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Foreword

ISO (the International Organization for Standardization) and IEC (the International Electrotechnical
Commission) form the specialized system for worldwide standardization. National bodies that are
members of ISO or IEC participate in the development of International Standards through technical
committees established by the respective organization to deal with particular fields of technical
activity. ISO and IEC technical committees collaborate in fields of mutual interest. Other international
organizations, governmental and non-governmental, in liaison with ISO and IEC, also take part in the

work.
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Introduction

This document provides guidance for organizations on how to implement a service management system
(SMS).

An SMS supports the management of the service lifecycle, including the planning, design, transition,
delivery and improvement of services, which meet agreed requirements and deliver value for
customers, users and the organization delivering the services. ISO/IEC 20000-1 specifies requirements
for planning, establishing, implementing, maintaining and continually improving an SMS.

This document focuses on providing the key considerations and different approaches for organizations
whjich want to plan and implement an SMS for the first time or improve an existing implémentation.
The¢se organizations, also known as service providers, can provide different typesf-seryices using
technology and digital information. They can be of any size, sector or type, with différent orggnizational
strjictures or business models.

Organizations can approach the implementation of an SMS in any way: as pattyof a programme, a major
prdject, or in a more incremental manner with different phases or iterations. The results pf any gap
anglysis will determine which approach is appropriate for each orgafization. Organizatiops can use
different methodologies for an SMS implementation.

This document addresses the typical steps for implementation-of‘a phase or a whole project including
prdject initiation, planning, implementation, evaluation and/futtre action. Implementation|of an SMS
baged on three maturity levels is also described in this documeént.

Dufing the implementation of an SMS, an organizatien will potentially face many challenges. This
doqument illustrates some of the challenges and the-key considerations for overcoming them|.
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TECHNICAL SPECIFICATION

ISO/IEC TS 20000-5:2022(E)

Information technology — Service management —

Part 5:
Implementation guidance for ISO/IEC 20000-1
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undlated references, the latest edition of thereferenced document (including any amendment
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ISQ
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ISO
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Scope

s document provides guidance for organizations on how to implement a service managem
[S). Organizations can use this document to implement the entire SMS in orderto confi
uirements specified in ISO/IEC 20000-1, or parts of an SMS for a selected subset of req
s document illustrates a generic plan to manage implementation activities for‘an SMS.

e intended users of this document are:
organizations that require support on how to implement an SMS;
consultants and advisors who support an organization during"SMS implementation.

s document can be used together with the other parts of ISO/IEC 20000 series.

Normative references

b following documents are referred to in thetext in such a way that some or all of thg
stitutes requirements of this document. For"dated references, only the edition cited a

[EC 20000-1, Information technology:— Service management — Part 1: Service managem
Lirements

IEC 20000-10, Information.technology — Service management — Part 10: Concepts and vo

Terms and definitions

the purposes-'of) this document, the terms and definitions given in ISO/IEC 20
IEC 20000-10"apply.

and IEC.anaintain terminology databases for use in standardization at the following addr

[SO-Online browsing platform: available at https://www.iso.org/obp

PNt system
rm to the
lirements.

ir content
pplies. For
s) applies.
ent system

rabulary

D00-1 and

eSSes:

IE€C Electropedia: available at https://www.electropedia.org/

4

Key considerations

4.1 Understanding ISO/IEC 20000-1

The success of an SMS implementation depends on top management commitment and the organization’s
personnel understanding:

a)
b)

ISO/IEC 20000-1 requirements;

service management policies and objectives;
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<)

servic

e requirements;

d) any new or changed practices, roles or organizational structures implemented to support the SMS.

4.2 Appropriate use of an SMS

Appropriate implementation and use of an SMS ensures that:

a)

b)

<)

d)

f)

g)

h)

j)

k)

D)

0)

the requirements of all service level agreements and contractual obligations are defined,
implemented and tracked;

new apd existing customers’ needs and expectations will be met by demonstrating the ability

meet {

new ¢
witho

all lev
finand

the ac
to me¢

servic

he organization’s commitments;

ervices and changes to existing services to meet customer requirements are-introdu
it disrupting current service provision or affecting the integrity of the services;

els of management are aware of the resources and capacity (such as hunmiah; technology
ial) needed by an organization to meet current and future customer requirements;

