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SUMMARY:

Following several meetings and brainstorming sessions, the Rice IT managers have compiled this document where we:

· select and review the ITIL terms that are relevant to Change Management (Section 1)
· review the recommended flow of activities in the Change Management Process and the roles and responsibilities associated with each activity (Section 2)

· present specific proposals inspired by the abstract ITIL guidance that will fit Rice IT’s needs (Sections 3, 4, and 5)
The ITIL framework views the services offered by an IT organization as an immediate and relevant response to the actual needs of the customer with the purpose of bringing value to the business or school. The guidance identifies the different stages in the lifecycle of a service and the various Processes involved. Change Management is one of them. Please see Table 1 following the Summary for a very brief explanation.
The ITIL guidance recommends the use of standard, common terms for better communication among the various levels of managers and team members. We have agreed to adhere to this common language in this document. We hope that this common terminology will also facilitate our communication with other institutions when we collaborate, present at conferences, or simply brainstorm with peers from those institutions. For these reasons we provide the review of the common terms in the glossary below for the convenience of our Directors and we ask for their patience with Sections 1 and 2.
TABLE 1: WHERE CHANGE MANAGEMENT STANDS IN THE ITIL v.3 GUIDANCE
	ITIL v.3
	Service Strategy: sets the general strategy of “what is required”; create a service “model”

	Stages of Service
Life

Cycle
	Service Design: creates the configuration of “what is required”; creates a “Service Design Package” with new or changed service configurations
	Service Transition: an internal to IT service that focuses on moving from “what is required” to “how it is implemented” with minimal negative impact to the business
	Service Operation: delivery and support of services; the “how it is implemented” of services

	Processes in each Stage
	Service Level Mgmt
	Transition Planning and Support
	Event Mgmt

	
	Service Catalogue Mgmt
	Change Mgmt
	Incident Mgmt (Break-Fix)

	
	Availability Mgmt
	Service Asset and Configuration mgmt
	Problem Mgmt

	
	Information Security Mgmt
	Knowledge Mgmt
	Request Fulfillment

	
	Supplier Mgmt
	Release and Deployment Mgmt
	Access Mgmt

	
	Capacity Mgmt
	Service Testing and Validation
	

	
	IT Service Continuity Mgmt
	Evaluation
	

	
	Continual Service Improvement: Baseline, measure, improve


SECTION 1:  GLOSSARY OF TERMS
The following terms are used mostly within the context of the Change Management Process.

Change: The addition, modification or removal of approved, supported or baseline hardware, network, software, application, environment, system, desktop build or associated documentation.
Service Change: The addition, modification or removal of authorized, planned or supported service or service component and its associated documentation.

Request For Change (RFC): A form or screen used to record details of a request for a Change to any CI. Information that the RFC needs to contain is: RFC number, Who will be impacted, Description (what, where), Impact assessment, Schedule recommended (when), Reason (why), Contact person (who), Back out plan (what if?)
Initiator: The manager or other IT staff that requests authorization to make a change.
Standard Change: A pre-approved Change that is low risk, relatively common and follows a Procedure or Work Instruction. RFCs are not required to implement a standard change and they are logged and tracked using a different mechanism, such as a Service request. 
Criteria for a change to be a standard change are:

· Low risk but well understood

· The result is specific and well known

· The procedures and tasks are well known, documented and proven

· There is a defined trigger to initiate RFC

· Delegated can be clearly identified and given authority to approve each occurrence of the change (pre-authorized by the change management)

· Budgetary approval is within the control of the Change Requester.

Normal Change: A change that is the addition, modification or removal of an authorized, planned or supported service or service component and its associated documentation. It requires an RFC.

Emergency Change: A change that must be introduced as soon as possible. The Change management process should have a specific procedure for handling those.

Change Control: A procedure to ensure all changes are controlled, including submission, analysis, decision making, approval, implementation, and post-implementation of a change.

Change Model: A repeatable way of dealing with a particular category of change. It defines the steps that will be followed for the change to happen.

Forward Schedule of Changes (FSC): Contains details of all the Changes approved for implementation and their proposed implementation dates. This should be agreed to collaboratively with the customers and business, Service Level Management, the Service Desk and Availability Management. Once agreed, the Service Desk should communicate to the user community at large any planned additional downtime arising from implementing the Changes, using the most effective methods available. The Change manager is typically responsible for updating and maintaining the FSC.
Remediation Planning: These are the back-out plans to revert to the pre-change state for any change. These should be available and if not possible, other contingency plans should exist. These will help determine the risk.
Change Priority: Immediate, High, medium Low

Change Impact: Minor, Significant, Major

Example of Prioritization Matrix (Table 2):

	Impact\Risk
	Minor (1)
	Significant (2)
	Major(3)

	Low (1)
	1+1=2
	1+2=3
	1+3=4

	Medium (2)
	2+1=3
	2+2=4
	2+3=5

	High (3)
	3+1=4
	3+2=5
	3+3=6


The Impact, Priority and Risk Categorization of the Change may dictate which Change Authority needs to approve it.

