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Dear Members
 
As members and professional
practitioners of our Service
Management community you would
hardly need me to remind you that
these are challenging times. Nor to also
remind you that things may well get
worse before they get better.  One thing
that can be stated with certainty though,
is that we’re all in exactly the same boat.
 
However the news is not all bad for
itSMFA members: far from it.
 
We are working to continue to support
the Service Management community in a
number of ways. For a start we  recently
decided to move all of our ‘Events’ on-
line, to virtual meetings and the first of
these, in VIC, was a success. Other
states, indeed ALL states and territories
will be asked to do the same – this is a
matter of necessity of course, but we’re
finding it is an entirely viable alternative
to our traditional meetings.
 
And our Flagship event, the National
Conference, has been delayed, but will
still be held. This will not be a virtual
event, far from it, and I am looking
forward to greeting you in person as we
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
celebrate our association and the
weathering of this viral storm.
 
Your Forum continues to function and
work as a primary resource of
professional development and informal
learning: these are the things we are
good at as we continue to actively
engage with members, with our
business partners and with our wider
communities.
 
My message to you is to continue your
great work, as best you can in these
constrained circumstances, to continue
to engage, to reach out to your fellow
members and to keep in mind that my
message to you today is on behalf of a
great team which continues to work
hard on your behalf.
 
All the best in these coming weeks and
months. Try to stay well. Look after
yourselves and your loved ones and
look forward to the day when we can
fairly say, that this is all behind us.
That day will come.
.
Bradley Busch
Chair, itSMF Australia.
 
 
 
 
 



Most modern IT service desks aspire to improve across all three of “better,
faster, cheaper.” But what does your service desk need to do to jump from
good to great? There are, of course, many opportunities to improve upon
the IT service desk status quo – it’s therefore critical to understand which
improvement opportunities will deliver the greatest return on your time and
cost investments.
There are also a number of best practices which can be adopted, but
unfortunately, there is not a one-size-fits-all approach. It is still essential
to prioritize your efforts to make the maximum positive impact as early as
possible.
This paper offers ten quick tips to help drive IT service desk improvement
through three high-value IT service management (ITSM) capabilities –
selfservice, knowledge management, and automation and artificial intelligence
(AI). Importantly, it explains how best to avoid the common pitfalls to success.

by Stephen Mannby Stephen Mann
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• Getting the basic ITSM capabilities right – there
are a number of commonly adopted ITSM
capabilities that IT service desks continue to
struggle with.
• Finding the time for improvement – IT staff can
often be too busy “fighting fires” to spend time
preventing them in the first place.
 

 
Address What’s Most Important for
Your Organization
 
 
 In the context of the above-listed points, there
are likely to be many other improvement
opportunities available. Some will be quick wins,
while others will take considerable time and
effort. Some will be costly, while others will not
make a dent in your limited budgets.
• Budget, time and resources are key factors in
deciding which improvement opportunities to
tackle first.
 
But, importantly, it’s the understanding of what’s
most important for your organization. There’s a
need to ensure that whatever you plan to
improve, it is truly aligned with what’s needed at
a business level, rather than simply something
that will improve IT operations and outcomes.
 
 

Avoid Potential Improvement
Conflicts
 
• This might be an odd situation to consider
because surely every positive change in IT is a
positive change for the organization as a whole?
Sadly, it’s not. A simple example is the reduction
in ticket handling costs by taking measures to
shorten the average call handling time. It might
save IT a dollar per ticket, but what if the quality
of service is impacted negatively? The business-
level cost of the affected employees not being
able to work could easily be ten times the
savings.
 
 

Identify the Right Improvement
Opportunities
 
There’s always going to be a wealth of opportunities
to improve your IT service desk, especially when you
consider the number of different perspectives you
can take to identify and agree on improvements.
For example:
 
• Focusing on business needs versus employee needs
(and appreciating the mutual wins)
• Addressing pain points versus realizing
opportunities
• Tackling people, process, or technology issues (or
combinations across all three)
• Improving something that’s already in place versus
adding something new
• Improving a weakness or improving an existing
strength
• Working with an existing ITSM best practice versus
leveraging a new approach
 
 

Understand the Common IT Service
Desk Challenges
 
There are a variety of commonly felt challenges and
available opportunities to improve. For example:
 
• Working with high IT support volumes and
reducing budget – the pressure of more IT services,
and perhaps people, to support and the need to “do
more with less”.
• Service desk tool issues – the current tool hinders
more than it helps. And it probably never delivered
on its promises and the expected return on
investment (ROI).
• Staff recruitment and retention issues – this might
be due to budgetary limitations or the availability of
suitably skilled staff.
• Struggling to quantify what “value” is for your
organization – there’s a need for IT service desk to be
more focused on what’s important to the
organization and the key stakeholders within it.
• Keeping up with changing business needs and
technology landscapes – the business wants quicker
change and innovation. And there’s more
technology to support.
• Meeting increasing employee expectations –
employees are bringing their personal customer
experiences into the workplace.