Livities of all parties involved in the service lifecycle are coordinated'and integrated in orj
Pt service requirements;

r to

red

hnd

der

e personnel comply with the organization's policies and top\management priorities as stated

in thelservice management objectives;

a common service management vocabulary between the grganization and all interested partiefs is
establjished;

a feedpack mechanism is established to manage the:eutcomes of the SMS and the services;
commpunication with customers and other jiterested parties is established and continuglly
improped;

all internal or external parties who confribute to service provision enhance the organizatipn’s

capab

when
organ
contrg

the se
budge

the of
agains

lity to meet agreed requirements and deliver value for customers, users and the organizat

performance issues with jinfrastructure and service components are identified,
zation takes corrective actions in order to continue to meet all service requirements
ctual obligations;

Fvice portfolio is(déveloped and maintained to support organizational objectives and ens
ts for services aré established, accounted for and managed;

t commitments;

persotnel, whose work affects performance and effectiveness of service management and

servic

on;

the
hind

Lire

ganizatiofly-maintains or improves its reputation by demonstrating delivery of services

the

syare competent and their competence ig monitored and imprnvpd'

all levels of the organization understand the service requirements and performance commitments.

4.3 Scope of an SMS

Before any detailed planning activity starts, the organization should ensure that ISO/IEC 20000-1 is
applicable to the organization. This applicability should take into account the scope of the services,
service management activities and the contribution of other parties (see ISO/IEC 20000-1:2018, 1.2).

The organization should identify and agree a suitable scope for its SMS, using requirements from
ISO/IEC 20000-1:2018, 4.3 and the guidance on scope definition and applicability provided in
ISO/IEC 20000-3. Even when an organization is using ISO/IEC 20000-1 to implement just one process or
a group of processes, the scope of the SMS should be defined.

2
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An organization can initially plan to implement its SMS based on the requirements specified in
ISO/IEC 20000-1 for only part of its services. The organization can decide in the future to extend the
current SMS scope (including covered services). It should be noted that the guidance in this document
is based on the defined scope that remains unchanged during implementation. When an organization
decides to define or extend the scope of the SMS, the approaches defined in ISO/IEC 20000-3 can
be followed. Implementation timeframes can be shortened in future improvement efforts, as the
organization gains practical experience and can extend what has already been done to a larger scope of

the

SMS and the services covered.

4.4 An SMS as a goal-oriented system

An|SMS is neither an abstract or conceptual system, nor a process model, or a collection of pf

is

policies and objectives aligned with the organization’s strategic direction. The esserice of

'tog
rat

An
be

inf;
CUS

Org
int
on
SM
as
prq

4.5

The
its
org

Eff
lea
grg

Toy
the

set of interrelated or interacting elements of an organization used to establish seryice m3

fetherness': the drawing together of various elements and interactions producing a wh

her than a collection of silos connected solely by information systems and shaved facilities.

SMS is a goal-oriented system with specified elements and outcomes which work t
efficient and effective. These elements include people, competence, plans, processe
rastructures, knowledge, tools and facilities. The potential outcomes can include trust, i
tomer loyalty, competence and competitive advantage.

fanizations implement an SMS to take inputs, for example; eustomer requirements and
brrelated or interacting activities to deliver intended outcemes. Feedback loops provide iy
Fhese activities to drive sustainable improvements of performance which can require cha
S or the organization. The SMS is resilient and adaptable, able to respond to changing req
well as internal or external, anticipated or unantiCipated events. In addition, audits ar
vide the opportunity to maintain or improve an SMS.

Support and commitment

e [SO/IEC 20000-1 requirements pla¢e significant responsibility on top management to de
leadership, with respect to sérvice management objectives and policies, aligned
anization’s strategic direction.

bctive leadership is requiréd for organizations to implement and operate an SMS. Withoy
ership, the direction of an organization’s SMS may be defined separately by different mj
ups, resulting in incensistency.

management js-accountable for the performance, efficiency and effectiveness of the
services. The successful implementation of an SMS depends on the commitment of all

ocesses. [t
inagement
an SMS is
ple system

bgether to
5, policies,
eputation,

se a set of
formation
hges to the
uirements
d reviews

monstrate
with an

t effective
inagement

SMS and
personnel

withh differentylevels of authority. Commitment starts with top management and extends pcross the

organization:

Top management should adopt a way of thinking about the performance, efficiency and effecfiveness of
the SMS and services. This strongly influences personnel activities and motivates them to sypport and
participate actively In achieving SMS objectives.

It is not an option for top management to act as an observer with respect to an SMS and the services.
However, accountability does not mean that all decisions are made by top management. Where
responsibility for achieving objectives and delivering services is delegated within the organization or
contracted to a third party, top management always remains accountable for the SMS and delivery of
services.

