
AXELOS Copyright 
View Only – Not for Redistribution 

© 2019 

Service Design 
ITIL® 4 Practice Guide 

AXELOS.com 

22 November 
2019 



  AXELOS Copyright 
View Only – Not for 

Redistribution 
© 2019 

Service Design 2 

 

AXELOS Copyright 
View Only – Not for Redistribution 

© 2019 

Contents 

1 About this document 3 

2 General information 4 

3 Value streams and processes 17 

4 Organizations and people 24 

5 Information and technology 29 

6 Partners and suppliers 30 

7 Important reminder 31 

 



  AXELOS Copyright 
View Only – Not for 

Redistribution 
© 2019 

Service Design 3 

 

AXELOS Copyright 
View Only – Not for Redistribution 

© 2019 

1 About this document 
This document provides practical guidance for the service design practice. It is split into five main 
sections, covering: 

● general information about the practice 
● the processes and activities of service design and their roles in the service value chain 
● the organizations and people involved with service design 
● the information and technology supporting service design 
● considerations for partners and suppliers for service design. 

 

1.1 ITIL® 4 QUALIFICATION SCHEME 
Selected content of this document is examinable as a part of the following syllabus: 

● ITIL Managing Professional: Create, deliver and support. 

Please refer to the respective syllabus document for details. 
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2 General information 

2.1 PURPOSE AND DESCRIPTION 
Key message 

The purpose of the service design practice is to design products and services that are fit for 
purpose and use, and that can be delivered by the organization and its ecosystem. This includes 
planning and organizing people, partners and suppliers, information, communication, 
technology, and practices for new or changed products and services, and the interaction 
between the organization and its customers.  

If products and services, or practices are not designed properly, they will not necessarily fulfil 
customer needs or facilitate value creation. If they evolve without proper architecture, interfaces 
or controls, they are less able to deliver the overall vision and needs of the organization and its 
internal and external customers. 

Even when a product or service is well designed, delivering a solution that addresses the needs of 
both the organization and customer in a cost-effective and resilient way can be difficult. 
Therefore, it is important to consider iterative and incremental approaches to service design, 
which can ensure that products and services introduced to live operation can continually adapt in 
alignment with the evolving needs of the organization and its customers. 

If service design is not formed, products and services can be quite expensive to run and prone to 
failure; this results in wasted resources and the product or service not being customer-centred or 
designed holistically. Without service design, it is extremely hard to achieve the needs and 
expectations of customers. 

It is important that a holistic, results-driven approach to all aspects of service design is adopted, 
and that when changing or amending any of the individual elements of a service design, all other 
aspects are considered. Therefore, the coordination aspect of service design with the whole 
organization’s service value system (SVS) is essential. 

Designing a new or changed product or service should not be done in isolation, but should consider 
the impact it will have on: 

● other products and services 
● all relevant parties, including customers, users, and suppliers 
● the existing architectures 
● the required technology 
● the service management practices 
● the necessary measurements and metrics. 

Considering these factors will not only ensure that the design addresses the functional elements of 
the service, but also that the management and operational requirements are regarded as a 
fundamental part of the design and are not added as an afterthought. 

Service design should also be used when the product or service is changing due to its retirement. 
Unless the retirement of a product/service is carefully planned, it could cause unexpected 
negative effects on customers or the organization.  

Not every change to a product or service will require the same level of service design activity. 
Every change, no matter how small, will need some degree of design work, but the scale of the 
activity necessary to ensure success will vary greatly from one change type to another. 
Organizations must define what level of design activity is required for each category of change and 
ensure that everyone within the organization is clear on this criteria. 
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Service design ensures that the products and services created: 

● are business- and customer-oriented, focused, and driven 
● are created for users to have a good experience 
● are cost-effective 
● meet the information and physical security requirements of the organization and any external 

customers 
● are flexible and adaptable, yet fit for purpose at the point of delivery 
● can absorb an ever-increasing demand in the volume and speed of change 
● meet increasing organizational and customer demands for continuous operation 
● are managed and operated to an acceptable level of risk. 

With many pressures on the organization, there can be a temptation to ‘cut corners’ on the 
coordination of practices and relevant parties for service design activities, or to ignore them 
completely. This should be avoided, as integration and coordination are essential to the overall 
quality of the products and services that are delivered. 

2.2 TERMS AND CONCEPTS 

2.2.1 Design Thinking 
Design thinking 

Design thinking is a practical and human-centred approach that accelerates innovation. It is 
used by product and service designers as well as organizations to solve complex problems and 
find practical, creative solutions that meet the needs of the organization and its customers. 

Design thinking can be viewed as a complementary approach to Lean and Agile methodologies. It 
draws upon logic, imagination, intuition, and system thinking to explore possibilities and to create 
desired outcomes that benefit customers. 

Design thinking includes an iterative approach to a variety of activities, such as: 

● Inspiration and empathy This is through direct observation of people and how they work or 
interact with products and services, as well as identifying how they might interact differently 
with other solutions. 

● Ideation This combines divergent and convergent thinking. Divergent thinking is the ability to 
offer different, unique, or variant ideas, while convergent thinking is the ability to find the 
preferred solution to a given problem. Divergent thinking ensures that many possible solutions 
are explored, and convergent thinking narrows these down to a final preferred solution. 

● Prototyping This is where these ideas are tested early, iterated, and refined. A prototype helps 
to gather feedback and improve an idea. Prototypes speed up the process of innovation by 
allowing service designers to better understand the strengths and weaknesses of new solutions. 