 

 
 
 
 

 
 
Some other potential conflicts that you’ll need to be
aware of when prioritizing your improvement activity
are:
• Only improving what’s already performing well. It
might be easier to do, but it’s not likely to deliver as
much benefit as tackling a problem boldly with
something new. An example of this is continuing to
improve mature incident management capabilities
while completely ignoring the opportunities to
improve problem management.
 
• Being aware that improving a weakness might also
weaken a strength. The above example can also be
viewed as this – where reducing what’s seen as an
overly-expensive ticket-handling cost potentially
reduces customer satisfaction and/or increases the
level of employee lost productivity.
 
• Being mindful that a balance is needed across
improvements. Try not to focus on one improvement
at the expense of others.
 
The most important factor to consider across all of
these is whether your improvements will make the
greatest difference in terms of being “better, faster,
cheaper” from a business perspective.
 
In addition, when considering self-service, knowledge
management, automation and AI for transforming
your IT service desk, these ITSM capabilities also need
to be viewed in this context. Because while they’re
applicable to many organizations, you’ll need to
ensure that there aren’t other challenges and
opportunities that need to be prioritized ahead of
them.
 
 

Driving IT Service Desk Improvement
Through Self-Service
 
There are many benefits of IT self-service. Self-service
is an extra access and communication

 
channel for IT support and it can enable
improvements across all three of “better, faster,
and cheaper,” such as:
 
• 24x7 support availability
• A better employee experience (and lower
levels of employee lost productivity)
• Quicker issue resolution and service provision
• Lower issue and request handling costs versus
Level 1 support via the IT service desk
in many ways, the power of self-service looks
too good to be true, with so many upsides.
 
However, the benefits of your self-service
capabilities will be significant only if they’re
designed and delivered in a way that
employees want to use them.
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

The improvement might meet the need for faster,
but it doesn’t necessarily meet the need for better.



Common Issues and Root Causes
 
There are a number of common issues experienced by
unsuccessful self-service initiatives. It’s important to
separate what are often the symptoms from the root
causes. For instance, if the issue is that employees
aren’t using the new self-service capability, then it’s a
symptom. The reason(s) for the lack of use might be
that employees:
 
• Don’t know that self-service is there to help
• See no benefit in using self-service over existing
channels, like telephone and email
• Consider self-service difficult to access and use
• Find available knowledge articles to be insufficient
 
Of course, there are additional reasons why self-
service adoption levels are lower than expected.
These might be a mix of symptoms and root causes,
with the need to trace each symptom back
to the root causes.
 
It’s therefore important to dig deeper than these
visible symptoms to understand what’s really
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

causing the lack of self-service adoption for
employees, including any issues where the
selfservice capability is being used. For instance, as
shown in the chart below, employees are less happy,
resolutions are slower, and there’s lower self-service
portal adoption than expected
 
• A lack of automation for incident resolution and
service provision
• Failing to continuously improve the self-service
capabilities
 
There are many known root causes for the
underperformance of IT self-service. These include:
• Focusing on technology implementation not the
capabilities
• Not creating the self-service capability around
employee needs
• Failing to provide sufficient knowledge articles for
self-help (quantity and quality)
• Insufficient investment in organizational change

Source: HappySignals, based on 303k pieces of employee feedback in the previous six months





of AI-based technology use cases, including chatbots
and virtual agents.
 

Common Issues and Root Causes
 
As for self-service, there are a number of common
issues identified with unsuccessful knowledge
management initiatives. Again, it’s important to
identify the underlying root causes, not just the
symptoms.
 
For example, over-focus on knowledge capture might
be due to a number of root causes (and
it can also be a root cause itself). It can happen when IT
staff are measured, and maybe even rewarded for
knowledge capture but not knowledge use. Or, as we
commonly do as human beings, we selectively start
from the easiest to do rather than what offers the
greatest value.
 
Another example is insufficient project resource which
is usually due to not appreciating how much work is
needed to get knowledge management right. This
includes the required investment in organizational
change management.
 
Finally, a lack of knowledge base use can be pinned on
a number of root causes that can be recognized as
poor capability design and execution,  where the
required knowledge articles are non-existent, hard to
find, hard to understand or out of date. These
potentially have their own root causes too.
 