Although incremental implementation is a suitable way of SMS adoption, for some organizations
successful implementation of an SMS requires a major change in thinking and communicating across all
interested parties. For more mature organizations, the implementation of an SMS may require smaller
adjustments to their ways of working.
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The successful implementation of an SMS is highly dependent on management support and commitment.
Establishing management support and commitment should be achieved as soon as possible and
sustained during all the SMS implementation phases as well as SMS operations. Based on initial
analysis, a business case can help clarify understanding and establish commitments. It can help sustain
support and commitment for each phase and, therefore, effectively address risks related to the success
of planned changes.

Management should ensure that priorities are defined appropriately. The organization should aim to
maintain the understanding and involvement of all interested parties during all phases, not just at the

start.

4.6 Rile-based thinking

Risk-based
ISO 9001,

The introd
define the|
potential

making a

| thinking is not new and is now embedded in ISO management systems standards’ such
SO/IEC 27001 and ISO/IEC 20000-1.

uction of risk-based thinking allows management to prioritize customer-requirements
effect of those requirements on service provision. It ensures that thé [risks, including

decision. In applying risk-based thinking, both short-term and long-term benefits

considere

. Itis possible to sacrifice a short-term benefit to achieve a long“term one.

The risks pnd opportunities identified by an assessment of the orgahizational context are addres
during SMfS planning to give assurance that the SMS can achieve jtsiintended results. Having asses

the risks

nd addressed them in the implementation plan, organizations can implement an S

with confidence. If the effects of the identified risks turn outrdifferently, it can be necessary for
organizatipn to revise the implementation plan.

Risk asses
ISO 31000

Categorizi
risks in th

4.7 Pro

Based on

sment is the overall process of identificationy'analysis, evaluation and treatment of ris
ISO/IEC 20000-2 and other sources provide'advice on risk assessment.

hg risks and maintaining their historical data makes assessment and treatment of sim
e future much easier.

ect readiness

the business case and gap analysis described in Clause 5, the following items should

considered when developing the-project management plan:

a)
b)

<)

scope
timefT

huma

of the SMS;
ame and schédule;

1l resounces;

d) data, i

formation and tools;

as

hind
the

dvantages or disadvantages of any specific course of action, are fully understood before

are

ced
sed
MS
the

ks.

lar

be

e)
f)
g)

. P P
allocaLlUll OI' TIIAIICIAdT TESOUTCES,

identification of risks and issues that impact the project and cause conflicting priorities;

SMS and the SMS implementation project;

h)
)

servic

e management maturity within the organization;

changes successfully;

j)
k)

4

project management and control methods;

procurement requirements;

early identification and engagement of interested parties, both for the services in the scope of the

receptiveness to change within the organization and the ability of the organization to manage the
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D

project review procedures to identify achievements and opportunities for improvement.

4.8 Project team

A project team should have strong leadership and expertise in establishing and implementing service
management policies, processes and continual improvement activities.

Selecting personnel for the project team who are also involved in day-to-day operational activities can
lead to conflicting priorities. To avoid impact on a project, management should support their new roles

and responsibilities and control workloads.

The

a)
b)

‘)
d)
e)
f)
g)

Thq
the
at
the
req
are

Prd
ch3
the
it
Op
by

improvement activities:to achieve the target level.

For
Alt
ong
car
cor
prd

p project team should have expertise in and be responsible for:
managing projects;
designing and implementing an SMS;
defining the procedure for developing and implementing new or changed processes;
developing, implementing and integrating processes within the scope’of the SMS;
minimizing the impact of the SMS implementation on day-to-day.activities;
testing and measuring the efficiency, effectiveness and continual improvement of proces
managing organizational change, communication and training.

b project team should be aware that the effectiyeness of the SMS depends on the intg
service management processes. Defining th€ processes and understanding their i
he beginning of the project can help ensure the coherent implementation of the SMS

uirements and processes into the organization’s business processes so that the SMS req
not additional to, but part of, business as usual for the organization.

cess owners and operational mahagers can play an important role in identifying and

project team. Service owners*should also support the implementation of the SMS to e
vill be able to deliver high-quality services in an efficient way throughout the servic
brational managers, whio are also process managers, should contribute to the SMS impldg
providing accurate, information about the operational level of each process and f

some organizations, the process owner can often be the same individual for multiple
hough the process owner role can be combined with the process manager role, there is a

be difficult to separate the roles of process owner and process manager, in which case,
trols_will be required. Other organizations can find benefits in identifying people with|
cess specialization and responsibilities. In these organizations, a process owner is only r

SES;

gration of
ntegration
based on

requirements specified in ISO/IEC 2000011t is also vital to ensure the integration ¢f the SMS

uirements

managing

nges to improve processes. As process owners are identified, they should contribute to and support

nsure that
e lifecycle.
mentation
erforming

[processes.
risk when

person/holds both the owner and manager role within the same process. In some organfizations, it

additional
increased
psponsible

for

a single process.

