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a case for replacing an electric typewriter with a word processor
to improve the turnaround time of some job description
amendments and to meet an aggressive schedule of meetings
linked to organisational change. Forever after a reluctant ‘expert’,
she eventually gave up the business side completely to invent
a helpdesk out of a brick phone, a satchel of floppy disks and a
screwdriver.
This led her to a proper IT job with real processes managing
technical support staff at the BBC. Told by her line manager that
she would be chairing the newly formed change advisory board
for the West London region she began a love–hate relationship
with change management that has lasted for 20 years.
A successful career as a freelance IT service management
consultant and interim manager for service desks, support
and, of course, change management, led her to experience a
wide range of public- and private-sector organisations, large
and small, with a variety of tools, some designed for the job,
some spanners as hammers, until all that remained was a
passion for change. Not technical change; just change.
Refreshment came in the guise of an Open University degree in
Humanities, which was followed by a post-graduate certificate
in Online and Distance Education to give it a semblance of
work-related respectability. A passion for writing led to further
training and a mission to present IT service management as
relevant at all levels of IT, with a plain language approach that
hopefully shares some of the common sense that everyone
says best practice is, once they have seen the answers.
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FOREWORD

Organisations do not stand still. Instead, they are a moving
feast of activities focused around change. Some changes
are larger than others and each change has its attributes
and features that make it unique. Organisational change
is a result of strategic, tactical and operational pressures.
These pressures can start off anywhere in the organisation
and they can be structured or unstructured in nature. Often
described as ‘key drivers’, changes can be transformational in
nature or just solve an immediate underlying problem. Some
need fast action and some can be taken at a more leisurely
pace. Changes usually focus on people doing some action
to achieve a new objective. As a result of ‘the people factor’,
tensions and resistance to change can occur. It requires firm
management and leadership across the organisation to make
sure organisational change is successful. Within this mix sits
the technology department, whose primary role is to maintain
homeostasis for the IT systems (and services) it manages. With
the pressures within the organisation itself, and the important
role that IT now plays in that, it is little wonder that the role of
IT change manager can be a difficult job.
Today, the role of the IT change manager sits juxtaposed
between the technology department and the other similar
managerial roles within an organisation. With the current
focus being on digital transformation there is bound to
be an evolving transformative element within the change
environment. This adds a further burden on organisational
staff who are directly responsible for handling change issues.
If something goes wrong, they are often targeted for blame. If
a change endeavour is successful, they can be the fortunate
xi
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recipients of praise, but more likely success is expected as
that is the very tenet of the role they play. Praise, therefore,
might be in short supply and blame can come in bucket-loads.
The role of a particular person who is responsible for
marshalling the ‘change effort’ in the technology department
is even more tense. The ubiquitous nature of technology
within organisations means if something goes wrong with
an IT change, the effects can be catastrophic. This can have a
negative effect on the organisation itself and do immeasurable
harm to the IT department in particular. In an ideal world, the
onus on a successful technology change is about ‘team effort’.
In the early days, the task was under the heading of ‘change
control’, under the auspices of quality management systems.
Within IT, it usually resided within what was then known as
the database management team. This was because of the
increased organisational dependency on data and information,
which in turn depended upon the reliability of corporate
software systems. The software had to work and, by default,
the software applications team became de facto change
agents. The history is important, because the attributes of
an IT change agent, and what was expected of them, helped
design the role of the traditional IT change manager, which
became a crucial part of the IT environment.
With the advent of IT best practice, these attributes have been
expanded and around it has developed a set of interrelated
processes and activities we now know as IT change
management. This has created a legacy in which the designers
of IT change have simply added on some extra elements to
what existed already, while still allowing it to fit neatly into the
mindset of the science and technology discipline. In itself, this
can lead to a false premise, that the most important role of an
IT change manager is someone who designs a change process
and then manages and reviews it; end of.
In reality, the role of IT change manager equates to that of
a captain of a ship. Change managers need to have enough
technical knowledge to command respect from those on
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the ‘deck’, consider legal constraints, avoid hazards and be
mindful of security. Above all, they need to keep the ‘change
ship’ steady by getting the best out of people they are working
with and communicating effectively throughout the ‘change
voyage’. IT change is therefore a series of journeys, some small
and some big. The contemporary IT change manager needs a
common-sense approach to change, while at the same time
being mindful of the responsibilities the role demands.
There are many books that explain the processes and activities
involved in IT change. Often, they are written for a more
technical audience. Well written though they are, they tend to
espouse approaches to change with that in mind. Equally, there
are many books written about change from an organisational
perspective. To my mind, what has been missing for quite a
while are texts and even general advice that explain change in
the context of the organisation and the technology department
combined.
Tracey’s approach is unique. It, rightly, concentrates on
managing IT change from a technology viewpoint, but it also
explores IT change from a wider standpoint. During her career,
Tracey has investigated the challenges to the role of the IT
change manager within the context of the organisation. For that
reason, this is an important book that has been long overdue.
Therefore, it is a pleasure for me to write this Foreword at what
is a crucial time for the IT industry. The narrative within this
book is built upon Tracey’s vast experience in the role, which
she has matured progressively over the past two decades. It is
constructed on practical advice, exploring many of the myths
about the IT change manager but delivered with a sense of
humour and, importantly, a huge dose of realism. The book
unravels the mystique surrounding IT change and in particular
the practical steps required for those embarking on a role in
IT change management by shattering the myth that it is just
all about technology.
Sandra Whittleston
IT Service Management Educator and Researcher
Open University
December 2018
xiii

