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Introduction

Twenty years ago, IT managers had a single goal: managing the 
technology. Servers, machines, networks – it was all about the 
real guts of Information Technology. Ten years later the focus 
had shifted towards processes. And now we’ve seen another 
shift. In today’s service landscape, the most important criterion 
for service success is satisfied customers, whether you call it a 
customer-oriented approach or ‘workforce enablement’.

The problem is that most frameworks IT departments use, 
such as ITIL, are still very much focused on supporting tools 
and setting up processes. And while these are needed to 
provide excellent services, using ITIL and similar frameworks 
does not necessarily result in happy customers. You can meet 

all your service level goals, have perfect KPI scores, and still  
not reach your desired customer satisfaction levels.

In this e-book, we’ll show you there is a way to ensure your 
services make your customers happy. It’s based on what 
we’ve seen at thousands of customers. We’ve translated our 
findings into a set of best practices: a straightforward guide 
to increasing customer satisfaction and keeping your services 
working soundly.

Our Best Practice isn’t a quick fix, and following it doesn’t 
guarantee success. But we believe it’s a stepping stone 
towards better services – and, ultimately, happier customers.

Martijn Meeder & Gökhan Tuna
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Why ITIL is not the answer 
to today’s challenge
For decades, service management frameworks 
such as ITIL have shaped how supporting 
departments go about their daily tasks. So why 
are organizations struggling to translate excellent 
IT management into equally good services? And 
how can Best Practice Service Management 
(BPSM) help remedy this?

1
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The power of ITIL
Frameworks like ITIL have 
transformed the service 
management industry. 
They’ve helped countless 
departments improve their 
performance, while saving 
the same departments a 
massive amount of work by 
providing clear guidelines 
on how to go about their 
most important tasks. But 
perhaps the most important 
thing they’ve done – ITIL in 
particular – is get everyone 
speaking the same language. 

When we speak to others 
in the service management 
field at trade shows, we all 
know what incidents and 
requests for change are. 
ITIL has brought service 
management staff not only 
to a higher level, but also to 
the same wavelength. So why 
are organizations struggling 
to get their services in order – 
especially considering ITIL v3 
has shifted towards a more 
service-oriented approach? 
To find the answer, we’ll have 
to go back to the 80s…

Why ITIL is not the answer to today’s challenge
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From tools to processes 
to – more processes?
ITIL v1 was introduced in 
the 80s as a way to help you 
manage your IT infrastructure. 
In the 90s, the more process-
oriented ITIL v2 was introduced 
to help IT departments set up 
processes for streamlining 
their work. With ITIL v3, 
the focus shifted towards 
managing services, reflecting 
the growing consensus that 
the ultimate goal of an IT 
department is not to maintain 
IT assets, but to provide 
good services to customers. 
Makes sense in theory, but 
in practice this did not really 
work. The main reason was 
that ITIL’s solution to a more 

service-oriented way of 
working was to introduce 
more processes. ITIL v3 
counts over 30 different 
processes, compared to  
10 in ITIL v2. It’s become so 
complex and extensive that 
many organizations struggle 
to put ITIL v3 into practice.

Different challenge, 
different framework
Now, this isn’t to knock 
ITIL. But the simple fact of 
the matter is that it was 
developed to manage IT 
infrastructures. It was never 
intended to help IT managers 
keep their customers happy. 
And that – keeping customers 

happy – is now harder than 
ever. People’s expectations 
of what technology can do 
for them have increased 
significantly over the past 
few years. And while the 
information technology we 
use at home might not be as 
complex or extensive as the 
vast application suites and 
networks we use on the job, 
we do see them in much the 
same light. If you can update 
an app on your smartphone 
within 30 seconds, why 
does a software upgrade 
at work take months to 
plan and implement? For IT 
departments, it’s becoming 
increasingly difficult to meet 
their customers’ expectations.

Why ITIL is not the answer to today’s challenge
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“ ITIL was never intended 
to help IT managers keep 
their customers happy.”

Why ITIL is not the answer to today’s challenge
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Building a bridge
So what to do about the 
chasm between great process 
management and great 
service? The solution is not to 
try to turn great management 
into great services. Instead, 
ask yourself: what do we 
need to do in order to provide 
better services? You can’t 
provide great services without 
having your management in 
order. So you still need ITIL 
for process management.  
You can’t build a bridge 
without a solid foundation.