Operational managers, if different from the process owners and service owners, should also be
represented on the project team. This ensures they are kept aware of any changes affecting operations.
Their involvement also ensures that the plans are realistic and that they minimize the impact on day-
to-day operations.

NOTE Guidance on the responsibilities of process owners, process managers and service owners is provided
in ISO/IEC 20000-2. For convenience, the definitions are shown here.

A process owner role is responsible for the design of the process, ensuring adherence to the process and the
measurement and improvement of the process.
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— A process manager is responsible for the operation of the process and the management of the process
management resources.

— A sservice owner role (can be a member of top management or an operational manager) is responsible for a
service throughout the service lifecycle, including planning, design, transition, delivery, improvement and
retirement.

4.9 Outsourcing some part of implementation

When some of the service management implementation activities are outsourced, it is important to
ensure that all parties:

— contripute to a successful SMS implementation by taking an active role;

— com
— under
— agree
— partic

Accountab
external 9
control an
an alterna
considerin

a) Subcl3
b) Subcl3
c) Subcld
d) Subcld
e) Subcld
f)  Subcl3
g) Subcl3

NOTE

4.10 Too

All organi
sophistica

nicate effectively throughout the implementation;
stand and confirm the role(s) and responsibilities in implementation;
clear terms and conditions for their part in the implementation of the SMS;
ipate in decision making effectively.

ility for the implementation project and its success cannot he/delegated in any way to

d stewardship. If a supplier is unwilling or unable to partieipate, it may be necessary to
Live, if possible. Additionally, the following subclauses i ISO/IEC 20000-1 can be of use w
g outsourcing in an SMS implementation project:

use 4.2 — Understanding the needs and expectations of interested parties;
use 6.2 — Service management objectives and planning to achieve them;
use 6.3 — Plan the service management{system;

use 7.4 — Communication;

use 7.5.4 — Service management system documented information;

use 8.2.3 — Control of parties involved in the service lifecycle;

use 8.3 — Relationship and agreement.

General guidance for/outsourcing is provided in ISO 37500.

s

zations~will use a variety of toolsets to support their existing operations. Some can|
Led, fully able to support an SMS implementation, while others are less able to do this.

upplier. The implementation project team plans and executes under the organizatiﬁin’s

an

ind
nen

be

For some organizations, the decision to implement an SMS can drive a toolset review and the acquisition
of new ones that are better able to support the work.

ISO/IEC 20000-1 does not specify that any particular tool or toolset should be used. Each organization
should decide what works best, given their specific requirements and circumstances, e.g. budget limits.

The toolsets should be assessed to ensure that they can support the operation of the SMS as stated in
ISO/IEC 20000-1:2018, Clause 8.

In addition, the following subclauses in ISO/IEC 20000-1:2018 can be of particular use:

a) Subclause 7.1 — Resources;

b) Subclause 7.5 — Documented information;
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Subclause 7.6 — Knowledge.

4.11 Very small entities

For very small entities (VSEs), there will be challenges in implementing an SMS. These can include
staffing of roles and responsibilities, defining the benefits versus the costs and not taking a strict
interpretation of the requirements in ISO/IEC 20000-1. For example, ISO/IEC 20000-1 only states that
“configuration information shall be recorded to a level of detail appropriate to the criticality and type
of services". This does not mean that a VSE is required to buy an expensive configuration management

too

Iset when a spreadsheet can be good enough.

NO

AV
sug
ISO

The
con

In §
VSH

a)
b)
‘)
d)
4.1
Org

ma
Sud

[E

SE considering the implementation of an SMS based on ISO/IEC 20000-1 should ask itself
h as, “How do we manage changes now?”, “How can we improve?” and “What'are the
IEC 20000-1 for us?”.

e requirements in ISO/IEC 20000-1:2018, Clause 8 should be assessed for-their applicab
text of the VSE.

iddition, the following clauses and subclauses in ISO/IEC 20000-1:2018 can be of particull
F in an SMS implementation project:

Subclause 4.3 — Determining the scope of the service management system;
Subclause 5.3 — Organizational roles, responsibilities and authorities;
Clause 6 — Planning (covered in Clause 5 of thisjdocument);

Clause 7 — Support of the service management system.

