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This report is the product of 23 
interviews with service desk executives, 
managers and practitioners, who kindly 
contributed their time to this study. 
The study’s aim was to capture the 
current status, challenges and initiatives 
within the service desk area for large 
organizations.

Executive 
Summary1
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Automation refers to workflows that 
can be performed without human 
intervention in a particular platform, 
where orchestration refers to the 
automated coordination of workflows 
across different systems (enabled 
by integrations) to produce an 
outcome. Automation is necessary 
to shift left, and orchestration is 
necessary to reduce the requirement 
for operators to “swivel chair” and 
perform repetitive actions in different 
platforms. Some organizations 
reported having automation teams; 
many reported the tradeoff between 
putting resources into automation vs 
into maintaining service levels with 

the status quo service desk.

Shift left is an industry term used to describe the desired change 
of shifting workloads from higher cost resources to lower cost 
resources. This topic was widely discussed in almost all interviews. 
Implementation of this strategy is key to overcoming many of the 
challenges highlighted in this report, but implementation of shift left 

has its own challenges.

Shift Left03

01 Service Desk 
Performance

Common metrics cover areas 
like customer satisfaction 
and NPS, call handling 
performance, service level 
agreement compliance, and 
load and capacity. Many 
service desks are experiencing 
an increase in demand 
leading to degradation of 
service levels, in the absence 
of further investment. 
These are being addressed 
by negotiating budget 
vs performance with the 
executive, bidding for budget 
for transformation activities, 
improvements in product 
quality, and continuous service 
improvement.

Digital Transformation is increasing the number of 
service catalog items and the associated demands on 
support. There is an increasing trend for IT’s service 
desk to take on Enterprise Service Management, 
the support of digital workflows across the whole 
organization. Some organizations are needing to 
consolidate service desks across departments, 
geographies, subsidiaries and acquisitions. 
Increasingly service desk software is being integrated 
with other tools to facilitate enterprise service 
management and automation of workflows across 
different platforms.

Automation and 
Orchestration04

Transformation, 
Consolidation and Integration02

The findings are organized into the following themes:
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06
There are a number of challenges inherent in service desk 
personnel management, particularly relating to Level 1 analysts. 
It is an entry level and potentially transient position, often 
characterized by a lot of repetitive tasks. There are often few 
opportunities for ongoing learning and growth, and career 
development opportunities sometimes require moving on to 
another organization. The costs of lack of development and staff 
turnover are significant. Lost productivity means higher ticket 
handling costs, and lack of training and experience sends tickets 
to Level 2/3 that should be resolved at Level 1. This ultimately 
increases the cost of the service desk, starving it of resources for 
automation, orchestration and continuous service improvement.

A number of strategies were being used to improve 
staff capability and retention, from higher than average 
compensation, internal promotion opportunities, training and 
certification, involvement in internal projects, and supportive 
management styles and coaching for culture change..

People Management

Knowledge Management

Knowledge Management

Essential to the shift left strategy is the ability to shift knowledge left as well, so it is the 
hands of less skilled and lower cost resources, including the customer themselves. Each level 
of support should have the knowledge and tools appropriate to their role in the support 
process. In the absence of this knowledge issues will be shifted right to more expensive 
resources. There is a variety of strategies being used to generate and propagate knowledge; 
many of them relate to the need to liberate specialist and “tribal” knowledge from highly 
skilled and experienced staff, and put it in the hands of Level 1 analysts.
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Fifty years ago support was done by telephone and by the postal service. Today the three 
mainstream support channels are telephone, email and self-service portal. Despite the effort 
being put into knowledge and automation at the self-service portal level, customer uptake (and 
resulting deflection of issues from the service desk) has for many been disappointing. Others have 
experienced impressive levels of deflection. 

Support Channels07

“Data is the new platinum”, one of the contributors said, but data is only useful if 
the quality is high enough. 

Request and Incident data needs to be high to support continuous service 
improvement activities, but this is sometimes a challenge because analysts are 
often incentivized on how quickly they can resolve issues, and this has an inverse 
relationship with creating the requisite verbosity and accuracy in the ticket 
records.

Issues raised in some channels, particularly email, social and collaboration tools, 
often require multiple round trips to collect enough data to solve and issue. It is 
also often reported that customers don’t want to put in the effort to sufficiently 
and accurately describe the issue to the service desk analyst, which makes it hard 
to respond quickly and effectively.

Finally, asset management and CMDB completeness, accuracy and currency are 
still an area of challenge for some organizations, relying as they do on manual 
processes.

08 Data Quality

09 Tools

Newer channels such as Slack, Teams, WhatsApp, WeChat and 
others have the advantage that they meet the user “where they 
are”, and increase the level of engagement with channels that 
are lower cost, however unless carefully managed issues can be 
resolved without tickets being raised, or without the tickets having 
the level of intelligence required to give good data to the service 
desk manager.

Chatbots are seen as having enormous potential to satisfy 
customers at a low cost, however in practice experience is mixed.  

There are a plenty of options for service desk tools, and one contributor broke them down into 

two categories:

• More simplified SME tools, where the website has a free trial, just pick a plan
• Enterprise-grade tools, very flexible and customisable but very expensive

Not surprisingly larger organizations and organizations with a more mature service desk 
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The IT Service Management process and tools 
market is always changing and evolving.

Servicely, as an emerging AI-based service desk 
vendor, wanted to understand the current trends 
in the market so as to continue to evolve the 
product to meet the current set of challenges 
and frustrations.

In late 2020 Servicely conducted 23 interviews 
with service management practitioners and 
their leaders. These interviews were designed 
to assess the state of the market and document 
the current challenges being faced by different 
organizations with different levels of service 
management maturity.

From the simple ticketing solutions of the 1970s 
to the helpdesk environment, then ITSM and the 
professionalization of the support function, to 

Introduction

the current wave of enterprise support function 
consolidation, service desks have been maturing 
in scope and sophistication for decades.

Within that progression, different organizations 
find themselves at different levels of maturity 
based on organization size, sector, trends 
of outsourcing and insourcing, mergers and 
acquisitions, and other factors. 

Each generation of processes and tools solves 
some of the problems left over by the previous 
generation. The current dominant processes and 
vendors have done a great service to the market 
by their capabilities and achievements, and in 
doing so have exposed new opportunities for 
value creation.

1.1 Purpose
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The service management professionals 
interviewed for this report included CIOs, Heads 
of Operations, Service Desk Managers, Service 
Desk Analysts and others. A full list can be 
found in Appendix A.

The service desks that were studied are 
predominantly IT service desks, although 
several customer service desks and field service 
desks were discussed.

The companies range in size from 1,000 to 
20,000 employees, across verticals including 
healthcare, software, food production, retail, IT 
services, and others.

These service desks have between two and 
fifty Tier 1 service desk analysts. They handle 
between 300 and 28,000 tickets per month 
across functions such as IT, customer service, 
field services, engineering and managed 
services.

A Note on Terminology

For the purpose of this report the 
word “organization “ is used to 
describe is used to describe the 
company (in the case of outward-
facing customer service desks) or the 
IT department (for IT service desks). 

