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Agenda

CERN: Four Years of Enterprise Service Management Experience

‘Islands’ vs. ‘Continental’ Approach

Catch-All Processes vs. Specific Workflows and Apps (Spread Out Before Digging Deep)

Separating the ‘How’ from the ‘What’ Through a Two Dimensional Service ‘Taxonomy’

Other Lessons Learned and Suggestions
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CERN

• World’s largest particle physics centre 

• World’s largest scientific instrument

• 1954 – Europe’s first joint ventures

• 2014 – 21 member states
Austria, Belgium, Bulgaria, Czech republic, Denmark, Finland, France, Germany, Greece, Hungary, Italy, Israel, 
Netherlands, Norway, Poland, Portugal, Slovak republic, Spain, Sweden, Switzerland, United Kingdom

• Annual budget 1246.5 million CHF

• ~ 2,300 Staff BUT >> 10,000 Users
LHC
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CERN’s Mission
Seeking answers to questions about the Universe.

What is it made of?
How did it come to be the way it is?

Advancing the frontiers of technology and engineering.

Uniting nations together through science. Today >10,000 visiting scientists 
from more than 100 countries.

Training young scientists and engineers who will be the experts of tomorrow.
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CERN Experiments and Topics
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Service Management @ CERN

1. Do more with 
less

2. Resources under 
scrutiny 
Demonstrate 
optimization of 
efficiency and 
effectiveness

Why

3. Shift from project (build LHC) to operate (run LHC)  Customer/User Service Orientation 
(Culture Change)
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Service Management @ CERN

1. For users simplify life by providing a single point of contact for all services.

2. For supporters ease work by providing a single collaborative highly automated tool 
for all.

3. For management improve monitoring and control (Dashboards!).

4. For governance committees demonstrably improve efficiency and effectiveness.

• Alignment with good practice (ITILv3 and ISO20k)

• Framework for continuous improvement

AND DO THIS FOR ALL SERVICES (NOT ONLY IT)

Goals
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Service Mgmt. Beyond IT

• Civil engineering services
• Material Management & Storage Services
• Fire protection services (Fire Brigade)
• Registration, access & safety services
• Facility management services
• Business application services
• Alarm system services
• Mail, Removal & Distribution of Goods Services
• Transport, Shipping & Goods Reception Services
• Waste Management Services
• Person mobility services (Cars, Bicycles, Shuttles)
• Library & Archive Services
• Housing & Hotel Services
• Finance & Purchasing Services
• Human Resources Services
• …

