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The obijective of this thesis is to propose a Service Design and Transition process for the
company which is aligned with the company’s Development Project Management model.
Thus, this thesis aims to ensure that the transition of the new and modified IT services
from development to production is smooth in the company by ensuring that operational
readiness is considered as an integral part of the development projects of IT services.

This thesis is based on the company’s Service, Project and Release Managers’ interviews,
an external IT Service Management expert’s insight, the company’s internal documents
and best practises defined by ITIL, which is a best practice framework in IT Service Man-
agement. Moreover, this thesis was conducted according to a structured approach that first
investigates the current state of the company’s Service Design and Transition process,
then explores available knowledge and industry’s best practices of Service Design, Service
Transition and Project and Development Management, and finally builds a proposal for the
company and validates it.

The key findings of this study showed that a Service Design and Transition process is not
fully defined and standardized across the company. As a negative consequence, the de-
sign of IT services often concentrates too much only on the technical functionalities, the
handover of the services to production is unstructured and the services are not compre-
hensively tested before their transition to production. In addition, the project documentation
is not fully prepared and the operational roles responsible for the operational service man-
agement are too late nominated for the services within the development projects.

The outcome of this thesis is a proposal with three parts: a Service Design and Transition
process model, Service Design and Transition templates and a roll out plan for the defined
Service Design and Transition process.

This thesis supports the company in defining and deploying a Service Design and Transi-
tion process. After the Service Design and Transition process is implemented, the transi-
tion of IT services from development to production will be smoother as a result of the com-
pany’s improved operational readiness.

Keywords Service Design and Transition process, Operational Readi-
ness, Project and Development Management, ITIL, ITSM
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Taman insindorityén tavoitteena on esittaa kohdeyritykselle ehdotus palvelusuunnittelu ja -
transitioprosessista niin, etta se on yhdenmukainen yrityksen kehitysprojektimallin kanssa.
Nain ollen tama insindorityd pyrkii varmistamaan, etta IT-palveluiden siirtyminen kehityk-
sesta tuotantoon on sujuvaa. Sujuvuus varmistetaan niin, etta operatiivinen valmius tul-
laan huomioimaan olennaisena osana IT-palveluiden kehitysprojekteja.

Tama insin6orityd perustuu yrityksen palvelu-, projekti- ja jakelupaallikbiden haastattelui-
hin, ulkoisen IT-palvelunhallinnan asiantuntijan nakemyksiin, yrityksen sisaisiin dokument-
teihin seka ITIL-viitekehyksen maarittamiin IT-palvelunhallinnan parhaisiin kaytantséihin.
Tutkimus alkaa nykytila-analyysilla koskien yrityksen nykyista palvelusuunnittelu ja -transi-
tioprosessia, minka jalkeen alan parhaat kaytannoét palvelusuunnittelusta, palvelutransiti-
osta, projektinhallinnasta ja kehittdmisen hallinnasta on tutkittu. Lopulta taman insindori-
tydn tuotos rakennetaan seka validoidaan.

Tassa insindoritydssa tehdyt |6ydokset osoittavat, ettd palvelusuunnittelu ja -transitiopro-
sessi ei ole taysin maaritelty ja standardisoitu kohdeyrityksessa. Sen seurauksena palve-
luiden suunnittelu ja kehittdminen keskittyy usein liikaa palveluiden teknisiin ominaisuuk-
siin, palveluiden siirtyminen kehityksesta tuotantoon on epéajarjestelmallista, eika palveluita
testata kokonaisvaltaisesti ennen tuotantoon siirtdmista. Lisaksi projektidokumentaation
tuottamisessa on havaittu puutteita, ja palveluista vastaavat operatiiviset roolit nimitetéaan
usein lilan myohaan palveluille niiden kehitysprojekteissa.

Taman insin6oritydn tuotos koostuu kolmesta osasta, jotka ovat palvelusuunnittelu ja -
transitioprosessimalli, maaritetyn prosessin kayttdonottosuunnitelma seka maaritetyt mallit
tukemaan projektidokumentaation tuottamista palveluiden kehitysprojekteissa.

Tama opinnaytetyo tukee yritysta palvelusuunnittelu ja -transitioprosessin maarittamisessa
ja kayttéonotossa. Kun palvelusuunnittelu ja -transitioprosessi on kayttddnotettu, IT-palve-
luiden siirto kehityksesta tuotantoon tehostuu yrityksen operatiivisen valmiuden parantu-

essa.
Avainsanat Palvelusuunnittelu ja -transitioprosessi, Operatiivinen val-
mius, Projektinhallinta ja kehittamisen hallinta, ITIL, IT-palve-
lunhallinta
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Key Concepts and Abbreviations

ITIL Information Technology Infrastructure Library, a
framework that includes best practices for IT
Service Management

ITSM IT Service Management, a set of specialized or-
ganizational capabilities for providing value to

customers in the form of services

Operational Readiness Capability of an organization to accept and sup-
port changes resulting from development pro-

jects or continuous development

Operational Readiness Checklist A document through which the operational
readiness of an organization is assessed

throughout the development of an IT service

Service Design A lifecycle stage of an IT service which in-
cludes the design of the services, governing
practices, processes and policies, and their in-

troduction into supported environments

Service Transition A lifecycle stage of an IT service which en-
sures that new, modified or retired services

meet the expectations of the business

Service Design and Transition Process A process in ITIL framework that combines
Project Management and Service Operations

under same umbrella

SMO Service Management Office, a back-end func-
tion which focuses on operational Service

Management
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1 Introduction

Nowadays, digitalization is changing every business and industry. The boundaries be-
tween business areas are blurring, and they are getting more integrated with each other.
To respond to the demands of digitalization, companies must address how to improve
internal business activities in order to ensure overall business success. Therefore, the
role of IT has become more remarkable for organizations. By appropriately implement-
ing, managing and supporting IT processes and services, the business success can be

increased.

Thus, continuous and effective development of IT services for business is a cornerstone
for every competitive organization. A good design of services responds to changing busi-
ness needs by aligning IT both with business requirements and user expectations. A
Service Design and Transition process ensures that IT services are well-designed and

effectively transitioned into production in an interconnected business context.

1.1 Business Context

This study was carried out for a global company which operates in the elevator and es-
calator industry and is one of the market leaders in the field. Furthermore, the company
manufactures elevators, escalators, automatic doors and auto walks. In addition to man-
ufacture, the company provides maintenance and modernization services to serve the

whole lifecycle of its products. (The company’s website.)

Currently, the company has operations in 60 countries, it employs 55 000 people and
serves 450 000 customers across the entire industry. The company’s customers act in
the residential, business and infrastructure segments. The revenue of the company in

2017 was 8.9 billion euros. (The company’s website.)

This study was conducted for the company’s Service Management Office (SMO). SMO
is a back-end function which focuses on operational Service Management. The purpose
of SMO is to improve the quality, effectiveness and efficiency of delivering IT services to

the company’s business. The company’s SMO team consists of six persons.
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1.2 Business Challenge, Objective and Outcome

Continuous and effective development of IT services for business is a cornerstone for
every competitive organization. In the company, new and changing IT services are de-
signed and developed in development projects, which follow a company-wide Develop-
ment Project Management model. The purpose of the model is to ensure that the pre-
defined project-related activities are performed during the development projects so that
the services are effectively prepared for deployment.

However, the Development Project Management model does not define or take a stand
on the service requirements from the IT point of view. The process, which ensures that
these IT-related requirements are considered in the development projects, is not accu-
rately defined or standardized in the company. The process is called Service Design and
Transition process. The purpose of the process is to ensure that the new and modified
IT services are well-designed, the transition from development to production is smooth
and the live environment is prepared to accept and support the changes that result from

the development projects.

Because of the inaccurate Service Design and Transition process, the company’s live
environment is currently not completely ready to adopt the developed IT services. Con-
sequently, the services repeatedly face failures when being in production, the operational
side’s support teams who are responsible for managing, supporting and maintaining the
services are not well-prepared and the end users do not know how to use the services.
The ultimate negative consequence for the company is increasing costs and outages for

the business.

The aim of this thesis is to smoothen the transition of the new and modified IT services
from development to production by improving the operational readiness of the company.
The objective of this study is to propose a Service Design and Transition process
for the company which is aligned with the company’s Development Project Man-
agement model. In practise, the existing project gates in the company’s Development
Project Management model will be aligned with improved IT-related activities, which are

defined and documented as an Operational Readiness Checklist.

The outcome of this study consists of a proposal with three parts: (1) a Service Design

and Transition process model which is aligned with the company’s Development Project
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Management model, (2) Service Design and Transition templates, which support the
preparation of the development projects’ documentation, and (3) a roll out plan for the
defined Service Design and Transition process model. The Operational Readiness
Checklist is not enhanced within this study, but it can be found from the attachments at
the end of the study.

1.3 Thesis Outline

This study was carried out using qualitative research methods, including interviews, dis-
cussions and workshops with the company’s internal and external stakeholders, explor-
ing the company’s internal documentation and continuously researching best practises
of the topic of this study. Figure 1 below describes the scope of this study within the
holistic roadmap of defining and deploying a Service Design and Transition process for

the company.

Q3/2018
Aug

Q4/2018 Q1/2019 Q2/2019 Q3/2019 Q4/2019 Q1/2020
t | t

Sep Ocf Nov Dec Jan Feb Mar Apr May Jun Jul Aug Seb Oct Nov Dec Jan Feb Mar

Jul

14

Current State
Analysis

Building the
process mode]

Roll out of the Service Design and Transition Process

Validation 44
L I\

)i T T
Phase 1 Phase 2 (Scope of the Thesis) Phase 3

Figure 1. Scope of the thesis

As Figure 1 illustrates, the Service Design and Transition process will be defined and
deployed in three phases for the company. As seen, the scope of the thesis is limited to
the second phase of the holistic roadmap, which includes conducting the current state

analysis, building the Service Design and Transition process model and validating it.

Moreover, this study was built in seven sections. Section 1 contains a comprehensive
introduction of the thesis and the company. Section 2 overviews the Research Design
and introduces the methods and material utilized in this study. Section 3 analyses the

current state of the company’s Service Design and Transition process and considers
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actions towards the outcome of the study. Section 4 investigates the available knowledge
and industry best practices based on the results of the current state analysis. In addition,
a conceptual framework is formed. Section 5 builds and presents the proposal for the
Service Design and Transition process model, Service Design and Transition templates
and roll out plan. Section 6 contains validation of the proposal and finally, whilst Section

7 includes the summary and conclusions of the study.
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2 Method and Material

This section provides an overview of the methods and material utilized in this study. More
specifically, this section consists of three components: (1) Research Design, (2) Project
Plan and (3) Data Collection and Analysis. The Research Design illustrates the research
strategy of this study. The Project Plan, in turn, describes the research strategy chrono-
logically on a timeline. Finally, the Data Collection and Analysis describe the gathered
data and the methods how the data was collected.

2.1 Research Design

Figure 2 below illustrates the Research Design of this study. Furthermore, it visualizes

the triangulated data sources and outcomes of each stage of the study.

1. OBJECTIVE

To propose a Service Design and Transition process which is aligned with the
company’s Development Project Management model

4 ™\
DATA1
+ The company’s internal 2. CURRENT STATE ANALYSIS OUTCOME 1
documents * * Analysis of the current state of the company’s *
+ The company’s Service, Service Design and Transition process * SWOT matrix
Project and Release
Managers’ interviews ‘
3. EXISTING KNOWLEDGE
+ Best practices of Service Design and Service OUTCOME 2
Transition defined by ITIL framework »
+ Project and Development Management, « Conceptual
including project roles and operational Framework
readiness \_ J
DATA 2
+ Continuous collaboration 4. BUILDING THE PROPOSAL
and three proposal = Service Design and Transition process model OUTCOME 3
building workshops with »4 * Service Design and Transition templates
an external ITSM expert = Aroll out plan for the Service Design and + Initial proposal
+ Part of the CSA data Transition process

4

DATA 3 5. VALIDATING THE PROPOSAL OUTCOME 4
+ Feedback from the L
company’s Service + Assessment of the initial propo_s_al
+ Further developments to the initial proposal + Final proposal

Managers

Figure 2. Research Design of the study
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As shown in Figure 2, this study starts by defining the objective for the quantified busi-
ness challenge. Next, the current state of the company’s Service Design and Transition
process is investigated by examining the company’s internal documentation and inter-
viewing the company’s Service, Project and Release Managers. Together they form Data
1 of the study. In addition to the current state analysis, part of Data 1 is also used for
building the proposal for the study. The outcome of the stage is a SWOT matrix to point
to relevant knowledge and best practices to build the best possible proposal.

In the next stage, available knowledge and industry best practices are explored based
on the findings from the current state analysis. The exploration concentrates on the best
practices of Service Design and Service Transition defined by ITIL framework. The out-
come of the stage is a conceptual framework, which is a construct that presents the key
elements of the knowledge and best practices needed for building the proposal and solv-

ing the identified weaknesses in the current state analysis.

Finally, the proposal is built with a continuous collaboration with an external IT Service
Management expert. The proposal is based on the findings from the current state anal-
ysis, the best practices from literature and three proposal building workshops with the
external IT Service Management expert. They form Data 2 of the study. After the initial
proposal is built, it is presented to the company’s Service Managers to collect Data 3 of
the study. Based on the feedback given by the Service Managers, the initial proposal is
validated and small enhancements to the proposal are made. The outcome of the stage

is the final proposal.

2.2 Project Plan

This thesis was conducted as a Bachelor’'s Thesis in Helsinki Metropolia University of
Applied Sciences as part of Industrial Management program. The study was carried out
from the beginning of September 2018 until the end of March 2019. Figure 3 illustrates

the more detailed timetable in which the study was carried out.
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September

36 37 38 39 40 41 42 43 44 45 46 47 48 49 50 51 52 10 11 12 13|

Existing Knowledge
and Best Practices

Data 1

+ * +

Summary and *

Current State Analysis
Finalization

Building the Proposal Validating the Proposal

2
Proposal the Proposal i

Workshops Results

(m Report writing
B Data collecting

| 1 Proposal building
\ /

Figure 3. Time table of the study

Figure 3 provides a weekly overview of the project progress. The activities included in
the project were divided into three categories: report writing, data collecting and proposal
building. As seen, the total duration of the project was 30 weeks. The timetable in Figure

3 was formed according to the Research Design stages.

This study was part of a real-life business project run by the company’s Service Man-
agement Office (SMO). It was carried out in the company setting and was based on a
variety of information inputs and analysis of several data sources. Next, the data sources

are presented, and the data analysis is described in detalil.