The word “customers” describes those 
who access the services of the service 
desk. In the case of a customer service 
desk these could be actual consumers 
(B2C), employees of a customer 
company (B2B), or in the case of an 
enterprise service management they 
would be employees of the same 
organisation.

We hope you enjoy this report, see something of yourself 
in these challenges and opportunities, and welcome the 
next generation of solutions.Profile of Contributors

1.2



2 The senior executive perspective 
on the service desk views 
the way the service desk 
represents the organization 
to the customer, as the 
“image” or “face” of the 
support organization.

Service Desk 
Performance
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The executives interviewed stated that they pay a lot of attention to service desk performance for 
that reason. If customers are unhappy with service desk it can have the following consequences:

01 02 03 04

While some of the executives interviewed did not routinely scrutinize detailed service desk metrics 
(see next section), they were very aware of the SLAs and “traffic lights” that they negotiate with 
their peers and report against, and were very focused on CSAT and/or NPS.

The organization 
can get a bad 
reputation, which 
in the case of IT 
service desks erodes 
trust between 
the IT Execs and 
other executives. 
This hampers the 
execs’ attempts 
to transform the 
business, and in the 
extreme can lead to 
“shadow IT”

Customers are less 
likely to log tickets 
because they 
are not getting good 
service. This means 
the organization 
gets progressively 
more out of touch 
with the issues 
facing customers. 
Technical debt can 
accumulate, and 
the lack of visibility 
into customers’ 
issues restricts the 
organization’s ability 
to improve their 
service quality and 
add to their service 
catalog

The issues that the 
customer would 
contact the service 
desk about can go 
unresolved, and 
these unresolved 
issues can impair the 
productivity of the 
customers. In the case 
of internal customers, 
this can impact on the 
productivity of the 
whole organization

Customers waste 
time having to 
engage with a slow 
and unresponsive 
service desk
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2.1. Metrics
The following metrics were most commonly mentioned as important to service desk performance:

Call Handling
• First call resolution 

(FCR)

• Call handling time 
(CHT)

• Call wait time 
(CWT)

• Abandonment

• Outstanding tickets 
daily, weekly, 
monthly

Service Level 
Agreements (SLAs)
• Tickets currently 

in breach of SLAs

• Daily, Weekly, 
Monthly SLA 
violations

There was a range of maturity levels around metrics and SLAs. 

At the lower end, one organization was bringing the service desk in house again and had no service 
levels in place yet. Another organization had only just brought in SLAs in the last six months as part 
of a service management professionalization program.

At the other end of the scale was a managed service provider who had more maturity and 
sophistication and  was offering different SLAs for different customers, and even different SLAs for 
different pieces of equipment. 

For those with SLAs, some wanted to improve their service levels while others were happy if they 
could maintain them while they added new services. Generally speaking, the organizations at the 
lower end of the maturity spectrum saw the most opportunity for improvement in service levels.

Customer
• Net Promoter Score 

(NPS) (typically 
used in customer-
facing interactions)

• Customer 
Satisfaction Score 
(CSAT) (typically 
used in employee-
facing interactions)

Capacity
• Calls per hour, 

day, week

• Employees per 
support analyst

• Cost per ticket

• Hours’ work 
logged per 
employee per day

• Recruitment 
pipeline

01 02 03 04



3 A number of factors have led to an uptick 
in demand for support over the previous 
12 months, including:

• COVID-19 accelerating the demand for 
collaboration

• Digital Transformation

• Enterprise Service 
 Consolidation

Increase 
in Demand
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Knowledge Management

The challenge for service desk operators is that resources are not scaling linearly with demand, and 
operators are being asked to “do more with less”.

“We have gone from 800 calls per month to 5000 calls per month with no increase in headcount 
to cover that. Hold times up, and abandonment rate from 8% to 24%. We just don’t have enough 
people to answer the phones. Look, service desk is an equation. Plug in the variables and you can 
predict wait times and abandonment rate, per time of day.” – Senior Director of IT Operations, 
Internet

One service desk analyst reported that their incentives were so structured that if it looked like they 
were going to exceed their SLA on CHT then their interests were best served by just escalating the 
ticket to Tier 2.

Several reported that pressure to perform against SLAs under increased volume led to more stress, 
and that this was causing staff attrition (see “People” section) which ultimately led to a loss of 
productivity for the service desk.

3.1. Strategic Response
Strategic responses to the increase in demand were characterized by the following:

Communicate clearly to senior 
management the tradeoff between 
resources and performance so spend 
can be aligned with organizational 
goals for IT budget and service desk 
performance

Dedicate resources to analyzing 
opportunities for continuous 

improvement

Dedicate resources 
and have teams to 
implement automation 
and orchestration projects 
(see “Automation and 
Orchestration” section) to 
“Shift Left” (see subsection 
below)
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Some found senior management supportive, but others put a lot of pressure on IT to perform. 

“Senior management wants five things yet will only fund two. But you can’t make ice cream out of 
water” - CIO, HealthCare.

Lack of investment limits service desk transformation, since budget constraints affect both service 
levels but also the pace of automation.

Several leaders reported willingness to sacrifice short- and medium-term performance in order to 
drive efficiencies by effectively addressing the second two points above. However they noted the 
need for point 1 above, in that such strategic choices needed to be aligned with senior leadership to 
provide “top cover”.

Several highlighted the need for support to 
collaborate with developers, engineers and 
testers to ensure that products were only 
shipped if they were mature enough to 
not drive a significant increase in support 
demand.

This sort of collaboration is facilitated by 
the move towards devops models, and in 
some cases by the practice of giving devs 
rotations in ops to better understand the 
holistic picture.

Devops collaborations



Increase in Demand     15

Use of analytics and 
data visualization

Always thinking from the 
customer perspective terms 
of customer experience (CX)

Understanding customer 
use cases for digital 
transformationExtensive use of surveys 

to identify problems

Analysis of service desk 
request and incident data to 
identify good candidates for 

process improvement
More site visits to check in 
with customers and sell IT 

to the customers

When overwhelmed with the volume of service requests CSI is hard to do for two reasons:

• High demand tends to divert CSI resources into Business As Usual (BAU) to maintain service levels

• It is hard to get the trust of customers and other lines of business if NPS/CSAT is low



4 The service desk function is evolving 
over time. Current trends extend the 
scope and the range of the service 
desk within organizations. The 
following sections discuss these trends 
and their impact on the service desk.

Transformation, 
Consolidation 
and Integration
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Digital transformation is the replacement of non-digital systems and workflows with digital systems 
and workflows, and the creation of new value chains enabled by digital technologies and processes.

“Digital Transformation is not only the digitization of internal business processes but the increased 
reliance on external 3rd parties to deliver end services to customers that requires bi-directional 
integration with external service management to ensure a good customer experience, efficient and 
cost effective delivery of the service.” – General Manager Operations, Government

In the enterprise context, the digital transformation of the service desk function began many years 
ago, but most recently the drive for transformation across the enterprise has led to rapid growth in 
the number of services requiring support.

