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When an organization decides to outsource its first-line IT support, it will need to ask the
question: Which service management tool will the service desk analysts use?
The customer organization will typically already use an application to capture requests from
its employees. The external first-line support provider, however, will probably want to use
its own tool because that has been customized for its specific needs. Before the external
provider can take over the customer’s service desk, a choice needs to be made.
Essentially, there are three options:
1. The service desk analysts use the service management tool of the customer.
2. The customer replaces its service management tool and starts to use the tool of the
provider.
3. The service desk analysts use the tool of the company and requests that need to be
passed to the customer’s second-line teams get duplicated in the customer’s tool by
means of an integration.
The next sections review the pros and cons of the three options. Because all three have
significant downsides, this white paper subsequently looks at a fourth option.

TM

Tooling Up for Service Desk
Outsourcing

1.

Using the
Customer’s Tool

Using the customer’s tool is clearly the easiest for the
customer. For the provider, however, it has a few negatives that
make this option impractical.
First, there is the need for the provider to see how much it
can charge the customer at the end of each month for the
activities it has performed for the customer (e.g. the number
of new requests that it registered, or the time its agents spent
on request updates). To make this possible in the customer’s
tool, the customer will need to customize it a little. The
customer may not be so excited about this, because these
customizations are costly and make the tool potentially more
difficult to upgrade going forward. For the provider, this
can cause a delay in the transfer of the responsibility for the
service desk function.
Second, there is the issue of who will pay for the licenses of the
service desk analysts. The customer will always push back on
having to order more named user licenses for the provider’s
analysts. The customer wants to have dedicated, full-time
agents supporting its employees. That gives these agents
the most exposure to the customer’s environment, which
maximizes their understanding of the needs of the customer’s
employees. The provider, however, will want to have control
over which agents they assign to the customer’s service desk
during which shifts. Using part-time workers at the service
desk may, therefore, become more difficult.
The worst thing for the provider, however, is that some of its
people need to be trained to use multiple tools. A service desk
analyst who works the night shift, for example, may need to be
able to support five different customers. When someone calls,
the analyst first needs to decide which company the caller
works for so that the analyst can switch to the tool in which
the caller is registered.

This wastes valuable time at the start of each call, which leaves
the enterprise employee with an unprofessional impression.
This switching between tools (sometimes referred to as
chair swiveling) also irritates the service desk analyst, which
ultimately leads to greater employee turnover for the service
desk provider.
What’s worse is that all these different tools from different
customers makes it more difficult for the provider to track the
performance of its agents. It also takes longer to get an agent
up to speed for a specific customer. The provider may want to
pass the additional training costs on to the customer, but that
can be difficult in the extremely competitive world of service
desk outsourcing.

2.

Using the
Provider’s Tool

Let’s consider the second option. If the customer is not so
happy with its service management tool, it may be open to
looking at the tool the provider is using. The provider may be
in favor of this approach, because it retains control over the
tool’s configuration and can decide which agents get a license
without having to ask the customer.
The customer may not be as enthusiastic, though. That’s
because the customer may not need the customizations that
are important to the provider. These customizations can make
the tool unnecessarily complex for the customer’s secondline support specialists. And these specialists may need some
customizations themselves, which they would need to ask the
provider for. Another worry for the customer is that, by using
the provider’s tool, it is locked in. The tool may be configured
perfectly, but if the customer is not satisfied with the quality
of the support that it is getting, it is not possible to replace
the provider without having to arrange another tool for its
second-line specialists. And additional time would be wasted
transferring the customer’s data from the provider’s tool to the
new tool.
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3.