ACKNOWLEDGEMENTS

Special thanks to Andy Torble, software developer (and husband),
for his insights into the workings of Agile methodologies and
their relationship with change management.
Thanks also to Mark Smith, currently Senior Change and
Service Coordinator at The British Red Cross, and his extensive
experience of technical change management, and to Jim Hill,
Business and IT Consultant/Programme Manager, currently
working at Whitbread PLC, for his perspective on current
practice and his mantra that if you want someone to do
something you must make it the easiest option, which is the
key to successful process implementation.

xiv

ABBREVIATIONS AND
GLOSSARY

Agile
BCS
BSI
CAB
CHMG
CI
CMBoK
CMI
CMS/CMDB
COBIT®
CPD
CPU
CQI
CS
DevOps
IEC
ISO
ITIL®
ITSM
itSMF

c ollective term for dynamic software
development approaches
BCS, The Chartered Institute for IT
British Standards Institution
change advisory board
SFIA/SFIAplus code for technical change
management
configuration item
Change Management Body of Knowledge
Change Management Institute
change management system/database
Control Objectives for Information and
Related Technologies
continuing professional development
central processing unit
Chartered Quality Institute
change schedule
an Agile approach to software
development and IT operations
International Electrotechnical Commission
International Organization for
Standardization
Information Technology Infrastructure
Library
IT Service Management
IT Service Management Forum
xv

ABBREVIATIONS AND GLOSSARY

PIR
PRINCE2®
PRINCE2 Agile®
PSO
QMS
R&D
RFC
ROI
SaaS
SACM
Scrum
SFIA
SFIAplus
SMS
WCAG

xvi

post-implementation review
PRojects IN Controlled Environments, a
project management method
a variation of PRINCE2® for Agile
approaches
projected service outage
quality management system
research & development
request for change
return on investment
software-as-a-service
service asset and configuration
management
an Agile approach to software
development
Skills Framework for the Information Age
BCS development of SFIA
service management system
Web Content Accessibility Guidelines

PREFACE

IT change management has often had a bad name. First, it
was accused of being nosy when it intervened in the technical
tinkering that was traced from unplanned disruption to IT
services on Monday mornings. Now it is accused of being
nosy towards reformed tinkerers who indignantly say they no
longer need change management.
The problem with change management is that it hasn’t
changed when everything else has. IT has grown up. Its
methods and techniques have improved, and it has a much
more responsible attitude. Change management must grow
with it and cut some slack to those with maturing processes
that incorporate elements of good practice without having
to be told. It won’t survive if it tries to hold on to everything.
But, equally, it must not let the baby be thrown out with the
bathwater, or we’ll be right back where we started.
The good news is that the change manager is more important
than ever. When one size fits all is in danger of becoming
one size fits no one, the change manager is best placed to
know when to stick or twist to deliver a flexible solution that
meets all needs without getting in anyone’s way. Like its name
suggests, the role of the change manager must shape-shift
and serve up the right version of change management for
the prevailing and sometimes conflicting methods of service
delivery. Change keeps changing. Change managers must too.
This book is part of the BCS Guides to IT Roles series and
looks at the role of change manager. It aims to clarify the role
and provide guidance to practitioners who may be at varying
xvii
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stages of evolution in the role, which can exist at different
levels of maturity.
Already the title raises questions. ‘Change manager’ is a
generic term that can be applied in any context, but the term
is used across a variety of roles even in the context of IT, where
a change manager can be different things to different people.
This book is not about all of them, but in writing about one it is
necessary to define them all.