Change Manager: This is a role assigned to one person in the organization. This is the manager of the Change Process itself. The role can be assigned to a manager any level of the organization. The main duties of the Change Manager are to

· Receive and log RFCs, allocate priority (with the Initiator)

· Table RFCs for CAB meeting, issue an agenda, circulate RFC before meeting to CAB members

· Convene and Chair CAB and ECANB meetings

· After consideration of the advice given by CAB or ECAB authorize RFCS

· Issue Change Schedules via the Service Desk

· Liaise with all parties to coordinate Change building, testing and implementation

· Update the Change log with all progress, including actions to correct problems and take opportunities to improve service quality

· Review all implemented Changes to ensure they have met their objectives. Refer back any that have failed

· Review all outstanding RFCs

· Analyze Change records to determine any trends or apparent problems. Seek rectification with relevant parties

· Close RFCs.

· Produce management reports

Change Advisory Board (CAB): a body to support the authorization of changes and to assist in the assessment and prioritization.CAB should have flexibility of membership and include meetings and other interactions. May include: Customers, technical, Application, and Operations staff, Suppliers and Contractors, other process managers or other parties as appropriate
Emergency Change Advisory Board (ECAB): A body that must be able to assemble quickly to support the authorization of Emergency Changes

Change Authority: this is a role (person or group of people) that provide formal authorization for each change.

Example of Change authority model (TABLE 3):

	Change Authority Level
	Local Authorization Change Manger
	ECAB, CAB
	IT Mgmt Board
	Senior Board

	Risk category
	2
	3,4
	5
	6


SECTION 2:   FLOW OF ACTIVITIES AND ROLES AND RESPONSIBILITIES IN THE “NORMAL” CHANGE MODEL (PER ITIL GUIDANCE)

SECTION 3:   PROPOSALS FOR RICE IT

We recognize that at Rice we do indeed encounter different levels of changes: Standard, Normal, and Emergency as defined in the glossary above.
 We propose that the manager of each department identifies a list of changes that are standard and that each Director approves the list of standard changes for their managers. Each department documents, logs and generally manages standard changes internally in their preferred method. 
We propose to establish the role of “Change Manager” as the person that manages all aspects of the Change Management Process and the duties that are listed in the glossary above. We recognize the fact that some of these duties are currently carried out by the Director of SAI and we propose that Barry assumes the role of the “Change Manager”.

The manager of each Department can be the Initiator of a Request For Change (RFC).

We propose the creation of a Change Log that will contain all RFCs. (See specifications in Section 4 below)

RFCs for Normal and Emergency changes will be submitted by the Initiator to the Change Log.

We assume that ITEC is our Change Authority Board (CAB), which convenes once a week for the purposes of reviewing Change Requests. It is the duty of the Change Manager to process each RFC (Request For Change) through CAB for approval.
We recognize that it is one of the duties of the Change Manager to liaise with all parties and stakeholders in order to determine the impact or other details of a normal change and we propose that the Change Manager also chairs the Change Review Meetings that continue to be held once a week and should contain a technical conversation, impact analysis and recommendations to the Change Manager from the various parties and stakeholders. So, the Change Review meetings’ purpose will be to facilitate the communications of the Change Manager with the various parties, not to authorize changes.

We would like to ask ITEC to define the members of the Emergency Change Authority Board (ECAB) and clarify the details of the emergency change process, such as emergency calling tree for approving directors etc.
We propose that the Change Manager is responsible for updating the Change Log with all information (approvals, reschedules etc) and that the various stakeholders are responsible to keep up to date with changes by reviewing the Change Log as often as they need

SECTION 4:  PROPOSED SPECIFICATIONS FOR RFCs AND FOR THE CHANGE LOG.

We propose RFCs should contain the following fields of information:
· RT ticket number (auto)
· Subject (one line “title”) 
· Proposed start date and time

· Proposed stop date and time

· Description of change (activity)

· Reason for change

· Service affected

· Impact assessment (population affected, downtime, criticality of service)

· Risk assessment 
· Location

· Initiator (=RT requestor)
· Back out plan

· IT technical contact (IT staff performing the change)

· IT manager

· Quality Assurance

· Stakeholders

· Notification (initiator needs to suggest notification method)

· Status (approved, proposed, etc)

· Approval date and time

· Approved by

· Actual start date and time

· Actual stop date and time

We recognize the need for an online form to be available to the Initiator for the submission of RFCs. We also recognize the need for the information in the Change Log to be available at all times via different views for different stakeholders:
· Service Desk view: may be in the wiki,  the IT website or other dashboard and/or calendar format that can concisely display for all recent and upcoming changes
· Customer view: in the wiki or Rice website
· Reporting view: for the extraction of statistics, metrics etc
· CAB view: wiki/web/RT or combination view for facilitating the authorization process
SECTION 5: PROPOSED FLOW OF ACTIVITIES FOR RICE IT
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