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“If we’re serious about improving IT user support, we need to know two 
things at the outset – where we are now and where we’d like to be. For 
the latter, it also helps to know what’s possible so we know where to aim.  
This model offers all that from real-life experience. It does so in two 
dimensions – first it expresses the breadth of IT Support, in terms of a 
range of characteristics of IT Support delivery – then it describes the 
differences between several levels of proficiency and sophistication that 
can be attained in each of those characteristics. Choose your own target.” 
   

 

 
“Going way beyond the ‘Servicedesk’, to put real Management into ‘ITSM’.” 



 

 

 
 The IT Support Maturity Model: Overview

Written by Noel Bruton, UK based consultant, trainer and best-
selling author advising on IT User Support management 
improvement since 1991. http://www.noelbruton.com  

 

Concept Group Function Level 1 Level 2 Level 3 Level 4 Level 5 
Fuller definitions of each ‘Concept Group’ and ‘Function’  

are given in the full version of the Model. 
Each ‘Level’ of each ‘Function’ is described more in more detail In the full version of the Model, 

giving typical behaviours and manifestations. 

1. Strategy 
1.1 IT Support Strategy 
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1.2 Structure 

1.3 IT Integration 

1.4 Prioritisation 

2. Delivery 

2.1 Services 

2.2 Skills 

2.3 Procedures 

2.4 Workload classification 

2.5 Enquiry Handling 

2.6 Non-reactive workload management 

2.7 Outstanding workload / backlog 

3. People 

3.1 Support workgroup managers 

3.2 Staff status 

3.3 Staff engagement 

3.4 Job satisfaction 

3.5 Customer engagement 

4. Governance 

4.1 Management and leadership 

4.2 Measurement 

4.3 Ownership 

4.4 Productivity 

4.5 Consistency 
 

Scope: this is not just about the ‘Servicedesk’. IT User Support is a cross-department, strategic 

provision, calling upon several parts of IT for different specialisations and authorities. It is perfectly 
feasible for a support enquiry to be handled ‘maturely’ by the Servicedesk for example, only for that 
maturity not to be reflected where the enquiry is next escalated, E.g. second line, network or 
developers; and of course, vice versa. The table above covers the whole IT Support machine from end-
to-end, regardless of which IT workgroup may deliver the eventual resolution of the support enquiry. 

Use: This is just an overview - in the full version of the Model (below), behavioural examples are given 

of each Concept Group, Function, and Level of maturity. For you as an IT Manager, this means you can 
refer to the model and see how current IT Support performance in any involved part of IT, the business, 
or its IT vendors may reflect its current level of maturity. Then select what level of maturity you would 
like to see your service attain, and use the model again to be able to recognise it when you’ve achieved 
it. Think of the Model as your free ‘Gap Analysis in a Box’. It’s all being achieved somewhere! 

 

 

http://www.noelbruton.com/


   
 

  

 

 

© Bruton Consultancy 2014, 2015 
  

Version 2.1a (First Public) -  Page 3 

 

(hyperlinks) Index 

Introduction ....................................................................................................... 3 

A: About MITUS .................................................................................................. 3 

B: About the IT Support Maturity Model ........................................................... 4 

C: About the Author, Noel Bruton ...................................................................... 5 

D: How the Maturity Model works ..................................................................... 6 

E: Using the Model with other IT management conventions............................. 7 

F: Don’t expect too much here ........................................................................... 7 

Concept Group 1 – Strategy ............................................................................... 8 

 Function 1.1 - IT Support Strategy ........................................................ 8 

 Function 1.2 – Structure ....................................................................... 9 

 Function 1.3 – IT Integration ................................................................ 9 

 Function 1.4 – Prioritisation ............................................................... 10 

Concept Group 2 – Delivery ............................................................................. 12 

 Function 2.1 – Services ....................................................................... 12 

 Function 2.2 – Skills ............................................................................ 12 

 Function 2.3 – Procedures.................................................................. 13 

 Function 2.4 – Workload Identification and Classification ................. 14 

 Function 2.5 – Enquiry Handling ........................................................ 14 

 Function 2.6 – Non-reactive workload management......................... 15 

 Function 2.7 – Outstanding workload ................................................ 15 

Concept Group 3 – People ............................................................................... 17 

 Function 3.1 – Support workgroup managers .................................... 17 

 Function 3.2 – Staff status .................................................................. 18 

 Function 3.3 – Staff engagement ....................................................... 18 

 Function 3.4 – Job satisfaction ........................................................... 19 

 Function 3.5 – Customer engagement ............................................... 19 

Concept Group 4 – Governance ....................................................................... 21 

 Function 4.1 – Management and leadership ..................................... 21 

 Function 4.2 – Measurement ............................................................. 21 

 Function 4.3 – Ownership .................................................................. 22 

 Function 4.4 – Productivity ................................................................ 23 

 Function 4.5 – Consistency ................................................................. 23 

Implementing the Maturity Model .................................................................. 24 

Further information ......................................................................................... 24 



   

  

 

 

© Bruton Consultancy 2014, 2015 
  

Version 2.1a (First Public) -  Page 4 

 

Introduction 

A: About MITUS 
MITUS is The Methodology for IT User Support and is currently in its second incarnation. It has been 

devised and developed by IT Support consultant and author Noel Bruton over three decades, during 

his work with clients to improve IT user support delivery. MITUS postulates that in almost all cases, 

IT Support can be distilled down to a collection of uniform, practical considerations. These in turn 

can lead almost any IT Support service of any size, in any industry or sector, to excellence and 

consistency in service delivery, business cost-effectiveness and justifiability, while offering a more 

enjoyable workplace for IT support staff. 

MITUS provides guidance and governance for the whole of the IT support machine, not just the first 

line or ‘Servicedesk’. Whoever in IT is involved in IT support, centrally or peripherally, comes into the 

scope of MITUS, and the IT Support Maturity Model reflects this broad perspective. IT Support starts 

even before the support request arrives, by considering its market and anticipating demand, then 

staffing, skilling, productising, and procedurising to meet that market demand. It extends onward 

through request receipt, through to how the various lines of support all over IT should structure, 

staff and conduct themselves to produce rapid resolutions to those requests. 

MITUS takes as its philosophy that IT support is probably the most crucial part of IT. Most 

organisations could not function effectively without IT. If that IT fails to serve the user, then the 

user’s productivity is impeded, and so thereby his contribution to corporate fiscal turnover and to 

the creation of the organisation’s intended output. Without continued employee productivity, the 

organisation’s very purpose is jeopardized, however small the extent. It is the purpose of IT Support 

to eradicate that jeopardy as quickly and cost-effectively as possible, which is what gives IT Support 

its unique importance. If IT Development is inefficient, then the future may have to wait – but if IT 

Support fails, it is the present that is affected, and for profit-and-loss business reasons, the present 

cannot wait. 

MITUS is not a collection of theoretical, pick-and-choose processes, but a deeply practical and 

instructional, suite of measurable cause-and-effect functions. MITUS takes its inspiration from 

factory production lines, and puts operational measurement at the heart of its practice. This intrinsic 

use of science in its day-to-day operations gives MITUS its objectivity and pragmatism, along with 

repeatability and uniformity. 

A particular strength of MITUS is its fundamental recognition of the role played by IT Support staff in 

the delivery of service. The more satisfaction and enjoyment staff can derive from their jobs, the 

happier they will be in their employment and the healthier they will be as a result. MITUS expects IT 

Support managers to lay great store by, to measure, enable, and encourage, the job satisfaction of 

their staff; and instructs those managers in approaches and techniques for achieving that. 
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B: About the IT Support Maturity Model 
This is the first open publication of the IT Support Maturity Model used in private consultancy 

engagements between Noel Bruton and his IT Support management consultancy clients.  

