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1. Introduction

   As part of the overall management of service improvements that requires
changes to operating systems, primarily as a result of introducing new service activities across any Customer First programmes, there is a requirement to ensure that these elements can be properly managed, controlled and approved through an agreed common process.
By adopting a consistent approach for implementing changes resulting from service improvements identified, and to update those operating systems that supports these improvements, it is appropriate that the change management process adopted is fit for purpose, and delivers changes quickly and effectively. 
2.
Purpose
The purpose of this document is to articulate the present informal change management approach that is being operated, and translate this into a formal change management process.  Such an approach will support the necessary requirements to the identification, implementation, monitoring and reporting against approved changes, resulting from service improvements and subsequent required changes to operating systems.
Through adopting a process that clearly specifies roles and responsibilities for change including approving or rejecting change requests, this will support the delivery of service improvements that have been identified, and approved.  All changes approved will be maintained by the Improvement Service to ensure that the recording, processing, implementation and communication of changes are managed on a consistent basis. 
3.
Change Management Process
3.1   Introduction
There are a number of key stakeholders across The Scottish Government, Local Government, Partner Organisations and Third Party Organisations, that will be involved with the change management process.  There will be a range of changes required as a result of service improvements identified, changes to operating systems, impacts resulting from changes to business processes, strategic changes resulting from national policy initiatives, and changes resulting from the impact of legislation.  It is also noted that the changes will arise from a number of sources including the Governance that is established under Customer First. 
Changes and requests for changes can be initiated not just from those elements stated above, but can also be raised from other sources including; Service Monitoring; Problem Management; System Application Changes and Third Party Change Requests.
All change requests required to be discussed and approved in principle at a local level, these will require to be evaluated, assessed (including risks, security evaluation and impacts), and financial requirements as appropriate, and formally approved by the Improvement Service.   
 3.2
Initiate Change
It is anticipated that the main sources of service improvement changes will be presented through the existing programme governance in place for Customer First.  At a local level, current programme boards will either initiate directly change requests, or act on behalf of previously agreed associated groups that will make submissions to programme boards for consideration and approval.
There will be other change requests initiated through Scottish Lead Councils and Third Party Organisations, specific to technical issues including hardware, software and systems applications for operating systems.  These specific changes will be initiated by the appropriate recognised individual representing the organisation using the standard Change Request form. 

3.2.1  Initiate Change Request
A standard Change Request form (included within Annex A) will be completed and should include the following information:


· Description of Change
· Benefits of Change
· Priority for the Change
· Services impacted by the Change
· What other impacts and dependencies are affected by the Change, if   
known to include Security impacts (data, systems, policies and procedures)
 3.3
Change Priority

3.3.1 Identify Change Priority

The Change Priority should be identified by the Change Request Originator based on the supporting information included within the change request and allocated one of the following levels:
· Planned – the change is part of a planned implementation of a service improvement or system change that can be progressed on a controlled timescale
· Managed – the change is a day to day activity that can be changed
· Standard – the change is a normal change that can be progressed in the next available system maintenance cycle
· Urgent – the nature of the change resulting from a service improvement or system change cannot wait until the next available system maintenance cycle and requires to be actioned timeously
· Emergency – the change requires to be actioned with system changes and releases as soon as possible
The Change Request Evaluator at the Improvement Service should be consulted to review the Change Priority classification for relevance to the change required.  If there is a situation where some further clarification and discussion on the Change Priority is required, the Change Request Originator will discuss this with the Change Request Evaluator at the Improvement Service. 
3.4  Approval of Change

       3.4.1   Approval of Change at Local Level
The approval requirement of a change is firstly determined at a local level by the appropriate governance (steering group/board) for Customer First.  It is at this level that the initial Change Request is discussed, and evaluated against service improvements identified and/or operating system changes required.
Only after clear benefits, estimated costs (where known) security impacts evaluated, and priority is attached to the change have been specified, with the relevant decision taken, and supported by an explanation on the decision, can the Change Request be submitted electronically to the Improvement Service for further evaluation.

3.4.2
Record Change Request
When the Change Request has been completed and approved by the appropriate authority, the form should then be issued by email to the Improvement Service to craig.smith1@improvementservice.org,uk for recording the Change Request details.

The Change Request details will be recorded and forwarded to the appropriate evaluator for action.  The relevant organisation will also be contacted to ensure all core information is available to support the evaluation process.

