
What  is Change Enablem ent ? 
The purpose of the change enablem ent  practice is to 
maximize the number of successful service and product 
changes by ensuring 
that risks have been 
properly assessed, 
authorizing changes 
to proceed, and 
managing the 
change schedule. 

The change enablement practice includes the following 
practice success factors (PSFs):

- Ensuring that changes are realized in a timely and 
effective manner

- Minimizing the negative impacts of changes
- Ensuring stakeholder satisfaction
- Meeting change-related governance and compliance 

requirements

Key metrics for this practice are mapped to its practice 
success factors. 

Changes to services and service components are 
accomplished using various approaches and 
methodologies, each of which represents a different level of 
business risk. Changes in software are often made through 
frequent and regular deployment of new features and 
modifications. These changes can be delivered through 
continuous integration/continuous delivery (CI/CD), as 
recommended by the DevOps approach and practiced in 
various iterative/Agile methods and techniques. 
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The addition, modification, or 
removal of anything that could have 
a direct or indirect effect on services.

CHANGE
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Changes in physical infrastructure may be slower, requiring a staged, ?waterfall? approach. 
Some changes of this type may be run as projects, using relevant project management 
techniques and controls.

Few organizations are fully at one extreme or the other. The change enablement practice 
must be adaptive to meet the needs of various approaches to change development.

Authorized changes should enable the desired outcomes and meet the organization?s 
requirements regarding change throughput (the number of changes made and the speed of 
change realization) and risk management. 

Balancing St akeholder  Requirem ent s

The change enablement practice helps to build and maintain an organizational environment 
that ensures changes create intended outputs and achieve intended outcomes. The practice 
aims to balance the different and sometimes conflicting requirements and expectations from 
various stakeholders by:

- Making sure the expected value is understood from the viewpoint of and by all 
stakeholders

- Tracking and responding to the unintended negative and positive effects of changes on 
stakeholders and their objectives

- Considering the stakeholders? interest in transparency and communications at the right 
level and in the right format when it comes to tracking the progress of value enabled by 
the changes, rather than just the technical details

- Keeping in mind the importance of those technical details for the success of the changes 
from the execution, measurement, and continual improvement point of view

Changes that are implemented with technical precision, but which fail to enable the desired 
outcomes, fall short of expectations. Additionally, changes may have unintended outcomes, 
including negative impacts on users, service downtime, degradation, and destabilization. It 
might not be possible to avoid these outcomes, but it is important to control them. 

Com plexit y-based Approach t o Changes

The change enablement practice should ensure a balance between change effectiveness, 
change throughput, and risk control. This means that the approaches to change planning, 
authorization and ongoing control need to be selected carefully.

Changes are possible in all business situations, from business as usual to catastrophic.  
Business as usual situations are relatively predictable, with low levels of uncertainty. 
Catastrophic situations have the highest levels of uncertainty. 

Organizations should be able to make changes in any situation on this spectrum. 



Pract ice Key Concept s

Organizations should not try to design a single one-size-fits-all approach to change 
enablement. Changes have varying levels of complexity and predictability. Different types of 
changes with different levels of impact and risk require different workflows to effectively and 
efficiently support the service workstreams. 

ITIL introduces three types of changes: 

- St andard - a low-risk, pre-authorized change that is well understood and fully 
documented, and which can be implemented without needing additional authorization 

- Norm al - an unknown, medium, or high risk change that requires additional 
authorization for planning and control

- Em ergency -  a change that must be introduced as soon as possible

Changes can be standardized and automated where uncertainty is low, which helps to decrease 
the costs and accelerate the changes. Additionally, changes that have a highly constrained 
potential adverse impact (meaning that the risks are well-managed, services can be restored 
quickly in case of a failure, and there is minimal or no negative impact on customers) can also 
be handled in a standardized manner. 

When there is no effective standardized approach to a change, organizations attempt to plan, 
authorize, and control that change. They follow a process that includes collective expert 
assessment, authorization, and control. The process is performed by a group of people 
combining expertise and authority. These are 'normal' changes, some of which are low risk.

