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Reengineering can be a harsh word.  To many people it means 
radical structural and process changes and, more often than not, 
layoffs.  Besides being threatening to its people, reengineering 
can be disruptive, expensive, and time-consuming for the 
organization.   
 
My problem with the term is in its connotation  that 
reengineering is a one-time, massive transformation effort to 
deliver better business results.  My call to action is the opposite, 
toward Continuous Improvement (CI) over time that drives 
lasting process innovation through a cultural mindset of 
ownership  calling on all employees along the value chain to 

own their own results, their teams, and their ongoing role in driving change for the better. 
 
So “Continuous Improvement” it is. But how do you embed such an organizational 
mindset, then keep it alive in the way it catalyzes real, dynamic change? 
 
I thought you’d never ask… 
 
Welcome to Pete’s “A List”  A roadmap for CI. The following are ten clear, concise 
common-sense ideas to help you drive CI deep into your organization: 

1. Accept 

2. Ask 

3. Align 

4. Assess 

5. Act 

6. Achieve 

7. Announce 

8. Affect 
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9. Adopt 

10. Adapt 
 
 

1. Accept 
Accepting the mantle of leadership in driving CI and the responsibilities that come with it 
is the first and biggest “A.”  By stepping up and taking accountability, you are defining 
the boundaries of ownership  to yourself, your team, and the company. It’s a visible, 
demonstrable act of commitment, and will influence others.  
 
The first step in accepting CI leadership is to take ownership of the end-to-end service 
experience.  Get involved. Get control. If it impacts your customers, it impacts your team.  
Manage expectations, response and resolutions for all reported problems. At all times 
you are the voice of the customer to IT management, so it’s up to you to champion 
customer satisfaction and CI.  By owning these responsibilities and modeling leadership 
behaviors, you’ll deliver results that reduce costs, improve productivity and enhance 
service quality. 
 

2. Ask 
If they don’t know you need it, how can they provide it?  Exactly. Ask for what you need, 
but do it with a compelling business case and cost model that communicates your 
support organization’s value proposition and needs to provide end-to-end service 
management. Build the case on your customers’ best interests and perspectives in mind: 

• Timing – The best time to ask is when it’s clear to your audience that problems 
are caused by lack of accountability, and you can prove the negative impact it 
has on the business.    

• Audience – Sponsors, champions, and other key influencers who understand 
the value in customer advocacy and accountability. 

• Message – Keep it high level and focus on a few key areas: business impact, 
ownership, prevention, etc.  

• Plan –  Also high level: what needs to be done, top-line execution strategy, 
resources (people, technology, budget), and timeline 

• Cost / Benefit Impact – Demonstrate the difference between today (what’s 
broken) and tomorrow (what success looks like). Pick three metrics you can 
easily quantify that have big cost / benefit implications to it (e.g., FCR, Time to 
Resolve, call avoidance, call deflection, calls not escalated to tier-2, etc.)   
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3. Align 
Aligning your support organization with the priorities of the business is the most critical 
enabler you have in delivering end-to-end service, driving CI, and increasing your value 
proposition. The most successful organizations I see and work with today are those who 
are improving their IT Service Management capabilities by: 

• Realigning the goals, objectives, metrics, and performance appraisals of their 
organization with the business and IT strategies; 

• “Pushing it down” directly to the frontline by coaching, coaching again, and 
supporting their team members; and 

• “Pushing it down” by influence  modeling leadership behaviors that are focused 
on, and aligned with, the company’s goals. 

 

4. Assess 
Assess, re-assess, and assess again.  Use Gap Analysis checklists that go deep and 
wide into your day-to-day support operation. Also conduct one formal assessment every 
12 – 18 months to ensure that you are using best practices, have not taken your eye off 
other important areas of the business, and are continuously learning new ideas, 
strategies and perspectives.  This kind of rigorous assessment effort will leave you 
confident that you are doing all the right things for the right reasons and getting the right 
results. 
 
5. Act 
Take action!  Address the recommendations. Plan the work and work the plan. Attack 
the areas that will magnify the impact of everything else you do downstream (.g. Log 
100% of calls, address gaps in training, tuning key processes, creating knowledge 
articles in db, measure baseline operational metrics like FCR, KBU, ASA, etc.) Your 
other initiatives will benefit from these fundamental pillars. A Continuous Improvement 
Roadmap (CIR) acts as a visual reminder of the progress made on the journey to 
excellence. Involve your team in the roadmap by having them create two or three 
projects around each area of improvement (gap) outlined in the assessment. Make it a 
team learning experience by focusing everyone’s attention on the roadmap. Prioritize all 
projects, and highlight when they are completed, then recognize and celebrate the 
results.  
 
6. Achieve 
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In other words, get results.  I remember a CIO telling me a story about getting “points on 
the board”  delivering results. Focus drives achievement, and achievement drives 
even greater focus. Eliminate distractions, unnecessary or redundant work, and 
concentrate on two or three of the most important assessment recommendations. 
 
Focus weekly on what you have accomplished, what needs to be done, and when you 
will do it. This will help your team recognize success when they achieve it. Communicate 
successes to your customers, champions, and senior management.   
 
