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Foreword

[SO (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
ISO and IEC technical committees collaborate in fields of mutual interest. Other international organ
governmental and non-governmental, in liaison with ISO and IEC, also take part in the work.

The procedures used to develop this document and those intended for its further maintenance are d

activity.
izations,

escribed

in the ISO/IEC Directives, Part 1. In particular, the different approval criteria needed for the different types

of docurfient should be noted. This document was draited In accordance with the editorial rules ot
[EC Direftives, Part 2 (see www.iso.org/directives or www.iec.ch/members experts/refdocs).

[SO and|IEC draw attention to the possibility that the implementation of this document may iny
use of (4) patent(s). ISO and IEC take no position concerning the evidence, validity or applicabilit
claimed [patent rights in respect thereof. As of the date of publication of this document, SO and IE(
received notice of (a) patent(s) which may be required to implement this document. Hewever, implé
are cautjoned that this may not represent the latest information, which may be ‘obtained from th
databas¢ available at www.iso.org/patents and https://patents.iec.ch. ISQ-arid IEC shall not
responsible for identifying any or all such patent rights.

Any tradle name used in this document is information given for the‘convenience of users and
constitufe an endorsement.

For an ekplanation of the voluntary nature of standards, the meaning of ISO specific terms and exp
related fo conformity assessment, as well as information about ISO's adherence to the Wor
Organization (WTO) principles in the Technical Barriers to/ftade (TBT) see www.iso.org/iso/forewd

the IS0/

olve the
y of any
had not
menters
e patent
be held

Hoes not

ressions
d Trade
rd.html.

Alist of all parts in the ISO/IEC 20000 series.can be found on the ISO and IEC websites.

Any feedback or questions on this document should be directed to the user’s national st
body. A4 complete listing of thesé” bodies can be found at www.iso.org/members.h]

thnology,

andards
ml and

www.ie¢.ch/national-committees,
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Introduction

This document is intended to assist users in relating the requirements specified in ISO/IEC 20000-1:2018
to the principles and practices of two frequently used software and service development frameworks, Agile
and DevOps. Organizations can refer to this guidance as a cross-reference between the frameworks to help
them plan, implement and improve a service management system (SMS).

[SO/IEC 20000-1 is the International Standard for service management and specifies requirements which
can be used as the basis of a conformity assessment.

ISO/IEC 20000-1 specifies an integrated process approach in which an organization establishes, implements,

maintainpsa

oraco

Agile is
increme

DevOps
between
systems

Despite
also bee

The Dev
delivery

Organiz
1 and th
DevOps

in ISO/IH

Within t
principld
surroun
a correls

bination of both. Other parts of the ISO/IEC 20000 series provide supporting guidance.
htal development and continuous improvement.
relevant stakeholders for the purpose of specifying, developing and~operating softw

these definitions being focused on software development, both Agile and DevOps princip
 used in a much broader sense, including the development and.delivery of services.

Ops framework is based on the Agile framework, adding automation of service developn
to it. Many Agile concepts discussed in this document are therefore equally applicable to D

ntions can implement and improve their SMS using/the’requirements specified in ISO/IEQ
e guidance in the other parts of the ISO/IEC 20000 series. An organization can adopt A
practices to support the management of their services in alignment with the requirements s
EC 20000-1. Other frameworks and practices €an also be used to support ISO/IEC 20000-1.

his document, Clause 4 provides an overyiéw of ISO/IEC 20000-1 and the SMS. Clause 5 appl
s to the SMS. Clause 6 applies DevOps principles to the SMS. In Clause 7, the benefits and
Hing the use of Agile, DevOps or a conibination of the two in the SMS are discussed. Annex A
tion of ISO/IEC 20000-1 clauses taithe Agile and DevOps frameworks.

services, and continuous improvements in all aspects of the lifecycle (ISO/IEC/IEEE 32675).

Istomers

defined as a collection of frameworks and techniques focusing on collaboration, iterative and

s defined as a set of principles and practices which enable better communication and collaporation

are and

les have

nent and
evOps.

20000-
gile and
pecified

ies Agile
caveats
provides
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Information technology — Service management —

Part 15:
Guidance on the application of Agile and DevOps principles in
a service management system

1 Scope

This dod

used frameworks, Agile and DevOps. It can be used by any organization or person wishing to un

how Agi
a) an (
sped

imp

b) an organization that already uses Agile or DevOps and is seeking'guidance on how Agile or Dey

be ul

¢) ana
the

ument provides guidance on the relationship between ISO/IEC 20000-1:2018 ahd two ca

e and DevOps can be used with ISO/IEC 20000-1, including:

rganization that has demonstrated or intends to demonstrate comfermity to the requ
ified in ISO/IEC 20000-1 and is seeking guidance on the use of Agile or DevOps to est
rove the SMS and the services;

sed to support efforts to demonstrate conformity to the réquirements specified in ISO/IEC 2

ssessor or auditor who wishes to understand the use of Agile or DevOps as a support for g
requirements specified in ISO/IEC 20000-1.

Both ap

or use af integrated workflow with combined Agilé and DevOps approaches. In any of these situati

deploy Ai:gile frameworks only, DevOps frameworks only, use both Agile and DevOps frameworks in i
document can be used as guidance for the integtation of Agile and DevOps practices in an SMS.

The gui
assessm
requirer

2 Normmative references

The folld
requirer]
the lateg

ISO/IEC
requiren

broaches can be used independently or together. Depending on the context, an organiza

lance in this document can assist“an organization in planning and preparing for a co
ent against ISO/IEC 20000-1, neting that an organization can only claim conformity by ful
hents specified in ISO/IEC 20000-1.

wing documents(arpe referred to in the text in such a way that some or all of their content co
hents of this document. For dated references, only the edition cited applies. For undated re
t edition of the' referenced document (including any amendments) applies.

20000~},”Information technology — Service management — Part 1: Service managemen
ents

mmonly
lerstand

rements
hblish or

'Ops can
0000-1;
chieving
tion can

solation,
ons, this

hformity
illing all

nstitutes
ferences,

t system

ISO/IEC

??707-—1], anh/l/nrp and systems engineering — Care Agi]p practices

ISO/IEC/IEEE 32675, Information technology — DevOps — Building reliable and secure systems including

applicati

3 Ter

on build, package and deployment

ms and definitions

For the purposes of this document, the terms and definitions given in ISO/IEC 20000-1, ISO/IEC 33202,
ISO/IEC/IEEE 32675 and the following apply.

1) Under preparation. Stage at the time of publication: ISO/IEC/FDIS 33202:2024.

© ISO/IEC 2024 - All rights reserved
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[SO and IEC maintain terminology databases for use in standardization at the following addresses:

— ISO Online browsing platform: available at https://www.iso.org/obp

— IEC Electropedia: available at https://www.electropedia.org/

31

Agile

collection of frameworks and techniques focusing on collaboration, iterative and incremental development
and continuous improvement

Note 1 to entry: In this context, the term "Agile" is usually capitalized.

3.2 J

bottom-up intelligence
use of iffformation coming from users themselves, so they can develop better options to achieve [valuable
objectives

3.3
continupus everything
increasipg agility throughout the service lifecycle from testing, deployment ahd monitoring through to
integratjon and delivery

3.4
cradle-tjo-grave
activitiep from the beginning of the service lifecycle to its end or disposal

Note 1 to|entry: This term is specifically used in this way within the context of DevOps.

3.5
cross-functional autonomous team
team thgt has the skills and disciplines required to achiéve an established goal, such as developing, deploying
or operalting a service

Note 1 tolentry: These teams are fully empowered and self-sufficient for the designing, building, testing, deployment
and runnfing of the service.

3.6
customer-centric
doing business and ensuring a positive customer experience at every stage of the customer journey (3.7)

Note 1 tolentry: When a customer-céntric organization makes a decision, its people thoroughly analyze its impact on
the customers.

3.7
custome¢r journey
series o1 sum of customer experiences when engaging with an organization, its products or service

Note 1 to|entry:<‘Series” is based on processes; “sum” is based on results.

[SOURCE:NSO 23592:2021, 3.8]

3.8

daily stand-up

short, daily, time-limited meeting used to discuss progress, plans and any blocking issues with each member
of an Agile (3.1) team

[SOURCE: ISO/IEC TR 24587:2021, 3.7, modified — The term "time-boxed" has been replaced by "time-
limited" at the beginning of the definition, and "Agile" has been capitalized. Note 1 to entry has been
removed.]

© ISO/IEC 2024 - All rights reserved
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3.9

DevOps

set of principles and practices which enable better communication and collaboration between relevant
stakeholders for the purpose of specifying, developing, and operating software and systems products and
services, and continuous improvements in all aspects of the lifecycle

[SOURCE: ISO/IEC/IEEE 32675:2022, 3.1.1]

3.10

hypothesis

theory that something can become valuable, even though this will not be known for sure until it is verified in
areal environment

3.11
left-shiff
shift-lefg
prioritizing the involvement of relevant stakeholders in applying quality activities/\security, [privacy,
performpnce, verification, and validation earlier in the lifecycle

Note 1 to|entry: In this document, the expression “shift-left” is used, because it is more cominon in the indusfry.

[SOURCE: ISO/IEC/IEEE 32675:2022, 3.1.2, modified — Admitted term "shift:left" has been added. Note 1 to
entry hals been added.]

3.12
minimum viable service
MVS
limited qervice release that includes the main hypotheses (3.10) that demonstrate whether the main| product
idea malkes sense to the customer

3.13
result-oriented plan
plan thaf focuses on outcome rather than on the proacess used to deliver a service

Note 1 to|entry: Following a result-oriented plan gives a higher chance of being successful. It pushes the orgpnization
to take gwnership and be flexible in defining priorities. Most importantly, it enables the organization to|measure
progressfagainst a defined set of requirements!