3.4.3
Filter Change Request
The Improvement Service Change Request Evaluator will ensure that appropriate information is provided, to progress the change further to the next stage of Change Priority and Change Type.  Instances where 

there is inadequate or not enough information provided, the Change Request will be returned to the original Change Request Initiator for more detail.
When the updated Change Request has been received, the Improvement Service Change Request Evaluator will review the classification of the change in terms of priority and category.
        3.4.4  Approval of Change by Improvement Service

 
On receipt of the approved Change Request, a nominated Change Request  Evaluator within the Improvement Service will ensure that the information provided reflects the benefits, risks, costs, resource requirements, security evaluation, and other dependencies of the change.  This will also include assessing the impact to the service of performing, or not performing the change, and the timescales for implementing the change.


When satisfied that all criteria has been met, the Change Request  Evaluator will inform the Scottish National Infrastructure Board (SNIB) about the change and seek approval either at a formal board meeting as an agenda item, or by correspondence to the SNIB (depending on the priority of the change).  
The Improvement Service Change Request Evaluator will also be able to evaluate Change Requests within tolerances that allows delegated decisions to be made on the authority of the SNIB.  The tolerance level for delegated authority is a financial value in cost terms for the Change Request is under £10k.

The outcomes from the evaluation are:
· Approved – the change can proceed
· Rejected   – the change cannot progress and will be marked as rejected
· Deferred   – the change cannot progress as it currently stands and requires further effort
All outcomes from the evaluation will be communicated to the Change Request Originator.
Where the Change Request is given an “Emergency” priority classification, the decision will be taken by the Customer First Senior Responsible Officer acting on behalf of the SNIB.
3.5  Implement and Validate Change

Once approved, a change will require to be scheduled for implementation within the appropriate system environments.  The process for Change Implementation will be initiated, and authorised by the Improvement Service,  and then issued  electronically to the appropriate organisation for action.
          3.5.1  Scheduling of Changes
An agreed schedule of change between the organisation, and where appropriate Sopra Group Limited, and the Improvement  Service will ensure that changes and installations are carried out in a logical sequence, with the use of dependencies to enforce this.
Timescales agreed for changes to be made to operating systems will be communicated by the Improvement Service to the Change Request Originator, and other appropriate stakeholders.
          3.5.2 Send Change Reminder

  While the agreed schedule of change has already been communicated,   

  it may  be necessary to issue a change reminder to all parties impacted   

  by the change at least 24 hours before the change comes into force.  A   

  change reminder will contain the following:

· Change Description
· Time of Change

· Services Impacted

· Downtime Scheduled, if any

The Change Reminder will be agreed between the Improvement Service and the appropriate organisation. 

           3.5.3 Implement Change

 At the scheduled change time, the Change Implementer will progress  

 the  change.  If there are any problems during the change  

 implementation, escalation should be made to the Change Evaluator 
 at the Improvement Service.  Once completed, the Change  

 Implementer will inform the Change Evaluator at the Improvement 
 Service electronically to validate the change.

3.5.4 Validate Change

 On receipt of a change implementation notice via electronic mail the 
 Improvement Service Change Evaluator will validate the change 
 success.  A change validation results in one of two stages – 
 successful, the change has  been implemented and passed the 
 agreed validation process.  Or unsuccessful, the change has failed the 
 agreed validation process.
 If the change is unsuccessful, the Improvement Service Change 
 Evaluator will raise as an issue with the appropriate for further 
 investigation and action.
             3.5.5 Communicate Change Completion

 Once the change has been successfully completed, the Improvement 
 Service administration support will announce the outcome and 
 communicate this to the Change Request Originator, and other 
 appropriate stakeholders through an information Release or by 
 electronic mail.
 The communication will include:

· Change Description

· The outcome of the Change

· A reiteration of relevant Help Desk contact details for any issues
The description and priority levels for change management are described in Table 1.
	Key Service Target 
	Measurement
	Monitoring Mechanism

	Change Management
	Number of Change Requests by Priority:

Priority Level 1 (Emergency)
The Change needs to be released as soon as possible.
Priority Level 2 (Urgent)
The Change cannot wait until the next available maintenance window and must be scheduled with an independent release
Priority Level 3 (Standard)
The Change can wait until the next available maintenance window.
Priority Level 4 (Managed)
The Change is a day to day activity that can be changed
Priority Level 5 (Planning)
The Change is part of an assigned planned implementation as part of another workplan arrangement.

