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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 activity.
ISO and IEC technical committees collaborate in fields of mutual interest. Other international organizations,
governmental and non-governmental, in liaison with ISO and IEC, also take part in the work.
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Introduction

This document 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
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WitrTCin this document, Clause 4 provides an overview of ISO/IEC 20000-1 and the SMS. Clause 5 applies 4

be used as the basis of a conformity assessment.

combination of both. Other parts of the ISO/IEC 20000 series provide supporting guidance,

e is defined as a collection of frameworks and techniques focusing on collaboration, ‘iterative
bmental development and continuous improvement.

veen relevant stakeholders for the purpose of specifying, developing andCeperating software
ems services, and continuous improvements in all aspects of the lifecycle (ISO/IEC/IEEE 32675).

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

DevOps framework is based on the Agile framework, adding dutomation of service development

d the guidance in the other parts of the ISO/IEC 20000 series. An organization can adopt Agile
Dps practices to support the management of their services in alignment with the requirements spec
O/IEC 20000-1. Other frameworks and practices.¢an also be used to support ISO/IEC 20000-1.

iples to the SMS. Clause 6 applies DevOps-principles to the SMS. In Clause 7, the benefits and cay
ounding the use of Agile, DevOps or a combination of the two in the SMS are discussed. Annex A proy
Frelation of ISO/IEC 20000-1 clauses.to the Agile and DevOps frameworks.

IEC 20000-1 specifies an integrated process approach in which an organization establishes, implements,
ntains and continually improves an SMS. The services can be delivered to internal or external eustormers

and

Dps is defined as a set of principles and practices which enable better communication and collabordtion

and

nave

and

rery to it. Many Agile concepts discussed in this document aye therefore equally applicable to DevOyps.

inizations can implement and improve their SMS using{he’requirements specified in ISO/IEC 20000-

and
fied

\gile
eats
ides
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Information technology — Service management —

Pa

rt 15:

Guidance on the application of Agile and DevOps principles in

a gfervice management system

1

Thiq document provides guidance on the relationship between ISO/IEC 20000-1:20187and two comm
used frameworks, Agile and DevOps. It can be used by any organization or personwishing to unders
how| Agile and DevOps can be used with ISO/IEC 20000-1, including:

a)

b)

9

Bot

deploy Agile frameworks only, DevOps frameworks afly, use both Agile and DevOps frameworks in isola
or upe an integrated workflow with combined Agile and DevOps approaches. In any of these situations,

doc

The
asse

2

The
reqy
the

ISO
reqy

1SO
IS0,

Scope

improve the SMS and the services;

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

approaches can be used independently or together. Depending on the context, an organization

ment can be used as guidance for the integration of Agile and DevOps practices in an SMS.

guidance in this document can assist-an organization in planning and preparing for a confor

[Normative references
following documentsdare referred to in the text in such a way that some or all of their content constif

atest edition of .the referenced document (including any amendments) applies.

IEC 2000015 Information technology — Service management — Part 1: Service management sy
irements

IEC:33202:—1), Software and systems engineering — Core Agile practices

pnly
fand

an organization that has demonstrated or intends to demonstrate conformity to the requiremgents
specified in ISO/IEC 20000-1 and is seeking guidance on the use of.Agile or DevOps to establish or

an organization that already uses Agile or DevOps and is seeking guidance on how Agile or DevOpq can
be used to support efforts to demonstrate conformity to the requirements specified in ISO/IEC 2000/0-1;

ving

can
tion,
this

mity

ssment against ISO/IEC 20000-1, neting that an organization can only claim conformity by fulfillinjg all
reqyirements specified in ISO/IEC 20000-1.

utes

irements of this document. For dated references, only the edition cited applies. For undated refereices,

btem

IEC/AEEE 32675, Information technology — DevOps — Buijlding reliable and secure systems inclu

ing

application build, package and deployment

3

Terms 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

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

3.2
bottom-up intelligence
use jof information coming from users themselves, so they can develop better options to achieve valuable
objectives

3.3
continuous everything
incrpasing agility throughout the service lifecycle from testing, deployment @nd monitoring through to
integration and delivery

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

Notq 1 to entry: This term is specifically used in this way within the eofitext of DevOps.

3.5
crogs-functional autonomous team
tear that has the skills and disciplines required to achieye an established goal, such as developing, deplolying
or operating a service

Notq 1 to entry: These teams are fully empowered;and self-sufficient for the designing, building, testing, deployment
and funning of the service.

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

Notq 1 to entry: When a customerscentric organization makes a decision, its people thoroughly analyze its impaft on
the dqustomers.

3.7
cusfomer journey
series or sum of customer experiences when engaging with an organization, its products or services

Notd 1 to entry+ ‘Series” is based on processes; “sum” is based on results.

[SOYRCE«]SO 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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39
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
services, and continuous improvements in all aspects of the lifecycle

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

3.10

hypothesis
theqey
areal environment

3.1
left{shift
shiff-left

prioyitizing the involvement of relevant stakeholders in applying quality activities,\Sécurity, priy
performance, verification, and validation earlier in the lifecycle

Notd 1 to entry: In this document, the expression “shift-left” is used, because it is more conirmon in the industry.

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

3.12
minimum viable service
MV
limifed service release that includes the main hypotheses (3.10) that demonstrate whether the main pro
idealmakes sense to the customer

3.13
resylt-oriented plan
plan that focuses on outcome rather than on the process used to deliver a service

Notd 1 to entry: Following a result-oriented plan gives a higher chance of being successful. It pushes the organiz
to tdke ownership and be flexible in defining priorities. Most importantly, it enables the organization to med
progress against a defined set of requirements.

31

retrospective

tearh meeting at the end of an iterative cycle or at the end of a project to reflect on what went well, what
learped, and what should be-dene differently next time

[SOURCE: ISO/IEC/IEEE\..24765:2017, 3.3488, modified — Preferred term has been changed f
"retfospective meeting” to "retrospective". "Software project" has been changed to "project” in
defipition.]

3.15
selfiorganizing team
tearh usjng.its own knowledge to determine how best to do their job

3.16

and

ied in

racy,

1to

duct

hition

sure

was

rom
the

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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3.18
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

operations.

Notgite-enteyWithin-the-cottextot this-doetrentthisternrisused-speetheatyinreferencetoAeteenvirenmpnts.
Its upe can be different within other service management env1ronments.

3.2(

technical debt

defefrred 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 “serfvice
lifedqycle"]

3.2

user story

brief description of required functionality describing the stakeholder roles)geals, benefits and motivatipn

[SO

3.272
van
stat

4 [ntroduction to ISO/IEC 20000-1:2018

ISO
imp

inclfiding the planning, design, transitionndelivery and improvement of services, which meet ag

requ
orga3

ISO
of gg
mar

All
orga
ISO
deliy
and

RCE: ISO/IEC 33202:—, 3.28, modified — Note 1 to entry has beeavemoved.]

ty metrics

irements and deliver value for customers, users and the organization delivering the services.

