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1. Introduction

As models, standards, and frameworks continue to proliferate, it often takes the emergence of a hybrid
buzzword to create a common understanding and collaboration around best practice. The IT world
thrives on the brief lives of such terms. It includes terms such as BPR, client-server, hybrid cloud,
digital transformation, orchestration, and many others that are often used interchangeably and have
multiple definitions.

Shift-left is a buzzword that is now frequently used. This term is valuable as it is often open to multiple
levels of understanding and application.

Shift-left approach

An approach to managing work that focuses on moving activities closer to the source of the work,
in order to avoid potentially expensive delays or escalations. In a software development context,

a shift-left approach might be characterized by moving testing activities closer to (or integrated
with) development activities. In a support context, a shift-left approach might be characterized by
providing self-help tools to end-users.

The widely accepted definition is that shift-left involves moving the delivery of work to the most appropriate
and optimum place to meet the customer or business needs. Usually this involves improving the quality,
efficiency, and speed of the delivery of work to improve customer experience.

The transformation to a shift-left approach requires activities such as:

® reviewing current practices and identifying issues

® journey mapping to review and improve flow

® gathering and building feedback and performance data

® decision-making to drive shift left strategy

® combining ITIL 4 practices into value streams

® cross-functional team collaboration

® changes in structure, roles, processes, practices, and tooling

® organizational change management activities to get buy-in and to enable change
® value demonstration of the benefits achieved.

01 ITIL®4 Specialist: Create, Deliver and Support
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Figure 1.1 Tiered support in a traditional support model

Shift-left means moving work to the best place for it to be done, often closer to the customer so it is faster,
better, and cheaper. As a result, delays, issues, and costs that are often caused by existing operational
structure and processes are removed. This results in a reduction in unnecessary delay, irritation, waste,
and extra cost. A service desk team will require the smallest amount of time to fix an incident. If the service
desk is not allowed or unable to resolve the incident, then this time may be increased by hours or days
through the escalation process. Delays also add to the cost of delivery. For example, in a traditional support
model many issues can be removed by simply moving the work to the right place. Yet, this is often far from
simple. The effort required to succeed involves several skills, practices, and disciplines. In effect, shift-left
represents the broad spectrum of IT and SM, ITIL, and DevOps in a microcosm, where there is a need to
focus on people, structure, and culture as much as on tools, automation, processes, and practices.
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Figure 1.2 Shift-left support options
Note: KB in the figure above refers to knowledgebase.

04 Shift-left (move closer to the source with ITIL 4 and DevOps) AXELOS.COM



The shift-left approach can similarly apply to development work, as both approaches require avoiding
bottlenecks and gaps by reviewing the overall flow and making appropriate changes. ITIL 4 has a strong
focus on shift-left, both in terms of how it can be deployed as an IT and service management artefact, and
how this relates directly to approaches such as DevOps and Agile.

2. SHIFT-LEFT, ITIL 4, AND DEVOPS

DevOps focuses on several areas that are exemplified in the shift-left approach. Often, it is possible to
inform traditional IT and SM teams that if they are attempting a shift-left delivery, then they are effectively
using several DevOps techniques.

The areas that include an overlap between shift-left and DevOps techniques are:

® flow shift-left involves the optimization of workflow across a value stream (i.e. an end-to-end
combination of processes and practices)

® feedback this is used to identify customer and operational issues that can be improved
® customer focus a central element in journey mapping and service design

® results and measurement used extensively in DevOps to identify improvements in quality and
performance

® collaboration and respect getting small, cross-functional teams to work closely together and share their
work and skills. Collaboration requires trust and mutual respect

® automation and optimization used extensively in DevOps for testing, promoting code, and provisioning.
Shift-left highlights many new opportunities to automate IT and SM processes to focus on quality and
accelerate responses to customers.

