Bulletin

VeriSM™
Mark Flynn
from APMG
Q&A

Using Cynefin
to Solve
Problems

Your
Member
Benefits

MARCH 2018

2018
Get fit for
Service
Conference

TABLE OF
CONTENTS
3 Chair's Report
4 VeriSM
Mark Flynn
10 Member Benefits
12 2018/Get fit for Service
itSMF 21st National
Conference
14 Using Cynefin to Solve
Problems While Navigating
Uncertainty
Kim Ballestrin
20 itSMF Q1 Seminars
21 Stay Smart Online

22 Around the Nation at Q1

2

FROM THE
CHAIR
Dear Members,
State seminars are off and racing with many
of you taking the chance to Connect with us
and each other. The knowledge shared has
been truly valuable, representing the
diversity of our community and the impact
we have on organisations. Just this quarter
we discussed robotics, Agile, organisational
change, Cynefin, Knowledge Centred
Support and digital transformation.
This is the beating heart of our organisation
in action; Connecting members and
advancing Service Management.
The heart keeps beating with preparation for
our Conference in Canberra progressing
well. We are planing our gala dinner,
organising some very unique keynotes and
getting in some fantastic member stories to
share in the sessions. Don’t forget the call
for papers is closing soon so stick your hand
up and share your Service Management
journey with us.
I hope that you enjoy this month's bulletin!
Warm regards,
Bradley Busch
Chairman
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VeriSM™
Mark Flynn from APMG answers the
VeriSM questions everyone is asking:
The launch of VeriSM™ toward the
end of 2017 has generated a lot of
interest and debate on social
media. Following the release of
any new guidance, there is always
a learning curve that the target
community goes through as it
digests, interprets and questions
the new material. In some ways
that never ends. I have been an
ITIL® trainer and consultant for
most of the last 24 years and even
today someone can say something
in class that makes me think again
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about the way I understand or
explain a specific concept. I was
involved in the VeriSM project, on
behalf of APMG, and even
managed to get my name on the
list of contributing authors (my
contributions were very small
but, I like to think, valued). So, if
you feel like you are still unclear
about aspects of VeriSM, here are
my answers to some questions
and observations I have already
heard.

1. How is it pronounced?
Let’s get the important stuff out the way first and
let's not have the “itIL” / “Eye-till” saga all over
again. I have already heard it pronounced “VeryISM”. Stop that! It’s “verism” like in
“consumerism” which is actually a nice match-up
as the consumer is placed, as you would expect, at
the heart of the VeriSM model.

2. Where has it come from?
The material was created by the International
Foundation for Digital Competences (IFDC). IFDC
is a non-profit foundation together with an
international team of over 70 experts led by Claire
Agutter (Winner ITSMF UK Thought Leadership
Award 2017).

3. What is it?
It describes itself as an approach to Service
Management for the digital age. What does that
mean? To answer that question, first we have to
agree what we mean by “digital age”

Compare that to today’s versions of events.
Online search, pick a broker, click-through, put in
the information, get the quote, confirm order.
Boom!

5. But why does that mean we
need a new approach to
service management? Why
VeriSM, why now?
Let’s think again about my insurance company
example. In the old version, the reach of the IT
Service supporting the insurance sales process
would have been to the desktop on the sales
agent’s desk – the sales agent took care of the
rest. It was appropriate for responsibility for the IT
service to sit with the IT department and this is
the traditional model of IT Service Management; IT
operating as an internal service provider –
effectively as a business within a business – in an
arms’ length relationship from all of the other
business units.

