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Introduction

On a visit to Wonderland, Alice is running frantically as if on a treadmill. She complains to the
Cheshire Cat, hovering nearby, that she doesn’'t seem to be getting anywhere. The Cheshire Cat
tells her that she has to run faster! Alice exclaims that she’s already running as fast as she can!
The Cheshire cat coolly replies, “You have to run as fast as you can just to stay in one place. In
order to get ahead, you have to run faster than as fast as you can!”

Sounds a bit like today’s business environment, doesn't it?

Alice could just as easily be your corporation or organization. The Cheshire cat could just as
easily be that marketplace “out there”. Just when we begin to think the pace of business can't get
any faster, it does. We are rapidly approaching what Bill Gates calls, “Business at the Speed of
Thought.”

If one were to list the items making the most dramatic impact on the pace of businesses today,
that list would likely include the drive to Globalization, the Internet and E-Commerce revolution,
EDI, shifting demographics, and rapid technological advancement. In today's “morphing”
economy, the “digital revolution” is redefining the competitive forces in the economy with
breathtaking speed. As these technologies are increasingly converging, they are redefining the
very core of business processes.

Innovation becomes the key driver for success in this era of rapid transition. Speed, flexibility, the
ability to absorb change and to see and respond to what's coming down the road - NOT react to
what'’s already happened - are the hallmarks of success in the present chaotic business
environment.

One keen market observer’s suggestion? Invest heavily in “Crystal Balls”. In other words, to
keep up with rapid technology and business changes, organizations must invest in organizational
processes which enable them to look further down the road to recognize emerging technologies,
assess the impact to their company, quickly adopt the new technology and to absorb the changes
it creates. To move from fire-fighting mode to a reactive one. From reactive to proactive. From
proactive to preventative.

The message is clear: be adept, adopt and adapt, or die. Change is not a choice. Growth and
ability thrive by making change your ally is. To realize that what you do today is building your
organization of tomorrow.

Finally, consider this. If you think being a customer or “user” of this technology is tough, trying
being one of those whose job it is to support the technology once it's deployed. Now you begin to
see another facet of the problem.

Help Desk Issues

With the speed of technological changes comes the need to effectively and efficiently support the
customers (a.k.a.”users”) of that technology. Back during the days when the mainframe ruled the
computerized world, there was little or no need for a “help desk” per se, as the technology was
effectively isolated from its users.

From the early ‘90s as companies moved into the client server environment to today's dramatic
shifts into Internetworking architectures, the complexity of supporting the technology has grown
proportionally.

Just ask yourself these simple questions:
Do you believe that...?

» Overall demand for technology support will increase or decrease within the next 12 months?
» Complexity of that support will increase or decrease within the next 12 months?



» Associated costs of that support will increase or decrease within the next 12 months?
Now ask yourself this: “What are you doing about it?”

To not have a game plan - to not be in the process of preparing today for your “Help Desk of
Tomorrow” with its higher demand and more complex, more expensive technology support
like the person who leaps from the top of a 20-story building and declares at the 10" floor that
“everything is O.K. so far.” Many corporations are ignoring the facts staring them in the face.

The Service Management Approach

The “ultimate” goal of an IS organization is to align IT to the business and deliver quality IT
services to the business and fully contribute to the business while at the same time being able to
rapidly change the IT Services as business or technology changes occur.

There are three roads that lead to this ultimate Service Management approach:

1. The IT Infrastructure Resource Planning Road focuses asset utilization

2. The IT Service Management Road focuses on customer management and quality.

3. The IT Transition Management Road focuses on rapid adoption of enterprise changes.

Change &
Configurabon

Configuration Management

Figure 1. Positioning Service Management

The HP OpenView IT Service Manager product suite exists of 4 products.
1. HP OpenView ITSM Asset Manager

2. HP OpenView ITSM Help Desk Manager

3. HP OpenView ITSM Configuration and Change Manager

4. HP OpenView ITSM Service Level Manager

The IT Infrastructure Resource Planning Road

IT Infrastructure Resource Planning is a Gartner Group definition:
"The ultimate objective of infrastructure resource management for IT is the synchronization of the
IT management processes with the enterprise's overall business objectives."



The IT Infrastructure Resource Planning road is a road that focuses on Asset Utilization, Asset
Optimization and eventually Asset Synchronization. The business objective is cost control and
the main focus will be reducing the Total Cost of Ownership (TCO) of the IT environment.

Organizations that take this road will focus on controlling their costs related to IT Assets.

After a successful implementation of Asset Management, the organizations will seek to ways to
leverage of their control by utilizing the assets information at operational processes such as the
service desk.

