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	This document is under the Change Management Control Policy.

	Description
	This document establishes the Continual Service Improvement process and procedures. 

	Purpose
	This document provides the necessary steps and details for the procedures by which the appropriate FNAL personnel can monitor and determine the effectiveness, efficiency and economy of each of the services provided to customers. It further provides the activities by which the services can be improved.

	Applicable to
	All processes 

	Supersedes
	N/A

	Document Owner
	[Person responsible for document lifecycle management.]
	Owner Org
	Computing Sector

	Effective Date
	10/21/2010
	Revision Date
	12/21/2011
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	Goal
	The goals of Continual Service Improvement are:
· Review, analyze and make recommendations on improvement opportunities in each lifecycle phase
· Review and analyze Service Level Achievement results
· Identify and implement individual activities to improve IT service quality and improve the efficiency and effectiveness of enabling ITSM processes.
· Improve cost effectiveness of delivering IT services without sacrificing customer satisfaction.
· Ensure applicable quality management methods are used to support continual improvement activities

	Benefits
	The Benefits of Continual Service Improvement are to:
· Advise the business on innovative use of technology
· Enable the business to absorb more and faster change
· Provide the ability to protect existing service quality while accommodating changes
· Enable the business to provide better value for money
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Process Context Diagram – CSI
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NOTE:  This graphic illustrates the basic interactions between this process or functions and the ITIL processes at a high level and does not represent detailed dependencies. 
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Roles and Responsibilities – CSI

	Roles
	Responsibilities

	Service Level Manager
	· Submits requests for new service offerings
· Manages relationship between Customer and IT
· Acquires all customer requirements for services
· Prepares and presents Service Commitment to Customer
· Facilitates initiation of services according to terms laid out in the service commitment
· Conducts pre-reviews of customer reports against SLAs 
· Initiates investigation when SLAs are not compliant
· Collects subjective customer satisfaction feedback to determine if SLAs accurately measure service
· Authorizes additions, revisions or retirement of services in the service catalog
· Analyzes process performance data
· Reviews service commitments
· Communicates additions, revisions or retirement of services and service offerings
· Authorizes service level agreements (SLAs)
· Negotiates operational level agreements (OLAs)
· Authorizes all OLAs with service providers
· Documents all OLAs with service providers
· Investigates violation of OLAs
· Reviews all OLAs to ensure Service Level Objectives can be met

	Service Owner
	Ultimately responsible for the overall quality of the service,
Maintain the processes by which the service is deployed and maintained,
Monitor the service and coordinate efforts to improve it,
Monitor incidents related to the service,
Act as the central point of contact for customers and users of the service,
Define, negotiate and manage OLA’s, and UC’s associated with the service.
Oversees the activities of the Infrastructure Team.

	Infrastructure Team
	· Participate in planning of improvement activities
· Execute plan
· Adjust plan if required
· Gather measurements
· Participate in Post-Implementation Review
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	Key Performance Indicators
	Frequency
	Upper/Lower Control Limits
	Objectives
	Data Captures

	Critical SLA’s are being monitored and reports are produced
	Monthly

	>10% SLAs Reviewed
> 10% of SLA reviews trigger Service Improvement Procedure
	A decrease in corrective actions after Critical SLAs are reviewed is indicative of increased customer service satisfaction.
	TBD

	Documentary evidence of issues raised at review meetings 
	Monthly


	>10% SLAs Reviewed
	A reduction in Service Improvement Procedure activations provides evidence that monthly reviews have validated the attainment of meeting critical SLAs. 
	TBD

	% of SLAs Breached
	Monthly
	
	A reduction in Service Breaches indicates improvement on the processes.
	TBD
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 Plan Improvement Cycle Flow
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Plan Improvement Cycle Entry Criteria – CSI

	Inputs
	Incident details if appropriate OR
Report details for the last service period.

