Management
Practices

- Practical, outcome-focused ITIL 4 change
enablement for ITSM practitioners and
operations teams

- Balance speed and stability to maximize
successful changes

- Minimize incidents, downtime, and audit
risk across services

- Learning path: purpose and value, change
types and models, roles, workflow

- Also covered: risk assessment, CAB practices,
communication, metrics, roadmap




From Change Management
to Change Enablement

 ITIL 4 change enablement:
assess risk, authorize
changes, manage the
change schedule

* The shift signals a move
from gatekeeping to
enabling safe, fast change

e The practice now spans
the entire Service
Value System

e Agile, DevOps, CI/CD,
cloud, and continuous
delivery demand flexible,
automated controls

|
———an | o




Purpose, Value, and Practice Success Factors

/_«, Purpose:
| @ | * Purpose: maximize successful

changes, minimize impact,
manage the schedule

Success factors:
| @ e Success factors: timely
' realization, minimal impact,

satisfaction, compliance

Outcomes:

o Outcomes: faster delivery,
fewer failures, less downtime,
audit readiness, trust

/ﬂ Goal:
| | N\ | * Goal: change at the pace

the organization needs,
with the right control




T_, 25 Change Types and Models

Three change types: standard, normal, and emergency

Standard: low-risk, repeatable, pre-authorized, no per-instance approval
Normal: risk assessment, authorization, and scheduling required
Emergency: high urgency, expedited approval, post-implementation review

Change models: reusable workflows defining triggers, steps, authority, rollback

STANDARD

NORMAL

Risk assessment, High urgency,
authorization, and expedited approval,

scheduling required post-implementation
review

Low-risk, repeatable,
pre-authorized, no
per-instance approval

//?—5‘0 Change models: reusable workflows defining
\Oo-3 / triggers, steps, authority, rollback




Change Authorities and Decision Rights

Change authority: the person,
role, or mechanism that
authorizes a change

ITIL 4 decentralizes approval:

peer review, team leads, Standard changes:
pre-authorized at
model level

automated gates, CABs

Match decision rights to risk,

not to a single standing Low-risk normal

committee changes: peer
review or
Standard changes: pre- ' Aubomatad

authorized at model level approval

Low-risk normal changes:
peer review or automated

approval High-risk changes:

routed to a change
High-risk changes: routed to authority such as
a change authority such as gy

aCAB



Roles and Responsibilities

— Decision Rights and Accountability Boundaries

E3. S N

Core roles: change initiator,
owner, manager, authority,
CAB/ECAB, implementer,

service owner
Change manager owns Change Initiator Change Owner Change Manager Change Authority
process quality completeness Identifies need and Accountable from Owns process quality, Approves and authorizes
. ; : - submits change request request through completeness, changes within defined
schedulmg, and reportlng with purpose and post-implementation scheduling, and policy and risk
initial details. review. reporting. boundaries.

Change owner is accountable

from request through v
post-implementation review (0 9\
)J =
@ @

Service desk and operations

: . CAB/ECAB Implementer Service Owner
intersect at intake, : ;
i : Reviews and evaluates Plans and executes Owns the service
communication, and impact changes for risk, the approved change impacted by the change
priority, and alignment according to standards and validates expected
assessment before approval. and reguirements. outcomes.

Clear role boundaries prevent

Operations

Operational impact assessment,
implementation support, and
communication.

accountability

Frontline intake, logging,

delays, gaps, and unclear O Service Desk

communication, and
user impact capture.




The Change Lifecycle Workflow

=

Request

End-to-end flow: request, classify, assess, authorize, schedule, implement, validate, review, close

Classification sets the path: standard skips assessment; normal gets full review;
emergency compresses early stages

Key controls: completeness review, risk assessment, explicit Go/No-Go,
forward schedule, post-implementation review

Integration points: incident, problem, release and deployment,
and configuration management




Risk Assessment and Impact Analysis

® Assess service impact, failure
probability, complexity, recoverability,
and regulatory exposure

® Score each dimension 1-5:
complexity, business impact,
rollback, test coverage,
change velocity

 Total 5-10 = Low (delegate);
11-17 = Medium (Change Manager);
18-25 = High (CAB)