 

Driving IT Service Desk Improvement
Through Knowledge Management
 
The ability to capture, share, and reuse knowledge
has been a corporate ambition for over
two decades in particular that is applicable to ITSM
and IT support. Best practice approaches
have been documented, enabling technologies
designed for many IT organizations; however,
knowledge management continues to be a
suboptimal organizational and operational capability.
The ability to manage and exploit, knowledge offers
IT organizations a wealth of benefits, including:
 
• Better employee experience and business outcomes
• Reduced levels of employee lost productivity
through quicker resolutions
• Reduced operational costs, due to less duplication
of effort and more innovation
• Maximized use of people resources and their
knowledge
• Minimized impact of knowledge lost when
employees leave and quicker new employee
onboarding
• Greater consistency in operations and outcomes
• Increased employee morale and motivation
 
The impact of these benefits will increase with
additional use cases for knowledge management
in IT support; initially in helping service desk analysts
to extend their personal capabilities and
knowledge through service desk knowledge bases.
Then in supporting employees via IT selfservice and
self-help facilities. And now, as the basis for a variety
 
 
 





Automation also provides other benefits to IT service desks that shouldn’t be overlooked:
 
• Augmenting human capabilities
 
• Reducing human errors
 
• Making change easier
 
• Providing a platform for additional improvement beyond manual activity replacement
 
All of these are now amplified with the addition of AI capabilities for ITSM and IT support,
whether standalone or coupled with more-traditional automation
 
 
 
 
 

Driving IT Service Desk Improvement
Through Automation and Artificial
Intelligence (AI)
 
It’s unsurprising to find the key benefits of automation for IT support that include:
• Faster – increasing the speed of task, activity, and workflow execution
 
•Cheaper – offering reduced operational costs versus the human labor that would otherwise
be needed
 
• Better – improving outcomes and the associated employee experience along with the ability
for 24x7 operations (when cost and staff limitations make it otherwise prohibitive)
 





Common Issues and Root Causes
 
The adoption of automation and AI capabilities can
be subject to a variety of obstacles and issues. But, as
with both self-service and knowledge management
success, it’s important to look beyond the symptoms
to understand the root causes.
 
For instance, you can end up with AI technology
complexity, where there are a variety of different AI
solutions employed to undertake potentially similar
tasks. It’s the result of different teams working in
silos rather than participating in an enterprise-wide
approach to AI adoption. It wastes IT resources and
makes life harder for everyone involved.
 
Or, you can end up with new AI-enabled capabilities
that employees don’t want to use. As with self-
service and knowledge management, the new
capabilities are created based on
 
 

what the technology can do rather than how
 people want to work. It might be a case of
technology projects overlooking the need for
organizational change management.
 
Finally, you can be slowed down and potentially
defeated by attempting to build AI inhouse. Instead,
use best in class third-party, cloud-based AI services,
or software that already has AI capabilities built in.
 
Importantly, don’t waste your IT resources on the
fundamentals of AI. Instead, use these valuable
resources and third-party AI capabilities
to create beneficial solutions to business issues,
challenges, and opportunities.
 
 
 
 
 
 





About the AuthorAbout the Author
  
Stephen MannStephen Mann
  
Stephen Mann is the Principal Analyst and
Content Director at the ITS focused industry
analysis firm ITSM tools.
 
He is also an independent IT and IT service
 management marketing content creator, and a frequent blogger, writer,
and presenter on the challenges and opportunities for ITservice management professionals.
 
He has previously held positions in IT research and analysis (at IT industry analyst firms Ovum and
Forrester and the UK Post Office), IT service management consultancy, enterprise IT service desk
and IT service management, IT asset management, innovation and creativity facilitation,
project management, finance consultancy, internal audit, and product marketing for a SaaS IT
service management technology vendor

 
 
Axios Systems commits to delivering innovative
IT Service Management (ITSM) and IT Operations
Management (ITOM) solutions that help customers
not only  improve their infrastructure operations, but
also enhance service delivery across business functions,
including HR, Facilities Management and Finance.
 
Axios’s enterprise software, assyst, including our top
ranked Service Catalog, brings to market the latest in
real-time dashboard technology, social IT management,
mobility, reporting, resourcing and forecasting. We
offer a series of solutions and templates that enables
an immediate return in customer satisfaction and cost
reduction, including tangible business benefits to each of
our clients. assyst is accredited for all 16 PinkVERIFY™
ITIL® processes, and Axios was the first vendor to achieve
this within a single solution.
 

About Axios SystemsAbout Axios Systems
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Download Your FREE Copy Now
 

The Survival Trap
by Paul McCarthy

 

This book is a gift for any business who
is tired of all the negativity associated
with the coronavirus and is looking for

some practical, proactive steps they can
take to generate sales again.

  Simply click the button to download
your copy.

 
 
 

Comes with Free access to the
Audio Version of the Book. 

