreed specifications
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THE SERVICE VALUE CHAIN

The purpose of the deliver and 
support value chain activity is to 
ensure that services are delivered 
and supported according to agreed 
specifications and stakeholders’ 
expectations 87



THE SERVICE VALUE CHAIN

• Organizations create service value streams to carry out specific tasks, or respond to particular 
situations

• Service value streams are specific combinations of activities and practices, and each one is 
designed for a particular scenario

• Each value stream is a different combination of value chain activities and practices

• Inputs and outputs must be understood as specific to particular value streams

ENGAGE ACTIVITY
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ITIL 4 FOUNDATION - SUMMARY

Service 
Provider

Service 
Consumer
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EXAMPLE FOUNDATION EXAM QUESTION 1

Which guiding principle describes the importance of doing something, 
instead of spending a long time analyzing different options?

A. Optimize and automate

B. Start where you are

C. Focus on value

D. Progress iteratively with feedback
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EXAMPLE FOUNDATION EXAM QUESTION 1

Which guiding principle describes the importance of doing something, 
instead of spending a long time analyzing different options?

A. Optimize and automate

B. Start where you are

C. Focus on value

D. Progress iteratively with feedback
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EXAMPLE FOUNDATION EXAM QUESTION 2

How do all value chain activities transform inputs to outputs?

A. By determining service demand

B. By using a combination of practices

C. By using a single functional team

D. By implementing process automation
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EXAMPLE FOUNDATION EXAM QUESTION 2

How do all value chain activities transform inputs to outputs?

A. By determining service demand

B. By using a combination of practices

C. By using a single functional team

D. By implementing process automation
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EXAMPLE FOUNDATION EXAM QUESTION 3

Which dimension of service management considers governance, 
management, and communication?

A. Organizations and people

B. Information and technology

C. Partners and suppliers

D. Value streams and processes
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EXAMPLE FOUNDATION EXAM QUESTION 3

Which dimension of service management considers governance, 
management, and communication?

A. Organizations and people

B. Information and technology

C. Partners and suppliers

D. Value streams and processes
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CREATE, DELIVER & SUPPORT

Managing Professional (MP) 
Transition

ITIL Foundation

ITIL Specialist

Create, Deliver 
& Support

ITIL Specialist

Drive 
Stakeholder

Value

ITIL Specialist

High Velocity 
IT

ITIL Strategist

Direct, Plan & 
Improve
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ITIL 4 CDS AND THE VALUE CHAIN
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By the end of this module, you will be able to:

CDS – LEARNING OBJECTIVES

• Understand how to plan and build a service value stream to create, deliver, and 
support services

• Know how relevant ITIL practices contribute to the creation, delivery and 
support across the SVS and Value streams

• Know how to create, deliver and support services
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PLAN AND BUILD A SERVICE VALUE STREAM

Understand concepts and challenges 
relating to: (BL2)

a) Organizational structure

b) Integrated/collaborative teams

c) Team capabilities, roles, 
competencies

d) Team culture and differences

e) Working to a customer-orientated 
mindset

f) Employee satisfaction management

g) The value of positive 
communications

Understand planning and managing 
resources in the service value system: 
(BL3)

a) Team collaboration and integration

b) Workforce planning

c) Results based measuring and 
reporting

d) The culture of continual 
improvement

The full ITIL 4 CDS syllabus also includes 
content on tools and technology
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ORGANIZATIONAL STRUCTURE

• Types of organizational structure

Functional • Hierarchical, formal lines of authority, determine power, roles and responsibilities
• Often based on functional areas like HR, IT finance, marketing etc.

Divisional • Based on markets, products, geography etc.
• Each division may have profit & loss accounting, sales, marketing, engineering, etc.

Matrix • Grid of relationships
• Pools of people who move across teams. 
• Often has dual reporting lines (e.g. functional and product)
• Can provide more speed and agility

Flat • Very little hierarchy
• Removes decision making barriers, enabling fast decisions
• Challenging to maintain as organization grows
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ORGANIZATIONAL STRUCTURE

• Servant leadership
• Managers focus on the needs of the organization, not just their team

• Managers ‘serve’ and support the people they lead by ensuring they have the 
right resources and support

• Often used with cross-functional/matrix organization structure

• Cross-functional organizations use combinations of matrix and flat structures

• If you’re thinking of moving to cross-functional servant leadership
• Use the ITIL guiding principles to help you decide

• This will involve major organizational and cultural change
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INTEGRATED / COLLABORATIVE TEAMS

Collaboration Cooperation

Work together towards a shared goal / objective Separate goals can lead to silo working

Shared and integrated goals Aligned goals

Everyone succeeds or fails together Individuals and teams succeed independently

Goals and resources aligned in real time Cooperative, friendly, willing to share information

Technology is necessary but not sufficient Technology is necessary but not sufficient

Needs respect, trust and transparency Less need for trust and transparency

Needs multi-channel communication (standups, 
face-to-face, active listening, tool-mediated, etc.)

Needs effective communication

Everyone needs to understand how they contribute 
to the big picture

Everyone needs to understand their own role

Need to understand PESTLE factors for all 
stakeholders

Need to understand PESTLE factors for own role
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INTEGRATED / COLLABORATIVE TEAMS

Algorithmic tasks Heuristic work

Follows a defined process, with established instructions Depends on human understanding and intervention

Follow the rules Learn or discover what is needed

Clear inputs, outputs, instructions, branches etc. Needs flexibility, information, knowledge and experience

Reassignment and handover between teams where needed Collaboration, swarming and DevOps often appropriate

People doing the work may recognise opportunities to 
improve how it is done. This should be part of their role.

New insights can be recorded for future use, moving some 
work to algorithmic (removing ‘toil’)
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TEAM CAPABILITIES, ROLES, COMPETENCIES

• Traditional IT roles were technically focussed in areas such as 
programming, business analysis, technical support, designers etc.

• Newer roles require more flexibility and regular change

• Many IT and ITSM roles now require business skills such as
• Ability to manage and motivate a team

• Relationship management

• Negotiation

• Supplier and contract management
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TEAM CAPABILITIES, ROLES, COMPETENCIES

• Professional ITSM competencies include
• Communication skills

• Written & verbal, ability to establish working relationships

• Essential for working with colleagues, customers, managers and all other stakeholders

• Market and organization knowledge
• Knowledge of specific industry, including competitors, relative costs and capabilities

• Management and administration
• Delegation, documentation, logistics, building teams, recruit and develop staff

• Leadership
• Ability to influence, motivate and support

• Anyone can be a leader, it’s not just managers

• Every team needs some leaders to help create the required culture
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TEAM CAPABILITIES, ROLES, COMPETENCIES

• Professional ITSM competencies continued…
• Business and commercial skills

• Specify, buy, negotiate, manage supplier relationships

• Get people together and motivate/agree way forward

• Write and promote/sell a business case

• Produce marketing/promotional materials, present and ‘sell’ services

• Relationship management skills
• Contact/liaison, demand capture, value demonstration, feedback, communication flow

• Innovation
• Entrepreneurial mindset, identify new ways of working, solve problems, exploit new 

technologies
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TEAM CAPABILITIES, ROLES, COMPETENCIES

• Developing a broad set of competencies
• Specific training - business analysis, programming, ITIL etc.

• Job descriptions that include full technical and non-technical skills

• Recognizing non-IT experience (team management, procurement, etc.)

• Including ‘soft’ skills like communication and leadership in role descriptions

• Performance management, rewards and appraisals reflect full range of skills

• Opportunities for training and development in all areas

• Encouraging CPD (Continuing professional development)

• Role based models, based on job descriptions, with career paths

• Competency based models focussed on generic capabilities

• Hybrid role and competency based models combining both
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TEAM CULTURE AND DIFFERENCES

• Culture is made up of values, beliefs, attitudes and behaviours

• How people work together towards a goal

• How people treat each other

• Teams can have different cultures
• But all are influenced by overall organization culture
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TEAM CULTURE AND DIFFERENCES

• In an effective team culture
• Team members understand how the team contributes to the organization

• People feel that they are part of something bigger than themselves

• Engagement and work satisfaction are increased

• People understand how they can achieve personal AND organization goals

• Organizations need strong, collaborative teams at all levels
• Mutually responsible for shared outcomes

• Strong and agreed shared vision

• Giving and receiving feedback

• Understand their impact on each other

• Continually learning and improving, removing barriers to success
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TEAM CULTURE AND DIFFERENCES

• What does good look like?
• People collaborate, share knowledge, and support each other

• Feel safe, speak up and accept challenges

• Trust and empowerment

• Cultural fit
• People’s beliefs, values and needs match the work environment

• Diversity

• What does bad look like?
• Many rules and processes

• Lack of empowerment and autonomy

• Results in poor quality products and services
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TEAM CULTURE AND DIFFERENCES

• Creating a strong team culture
• Create and share a vision

• Meet regularly – discuss problems, build relationships

• Create leaders, not managers. Mentoring, leading by example

• Encourage informal teams

• Cross-training to provide overall organizational understanding

• Social integration – get to know people personally

• Provide feedback

• Promote a culture of learning
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EMPLOYEE SATISFACTION MANAGEMENT

• Understand and manage employee satisfaction
• Morale and engagement influence productivity, customer satisfaction, 

employee retention…

• Need to measure many aspects of employee satisfaction
• Leadership, culture, organization climate, job activities

• Baseline satisfaction levels

• Identify actions to improve commitment and trust

• Don’t just measure, improve, and be seen to improve
• Assign resources to act on the measurement

• Results and actions must be demonstrated back to employees
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EMPLOYEE SATISFACTION MANAGEMENT

How could you measure employee satisfaction?

• Consider using a third party to allow confidential feedback

• Surveys: Local or organization wide

• Formal or unstructured meetings: Listen for feedback

• One-to-one meetings: Build relationships to encourage feedback

• Review sickness and attrition data: Look for trends and changes

• Staff driven metrics: Allow staff to submit ‘morale indicators’
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EMPLOYEE SATISFACTION MANAGEMENT

• Employee surveys
• Who is the sponsor?

• What is the purpose? What do you want to know?

• Sampling or all employees?

• Methods of data collection (paper survey, interview, online, …)?

• Attributes to be measured?
• Satisfaction, retention, communications

• Understanding goals and vision, 

• Trust and relationships

• Competitiveness of salary and benefits

• Job structure, training, advancement, performance management

• Nominal (qualitative) or ordinal (quantitative, scaled)

Satisfied employees lead to satisfied customers
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WORKING TO A CUSTOMER-ORIENTATED MINDSET

• An approach to sales and customer-relations in which staff focus on 
helping customers meet long-term needs and wants
• Place customers at the core of business decisions

• Observe and anticipate the wishes and needs of customers

• Care about customer experience and continually enhance it

• Don’t just create products & services, create a positive impact on customers

• Every customer is unique, understand their individual needs and wants

• ‘Focus on value’
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WORKING TO A CUSTOMER-ORIENTATED MINDSET

• How to create a customer oriented strategy
• Create a customer value proposition (CVP) – balance benefits and loyalty

• Map the customer/user experience journey – consider all touchpoints

• Recruit customer-friendly staff

• Treat employees well – happy employees make happy customers

• Train/coach staff on the customers, products, and industries they support

• Walk the talk. Senior managers should lead by example

• Listen to the voice of the customer (VoC) – surveys, meetings, etc,

• Use lots of feedback data: Consider using a balanced scorecard of metrics

• Empower staff: Give them the authority to solve customer issues
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POSITIVE COMMUNICATIONS

• Routine, repetitive IT work is rapidly moving to automation

• Interaction and communication still relies on people
• Communication is needed with customers, suppliers, colleagues, staff, …

• All communication
• Creates opinions of the value of the team, ITSM, and the service provider

• Consider how to manage and coordinate communication
• Small team to communicate about projects

• Service desk agents to communicate about incidents

• ?????
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POSITIVE COMMUNICATIONS

• Good communication:
• Starts with listening

• Is efficient, responsive, professional, effective and HUMAN

• Establishes positive relationships

• Reduces problems and stress

• Recognises intellectual and emotional needs

• Promotes trust, empathy, and shared goals

• Identifies issues and improvement opportunities

• Includes emotional, business and technical responses

• Is timely, based on appropriately set expectations

• Is simple, short, relevant, limited to what is needed, and free of jargon
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POSITIVE COMMUNICATIONS

• Communication principles
• Communication is a two way process

• We are all communicating all the time

• Timing and frequency matters

• There is no single method of communication that works for everyone

• The message is in the medium
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WORKFORCE PLANNING

• Workforce is arguably the most important asset of most organizations

• Identify required roles, and associated knowledge, skills, attitudes…
• To keep the organization running

• To exploit emerging technologies

• To provide leadership and organizational change capabilities

• To position the organization for future success and growth
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WORKFORCE PLANNING

“The purpose of the workforce and talent management practice is to 
enable organization, leaders, and managers to focus on creating an 
effective and actionable people strategy (analysing the current 
workforce, determining future workforce needs, identifying the gap 
between the present and the future, and implementing solutions) so 
that the organization can achieve its mission, goals, and strategic 
objectives”

• Strategies for recruiting, retaining, developing, and managing employees

• Understanding how human resources will be used to meet business goals

• Numbers of staff as well as skills and competence

• At multiple levels, from whole organization to a single project

• For ALL capabilities: New and changed services, support, etc.
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WORKFORCE PLANNING

• Workforce and talent management
• Plan

• Understand current and future skills requirements, and staff turnover

• Improve
• Continually adapt to meet evolving business needs

• Engage
• Understand & forecast changing demand for services and how this will impact workforce

• Design and transition
• Understand competences needed for Agile, DevOps, etc. define training plans

• Obtain/build
• Training, mentoring, succession planning, recruiting or sourcing skills

• Deliver and support
• Measure how knowledge, abilities and attitude impact practices
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WORKFORCE PLANNING

People’s competence can be T-shaped,  Pi-shaped, Comb-shaped

Sp
ecialism

Broad general knowledge

Sp
ecialism

Sp
ecialism

Broad general knowledge
Sp

ecialism

Sp
ecialism

Sp
ecialism

Sp
ecialism

Broad general knowledge
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RESULTS BASED MEASURING AND REPORTING

• Why measure?
• To identify current and planned future state

• To measure achievement of improvements, changes, or plans

• To measure progress towards goals or objectives

• To support business decisions

• To drive behaviours

• To understand how well services are meeting customer needs/expectations

• To identify opportunities for improvement
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RESULTS BASED MEASURING AND REPORTING

• Outputs and outcomes

An output is a tangible 
or intangible deliverable 

of an activity.