3.14
retrospgctive
team meeting at the end of an iterative cycle or at the end of a project to reflect on what went well, yhat was
learned,|and what should bedone differently next time

[SOURCE: ISO/IEC/IEEE -24765:2017, 3.3488, modified — Preferred term has been changed from
"retrospective meeting™ to "retrospective". "Software project” has been changed to "project|' in the
definitign.]

3.15
self-orghnizing team
team using'its own knowledge to determine how best to do their job

3.16

servant leader

leader focusing on providing what the team need, removing impediments to their progress and supporting
their productivity

3.17
service-thinking
focusing on the end-goal or the outcome of the process or service

© ISO/IEC 2024 - All rights reserved
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service backlog
list of items ordered by value of what is to be done or to be achieved

3.19

service owner
person responsible for maximizing the value that the service development team creates, including
managing the service backlog (3.18), identifying and prioritizing improvement opportunities and supporting

operatio

ns.

Note 1 to entry: Within the context of this document, this term is used specifically in reference to Agile environments.

Its use ca

n be different within other service management environments.

3.20

technical debt

“service

vation

sresults

ntinually
ifecycle,
agreed

e known

bination
I service

deferred cost of work not done at an earlier point in the service lifecycle

[SOURCE: ISO/IEC/IEEE 24765:2017, 3.4181, modified — "product life cycle" has been replaced with
lifecyclel']

3.21

user story

brief deqcription of required functionality describing the stakeholder roles, goals, benefits and mot
[SOURCE: ISO/IEC 33202:—, 3.28, modified — Note 1 to entry has beenrémoved.]

3.22

vanity metrics

statisticg thatlook spectacular on the surface but do not necessarily translate to any meaningful busine
4 Introduction to ISO/IEC 20000-1:2018

ISO/IEC|20000-1 specifies requirements for establishing, implementing, maintaining and col
improving a service management system (SMS)~An SMS supports the management of the service
including the planning, design, transitions;;delivery and improvement of services, which meet
requirements and deliver value for custdomers, users and the organization delivering the services. The
organizdtion in the scope of the SMS catbe a whole or part of a larger organization and can also b
as the "sprvice provider".

ISO/IEC[20000-1 is intentionallyindependent of specific guidance. The organization can use a com
of generally accepted frameworks (e.g. Agile, DevOps) and its own experience. Appropriate tools fo

manageinent can be usedtesupport the SMS.

All reqy
organizg
ISO/IEC
delivere
and digi

irements specified in ISO/IEC 20000-1 are generic and are intended to be applicab
tions, regardless of the organization’s type or size, or the nature of the services delivere]
20000-1 can be used regardless of the organization’s type or size, or the nature of the
1, the document has its roots in IT. It is intended for service management of services using te
alinfermation. The examples given in this document illustrate a variety of uses of ISO/IEC

e to all
d. While
services
hnology
P0000-1.

Exclusion of any of the requirements in ISO/TEC 20000-1:2018, Clauses 4 to 10, is not acceptable when the
organization claims conformity to ISO/IEC 20000-1, irrespective of the nature of the organization.

The organization cannot demonstrate conformity to the requirements specified in ISO/IEC 20000-1 if other
parties are used to provide or operate all services, service components or processes within the scope of the SMS.

ISO/IEC 20000-10 includes the concepts for an SMS, the vocabulary used for the ISO/IEC 20000 series, a
description of each part of the series and related standards.

Guidance is available in other parts of the ISO/IEC 20000 series in the form of:

— ISO/IEC 20000-2, Guidance on the application of service management systems;

© ISO/IEC 2024 - All rights reserved
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— ISO/IEC 20000-3, Guidance on scope definition and applicability of ISO/IEC 20000-1;
— ISO/IEC TS 20000-5, Implementation guidance for ISO/IEC 20000-1;
— ISO/IEC 20000-6, Requirements for bodies providing audit and certification of service management systems;

— ISO/IEC TS 20000-11, Guidance on the relationship between ISO/IEC 20000-1 and service management
frameworks: ITIL®;

— ISO/IECTS 20000-14, Guidance on the application of Service Integration and Management to ISO/IEC 20000-1;

— ISO/IEC TS 20000-16:—3), Guidance on sustainability within a service management system based on
ISO/IEC 20000-1;

— ISO/IEC TR 20000-17:—3), Scenarios for the practical application of ISO/IEC 20000-1.

Figure 1|illustrates an SMS showing the clause content of ISO/IEC 20000-1.

Custgmers Service management system (SMS)
(intprnal Context of the organization (4)
and — Organization and its context — Interested parties — Scopé of the SMS — Establish the SMp
extgrnal p
) Leadership (5)
— Leadership and commitment — Policy — _Rales, responsibilities and authorities
Planning{6)
— Risks and opportunities -4 Objectives — Plan the SMS
Supporit of the SMS (7)

— Resources — Competence — Awareness — Communication
— Docuniénted information — Knowledge

Service
requiremest Operation of the SMS (8)
Operational planning and~‘Relationship and Service design, build and transitjon
control (8.1) agreement (8.3) (8.5)
— Business relationship — Change management

Service portfolio (8.2) management — Service design and transition
— Service delivery — Service level management — Release and deployment
— Plan the services — Supplier management management
— Controh¢f parties
involved inthe service Supply and demand (8.4) Resolution and fulfilment (8.6)

. lifecycle — Budgeting and accounting — Incident management

Services —.Service catalogue for services — Service request management
hanagement — Demand management — Problem management
— Asset management — Capacity management
— Configuration Service assurance (8.7)
management — Service availability managemenjt
— Service continuity management
— Information security managemgnt
Performance evaluation (9) Improvement (10)

— Monitoring, measurement, analysis and — Nonconformity and corrective action
evaluation

— Continual improvement

fot [
TIITT TIAT auuIlt

— Management review

— Service reporting

NOTE Numbers in parentheses indicate ISO/IEC 20000-1 clause numbers.

Figure 1 — Service management system

2) Under preparation. Stage at the time of development: ISO/IEC WD TS 20000-16:2024.
3) Under preparation. Stage at the time of development: ISO/IEC CD TR 20000-17:2024.
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5 Agile within an SMS based on ISO/IEC 20000-1

5.1 Background of Agile

To understand how Agile can help in service management, it is necessary to understand why Agile arose and

the prob

lem it was aiming to solve.

In its initial conception, Agile emerged to respond to a common problem identified in software development.
In essence, it provided some guiding principles for answering the following question:

— How can one deliver valuable software to a customer when not even the customer is sure about what
they want?

In other
also kno
the key

Agile M3

From th

Althougl

have extended far beyond this discipline, and it has been tested in different sectors and contexts,

them far

In the fq
ISO/IEC

5.2 Agile Principles

5.2.1

The Agi
Refereng
Agile M:
interpre

NOTE
"service"

52.2 |

The focu
others a

— indi
— wor

— cust

words, Agile focuses on customer satisfaction above all else, but in an unpredictable €nvii
wn as a high-uncertainty environment or a complex system. Value, the customer and mneert
points from which all Agile philosophical principles stem. These principles are stimmariz{
nifestol13] (see 5.2), and they are the source of inspiration for all Agile frameworks that exi

b key points of the Agile Manifesto, a series of Agile Principles are derived (see’5.2).

1 Agile emerged to respond to a common problem that exists in software’development, its

removed from the world of software, such as education or health.

llowing subclauses, several Agile concepts will be discussed\and applied to the require
20000-1.

Dverview

e mindset has been expressed in terms»of the Agile Manifesto and its related Princij

inifesto and Agile Principles were wwitten with software development in mind, but the
ted for the context of services.

In the following subclauses, thé\term "software" as used in Reference [13] has been replaced with

Agile Manifesto

s of Agile is to uhcover better ways of delivering services by providing those services and
so to provide services. This work has led to the valuation of:

viduals arid interactions over processes and tools;

kKingservices over comprehensive documentation;

onment,
hinty are
ed in the
it today.

benefits
some of

ments of

bles (see

e [13]). This subclause contains a summary of the Agile Manifesto and the Agile Principles. The

y can be

the term

| helping

lomer collaboration over contract negotiation;

— responding to change over following a plan.

Within this list, whilst the primary points (first element in each line) are considered the most important, the
secondary elements (second element in each line) are also considered valuable.

NOTE

See Reference [13] for further details and original text.

© ISO/IEC 2024 - All rights reserved
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5.2.3 List of Agile Principles

The twelve Agile Principles are listed as follows:[13]

1) "Our highest priority is to satisfy the customer through early and continuous delivery of valuable
services."

2) "Welcome changing requirements, even late in development. Agile processes harness change for the

cust

omer's competitive advantage."

3) "Deliver working service enhancements frequently, from a couple of weeks to a couple of months, with a
preference for the shorter timescale."

4) "Buginess people and the service provider must work together daily throughout the service life

cycle."

5) "Build services around motivated individuals. Give them the environment and supportthéy need, and

tru

them to get the job done."

6) "Th¢ most efficient and effective method of conveying information to and within.service team
to-fdce conversation."

7) "Worrking services are the primary measure of progress."

8) "Agille processes promote sustainable development. The sponsors, developers and users shoul

to
9) "Coff
10) "Sin
11) "Thg

12) "At
beh

Agile pr

aintain a constant pace indefinitely."
tinuous attention to technical excellence and good design-enhances agility."
plicity (the art of maximizing the amount of work not done) is essential.”

 best architectures, requirements and designs emerge from self-organizing teams."

5 is face-

1 be able

‘egular intervals, the team reflects on how tebecome more effective, then tunes and adjusts its

viour accordingly.”

nciples and practices have been used successfully in areas such as product development], service
ent and other disciplines in a fast:moving, complex environment. In such a context, there is a

develop
signific%t level of uncertainty in the scope*of the project. To manage this uncertainty, Agile focus¢s on the

rapid re
The cust
each rel
overall f
and for
number

omer is continually involved-in the development to test and verify the desired functional
pase, the work methodology’and resulting functionality is evaluated and, if needed, impro|

ase of a partial, but functional §ervice, which is built upon in subsequent iterations until completion.

ty. After
ved. The

bcus of an Agile approach is on the iterative and incremental creation of value for the orggnization

the customer through development of the service. This approach has led to the development of a

of Agile frameworks [such as Scrum, Scaled Agile Framework (SAFe) and dynamic

systems

developiment method (DSDM)], which all have commonalities that are described and can be appli¢d to the

SMSint

he following.suibclauses.