4. OK. What do we mean by
digital age?
To answer that question, first we have to agree
what we mean by “digital service” (Sorry – but this
is really important to understanding the reason for
VeriSM). Simply put, a digital service is one that is
dependent on technology. Actually, that’s too
simple. Digital services are transforming the ways
in which businesses reach, communicate and
transact with their customers. This is the digital
age – the age of Uber, Airbnb, Amazon, Facebook.
Today’s version is totally different. For starters,
The generation born to these times are known as
it’s not an IT service anymore – it’s a business
digital natives.
service. My search would probably be via a webcomparison site. For the insurance company it is
Not so very long ago, for example, if I had wanted
essential that they appear on the first page. I do
to buy some car insurance, I would have had to
not know what the current algorithms are that the
visit or telephone an insurance broker to be lead
search engines use, but I suspect it will involve
through the process by the sales agent.
content (which will come from the business) and
technology metrics (IT). Within the search results,
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the company will get a few lines with which to
capture the potential customers’ attention and
entice them to click through. Again, this will
depend on content (the business) and design (IT).
And so it goes on; Assuming I click through, then
between landing on the website and pressing the
button to confirm my order, there will be many
“moments of truth” where I, as the customer, may
lose confidence or patience and decide to go back
to the search results. It could be that I am
presented with too much information, or the
screen does not format well on my device, or the
response times are too long, or I’m not encouraged
to continue (“Well done Mark, you are one page
away from the best deal on the web!”). You can
see that the design, maintenance and support of

digital services is something that requires the
various business units and IT to work, shoulder
to shoulder, in equal partnership.

6. Does this replace ITIL?

development occurs), that organisations get
maximum benefit from their investment in ITIL,
Agile, et al.

This, in my opinion, is the fundamental mindshift that VeriSM is championing. With digital
services, IT is not the service provider – the
organisation is the service provider. Service
Management is no longer the remit of the IT
department – it is a whole-enterprise
responsibility. IT, as a function within an
organisation, is simply one of the capabilities
that support the design, development and
operation of digital services.

The authors of VeriSM take pains to make it clear
that VeriSM is not a framework or methodology. It
is an overarching approach that, amongst other
things, ensures that the right management practice
(ITIL, Agile, Lean, SIAM…etc) is used depending on
the nature of the service and the needs of the
stakeholders and consumers. Rather than replace
I’m not actually planning to explain the VeriSM
these approaches, it ensures, through the
model here but one concept which has triggered
definition of key service principles (which act as
a lot of discussion is the management mesh.
the guardrails within which all service

7. What is the management
mesh?
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Partly, I suspect, because the image of a mesh is
practices). A management mesh exists when an
so striking and visual, many people expect it to be organisation has a systematic approach to
a physical thing.
identifying and, where appropriate, exploiting
each resource, capability or other enabler while
While there may well be physical aspects (for
applying or addressing the constraints.
example tools and controls), the management
mesh essentially is a management system.
The operation of the mesh is driven by clearly
defined Service Management principles which
Every strand in the mesh represents a resource or articulate stakeholders needs. For example, the
capability, an enabler or constraint.
need to be flexible, nimble and responsive in
Some of these are internal to the organisation
offering new services and products to the
(culture, staff, existing infrastructure, best
consumer base. Ultimately, this principle might
practice competence), some are external
lead to an Agile, fail early recover quickly, type
(Legislation, Suppliers, emerging technology,
approach being taken for these services.
emerging best
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The VeriSM approach will enable organisations to use
existing and new, emerging best practice techniques
and approaches to best effect.
By contrast, a key principle might be zero
defect services, which may lead to a more
traditional methodology being employed
featuring rigorous change control and
release processes.
Within many organisations these principles
are not clearly articulated or understood. In
others, they are generally understood but not
clearly articulated as part of a management
system, so do not inform the actions of the
organisations staff. A VeriSM approach
ensures that they are clearly articulated and
documented and are supported by an
integrated framework of policy, process,
procedure and other documentation in such
a way that they become the “guardrails” that
will guide a service change through the
service lifecycle.
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8. But the idea of
Stakeholder Needs driving
the business is not new.
What value does VeriSM
provide?
Indeed. COBIT® 5, for example, both
articulates the idea clearly and provides a
detailed model for doing it (the Goals
Cascade). As mentioned above, VeriSM is not a
methodology. It is not the intention to replace
any existing best practice guidance. Rather
the opposite. The VeriSM approach will
enable organisations to use existing and new,
emerging best practice techniques and
approaches to best effect. You might think of
VeriSM as the conductor of the SM orchestra
bringing the right instruments in at the right
time as the service moves through the
lifecycle.