An outcome is a 
result for a 
stakeholder 

enabled by one or 
more outputs.
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RESULTS BASED MEASURING AND REPORTING

Measuring people

• Behaviours should be measured when
• There is no clear relationship between behaviours and results

• If outcomes are too far in the future

• If results are not in control of those we are measuring

• Results should be measured when
• There is a clear link from behaviours to results

• Easiest way to translate strategic objectives into measured actions

• Good when people have skills and abilities needed to complete their work 
and can correct their own behaviours

• Motivates people to improve, allows autonomy on how to deliver the results
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RESULTS BASED MEASURING AND REPORTING

• Performance goals
• Meet face-to-face to discuss and agree goals

• Make sure goals are suitable for the individual

• Ensure goals are specific, measurable and documented

• Define goals for each organization, function, team, employee
• Link each team goal to organization goals or service goals

• Align goals with customer needs and work activities

• Use both qualitative and quantitative goals

• Monitor goals and adjust them if they are not realistic or the situation 
changes (progress iteratively with feedback)

• Good goals help you measure the impact of changes and improvements
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CULTURE OF CONTINUAL IMPROVEMENT

• Everyone knows that continual improvement is a good thing

• BUT it is only effective when it is embedded in the culture
• It doesn’t happen by itself

• Even if you have a continual improvement register and a process for 
managing improvements this will not make it happen
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CULTURE OF CONTINUAL IMPROVEMENT

You should remember 
the continual 
improvement model 
from ITIL V3. An 
updated version is 
part of ITIL 4, but is 
not taught on this 
course
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CULTURE OF CONTINUAL IMPROVEMENT

• Key people often drive continual improvement
• This is great until they leave or change roles

• Great organizations embed continual improvement in their culture
• Transparency and trust: encourage and empower people to try out new ideas

• Management by example

• Active encouragement of positive behaviours in:
• Recruitment, onboarding, meeting culture, language, taxonomy

• Expectation of continual improvement

• Marketing and celebration of success

• Clarity on continual improvement process, tools, decision-making etc.

• Consider using organizational change management to help get there
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THE VALUE STREAM FOR A NEW SERVICE

• Every value stream starts with demand and ends with value

• A value stream may involve many ITIL Value Chain activities
• It can even loop round to carry out similar value chain activities many times

• Think of the repeated cycle involved in a DevOps style product approach
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THE VALUE STREAM FOR A NEW SERVICE

• High level value stream for a new service
1. Understand and document service requirements

2. Decide whether to invest in the new service

3. Design & architect the new service to meet customer requirements

4. Build, configure, or buy service components

5. Deploy service components

6. Release service to customers and users
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THE VALUE STREAM FOR A NEW SERVICE

• The value stream needs to consider all activities in the end to end 
value stream that takes demand and helps to co-create value

• The value stream may represent activity from many different teams
• E.g. project office, integrated product teams, separate SILO’d teams doing 

architecture, design, development, infrastructure, testing, release etc.

• The value stream must be designed to enhance the entire customer 
journey, not just the individual touchpoints
• Outside-in approach considers everything from the customer viewpoint

• As opposed to IT-centric inside-out approach based on requirements only

• Involve all stakeholders in the value chain as early as possible
• Including customers, not just IT staff
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THE VALUE STREAM FOR A NEW SERVICE

Value Stream Mapping

• Build an end-to-end picture of how the service will be used and 
experienced

• Involve as many stakeholders as possible

• Focus on the customer and user viewpoints of every activity
• But include other views as well where necessary

• Often done on a large wall with sticky notes and sheets of paper

• Identify points of failure, areas of risk, blockage etc.
• E.g. dependency on a single person, process, supplier etc.
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THE VALUE STREAM FOR A NEW SERVICE

Designing a value stream

• For each step in the value stream, consider
• Inputs / triggers

• Stakeholders

• Information

• Practices

• Resources

• Activities

• Constraints

• Outputs
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THE VALUE STREAM FOR A NEW SERVICE

Traditional waterfall approach

Pros Cons

Clear ‘go-live’ date Can lead to SILO approach with ‘successful’ 
projects that don’t deliver value

Predictable projects with defined phases from 
business case to value co-creation

May focus too much on ‘go-live’ with 
insufficient thought of how to run and support

Costs can be allocated to projects related to 
business demand

Hard to manage changing requirements, can 
deliver results that meet out of date needs

Many people have experience of working this 
way

Defects that are detected late may be 
expensive (or impossible) to fix

May be required to meet specific time-based 
demand (such as big sports event)

Focus on delivery date can lead to poor quality
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THE VALUE STREAM FOR A NEW SERVICE

Agile approach

Pros Cons

Meet need for speed and time-to-market May need significant culture change

Can constantly review and update 
requirements

May be hard to get funding for unclear 
deliverables and deadlines

User validation earlier in the lifecycle Needs support from the wider organization

Focus on flow, feedback, learning and 
improvement

Can be difficult to commit to deadlines, 
especially in high-risk environments

Small, flexible, multi-functional teams Difficult in multi-supplier environments when 
some suppliers use waterfall
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THE VALUE STREAM FOR A NEW SERVICE

• Portfolio management

• Business analysis

• Risk management

• Financial management

• Architecture management

• Service design

• Capacity and performance 
management

• Availability management

• Information security management

• Service continuity management

• Supplier management

• Project management

• Software development and 
management

• Infrastructure and platform 
management

• Service level management

• Service validation and testing

• Deployment management

• Release management

• Change enablement
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THE VALUE STREAM FOR USER SUPPORT

REMEMBER 

• Every value stream starts with demand and ends with value

• A value stream may involve many ITIL Value Chain activities

• Value stream mapping can be used to design
and improve value streams
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THE VALUE STREAM FOR USER SUPPORT

1. Acknowledge and register the user query

2. Investigate, classify as an incident, attempt to resolve

3. Get fix from specialist team

4. Deploy fix

5. Verify incident is resolved

6. Request user feedback

7. Identify improvement 
opportunities
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THE VALUE STREAM FOR USER SUPPORT

Stakeholders in a user support value stream

• Users

• Customers

• Support teams

• Suppliers and partners

• Relationship managers (and service level managers)

• Senior management
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THE VALUE STREAM FOR USER SUPPORT

How to manage the work in this value stream

• Centralised or distributed? Local or offshore?

• Physical service desk, swarming, something else?

• Log and pass service desk or high rate of first level resolution?

• 2nd and 3rd level support – dedicated, standby, swarming, shift left?

• Hours of support? Levels of out of hours support?

• How is work distributed between teams? 

• Sourcing models, how are vendors involved?
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THE VALUE STREAM FOR USER SUPPORT

• Incident management

• Service desk

• Risk management

• Knowledge management

• Supplier management

• Service configuration management

• Monitoring and event management

• Problem management

• Software development and 
management

• Infrastructure and platform 
management

• Financial management

• Service validation and testing

• Deployment management

• Continual improvement

• Service level management
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KNOW HOW TO CREATE, DELIVER, AND SUPPORT SERVICES

• Know how to (BL3)
• Co-ordinate, prioritize and structure work and activities to create, deliver 

and support services

a) Managing queues and backlogs

b) Prioritizing work

• The full ITIL 4 CDS syllabus also includes content on sourcing, and 
‘service integration and management’
• Please study this material when you get some time
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MANAGING QUEUES AND BACKLOGS

• It is important to manage the flow of work
• Lean, DevOps and other modern approaches emphasise this

• Work waiting in queues is an interruption to flow

• Dynamic reallocation of resources can help to mitigate queue effects

This Photo by Unknown Author is licensed under CC BY-SA
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MANAGING QUEUES AND BACKLOGS

Every system needs slack to deal with variation in work arrival time

• Can’t always add people to deal with occasional peak loads

• Methods for minimising queues
• Reduce variation in demand with pricing mechanisms

• E.g. discount for specific times, or for first 10 items

• Reduce variation in demand with policy
• E.g. Maximum number of times per quarter an employee can change benefits

• Increase ability to accept demand
• Using automation, increased headcount, elastic cloud platform, outsourcing

• Deflect demand from the value stream
• Using automation, or shift-left
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MANAGING QUEUES AND BACKLOGS

• Queues lead to delays which can impact user experience
• Mitigate this with reliable status updates

• Keep users engaged in the situation 

• Request updates from users to create a sense of activity and involvement

• Set expectations of when users will be updated and then meet these
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MANAGING QUEUES AND BACKLOGS

• Dispatch swarming
• Deal with simple items as they arrive, never put them on the queue

• May improve performance by reducing number of tasks in the queue

• Swarming can also reduce the number of times a specific piece of work gets 
bounced between queues

• Swarming is discussed more fully in the next section

158



PRIORITIZING WORK

• All work needs to be prioritised
• Because we never have sufficient resources to manage everything 

immediately and perfectly

• This is not just for incidents
• Also applies to requests, defects, development requests, projects, 

improvement opportunities etc.
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PRIORITIZING WORK

Prioritizing work entering the value stream

• Increases the need to manage user/customer expectations

Prioritizing work at each value stream step

• Can create or move the constraint or bottleneck

• May result in idle resources downstream from the step

• May create a backlog upstream from the step
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PRIORITIZING WORK

Techniques based on resource availability or quality, for example:

• Don’t accept work if the required resource is busy, assign other work 
to the other resources

Techniques based on time factors, for example:

• First-in, first-out: Next oldest waiting item is dealt with next

• Last-in, first-out: The newest waiting item is dealt with next

• Shortest item first: The work that can be completed quickest is dealt 
with next

• Longest item first: The work that requires most time to complete is 
dealt with next
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PRIORITIZING WORK

Techniques based on financial factors

• Highest economic benefit, or highest financial impact first

Techniques based on source or type of demand

• VIP status for some users in incident priority

Techniques that consider multiple factors

• Cost of delay considers time and finance

• Weighted shortest job first considers cost of delay and work duration

• Triage based on urgency and impact (see next slide)
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PRIORITIZING WORK

Triage

• Comes from military medical context

• Identify the most urgent work and get on with it

• Focus on medium priority work when all urgent work is under control

• Low priority work only done when all urgent/medium priority work is 
under control

• Used for managing development backlog, incident queues and more

• Needs a strategy to ensure that low priority work is not left for ever
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PRIORITIZING WORK

Swarming

• Alternative to tiered support groups and escalation

• Issues with tiered support include:
• Multiple queues, creating accumulated work-in-progress

• Multiple queues may increase the time it takes to get to the right person

• Work may “bounce” with multiple reassignments
• The team escalating the work, by definition does not have the right skills

• So essential information may not have been collected, and issues may be escalated to 
the wrong team

• Some teams and groups can be overwhelmed
• Key specialists can become a bottleneck in the value stream

164



PRIORITIZING WORK

Swarming

• Single collaborative team, rather than tiered escalation

• Dispatch swarm – meets frequently to review incoming work
• ‘Cherry pick’ quick solutions

• Validate correct information has been collected

• Backlog swarm – convened flexibly or periodically to review backlog

• Drop-in swarm – experts are continually available to front line staff
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PRIORITIZING WORK

Swarming challenges

• Perceived increase in ‘per-record’ cost, because higher skilled staff 
may be involved earlier

• Difficult to evaluate individual contributions, because work is more 
collaborative, can affect monitoring and reporting

• Dominant individuals can overwhelm others in the conversation

• Finding the right people to swarm can be difficult

• Requires executive support, loosening of rules, move away from rigid 
process to culture of self-reliance in teams
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CDS - SUMMARY
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EXAMPLE CDS EXAM QUESTION 1

Two IT teams are not currently collaborating well. Which of these will 
MOST help to improve the situation?

A. Teams agreeing to share information

B. Aligning KPIs for the teams

C. Establishing a shared goal for the teams

D. Merging the teams into a single larger team
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EXAMPLE CDS EXAM QUESTION 1

Two IT teams are not currently collaborating well. Which of these will 
MOST help to improve the situation?
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170



EXAMPLE CDS EXAM QUESTION 2

Which concept is concerned with the dynamics of groups of people 
working together, and their commitment to interacting with each 
other to achieved shared goals?

A. Employee satisfaction management

B. Organizational structure

C. Working to a customer-oriented mindset

D. Team culture

171



EXAMPLE CDS EXAM QUESTION 2

Which concept is concerned with the dynamics of groups of people 
working together, and their commitment to interacting with each 
other to achieved shared goals?

A. Employee satisfaction management

B. Organizational structure

C. Working to a customer-oriented mindset

D. Team culture
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EXAMPLE CDS EXAM QUESTION 3

An organization is attempting to improve the design, development and transition of new 
services. It recognizes that some ways of working are not focused on creating value.

Which is an example of a working practice which the organization should STOP?