	Entry Criteria
	· The pre-determined time for the beginning of the review cycle has arrived OR
· An incident has occurred which requires a review of a service

	General Comments
	The purpose of this procedure is to ensure that services remain aligned with both the goals of Fermilab, and with the specific objectives of the Computing Sector.
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Plan Improvement Cycle Narrative

	Step
	Responsible Role
	Action

	13.1.1
Review Current Criteria (SLA’s, OLA’s, UC’s)
	Service Owner,
Service Level Manager
	· Access current agreements
· Analyze performance against the agreements
· Determine whether the current service capabilities are sufficient to address any projected changes.
· In the case of an incident which triggered this process, analyze whether the incident cause was because of an inadequate capability.

	13.1.2
Develop Potential Future Criteria
	Service Owner,
Service Level Manager
	· Based on either the incident cause or on anticipated service requirement changes, determine what changes would be required to provide agreed-upon service levels.

	13.1.3
Perform Cost/Benefit Analysis on Future Criteria
	Service Owner,
Service Level Manager
	Determine the cost of implementing the changes identified in 13.1.2.
Quantify the benefits to be gained if the changes were implemented.

	13.1.4
Decision – Difference Within Defined Tolerance
	Service Owner
	Is the differential identified in 13.1.3 within tolerances which can be tolerated while still providing the service for the next time period?
If “Yes”, exit this process.
If “No”, proceed to 13.1.5 – Determine Potential Improvement Activities.

	13.1.5
Determine Potential Improvement Activities
	Service Level Manager
	· Within the identified restrictions (e.g. budget, resources), and the cost/benefit analysis, identify potential activities which could improve the service.
· Prioritize the various options, and make recommendations about the most suitable ones.
· Present the options and get approval for the activities which will be undertaken.

	13.1.6
Develop Feasible Plan
	Service Owner,
Service Level Manager
	Create a plan for executing the improvement activities, including costs, resources, and times.
Note: Ensure that the expected results clearly identified and documented.  The benefits must be quantifiable, to enable an accurate analysis of the success of the project.
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Plan Improvement Cycle Exit Criteria, Outputs

	Outputs
	· Validation that the currently defined business, strategic and tactical objectives are still valid, OR
· An updated statement of the objectives for the current review period

	Exit Criteria
	· The review/improvement cycle has formally begun
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	Risk
	Impact

	The review/improvement cycle is not begun
	Once a cycle is interrupted, it is very difficult to begin it again.
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 Plan & Execute Improvement Cycle Flow 
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Plan & Execute Improvement Cycle Entry Criteria – CSI

	Inputs
	Future criteria definitions
Cost-benefit details
Plan details

	Entry Criteria
	Sub-process 13.1 has completed normally

	General Comments
	This sub-process develops the specific plan for executing the improvement activities, has the plan approved, and then executes the plan with the level of oversight determined by the work management framework.



	[bookmark: _Toc272932985]



Plan & execute Improvement Cycle Narrative

	Step
	Responsible Role
	Action

	13.2.1
Determine Work Management Framework (Major Chg, Minor Chg, Project)
	Service Owner,
Infrastructure Team
	· Based on the agreed-upon criteria established by Change Management and the Fermilab policy, determine whether the improvement activities will be managed as a Major Change, a Minor Change, or a project.
· Document the decision.

	13.2.2
Develop & Present Appropriate Approval Case
	Service Owner
	· As a result of the decision reached in 13.2.1, either create a Change Ticket with the appropriate category, and complete the required approval criteria for the change, or create the appropriate case for approval of the project.
· If the activities are to be managed as a change, ensure that the Change ticket is updated with the required information, including the risk analysis.
· If the activities are to be managed as a project, present the approval case to the approval authority.

	13.2.3
Decision – Approved?
	Service Owner
	Was either the Change or the Project approved by either the Change Manager or the project approval authority?
If “Yes”, proceed to 13.2.4 – Execute Plan.
If “No”, return to 13.1.5 – Determine Potential Improvement Activities.