ITIL 4 refers to shift-left, highlighting the key professional requirements and tools needed for successfully
implementing service management, that is holistic and incorporates a broad set of disciplines. This
includes value stream creation and delivery, which effectively is what shift-left involves. This is defined
in ITIL 4 Specialist: Create, deliver and support (CDS). CDS also includes several broad areas for
consideration and development, which surpasses processes and even practices as key to developing a
balanced approach to professionalism.

To be successful at creating value streams it is important to use a combination of practices and skills,
including the elements of teamwork, collaboration, and co-operation if required. Success also requires an
understanding of the different approaches to organizational structure and cultural change. It is important
to be aware of tools and current developments to keep skills up to date and to identify opportunities to
provide new solutions for customers.

There is also a strong focus on employee satisfaction and developing customer orientation in all aspects of
service management, as well as a refocus on communications skills. These capabilities are essential for
tasks such as receiving approval for initiatives, such as shift-left.

Most importantly, the guiding principles in ITIL 4 reflect a modern, flexible, and context-based way of
working. These are closely aligned with the Agile and DevOps ways of working and can be traced to

key concepts such as transparency, flexibility, using feedback loops, working holistically and with a
customer experience focus, using automation as much as possible; and using a Lean approach to remove
waste by keeping things simple. The guiding principles can be used as a guide to successful shift-left
implementation. For example, both approaches encourage holistic, iterative, and inclusive work, focusing
on customer and business value, using automation where appropriate, and improving collaboration by
using a Lean approach.
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3. DELIVERING SHIFT-LEFT

Shift- left is not an individual process, value stream or practice. Neither is it a technology or a training
programme, organizational change, customer focus, continual improvement, efficiency drive or quality
management system. It is not IT and SM, ITIL, DevOps or Agile. Shift-left incorporates all of these
elements mentioned above to create a holistic transformation approach, which embraces several ways of
working and combining elements from IT and SM and DevOps.

3.1 KEY STEPS IN A SHIFT-LEFT APPROACH

3.1.1 Reviewing and identifying areas for improvement

This involves reviewing the workflow of specific value streams and identifying areas for improvement,
such as: customer experience, speed, efficiency, employee engagement, and business value. This could
be achieved by reviewing how and where defects are classified and resolved. For instance, allocating
the early investigation of bugs to the design and build teams, or using testing feedback to redefine the
scope and acceptance criteria for workstreams. As a result of the change in working practices, this may
improve the quality of product delivery and reduce the impact of rework. This could also include moving
the resolution of incidents from third line analysts to front line service desk agents, which could result

in a reduction in: lead times for customers, impact on projects, cost of services, and improving the job
satisfaction levels for service desk and third level people.

3.1.2 Agreeing on a plan of action

This step would require visible management support, probably investment in areas such as training,
salary adjustments, and tools and organizational change management. It is important that all risks,
issues, and potential outcomes are considered as part of the decision-making and planning for change.
Some issues to consider are:

® Fear and resistance from people in current roles. How will their job change, what skills are needed?
Will their job still exist? Will they gain or lose perceived status or responsibilities?

® The ability to make structural changes as needed. Some job descriptions and responsibilities will need
to be changed which may have financial implications.

® Teams will need to agree on new interdepartmental communications processes, such as how to triage
and escalate work (for example requests, defects, and incidents). New categories and escalation
procedures could be created to reflect these changes.

® A major area for attention will be knowledge management, which is the creation of appropriate content
that provides relevant knowledge and practical guidance when needed.

® Knowledge transfer will be required on a cross departmental basis to move tasks seamlessly from
one area and group of people to another. This can require retraining, the creation of new knowledge
articles, buddying, and mentoring.

® Successful knowledge transfer usually benefits from target setting to drive change. For example, this
could involve setting targets for the number of resolution incidents or knowledge articles that third level
teams need to transfer every month, or the percentage of defects that are transferred from testing, to
coding, and design teams.
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3.1.3 Initiating and implementing shift-left

This involves engaging and preparing all stakeholders, colleagues, and partners for the required changes,
identifying what this means for them, and their part in it. This step also requires making the relevant
process, role, structural, and tooling changes. This involves:

® The reasons for changing value propositions and content. What are we doing? Why are we doing this?
What will the benefits and outcomes be? Why is this better for the organization and its people?