● Implementation This is where the concepts are brought to life. This should be coordinated with 
all relevant service management practices and other parties. Agile methodology can be 
employed to develop and implement the solution in an iterative way. 

● Evaluation In conjunction with other practices, including project management and release 
management, this measures the actual performance of product or service implementation to 
ensure acceptance criteria are met, and to find any opportunities for improvement. 

Design thinking is best applied by multi-disciplinary teams; because it balances the perspectives of 
customers, technology, the organization, partners, and suppliers, it is highly integrative, aligns 
well with the organization’s SVS, and can be a key enabler of digital transformation. 
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2.2.2 Customer & User Experience 
Customer and user experience 

Customer Experience (CX) is the sum of functional and emotional interactions with a service 
and service provider as perceived by a customer 

User Experience (UX) is the sum of functional and emotional interactions with a service and 
service provider as perceived by a user 

 

The CX and UX aspects of service design are essential to ensure products and services deliver the 
desired value for customers and the organization. CX design is focused on managing every aspect 
of the complete CX, including time, quality, cost, reliability, and effectiveness. UX looks 
specifically at the ease of use of the product or service and how the user interacts with it. 

Service experience refers to the recognition that service consumers value a service that is based 
on a combination of the ‘technical’ output of the service and how it is perceived from a human 
perspective. This means that the service provider has to be increasingly aware of the consumers’ 
requirements, and the ‘resources’ that they have at their disposal to cocreate value. Service is not 
passively received: it also requires effort from the consumer. The service provider has to 
dynamically respond to the consumers’ behaviour and accommodate ‘exceptions’ as best as 
possible. The same applies to the consumer.  

Lean user experience (Lean UX) design is a mindset, a culture, and a process that embraces Lean–
Agile methods. It implements functionality in minimum viable increments and determines success 
by measuring results against an outcome hypothesis. Lean UX is incredibly useful when working on 
projects where Agile development methods are used. The core objective is to focus on obtaining 
feedback as early as possible so that it can be used to make quick decisions. 

Typical questions for Lean UX might include the following:  

● Who are the customers of this product/service and what will it be used for?  
● When is it used and under what circumstances?  
● What will be the most important functionality?  
● What are the biggest risks? 

There may be more than one answer to each question, which creates a greater number of 
assumptions than it might be practical to handle. The team will then prioritize these assumptions 
by the risks they represent to the organization and its customers. 

2.2.3 Service Design Packages 
Service Design Package 

Service Design document(s) defining all aspects of an IT Service and its Requirements through 
each stage of its Lifecycle.  

A service design package (SDP) may be produced for each new IT Service, and updated 
periodically, or during major changes and IT Service Retirement.  

Service design packages are delivered through interaction between service management practices 
and the customer. The aim of the service design package is to ensure all aspects of the service 
have been considered and documented.  

The concept of SDPs is not new to ITIL. However, the importance is significantly raised when 
viewed from the perspective of value streams. An SDP connects demand to value, regardless of 
delivery methodology or scope of service provision. Its purpose is to provide a clear statement of 
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‘what good looks like’ to designers and similar consumers; it must be used in conjunction with risk 
modelling of IT services as the best SDPs are flexible and adaptable depending on various criteria. 

For an SDP to be effective, it should address all four dimensions of the service and be focused on 
customer and user experience. This is shown in figure 2.1. 

 
Figure 2.1- High-level architecture of a service design package 

2.2.3.1 Defining a SDP 

The definition of an SDP requires a holistic view since it is, in effect, the presentation layer for 
other practices. The service design practice does not necessarily define all the elements of the 
SDP, but rather coordinates and consolidates the expected outcomes from other practice owners. 

There are several key considerations to define an SDP: 

● Design and document a service design strategy, including the agreed number of different service 
design packages available. The service design strategy needs to be developed alongside the 
organization’s risk appetite, as the two must be intrinsically linked. 

● It is important to make sure that all four dimensions of service management are covered within 
service design packages. 

• organizations and people: operating model and support matrix, training needs 

• information and technology: tooling, monitoring, data management, and vulnerability 

• partners and suppliers: appropriate contracts, service integration, critical success factors 

• value streams and processes: critical path analysis of IT service, expedited processes. 

● Develop a template which identifies the types of information needed. For example, description, 
guidance notes, and outcome parameters. 

● Engage with the relevant stakeholders to agree the parameters for each practice by level of 
service design package. 

● Develop a communications and training strategy to ensure the service design packages can be 
embedded effectively into the process of designing and provisioning services. 

● Embed the process of using the service design packages into value stream relating to 
design/transition, obtain/build, and deliver/support. This would include activities such as: 

• design checks – definition of done/requirements analysis, customer/user experience 

CX/UX

Organization 
and people

Value 
streams and 
processes

Suppliers 
and 

partners

Information 
and 

technology
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• transition checks – warranty considerations 

• backlog items relating to service protection embedded in to tooling. 

The service design needs to be embedded into the value stream for onboarding new or changing 
services. 

For each element of the SDP, the architect would provide evidence of compliance. Where the 
impacted stakeholders do not approve the service, any issues that arise will need to be addressed. 
This will likely involve a review of which technical and service design patterns have been used in 
the design, and whether the original answers on the risk questionnaire considered the wider 
context of the IT Service and its impact on business operations appropriately. This will be an 
iterative process, depending on how many issues are present, and to what extent the stakeholders 
are satisfied by the proposed resolution. 

