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Agenda

Introduction

What was the problem?

Why did we need to fix it?

What have we done to overcome it?

What have we learned?

What are the next steps?
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Configuration Management of Services….

Or One Hundred Words for Snow
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There’s a popular urban legend that the Eskimo 
language has 100 different words for snow. 
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About 18 months ago in BT, when we started to look at 
standardising our technological and business 
terminologies across the company – we recorded 43 
different uses of the word “service”
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Why Was This an Issue?

• IT not fulfilling customer requirements in recording, 
monitoring, measuring and managing ‘services’ that 
were understood by the business

• ISO20K registration would be affected
• Multiple sources of information were starting to 

appear
• Reporting against SLAs was inconsistent
• Fundamental underpinning of our Service 

Management processes and our ability to deliver to 
the end customer

• Risk of incorrectly identifying the criticality of services 
and their components – impact analysis
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How Did We Approach the Problem?

• Key Stakeholders (IT and Business)
– SMs and BRMs
– CIOs (Line of Business)
– Key process owners

• Clear Articulation of the benefits 
– Improved Incident, Problem and Change Management
– Easier and more flexible reporting
– Control & Compliance
– Consistency
– Simplification

• A Phased Approach
– Small steps towards a defined goal – distinct projects
– Top down rather than bottom up
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The First Step

Define what we actually mean by a “service” in this context.

Agree and socialise that definition

Ensure that it becomes embedded everywhere that needs to 
make use of it
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What do we mean by Service?
• ITIL/ISO20000 offer various definitions of service including:

“ One or more IT systems which enable a business process.”

• Within BT we currently manage at the IT System Level. e.g. we 
raise Incidents against “IT Systems” as opposed to “Services”

• From an ISO 20000 perspective we have to to define ‘service’

• Proposal

• We define “Service” as “IT System” A logical entity consisting 
of hardware, software, documentation, people and network 
access configuration items that have been chosen to support a 
business function. 

• We separately define ‘E-E Service’ as “ One or more Services( 
IT systems) which enable a business process.”
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What do we mean by End to End?

What is E2E

• Look at our business process from 
customer’s perspective
– What is the customer experience
– Which business functions we perform to 

fulfill customer’s need
– What systems / manual steps support 

those business functions
– Where are the bottlenecks or fallout points

• Prioritize IT projects to deliver the 
greatest impact on customer 
experience
– Shorten cycle time
– Improve % right 1st time
– Increase customer satisfaction
– Reduce cost of doing business
– Maximize ROI

• A new IT mentality
– Doing the right thing vs. 

doing things right
– Customer oriented vs. 

system oriented
– End-to-end optimization 

vs. function silo 

• A new decision making 
process
– Quantitative vs. 

qualitative 
– Top Down vs. bottom Up
– 80/20 rule

End to End - The externalcustomers view of internal processes
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Definition done - Next Step

Look at the similar data sources and systems:

Configuration Management – using the internal CMDB called 
Supportal/SALSA – creating mappings called “IT System”
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What do we mean by Service?
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What do we mean by Service?
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Next Step
Look at the similar data sources and systems:

Service Reporting – using an internal tool called IPSWICH being 
fed from the CMDB but creating mappings called “Service”
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What do we mean by Service?
• IPSWICH
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Next Step
Look at the similar data sources and systems:

BCM – using an internal tool called RASOR

being fed from the CMDB but creating mappings called
“Service Platform”



3rd British Computer Society Configuration Management Specialist Group Conference

Cathy Wright, BT            www.bcs-cmsg.org.uk 9

© British 
Telecommunications plc

What do we mean by Service?
• RASOR
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Next Step
Look at the similar data sources and systems:

Incident Management – Using the standard Helpdesk tool
being fed from the CMDB but creating mappings called

“Critical Services” on an Excel spreadsheet
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Critical Service System Summary

18Business Broadband

4Conferencing 

17Payphones

17BT.com

56CCC Sustainability

21Consumer Broadband

27Consumer Mobility

11EMP

23WLR

0WES/BES

12LLU SMPF Provision

15LLU MPF/ SMPF Repair

13LLU MPF Provision

No. of 
Systems

Critical Service

0Business Mobility

7Private Circuits

8Voice

58Broadband

3GS Prime (aka Clarity)

21Service Assurance (SRING)

26Information Man (IM)

20Service Fulfilment/ Delivery 
(SPRING)

10Leased Line

13PSTN

No. of 
Systems

Critical Service

35Wholesale Networks

5Wholesale Markets

0Products and Strategy

2BT Pay

0Transfer Engineering

12Infrastructure –N/A

15Infrastructure – L2C

0Broadband

17Voice – T2R

20Voice – L2C

14Ethernet PC – T2R

15Ethernet PC – L2C

No. of 
Systems

Critical Service

Note: There are 135 independently Critical Systems that are not components of 
Critical Services
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Next Step

System and Process Alignment

Again, an iterative and consultative process

The definition was key – because it had been agreed at both a 
senior level and a working level, everyone felt invested in 
making the required changes

Learning point – different activities might well require a different 
view of the data – the ability to logically group different entities 
for different purposes is very important and for us, bought 
Config into even greater contact with our Service Reporting 
team
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What Next?