® The change involves consulting with and selling the changing to employees. Stakeholders must embrace
the change. Yet, time and effort is required to build the stakeholder’s trust so that they understand the
reasons for change, as well as the mechanisms involved in the change.

® The change will require the development of the employees’ skills and capabilities so that they can
deliver the work that is moved to their area. This may be challenging for certain employees and can
result in the need to employ different skillsets (and employees) in existing roles.

® The removal or change of the restrictions on access can result in fewer delays and the quicker delivery
of work.

3.14 Reviewing and demonstrating value from shift-left

The success and value of the change can be demonstrated by measuring and reporting certain areas such
as:

® Work transfer targets are vital for implementing activities that move items of work, train employees, and
so on. For example, it can be useful to track the number of knowledge articles, defects, or incident types
that each team disregards every month.

® The success of the initiative can be demonstrated by identifying its value. This could be shown by
reporting improved resolution times, reduced defect numbers, increased customer satisfaction ratings,
lower costs, and so on.

® \alue can also be identified by tracking progress and reporting any positive changes, that have arisen as
a result of the change to employees and customers.

@ Shift left is also valuable for employee satisfaction, providing more direct customer resolution to front
line staff, as well as freeing up technical staff to do more project-based work. This can also improve job
satisfaction and engagement across teams.

4. CHALLENGES

Clearly, shift-left requires a co-ordinated effort involving skills, people, teams, managers, and stakeholders.
This is a multifaceted initiative that will fail without a holistic and inclusive approach. Challenges can arise
that threaten the success of the shift-left initiative, some of these challenges are discussed below. The
resistance and unwillingness to delegate or transfer work. Many people feel threatened by changes to their
roles and responsibilities. This is particularly true if they are perceived as experts and believe that they
must convey their knowledge to less experienced people. This approach can be seen as a challenge to their
expertise and authority. It is vital to gain their trust by emphasizing the opportunities for them, the benefits
to the organization, and the benefits to their customers. Often the problem of resistance manifests indirectly
through a lack of priority and slow progress. Target setting for skills transfer is a useful approach here.

Another problem is moving work to teams that do not possess the necessary skills or knowledge. Clearly,
this will not work and the team will either require extra training or the nature of the team itself may need
to be reviewed.

AXELOS.COM Shift-left (move closer to the source with ITIL 4 and DevOps) 07



A third issue is unusable knowledge materials. Knowledge can be transferred but this must include a
contextual understanding of the user. For example, a technician’s notes may be too technical for a front line
analyst.

Another problem is a lack of clarity within roles and the escalation process. Many teams operate with
unwritten processes and practices, so it is vital to have written instructions of how these processes operate
in a new context.

Also, knowledge systems and articles must be tested and tracked for use and quality. Employees must be
able to teach themselves the necessary knowledge, using the knowledge systems and content available to
them. Yet, this can only be done if the organization can identify the most successful forms of knowledge
content that they have, or that they need to create.

5. SUMMARY OF KEY TIPS

® (Good collaboration and buy-in is key, as well as a focus on the expected business value and the value
for employees.

® Use organizational change management techniques to gain employees’ trust and manage the change
with them.

Transparency and visible working help to clarify objectives and progress.

® Use common sense to drive sensible customer focused solutions. Discard transactional and rigid ways of
working when they clearly do not work. There is no absolute model for shift-left, move work to where it
makes sense.

® Experiment with new structural models for routing and escalating work, such as swarming.
@® This should ideally form part of a wider shift towards a continual improvement culture.

® Metrics, such as target-setting, measurement, analysis, and publication of results and outcomes are key
to building credibility, support, and the ongoing demonstration of value.
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