Best Practice Service 
Management
In Best Practice Service 
Management, the services 
you offer to your clients are at 
the center of everything your 
IT department does. Start 
working with fewer processes, 
and a stronger focus on 
the customers’ needs. Does 
that mean you should do 
everything your customer 
asks? On the contrary: 
customer-focused service 
often means choosing not  
to provide some services,  

so you’re better able to 
deliver the services your 
customers really need. In this 
e-book we explain our best 
practice and give you some 
steps on how to implement it. 

Why ITIL is not the answer to today’s challenge
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What is Best Practice 
Service Management?
Best Practice Service Management (BPSM) is based 
on a couple of principles: services as starting 
point, not too many different services and using 
the customer’s needs as guiding principle. 

2
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Services as starting 
point
BPSM is based on the services 
you offer your customers. 
Do you want to be truly 
customer-focused? Focus 
on your services. After all, 
the customers don’t care 
which internal processes are 
followed. They just want their 
problems solved. The question 
for an IT organization isn’t how 
to best implement processes, 
it’s this: which services do 
you offer your customers? 
Standardize the services you 
offer and record them in a 
service catalogue. 

Why should you standardize 
your services? It’s an easy way 
to control your work. If you 
don’t know which services 
you offer, how do you stay 
in control of your team’s 
workload? For each question 
or request the operator 
has to a few questions to 
consider: what should I do 
with this? Do I need to help 
the customer? Or is this not 
something we offer? We have 
seen many organizations 
where incoming requests 
demand a lot of time and 
energy from the team, 
making it difficult to move 

What is Best Practice Service Management?

How does a service catalogue help your customers? 
Watch the video.

https://www.youtube.com/watch?v=j-_4To9SEtE
https://www.youtube.com/watch?v=j-_4To9SEtE
https://www.youtube.com/watch?v=j-_4To9SEtE
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away from firefighting to 
focus on implementing long-
term improvements. By 
standardizing your services, 
you improve the efficiency of 
your support.

Limited number of 
supporting processes
So what do you need to 
support these services? That’s 
where your processes come in.

One goal of BPSM is to keep 
the number of processes 
to a minimum. The ITIL 

processes are all useful, but 
because there are so many 
it’s hard to see the wood for 
the trees. The large number 
of processes can cause 
unnecessary barriers and 
delays while processing calls. 
This doesn’t help to put the 
customer first (see ‘Cut  
down your service 
management mileage’).

So how do you limit the 
number of processes you 
use? We have defined 
two main processes for 
handling calls: one process 

for questions about services 
you support and one 
process for questions about 
services you don’t support. 
The main principle with 
these two processes is that 
they start and end with the 
customer’s question. Of 
course, your services won’t 
be the same forever, so you 
need a process for changes 
to your services. Lastly, 
we define two processes 
your organization can use 
to proactively maintain or 
improve its services.

What is Best Practice Service Management?



12

BPSM in practice
How does it work? Let’s say 
your customer has a request. 
If the request is about one of 
your standard services, you 
can process it according to 
current agreements (reactive 
management). You’ll need 
to maintain these services 
periodically to ensure you 
can keep offering them 
(proactive management). 
If the request concerns a 
service that isn’t available, 
you can explain to the 
customer why you can’t 

(or can’t yet) provide the 
service and offer them a 
different solution (relation 
management). You may  
want to adjust your services  
if you don’t currently have  
a standard procedure for  
a request you really want  
to fix. But you can also 
improve your services on 
your own (improvement), 
based on frequent 
disruptions, new technology 
or changed legislation. 

What is Best Practice Service Management?
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“ Your customers don’t 
care which processes 
you follow. They just 
want to be helped.”

What is Best Practice Service Management?
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Implementation in 5 steps 
When you’re considering working according to BPSM you should know 
where to start. In this e-book we explain how to implement BPSM step 
by step:

1. Determine which services you offer
2. Place the support of your standard services in one process
3.  Place the support of non-standard services in a single  

seperate process
4. Set up a process for changing the services
5. Follow-up: preventative management and implementing changes

1

2

3

4

5

What is Best Practice Service Management?



Cut down your service management mileage
We are a big proponent of cutting down on processes. We believe that this is the best way to make your service 
management more efficient, more responsive, and — above all — more customer-friendly. Check out how many 
‘service management miles’ your customer’s request has to travel according to traditional service management 
methods, and according to our Best Practice.