WHEN IS A CHANGE MANAGER NOT A CHANGE
MANAGER?
There are three types of change manager that can be involved
in IT.
Usually on the outside, but known to and affecting IT, might
be a business change manager responsible for overall
organisational change. Change in this context could relate to
products or services, restructuring for efficiency, expanding for
growth, or all the above and more. The context in this case is
all-encompassing, from conception of a change at board level
to its implementation on the front line in terms of process,
tools, knowledge, skills and behaviours, including changing the
mindset of people to embrace and deliver new capabilities.
Within this wide remit might be another change manager,
responsible for the digital transformation part of an
overarching plan that includes modernising ways of working
through the implementation of new technology. This change
manager might report to an actual or notional business
change manager and represent the bridge between old and
new ways of working – one foot in the business and one in IT.
Then there is the change manager responsible for maintaining
the integrity of the technology that delivers the organisation’s
products or services. This change manager is at the nuts and
bolts end of IT change, looking at the impact of technical change
xviii
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on the overall operational technical platform and making sure
that changes introduced are done so with minimal risk to
existing services as part of a range of IT service management
processes. In this context, the changes might relate to largescale organisational change, digital transformation projects or
‘just’ business-as-usual upgrades, maintenance and fixes. A
standard day in the life of this change manager might touch
on all three.
Although these different change manager types can coexist, it is this IT-specific change manager that is the subject
of this guide, which seeks to place this important aspect of
change management as part of IT service management
within the wider context for the benefit of IT practitioners.
In so doing, this book aims to help those at any point on the
change management continuum to integrate transformation,
significant technical change and plain old churn as seamlessly
as possible to ensure continuing stability of the tools that
business relies on day in and day out.

SFIAplus
SFIAplus, an extension of Skills Framework for the
Information Age (SFIA) developed by BCS for its members,
is the most established and widely adopted IT skills, training
and development model reflecting current industry needs. It
provides employers and IT practitioners with the facility to map
skills against frameworks to identify training and development
requirements.
SFIAplus provides comprehensive coverage of all three
types of change management and the skills involved. For
further information, go to the BCS website and look at the
section on Change and Transformation, for Business Change
Management and Business Change Implementation skills; and
the section on Delivery and Operation for Change Management
(technical) skills.1

1

https://rolemodel.bcs.org/BrowseSFIAPlus/SFIAplus/Report.ashx?r=2259_1&tab=2
(members only).
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Figure 0.1 links the different types of change manager to their
related SFIAplus skills.

Figure 0.1 Change manager at different levels, but with
related functions
Change manager: business
and organisational
Change manager: digital
transformation
Change manager:
technical operations

SFIAplus
Change and transformation
Business change management
Business change implementation

SFIAplus
Delivery and operation
Change management

When is a role not a role?
It is worth mentioning here that change manager is
being described as a role, not a job title. However, that
does not mean that the role cannot exist as a job! It is
easier to refer to it as a role for flexibility, so that it can be
applied as a concept and fit according to size and scale
of need. Some large organisations might have one or
more change managers exclusively dedicated to change
management; others might combine it with one or more
other roles. Indeed, many small businesses may have an
IT manager who is responsible for everything IT related,
including technical change management.
The main message is that the functions of a change
manager are important and should be assigned to
someone, however large or small the operation.
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SO, WHO IS THIS BOOK FOR?
The purpose of this book then, is to examine closely the role
of the IT-specific change manager (henceforth referred to as
change manager). It aims to clarify the role within the wider
remit of organisational change and digital transformation,
and demonstrate its existence at different levels of maturity,
providing guidance on the establishment and continual
improvement of the role.
It is suitable for a wide readership, including:
yy current change managers looking for ways to benchmark
their role and make improvements;
yy aspiring change managers looking for insight into the
role;
yy change analysts considering their next move, or exploring
the wider context of their role;
yy business and digital transformation change managers
looking for some demystification of the technical black
box of operations;
yy IT service managers looking for insight and ways in which
to support all aspects of change for positive outcomes;
yy IT service management students – or those learning
about wider digital topics – to supplement studies, to gain
some insight into the real world of the change manager
and to help inform career direction decision-making;
yy anyone considering a professional qualification in change
management; for example, the BCS Specialist Certificate
in Change Management.2 Although this book is not a set
text, it provides some context for the tasks at hand and
may help to provide vicarious experience to support early
practice;

