


   

www.qaiglobal.com 

 

 
 
 
 
The information contained herein is subject to change without notice.  
 
This is a QAI Copyrighted work which may not be reproduced without the written permission of 
QAI. You may not use these materials to train any person without the written permission of 
QAI.   
 
“ITIL® is a Registered Trade Mark of the Axelos Limited”. 
 
"The Swirl logo™ is a Trade Mark of the Axelos Limited". 
 
• Diagrams and Tables 
 
Diagrams and Tables used in this work are -  
© Crown copyright 2011. Reproduced with permission from Axelos Limited” 
 
• Text 
 
Quoted/ITIL® Text/etc from ITIL® Books has been italicized, and is Crown copyright 2011. 
Reproduced with permission from Axelos Limited” 
 
 
 
 
 
 
Printed in India 
 
ITIL® 2011 Intermediate 
Student Guide 
 
© Copyright 2012 QAI India limited unless otherwise stated. 

 



Module 0 – Welcome to CSIITIL Intermediate - CSI v2011 - V1

1© 2012 QAI India Ltd.   I 



Module 0 – Welcome to CSIITIL Intermediate - CSI v2011 - V1

2© 2012 QAI India Ltd.   I 

Reader’s Note



Module 0 – Welcome to CSIITIL Intermediate - CSI v2011 - V1

3© 2012 QAI India Ltd.   I 

Reader’s Note



Module 0 – Welcome to CSIITIL Intermediate - CSI v2011 - V1

4© 2012 QAI India Ltd.   I 

Service Lifecycle Modules  The Service Lifecycle series is focused on each stage of the Lifecycle and 

syllabuses are matched to each of the five core practice areas. A certificate exam is given for each module.

The Lifecycle modules are:  • Service Strategy - • Service Design - • Service Transition - • Service 

Operation  • Continual Service Improvement

Each module of the Lifecycle series covers an introduction to the Service Lifecycle, the principles, 

processes, functions and activities within that stage of the ITIL Service Management

Lifecycle, along with technology and implementation

Service Capability modules

The Service Capability series is focused on role based clusters in a modular set, each with a certification. 

Each cluster contains groupings of processes and roles from within ITIL IT

Service Management, intended to offer candidates a balanced knowledge of ITIL practices which have 

direct interaction and dependencies in their daily use.

The Capability modules are:  OSA – PPO – RCV - SOA
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To implement CSI successfully it is important to understand the different activities that need to be applied. The 
following activities support CSI

• Reviewing management information and trends to ensure that services are meeting agreed service levels

• Reviewing management information and trends to ensure that the output of the enabling processes are 
achieving the desired results

• Periodically conducting maturity assessments against the process activities and associated roles to 
demonstrate areas of improvement or, conversely, areas of concern

• Periodically conducting internal audits verifying employee and process compliance

• Reviewing existing deliverables for appropriateness

• Periodically proposing recommendations for improvement opportunities

• Periodically conducting customer satisfaction surveys

• Reviewing business trends and changed priorities, and keeping abreast of business projections

• Conducting external and internal service reviews to identify CSI opportunities

• Measuring and identifying the value created by CSI improvements.

These activities do not happen automatically. They must be owned by individuals within the service provider 
organization who are empowered to make things happen. They must also be planned and scheduled on an 
ongoing basis
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• Embrace the vision by understanding the high-level business objectives. The vision should align the 

business and IT strategies.

• Assess the current situation to obtain an accurate, unbiased snapshot of where the organization is right 

now. This baseline assessment is an analysis of the current position in terms of the business, 

organization, people, process and technology.

• Understand and agree on the priorities for improvement based on a deeper development of the principles 

defined in the vision. The full vision may be years away but this step provides specific goals and a 

manageable timeframe.

• Detail the CSI plan to achieve higher quality service provision by implementing or improving ITSM 

processes.

• Verify that measurements and metrics are in place and that the milestones were achieved, process 

compliance is high, and business objectives and priorities were met by the level of service.

• Finally, the approach should ensure that the momentum for quality improvement is maintained by 

assuring that changes become embedded in the organization.
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ITIL Continual Service Improvement describes best practice for achieving incremental and large-scale 

improvements in service quality, operational efficiency and business continuity, and for ensuring that the 

service portfolio continues to be aligned to business needs. Guidance is provided for linking improvement 

efforts and outcomes with service strategy, design, transition and operation. A closed loop feedback system, 

based on the Plan-Do-Check-Act (PDCA) cycle, is established. Feedback from any stage of the service 

lifecycle can be used to identify improvement opportunities for any other stage of the lifecycle.

Other topics in ITIL Continual Service Improvement include service measurement, demonstrating value with 

metrics, developing baselines and maturity assessments
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W. Edwards Deming is best known for his management philosophy leading to higher quality, increased 

productivity, and a more competitive position. As part of this philosophy he formulated 14 points of attention 

for managers. Some of them are more appropriate to service management than others. For quality 

improvement he proposed the Deming Cycle or Circle. This cycle is particularly applicable in CSI

The PDCA cycle is critical at two points in CSI: implementation of CSI, and for the application of CSI to 

services and service management processes. At implementation, all four stages of the PDCA cycle are 

used. With ongoing improvement, CSI draws on the check and act stages to monitor, measure, review and 

implement initiatives.

The seven-step improvement process can be viewed as an example of an implementation of the PDCA 

cycle, with each of the steps falling within one of the phases of the cycle: Plan, Do, Check, Act.

The cycle is underpinned by a process-led approach to management where defined processes are in place, 

the activities are measured for compliance to expected values and outputs are audited to validate and 

improve the process.
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To validate Monitoring and measuring to validate previous decisions

To direct Monitoring and measuring to set the direction for activities in order to meet set targets; this is the 

most prevalent reason for monitoring and measuring

To justify Monitoring and measuring to justify, with factual evidence or proof, that a course of action is 

required

To intervene Monitoring and measuring to identify a point of intervention including subsequent changes and 

corrective actions.

The four basic reasons to monitor and measure lead to three key questions: 

1. ‘Why are we monitoring and measuring?’, 

2. ‘When do we stop?’ and 

3. ‘Is anyone using the data?’ 

To answer these questions, it is important to identify which of the above reasons is driving the measurement 

effort. Too often, we continue to measure long after the need has passed. Every time you produce a report 

you should ask: 

4. ‘Do we still need this?’



Module 2- Continual Service Improvement PrinciplesITIL Intermediate - CSI v2011 - V1

12© 2012 QAI India Ltd.   I 

Identify the strategy for improvement   Identify the overall vision, business need, the strategy and the 

tactical and operational goals.

Define what you will measure   Service strategy and service design should have identified this information 

early in the lifecycle. CSI can then start its cycle all over again at ‘Where are we now?’ and ‘Where do we 

want to be?’ This identifies the ideal situation for both the business and IT. CSI can conduct a gap analysis 

to identify the opportunities for improvement as well as answering the question ‘How do we get there?’

Gather the data  In order to properly answer the question ‘Did we get there?’, data must first be gathered 

(usually through service operations). Data can be gathered from many different sources based on goals and 

objectives identified. At this point the data is raw and no conclusions are drawn.

Process the data  Here the data is processed in alignment with the critical success factors (CSFs) and 

KPIs specified. This means that timeframes are coordinated, unaligned data is rationalized and made 

consistent, and gaps in the data are identified. The simple goal of this step is to process data from multiple 

disparate sources to give it context that can be compared. Once we have rationalized the data we can begin 

analysis.
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Data is quantitative. Data is defined as numbers, characters, images or other outputs from devices to 

convert physical quantities into symbols, in a very broad sense. Essentially it can be defined as a collection 

of facts, whereas information is the result of processing and organizing data in a way that adds to the 

knowledge of the person receiving it. Raw data is a relative term; data processing commonly occurs by 

stages, and the ‘processed data’ from one stage may be considered the ‘raw data’ of the next. For example, 

the service desk and incident management may collect data on an average of 12,000 incidents per month. 

Data can also be qualitative such as comments in a customer satisfaction survey.

Data can be defined as a collection of facts in context from which conclusions may be drawn. Information is 

the result of processing and organizing data in a way that adds to the knowledge of the person receiving it.

By processing data into information it is possible to know the breakdown of which customers are using the 

service desk and the specific issues that are incidents or service requests. For example, further processing 

of the data into information may show that 32% of all contacts to the service desk are ‘How to’ questions, 

and that 18% of all contacts are service incidents with the organization’s email system.
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Knowledge can be defined as information combined with experience, context, interpretation and reflection. 

For example, based on the data and information, and an understanding of who uses the service, and their 

reasons for using the service, the impact to the business can be determined.