® Go/No-Go must be explicit:

decision-maker, evidence,
conditions, residual risk accepted

¢ If no one explicitly accepts the risk,
no decision has been made

RISK ASSESSMENT MATRIX
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TECHNICAL = s ROLLBACK
COMPLEXITY BUSINESS ABILITY

IMPACT

EVIDENCE DECISION-MAKER ~ CONDITIONS RESIDUAL RISK
ACCEPTED
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Unit

(| ROLLBACK TRIGGER CONDITIONS

& Trigger Conditions

o

(ROLLBACK PLAN STEPS |
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Controls scale with risk: lighter
for standard, fuller evidence for
high-risk normal

Testing evidence proportionate
to risk: unit, integration, validation,
controlled verification

Rollback plans must specify
steps, owners, timing, and
trigger conditions

Operational readiness before
go-live: communication,
monitoring, documentation,
support preparation

Confirm testing, rollback,
communications, support, and
monitoring before any Go/No-Go




CAB, ECAB, and Advisory Practices

e |TIL 4: CAB is advisory — not
the default change authority
for all changes

® A healthy CAB reviews risk,
dependencies, conflicts, and
implementation readiness

Use CAB selectively for high-risk
or cross-service changes; pre-
authorize the rest

® ECAB is a smaller, faster
body for emergency changes

A

® Emergency change post-
implementation reviews fold
into the next standing CAB

©e00 006

¢ Best practices: structured ROUTINE CHANGES
agendas, pre-reads, right-sized iRt O (PRE-AUTHORIZED)
CROSS-SERVICE EMERGENCY FAST LANE

attendance, clear decision records CHANGES CHANGES



/e Communication and

28/ Stakeholder Coordination

Communication is part of
change control, not a soft add-on

Tailor messages: executives,
service desk, operations,
security, end users

EXECUTIVES SERVICEDESK | OPERATIONS END USERS

0

Use release notes, change - AT = = .
calendars, and operational
handoffs

Service desk manages user
impact, known errors,

post-change support
Communicate before, during, — @ @-®

and after implementation

Clear communication reduces
resistance and prevents surprises

Seamless handoffs. Consistent messages. Successful change.




Metrics, KPIs, and Reporting

Core metrics: success rate, failure
rate, emergency change ratio,
lead time, backout rate,
change-caused incidents

Segment all metrics by change
type: standard, normal,
emergency — blended numbers
hide problems

Avoid vanity metrics that
reward bypassing controls or
inflating approval counts

Use data for continual

improvement, not to blame teams

Benchmarks are context-dependent;
compare your organization
against itself over time

—— KEY CHANGE METRICS ——

CHANGE SUCCESS RATE

EMERGENCY CHANGE RATIO
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CHANGE FAILURE RATE

- TRAFFIC LIGHT CODE

_

-

® ©-ro @ veLow @ ocreen

. Unacceptable At risk Acceptable
Act now Monitor closely Keep it up

@ Change success rate = (successful changes + total implemented changes) x 100




Implementation Roadmap and Common Pitfalls

CURRENT ASSESS \ FIND QUICK WINS BUILD CATALOG PILOT SCALE SUSTAINED
STATE Understand Identify and deliver Create a standard-change Pilot with governance " Expand adoption VALUE
current state and low-effort, high- catalog from repeatable, //  and refine processes ‘and'continuously
opportunities value changes low-risk, proven changes and models improve
| |
\ I
< ‘l\ | ¢

Phase the rollout: assess, find quick wins, build catalog, pilot, then scale

» Pitfall: treating every change as normal overloads CAB and hides real risk

),
)
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Build a real standard-change catalog from repeatable, low-risk, proven changes

Re-certify change models regularly so they stay genuinely low-risk

&

A

Automate clerical work, but keep human accountability for risk acceptance



Action Plan and Next Steps

= - Assess current change posture
Q against ITIL 4 practice success factors

/ - Focus first on one area: standard
@ catalog, risk matrix, CAB, reporting,

or emergency governance

‘”“”‘n — - Define 30-60-90 day actions
ooo with owners, metrics, and
readiness criteria

o - Establish a regular review
'?%) cadence to adapt on data

- Maturity is a journey of
continual improvement,
not a destination
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