2 Integration with other managenient systems

hagement systems or can decide to implement an SMS together with another managemg
h as ISO 9001 or ISO/IEC 2700%-

In
an
Sy
an
is

rder to reduce redundanc¢y and become more efficient, one option for organizations is to
integrated management system. Although the idea of implementing an integrated m:
em has many advantages, it can require additional resources, such as longer timelines,
higher costs. The)added complexity can expose the organization to new risks. If the or
nable to manage’the risks or allocate additional resources, it will not benefit from impler]

int¢grated mafiagement system. It can also fail to implement an SMS. Understanding the cu

of
it
bu

he organization is important in making a decision to implement the SMS separately or t
ith other management systems. The following factors should be considered and docum
iness case before making any decision:

A VSE is an organization or unit of fewer that 25 people (as defined in ISO/IEC TR 29110-1.

questions
benefits of

lity in the

ar use to a

lanizations that decide to implemént an SMS can already have experience implemenfting other

nt system

mplement
inagement
fimescales
banization
nenting an
‘rent state

integrate
ented in a
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the scope and objectives of an SMS and other management systems (common, partially overlapping

or completely separate scope and/or objectives);

the need to implement an integrated management system (operational or strategic factors);

the organizational maturity in implementing management systems;
the impacts of implementing an integrated management system on:
— customers or interested parties,

— organizational operations,
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— th

se

with o

e organization’s strategic direction,

top management commitment,

rvices;

ther management systems;

the overlapping or common elements of an SMS and other management systems.

At £

othar ymanaganaant cuctanac

the additional resources, authorities and responsibilities required to implement an SMS integrated

If an orgamizatien—decides—to—implementan—SMS—intesrated—with-ethermanagementsystems—they

should:

a) perforlm a mapping of SMS requirements against the other management systems to definejwhat fan
be int¢grated and how;

b) consider the integration of the common requirements such as leadership_and commitment,
planning, determining and acquiring competence, control of documented information, monitoring,
measyrement, analysis and evaluation, internal audits, management reviéws and contirfual
improyement;

c) use the guidelines for implementing an SMS with other management§ystem standards, such as:

1) ISO/IEC TR 20000-7;
2) ISO/IEC 27013;
3) The ISO Handbook - Integrated Use of Management'System Standards (IUMSS);

d) decidg how to run the implementation projects, suchas:

1) inpplement each management system separately and later run a new project to integrate them;

2) ejecute management systems implementation projects concurrently within one progranjme
that includes integration work to ensure alignment and integration. A separate group can be
regsponsible for the integration work.

4.13 Orgpnizational change management

A successflul implementation_6f an SMS requires managing the human aspects of the change throyigh

organizatipnal change management. Personnel need to be encouraged to change their behaviours, ¢.g.,

by taking ¢pn new roles and responsibilities. Some organizations establish a Change Management Office
which interacts with aProject Management Office to support the smooth and successful implementatjion

of an SMS Areas where organizational change management can be helpful are shown in Claus¢ 6,

Table 2.

5 Implementation steps

5.1 Implementation considerations

Organizations that decide to use this document fall into the following categories.

a)
b)

Organ

izations that have never implemented an SMS before and now decide to do so.

or effectiveness of the SMS.

ISO/IEC 20000-1.

Organizations that have already implemented an SMS and need to change it to improve performance

Organizations that decide to implement only a subset of the requirements specified in
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The decision to implement, or improve an SMS, can be driven by, but not limited to:
— political, economic, social, technological, legal and environmental forces;

— the requirements of customers and other interested parties;

— the organization’s objectives or policies;

— nonconformities reported by audits;

— feedback and complaints from customers or other interested parties;

— | the output of management reviews.

The¢ typical steps which are used for implementation are shown in Figure 1 and’ de
subclauses 5.3 to 5.7. An organization can adjust these steps according to its culturé-and goa

Figure 1 — Typical implementation steps

Organizations can.dpproach the implementation of an SMS in any way, from a major pr
aggressive timescales and targets, to something smaller, using methodologies such as
mofe incremental manner and with different phases or iterations. Whichever approach

scribed in
S.

oject with
A\gile, in a
is chosen,

no |organization can claim conformity with ISO/IEC 20000-1 unless all requirements specified in

ISA/IEC 20000-1:2018, Clauses 4 to 10 have been met.

D oarnd o+l

nnnnnnnnnnnnnnn ISOAIEC 20000 2
A>A A~

Th ch can hn danth T o ar giidancn A £ia0a0 Ay
oSt pproat oo t—uasSCoO Wit o9/ 150G 2o U TT oo Ot CT 5 oarCa i CC-oOTr 11

L
i

1
relationship between ISO/IEC 20000-1 and ITIL is described in ISO/IEC 20000-11.
5.2 Phased implementation

5.2.1 General

vorks. The

Phased implementation allows organizations to start simply and move forward by dividing the work

to make it more manageable. Each phase can have a limited set of goals or objectives. Thi

s makes it

1) ITIL® is a registered trade mark and product owned by AXELOS Limited. This information is given for the
convenience of users of this document and does not constitute an endorsement by ISO and IEC of the product named.