	13.2.4
Execute Plan
	Infrastructure Team
	Execute the plan defined in 13.1.6, with the appropriate oversight and all required activities, both plan activities and governance activities.
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Plan & Execute Improvement Cycle Exit Criteria, Outputs

	Outputs
	Approval case
Developed plan
Status reports (if appropriate)

	Exit Criteria
	The improvement plan has been defined, approved and executed.
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	Risk
	Impact

	Required approvals are not granted
	Undocumented changes could have negative impacts on the service.

	The proper management framework has not been defined.
	Undocumented changes could have negative impacts on the service.
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Validate Improvement Activities Flow
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Validate Improvement Activities Entry Criteria – CSI

	Inputs
	Work management framework documentation
Plan execution details
Criteria details

	Entry Criteria
	Proper completion of execution of the plan for the improvement activities

	General Comments
	This sub-process outlines the activities by which the success of the improvement activities can be measured.
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Validate Improvement Activities Narrative

	Step
	Responsible Role
	Action

	13.3.1
Re-Measure Current Criteria
	Service Owner, Infrastructure Teams
	· Gather measurements for the criteria defined for the improvement plan.

	13.3.2
Compare with Expected Conditions
	Service Owner
	· Compare the gathered data with the conditions, defined in sub-process 13.1.0.
· Documents the results.

	13.3.3
Decision – Adjustments Required?
	Service Owner, 
	Are adjustments required for the activities or the current criteria?
If “Yes”, proceed to 13.3.4 – Execute Adjustments.
If “No”, proceed to 13.3.5 – Decision – Plan Complete.

	13.3.4
Execute Adjustments
	Service Owner, Infrastructure Team
	Determine which adjustments are required.
Incorporate the adjustments into the plan,

	13.3.5
Decision – Plan Execution Complete?
	Service Owner
	Is either the original or the adjusted plan complete?
If “Yes”, proceed to 13.3.6 – Decision – Differences within Defined Tolerances?
If “No”, return to 13.2.4 – Execute Plan.

	13.3.6
Decision – Differences Within Defined Tolerances?
	Service Owner

	Are the differences between the expected outcomes and the actual results within the parameters defined prior to plan execution?
If “Yes”, exit this sub-process and return to the calling process.
If “No”, return to 13.1.3 – Perform Cost/Benefit Analysis on Future Criteria.
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Validate Improvement Activities Exit Criteria, Outputs

	Outputs
	Measurement reports
Adjustment details

	Exit Criteria
	The execution of the plan has been quantitatively validated.
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	Risk
	Impact

	Final measurements are not taken and evaluated against the expected results.
	There is no data to support the success or failure of the improvement activities, and to establish a baseline for the next improvement cycle.
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Complete Improvement Cycle Flow
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Complete Improvement Cycle Entry Criteria – CSI

	Inputs
	Plan details.
Execution details
Test details
Change details
Analysis Results

	Entry Criteria
	The 13.3.0 – Validate Improvement Activities procedure has completed normally.

	General Comments
	The purpose of this procedure is to capture the strengths and weaknesses of the activities planning and execution, with an eye to improving the next improvement cycle.
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Complete Improvement Narrative

	Step
	Responsible Role
	Action

	13.3.1
Re-Measure Current Criteria
	Service Owner, Infrastructure Teams
	· Gather measurements for the criteria defined for the improvement plan.

	13.3.2
Compare with Expected Conditions
	Service Owner
	· Compare the gathered data with the conditions, defined in sub-process 13.1.0.
· Documents the results.
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Validate Improvement Activities Exit Criteria, Outputs

	Outputs
	Post-Implementation Review (PIR) document.

	Exit Criteria
	The PIR has been conducted, and its findings recorded.
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	Risk
	Impact

	No PIR is conducted
	The opportunity for service improvement is hindered by not having a record of past efforts.
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	Process
	
	Process
	Information

	CSI
	to
	Incident Management
	· Prescribes agreed service level response times and resolution for incidents based on incident severity level.

	Incident Management
	to
	CSIP
	· Provides Incident management reports regarding incident response times and resolution times.
· Documents any identified SLA breaches occurring as a result of an incident.
· Requests for service Improvement as a result of reported incidents.