Another step could be the implementation of Change Management processes to optimize the
Asset Management process and implement "just in time" principles for asset supply and asset
inventories. The last stage of the Infrastructure Resource Planning Road is the implementation of
Service Level Management processes, focusing on relating the now controlled costs to their
benefits to the organization.

The Service Management Road
Although the end-stage of The Service Management Road and the Infrastructure Resource
Planning road is clearly the same, the service management road has a different focus.

The service management road has a customer (end-user) focus rather then a cost optimization
focus. The Service Management road focuses on treating the IT end users as customers. In order
to do this knowing how and by whom IT Assets are used in the production environment is key.
Hence, Configuration Management is a key process in the first stage of the Service Management
road. Having a configuration management database will enable help desk staff to understand
their customers and deliver a more efficient and effective level of support.

The second stage on the service management road is the implementation of a change
management process to control and change the production environment to increase the quality of
the environment. The focus of the change management process is hence quality improvement
and to implement a continuous improvement process within the IS Organization.

The final stage is, once more, the “complete triangle”.

The IT Transition Management Road

The IT Transition Management Road approach is focuses on controlling the production
environment. In these turbulent times, where IT transitions have a major impact on business,
organizations have the ability to start with the Configuration and Change Management process as
the first step towards the ultimate IT Service Management approach.

The IT Transition Management Road approach focuses on creating an IT production environment
that is controlled and managed in such a way that it can rapidly adopt and support IT transitions
such as: E-business or E-Commerce initiatives, rolling out new applications, or getting rid of the
legacy environment.

This paper will focus on Help Desk Management and the processes needed to enable
organizations to rapidly and successfully support IT services.

Issues and Trends impacting the Help Desk

The “Role” of the Help Desk

Whatever you call it — Help Desk, Service Center, Computer Help Center, Service Desk, etc. — it
is a vital part of customer (user) support and liaison. It is the eyes and ears, face and voice of the
IT organization. Justified or not, the customer’s perspective on the IT organization is often
created by his or her experience with the help desk. It is the primary point of contact which users
of IT have with providers of IT service, and often the ONLY point of contact day to day.

Still, the Help Desk has been referred to as the “Rodney Dangerfield” of IT functions: “no
respect”. It is often viewed merely as a training ground for new recruits... a “necessary expense”,
yes, but an expense nonetheless. For these reasons, funding for training, technology, or just



enough to celebrate a milestone is often hard to come by. It's been observed by at least one
industry observer that companies want the “Help Desk of tomorrow with the budget of yesterday”.

Fortunately, top corporate management is discovering - and many more need to discover - the
strategic value of their Help Desk. They are also realizing the need to better coordinate other
parts of IT in support of their Help Desk. This takes the right people doing the right things with
the right tools to enable them: the correct blend of People, Process and Technology.

The Gartner Group, in and attempt to help support organizations better understand where they
are and where they should be heading, identify and describe a time-line or phases of support
maturity.

Firefighting People: Operator, multiple help desks
Process: Trouble ticket tracking
Technology: Call tracking systems

Reactive | People: Generalist, single point of contact
Process: Problem management/resolution
Technology: Midlevel problem mgt. Tools

Proactive People: “Resolution” agents, self-help, CSD
Process: Knowledge, change, service-level mgt.
Technology: Enterprise CSD systems

Preventive People: Valued brokers, CSO/centers of excellence
\/ Process: Change, user mgt., value chain integration
Technology: Integrated, distributed object model

Support Maturity Phases

Firefighting: This phase is characterized by and consists primarily or exclusively of call (trouble
ticket) tracking. Almost everything that happens in the infrastructure comes only from the
customer. Generally, there is no clue or indication of what actually caused the disruption. There
is no keeping track of who is using what hardware or software: this information must be supplied
by the user. IP address may be used to find additional information from other “inventory” tools
(e.g., SMS) but there is no integration in place. According to Gartner, relatively few support
organizations are still in this phase today.

Reactive: This is where true call management begins, and where Gartner indicates the majority
of organizations either are currently or rapidly moving toward. This phase is identified by
integration with Network System Management (NSM), providing the potential to know when and
where incidents occurred. This is also where the Configuration Management Database (CMDB)
can be best utilized by hooking into inventory tools, thus providing “As is” vs. “Desired” state
information.