2.2.4 Service Design aspects 
Service Design has distinct key aspects. 

2.2.4.1 Service Planning 

Service planning is a strategic phase which designs and develops ‘what good looks like’. This 
relates to end-to-end service provision and ensures that customer/user experience is inherent in 
the service level offerings available to any consumers. In developing this service, an organization 
needs to consider the following questions: 
● How the design supports the required business outcomes?  
● How the value is created and how sustainable is the value creation? 
● What is the risk appetite of the organization? 
● How should tiers of service be organised? 
● How should service change across those tiers? 
 
The answers are driven by the four dimensions of service management, and define organization’s 
ability to respond to the consumers’ demand for value realisation. 
 
● Organizations and people 

Principles around resilience; are the resources sufficient and appropriate? 
● Principles around the operating model for a service; who, what, when, where, why, how? 
● Information and technology 

Principles around resilience; are the resources across the design sufficient and appropriate. This 
is relevant regardless of where a service is provisioned, for example, on premise, co-located, or 
cloud provisioned. 
Principles around data; are the controls and monitoring in place sufficient and appropriate? 

● Partners and suppliers 
Principles around resilience; are there appropriate contracts in place? 
Principles around culture; do the third parties fit with the values and culture of the organization 

● Value streams and processes 
Principles around resilience; are the procedures, controls, and standards in place appropriate? 
Principles around collaboration and integration; how will teams across both the organization and 
its suppliers / partners work together.  

 
Whilst the service design practice is responsible for providing direction in these areas, there is a 
very close working relationship with portfolio management. This is associated with investment 
decisions and strategy management, which will outline an organization’s risk appetite, depending 
on the culture, circumstance, and vision of the organization. 
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2.2.4.2 Risk Identification 
This includes the governance of how risks are identified when designing new or changing services; 
ensuring that these services are appropriate to the identified level of risk.  

The following questions should be considered:  

● what is the organization trying to achieve?  
● What are their objectives? 
● what does good look like?  

When identifying risk for IT services, these questions are more important than the traditional IT 
service level questions that have previously been asked. Therefore, the focus should shift when 
looking for risks.  Table 2.1 gives some examples of questions that help to determine the target 
quality and level when designing the IT service.  

Table 2.1 Examples of traditional IT service level questions 

Old focus New focus 

What percentage of availability is needed? 
  

What is the organization trying to achieve? 
 For example,  business objectives, what 
good looks like. 

What is the target service restoration time? 
  

Is this a fundamental business activity? 
 For example , one of the top business 
processes. 

When can maintenance be done? 
  

What elements of the business activity would stop if 
IT was not available? 
 For example, if the financial ledger was 
unavailable, no new contracts could be opened. 

What data loss can be sustained? 
  

What would be the impact to the organization if the 
data was leaked, corrupted, or unavailable? 
 The following questions should be 
considered in this case: 

• are there GDPR considerations? 

• what’s the implication of incorrect data? 

• at what point does the lack of data become 
critical enough to trigger a severity 1 
Incident or invocation of DR? 

 

2.2.4.3 Service Design Orchestration 
Service Design Orchestration 

Service design orchestration ensures all resources required to achieve the outcome, including 
suppliers, information, technology, people, processes and operating models, are considered 
when designing and transitioning IT services.  
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Service design orchestration utilizes the principles of service integration and management to 
ensure the level of risk posed to the organization is managed appropriately by: 

● designing an operating model, including the supplier eco-system, appropriate to the level of risk  
● designing IT services and their components to the capabilities matched to the level of risk. 

 

Service Integration & Management 

Service Integration & Management is an approach to manage multiple suppliers of services 
(business services as well as information technology services) and integrating them to provide a 
single business-facing IT organization. 

 

When selecting new service providers, the service design package for the service needs to form 
part of the requirements. Any discussions with third party suppliers need to ensure that those 
requirements are met, or at least mitigated. Where multiple service providers are engaged to 
provide the service, an operating model needs to be in place to determine roles and 
responsibilities, and how those providers will work together in pursuit of a seamless provision. 

When there is a hybrid model, the complexity of the operating model will be increased (providers 
includes both in-house teams and third parties). This needs to be considered when documenting 
roles and responsibilities, escalations, and major incident handling. 

Service design orchestration will also include logging and managing service design waivers and 
dispensations, where the performance of in-house and/or third parties does not meet the 
requirements stipulated by the service design matrix. In this case, mitigations need to be 
documented. It is recommended that in all cases, a date is agreed by which funding and other 
resources will be in place to remove the waiver/dispensation. Whilst it is possible to have an 
enduring waiver or dispensation, this is not advised. If a milestone date is not agreed, the risk will 
perpetuate and may increase risk exposure over time. The only time where a milestone date may 
be irrelevant, is where business operations accept the potential level of risk exposure but want to 
proceed in any case. 

The role of orchestration is often supported by artefacts such as a continual improvement register. 
This could include items such as identified improvements, approved waivers, and dispensations. 
How an organization uses this artefact will depend on what they want to manage. The existence of 
a service improvement register is highly recommended for any organization; this ensures that all 
parties are aware of what changes are in the pipeline in the pursuit of mitigating risk exposure. 

An additional method is to track performance against a service design package. This is different to 
acceptance into service. Performance against service design packages requires the architects 
involved in the design and build of the IT service to verify the service through their analysis and 
decision-making tools. This approach can be used for single services, a group of services, or an 
end-to-end view. 