53 A

5.3.1

ile and services

alue in a service environment

Within the services domain, there is an interest in maximizing the value that the service delivers to the
customer in environments of high uncertainty. The concepts of value, customer and uncertainty should
encourage reflection on how to approach the design, implementation and maintenance of the SMS and the
services.

The same issues that brought about the rise of Agile in software development can also be relevant to services,
for example:

— how to offer a valuable service to a customer without knowing if the service will help to best meet the
customer’s objectives;
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— how to know if a service level agreement (SLA) or a key performance indicator (KPI) really adds value to
the end-customer;

— how to make service management evolve for the better, always keeping the customer’s objectives in mind.

ISO/IEC 20000-1:2018, 5.1, requires that top management ensure that what constitutes value for the
organization and its customers is determined. Customers often know what problems they seek to solve or
which new opportunities they want to take advantage of, but it is also common that an alternative solution
or opportunity for increased value is not identified. In such cases, Agile hypothesis and experimentation
can identify new opportunities to better serve the customers’ needs. Top management should therefore
encourage the organization’s service portfolio (see ISO/IEC 20000-1:2018, 8.2) to meet the customers’ needs;
an Agile approach can assist in identifying and exploiting previously undiscovered approaches.

The service that an organization delivers to a customer is itself a way of delivering value to thes¢hstomer.
However, uncertainty is part of the reality of services. Ultimately, it is not possible to tell if a tHeofetlical, lab-
designed, “perfect” service will actually fix problems or provide new opportunities for the customer until it
is implenented in a real-life environment.

Uncertainty relates to the management of issues and risks. ISO/IEC 20000-1:2018, 4.1 requires the
organizgtion to consider internal and external issues affecting its ability to achieve the outcomes of the
SMS. ISQ/IEC 20000-1:2018, 6.1 requires the organization to consider these issues and determine gny risks
and opp¢rtunities that need to be addressed. An uncertain environment is a‘source of external and|internal
issues that can constitute risks that require some form of actions to be addressed. Introducing the Agile
framewqrk can be a way to address issues and risks resulting from an uncertain environment.

5.3.2 Value, customers and uncertainty in services

Services|should be supportive of the customer’s business outcomes. Value creation is the primary ¢bjective
of settinjg up an SMS, as mentioned in the Introduction ofISO/IEC 20000-1:2018. However, it is pogsible for
an SMS fo become too process-focused, losing the focuséon the customer. ISO/IEC 20000-1:2018, Clause 4,
requireg the organization to look at its context to support the design of the SMS which in turn helpdto avoid
a purely] process viewpoint and supports the reduction of risk associated with uncertainty. Esgentially,
the organization should focus its efforts upon maximizing the value delivered to the client and in [doing so
should find the right balance between the internal process focus and the focus on the customer’s ng¢eds and
expectafions.

A servicg implemented in the real world>with which the customer is satisfied is the best way to pfove that
the service is valuable. With this in mind, ISO/IEC 20000-1:2018, 8.3.2, requires the organization to measure
satisfactlion with the services based on a representative sample of customers. However, the gctivities
carried ¢ut within a service lifecycle are not always perceived as valuable by the customer. For exarhple, itis
possible|that the customer will not perceive value in configuration management which is largely inyisible to
them buf is essential to the)smooth operation of a service. It can therefore be necessary to perform|internal
procedufes, write documentation or follow a methodology for the customer to ultimately perceive the value
of a service element:Ultimately, the customer perceives value if the service they receive solves a[problem
or helps|them totealize an opportunity. It is this value that the organization should determine and use as
guidanc¢ for theidevelopment of the SMS and the services.

With thisdn mind, all activities carried out as part of an SMS can be questioned at any time from the
perspectiveofwhether ornotthey are truly necessary and have areal value contribution or-to the ¢ontrary,
are simply tasks to be adapted, or even eliminated, without this entailing a reduction in the value delivered
to the customer. The service management plan, as described in ISO/IEC 20000-1:2018, 6.3, is intended to

document what is necessary in an SMS to create value for the customers and the organization itself.

In Agile, value creation includes making sure that the organization offers the customer value using processes
that are designed for what the customers want to achieve with the services. This is distinct from offering
only services that provide basic functionality, but not much value to customers, with the rationale that they
are easy for the service provider to implement.
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Using Agile methodologies can help to accelerate value creation for the customer and the service provider in
the following ways:

— through closer collaboration between the service provider and the customer, the customer’s needs and
expectations of the service are more clearly defined and implemented in the service;

— through iterative service development, service elements become available more quickly to the end users;

— through more efficientand effective testing methods, the quality and reliability of the service is improved;

— through the use of hypothesis testing (see 5.6), the elements which are valuable for the customer can be

mor

e accurately determined.

5.4 Defining objectives

Setting ¢bjectives seeks to add "certainty” to an environment of "uncertainty”. A clear objective s
understgod and shared by customer and the organization. This is essential for working.effectivel
developinent of the service.
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e provided services with the aim of improving them. In ISO/IEC 20000-1:2018, 5.1, top man
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ng Agile, the design of a service should start with the definition of a customer objective:
t problem is to be solved for the customer?

is it possible to make the customer happier?
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ay, the customer can play an active role in/determining the nature and shape of the services
D pay for.
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necessary. There is sometimes-a tendency to define the service objectives in terms of wha
or the activities to be catried out. But it is preferable to ask "why is it important to perfo
57" in order to achieve the/true objective.

E1 A service objetetive is initially defined as “we want to offer an incident ticketing service to

a cloud system”. When asking, “why is it important that a cloud system is used?”, the answer can be
tem is not essential. The goal is to facilitate the day-to-day work of users with respect to ticket man{
wvords, the location of the ticket system is not important to the users; what they want is for incid
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the purpose behind the initial objective, as shown in the example, focus can be placed on understanding the
customer’s needs and expectations first (see ISO/IEC 20000-1:2018, 4.2), before moving on to proposing
solutions. This latter approach is more inspiring and provides greater flexibility for generating potential
solutions in the way the SMS and the services are developed.
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Example 2 provides a continuation of Example 1.

EXAMPLE 2 During the implementation of the incident ticketing service, an end-user training gap is detected that
has much more importance for achieving the customer's objective than implementing a new cloud-based technology,
as specified initially. Setting an objective based on the issue to be solved allows for greater flexibility, as well as for
the prioritization of new opportunities that will potentially arise later on, instead of forcing the team to carry on with
what was initially planned (or even documented in an agreement). In this case, being flexible, adapting the proposal
and focusing on training users over other activities can bring the organization much closer to offering a service that is
truly valuable for the customer.

Agile achieves an understanding of the customer's requirements by closely working with the customer
to determine what value they want to create with the service and how these expectations translate into
service requirements. By iteratively implementing service features based on these requirements and having
these tepted by the customer, it can be verified whether or not the service really meets the customer’s
expectations. If it does not, or if the customer’s requirements have changed, the next iteration eanvbe used to
modify gervice features to better meet the customer’s requirements. Using short delivery iterations in this
way can|significantly reduce the overall risk of delivering a service a long time after the gustomer Has given
their inifial requirements and not meeting them in the end.

jectives arising from customer issues or perceived opportunities do not-usually change firom one
day to the next, it is possible for objectives to change and become obsolete. In stich case, as the priority is
deliver the maximum value to the customer, rethinking the servigé-and giving it a new gpproach
to satisfy the new objective is not synonymous with failure. On the contrary, it shows strategic intglligence,
and that]it is understood that the work is carried out in complex systems. [t'also shows that delivering value
to the cystomer and the organization is the key priority and that the ohly'way to deliver value is by adapting
the servjice to changes in the environment as early as possible./This supports the principle of dontinual
improvement (see ISO/IEC 20000-1:2018, 10.2).

A focus pn customer collaboration also impacts and elevaté€s the role of the business relationship manager
(BRM)(ske ISO/IEC 20000-1:2018, 8.3.2). In an Agile enyironment, the role of the BRM is similar tjo that of
a servic¢ owner on the service provider’s side. This shares aspects of the product owner’s role in[Agile. In
Agile, a product (or service) owner is responsible formaximizing the value that the team delivers.|As such,
the serv]ce owner is also responsible for managingthe service backlog, which is a list of user stories| ordered
by value|of what is to be done or to be achieved. With these responsibilities in mind, the service owngr works
closely with the stakeholders in order to knowrand manage their expectations, and closely with cusfomer or
end user), performing market analysis, examining competition and handling many other activities. The same
responsjbilities should be performed ina service context so that the service always offers the nlaximum
possible|value.

The seryice backlog is used to gather user stories for the Agile team to work on. User stories can include
new seryice elements or change requests, as well as work on incident resolution and root-cause anglysis for
problem|management. Work.items in the service backlog are prioritized by the team based on thelurgency
indicatefl by the end users! Incidents may therefore be prioritized over problems, which in turn may be
prioritized over changes-The principle of working on several work items in the available time in an fteration
remains|the same, irrespective of the nature of the work.

5.5 High-uiicertainty contracts

Service pgreements with the customer should have increased focus on maintaining the relationship with
that customer.

In a service agreement, it is common to try to specify the details of the service that the organization has
agreed to provide to the customer. However, considering that the service may be implemented in high-
uncertainty environments, it is not possible to anticipate the exact details of the service that the organization
will provide to the customer in a reliable way. In other words, trying to anticipate the details of the service
in an agreement will be a barrier in the relationship between both parties, making it difficult to adapt the
best solutions and inevitably leading to a decrease in the value delivered to the customer.

