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Managed the Service Desk and all of the IT Infrastructure for

4500 restaurants, s zone offices, field managers and

Corporate office
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6 years with STI Knowledge/Help Desk 2000
7 years with McGarahan & Associates (www.mcgarahan.com)

2 years as Chairman, IT Infrastructure Management

Association (www.itimassociation.com)
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Current Situation

“It's tough to be strategic when
you are delivering daily
operations tactically.”

STRATEGIC TACTICAL OPERATIONAL

Implementing; Repetitive activities:
projects or.continuous | that are the day-to-day
improvement activities core processes that

moving you closerto achieve the tactical
achieving your strategic performance goals,

Greating|longEterm
-_\ti_si.,o:nt;_-.:_g'oaI_S"'-an'd
objectives basedion
achieving a desired
end result

goals/lobjectives: objectives & SLAs
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Service Strategy

BUSNESS GOALS AND |
ORJeCTIVES

IT GOALS AND OfJECTIVES ‘

P

Service leaders must allocate the

STRATE&Y [ VISION ‘
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right amount of time for strategic —
thinking and initiatives to: =
METRICS (Kpis)
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1. Align goals and objectives G s

2. Establish directives to govern V-’—
scope of services
3. Build success metrics to measure

. I : . ; .
business value “Strategy without tactics is

the slowest route to victory.
Tactics without strategy is
the noise before defeat.”
Sun Tzu (Chinese General and
Author, b.500 BC)
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Shift-left Strategy

Self-service Level-1 Level-2 Level-3

$100 - $500

Technologist/D
evelopers
$35-$250

Escalated call
$10-$37

First contact

resolution

Automated
self-service

” Cadll
\ Elimination

o 5 —
Mean time to resolution

to where repetitive, costly issues, questions and requests are resolved / fulfilled.
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The Supporting Structure

Contractual Agreements
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‘Web/DB Imaging
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Level 2 Specialist
Network & Technical

- P Level 3
Services - Vendor Support
Applications
Customer Level 2 Specialist
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Exiting Customers QAISecurity Level 3

@ Support _< - Vendor Support
P
D >—D Center — Level 2 Specialist rograms

Portal
HELP@YOURCOMPANY.COM SR Level 3
WWW.HELPME.COM » Vendor Support

1-800-HELPLINE Infrastructure
Level 2 Specialist
Employees CRM/Architecture >_
@ Y,

Level 2 Specialist
Business System
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facebook Services
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twitter o -

Partners _/ Process Services

Guaranteeing Seamless Transparency and Service Delivery

Questions, Issues, Tasks Provide Commit to Hold Vendor Accountable
and Requests Knowledge / Training Response / Resolution Time to Underpinning Contract

“Shift-Left” Strategy

Call Elimination / Increase First Contact Reduce Escalations Reduce / Eliminate
self-Service Resolution (FCR) Business / Technical Dispatch
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Direction / Operational Excellence

KNow wHERE yoOU
— .
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1. Know where you are

- Assessing your current performance around service strategy, structure (support
model), process, people, tools and metrics is an all-important baseline.

2. Know where you are going

- Envisioning the end result is a core part of defining your service strategy.

3. Know how you plan to get there

- The continuous improvement roadmap is the result of your gap-analysis
assessment against your future-state.




Proactively Manage the Demand

* Discontinue supporting customers through
different “band-aid” incident, request and
resolution management processes that use old
software, non-integrated tools and heavy
customization — all of which limits additional
functionality and capability:

* Provide the same customer experience across
all access “touch-point” channels.

« Automate and integrate all processes /

technologies into one tightly unified, efficient Customers expect

way to deliver service and support. to be able to
choose how they

request service.



http://www.mcgarahan.com/article.cfm?id=70

All Customers
All Access Channels

N | e

One, consolidated. streamlined,.

efficient cost-effective and

integrated process /fool s people
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Areas of Opportunity

Improve efficiency, integration and
cooperation across all customer
‘touch-points”.

