Implementing a Service Design &
Transition Practice

A guide to implementing a Service Design and Transition Practice
within an IT organisation.
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Practice strategy team.

itSMF UK



Contents

FOTEWOIT «ceeeeiiee ettt et et e e et et et et e an s ean s eansennss 3
S o) il T = (U] €= SR PP PPPPPN 3
LiST Of TADLES .. ettt et et et et e e e e ea s eanse 3
LYoo 1N o] uTe] o F PP PP PP PPPPPRRE 4
Service Design & TranSition PraCliCe ..u..iiuiiuiiiiiiiiie ittt etee et et et s e s e s e seneeansannees 6
1.1 D iNITIONS. . ceneii it 6
AV TSI oT g IS ToTo] o To R T @] oY [=Tox €AV =T T 8
2.1 RV AT o] o TR PP P PP PPPPTPPTPPPR 8
2.2 S YoTo] o 1= TN RS 8
2.3 (0] =T 11/ 8
ROLES & RESPONSIDILITIES 1uueuiiiieiieieiieiie e e et e et e e e e e s ae et saesae st eanaananns 9
3.1 Service Design ArChitECT ... iuu ittt st st s e e e eaaeeaeeaaees 9
3.2 Service TranSitioN MaNAGET ...cuuviueiieiiie ittt ete e etee et e et s et eeaesesesaasanseneannees 9
GOVEIrNANCE FramMEWOTK ...ccuuiiiiiii ettt ettt eree e et s etae e eene s etnesereneseaneenns 10
4.1 Key Policies and ProCEAUIES ....cuniuiiiiii ittt ee e e e e e e a e eans 10
4.2 VAU STrEAM ettt ettt et s e taeeean s et s etaasaeanaans 10
4.3 PO CESS ittt et et ettt e e e eas 10
4.4 QUALITY ASSUIANCE euniiiiiiiiiiie ettt tee et et e e e e e et et et st et st stneenasnassessassassnssnssnsennen 11
4.5 (00 F= =11 a1 17 [ Yo [-] RO PR PP PRI 12
TOOLS & AT B ACTS ceuiiiie ettt e ettt e e et e e e e e e 13
5.1 Integrated IT Service Management (ITSM) Platforms ......ceevieiiiiiiiiiiiciie e 13
5.2 Knowledge Management and Collaboration........cccevieiiiiiiiiiiieiiiniie e ereennees 13
5.3 Al aNd AUTOMEATION «..ieniiiiiiiii ittt et et et e e e e ees 13
5.4 ANTETACTS ettt e 13
Metrics & ContinUal IMPrOVEMENT ......iiniiii e e et s it sae st e e e anaaans 15
6.1 KPTIMBIIICS ettt et ettt et et et et eaaeeaaaees 15
6.2 [R<T=To 1 oF= o] (g MoTo] o 1< I PPNt 15
6.3 ContinUal IMPrOVEMENT ...euieiie e et e e e e e et st st s e seeanaanaas 15
CUlture & Ways Of WOTKING ...eeuiiiiiiieieiiie ittt ettt et et e teeteeeeeeeeenseeasannsannsannsannsannsenns 16
7.1 COMMUNICATION .ttt ettt e et e et s etaae e eene s eeneeraneseenesenns 16
VAV 0701 1K= ] o To] -1 4 o] o DO PRSPPI 16
T € (o 11 o VN 18
Vo Jo TN L A d [T A oL e=] o =] o 1= SRR 19

itSMF UK



Foreword

This whitepaper is a collaborative effort from the itSMF UK Service Design Community of Practice strategy
team, who are a diverse group of practitioners from both public and private sectors, and have a passion
for transforming how IT-based services are imagined, structured, designed, and delivered. Drawing on
cross-sector experience and real-world lessons, we aim to share practical, actionable guidance to help
organisations harness the full potential of Service Design and Transition.
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Introduction

Service Design and Transition is not a luxury, it’s a strategic imperative. Without it, organisations risk failed
launches, reactive support models, and a degraded customer and employee experience. A well-
structured practice embeds governance, strengthens service stability, and enables innovation across the
lifecycle. Intentional design and transition isn’t just about doing things right, it’s about delivering services
that are resilient, relevant, and future-ready.