Scope
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300 Services

IMPACT Intervention Scheduling Application Support

TIM Technical Infrastructure Monitoring Application Support

CDS Service

EDH Workflow Application Support

EDMS Engineering and Equipment Document Management Application Support

CAD Application Support

CMMS Asset Management Application Support

Product Lifecycle Data Management Application Support

ATLAS Central Computing Service

CMS Computing 

General Data Provisioning Application Support

LHCb Offline

LHCb Online

OTP Shift Planning Application Support

PIE Experiments and Persons Information Application Support

Software Development for Experiments Service

CET Financial Reporting Application Support

CFU Contract Management Application Support

Claims and Indeminities Application Support

GAD Standard Document Application Support

General Accounting and Invoice Application Support

JMT Job Management Application Support

Official Travel Application Support

Payment and Treasury Management Application Support

Purchasing Service Application Support

Remuneration Application Support

Temporary Labour Request Application Support

Housing Service Application Service Housing Service Application Support

Automatic Message Application Support

CERN Users Administration Application Support

Checkout Application Support

CTA Training Application Support

DocLeg Legal Document Application Support

ERT Recruitment Application Support

Health Insurance Application Support

HRT Personnel Reporting Application Support

PRT External Firm Staff Administration Application Support

Staff Administration Application Support

Working hours, Pre-retirement and Leave Application Support

Departmental Storage Application Support

E-Pool Application Support

Indico Event Application Support

Internal Distribution Application Support

Inventory and Equipment Sales Application Support

Locks and Keys Application Support

Mail Application Support

Material Request Application Support

Standard Equipment Procurement Application Support

Transport and Shipping Application Support

Vehicle Registration and Stickers Application Support

Vehicle Special Plates Application Support

Developer Productivity Application Support

E-groups and Roles Application Support

APT Activity Planning Application Support

BI Reporting Application Support

Dashboard and KPI Application Support

MARS Career and Reward Planning Application Support

MDL Management Data Application Support

Reorganization Application Support

Space Management Application Support

Medical Service Application Services KITRY Medical Service Application Support

Outreach Application Services Outreach Application Support

EVM Project Planning and Control Application Support

PlanBook Project Collaboration Application Support

PPT/EU Funded Project Tracking and Reporting Application Support

Project Cost Calculation Application Support

Accident Application Support

Safety Inspection Application Support

Safety Organization Application Support

SIR Safety Training Application Support

Service Management Application Services ServiceNow Service Management Application Support