Wisdom is defined as the ability to make correct judgments and decisions. It consists of making the best use 

of available knowledge. For example, knowledge about the customer impact of incidents can lead to 

identifying improvement opportunities such as training programmes or initiating a service improvement plan 

(SIP) for improving the email service
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IT is a service business. Existing internal IT organizations must transform themselves into effective and 

efficient IT service providers or they will cease to be relevant to the business and, soon after, cease to exist. 

This continual and unceasing drive toward greater business value with greater internal efficiency is at the 

heart of CSI

IT governance touches nearly every area detailed in Figure 3.6. On the one hand, IT organizations must 

now comply with new rules and legislation and continually demonstrate their compliance through successful 

independent audits by external organizations. On the other hand, IT organizations are increasingly being 

called on to do more with less and create additional value while maximizing the use of existing resources
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It includes the continual alignment of the portfolio of IT services with the current and future business needs 

as well as the maturity of the enabling IT processes for each service. It also includes making best use of the 

technology that the organization has and looks to exploit new technology as it becomes available where 

there is a business case for doing so. Also within the scope are the organizational structure, the capabilities 

of the personnel, and asking whether people are working in appropriate functions and roles, and if they have 

the required skills.
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The seven-step improvement process puts a structure in place to enable continual assessment of the 

current situation against business needs and looks for opportunities to improve service provision, thus 

enabling the overall business to be more successful

On a regular basis means that the activity is not done ad hoc but on scheduled dates such as monthly or 

quarterly. Most organizations review service achievement and service management process results on a 

monthly basis.

If a new service is being introduced, it is recommended to monitor, report and review much sooner than 

after a month. You may want to review the new service daily, as part of early life support, for a period of 

time, before changing to weekly and finally monthly reviews.

The following are additional CSI policies that an IT service provider should implement:

All improvement initiatives must use the formal change management process

All functional groups within IT have a responsibility for CSI activities. This might be only one person in the 

group, but the intent here is that CSI is not usually a functional group within an organization but that 

everyone has a hand in supporting CSI activities

Roles and responsibilities will be documented, communicated and filled within IT.
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Many service providers operate in a competitive environment and they need to continually assess their 

services against market expectations to ensure they remain competitive. Also, new delivery mechanisms 

(e.g. cloud computing) can introduce service efficiencies and need to be reviewed.
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CSI is often viewed as an ad hoc activity within IT services. The activity is only triggered when someone in 

IT management flags up that there is a problem. This is not the right way to address CSI. Often these 

reactionary events are not even providing continual improvement, but simply stopping a single failure from 

occurring again.
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IT services must ensure that proper staffing and tools are identified and implemented to support CSI 

activities. It is also important to understand the difference between what should be measured and what can 

be measured. Start small – don’t expect to measure everything at once. Understand the organizational 

capability to gather and process the data. Be sure to spend time analysing data as this is where the real 

value comes in. Without analysis of the data, there is no real opportunity to truly improve services or service 

management processes. Think through the strategy and plan for reporting and using the data. Reporting is 

partly a marketing activity. It is important that IT managers focus on the value added to the organization as 

well as reporting on issues and achievements. In order for steps 5 to 7 to be carried out correctly, it is 

imperative that the target audience is considered when packaging the information.
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Plan 

1. Identify the strategy for improvement

2. Define what you will measure

Do 

3. Gather the data

4. Process the data

Check 

5. Analyse the information and data

6. Present and use the information

Act 

7. Implement improvement.
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Before any further activity can be started it is imperative that the overall vision is identified. What are we 

trying to achieve for the business as a whole? The questions we need to ask are: What initiatives does the 

business have that could be undermined by poor IT service provision? Or, more positively: How can 

improvements in IT enable the business vision to be achieved? The answers to these questions will come 

from stepping through the seven-step improvement process.

What are the business and IT strategy and plans for the coming months and years? Why do we want to 

measure for improvement? The overall strategy should be assessed and analysed to see where we need to 

focus our measurements, for example. The technical and operational goals as well as the strategic goals 

need to be identified and assessed. The vision should not be to have state-of-the-art servers and desk-top 

computers, but to have state-of-the-art services that ensure and enable the overall business to perform as 

well as possible so it is not in any way constrained by the quality or cost of the IT services
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This step is directly related to the strategic, tactical and operational goals that have been defined for 

measuring services and service management processes as well as the existing technology and capability to 

support measuring and CSI activities

Step 2 is iterative during the rest of the activities. Depending on the goals and objectives to support service 

improvement activities, an organization may have to purchase and install new technology to support the 

gathering and processing of the data and/or hire staff with the required skills sets.

Effective service measures concentrate on a few vital, meaningful indicators that are economical, 

quantitative and usable for the desired results. If there are too many measures, organizations may become 

too intent on measurement and lose focus on improving results. A guiding principle is to measure that which 

matters most. IT has never lacked in the measuring area. In fact, many IT organizations measure far too 

many things that have little or no value. There is often no thought or effort given to aligning measures to the 

business and IT goals and objectives
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Identify the measurements that can be provided based on existing toolsets, organizational culture and 

process maturity. Note there may be a gap in what can be measured compared with what should be 

measured. Quantify the cost and business risk of this gap to validate any expenditures for tools. The actual 

definition of what you will measure will come from this analysis.

When initially implementing service management processes do not try to measure everything; rather be 

selective of what measures will help to understand the health of a process. A major mistake many 

organizations make is trying to do too much in the beginning. Be smart about what you choose to measure
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Answer: Talk to the business, the customers and IT management. Use the service catalogue as your 

starting point as well as the service level requirements (SLRs) of the different customers. This is the place 

where you start with the end in mind. What you should measure is that which is important to the business.

Compile a list of what you should measure driven by business requirements. Don’t try to cover every single 

eventuality or possible metric in the world. Make it simple. The number of items you should measure can 

grow rapidly. So too can the number of metrics and measurements
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The following are some other potential areas for measurement:

Service levels As well as normal SLAs targets we may need to collect availability management measures 

such as mean time to repair (MTTR) and mean time to restore service (MTRS), which are also used by 

problem management.

Customer satisfaction Surveys are conducted on a continual basis to measure and track how satisfied 

customers are with the IT organization.

Business impact Measure what actions are invoked for any disruption in service that adversely affects the 

customer’s business operation, processes or its own customers.

Supplier performance Whenever an organization has entered into a supplier relationship where some 

services or parts of services have been outsourced or co-sourced it is important to measure the 

performance of the supplier.

Market performance This ensures the services remain aligned with those being delivered by other service 

providers in the IT service delivery community.

One of CSI’s key sets of activities is to measure, analyse and report on IT services and IT service 

management (ITSM) results. Measurements produce data, which should be analysed over time to produce 

a trend. This will tell a story that may be good or bad. It is essential that measurements of this kind have 

ongoing relevance. What was important to know last year may no longer be pertinent this year.
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It is important to remember that there are three types of metrics that an organization will need to collect to 

support CSI and other process activities:

Technology metrics These are often associated with component and application-based metrics such as 

performance, availability etc.

Process metrics These are captured in the form of CSFs, KPIs and activity metrics for the service 

management processes. These metrics can help determine the overall health of a process. KPIs can help 

answer key questions on quality, performance, value and compliance in following the process. CSI would 

use these metrics as input in identifying improvement opportunities for each process.

Service metrics These are the results of the end-to-end service. Technology metrics are normally used to 

help compute the service metrics
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As much as possible, you need to standardize the data structure through policies and published standards. 

For example, how do you enter names in your tools – John Smith; Smith, John; or J. Smith? These can be 

the same or different individuals. Having three different ways of entering the same name would slow down 

trend analysis and severely impede any CSI initiative.
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Service monitoring allows weak areas to be identified, so that remedial action can be taken (if there is a 

justifiable business case), thus improving future service quality. Service monitoring also can show where 

customer actions are causing the fault and thus lead to identifying where working efficiency and/or training 

can be improved.

Service monitoring should also address both internal and external suppliers since their performance must be 

evaluated and managed as well.

Service management monitoring helps determine the health and welfare of service management processes 

in the following manner:

Process compliance Are the processes being followed? Process compliance seeks to monitor the 

compliance of the IT organization to the new or modified service management processes and also the use 

of the authorized service management tool that was implemented.

Quality How well are the processes working? Monitor the individual or key activities as they relate to the 

objectives of the end-to-end process.

Performance How fast or slow? Monitor the process efficiency such as throughput or cycle times.

Value Is this making a difference? Monitor the effectiveness and perceived value of the process to the 

stakeholders and the IT staff executing the process activities.

Volume To determine the loading and throughput on the service management processes (e.g. number of 

incidents or number of changes).
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Report-generating technologies are typically used at this stage as various amounts of data are condensed 

into information for use in the analysis activity. The data is also typically put into a format that provides an 

end-to-end perspective on the overall performance of a service. This activity begins the transformation of 

raw data into packaged information. Use the information to develop insight into the performance of the 

service and/or processes. Process the data into information (by creating logical groupings), which provides 

a better means to analyse the information and data – the next step in CSI.

