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Improving service
performance through
structured ITIL workflows
and collaborative
ServiceNow execution.

This report documents our group’s implementation of ITIL practices, specifically
Incident Management, Problem Management, and Change Management to
stabilize the Electronic Health Record (EHR) system used by Northstar Health
Clinics. Throughout this activity, we worked collaboratively in a shared ServiceNow
Personal Developer Instance (PDI) to create, manage, and link records that reflect
real operational disruptions. The objective of this report is to present how we
applied ITIL processes in a practical scenario, demonstrate our use of ServiceNow
tools, and show how structured ITSM practices help restore service performance.

INTRODUCTION

LEARNING
OBJECTIVES

By completing this activity, we will be able to:
1.Apply ITIL practices across Incident, Problem, Change Management.
2.Create and manage records collaboratively in ServiceNow.
3.Link Incidents to Problems, and Changes.
4.Work together using a shared PDI instance with clear role responsibilities.



Scenario

Northstar Health Clinics relies on an enterprise-wide EHR system that has recently shown multiple
performance issues. Clinics reported slow page loading, login failures during peak hours, short
outages, and intermittent “Database not responding” errors. These disruptions affect patient care
workflows and must be addressed promptly. The EHR system depends on three key components: the
EHR Service (Business Service), the EHR Application Server, and the EHR Database Server. Our team
analyzed the incidents affecting these components and followed ITIL guidelines to identify root
causes and implement a permanent fix.



Group Roles
To support effective collaboration, each member of our group assumed a designated ITIL role.
William Bryan served as the Incident Manager, responsible for recording and managing all
incidents related to the EHR disruptions. Gusti Gratia acted as the Problem Manager, leading root
cause analysis and consolidating the incidents into a single problem record. Kayla Putri took the
role of Change Manager, overseeing the planning, scheduling, and implementation of the Normal
Change required to resolve the issue. 
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While each of us had specific responsibilities, we worked together throughout the entire process to
ensure consistency and accuracy in the records. 

Each role played a critical part in ensuring smooth coordination across Incident, Problem, and Change
Management activities. Through clear task division and consistent communication, our team was able to
manage disruptions effectively and maintain record accuracy within the ServiceNow environment.



Configuration Item
(CI) Preparation

Before managing the incidents, problems, and changes, we created the required Configuration Items
(CIs) in our ServiceNow PDI because they were not available by default. We added three CIs: EHR
Service, EHR Application Server, and EHR Database Server and set each to “Installed” to represent the
active components of the EHR environment. These CIs were then verified in the lookup fields to ensure
they could be properly linked to all related records throughout the activity.



EHR Service

EHR Application Server

CI Created



EHR Database Server

CI Created

ALL CI CREATED



Incident
Management

Our team created five incident records in ServiceNow based on the issues reported by clinic staff,
including slow page loading, database errors, login failures, system freezes, and a brief outage. Each
incident was assigned the appropriate priority, configuration item, and assignment group, with Incident 3
escalated to the Application Support EHR team as required. These incidents formed the basis for
identifying patterns and linking them to a single Problem record in the next stage of the ITIL process.



The user received a “Database not responding” message while
scheduling patients and had to refresh multiple times. This
indicates a temporary connectivity or responsiveness issue
with the EHR Database Server.

Incident Created

The EHR pages were loading very slowly, with patient charts
taking more than 30 seconds to open starting around 8 AM.
This suggests a performance degradation within the EHR
Service.

Multiple staff members were unable to log in between 8–9 AM
and only gained access after repeated attempts. This points to
an authentication or application-level issue on the EHR
Application Server and requires escalation to Application
Support – EHR.

SLOW EHR PAGES

LOGIN FAILURES

DATABASE CONNECTION ERROR

1

3

2

The EHR was completely unavailable for about five minutes at
around 8:30 AM, with error messages appearing for all users.
This reflects a significant outage affecting the EHR Application
Server and overall system availability.

FIVE-MINUTE OUTAGE
5

The EHR froze while a doctor was entering lab orders,
disrupting patient care. This recurring issue indicates instability
in the EHR Service throughout the week.

EHR FREEZES DURING PATIENT
CARE

4



Create Caller for Incident 1

Create New Incident - Incident 1 (INC0010007)

Incident 1 – Slow
EHR Pages



Incident 1 (INC0010007) from Incident Manager POV

Incident 1 – Slow
EHR Pages



Create Caller for Incident 2

Create New Incident - Incident 2 (INC0010008)

Incident 2 – Database
Connection Error



Incident 2 (INC0010008) from Incident Manager POV

Incident 2 – Database
Connection Error



Create Caller for Incident 3

Create New Incident - Incident 3 (INC0010004)

Incident 3 – Login Failures
(Escalation Required)



Incident 3 (INC0010004) from Incident Manager POV

Incident 3 – Login Failures
(Escalation Required)



Escalate Incident to App Support EHR Assignment Group

Incident 3 – Login Failures
(Escalation Required)

This action involves escalating the incident to the Application Support – EHR assignment group for
further investigation and resolution. The escalation is performed when initial troubleshooting
indicates that the issue is related to EHR application behavior, configuration, or performance and
requires specialized expertise. Once assigned, the EHR support team will review the incident details,
analyze logs or error patterns, and proceed with the appropriate corrective actions to restore normal
system functionality.