Therefore, the key action is to separate the certain from the uncertain. While it is true that there is an
element of uncertainty that makes it impossible to anticipate all details (which would make writing such
details into an agreement inadvisable), there are always elements of certainty to focus on. For example, the
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Agile Manifesto introduces concepts such as the necessary collaboration between the customer and the
organization, the importance of the quality of the service that is delivered, the value of direct communication,
the team’s need for autonomy when making decisions, the benefits of frequent deliveries and of incorporating
flexibility to changes, etc. These are key points when it comes to being Agile, and they should be anticipated
and reflected in a service agreement.

Further to this, Agile states that the people who are part of the team should share a common objective,
regardless of whether or not the service team is mixed (i.e. made up of the organization’s and customer
personnel). A common problem in the relationship between customer and supplier is that the organization
has an objective that is not compatible with the customer’s objective. In this case, progress becomes
impossible, as the organization and customer focus on two separate objectives. In this context, identifying
a common objective that benefits both parties will enable the customer and the organization to work in the
same diffection on a day-to-day basis, as the benefit of achieving the objective will be shared.

Priority should therefore be given to writing and negotiating a contract or service agreementthat fjcilitates
and promotes the flexibility required to foster an Agile approach to service delivery and improvement. If this
is not the case, the agreement itself can potentially inhibit the Agile approach and even render it impossible.
This has|an impact on several other areas where contracts and agreements are used:

— planning the SMS (see ISO/IEC 20000-1:2018, 6.3), when contractual requirements need to be copsidered
or syippliers are used;

— the design of new and changed services (see ISO/IEC 20000-1:2018; ,8.5.2.2), when agreemgnts that
support the services need to be considered;

— the |development of SLAs with customers (see ISO/IEC 20000-1:2018, 8.3.3) and suppliers (see
ISOAIEC 20000-1:2018, 8.3.4), when such agreements are inyolved.

In summary, the organization should establish common-sérvice objectives between the partids in the
agreemgnt that promote close collaboration and teamworkbetween the organization and the customer. This
should provide greater flexibility for rethinking and adapting the details of the service when necessary, in
order tojmeet the common service objectives.

5.6 H¢w to achieve the service objectives

As previously highlighted, a clear service\objective should be stated early on. However, it is not|possible
to determine how such an objective will be achieved from the outset, as it is not possible to know which
methodq of attempting to achieve the.customer's objective will or will not work. This leads to the cgncept of
"hypothgsis,” which is widely usediin Agile.

In Agile| due to the high degree of uncertainty, anything formulated before being brought info a real
environment is considered.a*hypothesis, i.e. a theory that something can become valuable, but where this
value cannot be provem umntil it is verified in a real environment. Therefore, importance is not pllaced on
formulafing a perfect\hypothesis, but rather on refining a hypothesis based on feedback from [the real
environment.

This corcept is~associated with the management of risks and opportunities (see ISO/IEC 2000(-1:2018,
6.1) and| the\establishment of service management objectives (see ISO/IEC 20000-1:2018, 6.2). Pfrocesses
associatpd\with these elements should be used to determine hypotheses, monitor their potential value and
manage them by determining whether the hypothesis is valid or not.

5.7 Agile learning

Agile learning is the concept used in Agile to reduce the risk derived from high levels of uncertainty. Only
when a service improvement has been tested will it be possible to know whether or not it provides the
benefits originally anticipated.

In Agile, teams work with short planning-development-delivery iterations, intended to observe what
happens in a real environment and to learn as quickly as possible from that observation (known as working
with "feedback loops"). Frameworks such as Scrum, for example, speak of iterations of a maximum duration

© ISO/IEC 2024 - All rights reserved
11


https://iecnorm.com/api/?name=93e7273be1e0dcabea702b26dfd2f15c

ISO/IEC TS 20000-15:2024(en)

of one month (called sprints). In other frameworks, it is established that a minimum viable product (MVP)
should be a limited product version that includes the main hypotheses, demonstrating whether the main
product idea makes sense to the customer. In this way, the MVP is placed into the hands of customers (the
early adopters) with the aim of receiving early feedback from them and testing, as soon as possible, whether
the customer sees value in the main product hypotheses.

The same concept should be applied to services. Working with complex systems, it cannot be foreseen
whether or not the original service concept will truly be of value to the customer. In service design, build and
transition (see ISO/IEC 20000-1:2018, 8.5), to reduce risk, the organization should develop a minimum viable
service (MVS) that contains the most important service elements and then bring them to a real controlled
environment of early adopters as soon as possible. The objective is not to have a perfect service at that
moment, but to validate whether the service is valuable and useful for the intended customer, or whether,
on the cpntrary, it is necessary to formulate new service requirements and adapt the service prgposal in
the next|planning-development-delivery rapid iteration. In this way, the MVS is built in short iteratiions and
adapted|based on what is observed in a real environment. The eventual service should be déyelopdd in this
iterativegl and incremental way so that feedback from the customer can continually be inéorporated into it.
Only when the MVS has been shown to be truly useful can the service be considered "valid” and deployed on
alarger pcale.

Using thjs MVS approach has an impact on release and deployment management/(see ISO/IEC 2000(-1:2018,
8.5.3). An initial release is an MVS, which is then iteratively and incrementally built upon until the full
service has been developed. The acceptance criteria of the release are the hypotheses that the orggnization
has beern] working with to create value for the customer. An iteration in Agilé always results in a reldase, as it
will always result in new functionality being made available to the end‘users. Therefore, a "release’| in Agile
environments conforms to the definition of this term given in ISO/IEC’20000-1:2018, 3.2.13.

Using thiis Agile service development perspective, the risk of delivering a service that is not usefyl for the
customeyr is reduced, and the risks of incurring high costs airof having customer expectations tha will not
yield thg expected benefits are greatly minimized.

For the jusual plan-design-transition-operate-improve-service lifecycle, this means that there wijll be an
initial rglease of the service that has gone through the first three phases (plan-design-transition) and the
resulting MVS will then go into operation and become available for the customer. Subsequently, thif cycle is
repeated for additional service elements that were not part of the initial service release until the full agreed
service has been developed and moved info the operation phase. After this, all continual imprpvement
follows tghe same cycle.

This als¢ applies to the service management processes: each process is first developed as the bare miinimum
viable ppocess that is able to support the MVS. In every subsequent iteration of service development,
processgs can be further develeped to manage increased complexity of the service or to add [the new
processgs necessary.

When it|comes to hypatheses, possible contractual barriers should be removed and organizationpl issues
that prepent the organization from validating whether such hypotheses hold true should be redolved. A
change of mindset(h-organizations is crucial: a “perfect” or “complete” service should no longer bg created
from the¢ outsetj.instead, the service proposal should be adapted based on the observation of th¢ service
performpnce-in.a production environment.

5.8 TheAgileteanrimaservicetontext

5.8.1 Customer collaboration

In Agile, the team that supports the service is responsible for the service itself. The team organizes itself
by making the necessary decisions to provide the best possible results. The team is composed of the very
people who are in daily contact with end-users of the service, who best know their needs and are best placed
to decide how to offer a better service. This is the concept of "self-organizing teams".

Micro-managing the work of people who are part of a service is inefficient and demoralizing for many
reasons. First, the message that is sent to those who are part of the service delivery is that their ability and
competence to make decisions for themselves is not trusted. And yet, it has already been established that
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those who are closer to users have a greater quantity and quality of unfiltered information coming from the
end-users themselves, so they can develop better options for achieving valuable objectives. This is known as
"bottom-up intelligence".

The idea is simple: if the customer’s objectives are known and the team is the one who maintains contact
with service users, this team will be the best prepared to improve the service offered to users and keep the
customer satisfied. Organizations that provide this flexibility to people are proven to perform better.

In an Agile service team, customer participation within the service is essential. In Agile, the customer is not
a disconnected entity known only to be part of a service agreement. Rather, the customer is integrated with,
participates in, and collaborates with the service team because the customer and the organization share the
same goal.

Customdr collaboration is essential and can be achieved in two ways: customers can be part of,th¢ service
team or jan interested party (see ISO/IEC 20000-1:2018, 4.2) of the service. In both cases, thé prggnization
should pnaintain frequent, direct, constructive and honest communication to foster thel/collaporation
between both parties and the achievement of objectives. This, again, makes the practice of pusiness
relationghip management (see ISO/IEC 20000-1:2018, 8.3.2) very important.

The uncprtainty surrounding services forces the team to provide innovative sglutions. Innovatign is the
end-goal of creativity. In order for the team to be creative, the organization should ensure an envifonment
of securfty and trust in which experimentation and decision-making are-eneouraged and errorq are not
penalizeld. This is crucial for the service team to take responsibility for delivering the best results.

5.8.2 S$ervantleadership

The traditional figure of the manager assigning tasks is replaced by a "servant leader"”, who encourages the
team angl ensures that the team can exercise its responsibility and give its best. A certain level of supervisory
manageiment is required to make sure that the output ¢f)the service teams is aligned with the¢ service
manageI;ent objectives and with the overall vision and nission of the company. Management is alsp needed
for “rempval of impediments” to productive working and for people management tasks such as perfprmance
manageiment and coaching. Still, the responsibility for the service will remain with the entire team, [not with
a particzﬁar individual.

Certain [activities should be deployed by the servant leader that can provide input into the dontinual
improvement of the service (see ISO/IEG:20000-1:2018, 10.2), for example, daily stand-up meetjngs and
retrospdctive meetings.

Daily stgnd-up meetings are shortimeetings (maximum 15 min duration) with the objective of shar|ng high-
level infprmation relevant to the_feam’s efforts in achieving its objectives. The servant leader shofild work
with the/team to remove impediments to achieving the objectives.

Retrospéctives should berused to evaluate how the work went in a service development iteration|that has
just cong¢luded or during other key moments of the service lifecycle. These are longer meetings eyaluating
all aspegts of the service lifecycle, determining improvements needed in processes, organization, tools and
other aspects of the service.