2.3 Data Collection and Analysis

The data for this study was gathered from multiple data sources, in three data collec-
tion rounds. The collected data was utilized for conducting the current state analysis,
building the proposal and validating the proposal. The data collected for the study is

shown in its entirety in Table 1 below.
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Table 1.  Details of interviews, workshops and discussions, in Data 1-3. (based on: Aittola 2015)
Participant / |Data Type |[Topic, Description Date, Documented
Role Length as

‘ Data 1, for the Current State Analysis (Section 3)

1 |bH Skype meet- [Current state of the com- |23 Oct 2018, [Field notes and
Service and Re- |ing pany’s SD&T process 1 hour recording
lease Manager

2 |CH Skype meet- [Current state of the com- |23 Oct 2018, [Field notes and
Service Manager|ing pany’s SD&T process 45 minutes recording

3 [TA Face to face |Current state of the com- (315 Oct 2018, |[Field notes and
Project Manager |discussion  [pany’s SD&T process 40 minutes recording

4 (S Face to face |Current state of the com- (6" Nov 2018, |Field notes and
Manager, End |discussion [pany’s SD&T process 20 minutes recording
User Support

5 |SD Skype meet- |Current state of the com- [7"" Nov 2018, |Field notes and
Service Manager|ing pany’s SD&T process 20 minutes recording

6 |LZ Email survey |Current state of the com- |13 Nov 2018 |Field notes
Release Man- pany’s SD&T process
ager

Data 2, for Proposal Bui

Iding (Section 5)

NJ Workshop  |A linkage between Section |15 Dec 2018, [Field notes
ITSM Expert 3, Section 4 and Section 5 |1 hour
8 |NJ Workshop  |SD&T actions and tem- 18" Dec 2018, |Field notes
ITSM Expert plates and their placement |1 hour
along the SD&T process
9 |NJ Workshop  |Creating a roll out plan 7" Jan 2019, |Field notes
ITSM Expert 1 hour
10 [CH Skype meet- [Validation of the initial pro- [15" Jan 2019, |Field notes and
Service Manager|ing posal and further improve- |30 minutes recording
ment ideas
11 |DH Skype meet- [Validation of the initial pro- |[16™ Jan 2019, [Field notes and
Service and Re- [ing posal and further improve- |1 hour recording
lease Manager ment ideas
metropolia.fi/en Metropolla

University of Applied Sciences



13

As shown in Table 1, the data gathered in the first data collection round was used in the
current state analysis. The purpose of conducting the current state analysis was to com-
prise a clear picture of the company’s current Service Design and Transition process.
Data 1 was collected by interviewing the company’s Service, Project and Release Man-
agers. The interviews were based on pre-defined questions, which are presented in
chapter 3.6. Furthermore, each of the interviews were recorded and documented as field
notes, and the results were analyzed through SWOT analysis. In addition to the inter-
views, several of the company’s internal documents were explored in the current state
analysis. They are listed in Table 2 below, and the actual analysis is carried out in chap-
ters 3.1 to 3.5.

The next data collection round was carried out to build an optimal proposal for the study.
The round consisted of three proposal building workshops with an external IT Service
Management expert. In the workshops, all the key findings made during the study were
discussed and assessed and combined with best practices based on the IT Service Man-
agement expert’s previous experience. In addition, part of the insights given by the com-
pany’s Service, Project and Release Managers in the current state analysis were used
to build the proposal. Thereby, the Service Design and Transition process actions and
templates were defined and the roll out plan created. The results of the workshops are

presented in chapter 5.2.

In the last data collection round, Data 3 was collected to validate the created proposal.
The proposal was presented to the same Service Managers who were interviewed for
the current state analysis, since they were very familiar with the topic. Again, the discus-
sions were recorded and documented as field notes. The results of the validation are
presented in chapter 6.2. Finally, the final proposal was created with consideration of the

validation results.
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Table 2. The company’s internal documents used in the Current State Analysis, part of Data 1
(Lapin 2014).

Name of the Document Extent  Description

A high-level description of the
A |IT Operating Model, v2.0.pdf 178 pages |company’s IT operating model
and IT roles

The Company’s Project Manage-

ment Model Overview — Govern- A high-level description of the

B ance, Gates and R&R — Training 45 pages ;:Ti)on&z?ny s Project Management
Material.ppt
Operational Readiness Check- The company’s Operational Read-
C | 1 sheet | )
list.xIsx iness Checklist
D |The Company’s Intranet 7 folders The company’s policies for IT Ser-

vice and Project Management

Table 2 shows the company’s internal documents, which were utilized in the current state
analysis. As seen from Table 2, the explored internal documents included high-level de-
scriptions of the company’s IT Operating model, IT roles and Project Management
model. In addition, the company’s current Operational Readiness Checklist was ex-
plored, as well as the company’s policies for IT Service Management and Project Man-

agement.

The next chapter describes in detail the current state analysis carried out on the com-

pany’s existing Service Design and Transition process.
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3 Current State Analysis of the Company’s Service Design and Transition
Process

In this section, the current state analysis of the company’s Service Design and Transition
process is carried out. First, an overview of the section is provided. Second, the core
areas related to the company’s Service Design and Transition process are presented in
general. Third, a questionnaire for the company’s representatives is formed. Next, the
key findings from the current state analysis are presented as a SWOT matrix. Finally, at
the end of this section, the summary of the selected development areas is provided.

3.1 Overview of Current State Analysis Stage

To gain a clear picture of the company’s current Service Design and Transition process,
the Current State Analysis stage was carried out by exploring the company’s internal
documentation and by interviewing the company’s Service, Project and Release Manag-

ers. As a result, a SWOT matrix was created. Figure 4 below overviews how the current

state analysis was conducted.

SWOT matrix of the
company'’s current
Service Design and
Transition process

Internal Documentation

« IT Operating Model

« Operational Readiness Checklist = Service Managers
» Development Project Management Model = Project Managers
« IT Roles + Release Managers

Figure 4. Overview of the Current State Analysis stage

As visualized in Figure 4, the exploration of the company’s internal documentations in-
cluded the company’s IT Operating model, Operational Readiness Checklist, Develop-

ment Project Management model and IT roles. The purpose of examining them was to
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understand how the company carries out its IT Service Management and Project Man-
agement, and how these are aligned with each other. In addition, the documentation was
explored to understand how new or changed services are developed in the company.

In addition to exploring the company’s internal documentation, the company’s selected
Service, Project and Release Managers were interviewed with a pre-defined question-
naire in chapter 3.6. to assess the current state of the company’s Service Design and
Transition process. From the interview results, a SWOT matrix was created and the de-
velopment areas for the study were selected. Finally, a summary of the stage is provided
at the end of this section.

3.2 IT Operating Model

The purpose of the IT Operating Model is to document the common policies for IT Service
Management across the company. More specifically, the IT Operating model describes
a lifecycle of an IT service, and it is based on ITIL framework. As Figure 5 below visual-
izes, the IT Operating Model is divided into three main IT process areas: Demand, De-
velopment and Services. All these main IT process areas include specific processes,

roles and responsibilities and they all are led by Governance Model.

DEMAND DEVELOPMENT

Development Project Management Model
Service Design and Transition Process

Program Management Release Management

Change
Management

Requirement
Management

Development
| Initiatives ’
|
|

Resource
Management

Testing

Figure 5. The company’s IT Operating Model (edited from the company’s internal material)

As visualized in Figure 5, the lifecycle of an IT service begins from the Demand stage.
In that stage, all the development initiatives are assessed and prioritized based on their
alignment with the business strategy set by customer’s management team and business
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needs. In addition, the Requirement Management process identifies and captures the
stakeholders’ requirements towards the development initiatives. Also, the Resource
Management process assesses and allocates the company’s available resources

against the resource requirements.

If it is agreed that the development initiative will produce the expected benefits and val-
ues with the needed investment, it is accepted into the Development stage. In this stage,
the initiative is developed into an IT service. The development is done through a devel-
opment project according to the company’s gate-based Development Project Manage-
ment model. All the interrelated projects are managed by Program Management Office.
In addition, the Change and Release Management processes ensure that the developed
service is tested and transferred into the Services stage successfully, without interrup-

tions to running business operations.

Finally, the IT service enters Services stage where the actual value of it is attained.
Hence, it is important that the developed service is carefully prepared before entering
the Services stage. Therefore, the Services stage is responsible for creating an Opera-
tional Readiness Checkilist, deliver it to Development and audit it before the IT service is
handed-over into production environment. In addition, the Services stage is responsible
for managing, maintaining and supporting the IT services being in operations to ensure

efficient and uninterrupted business operations.

3.3 Operational Readiness Checklist

The Operational Readiness Checklist is a document created by the Services stage. The
purpose of itis to define the operational requirements for the new or changed IT services.
The Operational Readiness Checklist ensures that the operating environment is pre-
pared to manage, maintain and support the upcoming services. Figure 6 below presents

the company’s current Operational Readiness Checklist.
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andatory TS
/creat

Operational Readiness Checklist neaded
update.
Transfor- | Enhance— Implement | Continuous
Service Governance Comments mation ment | Rell-out | ation
project project | linel SAP) | project ment
practises, partici Governance pracices are defined and d OK/ NOT OK
Participants for governance meetings are named and confirmed and supplier(s). OK/ NOT OK
Roles and responsibilities. IT Solution Owner / IT Service Owner is named (Demand Mgmt is performed by this role). LINK OK/ NOT OK
Senvice Manager is named (Service Operational responsibility is with this role) LINK OK/ NOT OK
Solution Configuration owner is named LINK OK/ NOT OK
Business Solution Owner / Business Senice Owner is named (Counterparts for IT). LINK OK/ NOT OK
IT Service Criticality IT Senice | Solution / Application eriticality has been classified based on IT Senice Criticality OK/ NOT OK
Risk assessment completed Risk assessment has been conducted [
SLAs and KPIs SLAOLA Template is filled in and formally agreed with business owner LINK OK/ NOT OK
IT Senice performance Reports are available (When in operations) (=SLA with business) 0K/ NOT OK
OLA measurements for Vendor performance are availabie (when in operations) 0K/ NOT OK
Review ‘Quality KPI's and identify if additional KPI's are applicable to support business OK/ NOT OK
needs
Defined KPI's are reported OK/ NOT OK
i H i Transfor- | Enhance— Implement | Continuous
Sourcing and Financials e maton | mem. | Rolour | atian | dession
Application Management and support contracts T2 Application support and testing is centracted accerding to sourcing AMS template (f OK7 NOT 0K
purchased outside o
T3 Application support is contracted (if not part of License maintenance fee or Saas 0K/ NOT 0K
agreements)
Licenses Required software licenses are in place. OK/ NOT OK
Budget and budget control Soiution | Senvice budgeted in Budget control praciices are defined and agreed | OK/ NOT 0K
- ;. Transfor- | Enhance- Implement | Continuous
Architecture and Security Comments v | s |t ||
| Architecture and Security Architectural and security review has been completed with satisfactory results or exception OK/ NOT OK
request has been approved
Transfor- Implement | Cor ous
IT Change Management Comments Gzt adon | develop~
IT Change and Release Management Model Change and Release mangement model is utilized, or modified and agreed with OK/ NOT OK
parties involved on change management execution
CAB (Change Advisory Board) CABs defined, agreed 0K/ NOT 0K
The solution has been presented to the systems global CAB team.
Development completion readiness. All developments (change request) have been closed according to the development
guidelines
Test Management
Deliverables Solution / application test Plan is created as per template OK/ NOT OK
Testreport created as per template OK/ NOT OK
Enablers Testassets (testcases, automation test scripts, test data, test users and lessons leamed) 0K/ NOT 0K
are available for future usage
Test are in place (eg. Pre-production, Ds ) OK/ NOT 0K

OK/ NOT 0K
OK/ NOT 0K

Test automation framework in place (f applicable)

Test compietion sign-off Testphases defined in test plan are accepted / signec-off by test manager
Open defects has been accepted/ signed off by Soltion owner

N . Transfor- Implement | Continuous
Service C gue and D Comments mation m . =
Service / Solution Catalogue Solution description is created and published intranet OK/ NOT OK
if applicable predefined senice requests are published in Ask IT sel-service portal OK/ NOT OK
'GSD documentation Knowledge Article(s) are created to Remedyforce and shared with Global Service Desk LINK OK/ NOT OK
Senvice Management Template for Installation and Set-up Guide to Global Service Desk is OK/ NOT OK
created and shared with Global Service Desk LINK
Solution ion and 10 End-user forthe solution are available atleastin English and stored in the OK/ NOT OK
'to Support agreed central repository.
End-user are verified and sign offed by the IT Solution Owner /IT Service Owner. LINK OK/ NOT OK
Translation needs identified and translations signed off by the IT Solution Owner/IT Service Ol
FAQ (Frequently Asked Questions) are created LINK OK/ NOT OK
Knowledge articles are created by project team for the supportteam LINK OK/ NOT OK
Maintenance and Operations Guideline (MDGD document is created and agreed with all OK/ NOT OK
parties involved on Senvice Management LN
- Transtor- | Enhance- Implement | Continuous
Continuity Management Comments el e e e e
Major Incident Management and Key Contacts  Key contact persons are added into TSI LIM Major Incident OK/ NOT OK
process has been agreed and dry runned
Business Continuity Plan Business continuity plan has been developed by business and accepted by business (sign OK/ NOT OK
. off). IT Continuity plan developed by 1T, and signed off by business
Disaster Recovery Plan (DRP) Does the platform / senvice have already defined DRP Yes/No? OK/ NOT OK
Ifyes, validate impacts of the new elements to existing DRP
If no, validate if criticality requires DPR (sign off with [TO)
Incident and Request Management Comments ey 2| Rot-oue | | vt
Support model Users of the solution / service are identified with required support hours, lacations OK/ NOT 0K
(timezones) and support languages
Key users are identified, and structure is Set-Up {0 answer “how 4o | Use System of process: OK 7 NOT 0K
questions from users
Solution / Senvice support scenarios are worked in the global suppert model, and variances OK/ NOT OK
are reported as change to end user support services. LINK
GSD agents have received and sign offed training for the solution / service. OK/ NOT 0K
2nd level team is defined and trained OK/ NOT OK
3rd level team is defined and trained OK/ NOT OK
User Access Management Solution / Senice has a defined access request process and predefined access profiles and OK/ NOT OK
roles.
Access rights procedures are clear and understoed by all parties OK/ NOT OK
Removal of unnecessary access rights (& liberating licenses) is documented OK/ NOT 0K
- Transfor- Tmplement | Continuous
ITSM TOOL + CMDB + Configuration and Asset Management mation ent ation | develop-
ITSM Tool, CMDB, Configuration Mgmt. CMDB with required relations is updated OK/ NOT 0K
ITSM Tool is configured for operational support OK/ NOT OK
Locations where solution is implemented are defined in Asset and Configuration Mgmt OK/ NOT OK

HYPERCARE

Transfor-
mation

Phase - in Project mode only
Hypercare (during and immediately after the Solution / Senice has a planned hypercare period to ensure smoath transition to operations
rollout(s)

= Any mandatory action not completed by K4 needs to be explained on "why not completed”

Figure 6. The company’s current Operational Readiness Checklist (the company’s internal ma-
terial)
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As seen in Figure 6, the company’s current Operational Readiness Checklist consists
of 55 activities. Each activity is marked either as mandatory, considered or needless
based on the type of a project. Moreover, the activities are grouped according to three IT
process areas involved in the IT Operating Model: Governance, Development and Ser-
vices. In addition, a Hypercare period is required for each project regardless of the type
of the project. Hypercare is a predefined period after go-live when project team is still
responsible of the service and is doing handover to Services team.

