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Thinking Service, Not Servers

Organizations today rely heavily on IT to deliver corporate objectives and 
strategic goals, while maintaining day-to-day operations. This dependency 
demands that IT service and support departments reduce costs, manage 
risks and improve technological and employee efficiency. 

The tight integration of people, process and technology is a business strategy being 
adopted to align organizational objectives with IT service delivery. This integration 
means that IT departments no longer think in terms of servers, but of services 
provided to the organization and its customers. This change of focus results in a high 
quality service that is accountable, transparent and predictable. 

To achieve business-orientated service management, IT service organizations are 
modeling service capabilities around ITIL (IT Infrastructure Library) best practice 
guidelines.  

What is ITIL?
ITIL is a flexible framework designed to guide service organizations with the integration 
of people, process and technology to develop and deliver a quality IT service. 

ITIL does not dictate business processes but provides a comprehensive, consistent and 
coherent set of best practices for IT Service Management. ITIL promotes a quality 
approach to achieving business effectiveness and efficiency, using information systems. 

More formally, ITIL is a series of books that outline a comprehensive set of best 
practices for IT Service Management.  The OGL (Office of Government Commerce) in 
the UK developed ITIL in the mid 1980Õs. The current revision (v2) was published in 1999.

ITIL separates the Service Desk function into two areas: Service Support, and Service 
Delivery. The Support and Delivery areas consist of a total of ten key IT disciplines. 
These disciplines are related to organizational objectives to improve service 
management process and effectiveness.  

Service Desk

Service Support Service Delivery

Incident Management Service Level Management
Configuration Management Availability Management

Problem Management Financial Management

Change Management IT Service Continuity Management

Release Management Capacity Management
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Customer Service Desk Objectives

High customer expectations and the distributed nature of companies, means the 
delivery of a first-class service is fast becoming a differentiating factor and, without 
doubt, a major competitive advantage for many organizations.  

The service desk acts as the central point of contact between customers and IT Service 
Management. All incidents, and other forms of service requests are handled via the 
Service Desk.  It is also an interface for other activities such as Change, Problem, 
Configuration, Release, Service Level and IT Service Continuity management. 

As the operational interface between business and IT, the service desk must align 
technology with the service objectives of the organization. This ensures IT service 
management is a strategic business asset.

Implementing a Service Desk Infrastructure

Adopting ITIL to design an organizationÕs support infrastructure is a critical 
undertaking. It should be managed as a formal business project with clear ownership, 
defined business goals, responsibilities, deliverables and management commitment.

Before designing the new Service Desk, all existing service workflows should be 
assessed and potential for improvement identified.  It is an opportunity for business 
analysts to rethink and redesign existing processes and activities, in order to increase 
productivity, add value, and reduce costs. As the shop front for organizations, the 
service desk is an opportunity to enhance the customerÕs perception of the 
organization. 

The Service Support Process Model
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Internal Change Management: balancing strategy and tactics

The implementation of IT service improvements must balance strategic and practical 
requirements to avoid any undue staff tension. Strategic thinkers such as the Chief Information 
Officer or the Financial Controller focus on service catalogs and costs. Tactical roles such as 
Service Desk Supervisor and technicians are concerned with incident resolution and meeting 
service level requirements. 

The following table outlines the service desk implementation process, balanced between 
strategic and tactical objectives:

Steps to a Successful ITIL Implementation

Where are you now?
Define a Baseline.

Where do you want 
to be?
Define your Target.

How to move 
towards Target.
Execute your plan.

The Target.
Your Ideal Situation.

Assess existing service desk 
maturity relative to ITIL. 
Refer to Maturity Model 
below.

Identify gaps between 
existing processes and ITIL

Align People, Process and 
Technology.

Demonstrable process 
improvement in line with 
strategic goals.

Tactical

Understand the following:

¥ What are your business 
drivers?

¥ Who are your IT 
stakeholders, what are 
their needs, and are 
their needs presently 
being met?

¥ What will be the impact 
to IT organization and 
business if you do not 
change?

¥ What skill sets are 
currently in place?

Develop internal change 
management strategy:

¥ Assess the organizational 
impact of combining the 
proposed people, process 
and technology changes

¥ Obtain the necessary 
buy-in from key 
stakeholders.

Introduce ITIL to 
Management.

Procure ITIL compliant 
Service Desk System.

Train all staff to utilize 
new procedures.

Quantitative management 
feedback in the form of 
detailed metrics and 
reporting.