Create Caller for Incident 4

Create New Incident - Incident 4 (INC0010009)

Incident 4 – EHR Freezes
During Patient Care



Incident 4 (INC0010009) from Incident Manager POV

Incident 4 – EHR Freezes
During Patient Care



Create Caller for Incident 5

Create New Incident - Incident 5 (INC0010006)

Incident 5 – Five-Minute
Outage



Incident 5 (INC0010006) from Incident Manager POV

Incident 5 – Five-Minute
Outage



Problem
Management

We created a single Problem record to consolidate all five incidents, documenting the overall impact,
urgency, and affected EHR service. After progressing the record through the Problem workflow, we
identified the root cause as resource exhaustion during peak hours, applied a temporary workaround, and
defined a permanent fix to reconfigure the EHR Application Server. Finally, we linked all related incidents,
the affected CIs, and later the associated Change Request to ensure complete traceability across the
ITIL process. 



Create New Problem

Assess Problem

Create Problem



Root Cause Analysis

Root Cause Analysis



Fix Notes

Proposed Fix



Affected CIs

Linked Incidents

Linked Change Requests

Linked



Resolve Problem

Close Problem

Close Problem



Change
Management

This change request outlines the end-to-end process for implementing a permanent configuration fix to
improve EHR system performance. The activity includes creating a Normal Change, completing required
fields, obtaining approvals, scheduling the change window, and defining the implementation, test, and
back-out plans. During the implementation phase, three tasks are executed: backing up the server
configuration, applying updated connection settings, and testing EHR login and page loading. Once
implementation is completed, notes are documented and the change is advanced to the Review state,
where results, lessons learned, and closure details are recorded. The change is then formally closed and
the Change ID documented for reporting purposes.



Create a Change Request

Complete the following fields

Create the Change
Request



Approve all approvers in the Approvals related list.

Approvals (Authorize)



 Planned Start: Sunday at 06:00
Planned End: Sunday at 07:00

Implementation Plan

Schedule the Change



Implement Stage

Change Tasks, Create New - CTASK0010006

Implementing the
Change



Change Tasks, Create New - CTASK0010007

Change Tasks, Create New - CTASK0010008

Change Task



Change Task Overview - State Open

Update Assignment Group, State, and Post Work Notes
CTASK0010004

Change Assignment
Group and State



Update Assignment Group, State, and Post Work Notes
CTASK0010005

Update Assignment Group, State, and Post Work Notes
CTASK0010006

Change Assignment
Group and State



Update Assignment Group, State, and Post Work Notes
CTASK0010007

Update Assignment Group, State, and Post Work Notes
CTASK0010008

Change Assignment
Group and State



Change Task Overview - State In Progress

Close Task - CTASK0010004

Close Task
In the screenshot below, we differentiate between
groups, some after pressing Close Task and some before



Close Task - CTASK0010005

Close Task - CTASK0010006

Close Task
In the screenshot below, we differentiate between
groups, some after pressing Close Task and some before



Close Task - CTASK0010007

Close Task - CTASK0010008

Close Task
In the screenshot below, we differentiate between
groups, some after pressing Close Task and some before



Change Task Overview - State Closed

Make an Implementation Notes and Post

Implementation 
Notes



Review and 
Closure

During the Review and Closure stage, we verified that the change was implemented effectively and
produced the intended results. All closure fields were completed, including a summary of implementation
outcomes, key lessons learned, and the assigned close code. The change was confirmed to have been
executed successfully within the maintenance window, with system functionality validated and no follow-
up incidents reported. After ensuring the state was set to Closed and the close code indicated success,
the record was formally closed in the Change module.



Review Steps

Scroll down to the Closure Information section and complete the
required fields

Close Task



Close Change

Close Task



Return to the Change List

Change ID and PDI Link

RECORD THE CHANGE ID
Change Number: CHG0030005

PDI Link: https://dev292954.service-now.com/  
Username: Admin
Password: @cj*XVn0lI3C



Collaborative ITIL practices
successfully improved
overall EHR performance.

Through this final project, our team successfully applied core ITIL practices,
Incident Management, Problem Management, and Change Management,
within a real-world EHR disruption scenario at Northstar Health Clinics. By
collaboratively working in a shared ServiceNow PDI, we were able to record
and manage five related incidents, consolidate them into a single problem,
perform structured root cause analysis, and implement a permanent fix
through a well-planned Normal Change. The use of accurate Configuration
Items, clear role delegation, and end-to-end traceability across all records
demonstrated how ITIL workflows help restore service stability, reduce
recurring issues, and improve overall system performance. This activity
strengthened our understanding of ITSM best practices and showcased the
importance of coordinated processes in maintaining reliable and efficient
healthcare technology services.

CONCLUSION



THANKS
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