Despite of the structured content, the current Operational Readiness Checklist does not
specify in which stage of the development project a certain activity must be considered.
The current practice in the company is to review the entire Operational Readiness
Checklist at the end of the development project, just before the IT service is deployed
into operation. All the mandatory activities must have a DONE status before the deploy-

ment can be performed.

Moreover, some of the activities have a related link in the Comment column. These links
direct to the company’s internal documentation to give guidance for the project team
concerning the related activity. These documents include description of the company’s

policies and procedures.

3.4 Development Project Management Model

As already described in chapter 3.2, the Development stage of the IT Operating Model
is conducted according to the company’s Development Project Management model. The
aim of the model is to ensure that the new or changed service is ready for deployment
by preparing all the changes and by producing the required documentation. As Figure 7
below presents, the Development Project Management model is gate-based, and it con-

sists of several phases and stages.
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Figure 7. The company’s Development Project Management model (edited from the company’s
internal material)

As visualized in Figure 7, the Development Project Management model consists of four
phases: Initiation, Planning, Execution and Handover to Deployment. All the phases are
executed according to a waterfall model. The Initiation phase identifies and evaluates
development prospects and accept them for further phases by setting up a project team
and steering. However, it is part of Portfolio Management and thus it is out of scope of
this study. Second, the Planning phase creates a detailed plan for executing the devel-
opment project. In the Execution phase the development is executed according to the
plan. Lastly, the Handover to Deployment phase ensures that a roll-out of the developed

element is carried out successfully.

Moreover, each phase is divided into smaller stages which define and structure the pro-
ject tasks within a project: Planning, Design, Development, Validation, Pilot and Closing.
In the Planning stage, the project execution is planned carefully, and all the involved
parties are committed to finalizing the project. Next, in the Design stage the design meth-
ods of the project are defined, and it is ensured that the design can be executed without
any technical or functional gaps. Following, in the Development stage, the developed
element is prepared for implementation. In the Validation stage, the element’s design
and integrations are tested. In addition, the upcoming pilot is planned and tested. When
the solution enters the Pilot stage, the organization’s readiness is ensured, and roll-out
plan is prepared. Finally, in the Closing stage, it is ensured that the element achieves

the desired benefits after which the project handover is finalized.
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After each stage is a pre-defined gate (K) in which the project needs to fulfil a certain
criterion to enter to the next stage. The gates inspect that the required actions in the
previous stage are conducted and the progress is documented.

3.5 IT Roles

In order to efficiently and successfully manage the lifecycle of an IT service, each lifecy-
cle stage includes pre-defined roles in the company. Each role has a specified purpose,
defined responsibilities and key activities. The roles across the service lifecycle are pre-
sented in Figure 8 below.

Fequirem=sn Planning' Techrecal _ \i 1~|
Froad rl.l.pp‘m m n
Pl oonar
Frogram manager

Sclution Design cwnor

Busirsss Anatyst

Figure 8. The company’s IT roles (the company’s internal material)

As Figure 8 above illustrates, the lifecycle of an IT service includes 16 different roles in
the company. As shown, the Demand stage includes two, the Development stage five,
the Operation stage three and the Governance stage six IT-related roles. However, an
individual role is not necessarily bound to a certain lifecycle stage but can be involved in

various stages. The main responsibilities of each role are described in Figure 9 below.
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Role ’ Main Responsibilities

Solution Design Owner

Requirement Management

Business Analyst

To capture requirements, functional designing

Planning Manager

To balance demand against resourcing and financials frame

Solution Owner

Accountable for the end-to-end lifecycle of an IT solution

Platform Owner

To manage the end-to-end lifecycle of an IT solution

Program Manager

To ensure a program is delivered according to the agreed scope and budget

Enterprise Solution Architect

To set future target within agreed domain from process, information, application and application technology
perspective

Head of IT Solution

To lead, direct, develop and control activities of an IT function to ensure achievement of short-, mid- and long-
term objectives

Configuration Owner

To validate and approve technical designs

Release Manager

To conduct release planning, design, build, validation and deployment

Solution Specialist

To design a solution which is in line with specifications given by Solution Design Owner

Tester

To review and contribute test plans, to identify test conditions and to create test designs, test cases, test
procedure specifications and test data

Project Manager

Daily project management, communication and reporting

Service Manager

IT Service Delivery Manager

Solution Support Specialist

To run operations of the service, validate operational readiness, arrange support for the service, operational
Supplier Management, Incident and Problem Management for the service

To manage IT Service Delivery

To resolve incidents, service request or minor changes

Figure 9. The company’s IT roles and their main responsibilities (edited from the company’s
internal material)

The main responsibilities of the company’s roles across the service lifecycle are opened

up in Figure 9 above. The colours indicate the lifecycle stages defined in the IT Operating

Model. Following, the questionnaire for the company’s representative is formed, and the

key findings from the current state analysis are presented.

3.6 Summary of Key Findings from the Current State Analysis

To obtain an optimal image of the company’s current Service Design and Transition pro-

cess, the company’s Service, Project and Release Managers were interviewed. The re-

sults of the interviews are part of Data 1 of the study. Table 3 below presents the ques-

tions explored in the interviews.
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Table 3. Questionnaire for the company’s Service, Project and Release Managers of the
company’s current Service Design and Transition process

‘ Role Question

How would you describe the current operational readiness of IT

services which come from development into operation?

Service Manager
How would you describe the transition of an IT service from de-

velopment into operations? Is it smooth or cumbersome?

What actions are taken during the development projects to look

after service readiness?

How do you ensure that the new service fulfils its assumed ben-

_ efits/cost savings/functionalities?
Project Manager,

Release Manager | How do you take the Operational Readiness Checklist into ac-

count during a development project?

Is it clearly defined who is responsible for the different steps in a

development project?

Do you have any key concerns regarding the current situation?
What?

All What are the strengths of the current situation?

What are the weaknesses of the current situation?

As shown in Table 3, the interview questions were divided based on the role of the inter-
viewee. This was done because the roles of the interviewees represent different stages
of the lifecycle of an IT service, and therefore all the interviewees were not able to answer
all the questions. However, all the questions were reviewed with all the interviewees so

that they had an opportunity to give input on any of the questions if desired.

Moreover, the questions were formed so that the results can be utilized both in the cur-
rent state analysis and for building the proposal. Therefore, the questions allowed the

responses to be open-ended, meaning that the interviewees were able to provide as
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detailed response as they desired (Turner Ill, 2010, p. 756). On the other hand, the ques-
tions were designed so that they did not allow the interviewees to give only a yes or no

answer. The results of the interviews are summarized in the next chapter.

3.7 SWOT Analysis

This section provides a summary of the key findings from the current state analysis. The
key findings are presented in the SWOT matrix in Table 4 below. In addition, a part of
the gathered data from the current state analysis is used for building the proposal. This
data is presented in Section 5. Overall, the gathered data is part of Data 1, and it can be
found from Appendices 1-7 in its entirety.

Table 4. SWOT matrix of the company’s Service Design and Transition process

STRENGHTS WEAKNESSES

»  The gate-based models work well in projects which » The Operational Beadiness Checklist is varyingly used in
follow waterfall methodologies development projects

»  The Operational Readiness Checklist can be adopted * The key roles for the developed service are nominated too
both for small and large development initiatives late

+  Project Managers are willing to use the Operational » The development often focuses excessively on technical
Readiness Checklist functionality of the service

+ Individual Tower Heads, Service and Release » Tests are not comprehensively performed or documented
Managers are trying hard to look after service
readiness * The project documentation is not delivered to production

* Handover of the services to production is not systematic

OPPORTUNITIES THREATS

« Improved quality of IT services « If pre-defined tools are not utilized in the development
projects, reporting and a holistic view towards

* Moderated workloads performance will be corrupted

+ Supported business objectives by IT « Increasing burocracy

+ Improved transparency between development and
operations

As seen in Table 4, a SWOT matrix consists of four components: Strenghts,
Weaknesses, Opportunities and Threats. Furthermore, Strenghts and Weaknesses are

internal factors while Opportunities and Threats are external ones.

As seen in the SWOT matrix, the identified strengths indicate that the company’s gate-
based models work well in projects which follow waterfall methodologies. In addition, the
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current Operational Readiness Checklist is applicable to different size projects, and the
Project Managers are willing to use the checklist. When it comes to the operational read-
iness, also Tower Heads and Service and Release Managers are working hard to look
after the service readiness.

On the other hand, the identified weaknesses indicate that the Operational Readiness
Checklist is not used in all the development projects or by all the Project Managers. In
addition, the operational side’s key roles, such as Service Manager, are too late nomi-
nated for the services. When it comes to the developed services themselves, in many
times, a holistic view is missing from their development. The development most often
concentrates on the technical functionalities of the services. In addition, the services are
not comprehensively tested before they are transferred to production. Neither, the project
documentation is created or handed over to production. Lastly, the handover of a service

from development into operation is not systematic.

The identified opportunities, in turn, show that by defining and deploying the Service
Design and Transition process, the quality of IT services could increase, workloads could
be more equal, IT would support business objectives more efficiently and transparency
between the development and operation sides could improve. The identified threats, in
turn, indicate that the Service Design and Transition process should be carefully adopted
in order to reach its benefits. In addition, burocracy may increase due to the Service
Design and Transition process and the implementation of the process may face re-

sistance in the company.

Table 5 below presents the available knowledge and industry’s best practices addressed
on the identified weaknesses from the current state analysis. The available knowledge

and best practices described in Table 5 are explored in Section 4.
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Table 5. Identified weaknesses addressed by available knowledge and industry’s best prac-
tices

Purpose of the Addressed Knowledge

Key Findings from CSA Reference in Section 4 and Best Practices

To explore best practices how to consider the
4.5.2 Operational Readiness operational readiness as an integral part of the
development projects.

The Operational Readiness Checklist is
varyingly used in development projects

To explore best practices to define the key
4.5.1 Key Roles in Development Projects roles that should be nominated in the Service
Design and Transition process.

The key roles for the developed services are
nominated too late

4.3 Service Design To explore best practices for defining the

4.3.1 Service Design Aspects Service Design and Transition process'
actions in every aspsct.

The development often focuses excessively

on technical functionality of the service
4.3.2 Service Design Activities

To explore best practices of the types of tests,
4.4.2 Service Validation and Testing and to involve them to the Service Design and
Transition process.

Tests are not comprehensively performed or
documented

To explore the purpose of Knowledge
4.4.3 Knowledge Management Management and to explore the knowledge
that should be delivered into production.

The project documentation is not delivered to
production

To explore best practices for handing a
4.4.1 Release and Deployment Management| service over from development into
preduction.

Handover of the services to production is not
systematic

As shown Table 5, most of the identified weaknesses are addressed by best practices
of Service Design and Service Transition defined by ITIL framework. In addition, availa-
ble knowledge of operational readiness and Project and Development Management are
explored in the following section to cover the identified weaknesses and have inputs for

building the proposal for this study.
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4 Available Knowledge and Best Practices of Service Design and Transi-
tion Process

In this chapter available knowledge and industry’s best practices are explored to define
a Service Design and Transition process, Service Design and Transition templates and
a roll out plan. Since, the Service Design and Transition process is a fundamental pro-
cess within the ITIL framework, this chapter mainly focuses on the best practices defined
by ITIL. In addition, process and project management methodologies are discussed to
cover the weaknesses identified from the current state analysis.

4.1 Overview

The purpose of this chapter is to describe the logic behind the selected knowledge and
best practices for Section 4, Available Knowledge and Best Practices of Service Design

and Transition Process. Figure 10 below illustrates the logic visually.

ITIL Lifecycle

Portfolio Management -
- ~
/i

\
f Project and Development Management methodologies :
| [11] :
| Scope of Section 4
Ideas 3 : L/
|
|
|
|

DDy g ——/—/—/—/|—/|—=

C Service Strategy s Service Design Service Operation )

Continual Service Improvement

Figure 10. Overview of Section 4

As illustrated in Figure 10, all the ideas and other development initiatives first enter a
funnel on their way to IT services. While being in the funnel, the ideas and other devel-
opment initiatives are prioritized and analysed according to best practices defined by a
company’s strategy. While being in the funnel, it is considered whether the ideas and
development initiatives are candidates for IT services. All the actions during the funnel
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are controlled by Portfolio Management, as shown in Figure 10. From best practice point
of view, the funnel covers Service Strategy stage from ITIL lifecycle.

If the idea is accepted into developed, Service Design and Transition process is followed
during the development. The Service Design and Transition process expands throughout
the five lifecycle stages of ITIL lifecycle but Service Design and Service Transition stages
of ITIL together form a core of the process. Usually, the development is conducted as a
project and hence, Project and Development Management methodologies are explored
in this section as well. In the following, the ITIL lifecycle is opened up.

4.2 Information Technology Infrastructure Library

Information Technology Infrastructure Library (ITIL) is a best-practice framework in Ser-
vice Management. Its main purpose is to give guidance on establishing and improving
Service Management capabilities in the framework adapting organizations. (Lloyd et al
2011: 21.) By improving Service Management, the goal of ITIL is to maximize the value

of services to the service providing organizations’ customers (Sanker 2012).

To assist the ITIL adapting organizations to deliver valuable services, the ITIL framework
includes descriptions of different organizational capabilities such as processes and func-
tions (Lloyd et al 2011: 22). In addition, ITIL includes implementation guidance, metrics
and success factors (Sanker 2012). However, ITIL is not a standard, conversely, it is a

framework which can be adopted according to the organization’s needs and maturity.