Traditional service management 

So, to summarize:
1 request
4 processes (and process managers)
3 reports

I’ll see what I can do.

Yup, we can supply a 
new PC. I’ll ask Mary. 

Here’s your 
new PC.

Call 
Management

Request 
Fulfi llment

Change
Management

My computer’s broken! 
Can I have a new one? This is a service 

request. I’ll assign 
this call to John.

Better register 
this in the CMDB.

Thanks!

Confi guration 
Management

What is Best Practice Service Management?

15
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TOPdesk Best Practice 

So, to summarize:
1 request
1 process
1 report 

Reactive 
Management

Let’s see how I 
can help you.

My computer’s broken! 
Can I have a new one? Thanks!

OK, we have a PC in 
stock. Here you go!

Better register 
this in the CMDB.

Reactive 
Management

Reactive 
Management
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Step 1. Define your 
services
Defining the services you offer is the 
first step in BPSM. How do you define 
your services? Start by creating a 
service catalogue.

3



Step 1. Define your services

Many organizations aren’t clear about the products and 
services they offer. This isn’t just inconvenient for the 
organization itself, but for the customer as well. Granting 
more insight into the products and services you provide in 
a service catalogue ensures that your customers know what 
you can help them with. This improves your department’s 
transparency and communication with the customer. As a 
result, your customer satisfaction will skyrocket and you’ll 
save your department a lot of time. 

18
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How to set up a  
service catalogue
A service catalogue is a 
place where supporting 
departments like Facilities, 
IT and HR can gather all 
the services they offer the 
organization. In Chapter 3 
of our ‘Customer Centric’ 
e-book you’ll find step-by-step 
instructions on how to set 
up a service catalogue. One 
important takeaway from 
this chapter: make sure you 
involve your customer.

http://page.topdesk.com/customer-centric-ebook


Provide sufficient information
When compiling your online service catalogue, make sure you provide all the information your customers may 
need. Always take the following into account.

Provide a clear description for each service.  
An FAQ section for each product or service can 
help customers quickly find their own answers. 
Examples of common questions are: How do I 
set up the WiFi connection on my telephone? 
How do I print on both sides of the paper?  
How do I adjust my desk?

Indicate whether a service can be provided at 
various quality levels. For instance, you could 
explain which meeting rooms can be used for 
events like customer visits, or which assets are 
available in each meeting room. 

Explain the ordering procedure for a service. 
This prevents customers ordering a product or 
service incorrectly, or them not sticking to the 
request’s lead time.

Specify the terms of delivery. Inform your 
customer about the delivery time for a 
service, and make it clear where the product 
can be picked up. Communicate the service 
desk’s availability.

Grant your customers insight into when and 
how they can contact the service desk.

1

2

3

4

5

Step 1. Define your services

20
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Step 2: Set up a Reactive 
management process
Once you’ve determined which services you provide, 
it’s time to set up a process to support them.

4



One of the most important things we’ve done with our Best Practice is bring together several service management 
processes into a single comprehensive workflow: Reactive Management. Reactive Management concerns all 
questions about the standard services you support. 

Here’s how it works:

My computer’s broken! 
Can I have a new one?

Ok, I’ll see 
what I can do.

Is his question 
part of your 
standard service?

Do you want to 
make an exception?

No worries. 
Maybe you can 
help your customer 
some other way?

Great! All in 
a day’s work.

Go on, make your 
customer happy!

Yes

No

No

Thanks!

Yes!

If you decide to deliver  
a service that’s not  
standard, there are a few 
things to keep mind. See  
‘Set up a relation 
management process’.

Step 2: Set up a reactive management process

22



Step 2: Set up a reactive management process

Why Reactive management?
Now you know how reactive management works. But why would you want to switch from tried and tested ITIL to 
something that, while familiar, requires a new set-up, both in terms of processes and roles for your colleagues? 
Here are four reasons.

Stronger focus on the customer
First things first: our Reactive Management process 
is set up first and foremost to provide the best and 
fastest possible service to customers. No more 
agonizing over process choices – after all, if you’re 
having a discussion about whether something 
is an incident or a request for change, does the 
difference really matter? Instead of working with 
complex definitions, the Reactive Management 
process simply asks: what does the customer want?

