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时间安排

• ITIL实施的挑战和IBM的应对措施

• 自由讨论和问答



行业中领先CIO希望能够通过减少IT在运行维护
方面的支出，来达到4个目标

1. 表明对IT的有效管理

2. 为支持业务战略目标而制定的IT计划提供空间

3. 在不额外增加企业对IT的投入的基础上，继续增加在技

术研发方面的投入

4. 削减整体IT成本

一个公司如果在 IT运维方面的支出低于行业的平均水平，
就可以得到更好的业务表现

Source: Forrester research “US IT Spending Benchmarks For 2005” 24 May 2005



Source 1: Gartner Research “U.S. IT Spending and Staffing Survey, 2005, Table 5” dated 2 November 2005
Source 2: Forrester research “North America’s 2006 Enterprise IT Spending Outlook” 3 February 2006

2006年，77% 的企
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CIO希望能够提高IT运行的效率和效能



IT Service Management
“IT服务管理就是通过对人员、流程、技术和信息的集成管理来确保向客户提供

有价值的高质量和低成本的IT服务。”

借助于有效的流程、组织、信息和技术，对IT组织所具备的各种能力进行管理

管理IT以实现业务目标

管理IT服务的全部生命周期

包含ISO IEC 20000, ITIL和PRM-IT描述各种管理流程

IT Service Management
“IT服务管理就是通过对人员、流程、技术和信息的集成管理来确保向客户提供

有价值的高质量和低成本的IT服务。”

借助于有效的流程、组织、信息和技术，对IT组织所具备的各种能力进行管理

管理IT以实现业务目标

管理IT服务的全部生命周期

包含ISO IEC 20000, ITIL和PRM-IT描述各种管理流程

IT服务管理和ITIL

IT Infrastructure Library (ITIL)IT Infrastructure Library (ITIL)

The IT Infrastructure Library (ITIL) 是描述被行业

广泛接受的IT服务管理最佳的管理实践。

企业通常首先根据ITIL推荐的管理实践来改善

IT服务管理

服务策略|服务设计| 服务移交| 服务运维| 服务持续改进



ITIL是否可以包治百病？



ITIL理论框架对指导运维管理不足的几个领域

• ITIL的理论框架只是从流程角色的角度对岗位提出了要求，而缺乏从

数据中心业务管理的角度提出完整的职能框架

• ITIL的框架缺乏可以落地的管控模型

• ITIL的成熟度模型适用于已经熟悉流程化运作的企业，对于中国企业
普遍习惯于行政化管理和依赖个人能力的现状，ITIL目前的成熟度模

型不能够提供有效的、针对实施步骤的指导

• ITIL的框架对于运维组织的规模有一定的要求，并不完全适用于小型
的IT运维组织

• ITIL的框架目前不提供对于组织变革的过程控制模型和方法

• ITIL的框架也没有说明如何整合第三方维护厂商的服务，以及对第三

方维护厂商的管理和服务质量的监控

ITIL在中国经历了五到六年落地实施的历程，对提升中国用户的
IT管理水平做出了很大的贡献。但同时也让我们对ITIL理论框架

对运维管理的适用性有了深刻的理解



ITIL并不是IT管理的全部，IBM从CIO的视角总结了
IT管理8个方面 （IBM的PRM-IT）
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IBM PRM-IT 流程模型: 涵盖了8个领域的 41 个流程
IT Governance and Management System

IT Governance and Management System
Framework

IT Governance and Management Capabilities
IT Management System Operation
IT Governance and Management System 

Evaluation

IT Governance and Management System
Framework

IT Governance and Management Capabilities
IT Management System Operation
IT Governance and Management System 

Evaluation

IT Customer Relationships

Stakeholder Requirements Management
IT Customer Transformation Management
Service Marketing and Sales
Service Level Management
Customer Satisfaction Management

Stakeholder Requirements Management
IT Customer Transformation Management
Service Marketing and Sales
Service Level Management
Customer Satisfaction Management

IT Administration

Financial Management 
Asset Management
Supplier Relationship Management
Service Pricing and 

Contract Administration
Workforce Management
Knowledge Management

Financial Management 
Asset Management
Supplier Relationship Management
Service Pricing and 

Contract Administration
Workforce Management
Knowledge Management

IT Resilience

Compliance Management
Security Management
Availability Management
Capacity Management
Facility Management
IT Service Continuity

Management

Compliance Management
Security Management
Availability Management
Capacity Management
Facility Management
IT Service Continuity

Management

IT Operational Services

Service Execution
Data Management
Event Management
User Contact Management
Incident Management
Problem Management