The output of logical groupings could be in spreadsheets, reports generated directly from the service 

management tool suite, system monitoring and reporting tools, or telephony tools such as an automatic call 

distribution tool.

Processing the data is an important CSI activity that is often overlooked. While monitoring and collecting 

data on a single infrastructure component is important, it is also important to understand that component’s 

impact on the larger infrastructure and IT service. Knowing that a server was up 99.99% of the time is one 

thing; knowing that no one could access the server is another. An example of processing the data is taking 

the data from monitoring of individual components, such as the mainframe, applications, WAN, LAN, servers 

etc., and processing it into a structure of an end-to-end service from the customer’s perspective
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What is the frequency of processing the data? This could be hourly, daily, weekly or monthly. When 

introducing a new service or service management process it is a good idea to monitor and process in 

shorter intervals than longer intervals. How often analysis and trend investigation activities take place will 

drive how often the data is processed.

What format is required for the output? This is also driven by how analysis is carried out and ultimately how 

the information is used.

What tools and systems can be used for processing the data?

How do we evaluate the accuracy of the processed data?
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In this step you apply knowledge to your information. Without this, you have nothing more than sets of 

numbers showing metrics that are meaningless. It is not enough to simply look at this month’s figures and 

accept them without question, even if they meet SLA targets. You should analyse the figures to stay ahead 

of the game. Without analysis you merely have information. With analysis you have knowledge. If you find 

anomalies or poor results, then look for ways to improve.

It is interesting to note the number of job titles for IT professionals that contain the word ‘analyst’ and even 

more surprising to discover that few of these professionals actually analyse anything. This step takes time. It 

requires concentration, knowledge, skills, experience etc
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Be sure also to compare the information with the clearly defined objectives with measurable targets that 

were set in the service design, transition and operations lifecycle stages. Seek confirmation that these 

objectives and the milestones were reached. If not, have improvement initiatives been implemented? If so, 

then the CSI activities start again by gathering data, processing data and analysing data to identify if the 

desired improvement in service quality has been achieved. At the completion of each significant stage or 

milestone, conduct a review to ensure the objectives have been met. It is possible here to use the post-

implementation review (PIR) from the change management process. The PIR will include a review of 

supporting documentation and the general awareness among staff of the refined processes or service. A 

comparison is required of what has been achieved against the original goals.

During the analysis activity, but after the results are compiled and the trends analysed and evaluated, it is 

recommended that internal meetings be held within IT managers to review the results and collectively 

identify improvement opportunities. It is important to have these internal meetings before you begin 

presenting and using the information, which is the next activity of CSI. IT is a key player in determining how 

the results and any actions items are presented to the business.
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Data analysis transforms the information into knowledge of the events that are affecting the organization. As 

an example, a sub-activity of capacity management is workload management. This involves analysing the 

data to determine which customers use what resource, how they use the resource, when they use the 

resource and how this impacts the overall performance of the resource. You will also be able to see if there 

is a trend on the usage of the resource over a period of time. From an incremental improvement process 

this could lead to some focus on demand management, or influencing the behaviour of customers.
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Are operations running according to plan? This could be a project plan, financial plan, availability plan, 

capacity plan or even an IT service continuity management (ITSCM) plan.

Trends are an indicator that more analysis is needed to understand what is causing it. When a trend goes 

up or down it is a signal that further investigation is needed to determine if it is positive or negative.

Without analysis the data is merely information. With analysis come improvement opportunities.

Throughout CSI, assessment should identify whether targets were achieved and, if so, whether new targets 

(and therefore new KPIs) need to be defined. If targets were achieved but the perception has not improved, 

then new targets may need to be set and new measures put in place to ensure that these new targets are 

being met.

When analysing the results from process metrics keep in mind that a process will only be as efficient as its 

limited bottleneck activity. So if the analysis shows that a process activity is not efficient and continually 

creates a bottleneck then this would be a logical place to begin looking for a process improvement 

opportunity
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This stage involves presenting the information in a format that is understandable, at the right level, provides 

value, notes exceptions to service, identifies benefits that were revealed during the time period, and allows 

those receiving the information to make strategic, tactical and operational decisions. In other words, present 

the information in the manner that makes it the most useful for the target audience.
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The customers Their real need is to understand whether IT delivered the service they promised at the levels 

they promised and, if not, what improvements are being implemented to improve the situation.

Senior IT management This group is often focused on the results surrounding CSFs and KPIs, such as 

customer satisfaction, actual versus plan, and costing and revenue targets. Information provided at this level 

helps determine strategic and tactical improvements on a larger scale. Senior IT management often wants 

this type of information provided in the form of a balanced scorecard or IT scorecard format to see the big 

picture at one glance.

Internal IT This group is often interested in KPIs and activity metrics that help them plan, coordinate, 

schedule and identify incremental improvement opportunities.

Suppliers This group will be interested in KPIs and activity metrics related to their own services and 

performance. Suppliers may also be targeted with improvement initiatives.
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After a decision to improve a service and/or service management process is made, then the service lifecycle 

continues. A new service strategy may be defined, service design builds the changes, service transition 

implements the changes into production and then service operation manages the day-to-day operations of 

the service and/or service management processes. Keep in mind that CSI activities continue through each 

stage of the service lifecycle.

Each service lifecycle stage requires resources to build or modify the services and/or service management 

processes, potential new technology or modifications to existing technology, potential changes to KPIs and 

other metrics, and possibly even new or modified OLAs or underpinning contracts (UCs) to support SLAs. 

Communication, training and documentation are required to move a new or improved service, tool or service 

management process into production 
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Understanding the level your intended audience occupies and their drivers helps you present the issues and 

benefits of your process in the correct manner. At the highest level of the organization are the strategic 

thinkers. Reports need to be short, quick to read and aligned to their drivers. Discussions about risk 

avoidance, protecting the image or brand of the organization, profitability and cost savings are compelling 

reasons to support your improvement efforts.

The second level of management consists of vice presidents and directors. Reports can be more detailed, 

but need to summarize findings over time. Identifying how processes support the business objectives, early 

warning around issues that place the business at risk, and alignment to existing measurement frameworks 

that they use are strong methods you can use to sell the process benefits to them.

The third level of management consists of managers and high level supervisors. Compliance to stated 

objectives, overall team and process performance, insight into resource constraints and continual 

improvement initiatives are their drivers. Measurements and reports need to market how these are being 

supported by the process outputs.

Lastly at the fourth level of the hierarchy are the staff members and team leaders. At a personal level, the 

personal benefits need to be emphasized. Therefore metrics that show their individual performance, provide 

recognition of their skills (and gaps in skills) and identify training opportunities are essential in getting these 

people to participate in the processes willingly.
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SLM needs to look at what is happening with the monitoring data to ensure that end-to-end service 

performance is being monitored and analysed.

SLM should also identify who gets the data, whether any analysis takes place on the data before it is 

presented, and if any trend evaluation is undertaken to understand the performance over a period of time. 

This information will be helpful in following CSI activities.

Through the negotiation process with the business, SLM would define what to measure and which aspects 

to report. This would in turn drive the monitoring and data collection requirements. If there is no capability to 

monitor and/or collect data on an item then it should not appear in the SLA. SLM should be a part of the 

review process to monitor results.

SLM is responsible for developing and getting agreement on OLAs and external UCs that require internal or 

external monitoring.
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Providing significant input into existing monitoring and data collection capabilities and tool requirements to 

meet new data collection requirements, and ensuring the availability and capacity plans are updated to 

reflect new or modified monitoring and data collection requirements

Being accountable for the actual infrastructure monitoring and data collection activities that take place; 

therefore roles and responsibilities need to be defined and the roles filled with properly skilled and trained 

staff

Being accountable for ensuring tools are in place to gather data

Being accountable for ensuring that the actual monitoring and data collection activities are consistently 

performed

Being responsible for processing the data at a component level and then working with SLM to provide 

service level data

Processing data on KPIs such as availability or performance measures

Utilizing the agreed reporting formats

Analyzing processed data for accuracy.
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Through incident management defining monitoring requirements to support event and incident detection through 
automation; incident management also has the ability to automatically open incidents and/or auto-escalate incidents

Through event management automatically monitoring events and producing alerts, some of which may require CSI 
activities to correct

Through event and incident monitoring identifying abnormal situations and conditions, which helps with predicting and 
pre-empting situations and conditions thereby avoiding possible service and component failures

By monitoring the response times, repair times, resolution times and incident escalations

By monitoring telephony items such as call volumes, average speed of answer, call abandonment rates etc. so that 
immediate action can be taken when there is an increase in contacts to the service desk; this is important for the service 
desk as a single point of contact; it also applies to those service desks that provide support via email and the web

By processing data on incidents and service requests such as who is using the service desk and what is the nature of 
the incidents

By collecting and processing data on KPIs such as MTRS and percentage of incidents resolved within service targets

By processing data for telephony statistics at the service desk such as number of inbound/outbound calls, average talk 
time, average speed of answer, abandoned calls etc.