A single, more effective process owner
Systems to keep running, licences to manage, 
items to order – with so much going on, it’s hardly 
surprising that some supporting departments 
forget what they’re doing it all for. Compound 
this with different process owners competing for 
resources, and you have an even bigger chance 
of missing the point, with processes turning into a 
goal in and of themselves. Reactive Management 
simplifies your service management, so you only 
need one process owner, who has one goal: 
keeping customers happy. This results in increased 
accountability and clearer goals for your work.

1 2

23



3 4Faster service
With just one process and just one process 
manager, there are fewer details to keep in mind 
when processing requests. The result? Your 
team is able to process requests more efficiently 
and therefore more quickly. No more having 
to run through a convoluted process when a 
customer contacts you. The process can be just as 
straightforward as your customer’s request.

Clearer KPIs and reports
Having a request pass through several processes – 
and the all-seeing eyes of several process managers 
– doesn’t just result in a lot of work for your service 
management staff. This convoluted path also 
generates quite a paper trail and leaves a mark on 
several process KPIs. Consolidating your service 
processes not only makes them easier to manage,  
it also makes them much easier to monitor. Without 
single requests popping up in countless different 
reports, you create a clearer picture of your service 
department’s performance and take a more 
targeted approach to introducing improvements.

24
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Step 3: Set up a Relation 
management process 
Reactive management is all about providing 
standard services to your customers. But what 
if you have to say no to your customer? That’s 
where relation management comes in. It’s a 
process to handle requests for services you 
don’t provide (yet).

5
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What’s the best way to help your customer when they ask for a service that’s not in 
your service catalogue? The relation management process will differ from client to 
client, and from request to request, so there’s not a single script to tell you exactly 
what to do. But this process too can be standardized to some extent. Follow the 
steps below to provide more customers with the right solution.

Step 3: Set up a relation management process 
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1. Find out what your 
customer really needs
Imagine a customer asks 
for an iPad, but you only 
support Android devices. 
Ask this question: why does 
my customer want an iPad? 
What are their needs and 
why does he or she think that 
an Android tablet can’t meet 
those needs? Always ask your 

customer why. Maybe they 
just don’t know what Android 
can do and you can help 
them with some additional 
information or by installing  
an app.

2. Propose an 
alternative standard 
solution
As soon as you know the 
customer’s needs, it becomes 
easier to find an alternative 
to your standard services. 

Ideally you would have a 
different standard service 
that fully meets the needs 
of the customer. This makes 
the customer happy and 
saves you the extra trouble. 
However, it’s likely that you 
can offer an alternative that 
partly meets the customer’s 
needs. In this case you need 
to ask yourself how important 
the missing functionality is 
for the customer. If it’s not 
very important, steer them 
towards the alternative.

Let’s find out 
what the
customer wants

Step 3: Set up a relation management process 
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3. Optional: propose  
a bespoke solution
If you can’t offer a standard 
service that meets your 
customer’s expectations, 
check whether you can offer 
an alternative. Ask yourself 
these questions:

1. Is it technically feasible  
to offer the customer  
an alternative? 

2. If the answer to the first 
question is ‘yes’, ask yourself 
the next questions: do you 
want to offer this alternative? 
Does it fit the policy and 
strategy of the IT department? 

Will it take a lot of time 
to provide the alternative 
solution? What is the impact 
on security? Are you able to 
maintain the solution?

3. When it’s technically 
possible and you believe 
it’s a good idea to offer an 
alternative solution we come 
to the next question: does 
it fit the customer’s budget? 
Can you send an invoice to 
the customer? Based on this 
the customer can decide 
whether they agree or not. 

Step 3: Set up a relation management process 
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4. Decide whether you 
want to standardize  
your solution
If the answer is ‘yes’ to all 
questions above and the 
service is delivered, you 
need to think about another 
question. Do you want to add 
this service to your standard 
services? If so, add it to your 
service catalogue.

Be prepared to say ‘no’
Saying no can be hard for 
your IT staff. They want to 
help, and saying no makes it 
seem like they’re not trying. 
But sometimes you have no 
choice. You can’t create a 
policy for your department 

if you say yes to everything. 
Use the questions above to 
understand your customer. 
Even if the answer is still 
no, your staff have done 
everything in their power to 
help. It’s easier for your staff 
to say no when they need to, 
and your customer is more 
satisfied if they understand 
why you can’t help them and 
what other options they have.