Integrating
the Tools

The third option is an integration between the customer’s
and provider’s service management tools. With this option,
both parties continue to have complete control over the
configuration of their tools. Also, neither party is dependent
on the other for giving their people access to the other’s
tool or acquiring licenses.
This may appear to be the best option, but the integration
needs to provide the service desk analysts with a lot of data
that resides in the customer’s tool. For service desk analysts
to be able to optimally assist an enterprise employee, they
need the following information:
•• The contact details of the employee

•• The employee’s job title, department name, location
••

••
••
••

and language preference
The assets (or configuration items), such as the PC,
smartphone and other devices that the customer
organization provided to the employee
The services (such as email, SAP Logistics, Salesforce,
etc.) that the employee relies on
The standard requests that the employee is allowed to
submit for those services
The knowledge articles that the customer’s second-line
specialists have made available to allow the service
desk analysts to increase their number of first-call
resolutions.

Making sure that all this information is accessible and
up to date in the provider’s tool makes for an extremely
complex integration. Developing such an integration takes
a significant development effort. In addition, this integration
would require maintenance and testing each time either
the customer or the provider upgrades its tool. Even small
adjustments in the configuration of either party’s tool can
lead to integration errors.

The requirements for the integration are often even more complex
because the service desk is expected to participate in change
implementations. Many standard changes may include one or
two tasks that need to be completed by the service desk. Think,
for example, of a task asking the service desk to update a user’s
mobile phone number in Active Directory or giving access to
a shared drive after this has been approved by the requester’s
manager.
Even if the integration ensures that the data in either tool is
kept in sync in real time, it can never provide the same seamless
experience for the service desk analysts or the second-line
specialists as when they are all working in the same tool.

Why Outsource the
Service Desk at All?

So, all three options (the service desk using the customer’s tool,
the customer’s specialists working in the provider’s tool, and
integrating both tools) have severe negative consequences. It is
important that service desk outsourcing becomes easier. Many
enterprise customers are not experts at running a service desk and
they are not able to offer much of a career path to their service
desk employees. They also struggle to staff the service desk shifts
that provide support outside normal business hours. Because of
these factors, they suffer from significant staff turnover, with the
associated HR headache and costs.
Asking a specialized provider to take care of their help desk
function, therefore, makes perfect sense. For such firms, providing
first-line support is their core business. That makes it easier
to attract people who are interested in working in this field.
And, because of their scale and physical presence in multiple
geographical locations, they are better equipped to provide
support in different languages across multiple time zones.
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4.

Unlocking the Fourth
Option with 4me

So if the three options are discouraging enterprises from
outsourcing their service desks, there needs to be a fourth
option. That fourth option is provided by 4me. 4me is an
enterprise service management tool with several unique
features that eliminate the disadvantages of the first three
options. How 4me eliminates each of these disadvantages is
described in the sections below.

Because one agent can be given the Service Desk Analyst
role for multiple customers, the provider is able the make
more efficient use of its human resources during quiet
shifts. It can even make it cost-effective to take over the
service desk function for relatively small enterprises.

Control Over Tool Configuration

The most important first step toward more successful service
desk outsourcing is to ensure that the customer and the
external provider have their own service management
environment. That gives each party the ability to optimize their
tool configuration for their specific needs. This removes the
need for the customer to adjust its setup for the provider, or
for the provider to add more customizations to meet all the
requirements from the customer’s second-line support teams.
But, no matter how both parties configure their environments,
they should still be able to work together seamlessly. 4me
makes this possible by letting the customer share its 4me
Service Desk Analyst role with the provider. An administrator
of the provider’s 4me environment (which is called an
‘account’) can subsequently give this role to the agents who
will support the customer. Once these people have this Service
Desk Analyst role, they are able to register requests for the
customer’s employees.

The result is that the provider’s 4me account is connected
to the 4me accounts of multiple customers.

Control Over Access and Licensing
Virtual
After the customer organization has shared the Support
Service
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A Single Screen to Support All Customers

The big advantage for the agents is that they do not need to switch screens when someone from another customer calls. In fact,
4me provides a special console in which an agent can register requests for the employees of all customers where he/she has
the Service Desk Analyst role. Any request registered in this console gets stored in the 4me account of the customer, so it is the
customer organization that owns it.