A. Defining the features and functionality of services by relying on the developers' 
previous experience of designing similar systems

B. Involving users, customers and other stakeholders when communicating desired 
outcomes in the form of user stories

C. Designing systems with the continual involvement of customers, to ensure that any 
changes in requirements are understood at an early stage

D. Involving customers and users in user acceptance testing, to understand whether the 
service meets the customers' and users' expectations
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EXAMPLE CDS EXAM QUESTION 3
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ITIL 4 DSV AND THE VALUE CHAIN
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By the end of this module, you will be able to:

DSV – LEARNING OBJECTIVES

• Understand how customer journeys are designed

• Know how to foster stakeholder relationships

• Know how to shape demand and define service offerings

• Know how to onboard and offboard customers and users

• Know how to act together to ensure continual value co-creation (service 
consumption / provisioning)

• Know how to realise and validate service value

• The full ITIL 4 DSV syllabus also includes content on service marketing and  
negotiating agreements
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THE CONCEPT OF THE CUSTOMER JOURNEY

• How you deliver a service is as important as what you deliver

• Understanding every touchpoint and interaction is NOT enough
• You must take the journey yourself and understand the overall experience

• When you understand the customer journey you can
• Maximize stakeholder value through co-creation

• Focus on experience, not just on outcomes

A customer journey is the complete end-to-end 
experience customers have with one or more service 

providers and/or their products through the touchpoints 
and service interactions with those service providers
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THE CONCEPT OF THE CUSTOMER JOURNEY
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THE CONCEPT OF THE CUSTOMER JOURNEY

Benefits of mastering the customer journey

For the service consumer For the service provider

Facilitate outcome Gain optimal service value and experience
Get what you need, not just what you 
asked for

Identify and support service consumer 
behaviours and outcomes
Optimize/improve products, services, and 
journeys

Optimize risk and 
comply

Ensure key business risks are identified 
and addressed

Focus on customer satisfaction and 
maximize benefits for the investments

Reduce cost and 
optimize resources

Work together to optimize use of 
resources through the whole service 
lifecycle

Work together to optimize use of 
resources through the whole service 
lifecycle

181



THE CONCEPT OF THE CUSTOMER JOURNEY

DISCUSSION:

• Why does only one definition 
include “potential service 
consumer”?

EXERCISE:

• Work in pairs

• Pick one service you are 
familiar with and identify 
key touchpoints and service 
interactions

A touchpoint is any 
time a potential 

service consumer or 
service consumer 
comes in contact 
with the service 

provider and/or its 
products

A service 
interaction is a 

value co-creating 
reciprocal action 

between a service 
provider and a 

service consumer
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THE CONCEPT OF THE CUSTOMER JOURNEY

Journey mapping

• It’s possible to have great individual touchpoints in a terrible journey
• Especially in multi-touchpoint, multi-channel, always-on consumer services

• You must understand every touchpoint, but also understand the 
entire end-to-end journey

Customer journey maps take into account people's mental models (how things should 
behave), the flow of interactions and possible touch points. They may combine user 

profiles, scenarios, and user flows; and reflect the thought patterns, processes, 
considerations, paths, and experiences that people go through in their daily lives
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THE CONCEPT OF THE CUSTOMER JOURNEY

Personas

• Can’t map every individual customer’s journey, so use generic flows

• Personas are not impersonal averages, they are 
representative single users or customers

• Personas are described as though they were 
real people

A persona is a 
fictional, yet 

realistic, description 
of a typical or target 
customer or user of 

a service or 
product. 
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THE CONCEPT OF THE CUSTOMER JOURNEY

Example Persona
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EXPLORE

• Explore is not covered in this course

• A significant part of explore is service marketing
• You may have learned about this in ITIL V3 Service Strategy

• This topic is covered in the ITIL 4 Managing Professional DSV course
• You may want to read this part of the book in your own time

Explore Engage Offer Agree Onboard
Co-

create
Realize 
value
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KNOW HOW TO FOSTER STAKEHOLDER RELATIONSHIPS

• ON MANAGING PROFESSIONAL DSV COURSE BUT NOT TRANSITION

• Know how to (BL3)
• Analyse customer needs

• Use communication and collaboration activities and techniques

• Know how the relationship management practice can contribute…

• Know how the supplier management practice can contribute…

You may want to study these topics in your own time

Explore Engage Offer Agree Onboard
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value
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SUPPLIER AND PARTNER RELATIONSHIP TYPES

Basic relationship Collaborative relationship Partnership

Relationship 
maturity

Ad-hoc, order taker
Reactive service without 
challenging customer requests, 
lack of quality data

Service provider, (trusted) 
advisor. Both understand  
capabilities and needs. Mutual 
decision making, increasing 
sense of value

Strategic partner
Common goals with focus on 
value. Clear accountability for 
achieving value, quality data for 
understanding value

Approach for 
building 
relationship

Frequent misperceptions and 
distrust. Reactive course 
changes, value may be hidden

Routine is good but innovation is 
challenging.  Portfolio aligned to 
business needs. Sense of value.

Shared goals for maximizing 
value. Shared risk and reward

Key attributes Little information sharing
Price driven, easy to exit
Single point of contact

Seek to add value. Many points 
of contact, expensive, 
Forecasting, but not joint 
planning

Deep trust and partnership. 
Acknowledge mutual 
importance. Free exchange of 
information. Hard to exit.

Explore Engage Offer Agree Onboard
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value
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HOW TO DEVELOP CUSTOMER RELATIONSHIPS

1. Create environment that allows relational patterns to emerge

2. Build and sustain trust and relationship

3. Understand service provider capabilities

4. Understand customer needs

• THEN

5. Assess mutual readiness and maturity

Explore Engage Offer Agree Onboard
co-

create
Realize 
value
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HOW TO DEVELOP CUSTOMER RELATIONSHIPS

Create environment that allows relational patterns to emerge

• Customer activities
• Market research

• Browse service catalogue

• Check past performance/public ratings, perform due diligence

• Service provider activities
• Marketing and stimulating demand

• Provide single point of contact, and manage service catalogue

• Aggregate and shape demand

• Maintain customer data (on a CRM system if possible)

Explore Engage Offer Agree Onboard
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HOW TO DEVELOP CUSTOMER RELATIONSHIPS

Build and sustain trust and relationship

• Both parties
• Transparent communication

• Willingness to take ownership and accountability for decisions

• Knowledge-based trust
• Built up over many interactions

• Calculus based trust
• Formed more quickly based on assessment of risks and opportunities

Explore Engage Offer Agree Onboard
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HOW TO DEVELOP CUSTOMER RELATIONSHIPS

Build and sustain trust and relationship

• Trust dimensions
• Capability: Ability to produce results or 

meet expectations

• Commitment: Concern and intentions 
each person is perceived to have 

• Consistency: Individual consistency 
between words and actions, level of 
effort over time

Explore Engage Offer Agree Onboard
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HOW TO DEVELOP CUSTOMER RELATIONSHIPS

Understand service provider capabilities: Audit & maturity assessment

• Organizations and people
• Skills, competencies, activities, communications, culture, ways of working…

• Information and technology
• Technology projects, integrations, technical debt, reliability

• Partners and suppliers
• How well managed, dependencies, value chain integration

• Value streams and processes
• Value stream management. Guidelines, standards, and frameworks followed

Explore Engage Offer Agree Onboard
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HOW TO DEVELOP CUSTOMER RELATIONSHIPS

Understand customer needs: Think in terms of ‘jobs to be done’

• Customers don’t buy services. They buy fulfilment of their needs

• What are the outcomes that matter? 
• How are they identified and ranked

• What issues does the customer experience (organizational and technical)
• What causes them? How do they impact value, outcome, costs and risks

• What is the customer’s current strategy, architecture, organization structure

• What are the customer perceptions and preferences?
• Quality, risk, compliance, price, design, interfaces, transparency, social, …

Explore Engage Offer Agree Onboard
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MUTUAL READINESS AND MATURITY

• Context
• Create environment that allows relational patterns to emerge

• Build and sustain trust and relationship

• Understand service provider capabilities

• Understand customer needs

• THEN
• Assess mutual readiness and maturity

• Remember
• This is all part of engage, before we offer, negotiate and agree

Explore Engage Offer Agree Onboard
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MUTUAL READINESS AND MATURITY

• When capabilities of service provider and needs of customer are 
known there are some assessments that both parties need to make 
before they continue

• The exact assessment needed depends on the relationship type

Explore Engage Offer Agree Onboard
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MUTUAL READINESS AND MATURITY

Basic 
relationship

Collaborative 
relationship

Partnership

Capabilities, maturity, and past 
performance (service provider) 

Crucial Moderate Minor

Readiness to collaborate (both) n/a Moderate Crucial

Readiness to change (customer) n/a Moderate Crucial

Explore Engage Offer Agree Onboard
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SHAPE DEMAND AND DEFINE SERVICE OFFERINGS

• Understand (BL2)
• Methods for designing digital service experiences based on value driven, data 

driven and user centred service design

• Approaches for selling and procuring service offerings

Explore Engage Offer Agree Onboard
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DESIGNING DIGITAL SERVICE EXPERIENCES

Lean thinking

• Process improvement philosophy

• Prioritizes flow efficiency over resource efficiency
• Flow: The way that work progresses through a system

• Work unit: A piece of work flowing through the value stream
• For example an incident or an improvement activity

• Good flow: work unit moves steadily and predictably

• Bad flow: Many queues with work items in them

Explore Engage Offer Agree Onboard
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DESIGNING DIGITAL SERVICE EXPERIENCES

Lean thinking: Five basic principles

1. Understand customer value

2. Understand value chain

3. Create flow

4. Establish pull

5. Seek perfection

Explore Engage Offer Agree Onboard
Co-

create
Realize 
value

Value Stream Mapping was 
described in CDS
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DESIGNING DIGITAL SERVICE EXPERIENCES

Agile product and service development

• Manifesto for Agile Software Development

Explore Engage Offer Agree Onboard
Co-
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Realize 
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We Value

Individuals and interactions over processes and tools

Working software over comprehensive documentation

Customer collaboration over contract negotiation

Responding to change over following a plan

That is, while there is value in the items on the right, we value the items on the left more
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DESIGNING DIGITAL SERVICE EXPERIENCES

Agile product and service development

• Uses ideas from Lean

• Work unit is a feature, or an enabler

• Development is iterative – often using SCRUM
• Requirements backlog continually prioritized by product manager

• Dev team create as much as they can in a time-boxed sprint

• Demo at the end of each sprint to catch user feedback

• Retrospective captures feedback on method and teamwork

Explore Engage Offer Agree Onboard
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DESIGNING DIGITAL SERVICE EXPERIENCES

Agile product and service development

• Start with minimum viable product
• Just enough features to satisfy early customers, and to provide 

feedback for future product development

• Use continuous delivery to enable release as early as possible
• Feature flags: enable feature to be turned on and off

• Dark launch: new functionality is launched but not made visible yet

• Canary-release: Dark launch with a few test users

• A/B release: Two production environments to enable switch to new version

Explore Engage Offer Agree Onboard
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DESIGNING DIGITAL SERVICE EXPERIENCES

User centric design

• Iterative design process

• Primary focus is on user experience (UX)
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DESIGNING DIGITAL SERVICE EXPERIENCES

Design thinking

• An example of a user-centric design method

• How designers should think to make innovative solutions that fit the 
needs of the users

• Iterative process in 5 steps

• Could provide input to agile
software development

Explore Engage Offer Agree Onboard
Co-

create
Realize 
value

207



DESIGNING DIGITAL SERVICE EXPERIENCES

Service blueprinting

Explore Engage Offer Agree Onboard
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value

A service blueprint is a diagram visualizing the service 
usage, with the aim of optimizing the user experience
Key elements of the blueprint are:
• Line of interaction
• Line of visibility
• Line of internal interaction

One service can have 
multiple blueprints if 
there are different 
scenarios that it can 
support
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DESIGNING DIGITAL SERVICE EXPERIENCES

Service 
blueprint

209
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Line of visibility

Line of internal interaction

Website 
content

Signed 
contract

Satisfaction 
survey result

Evidence

Customer journey

Frontstage

Employee actions

Technology

Backstage

Support processes



SELLING AND PROCURING SERVICE OFFERINGS

• Pricing

• Internal service relationships

• External service relationships

• Perception

• Brand and reputation

• Sustainability goals and the triple bottom line

Explore Engage Offer Agree Onboard
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SELLING AND PROCURING SERVICE OFFERINGS

Pricing

• The service portfolio must generate enough income to cover 
investments, and costs (and generate profit if appropriate)

• Factors to take into account:
• Sales and marketing: Can we “get the message out” and sell the service

• Consumers perception of value: How much are they willing to pay?

• Market price: if there are similar services in the market

• Scalability: How easy is it to scale the service and onboard new customers?

Explore Engage Offer Agree Onboard
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SELLING AND PROCURING SERVICE OFFERINGS

Internal service relationships

• Internal marketing to raise awareness of services, influence demand

• Benefits of selling to internal customers
• Better utilization of services

• Influence demand for services

• Improve communication with customers and users

• Achieve feedback on how well services meet needs

• Supporting tools: Service catalogue, service desk, self-help tools
• Can also use techniques used for external sales

Explore Engage Offer Agree Onboard
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SELLING AND PROCURING SERVICE OFFERINGS

External service relationships

• Advertising and sales campaigns
• Good engagement, marketing etc. help with this

• Need good communication and intentions from both parties

• Find a balance where both parties can win
• Service provider

• “Seek first to understand, then to be understood”

• Customer
• Describe requirements as needs, not detailed specifications

Explore Engage Offer Agree Onboard
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Value

Business 
Outcomes

Preferences Perceptions

SELLING AND PROCURING SERVICE OFFERINGS

Perception

• A service that does what is required for a 
competitive price MAY be seen as valuable

• Consider customer preferences and perception

• Perception depends on 
• Past history with the service provider

• How you treat the customer at every touchpoint

• Recommendations from others

• Many other intangible factors

Explore Engage Offer Agree Onboard
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SELLING AND PROCURING SERVICE OFFERINGS

Brand and reputation

• How the organization is perceived in the market

• How people speak about the organization

• Needs a good relationship with the market

• Built gradually, “stone by stone”

• A positive brand means trust

• Strongly affected by the customer journey

Explore Engage Offer Agree Onboard
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SELLING AND PROCURING SERVICE OFFERINGS

Sustainability goals and the triple bottom line (3BL)

• Bottom line usually refers to profit and loss figures

• Many organizations also consider social and environmental factors

• Many consumers use these factors to help select a service provider

• Contributes to overall brand
• Can motivate both staff and customers with a big purpose

Explore Engage Offer Agree Onboard
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UN goals for a better world by 2030 address global challenges including 
poverty, inequality, climate, environment, prosperity, peace and justice. 