Some organisations choose to integrate Service Design and Transition into a single practice, while others
maintain them as distinct disciplines. Both models can be effective, provided there is clarity around roles,
standards, and governance. The decision often depends on organisational context, and the following
factors can help guide that choice:

e Service scale and complexity: Broad, diverse portfolio vs. limited scope

e Delivery model: Agile/DevOps vs. traditional waterfall

o Skillsets: Generalist vs. specialised design and transition expertise

e Governance: Regulated and structured vs. adaptive and flexible

e Stakeholder landscape: Wide business-facing engagement vs. focused overlap
e ITSM maturity: Established practices vs. emerging capability

e Resourcing: Dedicated headcount vs. constrained capacity

As we dive deep into the design stage on what’s required for you to implement your own Service Design &
Transition Practice, we will cover the following corresponding areas set out in the diagram below:

Vision, Scope &
Objectives

Culture & Ways Roles &
of Working Responsibilities

Service Design

& Transition
Practice

Matrics &
Continual
Improvement

Governance
Framework

Tools &
Artefacts

Figure 1.1 Service Design & Transition Practice Model

The benefit of following this model will provide you with the starting confidence that all areas of focus
have been thought of and the Practice has been designed holistically, covering people, processes,
technology, partners, data, governance, and transition that can be built upon and enhanced over time, so
that the Practice can achieve a reliable, secure, cost-effective, and aligned to business outcomes that
deliver value.

The Practice is designed to reduce risk and minimise the cost of failure, while accelerating time-to-value
through standardised methods and governance. It promotes operational readiness across support teams,
suppliers, and users. By embedding continual improvement and capturing lessons learned, it gives
organisations greater confidence that every service introduced is stable, valuable, and available from day
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Service Design & Transition Practice

Service Design ensures that every IT-based service, whether being developed or retired, is supported for
life by a comprehensive, actionable service model. This model spans all relevant business and IT service
providers, enabling seamless delivery, transition, and ongoing support. The operational aspects of the
Practice look at service availability and performance, resilience and scalability, observability, auditability
and supportability are built in from the outset. This proactive and holistic approach fosters a smooth
transition and dependable launch, underpinned by consistent Practices across teams and providers. It
ensures the service performs optimally for users and can be confidently supported on a scale.

Service Design is the bridge that informs and enriches every other service management Practice.
Effective service design intentionally structures each process around user needs, business outcomes,
and sustainability goals, embedding purpose and alignment from the outset.

Service Transition guides new or changed services from design and build into live operation, smoothly
and without disruption to users or business outcomes. It focuses on planning, testing, deployment,
knowledge transfer, and readiness across all relevant business and IT service providers. The Practice
assures that the service is not only fit for purpose (warranty) but also fit for use (utility), and that it is
stable, secure, and supportable in real-world conditions.

By managing risk, coordinating stakeholders, and embedding operational readiness, Service Transition
provides confidence that the service can be adopted successfully and operated at scale. It serves as the
critical safeguard between ambition and reality, reinforcing the delivery of Service Design’s intended
value in live operations.

1.1 Definitions

Experience shows that "design" can mean different things to different stakeholders. To bring clarity and
alignment, it is helpful to view through three distinct and interconnected lenses as shown in the diagram
below.
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Figure 1.2 Service Design & Transition Layers
Product Design: This focuses on shaping a product's user experience (UX) and user interface (Ul) to align

with customer and employee needs. By mapping customer journeys and identifying touchpoints, it
ensures services are intuitive, accessible, and valuable, ultimately driving retention and growth.
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Service design: Complements product design by embedding operational efficiency, resilience, and
scalability into the live environment. Whether the offering is a tangible product or an intangible service,
the focus remains on support, monitoring, and continuous improvement capabilities that should be
integrated early in the technical lifecycle to ensure consistent performance and long-term value.