The emphasis here becomes placed upon problem management and resolution. Therefore
integration to “knowledge packages” (provided by pre-packaged knowledge vendors) may also be
utilized at this point. While “canned knowledge” provides the ability to empower front line staff to
close more calls on the first call, it will NOT provide information or knowledge about your own
infrastructure. This is best provided by your own call/incident management database, assuming
that a good classification structure and CMDB category structure is in place to provide adequate
reporting.

Proactive:

This phase begins when change management is integrated into Help Desk function, and is even
further enhanced by integrating Service Level Management and greater Knowledge Management
capability. At this point, the Help Desk becomes more of what Gartner calls “Consolidated Service
Desk” (CSD), with full integration not only to Change Management, but the infrastructure itself.
Self-help is more readily provided to end-users and process are developed to incorporate
Knowledge Management, change management and service-level management. A competent
tool-set is required to effectively integrate these various disciplines.

The link to change management is vital for several reasons. While both incidents and problems
may initiate changes to prevent those things from happening again, incidents may also be related



to “causing” changes, i.e., those implemented changes which, in turn, created incidents. This
may highlight communication issues, or an ineffective change process, or by the lack of a well-
defined back-out plan.

Preventative:

By fully integrating various disciplines, an IT organization can enter the Preventative phase of IT
service management. It is necessary to identify and define IT services and the various
components of which these services are comprised. It is further necessary to have SLAs with
customers identified as users of those services. Defining IT Infrastructure parameters (response
and availability) and the time frames (service hours) is required so that if something is going to be
changed, you know what to change, when it is to be changed, who to notify, and the importance
and impact of that change. This allows for the determination of dependencies, affected
resources, etc. Defined services and their related SLAs also show how many people are being
impacted by any service outage, scheduled or unscheduled.

Creating this “Service Layer” as opposed to simply infrastructure improves communication
between IT and customers, helps determine escalation paths and helps automate the workflow
process.

This will most definitely improve problem analysis and change control process by having a better
category structure of business services as opposed to simply CMDB items. Better root cause
analysis is possible by “drilling down” to look only at the finite parts of the infrastructure making up
the service.

HP OpenView ITSM Help Desk Manager

In reviewing the above phases, it becomes increasingly apparent that the goal is NOT to optimize
one’s Help Desk at any given stage, but rather to move as rapidly as possible from one phase to
the next. There is simply no mid- or long-term benefit in staying a really good reactive help desk.
In fact, as strange as it may initially sound, it is actually better to be a “pretty good” proactive help
desk than an excellent reactive one. In fact, Gartner has proposed a Strategic Planning
Assumption that by 2002, almost half of enterprises will fail to move from reactive support and will
risk having their entire IT support function outsourced.

Even though there are many “outsourced” help desks that are being brought “back home”, many
companies (some in desperation) will still seriously consider this option. Often this is because the
Help Desk does provide management information that management understands and supports.
The Help Desk will talk about the number of calls, call duration, abandoned rate, first level
resolution - which are all good “internal” statistics - but the key is this: how do they translate to
what upper management understands and supports, that is, the dollar?

Part of the problem is that many help desk tools in use today are optimized for the reactive help
desk. And the best tool(s) for the reactive stage may not augment — and indeed may hinder -
help desks who wish to move from a reactive to proactive stage.

With this in mind, the correct tools should assist and enhance this maturing process. Recognizing
this desire and inevitable need to mature, the HP OpenView ITSM Help Desk Manager product
functionality can be quickly summarized into the following.

¢ Incident Management

¢ Problem Management

¢ Knowledge Management

e Configuration Management

*  Work Management

¢ Reporting

¢ Escalation and Notification Management (Task Manager)

« Inventory Reconciliation Manager

¢ Integration with HP OpenView ITSM products



Incident Management

It seems that every city has a stretch of highway where accidents seem to occur on a regular
basis. The highway patrol is usually the first on the scene, quickly followed by other emergency
vehicles: ambulance, fire truck, tow truck, etc. The first order of business is to attend to the
injured. Next is to get the traffic moving again. This is essence Incident Management.

The over-riding goal of Incident Management is to get the customer back to a productive state as
quickly as possible: to restore “normal service operation” (optimally as defined by the relevant
SLA). To best achieve this, each incident is identified, recorded (logged), classified (categorized)
and tracked until “normal service” is restored (reconciled). Should the incident become a problem
(as described below) it should be managed properly through final resolution.



According to a study performed by Meta, the calls received by support organizations can be
broken down into a so-called “three layer cake” (see figure below).