A service design consultant would orchestrate the design of services either by ensuring the 
identified capabilities are being implemented appropriately and successfully, or by engaging 
directly with change initiatives across an organization. Typically, specialists involved in service 
introduction, or business analysts would promote the use of these capabilities through 
requirements gathering, test outcomes, and readiness monitoring. 

Table 2.2 below shows some examples of considerations. 

Table 2.2 Examples of considerations 
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Operating Model considerations IT service design considerations 

Roles and responsibilities in maintaining and 
managing the service 

Scalability and the ability to respond to flexing 
demand 

Supplier capabilities Availability, capacity, and performance needs 

Incident handling and escalation What management information is needed and 
what needs to be monitored? 

2.2.5 Risk modelling 
Modelling risk involves both the service design practice and the risk management practice. There 
should be several elements involved in risk modelling: 

● A questionnaire to enable the organization to articulate potential impacts, examples of common 
themes covered are below. The questionnaire may require some free-form answers, but the 
core will require an agreed set of possible answers to allow for a consistent assessment across 
all services. 

• data (confidentiality, integrity and availability) 
• financial impacts 
• regulatory obligations 
• known risks and constraints 
• reputational/brand damage 
• disaster scenario. 

● An agreed risk impact matrix, detailing possible impact types and parameters of likely levels of 
impact. The impacts stated should be at the business operations level, not a technology level 
and related to the question themes held within the questionnaire. Consider using best practice 
such as IRAM2 to help define what to ask and impact assess against 

● An algorithm for calculating the results of those answers. There are four things that an 
organization needs to agree in developing one: 

• The number of tiers of service they want  
• How to distribute scores to questions (for example, 10 for critical, 7 for severe) 
• Establish what would constitute a maximum score 
• What percentage of IT services should be at each level (for example, 2% Tier 1, 10% Tier 2, 

30% Tier 3, 58% Tier 4) 

Once these four questions are detailed, the next step is to identify an appropriate 
selection of tier-representative IT services to calibrate the algorithm. 

● A result detailing the most appropriate service design package 

Risk modelling can and should be done at different levels of service. The reasons are detailed 
below: 

● IT organizations need to understand where the highest levels of potential risk exposure lie 
across the IT estate. 

● Business operations and retail teams need to understand where the most likely impact to 
consumers is going to be; equally, they also need to understand where the impact to front line 
teams, such as contact centres or branches is going to be. 

● Strategic planners and architects need to understand the overarching potential risk exposure of 
a service line. 
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These three levels may legitimately have different risk profiles. An example is shown below in 
figure 2.2. 

 

 
Figure 2.2 Example of risk profiles  

Opening a new leasing contract is viewed as a critical business service line for the organization and 
is rated tier 1. Supporting the business service line are two customer journeys, both of which 
directly support the service line and are considered tier 1. When the IT Service layer is unravelled, 
whilst the leasing contract tool itself is part of the service, business continuity measures are in 
place to take information manually and input later. It is therefore rated a tier 2 service. However, 
without the CRM and ledger tools, the business would not be able to open a new leasing contract. 
They are tier 1. 

Essentially, it is important to look for the critical path within a service and identify would stop the 
consumer from completing the task they wish to perform. Where IT services would stop those 
tasks, the consumer is directly affected; where they would add delay, the consumer is less 
affected (if at all). 

It is important to identify that the service level management structure should mirror the levels of 
risk profiling; so profile service lines are risked, customer journeys in addition to IT Services, 
service line and customer journey SLAs will also be needed. 

 

2.3 SCOPE 
The scope of the service design practice includes: 

● ensuring services are fit for purpose and fit for use 
● the identification and documentation of risk aligned service tiers/packages, incorporating 

standards, non-functional requirements, and capabilities approved by subject matter experts 
and other practice/process owners 

● governing and orchestrating the holistic design approach 
● integrating teams involved in service design and promoting information exchange between all 

stakeholders 
● updating service design package through the lifecycle of the service 
● continually improving service design practice. 

There are several activities and areas of responsibility that are not included in the service design 
practice, although they are still closely related to service design. These are listed in Table 2.3 

IT Service

Customer Journey

Service Line
Open a new 

Leasing 
Contract

Onboard a 
new 

customer

CRM tool Ledger tool
Leasing 
contract 

tool

Credit check 
process

Fraud check 
tool

Debt mgmt 
tool
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along with references to the practices in which they can be found. It is important to remember 
that ITIL practices are merely tools to use in the context of value streams; they should be 
combined as necessary depending on the situation. 

Table 2.3 Activities related to the service design practice described in other practice guides 

Activity Practice guide 

Risk identification Risk management 

Demand management Relationship management 

Definition of architecture 
patterns, principles & debt 
tolerance  

Architecture management 

Definition of security controls & 
compliance needs 

Information security management 

Defining requirements Business analysis 

Defining service acceptance 
criteria 

Service validation and testing 

Definition of monitoring patterns 
and event categorization 

Monitoring and event management 

User feedback gathering Service desk 

Supplier strategy, default 
contracts and vendor measures 

Supplier management 

 

2.4 PRACTICE SUCCESS FACTORS 
Practice Success Factor (PSF) 

A complex functional component of a practice that is required for the practice to fulfil its 
purpose.  

A practice success factor (PSF) is more than a task or activity as it includes components from all 
four dimensions of service management. The nature of the activities and resources of PSFs within a 
practice may differ, but together they ensure that the practice is effective. 

The service design practice includes the following PSFs: 

● establishing and maintaining an effective organization-wide approach to service design 
● ensuring that services are fit for purpose and fit for use throughout their lifecycle. 