By utilizing the agreed reporting format

By analysing processed data for accuracy.
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Information security management relies on the activities of other processes to help determine the cause of 

security related incidents and problems. Information security management will submit requests for changes 

to implement corrections or for new updates to, for example, the anti-virus software. Other processes such 

as availability management (recoverability), capacity management (capacity and performance) and ITSCM 

(planning on how to handle crisis) will assist in planning longer term
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Information security management relies on the activities of other processes to help determine the cause of 
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Financial management for IT services is responsible for monitoring and collecting data associated with the 

actual expenditures versus budget and is able to provide input on questions such as whether costing or 

revenue targets are on track. Financial management for IT services should also monitor the ongoing cost 

per service etc.

In addition financial management for IT services will provide the necessary templates to assist CSI to create 

the budget and expenditure reports for the various improvement initiatives as well as providing the means to 

compute the ROI of the improvements.



Module 3- Continual Service Improvement PrinciplesITIL Intermediate - CSI v2011 - V1

60© 2012 QAI India Ltd.   I 

Problem management plays a key role in the analysis activity as this process supports other processes in 

identifying trends and performing root cause analysis. Problem management is usually associated with 

reducing incidents, but a good problem management process is also involved in helping define process-

related problems as well as those associated with services.
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When CSI determines that an improvement to a service is warranted, a request for change (RFC) must be 

submitted. The RFC will be prioritized and categorized according to policies and procedures defined in the 

change management process. Release and deployment management, as a part of service transition, is 

responsible for moving this change to the live environment. Once the change is implemented, CSI is part of 

the PIR to assess the success or failure of the change. All non-standard changes should be assessed by 

staff involved in CSI.
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A wide variety of methods and techniques can be used in the continual service improvement (CSI) activities 

ranging from ‘soft and vague’ to ‘factual and scientific’, often providing either both or a mixture of qualitative 

and quantitative measurement results. To ensure consistency of execution and effective measurement, 

especially for the activities of gathering and processing data, the techniques and methods that are used 

should be clearly documented in advance and communicated to the staff who will be responsible for their 

execution. To increase the trustworthiness of the factual data delivered to these processes it may be 

required for these processes to be audited for compliance to the agreed and prescribed methods and 

techniques.

An effective choice of methods and techniques for the analysis, presentation and use of the measurement 

information is highly dependent on the particular circumstances in which these tasks are performed and can 

generally not be documented in advance. A goal-oriented attitude and professional expertise and education 

of the individuals are required
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Assessments are the formal mechanisms for comparing the operational process environment to the 

performance standards for the purpose of measuring improved process capability and/or to identify potential 

shortcomings that could be addressed. The advantage of assessments is they provide an approach to 

sample particular elements of a process or the process organization which impact the efficiency and the 

effectiveness of the process.

Just by conducting a formal assessment an organization is demonstrating its significant level of commitment 

to improvement. Assessments involve real costs, staff time and management promotion. Organizations 

need to be more than just involved in an assessment; they need to be committed to improvement.

Comparison of the operational environment to industry norms is a relatively straightforward process. The 

metrics associated with industry norms are typically designed into the process control structure. Sampling 

and comparison then can be considered an operational exercise. Dealing with gaps apparent from such 

monitoring and reporting are addressed as an element of the check stage of the improvement lifecycle. An 

assessment based on comparison to a maturity model has been common over the last few years.
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A well-designed maturity assessment framework evaluates the viability of all aspects of the process 

environment including the people, process and technology as well as factors affecting overall process 

effectiveness within the business – culture of acceptance, process strategy and vision, process 

organization, process governance, business/IT alignment, process reporting/metrics and decision-making. 

The balance of this section focuses on this form of assessment. However the principles of maturity 

assessment can easily be extended to assessments based on industry norms.
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Plan (project initiation) Assess the targeted processes to form the basis for a process improvement project. 

Processes can be of many configurations and design, which increases the complexity of assessment data 

collection.

Plan (project midstream) A check during process implementation or improvement activities serves as 

validation that process project objectives are being met and, most importantly, provides tangible evidence 

that benefits are being achieved from the investment of time, talent and resources to process initiatives.

Do/check (process in place) Upon the conclusion of a process project, it is important to validate the 

maturation of process and the process organization through the efforts of the project team. In addition to 

serving as a decisive conclusion for a project, scheduling periodic reassessments can support overall 

organizational integration and quality efforts
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The assessment’s scope is one of the key decisions. Scope should be based on the assessment’s objective 

and the expected future use of service and process assessments and assessment reports. Assessments 

can be targeted broadly at those processes currently implemented or focused specifically where known 

problems exist within the current process environment. There are three potential scope levels:

Process only Assessment only of process attributes based on the general principles and guidelines of the 

process framework which defines the subject process.

People, process and technology Extend the process assessment to include assessment of the 

organizational structure, skills, roles and talents of the managers and practitioners of the process as well as 

the ability of the process-enabling technology deployed to support the objectives and transaction state of the 

process.

Full assessment Extend the people, process and technology assessment to include an assessment of the 

culture of acceptance within the organization, the ability of the organization to articulate a process strategy, 

the definition of a vision for the process environment as an ‘end state’, the structure and function of the 

process organization, the ability of process governance to assure that process objectives and goals are met, 

the business/IT alignment via a process framework, the effectiveness of process reporting/metrics, and the 

capability and capacity of decision-making practices to improve processes over time.

All these factors are compared to the maturity attributes of the selected maturity model
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Benchmarking is a specific type of assessment and is a process used in management, particularly strategic 

management, in which organizations evaluate various aspects of their processes in relation to best practice, 

usually within their own sector. This then allows organizations to develop plans on how to adopt such best 

practice, usually with the aim of increasing some aspect of performance. Benchmarking may be a one-time 

occurrence, but it is often treated as a continuous process in which organizations continually seek to 

challenge their practices.

Organizations have a growing need to get a clear view on their level of quality and performance compared 

with that of their competitors and in the eye of their customers. It isn’t sufficient any more to have internal 

self-assessment reports on the status of IT performance; it is equally important to test and compare it with 

the view the market has on the performance of the organization. A positive result of this test and comparison 

can give a competitive edge to the organization in the marketplace and generates trust with its customers. 

The results of benchmarking and self-assessments lead to identification of gaps in terms of people, process 

and technology. A benchmark can be the catalyst to initiating prioritization of where to begin formal process 

improvement. The results of benchmarking must clearly display the gaps, identify the risks of not closing the 

gaps, and facilitate prioritization of development activities and communication of this information.

Benchmarking is actually a logical sequence of stages that an organization goes through to achieve 

continual improvement in its key processes
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Ensure senior management support

Take an external view Bring together business intelligence and internal performance to draw conclusions 

about the way internal resources and processes must be improved to achieve and surpass the performance 

of others.

Compare processes, not outputs Comparisons with organizations in the same sector are unlikely to identify 

the significant improvements that have been made elsewhere or overturn the conventions of the sector.

Involve process owners Their involvement encourages acceptance and buy-in by those who will be affected 

immediately by the changes which will be required to improve performance.

Set up benchmarking teams As a benchmarking culture develops, people will apply the method as part of 

the normal way in which they manage their work.

Acquire the skills People who undertake benchmarking require a small amount of training and guidance; an 

experienced in-house facilitator or external consultant will probably be required to provide technical 

assurance and encouragement in the application of the method.
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Visit costs This includes travel- and accommodation-related expenses for team members who need to travel 

to the site.

Time costs Members of the benchmarking team will be investing time in researching problems, finding 

exceptional companies to study, visits and implementation. This will take them away from their regular tasks 

for part of each day so additional staff might be required.

Benchmarking database costs Organizations that institutionalize benchmarking into their daily procedures 

find it is useful to create and maintain a database of best practices and the companies associated with each 

best practice.
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Internal benchmarks – where an organization sets a baseline at a certain point in time for the same system 

or department and measures how it is doing today compared with the baseline originally set; this type of 

benchmark is often overlooked by organizations (service targets are a form of benchmark)

Comparison with industry norms provided by external organizations

Direct comparisons with similar organizations
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Benchmarking helps the organization to focus on strategic planning by identifying the relative effectiveness 

of IT support for the business. The economy is the easiest area to investigate although efficiency and 

effectiveness may deliver the most benefit to the business. To obtain the maximum benefit, it is necessary 

to look at all of these three areas, rather than focusing on one to the exclusion of the others.
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The customer The business manager responsible for acquiring IT services to meet business objectives. The 

customer might demonstrate an interest in benchmarking by asking: ‘How can I improve my performance in 

procuring services and managing service providers, and in supporting the business through IT services?’

