Lecture 3: IT Service Development and Innovation
Learning Objectives:

1. To explain the need for developing new services and for innovating in IT services.

2. To discuss the steps involved in developing a new service.

3. To explain the role of the customer in developing a new service.

4. To develop a service blueprint for a new IT service

5. To explain the issues involved in implementing a new service.

Introduction
IT Service Development and Innovation

Service development and innovation is about considering existing services, how they can be changed and improved, and developing new services. 

As well as supporting product and service development by the organization, IT service should be looking at the portfolio of services, as described in the service catalogue and seeking to add new services.

Possibilities might be:

Self-service IT support – including self-service password setting, web-based request of services, new end-user computing services.

New training and familiarization programmes.

Consultancy to look at how a customer can improve their use of IT.
Such new services require a rigorous design procedure.
In considering existing IT services we need to ask:

· What is the nature of the service act? 

· What type of relationship does the service organization have with its customers? 

· How much room is there for customization and judgment on the part of the service provider? 

· What is the nature of demand and supply for the service? 

· How is the service delivered? 
 

Issues of relationship, demand and delivery come into the service innovation process.

 

Service innovation may not be something IT departments are used to thinking about.

Need for New Services

New Services and service development are needed as a result of:

· Reorganising a product-based IT department around service groupings; 

· Changing information needs within services; 

· New IT services needs resulting from new organisational services or products 

· Changing organisational processes; 

· New information technology availability. 
Service development and innovation may arise from efforts to correct defects in current service offerings, for example where critical service encounters indicate particular problems.

Steps in New Service Design 

We need to 

· Plan the Outcome 

· Design the Process 

· Identify the pre-requisites. 
 Successful service development involves an understanding of:

· Customer needs, requirement, expectations and preferences. 

· Customer service systems, that is the technical infrastructure, the customers’ knowledge and ability to use services. 

· Customer values and cognitive structure. 

· The customers’ behaviour when using services; customers’ usability processes. Focus both on what the customer does and what he wants to do! 

· Customers’ quality perceptions, such as easy to do business with, reliability and customers’ dissatisfaction and how customers’ complaints are managed. 
(Gustafsson et al, 1999)

 

Roughly IT Service development will involve:

· Idea Generation 

· Project Formation 

· Service Design 

· Service Implementation 
 

 

Idea Generation

New ideas will come from a variety of sources.

One of the most dangerous assumptions that can be made by an IT Service department is that internal customers are well aware of their future needs, and that just asking the users will elicit this information. Customers can only be expected to know about what IT is presently on the market. However, they are excellent in helping the department evaluate a new concept (Gustafsson et al, 1999, reworded)

 

We need to recognise that:

· New ideas will come from inside and outside IT 

· IT should encourage continuous and long-term idea generation. 

· Ideas may not necessarily come from any formal Information Systems Planning exercise! 

· New ideas may come from competitors 

· New ideas should be rewarded. 
 We generate ideas from understanding out internal customers (users:

· Talking to them! 

· Examining their business processes. 

· Grouping their existing services; 

· Questionnaires, 

· Ethnographic studies including videoing and observation. 
Ideas are then screened on a basis of costs and benefits. Issue of image and cultural values may also be included.

Service idea generation will result in the service concept.

 

Project Formation

Once we have a service concept we need to create a service development team. This team will be responsible for the developing service culture.

 

 

This may involve procurement or system development sub teams, but the primary focus is the design of the service, which is then supported by computer systems. 

In any service development exercise, and indeed any system development exercise we should start with the investigation and design of the service process and then move from there to identify any information system requirements.
Service Design

 Involves the design of the service system - resources, environment etc. and the service process.

Involves understanding:

· People requirements 

· Customer roles 

· Technology requirements 
Service design involves breaking down the service into individual processes and allocating processes to the customer or the provider. Who does what and how to these interact in terms of process flows and information flows?

· Technical and functional 

· Back Office and Front Office. 

· Focus on Front Office. 

· Integration with Back Office 

· Automation of back office. 
One such approach is process mapping or blueprinting.

Service Blueprinting

Picture or map of service from a variety of perspectives.

Describes the key service processes.

Illustrates the service system.

Shows roles of customer and employees.

Service Blueprint Components

Customer actions : steps, choices, activities, interactions.

Employee actions.   Front Office activities.

Employee actions.   Back Office activities. Preparing for service.

Support services.  Actions that support employees in their customer interaction, including system implementation, training, etc.

The service blueprint should include:
Line of Interaction. Line of direct interaction between customer and provider.

Line of visibility.  Separation of services activities that are visible to the customer and those that are not.

Line of internal interaction. Separates contact employee activities from other support people.

Questions to ask in designing service blueprint:

Customer: 

How is the service initiated? 

What choices does the customer make? 

How involved is the customer in creating the service? 

What is the physical evidence of the service?

Employee:


Who is responsible and accountable?


Are there any point where contact with customer might be lost e.g. by passing a request on?


Is the interaction efficient in time and space?


What support does the employee need before interaction occurs with the customer?

Here’s an example of a service blueprint for a train journey:
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The following illustrates a generic service blueprint for classical application systems development
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Such process maps can be layered, with more detail in the deeper layers. The division within the map indicates what is visible to the customer and what isn't

 

Issues of concern:

Level of task dependency and extent of customer involvement.

Ordering and power  issues (who has the power in the service interaction – customer or provider?)
Location of technology and personnel.

Timing - availability of customer and provider.

 
Power Distribution in the Service Interaction

High task dependency requires specialists and experts. It also requires adequate information from the customer.

Power distribution may be unequal.

Supplier
Prestige, supply, and demand

Customer 
Competition for business, provision / with-holding of information to enable the service,

 

Service Implementation

 

· Change Control 
· Capacity planning 
· Integration with existing services. 
· Definition of policies and service level agreements 
· Marketing 
· Quality plans 
· Testing 
· Iterative refining 
· Benefits measurement 
Concepts
Service design   

Service blueprint
Power distribution
Questions

Often customers are reluctant to get involved in new service development. How could you encourage them?
The service blueprint of application development describes a very classical approach to developing new systems. Based on the service blueprint explain what the problems are with this approach. Suggest a better approach and draw a service blueprint to illustrate your approach.
Activities
For a given services offering within IT services, draw a service blueprint. Justify the split of your service between front office and back office. Where is the line of visibility? Do you think more of your service should be visible to the customer? What might be the consequences of increasing visibility?
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