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Sustainable Certification
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About ACS

ACS Delivers business process
outsourcing (BPO) and
iInformation technology (IT)
services and solutions

- Founded in 1988

- Serving clients in 100 countries
- Diverse client base

- More than 58,000 employees
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Initial State

13 sites — data centers and technology
centers

13 sets of processes

No consistency

No ITIL-trained staff

1 employee with BS15000 training
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Service Management Structure




Document / Process Structure
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1ISO 20000 — Communication Plan

Weekly meetings

— Tower Communication

— Process owner

— PO with site process reps

— Site owner

Monthly meetings

-~ Executive review

— Site KPI reviews
Executive communication
Quarterly global KPI reviews

Other g
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1SO 20000- Approach

Kickoff and training
Develop policy

Process owners and
stakeholders develop and
document processes — 1-3
months

Site process owners
Implemented processes — 1-2
months

Review, upgrade, change, and
re-implement — 3-4 months

Training and communication —
continuous
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2005 1SO 20000 Project

Goals:

— Standardize and
Implement processes
to comply with ISO
20000

— Attain I1ISO 20000
certification for six
data centers




2005 Focus



2006-2007 Focus

|ISO-certified data centers
- Continuous improvement
— Institutionalization
- Maintain
certification
Remaining data
centers
- Standardize
- Certify



2007-2008

ITIL is not enough for
service management

Integrate business
unit in demand

management using
ITIL

Mentor new leaders



2005-6 Time Line
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Implementation Issues

Initial
- Lack of budget
- Lack of trained personnel
- Lack of guidance
During the project
- Resistance

Training

Participation
Communication

- Changing just-live processes
— Accessibility to documentation




| essons Learned

Top-down approach works
Inclusion of stakeholders is critical
Shared responsibility

Don't try to do everything — local details can
be worked out as an ongoing effort

Prepare for continuous training
Prepare succession plans for participants
Communicate, communicate, communicate




Challenges to Continuous Improvement

Institutionalization

— Internalization
Reward structure
Monitoring and follow-up

- Metrics and follow-up

— SIP initiation
ldentify stakeholders
Differing levels of ownership



Challenges to Continuous Improvement

Propagate 13 Times

Consistency across
sites

We're different ...

Improve maturity and internalization
Software and tool standardization
Burnout & sustained commitment



Establishing Internal Audit

Sustainable compliance
Challenges

Design

— More restrictive than third
party



Training Auditors

Training program
Talent pool
Internal certification
Success rate
Independence validation
Leadership commitment



Audit Training Program

4 days Program
- Roles and responsibilities

— Interview techniques

- 1SO 20000 standard

— Document review technigues
— Report writing

— Audit prep

- Mock audit

- Opening/closing meetings




Vertical Audits

By site
Semi-annual
Process, compliance and adequacy

Types of findings

- Major non-conformances
- Minor non-conformances
- Negative observations

- Positive observations

4-5 auditors per audit



Horizontal Audits

Process-driven
50 + hour Interviews

Types of Findings

— Trends

- Patterns of inconsistencies

— Systemic issues

- Previous Nonconformance follow up

— Corrective / preventive actions across all sites

5-8 auditors per audit




Audit Summary

Vertical and horizontal audits compliment
each other

Vertical audits

- Compliance

— Process interface issues
Horizontal audits

- Mastery and maturity

- Systemic issues
- Trends



Benefits of ITSM

Process
standardization
across data centers

Improved quality of
service delivery

Improved ability to
meet SLAS

Horizontal visibility
of organizational
performance



Summary

Current outcomes:

— 14 sites are 1SO 20000-certified
— Improved client satisfaction
- Market share competitiveness

Seasoned team rotating to other duties but supportive
PDCA works but requires strong leadership

Communication is one of the most important aspects for
success

Involve the right stakeholders