Moreover, the ITIL framework describes a lifecycle of an IT service. As Figure 11 below
indicates, the lifecycle is iterative and multidimensional, and it is divided into five lifecycle
stages: Service Strategy, Service Design, Service Transition, Service Operation and
Continual Service Improvement. (Axelos.com 2011: 33.) Furthermore, each lifecycle

stage includes different processes, activities and principles (Spencer 2018).

metropolia.fi/en Metropolia

University of Applied Sciences



29

Service Strategy Service Operation ST T )
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IT Service Continuity
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Management Management Management Regquest Fulfilment

Strategy Management
for IT Services

Service Catalogue
Management

Transition Planning and
Support
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Information Security Service Validation & ‘
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Supplier Management Change Evaluation Management W
Application
Management Processes

Design Coordination Functions

Technical Management

Figure 11. The ITIL lifecycle (Priyadharshini 2018)

Figure 11 describes the ITIL framework. The lifecycle of an IT service begins from the
core of ITIL framework: Service Strategy. The aim of Service Strategy is to design, de-
velop and implement Service Management to a service providing organization so that it
is a strategic asset for the organization. Service Strategy ensures that organizations are
able to handle risks and costs related to their Service Portfolios. Moreover, at Service
Strategy stage opportunities for growth and development are identified, selected and
prioritized. (Igbal et al 2011: 25.)

In the Service Design stage, the strategic business objectives are transferred into ser-
vices by designing and developing them. After the solution is developed, it is handed
over to the Service Transition stage, where it is introduced into live environment. When
the solution is in operation, the Service Operation stage manages and supports the so-
lution’s performance so that value for the customer and service provider is ensured.
(Lloyd et al 2011: 24.)

Finally, the Continual Service Improvement stage continuously improve the alignment of
services with changing business needs. The improvement possibilities of services are
continuously identified and implemented across all the other lifecycle stages. (Case et al

2011: 31.) Next, the Service Design stage is opened in more detail.
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4.3 Service Design

The main objective of Service Design is to design IT services that comply with the com-
pany’s governing IT processes, practices and policies in a way that the company’s strat-
egy is realized. Furthermore, the aim is to design the services so effectively that they
need minimal improvement during their lifecycle, and to facilitate the introduction of the
designed services into the live environment. (Lloyd et al 2011: 17.)

A formalized Service Design ensures that the designed services correspond with the
anticipated environment. Therefore, the designing of services should adapt incremental
and iterative approaches. Without a formalized Service Design, the services tend to
evolve organically by reacting to the environmental conditions without proper control.
Consequently, the services are not completely aligned with business needs, they are
prone to failures, expensive to run, and resources are going be wasted. (Lloyd et al 2011:
17.)

When designing IT services, a holistic approach should be adopted to the design. A
holistic approach during Service Design ensures that the IT services have all the func-
tional, management and operational requirements. Thereby, it is ensured that all the re-
guirements are developed as a fundamental part of the design. As a result, the IT ser-
vices have the required functionalities and quality, and they will be consistent and inte-
grated with existing services, processes and activities across the organization. (Lloyd et
al 2011: 31))

4.3.1 Service Design Aspects

To ensure that the IT services are designed and developed holistically, five aspects of
Service Design should be taken into account during the design. Moreover, these five
aspects should always be considered in conjunction with each other instead of consid-
ering them in isolation, meaning that when making changes on any of the aspects, the
impact of the change on all the other aspects must be reviewed simultaneously. (Lloyd

et al 2011: 31.) These five aspects of Service Design are described in Figure 12 below.
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S

Figure 12. Five aspects of Service Design (Lloyd et al 2011: 31-33)

As shown in Figure 12, the five aspects of Service Design are (1) Service solutions, (2)
Service management systems and tools, (3), Technology architectures and manage-

ment systems, (4) Processes, and (5) Measurement methods and metrics.

First, the Service solutions aspect stands for all the functional requirements of the de-
signed IT service. In addition, it considers all the resources and capabilities needed to
build the IT service (Myitstudy.com 2013). Second, by considering the Service manage-
ment systems and tools aspect, it is ensured that the designed IT service will be con-

sistent with all the existing services and vice versa. (Lloyd et al 2011: 32-33.)

Third, the Technology architectures and management systems aspect looks after that
the developed service is consistent with the existing technology architecture and man-
agement systems. In addition, it is ensured that the technology architecture and man-
agement systems have the required capability to operate and maintain the upcoming IT

service.

Next, by considering the Process aspect, all the processes, roles, responsibilities and
required skills will be in place to support, operate and maintain the designed service.
Finally, the Measurement methods and metrics aspects ensures that existing measure-
ment methods are applicable for the designed IT services when being in live environ-
ment. (Lloyd et al 2011: 33.)

Furthermore, the successful provision of IT services requires an appropriate level of de-
sign and planning to determine the processes, services and projects which will have the
greatest impact, or the contrary, the greatest benefit to the business. Thus, risk assess-
ment should be considered as an integral part of every action throughout all the Service
Design aspects. (Lloyd et al 2011: 34-35.)
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To dig deeper into to the five aspects of Service Design, Table 6 below opens the Service
Design aspects in more detail and concrete level.

Table 6. Service Design aspects (Lloyd et al 2011: 43)

‘ Aspect Description
Business Process All the functional needs of the service to be defined
Service The delivered service itself
SLAS/SLRs The documents agreed with the customers in which the scope,

level and quality of the service are specified

Infrastructure All the necessary IT equipment in order to deliver the service

Environment The environment needed to operate and secure the infrastruc-
ture

Data The data required to support the service

Applications The software applications required to manipulate the data

Support Services The services necessary to support the operation of the service

OLAs and Contracts | The underpinning agreements necessary in order to deliver the

quality of the service agreed within the SLA

Support Teams All the internal support teams that prove second- or third-line

support for the service

Suppliers All the external third parties necessary to provide third- and

fourth-line support for the service

Table 6 describes the aspect that must be considered during Service Design in order to
design a comprehensive, effective and quality service that meets the needs of the busi-
ness. Like the five aspects of Service Design described in Figure 12, these aspects
should always be integrated with each other instead of considering them in isolation.
(Lloyd et al 2011: 43.)
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4.3.2 Service Design Activities

The Service Design activities are needed either as a consequence of changes in busi-
ness needs or needs to improve existing services. To ensure that all the design aspects
are considered during the design, and therefore to ensure that the introduction of the
service to live environment is smooth, as well as the operation of the service, many ac-
tivities must be completed during Service Design. (Lloyd et al 2011: 47, 52.) Table 7
describes the activities that should be considered during Service Design.

Table 7. Service Design activities (Lloyd et al 2011: 56-57)

‘ # ‘ Service Design activities according to ITIL ®

1 | Analyzing the agreed business requirements

2 | Reviewing the existing IT services and infrastructure

3 | Designing the service according to the agreed requirements

4 | Incorporating the contents of the Service Acceptance Criteria (SAC) to the design

5 | Agreeing the budget and expenditures of the design

6 | Re-evaluating the Total Cost of Ownership (TCO) of the service

7 | Re-evaluating the expected business benefits of the service, including the Return

on Investment (ROI)

8 | Agreeing the actual service, its targets in a form of Service Level Requirements

(SLR) and outcomes

9 | Checking that the service is consistent with the organization, IT strategies, poli-

cies, architecture and plans

10 | Ensuring that an appropriate corporate, IT governance and security controls are

in place for the service

11 | Assessing the Operational Readiness (security, availability, continuity of the ser-

vice, capability and maturity of the business and IT)

12 | Assembling the Service Design Package (SDP)

13 | Agreeing the necessary supplier and supporting agreements to maintain and de-

liver the service
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4.4 Service Transition

The objective of Service Transition is to build, test and deploy a release into live environ-
ment within the predicted quality, cost and time scale by managing and coordinating the
processes, systems, functions and resources. Moreover, the objective of the Service
Transition stage is to ensure that the deployment causes a minimal unpredicted impact
on the services being in live environment. In addition to deploying the service itself, the
Service Transition stage is responsible for deployment of knowledge, training, release
documentation and communication. (Lacy et al 2011: 38-39). The Service Transition
stage includes seven processes. Below, the three most valid processes for this study are

explored in more detail.

4.4.1 Release and Deployment Management

The goal of Release and Deployment Management is to deploy any release into produc-
tion as specified by Service Design. Furthermore, Release and Deployment Manage-
ment aims to establish any release so that it delivers value to the customer and accom-
plish all the stakeholders’ requirements. Therefore, Release and Deployment Manage-
ment also has a responsibility to define and agree a release plan, ensure that the release
is built, tested and deployed efficiently and on time, ensure that the services in production
are affected by a minimal unpredicted impact, and to ensure that knowledge and skills

are transferred to operations. (Lacy et al 2011: 152.)

The deployment of any release can be done in multiple ways, and each release or de-
ployment must be uniquely identified. “A release unit” is a commonly used concept to
describe the portion of the released service that is released at once. When deciding the
scope of the release unit, the ease of the deployment, the amount of time and resources
needed for the deployment, the complexity of interfaces between the new and existing
services and IT infrastructure, and the storage available for the deployment must be
considered. (Lacy et al 2011: 154.)

Moreover, the most common options for deploying releases are “big bang” and phased
deployment. In “big bang”, the release is deployed to all organization’s user areas at
once. The application changes are often deployed as “big bang”. In the phased deploy-
ment, in turn, the release is initially deployed only to a chosen part of the user base, after

which the operation is repeated for all subsequent parts according to a pre-defined and
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scheduled roll out plan. The phased deployment is commonly used for releasing new
services to the organization. (Lacy et al 2011: 152.) Figure 13 below illustrates the
phased deployment across multiple geographical locations.

Figure 13. A phased roll out across multiple geographical locations (Lacy et al 2011: 156).

Release 3

Figure 13 describes how the phased deployment is often conducted in organizations that
have multiple geographical locations. In such organizations, the phased deployment usu-
ally starts from the head office of the organization, after which the other branches, in-
cluding a pilot branch, follow. What is notable in such deployments, the new and old
versions of the release must work concurrently, since the deployment to multiple loca-

tions might take a remarkably long time. (Lacy et al 2011: 157.)

4.4.2 Service Validation and Testing

The goal of the Service Validation and Testing process is to ensure that the developed
services provide value to the customers and their business. Therefore, the Service Vali-
dation and Testing process aims to plan and implement a validation and test process to
ensure the quality of the release, and to identify and assess risks and errors throughout
Service Transition. The types of test that are used to verify whether the service meets all
the stakeholders’ requirements for supporting, managing and operating the service are
presented in Table 8 below. (Lacy et al 2011: 207.)
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Table 8. Test types (Bmc.com 2016)

‘ Test Type Purpose

Utility Testing To determine whether the service will deliver the
required functionality

Warranty Testing To determine whether the service will deliver the
required level of availability, capacity, security,
and continuity

Usability Testing To determine whether the service will be usable
by all the potential users

Contract and Regulation Testing | To determine whether the service will conform to
applicable regulatory and contract requirements

Operational Readiness Testing | To determine whether the support functions, in-
cluding the Service Desk, are staffed and trained
to support the service

As shown in Table 8 above, the test types are Utility testing, Warranty testing, Usability
testing, Contract and Regulation testing, and Operational Readiness testing. (Bmc.com
2016.) Before performing any of them, it is important first to collect all the likely user
groups, and after that to test all the aspects of the service with these users (Lacy et al
2011: 226).

4.4.3 Knowledge Management

Knowledge Management is an entire service lifecycle-wide process which ensures that
the right information is available in the right place at the right time. Furthermore, it ena-
bles organizations to make informed decisions, and to reduce the need of rediscovering
knowledge which already exists. (Hyvonen 2018.) When conducting Knowledge Man-
agement appropriately, it is a powerful asset across the entire organization, since
through the process data, information and knowledge are effectively shared between
both individuals and teams (Lacy et al 2011: 257).

An organized Knowledge Management process maintains a central repository, a Service
Knowledge Management System (SKMS). The main components of SKMS are Config-
uration Management System (CMS) and Configuration Management Database (CMDB).

Hence, the SKMS includes for example the experience and skills of staff, organization’s
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performance figures, and requirements, abilities and expectations of suppliers and part-
ners. (Lacy et al 2011: 259.)

The Knowledge Management process is significant especially within the Service Transi-
tion stage. A successful transition of knowledge trains the users, Service Desk, suppliers
and support teams to understand the new or changed service. In addition, knowledge
transfer is essential to achieve operational readiness, delivering the errors, workarounds
and faults appeared before deployment, and capturing testing information and the entire
implementation of the service. (Lacy et al 2011: 257-258.)

4.5 Project and Development Management

The design of new or changed IT services should be done according to a structured
approach. Therefore, the significant changes to which the Service Design activities are
adopted, are always conducted as projects. The projects, in turn, should be carried out
according to each organization’s individual Project and Development Management prac-
tises, which are commonly controlled by the Development Management Office (DMO) or
the Project Management Office (PMO) (Huovinen et al 2015: 102).

Moreover, each project must be individually classified, since the difficulty, targets, dura-
tion, budget and staffing vary in every project. On the other hand, the business case
validity, goals, scope, constraints, timetables, costs, tasks, deliverables, resources, qual-
ity, risks and compliance with Enterprise Architecture must be managed in each project.
(Huovinen et al 2015: 102-103.)

In addition, each project needs to have an appropriate management model, Steering
Group and project plan. The project plan should describe the roles and responsibilities,
Project Management methods, must-have deliverables, documentation methods, own-
ers and other stakeholders, Key Performance Indicators (KPIs) and reporting practices.
(Huovinen et al 2015: 108.) Following, the key roles in the development project are ex-

plored.
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4.5.1 Key Roles in Development Projects

To successfully conduct a development project, the roles and responsibilities must be
defined at early stage of the project. Furthermore, it is recommended that the roles are
nominated at latest in the Planning stage (Huovinen et al 2015: 106). When it comes to
the roles and responsibilities, they often vary between different organizations, depending
on the volatility and size of the organization. However, it is important that the roles are
clearly defined and scoped for every organization. (Lloyd et al 2011: 327.)

The key roles within the development projects are Project Owner and Project Manager.
The Project Owner has the responsibility of the progress and quality of the project and
has the main responsibility for tracking that the business benefits are realized. In addi-
tion, the Project Owner is responsible for approving the project deliverables. Project Man-
ager, in turn, is responsible for the daily project management by ensuring that the project
is completed on the right time and schedule. In addition, Project Manager is responsible
for the project management communication and it ensures that the agreed deliverables

of the project are produced. (Huovinen et al 2015: 104-106.)