CERN Phonebook Application Support

Telephone Administration Application Support

Relations with Host States Service Relations with the Host States Service

VAT & Customs Advisory Service VAT and Customs Advisory Service

Collaboration Accounting and Invoice Service

Payment for Visiting Teams and Collaborations

Team Accounting and Invoice Service

Financial Reports Service Financial Reporting Service

Collaboration Agreements Service

Industrial Liaison Services

Procurement of Supplies and Services

Temporary Labour Service

Claims and Indemnities Service

Remuneration Payment Service

HR Reports Service HR Reporting Service

Attestation Service

Family Benefits Service

Internal Tax Service

Registration and Update of Personnel  Information

Swiss and French Cards Service

Working hours, Pre-retirement and Leave Service

CERN Health Insurance Scheme - UNIQA

CERN Unemployment Insurance Scheme

Life Insurance Service

Career Advisory Service for Staff Members

Career Transition Measures

Contract

Diversity at CERN

HR Policies and Process

Internal Mobility

Personnel Counselling

Apprenticeships at CERN

Arrival and Integration Service

Recruitment Outreach Service

Recruitment Service

Social Affairs Service Social Affairs Service

CERN Clubs

CERN Nursery School

Groupement des Anciens CERN - ESO Pensioners Association

Staff Association Administrative Service

Competency Model

Management Advising

Performance Career

Batch Service

BOINC Service

Audio Conferencing Service

Conference Rooms Service

Eduroam Service

E-Mail Service

Lync Service

Sharepoint Service

Video Conferencing Service

Certificate Authority Service

Computer Security Service

Firewall Service

Single Sign On and Account Management Services

Accelerator Database Service

Administration Database Service

Database on Demand Service

Database Replication Service

Experiment Database Service

General Purpose Database Service

Linux Desktop Service

Mac Desktop Service

Public PC Service

Windows Desktop Service

GIT Service

JIRA Service

SVN Service

Electronics Design Software Service

Mathematics Software Service

Mechanical Design Software Service

File Transfer Service

GRID Compute Element Service

GRID Development Service

GRID Information Service

GRID Infrastructure Monitoring Service

LFC Service

MyProxy Service

Tier-0 Support Service

VOMS Service

WLCG Support Service

LXPLUS Service

Windows Terminal Servers

ACRON Service

Configuration Management Service

Load Balancing Services

Messaging Service

Monitoring Service

Server Provisioning Service

Campus Network Service

CIXP Service

Datacenter Network Service

Network Database and Registration Service

Network Service for Projects and Experiments

Technical Network Service

WIFI Service

WLCG Network Service

Printing and Copying Service

Volume and Poster Printing Service

AFS Service

Backup and Restore Service

CASTOR Service

Ceph Service

CERNBOX Service

CVMFS Service

DFS Service

EOS Service

FILER Service

CERN Phonebook Service

Fax Service

Fixed Line Phone Service

Mobile Phone Service

Radio Communication Service

Archive Service Archive Service

CERN Core Website and Social Media Services

CERN Graphic Design Guidelines Service

Public Event Coordination

Translation and Minutes Service

Visit Exhibitions Service

Bibliographic Information Service

Bookshop

Digital Library Service

Physical And Online Library Collections Service

Publication Distribution Service

Alerter Service

Bulletin Service

E-Publishing Service

MultiMedia Service

Public Information Display Service

Webcast and Recording Service

Individual Coaching

Tutoring for Technical Activies

Team and Groups Actions Team Workshop Facilitation

Advice on Learning Solutions

External Training

Internal Training

Tailormade Internal Courses

Training Provider Service

Emergency Service

First Aid Service

Medical Examination Service

Non-Emergency Intervention Support

Preventive Medical Service

Preventive Safety Consultancy and Project Safeguard Service

Psychologist Consultation

Safety Training

Dosimetry Service

Radioactive Waste Management Service

Water Release Service

Internal Organisation and Structure Service Internal Organisation and Structure Service

Procedures Documentation and Review Service

Service Management Service

DICT Response Service

Geographic Information Service

Barracks Service

Buildings Repair And Maintenance  Service

Catering And Kitchen Equipment Service

Electrical Installations Service

Green Spaces Service

Heating, Ventilation, Air Conditioning and Compressed Air Service

Roads And Drainage Service

Sanitary And Drinking Water Service

Tunnels Repair And Maintenance  Service

CSAM Safety Alarm System Service

SUSI  Building Access Management  Service

ZORA  Access Safety Service 

Site Engineering Design Service

Site Engineering Projects Support Service

Housing Services Housing Service

Lost and Found Service Lost and Found Service

Mail and Internal Distribution Service

Shipping Service

Material Request Service

Sales and Recuperation Service

Storage Service

Waste Management Service

Bicycle Rental Service

Bike Sharing Service

Car Pool and Rental Service

Shuttle Service

Guards Service

Locks and Keys Service

Person and Car Registration Service

Installation Service

Onsite Removal Service

Soft Facility Management Cleaning Service

Engineering, Safety and Access Consultancy Service

Project Management and Planning Consultancy Service

Engineering Control Systems Support Control Systems Support Service

Exhibitions Service Industrial Exhibitions Service

Information for Suppliers Service

Supplier Invoice and Payment Service

Supplier Relationship Service

Specialized Support for Projects Experiments and Engineering
Consultancy Services for Projects

Supplier Relationship Services
Services for Suppliers

Site Infrastructure Services (Soft)

Mail and Shipping Services

Material Lifecycle Service

Passenger Mobility Services

Registration and Access Services

Removal Services

Service, Organization and Process Management
Process and Service Management Services

Site Infrastructure Services (Hard)

Geographic Information Services

Hard Facility Management

Safety Alarm and Access System Services

Site Engineering Service

Occupational Health and Safety Services

Emergency and First Aid Services

Preventive Safety and Medical Services

Radiation Protection Services

Learning Services

Coaching Services

Training Services

Telephone Services

Knowledge, Scientific Information, Text and Media

CERN Official Communication

Scientific Information Services

Text and Media Services

GRID Services

Interactive Services

IT Infrastructure Services

Network Services

Printing Services

Storage Services

Staff Association Services

Staff Management Services

IT Services

Batch Services

Collaboration Services

Computer Security Services

Database Services

Desktop Services

Development Services

Engineering Software Services

External Regulations Services

Finance Services

Finance Service for Teams and Users

Procurement Service

Remuneration and Claims Services

HR Services

Personnel Administration Services

Personnel Insurance Services

Personnel Support Services

Recruitment, Jobs and Integration Services

Infrastructure Application Services

IT Governance and Application Development Services

Management Application Services

Projects Application Support Services

Safety Management Application Services

Telephone Application Services

Service Area Customer Services Services Elements

Application Services

Controls and Accelerator Application Services

Document Management Application Services

Engineering and Equipment Application Services

Experiment Application Services

Finance Application Services

HR Application Services
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Service Mgmt. @ CERN

• 495 hotel rooms, 3 restaurants

• 2 main Sites, 657 Buildings, 238 Barracks

• > 15,000 active access cards

• > 1,000 cars

• > 10,000 desktops & laptops

• 25,000 servers / 150,000 cores

• 95,000 disks 195 PB disk space

• 130 PB tape storage 

• 30,000 network ports 

• 1 Internet exchange point 

• 2 Data Centers

Numbers

10

https://meter.cern.ch/public/_plugin/kibana/
https://meter.cern.ch/public/_plugin/kibana/
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Service Management System for Users

I can not access 
the wifi network

How can I access 
LXPLUS?