The model addresses IT support as a service in itself, as opposed to the more conventional, 

fragmented, silo-dominated framework commonly in use.  

In MITUS, IT Support is a single, end-to-end process. The most important element is the work-unit, 

the enquiry or request. It may pass through several departments on its journey to resolution, but 

none of these impede it, they only use a predicted and deliberately allocated amount of their 

resource to add a known amount of value to the unit and move it closer to resolution.  

In current IT management convention, and particularly in the most popular IT management 

frameworks, IT support is frequently seen not as a contiguous process between departments, but as 

a single entry-point, commonly known as a ‘Service Desk’, receiving requests through various human 

and machine portals and routing these enquiries as appropriate to various IT resources including the 

Service Desk itself. These ‘Resolvers’  are typically groups of technicians that perform certain 

specialist functions such as development or network administration, whose main function will thus 

in effect occasionally be interrupted by the arrival of a support request.  

Thus, the established IT management conventions have built-in impediments to high quality service. 

All Resolving groups have their own queue of work, and each member of that group has his own 

queue of work, increasing the opportunities for delays. Resolving groups must weigh up the relative 

importance of the work they are constituted to perform, against that of the incoming support 

request. That request begs the Resolvers to stop what they are doing and pay attention to it. This 

means support calls which may be important on a business level, may have that importance 

relegated at the whim of a technician. It also allows for and even encourages the build-up of 

unnecessary backlogs.  

Clearly, wherever IT support is not contiguous, paradoxes such as this will occur, where corporate 

support priorities are subjugated to the ‘To-Do’ lists and personal inclinations of individuals. In order 

to deal with this inherent inefficiency, conventional IT Services frameworks invent a police force 

often called ‘Incident Management’, one purpose of which is to pursue downstream resolving 

groups to do the job they are supposed to do. It is a flaw in the very design of the framework 

thereby creating a need for an afterthought fix.   

The IT Support Maturity Model addresses these occurrences and points the way to more 

sophisticated ways of working, so managers can steer their services around the inefficiencies. By 

doing so, it describes an IT Support functionality that is more consistent in terms of service 

production and quality of delivery. The IT Support Maturity Model and MITUS call for a proper IT 

Support Strategy, not just the hopeful call-centre that has dominated IT thinking since the turn of 

the century.  
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Judgement 

The author accepts that some common practices and structures in the reader’s own existing IT 

support will be deemed by this model as being of low maturity, even despite that these may have 

been sold to the host organisation as “best practice”. The purpose of the model is assessment by 

dispassionate observation, not judgement (although I offer a few anecdotal comments here and 

there, usually in italics). It is offered as the view of the objective and knowledgeable observer.  

If the reader sees himself, his department or his manager in the descriptions of immaturity, this 

should not be seen as criticism, but as an opportunity to move to an identified level of maturity that 

is both available and already achieved by some IT Support service somewhere. On the other hand, if 

your department’s behaviour is assessed as matching the descriptions of maturity, celebrate that 

and make sure your staff know what they’ve achieved, and may your superiors and customers 

appreciate the value of the investment they have made in your service. 

C: About the Author, Noel Bruton 
Noel Bruton is an independent, UK based consultant, specialising in the management and delivery of 

IT User Support. He joined the computer industry in 1979, before starting his consultancy and 

training practice in 1991. He is the author of bestselling industry textbooks, including ‘How to 

Manage the IT Helpdesk’ and ‘Managing the IT Services Process’. He is frequently referred to in 

academic studies of the industry and his ideas are required or recommended reading for 

professional and academic IT management qualifications in various institutions around the world. He 

is the inventor of various concepts, techniques, algorithms, and terminology in common use in IT 

Support practice and parlance. He has an international clientele of private and public sector 

organisations in a variety of industries and is well-known on the IT support conference circuit as a 

speaker of authority, enthusiasm, and practicality. 

 

 

 

Contact: (hyperlinks) 
 

Noel Bruton 
E: noel@noelbruton.com 
P: +44 (0)1559 370270 
M: +44(0)7971 223397 
W: http://www.noelbruton.com 
B: IT Support Management Practice 
L: http://uk.linkedin.com/in/noelbruton 
T: @NoelBruton 

 
 

 

  

mailto:noel@noelbruton.com
http://www.noelbruton.com/
http://noelbruton.wordpress.com/
http://uk.linkedin.com/in/noelbruton
http://twitter.com/NoelBruton


   

  

 

 

© Bruton Consultancy 2014, 2015 
  

Version 2.1a (First Public) -  Page 7 

 

D: How the Maturity Model Works 
This model is applicable to both internal and external support services, both in-house and 

outsourced, in very large and very small IT support departments.  

The model sees IT Support functionality as falling into four conceptual groups; these are Strategy, 

Delivery, People, and Governance. Within each group are a number of Functions; for example, the 

‘Delivery’ group consists of the Functions of Skills, Procedures, and Services etc. In this version of the 

model, there are 21 of these Functions. Then within each Function are five levels of maturity, making 

105 levels overall. Broadly speaking the five levels are, from low to high: 

1. Absence of consideration of the function; existence of function not realised nor consciously 

engaged, and either dealt with reactively on occurrence, or in the case of an enquiry, may 

slip into the long-term backlog 

2. Localised recognition of function, but approach haphazard and lacking strategy 

3. Broader recognition of function affecting several silos; interaction emerges 

4. Interaction formalised, quantified, management involvement peaks here 

5. End-to-end functionality, standard practice, cultural norm requiring little to no management 

involvement except for real exception 

For example, the Skills Function has low maturity when skillsets are not considered or simply left to 

the staff. At a higher level, both soft and hard skills are commoditised, quantified, and scripted; 

skillsets can quickly be inculcated and deployed when and where needed, both to improve fix times, 

and to deal with operational risks such as Single Points of Failure or absence backfill; and this 

requires little to no management involvement because it is accepted, routine practice and built into 

operational norms. 

The reader may note that there is some overlap between functions, such that the same target 

behaviour may crop up in different levels of different functions. This is not an error – it is the result 

of looking at the same issue from different angles. For example, frequent and numerous changes in 

enquiry ownership after an enquiry is assigned may be considered either a weakness in workflow 

management caused by errors in the initial assignment; or separately, a cultural failure of ownership 

in second- or third-line operations. Thus, frequent ownership changes are recognised as an indicator 

by at least two separate Functions. 

The model is based on hard, real-life, warm-blooded practice, not committee-speculated theory. I 

have personal experience that all top levels of maturity described here have been achieved by one 

or more Support operations somewhere. I concede however, that I have never seen all top levels 

operating in one place. Perhaps your support service could be the first to achieve it. 

The benefit of the model is that it provides a map of the areas where IT Support maturity can be 

improved. With a little objectivity, the IT Support manager can use that map to formulate a 

development strategy and target improvement effort. Not everybody can justify always travelling 

First Class, and so perhaps not all IT support departments will need to attain the top level of 

maturity in all functions. With the maturity model mapping the way, that choice can be made in light 

of what is known to be available. 
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E: Using the Model with Other IT Management 

Conventions 
Along with its parent MITUS, the model described in this document pertains only to IT User Support; 

not to IT, nor even to ‘IT Services’ in general.  MITUS neither attempts to compete with, nor purports 

to replace any of the established IT Management conventions and frameworks. Instead, it addresses 

IT Support at a level of detail, management philosophy, and practicality that those conventions have 

hitherto not considered. It therefore can be and frequently has been successfully used alongside or 

indeed in the absence of any of the higher-level conventions.  