Service Execution
Data Management
Event Management
User Contact Management
Incident Management
Problem Management

Solution Deployment

Change Management
Release Management
Configuration Management

Change Management
Release Management
Configuration Management

IT Direction

IT Strategy
IT Research and Innovation
Architecture Management 
Risk Management 
IT Portfolio Management
Program and Project Management

IT Strategy
IT Research and Innovation
Architecture Management 
Risk Management 
IT Portfolio Management
Program and Project Management

Solution Development

Solution Requirements 
Solution Analysis and Design
Solution Build
Solution Test
Solution Acceptance

Solution Requirements 
Solution Analysis and Design
Solution Build
Solution Test
Solution Acceptance PRM-IT V2



IBM PRM-IT 流程模型包含了ITIL 核心的10个流程

Core Alignment ProcessCore Alignment Process

PRM-IT V2
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Customer Satisfaction Management

Stakeholder Requirements Management
IT Customer Transformation Management
Service Marketing and Sales

Service Level Management
Customer Satisfaction Management

IT Administration

Financial Management 
Asset Management
Supplier Relationship Management
Service Pricing and 

Contract Administration
Workforce Management
Knowledge Management

Financial Management 
Asset Management
Supplier Relationship Management
Service Pricing and 

Contract Administration
Workforce Management
Knowledge Management

IT Resilience
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IBM PRM-IT 的流程模型: ITIL alignment

Core Alignment Process
• Extended Alignment Process

Core Alignment Process
• Extended Alignment Process

PRM-IT V2
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ITIL是否可以一步到位？



IT管理体系建设需要分阶段逐步提升，各阶段面临不同的问

题和挑战

自我优化
持续发展

管理透明
绩效驱动

流程整合
协同固化

制度建立
体系完善

由简入繁 由繁入简 由简入深 由深入广

人治阶段
人治阶段

制度化阶段
制度化阶段

可执行阶段
可执行阶段

可管阶段
可管阶段

可控阶段
可控阶段

管
理
阶
段

管理目标

1、规范制定

2、体系化 (integration)

3、协同规则

1、流程整合

2、固化（电子化）

3、协同

1、指标创建

2、体系化(balance score card) 