4.1. Digital Transformation

4.2. Enterprise Service Management
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Technology leaders are finding that many of their enterprises and customers are ready for 
transformation. If however the service desk doesn’t keep up and partner to create integrated 
solutions, or is otherwise not a trusted partner for other lines of business, then other parts of 
the organization may launch their own self-sufficient transformation initiatives (“Shadow IT”). 
These initiatives, while meeting immediate requirements, may miss the wider opportunities for 
collaboration, consolidation, cross-silo workflows, and shared enterprise data models.

“IT Service Desks are becoming Business Service Centers to support and provision all types of 
services for Business Service Delivery.” – General Manager Operations, Government.

Some contributors were 
running basic ITSM service 

desks with simple tools that 
in some case weren’t even 

natively handling basic 
ITIL processes like asset 

management.

At the other extreme other IT service 
desks were exploiting the full potential 

of consolidated enterprise service 
management, and in the one 

platform were handing ITSM, 
customer service, HR, Facilities, 

Finance and Managed 
Services.

“All service tickets across the enterprise come into the IT service desk.”
Senior Director of IT Operations, Internet
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4.3.  IT Service Desk Consolidation

M
IG

R
A

T
IO

N
TR

A
N

SF
O

R
M

A
TI

O
N

These may involve migration from 
one tool to the chosen central 
platform, standardizing data 

models and workflows, reshaping 
the geographic distribution 

of support teams, and 
other activities.

In these situations, flexibility and speed 
of implementation were key to “quickly 
digesting” the consolidation so that 
IT could go on with outward-facing 
transformation activities.

Contributors reported a lot of service desk consolidation activities. This refers to the integration IT 
service functions from different geographies, and/or from different mergers or acquisitions.



5 A major topic that was discussed 
in almost all the interviews was 
“Shift Left”. 

Shift Left
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In essence, shift left is a service desk strategy for liberating knowledge, tools and automation from 
Level 3 and Level 2, and making them available to Level 1 agents and ultimately to the customer. 

This has the following effects:

• Lower time to resolve service requests and incidents, which leads to improved customer 
satisfaction

• Reduction in load on the service desk

• Reduction in cost

• Liberation of highly skilled resources to do project work

Image Source: Service Desk Institute

Increasing Support Costs

Shift To Left

Level Zero 
Support

Level One 
Support

Level Two 
Support

Level Three 
Support

Shift Left was seen as an imperative response to the pressures of increased demand on the service 
desk without proportionally more resources. It is being addressed by three means:

• Automation and Orchestration

• Knowledge Management

• People Management

These means are discussed in subsequent sections.



6 “The boss wants 75% reduction in 
tickets over the next 24 months” 
- Executive Director, Financial 
Services

Automation 

and Orchestration
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Automation and orchestration are features of digital transformation, and things are no different for 
the service desk.

Many contributors reported having automation teams whose job it was to transform workflows 
across IT in general, and in particular across the service desk.

The function of creating automations and orchestrations competes with the BAU service desk for 
resources, so there is a trade-off between short-term performance and long-term performance of 
the service desk.

Aside from the usual workflow 
automation, some are also creating 
tool utilities for Level 1 to do initial 
investigations and common fixes, so 
they can either resolve the issue or at 
least enrich the ticket with preliminary 
diagnostics to save time for the Level 
2/3 resources. This also involves giving 
Level 1 analysts more training and higher 
permissions.

“We have had the service delivery team 
empower Tier 1 with more permissions 
and automated utilities to resolve things 
at Tier 1. For example, we found that 
purchase orders were getting stuck in 
different states. Currently this takes Tier 
2 to resolve, but we want to build utilities 
for so Tier 1 can get them unstuck.” - 
Manager, DevOps and Service Delivery, 
Hospital & Health Care

Onboarding is a typical workflow that 
involves orchestration of different 
systems such as IT, HR, Finance and 
potentially others.

“Automate or hire. To improve 
performance, you need to 
either get more people to 
answer the phones, or get 
self-service or automation.” 
- Senior Director of IT 
Operations, Internet

“Automate anything that 
doesn’t need permissions.” 
- Service Desk Manager, 
Financial Services

“We have to onboard 800 
people and offboard 700 per 
month. ‘Extreme shift left’ 
is done by automation, so 
almost the entire onboarding 
workflow can be done 
automatically past the initial 
onboarding request.” - Senior 
Director of IT Operations, 
Internet.

1

2

3



Automation and Orchestration     23

Some contributors were basically running a standalone service desk, while others had done 
extensive integrations.

“Our service desk software is integrated with Ultipro, NetSuite, AD, Expensify, Tableau, Teams, 
VMWare, and currently working on integrating to Slack” - Senior Director of IT Operations, 
Internet

Common integrations included asset management (e.g. SCCM), CRM (e.g. Saleforce.com), and 
ITOM (various).

Generally speaking, those contributors who had progressed their “shift left” strategy further 
had a greater need for integrations in order to facilitate automations and orchestrations, 
which are discussed in the next section.

6.1  Integration

There is some analysis involved 
in investigating the distribution 
of different issues and the cost 

to resolve them. This work is 
aimed at identifying issues that 

are either extremely common, or 
very time-consuming, or both. 
These are good candidates for 

automation.

In terms of designing automations, 
it was widely reported that the 
tools for doing this are getting 
better, but the time-consuming 
part remains the “pencil and 
paper” work of sitting down with 
stakeholders and designing and 
documenting the process. Once 
the process is well understood it 
becomes easier to automate.

The trend towards Enterprise 
Service Management, as 

well as the need to integrate 
data sources for operations 

management, are leading to 
increasingly sophisticated 

orchestrations.

The VMWare integration 
example mentioned above was 
designed to enable developers 
to request VMWare instances 
from the infrastructure team and 
automatically orchestrate the 
provisioning, record-keeping and 
notification of IP address and 
credentials.

1

2

3

4
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Types of 
Knowledge
The two main use cases for knowledge 
creation in the service desk are:

• For training of 1st level support on issue 
resolution and use of tools

• For customers to access, either via a self-
service portal or by having a knowledge article 
sent to them by a service desk analyst. This is a 
potentially good point of deflection for issues 
that do not require admin rights to resolve.
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Part of maturing the Level 1 support function involves management developing and documenting 
reasonable expectations of what sorts of issues Level 1 should be expected to resolve, on first call.

Once this understanding is in place there is training so that Level 1 has the skills for these 
resolutions. Then there needs to be monitoring of performance to ensure that issues aren’t sent to 
Level 2/3 that should have been resolved at Level 1.

As a general principle, Level 1 analysts should ideally have the skills and training to resolve any issue 
that can be resolved using the permissions available to their role.

Users are unlikely 
to sit through long 
training sessions, 

some users more than 
others.

Depending on whether 
they are logged in they 
may or may not have 

permissions to resolve their 
own issue 

The same is true of empowering customers to self-serve. There 
are challenges, however.

However there is an opportunity, with the appropriate intelligence in the service desk, to serve 
knowledge articles to customers on a just-in-time basis to deflect issues from reaching Level 1.