If your organisation has adopted one of the established IT management frameworks, no matter how 

rigidly, you may still use and benefit from the principles described herein without necessarily 

impinging on that adoption. Conversely, should you subscribe to no particular proprietary IT 

catechism, MITUS may be equally of use to you in the management and enjoyment of IT user 

support delivery. 

 

F: Don’t Expect Too Much Here 
This document will not fix your Service Desk or IT Support delivery problems – only specific 

management decisions and actions can do that. Here, I only describe the levels of IT Support 

maturity. This work gives a picture of the ‘what’ – but purposely does not address the ‘how’. To have 

done so would have made this publication very much larger and consequently less assimilable. 

Behind many of the leaps from one maturity level to another lie techniques, methods, disciplines, 

calculations, and algorithms that lie outside the scope of this document.  

Exposition and demonstration of that technical detail are the subjects of further publications. They 

are also available in consultancy or training formats from Noel Bruton (see contact details above). 

 

Noel Bruton 

January 2015 
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The MITUS IT Support Maturity Model 

Concept Group 1 - Strategy 
IT Support Strategy must go beyond the declaration of how we deliver what services, and also 

encompass issues arising from that. Wherever a decision requires senior attention at a level higher 

than operational managers, therein lies a candidate for strategic consideration. For example, IT 

Support may be distilled to pragmatic procedure, but that does not allow for politics, which is 

outwith the influence of technical team leaders and requires a senior policy to take the politics out 

of the service level equation. 

Function 1.1 – IT Support Strategy 

Ideally, the IT support strategy is a formulated approach to a precise understanding of support needs. The 
formulated approach is not always taken – where the IT userbase is smaller and the systems less varied and 
complex, it is tempting to shortcut strategy and allowing support to find its own route through the structure of 
various IT workgroups who might be involved in it. In other words, IT 
support is essentially reactive, whereby it simply allows the specialist 
workgroups to react to demands that match their specialism. Tempting 
as it may be, it is not the way to efficiency and the results will invariably 
be wasteful, expensive and inconsistent. For respectable, professional 
IT support, the place to start is to have a deliberate, considered, sized, 
and properly costed strategy that anticipates an end-to-end, enquiry-
to-resolution workflow.  
 

Level 1.1.1 No IT Support Strategy 
Nobody’s really in charge. Various IT workgroups simply react 
to enquiries and needs that seem to match their technical 
specialisation. Bottlenecks are commonplace.  
At this level, IT Support just ‘sort of happens’. In some cases, downstream, technical groups disrespect 
the typically less-technical Front Line and may choose to ignore their requests and assignments with 
impunity.  
 
Level 1.1.2 “We’ve got a call-logging tool - almost” 
A useful database of requested work logged into a purpose-built application.  
A common weakness here is that workgroups who infrequently receive user support calls may choose 
not to use the tool, so it cannot be said to be universal. Also, such systems are often used ‘out of the 
box’ rather than designed to match the support procedures exactly. If not all work is logged, reports 
coming out of the system may be effectively useless for management information and decision-making 
purposes. 
 
Level 1.1.3 “We’ve got a Servicedesk” 
The most common solution, as recommended by popular IT 
management frameworks. Users know where to go, and have 
at least some recognisable, reasonable expectation, but it 
doesn’t cover all eventualities.  
Servicedesk is usually the least well paid among IT staff and 
the least likely to have produced an IT senior manager who 
understands its needs from hard experience. Consequently it 
may struggle to get downstream workgroups to see support 
enquiries with the same level of priority as at the front line. 
 
Level 1.1.4 Clear, functioning workflow 
Even if arrived at by accident by de facto operation, rather than strategic design, at this level there is 
the beginning of cross-IT recognition that workgroups called upon by support ought to be properly 
prepared, staffed, skilled, and available to deal with assigned, escalated user enquiries.  
 

“Servicedesk is 

usually…the least 

likely to have 

produced an IT 

senior manager.” 

 

“At this level, IT 

Support just ‘sort 

of happens’. 

Nobody’s really 

in charge.” 
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Level 1.1.5 Published, monitored support strategy 
Agreed on and signed up to by all affected operational service managers and understood by senior 
representatives of userbase. Sets user expectations of IT responses, and makes it clear that IT senior 
management require all affected IT departments to play their requisite role with appreciation of the 
importance of continued, minimally-interrupted user productivity. 

 

Function 1.2 – Structure 

In any workgroup, jobs will differ and face in different directions – peer to peer, IT to customer, rank to rank. As 
well as this, different skills levels will separate staff. So jobs will be more technical than clerical and vice versa. 
Some will need the ear of management more, some will need it less. Even left to its own devices, a structure will 
emerge organically. Far better instead to design the structure, so we can dictate how it operates as a channel for 
effective communications, responsibility assignments and authority.  
 

Level 1.2.1 Rigid, flat, no authority nor accountability 
The classic structure is one or more bunches of 
technicians, each perhaps with a similarly technical group 
head. Responsibilities are technical only – service and 
business are low priorities, as are less interesting user 
enquiries. 
 
Level 1.2.2 Specialist silos  
Emerges out of IT tendency to group staff by technologies. Then at least technical enquiries can be 
routed to the technically appropriate group. But these silos often are formed to meet specific needs, 
and so to cater for these, they must have their own agendas, which may not necessarily give priority to 
user support. However, these silos are the beginning of a support machine. 
 
Level 1.2.3 Silos with corporate or workflow agenda 
Limited co-operation emerging between persistent silos – groups begin talking to one another, and an 
embryonic understanding of each other’s needs results. Perhaps some limited change control. 
 
Level 1.2.4 Cross-group flexibility 
Staff secondments taking place in projects, second line training first line. Mutuality becomes more 
widespread. Local structures emerge with limited delegation of senior management responsibilities. 
 
Level 1.2.5 Morphing against demand 
Cross-workgroup project teams emerge dynamically. First line involved directly with apps and network 
development. Mutual respect. All staff see Change Control as a bigger issue than any one department’s 
to-do list. Essential for more advanced ways of working such as DevOps. 

 

Function 1.3 - IT Integration 

This is the consideration of whether this IT department offers a formal IT Support Service and to what extent that 
service is integrated with IT. Is it a formal and recognised workflow routing for user enquiries or, at the other 
extreme, a poorly-paid, organisationally powerless, contracted-out device to keep the real technicians from being 
interrupted by users who won’t read help files? 
 

Level 1.3.1 No formal IT Support portal 
Technicians with desktop support skills exist, but no formal escalation route to them has been 
established. Users and IT staff know one another as work colleagues, so support IT tends to be 
provided through relationships rather than by the invocation of published services.  
This level can work well in small or remote offices where the ratio of support staff to users is necessarily 
high due to IT’s business criticality, or to an unusually elevated value of user productivity.  
 

“Essential for more advanced ways of working such as DevOps.” 

 

“Even left to its own 

devices, a structure 

will emerge 

organically.” 
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“Senior IT management…has placed an expectation on Heads 

of Sections to ensure structure and procedural discipline.” 