Business processes 
understood and controlled.

Strategic

Understand the following:

¥ What are your 
technology drivers?

¥ Who are your IT 
stakeholders, what are 
their needs, and are 
their needs presently 
being met?

¥ What processes are 
currently in place?

¥ What technology do you 
have in place?

Design new service desk 
workflows:

¥ Obtain the necessary 
buy-in from key 
stakeholders

¥ Obtain the necessary 
sign-off on new 
workflows

Introduce ITIL to 
Operational staff.

Develop techniques and 
procedures.

Document system 
requirements.

Research tools.

Train service desk staff to 
manage new workflows.

Continuous and repeat 
improvement.

Quantitative feedback.

Pilot programs and new 
technology introduced with 
little interruption.

ITSM Processes understood 
and controlled.

Service Not Servers

www.livetime.com  Page 4



To avoid conflict and frustration, time needs to be taken to build and translate the organizational 
objectives into process and technology initiatives to balance both perspectives. Joint planning 
between strategic and operational teams will ensure there is project support across all levels of 
the organization.

ITIL Service Capability Maturity Model

1 .Initial

Support process is 
characterized as ad 
hoc, chaotic, and 
heroic.
 Few processes are 
defined or followed, 
and success depends 
on individual effort. 
There is no formal 
management control 
over support 
processes.

2. Repeatable

This level provides 
an introduction to 
the formal, 
documented process. 
Basic management 
processes are 
established to 
control cost, 
scheduling and 
functionality. The 
necessary process 
discipline is in place 
to represent 
successes on projects 
with similar 
applications. 
Elevation from Level 
1 to Level 2 means 
the organization has 
established service 
desk management 
control, established 
service desk process 
group (SDPG), and 
formally introduced 
ITIL processes.

3. Defined

This level provides a 
foundation for 
continuous process 
improvement by 
establishing the 
necessary process 
management 
functions to control 
process parameters.
The ITIL process for 
both managers and 
process workers is 
documented, 
standardized and 
integrated into a 
standard ITIL process 
for the organization. 
The organization 
uses this process to 
manage all IT service 
requests.

4. Managed

Detailed measures of 
the process and 
service quality are 
collected. 
Both the ITIL 
processes and 
quality of service 
delivered are 
understood and 
controlled.

5. Optimized

Continuous process 
improvement is 
enabled by 
quantitative 
feedback from the 
process and from 
piloting innovative 
ideas and 
technology.
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Technology

As the service processes are assessed in line with the business objectives and realigned 
with ITIL guidelines, the technology used to automate and manage these processes also 
needs to align with IT service delivery requirements. This guarantees that the service 
solution selected capitalizes on existing infrastructure and evolves well into the future.

Features to consider when selecting a service desk tool include the central 
administration offered by fully web-based products. These solutions include a browser-
based GUI with no installations or plug-ins required on the client-side. This saves time 
and money during the implementation process and when changes or upgrades are 
required. Also, being fully accessible via any web-browser allows users to choose their 
work environment, be that in the office, out on the road or at home, as their user role 
privileges are not restricted by the place of access.

The ability to integrate with existing infrastructure such as Active Directory or LDAP 
authentication servers should also be considered. Also, in order to capitalize on the 
implementation of a Configuration Management Database (CMDB), tight integration 
with an asset management tool is required. This ensures data stored in the CMDB is 
always relevant, and provides support technicians with a full picture when responding 
to customer issues.

On the server side, a multi-tiered design approach allows the support solution to 
achieve maximum performance and scalability. Advanced applications, such as 
LiveTime, run on any standard J2EE or J2SE server and support multiple instances, load 
balancing and clustering. This model allows the support solution to operate at over five 
times the speed of competing applications. Additional speed gains are achieved through 
the use of intelligent caching and database fetching, which ensures users have real 
time access to all information relevant to issues logged with the system.
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Implementing ITIL Service Desk Guidelines with LiveTime

LiveTime Service Manager is a comprehensive ITIL Service support solution that 
incorporates the core service support processes of Incident, Configuration, Problem and 
Change management.  Also included is the service delivery process of Service Level 
Management. 

LiveTimeÕs recommended two-stage approach includes:

Phase I: Implement Configuration, Service Level and Incident Management

Phase II: Progress to Problem and Change Management.

Following is a summary of the steps that organizations are guided through when implementing 
LiveTime Service Manager as either a phased or all-in-one installation.   