2

https://certifications.bcs.org/category/15480

xxi

PREFACE

yy anyone involved in the change life cycle, who is expected
to work with a change manager and engage with the
change management process. This includes members
of the IT department, technical and management staff
across all areas, from project management to service
desk management, and business representatives of not
just change but also business as usual.

GOOD PRACTICE AND PROFESSIONALISM
Best practice or good practice?
Somewhere during my career, ‘best practice’ gave way
in popularity to ‘good practice’. If we must distinguish
between the two, ‘good practice’ suggests that there is
always room for improvement whereas ‘best practice’
implies that a pinnacle of perfection has been reached.
‘Best practice’ also suggests that there are other
practices that are inferior. Generically that may be the
case, if you just made something up without standing
on the shoulders of giants. On the other hand, if there
is more than one accepted framework, best practice
suggests favouritism.
The more you think about it, the more of a minefield it
becomes and time is better spent putting it into practice
than splitting hairs about its name. What you call it is a
technicality; it is what you do that matters. Good practice
is good enough.
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Professionalism
Profession: a paid occupation, especially one involving
training and a formal qualification.
Professionalism: the competence or skill expected of a
professional.
(Concise Oxford English Dictionary)3
Best, or good, practice and professionalism are now well
established in change management.
Process frameworks such as ITIL® and COBIT® are mature
and the international standard for IT service management ISO
20000 was first published in 2005. The SFIA was launched
in 2000 and has been updated regularly since, and BCS has
adapted this as a career development tool for members in
the form of SFIAplus, which is updated regularly with input
from its membership to ensure that grass roots experience is
always reflected.
Professional qualifications in IT change management are
well established and run by a number of training providers,
and mainstream formal education is beginning to recognise
the importance of good practice IT service management as
a foundation in IT-related roles. This can be seen in graduate
and post-graduate modules at Higher Education level, and an
increasing focus in apprenticeships and the forthcoming T
Levels in UK Further Education (2020 onwards).4
BCS is a professional membership body, promoting formal
change management training and qualifications, as well as
opportunities to attend conferences, seminars and other
continuing professional development (CPD) events.
3

Concise Oxford English Dictionary (2002). Oxford: Oxford University Press, p. 1141.

4

See www.gov.uk/government/news/new-t-levels-mark-a-revolution-intechnical-education
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Special interest groups exist to share and build on good
practice across the wide range of IT-related disciplines (in
this case currently pitched at Business Change),5 but if one
doesn’t exist for technical change management that is merely
an opportunity for someone to take the lead!
This guide is intended to complement the wide range of
information already available in technical IT (and general)
change management, not repeat it. Where appropriate,
reference is made for further reading in context; standards
and frameworks are elaborated upon in a dedicated chapter,
but not reinvented, and all are consolidated into a separate list
at the end of this guide for easy reference. The book provides
a starting point from which to enter the world of the change
manager, with signposts to the good work that has already been
done. Importantly, it is written from the human perspective,
focusing on what it takes to make change management work
and what it means to be a change manager. It is written for
people about what they do, not what the process does.

WHY THIS BOOK WAS WRITTEN
As alluded to earlier, IT change management is often an
afterthought, a case of closing the gate after the horse has
bolted and seen as a necessary evil at worst, a process to be
followed at best. Plenty has been written about process. But
what about the people? Process doesn’t happen by itself, and
the change manager is more than just a job description.
This guide has been written to shine a light on the role of the
change manager, in the illumination sense, to demystify what a
change manager does, and, in the spotlight sense, to exemplify
an often unsung champion of continuity and enabler of (rather
than obstacle to) change.
The evolution of technical change in IT, and the difficulties
associated with intervening in oncoming traffic, might make
5

See www.bcs.org/category/12139
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change management seem like a poisoned chalice, but with
its aim of balancing risks and maintaining progress it is more
akin to a holy grail. By improving transparency and sharing
real experiences, hints and tips in a variety of contexts, I hope
this guide will help existing change managers, and analysts, to
succeed in their remit and champion their cause.
For those considering a career in the field, I hope this guide
will encourage you into what can be a rewarding position on
the cusp between IT and business, and a career choice that
can lead to a variety of opportunities in either.

