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4 Steps To Transform IT From 
Expense Center To Business Partner
Much of an IT department’s work takes place behind the 
scenes. This means that you’re usually not visible within 
the organization – until something goes wrong, that is. 
As a result, the organization may not see how much 
valuable work you put in to keeping things running 
smoothly on a daily basis. 

Meanwhile, the expectations for IT departments are sky-
high. You are expected to keep up with the latest trends, 
while keeping all services up and running at all times. As 
a result IT departments often struggle to keep up with 
customer wishes, while maintaining the excellent service 
they strive for.

We know this doesn’t have to be the case. In the 20 years 
we have been active in the service management field, 
we have seen IT managers completely change their 
department’s image. That’s why we have created a four-
step guide to transforming your IT department from an 
expense to a business partner.



1
Stop the firefighting
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It’s not unusual for IT departments to be swamped by the issues of the day. For example, they may have 
to deal with a new application pushed through by management, which needs to be up and running by 
the following week. The organization will continue to expect a quick response to these urgent requests, 
but that does not mean IT cannot take a smarter more strategic approach.

Step one: Stop the firefighting

It’s important to standardise as 
much as possible, and make it 
measurable. I recently visited a 
customer who used five KPIs to 
manage the IT department. One 
of those was the percentage of 
changes that were standard. 
If the percentage was too low, 
they looked for things 
to standardise.

TOPdesk consultant

Focus on processes
Solving problems on an ad hoc 
basis can be caused by the 
fear of forgetting something 
or problems arising from 
missing details when rolling 
out a system. Adopting a more 
process-oriented approach is an 
important step in minimizing 
firefighting. If you already take 
care to register calls and changes, 
there’s probably still plenty of 
room for improvement. You could 
look into preventing common 
problems by standardising them 
during changes.

Help end users find 
their own solutions
Lots of questions and requests 
sent to your service desk can be 
attributed to a lack of knowledge 
among end users. Properly 
informing users often helps 
prevent many potential calls. 
There are a number of ways to go 
about this: regular training for 
frequently used applications or 
good knowledge management, 
with users able to find the 
answers they need in the Self 
Service Desk.
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Consider outsourcing
The trend to outsource certain 
applications and services is not 
new. We see many customers are 
hesitant about taking the plungle, 
however it can be a great tactic 
for avoiding certain problems. If 
the IT department lacks expertise 
in a certain field or an application 
that isn’t part of the core services 
– marketing or sales, for example. 
Moreover, some external suppliers 
offer superior quality thanks to 
their specialisation. 



2
Take a more service-oriented approach
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Make it measurable
Conducting periodic customer 
satisfaction research lets you 
know what customers think of 
the department. You can do this 
using a survey, but you could  
also let customers rate services 
after each call. It’s important 
that you show them that their 
feedback is put to good use. 
A good way of doing this is 
publishing the results.

Involve end users
In the end, you’re doing it all 
for the customer – so why not 
ask them about what they need 
when designing your services? 
Incorporating customer input 
right from the start lets you tailor 
your services to what they want, 
as well as create support within 
the organization. Try including 
a number of key users in the 
project group to ensure their 
voices are heard.

Step two: Take a more service-oriented approach
Unfortunately working according to processes isn’t enough. Even if you stick to them religiously, you may still have 

to deal with frustrated customers. After all, they don’t see what is going on behind the scenes. In order to deal with 

this, it’s important to make the customer your main priority. Put yourself in their position and ask yourself: what is it  

that the customer really wants? How can we make this a reality? 
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Manage expectations
Customers are happy when 
you meet their expectations, so 
it’s important that they know 
exactly what to expect. A service 
catalogue can help. Make sure 
that this document is accessible 
and clear – don’t create a 
doorstopper no one wants to 
read. And again, include the 
customer in the service catalogue 
creation. It may be a good idea 
to make agreements about how 
quickly calls are processed, for 
instance. However, be aware that 
agreements may create a false 
sense of security. There is more to 
customer satisfaction than just 
quick processing. What’s more, if 
someone is unable to print their 
handouts before an important 
meeting due to a printer error, 
it won’t matter that you resolve 
an average of 90 per cent of calls 
within a day of registration.
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Collaborate with 
other departments
Another way to take a more 
service-oriented approach 
is collaborating with other 
supporting departments, such as 
Facilities or HR. You could offer a 
central portal for all supporting 
services, for instance. This makes 
things much easier for your 
customers: they no longer have 
to figure out who to contact with 
their request, and no longer run 
the risk of feeling like they’re 
being sent on a wild goose chase.