Repetitive Incidents: 15-20%

Figure: Three types of incidents

The bottom “layer” represents those calls which are repetitive in nature, i.e., are received and
handled over and over, day after day, week after week. If graphed over time, the result would be
a horizontal line. These calls are candidates for partial or complete automation: automatic
password resetting, automatic application restart, FAQ's for “how to” questions, etc. An
organization which finds itself focussing on this “layer” is generally “fire-fighting” or “reactive”.
Tools available in Help Desk Manager to also in addressing these types of incidents include
“Check lists”, which provide the correct questions to determine the correct answers. Also very
helpful is “Standard calls”, frequently occurring calls which can be at least partially automated to
make call entry faster and more consistent.

The middle “layer” consists of those calls, which are repetitive, but only for a specific time. If
graphed over time, one would see “peaks and valleys” as calls came in. These could be caused
by a rollout of a new application or system, an upgrade, a quarterly closing cycle, etc. These calls
are candidates for utilization of so-called knowledge base, “canned” or historical. A well-
coordinated training program also helps reduce this type of call. An organization focussing on
this “layer” is generally in the “reactive” or “proactive” level, as change management disciplines
come into play to help minimize the impact of change. Tools within Help Desk Manager to assist
in addressing these incidents include a “Full Text Search (FTS)” or Context Sensitive search of
call history, although even this may become somewhat burdensome as more and more calls are
logged and indexed. Therefore, it is possible to limit a universal search by creating a “Knowledge
Pool” in order to limit searching to that “pool”. Case Based Reasoning (CBR) is also provided to
give the ability to launch, and pass description information to obtain access to predefined “cases”,
or known situations and their solutions. Task manager and escalation (progress monitor) is
extremely valuable in order to correctly and efficiently dispatch incidents and problems to the
correct resources.

The top “layer” consists of those “one time”, “isolated”, or non-repetitive incidents. Those
incidents, which seem to come out of “left field” and will often blind-side an organization. Every
support organization has stories of such incidents: the time someone dropped a server without
backing it up, the thunderstorm which knocked out the LAN. If graphed, they would appear as
random points, with little or no correlation to one another. Organizations focusing on this “layer”
are in either the “proactive” or “predictive” phase. On the surface, it appears little can be done to
prevent or minimize their occurrence. In reality, the implementation and integration of solid
change management processes, and service level management, goes a long way in minimizing
the occurrence and/or impact of such incidents. This is perhaps one of the greatest strengths



and unique capabilities of the ITSM Help Desk Manager. This ability also is extremely valuable in
addressing and minimizing incidents within the other two “layers”.

In many IT organizations, there is a serious lack of support from Level 2 and 3 organizations (i.e.
Systems Development and Project Management and Infrastructure Support) “dumping” new
products and services and changes onto Level 1 without any formal accountability for the quality
of their work. At best, this is poor organizational structure, at worst, it's chronic victimization.

Regardless of what layer an organization focuses on, the LOGGING of 100% of all calls received
is VITAL. The justification for this is simple: for all intents and purposes, the calls, which are not
logged, did not happen. The integrity of the help desk is severely damaged by a “hit or miss”
attitude toward logging calls. Finally, you cannot create a report of all calls that were not logged.
It becomes very difficult, if not impossible, to justify training, staffing, or equipment based upon a
partial picture.

If this becomes an issue, Help Desk agents may ask that inevitable question: “Do you want me to
solve the problem or log the call?” The answer of course is “Both”. If difficulties arise in logging
calls, chances are the problem is with the tool(s) being utilized.

Incident management also is vital in terms of cost. Various studies have concluded that it is
proportionally less costly to resolve calls on the “first line” than level 2, less at level 2 than level 3,
and so on.

To assist the front line agent, ITSM Help Desk manager incorporates SMARTLINK, which may be
used to launch a remote control or self-healing application.

Problem Management

Somewhere people are gathering information and analyzing that accident, what may have caused
it and how it may relate to other accidents which occurred along that same stretch of highway.
They analyze, among other things, traffic patterns, the time of day, weather conditions at the time.
From this analysis, they seek to determine the ROOT CAUSE of the accidents. This is essence of
Problem Management.

Without Problem Management, incident management becomes a never-ending process of doing
the same thing over and over and over. Problem Management is concerned with asking “why?”
and determining the real underlying cause of the incident(s) in order to prevent future
reoccurrence.

Problem management deals with:
» ldentifying and recording the problems encountered
» Performing severity analysis
» Providing for the proper support effort
» Investigating and diagnosing the problems
» Defining solutions and proposing requests for change (RFCs)

Problem management also addresses the issue of error control, following the progress of known
errors until they are effectively eliminated by the successful implementation of a change to the
infrastructure. (See “Integration with other OpenView products” below)

When the role of the local fire department was viewed as simply putting out fires, this was the
criteria by which they were measured and for which they were rewarded. There was, therefore,
no incentive to prevent fires. Needless to say, this focus was dangerous, destructive, and defied
logic. Today, thankfully, fire departments see their greatest role as preventing fires, spending the
vast majority of their time in working to minimize the risks of fire and educating the public in how
to “learn not to burn”.