	Performance Report (Daily)
Performance Report (Weekly)
Performance Report (Monthly)
Performance Report (Monthly)
Performance Report (As required)



                                     Table 1 – Change Management Priorities

4. Change Process Rules

The following rules are established to facilitate the transition to a common change process:
· Standard Changes (Priority Level 3) all changes apart from emergency and urgent should be raised no less than three weeks in advance

· Managed Changes (Priority Level 4) all changes that are able to be included within normal maintenance control process schedules
· Planned Changes (Priority Level 5) all changes that are determined over an agreed timescale that are outwith normal maintenance control process schedules

· Emergency and Urgent Changes (Priorities 1 and 2) all changes that require immediate action depending on the change circumstance with timescales agreed

All changes should progress through the normal development – system test – user acceptance test – production cycle where applicable.
5. Third Parties’ Internal Change Management Process

Changes resulting from proposed service improvements identified, evaluated and agreed will be processed through the appropriate organisation’s Internal Change Management Process for the Improvement Service – National Infrastructure.

6. Change Management for Supply of Security Services

At present there is a managed contract arrangement in place led by South Lanarkshire Council relating to the Supply of Security Services.  The change management process specified within the contract service conditions will operate, and will be aligned with the Improvement Service generic change management process.  Further information is available at www.ni-scotland.net
Further assistance on elements of security that will be impacted by Changes can be obtained from Carol Peters at Carol.Peters@eastrenfrewshire.gov.uk
7. Glossary

	Term
	Description

	Change 
	The addition, modification, of service resulting in the removal of approved, supported, or baselined hardware, networks, software, applications, environments, systems, desktop builds, or associated documentation.

	Change Request
	The formal change request, including a description of the change, components affected, business need, cost estimates, risk assessment, resource requirements, and approval status.

	Change Priority
	Impact of a change on the service and the systems that support the business. The change complexity and resources required, including people, money, and time, are measured to determine the category.

	Change Request Originator
	The person or party that initiated the change request.

	Change Evaluator
	The role within the Improvement Service that evaluates the change request.  The evaluation components affected, business need, cost estimates, risk assessment, resource requirements, and approval status

	Change Implementer
	The role that has the responsibility for implementing the change detailed in the change request.

	Change Validator
	The role within the Improvement Service that has the responsibility for validating the change was successful. 

	Change Control System
	The system used to log, manage and report on requests for changes – in the Improvement Service Programmes.

	Service Catalogue
	A representation of a service from the perspective of the business and user that shows critical dependencies, settings, and areas of responsibility.

	Maintenance change
	A change category that describes changes that are pre-approved and that can bypass the authorization process to proceed directly to release. 

	Emergency change
	A change category that describes changes that require immediate attention due the impact or risk to the business

	Planned and Standard change
	A change category that describes changes that are neither maintenance or emergency changes


8. Contacts

Further information and general enquiries should be made to:
Craig Smith

Improvement Service

01506 775586

craig.smith1@improvementservice.org.uk
Annex 1 – Change Request Form

	IMPROVEMENT SERVICE

CHANGE REQUEST



	Name of Request Originator:
	

	Organisation:

	Date of Request:
	
	Change Request Number:
	(Obtained from Improvement Service)



	Role of Originator:
	(i.e. Chair of NEC User Group)
	Date of Submission:
	(Actual date change is discussed)

	Requested Change:

	(Description of change, reasons for change, date required)



	Benefits of Change:

	(What is the expected or perceived impact of the change)



	Estimated Cost of Change:

	(Are there indicative costs available to implement the change)



	Priority of Change: (Planned; Managed; Standard; Urgent; Emergency)

	(Impact on other deliverables, implications of not proceeding i.e. risks)

(Impact on other dependencies including security evaluation – data, systems, protocols and procedures)


	Decision:

(Accepted/Rejected/

Deferred)

Decision Made By:
(Insert name of decision source)
Date:


	Explanation of Decision:

	(Outcomes from discussion/meeting)


	Date submitted to Improvement Service:

Name of Individual making submission:




	CHANGE EVALUATION

	(What is affected by the change – Business Process, System, Security Impact)



	Name of Improvement Service Evaluator:
	
	Date:
	

	Work Required:

	(Resources, costs, risks, security evaluation and timescales)



	CHANGE APPROVAL

	Decision:

(Accepted/Rejected

Deferred)
	
	Decision Made By:
	(Insert source for approval)

	Date:
	
	
	

	Explanation of Decision:

	(Outcomes from evaluation)


	CHANGE IMPLEMENTATION

	(What is affected by the change implementation – Asset, System, Security, Dependencies, Timescales)



	Name of Change Implementer:
	
	Date Completed:
	

	Information Release/Communication Issue Date:
	
	Change Control Log Updated:
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                                    Annex 2 – Change Management Process
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