In addition to Project Owner and Project Manager, the development projects need other
roles as well to successfully complete the project. Typically, these roles include repre-
sentatives from the end-user side (Key User), Service Owner, Service Manager, Process
Owners, Technical Lead and people responsible for quality assurance, communication,

training, testing and competence development. (Huovinen et al 2015: 106, 141.)

4.5.2 Operational Readiness

The purpose of Service Design is to design new or changed services. Service Design
must adopt a holistic approach in designing, and hence, various perspectives from dif-
ferent stakeholders should be incorporated into designing. Service Transition, in turn,
ensures that the transition of the designed services into a live environment is as smooth
as possible. In addition, the aim of Service Transition is to ensure that the service meets

a predefined criterion of operational readiness. (Huovinen et al 2015: 141, 148.)

Operational readiness means a state that is moved forward incrementally throughout the
project lifecycle by performing various tasks and creating desired deliverables. By con-

sidering the operational readiness as an integral part of the project lifecycle, the project
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team ensures that the operating, live environment, is prepared to accept and support the
changes that result from the project. (Gardner 2001.)

Understanding of the operational requirements of the service enables setting the appro-
priate objectives for Service Transition. Therefore, it is ensured that all the activities re-
quired for achieving the operational readiness can be planned, listed, managed and re-
sourced during Service Design. The activities can be listed as an Operational Readiness
Checklist and managed through a service acceptance gate approach. (Huovinen et al
2015: 148.) Figure 14 below illustrates how the operational readiness can be managed
during Service Design.

Operational Readiness Checklist
(Designed and Maintained by SMO)

Develop Operational

Service Integration

Validate Operational

Service Operations

Ensure efficient delivery
Yes of services according to

Passed? _’ defined service levels,

Readiness of changes,
releases and project
rollouts before their
transition into
Service operations

Readiness according to
predefined operational
readiness criteria

(Operational Readiness

checklist)

support model and
service delivery
processes

No

t

Figure 14. Operational Readiness as part of Service Design (Huovinen et al 2015: 149)

As shown in Figure 14, the operational readiness activities can be listed as an Opera-
tional Readiness Checklist, which is designed and maintained by Service Management
Office (SMO). The operational readiness is developed according to the activities defined
in the Operational Readiness Checklist. Service Integration is responsible for validating
the operational readiness which can be done through service acceptance gates. If the
service acceptance gate is accepted, the project can proceed to following stage. If not,
the project can be rolled-back to previous stage to close the observed gaps. Once all the
service acceptance gates are passed, the service can be launched into a live environ-
ment. (Huovinen et al 2015: 148.)
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4.6 Conceptual Framework

The available knowledge and industry’s best practices explored in Section 4 were used
to build the proposal for this study and to simultaneously address the key findings from
the current state analysis. The explored knowledge and best practices are compiled in a

conceptual framework, which is described in Table 9 below.

Table 9.

best practices)

Key Findings from CSA

Addressed Topic from Literature

Reference in Section 4

Conceptual framework of the study (based on the selected knowledge and industry’s

How the Literature Source is Used?

Service Design (ITIL) - The purpose of 4.3 Service Design
The development often focuses | o ico pesign is to design and develop IT ) ) To define all the Service Design
excessively on technical senvices for live environment (Lloyd et al, 4.3.1 Senvice Design Aspects aspects
functionality of the service 2011).

4.3.2 Service Design Activities

EES AR M3 INEEIERELY 4.4.2 Service Validation and Testing | To define the types of tesis
performed or documented

Service Transition (ITIL) - The purpose of

Senvice Transition is to transfer the designed
The project documentation is not | IT services to production while protecting the To define what knowledge should be

y . ) . . ) 4.43 Knowledge Management . .

delivered to production live environment from disruption (Bmc.com, delivered to production

2016; Lacy et al, 2011)
Handover of the services to 441 Release and Deployment To create a roll out plan for the Service
production is not systematic ’ Management Design and Transition process
The key roles for the developed | Project and Development Management - | . Key Roles in Development ;z fffﬂ:é",fnfg’vﬁﬁ':ﬁ ITLTDT::;EDSUI ’
service are nominated too late The development of IT services should be Projects 3

done according to agreed practices within be nominated
The Operational Readiness the agreed resou_rces‘ time _frame and value To embed the development of
Checklist is varyingly used in creation expectations (Huovinen et al, 2015) 4.5.2 Operational Readiness operational readiness an integral part
development projects of development projects

As shown in Table 9, the conceptual framework of the study consists of three topics from
literature, which are Service Design, Service Transition, and Project and Development

Management. All the topics are based on best practices defined by the ITIL framework.

First, the industry’s best practices regarding Service Design were inspected to find out
the Service Design principles, and to understand the considerable actions and activities
when designing IT services. Second, best practices of Service Transition were investi-
gated. Within the Service Transition topic, best practices of Release and Deployment
Management and knowledge transfer were explored, as well as the types of tests when
testing IT services. Third, best practices of Project and Development Management were
inspected. More detailed, best practices of development project roles, operational read-

iness and project classification were explored within the third topic.
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Next, the building of the proposal based on the current state analysis and existing
knowledge is described.
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5 Building Proposal for Service Design and Transition Process

This section covers building the initial proposal for the company. The proposal consists
of three entities: (1) a Service Design and Transition process model, (2) Service Design
and Transition process templates and (3) a roll out plan for the defined Service Design
and Transition process. First, the steps taken to build the proposal are presented, after
which the key findings made during this study are described. Finally, the actual proposal
is created.

5.1 Steps for Building the Proposal

The purpose of this chapter is to describe the logic of building the initial proposal for this

study. Figure 15 below illustrates the steps taken for building the proposal.

Available

Current State Analysis Knowledge and Proposal

Workshops Proposal

(Section 3) B?gfe gtriggtigfs (Section 5)

Figure 15. Steps for building the proposal

As seen from Figure 15, the proposal for this study was built in four steps. First, the
current state of the company’s Service Design and Transition process was examined
(Section 3, Data 1). Second, the available knowledge and industry’s best practices were
explored based on the findings from the current state analysis (Section 4, Conceptual
Framework). Third, proposal workshops were held with an external IT Service Manage-
ment expert to build an optimal proposal for the company (Section 5, Data 2). Figure 16

below presents the content and purpose of the steps in more detail.
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Figure 16. The contents of the proposal building steps
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Figure 16 presents the content of the proposal building steps. First, Data 1 was collected
from the current state analysis through examining the company’s internal documentation
and interviewing the company’s selected Service, Project and Release Managers. Data
1 revealed the strengths and weaknesses of the company’s current Service Design and

Transition process. The identified weaknesses are shown in Figure 16 above.

Second, the explored knowledge and best practices were chosen based on the identified
weaknesses in the current state analysis. The exploring focused on the best practices of
Service Design and Service Transition defined by the ITIL framework. In addition, avail-
able knowledge of Project and Development Management, including Operational Read-

iness was explored.

Third, based on the studied topics, the contents of the proposal workshops were formed.
The workshops were held with an external IT Service Management expert regarding the
best practices for defining Service Design and Transition process, Service Design and
Transition templates, and creating a roll out plan for the defined process. Finally, based
on all the mentioned steps, the proposal for the study was built. Following, the key find-

ings from each step are presented.

5.2 Key Findings for Building the Proposal

This chapter presents all the key findings made during this study that have had an impact
on the proposal. The key findings are presented according to the proposal building steps:
Current State Analysis of the Company’s Service Design and Transition process, Avail-
able Knowledge and Best Practices for Defining Service Design and Transition Process

and Data 2 presented in Section 5.

5.2.1 Key Findings from the Current State Analysis

The current state analysis in Section 3 was conducted by examining the company’s in-
ternal documentation and by interviewing the company’s selected Service, Project and
Release Managers. The examination of the company’s internal documents provided an
understanding of the company’s IT Operating Model, Development Project Management

model, the current Operational Readiness Checklist and the company’s roles across the
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lifecycle of an IT service. The held interviews, in turn, revealed the strengths and weak-

nesses of the company’s current Service Design and Transition process. The key find-

ings are presented in Table 10 below.

Table 10. Key findings from the Current State Analysis (part of Data 1)

‘ Strengths

The gate-based models work well in pro-
jects which follow waterfall methodolo-
gies

Weaknesses

The Operational Readiness Checkilist is
varyingly used in development projects

The Operational Readiness Checklist
can be adopted both for small and large
development initiatives

The key roles for the developed service
are nominated too late

Project Managers are willing to use the
Operational Readiness Checklist

The development often focuses exces-
sively on technical functionality of the ser-
vice

Individual Tower Heads, Service and Re-

Tests are not comprehensively performed

lease Managers are trying hard to look af- | or documented

ter service readiness

The project documentation is not deliv-
ered to production

Handover of the services to production is
not systematic

Table 10 presents the strengths and weaknesses of the company’s current Service De-
sign and Transition process. The results were given by the company’s Service, Project
and Release Managers in the current state analysis. They are opened in more detail in

Section 3.

In the current state analysis, the interviewees also provided valuable insights on the ac-
tivities that should be considered within a Service Design and Transition process. These
activities were targeted especially for the company’s context and they were given based
on the interviewees’ personal experience. These findings include to Data 1 of the study,

and they are presented in Table 11 below.

Metropolia

University of Applied Sciences

metropolia.fi/en



46

Table 11. The company’s Service, Project and Release Managers’ insights on the considerable
activities within a Service Design and Transition process (part of Data 1)

1 | Roles and responsibilities must be nominated in the beginning of the project

2 | A project documentation must be prepared by the project team

3 | Users and key users must be trained

4 | Knowledge Articles, user instructions and user manuals must be created

5 | The new service solution must be added into CMDB

6 | IT Service Management tool must be updated

7 | The service must be thoroughly tested, including scenarios, functionalities, re-

gression, integrations, performance, user acceptance and loads

8 | Businesses requirements should be comprehensively collected and validated

9 | The benéefits the service is expected to deliver should be clarified

10 | A key user network should be established

Table 11 shows the key findings from the company’s Service, Project and Release Man-
agers’ interviews regarding the actions to be considered within a Service Design and
Transition process. The findings indicate that the roles and responsibilities for the devel-
oped service must be nominated early enough, a project documentation must be pre-
pared by the project team, users must be trained, Knowledge Articles and user manuals
must be created, CMDB and IT Service Management tool have to be updated, the de-
veloped service must be thoroughly tested and business requirements must be compre-

hensively collected and validated, as well as the expected benefits of the service.

5.2.2 Key Findings from Available Knowledge and Best Practices

In chapter (4.3) Service Design it was noted that a holistic approach should be adopted
when designing IT services to ensure that the designed services have the desired func-
tionalities and quality, and they are consistent and integrated with existing services, pro-
cesses and activities. The five aspects that must be considered during Service Design

were described in chapter (4.3.1) Service Design Aspects. They are: Service solutions,

metropolia.fi/en Metropolia

University of Applied Sciences



47

Service management systems and tools, Technology architectures and management
systems, Processes and Measurement methods and metrics. In following chapter, the
practical Service Design activites were described (4.3.2) Service Design Activities. All of
these aspects and activities will be taken into account when building the proposal for the
Service Design and Transition process.

In chapter (4.4.2) Service Validation and Testing the types of test were mentioned: utility,
warranty, usability, operational readiness and contract and regulation testing. The key
roles of development projects, in turn, were noted in chapter (4.5.1.) Key Roles in
Development Projects. They are Project Owner, Project Manager, Key User, Service
Owner, Service Manager, Process Owners, Technical Lead and people responsible for
guality assurance, communication, training, testing and competence development. The
types of tests and the key roles are considered in the proposal for Service Design and

Transition process.

In chapter (4.4.1) Release and Deployment Management, the two most common release
and deployment methods were noted, which are “big bang” and a phased approach. In
the phased approach, the release is initially deployed only to a chosen part of the user
base, after which the operation is repeated for all subsequent parts according to a pre-
defined and scheduled roll out plan. This approach will be used for building the proposal

for the roll out plan of Service Design and Transition process in this study.

5.2.3 Results of the Proposal Building Workshops

In the proposal building stage, three workshops were held with an external IT Service
Management expert who has plenty of experience on defining a Service Design and
Transition process. The purpose of the workshops was to assess and combine the key
findings made during the study with the best practices based on the IT Service Manage-
ment expert’s experience. Thereby, the objective of the workshops was to build an opti-

mal proposal for the company.

In the first two proposal building workshops, the Service Design and Transition process
model was formed by specifying the Service Design and Transition actions and setting
them along the company’s Development Project Management model. In addition, the
Service Design and Transition templates were defined accordingly. Finally, in the third

workshop, the roll out plan for the defined process was created.
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5.3 Proposal

In this chapter, the initial proposal is presented in three separate parts: (1) Service De-
sign and Transition process model, (2) Service Design and Transition templates, and (3)
Roll out plan.

5.3.1 Service Design and Transition Process Model

The initial proposal for the Service Design and Transition process was created through
continuous collaboration with an external IT Service Management expert. Moreover, the
proposal was built by combining the activities from the company’s current Operational
Readiness Checklist with the IT Service Management expert’s expertise and experience,
the explored knowledge and best practices, collected data and conducted analysis.
Therefore, the proposal for the Service Design and Transition process model was cre-

ated through several iterations.

The created proposal for the Service Design and Transition process model is a full ver-
sion, meaning that it includes all the possible Service Design and Transition process
activities designed for the company’s environment. In other words, the proposed Service
Design and Transition process model can be adopted especially in projects, in which
large scale development initiatives are developed. Nevertheless, the process model can

be scaled for any size of development initiatives.

Moreover, the purpose of the proposed Service Design and Transition process model is
to act as a guideline for project teams and give them guidance when preparing new and
changed services for live environment. In other words, the purpose of the proposed Ser-
vice Design and Transition process model is not to slow the development projects down

or slavishly force the project teams to follow each action in the process model.

The initial proposal for the Service Design and Transition process model is presented in

Figure 17 below.
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Figure 17. Initial proposal for the Service Design and Transition process model
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Figure 17 presents the initial proposal for the Service Design and Transition process
model. As shown, the proposed Service Design and Transition process actions have
been spread along the company’s Development Project Management model. As a result,
it is ensured that the operational readiness of the company’s new and modified services
is considered as an integral part of development projects. Thereby, it is also prevented
that the tasks do not accumulate to the end of the project, as identified to happen in the
current situation. The Service Design and Transition process actions were defined and
set along the project phases by utilizing the information obtained from chapters (4.3.3)
Service Design Activities, (5.2.1) Key Findings from the Current State Analysis and
(5.2.3) Results of the Proposal Workshops.

