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1. Nine principles of an ITSM professional
The second section of ITIL® Practitioner Guidance (after the introduction) covers the guiding principles.
When becoming familiarized with the draft of the publication in December 2015, I must confess, I did not
give much importance to this part of the material. Principles are principles; they are a set of fundamental
ideas or relatively obvious messages which are clearly important to many. And many also understand the
difficulties of following principles in practice. So, I went on to read seemingly more practical chapters of the
guidance. I recalled the principles section when I was sitting the ITIL Practitioner exam. It turned out that
you can simplify the task of finding the right answer by adhering to the principles. And the more I read, the
more this material seemed incredibly significant, not only from the point of view of understanding the ITIL
framework, but also for solving practical problems.
Here I will give a full list of the guiding principles with my comments.

1.1 Focus on value
Everybody is already aware that IT organizations should provide services, not technologies. In other words,
they provide value, since services are only a means to provide value. But do we follow this in practice?
How often can we clearly answer the question, “how does this contribute to the value?” when we are
‘implementing’ the next process or tuning the IT tools? How often do we understand what value is? Value is
not defined by the service provider, it is defined by the customer. It is difficult to understand the customer
and their interests, and this is even more difficult when the customer is unwilling to give information.
And we don’t like difficulties, do we?

1.2 Design for experience
I really like what David Cannon, the famous ITSM professional and, incidentally, the author of ITIL
Service Strategy, said: “We forgot that business is when people do something useful for other people.”
Everyone knows the phrase ‘customer experience’, but very few people know how to influence it effectively.
The solution lies in identifying the key points of contact (‘touch points’) with users. ITIL Practitioner
Guidance authors also call these ‘the moments of truth’, and recommend focusing IT efforts on them.
Since IT departments became service providers, their main task has been to serve people. And what is it
that we are doing?

1.3 Start where you are
If something does not work well and it is clear what it should actually be like, it is tempting to destroy
everything and start doing it in your own way. Then the reactions to disappointing results tend to be: “it did
not take off”, “this is the fourth attempt to start the process” and so on. We start from scratch too often,
and this always involves using resources, time and energy, which could be reduced by taking into account
current tools, data, and practices. Evaluation of the current situation and consistent transformation of
activities will not only save money, but it will also result in much less resistance among the participants.

1.4 Work holistically
No service, process, team or infrastructure component exists in isolation. What tools do we use to take
mutual influence into account? How do we analyze and influence the result as a whole, rather than
individual parts of the value stream? If you can’t have a helicopter view, consider the highest hill available.
Deming used to say that local optimization is one of the main managerial errors. Goldratt gave the world
the theory of constraints. And though time has gone by, what has changed?
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1.5 Progress iteratively
According to ITIL Practitioner Guidance, progression in short repetitions increases manageability and
makes progress more obvious. This positively influences participants’ motivation and allows you to learn
lessons and adjust methods of achieving goals more quickly. This approach is familiar to everyone who
has heard about Agile. Lean, for example, has a concept of minimum viable product (MVP). Is it always
applicable? Of course not. But it is always useful to consider this option.

1.6 Observe directly
To understand the current situation, measurement and/or direct observation is required. The second option
is preferable: any numbers, especially those resulting from calculations, strongly depend on the chosen
calculation method and can greatly distort the real situation. How about working on a service desk for a
couple of days?

1.7 Be transparent
A clear explanation of decisions (and, even better, of the motives behind those decisions), plans and
actions, greatly reduces misunderstanding and resistance, and promotes involvement. When you are open,
the chances of getting even radical opponents to engage in dialogue are much greater. No more needs to
be said about its importance for the success of your initiatives.

1.8 Collaborate
Many people are involved in service relations, and they can both facilitate and complicate each other’s lives.
In many ways, it depends on how they interact. The authors of ITIL Practitioner Guidance provide a painfully
familiar example related to the problem of involving customers in a discussion of the service. IT cannot get the
attention of business unit managers who believe that their mission is fulfilled, because they have formulated
their requirements and assume they can simply step back. The solution does not lie in the process, but in
communication skills and relationship-building. This also applies to interaction within IT.

1.9 Keep it simple
“Everything should be made as simple as possible, but not simpler” (Einstein). The key question, of
course, is related to the boundary. What does “not simpler” mean? The search for an answer will inevitably
return us to the first principle: if a component does not contribute to the result, it is a useless component.
If a process, activity, document, metric, report (direct or indirect) does not participate in value creation,
it is worth questioning why it is even necessary. Discard everything unnecessary; you will have time to
complicate things.

2. Conclusion
Despite their apparent lack of practical content, the principles serve an important function; they clarify
the mindset that all ITSM professionals should have. Let me remind you that ITIL Practitioner is focused
primarily on the initiators and leaders of ITSM transformations, but the principles turn out to be universal
and, in many respects, apply to all employees of the service provider. It isn’t just the content of ITIL
Practitioner Guidance that supports the implementation of these principles, but also the content of the five
ITIL lifecycle books. Some of these ideas are therefore very familiar and understandable, but haven’t been
gathered in one place before the new publication.
Besides, the content of the book is a logical extension of the AXELOS vector aligning ITIL with other bodies
of knowledge, methodologies and approaches (particularly Agile, DevOps and Lean), which has already
been supported by a number of publications.
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3. About AXELOS
AXELOS is a joint venture company co-owned by the UK Government’s Cabinet Office and
Capita plc.
It is responsible for developing, enhancing and promoting a number of best practice
methodologies used globally by professionals working primarily in project, programme and
portfolio management, IT service management and cyber resilience.
The methodologies, including ITIL®, PRINCE2®, MSP® and the new collection of cyber
resilience best practice products, RESILIA™, are adopted in more than 150 countries to
improve employees’ skills, knowledge and competence in order to make both individuals and
organizations work more effectively.
In addition to globally recognized qualifications, AXELOS equips professionals with a wide range
of content, templates and toolkits through the CPD aligned AXELOS Membership and our online
community of practitioners and experts.
Visit www.AXELOS.com for the latest news about how AXELOS is ‘Making organizations
more effective’ and registration details to join AXELOS’ online community. If you have
specific queries, requests or would like to be added to the AXELOS mailing list please contact
Ask@AXELOS.com.

4. Trade marks and statements
AXELOS®, the AXELOS swirl logo®, ITIL®, PRINCE2®, PRINCE2 Agile®, MSP®, M_o_R®,
P3M3®, P3O®, MoP®, MoV® are registered trade marks of AXELOS Limited. RESILIA™ is a
trade mark of AXELOS Limited. All rights reserved.
Original content produced by Cleverics LLC. (www.cleverics.ru). Translated by AXELOS Limited.
Original essay in Russian available here: https://realitsm.ru/2016/04/guiding_principles_for_
itsm/ [accessed 11 December 2017]
Cover image is copyright Getty/DutchScenery
Reuse of any content in this White Paper is permitted solely in accordance with the permission
terms at https://www.axelos.com/policies/legal/permitted-use-of-white-papers-and-case-studies
A copy of these terms can be provided on application to AXELOS at Licensing@AXELOS.com
Our Discussion Paper series should not be taken as constituting advice of any sort and no
liability is accepted for any loss resulting from or use of or reliance on its content. While every
effort is made to ensure the accuracy and reliability of information, AXELOS cannot accept
responsibility for errors, omissions or inaccuracies. Content, diagrams, logos, and jackets are
correct at time of going to press but may be subject to change without notice.
Sourced and published on www.AXELOS.com
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About this White Paper
This White Paper discusses the author discusses the
purpose and benefits of the nine guiding principles.
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