“Our biggest problem is that agents are ‘wasting’ time doing calls from the customer that can easily 
resolved with a self-service howto guide” - Senior Manager, Product Support and Customer Success, 
Oil & Energy 

01

02
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7.2  Strategies for Knowledge Creation

A significant challenge reported by some organizations was the difficulty in unlocking tribal 
knowledge from 2nd and 3rd Level engineers. The engineers were often reluctant to write 
knowledge articles, or articles of a sufficient quality, feeling that “they had been hired to cut code, 
not to fiddle with fonts”. In some case it was even that they were guarding their knowledge to 
protect their position.

A number of strategies were in use to encourage the generation of knowledge base (KB) 
articles, including:

One challenge is that IT Service Desk Managers and Service Delivery Managers don’t typically 
own these Level 2/3 resources, so it’s vital to build relationship with them and their managers 
in order to secure their buy-in and cooperation with the knowledge management strategy.

Assigning KPIs for Tier 
1, Tier 2, Tier 3 to write 

an article a month, along 
with induction training 

on this requirement and 
the expectations of style, 

format and quality

Specifically around major 
incidents, if Level 1 can’t solve 
it they flag it as needing a KB 
article. Level 2 can’t close the 

ticket until they write a KB 
article that is then available for 

Tier 1

Retain technical writers 
to shadow Level 2/3 

engineers and notate and 
later write up resolutions

Give engineers a semi-
regular rotation through 
various operations roles 

to build relationships and 
communication. This builds 

an understanding of the 
importance of the KB articles 
they produce, and assists in 
identifying opportunities for 

knowledge and utilities to drive 
efficiencies



8
People 
Management
“I spend 60% of my time on 
people development.” 
SVP and Global CIO 
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8.1  Level 1

8.1.1   Transient Workforce

Good people management is essential to service desk performance. Motivated and properly trained 
staff will provide an excellent level of productivity and service. Yet it can be hard to reach these 
levels in the face of limited budget, staff attrition and increased demand.

This section examines the people management issues that were discussed by contributors.

Level 1 proved to be problematic area for some contributors, and satisfactory for others.

Several challenges inherent in the Level 1 environment are discussed in the following sections.

Level 1 service desk analyst is usually an entry level position, and 
compared to their 2nd and 3rd Level peers they are usually less qualified 

peers, and their compensation is correspondingly poorer.

It can also be quite transient work, with analysts jumping sideways to 
other jobs. For some it’s an way into the IT workforce and they are looking 

for enough experience to secure a higher-paid role. Others are may still be 
studying and only available part time.

Some reported a low level of commitment to their workplace and a 
“revolving door” between different companies in the same geographical 

location.

Many reported significant turnover in the Level 1 analyst role.

“Attrition is a major issue, I was shocked by the reports from HR” - IT Service Center 
Supervisor, Retail

“Last year we turned over 2/3 of our service desk agents” - CIO, Education

This situation is exacerbated by repetitive tasks and lack of career development, discussed 
in the following sections.

1

2

3

4
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8.1.2   Repetitive Tasks

The repetitive nature of many support tasks contributes to motivation problems as the work can 
get very repetitive and tiring, particularly for organizations that are early in their automation and 
orchestration journey.

“60-70% of our incoming interactions are repetitive things like password resets, adding access to 
directory, permissions groups, Citrix admin, and a few others.” - IT Service Desk Manager, Medical 
Practice

“Most people on service desk say they hate taking phone calls, and people get burned out from 
doing the same tickets” - Senior Director of IT Operations, Internet

One interviewee reported success in negotiating password expiration period from 90 
days to 180 days, which considerably lowered the volume, but even this required some 

negotiation with the CISO.

All contributors reported a large volume of repetitive tasks, but 
one which came up frequently was password resets.

While it is possible to shift password resets left by making them 
self-service, there is some concern from CEOs, CIOs and CSO/

CISO execs about doing this. For those that have done it, many are 
reporting that customers are still calling the service desk rather than 

doing it themselves.

It was not unusual for password resets to comprise up to 40% of IT service 
desk requests. One reported a daily average of 140 resets. With an average 
call handling time of 5 mins (allowing time to open and close the ticket), this 

translated to ~12hrs per day of password reset work. In fact some had staff 
completely dedicated to resolving password requests.

1
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4

“We’re rolling out Windows Hello to use PINs, facial recognition, fingerprint, that’s the future.  We 
stopped all laptop orders, and now all laptops coming in have to have an infared camera for facial 
recognition.” – Executive Director, Financial Services
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8.1.3   Lack of Career Development

The Level 1 Analyst role is seen by some as a dead-end job. 

“If an employee is on the phones for a year and sees no growth, goodbye!” - IT Service Center 
Supervisor, Retail

Unmotivated staff will not buy into their work or take advantage of self-learning opportunities.

They also tend to have a resistance to change. This makes change initiatives, if forced on the staff, 
underperform against targets.

Underperformance is commonly either a skills issue or a motivation issue.

“Skills we can address with training, motivation is harder.” - IT Service Center Supervisor, Retail

The repetitive nature of many tasks, discussed above, also contributes to boredom and lack of 
motivation.

The next sections discuss the implications of these challenges and some strategies to address them.

8.1.4   Implications

Not all service desk environments experienced the challenges described above, but for those that 
did, the implications for service desk performance could be serious.

Lack of productivity can arise from at least three dynamics:

1Turnover of staff means 
that the service desk 

is often staffed with 
inexperienced analysts. There 

is a ramp up time required 
before they are able to work 
unsupervised, and during this 

ramp up time these resources are an 
unproductive overhead.

Even once these analysts have 
ramped up, they are still less 

productive than more experienced 
personnel

A lack of motivation among 
the Level 1 team leads to 

lowered productivity.

2

3

Inevitably staff turnover leads to a perpetual focus on recruitment, which is distracting.
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The flip side of lack of productivity is the higher cost per ticket. 

This overall higher cost of the service desk means that there are less funds available for automation 
and knowledge initiatives that might address these issues.

The other result of these challenges is a lack of quality. This can be reflected in sending wrong 
solution documentation to customers, or incorrect categorization and routing of tickets. Less 
experienced staff are also able to resolve fewer tickets at the first level. This increases the volume 
hitting Levels 2 and 3, which impacts on their productivity in their primary role.

Incorrect categorization and routing of tickets also leads to data quality issues, which limits 
management’s ability to identify opportunities for continuous improvement.

These issues impact on the customer in the following ways:

1

2

Increase in call handling 
time means that call wait 

time is generally longer 3

4

All these issues reduce customers’ 
satisfaction, reflected usually in 
CSAT or NPS.

While some organizations were 
reportedly doing a very good 
job managing the service desk 
at Level 1, this was the exception 
not the rule. Several reported that 
they “were not doing a very good 
job”.

Incorrect routing and even 
just escalation to Level 2 
and Level 3 increases call 

handle time.

Customers can be given 
incorrect or inappropriate 

information by inexperienced 
support analysts

Lack of productivity meant that 
calls take longer to resolve, even if 

resolved at Level 1
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8.1.5   Staff Retention Strategies

In the face of these negative consequences of Level 1 staff demotivation and ultimately turnover, 
leading organizations were adopting different staff retention strategies.