Equivalent products may be used if they can be shown to lead to the same results.
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easier to maintain progress and manage the expectations and needs of customers and other interested
parties.

Using feedback throughout and after each phase will quickly deliver incremental value, even if
circumstances change. Figure 2 shows an example of phased implementation.

'%/
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Figure 2 — Phased implementation

The phasef described in this document do not include changes to the intended scope of the organizati¢n’s
SMS. Instdgad, each phase should improve the SMS in alignment with the organization’s agreed scdpe,
building on the results of the previous phase.

There are fifferent approaches for defining the ;scope of each phase. The results of any gap analysis yill
determing which approach is appropriate foreach organization. Some possible approaches are:

a) Approach 1: A subset of SMS processes in each phase;
b) Approach 2: Evolution of the SMS at three levels.

If an organization provides sérvices with different maturity levels, the phased approach can be us¢ful
limiting tﬂle scope of each phase to the provision of services with the same maturity levels. Alternativiely,
the organfization can develop a programme covering a number of different implementation| or
integratioh projectsywhere each project scope includes implementing the SMS for services with [the
same levells of matanity.

5.2.2 A]Tproach 1: A subset of SMS processes in each phase

In this approach, each phase contains a subset of SMS processes to be implemented or improved.
Additional processes are then added so that all processes are implemented by the end of the last
phase. A subset of processes can include any group of SMS processes. A suggested approach for
defining the groups is to use subclauses 8.1 to 8.7 in ISO/IEC 20000-1:2018. This approach for a phased
implementation is defined in the next paragraphs and presented in Figure 3.

Implementation of the resolution and fulfilment processes, which allow an organization to respond to
service disruptions, is at the highest level of priority.

Relationship and agreement processes whose implementation has direct and immediate impact on the
organization’s communication with customers and other external interested parties are in the second
priority level. At the third level of priority, implementation of service design, build and transition
processes enabling changes in service provision is suggested. Concurrently, it is a good idea for the
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organization to start implementing supply and demand processes to manage demand and capacity
along with budgeting and accounting for services.

Implementation and improvement of operational planning and control processes are started from
Phase I and continue in all phases until the end. Implementation of the service assurance processes
starts with a minimal set of controls and measures and matures as each process is implemented, as
illustrated in Figure 3. Implementation of the service portfolio processes starts with designing an
initial and incomplete service catalogue and is improved during subsequent phases.

The organization can continually improve the suitability, adequacy and effectiveness of the SMS
processes, services and other elements. For further guidance on implementing the processes, refer to
ISQ/IEC 20000-2.
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Phase | Phase II Phase III >
Contex
ISO/I1
ISO/I_
150/1_
Support of the
1S0/1 ‘1/(1’

Operation
I ISO/IEC

I Relationship and agreemen
ISO/IEC 20000-1 sub-clause 8

. )
I Supply and demand <(
ISO/IEC 20000-1 s@@use
N\

. ISO/IEC 20000-1\5{1\@c I

I N

* Resolution and fulfilment |
I ISO/IEC 20000-1 sub-clause 8.6 .

)
0‘@ ISO/IE
Q'
NOTE n Fi , a shaded rectangle is used to show an organization is consistently improving its $MS
across all phases. A triangle indicates which phase will support the majority of the activities within the namned

subclause. N\

Figure 3 — A subset of processes approach

A major risk in a phased implementation of an SMS is the loss of a holistic approach to management.
When breaking the implementation down into phases, each one is being implemented separately, not
necessarily under the same management and with the same team. Organizations need to be aware of
the dangers of a silo mentality where existing problems are simply shifted to somewhere else in the
organization or bigger ones are created later.
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When organizations plan to implement a subset of processes of an SMS in phases, it is necessary to
follow two rules:

a) Rule 1: Define the objectives and the scope of each phase by putting a boundary around the
processes and related elements so that through their interactions the subsystem of the SMS is

established. Some examples of related elements are the process interactions, polic

ies, plans,

resources, authority levels, competence, information, performance indicators and measurement
methods. The requirements of these elements are defined in ISO/IEC 20000-1:2018, Clauses 4 to 10.

b) Rule 2: In forming each phase, some relationships or dependencies, between SMS elements, can

5.2

In

rea
as
deq

im
do

a)

b)

be missing. To mitigate the risk of losing a systemic approach, an organization should
interfaces covering interactions across phase boundaries, between phase elements and
elements.