9. Some of the concepts in VeriSM are
described at a pretty high-level. We
need more detailed guidance and
instructions.
Fair enough, although there is a balance to be struck. Best
practice guidance generally is high-level to avoid becoming
prescriptive. However, the VeriSM authors state:
In this publication (VeriSM ‘A service management approach for
the digital age’, available at https://www.vanharen.net/shop/
verism-a-service-management-approach-for-the-digital-age/) ,
we are starting a conversation with the service management
community and the wider community of service consumers.
VeriSM will grow and develop with the community and the
VeriSM content will grow and develop in response to feedback.
In this first publication, we introduce VeriSM concepts.
VeriSM Foundation training is available now (March 18 – more
details can be found at www.apmg-international.com/verism )
and work has also started on the next phase of VeriSM’s
development : the collation of a body of knowledge that will
underpin the VeriSM professional and VeriSM leader
qualifications (*working title). The schedule is ambitious – both
levels will be available before the end of 2018. Get involved in
the conversation!

About the author:
Mark Flynn, Felix Maldo Ltd
Writing on behalf of APMG International
Mark Flynn is a contributing author of VeriSM™ A Service
Management approach for the digital age.
He gained the ITIL Manager’s certificate in 1993 and has over 25
years’ experience in the IT Service Management industry as a
practitioner, trainer and consultant. He was on the review panel
for the 2011 ITIL V3 refresh project and has contributed to the
following publications:
•
The ITIL practitioner guide
•
The OBASHI Methodology
•
Passing your ITIL Foundation exam
Mark has headed APMG International’s accreditation team of
Service Management assessors since 2007, and is now the lead
trainer for VeriSM™
Click here for more information - IFDC and VeriSM
Trademarks
ITIL® is a registered trademark of AXELOS Limited. COBIT® is a registered
trademark of Information System Audit and Control Association® (ISACA®)
VeriSM™ is a registered trademark of IFDC.
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BrightTALK
WEBINARS
Click here to access BrightTALK
or Click here to explore BrightTALK
Summits

PI INSURANCE
AFFORDABLE Professional Indemnity
Insurance for smaller businesses in
Service Management
To organise your cover today please contact Charles
Stewart at Capital Insurance on 0455 044 885 or via
email at Charles@capitalinsurance.com.au
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Take advantage of
your itSMF Member Benefits now

ITIL ONLINE
ITIL Online access to the Lifecycle
Suite available only to Members
Click here to access

IT
GOVERNANCE
10% OFF ALL PURCHASES FOR
itSMF MEMBERS
Click here for more information

11

itSMF Australia's
21st Annual
National Conference
Gold Sponsors

Silver Sponsors

2018 | Get fit for service
itSMF Australia's 21st Annual
National Conference

Wednesday 5 - Thursday 6
September 2018
QT CANBERRA

Using Cynefin to Solve Pro
Navigating Uncertainty
In an ideal world, all of our teams would be made
up of long-standing subject-matter experts,
used to working together collaboratively to
deliver solutions and create value for our
organizations. But our delivery teams are often
project-based. So we have been focused on
finding better ways to explore project scope at
the start of a project, when there can be a level
of uncertainty and complexity that must be
addressed quickly to ensure that we deliver the
best outcomes for our organization.
This article is about one of the ways we use the
Cynefin Framework to help plan our work in the
early stages of a project in order to make better
14

use of the time and the skills of our people.
Cynefin, a framework created by Dave Snowden
of Cognitive Edge, is a sense-making tool that
people who work in areas as diverse as
manufacturing, government, and IT find very
useful. It helps us identify the sub-types of work
and the practical ways to combine different
methods and approaches for effective problem
solving and delivery. In essence, it’s a tool used
for sensing what type of system we are working
in and checking that the approaches we are
using are suitable, especially in uncertain and/
or complex environments.

oblems While
by Kim Ballestrin

I first came across Cynefin while attending CALM
Alpha, a Cynefin, Agile, Lean Mashup
Conference organized by Dave Snowden in the
UK early 2012. There I learned how the Cynefin
framework helps us understand how Agile and
Lean approaches work in each of the four
domains and how Cynefin can help tailor team
activities to suit.