 

2.4.1 Establishing and maintaining an effective organization-wide 
approach to service design 

Service design practice includes defining and agreeing approaches and models to follow for 
designing new and changed services and service components. Organizations are likely to combine 
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several approaches and to define several service design models to accommodate for every type of 
product or service they design and manage.  

This should start from assessing organization’s objectives and customer requirements, and the 
impact the service design has. As service design is about orchestrating design efforts and should be 
holistic, before choosing a design approach, an organization must assess the following factors: 

● strategic goals and services portfolio 
● current and potential customers of the products and services 
● ways of communication and information exchange with the customers and users, and the ability 

to obtain and process feedback 
● the current and desired ability to innovate, embrace change, and re-invent itself 
● resource constraints for the service design 
● the resources available to experiment 
● risk appetite and approach to risk management 
● the way organizations manage projects and implement changes 
● the ecosystem of partners and suppliers and their ability to support the service design approach. 

These factors mean that each organization’s approach to service design may be different. It may 
mean better involvement of customers and users in the service design process, or implementing a 
holistic approach to designing services and focus on using service design packages, transforming 
processes to introduce faster changes and shorter design lifecycle, while eliminating rework, or 
introducing more iterative and experimental approach.  

An organization may have several service design approaches, depending on different products and 
services in its portfolio. The approaches and models for service design should have some flexibility 
to adapt to changing circumstances, stakeholders, and environment. Each service design approach 
should have one or several agreed service design models, that could be re-used for the similar 
products and services. 

The service design approach and models, and the practice in general, should be a subject to 
continual improvement, constantly looking for ways to deliver stakeholders expectations, increase 
customers and user’s satisfaction, eliminate waste, and increase effectiveness and efficiency. 

2.4.2 Ensuring that services are fit for purpose and fit for use throughout 
their lifecycle 

Ensuring effective service design requires orchestrating resources in all four dimensions. 

Depending on the service design model, the activities and resources needed to implement a design 
may vary significantly: 

● A design of a simple application similar to ones designed before, may use the existing model and 
service design package of the previous design, and follow the procedures planned for the model, 
organized in a linear sequence. 

● When designing a new, innovative service, a new approach may be needed. Existing models for 
service design and SPDs may need to be reviewed. Some experimenting, hypothesis checking, 
iterative design with fast feedback methods may be used for any phase of the service design 
process, from ideation to evaluation. There should be special attention for stakeholder 
interactions and feedback processing. The service design may be managed as a project or a part 
in a major project, involving many teams and practices across and from outside of the 
organization and requiring different levels of resource involvement, formality, and 
documentation.  
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In any case, effective coordination, ensuring holistic approach to the design, information flow, 
stakeholder involvement and good planning of the design models from the early steps of service 
lifecycle are crucial for success. 

During the service lifecycle, effective combination of practices and cooperation of teams are 
necessary. Service design practice is focused on identifying the tasks, key information, and 
coordinating the participants of the design implementation. It also provides recommendations on 
procedures and techniques to use during implementation.  

Effective coordination of the following is especially important: 

● project management 
● change enablement 
● software development and management 
● infrastructure and platform management 
● business analysis 
● service validation and testing 
● release management 
● availability management 
● continuity management 
● capacity and performance management 
● service level management 
● supplier management. 

2.5 KEY METRICS 
The effectiveness and performance of the ITIL practices should be assessed within the context of 
the value streams to which each practice contributes. As with the performance of any tool, the 
practice’s performance can only be assessed within the context of its application. However, tools 
can differ greatly in design and quality, and these difference defines the tool’s potential, or 
capability to be effective when used according to their purpose. Further guidance on metrics, key 
performance indicators (KPIs), and other techniques that can help with this can be found in the 
measurement and reporting practice guide. 

Key metrics for service design are mapped to its PSFs. They can be used as KPIs in the context of 
value streams to assess the contribution of service design to the effectiveness and efficiency of 
those value streams. Some examples of key metrics are given in Table 2.4. There are multiple 
relevant metrics to be monitored, which can be grouped roughly into the following groups 
associated with the practice success factors. 

Table 2.4  Example metrics for the practice success factors 

Practice success factors Example metrics 

Establishing and maintaining an 
effective organization-wide 
approach to service design 

 

● Adherence to the service design approach(es) across 
organization’s product portfolio  

● Fitness for purpose across organization’s product portfolio  
● Stakeholders satisfaction with chosen approach(es) to service 

design 
● Stakeholders satisfaction with organization’s ability to 

innovate by design 
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Ensuring that services are fit for 
purpose and fit for use 
throughout their lifecycle 

● Percentage of products and services meeting requirements for 
utility and warranty 

● Stakeholders satisfaction with chosen service design models 
and methods 

● Stakeholders satisfaction with organization’s ability to design 
products and services 

● Stakeholders satisfaction with financial efficiency of service 
design 

 

The correct aggregation of metrics into complex indicators will make it easier to use for the 
ongoing management of value streams and for the periodic assessment and continual improvement 
of the service design practice. There is no single best solution. Metrics will be based on the overall 
service strategy and priorities of an organization, as well as on the goals of the value streams to 
which the practice contributes. 
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3 Value streams and processes 

3.1 VALUE STREAM CONTRIBUTION 
Like any other ITIL management practice, service design contributes to multiple value streams. It 
is important to remember that a value stream is not constructed of a single practice. Service 
design is combined with other practices to provide high-quality services to consumers. The main 
value chain activities to which service design contributes are: 

● design and transition 
● obtain/build. 