A normal change can be triggered by the creation (manual or automated) of a request  for  
change (RFC), which is a description of a proposed change used to initiate change enablement.  
The change authority for these is usually someone who can make rapid decisions, often using 
automation to accelerate the change. When a normal change is high risk, the change authority 
might be the management board or the equivalent.

 Change models provide guidance for handling normal changes. 
Organizations usually develop change models that determine 
procedures and roles for the assessment, authorization, and 
ongoing control of changes based on their type.

Change models may also be helpful when managing 
uncertainty in complex situations.  For example, a process included in a change model 
may include the safe-to-fail testing of several hypotheses before one or some of the 
solutions are implemented. This may help to address incidents and disasters that lack 
clarity around what changes are needed. 

Change models can also be used for emergency changes and these models often include 
bypassed or delayed procedures, such as change request registration or updating of the 
change schedule. They may also determine a dedicated change authority of high power 
and availability, together with other special arrangements. The aim is to accelerate 
changes while keeping risks at an acceptable level.

A repeatable approach to the 
management of a particular 
type of change.

CHANGE MODEL



Change Enablem ent  Resources
Each ITIL practice includes resources based on the 4 dimensions of service management.

Value St ream s and Processes

Change enablement activities form two processes:

The change enablem ent  planning and opt im izat ion  process is focused on the planning and 
continual improvement of the change enablement practice, change models, and standard 
change procedures. It is triggered by change reviews highlighting inefficiencies and other 
improvement opportunities. It can also be performed regularly depending on the 
effectiveness of the existing models and procedures.

The change l i fecycle m anagem ent  process facilitates the change, and manages it through 
registration, assessment, authorization, execution, and closure. This process may vary 
depending on the change model. 

Value St ream  Cont r ibut ion

The change enablement practice supports most service value streams as it governs the 
changes around or within a specific value stream. At each step of each service value stream 
there might be a need to request a change to an aspect of services provided. Also, each of 
these steps might be impacted by changes to services and service components upstream, 
downstream, or above the value stream in question.

It 's important to focus on the end-to-end view of changes and include all teams and roles 
involved from ideation to execution. The suggested approach to change enablement must 
match the requirements of individual value streams.

Do not try to design a single one-size-fits-all approach.



Organizat ions and People

Three roles specific to the change enablement practice may be found in organizations: change 
manager, change coordinator, and change authority. These roles are often introduced in 
organizations with a large number of changes processed manually.

In addition to overseeing day-to-day activities, the change m anager  is involved in developing 
the organization?s expertise in the practice and in improvements to the practice.

Some organizations introduce an additional role of change coordinat or  that has similar 
responsibilit ies but a more limited scope (specific types of changes, or part of the organization). 

The change aut hor it y is the person or group responsible for authorizing a change. The change 
authority is responsible for the assessment and authorization of a change during its lifecycle 
(from initiation to completion). 

It is important to make sure that changes are authorized based on resource, cost, and priority 
considerations. This does not need to be a bureaucratic procedure. Change models should 
define the requirements and procedures for authorization, delegating the role of change 
authority to the appropriate level (e.g., development teams, technical experts, or service and 
product owners).

The closer the change authority is to the work performed, the more visibility                                              
they have and the more effective and efficient the practice is.

Inform at ion and Technology 

The change enablement practice can significantly benefit from automation both in terms of 
improved automation throughout the workflows and improved use of data for weighing 
pre-release options and analysing post-release outputs and outcomes. 

Useful tool categories include:

- Workflow management and collaboration tools
- Analysis and reporting tools 
- Work planning and prioritization tools
- Orchestration systems
- Knowledge management tools

Par t ners and Suppliers 

Very few services are delivered using only an organization?s own resources. Most, if not all, 
depend on services provided by third parties. 

Change models should define how third parties are involved in change realization and how the 
organization ensures the flow of changes. 

Depending on the technical architecture used for the organization?s products and services, 
there can exist several dependencies on the policies and procedures of third parties. Aspects 
like change schedules, potential resource conflicts, interdependencies between products (via 
APIs or similar), dependencies on platform software, and tooling compatibility should be 
assessed, along with areas such as supporting agile development or leveraging a highly 
automated deployment and release environment. 