Service Transition: Deals with moving a new or changed service from the design phase into a live
operational environment. It focuses on managing the technical and logistical aspects of a change,
including planning the release and deployment, validating the service through testing, and ensuring all
necessary knowledge and support systems are in place for a smooth and successful rollout.
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Vision, Scope & Objectives

A Service Design and Transition strategy is essential for aligning IT services with an organization's goals.
Without it, efforts become fragmented and reactive, leading to inefficiencies and technical debt.

2.1 Vision

For Service Design, a clear strategy guarantees that services are purpose-built to meet business
objectives. It formalises how to consistently translate strategy into requirements, leverage business
capabilities and integrate new services seamlessly into the existing portfolio and architecture.

In Service Transition, a clear strategy drives the efficient and effective deployment of new or changed
services into the live environment. It provides a structured approach for managing the human and
technical aspects of change, standardising releases, and minimising operational impact.

Ultimately, a unified strategy that IT services are not only designed to support the business that meet
operational requirements and are delivered in a consistent way. Driving operational stability and
improving customer satisfaction.

2.2 Scope

The scope of a Service Design and Transition Practice is to assure that new or changed services are not
only well-designed to meet business and user needs but are also successfully delivered into the live
environment. The Practice covers two key areas: Service Design, which focuses on the "what" and "why"
by defining user needs, features, and the overall user experience, and Service Transition, which manages
the "how" by focusing on the technical and human aspects of deploying the service, including release
planning, change enablement, and enabling a smooth handover to support teams. Essentially, the
Practice provides an end-to-end framework, from strategic vision to a fully operational and supported
service.

2.3 Objectives

To make certain that the Practice delivers value and acts as a real enabler for an organisation, there are
several key objectives for the Service Design and Transition Practice:

e Align IT with business goals

e Enhance User and Customer Experience (UX/CX)

e Improve operational efficiency and effectiveness

e Accelerate value delivery

e Establish a collaborative and disciplined Practice.
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Roles & Responsibilities

Typical roles within a Service Design and Transition Practice include the Service Design Architect and
the Service Transition Manager.

3.1 Service Design Architect

The Service Design Architect, or Service Architect, is an experienced strategic leader who leads
service discovery and design activities. Their skillset is a blend of technical and soft skills, including
systems thinking, business acumen, and strong communication, which enables them to collaborate with
and orchestrate a wide range of internal and external stakeholders. They are responsible for embedding
service considerations early in the delivery lifecycle and making sure that the service architecture aligns
with business goals.

3.2 Service Transition Manager

The Service Transition Manager, is the key individual responsible for managing the operational readiness
of a service. Their skills are highly focused on project management, risk analysis, and stakeholder
communication. They manage a smooth transition by conducting operational readiness tasks, leading
go/no-go assessments, and overseeing Early Life Support (ELS) so that a new service stabilizes in the live
environment and successfully transfers to business-as-usual operations.

Depending on the size of the organization, a single individual may hold both roles, requiring a broad and
adaptable skillset.
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Governance Framework

Policies and procedures are the backbone of a Service Design and Transition governance framework.
They provide the necessary structure and control to help guarantee that all new or changed services are
introduced consistently, predictably, and with minimal risk. While a policy is a high-level statement of
what needs to be done, a procedure is a detailed, step-by-step guide on how to do it.

4.1 Key Policies and Procedures

These foundational documents govern every aspect of the service lifecycle, from initial idea to live
operation. Listed are some of the most critical:

e Service Design
e Service Transition

The below processes are critical to the success, but might be owned by other Practices outside of the
Service Design and Transition Practice:

e Change Enablement

e Release and Deployment

e Service Validation and Testing
e Knowledge Management

4.2 Value Stream

The value stream for Service Design focuses on creating a new or changed IT service that is fit for purpose
and fit for use. It’s about designing a service that is not just technically sound but also delivers genuine
value to the user and the business.

The Service Transition value stream is the operational part of the process, making certain that the
designed IT service is deployed smoothly and without disrupting existing operations. It focuses on the
"how" of bringing the service to market.

