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3 Keys to Success

1. Your support center must be the owner of the product, and you must have dedicated system support staff. 

· Control of the applications by the folks who use them the most.  The help desk owns the support process and therefore should own the system that tracks the workflow.  This not only gives the management of the system to the folks who use it the most but it also keeps the focus of the system on the overall functions of the support services instead of narrowly focusing on one department’s needs.

· The Help Desk staff are the experts in the workflow.    Your Help Desk staff are the only ones who use all the categories within your workforce management system.   Have them test the process for creating tickets in all categories.  They will know what fields are relevant and what are not.  They also know in what order the information is usually gathered and can help design a ticket entry page that is easy to use. When a support area needs to create or modify how they track their work, make sure the Help Desk staff is on hand to help them understand what works and what doesn’t.  An example from REI:  Initially, it took 2 minutes to fill in the information on an average help desk call.  By rearranging the layout, deleting unused fields and moving fields on separate tabs to the front screen, we reduced the average time to 30 seconds.  This was a 75% savings in time per ticket multiplied over 10,000 tickets per year equated to a lot more time for our technicians to spend working with the customers.
· Have them coach each team as they develop their CTI list.  Do not let your programmers create the final CTI list in a vacuum.  You will end up with 10x the number you need to function. An example from REI:  The programmers responsible for supporting our finance systems are an extremely detail oriented bunch, When left to their own devises, the created 47 different categories to track 5 different applications.  While this lead to an incredibly accurate problem summary each month, it also lead to a very high error rate when assigning tickets.  Furthermore, the same 5 employees were handling all calls.  With the assistance of the Help Desk staff we reduced the number by two thirds and improved the accuracy rate many times over.
2. Share the wealth and responsibility.  

· Get all of IS, Purchasing, Facilities, HR.  All too often the Help Desk works in a vacuum.  While teams focus on helping the customers they forget to share their technology.  Look around your division, your campus, and your corporation.  Who else takes calls or assists employees.  Can they benefit from your software?  In most cases they can, in many cases you can get their department to help offset the cost.  Asset management is not just for computers and servers.  It also works for desk and chairs.  Problem tracking works very well in an HR environment.  Change management works incredibly well in managing online catalog changes and PR programs.
· Tie participation to the individual and departmental review process.  When incorporating a new call tracking system into an existing IS department (or any department for that matter) you are asking the employees to do what initially appears to be nothing more than a lot of paperwork.  You need to be very clear in teaching them how this will benefit their work by bringing much more structure to what they do and you need to give them a reason to comply.  At REI we tied completion of tickets to the review process.  This helped increase compliance, which increased the information, and accuracy, which allowed us to then get the results we originally promised.
3. Develop your plan as if you are implementing the whole package even if you are simply installing one part.  One of the most common errors we make at REI is to get too excited about new technology.  When it comes to rolling out systems that are for internal IS use we have a habit of installing “just a part” or “It’s only in beta” but the systems are so good they suddenly are indispensable.  Workforce tracking systems are large and expensive and it is common to install them in waves.  No matter how much you are going with the first time, make sure you have developed a comprehensive plan that includes all future pieces.  This will eliminate having to undo, re-write, or throw out previously installed code.

Reduce your support costs through increased backend operational organization.

1. Metric, Metrics, Metrics: Measure your performance before you implement and continually throughout your use.  What you measure is as important as how often you measure.  You need to determine what numbers give an accurate indication of your performance.  Best practices are a good start but be sure you are using current practices and not those that applied to the past.  Also, just because you are told you should measure one metric doesn’t mean it applies to you.  An REI example: At REI we don’t have your traditional tier one call takers.  Essentially, when you call the help desk you get directly to a tier two analyst.  The measurement of how quickly an analyst finishes the phone call simply didn’t make sense.  Our team has much broader powers to use to resolve calls and therefore take longer.  We are actually working to increase the amount of time we take with each customer, which in turn allows us to increase the number of calls we resolve on first contact.  Previously we were rewarding quick calls when we should have been rewarding the quality.

2. Implement Change Management.  Don’t just track the changes after the fact.  All changes need to be tracked from the beginning of the request in order to gain an advantage in aligning all projects.  Change management is always the big number two piece in a workforce management system.  This is partly due to cost and partly due to the amount of time it takes to see a full return on your investment.  At REI we have learned that by tracking our changes, ALL CHANGES, not only gave us the traditional total cost numbers, it also gave us an enlightening visibility of how apparently unrelated project had large impacts on others.  It also allowed us to see when we had two or more groups attempting to solve the same issues with different products.  We now track all changes to our systems from the installation of new software and hardware to simple code upgrades.  Finally, we get the changes into the system the minute they are being considered so that we have accurate projections instead of just looking back over our shoulder.

3. Automation through integration.  By getting everyone involved with active participation with strong change management you suddenly find all sorts of opportunities to let your technology do your work for you.  The best way to describe this is through another REI example:  Our data center monitors the health of our servers like all other data centers do.  In looking to become more accurate and reduce the amount of time a person had to sit there staring at terminals, they employed Patrol.  Patrol watches your systems for you and alerts you to anything not working the way it should.  They decided that by using Patrols email notification function they would only have to look through the emails and open any tickets.  It wasn’t until we started our Change Advisory Board to proactively review upcoming changes that we learned Remedy had an email feed which can auto-generate tickets.  It was then a simple task to get Patrol to feed to Remedy to create and assign the Help Desk ticket and alert the on call person.  In reviewing the process we determined that server outage tickets were getting pages to the on call staff 30 minutes quicker than our old method.  Back in the silo’d days the two teams wouldn’t have thought to talk about the way the software would talk to each other.

360 degrees of feedback

1. An automatic survey tied to the call tracking system allows your support staff to proactively respond to the customer’s needs.  Everyone understands the benefit of customer service surveys.  Many times they don’t happen because of the added staff it takes to review them.  By using a simple survey email triggered when any ticket is closed, you are able to gather ongoing data directly from your customers, immediately after their problem has been resolved when it is the freshest in their mind.  Make sure that the replies to the surveys are sent to a generic email and not an individual on the Help Desk team.  We found that when our customers think someone they know is reading the emails; they do not give accurate criticism or information for fear of offending.
2. You eliminate repetitive issues.  While good ticket review and root cause analysis will eliminate many technical issues from repeating, only a good ongoing survey will help eliminate repetitive customer service issues.  Call clarity, communication styles, information and education errors are all missed when you simply look at your tickets.  By reducing the number of soft skill and communication issues, your Help Desk becomes a place that more customers like to contact.  Your rate of problem reporting increases and the cycle continues.
3. Gain a clear understanding of where to focus your efforts through a comparative analysis of perceived hot spots vs. statistical Pain Points.  Another area that strong feedback from your customers can allow you to help them is in learning what they think needs to be fixed.  Often times what an end user sees as a major issue turns out to be a rather easy fix that wasn’t considered by the technical team.   By using focus groups and ongoing surveys about all the different services you offer, you can easily increase benefits to your customers and get the great PR by showing how you are truly listening to them.

Summary:

· Your support structure owns the product

· You must have a fully developed plan for implementation before you begin using the product.

· Use the tool to integrate the efforts of your IS division.

· Listen to the customer and report your work.
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