IEC 20000-1 is intentionally-ihdependent of specific guidance. The organization can use a combing
bnerally accepted framewerks (e.g. Agile, DevOps) and its own experience. Appropriate tools for ser
agement can be used.to support the SMS.

requirements spécified in ISO/IEC 20000-1 are generic and are intended to be applicable t
IEC 20000-Lean be used regardless of the organization’s type or size, or the nature of the sery

digitalinfermation. The examples given in this document illustrate a variety of uses of ISO/IEC 200

Exc

smn of any of the requlrements in ISO/IEC 20000 1: 2018 Clauses 4 to 10 is not acceptable wher]

stics thatlook spectacular on the surface but do not necessarily translate to any meaningful business regults

IEC 20000-1 specifies requirements for establishing, implementing, maintaining and contingally
roving a service management system (SMS)~An SMS supports the management of the service lifeccle,
reed

The

nization in the scope of the SMS cafube a whole or part of a larger organization and can also be knpwn
as the "service provider".

tion
vice

all

nizations, regardless of the organization’s type or size, or the nature of the services delivered. While

ices

bered, the-decument has its roots in IT. It is intended for service management of services using technollogy

0-1.

the

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;

— [SOU/IEC TS 20000-T6:—72), Guidance on sustainabllity WIthIn a service management system baseyl 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.

Customers Service management system (SMS)
(internal Context of the organization (4)
and — Organization and its context — Interested parties — Scopéofthe SMS — Establish the SMS
external p
) Leadership (5)
— Leadership and commitment — Policy — Roles, responsibilities and authorities
Planning [6)
— Risks and opportunities —¢Objectives — Plan the SMS
Support of the SMS (7)

— Resources — Competence — Awareness — Communication

Servi — Documented information — Knowledge
ervice

requiremest Operation of the SMS (8)
Operational planning and ~\Relationship and Service design, build and transition
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 servites — Supplier management management
— Control ofjparties
involved+in the 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
mariagement — Demand management — Problem management
= Asset management — Capacity management
— Configuration Service assurance (8.7)
management — Service availability management
— Service continuity management
— Information security management
Performance evaluation (9) Improvement (10)
— Monitoring, measurement, analysis and — Nonconformity and corrective action
evaluation

) — Continual improvement
— Internal audit
— Management review

Sapxl i
e eeFeporehg

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 problem 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:

they

Ino
also
the

Agil

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

Alth
havg
ther

In t]
ISO
5.2

5.2.

The
Refe
Agil
inte

NOT
"sery

5.2.

The
othe

How can one deliver valuable software to a customer when not even the customer is sure aboug y
want?

known as a high-uncertainty environment or a complex system. Value, the customer and uncertainty
key points from which all Agile philosophical principles stem. These principles are simmarized in
e Manifestol13] (see 5.2), and they are the source of inspiration for all Agile frameworKs'that exist to

ough Agile emerged to respond to a common problem that exists in software development, its ben

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

e following subclauses, several Agile concepts will be discussed-and applied to the requiremen
IEC 20000-1.

Agile Principles

I Overview

Agile mindset has been expressed in terms\of the Agile Manifesto and its related Principles
rence [13]). This subclause contains a summary of the Agile Manifesto and the Agile Principles.
e Manifesto and Agile Principles were written with software development in mind, but they ca
Fpreted for the context of services.

E In the following subclauses, the\term "software" as used in Reference [13] has been replaced with the
Fice".
P Agile Manifesto

focus of Agile is to ungover better ways of delivering services by providing those services and hel
rs also to provide.sepvices. This work has led to the valuation of:

individuals and interactions over processes and tools;
workingsefvices over comprehensive documentation;

customer collaboration over contract negotiation;

vhat

ther words, Agile focuses on customer satisfaction above all else, but in an unpredictable environngent,

v are
the
Hay.

efits

extended far beyond this discipline, and it has been tested in differedt Sectors and contexts, sonpe of

s of

(see
The
h be

ferm

ping

esponding 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.

NOT

E 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
1)

2)

3)

twelve Agile Principles are listed as follows:[13]

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

services."

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

customer's competitive advantage.”

"Deliver working service enhancements frequently, from a couple of weeks to a couple of months, with a

4)
5)

6)

7)
8)

9)

10)
11)
12)

Agil
deve

signfificant level of uncertainty in the scope-of the project. To manage this uncertainty, Agile focuses of

rapi
The
each
ovel
and
nun
devg
SMS

5.3

5.3.

preference for the shorter timescale.”
"Business people and the service provider must work together daily throughout the service lifecycl

"Build services around motivated individuals. Give them the environment and support they need,
trust them to get the job done."

"The most efficient and effective method of conveying information to and within'service teams is f
to-face conversation.”

"Working services are the primary measure of progress."

"Agile processes promote sustainable development. The sponsors, developers and users should be
to maintain a constant pace indefinitely."

"Continuous attention to technical excellence and good design eithances agility."
"Simplicity (the art of maximizing the amount of work not{one) is essential."
"The best architectures, requirements and designs enmerge from self-organizing teams."

"At regular intervals, the team reflects on how t@’become more effective, then tunes and adjust
behaviour accordingly.”

e principles and practices have been used successfully in areas such as product development, ser]
lopment and other disciplines in a fast:moving, complex environment. In such a context, there

d release of a partial, but functional Service, which is built upon in subsequent iterations until comple
customer is continually involved jh the development to test and verify the desired functionality. 4
release, the work methodology and resulting functionality is evaluated and, if needed, improved.
all focus of an Agile approdch'is on the iterative and incremental creation of value for the organiza
for the customer through-development of the service. This approach has led to the development
ber of Agile frameworKs [such as Scrum, Scaled Agile Framework (SAFe) and dynamic syst
lopment method (DSDM)], which all have commonalities that are described and can be applied ta
in the following@subclauses.

Agile and-services

I Value in a service environment

Within“the services domain, there is an interest in maximizing the value that the service delivers ta
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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
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gile approach can assist in identifying and exploiting previously undiscovered approaches.

ever, uncertainty is part of the reality of services. Ultimately, it is not possible to tell if a théoretical,

brtainty relates to the management of issues and risks. ISO/IEC 20000-1:2018, 4.1 requires
nization to consider internal and external issues affecting its ability to achieéve the outcomes of
ISO/IEC 20000-1:2018, 6.1 requires the organization to consider these issues and determine any 1
opportunities that need to be addressed. An uncertain environment is a’source of external and inte
bs that can constitute risks that require some form of actions to be.addressed. Introducing the A

P Value, customers and uncertainty in services

ices should be supportive of the customer’s business out¢omes. Value creation is the primary objeq
tting up an SMS, as mentioned in the Introduction of ISO/IEC 20000-1:2018. However, it is possibl
MS to become too process-focused, losing the focusion the customer. ISO/IEC 20000-1:2018, Clau
ires the organization to look at its context to support the design of the SMS which in turn helps to a
rely process viewpoint and supports the reduetion of risk associated with uncertainty. Essent
brganization should focus its efforts upon maximizing the value delivered to the client and in doin

pctations.

rvice implemented in the real worldwith which the customer is satisfied is the best way to prove
ervice is valuable. With this in mind, ISO/IEC 20000-1:2018, 8.3.2, requires the organization to mea
faction with the services based on a representative sample of customers. However, the activ
ied out within a service lifecycle are not always perceived as valuable by the customer. For example
ible that the customer will'not perceive value in configuration management which is largely invisib|
h but is essential to the smooth operation of a service. It can therefore be necessary to perform int¢
edures, write docUmentation or follow a methodology for the customer to ultimately perceive the

ance for the.development of the SMS and the services.

