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Let’s start with the fundamentals for a successful service desk strategy, it's simple
really and has 3 steps:

o An awareness of the organisational goals and objective
e An IT strategy which underpins these goals and objectives

e A service desk strategy which aligns with the IT strategy

With this approach, you should be able to show how every objective you have for
your service desk underpins your organisation's goals, either directly or indirectly,
and that is the key to success.

Simple, yes? That's the key; a good strategy simply shows how a service desk will
be successful today, tomorrow and in the future.

Now let’s look at the benefits of a good
service desk strategy:

It sets a purpose and direction for your team.

That purpose and direction moves away from a “break
fix” mentality.

It shows all stakeholders that the service desk
understands how critical it is to their success, has a
plan to achieve its goals and enable the IT strategy.

It helps service desk staff understand key decisions
that are being made.

It shows a clear path to strategic achievement and
identifies the roles and responsibilities along that path.




What should go into a great

service desk strategy?

Each strategy has to absorb its own characteristics that meet the type
of service desk and provider you are, your culture and even your
maturity. However, for me, | like any service desk strategy to answer
the following questions:

e Who we are and who do we support?

» How are we structured? (operating model)

e What services do we provide?

e What processes do we own or interact with?

o A strengths, weaknesses, opportunities and threats (SWOT) analysis

¢ What is the service desk vision and mission? How are these supported
by critical success factors (CSFs) and how are these CSFs validated by
related key performance indicators (KPIs)?

¢ What are the values the service desk work to uphold?

e What is the high level (organisational) strategy?

¢ What s the IT service provider strategy and how is this supporting the
high level one?

o What are the service desk strategic objectives and how are these
aligned with those of the IT service provider?

e What is the execution plan for each of the service desk’s strategic
objectives?

e How will the service desk strategy be reviewed, tracked and measured?

e What is the plan for stakeholder engagement?

e What are the risks the service desk are facing that could impact
strategic success and how are these being mitigated?

¢ What assumptions are being made regarding the strategic journey?

e What are the service desk’s current challenges and proposed solutions?



What makes a poor strategy?

In My experience a poor strategy has the following attributes:

It stands in isolation and
does not link to or provide
business objectives.

It is not treated like a
“living” document but
created and filed.

Key stakeholders are not
identified and involved in
the creation or iteration of
the strategy.

It's not published.

It's assumed strategic alignment
is set, these need to be reviewed
regularly with stakeholders to
ensure everyone is still moving in
the same direction. *

©
4
6
8

It only shows an end state
(the objective) and not
how to get there.

It's not communicated to
or understood by the
service desk team, (the
people you need to
achieve success!)

Risks are not identified
or understood.

Measurements of success
are not defined.

*A scenario | often use is that if you set a strategy in 2019 and did not review
it in 2020 following the impact of Covid, it is unlikely to still be fit for purpose.



Some of the recurring questions |
get asked about setting a service
desk strategy are:

What if there are no organisations

objectives or an IT strategy?

While the situation may not be perfect, it's crucial not to let this hinder your grasp
of the business's direction and its goals. Developing strategic objectives for the
service desk can initiate a positive feedback loop, inspiring the broader service
provider to establish its strategy. This could be viewed as an opportunity for the
service desk to demonstrate its value and lead by example.

What's the difference between
Operational, Tactical and Strategic?

There’s no “empirical” values to set to this but for me, its:
e Operational is today and this month
e Tactical is this quarter and next quarter
e Strategic is this year and next

What is the period of time | should set

my service desk strategy for?

Ideally you service desk strategy should align with the timelines of the
organisation one. However, if this has not been set, | like to set a strategy for
12 to 18 months; beyond that it can be hard to identify where you need to be,
and a strategy should not be down to guess work or overly aspirational.

Can you help us?

Yes! We love strategy! It's probably why one of my favourite
roles | had ever had was “Client Strategy Director” for an ITSM
tool vendor. We would love to work with you on building out
comprehensive and effective strategy for your service desk.

If you want to know more book a meeting with me! @ BOOK NOW




Service Desk Strategy
Implementation

Lastly, | mentioned how maturity can influence (and in fact enhance) a service desk
strategy. So, I've listed below a suggested path with suggested timelines to help
ascertain where you are and help you build a path to success:

Phase 2
(Weeks 3-4)

Phase 1
(Weeks 1-2)

Assessment and understanding Objective setting
Task 1: Perform an audit of current service Task 1: Based on assessment and stakeholder
desk operations, documenting processes, feedback, set clear and measurable
resource allocation, technology in use, objectives for the service desk.

customer satisfaction levels, and KPIs.