The Cynefin Framework by Dave Snowden 2014

The framework actually has five domains, with
the middle zone being called Disorder (in other
words, the type of system you’re in before you
know what type of system you’re in). The other
four domains fall into two broad categories:
“ordered” on the right-hand side and
15

“unordered” on the left. Take a look at the image
below. It shows three different categories of
problems. The categories are based on the
Obvious, Complicated, and Complex domains
from the Cynefin Framework:

Using Cynefin for Project
Management and Better DecisionMaking
We run workshops where we pull together
diverse subject matter experts from various
functions to provide context and do analysis
work collaboratively. Our earliest workshops
(Idea Collaboration Sessions) are designed to
help us learn more about the customer needs we
are trying to design for, the groups and systems
we think will be impacted by the project, and the
overall costs and time-frames associated with
the project. We do this so we can make wellinformed decisions about which projects to
invest in.
We use these workshops to gather the contextrelevant information we need to make decisions.
They allow us to gain an understanding of the
scope of the project and whether it is feasible to
deliver it for a desired budget and time-frame.

If you have a problem that falls in the Simple or
“Obvious” domain, the actions you take can
safely be based on best practice because you
have a high level of certainty about them – you
know what you’re working with.

Once an idea proves feasible, we make a list of
high-level functions, features, and capabilities
that are required to deliver the project. We
make this list by walking through customer
experience stories or journeys – the kinds of
things you’d recognize from a course on Design
Thinking.

If your problem falls in the Complicated domain,
you should base your actions on expertise and
analysis as you still have a high level of certainty
As we walk through customer journeys, we note
and there may be several good solutions
any extra capabilities we think will be required
available. And lastly,
to support that customer experience. The
if your problem falls in the Complex domain, you principle we use here is to “go very broad and
very shallow on scope.” (We may just get out an
should base your actions on exploration and
experimentation. Then you need to identify your excel spreadsheet and make a list of required
capabilities in column A, see image below).
assumptions about what’s going on and use
specific techniques to look for stable patterns to
Next, we narrow the scope to the set of
help you understand what’s really going on.
capabilities that we are certain we need to have
ready for day 1 (project launch date). This set we
What you want to avoid with any project or
colour green in the template, anything that we
problem situation is applying thinking and
actions you’ve used for simple/obvious problems debate about color yellow, and anything we are
in the past to complex problems based solely on sure can wait until a project phase 2, we color
white. For the rest of the project we focus only
your comfort with a previous process or
on green items. This saves us time and money
experience. When you do this, you create more
by only doing detailed work on the scope we are
problems, waste time, and almost always get
certain that we need. As we go, we “argue other
undesirable outcomes.
scope in” because it is more effective to argue
scope in after and only after we know what we
really need.
16

At the business case stage of the project
delivery process, we are looking to get estimates
of the work effort to +/- 30% in order to finalize
the business case. Workshops and other
activities are focused on defining solutions with
these estimates in mind. By asking the question,
“How easy is it to estimate this?” we can classify
the
high-level capabilities, features, or epics into
three different types. Here’s where Cynefin

becomes useful. We categorize work items into
three types:
1. Easy (those that fall into the Simple or
Obvious domain)
We can name one person that we can have a
10-20 minute conversation with and he/she can
provide an estimate along the lines of, “It will
take this long and cost this much”
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2. Analysis (those that fall in the Complicated
domain)
There are subject matter experts we can name (or
at least the groups that they come from). We are
able to plan workshops or analysis activities from
2-3 hours or up to 3 days (any longer is likely to
not be analysis). At the end of this time, experts
will have come up with a good solution that can
then be estimated.
3. Can of Worms (those that fall into the Complex
domain)
These are items we are not sure about or don’t
even know who should be involved with yet.
Solution options would be heavily debated if we
tried to simply workshop them.

conversation to find out that indeed we could
more or less reuse their approach. In this way we
avoided derailing other analysis workshops
planned for the following week.
Once my team needed to design a solution that
we discovered would impact another project no
matter how it was designed. People would
suggest one thing and immediately the topic
would turn to the impact on the other project
before we could finish working out a feasible
approach to the first one. We went around in
circles. In this case we decided to use one
session to focus on creating a feasible solution
with the attendees from the impacted project
(noting the impacts, but not raising them in the
session), and another just to discuss the impacts.
That’s when I realized we could use the domains
in the Cynefin Framework to identify these
different kinds of conversations much earlier,
which would help us plan our work better. In
hindsight, I realized I would have used
exploratory conversations or technical “spikes”
to check our assumptions first and then run
workshops to design the solution with a lot more
solid information. So now that’s what I do.