The user or consumer Anyone who uses IT services to support his or her work. The user might demonstrate 

an interest in benchmarking by asking: ‘How can I improve my performance by exploiting IT?’

The internal service provider Providing IT services to users under service level agreements (SLAs) 

negotiated with and managed by the customer. The provider might demonstrate an interest in benchmarking 

by asking: ‘How can we improve our performance in the delivery of IT services which meet the requirements 

of our customers and which are cost-effective and timely?’

There will also be participation from external parties:

External service providers Providing IT services to users under contracts and SLAs negotiated with and 

managed by the customer

Members of the public Ordinary people are increasingly becoming direct users of IT services

Benchmarking partners Other organizations with whom comparisons are made in order to identify the best 

practices to be adopted for improvements
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An internal conducted benchmark Completed internally using resources from within the organization to 

assess the maturity of the service management processes against a reference framework

An external conducted benchmark Completed by an external third-party company; most have their own 

proprietary models for the assessment of service management process maturity.

The results and recommendations contained within the benchmarking review can then be used to identify 

and rectify areas of weakness within the IT service management processes.

Viewed from a business perspective, benchmark measurements can help the organization to assess IT 

services, performance and spend against peer or competitor organizations and best practice, both across 

the whole of IT and by appropriate business areas, answering questions such as:

• How does IT spend compare to other similar organizations – overall, as a percentage of revenue, or per 

employee?

• How does IT spend compare for similar functions, e.g. payroll functions either within an organization or 

with other organizations?

• How does IT spend compare across business units or business processes?

• How does IT spend compare across locations or technologies?

• How effective is IT service delivery (and identify opportunities and measures for improvement)?

• How efficient is IT service delivery (and identify opportunities and measures for improvement)?

• Which is the most appropriate sourcing option?

Is the value of a long-term sourcing contract being maintained year on year?
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The context for benchmarking requires information about the organization’s profile, complexity and relative 

comparators. An effective and meaningful profile contains four key components:

Company information profile The company profile defines the landscape of an organization – basic 

information on the company size, industry type, geographic location and types of user are typical of data 

gathered to establish this profile.

Current assets The IT assets mix within the organization may include production IT, desktop and mobile 

clients, peripherals, network and server assets.

Current best practices These include policies, procedures and/or tools that improve returns, and their 

maturity and degree of usage.

Complexity This includes information about the end-user community, the types and quantities of varied 

technologies in use and how IT is managed
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For all sizes of businesses, private and public organizations, educational institutions, consumers and the 

individuals working within these organizations, IT services have become an integral means for conducting 

business. Without IT services many organizations would not be able to deliver the products and services in 

today’s market. As reliance on these IT services increases so do the expectations for availability, reliability 

and stability. This is why having the business and IT integrated is so important. No longer can they be 

thought of separately. The same holds true when measuring IT services. It is no longer sufficient to measure 

and report against the performance of an individual component such as a server or application. IT must now 

be able to measure and report against an end-to-end service
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Creating a service measurement framework will require the ability to build upon different metrics and 

measurements. The end result is a view of the way individual component measurements feed the end-to-

end service measurement which should support KPIs defined for the service. This will then be the basis for 

creating a service scorecard and dashboard. The service scorecard will then be used to populate an overall 

balanced scorecard or IT scorecard.
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The same principles apply when measuring the efficiency and effectiveness of a service management 

process. These activity measures should support the process KPIs. The KPIs need to support higher-level 

goals. In Figure 5.6, the higher-level goal for change management is to improve the service quality. One of 

the major reasons for service quality issues is the downtime caused by failed changes. And one of the major 

reasons for failed changes is often the number of urgent changes an organization implements with no formal 

process. Therefore it would be advisable to capture the following key activity metrics:

• The number of urgent changes

• The number of failed urgent changes

• Unauthorized changes that failed.

There are four major levels to report on. The bottom level contains the activity metrics for a process and 

these are often volume type metrics such as number of requests for change (RFCs) submitted, number of 

RFCs accepted into the process, number of RFCs by type, number approved, number successfully 

implemented etc. The next level contains the KPIs associated with each process. The activity metrics should 

feed into and support the KPIs. The KPIs will support the next level, which is the high-level goal such as 

improving service quality, reducing IT costs or improving customer satisfaction. Finally, this high-level goal 

will feed into the organization’s balanced scorecard or IT scorecard. When first starting out, be careful to not 

pick too many KPIs to support the high-level goal(s). Additional KPIs can always be added at a later time.
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The KPIs are also linked to the service management process or processes that directly support the KPI. 

This table is not inclusive of all KPIs but simply an example of how KPIs may be mapped to processes.



Module 4 - Continual Service Improvement Methods & TechniquesITIL Intermediate - CSI v2011 - V1

25© 2012 QAI India Ltd.   I 

Technology metrics These metrics are often associated with component and application-based metrics such 

as performance, availability etc.

Process metrics These metrics are captured in the form of critical success factors (CSFs), KPIs and activity 

metrics for the service management processes. They can help determine the overall health of a process. 

KPIs can help answer four key questions on quality, performance, value and compliance of following the 

process. CSI would use these metrics as input in identifying improvement opportunities for each process.

Service metrics These metrics are a measure of the end-to-end service performance. Individual technology 

and process metrics are used when calculating the end-to-end service metrics



Module 4 - Continual Service Improvement Methods & TechniquesITIL Intermediate - CSI v2011 - V1

26© 2012 QAI India Ltd.   I 

In general, a metric is a scale of measurement defined in terms of a standard, i.e. a well-defined unit. 

Metrics are a system of parameters or ways of quantitative assessment of a process that is to be measured. 

Metrics define what is to be measured. Metrics are usually specialized by the subject area, in which case 

they are valid only within a certain domain and cannot be directly benchmarked or interpreted outside it. 

Generic metrics, however, can be aggregated across subject areas or business units of an enterprise
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Ultimately, the quality of the service will be determined by how well each role meets its goals, and by how 

well those sometimes conflicting goals are managed along the way. That makes it crucial that organizations 

find some way of measuring performance – by applying a set of metrics to each goal.

In the design phase of a service, key business drivers were translated into service level requirements 

(SLRs) and operations level requirements, the latter consisting of process, skills and technology 

requirements. This constitutes a translation from a business requirement into requirements for IT services 

and IT components. There is also the question of the strategic position of IT. In essence, the question is 

whether IT is viewed as an enabler or a cost centre, the answer to which determines the requirements for IT 

services and IT components. If IT is viewed as a cost centre, services might be developed to be used 

centrally in order to reduce TCO. Services will have those characteristics that will reduce total costs of 

ownership throughout the lifecycle. On the other hand, if IT is an enabler (which it has to be), services will 

be designed with the ability to adjust to changing business requirements and meet early time-to-market 

objectives



Module 4 - Continual Service Improvement Methods & TechniquesITIL Intermediate - CSI v2011 - V1

32© 2012 QAI India Ltd.   I 

Service measurements and metrics should be used to drive decisions. Depending on what is being 

measured the decision could be strategic, tactical or operational. This is the case for CSI. There are many 

improvement opportunities but often only a limited budget to address the improvement opportunities, so 

decisions must be made. Which improvement opportunities will support the business strategy and goals, 

and which will support the IT goals and objectives? What are the ROI and VOI opportunities? 
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When creating reports it is important to know their purpose and the details required. Reports can be used to 

provide information for a single month, or a comparison of the current month with other months to provide a 

trend for a certain time period. Reports can show whether service levels are being met or breached.

Before starting the design of any report it is also important to know the following:

• Who is the target audience of the report?

• What will the report be used for?

• Who is responsible for creating the report?

• How will the report be created?

• How frequently is the report to be created?

• What information will be produced, shared or exchanged?
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. The CSFs and SLRs will give vital information as to what we are trying to achieve and it is important that 

we keep the targets in mind when measuring and reporting. Targets set by management are quantified 

objectives to be attained. They express the aims of the service or process at any level and provide the basis 

for the identification of problems and early progress towards solutions and improvement opportunities.

Service targets are often defined in response to business requirements or they may result from new policy 

or regulatory requirements. SLM through SLAs will often drive the target that is required. Unfortunately, 

many organizations have had targets set with no clear understanding of the IT organization’s capability to 

meet the target. That is why it is important that SLM looks at not only the business requirements but also IT 

capability to meet business requirements.

When first setting targets against a new service it may be advisable to consider a phased target approach, 

as the target in the first quarter may be lower than the second quarter. With a new service it would be 

unwise to enter into a SLA until overall capabilities are clearly identified. Even with the best service design 

and transition, no one ever knows how a service will perform until it is actually in production.