Compensation
A simple solution which eliminated some of the 
sideways movement between organizations 
was to pay more than the industry average. 
This acknowledges that saving money on staff 
salaries can be a “false economy” if this led to 
higher turnover, with all the costs that go with it.

Career Development
“Service desks are tricky. Companies in mature 
environments have a career path for Tier 1.” - 
Vice President of Global Operations, Information 
Technology and Services

Given that Level 1 analyst position can be 
seen as a dead-end job, the contributors who 
were having the most success at building and 
retaining a high-performing Level 1 team were 
those  who deliberately create a structured 
career pathway from Tier 1 to Tier 2 and Tier 3.

There are benefits to internally promoting Level 
1 analysts:

“I always like promoting Level 1 techs into 
infrastructure because they may not have 
the most specialised knowledge but they do 
understand the topography of the systems, and 
the company, and have relationships across 
different infrastructure and dev teams. This 
is one of the reasons we use the service desk 
pipeline as entry level.” – Senior Director of IT 
Operations, Internet

“If we have promoted people out of Tier 1, 
we can then point that out to new staff as 
an example of the career development that 
is possible. This beats general statements 
that career development is available.” -  Vice 
President Of Global Operations, Information 
Technology and Services

Training and Certification
“If people see their manager cares about 
them through development activities, they 
are going to stick around.” - IT Service 
Center Supervisor, Retail

Training and certification is an integral 
part of the career development strategies 
discussed above.

The often-predictable fluctuations in load on 
the service desk means that there are times 
of day which are ideal for Level 1 analysts to 
do training and certifications.

Ramping up to basic Level 1 competency is 
the first goal, but beyond that there is an 
opportunity to increase agents’ value-add 
beyond that.

“The key is switching the way you look at 
the desk, and the challenge is to understand 
that the next desk is Enterprise Service 
Management with highly skilled/paid people 
on the desk. Our people are SNOW certified, 
AWS certified, Salesforce certified, and we 
get 95% FCR. We have 20 first tier agents 
and have only lost one in the last five years.” 
– Global Head of Service Delivery/Desk, 
Online Media

It was common among contributors to have 
a goal of shifting a high proportion of Level 
1 tickets to self-service (Level 0), freeing 
up Level 1 analysts to train and get more 
experience in specialized areas.
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Management Style
A key determinant of workplace culture for the 
service desk is management style. 

“Transparency is very important. Metrics about 
how staff are doing is available to everyone. 
The soft stuff is really important too. Don’t 
underestimate the importance of one on 
one coaching, not necessarily only about 
performance but also just mentoring. If they feel 
like they’re stagnant in one area, help structure 
other duties that extend them.” – Global Head of 
Service Delivery/Desk, Online Media

Making Life Easier
In general terms, it was widely acknowledged 
that it is important to try and make life easy 
for the service desk staff, to aid with employee 
morale, engagement, productivity and retention. 

Specific ways of doing this varied across the 
board, but efforts at automation were common.

“We’re very concerned about employee mental 
health in the COVID era. When we surveyed 
employees, which we do twice a year, the 
number one issue was work life balance. We 
want to do anything to make life easier for 
them.” - Senior Director of IT Operations, Online 
Marketplace

This could be as simple 
as having focus groups to 

systematically address service 
requests and incidents that 
are most prevalent or most 

problematic. One interviewee 
reported that this was their main 

method of continuous service 
improvement.

1

Involvement in Internal Projects

Another way of making work 
more stimulating for Level 1 
analysts is to involve them in 

internal projects where they can 
interact with and be mentored by 
more experienced and qualified 

support team members, engineers 
and developers. They also get 

exposure to more technologies.

2
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8.2  Tier 2 and 3

Beyond knowledge articles, there is an important role for Level 2 and 3 staff 
to assist the service desk with continuous service improvement processes. 

This requires the allocation of specific time for SMEs to deep dive into what 
is really needed by the service desk, and then allocating time for meetings 
to analyze problem management data. The role also includes identifying 

any automation opportunities and designing tools and workflows to 

streamline these use cases. 

2

Level 2 and 3 are constrained resources, and generally have “day jobs” away from service desk 
responsibilities.

These other 
responsibilities are 

typically project work that 
contributes to organizational 

outcomes, so if their 
productivity is impacted by 

service desk demands this, in turn, 
impacts on the organization. 

3

4

5

A challenge felt across the 
interviewee community was how 
to liberate “tribal knowledge” and 

put it in the hands of Level 1 analysts, 
even how to liberate knowledge from 

more experienced Level 1 people and do 
knowledge transfer to new hires.

It was reported that many 
Level 2 ad Level 3 staff were 

reticent to share their knowledge 
with their Level 1 peers. This 

may be just general reluctance 
to author knowledge articles, but 

some reported that some more skilled 
resources jealously guard their expert 

knowledge and their higher-level access 
to systems.

For the contributors that just ran the Level 1 service desk, there was a 
challenge in that the service desk leader did not “own” these Level 2 and 
3 resources and could not directly task them with knowledge creation. 
Securing their managers’ commitment to authoring knowledge articles 

required some higher-level approvals and some diplomacy.

1

6

7
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8.3  Training

8.3.1   Types of Training

Typically training in the service desk context 
is targeted at two different groups:

• Customers who the service desk managers 
wants to empower to self-serve

• Service desk analysts who need to resolve 
as many issues as quickly as possible 
without escalation.

Two important formats of training are:

• Just-in-time training such as how-to 
guides, which are ideally served up to the 
customer or analyst at the time when an 
issue arises. This has the advantage that 
the training can immediately applied, and 
the analyst does not have to take time 
out of their duties in order to train on 
material they may not retain.

• More global material covering topics like 
policies, cybersecurity awareness, user 
guides and systems administration.

“In this fast-paced digital world employees are 
time poor and there is information overload. 
The training material needs to be embedded in 
the platform, intuitive and dynamic.  Traditional 
documented methods and formats are not 
sustainable nor useful.” – General Manager 
Operations, Government

Creation of training materials is being 
achieved by several means. A few 
contributors reported using digital adoption 
platforms to turn static documentation into 
interactive, piece-by-piece training. This 
can be applied to system manuals, and the 
resulting training materials can be used as 
on-demand how-to articles and videos. 

One interviewee described 
this transformation from 
manuals to how-to guides as 
their highest priority. 

Other sources of training included 
artefacts created by Level 2 and 
Level 3 technicians, which might be 
text documents or video training. 

A third source was vendor training, 
which could be hosted locally or used as 
referenced externally.

1

2

3
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8.3.1   Challenges Around Training

There were numerous challenges reported 
around training.

For Level 1 agents, there was a keen 
awareness of the amount of time required to 
become adequately trained and experienced 
to work independently. During the “ramp 
up” time, agents had a higher call handling 
time and often had to work alongside more 
experienced agents, whose productivity 
was then reduced. Not only that, but 
inexperienced or poorly trained agents tend 
to not to be able to resolve as many tickets 
at first contact as their more experienced 
and better trained peers, and so will escalate 
tickets to more expensive Level 2 and Level 3 
resources.