Measur ing, Assessing and Developing t he Capabil i t y of  Change Enablem ent

Practice success factors cannot be developed overnight. The ITIL maturity model 
defines capability levels applicable to any practice

For each practice, the ITIL maturity model defines criteria for capability levels 
two to five. These criteria can be used to assess the practice?s ability to fulfil its 
purpose and contribute to the organization?s service value system.

Each criterion is mapped to one of the 4 dimensions of service management 
and to the supported capability level. 

The higher the capability level, the more comprehensive realization of the 
practice is expected. For example, criteria related to practice automation are 
typically defined at levels 3 or higher because effective automation is only 
possible if the practice is well defined and organized.

This approach results in every practice having up to 30 capability criteria based 
on the practice PSFs and mapped to the 4 dimensions of service management. 

The number of criteria at each level differs; the 4 dimensions are 
comprehensively covered starting from level 3, so this level typically has more 
criteria than others.

Click  here t o learn m ore about  t he ITIL 4 Mat ur it y Model.

Capabil i t y Level Descr ipt ion

Level 1 The practice is not well organized; it?s performed as initial or intuitive. It may 
occasionally or partially achieve its purpose through an incomplete set of 
activities.

Level 2 The practice systematically achieves its purpose through a basic set of activities 
supported by specialized resources.

Level 3 The practice is well defined and achieves its purpose in an organized way, using 
dedicated resources and relying on inputs from other practices that are 
integrated into a service management system.

Level 4 The practice achieves its purpose in a highly organized way, and its 
performance is continually measured and assessed in the context of the service 
management system.

Level 5 The practice is continually improving organizational capabilit ies associated with 
its purpose.
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It ?s a Journey!

ITIL, like any framework, methodology, body of knowledge or philosophy, is only as valuable as 
the results it helps to achieve. How the practices are applied is critical. It is necessary at all 
t imes to remember what is to be accomplished and why it needs to be accomplished. Following 
book examples or practices blindly, without considering their appropriateness to the 
organization?s needs is a certain way to fail. Success requires critical thinking.

So, when using ITIL:

- Adopt  ? Commit to adopting a service-oriented, customer-focused culture. Success in 
service management is based on a genuine commitment to this mindset. Evidence of 
such commitment can be seen not in the way the people in an organization talk, but 
rather in the way in which they behave and in how those behaviors are incentivized.

- Adapt  ? Strive to understand ITIL best practices, to understand why they are 
recommended, and then to apply critical thought to adapting those best practices to the 
organization's circumstances, needs, goals and objectives.

Once ITIL recommendations are understood at a critical level, it is possible to successfully 
assess their value to your organization in the context of the organization's vision, goals, 
objectives, circumstances and constraints. In this way, real value can be delivered to customers 
and captured by the organization.

Make a Dif ference!

Any service management related initiative will affect organizational culture. Effective 
communication plans, training, and clear policies and procedures are all needed to achieve the 
desired performance outcomes and enable collaboration between the many different people 
involved. Contribute to your organization?s service management effort by expanding your 
knowledge of best practices and by enthusiastically using what you learn to lead 
transformational and continual improvement activities.

Want  t o Learn More?

Training helps individuals and organizations build and maintain their capabilit ies. Training also 
provides individuals the knowledge, skills and information needed to fill their role in the 
organization or achieve their career goals, along with a place to test and develop the 
confidence to use these skills in the workplace.

The ITIL® 4 qualification scheme provides a role-based, modular approach that is comprised of 
qualifications focused on different aspects of ITIL best practice to various degrees of depth and 
detail.

The structure of the ITIL qualification scheme offers individuals flexibility relating to the 
different disciplines and areas of ITIL and the ability to focus their studies on key areas of 
interest.

Read What  is t he ITIL 4 Qualif icat ion Schem e.

See ITSM Academy class opt ions and dat es  or view our course cat alog.
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ITSM Academ y
We are a female owned small business, established in 2004. Our extensive catalog contains accredited and 
sustainable IT Service Management (ITSM) education and advice including; ITIL®, DevOps, Process Design (CPDE), 
Agile, Site Reliability Engineering (SRE), Value Stream Mapping (VSM) and Experience Level Agreement (XLA). Our 
business values are founded on trust, loyalty, professionalism and long term relationships.  