OK, everyone’s on the same page (or at least they are in the right 
library)

We’ve defined a ‘service’ and  ‘e2e service’, we’ve aligned the 
systems using them and the spreadsheets are on the way out.

What’s our process for managing them?

Many, many questions:

What are the characteristics? How does an E2E Service come into 
being? How do we tell that it is an E2E Service and not some 
other logical grouping that we just want to measure? How are we 
going to control change? 

From the CM point of view – how is the information about an E2E 
service controlled and maintained and who is responsible?
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Ownership and Validation

Ownership is a tricky concept in CM

1:1 relationships are easily understood

That’s my laptop
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Ownership and Validation

Hardware CI’s like servers?
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Ownership and Validation
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Ownership, Roles and Contacts

• Ownership Charters
• Key Roles
• Default Ownership of those roles
• Regular Validation
• Escalation Procedures
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Ownership, Roles and Contacts

• Business Owner (2000+)

• IT Service Manager (280+)

• IT Physical Location Manager (22)

• Charters and Policy readily available and understood 
so the roles and responsibilities are clear
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Key Role Validation – Email validation request
• At six monthly intervals, key roles holders are emailed a request to 

validate continued responsibility for either assets or IT Systems.

• The email provides a link to SALSA. On entering SALSA, via 
Gatekeeper you will see the following message.
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Key Role Validation – Outstanding validations
The Contact Overview page displays a table entitled Outstanding 
Key Role Validations. Click on the role requiring validation.
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Key Role Validations 

The validation page enables you to validate, dispute or transfer. 
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Key Role Validations - Transfer

If you know the correct role holder transfer by clicking on Find Contact in the 
Transfer Key Role Ownership box. Next, select all of the key roles you wish to 
transfer to that person and then click the transfer button.  The nominated person is 
emailed advising them of the change.  If the change is disputed the email advises 
the nominated person to reply to the email, the Configuration Management Team 
will then deal with the issue. 



3rd British Computer Society Configuration Management Specialist Group Conference

Cathy Wright, BT            www.bcs-cmsg.org.uk 16

© British 
Telecommunications plc

Key Role Validation – Dispute 
The validation page enables ownership to be disputed where the 
actual role holder is unknown.  This is done by selecting a key role 
and then clicking the dispute button.  The Configuration 
Management Team will then deal with the issue.
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Key Role Validation – Validate or decommission

• If ownership is correct but the IT System/Service in 
question no longer exists then the standard 
decommissioning process is invoked to arrange 
removal of system assets. 

• Once this has been followed, the IT Assets are 
marked as Dead and the IT System/Service is 
marked as Terminated, and subsequent emails will 
not be sent to the Business Owner or IT System / 
Service Manager. 

• Ownership is validated in this instance
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How to get people on board….

• Increase the levels of accurate data, thus improving 
incident resolution times

• Ensure that key roles are filled consistently

• Remove bottlenecks in the input process

• Lower the risk of human error 

• Ensure that data can be both trusted and easily 
maintained

© British 
Telecommunications plc

Where are we now?

• E2E Service Maps in SALSA
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Where are we now?

• E2E Service Maps in SALSA
• Lifecycle Alignment 
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IT Asset Lifecycle

Birth/
Config

Build
Allocate

to
IT Sys

Use
In-Life

Reuse
Move

Fault
fix

IT System Lifecycle

Req &
Design

Detailed 
Design

Operational
Service

Ceased/
Terminated

Prepare 
for Release

End to End Service Lifecycle

Pre-Launch Stable
Undergoing 

Major rework

Death

Ceasing

E2E Services 
(Business Service)

Service (Technical Service)

Assets/CIs

No longer 
used

Lifecycle Alignment
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Where are we now?

• E2E Service Maps in SALSA

• Lifecycle Alignment

• Agreed SLA Framework with the GSLA in place 
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But it’s not over yet….

Spanner in the works? Or a red herring?

BT’s Architectural Strategy

14 Matrix Platforms & reusable capabilities

Actually a red herring, although a confusing one. Mappings 
required but held in yet another spreadsheet

© British 
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Spanner in the works 2? Or another red herring?

BT’s End to End Customer Processes

This was more complex to deal with, as these processes existed 
in concept, but no mappings had been considered

Actually – these are vital. 