5.8.3 (ontinuous improvement

The service team will have a shorter cycle to plan-develop-deliver the service and within that short cycle
of feedback and learning, continuous improvement is achieved in a natural, organic and inherent manner
(similar to that described in ISO/IEC 20000-1:2018, 10.2, "Continual improvement"). For example, using
retrospective sessions at the end of each iteration. It can also be interesting to hold a review session in
which the service team itself and the interested parties discuss the progress and next steps to be taken in
the development of the service, inspecting and adapting its evolution and progress towards achieving the
objective.

The implementation of continual improvement opportunities should also be subject to Agile practices
themselves: just like any service element, improvements should be part of iterative and incremental
development, either as an element of a single iteration or spread across multiple iterations.
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5.8.4 Competence

An SMS should have a focus on the individual competence of the people performing their jobs within the
context of the SMS. Skills should be assessed, both in the context of job interviews to find the right candidate
and to create a close team of individuals who not only have their own specializations, but also have a broader
development which gives them the flexibility to deploy their activities in other areas. This permits them to
interact more effectively across functions with other team members. Agile is strongly in favour of having
staff available that can perform multiple roles if required. The focus on evaluating competences in Agile is
completely aligned with requirements for competence management in ISO/IEC 20000-1:2018, 7.2, where the
organization should determine the competence needed for the job and ensure this competence is developed.

Closely working, collaborative teams need people with a cooperative and collaborative attitude, including
opennesf to other people’s ideas and perspectives, an active interest in trying to find new ways,tq achieve
greater yalue, a drive for innovation and a continual focus on improvement in general. Othen agpects of
attitude|highlighted by Agile include a high level of trust in each other; being able to take)respdnsibility
for one’qy results and a high degree of adaptability to cope with change in the environment, objeftives or
any oth¢r aspect. Similarly, although the ideal is always for team members to have as many skills and
competdnces as possible to reduce internal bottlenecks, there can be certain levels of specialization fequired
to suppdrt the service.

5.8.5 gile culture

Organizationally, a culture should be developed that permits teams/dealing with service manjagement
to be empowered to handle issues themselves as much as possible\This firstly requires a management
culture that is happy to delegate and at the same time provide suppeort to their teams where needed. This
is contrgry to the top-down management structure found in more’traditional companies. It relates to the
manageiment support required according to ISO/IEC 20000-1:2018, Clause 5, while supporting the Agile
idea of self-managing teams, where the decision-making pewer is delegated as far as possible to the teams
who are|supporting the SMS and the services. This gives a/different interpretation to the requirements in
[SO/IEC{20000-1:2018, 5.3 when compared to working ih other environments. In an Agile envirohment, a
significant number of responsibilities and authoritiés'should be delegated down to the team-level, including,
for examnple, the authority to approve changes and(decisions on tool-selection.

5.9 Metrics

While sgrvice management objectives {see ISO/IEC 20000-1:2018, 6.2) provide guidance for deciding what to
do and what not to do, metrics (see }ISO/IEC 20000-1:2018, 9.1) help teams to know whether they are on the
right track. In Agile, metrics focuséd’on showing whether value is being delivered are especially important.

"Vanity metrics" are those which provide information that can be useful in some contexts, but d¢ not tell
teams if fhey are really delivering value. Both customer-focused metrics and more internally-focused metrics
are concepts to considef in'service management, provided that these emphasize the creation of valye.

EXAMPLE A seryice desk with the strategic objective of guaranteeing that customers receive high-quality
“boutique” supportcan have a metric that indicates that the customer receives a response in less than 24{ hours or
that an ifcident.isclosed in less than 48 hours. However, this metric does not provide information on whether the
customer reallyjreceives quality support. Sometimes, for example, automatic emails perceived as "annoying|' are sent
to the cujtomier in order to comply with the KPI requiring that a response be provided in less than 24 hours.

A balance should be found between adhering strictly to service level targets and finding the most valuable
solution that satisfies the customer's needs and expectations. Specifically, a mechanism for measuring
customer satisfaction (see ISO/IEC 20000-1:2018, 8.3.2) should be used in order to get a clear metric to
determine progress in relation to the service objective, which, in the case of the Example, is to ensure that
the customer receives high-quality support. This metric is focused on what the customer experiences, due to
the actions that the service team takes, and provides the freedom to make decisions and select actions that
will help improve the service. The metric guides actions and encourages innovation to find those actions that
offer the best results. Furthermore, the right actions contribute toward activities that deliver the services to
the customer, focusing on understanding the underlying problems that need to be solved for the customer in
order to achieve the best outcome possible.
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ISO/IEC 20000-1:2018, 9.1 contains requirements for monitoring, measurement, analysis and evaluation. In
that context, the organization should determine what needs to be monitored, how and when these elements
are to be monitored, and when the results of the monitoring are to be evaluated. In an Agile context, the
organization should primarily focus on those metrics that determine whether value is being provided to the
customers. In addition, more internal metrics can be monitored that determine efficiency of the workflow,
work-in-progress limits, and other productivity metrics.

It is very important to use the appropriate metrics depending on the context. When looking to verify the
quality of a service, it is much more appropriate to use metrics that focus on the perspective of the value
received by the customer, rather than, for example, those that focus on measuring the actions carried out.

Reporting on these metrics is covered in ISO/IEC 20000-1:2018, 9.4. The organization should determine
which r¢ports on the performance and effectiveness of the SMS and the services are to be created. Most
importahtly, decisions should be based on these reports and actions should be taken as a result

In Agile,|relevant and appropriate metrics should be shared directly with those teams that can pagtentially
benefit from such information in their decision making focussed on the generation of valle:

One way| to approach metrics in an Agile service is to consider them as hypotheses:fulfilling a metrjic brings
the team closer to achieving service objectives, but it cannot be said that this.is a certainty. This way of
understanding metrics promotes their use as a form of learning, constantly-pushing the team td rethink
whether| the metrics used provide valuable information, and to stop seeing them as absolute truths or as
approprjate criteria for measuring people’s performance and productivity.

5.10 Change management

5.10.1 Change and the SMS

Change applies to an SMS and services. Change expresses)itself in changing service requirements, ¢hanging
services| a changing competitive landscape, changing tools and technology and many more other variations
of changge.

Agile enfourages organizations to embrace change in order to be adaptive to changing customer heeds. It
is this type of change that occurs in non-software environments as well: between contract-signafure and
implemgntation of a service, the customer.¢an have changed their mind and decided they want sgmething
quite diffferent from what was originally.agreed. Embracing change should also cover other types of change,
such as market change, technological ‘ehange, etc. Services should be developed taking into consideration
a continpal need for change. This is;already covered in ISO/IEC 20000-1:2018, 8.1 where it is stqted that
the organization should control planned changes to the SMS and review the consequences of unintended
changes

Coping with continual change can be achieved by making services as flexible as possible from the start. The
use of new technology,permits increased flexibility compared to in the past: services such as software-defined
networkiing and clofid computing cater for adaptation to changing customer requirements. The SMS itself
needs tg be made-flexible as well. This can be achieved by favouring simplicity: simple, intuitive processes,
metrics [see 5.9)dnd reporting (see the requirements for service reporting in ISO/IEC 20000-1:2(018, 9.4),
that are|easy to use, straightforward to produce, well-understood by customers and that can bg equally
effortlegsly‘changed when needed.

5.10.2 Operational change management and release and deployment management

Customers want their change requests to be implemented successfully, without disruption to the live
environment. To help ensure a change is implemented successfully, a number of aspects should be taken
care of.

a) Thoroughly developed and tested service enhancements — this is part of the release and deployment
and service design and transition processes in ISO/IEC 20000-1:2018, 8.5.2 and 8.5.3.
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b) Iterative and incremental development — this should also be used in change management where
each request for change should become part of a service development iteration, either as a whole or in
incremental parts if that is better for service stability.

¢) Awell-communicated release schedule — when working in an Agile way, iterative service enhancements
should be accompanied by arelease schedule thatis visible to all stakeholders.ISO/IEC20000-1:2018,8.5.3

cont

ains requirements related to the planning of releases that can facilitate this.

d) An efficient, simple and flexible change management process — one that does not act as a roadblock
for changes but does perform the necessary checks to ensure changes can be implemented in the next
release. This can be achieved within the scope of the requirements in ISO/IEC 20000-1:2018, 8.5.1, by
developing a change management policy and process aligned with Agile practices.

e) Tho
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Agile tries to reduce overhead that has little to do with the final product and does not add value, such as
extensive project plans, detailed requirements documents that risk becoming obsolete as soon as written,
and other non-core documentation. The focus is on creating a working service, as that is what provides value
to the customer.

[SO/IEC 20000-1 requires the organization to document a number of policies, processes and provide evidence
of conformance in the form of documented information (see ISO/IEC 20000-1:2018, 7.5.4). This potentially
seems contradictory to the aims of Agile in terms of reducing documentation overhead. However, the primary
aim of an SMS is to provide a framework for working more effectively and for efficiently providing services
by requiring a number of service management elements (including documented information) to be put into
place. A balance should therefore be found between the documentation requirements of ISO/IEC 20000-1
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and Agile principles by creating the minimum necessary set of documented information that is required to
support the SMS and the services in a valuable way.

NOTE What ISO/IEC 20000-1 refers to as documented information does not always have to consist of a large
number of separate documents. Some documents can be merged together. For example, a process and procedure can
be written into one document, change and release management can be merged into one document, and procedures can
be configured into service management tools.

5.13 Compatibility of Agile with service management

[t can seem that Agile approaches and its principles are not entirely compatible with service management and
the requirements of ISO/IEC 20000-1, as the latter has traditionally been driven by process, documentation
and tools. However, the growing trend of providing “everything-as-a-service” means that, increasingly, the
end customer places less importance on how a service will be delivered and more on what willhe"delivered
and whyj linking it to the direct value it brings and leaving the details of how to achieve it mene-open.

This dogs not mean that it is not important to rely on processes and systems to perform the deflivery of
services|with a high level of quality, security and efficiency. However, an Agile approagh.can coexist perfectly
in the fleld of service management, continually and sustainably promoting thatythe service delivered
provide§ maximum value to the customer and that the service design, SLAs, KPIs‘and associated rgsources
are focuped on delivering such value.