Wit

perdpective of whether or not they are truly necessary and have a real value contribution or, to the cont
are pitaply tasks to be adapted, or even eliminated, without this entailing a reduction in the value deliv

this in>mind, all activities carried out as part of an SMS can be questioned at any time from

service that an organization delivers to a customer is itself a way of delivering value to the|customer.

lab-

pned, “perfect” service will actually fix problems or provide new opportunities for the-eustomer unftil it
is inpplemented in a real-life environment.
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service element{Yltimately, the customer perceives value if the service they receive solves a prolplem
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to the customer. The service management plan, as described in 15S0/IEC 20000-1:2018; 6.3, 15 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
expectations of the service are more clearly defined and implemented in the service;

and

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

through more efficient and effective testing methods, the quality and reliability of the service isimpro

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

ved;

n be
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Defining objectives
brstood and shared by customer and the organization. This is essential for working effectively on

lopment of the service.

b’s focus on value creation leads to a focus on the customer: the customer is dfter all the receiver o
e created by the services. The organization should listen carefully to the-customer and take feed

abolit the provided services with the aim of improving them. In ISO/IEC 20000-1:2018, 5.1, top manager
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nsidered responsible for ensuring that what constitutes value for the organization and its custome
rmined.

raging Agile, the design of a service should start with the definition of a customer objective:
What problem is to be solved for the customer?

How is it possible to make the customer happier?

What advantages can be given to them?

is way, the customer can play an active role in‘determining the nature and shape of the services they
ng to pay for.

customer objective then acts as a source of inspiration. For this to hold true, service and sef
agement objectives (see ISO/IEC 20000-1:2018, 6.2) should focus on why that service and its suppor
are necessary. There is sometimes a tendency to define the service objectives in terms of what sh

be done, or the activities to be carried out. But it is preferable to ask "why is it important to perform t

actiy
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Fities?" in order to achieve the'true objective.

MPLE 1 A service objective is initially defined as “we want to offer an incident ticketing service to our |
d on a cloud system”. When asking, “why is it important that a cloud system is used?”, the answer can be “hav
| system is not essential. The goal is to facilitate the day-to-day work of users with respect to ticket managenj
her words, the loeation of the ticket system is not important to the users; what they want is for incident t
hgement to improve so that their daily lives can be more efficient and comfortable, and so that communic
reen the peoplé involved can improve.

entingthe service objective as initially shown in Example 1 forces the choice of a cloud system
not foster reflection on what the customer’s real problem is and how best to solve it. By questio
burpose behind the initial objective, as shown in the example, focus can be placed on understanding

ng objectives seeks to add "certainty” to an environment of "uncertainty”. A clear objective should be
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customrer's reeds amdexpectations first {see t1SOAEC26000-1:2018,4-23; before moving o toprop
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 translater};i,nto

seryice requirements. By iteratively implementing service features based on these requirements and)haying
thege tested by the customer, it can be verified whether or not the service really meets thecustomer’s
expectations. If it does not, or if the customer’s requirements have changed, the next iteration €an-be usgd to
modify service 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 customer has gliven
theif initial requirements and not meeting them in the end.

Whille objectives arising from customer issues or perceived opportunities do notousually change from|one
day [to the next, it is possible for objectives to change and become obsolete. In‘such case, as the priority is
always to deliver the maximum value to the customer, rethinking the servigé.and giving it a new apprpach
to satisfy the new objective is not synonymous with failure. On the contraty,it shows strategic intelliggnce,
and [that it is understood that the work is carried out in complex systems. [t'also shows that delivering vialue
to thhe customer and the organization is the key priority and that the only way to deliver value is by adagting
the kervice to changes in the environment as early as possible. Fhis supports the principle of contipual
impfrovement (see ISO/IEC 20000-1:2018, 10.2).

A fofus on customer collaboration also impacts and elevatescthe role of the business relationship manpger
(BRM)(see ISO/IEC 20000-1:2018, 8.3.2). In an Agile enyirenment, the role of the BRM is similar to that of
a sefvice owner on the service provider’s side. This shares aspects of the product owner’s role in Agile. In
Agilp, a product (or service) owner is responsible foxnraximizing the value that the team delivers. As quch,
the gervice owner is also responsible for managing'the service backlog, which is a list of user stories ordgred
by vplue of what is to be done or to be achieved: With these responsibilities in mind, the service owner wprks
closgly with the stakeholders in order to know-and manage their expectations, and closely with customgr or
end [user, performing market analysis, examining competition and handling many other activities. The same
resgonsibilities should be performed .ina service context so that the service always offers the maxirpum
posgible value.

The|service backlog is used to.gather user stories for the Agile team to work on. User stories can indude
new|service elements or change requests, as well as work on incident resolution and root-cause analysip for
problem management. Work items in the service backlog are prioritized by the team based on the urgency
indifated by the end usérs. Incidents may therefore be prioritized over problems, which in turn maj be
prioyitized over changes/The principle of working on several work items in the available time in an itergtion
rempins the same, irrespective of the nature of the work.

5.5| High-uncertainty contracts

Service agreements with the customer should have increased focus on maintaining the relationship with
that{custoemer.

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

ifates
this
is nqt the case, the agreement itself can potentially inhibit the Agile approach and even render it 1mp0551ble.
Thid 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 considgred
r suppliers are used;

— [the design of new and changed services (see ISO/IEC 20000-1:2018)8:5.2.2), when agreements |that
upport the services need to be considered;

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

In summary, the organization should establish common. sérvice objectives between the parties in| the
agrdement that promote close collaboration and teamworkibetween the organization and the customer. [[his
shoyld provide greater flexibility for rethinking and adapting the details of the service when necessarjy, in
ordgr to meet the common service objectives.

5.6| How 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 wkhich
methods of attempting to achieve the ¢ustomer's objective will or will not work. This leads to the concept of
"hypothesis," which is widely used'in Agile.

In Agile, due to the high degree of uncertainty, anything formulated before being brought into a |real
environment is considered a-hypothesis, i.e. a theory that something can become valuable, but where|this
value cannot be proven until it is verified in a real environment. Therefore, importance is not placefl on
formulating a perfeet hypothesis, but rather on refining a hypothesis based on feedback from the [real
environment.