.3 Approach 2: Evolution of the SMS at three levels

this approach, the SMS is established, implemented and improved at three levels of mat
ched in a separate phase. This approach can be also used when an organization is im
ibset of processes. The maturity characteristics of an organization“after reaching eac
q
ementing the next level. For example, an organization should'not try to achieve Level

g the work in Level II. The Levels are as follows:

define the
other SMS

irity, each
lementing
h level are

cribed in Table 1. Organizations should ensure that the previous improvements are sustained when

II without

Chieves its

1
ih

Level I: In this level, management support is obtained.Each process performs and a
intended purpose. Although the process purpose is<achieved, the process is not i

or procedures are performed inconsistently agross the organization. There is a ten
processes are not followed by people involved it the operation of them, especially in a tin
or crisis.

Level II: In this level, management support is established. Interested parties are dg

can be improved. The processes.aye executed according to applicable management p
plans. Performance criteria for~each process are defined. Processes are followed anc
under controlled conditions, evén in a time of stress or crisis.

Level III: In this level, hanagement support is institutionalized. The role of each proc

are identified and\resolved in a systematic way. The processes are institutionalize
improvement is’based on quantitative and qualitative assessment. Management of pr
proactive using an understanding of the interrelationships of the process activities, inpu
and measures.

m
in a managed manner (e.g. planned, monitored{ controlled and improved). Procesij

lemented
activities
ency that
e of stress

fined and

involved in the process activities. The defined processes are formally implemented, managed and

plicies and
| operated

bss and its

effects on the performance of the whole SMS is established, managed and improved. Anly conflicts

1. Process
ocesses is
LS, outputs
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5.3 Initiation

5.3.1 Business case development

A successful implementation depends on commitment by top management to assign the necessary
resources (time, budget, people), and to support the improvement initiatives visibly and consistently.
This can be achieved by the development of a realistic business case which demonstrates support for
achievement of overall objectives.

Developing an effective business case assures top management that implementing an SMS is both
negessary atrdfeasibte 1t jubtiﬁca thatthemecessar yresourcesw tHcontribute cffct,tivc}_y togupporting
the] organization in achieving its objectives. The business case should be based on clearly defined,
mepsurable criteria, in line with the policies, structures and procedures of the organizaption. The
buginess case should include:

a) | adescription of the business needs and drivers identified in subclause 5.1;

b) | the short-term and long-term intended outcomes and benefits for the organization alonglwith their
importance, such as improved services, changes to workloads, customer and personnel sptisfaction
and cost savings;

c) | the proposed scope of the SMS;

d) | an outline of necessary steps to move the organization~closer to achieve stated out¢omes and
benefits;

e) | the constraints and assumptions affecting the SMS©r its implementation;
f) | costs, including internal and external resources;

g) | a risk assessment and recommendations, for risk management covering organizational, financial
and technical risks;

h) | the resources needed for SMS ¢establishment, implementation, maintenance and| continual
improvement;

i) | a description of how the costs and benefits of the implemented SMS should be evaluated

j) | recommendations on formal and independent conformity assessment with associated| costs and
benefits;

k) | timeframes and'schedule;
1) | the impaction customers and other interested parties;
m) | the proposed terms of reference;

n) | the project sponsorship and project governance.

The business case should be realistic without overstating the benefits and capabilities of an SMS.
Claims such as opening new markets, improving hardware/software performance, monitoring services
profitability, managing service innovation or relieving organization’s top management from service
performance accountability cannot be realized solely through implementation of an SMS.

5.3.2 Baseline assessment/gap analysis

An organization planning to implement or improve an SMS needs to understand the current state of its
service management capability compared to the requirements of ISO/IEC 20000-1 for the defined scope
of the SMS.
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A baseline assessment can be performed as a self-assessment, an internal audit, or by using external
resources. It is important to bring as much independence as possible to this activity to ensure findings
and evaluation are objective. Reports from previous audits can be used as a starting point.

The baseline assessment may be as wide as possible across interested parties and should cover the
proposed scope of implementation defined in the business case. In performing the assessment, the
following should be taken into account:

a) existing documents and records;

b) results of previous service reviews, internal audits or other management reviews;

c¢) worklpad characteristics;

d) breaches of service level agreement or contracts;

e) measyrements of service and process performance;

f) recenfor current service improvement plans;

g) number, skills and competence of available staff;

h) relevant statutory and regulatory requirements and contractual obligations;
i) resultp of customer satisfaction surveys and any customer complaints;

j) other management systems in place.

When the pssessment is completed, the report should be available to interested parties for discusgion
and a decision about next steps. The decision can be to do nothing, delay any actions or implement sqme
or all of the improvement opportunities.