 

 

Figure 3.1 Heat map of the contribution of service design to value chain activities 

3.2 PROCESSES 
Each practice may include one or more processes and activities that may be necessary to fulfil the 
purpose of that practice. 

Process  

A set of interrelated or interacting activities that transform inputs into outputs. Processes 
define the sequence of actions and their dependencies. 
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The service design practice activities form two processes:  

● service design planning 
● service design coordination. 

 

3.2.1 Service design planning process 
This process is focused on the continual improvement of the service design practice, service design 
approaches and models, and development of plans for complex service design instances. It is 
performed regularly and triggered by events or requests. Regular reviews may take place every 
two to three months or more frequently, depending on the effectiveness of the existing models 
and procedures. This process includes the following activities listed in Table 3.1 and transforms 
the following inputs into outputs. 

Table 3.1 Inputs, activities, and outputs of the service design planning process 

Key inputs Activities Key outputs 

Current service design approaches  
and models 
Organization’s strategy and service 
portfolio  
Innovation knowledge 
Service design records 
Service design review reports 
Policies and regulatory requirements 
Architectural decisions 
Business analysis reports 
Customer and user feedback  
Service catalogue 
Service level agreements 
IT asset information 
Agreements and contracts with 
suppliers and partners 
Project management approaches and 
lessons learnt 
Software development and 
management, Infrastructure and 
platform management approaches 
Relevant policies and plans 
(information security, continuity, 
capacity) 
Technologies used 

Service/product environment 
and requirements analysis 
Service design approach 
review and development 
Service design model review 
and development 
Service design instance 
planning 
Service design plan 
communication 

Updated service design 
approaches and models 
Service design plans 
Service design package 
template 
Improvement initiatives 
Change requests 
Updated knowledge 
management articles 
Lessons learnt 
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Figure 3.1 shows a workflow diagram of the process. 

     

Figure 3.1 Workflow of the service design planning process 

 

Table 3.2 provides an example of the process activities. 

Table 3.2 The service design planning process activities 

Activity Examples of regular review  Examples of planning of a 
complex service design 
instance 

Service/product 
environment and 
requirements 
analysis 

Design team, together with 
product/service owners, architects and 
other teams, analyze and discuss new 
or changed conditions affecting service 
design approaches: 

● Preferred approach to 
creation/modification of a group of 
products and services 

● Nature of the group of products or 
services 

● Organization’s architecture approaches 
and decisions 

● Feedback from customers and users, 
target audience for the design, existing 
feedback channels, existing service level 
agreements 

● Organization’s risk management approach 
and risk appetite 

● Compliance, policies and technology 
opportunities and constraints present 

● Market position and financial conditions 
● Financial and cost constraints for the 

design approach 

Service design team, together 
with product/service owners, 
architects and other teams 
analyze and discuss the 
factors influencing the service 
design instance. 
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● Level of control over the components of 
products or services 

Based on the analysis and discussion, a 
new service design approach is defined, 
or changes proposed to the existing 
approach. 

Service design 
approach review 
and development 

The team discusses the new service 
design approach or changes to the 
existing service design approach and 
agree on the approach. Service design 
approach is developed or updated.  

 

Service design team, together 
with product/service owners, 
architects and other teams 
run fit/gap analysis of the 
existing service design 
approaches and choose an 
approach suitable for the 
complex service design 
instance in question. 

 

 

Service design 
model review and 
development 

Based on the new or changed approach, 
service design models are defined or 
updated, including, for example, 
service design procedures and controls, 
service design package template, 
template plan and schedules, 
templates for communications plans 
and knowledge articles, and so on. 

 

The team should assess 
requirements of the service 
design instance, considering level 
of innovation, previous 
knowledge, architecture, product 
or service environment, SLA and 
user relationship, as well as 
policies and financial constraints; 
and to what extent the existing 
service design models can 
support this design instance. 

Based on the assessment, the 
team decides on using a new or 
existing service design model. 

Service design 
instance planning 

 Team plans the following for the 
service design instance: 

● methods used for requirements 
tracking 

● target audience and 
communications with it, 
getting and processing 
feedback 

● plan of interactions with 
partners and suppliers 

● financial plan and budget 
control methods 
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● contents of service design 
package 

● resources plan 

Service design plan 
communication 

Communications for the new or 
updated service design plans, service 
design package and service design 
methods and procedures prepared, 
reviewed by stakeholders and fed into 
service desk and knowledge 
management. 

Communications for the service 
design plans and service design 
package are prepared, reviewed 
by stakeholders, and fed into 
service desk and knowledge 
management. 

 

3.2.2 Service design coordination process  
This process includes the following activities and transforms the following inputs into outputs as 
shown in Table 3.3. 

Table 3.3 Inputs, activities and outputs of the service design coordination process 

Key inputs Activities Key outputs 

Service design models 

Service design plans 

Service design package 
templates and SDPs from 
previous designs 

Knowledge articles 

Service design records 

Policies and regulatory 
requirements 

Business analysis reports 

Customer and user feedback  

Service catalogue 

Service level agreements 

IT asset information 

Agreements and contracts 
with suppliers and partners 

Project management 
approaches and lessons learnt 

Software development and 
management, Infrastructure 
and platform management 
approaches 

Identification of applicable design 
model or plan 

Planning design activities,  
resources and capabilities 

Design execution  

Service design review 

Service design records 

Updated design models, plans 
and service design packages 

Service design communications 

Feedback from users, 
customers and involved team 
members 

Service design review report 

Service portfolio updates 

Updated risk register 

Lessons learnt 
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Relevant policies and plans 
(information security, 
continuity, capacity) 

Budget for design 

 

Figure 3.2 shows a workflow diagram of the process. 
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Table 3.4 Service design coordination process activities 

Activity Description  
Identification of 
applicable model or 
plan 

Service design team assesses service requirements, complexity of the 
service, interdependences between the service design instance and 
existing services, budget and risks for the service design instance, and 
chooses appropriate service design model to use, or a new model is 
required, which may trigger the service design planning process. 