Thiq concept-is’associated with the management of risks and opportunities (see ISO/IEC 20000-1:2/018,
6.1)|and the establishment of service management objectives (see ISO/IEC 20000-1:2018, 6.2). Processes
assdciated-with these elements should be used to determine hypotheses, monitor their potential value[and
marjage 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
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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

p
moment, but to validate whether the service is Valuable and useful for the intended customer, or whether,
on the contrary, it is necessary to formulate new service requirements and adapt the service proposgl in
the next planning-development-delivery rapid iteration. In this way, the MVS is built in short itérations|and
adapted based on what is observed in a real environment. The eventual service should be developed in|this
itergtive and incremental way so that feedback from the customer can continually be incepporated info it.
Only when the MVS has been shown to be truly useful can the service be considered "valid” and deployed on
a lafjger scale.

Usirlg this MVS approach has an impact on release and deployment management’(see ISO/IEC 20000-1:2/018,
8.5.8). An initial release is an MVS, which is then iteratively and incrementally built upon until the| full
seryice has been developed. The acceptance criteria of the release are the hyjpotheses that the organizdtion
has peen working with to create value for the customer. An iteration in Agile always results in a release, |as it
willlalways result in new functionality being made available to the enddisers. Therefore, a "release” in Agile
environments conforms to the definition of this term given in ISO/LEC 20000-1:2018, 3.2.13.

Usirlg this Agile service development perspective, the risk ofdelivering a service that is not useful for the
custiomer is reduced, and the risks of incurring high costs of/f having customer expectations that wil| not
yieldl the expected benefits are greatly minimized.

For [the usual plan-design-transition-operate-improyéZservice lifecycle, this means that there will bp an
initipl release of the service that has gone through the first three phases (plan-design-transition) and the
resylting MVS will then go into operation and become available for the customer. Subsequently, this cydle is
repgated for additional service elements that were not part of the initial service release until the full agfeed
serylice has been developed and moved info the operation phase. After this, all continual improverment
follqws the same cycle.

Thid also applies to the service management processes: each process is first developed as the bare minithum
viablle process that is able to support the MVS. In every subsequent iteration of service developnpent,
progesses can be further deweloped to manage increased complexity of the service or to add the [new
progdesses necessary.

Wh¢n it comes to hypetheses, possible contractual barriers should be removed and organizational isfues
that| prevent the organization from validating whether such hypotheses hold true should be resolved. A
chamge of mindsetin organizations is crucial: a “perfect” or “complete” service should no longer be crepted
fro:i the outsetj\instead, the service proposal should be adapted based on the observation of the service
perflormancesin‘a production environment.

5.8| The Agile team in a service context

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,
L . il b coren banmm e - - theorsamizationshare the

5 o C visrcsvavime vV

Customer collaboration is essential and can be achieved in two ways: customers can be part of'the serfvice
or an interested party (see ISO/IEC 20000-1:2018, 4.2) of the service. In both cases, the'organizdtion
ld maintain frequent, direct, constructive and honest communication to foster the collabordtion
between both parties and the achievement of objectives. This, again, makes the practice of busipess
relafionship management (see ISO/IEC 20000-1:2018, 8.3.2) very important.

The|uncertainty surrounding services forces the team to provide innovative solGtions. Innovation ig the
end{goal of creativity. In order for the team to be creative, the organization should ensure an environment
of security and trust in which experimentation and decision-making are<necouraged and errors arg not
penalized. This is crucial for the service team to take responsibility for delivering the best results.

5.8.2 Servant leadership

Theltraditional figure of the manager assigning tasks is replaced'by a "servant leader"”, who encourageg the
tearh and ensures that the team can exercise its responsibilityand give its best. A certain level of supervigory
marjagement is required to make sure that the output of\the service teams is aligned with the serjvice
marjagement objectives and with the overall vision and mission of the company. Management is also ne¢ded
for ‘fremoval of impediments” to productive working afid for people management tasks such as performpnce
marjagement and coaching. Still, the responsibility for'the service will remain with the entire team, not with
a pafticular individual.

Certlain activities should be deployed by_the servant leader that can provide input into the contipual
improvement of the service (see ISO/IEC 20000-1:2018, 10.2), for example, daily stand-up meetings{and
retrpspective meetings.

Dailly stand-up meetings are short meetings (maximum 15 min duration) with the objective of sharing high-
leve| information relevant to the‘team’s efforts in achieving its objectives. The servant leader should work
with the team to remove impediments to achieving the objectives.

Retyjjospectives should be.used to evaluate how the work went in a service development iteration that has
just|concluded or during other key moments of the service lifecycle. These are longer meetings evaludting
all aspects of the sexvice lifecycle, determining improvements needed in processes, organization, tools|and
othdr aspects ofthe’service.

5.8.8 Continuous improvement

The|seryice team will have a shorter cycle to plan-develop-deliver the service and within that short dycle
Off cd'ua\,}\ aud }Cdl 111115, Luutiuuuua illll)l UVClllCllt ib dbhiCVCd ill d uatul a}, Ul sdllib dlld ill]llCl Cllt 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
opempness to other people’s ideas and perspectives, an active interest in trying to find new ways.foyachieve
gredter value, a drive for innovation and a continual focus on improvement in general. Other aspects of
attifude highlighted by Agile include a high level of trust in each other; being able to takeresponsilility
for ¢ne’s results and a high degree of adaptability to cope with change in the environment, objectivgs or
any |other aspect. Similarly, although the ideal is always for team members to have(as’many skills{and
comlpetences as possible to reduce internal bottlenecks, there can be certain levels ofispecialization required
to rSI:Epport the service.

5.8.5 Agile culture

Organizationally, a culture should be developed that permits teams (dealing with service managerent
to be empowered to handle issues themselves as much as possible. This firstly requires a managerent
cultpire that is happy to delegate and at the same time provide support to their teams where needed. [[his
is contrary to the top-down management structure found in more traditional companies. It relates td the
marjagement support required according to ISO/IEC 20000-1:2018, Clause 5, while supporting the Agile
ideal of self-managing teams, where the decision-making power is delegated as far as possible to the tgams
whq are supporting the SMS and the services. This gives a*different interpretation to the requirements in
ISOAIEC 20000-1:2018, 5.3 when compared to working,in other environments. In an Agile environmept, a
signfificant number of responsibilities and authorities.should be delegated down to the team-level, including,
for gxample, the authority to approve changes andidecisions on tool-selection.

5.9 Metrics

ile service management objectives.(see ISO/IEC 20000-1:2018, 6.2) provide guidance for deciding whpt to
d what not to do, metrics (see ISO/IEC 20000-1:2018, 9.1) help teams to know whether they are on the
righk track. In Agile, metrics focused 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 do not tell
teams if they are really delivering value. Both customer-focused metrics and more internally-focused metrics
are goncepts to considerin/service management, provided that these emphasize the creation of value.

EXAMPLE A service desk with the strategic objective of guaranteeing that customers receive high-qufality
“boutique” support.can have a metric that indicates that the customer receives a response in less than 24 houfs or
that|an incidentiis-closed in less than 48 hours. However, this metric does not provide information on whethef the
custpmer really receives quality support. Sometimes, for example, automatic emails perceived as "annoying" are|sent
to thie customier in order to comply with the KPI requiring that a response be provided in less than 24 hours.

