The Future of the Helpdesk:
Trends and Tasks

A one-day workshop presented as part of
IIR Deutschland's 'Helpdesk Forum'

Mainz, November 2007
Workshop led by Noel Bruton
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Helpdesk Improvement Consultant, Advisor and Trainer

‘| fix IT helpdesks”

The ITIL Experience
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Salaries decreasing
— How to retain staft?

— How to motivate?

ITIL's superficiality

— Management misdirection

— Static performance

— Inefficient measurement
* Cheaper IT — usage options increase
* More sophisticated users

— Improve skills
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— Cost justification

— Knowledge Management

— Process Design

— Service Level Negotiation

— Getting the best from your people
— Key statistics

Method

— As interactive as I can make it
— Postulation — discussion — conclusion
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Cost Justification
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pport Costs vs. Benefits

* How do the financiers see you?

— As a simple cost, or...
— As a clear cost saving?

* Your costs are already partly justified:
— But how accurately and by whom?

* How do you see your benefits?

— In service terms or...
— In commercial terms?
— And which is most representative?

* Support’s key justification message
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ysing the Alternatives

* Saving money in support

* The costs of helpdesk use

— Helpdesk solution
— Resolver solution

* The costs of system downtime

* “Return on Investment”
— A simple question and answer

e “Risk Aversion”

* “Lost User Productivity”
— A calculable and avoidable cost
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ot Rate’ and ‘Fixes Per Resolver Average’

Examples (@ 100 calls per day

Salaries - HD = £18000, Resolver = £25000

— Example One: Spot=25%, FRA=5
* Calls 100 + 33 calls/head/day = HD staff, = 3
* Escalations 75 + FRA 5 = Resolvers, =15
* Total salary = (3 @ £18k) + (15 @ £25k) = £429k

— Example Two: Spot 50%, FRA = 8.3
* Escalations 50 - FRA 8.3 = Resolvers, =6
* Total salary = (3 @ £18k) + (6 @ £25k) = £204k

o ® & Saving = £225k p.a. PLUS - FASTER
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nue +~ (employees X annual hours)) X (Computer Dependency Factor %)

LUP = lost potential revenue, per user, per
hour

Modified by corporate computer dependency
Computer Dependency Factor

* Explains cost of backlog, understatfing, etc.
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Knowledge
Management
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Grow Them

Be 1n a position to show them how their
skills are increasing

Monitor and manage the variety of work
Give them a catalogue of success achieved

Look for responsibilities to delegate
— Products, customers, authorities, people

* Plan projects
* Offer projects as rewards for productivity
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* Who’s too burdened / under-utilised?

Skill levels by product
- 1-don’t know

2 - can field

3 - can answer

4 - can train

5 - could redesign

T1
T2
T3

T4

Avg

P1 P2 P3 P4 Avg

3 35
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ow to Build a Skills Matrix

* Who has what knowledge?
* Where are the gaps?
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Get past the ‘technocracy’

Recognise service as well as
technical and management

skills

Keep IT staff for as long as
users tend to stay
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Process Design
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Key Helpdesk Processes

— Incident : Change : Problem
— But software can show you that!

Key Absences

— Customers, staff, skills, statistics, benchmarking,
cost justification, service design, process design

Remember, ITIL 1s meant as framework for
the whole of IT, not just for support

For real success, much more 1s needed
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* Usual

— Start with a group of technicians

— @Gi1ve them each a headset

Buy some software

Wait for the telephone to ring

* Another way
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Measure your market
Services first
Staff and skillsets later

Manage customer expectations
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0 surprises!
— Helpdesk involved in all software projects
Approvals process
— Standard change
* Predicted, planned, call-off only
— Non-standard change
* Software launches, updates, new systems

* Change Approvals Board, support 1s a member of this
Supportability a key 1ssue — failure costs £££

Who needs to know what?

oo Are your staff happy to proceed?
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Single points of failure (SPOF’s)
— “@Glad of your expertise — who’s your anti-SPOF?”

Lack of training
Gaps in procedure
Doing other departments’ work
— administration, porterage, data clean-down
User misbehaviour
— uppish, manipulative, indirect, political
Occasional senior management vacillation
— See ‘user misbehaviour’

Development department thoroughness or lack of
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rocedures for Everything

* Supervised ‘New Business’ process
* Heavy expectation on development department

* No surprises! If you want your product supported...
— Written anticipation of likely problems
— First-line diagnostic questions
— Escalation points and routes
— Managed knowledge acquisition

 Skills redundancy

* Senior management reporting of support impact of
change
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— Work overload reduces job
importance

— Cherry-picking enabled

— Morale damage - “success
1s impossible - why try?”