If possible]during the assessment, record the state-of the organization with a series of benchmarks to
show later|the implementation benefits and how.far the organization has progressed. Some sample key
performarjce indicators (KPIs) are:

— time tp market;

— custoiner satisfaction;

— breaches of commitments;
— on-tinje service delivery;
— service down time;

— employee satisfaction;

— external/internal failure costs.

5.3.3 Set target state

Based on an understanding of the current state and the improvement opportunities, a target state is
defined and the appropriate approach for the journey from current to target state is selected.

The target can be:
a) animplementation of only one or a group of processes;

b) an implementation of a whole SMS in one project to achieve conformity with the requirements
specified in ISO/IEC 20000-1;

c) amulti-phased project for implementing an SMS.
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In this step, the target objectives, along with critical success factors (CSFs) and KPIs, can be set.
Defining a clear target state sets common expectations of the benefits of implementation for the whole
organization and interested parties. If improvement is not feasible, for example because of policy
implications or other limitations, top management should be informed and asked to consider whether
policy changes or relaxation of some limitations are needed.

The organization can already have one or more of the processes defined in ISO/IEC 20000-1 in place,
with varying levels of conformity with the requirements of ISO/IEC 20000-1. In order to demonstrate
benefits quickly the organization can decide to improve these processes before implementing new
processes. No organization is ineffective in all areas of operation, so it is better to start with what exists

ratherthan-to-startfromzere

5.4 Planning

Baged on an understanding of the current and target states, a plan for a specific pathfrom cufrent state
to ffarget state, can be developed and agreed upon. The plan should define at least:

a) | the objectives, scope and the anticipated results;

b) | the most appropriate approach for achieving the objectives;

c) | the processes that will be implemented or improved and theirihterfaces;
d) | the risks and the methods used to assess and treat them;

e) | the required resources such as personnel, informatiofiyand infrastructure;
f) | the structures, roles and responsibilities, authogity levels and competence required for gffective:
1) project implementation;

2) project governance;

3) review of the project outputs and results;

4) monitoring and sustaining-the achieved results after implementation.
g) | the requirements and methods for:

1) monitoring and controlling the implementation progress;

2) reviewing the project activities and results;

3) reporting and communicating;

4) ensuring continued performance of the existing parts of an SMS.

h) | thé awareness, training and engagement requirements;

3 41 1 | 4 H 4
1) LT Duugtidl y TCTUUITTIITIILS.

The organization will decide whether or not the project team will also have responsibilities for
maintaining the achieved results and ongoing post-implementation operations. Each approach has
benefits and issues. Where project team members will have operational responsibilities, user input to
the project is direct and there can be more commitment to ensure the project succeeds. Where more
independence, and possibly objectivity, is required, separation of responsibilities between the project
and operations may be needed.

Key to the success will be effective communication with interested parties, delivered at the appropriate
time with an appropriate level of detail.
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5.5 Implementation

The implementation journey is made by acting upon the plan. It is important to remain open to change
throughout this journey. If a change happens during the implementation period, there needs to be a
continual focus on measuring progress against the plan and managing risks. Once this step is completed,
the organization will achieve the target state. This becomes the new current state of the SMS.

5.6 Evaluation

Whatever approach or methodology the organization chooses for the implementation of an SMS,
evaluatio i g1 i -1 TOTT the
progress towards and relevance of, the target state needs to be continually evaluated and reported.
Interested| parties should be informed of the results. If any changes in the plan or objectives pre
necessary)the plan is revised and additional actions are undertaken.

If the implementation objectives are not achieved, it is necessary to analyse the unmétobjectives and
identify their causes with agreed actions. Lessons learned should be maintained, communicated and
included ip future plans, as necessary.

5.7 Futyire action

After implementation, it is important to ensure that the implementation results are embedded in
daily work practices and behaviours throughout the organization. @ver time, opportunities for futjre
improvempents can be identified. The activities in this step ensure the improvements and changed
behaviourp are not at risk of reversion and can be built on for future improvements.

This step helps ensure that improvements will not remaimjisolated, that progress is not lost over tjme
and that fyture support for continual improvement is achieved.

6 Implementation challenges

Organizations wishing to implement an SMS:ill potentially face a variety of challenges. The challeniges
are what Brings the organization closer to.its capability limitations. Depending on the impact of these
challengeq and the organization’s capability to address them, the organization should make a decidion
to continug, modify, or even stop the implementation.

If a challenge is identified as a risk;'mitigation methods can be useful. Table 2 illustrates some of thjpse
challengeq and how they can be‘overcome.
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