A bdlance should be found between adhering strictly to service level targets and finding the most valuable
solution P D y, @ 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.

Repprting on these metrics is covered in ISO/IEC 20000-1:2018, 9.4. The organization should deterthine
whi¢h reports on the performance and effectiveness of the SMS and the services are to be credted. Most
impprtantly, decisions should be based on these reports and actions should be taken as a result.

In Algile, relevant and appropriate metrics should be shared directly with those teams that.can potentjally
bengfit from such information in their decision making focussed on the generation of valtie:

One|way to approach metrics in an Agile service is to consider them as hypotheses: fulfilling a metric brjings
the feam closer to achieving service objectives, but it cannot be said that thisdsZa certainty. This wdy of
understanding metrics promotes their use as a form of learning, constantly-pushing the team to rethink
whetther the metrics used provide valuable information, and to stop seeing .them as absolute truths ar as
appropriate 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, changing
serylices, a changing competitive landscape, changing tools and technology and many more other variations
of chhange.

Agilp encourages organizations to embrace change in order to be adaptive to changing customer needs. It
is this type of change that occurs in non-software environments as well: between contract-signature|and
implementation of a service, the customer«¢an have changed their mind and decided they want something
quite different from what was originally'agreed. Embracing change should also cover other types of change,
such as market change, technological\change, etc. Services should be developed taking into considerdtion
a coptinual need for change. This is*dlready covered in ISO/IEC 20000-1:2018, 8.1 where it is stated |that
the prganization should control planned changes to the SMS and review the consequences of unintemded
changes.

Coplng with continual chahge can be achieved by making services as flexible as possible from the start{The
use pfnew technology pebmitsincreased flexibility compared to in the past: services such as software-defjned
networking and cloitd)computing cater for adaptation to changing customer requirements. The SMS itself
needls to be made)flexible as well. This can be achieved by favouring simplicity: simple, intuitive processes,
metfics (see 5.9)-and reporting (see the requirements for service reporting in ISO/IEC 20000-1:2018, 9.4),
that|{ are easy. o use, straightforward to produce, well-understood by customers and that can be equyally
effortlessly:changed when needed.

5.10.2 ﬂpnrafinnnl change management and release and dnplnymnnf 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.

© ISO/IEC 2024 - All rights reserved
15


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

b)

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

[terative 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.

A well-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
contains requirements related to the planning of releases that can facilitate this.

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

ralag Tl an bha L P2 ia
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developing a change management policy and process aligned with Agile practices.

e) [Thorough testing of implemented changes before the release is implemented and business verificg
fter deployment — if these are not successful (or nobody is available to do business verification)
changes need to be rolled back. ISO/IEC 20000-1:2018, 8.5.3 requires releases to be verified for sug
or failure and causes of failures to be analysed so future releases can be faultlessly deployed.

In this way, the change management and release and deployment processes can be turned into a flexibl
of processes that help the company achieve a more dynamic way of implementingand improving serv|
thud increasing the value they provide.

5.11 Simplicity and efficiency

With the objective of maximizing the value that the client perceives from the service, the service team sh
always seek to be as efficient as possible. To this end, they should bé self-critical and question whethel
work they are doing can be improved, and can be done in a simplér, more direct and clearer way.

The|role of the manager (or servant leader) and the organization itself should be to help the team in what
way|is necessary to make them more efficient, for example by resolving impediments, eliminating barr
providing knowledge of solutions that have worked”in other teams, and encouraging communicg
between teams. The retrospective thus becomes a particularly important session for addressing t
points. Unfortunately, there is no way to completely standardize efficiency in teams, as in highly uncer
environments what works for one team and.chient will not necessarily be efficient for another team
client. Even so, common elements can always be found across teams and customers, so standardizing t
common elements can help teams to be more efficient.

It is| important to remember that, being in a highly uncertain environment, what is standardized t
becquse it is useful can potentially. be obsolete tomorrow and no longer useful. The organization sh
be afs efficient as possible in prder to deliver maximum value. That is the only thing to be considered
certpinty in this context.

As gtated in the Introduction to ISO/IEC 20000-1:2018, the main aim of establishing an SMS is to pro
ongping visibility, centrol of services and continual improvement, leading to greater effectiveness
effidiency. Using continual improvement, daily stand-ups, retrospectives and standardization is a w4
achipve this effectiveness and efficiency.

5.12 Thevole of documented information

Agilp&ries to reduce overhead that has little to do with the final product and does not add value, sug
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and other non-core documentatlon The focus is on creating a working service, as that is what provides value

to the customer.

(ten,

[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 potenti

ially

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

It ca N ] H . et S tevritd . and
the requirements of ISO/IEC 20000-1, as the latter has traditionally been driven by process, documentgtion
and [tools. However, the growing trend of providing “everything-as-a-service” means that, increa$ingly} the
end [customer places less importance on how a service will be delivered and more on what will bedelivered
and why, linking it to the direct value it brings and leaving the details of how to achieve it mote open.

Thiq does not mean that it is not important to rely on processes and systems to perferm the delivefy of
servlices with a high level of quality, security and efficiency. However, an Agile approach ¢an coexist perfectly
in the field of service management, continually and sustainably promoting that ‘the service delivered
proyides maximum value to the customer and that the service design, SLAs, KPIs and associated resoufrces
are focused on delivering such value.

Agile provides a refreshing perspective where value creation and the customer's perspective are cenjtral.
ISOAIEC 20000-1:2018, 5.1 and 8.2.2, emphasize the importance o¢f determining value and custgmer
reqyirements.

Agilp’s focus on value delivery to the customers naturally leadsto a closer collaboration with customers in
the $ervices area. The aim to involve the customer more closelyin the development and delivery of servyices
is an effective way to ensure that customer satisfaction is maximized.

Agilp emphasizes that the well-being of the people wha-actually perform the work is fully in agreement with
the requirements concerning management responsibility and support for the SMS in ISO/IEC 20000-1:2/018,
Clayses 5 and 7.

Agilp seeks to reduce unnecessary documentation, as some documents are potentially never read by anyone
or bpcome obsolete as soon as they have been 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 stakeholdeys or
reqyirements 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.

Agilp embraces change as d gonstant, but raises a valid point stating that the service provider should be
flexible about change. ThiSyapplies to services as well as to software development.

Iterative and increntental service provisioning is an area of which Agile is the great proponent, but|it is
also|the area thatis most difficult to apply to services. The question of whether a minimum viable seryice,
on tpp of which ificremental enhancements can be regularly provided, can actually be developed, dep¢nds
on the type ©f)service an organization is providing. It also depends on the customer agreeing with|this
approach, where the benefit is that services can be made available earlier, but subsequent enhancemlents
are fevélaped in a collaborative way. The agreement with the customer needs to reflect and facilitatg the
flexybility required in an Agile approach. This is often a departure from classic service agreements.