THE STRUCTURE OF THIS BOOK
Going forwards then, this guide will explore the role of the
change manager in the following way.
To set the scene, Chapter 1 is an overview of the field: change
management, and its position in the wider context of service
management.
Chapter 2 covers a definition of the change manager role,
including its purpose and objectives, knowledge, skills and
behaviours, responsibilities, and close day-to-day interactions/
interfaces with other roles and functions. This is consolidated
with a pen portrait of the characteristics of a typical change
manager.
Chapter 3 describes what a change manager does and
Chapter 4 describes how they do it. This is backed up in
Chapter 5 with descriptions of tools available to help fulfil the
role, including the high-end, dedicated applications, but also
pragmatic, make-do-and-mend ways to get started and prove
the concept, or just get by at low cost.
Standards and frameworks are mentioned throughout where
they might be relevant or helpful in context, but Chapter 6
consolidates them to present the bigger picture and provide a
one-stop-shop reference chapter.
xxv
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Chapter 7 then places the change manager in the wider context
of interfaces and dependencies across an organisation, which
will expose some ideas, in Chapter 8, on where the role might
lead you (or indeed, where transfer in from elsewhere might
be the case).
Finally, case studies in Chapter 9 explore the different levels of
maturity of the role, from the ideal, well established, through
the getting there, to the starting out, to show that the change
manager is not necessarily born fully formed but can be a work
in progress for the role-holder, as is the change management
process for the organisation they belong to.
And on that note, I hope that anyone in, or going to, a change
manager role will embrace it for the flux that it is at its heart,
and as a journey rather than a destination. In the words of
Heraclitus (c. 535—475 bce), ‘you can never step into the same
river twice’.6 Or, the only thing that is constant is change.

KEY POINTS
yy This book is mainly about the change manager
responsible for technical changes to IT infrastructure
and services.
yy Technical change management is designed to preserve
the integrity of IT services and its principles are important
in any organisation, large or small.
yy This book aims to provide a way in to the role of change
manager, referring to other related works as appropriate.

6

See www.britannica.com/biography/Heraclitus
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OVERVIEW OF THE FIELD

This chapter sets the scene for technical change management
by first introducing the wider discipline of IT service
management, within which technical change management
sits, and then going on to define change management itself
and describe the purpose, benefits and some of the perceived
problems and difficulties associated with the process.

INTRODUCTION TO IT SERVICE MANAGEMENT
IT service management, in the context of this book, refers to
a comprehensive framework of good practice processes that
work together to support the delivery of IT services. Proactive
processes conspire to design and implement robust systems
that resist failure, while reactive processes provide a safety
net for when failure is unavoidable. Together they maintain
the integrity of IT so that end-users can rely on its availability
when they need it.
IT service management is a mature concept that has evolved
over several decades and has drawn ideas and improvements
from many private- and public-sector organisations. Its
success has evolved into generic service management, with
concepts adopted beyond IT services. The IT Infrastructure
Library, or ITIL®, is a well-known IT service management
framework, which, at the time of writing this guide, has begun
its transformation into Version 4 (Foundation level manual and
certification launched in February 2019 and more to follow.
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For up-to-date information about ITIL®, see the Axelos website
dedicated pages).1

IT + service + management
Instead of restating that which is better expressed
elsewhere, I offer my own perspective on an industry that
was born in my lifetime but whose absence might now
be unthinkable.
In the late 1980s, IT was just IT. Most of its output came
from a central function; few people had PCs, and personal
devices were only beginning to emerge (the brick phone).
The concept of IT as a service for others to operate came
later. For me, the shift came with the advent of email
and the impact it had on the communication possibilities
of the international company I worked for at the time.
It significantly reduced the need for travel and making
calls at unsociable hours, and users embraced it for its
function rather than its novelty.
Uptake was quick and IT service provision rapidly became
a full-time job. This happened so fast that we didn’t think
about managing it at that stage. It was enough to keep
up with demand as new technologies were adopted that
transformed ways of working, and it was as much as
we could manage just throwing down track ahead of the
train. The first time the email system properly broke was
the first time we stopped to look behind us, at which point
the train ran us down.
Only at this point did we realise we must manage
the service, not just provide the equipment, and as I
progressed to new roles the world of ITIL® opened before

1
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my eyes. This marked a turning point, when I stopped
looking at IT from the bottom up and started looking at
it from the top down. As a junior IT support manager in
the foothills of IT service management, having a frame
of reference gave me an invaluable perspective on the
bigger picture and my relative position (and what was
missing). I should point out that, to me then, IT service
management meant ITIL®, and it still does. I should also
point out that other frameworks are available, and the
generic term IT Service Management (ITSM) reflects
that.