Get your Free Copy Now

https://www.marketersclubacademy.com/survivaltrap
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Introducing an agile mindset is one way to improve your IT Service Management.  But there’s much more you can do. Subscribe

to our blog and get tips for better service management every week. Visit blog.topdesk.com
 
 

https://www.ivanti.com.au/
https://page.topdesk.com/en/topdesk-reviews-and-distinctions?utm_source=itsmfmagazine&utm_medium=branding&utm_campaign=au-
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Your itSMF Membership allows you to
access some of the most up to date

information through BrightTALK webinars

https://www.brighttalk.com/webcast/534/377019?utm_source=brighttalk-portal&utm_medium=web&utm_content=siam&utm_campaign=webcasts-search-results-feed
https://bit.ly/2QREjDI
http://www.ilxgroup.com
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Nevine Iskandar
in conversation
with Brendan Cullen

What is your current job title and industry and
what do you enjoy the most about both?
 

o  Job title: Managing Director and Principal
Consultant. Enjoy the flexibility and my ability
to adapt to change
o Industry: Consulting. Enjoy the ability to make
a difference and add value through the
application of my knowledge within customer
environments
 
How long have you been an itSMF Member?
 
12 to 15 years
 
What itSMF Membership Benefits do you get
most value from?
 

 Seminars
 ITIL Online
 itSMF Bulletins / Publications
 Past Seminar Presentations
 Forums
 

What do you enjoy most about being an itSMF
Member? 
 
o  Being part of a community of like-minded
people
o  Able to discuss important and very relevant
topics
o  Have access to experts who can answer
specific questions related to certain topics
o  Have access to online resources and discounts
 
Has being an itSMF Member benefited you
professionally?
 
Absolutely; networking. Through itSMF Australia,
I was able to meet and engage with several SM
 

professionals who became even friends. This
friendship provided the trust needed as the
foundation for many years of professional
collaboration.  Some of these memorable
people have helped me throughout my career
and provided me with many professional
opportunities.
 

What ITSM related certifications do you hold,
if any?
 

ITIL 4 Foundation
ITIL Intermediate (v3)
ITIL Expert (v3) working on completing the
ITIL 4 Managing Professional Transition
SO20000
CASM
CPDE (Certified Process Design Engineer)
CMMI Expert/instructor training
 

What has been your biggest workplace or
career challenge and how did you face it?
 
Keeping up with the constant proliferation of
qualifications in the industry as a consultant
and as an instructor has been a challenge,
however continually prioritising and upskilling
is what I do to deal with that challenge.
 
Have you ever applied your ITSM skills
outside of work?
 
All the time.  ITSM skills are common sense
practices which we can all use both in our
private and professional life.
 
What do you see as the biggest challenge or
‘next big thing’ for ITSM professionals over
the next couple of years and what do we as
 
 
 
 
 



Nevine Iskandar
in conversation
with Brendan Cullen

 ITSM professinals need to do to address these
challenges/opportunities?
 
We are going through very unique and tough
times. So rather than thinking about challenges
over the next two years, it’s important to focus
our energy on staying afloat over the next few
months first. Given the COVID-19 situation
we’re in, I believe the most pressing challenge
for ITSM professionals (as well as most other
professions) is maintaining some kind of
continuity. In addition to staying safe, staying
in business (for small companies and for
consultants) and staying employed (for full
time employees) is what’s on everyone’s mind.
As challenging as it is at this stage of the
pandemic, we need to be realistic and expect
that things are going to get harder and more
challenging over the next few months. As a
community, we need to try to find ways to help
and support each other as much as possible.
itSMF is well positioned to be the platform of
choice (by our community) to gather
suggestions on this topic and implement out of
the box solutions.
 
What's the most valuable piece of advice you
have been given in your professional career?
 
If you always do what you always did, you will
always get what you always got! So we need to
continually improve and adapt to change.
 
What advice would you give young people
who have chosen a career in technology?
  
Be willing to invest effort and time to gain
experience in many disciplines even if that
means volunteering. Expand your horizon and
 
 
 

develop supplementary skills. Think Comb
shape skills as promoted by DevOps.
 

What do you like to do when you are not
working?
 
Travel, socialise with family and friends, learn
new things and new skills, watch sci fi and
action movies.
 
What was the title and author of the last book
you read?
 
The Phoenix Project by Gene Kim, Kevin Behr,
and George Spafford.
 
One word that could describe your experience
of itSMF Australia?
 
Memorable
 
Have you ever been to an itSMF Conference, if
so what was your Conference experience like
and do you have a lasting memory?
 
Attended several conferences in Australia and
the US. Some as a volunteer when I was on the
itSMF board of directors. My experience with
the conferences is that there is a lot of
valuable information and more importantly
opportunities to meet with industry leaders
face to face. Having the ability to ask this
burning question to an author is invaluable.
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