Step 3: Set up a relation management process 



Can I get a 
tablet?

Can you off er another 
standard service that 
suits his needs?

Can you 
technically off er 
an alternative?

Too bad. 
Explain why 
you can’t 
help him.

Fair enough. 
At least you 
tried!

Nice. Go service 
your customer

Go for it!

Does your 
solution fi t 
the customer’s 
budget?

No

Sorry, we don’t 
usually provide 
these. But let’s see 
how I can help you.

Yes!

Yes!

Yes!

No

No

Great!

Let’s fi nd out 
what the
customer wants

Ok, let’s fi nd a
bespoke solution

Is your customer asking for a service that’s not in your service 
catalogue? Take these steps to see if you can help them some 
other way.

30



Assign account managers for services
So now you know why saying no is a good idea in theory. But how do you make your customers understand that 
you’re acting in their best interest? The key is a strong relationship built on clear, regular communication. Use 
account managers for your services.

Not just for sales

You might not associate account managers with service departments. 
But really, why not? Sure, your IT or Facilities staff might not act like 
typical sales reps, but they’re doing pretty much the same job: making 
customers happy. And in order to make them happy, you have to know 
what they want or need. It’s the account manager’s job to find out what 
your customer needs. Here’s a handy overview of the most important 
aspects of account management for service departments.

Tip 1: Stay in touch
How can you give customers what they want if you don’t know what that 
is? Regular contact with customers keeps you updated on how happy 
they are with your services – what are you doing right, and what can be 
improved? And on the more proactive side of things: what problems is 
the customer facing, or will they face soon? Imagine how happy they will 
be if you provide an answer to a question they haven’t even asked yet. 
Set up workflows to make sure you stay in touch, like a phone call or visit 
every few months.

1

Step 3: Set up a relation management process 

31



Tip 2: Formulate a fixed workflow for requests  
and questions
A fixed workflow offers a ridiculous amount of benefits. First and 
foremost, it’s the best way to enforce your policies. What’s more,  
a consistent approach to dealing with customer questions helps you 
manage their expectations, which plays a large role in determining 
customer satisfaction levels. 

Tip 3: Ask for questions, not answers
Imagine: you receive a customer request for a smartphone. The latest 
flagship gadget from some big name. Now, you could deny the expensive 
request, but then you haven’t helped the customer. They’ll just send you 
another request, or complain about receiving poor service. Not good 
for your performance, or your image. Instead of saying no, find out why 
the customer wants a new phone in the first place. The new phone is 
an answer to a problem. Before proposing a solution, make sure you 
properly understand your customer’s problem.

2

3

Step 3: Set up a relation management process 

32



Tip 4: Don’t bite off more than you can chew
There’s a lot to consider before saying yes to a big change. You need to 
ask yourself a lot of questions before you commit – and there are plenty 
of opportunities (and very good reasons) to say no along the way. Is the 
request something you can actually deliver? Does it meet your policy 
requirements? Do you have the skills to implement and maintain the 
solution? Does it fit in your budget? Make sure that you don’t make any 
promises that turn out to be empty.

Tip 5: Get the experts involved
You can only provide completely honest answers about what you can 
do, if you know what’s realistic. What’s one thing we often do that really 
isn’t realistic? We expect one person to know what an entire department 
can and can’t do. The easiest way to make honest and achievable offers 
is by getting the experts involved. Ask for their input on requests and 
questions. They may even come up with an alternative solution you 
never would have considered.
 

4

5

Step 3: Set up a relation management process 
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Step 4: Set up a change 
process
When your customer requests a new service 
that you’d really like to include in your 
standard services, you’ll first have to take 
some steps. This is part of the change process. 

6
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Right. So you’ve now defined 
your service catalogue and 
customer questions are 
processed correctly. What’s 
next? It’s time to update 
your service catalogue. 
The changes you make can 
be the result of customer 
requests, or because you 
want to make changes 
yourself (more about this in 
Follow-up: Maintenance & 
Improvements). 

Change manager as 
gatekeeper
The goal of the change 
process is to implement 
changes to your services.  
Say you want to add a new 
laptop model to your  
service catalogue. Make  
sure you meet all the 
conditions to make it a 
standard service. And  
don’t forget to ask yourself: 
how does a change to what  
I offer affect the quality of  
my service catalogue? 