These can help in choosing sustainability goals for an organization

216



AGREE

• Agree is not covered in this course

• A significant part of agree is service level management
• You may have learned about this in ITIL V3 

• This topic is covered in the ITIL 4 Managing Professional DSV course
• You may want to read this part of the book in your own time
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ONBOARD AND OFFBOARD CUSTOMERS AND USERS

• Understand (BL2)
• Key transition, onboarding and offboarding activities

• The ways of relating with users and fostering user relationships

• How users are authorized and entitled to services

• Different approaches to mutual elevation of customer, user and service 
provider capabilities

• Know how to (BL3)
• Prepare onboarding and offboarding plans

• Develop user engagement and delivery channels

Explore Engage Offer Agree Onboard
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ONBOARD AND OFFBOARD CUSTOMERS AND USERS

• Planning onboarding

• Relating with users and fostering relationships

• Providing user engagement and delivery channels

• Enabling users for service

• Elevating mutual capabilities

• Offboarding

• Developing engagement and delivery channels

Explore Engage Offer Agree Onboard
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PLANNING ONBOARDING

• Effective onboarding 
• Integrates specific resources of service provider and service consumer

• Enables service provision and consumption

• Increases efficiency of service usage

• Improves user experience

• Ensures satisfaction

• Enriches relationship between service provider and service consumer

• Maximizes value for all parties

• Reduces costs for all parties

• Reduces probability of incidents

Explore Engage Offer Agree Onboard
Co-

create
Realize 
value

220



PLANNING ONBOARDING

• Onboarding approach can vary widely, anywhere between 
• Out-of-the-box with a very narrow band of visibility

• Transfer of employees and infrastructure, with integration of governance

• Resources that need to be integrated can include aspects from any 
of the four dimensions of service management

• Onboarding can involve many practices 
• Project management, organizational change management, service design, 

service level management, deployment management, release management, 
service desk, service configuration management…

Explore Engage Offer Agree Onboard
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PLANNING ONBOARDING

• Key onboarding activities
• Identifying provider’s resources that will interact with consumer’s resources

• Identifying consumer’s resources that will interact with provider’s resources

• Identifying the need for ‘introduction’ for each pair of resources 

• Exploring opportunities to optimize and automate ‘introductions’

• Creating procedures where manual actions are required

• Testing the procedures, update based on test results (repeat as needed)

• Documenting and communicating to the involved parties

• Planning is a joint activity, involving the service consumer
• Set and agree goals, plan activities, review

Explore Engage Offer Agree Onboard
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EXERCISE

• Think about onboarding a customer to a new service

• What onboarding might you need for each of the four dimensions of 
service management?

Explore Engage Offer Agree Onboard
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PLANNING ONBOARDING

Onboarding scope for customers

• New service consumer organization

• New customer, existing organization

• New services for existing customer

• Migration of service consumer from 
another service provider

• Migration of service or product from 
another service provider

Onboarding scope for users

• New user to start using services

• Existing user to use new services

• User switching to new service version

• Migration of user between services 
(e.g. when changing job role)

• Could involve VERY large number of 
users in some circumstances
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PLANNING ONBOARDING

Approach Controls Practices supporting the approach Applicability

Programme Programme/project plans, 
work packages, reviews, 
KPIS

Project, organizational change Large complex customer or user 
onboarding

Project Project plans, work 
packages, reviews, KPIS

Project, organizational change Most onboarding of corporate services

Normal 
change

Custom checklists Organizational change, change enablement, 
deployment, release, validation and testing

Smaller customer onboarding, new 
services/existing customers

Standard 
change

Pre-defined checklists Organizational change, change enablement, 
deployment, release, validation and testing,
service request

Most user onboarding of corporate 
services

Automated 
deployment

Automated tests and 
controls

Change enablement, deployment, release, 
validation and testing

Digital services to individuals, some 
corporate user onboarding
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RELATING WITH USERS AND FOSTERING RELATIONSHIPS

• Some services have very little user interaction – e.g. data storage

• Many services have active, frequent, important user interactions
• User experience is a critical factor for service success

• Poor user experience (UX) can lead to
• Loss of users, and customers

• Poor user productivity, affecting employee motivation

• Consider UX at every stage of the customer journey
• Even if customers do not ask for this and users don’t influence procurement
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RELATING WITH USERS AND FOSTERING RELATIONSHIPS
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Individual service consumers

Challenges Possible solutions

Explore Don’t know, don’t express, needs and expectations Marketing and sociological surveys, safe to fail 
experiments, marketing campaigns

Engage Too many users to engage with, regulatory 
constraints

Advertising, social media influencers, user groups, 
direct marketing, context marketing based on data

Offer Too many consumers, need simple/fast interfaces, 
regulatory constraints, need simple language

Service catalogues, contracts and agreements with 
user friendly plain language. Mobile apps

Agree Too many consumers, need simple/fast interfaces, 
regulatory constraints, need simple language

Automated contracting, digital contracts, integration 
with electronic payments, automated due diligence

Continued…
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RELATING WITH USERS AND FOSTERING RELATIONSHIPS
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Individual service consumers

Challenges Example solutions

Onboard Varying skills/backgrounds, need simple fast 
onboarding

Automated introduction and training. Well tested 
instructions and procedures, user support resources

co-create Varying skills/backgrounds/languages, social media 
exposure

Online presence, interfaces optimized for user skills, 
multi-channel support

Realise value Many consumers, low impact of each individual, 
impossible to fully interact with all, varying 
expectations

Automated quality monitoring, social media 
monitoring, Loyalty metrics (such as NPS), 
automated experience metrics, support channels for 
service assessment
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RELATING WITH USERS AND FOSTERING RELATIONSHIPS
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Corporate users

• Onboarding is often the first opportunity for users to interact
• Include user experience in every step 

• Involve users in requirements definition, testing, onboarding, and reviews

• Provide useful, convenient and relevant service catalogues

• Make user satisfaction a metric for each service and automate measurement

• Involve influential users in peer-to-peer support; foster user communities; 
promote and support knowledge sharing

• Monitor service usage and interpret real-time end-user data

• May need to integrated with onboarding for HR, finance, legal etc.
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RELATING WITH USERS AND FOSTERING RELATIONSHIPS
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Corporate users

• Stay connected and engaged
• Corporate social networks, and user groups, supported by service provider

• Effective, highly available, service desk using convenient channels

• Involve users in service review and improvement

• Dashboards and reports sharing service quality with user community
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USER ENGAGEMENT AND DELIVERY CHANNELS

• Users use many channels to interact with the service provider
• Social media, chatbot, chat, telephone, email, self-service portal, walk-in…

• May report an incident on one channel, then move through others
• This is called omnichannel management

• Service provider must make this a seamless experience

• Shift left needs video tutorials, step-by-step wizards, etc…

• Expectations of corporate support based on personal experience

• Can use video capabilities of personal devices for remote support

• Monitoring and event management all the way to users
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USER ENGAGEMENT AND DELIVERY CHANNELS

Machine learning (ML) in user engagement

• Chatbots, which may also predict user behaviour

• User profiling and consumption patterns

• Advanced routing
• Based on language, country, product, customer, technology, …

• Many users would prefer to deal with a human

• Self healing automated from monitoring and event management
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USER ENGAGEMENT AND DELIVERY CHANNELS

Approach Example challenges Example solutions

Shift left, self 
service

User skills, knowledge base navigation Assess user skills, test all self-help, improve 
information and tool quality

Social media 
support

Emotional, viral effect, unstructured, many 
channels, personal data issues, no formal records 
or integrated diagnostic tools

Train support agents, automate monitoring, 
integrate with support systems

Chatbots Limited applicability, insufficient data, multi-
language support

Provide human backup, progress iteratively with 
feedback, continually increase data quality, monitor 
technology trends

Human 
support

Scalability, mistakes, cost Invest in people, limit human support to where it is 
needed, consider peer-to-peer support

Video 
diagnostic

User device technical and regulatory constraints Discuss benefits/risks/costs, ensure regulations are 
met, implement controls to prevent abuse
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ENABLING USERS FOR SERVICE

• Some services require specific user skills and rights
• Driving license needed before a car can be hired

• Privacy training may be required before access to personal data

• Safety training may be required before access to specific services

• Get requirements from relevant stakeholders

• Apply actions caused by requirements

• Control execution

• Continually check relevance of requirements
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ENABLING USERS FOR SERVICE

• Checks that might be required for some services include
• Due diligence: criminal convictions, access levels etc.

• Use or safety training and certification

• Age control

• Supported by
• Management of access to services

• Presentation of the service catalogue and service request catalogue

• Onboarding and regular confirmation checks

• Agreements made with customers during offer and agree steps of the journey
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ELEVATING MUTUAL CAPABILITIES

Users should understand the 

purpose and context of their 

work and of service usage. 

They should be encouraged 

to offer improvements that 

may contribute to value 

creation

Improvement of experience 

should be based on current 

practices, habits and 

expectations. Radical 

changes in experiences are 

rarely seen as improvements 

and often resisted by users

Changes in services, 

procedures or experience 

should be tested and 

reviewed by users. Users 

should be encouraged to 

provide feedback; follow up 

should be transparent
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ELEVATING MUTUAL CAPABILITIES

Users should understand need for 

collaboration and help each other, and 

the service provider, and other parties. 

Calling for help or reporting an 

incident, should be safe, easy and 

encouraged

Services and their role in value co-

creation should be visible and 

transparent to all involved parties. 

Users should understand the context of 

their work and dependencies
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User interfaces and interactions should 

be as simple and friendly as possible. 

Users should be able to propose 

improvements to the interface, and 

these proposals should be treated 

seriously and transparently

Continual optimization and automation 

of user experience should be a theme of 

all interactions between users and 

service providers

ELEVATING MUTUAL CAPABILITIES
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Service consumers can also help the service provider to improve

• Invite service provider teams to observe service consumer business
• All teams, not just business analysts and service designers

• Demonstrate how services are used and impact on consumers business

• Involve service provider in change discussions

• Provide feedback at all levels of service relationship

• Contribute to user communities

• Where appropriate, form joint specialist teams to work together

ELEVATING MUTUAL CAPABILITIES
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OFFBOARDING

• Offboarding is very similar to onboarding

• Approach should be planned as part of service design
• And adapted for specific initiative

• Consider security in both user and customer offboarding

• Offboarding and onboarding can happen at the same time
• User changes job roles

• New service provider manages offboarding from old service provider
• This is very common in banking, mobile operators, internet providers etc.
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OFFBOARDING

Customer off-boarding at service agreement expiry or termination

• Communication with all relevant stakeholders
• Users, suppliers, regulators, …

• Handover any service provider resources for disposal or reuse

• Revoke access rights (of both parties to each other’s resources)

• Archive and retain records

• Calculate and process exit payments

• Closing relationship management actions – meetings, letters, etc.
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OFFBOARDING

User off-boarding

• Communication about planned off-boarding and user responsibilities

• Interaction with users requesting further information or support

• Equipment hand-off to the service provider, or a representative

• User access revocation or change

• Records archiving and retention, if applicable

• Maintaining formal off-boarding records

• Relationship management actions relevant to the situation

Explore Engage Offer Agree Onboard
Co-

create
Realize 
value

242



CONTINUAL VALUE CO-CREATION

• Understand (BL2)
• How users can request services

• The concept of user community

• Methods for encouraging and managing customer and user feedback

• The concept ‘moments of truth’
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HOW USERS REQUEST SERVICES

Different approaches to provision services for users

• Push or pull?
• Some requests are pushed to the user (regular reports, client s/w updates…)

• Some are pulled by the user (new laptop, software product install)

• Tailored or out-of-the-box
• Standard for all users, or customized to  preferences of individuals or groups

• Direct or indirect
• Service provider employees and resources or via agents

• For example an airline may use agents for passenger check-in

Explore Engage Offer Agree Onboard
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HOW USERS REQUEST SERVICES

Different approaches to provision services for users

• Automated or manual

Explore Engage Offer Agree Onboard
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Automation type Example

Technology-free Consulting services

Technology-assisted IT staff use a system to log and track requests

Technology-facilitated Remote access software to take over laptop

Technology-mediated Chat session between user and service provider

Technology-generated Consumer app auto requests extra storage
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HOW USERS REQUEST SERVICES

• This is a significant part of the service journey
• Approach is defined as part of service architecture and design

• Agreed during agree step

• Implemented during onboard step

• Applied during co-create step

• Has a major impact on user journey and user experience

Explore Engage Offer Agree Onboard
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HOW USERS REQUEST SERVICES

• Rules/conditions for service requests are agreed and communicated
• Channels and means of initiating a request

• Available request options

• Responsibilities

• Procedures

• Timeframes

• Authorizations

• Costs/prices

• Legal requirements

• Any other constraints

Explore Engage Offer Agree Onboard
Co-
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USER COMMUNITIES

• Activities
• Peer support

• Knowledge articles

• Discussions and improvement initiatives

• Benefits
• Decrease demand for support

• Provide insights and improvement opportunities

• Help communicate news and status updates

• Improve service provider image and users’ loyalty

Explore Engage Offer Agree Onboard
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USER COMMUNITIES

Creation and maintenance

• Can form naturally – especially if users do not feel well supported

• Can be established by the service provider

• May cover multiple services from multiple service providers

• Service provider participation in user created groups tends to be 
more effective than trying to switch users to official groups
• Service provider may support these groups and manage their own group

• May link to a shared knowledge base

Explore Engage Offer Agree Onboard
Co-
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ENCOURAGING AND MANAGING FEEDBACK

• Establishing continual effective feedback gathering and processing
• Is an important service provider activity for success of the relationship

• And for continual improvement of the services

• Service providers need open, direct, and comprehensive feedback

• Users and customers may be reluctant to provide this
• Often due to negative experiences in the past

Explore Engage Offer Agree Onboard
Co-
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ENCOURAGING AND MANAGING FEEDBACK

User feedback
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Challenges Solutions

• People don’t believe feedback will be acted on
• Feedback channels are not convenient
• No time to provide feedback
• Afraid of being punished for negative feedback
• Assume others have provided the feedback 

already

• Policy to welcome all opinions
• Process feedback individually, manually if possible
• Not just automated responses
• Make improvement work visible
• Reward feedback (gamification)
• Actively seek feedback
• Ensure interfaces are convenient and secure
• Monitor social media and user communities
• Provide feedback on social media
• Follow the guiding principles

252



ENCOURAGING AND MANAGING FEEDBACK

Customer feedback
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Challenges Solutions

• Customers expect users to provide feedback
• Customers wait to be asked for feedback
• Customers don’t have time to offer feedback
• Customers don’t listen to user opinions, just rely 

on metrics and reports
• Feedback channels are not convenient

• Policy to welcome all opinions
• Provide user feedback to customers
• Regular human-to-human feedback sessions
• Ensure interfaces are convenient and secure
• Follow the guiding principles
• Make improvement work visible
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MOMENTS OF TRUTH

A moment of truth

• Is a key interaction or touchpoint
• Where user forms/changes their impression

• Only some interactions are moments of truth
• Every interaction is a potential moment of truth

• For example a service request that generates an 
impression of good service

• Can be positive or negative
• Can be changed from negative to positive by 

service provider behaviour

Moment of Truth
Any episode in which the 
client comes into contact 

with any aspect of the 
organization and gets an 
impression of the quality 

of its service. It’s the basis 
of setting and fulfilling 
client expectations and 

ultimately client 
satisfaction
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HOW TO REALISE AND VALIDATE SERVICE VALUE

• Understand (BL2)
• Methods for measuring service usage and customer and user experience and 

satisfaction

• Methods to track and monitor service value (outcome, risk, cost and 
resources

• Different types of reporting of service outcome and performance

• Charging mechanisms

• Know how to (BL3)
• Validate service value

• Prepare to evaluate and improve the customer journey

Explore Engage Offer Agree Onboard
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MEASURING EXPERIENCE AND SATISFACTION

Three questions to answer

• How does the service work?
(functional experience)

• How does the service feel? 
(emotional experience)

• How well does the service fulfil needs 
and expectations (satisfaction)

Explore Engage Offer Agree Onboard
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Customer 
Experience:

the sum of functional 
and emotional 

interactions with a 
service and service 

provider as perceived 
by a service 
consumer
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MEASURING EXPERIENCE AND SATISFACTION
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• Monitoring customer perception
• Customer feedback from service review meetings

• Feedback from change reviews on major changes, releases, etc.