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

softfvare and systems services with continuous improvement (called continual improvement in

ISOAIEC 20000-1:2018, 10.2) in all aspects of the service lifecycle.
ISOAIEC/IEEE 32675:2022 provides the following introduction to DevOps:

“DeyOps aims to satisfy a dynamic and competitive marketplace that favours products(tiiat balancd the

V requirements (volume, velocity, variety, veracity, value, and others). DevOps seeks tarachieve a bal

ance

between velocity and system reliability and stability. DevOps was created to provide-soltitions to constgntly

cha

ging complex problems, where reducing organizational risk and improving security and reliability are

critical requirements. The diverse international domains where reliable and secure systems are used dften

have¢ rigorous regulatory and legal requirements. Therefore, DevOps requires identifying, engaging,

and

dyngmically collaborating with a set of supplier and acquirer (producer ad.consumer) entities forming a
holistic “ecosystem” of both internal and external organizations and stakeholders (e.g. customers, busipess

uni

DevPps encompasses several principles, as follows.

b)

d)

f)

g)

, support organizations, suppliers, collaborators, and partners).”

Customer-centric action: customers, and their requirements, needs and expectations, are expectdd to
lways be central to organizations which want to be su¢eessful. Organizations will know their customers
ell and involve them in activities from concept to final delivery of a service.

Create with the end in mind: having a clear vision' of the outcomes is necessary for moving in the right
irection. Developing successful services thatimeet customers’ needs can only be achieved when there
is empathy for the customer and an accuratéunderstanding of their requirements.

End-to-end responsibility: customers*are not only concerned with the services but also about| the
hole experience of doing businessg-with an organization. End-to-end responsibility for activities ffrom
oncept to delivery of a service is'essential for creating a positive customer experience. It requires
rganizations to put themselvesin the shoes of their customers to understand each requirement|and
ssume responsibility for ensuring that every aspect of doing business creates a consistently posjtive
xperience.

Cross-functional autonomous teams: cross-functional autonomous teams consist of people from
ifferent business\inits. They work in a collaborative way to achieve the stated objective. They are self-
rganized and.own the end-to-end responsibility of determining solutions to problems, or opportunities,
ithin the bisiness constraints.

Continudus improvement: this is an on-going improvement process to make breakthrough enhancemlents
in preducts, services and processes that generate the most value for customers. Organizations|can
chieve this by identifying opportunities for streamlining work, minimizing waste, and optimizing
peed, costs and ease of delivery.

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.

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.
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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 fustomer-centric and open culture, people are open to feedback and have the authority to take calculhted
riskp to achieve the desired goal. They are focused on creativity to produce valuable ideas to enhancg the
custiomer experience.

Short feedback loops with the customers help organizations to focus on what the customers need. Als an
exaiple, some elements of online platforms can be seen as customer-centric in that they alent users to ifems
whith are potentially of interest to them.

6.4 | Create with the end in mind

Credting with the end in mind takes a holistic view of both the creation,'and use of the service. If an
orgdnization does not know where it is going, it will not know whether it has/lost its way. Creating with the
end [in mind focuses on the outcome, which is the value created for the cistomer and the organization by the
seryice. It requires mutual trust among different teams and team members to establish this focus and work
towards an agreed outcome.

Organizations should begin with a complete understanding-of)a customer’s requirements, leading td the
credtion of a result-oriented plan. Such an approach requires organizations to appreciate service-thinking
and|determine the issue the customer wants to address, Reference is made to service requirements in
ISOAIEC 20000-1:2018, 4.2, Clause 5, 8.2.2, 8.3.3, 8.4.3 and others.

Wheén creating with the end in mind, the organization should establish a safe environment where ptaff
can |share the required knowledge (see ISO/PEC 20000-1:2018, 7.6), identify and address risks |(see
ISOAIEC 20000-1:2018, 6.1), and be more creative and innovative.

It is|essential to receive feedback earlyin the service development phase to allow changes to servicgs to
be made quickly with minimum impagt’(see ISO/IEC 20000-1:2018, 8.5.1). This feedback can come from
custjomers evaluating early service implementations or from (automated) testing of the service.

6.5 End-to-end responsibility

DevPps encourages organizations to practice the concept of cradle-to-grave to enable teams to accept pnd-
to-ehd responsibility forservice delivery.

Accgpting the end-te-end responsibility, authorities and responsibilities for the SMS and the services|(see
ISOAIEC 2000051:2018, 6.3d) as well as the authorities and responsibilities for design, build and transition
actiyities (s€e JSO/IEC 20000-1:2018, 8.5.2.1a) is potentially the most crucial ingredient for DevOps. When
people care:about what they do, and have the required skills, knowledge and resources, they can collabdrate
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

DevPps encourages organizations to create cross-functional autonomous teams which share the same goals
and[successes, and which are willing to learn from failure.

Wh¢n people from different functional units, each with a variety of skills, work together witlf the same goal,
they can solve even complex problems. Such teams should be independent and have the-freedom to control
theif activities and make effective decisions when required.

People in these teams work for a purpose, within the boundaries they have set-themselves, in ordgr to
achieve the service objectives. They have deep knowledge and skills in a specific area of specialization|and
are tapable of applying their specific and broad knowledge across disciplin€s:

Whén people with different skillsets work together for a purpose;'they should share their diffgrent
viewpoints with the team, which promotes a greater overall understanding of any given issue.

6.7| Continuous improvement

Continuous improvement (called continual improvementsin ISO/IEC 20000-1:2018, 10.2) is a conicept
borowed from Lean development that focuses on adaptability and learning through structured probjem-
solving. Service teams should focus on experimentifig with new ideas, minimizing waste, optimizing
for §peed, cost and ease of delivery. Teams should bé encouraged to innovate continuously and help their
orgdnizations beat the competition. It is important to experiment and learn from failures, hence the ferm
"fail fast".

Problem areas should be identified in a systematic process and the service team should work towhrds
findjng the correct solution or identifyifig' opportunities to improve.

There is no improvement if the success of processes, people and tools cannot be measured. An effe¢tive
performance measuring systems 'should therefore be established. This contributes to identifying| the
impfovement opportunitiesin-the existing processes, tools and services.

6.8 Automate everything

DevPps encouragés organizations to move away from manual activities and to automate as much as posgible
to mlaximize customer experience and minimize repetitive tasks.

Regardless-of'the technology platform or development practices, every organization uses processds to
devé¢lopsand deliver new or changed services (see ISO/IEC 20000-1:2018, 8.5.2). This process can be mapual
or apitomated. As far as possible, organizations should move from manual to automated development, which
improvesefficiency amd comsistency withimamdacross processes: Automation shoutd be fully vatidated 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-stefage
capacity faster and easier (see ISO/IEC 20000-1:2018, 8.4.3).

A container-based infrastructure helps in virtually packaging and isolating applications from| the
operating system, facilitating release and deployment management (see ISO/IEC 20000~1:2018, 8.5,3).