3、绩效驱动

1、控制原则制定与贯彻

2、控制职能设计与建立

3、控制流程设计与执行
国内国内ITIT企业企业

很多处于这很多处于这
个阶段个阶段

阶段一：可用阶段阶段一：可用阶段 阶段二：可管阶段阶段二：可管阶段 阶段三：可控阶段阶段三：可控阶段



通过分阶段分步骤项目建设，逐渐提升IT管理水平，达到可控优化阶段

•以构建监控管理平台体系为主

•包括网络管理、系统管理、桌面管理和
集中事件管理平台

•CMDB:与监控管理数据实现集成、互
动

•子系统集成：各监控子模块与事件管理
平台集成，桌面管理和资产管理的集成

2006/12
•初步建立IT资产管理平台

•子系统集成：资产为CMDB预留接口、
二

可管阶段

2009
•以全面完善IT管理体系，通过ISO20000为目标

•包括流程完善、监控完善和管理制度完善等
五可控阶段

2008

•以构建业务服务管理视图(A)和流程完善(B)为主

•包括BSM、应用管理、知识管理、发布管理、SLA、服务目录等

•CMDB（SKMS）：扩展到对知识管理等的支持

•子系统集成：BSM与CMDB集成、报表门户集成

四

三 2007/05

•以构建服务管理流程体系主要框架与
流程为主

•包括问题、服务请求、告警、配置、
变更管理流程

•CMDB:建立围绕配置流程、资产管
理的CMDB
•子系统集成：资产与CMDB集成

2006/10•即目前在建项目，初步建立服务平台：事件、操作管理流程

•机房为监控预留接口
一

可用阶段

建议时间当期项目建设内容步骤模块管理阶段

项目实施样例



管理分析（报表）系统+服务门户（Portal）管理分析（报表）系统+服务门户（Portal）

服务战略
需求管理、组合管理、财务管理

业务关系管理

服务战略
需求管理、组合管理、财务管理

业务关系管理

服务流程管理平台
监控管理平台

网络管理 系统管理 机房管理 桌面管理 应用管理 其他监控

31 2

服务设计
服务目录管理、SLA管理、容量管理

可用性管理、持续性管理、供应商管理

服务设计
服务目录管理、SLA管理、容量管理

可用性管理、持续性管理、供应商管理

服务移交
变更管理、配置管理、知识管理、
发布部署管理、测试评估管理

服务移交
变更管理、配置管理、知识管理、
发布部署管理、测试评估管理

服务运营
事件管理、操作管理、问题管理、
服务请求管理、告警管理、访问管理

服务运营
事件管理、操作管理、问题管理、
服务请求管理、告警管理、访问管理

服
务
持
续
改
进

服
务
持
续
改
进

资产管理平台

CMDB

合同管理合同管理 资产管理资产管理 采购管理采购管理 备件管理备件管理

业务服务管理业务服务管理

4 5

业务视图展示业务视图展示 告警监控告警监控 综合报表综合报表

告警关联告警关联

告警过滤告警过滤

故障管理故障管理 性能管理性能管理 配置管理配置管理

项目建设分阶段图例



ITIL如何适用不同的客户？



从理论和最佳实践 … 到有效的实施

您需要用正确的信息武装起来的训练有素的人员，来执行明确的、依靠技术手

段得以自动化的流程，为它们所支持的业务提供高质量的IT服务。IBM根据项目

经验提炼的实施指引和模板作为实施的基础，加快了实施进度，降低了风险。

人员

角色、团队和功能

技能要求

工作描述

绩效指标

流程

技术和信息要求

政策和治理

流程设计

详细工作流

信息

信息要求

数据模式

信息流

接口和集成

技术

ITSM 架构

工具要求

工具评估和选择

工具安装

员工水平

资源获取

培训课程

员工培训

开发环境

客户化和集成

测试

部署

工作流程实施

程序

测量

报告



ITIL实施的技术架构需要考虑的因素

• 在服务管理中需要包含多种技术，这些不同的技
术和平台都需要整合

• 90年代的平台架构不能提供服务管理所要求的集

成性

• 流程系统不应该成为一个新的孤立系统

• 流程和服务应该构建在同一的集成平台，平台的
集成性是成功实施的关键

• IBM提供了整合的技术平台集成流程和服务，包括

– 人员集成 （门户和统一认证）

– 流程集成 （支持IT管理的各种流程）

– 信息集成 （统一的CMDB）
– 技术集成 （集成IT监控系统，自动分发和部

署系统，邮件，短信，OA，ERP，CRM…）
Service management 
integrates people, processes, 
information and technologies 
to break down silos



企业在实施ITIL时通常都会遇到困难

• 理论

• 最佳实践

• 框架

• 方法论

• 现实世界

– 日常操作

– 产品化

– 部署

• 流程和操作步骤

• 实施和部署计划

• 员工培训

• 定制要求



IBM的ITSMDD实施方法可以弥补理论和实践之间的鸿沟

Assessm ent

Strategy

Solu tion 
Selection

Phase 1
D efine Solution Approach

High Level Design

Processes

A rchitecture

O rganization

D ata

Phase 2
Design Solution

Detail Design

Develop

D eploy

Phase 3
Im plem ent Solution

O peration

M anage Delivery

Phase 4
D eliver Service

IBM Methods

人员

技术

流程信息
IT Service

Management



采用IBM ITSMDD 是成功实施ITIL的关键因素

IBM全球服务部ITSMDD生命周期和方法

基于业界最佳实践和对超过400个大企业案例的分析

成功的ESM项目遵从生命周期。

当问题发生时，原因总是因为没
有很好地实施生命周期中的一步
或多步。

IBM全球服务部平均项目成本较低
是因为我们遵从生命周期与方法
论，以避免成本超支，返工以及
其它常见的导致ITSM项目失败的
因素

通过遵从一个经过验证的途径
来实施，能够有效地避免返工，
中断以及其它由于缺乏经验所导
致的问题。

阶段1: 策略和评估 阶段2: 设计解决方案

阶段 3: 方案实施阶段4: 提供服务

评估

策略

方案选择

运营

流程

概要设计

技术

组织结构

数据

管理 提供服务

详细设计

开发

实施



IBM的ITIL设计和实施方法的步骤
D

es
ig

n 
of

 IT
 S

er
vi

ce
s

3. 设计工作流，数据模型

和功能，提出组织建议

S122- Procure Hardware/ Software or Services
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Per procurement 
request (or per 

request per asset)