Setting targets is just as important as selecting the right measures. It is important that targets are realistic 

but challenging. Good targets will be SMART (specific, measurable, achievable, relevant and time-bound). 

Targets should be clear, unambiguous and easy to understand by those who will be working toward them.
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Kaplan and Norton first introduced the idea of a balanced scorecard in the early 1992 Harvard Business 

Review. The need for such a method emerged out of a growing recognition that financial measures alone 

were insufficient to manage the modern organization. Much of the emphasis in today’s work environment is 

preparation to achieve financial goals, achieve process innovations, train workers, and create and maintain 

new kinds of relationship with customers.

Client perspective IT as a service provider, primarily documented in SLAs

Internal processes Operational excellence utilizing incident management, problem management, change 

management, service asset and configuration management, and release and deployment management, as 

well as other IT processes; successful delivery of IT projects

Learning and growth Business productivity, flexibility of IT, investments in software, professional learning 

and development

Financial Align IT with the business objectives, manage costs, manage risks, deliver value; financial 

management for IT services is the process used to allocate costs and calculate ROI.
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The first step is to define the desired end state or objective. This objective definition must be explicit and 

approved by all participants in the process.

Once the objective is identified, SWOT are discovered and listed:

Strengths are internal attributes of the organization that are helpful to the achievement of the objective.

Weaknesses are internal attributes of the organization that are harmful to the achievement of the objective.

Opportunities are external conditions that are helpful to the achievement of the objective.

Threats are external conditions that are harmful to the achievement of the objective.

Correct identification of the SWOT is essential because subsequent steps in the process are all derived 

from the SWOT. To ensure a successful SWOT analysis, it is a good idea to ensure that the objective 

follows the SMART principle which stands for specific, measurable, achievable, relevant and time-bound.

SWOT analyses are used as inputs to the creative generation of possible strategies, by asking and 

answering the following four questions many times:

• How can we use each strength?

• How can we stop each weakness?

• How can we exploit each opportunity?

• How can we defend against each threat?
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Common pitfalls of a SWOT analysis

The failure to correctly identify the end state will result in wasted resources and possibly failure. It is 

therefore important to align the SWOT analysis with the organization’s vision, mission, goals and objectives. 

The following errors have been observed in published accounts of SWOT analysis. Making these errors can 

result in serious losses:

• Conducting a SWOT analysis before defining and agreeing on the desired end state

• Confusing opportunities (external to the company) with strengths (internal to the company); keep them 

separate

• Confusing opportunities with possible strategies; it may also be useful to keep in mind that SWOT is a 

description of conditions, while possible strategies define actions
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On the other side is what an organization can gain in a return. These returns are often hard to define or 
quantify. In order to be able to compute these items it is important to know the following:

• What is the cost of downtime? This includes both lost productivity of the customers and the loss of 
revenue.

• What is the cost of doing rework? How many failed changes have to be backed out and reworked?

• What is the cost of carrying out redundant work? Many organizations that don’t have clear processes in 
place and good communication often find that redundant work is being done.

• What is the cost of non-value added projects? Many projects have been fully funded and resourced, but 
because of changing requirements they no longer add value. Despite this the project moves forward 
instead of being stopped.

• What is the cost of late delivery of an application? Does this impact on the ability to deliver a new 
service or possibly an additional way to deliver an existing service?

• What is the cost of escalating incidents to second and third level support groups instead of resolving 
incidents at the first level? There is often a difference in utilization staff in second level and third level 
support groups. The more we escalate incidents to these groups the less time they have to work on 
projects that they may also be assigned to.

• What is the fully allocated hourly cost for different employee levels?
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The business likes to see a historical representation of the past period’s performance that portrays its 

experience; however, it is more concerned with those historical events that continue to be a threat going 

forward, and how IT intends to militate against such threats.

Cross-referenced data must still be presented which align precisely to any contracted, chargeable elements 

of the delivery, which may or may not be technical depending on the business focus and language used 

within contracts and SLAs.

It is not satisfactory simply to present reports that depict adherence (or otherwise) to SLAs, which in 

themselves are prone to statistical ambiguity. IT needs to build an actionable approach to reporting: this is 

what happened, this is what we did, this is how we will ensure it doesn’t impact you again, and this is how 

we are working to improve the delivery of IT services generally.

A reporting ethos that focuses on the future as strongly as it focuses on the past also provides the means 

for IT to market its wares directly aligned to the positive or negative experiences of the business.
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An ideal approach to building a business-focused service-reporting framework is to take the time to define 

and agree the policy and rules with the business and service design about how reporting will be 

implemented and managed.



Module 4 - Continual Service Improvement Methods & TechniquesITIL Intermediate - CSI v2011 - V1

46© 2012 QAI India Ltd.   I 

Component failure impact analysis  Component failure impact analysis (CFIA) identifies single points of 

failure, IT services at risk from failure of various CIs and the alternatives that are available should a CI fail. It 

should also be used to assess the existence and validity of recovery procedures for the selected CIs. The 

same approach can be used for a single IT service by mapping the component CIs against the vital 

business functions and users supported by each component.

When a single point of failure is identified, the information is provided to CSI. This information, combined 

with business requirements, enables CSI to make recommendations on how to address the failure.

Fault tree analysis  Fault tree analysis (FTA) is a technique that can be used to determine a chain of 

events that has caused an incident, or may cause an incident in the future. It offers detailed models of 

availability, and makes a representation of a chain of events using Boolean algebra and notation. Essentially 

FTA distinguishes between four events: basic events, resulting events, conditional events and trigger 

events.

When provided to CSI, FTA information indicates which part of the infrastructure, process or service was 

responsible in the service disruptions. This information, combined with business requirements, enables CSI 

to make recommendations about how to address the fault.
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Expanded incident lifecycle A technique to help with the technical analysis of incidents affecting the 

availability of components and IT services (see Figure 5.13). The expanded incident lifecycle is further made 

up of two parts: time to restore service (also known as downtime) and time between failures (also known as 

uptime). There is a diagnosis part to the incident lifecycle as well as repair, restoration and recovery of the 

service.

Let’s assume that CSI has decided to improve the incident lifecycle by reducing the mean time to restore 

service (MTRS) and expanding the mean time between failures (MTBF).

Here is an example of how availability management can assist in reducing downtime in the expanded 

incident lifecycle by using many techniques:

Monitoring (detection of incident) By adequately monitoring for availability of vital business functions through 

automated monitoring tools (set at the right threshold) that record and escalate incidents, the time it takes to 

detect and record incidents is reduced.

Incident recording Since one of availability management’s goals is to ‘optimize the ... support organization’, 

educating and training first-line staff as well as simplifying and/or automating incident recording helps 

reduce the time it takes to record incidents.

Investigation Using the FTA method, availability management assists in reducing the time to investigate by 

creating proper investigation procedures for incident management staff. The same logic applies to the 

diagnosis of the incident cause, resolution and recovery
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The capacity management process must be responsive to changing requirements for processing capacity. 

New services are required to underpin the changing business. Existing services will require modification to 

provide extra functionality

A prime objective of the business capacity management sub-process is to ensure that future business 

requirements for IT services are considered and understood, and that sufficient capacity to support the 

services is planned and implemented in an appropriate timescale

A prime objective of the service capacity management sub-process is to identify and understand the IT 

services, their use of resource, working patterns, peaks and troughs, as well as to ensure that the services 

can and do meet their SLA targets. In this sub-process, the focus is on managing service performance

A prime objective of the component capacity management sub-process is to identify and understand the 

capacity and utilization of each of the components of the IT infrastructure. This ensures the optimum use of 

the current hardware and software resources in order to achieve and maintain the agreed service levels

Workload management can be defined as understanding which customers use what service, when they use 

the service, how they use the service, and finally how using the service impacts the performance of a single 

or multiple systems and/or components that make up a service.

Demand management is often associated with influencing the end users’ behaviour. By influencing the end 

users’ behaviour an organization can change the workload thus improving the performance of components 

that support IT services. Using demand management can be an effective way of improving services without 

investing a lot of money
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Any CSI initiative to improve services needs to also have integration with ITSCM as any changes to the 

service requirements, infrastructure etc. need to be taken into account for any changes that may be required 

for the continuity plan. That is why it is important for all SIPs to go through change management.

Business continuity management (BCM) is concerned with managing risks to ensure that an organization 

can continue operating to a predetermined minimum level. The BCM process involves reducing the risk to 

an acceptable level and planning for the recovery of business processes should a risk materialize and a 

disruption to the business occur.

ITSCM allows an IT organization to identify, assess and take responsibility for managing its risks, thus 

enabling it to better understand the environment in which it operates, decide which risks it wishes to 

counteract, and act positively to protect the interests of all stakeholders (including staff, customers, 

shareholders, third parties and creditors). CSI can complement this activity and help to deliver business 

benefit.
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CSI and problem management are closely related as one of the goals of problem management is to identify 

and remove errors permanently that impact services from the infrastructure. This directly supports CSI 

activities of identifying and implementing service improvements.