Another issue that was highlighted was 
knowledge gaps in teams. This could be 
expressed as a lack of “minimum viable skills” 
for Level 1, but once basic competency was 
reached there were still opportunities to 
further upskill to reduce first call resolution.

“We can’t expect everyone to be an expert 
in every app, but they do need expertise in 
the tools they use. The challenge is how to 
increase agents’ value-add once they reach 
competency.” - IT Service Desk Manager, 
Software

“We have regular brown bag lunches to 
present information to Tier 1.” - ITSM Tool 
Administrator, Airlines/Aviation

“We really want virtual reality training around 
tasks like manipulate drawers on a printer, 
or taking a laptop apart.” - Vice President Of 
Global Operations, Information Technology and 
Services

2

3

Most contributors reported 
that it is an ongoing project 
to get consistency, quality 
and adequate coverage of 
knowledge articles and training 
materials.

Even if the training materials had 
all been created and exposed to 
the customer and analysts, the 
challenge remained of ensuring that 
the most appropriate article was 
identified and surfaced at the time 
of raising the support issue.

Some example initiatives for customer-
facing training were running monthly 
cybersecurity training consisting of a 
15-minute video plus a quiz, and weekly 
webinars run in several time zones by 
power users.

1
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At its best, service desk culture is facilitated by open communication between different Levels.

“We have started doing weekly sessions between embedded QA reps, service delivery reps and 
service desk analysts to understand what dev releases are coming up, what issues are coming up, 
and how to best resolve them.” - Manager, DevOps and Service Delivery, Hospital & Health Care

8.4  Culture Change

Since many service processes cross Level 1/2/3 boundaries, 
problems are solved in teams.

Several contributors reported 
rotating developers end engineers 
through operational roles. This had 

the benefit of building understanding 
of the challenges facing different parts 

of the team, but also an appreciation 
of how knowledge is used in those 

teams, and can be leveraged to reduce 
the number of escalations that require 

involvement from Level 2/3.

There was a comment that Level 2/3 
can feel resentful about being sent 

tickets from Level 1 that they feel should 
be able to be resolved by Level 1. This 

presents an opportunity to engage Level 
2/3 in analyzing the scope of such tickets, 

and being involved in the design of training 
and professional development to upskill Level 

1 so that they can resolve these issues at Level 1, 
and so Level 2/3 do not see these tickets. 

2

3
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9
Support 
Channels
There was a range of strategies 
in terms of the channels through 
which customers could reach the 
service desk.  
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“The problem is usually not the technology but 
customer awareness in terms of how it works, 
where to go, and accessing the right training.” - 
Senior VP and Global CIO, Oil & Energy

Organizations are responding by making the 
customer interface more friendly through 
offering access to the service desk via channels 
that the customers are already using for 
collaboration.

“Multiple support channels are essential for 
many organizations with a wide demographic of 
users as it comes down to user preference for 
the most appropriate channel that suites their 
needs, but you need to be very cautious using 
external collaboration tools given data privacy, 
sovereignty requirements and cyber security 
risks.” – General Manager, Government

Examples include:

• Facebook
• Slack
• Teams
• WhatsApp
• Twitter
• Wechat

This section describes these channels and their 
characteristics.

While some contributors are using 
traditional support channels such 
as phone and email, others are 
diversifying their customers’ options 
for accessing the support desk.

There has been a wave of 
investment in the self-service 
portal, however challenges around 
customer adoption remain.
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“Most people on service desk say they hate taking phone calls, people get burned out from doing 
the same tickets.” - Senior Director of IT Operations, Internet

“My biggest problem is that agents are wasting time doing calls from customer that can easily 
resolved with self-service Howto guides.” - Senior Manager, Product Support and Customer Success, 
Oil & Energy

The real-time nature of the telephone channel means that it is also the most sensitive to load on 
the service desk. High call volume leads to longer wait times, which in turn leads to higher rates of 
abandonment and lower CSAT/NPS.

Overall, there was a desire, and may initiatives, to drive telephone contacts to channels such as self-
service, email, and collaboration tools.

9.1  Telephone
It was reported by several contributors that telephone was the channel of first resort of older 
generation customers and the channel of last resort for younger generations.

There was frustration with answering 
calls from customers who don’t want 
to access self-service options, and 
“don’t want to think for themselves”.

However, many contributors reported 
that the telephone channel was the 
most expensive, and the least favored by 
support analysts and managers alike.
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Email has been a standard support channel for many years, and several contributors reported that 
some parts of the business are still using email without service desk software at the back end. An 
example is HR workflows where customers will email requests for data like leave balances, and the 
service rep will look this up in the HR management database and manually email the customer back.

9.2  Email

“75% of our inbound interactions are still by 
email. We want to get to below 50% in next 6 
months” - IT Service Desk Manager, Software

One organization went so far as to turn off email 
support altogether, see the “Chatbot” section 
below.

A further challenge is that since email is not forms-
based, the support analyst often doesn’t get the 

required information to resolve the ticket. This leads to 
the requirement for one or more round of clarification or 

information-gathering over email before the analyst is in a 
position to progress the issue.

Generally speaking this is better in the IT area, but there is still 
often a “swivel chair” phenomenon where a Level 1 analyst will 

read an email, copy the relevant text, then switch over to the 
service desk software where they raise a ticket, enter the 

customer’s details, and paste the email text into the new 
ticket. They then work towards resolution of the ticket in                  

the service desk software but have to return 
to email to reply to the customer.

There is generally a desire to reduce email 
traffic and shift left to self-service. 

“From a service provider perspective email is the 
worst channel as it is unstructured and prone 
to data quality issues.  It needs to exist but user 
incentives via multiple different channels have to 
be available.  i.e. Faster turnaround for telephone, 
chat or self service portal.” – General Manager 
Operations, Government 
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9.3  Self-Service Portal

“When the service desk is responsive and quick, 
people don’t look at the FAQs. Also, customers 
can’t access admin tools, so FAQs only have a 
limited usefulness. The portal is complete waste 
of time for customers, but good resources 
for training & onboarding new service desk 
people” - Executive Vice President Business 
Development, Supermarkets

There were various “carrot vs stick” approaches 
to driving adoptions.

There was a diversity of views on the 
self-service portal.

Some were early in their 
journey of setting up a portal 

and ensuring the necessary 
knowledge articles were in 

being created.

Others had created their 
self-service portal but 
were dissatisfied with the 
extent to which it was 
being used by customers. 
There were several 
challenges mentioned, but 
they all converged on the 
theme that self-service 
had to be made easier 
than other channels.

“To drive portal adoption, we need to build a 
place that people want to come to. If you are 
taking a channel away, need to replace it with 
something as good or better.” - IT Service Desk 
Manager, Software

Key to delivering a good experience is the way 
in which the portal helps customers navigate 
to their service request. If there is a static 
navigation tree, it is important that this tree 
is intuitive and that it is obvious to customers 
how to get what they need. On the other hand, 
if a free text interface is supported, knowledge 
articles must have the appropriate name, 
categorization, tagging and other metadata to 
support their accessibility to the customer.