Provide the same customer
experience across all “touch-
points”.

Discontinue supporting customers
through different “band-aided”
processes/systems!

Automate and integrate all
processes into one tightly unified,
efficient system.

Anticipate the customer’s needs and
be proactive.




Purposeful Support Practices

Achieving First Contact Resolve difficult
. problems faster
Resolution

Making UFFA a Priority
Mapping Call Types for

Action Increase first contact
resolution

Introducing Customer-
Impacting Technologies

Balanced Scorecard . .
Deliver a more consistent

Storytelling and memorable customer
experience.
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Achieving First Contact Resolution

 True First Contact Resolution is the most efficient and effective
way to resolve customers’ issues not targeted for self-service.

* Equipping the frontline with the right training, tools,
processes and scripting is critical to success.

— Think Pilot ‘cockpit’
- Automating / integrating process workflow into tool’s capabilities

* Know the ‘who, what, why’ of the call demand.

* Success Metrics around FCR:
- First Call / Contact Resolution (FCR)

- Knowledge Base Utilization (KBU)

— Customer Satisfaction Index (CSI)

— Mean Time to Resolution (MTTR) FIRST CONWTACT -
RESOLUTION |

- Operational Level Agreement (OLA) Response Time




Making UFFA a Priority

UFFA is a Knowledge-Centered Support (KCS) practice for Using (U), Flagging (F),
Fixing (F) and Adding (A) knowledge within the Incident Management process.

N |
M - SIMPLY UFFA
P @ PART OF THe KW\ cuLTuRe!
:!:\ KNWOWLEDGE MANAGEMEWT IS WOT
_ A one-Time pROJECT; Ql |
\‘. h

IT'S A PROGRAM AND A WA
OF DOING BUSINESS. "

McGARAHAN & ASSOCIATES




UFFA “Must Dos™

* Track all service and support activity.

* Process and Tool as one (Integrated):

— The solutions must be provided to the support analyst during
the Incident Management Process to facilitate first contact
resolution (FCR).

e Using knowledge when available for timely
resolution — minimize escalations.

» Use, Add, Fix and Flag (UFFA) capabilities!

- Ability to flag incidents / problems that require Knowledge
Articles to be added or current Knowledge Articles to be
fixed.

- Ability to contribute their own quality knowledge (A4dd).

- Incentive, recognition, rewards, performance appraisals
around UFFA.

* Knowledge articles successfully utilized at Tier-1
(FCR) are prime candidates for Self-service.
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Targeting Stakeholder Adoption

Knowledge Manager

* Role: To architect the KM process and ensure it’s successful
implementation and continuous improvement.

* Role: To contribute frequently to the creation and maintenance
of the knowledge as it relates to their domain and subject area
of expertise.

* Role: To search and use knowledge to resolve issues on First
Ay, Contact, flag KAs that need fixing and issues that need KAs
upprioliy creating.

The Collaborators

* Role: Working together, these workers share knowledge real-
time and are the ones best positioned to capture as created.




The Resulting End

* Everyone knows, uses and contributes knowledge
* The knowledge is a source of training

e Self-service use dwarfs internal IT service and
support activity

 No more knowledge hunting, it’s captured as it
happens

* The culture cares and shares knowledge freely

e A quality focus on measurable results.

KA Quality = use (KBU) & Effectiveness (FCR, R@LO).
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Mapping Call Types for Action

Knowing the details about the caller, the reason for the call and the call
characteristics (volume, talk-time, technical complexity, operational
how-to, repetitive, etc.) provides information that is combined with

analysis to create an Action Plan for deflecting, directing, training or
intfroducing diagnostic tools, process improvement,

;

Information

« Accurate and complete incident record logging. s
Accurate categonzation / pricritization for easy reporting.
- M

- we no workaround /
« Flagged escalated incidents that ha

knowledge. i _ "
| « Analyses of the high priority I.bus:ntf‘.s.s impadt) _ :
incidents, the most frequentiy escalated

Time o £
\es and the longest Mean .
I:tse:fve (MTTR) 88 RCA / Probiem Management targets.