Many support organizations still see themselves as “fire fighters”. Their value is perceived by
how many calls they take... how many “problems” they “solve”. Problem Management squarely
addresses this issue. The best customer service is resolving a problem before the customer is
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even aware of it. It is the call not taken, the fire that never starts that that best serves the
customer and the business.

Knowledge Management

As discussed within Incident Management, Knowledge Management becomes valuable in
addressing issues within the various phases, but most notably within proactive and into the
preventative phases. Knowledge management at one time seemed to be limited to off-the-shelf
“canned” knowledge and the historical knowledge of past calls or incidents. (“How has someone
else solved this problem?” or “What did we do the last time?”) While there is indeed value in
these, a vast number of incidents and problems cannot be resolved with this knowledge alone.

The “definition” of knowledge must be expanded. In fact, the GartnerGroup definition of KM is
very expansive. They recommend it be applied to user programs, vendor products and services
to clearly delineate KM from other information management approaches: “KM is a discipline that
promotes an integrated and collaborative approach to the creation, capture, organization, access
and use of an enterprise’s information assets. This includes databases, documents and, most
importantly, the un-captured, tacit expertise and experience of individual workers.”

The trend toward wanting to empower the inexperience help-desk analyst or even end users to
solve problems is gaining momentum. At the “micro” level, this can result in reducing the
redundancy of the effort of people having to solve the same problem over and over.

Knowledge can be compared, in many ways, to water. When you need it, nothing else will serve
the need as well. Knowledge can be stagnant, polluted, or frozen (ever try to learn something
only to be thwarted in the effort?). It can also evaporate (ask any manager who's had a key staff
member leave). For knowledge (and water) to be most effective, it needs to be “clean” and
flowing and available to those who need it when they need it.

Too often a Help Desk sees only the knowledge of how to solve problems as the most important.
However, information and knowledge of what infrastructure items are in place is also vital, as well
as knowledge of what, if any, changes took place over the weekend or last night. Industry
consultants stress that evaluation of tools and processes for the service desk should include a
coordinated approach to not only problem resolution, but also asset tracking, configuration
management, and change management.

In order to help facilitate steps toward better knowledge management, ITSM Help Desk manager
not only provides links to “canned” and historical knowledge, but expands this with integrations,
(discussed in more detail below) which provide greater information to assist the support function.

Configuration Management

In the industry today, there is still some confusion around the difference between “Asset
Management” and “Configuration Management”.

Asset Management focuses on complete life-cycle management of an IT asset, whereas
Configuration Management focuses on the production life cycle of an IT asset.

Configuration management focuses on how IT Assets interconnect and relate to each other so
that it produces IT Infrastructure Services to the business units. In a very real sense,
Configuration Management is a specialized discipline - a “sub-set” - of Asset Management.

Configuration Management isn’t concerned so much about the cost of an Asset, but more on its
role in IT service provision and the quality of its performance. Asset Management tools typically
do support component-configuration management support, for instance having the ability to track
the components of a desktop (memory, CPU etc), the tools typically do not support the complex
functionality of identifying how IT Assets exactly interact and deliver services to the business.

From an IS Operations management perspective, Configuration Management is the information
needed too fully empower the Help desk Management and Problem Resolution Staff.
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In short, configuration management focuses on IT Infrastructure that is in production.
The definition according to ITIL is as follows:

Configuration management is a discipline that gives IT Management precise control over IT
assets by allowing IT Management to:

- Specify the versions of Configuration items (CI) in use and in existence on an IT infrastructure
and information on.

- The status of these items (e.g. in live use, scheduled for live use, scheduled for upgrade etc).
- Who owns each item (the individual with prime responsibility for it).

- The relationships between items (components, connections etc).

- Maintain up to date records containing these pieces of information.

- Control changes to the Cls by ensuring changes are made only with the agreement of
appropriate named authorities.

- Audit the IT infrastructure to ensure it contains the authorized Cls and only these Cls.

The items that may be brought under configuration management control include hardware,
software, documentation, telecommunication services, computer center facilities and any others
the organization wishes to control.

Work Management

Work Manager provides the functionality to have a centralized management console for all work
related to IT Management processes. Work Manager is used in the change management process
to identify IT staff available to carry out tasks related to the change management process.