Flat cost
Contract/relationship

 Maintenance

Contract Management Tool Configuration/Asset Tool

Approved 
vendor list

S416- Maintain 
and Manage an 
Asset Database

A823 Select 
Supplier and 

Negotiate 
Contract 

Received 
hardware, 

Software or 
Service

A826 Manage 
Supplier 

Relationship

Vendor 
Performance 

Reports

S121- Manage 
User Requests 

Per each initial 
vendor setup

A825 Receive 
Procurements

A824 
Administer 
Supplier 
Contract/ 

Agreement

A822 
Administer 

Procurement 
Requests

Average time to 
select new 

supplier
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4. 设计流程的具

体执行步骤

5. 流程培训和

工具培训

6. 管理工具的安装，

配置和客户化开发

7. 管理政策和控制手段

KPI管理和报表

Technology

Process

PeopleInformation
IT Service

Management

2. 评估并分析客户现有

的流程，人员组织和技
术要求和数据接口

1. ITIL认证培训



自动化的流程和工作流

IBM的ITSMDD方法为企业提供价值

定义和交付IT服务

管理服务水平

提供财务和计费模型

监控，报告

Technology

Process

PeopleInformation
IT Service

Management

IT Service Management Design

建立服务标杆

正确的对待客户

ITSMDD的目标是

降低ITIL项目的实施成本

改善服务质量

将IT服务和业务目标紧密

结合



IBM的IT服务管理的设计和实施方法包含的实施指引和模板

3. Change Management Process Overview 

Change Management Process Mission Statement  

• Change Management will control all changes to all Configuration Items (CIs) in the
managed environment by: 

• Ensuring standardized methods, processes, and procedures are used for all 
changes from the request for change to the post-implementation review 

• Facilitating efficient and prompt handling of all changes 

• Minimizing the impact of Change-related Incidents upon service quality thus 
improving the day-to-day operations of the organisation 

 
Process Goals 

• Maintain a proper balance between the need for Change against the impact of the 
Change. 

• Minimize the impact of Change-related Incidents upon service quality and 
consequently to improve the day-to-day operations of the organization. 

• Maintain open channels of communication in order to promote smooth transitions 
when Changes take place. 

Process Scope  

• The process starts with the recognition of the need to put in place and define a 
management system to control Change, including procedures and policies; it ends 
with the change being installed and activated. 

• The process includes managing changes from the creation of a request, its 
assessment, through to deployment monitoring and post-implementation review; 

• The process also encompasses  trend analysis and measurement reporting; 

• The process of Change Management is principally managing the Change.  

• The process does not include the technical design and testing of the Change 

• The process does not include the actual implementation of the Change, but 
manages and coordinates the implementation of the Change may also be 
performed by the calling process, e.g. Release Management. 

• Typical in scope changes include: 

• Hardware, Communications Equipment and Software, System Software, Live 
Application Software, All Documentation and procedures associated with 
running, supporting and maintaining the production environment 

• Changes to ongoing projects are out of scope. 

 

Change Management – Carrying Out the Process

High quality requests 
based on criteria that 
adapt to practical usage;
organisation feels 
positive about using the 
change management 
process; feedback loop 
in place.  All change 
types accepted and 
controlled. CAB / EC 
frequently consider 
RFCs electronically 
without the need for 
physical meetings. 
Relevant business areas 
always involved in CAB / 
EC decisions

Change entry is 
automated and process 
rules enforced as a 
result - lead times, 
process path, 
authorization 
requirements etc. are 
always correct. 
Emergency  RFCs are 
always justified and 
handled correctly

Optimizing (5) Now GoalEfficient (4)Effective (3)Aware (2)Initial (1)

Clear criteria; good 
balance struck between 
process standardization 
(automation) and
meeting varied 
departmental needs. 
Risk assessments always 
done. Lead times 
required for all changes 
are enforced.  Change 
types defined for all 
changes. Membership of 
CAB / EC always varies, 
depending on the RFCs 
being reviewed. Business 
areas may be 
represented on CAB

Evaluation regularly 
includes risk assessment. 
Lead times defined for all 
changes, but not 
enforced.  Change types 
are defined but do not 
include all changes. CAB 
/ EC sometimes limited to 
those affected by the 
change. RFCs sent out 
electronically for CAB 
preview

Uneven enforcing of 
criteria and required 
information; process 
known to be frequently 
bypassed. Little or 
ineffective risk 
assessment. Lead times 
defined for major 
changes. Regular CAB 
meetings with a large 
group of people

Much confusion over 
the evaluation criteria: 
not 
agreed/communicated 
with the change 
process participants, 
and possibly changing 
depending on the 
assessors. There is no 
CAB.

Review 
Changes via 
Change 
Advisory 
Board (CAB) / 
Emergency 
Committee 
(EC)

Clear entry point(s); 
authorization works 
(evidence of some 
"rejects" or requests that 
need to be resubmitted 
due to insufficient 
information).
Change Manager 
confirms all priorities and 
categories. RFCs are 
always sent to the correct 
areas for assessment. 
Some Emergency RFCs 
are due to poor planning

Good enforcement of 
required information;
tools/database used 
effectively; "informal" 
authorization process, 
possibly with some 
"rubber stamping". Some 
RFCs are rejected early 
on if data is missing or 
there is an obvious 
conflict of dates. Many 
RFCs are classified as 
Emergency and allowed 
through the process

Clear entry point(s), but 
authorization process 
unclear, and known to be 
frequently bypassed. 
Required information is 
not known by all.