         ...educate and inspire is not just our corporate slogan, it speaks to our core mission and goal.

          Follow our founder and CXO, Lisa Schwartz, on LinkedIn . 
___________________________

Inst ruct ors  
Every ITSM Academy instructor is certified to the highest levels in the areas they train.  They have years of hands-on 
IT practitioner experience, enabling them to effectively intertwine theory and real-life stories and scenarios. Using 
the highest quality content, this engaging training style encourages active group participation, allowing all learners 
to bring from class a wealth of practical and actionable knowledge.  

___________________________ 
Accredit at ions
All of ITSM Academy?s certification courseware is developed or enhanced in-house and is 
accredited by independent, international organizations where applicable. 

___________________________ 
Gam e On! - Int eract ive Learning 
Involves students in active learning, using the engaging qualities of a game, fueled by our subject matter experts.  

___________________________ 
Courseware Licensing (all developed or  enhanced in house)
In addition to our public and corporate/onsite training, our courseware is available for licensing / co-branding under 
our flexible licensing program, including Train-the-Trainer (for qualifying organizations).

___________________________ 

m y.it sm academ y.com  (digit al por t al)
Extends the learning experience with games, videos, exercises, sample exams, and course materials. It also provides 
instructors a vast repository of information and guidance to successfully prepare for and teach our courses. 

___________________________ 
Professional Educat ion Hours (CPDs/PDUs/CPEs/CEUs):  
ITSM Academy is proud to make it possible for individuals who attend our classes to earn professional education 
hours. (e.g., CPDs, PDUs, CPEs, CEUs). These professional education hours can be submitted to associations such as 
PeopleCert, the Project Management Institute and ISACA, if applicable.

Addit ional Resources:
- ITSM Professor  Blog - a WEALTH of  know ledge published week ly since 2008

- Webinar  Archives - Mont hly since 2007

- ITSM Academ y Resource Cent er

+1-954-491-3442 ht t p:/ / i t sm academ y.com

Read More

The St ory of  t he Academ y 
Today, ITSM Academy is widely recognized 
for its expertise in multiple IT frameworks 
(ITSM, ITIL, Process Engineering (CPDE), 
DevOps, Agile Service Management, Lean) 
and, more importantly, how they work 
together. But that 's not where we started.

The founders of ITSM Academy ?grew up? in 
the world of Help Desks. As our careers 
progressed, we graduated to Senior 
Management roles within our organizations.  

 

As the first wave of IT Service Management 
(ITSM) and ITIL reached the shores of the 
United States, we were hooked. 

An internationally accepted collection of 
best practices focused on reducing IT costs 
and improving customer satisfaction was 
here.  We had to get our arms around this!  
So, like many of you, our research began. It 
became obvious to us that education and 
networking would be our first steps. 

Local resources were limited ? so we 
gathered some colleagues to help start the 
South Florida itSMF USA Local Interest 
Group (LIG). We also began the hunt for 
quality ITIL training. At the time, options 
were very limited. As they say, one thing led 
to another...

To help fill the void, in 2004, we founded 
ITSM Academy and set our sights on 
developing "Americanized" training content 
and achieving Accreditation. From the start, 
we were committed to building content of 
the highest possible quality.

By 2005, we had developed in-house, all 
available ITIL v2 training, including Service 
Manager.  Read m ore of the story here...

By now, you?ve likely researched more than 
one training provider. What makes ITSM 
Academy different? Why should you 
choose us?

?Our business values are founded in trust, 
loyalty, professionalism and long term 
relationships. We provide personalized 
solutions based on those same values and 
built on the foundation on our own 
experiences ? as IT Professionals.? 

Sounds nice, but can we back that 
statement up?

We don?t need to. Our 100,000+ (and 
growing!) alumni and our instructors do it 
for us. They are happy to talk about the 
quality and personalized services they 
receive from ITSM Academy. Read m ore of 
the story here...
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