Agile prpvides a refreshing perspective where value creation and the cstomer's perspective arg central.
ISO/IEC|20000-1:2018, 5.1 and 8.2.2, emphasize the importance of{determining value and dustomer
requirerpents.

Agile’s focus on value delivery to the customers naturally leadsto a closer collaboration with custpmers in
the servjces area. The aim to involve the customer more closely-in the development and delivery of|services
is an effg¢ctive way to ensure that customer satisfaction isinaximized.

Agile enphasizes that the well-being of the people wharactually perform the work is fully in agreement with
the requlirements concerning management responsibility and support for the SMS in ISO/IEC 20000-1:2018,
Clauses p and 7.

Agile seg¢ks to reduce unnecessary documentdtion, as some documents are potentially never read by anyone
or become obsolete as soon as they have beén written due to new developments and requirements| The key
is that the need for any documentation~should be determined by its value, as defined by stakehglders or
requirerents of the SMS. Creating documentation that does not add value should be avoided.

NOTE Alist of mandatory documented information for an SMS is provided in ISO/IEC 20000-2:2019, Annex A.

Agile empbraces change as a'tonstant, but raises a valid point stating that the service provider should be
flexible about change. This applies to services as well as to software development.

Iterativg and incremental service provisioning is an area of which Agile is the great proponent,|but it is
also thejarea thatds-most difficult to apply to services. The question of whether a minimum viabld service,
on top of which incremental enhancements can be regularly provided, can actually be developed, [depends
on the tlypeofiservice an organization is providing. It also depends on the customer agreeing with this
cements
are develepedina—colaberative-way—The-agreemen itate the

6 DevOps within an SMS based on ISO/IEC 20000-1

6.1 General

In the following subclauses, a number of DevOps concepts are discussed and applied to the requirements of
ISO/IEC 20000-1.
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ISO/IEC 20000-1 promotes the development of an effective, efficient, flexible, coordinated and integrated
system for the management of services and their continual improvement.

DevOps attempts to bridge the gap between development and operations teams by unifying them for better,
faster outcomes, focusing on providing business value through agility, quality and stability.

6.2 DevOps principles

DevOps can be defined as a set of principles and practices which enable better communication and
collaboration between relevant stakeholders for the purpose of specifying, developing and operating
software and systems services with continuous improvement (called continual improvement in
ISO/IEC 20000-1:2018, 10.2) in all aspects of the service lifecycle

ISO/IEC/IEEE 32675:2022 provides the following introduction to DevOps:

“DevOpq aims to satisfy a dynamic and competitive marketplace that favours products;thdt balance the
V requirements (volume, velocity, variety, veracity, value, and others). DevOps seeks toachieve a balance
between velocity and system reliability and stability. DevOps was created to providesselutions to cgnstantly
changing complex problems, where reducing organizational risk and improving security and reliability are
critical jequirements. The diverse international domains where reliable and secure systems are uded often
have rigprous regulatory and legal requirements. Therefore, DevOps requires identifying, engagding, and
dynamidally collaborating with a set of supplier and acquirer (producer and consumer) entities forming a
holistic {ecosystem” of both internal and external organizations and stakelolders (e.g. customers, pusiness
units, support organizations, suppliers, collaborators, and partners).”

DevOps pncompasses several principles, as follows.

a) Cusfomer-centric action: customers, and their requirements, needs and expectations, are exgected to
always be central to organizations which want to be sucgessful. Organizations will know their cystomers
wellland involve them in activities from concept to final delivery of a service.

b) Credte with the end in mind: having a clear vision'of the outcomes is necessary for moving in the right
direction. Developing successful services thataneet customers’ needs can only be achieved when there
is ethpathy for the customer and an accurate-understanding of their requirements.

c) Endjto-end responsibility: customersrare not only concerned with the services but also apout the
whalle experience of doing business-with an organization. End-to-end responsibility for activities from
condept to delivery of a service is essential for creating a positive customer experience. It requires
orggnizations to put themselvés'in the shoes of their customers to understand each requirement and
assyme responsibility for ensuring that every aspect of doing business creates a consistently|positive
expg¢rience.

d) Crogs-functional autemomous teams: cross-functional autonomous teams consist of people from
different business units. They work in a collaborative way to achieve the stated objective. They|are self-
orgdnized and.own the end-to-end responsibility of determining solutions to problems, or oppoiftunities,
within the bsiness constraints.

e) Continugusimprovement: thisisan on-going improvement process to make breakthrough enhancements
in preducts, services and processes that generate the most value for customers. Organizatjons can
achieve this by 1dentifying opportunities for streamlining work, minimizing waste, and optimizing
speed, costs and ease of delivery.

f) Automate everything you can: automation enables people to be more productive and innovative
by freeing them from repetitive manual tasks. Automating repetitive manual tasks helps reduce the
number of errors (improves accuracy), improves speed to market (reduces delays), and maximizes
productive and innovative activities.

g) Shift-left and continuous everything: the continuous delivery, testing and quality assurance practices
are shifted left (earlier in the workflow) to be planned and executed at the same time as design and
development. The DevOps concept of "continuous everything" means using the same practices in
development as in operations and improvement.

© ISO/IEC 2024 - All rights reserved
18


https://iecnorm.com/api/?name=93e7273be1e0dcabea702b26dfd2f15c

ISO/IEC TS 20000-15:2024(en)

DevOps principles are particularly applicable in an environment where there is a need for rapid delivery
of services. These services are usually automatically and incrementally built, tested and released into the
production environment.

6.3 Customer-centric action

DevOps encourages an open organizational culture to become customer-centric. This focus on
customers can be related to business relationship management and service level management (see
ISO/IEC 20000-1:2018, 8.3.2 and 8.3.3).

In a customer-centric and open culture, people are open to feedback and have the authority to take calculated
risks to achieve the desired goal. They are focused on creativity to produce valuable ideas to enhance the
customer experience.

Short fegdback loops with the customers help organizations to focus on what the customers’nedd. As an
example] some elements of online platforms can be seen as customer-centric in that they alert users|to items
which atfe potentially of interest to them.

6.4 Cieate with the end in mind

Creating with the end in mind takes a holistic view of both the creation and use of the service. If an
organizdtion does not know where it is going, it will not know whether ithaslost its way. Creating jwith the
end in mlind focuses on the outcome, which is the value created for the cstomer and the organizatign by the
service. [t requires mutual trust among different teams and team members to establish this focus gnd work
towards|an agreed outcome.

Organizations should begin with a complete understanding afya customer’s requirements, leading to the
creation| of a result-oriented plan. Such an approach requjres$ organizations to appreciate service-thinking
and det¢rmine the issue the customer wants to address:/Reference is made to service requirements in
ISO/IECR0000-1:2018, 4.2, Clause 5, 8.2.2, 8.3.3, 8.4.3-and others.

When creating with the end in mind, the organization should establish a safe environment whgre staff
can shafe the required knowledge (see ISO/IEC 20000-1:2018, 7.6), identify and address risks (see
ISO/IECR0000-1:2018, 6.1), and be more creative and innovative.

It is ess¢ntial to receive feedback early in*the service development phase to allow changes to sefvices to
be madg quickly with minimum impact’ (see ISO/IEC 20000-1:2018, 8.5.1). This feedback can come from
customelrs evaluating early service iitfiplementations or from (automated) testing of the service.

6.5 End-to-end responsibility

DevOps pncourages organizations to practice the concept of cradle-to-grave to enable teams to acdept end-
to-end responsibility for-service delivery.

Acceptirlg the end:to-end responsibility, authorities and responsibilities for the SMS and the servijices (see
ISO/IEC [20000:1:2018, 6.3d) as well as the authorities and responsibilities for design, build and tfansition
activitiep (s€e ISO/IEC 20000-1:2018, 8.5.2.1a) is potentially the most crucial ingredient for DevOys. When
people chre&about what they do, and have the required skills, knowledge and resources, they can collaborate
to meet their responsibilities. If they care, they will learn, adapt, Improve and provide great services and value.

In traditional organizations, solutions are created in development teams and handed over to operations
teams to deploy and maintain. This can be seen as a horizontal approach. In a DevOps environment, teams
should be organized vertically to be responsible, from beginning to end, for the services they deliver. This
should lead to better quality services where applicable.

The make-up of these vertical teams needs to be as stable as possible to help develop and embed effective
working practices to support the achievement of their goals.

Teams are organized vertically to deliver as much customer value as possible, rather than just producing
outputs. They own each stage of the product development process to deliver independent, valuable products
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and are responsible for taking a decision, gathering information, and assessing alternative resolutions. They
have the authority to take calculated risks and make effective decisions.

Having end-to-end responsibility encourages people to collaborate, learn, adapt and improve, in order
to deliver the customer experience. It helps them to acquire new knowledge and enhance their existing
knowledge, skills, behaviours, values, and preferences.

The teams are responsible for providing end-to-end support for products, which helps to enhance overall
performance.

6.6 Cross-functional autonomous teams

DevOps pncourages organizations to create cross-functional autonomous teams which share the same goals
and sucdesses, and which are willing to learn from failure.

When pgople from different functional units, each with a variety of skills, work together with'the sgme goal,
they can solve even complex problems. Such teams should be independent and have the fréedom t¢ control
their actjivities and make effective decisions when required.

People ih these teams work for a purpose, within the boundaries they have set)themselves, in jorder to
achieve the service objectives. They have deep knowledge and skills in a specific’area of specializdtion and
are capaple of applying their specific and broad knowledge across disciplin€s.

When people with different skillsets work together for a purposef«they should share their fifferent
viewpoints with the team, which promotes a greater overall understanding of any given issue.