The change manager is the 
gatekeeper in this process. 
It’s their responsibility to 
make sure any changes made 
to the service catalogue 
are sensible, and that the 
services in the catalogue 
can be issued. Keep reading 
for a checklist that change 
managers can use to manage 
their changes. 

Step 4: Set up a change process



Changes: Best practice vs. ITIL 
ITIL provides a broad definition of what a change is. In Best Practice Service Management, we 
keep the change process as simple as possible: you use the change process for implementing 
changes in your services. This definition has some overlap with the definition ITIL provides, but 
there are two main differences: 

-  The request part of ITIL 
Change management is, in 
practice, a reactive process. 
A customer has no idea if 
his or her request is a call or 
a Change request. Plus, for 
processing it doesn’t matter 
which one it is. What ITIL 
consider a Change request is 
part of the reactive process 
in BPSM. 

-  The standard change in ITIL is 
part of reactive management 
in BPSM. Standard changes 
are processed just like 
regular calls: first line, by 
one person and according to 
predefined steps. It has a low 
impact, you don’t need any 
authorizations and it changes 
nothing to your services — so 
why call it a change?

Step 4: Set up a change process

36
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“ Keep your Change 
process as simple 
as possible.”

Step 4: Set up a change process
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Standard delivery vs. 
Standard service
In some cases, you want to 
standardize the delivery of 
a service, but not include 
it as standard service in 
your service catalogue. An 
example: someone from 
the Board of Directors (BoD) 
requests an iPad. This service 
is not included in the service 
catalogue and you don’t want 
it to be in there either, but you 
end up giving them the item 
because you can’t refuse. You 
know the BoD has four other 
members and standardizing 

the delivery is not a lot of 
work, so you write down the 
steps that need to be taken 
to deliver this iPad. This saves 
your colleagues time when 
they have another member  
of the BoD at their desk. 

Step 4: Set up a change process



1. Has it been tested?
The new service needs to be tested technically and functionally. This is often a normal procedure for 
IT organizations. When you decide to offer a new laptop model you want to know if all hardware and 
software works properly, but also if it meets the customer’s expectations, for example. Can they work 
with it? Do they have have everything they need? Consider letting your customers test the laptop for a 
week so you’re sure they have what they need.

2. Is there a rollback plan?
When the service has been thoroughly tested, nothing should go wrong. But this doesn’t always fly – as 
every IT organization knows from experience. That’s why most IT organizations have a rollback plan for 
new services. This is a way to reverse the implementation and go back to the old situation. The higher the 
impact of the change on the organization, the more important it is to have a rollback plan.

3. What does the management organization think of the change?
This is an important step, but one that’s often skipped in practice. Is the management organization  
ready for a new service? The service desk needs to support this service, so it’s important that they 
know where they stand. Does everyone at the service desk know about the new laptop? Are there 
manuals or work instructions? Do they know the details of the test? It’s best to involve the service desk 
in the change from the beginning. They will be able to think along to find solutions and they’ll know 
what they are going to support. 

4. Is documentation available?
Is documentation about the service available for both the service desk and the users? Is there a how-to 
available on the intranet? Do they know what the functional differences are with the previous laptop? 
Providing documentation is something that is often planned, but gets dropped when there’s not enough 
time. If you really want to be customer-centric, remember that a good explanation is just as important as 
delivering the service itself. 

5. Are all parties involved informed?
Besides the service desk employees and future users there are other people that need to be informed 
about the new service. This can be management, functional managers, key users or suppliers, depending 
on the structure and policy of your organization. You don’t have to let the entire organization know that 
John from Finance is getting a new laptop, but it’s important that you consciously decide who to inform. 

A change manager’s checklist
Before you can offer a service as a standard service, you need to meet a number of conditions. After all, 
you want to be sure that the new service can be delivered multiple times without problems. To guarantee 
this, most IT organizations have a checklist. Every organization has a different list, but there is also a lot of 
overlap. Here are 5 questions to ask when you set up your checklist. 

Step 4: Set up a change process

39



40

Follow-up: maintenance  
& improvements 
Once you’ve defined your service catalogue and 
set up processes for reactive management and 
relation management, you’ve laid the foundation 
for a well-functioning IT department that deals 
with customer questions in an efficient and 
customer-friendly way. When the reactive part 
is under control, it’s time for the proactive 
part: maintaining the current services and 
implementing changes to your service catalogue. 