Work orders have a classification structure, a status, priority, target setting, progress and a
scope. The classification structure for example is: Risk and Impact Analysis, Appointment or
Approval. The scope could be a help desk ticket, a problem ticket or a change request.
Configuration Items can also be linked to work orders.

Reporting

The reporting capability, lacking in many “call tracking” systems, has put many help desks on the
defensive. Often it's much easier to put the information in than get it out. Also, many help desks
implemented their help desk software without much thought as to what they really needed to get
out in the back end. In addition, there are insufficient processes in place to provide for consistent
entry. The old adage, “garbage in, garbage out” definitely applies here. The problem is without
solid reporting, it is difficult to justify updating these out-dated systems. Without acquiring the
update, management simply cannot get the reports they need.

ITSM Help Desk recognizes that reporting is a vital capability. Sine the “nature of the beast”, is
that many support organizations find themselves driving relentlessly day after day, effective
reporting is necessary to review the path behind them. The needs of Management and audit and
review demand reporting be created to show efficiency (that things are being done right) and
effectiveness (the right things are being done) for incident analysis and Management reports. By
utilizing a powerful reporting tool, Business Objects, both standard and ad hoc reporting becomes
a very straightforward process.

Escalation and Notification management (Task Manager)

HP OpenView ITSM Task Manager can be considered as the workflow engine of HP OpenView
ITSM products. The “Traffic Cop” in the background surveying the situations and directing traffic
accordingly, is included as part of the ITSM Help Desk Solution.

HP OpenView ITSM Task Manager allows IS Organizations to set auditing trails on status
progress or any other fields. Based on modifications of the audited fields, task manager can take
action and call any type of executable. For instance when a work order is released to a specialist
with a high priority, task manager can be set to call a specialist's pager, do a screen pop-up or
send an email.

Task Manager can audit any field in the HP OpenView ITSM database.
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Inventory Reconciliation Manager

HP OpenView ITSM Configuration and Change Manager can be extended with the Inventory
Reconciliation Manager (IRM).

IRM plays a significant role in automating the change verification process.

The Inventory Reconciliation Manager is an open interface to the CMDB to integrate with Network
and System and Management integration.

IRM has two main functions:

Populate the CMDB - the initial population of the CMDB can be done through IRM. This will
speed up the process of creating an accurate CMDB.

Automated verification of the CMDB - as explained earlier, the CMDB is the authorized and
desired state of the IT Infrastructure. In any organization people will implement unauthorized
changes. With the IRM process it is possible to automate the detection of unintended changes
and hence secure and protect the IT service provision.

13



ASCII IRM Engine Reconciliation Report
File Database

NNM

DTA

SMS

Overnight Unauthorized Change
Changes Changes Management
Extractor Database
Development
KIT

Figure: The Inventory Reconciliation Process

Network and System management tools such as HP OpenView Network Node Manager, HP
OpenView Desktop Administrator and Microsoft SMS are capable of detecting hardware and
software devices that are installed in the IT Infrastructure. The Configuration Management
Database classification structure identifies to what degree the organizations wishes to manage
their environment. Based on the classification structure an "extractor” for the NSM tools can be
made. (Default extractors are NNM, DTA and SMS).

The extractor will produce a list of detected configuration items that are uploaded via the IRM
engine in the reconciliation database. This database can be compared with the configuration
management database and a list of changes is produced. In principle these changes are
unauthorized, since the change manager process did not model these changes.

Based on the report organizations can take action and identify potential hazards to IT Service
provision.

Based on the Reconciliation management database organization can also automatically verify if
changes have been implemented as planned.

Integration with HP OpenView ITSM products

Configuration and Change Manager is integrated with the three other HP OpenView ITSM
products.

e Service Level Manager

¢ Change and Configuration Manager

e Asset Manager

Service Level Manager

HP OpenView ITSM Service Level Manager allows organizations to translate an IT strategy into
IT services. IT services are built up from the CMDB. An SAP service, for example, exists from
various configuration items such as network Cls, database Cls, Hardware Cls and Software Cls.
Service Level Manager is hence seamlessly integrated into the CMDB.