Problem management also supports CSI activities through trend analysis and the targeting of preventive 

action.

Problem management activities are generally conducted within the scope of service operation and CSI must 

take an active role in the proactive aspects of problem management to identify and recommend changes 

that will result in service improvements.

Further information on the problem management process can be found in ITIL Service Operation.
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One of the key domains in support of CSI is knowledge management. Capturing, organizing, assessing for 

quality and using knowledge is great input in CSI activities. An organization has to gather knowledge and 

analyse what the results are in order to look for trends in service level achievements and/or results and 

output of service management processes. This knowledge is used to identify improvement opportunities for 

inclusion in the CSI register, for subsequent review and prioritization of the register, and for building SIPs.

Knowledge management in today’s market is vastly different from what it was 10 years ago. Just in that 

short amount of time there has been:

An increase in the rate of change in industry and market landscapes, as barriers to entry have decreased 

and new opportunities opened up

An increase in employee turnover, as it has become more socially acceptable and often beneficial to change 

companies during a career to develop and share new experiences and perspectives

An increase in access to information via the internet and a more open global economy

Greater market competition forcing company employees to share knowledge between departments and 

subsidiaries.
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Knowledge management is key to the overall viability of the enterprise, from capturing the competitive 

advantage in an industry to decreasing cycle time and cost of an IT implementation. The approach to 

cultivating knowledge depends heavily on the make-up of the existing knowledge base, and knowledge 

management norms for cultural interaction.

There are two main components to successful knowledge management:

An open culture where knowledge – best practices and lessons learned – is shared across the organization 

and individuals are rewarded for it. Many cultures foster an environment where ‘knowledge is power’ (the 

more you know that others do not, the more valuable you are to the company). This type of knowledge 

hoarding is a dangerous behaviour for a company to reward since that knowledge may leave the company 

at any time. Another tenet of an open culture is a willingness to learn. This is an environment where growing 

an individual’s knowledge base is rewarded and facilitated through open support and opportunities.

The infrastructure – a culture may be open to knowledge sharing, but without the means or infrastructure to 

support it, even the best intentions can be impaired, and over time this serves as a demotivator, quelling the 

behaviour. This infrastructure can be defined in various ways; it may be a technical application or system 

which allows individuals to conduct online, self-paced training, or it may be processes such as post-mortems 

or knowledge sharing activities designed to bring people together to discuss best practices or lessons 

learned.



Module 5 - Organising Continual Service ImprovementITIL Intermediate - CSI v2011 - V1

1© 2012 QAI India Ltd.   I 



Module 5 - Organising Continual Service ImprovementITIL Intermediate - CSI v2011 - V1

2© 2012 QAI India Ltd.   I 

What is a service manager?

Service manager is a generic term for any manager within the service provider. The term is commonly used 

to refer to a business relationship manager, a process manager or a senior manager with responsibility for 

IT services overall. A service manager is often assigned several roles such as business relationship 

management, service level management (SLM) and CSI
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Ensuring that the ongoing service delivery and support meet agreed customer requirements

Working with business relationship management to understand and translate customer requirements into 

activities, measures or service components that will ensure that the service provider can meet those 

requirements

Ensuring consistent and appropriate communication with customer(s) for service-related enquiries and 

issues

Assisting in defining service models and in assessing the impact of new services or changes to existing 

services through the service portfolio management process

Identifying opportunities for service improvements, discussing these with the customer and raising RFCs as 

appropriate

Liaising with the appropriate process owners throughout the service lifecycle

Soliciting required data, statistics and reports for analysis and to facilitate effective service monitoring and 

performance

Providing input in service attributes such as performance, availability etc.

Representing the service across the organization

Understanding the service (components etc.)
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Serving as the point of escalation (notification) for major incidents relating to the service

Representing the service in change advisory board (CAB) meetings

Participating in internal service review meetings (within IT)

Participating in external service review meetings (with the business)

Ensuring that the service entry in the service catalogue is accurate and is maintained

Participating in negotiating service level agreements (SLAs) and operational level agreements (OLAs) 

relating to the service
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Incident management Is involved in (or perhaps chairs) the crisis management team for high-priority 

incidents impacting the service owned

Problem management Plays a major role in establishing the root cause and proposed permanent fix for the 

service being evaluated

Release and deployment management Is a key stakeholder in determining whether a new release 

affecting a service in production is ready for promotion

Change management Participates in CAB decisions, authorizing changes to the services they own

Service asset and configuration management Ensures that all groups which maintain the data and 

relationships for the service architecture they are responsible for have done so with the level of integrity 

required

Service level management Acts as the single point of contact for a specific service and ensures that the 

service portfolio and service catalogue are accurate in relation to their service

Availability management and capacity management Reviews technical monitoring data from a domain 

perspective to ensure that the needs of the overall service are being met

IT service continuity management (ITSCM) Understands and is responsible for ensuring that all elements 

required to restore their service are known and in place in the event of a crisis



Module 5 - Organising Continual Service ImprovementITIL Intermediate - CSI v2011 - V1

6© 2012 QAI India Ltd.   I 

Information security management Ensures that the service conforms to information security management 

policies

Financial management for IT services Assists in defining and tracking the cost models in relation to how 

their service is costed and recovered.
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Sponsoring, designing and change managing the process and its metrics

Defining the process strategy

Assisting with process design

Ensuring that appropriate process documentation is available and current

Defining appropriate policies and standards to be employed throughout the process

Periodically auditing the process to ensure compliance to policy and standards

Periodically reviewing the process strategy to ensure that it is still appropriate and change as required

Communicating process information or changes as appropriate to ensure awareness

Providing process resources to support activities required throughout the service lifecycle

Ensuring that process technicians have the required knowledge and the required technical and business 

understanding to deliver the process, and understand their role in the process

Reviewing opportunities for process enhancements and for improving the efficiency and effectiveness of the 

process

Addressing issues with the running of the process
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Identifying improvement opportunities for inclusion in the CSI register

Working with the CSI manager and process manager to review and prioritize improvements in the CSI 

register

Making improvements to the process
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Sponsoring, designing and change managing the process and its metrics

Defining the process strategy

Assisting with process design

Ensuring that appropriate process documentation is available and current

Defining appropriate policies and standards to be employed throughout the process

Periodically auditing the process to ensure compliance to policy and standards

Periodically reviewing the process strategy to ensure that it is still appropriate and change as required

Communicating process information or changes as appropriate to ensure awareness

Providing process resources to support activities required throughout the service lifecycle

Ensuring that process technicians have the required knowledge and the required technical and business 

understanding to deliver the process, and understand their role in the process

Reviewing opportunities for process enhancements and for improving the efficiency and effectiveness of the 

process
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Addressing issues with the running of the process

Identifying improvement opportunities for inclusion in the CSI register

Working with the CSI manager and process manager to review and prioritize improvements in the CSI 

register

Making improvements to the process
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The process manager role is accountable for operational management of a process. There may be several 

process managers for one process, for example regional change managers or IT service continuity 

managers for each data centre. The process manager role is often assigned to the person who carries out 

the process owner role, but the two roles may be separate in larger organizations

Working with the process owner to plan and coordinate all process activities

• Ensuring all activities are carried out as required throughout the service lifecycle

• Appointing people to the required roles

• Managing resources assigned to the process

• Working with service owners and other process managers to ensure the smooth running of services

• Monitoring and reporting on process performance

• Identifying improvement opportunities for inclusion in the CSI register

• Working with the CSI manager and process owner to review and prioritize improvements in the CSI 

register

• Making improvements to the process implementation
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• Working with service owners, service level managers, the seven-step improvement manager, other 

process managers and functions to identify and manage improvement opportunities: 

• Identifying improvement opportunities for inclusion in the CSI register

• Reviewing and prioritizing improvements in the CSI register

• Building improvement plans and making improvements

• Identifying other frameworks, models and standards that will support CSI activities

• Ensuring that knowledge management is an integral part of routine operations

• Ensuring that CSI activities are coordinated throughout the service lifecycle

• Reviewing analysed data

• Presenting recommendations to senior management for improvement

• Helping prioritize improvement opportunities

• Leading, managing and delivering cross-functional and cross-divisional improvement projects

• Building effective relationships with the business and IT senior managers

• Identifying and delivering process improvements in critical business areas across manufacturing and 

relevant divisions

• Setting direction and providing a framework through which improvement objectives can be delivered

• Coaching, mentoring and supporting fellow service improvement professionals
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Seven-step improvement process owner  The seven-step improvement process owner’s responsibilities 

typically include:

• Carrying out the generic process owner role for the seven-step improvement process (see section 6.3.2 

for more detail)

• Working with the CSI manager, service owners, process owners and functions to include appropriate 

elements of the seven-step improvement process throughout the service lifecycle.