IT service management is about the management of IT
services; there are as many ways to do that as there are
practitioners. ITSM refers to the body of knowledge that
suggests how best to go about it, based on the accumulated
experience of many practitioners over many years. At one end
of the scale, it is just guidance; it is not compulsory; you don’t
have to do it all, or any of it, if it doesn’t fit your needs and you
can take your pick of what does. At the other end of the scale,
it has been formalised into an international standard – ISO/IEC
20000 – in which compliance is implicit.
Whatever the requirement, as with many ‘rules’ it pays to
understand them before you break them, in the interests of
efficiency and not reinventing the wheel. To do anything other
than stand on the shoulders of giants in the fast-paced world
of technology is surely wilful neglect.
For a more comprehensive view of IT service management, its
history, its aims and its processes, there are many frameworks
to consider. These are introduced in more detail in Chapter 6,
with pointers for further reading.

INTRODUCTION TO CHANGE MANAGEMENT
Change management is one of many IT service management
processes. In ITIL®, it belongs to the Service Transition phase
3

CHANGE MANAGER

of the life cycle, but it is relevant from beginning to end. This
section goes into more detail about change management and
its pros and cons in IT governance.

What is change management?
ITIL® definition
‘The process responsible for controlling the lifecycle of
all changes, enabling beneficial changes to be made with
minimum disruption to IT services.’2
Copyright © AXELOS Limited 2012. All rights reserved. Material is
reproduced with the permission of AXELOS.

In practice, change management means establishing a way for
all technical changes to be identified centrally, at the initiation
stage, before any work is done, and channelled consistently
through transparent planning, testing, implementation and
review.
At a high level it might look something like Figure 1.1.
The throughput of change will vary according to local needs
and methods. For example, major software projects might
deliver one big change in accordance with traditional waterfall
development practice, or lots of small ones in line with an Agile
approach; maintenance changes might align with supplier or
manufacturer cycles or be bundled to fit a more tolerable
schedule in the organisation. Fixes might be packaged and
scheduled or depend on an alternative emergency process,
but a strong ability to implement short-term workarounds
might help to avoid that.

2
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Figure 1.1 High level steps in a change management
process
Baseline

Identify
change

Baseline

Information

Approve
development
of change

Develop
and
test change

Approve and
schedule
change

Implement
change

Review
change

Communication

Why is it necessary?
Here are some good reasons for having a change management
process:
yy Central control of change provides an overview of needs,
plans and costs so that they can be approved, prioritised
and managed efficiently.
yy Rigorous planning, testing and review help to ensure
successful implementation.
yy Sharing plans across IT and the business means that
everyone knows what is happening when and can plan
their own activity accordingly.
yy Outputs from change management are inputs to other
processes, which are more effective as a result.
In the smallest organisation with just one person making
technical changes, there is still some value in outlining a
definitive change management process. It saves time planning
by providing a standard checklist starting place for each
change; it ensures that nothing is accidentally missed that
could potentially result in a problem during or after a change
and it provides a baseline from which to improve, through
5
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review and revision of the process and its success in delivering
change that works. Making mistakes is forgivable; making the
same mistakes repeatedly is not.
In an organisation with more than one person making changes
it becomes even more important, as a change management
process will provide a consistent way of working for everyone
to follow. It ensures that everything being done is out in the
open so that all stakeholders can identify the impact of others’
work on their own, it highlights potential conflicts and thus
helps everyone to plan effectively.
In an organisation that is adopting other IT service management
processes, change management is an important source of
information without which the value of other processes can
be curtailed. For example, incident and problem management
make use of information about changes in their diagnosis;
configuration management records are updated as a result of
completed changes; and so on.
Furthermore, the processes embedded in ITSM generally,
and ITIL® specifically, are the result of decades of practice,
review and revision, sourced from practitioners across a wide
spectrum of industry and services. They have evolved as
technology and our dependency on it have developed. Change
management is one of those processes and it is therefore safe
to assume that it plays an important role in the delivery and
management of IT services, or it wouldn’t be included.