Once services are defined Service Level Manager allows you to define Service Level Agreements
for those IT services. These SLAs incorporate Service Level Objectives like: service hours,
availability, performance, business impact levels, resolution rates, costs, duration, responsible
service manager etc. HP OpenView IT Operations as well as the HP OpenView ITSM products
utilize this information.
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The integration of Service Level Manager Help Desk manager has the following major functions:
- Logging of calls related directly to services

- More efficient use of limited resources

- Monitoring of services based upon defined service levels

Logging of calls related directly to services

Users of technology are not really interested in the components which create the services they
use. Nor do they express problems they are having in those terms. A customer is much more
likely to say “email is broken”, than “I believe that one of the email servers performance has
degraded”. By linking calls, incidents and problems to Services, a “bigger picture” can be
created. Also, business impact can much more quickly be determined.

More efficient use of limited resources

Service Level Agreements, by definition, have time-lines and priorities associated with them. By
being able to immediately determine business impact, a correct amount of resources can be
focussed to address the issues.

Monitoring of Service based upon defined service levels

Pre-defining service levels allow one very important benefit: it allows a support organization to
become much more proactive. By setting thresholds comfortably within the limits of the SLA, a
support organization can be notified with a sufficient amount of time to respond before the
customer is even aware of a potential problem.

Configuration and Change Manager

HP OpenView ITSM Help Desk Manager is seamlessly integrated with Configuration and Change
Manager. The products use the same authorization structure, the same database, the same
business logic and the same user interface (Ul).

Help Desk Manager also uses the same CMDB. The information about the authorized IT
Infrastructure is immediately available for help desk staff. This allows help desk staff to generate
personal Cl overviews for callers and will enable the help desk staff to use the CMDB
classification structure to search for similar problems with similar configuration items (Cls.)

Since Help Desk Manager supports two additional ITIL processes: Incident Management and

Problem Management, both processes are tightly integrated in the Change Management process.

Incidents and root cause problems can be related to RFCs as initiation of changes and can be
related to implemented changes as "caused by change".

The two products will utilize the work manager as central management window for all work
related to IT Management.
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Figure: Window of Opportunity

The above figure explains that a particular Cl, a Windows NT Server, is subject to a change. This
particular Cl is part of three IT services, the E-mail service, the HR Business Service and a Back-
up service. These services have different impact levels to the business and have different service
hours. From the graph it is possible to identify that the best timeslot to implement the change is
Tuesday.

Risk and impact assessment becomes more sophisticated by having the ability to view the IT
services that could be affected as a result of the change.

Asset Manager

HP OpenView ITSM Asset Manager is focussing on the complete life-cycle management of IT
Assets.

Asset Manager will allow organizations to optimize their Asset utilization from a cost perspective.
When integrated with HP OpenView ITSM change and configuration manager, the Asset
Manager and CMDB can share the same data. When changes are scheduled and new CIs need
to be ordered since they are not in stock or not available at the IS Organization, Asset Manager
can help change managers to identify if the needed assets are available in the entire
organization. If needed, Asset Manager can make sure that assets will be available and can
optimize the purchasing process by focussing on cost efficiency, the best brand and the best
supplier.

Asset Manager will allow change manager to reuse software licenses that could still be installed
on disposed desktops.

Asset Manager will allow changes to be implemented more cost effective and is focussing on
decreasing the Total Cost of Ownership of the entire organization.

Key Customer Benefits

Effective Help Desk and related incident, problem and call management is indispensable to the
satisfactory provision of IT services. An ability to support the high level of technology changes is
necessary for effective IT Service provision. The ability provide support in an orderly way,
without making errors and taking wrong decisions is necessary for efficient IT service provision.

Key Customer benefits from an effective Help Desk system include:
» A Cycle of Increased Quality — fewer incidents, faster detection and recovery
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Improved Customer (user) Productivity — less user disruption, shorter duration

Lessons from Experience — trend analysis to prevent failures

Improved Productivity of Support Staff — less disruption, less duplication of effort

Higher Reputation for IT Infrastructure — increased quality ensures more stable infrastructure
Greater Control of IT Services through Management Information

YVVVYVYY

Correct use of automation can incrementally reduce the costs of the Help Desk. Depending upon
support complexity Gartner has predicted that through year-end 2001, annual reactive help desk
costs for enterprises not using automated tools will be between $183 and $1,713 per supported
PC. They further concluded in their research that problem resolution technologies will
provide one of the best opportunities to improve quality of service levels, principally
because they can ease the skills and staffing shortages within IS support organizations.
This is because problem resolution technologies can help improve qualitative and
guantitative metrics. Their conclusion is that through 2001, assuming a successful
implementation, problem resolution technology will reduce support costs by as much as
16 percent.