When and How To Use Experts
Versus Non-Experts

It can be tricky to work out what to do about “Cans
of Worms” projects and problems. A topic or
activity that should take just one workshop
suddenly turns into three or four. And we end up
with a lot of assumption-based conversations. The
main thing we want to do is turn these
conversations into fact-based discussions. The
easiest way to do this is to understand one key
assumption and go and find out more information
about it.
In one of these projects, we had the product
manager go and ask some key questions about
another project which was further along and had
solved the item that we identified as complex to
see if it could be re-used. It took a 30 minute
18

Back to our ideal world – of course we would like
to have "experts" work on all facets of our
projects. However, this often causes bottlenecks
and delays while we wait for a particular subject
matter expert to finish one workshop and
become available. And there are times when
expertise can actually be a disadvantage. In his
book Sources of Power: How People Make
Decisions, the decision-making research
psychologist Gary Klein tells us:
“Expertise can also get us in trouble. It can lead
us to view problems in stereotyped ways. The
sense of typicality can be so strong that we miss
subtle signs of trouble. Or we may know so
much that we can explain away those signs, as in
the missed diagnosis in example 16.1. In
general, these shortcomings seem a small price
to pay; however, there may be times when a
fresh set of eyes proves helpful.”

We want to involve non-experts in designing
experiments as they are likely to explore areas
that experts overlook. As Klein says, experts
can have a tendency to use familiar solutions
and determine that those solutions are
appropriate very early on in any process. When
work falls into the Complicated domain, this can
be effective. But for work that falls into the
Complex domain, it is not. It often creates a
very inefficient process that leads to long
timeframes and large costs.
When we use non-experts, we are able to treat
ideas that are proposed to us with a light touch,
and use inexpensive ways to test those ideas.
The aim is to have many ideas being tested at
once and quickly (and safely) learning if they
fail or succeed. As we learn more about the
items that we are exploring, patterns start to
stabilize. Once that happens, the work moves
from the Complex domain into Complicated,
and the problem situation becomes easier to
solve.

In summary:
*When starting a project, find out as early as
possible if it is feasible to build a solution for
the amount of money and time you are
prepared to invest.

*Start with a very broad and very shallow
coverage of the scope and then narrow that
scope as quickly as possible to avoid wasting
effort on further details that may not be
required.
*Argue scope in later if needed; don't try to
cover everything and argue scope out later on.
*Pre-classify the types of conversations and
workshops that need to happen into a) easy b)
analysis and c) cans of worms (if these terms
work for you and your organization, or come up
with your own for working with the Cynefin
Framework)
*And, last but not least, quarantine those cans of
worms items! Don't let them derail the rest of
the work you and your team are doing. Then use
exploratory techniques to turn the cans of
worms assumption-based work into fact-based
conversations.
The views expressed in this post do not necessarily
represent the views or policies of The Lean Enterprise
Institute.
This article originally appeared on the Lean Post at lean.
org/LeanPost/

Kim Ballestrin
Kim Ballestrin is a passionate and highly skilled
Principal Consultant at Elabor8 working on the
Agile transformations of large enterprises. She
has over 20 years of diverse management (IT)
experience, helping some of Australia’s most
prominent organisations on their Agile change
journey. Kim is an experienced technologist,
having worked in roles from IT business analyst
through to program and delivery centre
management. She specialises in Lean, Cynefin,
Agile, Systems Thinking, Design Thinking,
DevOps and ideas to improve the ways that
companies work and deliver value to customers.
Currently the organiser of the Melbourne
Cynefin and Lean Coffee Meetups, Kim regularly
presents and runs workshops at leading local
and international conferences on the Cynefin
Framework, Decision Mapping and Early Idea
Feasibility.
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