Furthermore, the proposed Service Design and Transition process ensures that the key
roles for the service are nominated at early stage of the development projects. By nom-
inating the key roles at the Initiation phase as proposed, it is guaranteed that the support
teams from the operational side are conscious of the upcoming service, and therefore
are prepared to appropriately support the service. In addition, as a result, they have the
visibility to the service when being in development and possibility to influence the service
before it is transferred to production. The key roles were defined according to section
(4.5.1) Key Roles in Development Projects, (5.2.1) Key Findings from the Current State
Analysis and (5.2.3) Results of the Proposal Building Workshops.

The proposed Service Design and Transition process model also ensures that the design
of the new or changed service is holistic. Hence, it is ensured that the developed services
are consistent with the company’s environment. When in the current situation the design
was focusing mostly on the technical functionalities of the service, the proposed Service
Design and Transition process model also considers the architecture, infrastructure, sup-
port model, impact, risks, suppliers, agreements and contracts of the developed services.
The aspects of holistic design were explored in chapters (4.3.1) Service Design Aspects,
and (4.3.2) Service Design Activities, (5.2.1) Key Findings from the Current State Anal-
ysis, and (5.2.3) Results of the Proposal Workshops.

Moreover, the proposed Service Design and Transition process guides the project teams
to comprehensively test the developed service before its deployment to live environment.
Guidance is also given to appropriately document the test results, when previously the
testing was not comprehensively performed nor documented. The types of tests and test

methods were defined according to the chapters (4.4.2) Service Validation and Testing,
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(5.2.1) Key Findings from the Current State Analysis, and (5.2.3) Results of the Proposal
Workshops.

Lastly, the proposed Service Design and Transition process ensures that the service-
related knowledge gained during the development projects is available for the operations
side. As explored in chapters (4.3.3) Knowledge Management, (5.2.1) Key Findings from
the Current State Analysis and (5.2.3) Results of the Proposal Building Workshops, the
documentation to be created and then transferred from development to production in-
cludes instructions, guidelines, Frequently Asked Questions (FAQ) and Knowledge Arti-
cles. In addition, the knowledge transfer covers the training and preparation of the up-

coming users and suppliers of the service and the company’s Service Desk.

5.3.2 Service Design and Transition Templates

Like the Service Design and Transition process model, the initial proposal for the Service
Design and Transition templates was created in the proposal building workshops by com-
bining the IT Service Management expert’s expertise with the explored knowledge and

best practices in chapter (4.3.3) Knowledge Management.

The purpose of the proposed Service Design and Transition templates is to support and
guide the project teams to prepare the project documentation. As a result, the knowledge
gained during the development projects will be documented and handed over to produc-
tion. Thereby, it is ensured that the production side’s support teams are aware of all the
aspects of the upcoming services and they have the visibility to the steps taken during
the development. In addition, as a result, the support teams, including the Service Desk,

can support the services and the end users know how to use them.

Like the Service Design and Transition process model, the Service Design and Transition
templates are aligned with the company’s Development Project Management model. In
that way, the project teams are instructed when a certain document’s preparation is rec-

ommended to be started.

Figure 18 below shows the initial proposal for the Service Design and Transition process

templates.
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Project Phases
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m FrojectiZing DevEIopment Validaﬁon
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Impact Analysis

Contact Details
Non-Functional Testing Plan
Knowledge Transfer to AskIT
Decommission Plan, Troubleshooting Guide, Business Continuity Plan
Governance model
Hyper Care Plan
Report models (KPI/Finance)

Figure 18. Initial proposal for the Service Design and Transition templates
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5.3.3 Roll Out Plan

The initial proposal for the roll out plan of the proposed Service Design and Transition
process was created in the proposal building workshops based on the explored best
practices in the chapter (4.4.1) Release and Deployment Management and the IT Ser-
vice Management expert’s insights. The initial proposal is presented in Figure 19 below.

Q1/19 Q2/19 Q3/19 Q4/19 Q1/20
Apr May Jun Jul Aug Seb Oct Nov Dec

Jan Feb Mar Jan Feb Mar

*

The rest of Central and
North Europe
South Europe, Middle
East and Africa
3 Asia Pacific and Greater
China

Figure 19. Initial proposal for the roll out plan of the Service Design and Transition process

As shown in Figure 19, the roll out of the Service Design and Transition process is pro-
posed to be executed according to a phased approach, as explored in the chapter (4.4.1)
Release and Deployment Management. The roll out phases are divided according to the

regions in which the company has its operations.

The first proposed step within the roll out of the Service Design and Transition process,
is setting up the project organization. In the setup, the project team is chosen and trained
for the process. In addition, a Proof of Concept (POF) trial is carried out during the setup.
In the POF, it is tested whether the created Service Design and Transition process is
valid for the company by ensuring that the process works in the company’s environment.
In addition, an approval for the proposed Service Design and Transition templates is
attained in the POF.

After the project organization has setup and the POF has successfully performed and
approved, the actual roll out will start. The roll out is proposed to start from the company’s
headquarters in Finland, as explored in the chapter (4.4.1) Release and Deployment

Management. After the process is successfully deployed in Finland, it is proposed that
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the roll out is executed for the rest of the regions in the following sequence: the rest of
the Central and North Europe, the Americans, South Europe, Middle East and Africa,
and finally Asia Pacific and Greater China.

Moreover, it is proposed that the Service Design and Transition process is deployed only
for the upcoming development projects. In other words, the ongoing development pro-
jects are excluded from the scope of the deployment and can be finished according to
the existing methodologies.

5.4 Expected Benefits of the Proposal

The objective of this study was to propose a Service Design and Transition process
model for the company so that it is aligned with the company’s Development Project
Management model. When comparing the built proposal to the objective of this thesis,
the objective can be stated to be met. The expected benefits of the proposal are pre-

sented in Figure 20 below.

Key Findings from CSA ‘ Proposal | Expected Benefits

The Operational Readiness Cheacklist is The development of IT services is structured and
varyingly used in development projects " standardized across the company

The key roles for the developed services are The new and modified IT services are high-quality and they
nominated too late " face a minimal number of outages when being in production

The new and modified IT services have the required
3. functionalities and they are consistent and integrated with
existing IT services, processes and other activities

The development often focuses excessively The Service Design and
on technical functionality of the service Transition process model

Tests are not comprehensively performed or Support teams are able to support the new and modified IT

documented " services by having appropriate knowledge and skills
Handover of the services to production is not 5 The end users know how to use the new or modified IT
systematic © services

The project documentation is not delivered to | The Service Design and The project documentation is produced and knowledge is
production Transition templates " transferred to production

Figure 20. Summary of the expected benefits of the proposal

As described in Figure 20, the proposal for the Service Design and Transition process
model is expected to ensure that the development of IT services is structured and stand-
ardized across the company. As a result, the transition of IT services from development
to production is expected to be smooth. In addition, it is ensured that the operational

requirements for the services are considered as an integral part of each development
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project. Thereby, it is ensured that the company will have the required operational read-
iness to accept and support the changes resulting from the development projects.

The required operational readiness, in turn, is reached by transferring the knowledge
gained during development to operations concurrently with the service. The proposed
Service Design and Transition templates are expected to support the preparation of the
project documentation, and therefore the knowledge transfer. As a result, the operational
support teams, including the Service Desk, have the appropriate knowledge and skills to

support and manage the services and the end users know to use the services.

In addition to the knowledge transfer, the operational readiness is ensured by designing
and developing the services holistically and testing them before going live environment.
As a result, the developed services will be high-quality. Therefore, they are expected to
face minimal number of outages when being in production and have all the desired tech-
nical, operational and management functionalities. In addition, the services are expected
to be consistent with the company’s environment by having the required integrations with

the existing services, processes and activities.

As an ultimate benefit it is expected that the developed services will support the com-
pany’s business. Next, this initial proposal is validated through feedback from the Service

Managers in the following section.

metropolia.fi/en Metropolia

University of Applied Sciences



56

6 Validation of the Proposal

This section validates the initial proposal built in Section 5. First, an overview of the val-
idation stage is presented. Following, the results of the validation of Service Design and
Transition Process model, Service Design and Transition templates and the roll out plan
are described. Finally, the final proposal is built with consideration of the validation re-

sults.

6.1 Overview of the Validation Stage

In the validation stage the proposal was presented to the company’s Service Managers
to gather feedback on the proposal. Based on the validation results, the proposal was
iteratively enhanced with the company’s internal IT Service Management expert. The
purpose of the validation was to ensure that the proposal meets the company’s expec-
tations and requirements for it. Figure 21 below presents the steps of the validation

stage.

Feedback on the Enhancements to

Proposal (Data 3, the Proposal Final Proposal
Section 6) (Section 6)

Proposal (Section 5)

Figure 21. Overview of the validation stage

As shown in Figure 21, the validation was conducted in four steps. First, the proposal for
the Service Design and Transition process model, the Service Design and Transition
process templates and the Service Design and Transition process’ roll out plan were
assessed by the company’s two internal Service Managers. The gathered data form Data
3 of this study, as described in Table 1 and Figure 2, Research Design in Section 2. After
the validation data was collected, the final proposal was built with consideration of the

validation results.
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6.2 Key Findings of Validation

In the validation of the proposal for the Service Design and Transition process model, it
was verified that the proposed process model is aligned with the company’s Develop-
ment Project Management model. In addition, it was noted that the proposed process
model will provide guidance and clarification to multiple obscurities the company is cur-
rently facing, such as clarification on agreement of run costs of the service and decom-
missioning of services. In addition, it was stated that the process successfully ensures

that the IT-related actions are considered early enough the development projects.

According to the feedback given by the Service Managers, some actions may be consid-
ered too early within the Service Design and Transition process model. Especially, the
action points of creating a service or application to CMDB, involving Service Manager in
the development project, filling in the SLA/OLA templates and measuring the IT service

performance were noted in this context.

In addition, some actions were suggested to be added to the process model: (1) action
point of making a decision of how the service performance will be monitored and meas-
ured when being in production, (2) reviewing the nominated roles in the Validation stage,
since the roles might change during a long project, (3) adding Service Requests in sup-
port documentation, (4) an action point of creating a plan how to collect the Knowledge
Articles from various stakeholders and (5) an action point of planning trainings for the

service also in a longer run.

Finally, the defined Service Design and Transition templates were stated to be very use-
ful, and according to the other Service Manager, the templates were already asked to be

taken into use by the company’s internal and external project teams.

The final version of the Service Design and Transition process model is provided in Ap-
pendix 11, since only minor changes were made to the initial proposal. The final proposal
was created based on the initial proposal, with consideration of the validation results.

The changes to the initial proposal were conducted in the validation stage.

In the next section, the summary and conclusions of the study are provided.
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7 Summary and Conclusions

This section provides the summary and conclusions of the thesis. The section consists
of four parts which are an executive summary, next steps of the proposal, evaluation of
the thesis and final words.

7.1 Executive Summary

Nowadays, digitalization is significantly changing the role of IT in every industry. More-
over, the role of IT has become so remarkable for organizations that the business suc-
cess has been recognized to be dependent on how well IT succeeds to be a business
enabler. Therefore, continuous and effective development of IT services for business is

the cornerstone for every competitive organization.

This thesis was carried out as part of a real-life business project run by the company’s
Service Management Office (SMO). The aim of this thesis is to smoothen the transition
of the new and maodified IT services from development to production by improving the

operational readiness of the company.

The objective of the thesis was to propose a Service Design and Transition process for
the company which is aligned with the company’s Development Project Management
model. The outcome of this study consisted of a proposal with three parts: (1) a Service
Design and Transition process model which is aligned with the company’s Development
Project Management model, (2) Service Design and Transition templates, which support
the preparation of the development projects’ documentation, and (3) a roll out plan for

the defined Service Design and Transition process model.

This thesis was conducted in seven stages. The project started by familiarizing with the
business challenge and for setting the objective for the study. In addition, the outcomes

of the study were defined during the first stage, as well as the scope of the thesis.

In the second stage, a current state analysis was conducted to investigate the current
state of the company’s Service Design and Transition process. The current state analysis
was performed by investigating the company’s internal documentation and by interview-

ing the company’s Service, Project and Release Managers. The key findings from the

metropolia.fi/en Metropolia

University of Applied Sciences



59

analysis were presented as a SWOT matrix. The key weaknesses identified regarding
the current Service Design and Transition process were: (1) a varying use of an Opera-
tional Readiness Checklist, (2) a late nomination of key roles, (3) consideration of only
technical functionalities of the service under development, (4) inadequate testing, (5) the
project documentation was not delivered into operation and (6) an unstructured handover

of services from development into operation.

Based on the key findings, available knowledge and industry’s best practices were ex-
plored to address the identified weaknesses and to support the proposal building for the
company. The exploration of literature concentrated mostly on the Service Design and
Service Transition stages of the service lifecycle, defined by ITIL framework. In addition,
Project and Development Management methodologies were investigated. A conceptual
framework, a structure which summarizes the knowledge and best practices to be used

for the proposal building, was formed at the end of the third stage.

Following, the initial proposal was built by combining the knowledge, best practices, dis-
cussions and other observations obtained during the previous stages. In addition, in the
proposal building stage, three workshops were held with an external IT Service Manage-
ment expert to combine knowledge and best practices of both representatives and to
build an optimal proposal. Finally, in the last stage, the initial proposal was validated by
the company’s expertise Service Managers, and the final proposal was polished accord-

ing to the validation results.

The proposed Service Design and Transition process, including the related templates,
ensures that the development of IT services is structured and standardized in the com-
pany. As a result, it is expected that the transition of the new and modified IT services to
production is smoother and the operational readiness of the company is improved.
Therefore, it is expected that the company’s business is supported by the new and mod-

ified IT services.

7.2 Next Steps of the Proposal

This thesis defined the needed Service Design and Transition templates. However, these
templates were not created within this thesis. Hence, as a next step, it would be sug-

gested to create the defined templates. As a result, the templates would be available for
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project teams immediately when the Service Design and Transition process is imple-
mented for the company. What is more, the templates could guide the project teams
already before the defined Service Design and Transition process is fully implemented.

Furthermore, the proposal for the Service Design and Transition process is gate-based
in order to be aligned with the Development Project Management model. Therefore, the
process fits best for projects that follow waterfall methodologies. After implementing the
proposed Service Design and Transition process, as a next step, an agile model for a
Service Design and Transition process should be created, since the project management
methodologies often also follow agile methodologies. Moreover, an agile model of the
Service Design and Transition process would possibly be less bureaucratic compared to

the gate-based.