Above all, be stubborn and relentless, staying with it until your goals have been reached. 
As a leader, it’s imperative for you to resist the temptation to settle for mediocrity. 
Instead, set an example of determination and a can-do attitude to inspire others and 
raise the bar on everyone’s performance  yours included. 
 

7. Announce 
Before implementing your CIR, develop and execute Marketing and Communications 
plan (M&CP) that articulates not just your value proposition, but reinforces your brand 
promise.  If you don’t, you’re almost certainly doomed to fail in the eyes of your 
customers. Successful organizations communicate frequently and strategically to all 
stakeholders, doing it in sound bytes and headlines that resonate. This isn’t a 
complicated or difficult task.  In fact, remember the first law of newspaper writing: 

Brevity is the soul of good journalism. 
 
Decide on three to four key messages and stick to them.  Don’t dilute your messages 
with extraneous information. Never forget: Every customer interaction, touchpoint, and 
experience is a communications event and an opportunity to market your services. 
Always have your elevator pitch ready to convince clients to continue to do business with 
you versus not doing anything at all. 
 
8. Affect 
When addressing financial and operational gaps in your team’s performance, make sure 
you baseline every metric you intend to track. Ensure you can establish a before-and-
after impact analysis. Baseline data collection should be easy to facilitate regular 
comparisons between targeted and actual data after implementation. The impact of your 
CI projects is best communicated through a Project Scorecard, which tracks metrics 
across any number of dimensions.  
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Regarding the types of metrics measured, it’s been my experience that you’ll capture the 
ear, interest, and support of senior management if you keep these three things in mind:  

• Good performance-measurement metrics are not subjective. Two people 
measuring something with good metrics will arrive at the same answer.  

• The metrics should be clear to someone who is not a technical expert (try 
explaining function points to your CFO!).  

• What you measure is important in understanding what can be changed to drive 
better performance. 

• Look to adopt a balanced scorecard approach to metrics that focus on: 
• Quality (e.g. Customer Satisfaction, FCR and Call Review scores)  
• Quantity (e.g. Help Desk Professional Utilization, Calls Abandoned, 

Speed to Answer)  
• Individual (e.g. Calls Handled, Talk Time, Work Time, Utilization, 

Transactional Survey) 
• Team (e.g. Calls Escalated, FCR, Abandons, Call Volume)   
• Operational (e.g. Traditional ACD metrics, FCR, Utilization, Performance 

metrics)  
• Financial (e.g. Cost per call, Cost per resolution, Coast avoidance, Cost 

versus Productivity per HDP, etc.)  
• Customer (e.g. Metrics that focus on your impact to their business, 

proactive planning, training and initiatives aimed at improving their 
productivity while minimizing the adverse affects of technology change),  

• Business (e.g. Net Profit Before Interest and Taxes, cost savings, cost 
avoidance, impact on revenue stream, incident management to recover 
business operations, etc.) 

 
9. Adopt 
To establish yourself as a credible industry expert for support best practices, you need to 
continually improve, learn, and adopt.  Open yourself (and your schedule) to industry 
conferences, events, education, reading, and plain old listening. The more knowledge 
you have, the more you can impact the business and deliver value.  

 

Running a best-practice driven, cost-effective service desk requires lifelong, vibrant 
learning. Keep these in mind: 

• Readers are Leaders; Leaders are Readers — read a book, article, magazine or 
newspaper. 
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• Go back to school to finish your degree. 

• Take a course, class or a certification program.  

• Attend a seminar, webinar, conference, etc. 

• Join a professional association — they create community, share best practices 
and offer career development opportunities. 

• Become an expert on something — experts are highly valued and highly 
compensated. 

 
10. Adapt 
Adapt or die! Create an environment that encourages flexibility, creativity, cooperation, 
and high achievement. Adjust gracefully to the natural contraction and expansion that 
follows from changing business and technological conditions. Develop and implement 
policies, processes and tools with elastic alignment for maximum impact and utilization. 
Bend your processes to handle exceptions down the road, after you have learned their 
value and role in addressing common situations. As well, tackle customizations 
separately.  
 
In short and simply spoken, you must continually improve and always adapt.  
 
Implement your version of Pete’s “A List” or run the risk of being condemned to the land 
of the Helpless Desk. 

 
  
 Page 6 of 7 

 
©2005 Copyright McGarahan & Associates. All rights reserved. 



Pete McGarahan is an accomplished, widely recognized expert in 
delivering service and support value to a wide variety of clients for 
more than 20 years. He blends his extensive knowledge of support 
industry trends and directions, proven best practices, and business 
alignment strategies to serve as both a thought leader and mentor for 
the support community. 
 

McGarahan & Associates is in the business of helping organizations achieve service and 
support value. By applying extensive real world experiences, focus and industry best 
practices, we deliver results focused on strategic alignment, support structure, service 
level management, standard operating procedures, IT service management, staff 
utilization and training, tool optimization, marketing to senior management and reporting. 
 
Pete can be contacted at pete@mcgarahan.com or 714.694.1158. 
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