— Most difficult jobs stay
longest 1n backlog

— VIP’s get disproportionate
service, thus misinformed

— Calling the client becomes

embarrassing
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* The solution

— Ownership is crucial -
expect it
* regular owner meetings
* tight call assignment

— Monitor second-line
productivity
* Individuals

— Kill the old jobs

— Look for impediments,
e.g lack of knowledge,
gaps in process, false
alarms
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aditional

First line

* Simple enquiries
Second line

* More difficult

Third line
* Highly specialist

“Technocracy”
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* Production-oriented

— First line
* Quick, remote control

— Second line

* Local diagnosis or resolution
needed

— Third line

* Solution is outside system
capabilities — change control
needed

“Service-Based”’
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Resolution Paths

First-line fix
Inbound
request
Direct ' Hot transfer
second-line >
resolution
(lowest cost,
quickest) Using SD
Assignment as channel
(can be wasteful) —>  ‘Hot’ resolution
—— ‘Cold’ resolution
D
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Negotiating Service Levels
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Find the right authority!

Ensure the discussion is two-way:
— Never give anything for nothing

Be prepared:

— Know what you have fo give

— Know what your counterpart needs

— Don’t assume his needs will be professional

Remember: Win + Lose = Lose
— If at first you don’t succeed.:
— Trade, trade again!
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E of a complex reality

* Key concept - add value
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at The Company Expects from Staff

* A simple expectation......

* Communication of expectations

* Job descriptions and work objectives
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Hierarchies distribute authority, not power

You don’t always need permission
Everybody 1s more expert than the bloke above

* Your boss hired you for your specialisation
* So he cannot even write your job description fully

Everybody has their own area of responsibility

* What you do, how you succeed is up to you
This 1s not control, it 1s a market
So how will you exploit 1t?
This 1s not limitation, but opportunity
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Get the Best From
Your People
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Why we motivate

We promised to get the best out of our people
The organisation needs their productivity
They’re only human and everybody has off-days

Moral need — this 1s their life — we have the power
to make 1t rewarding or not

— Work occupies most of life — if human growth 1is not
there, then where is 1t?

Because we want to be successful too
Nobody wants to live in misery, including us
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Motivation & Productivity

* Tom De Marco and Tim Lister’s ‘Peopleware’
— Ongoing study of productivity in IT environment
— Well-motivated people are more productive than low-
motivated people
* By how much?
— Impact on your staffing plans?

— Impact on manager’s decision to be half-technician,
half-manager?
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Shout them out...

What are the attributes,
personal and professional,
of the ideal support person?
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The 1deal support person

Attributes personal as well as technical
But companies hire & train technical!
What you learn, not what you know
Knowledge must be communicable...
...hence human skills...

..largely acquired in childhood
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ompel or Involve:

Douglas McGregor
— Theory X

* People are essentially lazy and avoid responsibility
* Therefore they have to be compelled to work

* Productivity is an essential requirement

* Requires measurement, timekeeping, observance

— Theory Y
* People are essentially professionals
* Enjoy taking pride in their work
* This 1s not measurable

* Requires enablement, involvement, training, clear objectives
and terms of reference

Which of these is your helpdesk?
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hen the only tool you own is a hammer, every problem begins to resemble a nail”

Hierarchy of Needs
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Was Maslow Right?

Ideas useful, but pre-date globalism

People don’t always aspire in the Maslow order, e.g.

— Third-world economies putting material consumerism ahead
of public health

— Individuals retain self-esteem in destitution
Developed economies, workers already at Level Four, but:

Not everybody wants ‘Self-Actualization’
— Means complete control over and responsibility for their lives

— That’s why we invent authorities, to take many
responsibilities
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Shout them out...

What motivates user
support specialists?
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otivation and Morale

Motivation implies movement

— From current, unsatisfactory to new, better state

— Challenge, effort and self-questioning implied

— Comfortable niche must be vacated

— Risks — discomfort, loss, failure

High morale can justify inertia — why change?

— Morale actually impedes motivation
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Motivation
Encouragement
Before the fact
Incentive
Promise

Bonus

Future
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otivation-Morale Attributes

Morale

Praise

After the fact
Reward
Present
Salary
Present
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ur motivation - whose problem?

* Your company
* Your manager
* Your colleagues
* Your customers

* Others 1n the support supply-chain

* Yours?
D
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Leadership

“People follow a leader because he knows where he’s going and wherever it is, it’s
bound to be better than here”

— This 1s the big one — this turns countries around

* Identity
— Get a name, a logo, a badge

— Belonging to, being part of excellence
— De Marco & Lister’s ‘The Black Team’

* Make regular, consistent statements of success
— Measurement and proof essential

* “Catch them doing something right”

— Spencer & Blanchard in ‘The One Minute Manager”
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ght Person, Right Motivator

Motivation 1s about negotiation

— “If you do this for me, you will get this in
return”

* But they have to want it...
— So you have to know what they want

— So you have to know your staff well as people,
not just as workers

* ‘A’ and ‘B’ type personalities
— Different types, different motivators
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Shout them out...

What are the attributes, personal
and professional, of a good IT
support leader?
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* You must be motivated!