 

Level 1.3.2 Low-technical cum administrative Service Desk 
A ‘one-stop shop’ for IT support and related services. A gathered group of staff, usually with a mix of 
low-level technical and clerical skills, offering first-line IT support via a fixed telephone number and/or 
email address and marketed within the company as the ‘Service Desk’. Typically has tools to log 
enquiries and assign them to resolvers. First-line fix rates vary and may be low because of skills mix. 
Because of this mixed role, Service Desks can sometimes find themselves exploited as a place to ‘dump’ 
mundane or low quality tasks. These tasks could be automated or, with organisation, would be better 
placed elsewhere in IT or the business – but that might mean dropping the ‘one-stop shop’ idea. 
 
Level 1.3.3 Escalation routes, but by presumption only 
Where other specialised workgroups exist, Service Desk may route user enquiries to these as ‘Resolver 
Groups’. However at this level, this relationship is not formalised, so Service Level expectations are 
unreliable, the Resolver Group may not have formal budget to provide a support service on top of its 
specialist mission and there is no formal enquiry handling procedure.  
 
Level 1.3.4 Resolver routes, senior expectation and endorsement 
Senior IT management has endorsed the escalation routes and placed an expectation on heads of 
sections to ensure their sections are structured, staffed, procedurised and disciplined to deal with all 
reactive work. Service Desk or Helpdesk is just another part of the machine and its role is equally 
appreciated. 
 
Level 1.3.5 Service Release Management routine 
Integration of Support with IT extends even to Development. Potential support loadings of new 
developments are taken into account, Support is involved in Development projects to this end.  
In Agile computing environments, the role of IT Operations (server support, application hosting) is of 
particular importance, both for support of the system and, where there may be a DevOps delivery 
policy, in system builds for Development, testing and go-live.  
 

 

 

 

Function 1.4 – Prioritisation 

Universally, what commercially-available enquiry-logging software (AKA ‘ITSM system’ or similar) deems a 
‘priority’ is in fact always a ‘category’. This author knows of no ‘ITSM’ system exists that can truly prioritise IT 
Support work, despite that this is technically possible. ‘Priority’ is about doing the most important thing next, not 
simply meeting arbitrary service level targets. 
 

Level 1.4.1 No established prioritisation 
Prioritisation of any given technician’s workload is left up to the whim or queue of the individual 
technician. Total absence of management involvement in work prioritisation at any level of IT Support. 
 
Level 1.4.2 Political prioritisation – “He who shouts loudest” 
Prioritisation of IT Support work is in effect left up to the requesting users, which brings in distortions 
of the relative importance of work tasks. IT Support 
priorities can be changed by a complaint to senior IT 
management, rather than objective assessment. IT 
management may capitulate to complainers for political 
expediency and so flow is interrupted and prioritisation 
is further eroded. The practice may be commonplace, of 
users ‘going direct’ to individual members of IT for 
support rather than going through the formal channels. 
The users may see the Service Desk as adding no value 
but delaying a solution.  
 
The role of emotion and overstatement cannot be discounted. Some users may pull rank to elevate the 
priority of their enquiry, regardless of whether this is actually justified. Politics overrides business 
priorities. Can be resolved by formally offering a ‘VIP’ service – see below.  
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Level 1.4.3 Pragmatic prioritisation 
Support reacts against the chaos by taking a pragmatic approach. May involve the establishment of a 
VIP list, who do get an elevated service level, but this is not announced to prevent a clamour from users 
to get on the list. This means an acceptance that some users will get a much lower service level than 
others. There may be embryonic Service Levels, but these too will typically not be advertised because 
they allow for certain types of enquiries to be fixed in days, not minutes, and nobody wants to 
advertise that reality. However, top priorities, such as system outages, are clear to all.  
 
Level 1.4.4 Published Risk Assessment 
Service levels are formalised and other parts of IT are expected to perform against them, as monitored 
by IT senior management. Users may be involved in this, as priorities against types of enquiries are now 
published, as an aid to setting user expectations of fix times. 
 
Level 1.4.5 Documented prioritisation agreed with business 
IT and the business have arrived at a mutually-agreed and documented ranking of user groups and IT 
events in terms of their business importance. This is built into the enquiry-logging process. Thus, any 
given enquiry is already prioritised before the enquiry even occurs. Nobody pulls rank, because there is 
no point in doing so. The delivered service level is a product of objectively-defined and agreed business 
importance, not user importance. Service Levels become obsolete as old-style targets based on fixed 
periods are massively exceeded. This is because ‘True Prioritisation’ (a MITUS keyphrase) is now 
possible; IT Support can do the most important thing next, and this is endorsed by the business.  

  

“True Prioritisation (a MITUS keyphrase) is now possible.” 
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Concept Group 2 – Delivery 
A common approach to IT Support is to list its output as a range of services. This is an interesting 

start, but it does not really go far enough. For example, a user with a computer impediment may, in 

bureaucratic terms, call upon an offered service, but what he really wants to avail himself of is also 

the knowledge of the technician, and the opportunity to abdicate responsibility for the impediment, 

so he is free from the worry of it. For a service to be delivered, it must have resources committed to 

it – therefore simply publishing a service is not enough, there must also be, built into its design, a 

consideration of its consumption of manpower, time, authority, and skills. 

Function 2.1 Services 

This is the extent to which the activities and output of IT support are formalised into recognised services to be 
called upon and consumed.  
 

Level 2.1.1 None - reactive only 
No described services. IT Support is just a collection of 
technicians who will react to any request on an ad hoc 
basis.  
 
Level 2.1.2 Some, but support-internal only 
Services have been described, but more as a list of task 
assignments and responsibilities used by IT staff alone 
for organisational or work allocation purposes. 
 
Level 2.1.3 Service List exists 
A service list does exist, but may have been produced in isolation, or because the imported IT 
management framework calls for it to exist (it may be known in this context as a ‘Service Catalogue’). 
The users may or may not recognise the list and its existence does not preclude IT Support staff from 
continuing to perform ad hoc rather than according to the list. 
 
Level 2.1.4 Services beget skills beget staff 
The Service List exists as the result of a deliberate marketing exercise to determine the nature of 
services the business requires. These services require certain skills, thus dictating the IT Support staff 
development programme. The likely frequency of these services being requested (in effect the level of 
demand) dictates the number of IT Support staff.  
This is as opposed to the usual way, which is to use the skillsets of existing technicians to create services 
and to hire staff after the fact, in reaction to the number of enquiries rising.   
 
Level 2.1.5 Users see IT support in terms of services, not techies 
Users cease to call upon  individual technicians or expect the Service Desk to offer a route to 
everything. The Services List rules the relationship between users and IT support. IT support staff see 
themselves in the context of making this or that ‘service’ rather than just resolving this or that enquiry.  
 
 

Function 2.2 – Skills 

In IT Support, a list of skills often equates to a list of supported technologies. But a technician who only has 
knowledge is less than ideal in the support of a user with a problem unless the technician can express that 
knowledge in a way the user can understand and use it. The user is human, with concerns, deadlines, rank, and 
position, and with an unpredictable IT competence. The technician’s self-expression, and therefore skillset, must 
take this into account.   
 

Level 2.2.1 Undeveloped, not considered 
The less likely the first line is to actually be expected to resolve computer issues, the lower the 
emphasis on skillsets. The outsourced first line may get its training from its owner, rather than the host 
organisation. Some organisations may be tempted to wonder at the need for a skilled first line at all, 
replacing it instead with a user self-service portal – however, this usually displaces rather cancels IT 
support costs.  

“The Service List 
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Level 2.2.2 Undeveloped, relying on employee personality 
Skills are something technicians arrive with. Management do not actively engage in skills acquisition. 
Separation of First Line and Second/”Third” line is also typically a separation of so-called ‘soft skills’ 
such as innate good telephone manner and customer service aptitude. Technicians acquire their 
knowledge by their own actions or “on the job”, which is haphazard and risky in terms of quality, 
appropriateness and completeness. 
 