Aut

mation increases the productivity of people by automating repetitive manual tasks. This allows taff

to upe their time for more productive, useful and innovative activities. Manual taskis are prone to human
errdr. Automation increases the overall quality by eliminating human errors,at’a faster rate and lgwer
costl Automation helps reduce errors as it produces results based on a defined set of rules and increpses

perflormance due to the efficiency of the platform.

Aut¢mation also helps to make systems scalable, which is essential for-meeting the changing requiremients
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stomers. Automation helps to makes systems more flexible by ehabling them to perform continuopsly.
,in turn, increases the turnaround time.

Shift-left and continuous everything

L Shift-left

[-left is particularly valuable for improving the ‘user experience of services, increasing reliability|and
cing subsequent operation and maintenance-costs of services.

E ISO/IEC/IEEE 32675 uses the term, left-shift” instead of “shift-left”. In the industry, the expression “shift-
is more common. This term is therefore used in this document.

-left aims at moving as many activities to an earlier stage (left) of the service lifecycle as possiblg, so
possible issues can be captured and remediated as early as possible, such as during service design|and
sition (see ISO/IEC 20000-1:2018, 8.5.2).

following is an example‘of how to implement the DevOps principle of shift-left.

MPLE To impreve cloud service quality, an organization takes a shift-left approach to the quality, operjation
ecurity of that service. To accomplish this, the requirements are identified (see ISO/IEC 20000-1:2018, 8{3.2),
d on an assessment of the customer’s needs, to direct the design and development of the cloud service. It is|then
rmed with ¢he customer that the developed solution meets the actual needs, before releasing it into opergtion
[SO/IEC 20000-1:2018, 8.5.3). Environments similar to the production environment are set up for development
test envikonments, creating a pipeline for deployment to production. In this way, customer requirements are
ated as'early as possible in the service lifecycle and implemented as part of the live service accordingly.

6.9.
The

Continuous everything

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 continuously

to verify releases are ready for deployment and function as required in production;

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;

As 3
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ina

To meet this requirement from the business, the organization should define different types of demand

flow

The

continuous monitoring (see ISO/IEC 20000-1:2018, 8.6.1), where the production envirodmer
continuously monitored for incidents;

continuous learning (see ISO/IEC 20000-1:2018, 10.2), where the development and operations te
continually learn from the previous development iteration and deployment of new and-changed serv,

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

n example, a service team’s objective derives from the business goals and, priorities. The top prig
ome for the business is time-to-market: they hope to roll out a new product from idea to end custd
faster timescale.

items based on the context of the organization (see ISO/IEC,20000-1:2018, Clause 4), for example:
feature: the new business value that is requested by the eustomer;
maintaining sustainability: security, availability and risk, which are owned by the service provider

continuous improvement: improvements in mahaging the technical backlog and technical deb
the service owner, which can accelerate development and go-live times to shorten the lead timg¢
deployment;

experiment: the production of innovative ideas, proposed by all team members.

env

As

priority of these elements can-.bg’adjusted, based on the service requirements and the busi
ronment. The business goal is themost important. It should be a balanced choice.

e of the key DevOps principles is to accelerate the reception of feedback, the service team should co
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custjomer feedback much faster’by shortening delivery lead time. This demonstrates the value of DevOps to

the business. In the meantini€, trust is built between the business and the organization.
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Compatibility of DevOps with service management

onsibility, cross-functional autonomous teams, continuous improvement, automate everything you
-left afid*continuous everything. These principles are highly aligned with the requirements for an
d of1 ISO/IEC 20000-1.

Dps is driven‘by its seven principles: customer-centric action, create with the end in mind, end-to}

end
can,
SMS

Cus

OINETS Shoutd atways be centrat i anm SMS; because they are the Tecipients of the Services. T e cre

tion

of value for the customer and for the service provider is a basic outcome of providing services. Value creation
is therefore the actual “end” that should be kept in mind during the complete service lifecycle.

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.

Shif ety 8 H 2 A B s H mes for
seryice requests and change requests. Service providers should implement a high level of customerself-
servlice facilities for simple requests and should at the same time make internal processes as efficient as
posgible by moving activities that can be done early in the service lifecycle forwards.

Infofmation security management (see ISO/IEC 20000-1:2018, 8.7.3) has become of crucial importance
in the world. Organizations should incorporate information security controls into their.services from the
starf to meet customer and other interested parties’ requirements in this area. The(DevSecOps apprpach
is a|variation of DevOps that incorporates the design, build and testing of security controls throughout
the poftware development and service lifecycle, leveraging automation. In this{way, information security
becgmes a shared responsibility from development to operations.

7 Applying Agile and DevOps within an SMS

7.1| Benefits of applying Agile in an SMS

Seryice management and Agile are sometimes seen as incompatible. Agile is viewed as being concerned with
deve¢lopment, whereas service management is concerned with operations. Service management is sometjmes
viewed as process-oriented, defined and controlled, whereas Agile’s focus upon people, collaborafion,
iteration and adaptation can make it appear incompatible with a defined and process-oriented SMS.

Most modern organizations and their SMS operate in environments of high uncertainty, at least in some
confexts. Changing demands, new technologies, customer and end-user expectations and competjtive
landscapes are all elements that can rapidly change and introduce high uncertainty and risk into| the
effeg¢tiveness of an SMS and its ability to_deliver the value required. Agile approaches have evolved |as a
powerful tool to reduce the risk associated with such circumstances and to most effectively achieve the
desifed results. Therefore, designing.and developing an SMS with Agile principles in mind is most benefficial
whejn the SMS is developed in a context of high uncertainty with the risk that is associated with it.

However, although it may seenrthat high-risk contexts are rare and mainly limited to technological aregs of
highly disruptive innovatien, the reality is that these situations are increasingly common, especially when
therje is a difference hetween the expected value (from the customer, business or strategic objective) with
respect to the value@eceived. Such instances are clear symptoms that there exists high uncertainty in [SMS
design and implementation, regardless of whether the service is essentially technological or not.

Examples of eommon high-risk contexts are as follows:

— [the customer 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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Risk could be reduced in the above situations by applying the Agile approaches as shown in Table 1.

Table 1 — Risk reduction in Agile Approaches

Application of Agile Explanation/Outcome

approaches

Fostering a customer-supplier |When both customer and service provider share the same objectives, the rela-

relationship based on shared 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.

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

between customer and service |parties becomes critical. Likewise, when collaboration is not a reality on a‘day-to-

proyider to achieve shared day basis, success is jeopardized. Therefore, it is emphasized that collaboratior is

objdctives. not optional but rather an obligation, even influencing how the contrdet-betwe¢n

the parties is drafted (if the relationship is contractual).

Deslgning an SMS that facili- In circumstances where it cannot be completely determined how to achieve
tatef frequent low-risk experi- |success, the Agile approach based on observation, hypothesisiformulation, quidk
mer]ts and evaluation of results |experiment, analysis of results, and decision making, is recommended. This is :
to help make better decisions. |fundamental point of Agile approaches. With a clear focus, there is room to moglel
the development of the SMS with frequent iterations, Teviews, improvement
retrospectives, daily monitoring and other Agile actiyities within the day-to-dqy
process-led work of the SMS.