* Know where you’re going
* You are not one of them

* You are 1n control

* It really matters to you

* Expect only excellence
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hey Need Your Leadership

* Know they can deliver excellence
* Don’t shirk necessary discipline
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Be the Best

* Make pride an 1ssue
— Increase output quality and job satisfaction

* Behave like 1t’s true and 1t will be

* Prove and acknowledge how good they are

“We have better statistics, better processes, a clearer view of
our role and more versatile staff than any other part of I'T and
than many parts of the company as whole.”
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* Vagueness goes nowhere, improves nothing

* Offer your staff your strength

* Convince customers you know what you’re doing
* Other people’s rules are other people’s rules

* Everything wrought by a man 1s imperfect

* Just because somebody else thought of 1t doesn’t
necessarily mean 1t’s better than your 1deas

“All progress depends on the unreasonable man.” — George Bernard Shaw
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If not you, who?

* Be responsible for production
— Absolutely: decide who the manager is
— Ultimately: responsibility begets authority

* You don’t need to get permission for success
— If you ask for 1t, you imply risk
* Know your ‘product range’

— Staff assignment
— Quality control
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Motivate yourself!

* Your manager can offer motivation

— ...but you don’t have to take it
— ...but what consequences 1f you don’t?

* Produce your own:
— sense of achievement
— recognition, own and by others
— responsibility, now and future
— variety of work
= — knowledge increase and advancement
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or low sell-esteem :

Open and honest
Sticks to what she/he knows
Blames others

Finds flaws in support system

Finds a way to say ‘Yes’
Takes on heavy work burden
Apologises

Takes blame

Defends own position

Ridicules other workmates or departments

Takes responsibility

Finds room for improvement
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* Accept nobody’s perfect

* Not everyone likes you...

* Ask, but don’t expect

* You are not what you’ve been

* Your contentment 1s up to you

* What you want, not what you don’t
* Negativism repels

* Looking back on own achievements
* Set yourself goals

* Seize the day
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Transactional Analysis

Thomas Harris — “I’'m OK, You’re OK”

YOU
OK Not OK
Health Lit Arrogance,
OK calthy cquaiity Superiority
ME
Not Inferiorit Life stinks;
OK Hietonty despair, fear
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Motivation Matrix
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emembering ‘The Deal’

You have a right to pursue your priorities

To do that, you need money, so you go for a job
Convince firm of your ability and professionalism
Firm also has a right to pursue its priorities

Y ou must subsume theirs into yours

That’s ‘The Deal’

Then over time they change it...

Or you get bored...

So you forget ‘The Deal’ and your professionalism...
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Surviving the Company

* Your position in the company
* Are you treated ‘unfairly’?

* Competing priorities

* Don’t believe your senses

* What to do about 1t

Accept 1t - change 1t - walk away
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o AN First

— RESOURCES
Third Distortion
]

REACTION

‘

EXPERIENCE
Second Distortion

Reaction bears little relation
to original event
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Key Statistics
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Measurement
* Know the difference!

— Service level statistics
* Customers may be interested
* Usually from telephone and helpdesk systems
* 'Management information' — 1.¢. the past

— Operational statistics
* Internal performance of staff and processes
* Various sources

* Decision support — 1.€. the present
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uctivity

* Because you have to have a measure
* So the load is evenly shared
* Because technical ability 1s not enough
* How effective are your technicians?
* How many technicians do you need?
* For staff self-motivation
* Demonstrate manager’s involvement
* Show the job matters!
P
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How much work 1s enough?

— Job satisfaction instead of pointless exhaustion

* How many resolutions are actually needed?

— Break down SLA or actually work quantities
into achievable chunks

* How much other work has to be done?

— Measure the time 1t takes

* How much knowledge 1s enough?

— Measure and develop skills

Will that project ever be completed?

NEX — Milestones for everything, in advance
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¢ Big Four Statistics

uantity

— How many, how quickly etc.

erformance

— How many, how quickly compared with a target
uality

— Whether our customers liked it

alue

— Whether it made commercial sense to do it

elpdesk systems give you the first two, maybe
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y ureme

Spot rate (answer during initial call)

First-line fix rate
. . Note - these
MTTF (Mean Time-to-Fix) stats are

operational, not
service level

Call peaks and troughs

Fixes per Resolver Average

Quality index (rolling Customer Satisfaction)

Man-days available in period

Resource consumption by service

Output over manpower (trended)

Weekly output / event summary reports by section
P
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ource

— for non-measurables, highlight goals

— Only measure what’s relevant

* Track measurables against goals

ocalion ANaAlysis
* List staff & key activities
— highlight measurables

Activities for this staff memler / proportign of time allowed
Helpdesk| On-phone | Deskside | Evaluations| Other Total
fixes fixes

80% 20% 0% 0% 0% 100%
90% 20% 20% 10% 0% 100%
0% 0% 70% 10% 20% 100%
0% 0% 100% 0% 0% 100%
0% 0% 100% 0% 0% 100%
130% 40% 290% 20% 20% 500%
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The Future of the Helpdesk:
Trends and Tips

A one-day workshop presented as part of
IIR Deutschland's 'Helpdesk Forum'

Mainz, November 2007
Workshop led by Noel Bruton
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