I am cold… 
the Heating 
doesn’t 
work..

I need help 
about car 
sharing

I need a key 
for my new 

office !

When does the 
shuttle to the 
airport leave

Simplify users and supporters life by providing
ONE point of contact (ONE #, ONE URL, ONE place)
ONE behaviour; unified processes for all services
ONE tool shared by all service provides
ONE definition/description (business service catalogue)



12

#Know15

© 2015 ServiceNow All Rights Reserved

Service Management System SPOC

Computer Account is blocked

Wifi connexion request

LXPLUS batch issue

Car sharing vehicle has flat battery

Heating makes ‘glouglou’ noise

Need a door key for the office
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Service Management Collaboration

Identity management Service

Networking Service

Batch Service

Car pool and Rental Service

Heating, ventilation, Air Conditioning and 
Compressed Air Service

Locks and Keys Service

Computer Account is blocked

Wifi connexion request

LXPLUS batch issue

Help with Car sharing

Heating not working

Door key issue
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Service Performance Management

Trend information
Operational information
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Enterprise Service Management Timeline

60%

1,000 Supporters

~1,300 Supporters

250,000 Inc/Req per year 
processed

>350,000 End User Inc/Req Resolved

Define user Facing Processes for Non IT
(Request and Incident)

2009 2011 2012 

Define Business Service 
Catalog for Non IT

2010 

Tool Selection

Extend Catalog and 
Processes to IT

Catalog and Processes and Portal in 
ServiceNow

2013 

Recruit and train Service Desk

Train 400 Supporters

> Services

> Processes

> Maturity (Coaching)

2014 

Convince Peers & 
Management

60%

KPI Dashboards
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Islands or Continent
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How: Customer Focus … Architectural Choices

– So skip the internal fighting and build a united service management framework with

• One common set of processes (1 for request, 1 for incident, etc..)

• One common tool 

• One business service catalog  

• One service portal

– This will also bring

• Cost savings in operations with easy “border crossing” (reassignment) of tickets between services in 
different domains

• Reduced maintenance cost (few workflows)

• Scalability, as marginal cost to get another ‘country’ on board is very low

– HOW?

From a user/customer perspective it is easier to do business with a ‘partner’ that has one currency, 
one set of laws, and no internal borders to cross – a dream?
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How: Customer Focus … Architectural Choices

From a supporters & managers perspective benefits are less clear

– Countries (service domains) loose their autonomy

– Inhabitants (supporters) all have to follow same rules

– Absence of borders results in much more transparency

Is building a united service continent feasible for you or does 
your ‘political’ and ‘historical’ situation force you have to adopt a
‘country’ approach and maybe converge to a continental solution in a second phase? 
(In this case carefully architect your ‘national laws’ to facilitate a future merge, or at least ‘interoperability’)

Note: Your favorite provider may find an interest in selling you domain specific 
solutions.
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How: Continent vs. Country

Continent

Easy for users: 

Focus on What (customer view)

Single point of contact

Single shared processes

One service catalog

Facilitates ‘collaboration’ across borders

Cheap to maintain and extend (scalable)

Difficult to sell to supporters 
(single solution suits all)

Managers have to give up autonomy

Country

Tailor made workflows for supporters

Service Managers maintain full control

Less user friendly

More exposure on How services are organized

Risk of confusing user experience in portal

More complex and costly to maintain

Scalability; adding ‘countries’ is expensive

‘Border crossing’ can be a pain
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Go Fast (Flood the Continent)
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Users &
Customers

Supporters

Managers

How: Less Obvious Success Factors

• Be Quick and Agile, there are lots of “sceptics”, 
be faster than the ‘hunters’ 