Planning design 
activities, resources 
and capabilities 

Based on the service design model, design team plans the design activities, 
identifies team involved, plans and requests resources allocations. Some 
additional capabilities may be required, which may have to be purchased, 
outsourced, or gained. 

At this stage, responsibilities for keeping the SDP updated and risks 
management are assigned. 

Service design 
execution  

Service design execution is mostly about orchestrating and coordinating 
teams and resources involved in the design, as well as managing 
requirements tracking, communications, and information exchange, enable 
fast feedback and data flow and ensure holistic view on the design at any 
stage. This is done in conjunction with other relevant practices. Many 
internal and external teams may be involved. 

Service design  
review 

Service design team runs service design review for compliance with 
standards and conventions, and to ensure that all agreed requirements for 
the SDP have been completed correctly. As a result, the team updates 
knowledge base and logs lessons learnt. Resulting service design review 
report may trigger the service design planning process. 
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4 Organizations and people 

4.1 ROLES, COMPETENCIES AND RESPONSIBILITIES  
The practice guides do not describe the roles of practice owners or managers that should exist for 
all practices. The practice guides focus on specialist roles specific to each practice. The structure 
and naming of each role may differ from organization to organization, so any roles defined in ITIL 
should not be treated as mandatory, or even recommended. Remember, roles are not job titles. 
One person can take on multiple roles and one role can be assigned to multiple people. 

Roles are described in the context of processes and activities. Each role is characterized with a 
competence profile based on the model shown in Table 4.1. 

Table 4.1 Competency codes and profiles 

Competence 
code 

Description 

L Leader Decision-making, delegation, oversight of other activities, incentives and 
motivation, and the evaluation of outcomes.  

А Administrator. Assigning and prioritizing tasks, record keeping, ongoing reporting, and 
basic improvement. 

C Coordinator/communicator. Coordinating multiple parties, communication between 
stakeholders, and running awareness campaigns.  

М Methods and techniques expert. Designing and implementing work techniques, the 
documentation of procedures, consulting on processes, work analysis, and continual 
improvement. 

Т Technical expert. This role focuses on technical (IT) expertise and expertise-based 
assignments.  

Three practice-specific roles may be found in organizations: service design leader, service design 
consultant, and service design analyst. These roles are often introduced to organizations where 
the volume of IT Services and rate of change is high. In other organizations, service design 
activities are coordinated by a person or team responsible for architecture, the product, or 
service. This could be the product owner, service owner, service delivery manager, IT solution 
architect, or enterprise architect. 

4.1.1 Service design leader role 
Where a dedicated service design role is defined, it is usually assigned to specialists combining 
good knowledge of the organization’s products (architecture, services and interdependencies) with 
solid design thinking skills (to develop strategic design patterns, determine appropriateness of 
design, coordinate teamwork and good risk management skills). The competence profile for this 
role is LMC. This role is usually responsible for the management and maturity of the specialist 
activities in service design processes, including: 

● strategic direction and maturity of service design practice 
● development of a service design practice, including training, communications, and processes 
● governance of service design processes and controls 
● building, utilizing, and governing service design packages. 
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In more complex organizations, some service design responsibilities may be delegated to the 
service design consultant. The service design consultant focuses on developing and industrialising 
service design activities, relating to more detailed procedures, the elements of service design 
packages, provisioning of consultancy to change initiatives and orchestrating service provisioning. 
The competence profile for this role is MC. 

Examples of other roles which can be involved in the service design management activities are 
listed in Table 4.2, together with the associated competence profiles and specific skills. 

Table 4.2 Examples of the roles involved in service design management activities 

Activity Responsible roles Competency 
profile 

Specific skills 

Service design planning process 

Service/product 
environment and 
requirements 
analysis 

Enterprise architect 

Service designer  

Project manager 

Service owner 

Product owner 

Customer representative 

Development team 
member 

Account manager 

Delivery manager 

Business analyst 

 

ATC Knowledge of service environment 
and interdependencies of services 

Design thinking 

Communication skills and ability to 
gather and process information 

 

Service design 
approach review 
and 
development 

Service designer 

Service owner 

Project manager 

Product owner 

Development team 
member 

Systems administrator 

Account manager 

Delivery manager 

MATC Service design methods and 
techniques knowledge 

Process and procedures, policies 
awareness 

Infrastructure and platform, software 
development expertise 

Communication skills and ability to 
gather and process information 

 

Service design 
model review 
and 
development 

Service designer 

Service owner 

Project manager 

MATC Service design methods and 
techniques knowledge 
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Product owner 

Development team 
member 

Systems administrator 

Infrastructure and platform, software 
development expertise 

Process and procedures, policies 
awareness 

Communication skills and ability to 
gather and process information 

Service design 
instance 
planning 

Service designer 

Service owner 

Product owner 

Project manager 

Development team 
member 

Systems administrator 

 