People

Adopting ITIL best practices will require a culture change for the organization, in addition to the 
changes to the service desk process itself. 
This will require:

¥ Educating staff about the benefits of ITIL, and winning champions to the cause
¥ Train service desk staff about working with the relevant process
¥ Maintain & support process improvements by completing self-audits.

Technology

Setup & Install 
¥ Hardware, O/S, RDBMS, Application Server, Web Server, LiveTime Service Manager 

application

Migration of Service Desk data (Optional)
¥ Perform data mapping between existing & new system
¥ Perform data migration
¥ Validate migration

Integration
¥ Asset Discovery
¥ Authentication (ADS/LDAP/SSO)
¥ Mail
¥ Web Services
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Implementing ITIL Service Desk Guidelines with LiveTime - continued

Process: Phase I

Incident Management can be fully configured and automated to reflect the preferred workflow of 
your organization.

¥ Review current process 
¥ Define objectives
¥ Create Incident Management workflow
¥ Create incident support teams and assign to members to relevant escalation layer
¥ Plan review of process using employee feedback and relevant reporting metrics.

Service Level Management in LiveTime improves internal and external communication for Service 
Desk users and assists in the timely management of the support requests. Service Level 
Agreements (SLA) within LiveTime Service Manager can be underpinned by Operational Level 
Agreements (OLA) to guarantee the internal capacity meets customer service expectations.

¥ Review IT services offered to the organization
¥ Establish teams for areas of specialty with relevant escalation layers
¥ Create a list of services offered by each team and associate with the service catalog
¥ Establish SLAs relative to the business unit requirements and support by appropriate 

OLAs
¥ Define metrics for measuring efficiency and effectives of process
¥ Implement a review/audit program to ensure service levels meet the organizational 

needs.

Configuration Management  is only effective if the data associated with the core IT operational 
processes is stored and managed appropriately. To guarantee the validity and accuracy of the 
CMDB:

¥ Assign owner(s) to the Configuration Management process
¥ Assign accountability for operational repository Ð setup, ongoing maintenance and 

support of the CMDB
¥ Synchronize with 3rd party asset management and discovery tools (optional)
¥ Create baselines for CIs
¥ Plan audit and validation of CMDB data.
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Implementing ITIL Service Desk Guidelines with LiveTime - continued

Process: Phase II
After the initial phase has settled, the following processes are rolled out:

Problem Management is tightly integrated with Incident and Change Management in LiveTime 
Service Manager. This allows problems and changes to be manually created from incidents.  
Further, parameters can be customized in the application to allow for automatic detection and 
escalation of incidents to problem management.

¥ Review current process and set objectives
¥ Define workflow 
¥ Define teams specialty and assign staff to relevant escalation layers
¥ Define parameters that are to be included in LiveTime, which will allow for auto-

detection of problems
¥ Define metrics for measuring the efficiency and effectiveness of the process
¥ Plan review and audit of process.

Change Management typically includes defining multiple workflows relevant to the types of 
changes that are handled by the service desk. To implement Change Management using LiveTime 
Service Manager, an audit of the current processes needs to be completed so all change 
workflows can be defined within the application.

¥ Define Change Management workflows Ð identify the types of changes to be handled 
and how priority is assigned to the change request

¥ Allocate the roles and responsibilities of the IT support staff within the workflows
¥ Define measurements that will be used to track the efficiency of change 

implementation
¥ Monitor/review process by evaluating and reporting on implemented changes.

Partner with LiveTime for Superior Service

LiveTime provides a roadmap for organizations planning to implement an ITIL compliant 
service desk tool. The LiveTime roadmap helps organizations avoid ITIL rollout pitfalls, 
which often plague such deployments.

In general, LiveTime promotes a staged approach to design, configure and implement 
ITIL workflows. This allows organizations to incrementally plan and deliver best 
practice ITIL processes. It allows time for education, design, integration and 
implementation of the relevant processes and technology. However, LiveTime can 
support a one-off full ITIL Service support rollout, if this option is better aligned with 
organizational needs.
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For more information:

For more information about LiveTime Service Manager or to discuss how LiveTime can assist you 
in your Service Desk project, please visit our website or contact us at info@livetime.com.

Contact Us
You can find out more information 
or register for a demo from our website 
www.livetime.com or you can

email us at: sales@livetime.com

United States
Telephone: +1 949 777 5800

Europe
Telephone: +44 (0) 1242 580090

Asia Pacific
Telephone: +61 (0)3 9620 7588
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