Demand/ Service Technical & n . .
Request for Discovery & Functional Opg Er}a;‘;)nnal Df‘:\g‘;" F:;‘:::w
Change Analysis Design P

Figure 1.3 Service Design Value Stream

\‘ Transition Build, Test & el Deployment & Early Life Release to
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Figure 1.4 Service Transition Value Stream

4.3 Process

Implementing a successful Service Design and Transition Practice isn't a "one-size-fits-all" solution. The
right approach for your organisation depends on its unique business, industry, size, and culture. Focus on
what delivers immediate value and creates opportunities for future growth. Look for existing efficiencies
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within your organisation to realise benefits with minimum effort. Here are some actionable steps to
formalize and improve your process:

e Establish a unified Service Design and Transition process. This will clearly outline how
demands from business units or projects are added to a central pipeline. It should cover the
entire lifecycle, from being assigned to a Service Design, how it moves into Service Transition and
the eventual handover into operational support teams.

¢ Implement a Criticality and Complexity Matrix. This matrix should be used to define the
priority of each demand. The Service Design and Transition Practice, not the project or business
unit, should be responsible for this prioritization. This way resources are allocated based on
strategic importance and risk.

e Publish aclear RACI (Responsible, Accountable, Consulted, Informed) chart. This chart
should be updated to cover all elements of your end-to-end IT ecosystem, including the
transition and operational support teams. Market it through communications and onboarding
workshops so that everyone understands their roles from design through deployment.

e Conduct an annual review of the Service Design and Transition process and policy. After the
review, re-communicate any changes to all IT departments and publish the updated documents
on your intranet. This way the framework will remain relevant and effective.

Key Additions for Service Transition

e Formalise Change and Release Management Procedures: Define a formal change
management process for releasing new or changed services. This includes procedures for
Change Advisory Board (CAB) review, approval, and scheduling. This is a critical link between
design and live operation.

e Mandate Service Validation and Testing: Comprehensive testing for all services before they go
live. This includes testing for functionality, performance, security, and user acceptance (UAT).

o Define Knowledge Transfer and Handover: Promote the transfer of knowledge from the project
or design team to the operational and support teams. By doing so the live service can be
effectively managed and supported from day one. This should cover documentation, training,
and a formal sign-off.

4.4 Quality Assurance

Quality management is critical to the success of a Service Design and Transition Practice. The Practice
drives up quality by owning and maintaining standardised artifacts, such as the Service Design Package
(SDP) which is a complete blueprint of the new or changed service covering processes, technology,
people, suppliers, SLAs, and support models, ready for transition. The Service Acceptance Criteria (SAC)
showing complete testing and deployment, required documentation, training, and handover to support.
This creates a set of quality standards that all services must meet to achieve readiness and enter the
Early Life Support (ELS) phase.

By adopting this structured approach requirements are always captured and documented from the very
beginning. To promote Quality Control, the formalised Service Transition Board (STB) acts as a critical
quality gate, where stakeholders review services against predefined criteria before authorising a go live
through Change Enablement and a Change Authority Board (CAB). By empowering Service Design
Architects to meet with stakeholders, the Practice promotes Quality Assurance, identifying and
addressing potential gaps before the formal Board meeting. This proactive step makes the STB primarily
an approvals body rather than a problem-solving one.

This approach also fosters a culture of continual improvement. Holding regular meetings with projects
and service providers helps build relationships and reinforces the process, allowing for collaborative
problem-solving and ensuring that lessons learned from one transition are applied to the next. By
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embedding these quality management principles throughout the entire process, the Practice can
consistently deliver high-quality services that meet business needs, minimize risk, and set the foundation
for future success.

4.5 Charging Model

A more effective way to manage resources is to charge business towers and projects for Service Design
and Transition resources. These funds can be pooled into a central Practice, allowing for the flexible
allocation of expertise across multiple demands. The budgets should be allocated for Service Design
who’s core deliverable is creating an end-to-end comprehensive Service Design Package (SDP) and for
Service Transition end-to-end deployment, testing, documentation, training, and handover of a live
service into Operations support.