Train your colleagues
It can be tempting to process 
calls as quickly as possible instead 
of taking the time to go the 
extra mile for a customer. If you 
recognise this, it may be a good 
idea to train your colleagues in 
taking a more customer-oriented 
approach. For example: you could 
set up a training process for 
new colleagues explaining the 
organization’s vision and culture. 
Another option would be letting 
employees spend time at different 
departments every so often. 

This helps them understand what 
is important to the organisation, 
and may even help them actively 
aim for customer satisfaction 
instead of a metric like ‘number of 
calls processed this week’.

IT is there to solve my IT problems. When I have something 
I need help with, it often takes too long. Sometimes there’s no one 
there, no one responds to my questions. Or, if I do get a response, 
it’s something along the lines of ‘We’ll put a new image on it.’ But 
that’s more of a problem than a solution for me.

Anonymous end user



3
Invest in your image
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This is something of a chicken-and-
egg problem: if IT is a mess, why 
invest thousands to help improve 
it? But without the additional 
investment, how is IT supposed to 
meet the customer’s demands? The 
key to getting the support you need 
is ensuring the customer sees your 
department in a favourable light.

Increase transparency
Letting customers see what you 
are doing, what’s going on and 
how things stand can encourage 
understanding. How to achieve 
this? There are many options 
to consider, such as a monthly 
newsletter. You could use this 

medium to show how many calls 
have been resolved and present 
customer satisfaction survey 
results. A self-service portal is also 
an option.

Explain procedures
The average user may not know 
the amount of work required 
to provide the new phone they 
requested. What they do know 
is how long they have to wait. 
There are often good reasons for 
processes to be designed the way 
they are – help your customers 
understand, so they know and 
accept why things take a certain 
amount of time to complete.

Create a uniform look
Consistent customer 
communication is essential for 
creating a professional look. 
Think for instance of a standard 
logo in email templates, or a 
standard way of addressing end 
users. If you want to take things 
a step further, you could also 
consider recognisable clothes 
or accessories such as lanyards 
or name tags to improve your 
visibility within the organisation.

Step three: Invest in your image
It is important that you are able to explain to customers why investing in IT should take priority. It is only logical that 

managers who cannot do this well receive smaller budgets, and therefore have fewer resources at their disposal to 

help them keep up with the rapidly developing market. 



4
Focus on business
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Get to know you customers
What better way to understand 
what your customers value 
than regularly visiting them? 
Encourage your colleagues to 
spend a day working at a different 
department, or ask others to join 
the IT department for a day.

Appoint people who act 
on customer interests
Something else that can help is 
appointing someone responsible 
for acting on customer interests. 
This could be a service manager, 

for instance. Some organisations 
create an Information 
Management department to 
achieve this. In this case, IT is 
seen as the service supplier, while 
Information Management acts as 
the customer. It is the latter who 
determines which projects should 
be actualised.

Make sure priorities 
are shared
Work with the customer to 
determine what is important for 
them – not only concerning IT 

services, but also the challenges 
their departments face. 
Making these matters as clear as 
possible lets your IT department 
think about how they can support 
the customer. Maybe a marketing 
department wants to get to work 
with big data, or a development 
department wants to gain more 
insight into how clients use your 
products and services. 

Step four: Focus on business
The key to successful collaboration with the 
customer is thoroughly understanding the 
customer’s needs. This is easier said than done, but 
there are a number of methods to achieve this.
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Thank you for reading this article
For more information please visit www.topdesk.com

www.topdesk.com

http://www.topdesk.com
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