Task 2: Schedule and conduct
stakeholder interviews, seeking to
understand their expectations, needs,
complaints, and suggestions about the
service desk.

Phase 4
(Weeks 6-8)
KPI definition Service desk Improvement Plan
Task 1: Define KPIs based on set Task 1: Define KPIs based on set objectives.
objectives. Ensure KPIs are quantifiable Ensure KPIs are quantifiable and directly linked
and directly linked to your goals. to your goals.

Phase 5 Phase 6
(Weeks 9-13) (Sstarting Week 14 and ongoing)

Implementation Review and iteration
Task 1: Begin implementing changes Task 1: Consistently measure progress against
according to the plan. This could involve your KPIs, using tools like dashboards and
tasks such as training staff, updating reports for tracking.

technology, or modifying processes.
Task 2: Conduct a formal review of the

Task 2: Ensure regular communication implemented changes and their impacts every
updates to all stakeholders to maintain quarter. Adjust the strategy as necessary based
transparency and engagement. on these reviews.

Task 3: Continue focusing on outcome-based
actions. Regularly align activities with desired
outcomes, and revise the strategy as required
based on your ongoing measurements and
reviews.



Current service desk Understanding of your
performance metrics current service desk
processes

Consider systems thinking and design
thinking principles (you could even A clear understanding of your current
include these in your strategy service desk processes. This includes
document!). You need data on how your [ERVeIES{IWER{eldalelale lgtoRe Hif-Ig=lalRaVi o =Rl
service desk is currently performing. This EEETe[SEX &Nolale RSUE I ele][olu[o]g!
includes metrics such as response time, processes, and any defined service
resolution time, first contact resolution level agreements (SLAs).

rate, incident and request volume and
backlog, customer satisfaction scores,

and staff workload. Skl"S, expertise, and
training levels of your
Details about the service desk staff

currently used technology I el aRe e R R R )
and training levels of your service desk
staff. This could include technical skills,
communication skills, and understanding
of your organisation and its

Details about the current technology
used by the service desk, such as ITSM
tools, chatbots, self-service portals, and
any other software solutions. Assess their .
. . . products/ services.
functionality, efficiency, and

user-friendliness.

Gathering feedback

Feedback from customers, staff, and other
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improvement, and suggestions.
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Understanding of
your current service
desk budget

Understanding of your current
service desk budget, as well as any
budget constraints or flexibility you
may have for improvements.

Knowledge of the
industry’'s current
standards

Knowledge of the industry's current
standards and best practices can
help benchmark your service desk
and identify areas for improvement.
This could include SDI's global best
practice standard for service desk, ,
ITIL® guidelines, ISO standards, etc.

Aligning service desk with
organisational strategy

Your service desk strategy should align

with your overall organisational
strategy and objectives. Understand
these objectives and consider them
when developing your plan.
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Information about
your competitors

Information about how competitor or
compdrable organisations manage

their service desks can provide valuable
insights. Your service desk strategy

should align with your overall
organisational strategy and objectives.
Understand these objectives and consider
them when developing your plan.

Information about your
customer’s behaviour

Information about your customer’s
behaviour and expectations can help
tailor your service desk to better meet
their needs. This could include preferred
communication channels, peak contact
times, common issues, and general
service expectations.

A list of potential risks
facing your service desk

A comprehensive list of potential risks
facing your service desk, which could
range from technical failures and
security breaches to staff turnover and
budget cuts. Also potentially risk impact
assessment, risk probability assessment
risk mitigation strategies and risk
monitoring plan.



Disaster recovery and
business continuity plan

Disaster recovery and business
continuity plan to ensure that services
can continue in the event of a major

A continual
improvement process

A continual improvement process is vital
for governance and a good continual
improvement register ensures buy in and

incident or disaster. It should include
backup processes and disaster

recovery procedures.
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SERVICE MANAGEMENT
OPTIMISATION ASSESSMENT

Discover how we can help optimise
your business operations and improve

customer satisfaction.

FIND OUT MORE TODAY

alignment to strategic objectives, it
shows people that they have a voice,
they are empowered and how their ideas
and work are contributing to success.

Don’t be scared by strategy, believe it or not,

building one is a fun and rewarding experience. It's
easier than you think and will set you on the right

path and keep you there! Make sure your strategy
is underpinned every day by a comprehensive
service desk operations plan.
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Act now and secure
a brighter future for
your organisation!

Schedule your assessment and
start your transformation today!

Contact: +44 (0) 1689 889100

@ hello@sdi-e.com