For organisations with tight budgets, consider combining the Service Design Architect and Service
Transition Manager roles. This "one person, two hats" approach is a cost-effective solution. To maintain
quality control and mitigate the risk of a person "marking their own homework," empower the wider team
to act as reviewers. This not only saves money but also solidifies the Service Design and Transition
Practice as the go-to experts for the entire service lifecycle.
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Tools & Artefacts

Whilst it isn’t mandatory, having access to a suite of tools to manage the entire service lifecycle, from
initial concept to live operation is beneficial. The key is to select tools that are not just for ticketing, but
that enable the governance and collaboration outlined in this whitepaper. The choice of tool should be a
strategic decision. Consider three factors: Integration, Scalability and User Experience.

5.1 Integrated IT Service Management (ITSM) Platforms

These are the most powerful and comprehensive tools, as they are designed to manage the full spectrum
of IT service management processes, including Service Design and Transition. They centralise data,
automate workflows, and provide a single source of truth.

5.2 Knowledge Management and Collaboration

A key part of the Practice is promoting collaboration between multi-disciplinary teams, through capturing
all knowledge about a new service and making it accessible. Create central repositories on collaborative
tools such as Microsoft SharePoint and use digital whiteboards for the early stages of Service Design to
create blueprints, journey maps, and process flows.

5.3 Al and Automation

Al and automation are transforming Service Design by automating approvals, design documentation, and
task handovers. These technologies also enable the dynamic creation of knowledge from service
descriptions and customer-facing offerings to configuration items, linking services and creating a living
knowledge base.

When it comes to Service Transition, Al and automation provide key benefits that help underwrite a
smooth and reliable deployment. By analysing data and dependencies, Al-driven systems can perform
risk-based change scoring, which enables the automated approval of low-risk changes while flagging
more complex ones for review. Automation streamlines testing and provides intelligent insights for root
cause analysis, helping to deliver new or changed services that are robust and dependable. These
capabilities make the transition process faster, safer, and more predictable.

5.4 Artefacts

Having an integrated Service Design and Transition toolset is an ideal, used to link the Service
Design pipeline, demands, SDP artefacts, IT Asset Management (ITAM), Technical Design,
Change Enablement, Release & Deployment and IT Operations Knowledge, but businesses will
understand there is a cost associated with this, and toolsets could be deemed as the end goal.

To get started, a sturdy Service Design Practice, encompassing Service Transition, can be stood

up with the following artefacts, and with the buy-in and understanding from the business to
continually evolve through agile service management. Here is a checklist to get you started:
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Key Artefact \ Implemented

Knowledge Management collaboration platform (e.g. SharePoint)

Service Design & Transition Strategy

Key Performance Indicators (KPIs)

Service Design & Transition Policy and Process
Service Design Principles

Service Transition Plan Templates

Roles & Responsibilities

RACI Matrix

Stakeholder Map

Communication Plan

Service Catalogue

Service Level Agreements (SLAs) and Operational Level Agreements (OLAS)
Release Management Plan

Service Demand Register/ Pipeline

Service Design Pack (SDP)

Test Plans & Reports

Service Acceptance Criteria (SAC) Checklist

Continual Improvement Register

Risk & Issue Register

Training and Communication

Table 1.1 Service Design and Transition Artefact Checklist
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Metrics & Continual Improvement

6.1 KPI Metrics

To demonstrate the value of your Service Design and Transition Practice, you need to establish clear Key
Performance Indicator (KPIl) metrics. These metrics should be tied directly to the goals of the Practice and
the strategic objectives of the business. Examples include the percentage of projects that successfully
meet their transition deadlines, the reduction in service-related incidents post-deployment, and
stakeholder satisfaction scores with the design and transition process. By tracking these KPls, you can
transparently measure your Practice's efficiency and effectiveness, providing tangible evidence of its
contribution to the business.

6.2 FeedbackLoops

Implementing robust feedback loops is essential for understanding how well your Practice is performing.
This isn't just about collecting data; it's about actively listening to your stakeholders, from end-users to
project teams, to capture both successes and pain points. Regular feedback mechanisms, such as
transition surveys, workshops, or informal check-ins, can provide invaluable qualitative insights that
complement your quantitative metrics. By analysing this feedback, you can identify areas for
improvement and celebrate what's working well.