• Telephone perception surveys 
• (at random on service desk, or using regular customer liaison representatives)

• Satisfaction survey handouts (left with customers following service)

• Analysis of complaints and compliments

• A/B testing

• Focus groups
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MEASURING EXPERIENCE AND SATISFACTION

Explore Engage Offer Agree Onboard
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Experience criteria Experience characteristic Metrics

Functional experience
How does the service work?

Uninterrupted completion 
of user actions

• Number/frequency of user errors
• Frequency of using the back button
• Number/frequency of dropped service actions

Emotional experience
How does the service feel?

Clear and convenient 
interface
Effortlessness and speed of 
service actions

• Number/percentage of transactions where users used 
the interface help

• Average transaction handling time
• Customer effort score measurement
• First response rate
• User rating of service interface

Satisfaction
How well does the service 
fulfil needs and expectations 

Functional and emotional 
experiences
Loyalty to service provider

• Average and minimum rating that users give service
• Number/percentage of users that cancel subscription
• Customer churn rate
• Net promoter score
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MEASURING SERVICE VALUE
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Value:
The perceived 

benefits, 
usefulness, and 
importance of 

something

259



MEASURING SERVICE VALUE
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Value proposition is a clear 
statement that explains how 

your product solves customers' 
problems or improves their 

situation (relevancy), delivers 
specific benefits (quantified 

value), tells the ideal customer 
why they should buy from you 
and not from the competition 

(unique differentiation)
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MEASURING SERVICE VALUE
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Basic relationship Collaborative relationship Partnership

Customer 
activities

If costs are low: no need to track
If costs are high: basic VOCR 
analysis based on assumptions 
and service provider reports

Advanced VOCR analysis based on agreement and promises 
Analyse side effects, risks, costs, benefits

Shared 
activities

Ad-hoc service reviews Joint service reviews comparing 
achievements to expectations
Joint analysis for improvement
Occasional joint experimentation

Continual tracking and analysis of 
outcomes, costs, and risks seeking 
optimization
Sharing data and research
Continual experimentation

Service 
provider 
activities

Report service outputs
Provide access to analytics
Internal provider: cost/risk control

Sophisticated service level reports; Analysis of customer outcomes; 
Profitability/cost analysis; risk assessment; tracking and forecasting 
demand
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REPORTING SERVICE OUTCOME AND PERFORMANCE

• Consolidate data from many sources

• Translate metrics into KPIs

• Aggregate and present KPIs in a form appropriate for decision making

• Formal service reviews or informal meetings

Explore Engage Offer Agree Onboard
Co-

create
Realize 
value
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REPORTING SERVICE OUTCOME AND PERFORMANCE

Assessing and reporting outputs Assessing and reporting outcomes

Procedure Metrics to KPIs using agreement targets
Aggregate KPIs correctly
Reports using agreed template/dashboard

Consolidate data from many sources
Link service outputs to objectives and 
benefits: could use benefits dependency 
network (BDN)

Metrics aggregation 
and consolidation 
techniques

IT component to scorecard hierarchy BDN
COBIT goals cascade, 
Organization cascade

Assessment and 
reporting methods

SLA scorecard, 
Service level reports and dashboards
Service reviews

ROI evaluation
Cost benefit analysis
Post incident reviews, audits etc.
Benchmarking
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MEASURING SERVICE USAGE

• Service usage measurement may be needed for charging

• Service usage could be measured by:
• CPU utilization, memory utilization, file store utilization

• Number of business transactions

• Number of system/application log-ons and concurrent users

• Number of requests processed in case of differential charging
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CHARGING MECHANISMS

Option Description When applicable

Cost Break even or cost recovery
Chargeable item is as close as possible to 
actual cost

Volatile demand might lead to unexpected 
profit or loss

Cost plus Mark up percent set by organization to match 
other investments, or allocated by IT to meet 
strategic needs

To encourage use of new applications and 
discourage use of expensive legacy services

Market price 
/ going rate

Price is comparable to similar service offerings 
on the market

Commodity and out-of-the-box services

Differential 
charging

Different charges based on how or when 
service is used

Need to reward some usage patterns over 
others
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VALIDATING SERVICE VALUE

• In a simple environment
• Predefined service level reports

• In complicated environment 
• Clearly defined outcomes

• Collaborative measurement, or clear mapping to customer outcomes

• In complex environment
• Experimentation and hypothesis testing in an agile manner

• Set and check KPIs for each sprint
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EVALUATING AND IMPROVING THE CUSTOMER JOURNEY

• Required to understand
• Did we get there?

• How do we keep the 
momentum going?

Explore Engage Offer Agree Onboard
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EVALUATING AND IMPROVING THE CUSTOMER JOURNEY

• Is the customer happy with the service provider?
• Customer experience measurements, surveys, feedback

• Does the original value proposition need adjustment?
• Challenge assumptions

• Is there really a problem? 

• Is this service how to solve it? 

• Is the service delivered the best way to solve the problem?

• Have value stream inefficiencies impacted the value realised?

Explore Engage Offer Agree Onboard
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EXERCISE

Think about a service that you use

• What outcomes do you achieve?

• What are your costs?

• What are your risks?

• What outcomes are affected?

• What costs does this service remove?

• What risks does this service remove?

• Is this service valuable to you?

Explore Engage Offer Agree Onboard
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DSV - SUMMARY
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EXAMPLE DSV EXAM QUESTION 1

A service provider creates user support forums where users can discuss 
the service and help each other. What is this an example of? 

A. On-boarding

B. Monitoring service value

C. Mutual readiness

D. Elevating capabilities
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EXAMPLE DSV EXAM QUESTION 2

What should be done when onboarding users?

1. Train users how to request access to services

2. Raise awareness of how users pay for the service

3. Ensure users have signed contracts with the service provider

4. Provide access for users to use services

A. 1 and 2

B. 2 and 3

C. 3 and 4

D. 1 and 4
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EXAMPLE DSV EXAM QUESTION 2

What should be done when onboarding users?

1. Train users how to request access to services
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EXAMPLE DSV EXAM QUESTION 3

Which describes mutual readiness?

A. A service consumer has identified that a service provider can deliver the 
services they require

B. A service provider and service consumer understand one another and are 
prepared to enter a relationship

C. A service provider has created a new service and is ready to offer it to service 
consumers

D. A service provider and service consumer have reviewed the contracts and are 
both about to sign them
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EXAMPLE DSV EXAM QUESTION 3

Which describes mutual readiness?

A. A service consumer has identified that a service provider can deliver the 
services they require

B. A service provider and service consumer understand one another and are 
prepared to enter a relationship

C. A service provider has created a new service and is ready to offer it to service 
consumers

D. A service provider and service consumer have reviewed the contracts and are 
both about to sign them
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HIGH VELOCITY IT
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ITIL 4 HVIT AND THE VALUE CHAIN
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By the end of this module, you will be able to:

HVIT – LEARNING OBJECTIVES

• Understand  concepts regarding the high-velocity nature of the digital 
enterprise, including the demand it places on IT

• Understand the digital product lifecycle in terms of the ITIL ‘operating model’ 

• Understand the importance of the ITIL Guiding Principles and other fundamental 
concepts for delivering high velocity IT 

• The full ITIL 4 HVIT syllabus also includes content on how various practices 
contribute to HVIT
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HIGH-VELOCITY NATURE OF THE DIGITAL ENTERPRISE

• Understand terms (BL2)
a) Digital organization

b) High velocity IT

c) Digital transformation

d) IT transformation

e) Digital Products

f) Digital Technology

• Understand (BL2)
• When transformation to HVIT is 

desirable and feasible

• High velocity IT objectives
a) Valuable investments

b) Fast development

c) Resilient operations

d) Value co-creation

e) Assured conformance
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UNDERSTAND TERMS – DIGITAL ORGANIZATION

• Digitally enabled organization might be 
a better term

• Digital technology is 
• A significant enabler for internal processes

• Often part of their products and services

• A strategic part of the business model

• For primary activities, not just supporting

• Digital first is part of the culture

A digital organization
is one where digital 
technology enables 
them to do business 

significantly 
differently, or do 

significantly different 
business
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UNDERSTAND TERMS – HIGH VELOCITY IT

• High velocity does not reduce service 
utility or warranty

• It’s not binary, can be higher or lower

• Velocity is speed AND direction
• Must be doing the right thing fast

• Increasing velocity has costs and risks
• But gives competitive advantage

• Must ensure there is a clear ROI

• May be difficult if the culture does not fit

• Some orgs don’t need high velocity

High velocity IT is the 
application of digital 

technology for significant
business enablement, 

where speed is crucial. It is 
not restricted to fast 

development - high velocity 
is required from innovation 
through development and 

operations to actually 
realizing value

282



UNDERSTAND TERMS – DIGITAL TRANSFORMATION

• Enables an org to do business 
significantly differently OR to do 
significantly different business

• Transformation means major change
• But could be agile and incremental

• Often includes major investment in
• Digitizing, robotizing, or automation

• Often requires organizational change
• Because digital solutions are used 

differently

Digital transformation is 
the use of digital 

technology to enable a 
significant improvement 
in the realization of an 

organization’s objectives 
that could not have been 
feasibly achieved by non-

digital means
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UNDERSTAND TERMS – IT TRANSFORMATION

• How IT systems and services are 
developed, run and supported

• If IT is not separate from the business 
then there is no clear distinction 
between digital transformation and IT 
transformation

Where business and IT 
are regarded as separate 
organizational functions, 
“IT transformation” can 
be used to denote major 
change to improve how 
IT services are provided
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UNDERSTAND TERMS
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UNDERSTAND TERMS – DIGITAL PRODUCTS

• Products are provided to consumers by 
services that enable value co-creation

• Consumers acquire goods, and interact 
with the service provider

• Value is co-created when consumer 
applies their resources to use the 
product

• Many services provide consumer with 
both digital and physical (or analogue) 
experiences

A product is a 
configuration of an 

organization’s resources 
designed to offer value 

for a consumer. A 
product is digital when 

the consumer 
experiences digital 

technology in the goods, 
resources, or 
interactions. 
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UNDERSTAND TERMS – DIGITAL TECHNOLOGY

• Digital technology includes IT and OT

• IT is storing, retrieving, transmitting and 
manipulating data
• Only creates value when someone acts on a 

decision made using that data

• OT is using data 
to take physical 
action
• Car engine 

control, 
electricity grid, 
etc.