	
	
	
	

	Problem Management
	to
	CSI
	Provides details on current escalation procedures that are in place to support current service level targets.
Provides details around escalation SLA breaches that might occur.
Provides details around Major Problems.
Performs Major Problem reviews to understand what went well and what could have gone better.
Requests for service Improvement as a result of problems.

	
	
	
	

	CSI
	to
	Change Management
	· Service improvement initiative approved change details.

	Change Management
	to
	CSI
	· Schedule of changes so CSIP will understand the potential impact of changes to current service levels.
· Confirmation that deployed changes have had the expected results.
· Requests for service Improvement as a result of deployed changes.

	
	
	
	

	Capacity Management
	to
	CSI
	· Capacity plan, solutions and technology to assist in meeting current service level requirements (SLRs).
· Requests for service Improvement as a result of identified capacity issues.

	
	
	
	

	Availability Management
	to
	CSI
	· Reports based on planned .vs. actual availability.
· Requests for service Improvement as a result of identified availability issues.

	
	
	
	

	Configuration Management
	to
	CSI
	· CMDB providing details of all CIs and relationships that support the identified services agreed upon through Service Level Management.

	
	
	
	

	Financial Management
	to
	CSI
	· Provides costing models to determine cost of providing services detailed in the service catalog and pricing options available for different service offerings.
· Requests for service Improvement as a result of financial issues.
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	Document Name
	Description
	Relationship

	Fermilab CSI Policy
	Example: Policy
	Policy
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    R esponsible  -   Those who do work to achieve the task. The role of Responsible includes  Support, which is to provide resources to complete the task.   

    A ccountable  -   (Also App rover or final Approving authority)  t hose who are ultimately  accountable to the correct and thorough completion of the task.   

    C onsulted  -   Those whose opinions   are sought. Two - way communication.   

    I nformed  -   Those who are kept up - to - date on progress. One - way communication  

  Primary Roles in Process  

  Primary Interactions  

  Secondary Roles  

   

Activity  Service  Owner  Service  Level  Manager  Infrastructure  Team  Comm.   Manage r  

 

1 3 . 1   –   Plan  Improvement Cycle  

1 3 . 1. 1   –   R eview Current Agreements (SLA ’ s,  OLA ’ s, UC ’ s)  R  A  I   

1 3 . 1 .2   –   Develop Potential Future Criteria  R  A  C   

1 3 . 1.3   –   P erform Cost/Benef it Analysis on  Future Criteria  R  A  I   

1 3 . 1 .4   –   D ecision  –   Difference  within Defined  Tolerance?  A  I  I   

1 3 . 1.5   –   D etermine Potential Improvement  Activities  R  A  C   

13.1.6  –   Develop  Feasible Plan  R  A  C   

13. 2   –   P lan & Execute Improvement Program  

13. 2.1  –   D etermine Work Management  Framework (Minor Chg, Major Chg, Project)  A  C  C   

13. 2.2  –   Measurements Appropriate? (Decision)  A  C  R   

13. 2.3  –   D evelop & Present Appropriate  Approval Case  A  C  C   

13.2.3  –   Decision  –   Approved?  A  I  I   

13.2.4  –   Execute  Plan  I  I  A   

13. 3   –   V alidate Improvement Activities  

13. 3.1  –   R e - Measure Current Criteria  A  I  R   

13. 3.2  –   C ompare with Expected Conditions  A  C  C   

13. 3.3  –   D ecision  –   Adjustments  Required?  A  C  C   

13. 3.4  –   E xecute Adjustments  A  I  R   

13.3.5  –   Decision  -   Plan  Execution Complete?  A  I  C   

13.3.6  –   Decision  –   Differences  within Def ined  Tolerances?  A  C  I   

13. 4   –   C omplete Improvement Cycle  

13. 4.1  –   C onduct Post - Implementation Review  A  C  R   

13. 4.2  –   D ocument Review Results  A  C  R   
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