Conclusion

Two “forces” are pulling the IT support function in two opposite directions. On one side, cost
pressures are challenging IT organizations to do more with less and lower total cost of ownership.
On the other, internal customers of IT services are demanding and expecting improved service
quality. Of course, the art of IT support is to do both at the same time. A lack of a “Service
Culture” is common in IT organizations. The Help Desk - perhaps more than any other function
within an IT organization - has the greatest “Customer Service” awareness. They are therefore in
the best position to help foster and model this attitude throughout their organization. Itis not a
coincidence that the Service Level Agreement “trend” was initiated in many companies by their
Help Desk organization. Unfortunately, the Help Desk cannot effectively champion this message
alone.

Correct Help Desk Management processes can help IS organizations build an environment that is
more prepared to absorb and control the challenges that they are facing. It is a best practice to
understand and approach this discipline with People issues, Process issues and finally
Technology issues in mind.

Where ITIL can be the guidance to implement the processes, HP OpenView delivers the
technology based on ITIL and the HP ITSM reference model to support your processes. With the
processes established and technology deployed to support those processes, it is now up to IS
Organizations to create the customer-focussed culture within the organizations they serve.

In making decisions which impact this critical area — especially in the area of enabling technology
- it is important to keep in mind the Support Maturity Phases: fire-fighting, reactive, proactive,
preventative. Decisions made today will impact, for good or ill, the ability to effectively and
efficiently move from one phase to the next. Preparing for the “help desk of tomorrow” indeed
begins today.

Perhaps another visit to Wonderland provides us with a final, yet important perspective:
‘Cheshire Puss’...Alice asked... "Would you tell me, please, which way | ought to go from here?'
“That depends a good deal on where you want to get to,' said the Cat.

‘I don't much care where--' said Alice.

“Then it doesn't matter which way you go,' said the Cat.
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Appendix 1: The IT Infrastructure Library (ITIL)

The HP OpenView IT Service Management solution is based upon the IT Infrastructure Library,
commonly referred to simply as “ITIL".

The ITIL methodology - developed by the Central Computer & Telecommunications Agency
(CCTA) of the UK government in collaboration with subject experts, practitioners, consultants and
trainers - was first documented and made publicly available in the early 1990s.

The two stated objectives for developing ITIL are:

1: Publish a comprehensive, consistent, coherent codes of best practice for IT Service
Management (ITSM).

2: Encourage the development of supporting services/products supporting the ITIL-documented
guidance.

ITIL is stated to be the only comprehensive, publicly available guidance on the IT service
provision. The ITIL books - or “modules” - can be used either separately or together as a
complete code of good practice for IT service provision.

Helping to promote understanding and application of ITIL is a not-for-profit international user
organization called the IT Service Management Forum, Ltd. (ITSMF). In this role, they published
a small handbook simply titled “IT Service Management” where the 10 ITIL modules related to IT
Service Management are summarized. These modules are:

Service Support Service Delivery

e Help desk e Service Level Management
Problem Management Cost Management

Change Management Availability Management
Software Control and Distribution Capacity Management
Configuration Management Contingency Planning

The HP OpenView IT Service Manager product has been developed around ITIL service management
concepts. The product reflects and supports the integrated nature of the ITIL processes and the
integrated product suite is unique in the industry.

The ITIL guides are designed to be just that: guides. ITIL advice is not meant to be definitive, and should
therefore be interpreted for every IT organization which desires to benefit from this body of work.
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Appendix 2: The HP ITSM Reference Model

The HP OpenView organization developed a reference model for IT Service Management using ITIL as
its foundation. Four disciplines were identified and defined which interact and integrate with each other.
They are:

Business - IT Alignment

Service Design and Management
Service Development and Deployment
Operations Bridge

PoONPE

In the middle of these 4 disciplines are configuration management and change management as the
connecting and controlling processes.

Configuration and Change Management guard and control the production environment that produces
and delivers IT services to the business.

The interaction of configuration and change management with processes as incident, problem and
service level management is a critical success factor in implementing a working solution.

HP IT Service Management Reference Model

Business - IT Alignment

Understand business and. * Interface with end users
customer requirements to * Run services
formulate IT a&agﬂ' e j * Monitor and maintain the service
that optimizes infrastructure

= + Resolve and prevent incidents

« Transliate the IT strategy into planned |T
services

= Manage service levels

= Continuously improve service levels

‘Service Design & Management
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Business - IT Alignment

Business
Assessment

=

Customer
Management

IT Strategy |
Alignment |

Configuration
Managament

Operations Bridge

Incident
Management

Operations
Managemeant

Problem
Managament

Change
Management

Design & Management

Figure 2 and 3. The HP IT Service Management Reference model
For more information or a complete 30-page white paper please visit www.hp.com
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