Digital technology is 
technology that digitizes 
something. Digitization is 

the process of 
transforming something 
from analogue form to 
digital form, in other 
words expressed in 

(binary) digits
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WHEN IS TRANSFORMATION DESIRABLE AND FEASIBLE

• Transformation is major change, but can be agile and incremental
• Some organizations need smaller improvements, not transformation

• Transformation involves costs and risks

• When is transformation appropriate?
• The funding is available

• There is a clear ROI

• The transformation fits the organization’s risk appetite

• Other required resources are available

• The transformation fits the organization’s culture
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HIGH VELOCITY IT OBJECTIVES

• Valuable investments

• Fast development

• Resilient operations

• Value co-creation

• Assured conformance

• The full ITIL 4 HVIT syllabus also includes content on how various 
practices contribute to these objectives
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HIGH VELOCITY IT OBJECTIVES

Valuable investments

• Strategically innovative and effective application of IT

• Identify and justify investments that make a significant contribution 
to business strategy
• Utility determines potential value

• Warranty ensures potential value is not adversely affected

• Research and development of products in terms of profitability

• Evaluate products and services in terms of profitability
• And continually re-evaluate / identify better alternatives
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HIGH VELOCITY IT OBJECTIVES

Fast development

• Realize new and improved digital products and services frequently, 
quickly and reliably

• The sooner products are delivered, the sooner value can be realized
• Fast ROI comes from fast time to market/customer

• One way to deliver fast is to break product into small increments

• Delivery must be reliable, as well as fast
• This can include able to recover fast, as well as more reliable

• Fast development has no intrinsic value
• Value comes from use of the product or service being developed
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HIGH VELOCITY IT OBJECTIVES

Fast development
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HIGH VELOCITY IT OBJECTIVES

Resilient operations

• Ensure that digital products are highly available for use

• Potential value can only be realized when products are usable

• Warranty reduces risk to utility, and so reduces value leakage

• IT systems are complex so guarantees are an illusion
• Emphasis is on restoring service quickly, rather than preventing failures

• Can be measured in terms of availability, performance, and security
• Availability: Percentage uptime (must be understood in terms of impact)

• Performance: time for page to load, query to execute, process to complete

• Security: Coverage and effectiveness of security controls, …
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HIGH VELOCITY IT OBJECTIVES

Value co-creation

• Effective interaction between service provider and consumer 

• Value is co-created when people or things act on decisions that have 
been improved by information derived from information systems

• Users must understand digital products in terms of business process
• Understand the functionality, interpret the information, make decisions, act

• Value co-creation includes value for ALL stakeholders
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HIGH VELOCITY IT OBJECTIVES

Assured conformance

• Service provision and service consumption comply with corporate 
and regulatory directives for governance, risk and compliance
• Digital orgs may use different ways to fulfil these requirements

• High velocity is often associated with taking risks
• Biggest risk is often not taking a risk, but risks must be justified

• Governing body must be assured that directives have been followed

• Must understand governance constraints and how to act

• Assured conformance helps peace of mind for people who own GRC
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ITIL 4 AND THE DIGITAL PRODUCT LIFECYCLE

• Understand (BL2)
• How high velocity relates to

a) The four dimensions of service management

b) The ITIL service value system

c) The service value chain

d) The digital product lifecycle
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

High velocity IT and Organizations and people

• Differentiating digital technology is often managed as part of 
primary business activity
• If IT is integral with business, IT function is often part of line of business

• May still have central IT for non-differentiating services like email or Wi-Fi

• IT and business staff often co-located

• No SLAs because no separate organization delivering services
• But still need metrics and KPIs
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

High velocity IT and Information and technology

• Higher demands 
• On information and technology that digitally enable the organization

• On information and technology that supports IT practices (e.g. CI/CD)

• Information is a valuable resource
• IT should be aware of what data they have and how it could be better used

• More use of real time information
• Alert to incident flow, ChatOps, …

• AI/ML growth will need good information and knowledge
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

High velocity IT and Partners and suppliers

• Extensive use of cloud infrastructure, platforms, software, …
• Usually high quality and affordable

• Often provided as utility services with fixed terms and conditions

• Customer has little or no influence on the provider

• Crucial to analyze dependencies and create appropriate workarounds etc.
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THE FOUR DIMENSIONS OF SERVICE MANAGEMENT

High velocity IT and Value streams and processes

• Best to create a unique value stream for each digital product/service
• May be less efficient than standardized, centralized single value stream

• Benefits in terms of effectiveness far outweigh the costs
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THE ITIL SERVICE VALUE SYSTEM
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THE ITIL SERVICE VALUE SYSTEM

Governance and management

• Governance directs and controls the organization
• Evaluates, sets direction for managers, evaluates performance

• Managers plan, build, organize, and improve the organization

• In digitally enabled organizations
• IT is not a separate unit

• Single entity is responsible for digital technology and its use

• Practitioners operate within governance and management framework
• Understand constraints, know how to act, apply insight and judgement

• Predetermined instructions not feasible, need to exercise judgement, ‘bend the rules’

302



THE ITIL SERVICE VALUE SYSTEM

Reconstructing for service agility

• Traditional management is often based on
• Specialization, prescriptive processes, performance targets

• Knowledge work and service provision is different
• Many subtle human interactions

• Hard to predict how a service interaction will go
• These are social interactions, people aren’t machines, detailed targets don’t work

• Loosen control, give people freedom to use judgement (within constraints)

• Respect team members values and allow them to work within these

• Retain detailed procedures for predictable work
• e.g. provision of a standard laptop to a new employee
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THE ITIL SERVICE VALUE SYSTEM

• VUCA is a serious managerial challenge
• Volatility: Nature, speed and dynamics of change

• Uncertainty: Lack of predictability, prospects of surprise

• Complexity: Many forces, confounding issues, no cause/effect chain

• Ambiguity: Haziness of reality, easy to misread, mixed meanings

• Assess the context, act, fail, learn from the failure

• Fewer long term plans, more evolutionary approaches
• Repellents constrain behaviour (policies, rules, sanctions,…)

• Attractors encourage behavior (indirect and voluntary)

• Practitioners play an active role in performance and management
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THE ITIL SERVICE VALUE SYSTEM

Service offerings and service interactions

• Service interaction 
• Takes place when consumer makes use of provider’s service offering

• Service offering can include service actions, access to resources, and goods

• Service consumer interacts with service provider’s resources

• Service provider interacts with service consumer’s resources

• Band of visibility determines what resources are visible to each other
• Too broad or too narrow band of visibility are both potential issues

• Need to perceive other parties needs and adjust appropriately
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THE SERVICE VALUE CHAIN

Service consumer often engages with multiple service providers
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THE SERVICE VALUE CHAIN

DevOps and the service value chain
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THE DIGITAL PRODUCT LIFECYCLE

• Service provider and service consumer each have their own lifecycle
• These overlap during the period of engagement

• Simplified version of lifecycle described in DSV

• Starts with exploration
• Service consumer exploring the market for possible solutions

• Service provider exploring market opportunities and potential customers

• They may discover each other and engage, sometimes leading to a transaction

• Before service is provided/consumed there are onboarding activities for both

• Value is co-created until consumer or provider terminate the agreement

Explore Onboard Co-create Offboard Retired
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THE DIGITAL PRODUCT LIFECYCLE

Service provider Service consumer

Explore Research and develop product and service 
offering. 

Become aware of product and service offering, 
assess it and enter into an agreement

Onboard Instance of the product is installed and user organization is onboarded, 
sometimes with a transition from a replaced product or service

Co-create Deliver and support product. Experience 
increasing, stable or decreasing ROI, decide 
whether to ‘buy’, ‘hold’ or ‘sell’ (improve, retain, 
replace/retire)

Use the product. Experience increasing, stable or 
decreasing value, decide whether to 
replace/retire

Offboard Instance of the product is uninstalled and user organization is offboarded, 
sometimes with a transition to a replacement product or service

Retired Service provider no longer offers or supports the 
product

Service consumer no longer uses the product, 
but other service consumers may be using it
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KEY BEHAVIOURS

• Five key behaviours for high velocity IT

• Reflect organizational needs AND practitioners’ aspirations
• People want to do worthwhile things, to learn and improve, to be recognized

• These are not unique to high velocity IT

• This particular combination appeals to people who understand the digitally 
enabled enterprise
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KEY BEHAVIOURS

• Deal with uncertainty
• Favour experimentation and don’t 

be afraid to fail safely

• Trust and be trusted
• Respect professional skills and 

trust people to make decisions

• Be considerate to fellow human 
beings

• Provide honest, but considerate, 
feedback

• Share knowledge
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KEY BEHAVIOURS

• Commit to higher performance
• Often a step change, maybe even 

a leap of faith

• Achieve higher velocity AND 
improve quality

• Involves time and effort

• May be seen as too risky, 
depending on organization culture

• Help get customers’ jobs done
• Help somebody solve their 

problems and become what they 
want to

• Recognises how customers feel
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KEY BEHAVIOURS

• Improve by being inquisitive
• The root cause of everything is 

ignorance

• Data driven experiments 
challenge and improve 
hypotheses

• Short feedback loops are key to 
learning
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FUNDAMENTAL CONCEPTS FOR DELIVERING HVIT

• Understand principles, models 
and concepts(BL2)

a) Ethics

b) Safety culture

c) Lean culture

d) Toyota Kata

e) Lean/Agile/Resilient/Continuous

f) Service-dominant logic

g) Design thinking 

h) Complexity thinking

• Know how to use principles, 
models and concepts to contribute 
to (BL3)

a) Deal with uncertainty

b) Trust and be trusted

c) Commit to higher performance

d) Help get customers’ jobs done

e) Improving by being inquisitive
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PRINCIPLES, MODELS, AND CONCEPTS

• Political, environmental, social, and 
economic impact of IT is increasing

• Digital organizations have a moral 
obligation to consider how they apply 
IT
• Beyond their direct economic interests

Ethics is a system 
of principles 

which defines 
what is good for 
individuals and 

society
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PRINCIPLES, MODELS, AND CONCEPTS

Ethics

• Software engineering can lead to social engineering

• Machine learning can amplify human biases
• Image recognition that only identified white men as scientists

• Turing-bot that learned hate speech from social media

• Organizations must correct for these biases, not just reflect them
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PRINCIPLES, MODELS, AND CONCEPTS

Ethics: behaviour patterns

• Think about how your actions affect others

• Establish generic ethical principles  

• Accept that ethical principles just help to clarify specific situations

• Discuss dilemmas 

• Take responsibility for choosing the least bad course of action
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PRINCIPLES, MODELS, AND CONCEPTS

• Organizations are under pressure to 
continually improve performance

• Products have increasing economic, 
societal, and political impact

• This combination can lead to stress 
and burnout

• Organizations need to:
• Encourage behaviour that is good for all 

stakeholders – including their workforce

• Foster shared beliefs, perceptions, and 
values to support this

Safety culture is a 
climate in which 

people are 
comfortable being 
(and expressing) 

themselves
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PRINCIPLES, MODELS, AND CONCEPTS

In a Safety culture, people:
• are comfortable being (and expressing) themselves

• feel trusted and valued

• are prepared to point out risks even if this might reflect badly on them

• Safety culture can be promoted by management commitment
• To realistic practices, continual learning, care and concern for the workforce
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PRINCIPLES, MODELS, AND CONCEPTS

Safety culture and complex systems

• Complex systems
• Always have multiple flaws and latent issues

• Continual changes means flaws continually change

• Most flaws are small, because of system resilience or human intervention

• Significant issues happen due to unpredictable combinations of flaws
• Not due to a single root cause

• Dealing with issues requires knowledge, skills, and good working conditions
• Working conditions are critical when things get stressful

• Culture like ‘not blaming people’, ‘failure is an improvement opportunity’

• People need confidence to share opinions and experiment
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PRINCIPLES, MODELS, AND CONCEPTS

Safety culture: behaviour patterns

• Don’t just talk about why safety is important, do something about it

• Exhibit vulnerability: say when you have doubts and ask for help

• Foster feedback and act on it

• Be kind and compassionate: build human relationships   

• Be realistic about failure: acknowledge that it will happen and that 
people are not to blame, but the system
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PRINCIPLES, MODELS, AND CONCEPTS

• HVIT needs to be based on Lean culture
• To be effective, resilient and adaptable

• Leaders set norms and expectations
• Explain the goal and support the people

• Lean creates social patterns that inspire 
engagement
• ‘What we do matters, so let’s act that way’

• Lean has many really good tools
• Lean culture is needed to achieve results

• We have tools but need focussed attention

A Lean culture is 
characterized as a 
work environment 

where trust, respect, 
curiosity, inquiry, 
playfulness and 

intensity all co-exist to 
support learning and 

discovery
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PRINCIPLES, MODELS, AND CONCEPTS

Lean culture

• Trust
• Assured reliance on the character, ability, strength, or truth of someone or 

something (team, work process, etc.)

• Respect
• Giving particular attention, consideration, special regard and esteem to 

another

• Curiosity
• relentless desire to know how and why things work, what makes things work 

better, and what better looks like
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PRINCIPLES, MODELS, AND CONCEPTS

Lean culture

• Inquiry
• Systematic search for the facts about the nature of things: their origins, 

their causes, their interdependencies, their lifecycles, their nature

• Playfulness
• Fresh fun way of viewing ideas and their relationship to other ideas while 

simultaneously maintaining serious focus and whimsical silliness

• Intensity
• Deep focus on the topic at hand and the persistence not to become 

distracted or lose the path
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PRINCIPLES, MODELS, AND CONCEPTS

Lean Culture

• Leaders need to clearly understand the goal

• Should create an environment where front line workers are
• Provided safety, support, time and space to try new things

• Allowed to learn from what works and what doesn’t

• Shape culture and align focus

• Model, coach, and reinforce the ways of thinking and acting
• Ask questions, listen, acknowledge, offer help

• Mindful presence: having 100% focus on what’s in front of you
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PRINCIPLES, MODELS, AND CONCEPTS

• Orgs need to continually improve
• Under changeable market conditions

• Difficult to follow predetermined plans

• Improvements are incremental

• This requires
• Scientific thinking with disciplined 

execution

• Practice unlearning old habits

• Confidence and competence to improve

• Practice and coaching

Toyota Kata is a 
pattern for scientific 
thinking and routines 

for practice and 
coaching

330



PRINCIPLES, MODELS, AND CONCEPTS

Toyota Kata

Four step improvement process, based on five questions

1. What are we trying to achieve?

2. Where are we now?

3. What obstacle is now in our way?

4. What’s our next step, and what do we expect?

5. When can we see what we’ve learned from taking that step?
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PRINCIPLES, MODELS, AND CONCEPTS

Toyota Kata: Four steps
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PRINCIPLES, MODELS, AND CONCEPTS

Toyota Kata

• Builds confidence to pursue challenging goals in complex systems 

• Helps teams make their own decisions and manoeuvre effectively

• Reduces jumping to wrong conclusions

• Helps to sustain new habits
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PRINCIPLES, MODELS, AND CONCEPTS

Toyota Kata: behaviour patterns

• Institutionalize continual improvement by including it in job profiles 
(practitioner and coach), training, meetings, performance appraisals 
etc.