7
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The importance of 
reactive management
However important proactive 
management is, reactive 
management will always be 
more important. You can’t 
prevent customers asking you 
questions, so your first priority 
is to make sure the reactive 
process runs smoothly. Only 
after the reactive processes 
are under control does it 
make sense to work on 
proactive management. 

Our Best Practice differentiates 
between two types of proactive 
management:

1. Preventative maintenance 
of your service catalogue 
Preventative maintenance 
means maintaining the 
services defined in your 
service catalogue. This 
includes things like periodical 
replacement of company 
assets, maintenance, 
updating, planning check-ups 
and monitoring performance. 
In ITIL this is called 
operations management.

Follow-up: maintenance & improvements 
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2. Improving your services
The service catalogue is 
constantly changing. These 
changes can be initiated by 
almost anything: a recurring 
disruption for which you 
want a structural solution, 
changing customer needs, 
new technologies or a new 
guideline you need to comply 
with. Because these changes 
aren’t the direct result of a 

customer call, you, as an IT 
organization, need to make 
time and have the discipline 
to implement them. This often 
proves difficult in practice 
because people spend most 
of their time firefighting. 
However, when your reactive 
processes are in order, you’ll 
automatically have more time 
to work on these changes. 
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“ Making improvements 
is difficult when you 
spend most of your 
time firefighting.”

Follow-up: maintenance & improvements 
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-  Make sure your reactive 
management is up to par. If 
it isn’t, it could lead to lower 
customer satisfaction. This 
doesn’t mean that you need 
to process all incoming calls 
directly, but it does mean 
that you need to meet the 
expectations you create.

-  Only invest in proactive 
management if you believe 
it’s important to avoid 
certain disruptions or 
complaints. In case of a 
recurring disruption it is not 
unusual to take away the 
cause, but consider whether 
it’s really worth the effort. 

Maintaining the balance 
The question for all IT 
organization remains: how 
do I invest my department’s 
time? The goal is to achieve 
a good balance between 
reactive and proactive 
management and the 
introduction of new services. 
But what is the right 
balance? It’s up to you to 
determine how you and your 
organization spend your 
time. Our experience does 
learn that there are several 
constant factors: 

-  Invest in new services.  
You don’t need to keep  
up with every fad, but 
keep up with the latest 
technologies and strategies. 
Customers move with the 
times when it comes to their 
private technology so they 
expect the same of their 
company assets.

Follow-up: maintenance & improvements 



 

Are you using the right KPIs?
A more customer-oriented strategy requires customer-oriented KPIs. However, many service desk KPIs are more 
about quantitative matters such as duration, response times and the number of processed calls per month. Useful 
information, but it doesn’t tell you whether your customers are really happy. Which additional KPIs can you set up 
to get more insight into customer experience? 

KPI 1: Customer Effort 
Score

Are you keeping track of 
your Customer Effort Score 
(CES)? Metrics help you 
safeguard your customer-
centric approach. So why  
not turn it into a KPI?

KPI 2: First time right

What is better than running 
into a problem, calling the 
service desk, and getting 
your problem solved straight 
away? It’s second only to not 
running into any problems at 
all. Keep track of how often 
your department provides 
this kind of fantastic service 
with a KPI that monitors what 
percentage of calls you are 
able to close during the first 
customer contact.

Follow-up: maintenance & improvements 
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KPI 3: Self-service 
opportunities
How do you make sure 
customers use your service 
catalogue? Tracking incoming 
questions that customers 
can answer themselves lets 
you know whether you need 
to improve or promote your 
self-service facilities. 

KPI 4: Customer 
satisfaction
And of course the most 
important KPI of all. This 
measurement works best 
with regular surveys instead  
of annual measurements  
to give you more accurate 
and immediate insight 
into the results of your 
department’s efforts. 

Follow-up: maintenance & improvements 
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Want to know more?
Do you have questions or ideas 
after reading this e-book?  
Or would you like some help 
implementing this best practice 
to your situation? We would 
love to hear from you! Feel  
free to send us an email via 
info@topdesk.com.

Hope to hear from you!

Martijn Meeder & Gökhan Tuna

Whether you think big or take small steps, you want to 
excel in ITSM. Subscribe to our blog and get tips for better 
service management every week.

Blog.topdesk.com 

mailto:g.tuna%40topdesk.com?subject=
http://www.topdesk.com
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