6.7 Cgntinuous improvement

Continugus improvement (called continual improvement)in ISO/IEC 20000-1:2018, 10.2) is a|concept
borrowdd from Lean development that focuses on adaptability and learning through structured{roblem—

solving. |Service teams should focus on experimenting with new ideas, minimizing waste, optimizing
for speefl, cost and ease of delivery. Teams should, be encouraged to innovate continuously and hglp their
organizgtions beat the competition. It is important to experiment and learn from failures, hence the term
"fail fastf".

Problem| areas should be identified in a~Ssystematic process and the service team should work |towards
finding the correct solution or identifyifig opportunities to improve.

There is| no improvement if the sue¢ess of processes, people and tools cannot be measured. An gffective
performpnce measuring system/should therefore be established. This contributes to identifying the
improvement opportunities in the existing processes, tools and services.

6.8 Aytomate everything

DevOps pncouragésorganizations to move away from manual activities and to automate as much as|possible
to maxirpize customer experience and minimize repetitive tasks.

Regardl¢ss of 'the technology platform or development practices, every organization uses prodesses to
develop hnd deliver new or changed services (see ISQ/IEC 20000-1:2018, 8 5 2) This process can bé manual
or automated. As far as possible, organizations should move from manual to automated development, which
improves efficiency and consistency within and across processes. Automation should be fully validated and
should take into consideration the cost of automation itself and its frequency of use.

Automation helps to enhance quality and maximize the flow of work. It can also help to increase the speed of
delivery, reduce the cost, and enhance the quality of services. The following list provides examples of areas
which can benefit or already benefit from automation.

— Continuous improvement (including waste reduction) is greatly helped by automation. There have
been various innovations and trends that have helped to achieve service process automation, including
accelerated processing of service interactions and reduction in the error rate through automatic execution
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of predefined processes. This leads to incidents being easier to trace for errors caused by automation,
less systemic burden due to fast and stringent implementation of queries, and reduced workload for first

and

second level support, which helps improve the quality of the services.

— Continuous integration/continuous delivery (CI/CD) focuses on bringing software into production
through a fully automated process, multiple times per day without issues (see ISO/IEC 20000-1:2018,
8.5.3). Continuous integration helps in this respect by combining and testing new software elements with
the main code automatically. Continuous delivery brings all software elements together and prepares
the resulting complete programme for release into the production environment, including possible roll-
back if it fails.

— Cloud-based platforms are replacing traditional data centres, making changes to processor or storage

capdcity faster and easier (see ISO/TEC Z0000-1:2018, 8.4.3].

— A container-based infrastructure helps in virtually packaging and isolating application$ from the
operating system, facilitating release and deployment management (see ISO/IEC 20000:1:2018

Automation increases the productivity of people by automating repetitive manual tasks. This alld
to use their time for more productive, useful and innovative activities. Manual tasks are prone t
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6.9.2 Continuous everything

The concept of continuous everything implies increasing agility throughout the service lifecycle from
testing, deployment and monitoring through to integration and delivery. The entire process from gathering
requirements to deployment of the service in production should be continuously controlled. This is done
using several “continuous” practices, including:

— continuous planning (see ISO/IEC 20000-1:2018, 8.2.2), where the output from a previous phase is used
as input to the next iteration;
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— continuous documentation (see ISO/IEC 20000-1:2018, 7.5), where documentation is updated continually

by the automated system (e.g. change and incident records), not necessarily by humans;

— continuous testing (see ISO/IEC 20000-1:2018, 8.5.3), where tests are run automatically and cont
to verify releases are ready for deployment and function as required in production;

inuously

— continuous integration (see ISO/IEC 20000-1:2018, 8.5.3), where new or changed service components

are continually added to a release until it can be deployed in the production environment;

— continuous deployment (see ISO/IEC 20000-1:2018, 8.5.3), where releases are automatically deployed,

tested and rolled back if they fail to provide the expected functionality;

— continuous monitoring (see [SO/[EC
confinuously monitored for incidents;

iropment is

— confinuous learning (see ISO/IEC 20000-1:2018, 10.2), where the development and opeérations teams

conflinually learn from the previous development iteration and deployment of new and‘changed

— confinuous measurement (see ISO/IEC 20000-1:2018, 9.1), where the functionality of the se
confinually measured and tested to verify the services function as required.

As an ejample, a service team’s objective derives from the business goals and, priorities. The top,
outcomgq for the business is time-to-market: they hope to roll out a new product from idea to end d
in a fast¢r timescale.

To meet|this requirement from the business, the organization should\define different types of den
flow itemns based on the context of the organization (see ISO/IEC 20000-1:2018, Clause 4), for examj

— featpire: the new business value that is requested by the customer;
— maintaining sustainability: security, availability andrisk, which are owned by the service prov

— confinuous improvement: improvements in managing the technical backlog and technical
the kervice owner, which can accelerate development and go-live times to shorten the lead
deployment;

— exp¢riment: the production of innovativé ideas, proposed by all team members.

The prigrity of these elements can bhe’adjusted, based on the service requirements and the
environment. The business goal is the-most important. It should be a balanced choice.

As one of the key DevOps principles is to accelerate the reception of feedback, the service team shou
customer feedback much faster:by shortening delivery lead time. This demonstrates the value of D
the business. In the meantime, trust is built between the business and the organization.

6.10 Cqmpatibility:of DevOps with service management

DevOps fis driven-by its seven principles: customer-centric action, create with the end in mind, en
responsibility, cross-functional autonomous teams, continuous improvement, automate everything
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Customers should always be central in an SMS, because they are the recipients of the services. The
of value for the customer and for the service provider is a basic outcome of providing services. Value
is therefore the actual “end” that should be kept in mind during the complete service lifecycle.

creation
creation

The way to achieve this comes primarily through the organization of the team providing the services:
the organization should give the service team end-to-end responsibility by encouraging ownership
with autonomy and allowing it to learn from its mistakes. Teams should consist of people with diverse

backgrounds so that various perspectives can be used to develop the services.
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This naturally leads to an emphasis on continuous improvement: while making mistakes or finding issues
in the services, the teams should be allowed to fix these issues continually, thereby improving the value
provided to the customer and the organization itself.

The way to do this for software-based services is to implement a very high degree of automation during the
complete service lifecycle and developing continuous processes. Development, test, integration, deployment,
acceptance, roll-back and delivery should all be automated if the nature of the service allows this. This
results in the least amount of disruption in the production environment when making changes and deploying
releases.

Shift-left eventually brings the focus back to the customer and efficiency by shortening resolution times for
service requests and change requests. Service providers should implement a high level of customer self-
service facilities for simple requests and should at the same time make internal processes as eiflicient as
possible|by moving activities that can be done early in the service lifecycle forwards.

Information security management (see ISO/IEC 20000-1:2018, 8.7.3) has become of cpucial importance
in the world. Organizations should incorporate information security controls into theirsservices from the
start to [meet customer and other interested parties’ requirements in this area. The'DevSecOps dpproach
is a varjation of DevOps that incorporates the design, build and testing of security’ controls thjoughout
the softyvare development and service lifecycle, leveraging automation. In thigyway, information [security
becomeq a shared responsibility from development to operations.

7 Applying Agile and DevOps within an SMS

7.1 B¢nefits of applying Agile in an SMS

Service anagement and Agile are sometimes seen as incompatible. Agile is viewed as being concerhed with
developinent, whereas service management is concerned with operations. Service management is sonetimes
viewed ps process-oriented, defined and controlled; wWhereas Agile’s focus upon people, collalporation,
iteratior] and adaptation can make it appear incompatible with a defined and process-oriented SMS

Most mqdern organizations and their SMS operate in environments of high uncertainty, at least|in some
contexty. Changing demands, new technologies, customer and end-user expectations and competitive
landscapes are all elements that can rapidly change and introduce high uncertainty and risk [into the
effectivgness of an SMS and its ability to-deliver the value required. Agile approaches have evolved as a
powerfull tool to reduce the risk associated with such circumstances and to most effectively aclieve the
desired fesults. Therefore, designing'and developing an SMS with Agile principles in mind is most bleneficial
when the SMS is developed in a gontext of high uncertainty with the risk that is associated with it.

Howevet, although it may seém that high-risk contexts are rare and mainly limited to technological areas of
highly d}sruptive innovation, the reality is that these situations are increasingly common, especially when
there is p difference between the expected value (from the customer, business or strategic objectjve) with
respect fo the valuew€ceived. Such instances are clear symptoms that there exists high uncertainty in SMS
design apd implementation, regardless of whether the service is essentially technological or not.

Examplgs of eommon high-risk contexts are as follows:

— the gustomer is clear about the objective and the business value they want to achieve with the SMS, but
the roadmap to ensure that the value is achieved is not clear or cannot be pre-defined;

— the SMS rigorously meets the contractually defined KPIs. However, the customer is not satisfied because
the business outcomes and strategic value they expected to receive are not being realized;

— an SMS has been performing with very good business results to date. However, a change occurs in the
market (e.g. a change in end-user habits or a new, younger type of customer who behaves differently
from the usual type of customer) that causes the SMS business outcomes to decline or to become poor.

In these and many other contexts, the application of Agile approaches and Agile principles can be a key factor
to help reduce the contextual risk and to maximize the probability of success of the SMS.
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ld be reduced in the above situations by applying the Agile approaches as shown in Table 1.

Table 1 — Risk reduction in Agile Approaches

approac

Application of Agile

hes Explanation/Outcome

Fostering a customer-supplier
relationship based on shared

When both customer and service provider share the same objectives, the rela-
tionship is naturally more balanced, making it easier and more intuitive to make

objectives. successful decisions because, ultimately, both parties are pursuing the same
outcomes.

Encouraging collaboration In situations where the solution is not clear, effective collaboration between all

between,customer and service parties. becomes critical Likewise when collaborationisnota rna]ify ona day_to_

providerto achieve shared day basis, success is jeopardized. Therefore, it is emphasized that collaborption is

objectivgs. not optional but rather an obligation, even influencing how the contractbdtween
the parties is drafted (if the relationship is contractual).