• Iterate in small steps

• Experiment scientifically, based on hypotheses, observations and 
conclusions

• Improve not only the product/service and the delivery process, but 
also the improvement process (including coaching)

• Safe to fail experiment as long as we’re learning 
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PRINCIPLES, MODELS, AND CONCEPTS

HVIT approaches

• Lean helps to improve throughput and 
reduce waste

• Agile adds close and iterative 
collaboration with users

• Resilience is achieved through 
DevSecOps, SRE

• Continuous is the use of CI/CD 
techniques

Lean, agile, resilient 
and continuous are 

dominant 
characteristics of 

common high 
velocity IT 

approaches
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PRINCIPLES, MODELS, AND CONCEPTS

Lean techniques

• Break large pieces of work down into smaller items
• Short lead time is best predictor of quality, customer satisfaction and 

employee happiness

• Small batch size of work is the best predictor of short lead time

• Reducing work-in-progress (WIP) improves throughput
• Don’t use resources to maximum capacity, allow some slack

• Pull work when ready, don’t push work into queues

• Kanban boards help to support this way of working

• Theory of Constraints helps to improve throughput
• Identify the weakest link, reduce load on it, organize around it
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PRINCIPLES, MODELS, AND CONCEPTS

Agile techniques

• Working software is delivered in frequent increments

• Information (feedback) is gathered quickly

• Decisions are delayed as long as possible

• Software is developed by small, self-organizing, trusted teams 

• Management facilitates, not controls, multi-skilled staff

• Definition of done
• Users have achieved the desired outcome from their investment in software
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PRINCIPLES, MODELS, AND CONCEPTS

Resilient techniques

• Site reliability engineering (SRE)
• Applies software development mindset to IT operations

• DevSecOps moves security from ‘policing’ to daily work

• Proactive monitoring improves mean time to restore service
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PRINCIPLES, MODELS, AND CONCEPTS
Continuous techniques

• Small, frequent, batches of work
• Can deliver value earlier and are safer

• Continuous integration
• Push new software into shared deployment pipeline frequently

• Validated through automated testing, merged automatically

• Continuous delivery is frequent deployment into production 

• Continuous deployment automates continuous delivery

• All these techniques need great collaboration and automation

• Three ways of DevOps: flow, fast feedback, learn and improve
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PRINCIPLES, MODELS, AND CONCEPTS

• Service-dominant logic
• Services involve doing something for and 

with another party

• Value creation is collaborative, value is 
always co-created

• Goods-dominant logic
• Service provider delivers value to the 

customer by transferring ownership of goods

Service-dominant logic 
is a mental model of 

economic exchange in 
which stakeholders co-

create value by 
applying their 

competences and other 
resources
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PRINCIPLES, MODELS, AND CONCEPTS

Service-dominant logic

• Service provider involves consumers in the delivery process

• Service interactions are consumer-focused

• Consumer gets value when they integrate and apply provider 
resources

• Each consumer determines value based on their specific needs and 
experience at the time
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PRINCIPLES, MODELS, AND CONCEPTS

• Quality of digital products and customer 
experience are paramount

• Design thinking helps practitioners
• Create better digital products

• Create better customer experiences

• Help get customer jobs done

• Design user experiences, not goods

Design thinking
refers to the 
cognitive and 

practical processes 
by which design 

concepts are 
developed
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PRINCIPLES, MODELS, AND CONCEPTS

Design thinking

• Design thinking is very useful for ‘wicked problems’
• Unarticulated needs

• Conflicting hypotheses

• Many stakeholders with different needs (customers, users, regulators, …)

• Service consumer has highest priority
• Their life should be enriched, made easier

• But many other stakeholders must be considered too

• Design must also consider economic aspects
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PRINCIPLES, MODELS, AND CONCEPTS

Design thinking: behaviour patterns

• Empathize with the user – the ability to walk in the users’ shoes

• Speculate and experiment – create a hypothesis based on 
observation and reflection, and test it with a prototype 

• Dare to decide - what the customer says they want is not always 
leading, but what they do and need; the empathic designer feels 
what is most important
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PRINCIPLES, MODELS, AND CONCEPTS

• Complex adaptive systems
• System: A set of parts which, when 

combined, have qualities that are not 
present in any of the parts themselves

• Complex: Behaviour of the whole isn’t 
predicted by the behaviour of the parts

• Adaptive: system can learn and change

• Examples: stock market, biosphere, city,  
any human social group-based activity, 
many things in high velocity IT environments

Complexity thinking is 
the understanding that 

some systems are 
unpredictable because 
their boundaries only 
partially constrain the 
agents that act within 
the system, and the 
agents modify the 

boundaries
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PRINCIPLES, MODELS, AND CONCEPTS

Complexity thinking

• Complex adaptive systems in HVIT
• Inherently unpredictable

• A challenge to people who are used to working with processes

• Behaviour arises through interactions between many ‘agents’

• Boundaries can be affected by the agents, increasing unpredictability

• Experimental approach is needed to both development and support
• Many independent experiments in parallel

• Deal with negative side-effects of experiments that fail

• Continue and broaden experiments that succeed

• Remember that circumstances and results will change
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PRINCIPLES, MODELS, AND CONCEPTS

Complexity thinking

• Some work is more predictable, and some is less

• Cynefin is a sense-making framework to deal with complexity

Obvious Clear causality Apply predetermined best 
practice

Complicated Unclear, knowable, 
causality

Analysis/expertise then apply 
good practice

Complex Unclear, unknowable, 
causality

Safe to fail experimentation 
(emergent practice)

Chaos Extreme complexity Take immediate action (novel 
practice)

Disorder Not knowing which 
domain applies

Check you’re not assuming 
the domain you know best351



PRINCIPLES, MODELS, AND CONCEPTS

Complexity thinking

• Recognising complexity can be a big help to engineers
• Often used to think in ‘if-then-else’ ways

• Rethink belief (or confirm doubt) that rigid processes and plans always work

• How to troubleshoot a complex failure:
• Identify multiple hypotheses for what might be happening

• In parallel, test each plausible hypothesis, using small, safe-to-fail experiments

• Observe the impact of the experiments

• Try to amplify any positive outcomes, and dampen any negative effects

• Unpredictability is not always a bad thing
• Research and development often benefits from high variability
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PRINCIPLES, MODELS, AND CONCEPTS

Complexity thinking

• Antifragility
• Complex adaptive systems that increase in capability, resilience, or 

robustness, as a result of stress or failure

• e.g. evolution of a plant, or an animal, or a social media platform!

• Challenge of complexity thinking
• You have to think for yourself, and face your own difficulties

• Can no longer simply apply best practice
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PRINCIPLES, MODELS, AND CONCEPTS

Complexity thinking: behaviour patterns

• Assess causality, be aware of natural bias towards one domain

• Act according to the context; in Cynefin terms

• Beware of ‘recipes’ based on cases and so-called best practice

• Don’t try to engineer human systems – evolve them, move to the 
‘adjacent possible’, not a gap analysis and organizational change
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REVIEW OF FUNDAMENTAL CONCEPTS

• Understand principles, models 
and concepts(BL2)

a) Ethics

b) Safety culture

c) Lean culture

d) Toyota Kata

e) Lean/Agile/Resilient/Continuous

f) Service-dominant logic

g) Design thinking 

h) Complexity thinking

• Know how to use principles, 
models and concepts to contribute 
to (BL3)

a) Deal with uncertainty

b) Trust and be trusted

c) Commit to higher performance

d) Help get customers’ jobs done

e) Improve by being inquisitive
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HVIT SUMMARY

357

Valuable 
investments

Fast 
development

Resilient 
operations

Value co-creation Assured 
conformance

Deal with 
uncertainty

Trust and be trusted

Commit to higher 
performance

Help get customers’ 
jobs done

Improve by being 
inquisitive

Ethics
Safety culture
Lean culture
Toyota Kata

Lean/Agile/Resilient/Continuous
Service-dominant logic

Design thinking 
Complexity thinking



EXAMPLE HVIT EXAM QUESTION 1

A software developer spends time talking to users about how they 
might use the software. What is this an example of?

A. Safety culture

B. Resilient operations

C. Design thinking

D. Complexity thinking
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EXAMPLE HVIT EXAM QUESTION 1

A software developer spends time talking to users about how they 
might use the software. What is this an example of?

A. Safety culture

B. Resilient operations

C. Design thinking

D. Complexity thinking
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EXAMPLE HVIT EXAM QUESTION 2

An IT department is planning to make significant investments in new 
testing technology that will enable them to provide much more 
reliable services. 

What does this situation describe?

A. Digital organization

B. High velocity IT

C. IT transformation

D. Digital transformation
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EXAMPLE HVIT EXAM QUESTION 2

An IT department is planning to make significant investments in new 
testing technology that will enable them to provide much more 
reliable services. 

What does this situation describe?

A. Digital organization

B. High velocity IT

C. IT transformation

D. Digital transformation
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EXAMPLE HVIT EXAM QUESTION 3

After completing an online training course, the employees of a 
company are better equipped to make use of the digital systems.

Which mid-level goal is supported by this training?

A. Valuable investments

B. Resilient operations

C. Fast development

D. Value co-creation
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EXAMPLE HVIT EXAM QUESTION 3

After completing an online training course, the employees of a 
company are better equipped to make use of the digital systems.

Which mid-level goal is supported by this training?

A. Valuable investments

B. Resilient operations

C. Fast development

D. Value co-creation
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DIRECT PLAN & IMPROVE

Managing Professional (MP) 
Transition

ITIL Foundation

ITIL Specialist

Create, Deliver 
& Support

ITIL Specialist

Drive 
Stakeholder

Value

ITIL Specialist

High Velocity 
IT

ITIL Strategist

Direct, Plan & 
Improve
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ITIL 4 DPI AND THE VALUE CHAIN
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By the end of this module, you will be able to:

DPI – LEARNING OBJECTIVES

• Understand the scope of what is to be directed and/or planned, and know how 
to use key principles and methods of direction and planning in that context

• Understand the role of GRC and how to integrate the principles and methods 
into the service value system

• Understand and know how to use the key principles and methods of 
Organizational Change Management to direction, planning and improvement

• The full ITIL 4 DPI syllabus also includes content on continual improvement; 
measurement and reporting; and direction, planning and improvement of value 
streams and practices
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KNOW HOW TO USE KEY PRINCIPLES AND METHODS

• Identify the scope of control and within this (BL3)
a) Know how to cascade goals and requirements

b) Know how to define effective policies, controls, and guidelines

c) Know how to place decision-making authority at the correct level
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SCOPE OF CONTROL

• ITIL guidance is not just for managers
• Guidance can be applied at many levels

• Corporate leaders have very wide authority

• Everyone has some authority

• We all have influence as well as control
• Scope of influence is wider than scope of 

control

• May need to find ways to influence things 
beyond our control

• Influence may be more effective and 
sustainable than simply commanding others

A person’s scope of 
control is the extent of 
the area(s) or activities 
over which the person 
has authority to direct 
the actions of others 

or define the required 
outcomes
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GOALS CASCADE

The ITIL purpose to metrics trail

• Purpose
• Why are we doing this?

• Objectives
• What would success look like?

• Indicators
• What measurable results will indicate success?

• Metrics
• What are the numbers?
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GOALS CASCADE

The ITIL purpose to metrics trail

• Can be used iteratively
• Highest level purpose could be the mission of the organization

• Purpose of project/practice/service/team supports organization purpose

• Purpose of one activity may be objective of another activity

• Objectives
• May be called goals, targets, success factors, depending on context

• Indicators
• Should be SMART, and relevant to the objective

• Metrics – created from measurements
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GOALS CASCADE
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GOALS CASCADE

Balanced scorecard

• Considers four perspectives that contribute 
to the mission
• Customers, including customer experience and 

satisfaction

• Financial, including traditional financial 
management 

• Internal (business process), good leading 
indicator of future performance

• Innovation (learning and growth), linked to 
continual improvement
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GOALS CASCADE

IT component to scorecard hierarchy

• Measures IT components to calculate service performance

• Can be used as an input to a balanced scorecard

• Use with great care
• A good number does not mean that outcomes or value were achieved

• Ensure customer experience matches the numbers to avoid ‘watermelon SLA’
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GOALS CASCADE

COBIT goals cascade

• Stakeholder drivers influence 
stakeholder needs

• These cascade to enterprise goals
• Based on balanced scorecard

• Alignment goals align IT efforts to 
business objectives

• Governance and management 
objectives are described by COBIT 
framework
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GOALS CASCADE

Organization cascade

• Measure performance at multiple levels
• Organization, business unit, department, 

team, individual

• Even if you don’t use formal methods you 
still have to do this

• Goals at each level support higher levels

• Can be used to drive continual 
improvement at all levels
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POLICIES, CONTROLS, AND GUIDELINES

Policies are formally 
documented statements 

of management 
expectations and 

intentions in relation to a 
specific area or task.  

Policies are used to direct 
actions and decisions, and 

adherence to policy is 
mandatory. 

Guidelines are 
recommended practices 

that allow some discretion 
or leeway in their 

interpretation, 
implementation, or use.

A control is a means of 
managing a risk, ensuring 
that a business objective 

is achieved or that a 
process is followed.
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POLICIES, CONTROLS, AND GUIDELINES

Policies
• Be clear, but concise

• Keep it simple and practical

• Anticipate questions

• Educate and communicate

• Build in flexibility

• Define non-compliance consequences

• Build in measurement and compliance validation

• Promote transparency

• Provide for feedback
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POLICIES, CONTROLS, AND GUIDELINES

Controls

• Some controls are policies

• Some controls ensure compliance to policies

• Controls should be sufficient to achieve the required result
• Without introducing consequences that are unacceptable to the organization

• When possible, build controls in to the technology
• Reduces the effort for people to comply

• Excessive controls may cause people to circumvent the control
• Or work inefficiently, or have negative business impacts
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POLICIES, CONTROLS, AND GUIDELINES

Guidelines

• Guidelines are not requirements, they are recommendations
• To guide people making decisions or performing activities

• Must be seen as helpful

• Must be easy to access, understand, and follow

• Guidelines are needed for tasks that
• Are performed by many people, but could be confusing without assistance

• Used to be done differently and quick adoption of a new method is needed

• Are performed infrequently but too much variation creates challenges

• Could be easier, faster, or more successful if expertise is shared
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POLICIES, CONTROLS, AND GUIDELINES

Guidelines

• Development
• Use the skills of people who do the work

• Encourage contributions from mid- and low-level staff

• Maintenance
• Keep guidelines current and correct

• Feedback and continual improvement are essential

• Out-of-date or incorrect guidelines won’t be used

380



DECISION MAKING AUTHORITY

• Governance decisions are made at highest levels of the organization
• But it makes no sense for all decisions to be made at the same level

• If all decisions require involvement of leadership they will be slow

• Decision making authority should be delegated as far as possible
• While still ensuring that required outcomes are consistently produced

• This helps to ensure people are respected, motivated, and valued

• Everyone must understand their own scope of control
• And make decisions within that scope

• If scope is too narrow then decision making will be pushed too high

• If scope is too broad then risks may be created
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DECISION MAKING AUTHORITY

Decision making authority should match the level of risk

• Decisions with little risk can be made at low levels
• Place decision making authority as close as possible to people doing the work

• Moderate risk with training, automation, policies, and guidelines

• Decisions with significant risk should be made at higher levels
• With a mechanism to provide more structure and review
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ROLE OF GRC AND HOW TO INTEGRATE IT INTO SVS

• Understand (BL2)
• The role of risk and risk management in DPI

• How governance impacts DPI

• Know how to (BL3)
• Ensure that controls are sufficient, yet not excessive
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RISK MANAGEMENT

• Risk management should be continuous
• Risk information should be available when decisions are being made 

• Long-term goals
• Define risk appetite and risk thresholds
• Risks associated with strategic decisions may be seen well in the future

• So evaluate and review decisions regularly, not just once at the time they are made

• Portfolio management determines risks to products, services, projects etc.