Level 2.2.3 Occasional vendor courses 
Technical skills augmented by vendor courses; customer service is seen as a ‘soft skill’ and may also 
occasionally be trained formally. These are either one-off or very rare, with training interventions often 
less than annual. 
 
Level 2.2.4 SPoF elimination policy in action 
Gaps in knowledge and need for cover during absence 
is recognised by management and plugged by actively 
developing individuals with targeted skillsets. 
 
Level 2.2.5 Routinely measured with scripted 
improvements 
Management recognises that knowledge is not event-
based, but evolving; nor is it a state of  either expertise 
or ignorance but staged. A programme of staged 
knowledge improvements involves whole of support with the purpose of having the right knowledge in 
the right place at the right time. Consequent effects on first-time fix rates and backlog closures can be 
measured. 

 

Function 2.3 Procedures 

Procedures are sets of standardised instructions for carrying out a given task. Each delivered service should have 
one or more procedures associated with it. 
 

Level 2.3.1 No system, personalities only 
No formal procedures associated with the delivery of IT Support. Staff invent as necessary.  
 
Level 2.3.2 Reactive only, tool out-of-the-box 
Procedures imported by being part of the way the enquiry system is configured in ‘out of the box’ or 
default operation. IT Support is run by the enquiry-logging tool, not the other way round. IT Support 
work is primarily or exclusively reactive. 
 
 

 
 
Level 2.3.3 Reactive only, tools by design 
Support tool receives some configuration to reflect IT Support taking control of how it conducts its 
business. Change is becoming an accepted phenomenon in IT support and authority becomes apparent 
as there needs to be somebody deciding how the department should operate. 
 
Level 2.3.4 Services beget documented, trained procedures 
Services are designed in response to business need, and to make the services deliver consistently, the 
procedures by which they are created begin to be documented, and knowing how to conduct them is 
included in the staff development programme. 

“IT Support ends up being run by the enquiry-logging 

tool instead of the other way round.” 
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Level 2.3.5 Procedures quantified and staffed 
Most procedures documented, and relied upon for delivery. Procedure owners are appointed. The 
manpower needed to conduct the procedures is measured regularly by IT Support managers, who use 
the data to ensure sufficient staff in place for this. Data also becomes staff headcount justification.   

 

Function 2.4 Workload Identification and Classification 

There is frequently a need to add free text to a logged enquiry, but much more common is the similarity between 
enquiries. If these similarities can be identified, they can be used in search enquiries, but more importantly it 
means that enquiry types can be quantified. The results can aid management decisions in improving efficiency 
and developing staff skillsets to meet demand.    
 

Level 2.4.1 No classification 
Incoming enquiries are not classified and so all are treated as individual requests. Trying to extract data 
is painstaking and requires classification after the fact, even if the logs do not contain enough 
information to carry out such an exercise. IT Support is effectively operating in the dark. 
 
Level 2.4.2 Some classification 
Management understanding exists of different workload types. These may include those where the 
user’s productivity is impeded’ (AKA “Incident”), various 
types of ‘requests’ (E.g. change, training, information, 
procurement), system events, projects, and project 
components. 
 
Level 2.4.3 Classification understood at first line 
Clear classification of workload types understood and 
used routinely upon logging at first line with <10% 
errors. 
 
Level 2.4.4 Classification understood at 2nd line and beyond 
All downstream support service groups use classification for prioritisation and allocation of work with 
minimal errors. Anticipating incoming work quantities becomes possible, with consequent 
opportunities for better-informed and better-prepared resolver groups.  
 
Level 2.4.5 All key and regular types of work identified and correctly classified on arrival.  
Regular management measurement of relative quantities of the different types. Management uses this 
information to deploy manpower to workload, plan skillset development, prioritise work and set user 
expectations. 

 

Function 2.5 Enquiry Handling 

AKA among some models as ‘Incident Management’. The procedure by which a request is moved through various 
resources and added-value actions from receipt to resolution.   
 

Level 2.5.1 Enquiry point not established or formalised.  
Finding out how to get support is largely left to the enquiring user, using word of mouth or knowing the 
right people in IT. This may be adequate on smaller sites with short resolution chains. 
 
Level 2.5.2 Widely known enquiry receipt point.  
Most arriving enquiries logged, perhaps with assignment, 
but prediagnosis may be weak or underinformed. Typically, 
first-line fix rate is low. Second line may be frustrated by 
the unsatisfactory quality of escalations coming from First 
Line. 
 
Level 2.5.3 Second lines established.  
Enquiry receipt point quality is not uniform – the ‘Depends 
on who you get’ effect. Resolvers ‘prefer’ not to deal direct 

“Anticipating 
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with users, lengthening communication lines. Second lines differ in responsiveness. Frequent post-
assignment changes of ownership.  
 
Level 2.5.4 Workflow clear to all resolver points 
Enquiry resolver workgroups’ quality improves. The predictability of service levels begin to emerge, 
with more escalations going to correct Resolver Group at first assignment.  
 
Level 2.5.5 Enquiry logging and assignment slick and accomplished. 
Informed prediagnosis and expectation-setting becomes established at first line, due to increased 
engagement between support groups. Escalated enquiries are well documented at second line with 
expectation targets met; resolver resolves and closes enquiry direct with user. 
 
 

Function 2.6 Non-Reactive Workload Management 

In a reactive operation such as IT Support, it can be tempting to abdicate consideration of the workload and just 
react to whatever comes in. However, this is a lack of discipline and it can lead to growing backlogs. It can also  
mislead management into thinking that the problem is staffing levels when workload management is a more 
likely candidate. There should ideally be a separate way of managing the non-reactive work, such as projects, 
secondments, procedural improvements, staff training, and collateral time consumption such as meetings.  
 

Level 2.6.1 No workload management.  
Staff left to get on with it by themselves. If there is a workgroup head, likely to be behaving not as a 
head, but as a group member, choosing technical work over improving the group’s ways of working for 
all its members. 
 
Level 2.6.2 Workload controls group, not the other way round 
Range of incoming workload acknowledged, but as everything treated reactively, so non-reactive work 
treated this way too. Very little planning, non-reactive work gets assigned. But this impacts on reactive 
work, so it swings the other way for a while, perhaps until the next morsel of project work arrives.  
 
Level 2.6.3 Some maintenance schedules 
Some workgroup heads keep published maintenance 
schedules and check on staff project progress, but this 
is inconsistent between group internal staff and 
between workgroups. 
 
Level 2.6.4 Standardised schedules imposed 
Standardised ‘Project Initiation Document’ (PID) 
includes project components with scheduled 
component completion and named and scheduled 
manpower commitment. Cross-department Projects 
Office established, with varied levels of adoption. 
Schedules also published for training, leave of 
absence, secondments etc. with the impact on production assessed and acted upon. 
 
Level 2.6.5 Projects Office used by all departments for all projects.  
Operations log kept by all departments involved in systems maintenance routines. All departments 
have a running, managed schedule for all non-reactive works, such that manpower commitment to 
maintenance, projects, training and other demands is identified and quantified so that requisite 
manpower for reactive demand is ring-fenced to achieve predicted service levels. 