• Seven-step improvement process manager

The seven-step improvement process manager’s responsibilities typically include:

• Carrying out the generic process manager role for the seven-step improvement process (see section 

6.3.3 for more detail)

• Planning and managing support for improvement tools and processes

• Working with the CSI manager, service owners, process owners and functions to maintain the CSI 

register

• Coordinating interfaces between the seven-step improvement process, other processes, service 

managers and functions.

Reporting analyst  The reporting analyst is a key role for CSI and will often work in concert with SLM. 

The reporting analyst reviews and analyses data from components, systems and sub-systems in order 

to obtain a true end-to-end service achievement. The reporting analyst will also identify trends and 

establish if they are positive or negative. This information is then used to present the data.



Module 5 - Organising Continual Service ImprovementITIL Intermediate - CSI v2011 - V1

15© 2012 QAI India Ltd.   I 

In addition to the specific roles and activities described above, many activities of the seven-step 

improvement process take place in other processes and functions throughout the service lifecycle. CSI will 

only be successful if the required activities are clearly identified and assigned to appropriate roles
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RACI is an acronym for the four main roles of being:

Responsible The person or people responsible for correct execution – for getting the job done

Accountable The person who has ownership of quality and the end result. Only one person can be 

accountable for each task

Consulted The people who are consulted and whose opinions are sought. They have involvement through 

input of knowledge and information

Informed The people who are kept up to date on progress. They receive information about process 

execution and quality.

When using RACI, there is only one person accountable for an activity for a defined scope of applicability. 

Several people may be responsible for executing parts of the activity. In this model, accountable means 

end-to-end accountability for the process. Accountability should remain with the same person for all 

activities of a process
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Incidents Incidents that capture the service or the configuration item (CI) affected are a prime input to CSI 

enabling an understanding of the issues affecting the overall service provision and related support activities. 

Incident matching functionality allows the service desk to quickly relate like issues and create master 

records that highlight common situations affecting the users with associated resolution data to enhance 

problem identification and reduce the mean time to restore service (MTRS).

Problems These are defined with integrated links to the associated incidents that confirmed their existence. 

Using the configuration data from the configuration management system (CMS) to understand the 

relationships, problem management now has a source of related data to enable the root cause analysis 

process including change and release history of the affected CI or service.

Changes These are often the first area of investigation following a service failure, again using the integration 

capabilities of the ITSM tool suite; it can be easier to trace the changes that have been made to a service or 

a CI. The change schedule and projected service outage (PSO) can be automated using calendaring 

capabilities to ensure visibility of changes and calculated impacts to the service level agreements (SLAs). 

Recent improvements in the ITSM tools now allow for automated risk assessment and prioritization of 

changes, highlighting potential conflicts and reducing the administrative overhead for the change advisory 

board
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The integration of incidents, problems and changes within a single solution also provides a platform for 

these toolsets to introduce web-style enterprise search functionality, which will search across this semi-

structured data looking for specific error codes, phrases and issues
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Tool functionality in support of service asset and configuration management and the CMS has never been 

more advanced, with extensive discovery and service dependency mapping capabilities. The CMS is the 

foundation for the integration of all ITSM tool functionality and is a critical data source for the CSI mission. 

While the service provider must still define the overall service asset and configuration management process 

and create the data model associated with their specific environment, the tools to establish and manage the 

CMS and the overall service delivery architecture have become very powerful. Key functionality includes: 

discovery and reconciliation capabilities to capture CIs within the environment; visualization of the hierarchy 

and CI relationships for ease of understanding and support; audit tools to streamline the verification 

activities; and the ability to federate data sources where appropriate.

The ability to coordinate releases and manage the contents of these releases is also more mature, with 

native support for the definitive libraries and key integration points to the CMS and to specialized version 

control software packages. Functionality typically includes support for release records that consolidate and 

contain release contents, enabling the attachment of related objects and documents pertaining to the 

release. Integration is normally provided to enable hyperlinking to the associated change records that are 

part of a release and the related incident, problem or service request records that were the catalyst for the 

original request for change (RFC)

Service level management (SLM) functionality is also well supported within the ITSM tool suites of today, 

enabling the linkage of incidents, problems, changes and releases to associated SLM records such as 

SLAs, operational level agreements (OLAs) and underpinning contracts (UCs). Most tool suites support 

automated SLA monitoring (SLAM) charts highlighting which agreements are within tolerance, are 

threatened or have been broken. This automation is driven by the ability to define key SLA criteria 

and use related operational support records to trigger thresholds
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These tools are typically specific to the technology platforms that are under management and are used to 

administer the various domains but can provide a wide variety of data in support of the service management 

mission. These tools generate error messages for event management and correlation that ultimately feed 

the incident management and availability management processes. Utilization data from these platforms is 

the prime source for capacity and performance management and the most accurate method for establishing 

true availability of components that will support improvements in the area of MTRS and mean time between 

failures (MTBF). As the dynamic, real-time view of the current state of the service delivery chain this 

information can be integrated with the known service dependencies within the CMS to give enhanced 

visibility into the service provision to the end user. Many of these tools also support technology proprietary 

methods for software deployment within their domains (e.g. release of patches, pushing of firmware 

upgrades to remote components on the network) and can provide metric data in support of CSI for the 

change management and release and deployment management processes, along with dynamic updates to 

the CMS
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Warning and exception events are created when a tool senses a threshold has been met or an error 

condition is discovered. The major issue with this capability can be the significant volume of messages that 

are created from both the actual event and the up- and down-stream impact, which can make it difficult to 

determine the real issue.

Specialized event management software can perform event correlation, impact analysis and root cause 

analysis to separate out these false-positive messages. Events are captured and assessed by rules-based, 

model-based and policy-based correlation technologies that can interpret a series of events and derive, 

isolate and report on the true cause and impact. These technologies support the CSI mission by providing 

information on availability impacts and performance thresholds that have been exceeded related to capacity 

or utilization. Well-correlated event management data provides a cost-effective method to improve the 

reliability, efficiency and effectiveness of the cross-domain IT infrastructure that supports the provision of 

business services.

A by-product of the extensive and often complex checks performed by these event management products is 

the collection of raw performance data to be used by many processes – for example, within capacity 

management analysis activities. This would allow simulated log-ons at any time during the day or night to 

check database availability and performance.
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Immature processes usually have poor data quality if any at all. This is often because there are no 

processes or very ad hoc processes. Other organizations have multiple processes working with multiple 

tools being used to support the processes. If any monitoring is going on it may be at a component or 

application level but not from an end-to-end service perspective. There is no central gathering point for data, 

no resources allocated to process and analyse the data, and reporting consists of too much data broken into 

too many segments for anyone to analyse. Some organizations don’t have any evidence of reporting at all
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The Control OBjectives for Information and related Technology (COBIT) is a governance and control 

framework for IT management created by ISACA and the IT Governance Institute (ITGI).

COBIT is based on the analysis and harmonization of existing IT standards and good practices and 

conforms to generally accepted governance principles. It covers five key governance focus areas: strategic 

alignment, value delivery, resource management, risk management and performance management. COBIT 

is primarily aimed at internal and external stakeholders within an enterprise who wish to generate value from 

IT investments; those who provide IT services; and those who have a control/risk responsibility.

COBIT and ITIL are not ‘competitive’, nor are they mutually exclusive – on the contrary, they can be used in 

conjunction as part of an organization’s overall governance and management framework. COBIT is 

positioned at a high level, is driven by business requirements, covers the full range of IT activities, and 

concentrates on what should be achieved rather than how to achieve effective governance, management 

and control. ITIL provides an organization with best-practice guidance on how to manage and improve its 

processes to deliver high-quality, cost-effective IT services. The following COBIT guidance supports 

strategy management and continual service improvement (CSI):

COBIT maturity models can be used to benchmark and drive improvement.

Goals and metrics can be aligned to the business goals for IT and used to create an IT management 

dashboard.

The COBIT ‘monitor and evaluate’ (ME) process domain defines the processes needed to assess 

current IT performance, IT controls and regulatory compliance
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The Communications plan should include a role to:

• Design and deliver communications to the different CSI roles, stakeholders such as other ITSM process 

roles and identified target audiences

• Identify forums for customer and user feedback

• Receive and deliver responses and feedback to the project manager and/or process team members.

• Key activities for the communications plan include:

• Identifying stakeholders and target audiences

• Developing communications strategies and tactics

• Identifying communication methods and techniques

• Developing the communications plan (a matrix of who, what, why, when, where and how)

• Identifying the project milestones and related communications requirements

• The tools and techniques to use to gain a perspective on the level of audience understanding, e.g. 

surveys, website hits, event participation etc.
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