6.3 Continual Improvement

Metrics and feedback are the fuel for Continual Improvement. Use the data from your KPIs and the
insights from your feedback loops to drive a cycle of ongoing enhancement. Each piece of data should
inform an action plan, no matter how small. For instance, if feedback highlights a recurring issue with
documentation, you can develop a plan to refine your templates. This commitment to continual
improvement ensures that your Service Design and Transition Practice remains agile, responsive, and
consistently adds value to the organization.
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Culture & Ways of Working

Successful IT products and services aren't just built; they're supported, scaled, and sustained through
well-designed services. Adopting an iterative approach to Service Design & Service Transition ensures
that these services are not only viable and efficient but also resilient and customer-centric.

A key to success is building a network of critical colleagues who are willing to constructively challenge
and critique the work of Service Design and Transition. Be open to these challenges and the opportunities
they present. Encourage critical thinking, and work to get everyone on board, enthusing advocates,
converting cynics, and persuading agnostics.

Bring all stakeholders along on your Service Design and Transition journey from the very beginning.
Understand their pain points and show empathy. Service Design is a service to others, so demonstrate
what it can do for them and what they can contribute to the process. By fostering a sense of ownership,
you can truly impress them with what's possible.

To drive improvement, take time to analyse your current Practices. At the same time, be ambitious and
imagine your ideal future state. A successful approach will help you achieve this ideal through Continual
Improvement, where each small enhancement delivers tangible value that aligns with your organisation's
strategic goals. These improvements should be transparent, visible, and achievable, so that every step
forward contributes to a greater vision.

A mature, embedded service design Practice not only delivers immediate value but also enables
organisations to shift left from a reactive into a more proactive approach. Quick wins can deliver a
disproportionate (in a good way!) amount of value.

7.1 Communication

To build a collaborative Service Design and Transition Practice, you need to actively communicate its
value across the entire IT ecosystem. Actively market your Practice by sharing its processes, policies,
RACI charts, and templates with all stakeholders. A great way to do this is by delivering onboarding
workshops to new suppliers, project managers, and team members. This not only increases visibility but
also sets clear expectations for how to engage and work with the Practice.

For your communication efforts to be targeted and effective, maintain a well-defined stakeholder map
that identifies key individuals and groups. Building on this, consider creating a centralised, accessible
repository for all Service Design and Transition resources. This gives stakeholders a single source of truth,
promoting self-service and consistency across the organization.

7.2 Collaboration

To successfully bring new services to life, the Service Design and Service Transition Practices must work
together in a coordinated way. A key step is for Service Design to collaborate with technical design teams
and become a main stakeholder in the technical design approval gates. This partnership guarantees that
"the service wrap" is included in the technical design's assurance levels, creating a joint authority at the
beginning of the design process.

In the Service Transition stage, it's essential to link Change Enablement and Release & Deployment to the
end of the Service Design process. This ensures that projects must pass through Service Design's Service
Readiness Reviews to get approval to go live. Change Enablement can then verify that Service Design has
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given its approval before the Change Advisory Board (CAB) signs off on the release. By implementing a
well-marketed Service Design process and policy, you not only reduce the risk of projects bypassing
these critical steps but also encourage early interaction. This allows the Service Design Practice to
proactively engage with projects from the start, ensuring they have the necessary support, whetherit's a
dedicated Service Design Architect or the right training to meet all required assurance levels and adhere
to the Service Design gates.

itSMF UK



8 Glossary
Acronym Description

CAB Change Authority Board

CX Customer Experience

ELS Early Life Support

ITAM IT Asset Management

ITSM IT Service Management

KPI Key Performance Indicator
OLA Operational Level Agreement
RACI Responsible, Accountable, Consulted & Informed
SAC Service Acceptance Checklist
SDP Service Design Package

SD&T Service Design and Transition
SLA Service Level Agreement

STB Service Transition Board

UX User Experience
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