Bring visibility to issues / perform analysis / determine business impact and
make recommendations for releasing a long-term solution aimed at
eliminating the root cause of a reoccurring problem.
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Targeting Call Types

* Know the Impact
— Tech vs. Non-Tech
- New vs. repetitive

- High call volume / High talk time
 Have a plan
— Direct to Self-service

- Publish Knowledge Articles

— Improve Training

Route to Problem Mgmt
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Introducing Customer-Impacting Technologies

CusTomer Focus OneTeam
DOWT CHALLENGE, TRUST SEAMLESS, TRANSPARENT SERVICES

/ Pusiness

KnowLepge

EZ2 Access
(menu, CHAVWNELS)

WHAT’S WPORTANWT TO
THe Voice OF cCuSTOMER voe)
AND BUSINESS (vor)!

\

EZ 1o Do
Biz wiTH

Sense oF Urgenc RerevanT, CompLeTe & T mne:uj
PRIORITIZATION, BASED ON CommunicATION
BUSINESS IMPACT (OUTAGES, STATUS UPDATES,

RESOLUTION & CLOSURE)
1.  The principle of putting the customer first starts with the design of the
Support Center strategy and structure.
2. It defines how dall services are delivered against customer expectations.

3.  Putting the customer first is a corporate strategy where the executive
team champions the customer and leads by example on a daily basis.

Service and Support Value




Introducing Customer-Impacting Technologies

STATWNG :joura CusTomer-Focusep

commMITIENTS *The Face of the IT / Business

IT IS OUR COMMITMENT TO TREAT THE CUSTOMER WITH CARE,
AS WE WOULD WANT TO BE TREATED AS PEOPLE, WHO LIKE OURSELVES,
ARE ALL COMMITTED TO THE SUCCESS AND SUPPORT ORGANIZATION.

The Voice of the Customer

IT IS OUR COMMITMENT TO THE CUSTOMER TO CONMMUNICATE
THE LEVEL OF SERVICE, CURRENT STATUS AND EXPECTED
RESOLUTION TIMe FOR 30u&: iSSue OR REQUEST.

* Resolution Ownership

1T IS OUR COMMITMENT TO THE CUSTOMER TO DELIVER 4
~ LEVEL OF SERVICE, BOTH IN RESPONSIVENESS AND RESOLUTION
PRIORITIZED 6t:| seusrzﬂ‘tj AND INDACT OF THE ISSUE OR REQUEST.

IT IS OuUR COMMITMENT TO THE CUSTOMER THAT you wiLL ~ Qu a I ity Ass u ra n c e [ QA]

e THE FINAL Au"ruoai'rcj REGARDING YOUR SATISFACTION
WITH THE FINAL RESOLUTION.




Balanced Scorecard Storytelling

Solve Eliminate
| /. REPORTING

"bASHbeAQDS‘ scoaecmos‘ METRICS ’

H9]3°9Q

\
COMMUNICATES
PERFORMANCE [—
AND VALUES

Measure ACCOUI‘“‘CIbiI“‘Y




Don’t Be a Checklist Manager

* Don’t be a “checklist manager”, focus
on just getting things done-done.

* Don’t check off a project, task or
activity as done until you have derived
the maximum benefits from it.

* Take away these lessons and focus on:

1. Providing quality not quantity,

2. Doing it right the first time and

3. Maximizing the capabilities of any solution by Z
continuing to generate a return on your
investment in the tool, process and people.
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s 3—'3 MCGARAHAN & ASSOCIATES

@1 Service and Support Value



<i42>) MCGARAHAN & ASSOCIATES

ervice and Support Value

Thank You / Q&A

" Being a setvice leadex i about
positively impacting the woeld
avtound you! Ut’s not about you,
it's about all that you can do to

make othet people successful. I

Thank You & God Bless!

Pete McGarahan
McGarahan & Associates

pete@mcgarahan.com
(714) 694-1158
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