Thirdly, the proposed Service Design and Transition process model is designed for full
scale developments. In other words, it includes all the possible activities to be performed
within a development project. Since the size and difficulty vary between each develop-
ment project, as a next step for the proposal, a lighter version of the process model could

be created for more straightforward and light development projects.

7.3 Thesis Evaluation: Objective vs. Results

The objective of this thesis was to propose a Service Design and Transition process for
the company which is aligned with the company’s Development Project Management
model. In addition, needed Service Design and Transition templates and a roll out plan

for the defined process were defined in this study.

The proposal was built with continuous and close collaboration with the company’s stake-
holders. As these stakeholders consisted of Service, Project and Release Managers, it
was ensured that the proposed Service Design and Transition process model was influ-
enced by the key people across the lifecycle of an IT service. As a result, it was ensured
that the proposed Service Design and Transition process fits for the company’s environ-
ment by being consistent with the company’s policies and procedure across the organi-

zation.
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Furthermore, what is worth of mentioning, the objective of this thesis was changed during
the project. This change of the objective can be stated to be a consequence of the com-
pany’s internal changes. Originally, the objective of this thesis also included deployment
of the defined Service Design and Transition process and changed to defining a deploy-
ment plan. Therefore, the final proposal of this thesis, cannot be implemented within the

scope of this thesis.

Overall, when comparing the proposal created as a result of this study to the quantified
objective, it can be stated that the results meet the expectations of this thesis. The out-
come of this study corresponds with the objective determined in beginning of this study.
In addition, the proposal created is ready to be implemented as is. However, the value
of the proposal will be attained after it is comprehensively implemented in the company.

7.4 Final Words

Conducting this thesis has been a huge learning experience for me. It gave me an inval-
uable opportunity to develop my professional skills in the field | am extremely passionate
about. During this project | have gained valuable understanding of one of the core topics
of IT Service Management, and | genuinely believe that | can utilize the key learnings in
my career in the future. Therefore, as final words, |1 would like to thank all the people who

have helped me during this project and made it possible.

metropolia.fi/en Metropolia

University of Applied Sciences



62

References

Axelos.com. (2011). ITIL® glossary and abbreviations. [online] Available at:
https://www.axelos.com/corporate/media/files/glossaries/itii 2011 glossary gb-v1-
0.pdf (Accessed 19 Oct. 2018).

Bmc.com. (2016). ITIL Service Transition: Best Practices & Processes. [online] Available
at: https://www.bmc.com/quides/itil-service-transition.html (Accessed 2 Dec. 2018).

Case, G. & Spalding, G. (2012). ITIL Service Improvement. 3" ed. United Kingdom: The
Stationery Office.

Gardner, D. (2001). Operational readiness - system more ready than your environment?.

[online] Pmi.org. Available at: https://www.pmi.org/learning/library/operational-readi-

ness-system-ready-environment-7946 (Accessed 26 Nov. 2018).

Huovinen, J. (2017). IT Standard for Business. Version 3.3. [online] Available at:

https://www.itforbusiness.org/ (Accessed 25 Nov. 2018).

Hyvonen, Timo (2018). Foundations Course for IT Service Management. Efecte.

Lacy, S. & Macfarlane, |. (2012). ITIL Service Transition. 3" ed. United Kingdom: The
Stationery Office.

Lloyd, V. & Rudd, C. (2012). ITIL Service Design. 3" ed. United Kingdom: The Stationery
Office.

Myitstudy.com. (2013). 5 Design Aspects of Service Design in ITIL. [online] Available at:
http://www.myitstudy.com/blog/2013/05/5-design-aspects-of-service-design-in-itil/  (Ac-
cessed 1 Dec. 2018).

Priyadharshini (2018). IT Service Management: ITIL: Key Concepts and Summary.

[online] Simplilearn.com. Available at: https://www.simplilearn.com/itil-key-concepts-

and-summary-article (Accessed 29 Oct. 2018).

metropolia.fi/en Metropolia

University of Applied Sciences


https://www.pmi.org/learning/library/operational-readiness-system-ready-environment-7946
https://www.pmi.org/learning/library/operational-readiness-system-ready-environment-7946
https://www.pmi.org/learning/library/operational-readiness-system-ready-environment-7946
https://www.pmi.org/learning/library/operational-readiness-system-ready-environment-7946
https://www.itforbusiness.org/
http://www.myitstudy.com/blog/2013/05/5-design-aspects-of-service-design-in-itil/
http://www.myitstudy.com/blog/2013/05/5-design-aspects-of-service-design-in-itil/
https://www.simplilearn.com/itil-key-concepts-and-summary-article
https://www.simplilearn.com/itil-key-concepts-and-summary-article
https://www.simplilearn.com/itil-key-concepts-and-summary-article

63

Sanker, G. (2012). What is ITIL? A Simple Explanation. [online] ITSMTransition. Availa-
ble at: http://itsmtransition.com/2013/05/what-is-itil-a-simple-explanation/ (Accessed 19
Oct. 2018).

Spencer, C. (2018). Understanding The ITIL Service Lifecycle: A Practical Guide.
[online] Flycast Partners. Available at: https://www.flycastpartners.com/itil-service-lifecy-

cle-quide/ (Accessed 19 Oct. 2018).

The company’s website (Accessed 10 Seb. 2018).

Turner, D. W. (2010). Qualitative Interview Design: A Practical Guide for Novice Investi-
gators. The Qualitative Report, 15(3), p. 754-760.

metropolia.fi/en Metropolia

University of Applied Sciences


http://itsmtransition.com/2013/05/what-is-itil-a-simple-explanation/
http://itsmtransition.com/2013/05/what-is-itil-a-simple-explanation/
https://www.flycastpartners.com/itil-service-lifecycle-guide/
https://www.flycastpartners.com/itil-service-lifecycle-guide/
https://www.flycastpartners.com/itil-service-lifecycle-guide/
https://www.flycastpartners.com/itil-service-lifecycle-guide/

Appendix 1

Appendix 1: Field notes of CSA interview — Service Manager

Interviewee

Service Manager

Date and Time

23 Oct 2018, 45 minutes

Type of Interview

Skype Meeting

QUESTION

FIELD NOTES

How would you describe the current
operational readiness of IT services
which come from development into

operation?

At the moment, in India, there is one person who contacts Service Man-
agers when the project is approaching K4. Usually he asks if the oper-
ational readiness is in place. In the Service Managers' point of view, this
is the first time they even hear of the project. After the guy has contacted
from India, Service Managers need to figure out what the project is
about, who is the Project Manager and who will be the users of the
service. Also, at this point, the Operational Readiness Checklist is re-
viewed together with Service and Project Manager at the first time.
Lastly, regardless the Service Managers' should approve K4, the inter-

viewee has never received a request to do the approval.

How would you describe the current
transition of an IT service from devel-
opment into operations? Is it smooth

or cumbersome?

The handover to Service Managers is not systematic. In many times,
the subcontractor has only one person who develops the new service.
However, the same person is in many times also involved in other pro-
jects at the same time. Due to that, the person working for the subcon-
tractor's, cannot fully concentrate on all the projects, and there are a lot
of blank parts in the Operational Readiness Checklist. For example, the
growing usage amount is not considered which leads that the existing
infra can't sustain the load. In addition, usually the support person is so
busy that when we face problems with the new service, we are not able

to contact the person.

How do you take the Operational
Readiness Checklist into account

during a development project?

Operational readiness checklist is not well involved into projects even

though it is part of the Project Management process.

What are the strengths of the current

situation?

When the Operational Readiness Checklist is defined in a process, peo-
ple are willing to use it. Also, it is well specified both small and big pro-

jects.

What are the weaknesses of the cur-

rent situation?

Roles are not defined in beginning of the project, the project team does
not start to look for the Service Manager until K4, and licenses may still

lack at the pilot stage.

Do you have any key concerns re-

garding the current situation? What?

In many times, developers consider only the technical side of the new
service. They test only the service's technical features, but not for ex-
ample integrations between other systems (architecture) or loads it

needs to carry on. However, the tests are not well documented.
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Appendix 2

Appendix 2: Field notes of CSA interview: Service and Release Manager

Interviewee

Service and Release Manager

Date and Time

23 Oct 2018, 1 hour

Type of Interview

Skype Meeting

QUESTION

FIELD NOTES

How would you describe the current
operational readiness of IT services
which come from development into

operation?

Not fully matured yet. The operational readiness of services varies be-
tween different Project Managers.

How would you describe the current
transition of an IT service from de-
velopment into operations? Is it

smooth or cumbersome?

Somewhere in the middle. We are not there yet, even though there have
been very positive trends during the last two to three years.

What actions are done during the
development project to look after

service readiness?

The application's criticality, in other words business impact, is assessed
during the project. This needs to be done in early phase so that a

backup system can be nominated on time.

What are the strengths of the cur-

rent situation?

Operational readiness of IT services has improved during the last two
to three years. Also, most Project Managers are involving Service Man-
agement, the operational part, to the development in early phase (i.e.
at K2). Due to that, Service Managers are aware of the involved part-
ners, support and operations. By so, the Service Managers can set up
processes, configure the ticket system and set up the queues early
enough. Moreover, Service Managers are in a larger phase involved in
setting up a new service i.e. participating meetings during the project,

setting up the support structure and service desk stuff.

What are the weaknesses of the

current situation?

An inadequate handover of documentation to operations leads to an
operations team to chase the project team after the project has ended
and ask them i.e. high-level design drawings or user manuals. Also,
projects tend to come into operations already with ready-made partner-
ships. If the partner companies are small, from our side, we can friendly
force our methodologies to them. However, there are also partners who
say that don’t use our i.e. ticketing tool even though they have to. In
other words, discussions with operational partners do not always go as

desired in our point of view.

Do you have any key concerns re-

garding the current situation? What?

Workloads. Also, from an operational point of view when looking back
to the time when a pilot was running, Service Managers did not have a
transparency to look back to the project and see what the typical issues
during the project have been. Service Managers would have very often
learned from these issues. Also, issues which appear in operations
have often appeared already during the pilot. Moreover, every project

has an issue list in their own systems. If the project has an issue during

the project, they should be gathered into a centralized ticketing system.
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Appendix 3

Appendix 3: Field notes of CSA interview — Project Manager

Interviewee

Project Manager

Date and Time

315t Oct 2018, 40 minutes

Type of Interview

Face to face discussion

QUESTION

FIELD NOTES

How would you describe the current
operational readiness of IT services
which come from development into

operation?

According to my experiences, the outcome has been good, and no big-
ger surprises have appeared.

How would you describe the current
transition of an IT service from devel-
opment into operations? Is it smooth

or cumbersome?

The transition of the project | was involved went relatively well. There
were some small difficulties but not any impossibly challenging. Also,
the project type affects the transition: the existing gate models serve
moderately well the waterfall model adapting projects but not agile
adapting ones. Even though, our project was close to waterfall model,
we took some exemptions in the transition. This approach has worked
pretty well but it requires understanding from the stakeholders, steering

group and project team where the exemptions can be taken.

What actions are done during the de-
velopment project to look after ser-

vice readiness?

Regardless, the Operational Readiness Checklist and Must Have De-
liverable lists be far from perfect, they have been good tools to estimate
that all the relevant actions are done on time. However, we have taken
exemptions especially with the Must Have Deliverable list and thought
what actions on the list really are important and would bring added value

for the project.

How do you ensure that the new ser-
vice fulfils its assumed benefits/cost

savings/ functionalities?

The overall process starts by understanding the needs and require-
ments. Many times, the Requirement Management or collection is done
too lightly at the beginning of the project which leads that the project
plan does not completely fit to the needs and requirements. In addition,
the needs and requirements need to be set so that they can be validated
with some metric, for example KPIs. Also, | assume that the project
documents are only randomly reviewed after the project has reached

K5 or K6 and the project is closed.

How do you take the Operational
Readiness Checklist into account

during a development project?

At K4 but | have also intermittently reviewed and updated the content
of it before K4. | have also aimed at ranking the action points on the list:
which are the necessary ones to be considered and which one not com-

pletely fit to the project.

Is it clearly defined who is responsi-
ble for which step in a development

project?

Most likely. The biggest challenge is the sufficiency and availability of
resources since people are very busy and having multiple tasks and

roles at the same time.

What are the strengths of the current

situation?

The project model and tools are worked well.
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What are the weaknesses of the cur- | The Operational Readiness Checklist and Must Have Deliverable lists
rent situation? are clumsy and heavy. The Must Have Deliverable list includes links
which are not up to date and templates which are offhandedly created,

heavy and out of date.

Do you have any key concerns re- | The availability of resources when transferring the service into opera-
garding the current situation? What? | tion. Despite of the roles are well defined in the models, it is hard to fulfil
the roles. People do not want to commit for the roles and due to that,
the service goes live with a lighter man power. Later may transpire that
the team fails. What is more, one person cannot be nominated more

than one role.
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Appendix 4: Field notes for Proposal building - Service Manager

Interviewee

Service Manager

Date and Time

23 Oct 2018, 45 minutes

Type of Interview

Skype meeting

QUESTION

FIELD NOTES

What are the things that should be
considered before transitioning an IT
service from development into oper-

ation?

The content of the Operational Readiness Checkilist.

What are the key success factors in
your point of view when developing

an IT service?

First, we need to have clear specifications and the service needs to be
developed based on them. In other words, the requirements come from
the business and IT people transfer them into operations, not vice
versa. After the service has developed according to the specifications,
it should be tested thoroughly: all the scenarios, functionalities, regres-
sion, integrations and loads. Key users could be involved into user ac-
ceptance tests. Then they would know what is coming, they know how
to use the system before it is in operations and are able to guide other

users as well.

What and how would you change

compared to current situation?

Roles need to be defined in the beginning of the project, tasks in the
Demand, Development and Service "boxes" should be separated
clearly, businesses requirements should be collected and validated
comprehensively, the benefits of the service should be clarified, Service
Managers should be conscious of the specifications and they should
receive all the test scenarios and reports. Lastly, the Service Managers
should be involved in the project so that they know what changes are

coming and what kind of support is expected and needed.

Who are the stakeholders that you
should discuss with about service

readiness?

When going into operations, Project Manager (the Operational Readi-
ness Checklist is reviewed at K4), developers, and Solution Design
Owners (technical aspect). Moreover, Service Managers should estab-
lish a key user network, train the key users, write knowledge articles

and user instructions.
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Appendix 5: Field notes for Proposal building - Service and Release Manager

Interviewee Service and Release Manager

Date and Time 23" Oct 2018, 1 hour

Type of Interview Skype meeting

QUESTION FIELD NOTES

What are the things that should be Documentation and ownerships.

considered before transitioning an IT
service from development into opera-

tion?