 

Function 2.7 Outstanding Workload 

In the absence of a statement of how much work is enough, no way of measuring it and so a lack of 
understanding of what is possible, along with a culture of over-reactivity and consequent interruption, work can 
start to fall between the cracks. Things are not finished – the backlog fills up with embarrassingly old, unfinished 
or barely started enquiries and projects can drag on seemingly interminably. A backlog prevention and cure 
strategy is needed.   
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Level 2.7.1 Backlogs everywhere 
Everybody has their own queue. Single Points of Failure are overworked, causing more queues 
elsewhere. The mountain is too big to eat, so any work will do, so support staff do what they like doing 
instead of clearing the backlog. The absence of a clear distinction between ‘Resolved’ and ‘Closed’ only 
adds to the confusion.  
 
Level 2.7.2 Individuals managing own queues 
In absence of a management instruction to do so, some support staff shun the stress of maintaining a 
backlog and use personal discipline and diligence to control their own workload. This may not be 
acknowledged publicly or even privately by the workgroup head as a desirable behaviour. 
 
Level 2.7.3 Purges beget Projects 
The workgroup manager begins to take control of the problem., declaring what is allowed into the  
backlog and what is not. He perhaps demands occasional purges of the backlog. This is partly effective, 
but results in some long-outstanding enquiries being reclassified as ‘projects’ to get them out of the 
queue. A ‘Stop-the-clock’ policy may be implemented, to prevent delays caused by users from 
distorting the real picture of enquiry resolution speed. 
 
Level 2.7.4 Competition emerges 
The number of individuals managing their own queues increases. Staff enjoin in unofficial productivity 
and output competition. Management involved in reducing interruptions at inappropriate points in the 
Support chain, to harness this new efficiency. 
 
Level 2.7.5 No backlogs 
Decline of ‘Service Level’ culture, and backlogs disappear as the increased speed of enquiry resolution 
makes them obsolete. Work gets dealt with on arrival by ring-fenced resources. No calls kept open at 
behest of (“just in case it happens again”), or due to lack of response from users. Clear distinction is 
made between ‘Resolved’ and ‘Closed’, with both done at diagnosis point. 
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Concept Group 3 – People 
No service-based operation can attain maturity without developing its people, be they managers, 

technicians, administrators and even the customers themselves. 

Function 3.1 Support Workgroup Managers 

There are two types of ‘managers’ – the ones who have ‘manager’ in their job title and the ones who have it in 
their behaviour. Management is not the mere overseeing of a process, because a process is what is left behind 
for the supervisors to supervise after the managers have designed and negotiated it into existence. Management 
is the orchestration of resources to achieve an aggregate result greater than the individual resources themselves 
could achieve, to meet a demand that the manager perceives by exercising his necessarily higher and broader 
perspective in observation of the potential market for his department’s services.  
 

Level 3.1.1 No operational management 
Big hierarchical gap between those of real authority and 
workgroup heads with no operational authority. Micro-
management and kneejerk reactions highly probable. 
Heads of resolving agencies are nominal only, with 
meaningless or inflated job titles, who do not attempt to 
take charge of their department, behaving instead like 
just another techie, perhaps just assigning the most 
interesting incoming work to themselves, with no 
engagement with the team, and/ or ineffective 
delegation. No upward flow of management information 
to IT seniors, no downward flow of consequent decisions, and communication is cursory or 
perfunctory. 
 
Level 3.1.2 Isolated, departmental operational management in evidence.  
Local workgroup manager “gets it”. Clear objectives, purpose and delegation within a support 
workgroup. Possibly some conflict with immediate superior, especially if that superior has not yet “got 
it” regarding his own job, so tries instead to interfere excessively in, or even do the job of his charges. 
 
Level 3.1.3 Collaboration between some resolver group managers 
Operational groups who have to work together, recognise their mutual dependence. Their managers 
start to separate the activities of their workgroups from the managerial responsibility of representing 
the interests of their workgroups, and take ownership of that higher role also. Thus, the vehicle exists 
for forming collaborative relationships with other departments. Classic first-line/second-line mutual 
disappointments start to disappear, but are negotiated into mutuality. 
 
Level 3.1.4 Executive Committee of Operational Managers 
The shift to Operational Management becomes commonplace. This becomes a layer of collaboration at 
a level below senior IT managers. It is at this emerging layer that IT support is actually managed in the 
day-to day (often to the relief of senior IT management). 
 
Level 3.1.5 Senior IT management not required for tactical decisions 
Operations are automatic and governed in the business interest entirely by operational workgroup 
heads. These meet regularly as an executive committee to discuss the running of IT support in a 
collective manner to a greater goal. Senior management only required in major exceptions (not 
including system outages, which are treated within operational routine) and for genuinely strategic (i.e. 
direction-changing) decisions. Department budgets and staffing policy decisions dealt with at 
operational level unless subject to business moratorium.  
 
 

“Senior IT management no longer required. Operational workgroup 

heads meet regularly, as an executive committee.” 

 

“No service-based 

operation can 

attain maturity 

without developing 

its people.” 

 



   

  

 

 

© Bruton Consultancy 2014, 2015 
  

Version 2.1a (First Public) -  Page 19 

 

Function 3.2 Staff Status 

The employment status of staff is an important issue is IT support. There is a convention of outsourcing or ‘body-
shopping’ front line staff, sometimes also desktop support or Wintel environment technical staff in general. In 
this writer’s experience, this choice has a direct and repeatable, limiting effect on the quality of IT support. In 
terms of performance, contract and permanent staff are rarely like-for-like. The simple truth about contract staff 
is that if you take them from a contracting or outsourcing organisation, then they must serve two masters – you, 
and the one who pays their salaries. Ultimate control over staff performance can thus lies outside IT. Developing 
contract staff is also risky, as they may move on and take your investment with them; the alternative though, is 
to retain staff you cannot develop.  Outsourcing can be made to work – but it requires very carefully drafted 
contracts. 
 

Level 3.2.1 Contract casual 
No full-time permanent staff at one or more lines of 
support. Financially attractive to put staff on the 
revenue rather than capital budget, but there is a cost 
to that both as described above and in possibly 
increased second line costs due to escalations, the 
costs of which are almost always higher per enquiry.  
 
Level 3.2.2 Contract professional 
Likely to be more knowledgeable. But still potentially a 
journeyman. 
 
Level 3.2.3 Permanent, technician 
The classic route, especially for the second line and IT Operations. May be limiting if the technician 
prioritises technical skills over customer facing abilities. 
 
Level 3.2.4 Permanent, flexible 
Very useful staff member. Happy to work first or second line. Technically competent, so pushes first 
line fix rate up, can do second line so allows you to adjust staff for peaks and troughs through the day 
and week.  
 
Level 3.2.5 Permanent, morphing 
The ideal. Utterly flexible, can play any role in IT Support. Useful for both reactive and project work 
 
 

Function 3.3 Staff Engagement 

The extent to which your staff want to engage with their work and the group of which they are a member. Linked 
with motivation, although the quality of the management they receive can play a powerful and remedial role. 
That said, you can lead a horse to water, but you can’t make it drink – some people don’t want to be motivated, 
or are motivated to be doing something other than their current gainful employment. Management perhaps 
needs to decide who is best to be working here. 
 

Level 3.3.1 Passive, follow instructions, do just enough 
Not engaged, but in effect working to rule. As the old joke goes: “Are you working or are you working 
hard?” Answer, “I get paid the same either way.”   
 
Level 3.3.2 Personal pride in work, relevance unquestioned 
Staff member is engaged and busy, but neither he nor his manager is questioning whether his activity is 
the most productive and effective use of his time in the business’ interests. 
 
Level 3.3.3 Pride in work, business context and relevance understood 
Staff member engaged, creating a management opportunity for development and delegation. Likely to 
be good in front of customers because of the grasp of the business context. 
 