“Customer training is important, but we also 
need to convince customers that the new 
process will take less time and will involve less 
complexity. That they will get a direct answer, 
quicker, and with better UX.” - ITSM Tools 
Administrator, Airlines/Aviation

Even with efforts to make the portal as user-
friendly as possible, some reported taking a 
more policy-driven approach.

“We’re trying to get customers to open their 
own ticket through the portal, but it’s going to 
take some time and we’re going to need support 
from higher management to enforce policies and 
procedures.” - Manager, IT Service Delivery and 
Operations, Logistics and Supply Chain

Finally, there were a couple of examples where 
organizations had created self-service portals 
and were successful in putting programs in 
place that led to significant deflection of issues 
from Level 1 onto Level 0 (self-serve). These 
typically involved the use of chatbots (see 
subsequent section) to help customers navigate 
to the appropriate service requests, and surface 
contextually appropriate knowledge articles.
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9.4  Social Channels and Collaboration Tools
Particularly after the remote-working revolution 
of COVID-19, customers are increasingly needing 
access to collaboration tools.

This presents an opportunity to have a presence there, to 
“be where the customers are”, so as to engage them in those 
channels and achieve maximum deflection.

This presents some challenges.

If the channel is back ended by a chatbot, there 
are certain requirements for the chatbot to be 
effective at deflecting customer interactions 

and providing a good experience so they 
return to that channel (see next section).

If dealing with a 
human, the experience 
for the customer may be 

better than, for example, 
the portal, but unless the 

social or chat channel is 
tightly integrated with the 

service desk software this can 
cause its own problems in terms 

of data quality and consistency for 
the service desk.

In particular, for service desk processes and 
data collection to operation properly there 

is a need to open a ticket at the back end 
of each chat session. Unfortunately, the “path 

of least resistance” for service desk agents is 
to either not open a ticket, or incompletely or 

improperly populate the fields. This leads to issues 
(and time) not being correctly logged, context and 

information not being present in the ticket record, 
and sometimes incorrect categorization of tickets and 

their correct resolution.

1
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“It’s all about self-service. Millenials and 
centennials are digital natives, they live on their 
phones and we need to come up with best 
way to support these people. They are usually 
anxious to get information straight away, and are 
used to the responsiveness of chat tools.” - SVP 
and Global CIO, Oil & Energy
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9.5  Chatbot
There is wide agreement on the potential of 
chatbots to streamline communications with 
the service desk and reduce cost through call 
deflection.

“Not having a chatbot these days is doing 
clients a disservice.” - CIO, Education

There are two basic approaches to chatbot 
interface:

Presenting a decision tree, where customers 
are guided into answering a series of 
questions to narrow down the scope of their 
request.

Using free text search 
and natural language 
understanding. With this 
approach the chatbot 
has to be smart enough, 
and the AI well trained 
enough, to accurately 
identify the customer’s 
intent.

In either case the chatbot also needs to 
be backed by an appropriate richness of 
knowledge articles and must be able to 
reliably match a customer question with the 
appropriate article or catalog item.

Experience with chatbots is mixed.

“We found that the bot was not a good 
experience for the customer. It was confusing 
that they to jump between two platforms. 
Also in terms of setup, tailoring the responses 
took more manual input than what we thought 
was necessary up front.” - IT Service Manager, 
Software

“I have had many different experiences with chat 
bots during COVID-19 and it is clear that many 
organizations are approaching this channel in 
different ways.   The key characteristics of a 
good chatbot are: minimize narrowing questions, 
allow free format text in the interaction,  quickly 
switch to a human agent if the chatbot does 
not recognize the issue and the chat needs to 
be in real time.” – General Manager Operations, 
Government

Other organizations were more successful. One 
organization was taking 25% of their interactions 
by phone and 75% via the portal. Of those that 
came via the portal, two thirds were able to be 
resolved by the embedded chatbot without 
raising a ticket.

In terms of driving adoption of the chatbot-
embedded portal,

“We attribute much of the success of the 
program to a targeted, creative communications 
program about the portal, which began weeks 
prior to its launch and continues today. People 
are encouraged to ask the chatbot for help prior 
to contacting the Service Centre. The key is, 
when went live with the portal 3 years ago with 
chat, we actually removed email as a channel. 
We did a big marketing campaign over several 
months, and now we just have phone and the 
portal, with the embedded chatbot.” - Global 
Head of Service Delivery/Desk, Online Media.



10
Data 
Quality
“Data is the new platinum, 
the keys to the kingdom. 
Everything strategic is about 
data.” - CIO, Education
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“We talk about not just people, process and tools, but rather people, process, data and tools. Data is 
the secret sauce, the only competitive advantage.” – SVP and Global CIO, Oil & Energy

While the quotations above were more CIO-level insights into the importance of data, it was 
certainly observed by most contributors that high-quality service desk data is essential for running 
and improving the service desk function.

The need for data-driven decision making plays out in several areas of service desk function, 
described below.

From a practical perspective, contributors noted 
several typical deficiencies in ticket data.

Firstly, some channels were prone to “out of 
band” fulfilment, i.e. analysts can respond and 
resolve interactions without the need to open a 
ticket, and so they often do. Service portal and, 
in some cases, properly integrated telephony 
both automatically opened tickets so there was 
no leakage. 

Other channels such as email and chat allowed 
the analyst to bypass the service desk.

Secondly, analysts are incentivized for reducing 
call handle time but and not incentivized to 
make verbose notes on analysis and resolution of 
tickets.

Finally, analysts with less experience or 
incomplete training may categorize, prioritize 
and route tickets incorrectly.

The results of these problems in data quality are 
several.

Tickets resolved “out of band” do not show 
up in service desk stats, which can distort the 
analysis of which tickets are most common, and 
underestimate service desk productivity.

Poor ticket classification and resolution data 

10.1  Request & Incident Data
causes two problems. Firstly, it undermines 
analysis of service desk data. Secondly, if the 
organization wants to use AI to resolve tickets, 
they find that the poor data quality makes the 
training of the AI much more difficult.

“My biggest problem is the inability to mine data, 
and to better characterize and identify common 
ticket types.” - Executive Director, Financial 
Services

“Our goals in the next six months are to have 
more tickets assigned and prioritized correctly. 
This is less so about performance reasons for 
service desk staff but more about improving 
service levels. We would like to be able to set 
goals for response time to improve by 1 hour 
per ticket, for example, but metrics are tough 
to define if you don’t have baseline data.” - CIO, 
Education

Poor routing, combined with lack of information 
in the ticket, frustrates Level 2/3 analysts 
because they have to do rework on the ticket, 
and in many cases the result of that rework is to 
have to reassign the ticket anyway.
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To some extent these issues are symptomatic of a tradeoff between performance and quality that 
needs to be consciously made at a management or executive level, and incentives aligned with the 
desired balance. 

Specifically, if there is a strategic interest in having good quality data then KPIs that are too skewed 
towards call handle time (rather than also monitoring and incentivizing ticket data quality) will not 
incentivize and support that objective. 