1. Focus on customer experience 1st (“itil” supporters experience 2nd)

2. Cloud based SAAS solution for Fast initial rollout  & Low investment

3. Lean and fast, scalability is key (new service < 1 day)

• Unified processes

• Generic service management framework

• Tool that allows rapid forms development

4. Low profile at initial rollout

3 months thanks to the 
cloud based SAAS solution

200 request/incident forms 1st year
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How: 1st Extend Wide, 2nd Drill Deep

• Phase 1: Cover a wide area fast with a simple unified ‘horizontal’ standard solution

• Phase 2: Add more sophistication and ‘vertical’ customizations

300 services

One single Req and Inc process
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Phase 1: Add a Service in a Few Hours

1. Define the service in the business catalog – link to existing mail feeds, existing 
legacy forms if existing outside, existing legacy info, etc.

2. Assign support roles to supporters and management roles to managers

Now the service is advertised; end users can find it; 
create requests and incidents that will be automatically 
assigned to the correct support teams. 
(as the ticket is created from this specific portal page)
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Phase 2 Improve and Tune

1. Add forms, knowledge and support for more mail-feeds

2. Setup notifications, signatures, reporting, 
homepages, dashboards, etc.

3. Develop specific features (if justified and feasible)
– Specific data (like car plates, lost items, other “CI’s”)
– Specific task and workflows
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500 Forms

200 forms in first 8 months 

(~2 person team who also did the 
coaching and handholding)
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Service ‘Taxonomy’ to Manage a Wider Scope
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Business Service Catalogue

Matrix structure with 2 dimensions:

– Columns: Services (What, User View) (today 297 operational)

– Rows: Functions (How, Supporters View) (today 567 active)

W
h

at

How
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One Business Service Catalog

• Drives automation 

• Enables service desk to cover unlimited scope

• The two dimensions allow support teams to keep some of their ‘culture’
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Service Portal

• Easy access to all services

• Search function

• Browse the catalogue

• Report issues

• Follow-up issues

• Access knowledge base

• Access to service status info
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Knowledge (for Self Help and Business Continuity)



31

#Know15

© 2015 ServiceNow All Rights Reserved

Other Lessons Learned
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ITIL Beyond IT: Lessons Learned

• Hide the notion of ‘incident’ and ‘request’ under the notion of ‘case’ is a good idea

– Incident and request are notions grounded in ITIL V3 and ISO20k and need to be treated differently; 
however outside the technical domain they lead to ‘misunderstandings’

– Transition between incident and request must be hidden (in particular in the admin domain)

• Offer the equivalent of an ITIL foundation training to non IT support staff
(shorter and no references to ‘IT’; a ‘service management awareness’ event)

• Set resources aside for handholding and coaching; non IT is less ‘ticket literate’
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Rollout

Source: Gartner Hype Cycle
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When Strong Support Is Critical

Trough

Plateau

Slope

High demand for strong 
management support

User Satisfaction

Support Effort



37

#Know15

© 2015 ServiceNow All Rights Reserved

Smoothen the Hype Curve

What we tried to do

• Reduce expectations (no publicity)

• Staggered implementation 
(mainly of “phase two” objectives)

• No compromises on the vision
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Top Takeaways

Push for a ‘continental approach’ (tear down silos, aim for a united continent)

Business service catalog and service portal are key (and not necessarily a big investment)

Be fast and ‘agile’ to reduce risk of being shot down at takeoff



39

#Know15

© 2015 ServiceNow All Rights Reserved

How Did We Do?

Your feedback on this session 
helps us deliver great content.

Please take a moment to 
complete a session survey 
in the Knowledge15 app 
or use the survey forms 
at the back of the room.

Get Presentations

As a Knowledge15 attendee, 
you have exclusive access to 
breakout and lab session 
content from the event.

1. Go to knowledge.servicenow.com

2. Log into the community

3. Click on View Now button

knowledge.servicenow.com

Thank You

Reinoud Martens

Service Manager General Services

CERN

Reinoud.Martens@cern.ch
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