What is the minimum baseline when a | Documentation needs to be done, CMDB has to be setup, instruc-

service can be handed over from de- tions need to be on the Knowledge Base, user manuals have to be
velopment into operation? created and user trainings need to be held.
What are the key success factors in The service needs to satisfy internal and external customers, it has

your point of view when developing an | to have high availability, it should facilitate everybody's needs, be al-

IT service ways there, be operational, reliable, stable and fit the users’ needs.
What and how would you change Before the IT service comes into operations, the supplier organiza-
compared to current situation? tions need to make aware that we will ask them to work in our tools.

Due to that, suppliers need to train some key support people to use
them. SMO could make a video or tutorial where are presented our
processes and way of working on a high-level so that the suppliers
can train themselves. The other thing is that the projects need to
land at K6, since very often projects do not do so. Meaning, that the
deliverables are not really getting out of the projects. The projects
should land, and Project Managers should handover the delivera-
bles further (i.e. storing ownership to SharePoint where the docu-
mentation is stored in a decent format). Third observation is to get
projects to work together in ticketing tool. There should be a central-
ized repository where is stored all the issues related to all the pro-
jects. We are also looking at demand and development in operations
side. When talking about a project the interviewee is talking about
any change which is coming into operations. Lastly, there should be
documentation of a certain application's integrations to other appli-
cations.

Who are the stakeholders that you Call center agents, call center managers and key users.

should discuss with about service

readiness?
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Appendix 6: Field notes for Proposal building - Project Manager

Interviewee

Project Manager

Date and Time

315t Oct 2018, 40 minutes

Type of Interview

Face to face discussion

QUESTION

FIELD NOTES

What are the things that should be con-
sidered before transitioning an IT ser-

vice from development into operation?

The key for a successful transition is to clearly define in which step
certain outputs, for example security-, architecture-, and legal-related,
need to be considered so that they are involved in the project early
enough, and their contribution is considered in the overall process.

What is the minimum baseline when a
service can be handed over from de-

velopment into operation?

It is a big risk to leave certain things out of the project scope and fa-
cilitate them to operations side, since the know-how will be left after
the project ends. Also, the resourcing may not be adequate on the

operations side. To sum up, the minimum baseline is hard to define.

What are the key success factors in
your point of view when developing an

IT service?

Requirement gathering. Meaning that the requirements are correctly
understood and prioritized. It brings concreteness to the project and
time the time it takes to gather the requirements will be paid back later
on. Changes are hard to do on the project's later stages since the
input may be hard to get. At the beginning of our last project we gath-
ered the requirements by having conversations around 20 people. Af-
ter that we sent them to supplier to be evaluated, how their tool would

match the requirements.

What and how would you change com-

pared to current situation?

Could the Operational Readiness Checklist and Must Have Delivera-
ble list be combined? Also, the templates and model could be simpler,
and the models should be scalable to different size projects. Lastly,
the Operational Readiness Checklist is a bit unclear by including dif-

ferent columns and mandatory deliverables for different project types.

Who are the stakeholders that you
should discuss with about service

readiness?

Solution Owner and Service Manager are the closest. Also steering
groups and the upper management level are important stakeholders
for decision making and getting approvals. However, in many cases
the stakeholders have been IT people. | would ask, how the business
side would also be considered? In other words, how to ensure that
business is also contributed along the project so that value will be
concretized for the business and end user? On the other hand, pre-
senting things to many steering groups takes a remarkably amount of

time.
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Appendix 7: Field notes for Proposal building - Release Manager

Interviewee

Release Manager

Date and Time

13" Nov 2018

Type of Interview

Email survey

QUESTION

FIELD NOTES

What are the things that should be
considered before transitioning an IT
service from development into oper-

ation?

Roles and responsibilities: who should run the transition and therefore
owns the transitions. The actual task list should include: 1. what needs
to be transitioned: is it a design document, a testing document, or some
else, 2. when should the transition happen, 3. how to sign off the tran-

sition and 4. who should be involved for the transition?

What is the minimum baseline when
a service can be handed over from

development into operation?

Testing (UAT, regression, performance) is signed off. All the develop-
ment technical review is signed off by Configuration Owners. All the so-

lution functional design review is signed off by solution team.

What are the key success factors in
your point of view when developing

an IT service?

Solution team, development team and configuration / architecture team
need to have a common understanding on what needs to be developed
and how. Communication needs to be clear. Time schedule / time lines

need to be respected by all parties.

What and how would you change

compared to current situation?

Provide a company-wide instruction, detailing down the user guide in
each single process the SMO owns. Also, | would create a runbook for
both projects and continuous development which everybody must fol-
low. Monthly audit should take place to check if the instructions are fol-

lowed for the beginning period.

Who are the stakeholders that you
should discuss with about service

readiness?

Project Steering, Project Team, including Development Team, Service

Integration, Service Managers, Support Team
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Appendix 8: Enhanced Operational Readiness Checklist

Operational Readiness Checklist

Transfor- | Enhance- | Roll-out | Implement | Continuous
Service Governance and Support Model Comments. mation | ment | (incl SAP) develop-
project ment
practises, Gove pracices are defined and documet
Key roles are SDO, 80, SM OK/ NOT OK
icipants for governance meetings are named and confirmed by and OK/ NOT 0K
Project type Small, medium or large project
Roles and responsibilities IT Salution Owner /T Service Owner is named (Demand fgmtis performed by this role). LK OK/ NOT 0K
Senvice Manager is named (Service Operational responsibility is with this role) LMK OK/ NOT 0K
Solution Configuration owner is named LK OK/ NOT 0K
Business Solution Owner/ Business Senvice Owner is named (Counterparts for IT). LMK OK/ NOT 0K
IT Service Criticality IT Senice / Solution / Application crificality has been classified based on IT Senice Criticality OK/ NOT 0K
Risk assessment completed Risk assessment has been conducted OK/ NOT 0K
SLAs and KPIs SLA/OLA Template is filled in and formally agreed with business owner OK/ NOT 0K
T Service Reports are available (when in oper. (=SLAwith business) OK/ NOT 0K
OLA for Vendor are available (when in operat OK/ NOT 0K
Review the company's Quality KPT's and identify if additional KPT's are applicable to support OK/ NOT 0K
business needs
Defined KPI's are reported
Support porcesses identified and
Support mode defined Support model set up. key users frained | ks | OK/NGT 0K
i . i Enh; - | R Impl Contir
Sourcing and Financials Comments “mem | el SAP) | mion | develop
Solution budget Run costs agreed with IT
impact Analysis Solution impact analysis done - risk, architecture, support model
Application Management and support contracts T2 Application support and testing is contracted according to seurcing AMS template (if purchased; OK/ NOT OK
outside of the company)
T3 Application support is contracted (if not part of License maintenance fee or Saa8 agreements) 0K/ NOT 0K
Solution Operational Support Model After go-live operational support model drafted and required elements identified
Licenses Required software licenses are in place 0K/ NOT 0K
Budget and budget control Solution / Service budgeted in Budge control practices are defined and agreed | ko | OK/ NOT 0K
- N Transtor- | Enhance— Roll-out | Implement | Continuous
Architecture and Security (BT mation (ol SAP) | atdan | develop
Solution requirements analysed Basedon LA, what they setto the (HA)
High level solution design High level Solution design drafted
Architecture and Security Architectural and security review has been completed with satisfactory results or exception OK/ NOT OK
requesthas been approved
DEVELOPMENT STATUS
Transfor- | Enhance- | Roll-owt | Implement | Continuous
IT Change Management o ment | (inol SAP) | ati develop-
IT Change and Release Management Model The company's IT Change and Release mangement model is utilized, or modified and agreed 0K/ NOT OK
with parties involved on change management execution
CAB (Change Advisory Board) CAB is defined, agreed and communicated G OK/ NOT OK
The solution has been presented to the company's - global CAB team.
Development completion readiness. All developments (change request) have been closed according to the development guidelines
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Test Management
Deliverables Solution / application test Plan is created as per the company's template OK/ NOT OK
Testreport created as per the company's femplate OK/ NOT OK
Enablers Test assets (test cases, automation test scripts, test data, test users and lessons learned) are OK/ NOT OK
available for future usage
Test environments are in piace (eg. Pre-production, Development. ) OK/ NOT OK
Test in place (it 0K/ NOT 0K
Test accpetance criteria agreed OK/ NOT 0K
Test completion sign-off Test phases defined in test pian are accepted / signed-off by test manager
Open defecis has been accepted  signed off by Soluiion owner OK/ NOT OK
Service Catalogue and D i ey vt 3871 | o | deeelop
Service/Solution/Application Solution Criticality defined :
Service | Solution Catalogue Solution description is created and published at intranet OK/ NOT OK
fapplicable predefined service requests are published in Ask IT seif senice portal
GSD documentation Knowiedge Article(s) are created lo Remedyforce and shared with Global Senvice Desk OK/ NOT OK

Service Management Template for Installation and Set-up Guide to Global Service Desk is created OK/ NOT OK

and shared with Global Service Desk

Solution documentation and knowledge transfer to End-user instructions for the solution are available at leastin English and stored in the agreed OK/ NOT OK
Support central repository.
End-user are verified and sign offed by the IT Solution Owner / IT Service Owner.
Trans|ation needs identiiied and translations signed off by the IT Solution Owner /1T Service OK/ NOT 0K
Owner
FAQ (Frequently Asked Questions) are created OK/ NOT OK
Knowledge articles are created by project team for the support team OK/ NOT 0K

Maintenance and Operations Guideline (MOG) document is created and agreed with ail parties OK/ NOT OK

involved on Senvice Mlanagement

Continuity Management Comments Tion | “mem | el 5453 | “ion | devetop-.
Major Incident Management and Key Contacts Key contact persons are added info TSI LIl documentations. Wajor Incident Management pracess OK/ NOT OK
has been agreed and dry runned .
Business Continuity Plan Business coninuity pian has been developed by business and accepted by business (sign off) IT OK/ NOT OK
. Continuity plan developed bythe company's IT, and signed off by business .
Disaster Recovery Plan (DRP) Does the platiorm / senvice have already defined DRP YesiNo? OK/ NOT OK

Ifyes, validate impacts of the new elements to existing DRP
Ifno, validate if criticality requires DPR (sign off with ITO)

Transfor- | Enhance- | Holl-out | Implement | Continuous

Incident and Request Management Comments psri ment | lincl SAP) | ation | develap-

Support model Users ofthe solution / service are identified with required support hours, locations (timezones)
and support languages

OK/ NOT OK

Key users are identified, and structure is set-up to answer "now do | use system or process”
questions from users

Solution / Senice support scenarios are worked in the global support model, and variances are OK/ NOT OK
reported as change to end user support senices

GSD agents have received and sign offed training for the solution / senvice.
2nd level team is defined and trained

3rd ievel feam is defined and trained

OK/ NOT OK

User Access Management Soiution / Senice has a defined access request process and predefined access profiles and OK/ NOT OK

roles.

OK/ NOT OK
OK/ NOT OK

Access rights procedures are clear and understood by al parties
Removal of unnecessary access rights (& liberating licenses) is documented

Continuous
develap-

ITSM TOOL + CMDB + Configuration and Asset Management oo | St | et aa |

ITSM tool, Apptio, PPM tool Senice/Application creation to CMDB; data flows from CHDB to Apptio and PPM

ITSM Tool, CMDB, Configuration Mgmt. CHIDE with required reiations is updated

OK/ NOT 0K

ITSW Tool is configured for operational support

Locations where solution is mented are defined in Azset and C gt
Handover to Production
Service Induction Senice introduced to supportteam and Senvice Desk
Open CR'S All open CR's are completed and closed
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HYPERCARE

Define Hypercare acceptance criteria

How to handle possible open Incidents created during Hypercare? ......2 OK/ NOT OK

Warranty terms.

Define whatis included in warranly and how long period warranty is valid. Involve legal If necessar

Hypercare (during and immediately after the ‘Solution / Senice has a planned hypercare period to enswre smooth fransition 1o operations, mmmm————w"-— N

~ Any mandstory action not completed by K4 reeds to be explained on "why not completed”
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Appendix 9: Final Proposal for the Service Design and Transition process model

Project Phases

Appendix 9

= v
— — — — LIVE —
SELECT TO PRIORITIZE AUTHORIZE READY FOR AUTHORIZE DESIGN READY FOR APPROVE AUTHORIZE
BACKLOG OPPORTUNITY INITIATION PLANNING EXECUTION SIGN-OFF VALIDATION SOLUTION ROLL-OUT OR GO-LIVE
Acceleration Projectizing Design Development Validation APFROVE
CLOSURE
*  New service or a = MNominate Key *  (Govemance High-dewel Risk azsessment IT Sernvice +  Support Model, KPls, SLAs, Decommissioni
change to an People* Practices solution design Performance including: OLAs reporis are ng
existing one defined drafted (Solution Service reports are defined and can
= Create service [ Architecture) performance available 4 CAB defined, be run Customer
* Size of the application fo *  Semvice f measurements agreed and Acceptance
project: is it small, CMDB solufion SLA 7 OLA defined Vendor OLA communicated
medium or large (Information will budgeted in tempilate filled in definitions taken Post
g be uploaded Solution Unit and agreed with Architectural to ITSM tool & Support Implementation
o also to Apptio (Run costs business owner security reviews documentation Review
T and PP tool) agreed) Test environment finalized and
L Solution Impact Change and preparation and accepted: Project closure
7 * High-level Analysis done: Release testing instructions,
@ design done risk, architecture, Management guidelines, FAQs Hand over to
8 support model maodel is defined CMDE is and Knowledge sernvice done
'E_ *  Define IT service updated: Arficles
o 1 solution / Application Test plans: test relations to other
o application Management and plan created, test Ciz, support 4 Maijor Incident
= criticality support contracts assets’ information, IManagement and
g availability, test locations where key contacts
[l automation the senvice /
L framewiork in solution is used < Business Hypercare
o place, test Continuity and
ﬁ acceptance Disaster Recovery
= criteria agreed
=] < Lser Access
w Solution Management
S Operational
™ Support Model: +  Test completion
o ) after go-live sign-aff
2 e suppor moce ’
l‘f'I IT Solution Owner { IT dmﬂgd and +  Service induction
Servica Owner, required elements
Salution Configuration identified *  Hyper care
Owner, acceptance critera
Business Solution Monitoring set up defined: hyper care
g'“"_e' ’g”s'"ss documentation Incidents and
Pm s?n?irc'g created Change Regquesis
Manager closed
= Werfy Key People
.
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