10.2   Customer Data Entry

Several contributors reported that they were 
getting tickets through from customers without 
sufficient information. It is not uncommon for 

tickets to say things like “The system is not 
working”.

There is a perception 
that some customers, 

generally older 
generations or unskilled 
workers, do not want to 
take responsibility for 

helping the service desk 
to resolve the issues, 

but rather just want to 
have everything done for 

them.

This carries over to reluctance 
to use the portal and 

knowledge base articles, but 
instead to just call the service 

desk.

This was cited as a source 
of frustration for more 

than a few contributors; 
those that are doing better 

on this issue tend to be 
organizations with younger 
customers, and customers 

who had received and 
engaged with training 

about how to access the 
service desk.

1
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10.3.     Asset Management Data

“Asset management is a priority for us. Rightly 
or wrongly, there’s a perception that we don’t 
know where stuff is.” - CIO, Education

Asset management is a source of frustration for 
many contributors.

The challenge is essentially to get customers 
to enter appropriate asset management 
information into the CMDB at the time of 
deploying, moving or changing of assets.

“Our distributors don’t feel compelled to fill in 
warranty information. Then customers call us for 
support but the warranty information is blank at 

Operators want to do data-driven asset management. Example use cases include:

worst, at best partial. Then we don’t know when 
the warranty started, and is it still viable. Then 
we have to provide service even if the item is 
technically out of warranty, out of courtesy, and 
because the customer is always right. This costs 
us money.” - Senior Manager, Product Support 
and Customer Success, Oil & Energy

Generally speaking, sometimes poor asset data 
is a result of deficient procedures around asset 
management, insufficient training of customers 
on recordkeeping systems and procedures, or 
just lack of incentives for following procedure.

Timely software upgrades
Purchasing warranty 
extensions for some 

devices

Decommissioning devices that 
are end of life

Analyzing problem management 
problem management data to see how 

type of equipment, asset age, patch 
level and warranty status contribute to 

the volume of support cases

Planning procurement of 
replacement equipment, in terms 
of budget and logistics

Keeping track of software 
license keys

1

2

3

4

5

6

It is not uncommon to have full-time resources allocated to asset management, particularly stock 
take and audit functions.

Inconsistent, deficient and incorrect asset data can lead to poor customer service outcomes, 
significant expense for the organizations, and sometimes brand damage and lack of trust from 
customers.

“We were presenting to clients when a big popup came on the screen advertising that the antivirus 
subscription had expired. Not a good way to build trust in our services.” - ITSM Tools Administrator, 
Transportation
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The following service desk management tools 
were in use by participants in this study:

• ManageEngine
• Salesforce
• Trackit
• Jira
• Astea
• Service Now

• Cherwell
• Remedyforce
• Zendesk
• MS Access
• Freshservice

• HP Service Manager
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Not surprisingly, requirements differed between contributors. 

Many reported that they don’t need anything as robust as top-level tools, and that high-end 
platforms can be overkill at lower levels of maturity.

“We really only need basic ITIL blocking and tackling.“ - CIO, Education

In particular, some contributors reported having no appetite for enterprise service desk 
integration, and judged that for them, classic ITSM tools with generic out-of-the-box 
workflows offer better value for money.

For others, platform capability is a must. 

“The tools that got us here are not the tools that will get us where we need to go.” - Service 
Desk Manager, Software

One service desk manager who had recently gone to market expressed that in his opinion 
service management tools can be divided into two categories:

More simplified SME tools, 
where the website has a 
free trial, just pick a plan

Enterprise-grade 
tools, very flexible 
and customizable, 
very expensive

1 2
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Conclusion

Trends in Digital Transformation, 
service desk consolidation and 
enterprise service management are 
combining to increase the complexity 
and the load on the modern service 
desk.
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Unfortunately, resources are not usually scaling 
to meet this extra demand and service desk 
operators are being asked to “do more with 
less”.

Operators are grappling with significant 
challenges around knowledge management and 
data quality.

To make matters worse, service desk operators 
often face high turnover for Level 1 analysts, 
with associated productivity losses relating to 
ramping time and lower skill levels. 

This makes it harder to allocate resources to 
the continuous service improvement processes 
required to improve the efficiency of the service 
desk and further free up resources.

The strategic response to these pressures is 
to attempt to “shift left”, i.e. to shift work from 
more expensive resources to less expensive.

This is achieved by process improvements, 
automation and orchestration, better knowledge 
management, and shifting to more efficient 
channels.

It is also achieved by putting knowledge in 
the hands of customer and Level 1 analysts so 
that as far as possible the place of problem 
resolution shifts left from Level 2/3 to Level 1, 
and from Level 1 to the customer. This requires 
strategies for knowledge creation, but also tools 
that can surface knowledge when it is needed.

Better knowledge management, ongoing 
training and career development all help to 
retain Level 1 staff which, at their best, form a 
stable, highly-functioning and productive team 
that is able to resolve a large proportion of 
tickets quickly and at first contact.

Underpinning all the service desk processes 
is a tool whose fit will depend on required 
configurability, ability to support enterprise 
service management workflows, ease of 
deployment and use, and fit with budget 
constraints. 

Developing service desk capability and maturity 
is an ongoing process that requires care, time 
and resources. We hope this report functions as 
a resource for service management professionals 
in that program of work.
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Contributors
The author would like to acknowledge 
and thank the following IT professionals 
who contributed their knowledge and 
experience to this report.
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Position Sector

SVP and Global CIO

IT Operations Manager

CIO

IT Service Delivery and Operations Manager

IT Service Centre Supervisor

CIO

Executive Vice President Business Development

Senior Director of IT Operations

Executive Director

Senior Manager, Services Support

Global Head of Service Delivery/Desk

IT Services Manager

Head of Assurance and Service Management

IT Service Desk Manager

Director Product Operations

Manager, DevOps and Service Delivery

Service Desk Analyst

Vice President Of Global Operations

IT Service Desk Manager

ITSM Tool Administrator

Senior Manager, Product Support and Customer Success

IT Support Specialist

ICT Service Agent

General Manager Operations

Oil & Energy

Public Safety

Hospital & Health Care

Logistics and Supply Chain

Retail

Education

Supermarkets

Internet

Financial Services

Computer Software

Online Media

Broadcast Media

Telecommunications

Medical Practice

Entertainment

Hospital & Health Care

Food Production

Information Technology and Services

Computer Software

Airlines/Aviation

Oil & Energy

Consumer Goods

Hospital & Health Care

Government

Appendix B: About Servicely

Servicely’s mission is to enable service management organizations to achieve massive efficiencies in 
the service desk and related workflows. We do this by creating operational service desk capability 
through the combination of AI technologies with consulting services to accelerate and quality-
assure deployment, training and ongoing continuous service improvement. 

With this “capability approach” we help our customers improve user experience, increase 
productivity, visibility and transparency, and address and resolve contemporary service 
management issues, including many of those discussed in this report.



For more information please visit 

www.servicely.ai

www.servicely.ai