Much confusion over 
the change entry 
process, or there are 
multiple (possibly 
changing) entry points. 
IT gets involved late in 
the cycle -- no notion of 
authorization to request 
changes

Accept & 
Classify 
Changes

Change Management – Carrying Out the Process

High quality requests 
based on criteria that 
adapt to practical usage;
organisation feels 
positive about using the 
change management 
process; feedback loop 
in place.  All change 
types accepted and 
controlled. CAB / EC 
frequently consider 
RFCs electronically 
without the need for 
physical meetings. 
Relevant business areas 
always involved in CAB / 
EC decisions

Change entry is 
automated and process 
rules enforced as a 
result - lead times, 
process path, 
authorization 
requirements etc. are 
always correct. 
Emergency  RFCs are 
always justified and 
handled correctly

Optimizing (5) Now GoalEfficient (4)Effective (3)Aware (2)Initial (1)

Clear criteria; good 
balance struck between 
process standardization 
(automation) and
meeting varied 
departmental needs. 
Risk assessments always 
done. Lead times 
required for all changes 
are enforced.  Change 
types defined for all 
changes. Membership of 
CAB / EC always varies, 
depending on the RFCs 
being reviewed. Business 
areas may be 
represented on CAB

Evaluation regularly 
includes risk assessment. 
Lead times defined for all 
changes, but not 
enforced.  Change types 
are defined but do not 
include all changes. CAB 
/ EC sometimes limited to 
those affected by the 
change. RFCs sent out 
electronically for CAB 
preview

Uneven enforcing of 
criteria and required 
information; process 
known to be frequently 
bypassed. Little or 
ineffective risk 
assessment. Lead times 
defined for major 
changes. Regular CAB 
meetings with a large 
group of people

Much confusion over 
the evaluation criteria: 
not 
agreed/communicated 
with the change 
process participants, 
and possibly changing 
depending on the 
assessors. There is no 
CAB.

Review 
Changes via 
Change 
Advisory 
Board (CAB) / 
Emergency 
Committee 
(EC)

Clear entry point(s); 
authorization works 
(evidence of some 
"rejects" or requests that 
need to be resubmitted 
due to insufficient 
information).
Change Manager 
confirms all priorities and 
categories. RFCs are 
always sent to the correct 
areas for assessment. 
Some Emergency RFCs 
are due to poor planning

Good enforcement of 
required information;
tools/database used 
effectively; "informal" 
authorization process, 
possibly with some 
"rubber stamping". Some 
RFCs are rejected early 
on if data is missing or 
there is an obvious 
conflict of dates. Many 
RFCs are classified as 
Emergency and allowed 
through the process

Clear entry point(s), but 
authorization process 
unclear, and known to be 
frequently bypassed. 
Required information is 
not known by all.

Much confusion over 
the change entry 
process, or there are 
multiple (possibly 
changing) entry points. 
IT gets involved late in 
the cycle -- no notion of 
authorization to request 
changes

Accept & 
Classify 
Changes

Extract Only

Extract Only

组织指引
(角色, 团队, 职能)
服务管理指引
流程再造方法: LOVEM
衡量指标
流程成熟度模型
管理和客户调查
讨论会材料
项目详细计划

组织指引
(角色, 团队, 职能)
服务管理指引
流程再造方法: LOVEM
衡量指标
流程成熟度模型
管理和客户调查
讨论会材料
项目详细计划



IBM的ITIL实施根据用户的规模和成熟度、交付时间和对交付系统的要

求，可以提供灵活的多层次的服务

时间

规模
100% need

金牌服务

80% need

Limited scope BronzeBronze
铜牌服务

SilverSilver
银牌服务

Technology

Process

PeopleInformation
IT Service

Management

Technology

Process

PeopleInformation
IT Service

Management
Technology

Process

PeopleInformation
IT Service

Management

2个月 4个半月到1年 1-2 年



时间安排

• ITIL实施的挑战和IBM的应对措施

• 自由讨论和问答



自由讨论和问答

• 请访问 www.ibm.com/itsm

• 白皮书 - “IBM Service Management:  Practical solutions for today based on 25 
years of continuous thought leadership”

• 联系IBM的客户代表和行业销售

需要更多信息:


