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White Paper – The ASL Foundation Evenings – ASL in a Forest of Models


ASL in the Forest of Models

The ICT industry makes extensive use of methods and models, whose purpose is to professionalize the sector further. A growing number of methods and models are lauded in relation to the domain of application management. There are so many of them that the target group for these models is faced with the threat of no longer being able to see the wood for the trees. It is important that the position of ASL is clearly defined within this forest of models, not only to the ASL Foundation but also to the entire domain of IT management and control. The ASL Foundation has therefore been organised a number of evening seminars in the course of which greater clarity has been provided about its position. This white paper is the result of the preparations for and the outcome of three evening seminars during which experts and interested people have shared their knowledge and experience, and have exchanged ideas about models and methods for application management. 

Introduction

In order to improve the ASL framework and to share currently available knowledge and experience the ASL Foundation’s Development Working Group regularly holds evening seminars (see the box entitled ‘Evening Seminars’). Three of these evening seminars were also held to consider the position of ASL in this forest of models. You will read the most important insights and findings in the ASL Foundation’s white papers covering these evening seminars. In this respect the same structure is used as that of the programme for the evenings concerned. This white paper reports on the evening seminars dealing with the forest of models. In doing so, it adheres to the structure used during those evening seminars, which is to say that the following four subjects were covered:  

· Basic concepts;

· The forest of models;

· ASL and ITIL AM;

· Hypotheses and discussion. 

This white paper ends with the most important conclusions.

Evening seminars
The ASL Foundation regularly holds theme-based evening seminars for consultants and IT managers who wish to know more about the background and practical use of the ASL framework. The aim of these gatherings is to share knowledge and experience, and to deepen our understanding of the purpose and application of the ASL framework. These evening seminars utilise a fixed formula that has since proven itself. Usually, a brief overview is provided of ASL, followed by a detailed explanation of those aspects of it which are to be dealt with during the evening in question. Practical anecdotes are also presented if the subject matter lends itself to this. Those attending are then divided into a number of discussion groups which consider the various aspects of the subjects covered based on various hypotheses. This results in robust but interesting discussions and, in particular, to a deeper understanding. You can find more information about these evening seminars on the ASL Foundation website (see the box entitled, ‘ASL Foundation’).

The ICT field of operations has received a growing amount of attention in recent decades. Organisations are often supported by multiple external entities or departments which play a role in the development, administration, maintenance and operation of information systems. Within their own environment a growing number of users and customers are establishing their own functional management organisation, which provides user support, amongst other things. 

Within this broad ICT field of operations an increasing number of process models, frameworks and methodologies are being developed and described, some of which are tied to a specific form of administration (such as ASL in the case of application management), an individual process or a specific area of focus (such as Prince2 in the case of project management). In actual fact these models only work with a single aspect of ICT-related activities. However, some of these models concentrate on multiple areas of focus, although many are characterised by a high level of abstraction. Some process models which are designed within a specific domain, are applied to a different domain irrespective of their potential benefits and shortcomings, simply because knowledge of a specific model is available in-house or because no suitable alternative was available for a targeted field of application when a model was introduced, and they retained the former one. This ignores the strengths of those models which have since been developed for these other domains. Examples may be found in the deployment of Software CMM within an application management organisation or the use of ITIL in a functional management one.

Nevertheless, all of these management and development models ultimately need to have a single common goal and that is to provide business processes with the best possible support using ICT.

It is essential that ICT managers have an overview of the various process models and understand how they interact with each other. After all, they often play an important role in defining ICT processes and in determining and monitoring their interaction with each other. However, before considering the various models, it is important to clarify a number of concepts. 

Several basic concepts

A model is a schematic reconstruction of a practical situation but is operational in its nature.

A method is a fixed, well-considered way of acting in order to achieve a specific goal and consists of conceptual, operational and written forms.

N.B. It is often difficult to specify whether one is dealing with a model or a method. For this reason these concepts are used interchangeably in this document.

Functional management concerns the maintenance of the functionality of an ICT facility which needs to remain as closely matched to the relevant business process as possible. An organisation of users bears ultimate responsibility for functional management and generally acts as the owner of the information system concerned and also as the customer for the purposes of technical and application management.
Application management involves the management of the maintenance and enhancement of applications in a responsible manner throughout the life cycle of the relevant business processes. An application manager is responsible for ensuring that application software continues to run and for the collection of data. Application management maintains the functionality and operation of an information system (an application).

Technical management entails making the infrastructure on which applications – amongst other things – run, available and ensuring that it remains so. Technical management ensures that these facilities can be used. It covers care for the entire technical infrastructure, i.e. the hardware, including the network and desktop infrastructure, the system software, the development tools and so forth. It is often performed by a computer centre in conjunction with a network organisation specialising in networks and desktop administrators.

A plethora of models

A number of important models found in the application management domain include ASL, SW-CMM(I), IT Service CMM, ITIL, DSDM, RUP and Prince2. In addition, generic quality models and standards, such as INK and ISO-9001:2000, can naturally also be used for application management organisations. The relationship between ASL and a number of the above-mentioned models has been defined in several articles, which are listed as references.

ASL

ASL stands for Application Services Library and is a method for the performance of application management in the broadest sense of the term independently of any supplier. Put another way, it is an extrapolation of and a supplement to ITIL for the purposes of application management. Not only does ASL offer a cognitive approach, framework and conceptual context but also best practices for the purposes of practical implementation. It is intended to make it simpler for applications to provide optimum support for business processes throughout the entire life cycle of the latter. A maturity model is tied to ASL. Using a self-assessment or a scan, it is fairly simple to determine the maturity stage of all ASL processes and to define focused action for improvement. More information about ASL is included in the box entitled ‘Background to ASL’.

BiSL
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BiSL stands for Business Information Services Library and constitutes a method for the performance of functional management in the broadest sense of the word independent of any supplier, which is to say, anything from operational duties, such as support for users and handover tests, through to strategic information management. It is a type of ASL for business and customer and user organisations. BISML also offers a cognitive approach, framework and conceptual context as well as best practices for the purposes of practical implementation. BISML helps professionalize those functions which direct and utilise ICT in close proximity to business. It facilitates efficient operation – and hence cost savings through standardisation – better management of and communication with ICT suppliers (smart buying and demand management), and also improves the match of ICT with business requirements (business IT alignment). 

CMM and SW-CMM

The Software Engineering Institute at Carnegy Mellon University created the Capability Maturity Model in the 1980s. Using the CMM which was defined at the time (generally referred to as Software CMM nowadays), it is possible to determine the degree of maturity of a software engineering organisation. Software CMM is a growth model comprising five maturity levels. Each level describes a stage of maturity in which an ICT organisation may find itself. Each maturity level (with the exception of the first level) includes a number of key process areas (KPAs). In order to act at a certain level of maturity an ICT service provider needs to have implemented all the KPAs of that level plus all the subordinate ones. A KPA consists of targets (usually three or four) and activities (called key practices) and is implemented once each of its targets has been achieved. These KPAs focus primarily on quality, planning and control.

CMMI

Using CMM (or SW-CMM) it is possible to establish the degree of maturity of a software engineering organisation. It even grew to become the de facto standard for the improvement of system development. Nevertheless, at the end of 2001 the SEI introduced its successor, CMMI, in order to make it easier to use the various CMM models together, amongst other things.

Apart from Software CMM, over the years several ‘related’ forms of it arose, such as SE-CMM (for system engineering), IPPD and SA (for software acquisition). These CMM variants were combined in CMMI. Compared with SW-CMM, which was used for system development, the corresponding processes changed somewhat. A number of processes were merged, while others were split. CMMI accommodates some of the criticism directed at CMM. It can be used in two ways: staged and continuous. The staged approach is very similar to that of the former CMM. It distinguishes between five levels of organisational maturity through which organisations can improve their system development processes. CMMI has a number of process areas within each level. In order to reach a specific level one needs to satisfy all the requirements for its process areas. The continuous approach is structured differently and stipulates a capability for each process area on six levels. If an organisation uses CMMI continuous, in theory it determines the order in which the various process areas are implemented, by itself. This also applies to the maturity of each process area albeit to a certain extent, because the interdependence of these process areas means that CMMI continuous is still somewhat rigid.

IT Service CMM

Using the IT Service Capability Maturity Model, suppliers and customers can assess the maturity of all types of ICT service providers and the latter themselves can upgrade their maturity. With regard to objectives, it coincides entirely with Software CMM, on which it is based. Only its field of operation differs.
IT Service CMM is also a growth model consisting of five maturity levels and is entirely analogous to SW-CMM. It is a reference model aimed at IT service providers describing which processes should have been implemented within a mature ICT service provider’s organisation. Its broad scope of application means that all IT service management organisations can use it.
ITIL
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The Information Technology Infrastructure Library (ITIL) is a tool that was developed by the British government (OGC), initially for its own use. It consists of a set of books (which has been reduced from dozens to less than ten in the latest version – see the diagram) describing a comprehensive, processed-based framework of the processes involved in the administration of IT infrastructure and the management of IT services. It was developed at the end of the 1980s and has become the de facto standard for the management of technical infrastructure in the Netherlands. Its best practices are still largely sourced from and used in the domain of technical management, although ITIL is increasingly being positioned as the IT service management model for all domains of IT administration.

Further on this white paper explicitly deals with the relationship between ASL and the view of application management set out in the book, ITIL Application Management.

INK
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The Dutch INK management model has been derived from the European version, the EFQM Excellence Model. Both models offer guidance for the management of an organisation by mapping out the premises underlying an organisation in a brief period of time, and by using this as a basis to draw up a plan of action for the years ahead. By performing a self-assessment it is possible to create an overview of one’s understanding of its findings viewed from the perspective of management, financiers, customers, staff and society. In addition, it indicates to what extent leadership, policy, strategy, personnel management, resources and processes are regulated, and where there is potential for improvement. One can determine an organisation’s growth by monitoring it on a regular basis. What is important in this respect, is the organisation’s potential for improvement. 

ISO 9001:2000

Anyone procuring services or products seeks assurance that his suppliers are capable of good performance. This assurance can be provided by establishing and implementing an effective, controlled quality management system. The NEN-EN-ISO-9001:2000 is an internationally used and accepted standard which focuses on the establishment and control of such a system.

Customer-focused action, reliable performance, timely deliveries, efficient service and a constant quest for better achievements while retaining flexibility are established aspects of such a quality system. They boost customer confidence and satisfaction, and produce a better corporate image. A certified quality management system provides customers with the assurance that a supplier’s organisation – irrespective of whether products or services are involved – is directed with the aid of reliable processes and procedures. Yet a concern for quality has more to offer the supplier himself: more motivation on the part of his staff, greater involvement and customer satisfaction, control over his business processes, cost savings and so forth.

In its most extensive form, the NEN-EN-ISO 9001:2000 is intended for those organisations which design, develop, produce, implement, supply or provide products or services and offer after-sales service. However, certain requirements may be dropped, depending on the operations of the organisation concerned. Nevertheless, this must be clearly expressed in the scope of the certificate.

Prince2, DSDM and RUP

Prince stands for PRojects IN Controlled Environment. Prince2 is a project management method used to ensure that projects proceed in a controlled manner. This method devotes a great deal of attention to the commercial justification for a project (its business case), risk management and changing factors in the project's surroundings which could have an impact on its success. Prince2 is suitable for projects of all types and sizes. During a project's life cycle Prince2 devotes ample attention to the quality assurance mechanism that is to be established for the project (project assurance), and compliance with it.

Prince2 is based on the execution of a project in stages but does not specify which stages should be used. Interim products are defined and created in each stage. Once they are created, these interim products are approved in the case of each stage by a so-called steering committee (the contractor and his customer) before the go-ahead is given for the next stage of the project. In this way an ongoing relationship is established between the supply of products or services and customers.

DSDM and RUP (Rational Unified Process) adopt a common approach towards software development, namely, an iterative one accompanied by the devotion of considerable attention to the satisfaction of user requirements. Both treat ongoing testing, configuration management and the prioritisation of requirements as important. The philosophy and approach of Prince2, RUP and DSDM have a great deal in common. They can be used well together, if Prince2 elements are employed for the purposes of project management, and DSDM and/or RUP is used to manage the system development activities as part of the relevant project. RUP may be viewed as a detailed implementation of DSDM. To RUP users DSDM techniques, such as time-boxing and MoSCoW prioritisation, are supplementary. RUP complements DSDM not only by indicating what one needs to do, but also by describing how one should do it using guidelines and templates.

The conclusions contain a brief restatement of the relationship between the models that are discussed, and a primary areas of focus.

ASL and ITIL AM

ASL and ITIL in general

An extremely large component of the cost of an information system calculated over its entire life cycle lies in the modification of the relevant application to accommodate new needs, requirements, legislation, errors and so forth. It is therefore very important that application management occur effectively and efficiently. ASL addresses this. Why does ITIL not suffice? ITIL’s best practices hardly involve the management and maintenance of applications but are primarily concerned with the administration of technical infrastructure (computer centres, servers, networks and desktop management), in spite of the fact that ITIL seeks to support all IT service management processes. For example, the change management process views implementation as a ‘black box’. The ‘new’ release management also only opens this box to a limited extent. The contents of this black box are so extensive and so specific in the case of application management (approximately 70% of all application management activities), that it is highly advisable to be able to zoom in on them separately. The nature of the administrative processes also differs from that of ITIL. They coincide largely in respect of what but differ in relation to how.

In addition, ASL devotes far more attention than ITIL to the strategic processes of an ICT service provider and to alignment with the business processes which ICT is required to support.

ASL and ITIL Application Management

Following the market launch of the book, ASL, een framework voor applicatie​beheer, in 2001, the book, Best Practices for Application Management, was published in September of the following year. This must have been a relief to a number of people, because ITIL was finally devoting attention to application management, a domain that had been neglected until then. However, the potential assumption that the ASL standard would become obsolete following the publication of this book, was unfounded. Both reference models play their own role and offer unique benefits. A brief comparison follows below.

ITIL AM actually indicates that application management is not recognised as a discipline. As such, there is a fundamental difference between its outlook and that of ASL. This consequently produces heated debate on a regular basis in the course of which ITIL devotees view ASL as something which is already covered by existing ITIL and application development processes. This does not mean that one needs to choose one of these two views and consequently also opt for one of the two models. One can draw the greatest possible added value from these two standards by genuinely using them as reference models.

If an organisation is starting to establish its application management processes, ASL provides greater support in this respect. Those aspects covered by ITIL AM certainly offer added value when several processes are being set up. Still, it is always advisable to look at the other elements of ITIL in so far as they may be relevant, such as the service management processes, for example. This is in itself important in order to flesh out technical management properly.

	Subject
	ITIL AM
	ASL

	Scope
	Application management is mainly concerned with the development of applications and the relationship between business and IT.
	Application management involves the administration (service management), maintenance and upgrading of applications, the policy and strategy pertaining to them, and the direction of these aspects.

	Also in the book
	Subjects such as:

- the organisation of roles and positions ;

- control methods;

- knowledge management
	Several messages such as:

· using a single point of contact with one’s customers;

· the importance of precise arrangements and a proactive approach to application management.

	Focus
	Focuses mainly on ensuring greater manageability of applications: what one needs to do in the course of application development in order to ensure that systems can be managed better.
	Focuses mainly on descriptions of the application management processes: how one manages and maintains one’s applications.

	Use
	When improving application development and service management processes, so as ultimately to be able to provide customers with better service. When should service management have any input during application development, and in respect of which matters?
	When structuring and improving application management processes (= processes for enhancement/renovation + (application) service management + management + application strategy + organisational strategy).

	Business IT alignment
	Describes an approach based on the strategic alignment model (Henderson) including SAOM and managerial methodology. 
	Describes the processes for ensuring that the provision of services and operation of the application portfolio keep pace with customer requirements.

	Requisite organisational maturity
	The use of this standard demands a large degree of experience of developing and maintaining complex applications and, in particular, the belief that current investments will yield future returns.
	The use of this standard makes few demands in relation to an organisation’s maturity. Provides support for the attainment of a large degree of maturity on the part of an application management organisation. 


However, if an organisation has already established application management on the basis of fleshing out ITIL processes, it would also be advisable for it to consider incorporating aspects of ASL into them. For example, this would apply in the case of application portfolio management as well as to the assessment the manner in which one responds to malfunctions in the production environment. There is a chance that technical management will cope with the consequences in many situations instead of devoting attention to the cause of such malfunctions. The cause may lie in a different use of the application concerned, which may actually render it advisable to modify this application. ASL includes far more information about how one can structure application management processes, which may be used as a benchmark.

Irrespective of whether one has set up one’s application management processes on the basis of ITIL or ASL, it is a useful exercise to examine the manner in which an organisation currently creates, implements and maintains applications in the light of ITIL Application Management. There are still a good many organisations in which the production of applications which can be managed and maintained properly, is not yet considered to be a feature of the quality of a product that is to be created, even though applications constitute an essential part of the components on which the IT services that are to be provided, are based, and they consequently have an important role to play in the continuity of business processes.

In short, both standards offer added value and it is really imperative that in our capacity as users we are not dogmatic and deal with the available models in a pragmatic fashion.

Hypotheses and discussions

In order to involve visitors more closely in the subject matter and to obtain new insights discussions were held on the basis of the hypotheses listed below. The tables below the hypotheses contain the participants’ opinions and are followed by a conclusion and the view of the organisers of the evening seminars.

Hypothesis 1. The use of a generic model, such as ISO 9000:2001 or the INK management model provides most ICT organisations with adequate aids for the substantive improvement of their ICT processes. 
	Arguments in Favour of the Hypothesis
	Arguments against the Hypothesis

	· ISO9001 and INK contain sufficient elements to allow one to chart a course towards the improvement of processes.

· Using INK and ISO one can take a snapshot of the status and follow it up with a cycle of improvement based on any deficiencies that have been noticed.

· More than the improvement of processes is involved. INK also devotes attention to other organisational aspects.

· Improvements mainly involve the management of commitments, attention and funds. INK and ISO are management tools.

· Audit mechanism (external audits).

· Improvement of processes if the ‘process’ is integrally anchored (ongoing).

· ISO and INK offer frameworks for ASL target levels. 
	· ASL shows how you can improve matters.

· INK and ISO are generic, while ASL is specifically designed for the application management domain and therefore offers greater support.

· Throughout an organisation as opposed to ICT, particularly with regard to substance.


Vote: 80% against.

Apparently, there is a need for substantive models to provide direction for the improvement of processes. ISO and INK represent a big stick with which to demand the improvement, but they are not specific enough to show how one can do this. However, ASL and ITIL are specific enough.

Hypothesis 2. 
If an application management organisation wishes to establish its processes from scratch (consequently, it does not use a model yet and its application management facilities are being established for the first time), CMMI (for maintenance) and ITIL (for administration and service management) will be enough for it.
	Arguments in Favour of the Hypothesis
	Arguments against the Hypothesis

	· CMMI and ITIL together cover the entire area of operation of ASL.

· Management is precisely that, which means that ITIL can be used everywhere.

· CMMI and ITIL have both proven themselves and are accepted standards. Why add anything else?

· A customer or market can request a certain CMM maturity level.
	· What is at stake is how the business domain can obtain the best support. ASL is based on business.

· Substance precedes method. ASL adopts a more in-depth approach to the management of applications.

· One must not confuse targets and resources. A method is not sacred. Conceptual frameworks are the primary concern.

· The suitability of a method differs from one organisation to the next.

· A customer or market can request a certain ASL maturity level.


Vote: 70% against.

If an application management organisation is being established from scratch, the most obvious thing to do is to use a model that has specially been made for this purpose. ASL is recognisable and any application staff can use it. CMMI and ITIL do not adequately accommodate the specific features of application management organisations.

Hypothesis 3. Even if one has already implemented ITIL within an application management department, the introduction of ASL will generate added value.

	Arguments in Favour of the Hypothesis
	Arguments against the Hypothesis

	Process-based operation is already the norm:

· people are already familiar with change and incident management.

Added value of ASL:

· focus on application management;

· supports OCM and ACM

· controlled transition from technical and application management to a ‘solution’;

· combination of two areas: service and development;

· ASL includes a growth model which can be used to support the improvement of processes.


	The hypothesis has been incorrectly formulated:

· ASL = ITIL for application management;

· if application management is introduced in accordance with ITIL, all the processes will have already been described.

If we interpret application management as an organisation:

· by introducing ASL in the case of application management, there is a chance that the division between application and technical management will increase, if the latter works together with ITIL – the practical problems associated with ‘abandoning’ matters are often quite significant;

· if ASL elements are added to ITIL within an application management organisation, there will still not be any new production => CMM?!

· it is preferable to introduce application management processes in ITIL => ITIL AM!?


Vote: tied

The nature and substance of the processes that have been implemented, determine the benefit of and need for additional systems, such as ASL. If ITIL processes are introduced by application management specialists, the added value of ASL could be less. Performing an ASL self-assessment may quickly provide an insight into the benefit of and need to introduce ASL (or elements of it) into an application management organisation.

Hypothesis 4. A detailed, comprehensive management model should be produced, which covers all application, technical and functional management processes (hence, approximately 50 processes interacting with each other within a single framework).
	Arguments in Favour of the Hypothesis
	Arguments against the Hypothesis

	· It is anticipated that dealing with one model would be less complex and implementation would be more straightforward.

· A large meta-model would be in the interests of portability, continuity and communication.

· Customers and integrated model (preventing overlaps and lacunae).

· Removes confusion surrounding all the models.

· The taxonomy, naming conventions and interpretation would be part of a single model. 
	· An all-embracing model could not be anything other than highly complex.

· Every discipline requires its own specialism and unique model.

· Each discipline surely has its own language and terminology.

· Technical, application and functional management each have their own interests and requirements.

· A comprehensive model would be too generic and abstract, or entirely confusing.

· Flexibility?


Vote: tied

Having a straightforward, all-inclusive model would seem to be useful in order to explain what all of us ICT workers do. However, if such a model is developed in detail with the purpose of enabling everyone to locate their own position within it, it is not clear who will still be able to understand and use it. It does not seem either possible or desirable for everyone to work in the same way using identical resources.

The integrated IPW model is often cited as a comprehensive one for the purposes of discussion. It offers a welcome overall framework covering the processes within the domain of ICT in relation to those in the business one. The models referred to in this white paper (and several others) could be projected against it and then be used to flesh out those areas capable of improvement in detail.

Conclusions

The relationship between a number of models and activities is presented below. The green shaded blocks denote that the relevant model is designed for the activity that is mentioned, and/or can readily be used for this purpose. These models may also be used for the activities marked with yellow blocks, although they are not as well suited for this purpose. INK and ISO9001:2000 can be used in all areas by any organisation. They are therefore not included in this table.

	Methodology Employed
	Information Management
	Administrative Functions
	Alignment of ICT with Business
	System and New Development
	Application Upgrades
	Large-scale Maintenance of Applications
	Maintenance of Applications
	Service management processes
	Day-to-day Application Management
	Administration of Technical Infrastructure
	Management of Large Projects
	Management of iterative system development

	ASL
	
	
	
	
	
	
	
	
	
	
	
	
	

	BISML
	
	
	
	
	
	
	
	
	
	
	
	

	CMM-SW
	
	
	
	
	
	
	
	
	
	
	
	

	CMMI-SW
	
	
	
	
	
	
	
	
	
	
	
	

	DSDM
	
	
	
	
	
	
	
	
	
	
	
	

	IT Service CMM
	
	
	
	
	
	
	
	
	
	
	
	

	ITIL
	
	
	
	
	
	
	
	
	
	
	
	

	ITIL-AM
	
	
	
	
	
	
	
	
	
	
	
	

	Prince2
	
	
	
	
	
	
	
	
	
	
	
	

	RUP
	
	
	
	
	
	
	
	
	
	
	
	


Most added value can be derived from these methods and models by using them as references. Ascertain what the essence of an activity is, where its weaknesses lie and examine which model is the most suitable for it and offers the most added value. If one does this, there is a good chance that one will again be able to see the wood through the trees. 

ASL was the first to describe an all-embracing model from the perspective of an application management organisation. Consequently, it offers the greatest support where an organisation is starting to establish application management processes. Where an organisation has already established application management on the basis of fleshing out ITIL processes, it would still be advisable for it to consider incorporating aspects of ASL into them. It often makes sense to combine elements of CMMI and ASL when improving maintenance processes.

CMMI is a highly usable tool, if one rapidly needs to obtain an insight into the maturity of management in relation to maintenance processes, certainly where one wishes to move from Stage 1 to Stage 2. IT Service CMM is a good model for determining the maturity of management in relation to administrative processes. An ASL self-evaluation can focus more attention on the substantive aspects of maintenance, upgrades and administration, thereby providing more pointers for the establishment of the relevant processes. ITIL mainly offers best practices for structuring service management processes in the domain of technical infrastructure.

BiSL is a model which can be deployed on the customer’s side for the establishment of information management and functional administration. ITIL AM is good in providing pointers as to how action can be taken in the course of application development in order to create applications which can be readily managed.

Credits

This white paper was written by Machteld Meijer, a senior consultant with PinkRoccade (m.meijerveldman@pinkroccade.com) and Mark Smalley, a solution director at Getronics (m.smalley@getronics.com).
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ASL Foundation





The aim of the ASL Foundation is to professionalize the application management sector. This is achieved by offering a framework within which the processes of application management are brought in relation to each other. The framework also serves as a steppingstone for categorising best practises that have been developed. In addition to the framework, ASL contains a uniform glossary. By using the terminology contained in this glossary, parties concerned with applications management are in a better position to communicate with each other.





Address for visitors


ASL Foundation 


Prof. Bronkhorstlaan 10


3723 MB Bilthoven


Building L�
Postal address


ASL Foundation 


Postbus 36 


3720 AA Bilthoven 


Nederland�
�



Internet � HYPERLINK "www.aslfoundation.org" ��www.aslfoundation.org�


Telephone +31 (0) 30 274 7716 


Fax +31 (0) 03 274 7735 





E-mail


Two e-mail addresses are available if you require additional information.


The first is that of the Expertise Informatiepunt (EI). The EI can answer all the questions you have about the nature of ASL: ei@aslFoundation.org. 





The second e-mail address is for general information about the foundation or if you require information about how you can adopt ASL within your own organisation: info@aslFoundation.org.








Planning to Implement Service Management





Background to ASL





The aim of ASL, the Applications Services Library, is to professionalize application management, not only within a single organisation but also as a standardising factor covering various ones. Amongst other things, it fits in with ITIL, which mainly focuses on the establishment of technical management organisations. ASL consists of a framework and a library of best practices in the field of application management. In this respect, application management is the ‘entity’ which maintains the functionality and operations of applications (software, databases and administrative documentation). ASL seeks to use information systems to provide optimum support for business processes throughout the latter’s life cycle.





Main aspects of the ASL framework


This framework describes the AM processes spread over the strategic, tactical and operational levels. Each of the circles and the rectangle in the middle represent a cluster of processes.














Strategic�
Organisation Cycle Management�
Application Cycle Management�
�
Tactical�
Management Processes�
�
Operational�
Maintenance�
Enhancement and Renovation�
�



Maintenance – These activities focus on the optimum use of applications. They are responsible for the optimum deployment of the applications that are currently in service, for the purpose of supporting business processes with a minimum of resources and malfunctions during operation.


Enhancement and renovation – Because information systems are closely related to ever-changing business processes (and their surroundings), applications also need to change accordingly. This cluster of processes is responsible for the requisite application modifications to accommodate new needs and requirements. The requisite adjustments are made to the data models, the software and the documentation.


Tactical processes – The management processes of planning and control, and cost, quality and service level management are responsible for determining the overall direction of the maintenance and enhancement and renovation activities. The tactical processes are ‘driven’ by the strategic processes which provide the policy input. The tactical layer thus ensures that policy is translated into action. In turn, the management processes are fed by the operational processes, which is also translated into input for the strategic processes.


Applications Cycle Management – Based on the realisation that 80% of current applications will still exist in five years’ time, it is essential to develop and implement future scenarios. Through this cluster of processes AM proactively produces a long-term strategy for the applications and the entire information supply for an organisation of users or customers in relation to the long-term policy of this organisation.


Organisation Cycle Management – Nowadays application management organisations are increasingly under pressure to provide better service at ever-lower cost. Internal application management organisations are having to contend with competition from outsourcing contractors. Application management organisations need to think proactively about the people they wish to serve (or start serving) and the services which the would like to provide in the future. This cluster of processes focuses on the development of a vision for the future and its translation into policy on upgrading application management services.
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