This is the final logical layer that takes our definition of ‘service’
and ‘e2e service’ to the appropriate business level and still 
allows us to map back in various ways to the underlying 
Configuration Items
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From customers’ perspective, there are 3 major E2E processes

Procure-
ment and 
operations

Concept to 
market 

Lead to 
cash 

Trouble to 
repair

Network 
event
Network 
event

Test and 
diagnosis 
Test and 
diagnosis 

DispatchingDispatching Repair Repair 
Quality 
control
Quality 
control

Identif-
ication of 
customer 
needs

Evaluation 
and 
screening

Business 
model dvlpt.

Prototype 
development
and testing

Trouble 
forecasting 
and 
monitoring

Root cause 
identification 

Assignment & 
processing of 
repair job

Fault 
resolution at 
customer end

Quality 
verification 
and closure

Customer 
acquisition
Customer 
acquisition

BillingBilling

Generation 
of leads and 
conversion 
to order

Order 
placement and 
processing

Service 
provisioned by 
field force

Testing of 
service 
quality

Bill posting 
and dispatch 
to customer

Assurance Assurance 
Fulfilment

Dispat-
ching

Activa-
tion 

Fulfilment

Dispat-
ching

Activa-
tion 

Order 
processing
Order 
entry

Order all-
ocation

Collec-
tions 
Collec-
tions 

Customer 
payment 
collection and 
booking

Need 
discovery

Concept 
generation

Concept 
prioritisation

Concept 
develop-
ment

Technical 
realisation

TestingProto-
typing

Technical 
realisation

TestingProto-
typing

Technical 
realisation

TestingProto-
typing

Ops 
preparation

Commerc-
ialisation

Concept 
design

Product 
launch & 
Mass 
commercialisa
tion

Alarm & 
trouble id-
entification

Alarm & 
trouble id-
entification

Fault identifi-
cation and 
reporting
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Concept to Market

Lead to Cash

Trouble to Resolve

x

x
x

x

x

x

Data stores (X)
accessed by an Application
or by other IT System Types     
(eg Robot, Test and Dev)

Remote Rooms

Physical Data mapping from BT Processes

Data Centres

Non BT premises

x

x

x x

xx

x
xx

x x

x

x x

x

x

x x

(per Product)

(per Incident)

(per Sale)

LOB Process Programmes

(UK & Rest of World)

x

mappings

mappings

Overhead Processes eg HR, Finance, Security
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Concept to Market

Lead to Cash

Trouble to Resolve

x

x
x

x

x

x

Physical Assets (X)
accessed by an Application
or by other IT System 
Types     (eg Robot, Test 
and Dev)
Remote Rooms

Physical Data mapping from BT Processes and 
to Logical Matrix Platforms

ICT (additional to Programmes)

Data Centres

Enterprise Information

Billing & Payments

Collaboration

Portfolio Management

Non BT premises

x

x

x x

xx

x
xx

x x

x

x x

x

x

x x

(per Product)

(per Incident)

(per Sale)

Matrix Platform Programmes

LOB Business Process Programmes

Enterprise Management

Service Execution

Service Management (NT)Service Management (IT)

NS&I DesignIntegration & B2B

(UK & Rest of World)

x

mappings

mappings

Overhead Processes eg HR, Finance, Security

Customer Management

Access Management

Convergent Operations

Domain Management

Network ResourcesInfrastructure Resources

End To End Test Resources

S
A
L
S
A
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Where do we go from here?

• Still areas to be dealt with:

– Business Impact and Criticality
– Service Differentiation (now enabled)
– Impact of virtualisation
– Legacy vs new
– Toolset consolidation and migration
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Our legacy estate

• Less Service Oriented Architecture
• More Spaghetti Oriented Architecture
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Tools and Advances?
• Application Dependency Mapping – starting to 

unravel that spaghetti

– Gartner refer to a number of vendors in this area

– How will I use it?
• Policy driven exception checking

• Reconciliation

• Service hotspots



3rd British Computer Society Configuration Management Specialist Group Conference

Cathy Wright, BT            www.bcs-cmsg.org.uk 25

© British 
Telecommunications plc

What have we learned?
• We are soooo ready for ITIL 3! 

• Multiple data sources are always an issue for 
Configuration Management, and they mostly occur 
when people have their own take on a subject – all of 
a sudden an Excel spreadsheet is driving your 
Incident Management!

• Automation/Discovery in this area is going to be 
fascinating – check out some of the vendors here in 
the exhibition

• Process, process, process…

Questions?

Author : Cathy Wright, Head of Configuration Management, BT

Contributors : Eddie Potts, Service Development Manager, BT

: Sydney Charles, Security, Risk and Compliance, BT