Level 3.3.4 Collectivism, positive expressions of high morale 
Potential for team building here. Staff engaged not just individually but as a group. 
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Level 3.3.5 Seeking active participation in change 
Staff so engaged that they can see ways to improve their own operations and would like to be involved 
in this. Excellent opportunity for a manager to shine, by giving them an objective they can strive for to 
their benefit also. 
 
 

Function 3.4 Job Satisfaction 

Get IT support staff job satisfaction right and so much more just falls into place.  
 

Level 3.4.1 High turnover of talented staff 
Expensive staff loss, or potentially more expensive high retention of poor quality, disengaged staff. 
Vague department identity. Sickness, absence, tardiness, complaints, all commonplace. Users avoiding 
the channel and finding alternative routes to support, which probably shows up in call statistics. 
 
Level 3.4.2 Local management expects performance 
Manager starts to lead - formally and repeatedly voices expectation of staff professionalism and offers 
an established group identity. Image begins to appear of what constitutes success here – something for 
staff to aim for, should they choose to do so. 
 
Level 3.4.3 Responsibility for job satisfaction shifts downwards 
Some staff in some departments engaging in business relationship with manager, emerging loyalty. 
Staff start expecting contribution from each other.  
 
Level 3.4.4 Success levels quantified into production targets 
Staff now know how much work is enough and can use that for personal motivation. Having achieved 
it, they can go home knowing that by objective measure, they’ve had a successful day. Local, largely 
friendly competition between workgroup members emerges.  
 
Level 3.4.5 Success is routine.  
Staff use this to build up personal catalogues of past 
successes, increasing their confidence and self-esteem. 
Manager universally appreciated by staff. Department 
universally appreciated by observers and customer. Strong 
team ethos. Work enjoyment abounds, creating a 
management opportunity to introduce incentive schemes. 

 
 

Function 3.5 Customer Engagement 

IT Support people, especially those who succeed at first line, are often naturally engaging and personable. They 
realise that the customer who contacts them for help is often up against deadlines, and the stress of a computer 
impediment is an unwelcome exacerbation. So the IT Support professional will not just set the problem on its 
way to resolution but try to take some of the stress out of the situation too. But it’s not enough to fall back on 
expected niceness. There’s a job to be done. 
 

Level 3.5.1 Personal relationships are part of the service delivery 
Nice IT Support people doing the job to the best of their ability, even though that may or may not be 
limited by a lack of authority or technical prowess.  
 
Level 3.5.2 Following acknowledged channels, e.g. Servicedesk, SLA 
Customer engagement goes beyond IT support personalities by providing proper channels for receiving 
and processing customer enquiries, and perhaps making a corporate commitment to delivery in the 
form of a Service Level Agreement (SLA).   
 
Level 3.5.3 Customer experience being considered - real-time expectations set 
Going beyond the SLA, in the pragmatic realisation that customers have probably never read it, let 
alone know its implications for their enquiries. So IT Support bolsters the SLA by giving the customer 
what he really wants, namely reassurance that the enquiry will be dealt with, that it is in the right 
hands and a real-time estimation of when IT Support will proactively provide the next update of 
progress with his enquiry.  
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Level 3.5.4 Customer identification and correlation with services 
Services are not simply generic, but are designed with customers in mind. Certain customers need 
premium service levels. Customer types and service consumption formally recognised and recorded, 
even built into enquiry-logging software. Not all customers take the same portfolio of services, so a 
correlation table may be needed. 
 
Level 3.5.5 Account management, bespoke services 
The increased level of customer needs anticipation now allows for specialisation of services. Bespoke 
offerings are available, such as for the finance department at year end, for the sales department at a 
product launch, or for the networks department during a weekend rollout. IT Support appoints account 
managers from within its ranks to look after strategic customers and make sure their support service 
needs are being met both in general and for these occasional special provisions.  

 

  “Customer needs anticipation now allows for specialised and 

bespoke IT Support services.” 
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Concept Group 4 – Governance 
Governance is essentially the involvement of management, both of the operational workgroups that 

routinely provide IT support, and of IT in general, to cater for the overlap between the Development 

and Production sides of IT. Here, principles are set, checks & balances are put in place, and the 

auditability of IT support finds its home.  

Function 4.1 Management & Leadership 

Management is traditionally IT Support’s Achilles’s Heel. It must hire technicians in order to be able to deliver its 
services, so it finds itself promoting technicians to management positions. But the perspectives, mindsets, and 
priorities of technicians and managers are very different. Technicians are diagnosticians, while managers are 
analysts. For example, technicians work with a failed or impeded technology with known parameters, where 
managers deal with relationships and alliances, with negotiable agendas. You don’t negotiate with a server, you 
configure it. But neither can you issue a command-line  instruction to a politician or a hierarchical peer.  
 

Level 4.1.1 Management role not identified, presumed by rank 
Somebody may have been appointed – and staff may defer to his rank or job title - but that does not 
necessarily mean he is actually in charge. There is a difference between leading and merely presiding, 
and between managing a workgroup rather than just coexisting with it. 
 
Level 4.1.2 Named, but disengaged - powerless local head 
The manager exists and has accountability for the success of his department, but the power to 
influence the means to that success has either not yet occurred to him or is withheld by a probably 
similarly confused, or micro-managing superior. 
 
Level 4.1.3 Local ownership clear at all ranks and resolver points 
Workgroup staff begin to recognise that their manager has a different function with different 
responsibilities to theirs, but that his role is just as important to the workgroup. The manager himself 
begins to separate himself from the day-to-day and begins to concern himself with how to make the 
workgroup’s and its customers’ day-to-day easier and more successful. Individual workgroups are, 
however, still essentially independent silos. 
 
Level 4.1.4 Co-operation between ranks and peers 
Managers of departments with mutual dependence or 
shared responsibilities begin to communicate and form 
alliances. They come to see hierarchy differently, not as a 
power structure, but as a marketplace of authority, that 
can be used as a channel to resources.  
 
Level 4.1.5 Management emerges as universal function 
Across all IT support workgroups, local managers co-
operate in daily pursuit of improvement in impediment 
eradication, group identity, staff skillsets, service output 
and staff job satisfaction and working together to their mutual success. 

 

Function 4.2 Measurement 

Without measurement, there is no management, for then decisions are based on no more than hunch or 
speculation. IT management models and Enquiry Logging systems may sell us ‘Service Levels’ as a form of 
measurement, but these are often meaningless. What is needed is measurement of the workload, the capacities 
of the procedures that address that work, the success of the staff, and the outcomes in both business and user 
productivity terms. Without these, we are just counting call-logs, the accuracy of which is dubious.   
 

Level 4.2.1 Invented or perfunctory Service Levels 
For example: “95% of all incoming calls to be answered within 20 seconds. 96% of P1 enquiries to be 
completed in one hour. 90% of P2 enquiries to be completed in 24 hours.” 
Or what? Why 95%? Why not 89.27%? Why 20 seconds? Why not 17.3? 

“Managers in 

mutual dependence 

begin to 

communicate and 

form alliances.”  
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At this level of maturity, Service Level targets may exist, but nobody really knows where they came 
from; perhaps they are a throwback to 1980s mainframe maintenance contracts. They do not serve 
decision-making. They are merely the illusion of measurement, pointlessly quoting numerics. 
 
Level 4.2.2 Scientific Service Levels 
Workload has been properly sized based on the size of the market, the number and type of Support 
requests it is likely to raise, the likely productivity of the support staff and the availability of resolvers 
based on parallel reactive and planned workloads. Forecast Service Levels are not just plucked from the 
air, but actually calculated, verifiable, and adjustable. 
 