• Medium-term goals
• Risks are usually managed within programs and projects

• Short-term goals
• Operational risk management must support long-term and medium-term

385



RISK MANAGEMENT

• ISO 31000:2018 defines eight principles for risk management

• ITIL provides context and support for these principles
• Focus on value/outcome/costs/risks

• Service value system

• Four dimensions

• Guiding principles

• Risk management practice

• Continual improvement
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RISK MANAGEMENT

Planning and improvement

• All plans must consider how risks will be managed
• Consider alternate approaches, such as iteration, to reduce risk

• All improvement actions must consider how risks will be managed
• Including the risk of doing nothing

• Risks must be actively managed 
• Through the life of the plan/improvement
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GOVERNANCE

Governance includes direction from the governing body

• Dictates how directions will be given throughout the organization

• Direction given to all groups must support governance direction

• Conflicts between governance direction and local management 
direction can lead to difficulties
• Can leave staff in an untenable position

• Requires care and fairness
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GOVERNANCE

Governance direction is a critical input to all planning

• Every plan must support the governance direction of the organization

• Many plans are specifically intended to ensure compliance or 
alignment with strategic objectives defined by governing bodies

• Plans should ensure understanding of what success looks like

• Changes to governance direction should result in updates to all 
related plans
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GOVERNANCE

Governance direction is a critical input to all improvements

• Many improvements directly or indirectly improve compliance

• Improving processes, practices, and value streams
• May be done specifically to improve compliance with governance direction

• Should always consider governance direction and ensure it is followed

• Every aspect of the service value system contributes to achieving 
strategic objectives, and is subject to continual improvement
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CONTROLS THAT ARE SUFFICIENT, YET NOT EXCESSIVE

• Controls that don’t meet the purpose they were designed for may as 
well not exist

Each control put in place in an organization must produce 
the desired result, without creating unintended undesirable 
consequences. To do this, it is necessary to take the human 

factor into consideration when designing controls
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CONTROLS THAT ARE SUFFICIENT, YET NOT EXCESSIVE

Consider the effect of controls on people and their behaviour

• If you force people to do something when they find it hard to comply
• They will do what is needed to deliver the business result

• This may involve distorting, or circumventing the intended control

• A control that is easy to follow will be effective

• A control that is hard to follow will be circumvented by staff
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CONTROLS THAT ARE SUFFICIENT, YET NOT EXCESSIVE

Design measurement controls with care

• Avoid excessive measurements

• Focus on value will help identify the most important measurements

• If measurements are used to assess people then 
• They will meet the numbers, even if it breaks the organization!
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ORGANIZATIONAL CHANGE MANAGEMENT

• Understand (BL2)
• The nature, scope and potential benefits of organizational change 

management

• Know how to (BL3)
• Use the key principles and methods of Communication & OCM

a) Identify and manage different types of stakeholders

b) Effectively communicate with and influence others

c) Establish effective feedback channels
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OCM OVERVIEW

• Every change involves people
• All improvements require people to change behaviour, or even change roles

• Whatever the scope, size, or nature of the change

• Even a change that is entirely related to technology

• Organizational change management
• Deals with this people aspect of change

• Helps to ensure success of changes and improvements
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OCM OVERVIEW

• Purpose of organizational change management
• Win the hearts and minds of everyone involved in a change

• Reduce or remove resistance to change

• Ensure change is implemented and sustained successfully

• Transition people, teams, and organizations to a desired future state

• Benefits of organizational change management
• Improvements  are implemented smoothly with lasting benefit

• People understand the purpose of changes and how they will be affected

• People believe in the importance and the benefits of changes
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OCM OVERVIEW

Who should be involved in organizational change management?

• You can’t outsource accountability – for OCM or anything else!
• But you can outsource responsibility for some or all of the activities

• You don’t have to find the resources entirely in your IT teams
• There may be people carrying out OCM in any part of the organization

• Make use of skills and experience wherever you find them

• Human resources departments often have the required competence

• Understand what activities you need help with, and why they are needed
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OCM OVERVIEW

Organizational change management and DPI

• Direction
• When you direct employees, you need them to change behaviour

• Planning
• When making any plan you need to consider the people aspects

• Even in routine day-to-day planning you need to consider people

• Improvement
• Cannot make improvements without OCM

• Understand involvement of each stakeholder group

• Encourage collaboration early in each improvement, and at critical decisions
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IDENTIFY AND MANAGE STAKEHOLDERS

• Stakeholders in an improvement 
initiative or a service include 
• Anyone who has a vested interest

• From staff participants to suppliers, 
business partners, managers, partners, 
leaders and sponsors

• Stakeholders can also include 
• Customers, users and sponsors internal or 

external to the service provider 
organization

A stakeholder is a 
person or 

organization that has 
an interest or 

involvement in an 
organization, product, 

service, practice, or
other entity
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IDENTIFY AND MANAGE STAKEHOLDERS

• For each stakeholder you need to identify:
• What interest do they have in the outcome of the work? Positive or negative? 

• What is their primary motivation? What information do they need? 

• How do they want to receive information? 

• What is their current opinion of the initiative? Is it based on good 
information? 

• Who influences their opinions? Are some of these influencers important 
stakeholders in their own right? 

• What will win them around to support the improvement? 

• If it is doubtful they can be won over, how can their opposition be managed? 

• Who might be influenced by their opinions?
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IDENTIFY AND MANAGE STAKEHOLDERS

Stakeholder mapping

• Understand the power and influence of each stakeholder

• Know which stakeholders are most important to win over

• Divide stakeholders into four categories
• Critical, Major, Significant, Minor

• Based on their power/influence/impact, and their interest / involvement
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IDENTIFY AND MANAGE STAKEHOLDERS

Stakeholder mapping

• Critical: Must be fully engaged

• Major: Must be satisfied

• Significant: Should be kept 
informed

• Minor: Need monitoring and 
informing
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EFFECTIVE COMMUNICATION

• Groups of stakeholders can be represented with personas 
• To help manage targeted communication

• Especially if influence relates to the collective rather than the individual

• Influential stakeholders need individual personal communication
• Opinions of powerful stakeholders can shape an initiative at an early stage

• Support from powerful stakeholders can help gain resources for the initiative

• Early and frequent communication about the nature and benefits of 
the initiative will help ensure support

• Anticipate resistance and build actions to win support into the plan
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EFFECTIVE COMMUNICATION

• Much routine work can be done by automation and robots
• Intelligent communication is our biggest differentiator

• Most initiatives require positive interaction between people to succeed

• Effective communication
• Is a key business skill

• Is fundamental to service management
• And to projects, processes, improvements,…

• Isn’t about being ‘nice’ (but that helps)

• Is about being efficient, responsive, professional, and effective

• Recognises the intellectual and emotional needs of other people
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EFFECTIVE COMMUNICATION

• Communication principles
• Communication is a two way process

• We are all communicating all the time

• Timing and frequency matters

• There is no single method of communication that works for everyone

• The message is in the medium

You have seen this slide before, 
because communication is vital to 
many different aspects of ITSM. 
We are now going to drill down 
into each of these in more detail
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EFFECTIVE COMMUNICATION

Communication is a two-way process

• We are constantly sending and receiving communications
• One-way communication is ‘broadcasting’

• We always need to ensure that our messages are understood
• Receiver of a message also must check it has been understood correctly

• Email with no response is not effective
• Use checks to see of the message has been absorbed

• Communicate proactively
• What do people think? How did they respond to your messages?
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EFFECTIVE COMMUNICATION

We are all communicating all the time

• Even when we aren’t talking or writing
• Body language, gestures, tone of voice

• Even by omission, for example leaving someone out of an email or meeting

• Some authorities claim that non verbal communication is the most 
important aspect of all communications

• Be aware of your own communication style 
• And how it affects other people

• Think about other communication techniques you could try 
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EFFECTIVE COMMUNICATION

Timing and frequency matter

• Good timing is essential to get things done

• Understand business periods when there is high activity and priority
• Don’t bring up a minor issue in the middle of a major incident!

• Issue service reports at a time when customers can read them

• Don’t communicate about planned downtime before it’s been agreed

• Send customer satisfaction surveys after major initiatives / incidents

• Don’t overcommunicate. Send just the right number of messages

• Get close to your customers, form a relationship
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EFFECTIVE COMMUNICATION

There is no single method of communication that works for everyone

• We all have preferences
• Including preferred ways of sending and receiving communications

• Know who you’re communicating with to help select how to 
communicate
• Even if you can’t always do this for every person, it is a good guide

• Consider alternate options, for both message and format
• Many business cases fail due to having no ‘Plan B’

410



EFFECTIVE COMMUNICATION

The message is in the medium

• Format and style of a message can determine emotional response
• This will affect level of importance, interest, and understanding

• Use communication to help build relationships

• Use relationships to help improve communication
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ESTABLISHING FEEDBACK CHANNELS

• Communication is a two way process
• It’s not something we ‘do’ to stakeholders

• Listening can often be more important than talking

• Everyone needs to actively solicit feedback from stakeholders
• Feedback channels should be available, known, easy to use, …

• Consider using email, social media, collaboration tools

• Consider the type of feedback and the need for privacy or anonymity
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ESTABLISHING FEEDBACK CHANNELS

Encouraging feedback

• People must feel safe to offer feedback

• Allow for anonymous feedback from ‘silent resistors’
• Encourage feedback from named individuals as this can be directly addressed

• It’s hard to collect more information about anonymous feedback

• You can’t show the actions you took to the person who sent the feedback

• Monitor feedback on your communications
• So you know if the messages were received as you intended

• Fine tune your communications based on the feedback

• Improve your ability to address different audiences
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ESTABLISHING FEEDBACK CHANNELS

Encouraging feedback

Key Message:
Ensure that all feedback gets a response, or 
the next time stakeholders are asked they may 
be reluctant to provide feedback.
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DPI - SUMMARY

• Scope of control
• Goals cascade
• Policies, standards, guidelines
• Decision making authority

• Governance, Risk, Compliance

• Organizational change management

Read the book for more on…

• Measurement

• Continual improvement 

• Improving value system, value streams 
and practices
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EXAMPLE DPI EXAM QUESTION 1

An organization is concerned about the possibility of IT issues 
affecting their revenue. What IT measurement will BEST help to 
manage this?

A. Service availability percentage

B. Impact and duration of incidents

C. Number and percentage of failed changes

D. Number of security compliance violations
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EXAMPLE DPI EXAM QUESTION 2

An IT organization is beginning to define value streams for the most important aspects of service delivery. 
Focusing on value and outcomes, they want to make sure every activity is aligned with the company vision 
and mission.

Which is the best approach to ensure alignment of IT activities with company goals and objectives?

A. Develop a mission statement specific to each service value chain that takes into account the company 
mission. In this way, every service value chain will understand its role in value creation

B. Perform a skills assessment to determine if IT staff have the right skills to complete service value chain 
activities. Address gaps through training and development in alignment with company goals and policies

C. Based on the vision and mission, translate every goal down through every level in the organization. 
Translating goals layer by layer ensures that all activities are aligned with the organization's strategy

D. Establish process metrics for every part of the service value chain. This will help identify areas where 
activities can be improved. This ensures all activities are producing the highest value possible
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2.2

EXAMPLE DPI EXAM QUESTION 2
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EXAMPLE DPI EXAM QUESTION 3

An organization is planning to communicate information about a new 
improvement initiative by providing information on the IT portal, 
sending emails, and holding meetings with affected groups. Which 
communication principle are they applying?

A. Communication is a two way process

B. We are all communicating all the time

C. Timing and frequency matter

D. There is no single method of communicating
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MANAGING PROFESSIONAL TRANSITION SUMMARY

Managing Professional (MP) 
Transition

ITIL Foundation

ITIL 
Specialist

Create, 
Deliver & 
Support

ITIL 
Specialist

Drive 
Stakeholder

Value

ITIL 
Specialist

High 
Velocity 

IT

ITIL 
Strategist

Direct, Plan 
& Improve
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ITIL 4 FOUNDATION - SUMMARY

Service 
Provider

Service 
Consumer
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CDS - SUMMARY
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DSV - SUMMARY
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HVIT SUMMARY
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Valuable 
investments

Fast 
development

Resilient 
operations

Value co-creation Assured 
conformance

Deal with 
uncertainty

Trust and be trusted

Commit to higher 
performance

Help get customers’ 
jobs done

Improve by being 
inquisitive

Ethics
Safety culture
Lean culture
Toyota Kata

Lean/Agile/Resilient/Continuous
Service-dominant logic

Design thinking 
Complexity thinking



DPI - SUMMARY

• Scope of control
• Goals cascade
• Policies, standards, guidelines
• Decision making authority

• Governance, Risk, Compliance

• Organizational change management

Read the book for more on…

• Measurement

• Continual improvement 

• Improving value system, value streams 
and practices
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MOCK EXAM
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THANK YOU
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