4me - Requester Selection Steps

Context for the Conversation with the Employee
After an agent has selected an employee in the User field of
4me’s Service Desk console, the screen fills with information
that is relevant to the conversation that the agent is having with
employee. This includes the caller’s language preference, which
is extremely helpful for multi-lingual help desks that use 4me’s
advanced CTI capabilities to pick up calls with the softphone that
is installed on their PC.

4me - Service Desk Console

This allows the agent to start the conversation in the right
language and skip the time-consuming steps of asking
for the caller’s name and looking up this person. After the
service desk analyst has selected a service or configuration
item, the most relevant standard service requests and
knowledge articles are immediately suggested so that the
analyst does not need to search for them.
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Control Over Access and Licensing
After the customer organization has shared the Service Desk
Analyst role of its 4me account with the 4me account of the
provider, the provider’s 4me administrators are able to assign
this role to people who are registered in the provider’s 4me
account. These people can be given the Service Desk Analyst
role of each of the provider’s customers if that is desired. But,
because the person records of the service desk analysts are
registered in the provider’s 4me account, the customers do
not need to pay for these people’s access to the 4me service.
Only the provider gets invoiced for the access that its agents
have to 4me. Regardless of how many Service Desk Analyst
roles that an agent has in 4me, this person only counts as
a single 4me user. That keeps the tooling costs low for the
provider.
Also important to a provider is the fact that it only gets
charged for the number of people it has given roles to.
So, if this number goes down because a large customer
decided not to renew its contact, the provider can deactivate
the person records of the agents that it had to let go.

4me - First Line Support Agreement Reporting

That ensures that these people are no longer counted as 4me
users in the following months. This ability to quickly scale
down as well as up removes a significant risk for the provider.

Reporting for Invoicing and
Quality Tracking
The ability to collect the information that is needed to invoice
customers at the end of each month is critical to the financial
health of a service desk provider. In addition, the ability to
track the quality of the support that is being delivered is
essential. The earlier customer dissatisfaction is identified, the
easier it is to prevent customer churn.
For all these reasons, 4me automatically generates real-time
analytics for each first-line support agreement (FLSA) that the
provider has established with an external customer. 4me also
provides the historical reporting for each month since a firstline support agreement was established.

TM

Tooling Up for Service Desk
Outsourcing

These reports are a major advantage when providers are
competing for new business. This is because each of their
customers has access to the same reports for their FLSA.
This transparency should help convince potential new
customers of the confidence that the provider has in its
ability to deliver quality support. In addition, it should help
to persuade prospects to also want to use 4me, as that
will allow them to track the level of support that they are
getting from the provider.

Some of these unique features may be of interest only to
extremely large enterprises with very mature processes,
but the ease of use and unsurpassed application response
times from anywhere in the world make 4me attractive for
any customer that is open to switching to a new service
management tool. And for those that do not yet want to
switch, 4me provides the most comprehensive integration
capabilities, including the ability to outsource the integrationas-a-service to 4me.

And that takes us to the obvious difficulty with option four.
This option requires both the customer and the provider
to have their own 4me account so that they can work
together seamlessly and securely. This paper is primarily
about the advantages that 4me offers for service desk
providers. Fortunately, 4me provides many more unique
features specifically for large enterprises, which is why 4me
has become the world’s most-advanced enterprise service
management application.

About 4me
4me is an enterprise service management (ESM) solution for seamless collaboration
between internal, external and outsourced teams.
4me is the first enterprise service management application specifically built to support the Service Integration and
Management (SIAM) approach. 4me makes it possible for all internal departments, like IT, HR and Facilities, to work together
seamlessly with each other, as well as with the managed service providers to which some services have been outsourced.
In addition to supporting the ITIL processes, 4me also provides fully integrated knowledge management, time tracking
and project management capabilities. For enterprise employees, 4me is the Self Service app that is always there for them
whenever they need some help.
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