Level 4.2.3 Service levels entwined with operational stats 
Direct correlation made between a service level target and an operational productivity target, right 
down to the level of individual support operatives working to a known statistical expectation. 
 
Level 4.2.4 Measurements cover business outcomes, not just Support resolutions  
Real-time change needs and opportunities statistically identified available and change actively 
deployed. ‘Big Four’ (Quantity, Performance, Quality, Value) stats all in regular use and quotation in 
regular upward reports. Skillsets commoditised and thus can be expressed numerically to the point of 
being able to set and measure precise skills improvement targets. 
 
Level 4.2.5 Inherent improvement culture 
Inclusion of quality measurement means that improvement can be targeted and quantified. 
Measurement is no longer just a provision of management information, but an instrument of change. 

 
 

Function 4.3 Ownership 

Responsibility can be conferred, accountability can be documented and agreed, but ownership must be taken. 
Ownership is the act of a motivated and appropriately skilled human being grasping the task and committing his 
efforts and resources to fulfilling it. No diagnostic problem can really be solved unless a technician takes 
ownership of it. This is not ownership in the cliché public relations “The  Servicedesk ‘owns’ the call” sense. 
 

Level 4.3.1 Ownership not taken, or must be enforced 
Often results in numerous high backlogs, users chasing, high pop (AKA ‘bounce’) rates. 
 
Level 4.3.2 Resolving agencies 'bucket' approach 
Enquiries assigned not to individuals, but to a group name. Resolvers within that group are expected to 
pick enquiries from that ‘bucket’. Allows for cherry-picking, and for least attractive work to be left 
indefinitely, regardless of its business importance. 
 
Level 4.3.3 ‘Incident Manager’ deemed necessary 
The solution recommended by the main management 
frameworks. Appoint a ‘policeman’ to chase resolver 
departments to do the job they were supposed to do 
in any case. Moreover, often have that policemen be 
paid at a rank lower than that of the technicians he is 
chasing, to make the function frustrating as well as 
unnecessary. What is required here is procedural 
discipline and proper management attention, not 
institutionalised nagging. 
 
Level 4.3.4 TTO/TTF ratio measured and expected 
TTO/TTF Ratio is a MITUS keyphrase. Key statistic for ownership control. Time from enquiry logged to 
enquiry owned is Time-To-Ownership (TTO). Ratio of this with Time to Fix (TTF) can be a useful 
indicator of the efficiency of second line functions in IT Support.  
 
Level 4.3.5 Resolver support resources ring-fenced 
Reactive work quantity at second/”third” line (in MITUS, the concept of “third line” is superfluous) is 
anticipated. Knowing what to expect, we staff and skill to meet it, rather than interrupting other 
functions of that workgroup.  

 

“The ‘Incident 

Manager’ – 

institutionalised 

nagging instead of 

procedural discipline.” 
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Function 4.4 Productivity 

Without measuring productivity, required, expected, and achieved, then matching IT Support output to incoming 
demand is haphazard. It is almost impossible to arrive at an accurate picture of how many support staff are 
needed if we do not know how productive it is possible for those staff to be. IT Support is a production machine – 
and productivity is the metric by which we tune that machine so that it works efficiently and in balance. 
 

Level 4.4.1 Productivity not considered 
IT support is a matter of activity only and no relationship is drawn between activity at the staff level 
and output at the workgroup level.  
 
Level 4.4.2 Productivity as a component of output 
Management consideration of productivity as a contributor to output. Some figures taken, but no 
expectation on staff. 
 
Level 4.4.3 Staff acceptance 
Importance of productivity acknowledged and 
accepted by staff.  
 
Level 4.4.4 Targets agreed with staff and pursued 
Productivity targets agreed for all main support 
services and measurement available for management 
information.  
 
Level 4.4.5 Quality of management information improves 
Productivity integrated with tightly with output so that expectation of work completion can be 
predicted at the level of any individual task. 

 

Function 4.5 Consistency 

The essence of predictability, and the holy grail of IT Support, where ultimately, the service to the customers is 
uniformly superb, regardless of which department or individual must produce it. The Nexus-Nirvana of 
procedure, skillsets and the human behaviour of our technicians.  
 

Level 4.5.1 Consistency not considered 
No cultural consideration of consistency. Default reliance on individuals’ personal skillsets results in 
multiple ‘Single Points of Failure (SPoF)’.  
 
Level 4.5.2 Some managers recognise issue 
Deliberate attempt by some Resolving Agency managers to resolve knowledge gaps and consistency 
issues within their workgroups. 
 
Level 4.5.3 Issue recognised across support 
Widespread attention to consistency across several resolving agency heads, meeting to agree this 
amongst themselves. Community of Resolving Agency heads emerges, discussing and deciding what 
has to happen, how and at whose hand.. 
 
Level 4.5.4 Senior IT management involved 
Consistency of work now a department-wide issue, affecting whole of the support machine and 
extending into Development. Senior IT management expectation and measurement of uniform 
treatment of IT support calls by all resolving agencies, both between and within those agencies.   
 
Level 4.5.5 Service quality is transparent to users 
‘Depends on who you get’ effect now disappears throughout IT Support. Exceptions are frowned upon 
by the support community, as management of this issue passes from Senior to workgroup management 
by default.   

“…the Nexus-Nirvana of procedure, skillsets and behaviour” 

 

“Productivity is the 

metric to tune the 

machine for efficiency 

and balance.” 
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Implementing the Maturity Model 
For the lower levels of maturity, these can be quickly climbed by beginning with a ‘Gap Analysis’, an 

objective consideration of current and desired positions or levels of support prowess. Some of these 

will require techniques and methods, many of which are documented in Noel Bruton’s IT support 

management handbooks ‘How to Manage the IT Helpdesk’ and ‘Managing the IT Services Process’. 

Onsite workshops can be designed and facilitated to directly involve your staff in becoming the 

architects of their own support delivery future. 

In the writer’s experience, the most crucial element in the provision of a mature, consistent, 

rewarding IT Support is the quality of the management. This matters at both at the operational level 

and the one immediately above, for these two need to be partners. IT support service managers who 

preside rather than manage, or who continue to be the technician they were before their 

promotion, or who think that management is about being ‘the Boss’, or who try to manage the 

workgroups of managers below them in the hierarchy, who retain all the decision-making and 

authority for themselves, or who are misdirected into believing that processes are all that is 

required, will ultimately hold the service back in some way. The good IT manager takes ownership of 

his workgroup and orchestrates its resources to remove its impediments, improve its skillsets, 

balance its workload and lead from the front towards his stated definition of success. This is 

essential for the higher levels of maturity. Train your managers to think orchestration rather than 

process and expect them to manage rather than ‘help out’. 

If you need help with this, Bruton Consultancy has training and coaching provisions to help your 

managers develop the appropriate mindset, tools, skills, and activities. 

 

Further Information 
See Noel Bruton’s commercial website: http://www.noelbruton.com  

and Blog: http://noelbruton.wordpress.com 

 

No content here has been drawn from any of the established IT management conventions. Any apparent similarity is either 

accidental, coincidental, taken from general management philosophy, or in some cases, may have its roots in similarities 

emerging in those conventions, chronologically following their original documentation in publications by Noel Bruton.  

This IT Support Maturity Model is the intellectual property of Bruton Consultancy, which retains exclusive rights to it 

globally. At the time of writing, Bruton Consultancy has granted no other individual or organisation a license to offer or 

conduct any service on the basis, or in context of this model.  
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