OK, it is necessary, but what are the benefits?
When we stop to think about it, the need for change management
is obvious. It is about planning and executing technical change
in such a way as to pre-empt any undesirable knock-on effects
– things not working as they should after change has been
applied, consequences not fully understood, preparation for
all eventualities not made, delays restoring service after the
fact. Whether from ignorance or blind optimism, the risks of
proceeding without change management are too great.

6
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The undesirable effects of change can derail business as usual.
Those trying to get on with business can’t and those trying
to get on with something else get drawn back into problem
solving and fire-fighting the fallout. Obviously, this is not good
for business and the bottom line is that it costs money. Most
of all, it is avoidable; that’s why change management exists. To
opt out of it knowing this is a risky strategy.
Benefits of change management include:
yy reduces the risk of service downtime;
yy reduces the need for business users to report service
failures or experience interruption to their work;
yy supports training and mobility across projects through
use of consistent methods;
yy pools expertise and sharing of knowledge through peer
review;
yy exposes information about change plans and schedules
that can help to identify the cause of faults;
yy provides updates to technical configuration records
when changes take place to maintain a usable source of
information for planning future changes;
yy demonstrates a professional approach that inspires the
confidence of end-users (without whom IT wouldn’t be
needed) and shows respect for their position;
yy provides a well-oiled cog in the organisational machine
– continual rehearsal ensures that IT is ready to support
wider transformation and change projects.
Change management helps the business directly, in prevention
and risk terms. But it also helps IT service management to
manage other aspects of its work.

Sounds great, so what’s the catch with change
management?
The problem with change management is that it is often
seen as interfering with the process of change itself. Change
7
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management takes time and forethought, things that can
appear to be diametrically opposed to ‘just getting on with it’.
But it is time that might be spent anyway, if things go wrong;
time that is already out of control in a fire-fighting situation
when the loss-clock is ticking.
Time spent in consistent and quantifiable preparation is more
manageable than time spent on unforeseen and therefore
unquantifiable activity to restore the status quo. It is also time
that the business-end of the organisation is largely protected
from. But it can be perceived as a vicious circle. When technical
staff are busy fire-fighting and responding to demand, change
management is a frustration that will slow progress up front,
and this sometimes presents a conflict of interests for people
who are being pulled in two directions: to do it now or to do
it well.
Change management slows down progress up front because it
requires cooperation. It stands to reason that one person being
their own master is quicker and therefore more desirable than
following a process, which curtails spontaneity and brings you
face to face with departmental silos; autonomy is removed,
and it may feel as though technical ability is being questioned.
A good process crosses departmental boundaries, but such
openness can sometimes be at odds with local culture and
politics. It is important, at the same time as demanding
consistency, to respect differences and recognise the need for
flexibility when it is required.

Implementing change management
Implementing change management means disrupting the
ways in which individuals already work. Understandably,
they may be happy with their methods and not disposed to
changing them. Individuals make work happen, and individuals
are, well, individual! It is a problem that is not unique to change
management, but a problem to be resolved, nevertheless.
Crucially, it is not enough to circulate some instructions and
expect change management to happen. The gap between the
desired ideal and messy reality must be closed, and it is in this
respect that a good change manager is invaluable.
8
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The difficulties alluded to are not insurmountable, but they
do mean that change management can exist at different
levels of maturity. The prevailing culture will determine the
level of resistance and it can be a struggle in choppy waters
where doing it properly is directly at odds with the need for
immediate action in an already imperfect situation. There may
be wider process issues, perceived lack of need versus cost
issues, skills and knowledge to develop in all participants,
perhaps management commitment to influence. This all takes
time, so implementation might feel like a drawn-out process
at best, and one that is making no progress at worst. But no
one said that doing something worthwhile is necessarily easy,
and overcoming difficulties only improves the satisfaction of
success!
More about making it work later.

KEY POINTS
yy The benefits of technical change management are
established – dismiss them at your peril.
yy Implementing change management can be difficult
because it usually means getting people to change how
they work.
yy Change management is never dull!
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