Designirlg an SMS that facili- In circumstances where it cannot be completely determined how .to achieve

tates frefjuent low-risk experi- |success, the Agile approach based on observation, hypothesis.formulation quick

ments arjd evaluation of results |experiment, analysis of results, and decision making, is recommended. This is a

to help npake better decisions. |fundamental point of Agile approaches. With a clear focus,there is room t¢ model

retrospectives, daily monitoring and other Agile aétiyities within the day-
process-led work of the SMS.

the development of the SMS with frequent iterations, reviews, improvement

ro-day

Other ex

— lead
Crite

— encg
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cont
all I¢

Agility i
all else.
challeng

Even thgugh Agile principles have'been developed for environments with high risk or high unc

they can
using Ag
providet

A furthd

operations or a new SMS with a focus on sustainability. This can be considered as a complex systel
b is clear-but realizing that objective and its impact on the SMS is complex. In this sense, some of the

objectiv
benefits

amples of Agile principles that promote these successful outcomes include the following:

ership that fosters an environment in which the best idéas are given weight above certd
ria;

uraging a transparent and sincere relationship hetween all those involved in the SMS wh
br a spirit of “self-scrutiny” to identify and implerment better solutions rather than ignoring p

bring a scale of values that are manifested and.tangible in the day-to-day service reality in a
ributes to a constructive spirit of healthy(ollaboration and clear focus upon business objé
bvels of the SMS.

5 about risk reduction, efficiency and effectiveness in achieving valuable business objectiv|
Che principles of Agility are useful in multiple contexts of an SMS, especially in some of t
es that organizations face today.

also be followed in environments that do not have such high risk or uncertainty. The bg
ile methodologiessstill apply, including a better understanding between the customer and
quicker delivery.of working services and greater reliability of the services.

r example of\the use of Agile principles is an existing SMS that transitions to more sus;

that’Agile principles facilitate are as follows:

in other

ch helps
roblems;

way that
ctives at
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ertainty,
nefits of
| service

tainable
m, as the

— all
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— work is done and decisions are made with the sustainability objective in mind;

— experimentation is used to see what works and what doesn't work in pursuit of that objective before
scaling unproven solutions;

— an environment is fostered in which new ways of approaching objectives emerge organically and
continuously;

— deci

sions are made focusing on the value of reducing environmental impact over other criteria.
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In other words, transitioning to a sustainable SMS is not simply a matter of carrying out initiatives that
reduce infrastructure energy consumption. In this example, it is critical to success that an environment be
established that affects the entire SMS (environmental, social and economic elements). This conditions the
way work is done on a day-to-day basis and implies interactions and decision making that is truly focused on

how to be more sustainable, whilst meeting the objectives of the SMS in the right way.

NOTE See ISO/IEC TS 20000-16 for further information.

7.2 Benefits of applying DevOps in an SMS

Like Aglle DeVOps is an approach not a methodology There are many dlfferent definitions of what it is,

removing such constraints. However, as highlighted in 5.2.2, while the Agile Manifesto valueq
element$ over others, it does not simply ignore these secondary elements. For example, although {
Manifesto states that it values “individuals and interactions over processes and tools”, if the effectiy
a procesp is ignored, it affects individuals, no matter how much they are valuéd)Within the DevOps
documentation is therefore necessary to provide guidance, but it does not néed to be extremely g
effectivg. Service providers should find a balance between what documentation is required, whg
configured into service management tools, and what can be omitted,

ISO/IEC|20000-1 includes requirements in terms of what organizations need to do, not how th
DevOps |offers solutions to the question of how to meet suchyrequirements. Both approaches sl
combingd to provide better service and value.

Many D¢vOps concepts and practices can be easily applied in an SMS. For example, the need f
team cdllaboration, effective communication with~all interested parties, ownership of resuy
effectivg feedback to allow corrections to be made (fail forward), all fit perfectly into the require
ISO/IECR0000-1.

Applying ISO/IEC 20000-1 requirements in @DevOps organization requires special attention becau

— all ttams should come together to.define the strategy. It is the service owners and lead engine
diffgrent teams who often workta define the strategy;

— teams should be responsible for the end-to-end design, implementation, and execution of the
Thiq includes acceptance of.-complete responsibility for the service within the team;

— resdurces are organized differently: resources should be organized as service teams, resulting
hanglovers, less caniplex process descriptions, and minimal documentation;

— servjice teamsWwork as autonomously as possible: teams should be free to do any tasks or g
reqyired todeliver the product without alignment and approvals of other teams;

— peopléshould be aware that rigid processes can obstruct the ability to adapt to change;

bntation,
P0000-1.
pssion of

certain
he Agile
reness of
context,
ng to be
t can be

ey do it.
hould be

I Cross-
Its, and
ments of

se:

ers from

service.

in fewer

ctivities

— people should be aware that they need to adapt to a continuously changing environment;

— processes should be automated as much as possible because they have low variability and are an excellent
candidate for automation. The major focus should be on automating processes to make these faster, more

reliable and repeatable.

Using DevOps in an SMS provides the following benefits:

— DevOps is designed to maximize business output through appropriate just-in-time business processes,

such as increasing business speed, or minimizing operating costs;
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— DevOps is more flexible, more efficient, and more secure than traditional methods to achieve the
requirements of ISO 20000-1, and the integration of the two provides a good approach to help to drive
the outcomes and benefits that customers want to achieve;

— DevOps promotes communication and cooperation;

— continuous integration/continuous delivery (CI/CD) can improve effective and efficient service
deployment, which supports new or changed services to be delivered at a faster pace. Using CI/CD,
the organization can get rapid customer feedback to optimize and improve the service. More frequent
releases can bring more and faster value to customers; CI/CD reduces dependencies on staff and helps
control delivery of services;
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— redt
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ation and improvement;
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-left can help improve the identification of issues and the preventionof defects escaping
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‘tive deployment of features using automation should be appliédto6 streamline flow process
s increases efficiency.

no conflict between ISO/IEC 20000-1 and DevOps — they have different perspectives and er

ementing, maintaining and continually improvitg an SMS;

Dps emphasizes how to collaborate to déliver software to live environments rapidly
rolled way.

hnd ISO/IEC 20000-1 should be integrated to provide good services, to deliver value to the d
facilitate outcomes that customers#ant to achieve.

tterns and anti-patterns of applying Agile in an SMS
rovides a list of patterns and anti-patterns related to Agile and its influence on an SMS.

“Patterns” in thiscontext are defined as symptoms of proper use of the framework. “Anti-patt|
ther symptoms of improper use of the framework.

1, these examples reinforce the idea that a service provider should have an SMS where Agi
hodologies@re real, profound and tangibly contribute to maximizing the value delivered by
services,and to the achievement of strategic objectives.

rdvides some common examples but many more exist. Promoting such patterns and identif]

| service

many requirements are realized at the front-end, which is beneficial for reducing the|eost of service
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Table 2 — Examples of patterns and anti-patterns of using Agile in an SMS

Category

Pattern

Anti-pattern

Objectives and goals

Define outcome-focused metrics that visu-
alize how an organization is performing in
achieving the SMS objectives.

Define superficial Agile metrics that say
little or nothing about whether the SMS
is making progress in achieving valuable
objectives (vanity metrics).

Metrics that visualize how an organization
is progressing towards an objective are
frequently reviewed and reconsidered as
to whether they continue to make sense or
not.

Metrics are defined at the outset, but the
organization does not review them or
consider whether they continue to make
sense.

The people involved in the SMS are clear
about the mission of the SMS, what the SMS
aims to achieve, how the SMS benefits the
organization, and they contribute their full
potential with the aim of achieving these
goals.

Despite holding events recognized as Agile
practices (e.g. daily stand-up,retrpspec-
tive), people participatingdn'the SMS sim-
ply execute tasks and activities without
understanding why they are necegsary
within a broader centext.

An analysis is undertaken to check that
an Agile approach to the SMS or a certain
objective really makes sense.

Under the notignrof "the SMS has to be
Agile", an SMSJisforced to be designed or
modified to-have an "Agile look and feel"
without analysing whether the context is
high risk or high uncertainty.

Relationfhips Agreements between client and service Agre€ments are modelled with a fpcus
provider are modelled with a focus on col-,~'on concepts often associated with|Agility
laboration and common objectives, being\_{e.g. story points or features delivered per
flexible with respect to areas of uncertain- |iteration) that do not allow for chgnge in a
ty such as scope or KPIs to be met. flexible way for the SMS to meet it busi-

ness objectives.

The relationship between thesservice New roles are established for people in the
owner and the team is very.clgse, with the |team that sound Agile (Agile coacﬁ, Agile
manager acting as a true Jeader who knows | manager, etc.) but in reality there |s a tra-
how to get the best out0f the team and ditional organizational hierarchy where
encourages collaboration both inside-out |the Service Manager is the head of the
(from the organization towards the cus- team who centralizes all decisiong and the
tomer) and outside-in (from the customer |team's relations with the outside yorld.
towards the.6rganization), together with
the promaetion of team self-management
and autenomy for the benefit of the SMS.

Organizdtion Planning is done in frequent iterations Planning is done in frequent iteratjions

wihere focus is placed upon which objective
will be the most valuable to achieve in that
iteration.

where tasks are assigned by the s¢rvice
owner for the team to execute in that
iteration.

Daily monitoring (e.g. daily stand-up meet-
ings) take place in which the team assesses
the status progression towards achieving
the objective of the iteration.

Daily monitoring (e.g. daily stand-up
meetings) takes place in which thg service
owner makes decisions about the perfor-
mance of the SMS team.

SMS interested parties regularly inspect
armacaoftha CMC

tha ot o i o olipa o Af
tHHe-6H e o e S o+t etorvoHaerate-o6t

The service owner often presents fthe re-
cultc af+rbhn CANC +o +lhhn CANC c+al-nly lderS
2 to-the- SMS ,

honesty and transparency to jointly make
decisions that will lead to improvements
in the SMS and help to achieve its business
and strategic objectives.

STTcSOT TCOTVID STtaIsCTt

in the spirit of self-preservation above all
else.
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