AMCT Knowledge in resource, 
communications, capabilities, and 
planning 

Communication skills and ability to 
gather and process information 

Infrastructure and platform, software 
development expertise 

Technical knowledge of 
service/product subject matter 

Service architecture knowledge 

Service design 
plan 
communication 

Service owner 

Product owner 

Relationships manager 

Account manager 

Delivery manager 

Service desk 
representative 

C Communication skills 

 

Service design coordination process 

Identification of 
applicable 
design model or 
plan 

Service owner 

Product owner 

Service designer 

Development team 
member 

Account manager 

Delivery manager 

Risk manager 

MAT Service design methods and 
techniques knowledge 

Infrastructure and platform, software 
development expertise 

Process and procedures, policies 
awareness 

Communication skills and ability to 
gather and process information 

Infrastructure and platform expertise 

Technical knowledge of 
service/product subject matter 

Planning design 
activities, 

Service owner 

Product owner 

ACMT Project and change management 
skills 
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resources and 
capabilities 
 

Development team 
member 

Account manager 

Delivery manager 

Customer representative 

Risk manager 

Knowledge in resource, 
communications, capabilities 
planning 

Communication skills and ability to 
gather and process information 

Service design methods and 
techniques knowledge 

Technical knowledge of 
service/product subject matter 

Design execution  Development team 
member 

Systems administrator 

Information security 
specialist 

ACM Project and change management 
skills 

Knowledge in resource, 
communications, capabilities 
management 

Communication skills and ability to 
gather and process information 

Service design methods and 
techniques knowledge 

Service design 
review 

Service owner 

Product owner 

Account manager 

Delivery manager 

Development team 
member 

Designer 

Customer representative 

User 

Testing specialist 

ACTM Business analysis 

Project and change management 
skills 

Communication skills and ability to 
gather and process information 

Service relationships and service 
quality knowledge 

Service validation and testing 
expertise 

Service design and deployment 
methods knowledge 

Technical knowledge of 
service/product subject matter  

 

4.2 ORGANIZATIONAL STRUCTURES AND TEAMS 
It is unusual to find a dedicated organizational structure for the service design practice in larger, 
complex, or multi-national organizations, although the role of service design consultant is more 
widely associated with a formal job title. In product-based organizations, service design job titles 
and roles relating to routine service design activities are not typically adopted, as this practice is 
integrated in the day-to-day activities of the product development and management teams and is 
automated wherever possible.  
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In more service-based organizations, there may be dedicated service design consultants, but it is 
more likely that the activities of service design are undertaken by other teams, such as architects, 
business analysts, service introduction and readiness specialists. It tends to only be those 
organizations with a complex mix of services and products who elect to have a dedicated 
organizational structure for the service design practice. 
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5 Information and technology 

5.1 INFORMATION EXCHANGE 
The effectiveness of service design is based on the quality of the information used. This 
information includes, but is not limited to, information about: 

● products and services and their existing architecture and design, including a baseline of 
functional and non-functional characteristics of those products and services 

● risk categories and risk appetite as defined through the risk management practice 
● customers and users 
● partners and suppliers, including contract and SLA information on the services they provide 
● intended use and scope of products and services, including potential risk exposure to the 

organization 
● a third party’s contract, including vulnerabilities and gaps compared to an organization’s 

expectations. 

 
The key information generated by the design coordination process is included in the SDP, which 
contains everything necessary for service design. SDP can also support the service in later lifecycle 
stages. The SDP may consist of multiple documents, which may be used in knowledge base, service 
catalogue, configuration management tools, and so on. 

5.2 AUTOMATION AND TOOLING 
There can be significant benefit from automation within the administrative activities of service 
design. Whilst there can still be benefit of automating the service design consultant role, the skills 
required for the role include a higher degree of interpretation and appropriateness that would 
require a complex decision-making automation.  

For service design practice, automation and tools bring the most value by the following: 

● collaboration tools, to provide communications between teams and different stakeholder groups 
and track tasks 

● requirement tracking tools, feedback gathering, and processing tools 
● knowledge management tools to promote innovation and education 
● visualization tools to help visualize information on requirements, designs solutions, teams and 

components integrations, and so on 
● artificial intelligence tools to imitate user behaviour or integrate user behaviour into design 

analysis, hypothesis testing, and so on. 
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6 Partners and suppliers 
Very few services are delivered using only an organization’s own resources. Most, if not all, depend 
on other services, often provided by third parties outside the organization (see section 2.4 of ITIL 
Foundation: ITIL 4 Edition for a model of a service relationship). Relationships and dependencies 
introduced by supporting services are described in the ITIL practices for architecture management, 
and supplier management. Information about dependencies on third-party services is used in 
change control at all steps of the change lifecycle control process and may often be used in the 
change optimization process.  

Service design often uncovers vulnerabilities within services offered by third parties during the 
procurement process. If the product or service designed depends on the resources and services of 
partners and suppliers, then risks of this dependency should be carefully addressed. Each partner 
or supplier should be assessed for the value it brings into the product or service against risks it 
brings. 
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7 Important reminder 
Most of the content of the practice guides should be taken as a suggestion of areas that an 
organization might consider when establishing and nurturing their own practices. The practice 
guides are catalogues of things that organizations might think about, not a list of answers. When 
using the content of the practice guides, organizations should always follow the ITIL guiding 
principles:  

● focus on value 
● start where you are 
● progress iteratively with feedback 
● collaborate and promote visibility 
● think and work holistically 
● keep it simple and practical 
● optimize and automate. 

More information on the guiding principles and their application can be found in section 4.3 of the 
ITIL® Foundation: ITIL 4 Edition publication. 
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