Other examples of Agile principles that promote these successful outcames include the following:

— |leadership that fosters an environment in which the best ideas are given weight above certain gther
criteria;

— |encouraging a transparent and sincere relationship between all those involved in the SMS which Helps
foster a spirit of “self-scrutiny” to identify and implement better solutions rather than ignoring proble¢ms;

— [fostering a scale of values that are manifested and tangible in the day-to-day service reality in a way|that
contributes to a constructive spirit of healthyw¢ollaboration and clear focus upon business objectives at
all levels of the SMS.

Agiljty is about risk reduction, efficiency and effectiveness in achieving valuable business objectives above
all dlse. The principles of Agility are useful in multiple contexts of an SMS, especially in some of the njajor
chal.[enges that organizations face today.

Even though Agile principles have been developed for environments with high risk or high uncertajnty,
they can also be followed in ényironments that do not have such high risk or uncertainty. The benefits of
using Agile methodologies §till apply, including a better understanding between the customer and serjvice

A further example é6fthe use of Agile principles is an existing SMS that transitions to more sustainjable
opefations or a new,/SMS with a focus on sustainability. This can be considered as a complex system, ag the
objelctive is clear,but realizing that objective and its impact on the SMS is complex. In this sense, some of the

— 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;

— decisions 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

Likd Agile, DevOps is an approach, not a methodology. There are many ditferent definitions of what
but they all have one point in common: they represent a cultural and professional movement that&tre
comjmunication, collaboration and integration, aimed at establishing a particular culture and environm
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elenpents over others, it does not simply ignore these secondary elements. For example, although the 4

Man
apr

docyimentation is therefore necessary to provide guidance, but it does not\ieed to be extremely long
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compined to provide better service and value.
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hnizations are sometimes under the impression that they need to produce a lot of decumenta
esses, procedures and measurements in order to conform with the requirements of {SO/IEC 200
bntrast, the wording of the Agile Manifesto, on which DevOps is also based, givés the impressig
bving such constraints. However, as highlighted in 5.2.2, while the Agile Mamnifesto values cer

ifesto states that it values “individuals and interactions over processes and tools”, if the effectivene
hcess is ignored, it affects individuals, no matter how much they are valuéd)Within the DevOps con

‘tive. Service providers should find a balance between what documentation is required, what ca
igured into service management tools, and what can be omitted.

[IEC 20000-1 includes requirements in terms of what organizations need to do, not how they d
Dps offers solutions to the question of how to meet suehrequirements. Both approaches shoul

vy DevOps concepts and practices can be easily applied in an SMS. For example, the need for cf
h collaboration, effective communication with~@ll interested parties, ownership of results,
‘tive feedback to allow corrections to be made (fail forward), all fit perfectly into the requiremen
IEC 20000-1.

ying ISO/IEC 20000-1 requirements in . aDevOps organization requires special attention because:

a1l teams should come together to.define the strategy. It is the service owners and lead engineers f
different teams who often work(to define the strategy;

teams should be responsible\for the end-to-end design, implementation, and execution of the ser
This includes acceptance 'of ‘complete responsibility for the service within the team;

resources are organized differently: resources should be organized as service teams, resulting in fe
handovers, less complex process descriptions, and minimal documentation;

service teams work as autonomously as possible: teams should be free to do any tasks or activ
required tgdeliver the product without alignment and approvals of other teams;

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

it is,
sses
bnt.

fion,
0-1.
n of
tain
\gile
5s of
rext,
0 be
h be

0Ss-
and
ts of
rom
vice.

wer

ities

p€ople 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
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Tablle 2 provides a list of patternsiand anti-patterns related to Agile and its influence on an SMS.
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Table 2 provides some common examples but many more exist. Promoting such patterns and identifying

rect
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various deployment modes assist in controlling risk and reducing the impact on services;

reducing technical debt is a great help in improving availability and business continuityof a ser
and many requirements are realized at the front-end, which is beneficial for reducing the cost of ser
operation and improvement;

visualization can be used for service management to provide more timely and gecurate reports
transparent information;

shift-left can help improve the identification of issues and the prevention of defects escaping to o
environments;

effective deployment of features using automation should be appli€éd;to streamline flow processes w
helps increases efficiency.

e is no conflict between ISO/IEC 20000-1 and DevOps — theythave different perspectives and emphd

implementing, maintaining and continually improvitigian SMS;

DevOps emphasizes how to collaborate to deliver software to live environments rapidly but
controlled way.

Dps and ISO/IEC 20000-1 should be integrated to provide good services, to deliver value to the custa
help facilitate outcomes that customers:want to achieve.

Patterns and anti-patterns of applying Agile in an SMS

or other symptoms oflimproper use of the framework.

e all, these examples reinforce the idea that a service provider should have an SMS where Agile va
methodologjes\are real, profound and tangibly contribute to maximizing the value delivered by the
the services,.and to the achievement of strategic objectives.

ifyifigdanti-patterns is a fundamental part of Agile maturity.

E “Patterns” in this context are defined as symptoms of proper use of the framework. “Anti-patterns|
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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

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

TO WHETner they Continue to Make Sense or
not.

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; retrospef
tive), people participating innthe SMS s{m-
ply execute tasks and activities without
understanding why they’are necessary
within a broader context.

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

Under the notien-of "the SMS has to be
Agile", an SMS\storced to be designed jor
modified,to have an "Agile look and fee]"
without'analysing whether the contex{is
high/risk or high uncertainty.

Relgtionships Agreements between client and service Agreements are modelled with a focus
provider are modelled with a focus on col- |6n concepts often associated with Agiljty
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 change In a
ty such as scope or KPIs to be met. flexible way for the SMS to meet its bugi-

ness objectives.

The relationship between the service New roles are established for people in the
owner and the team is very.close, with the |team that sound Agile (Agile coach, Aglle
manager acting as a true leader who knows | manager, etc.) but in reality there is a tfa-
how to get the best out-9fthe team and ditional organizational hierarchy wheile
encourages collabordtion both inside-out |the Service Manager is the head of the
(from the organization towards the cus- team who centralizes all decisions and|the
tomer) and outside-in (from the customer |team's relations with the outside world.
towards the.drganization), together with
the prom@tion of team self-management
and autonomy for the benefit of the SMS.

Orgpnization Planning is done in frequent iterations Planning is done in frequent iterations

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

where tasks are assigned by the servicg
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 the seryice
owner makes decisions about the perfgr-
mance of the SMS team.

SMS interested parties regularly inspect
the outcomes of the SMS in a climate of
honesty and transparency to jointly make

The service owner often presents the rfe-
sults of the SMS to the SMS stakeholders,
in the spirit of self-preservation above pll

decisions that withteadtofmprovenrents
in the SMS and help to achieve its business
and strategic objectives.

1
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