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Benchmarking Overview 

Benchmarking is a well-established tool for measuring and improving Service 
Desk performance. Effective benchmarking enables you to quantify your Service 
Deskɠs performance, compare your Service Desk to others in your industry, 
identify negative performance gaps, and define the actions necessary to close 
the gaps. 

The power of benchmarking is that it enables your Service Desk to save 
enormous amounts of time and energy by building upon the know-how of 
peers, competitors, and world-class companies. Service Desks that focus 
exclusively on their internal operations tend to make progress at an 
evolutionary pace. But benchmarking forces an organization to look externallyɞ
at the competition. By studying the competition, and selectively adopting 
practices from the best of the best, Service Desks that successfully employ 
benchmarking can improve their performance at a revolutionary pace. 

The Basic Benchmarking Approach 

Although benchmarking is a rigorous, analytical process, it is fairly  
straightforward.  The basic approach is illustrated below. 

http://www.metricnet.com/
http://www.metricnet.com
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The first critical step in benchmarking is to measure your Service Deskɠs 
performance. We have divided the important metrics, or Key Performance 
Indicators (KPIs), for your Service Desk into nine  categories: 

1) Inbound Channel Mix metrics, such as Voice % of Total 

2) Cost metrics, such as Cost per Contact 

3) A Total Cost of Ownership metric, Net First Level Resolution Rate 

4) Handle Time metrics, such as Chat Handle Time 

5) Voice Quality metrics, such as Customer Satisfaction 

6) Voice Productivity metrics, such as Agent Utilization 

7) Voice SLA metrics, such as Average Speed of Answer 

8) Agent metrics, such as Agent Job Satisfaction 

9) Chat metrics, such as % of Contacts Resolved in Chat 

This benchmark report explains each KPI, how to measure it, and how it is 
connected with other KPIs. 

But the true potential of KPIs can be unlocked only when they are used 
holistically, not just to measure your performance, but also to: 

 Track and trend your performance over time 

 Benchmark your performance vs. industry peers 

 Identify strengths and weaknesses in your Service Desk 

 Diagnose the underlying drivers of performance gaps 

 Prescribe actions to improve your performance 

 Establish performance goals for both individuals and your Service Desk 

overall 

In other words, once youɠve measured your performance, benchmarking 
involves comparing your performance to others and asking questions such as, 
ɢHow did they achieve a higher level of customer satisfaction? How did they 
get to a lower cost per contact? How did they drive customer loyalty by virtue 
of the Service Desk portal?ɣ 

Once youɠve answered those questions, you can adopt selected industry best 
practices to remedy your performance gaps on the critical KPIs that will help 

http://www.metricnet.com/
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you to achieve superior performance. And since the Service Desk has 
historically been viewed as a ɢnon-coreɣ activity, the field is wide open for 
forward-thinking Service Desk managers to take the initiative and build a 
service-based competitive advantage through benchmarking! 

Achieving World-Class Performance 

To build a sustainable competitive advantage, your goal must be World-Class 
Performance. Thatɠs where we can help you. MetricNetɠs benchmarking 
database is global. We have completed more than 3,700 benchmarks. Through 
them, we have identified nearly 80 industry best practices and 30 Key 
Performance Indicators (KPIs) that organizations around the world are using to 
achieve World-Class Performance.  

World-Class Service Desks have a number of characteristics in common: 

 They consistently exceed customer expectations 

¶ This produces high levels of Customer Satisfaction 

¶ Their Call Quality is consistently high 

http://www.metricnet.com/
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 They manage costs at or below average industry levels 

¶ Their Cost per Contact is below average 

¶ Their high First Level Resolution Rate minimizes Total Cost of 

Ownership (TCO) 

 They follow industry best practices 

¶ Industry best practices are defined and documented 

¶ They effectively apply those best practices 

 They add value with every transaction 

¶ They produce a positive customer experience 

¶ They drive a positive view of IT overall 

There's another way that we can describe what it means to be a World-Class 
Service Desk. Graphically, it looks like the image below: 

The Goal of Benchmarking: 
Lower Cost and Higher Quality 

On this chart, we're showing two dimensions. The X-axis is cost per contact 
and the Y-axis is quality (as measured by customer satisfaction). We've taken 

Cost per Contact
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y

HigherLower

Higher After Benchmarking

Starting Point: Before 
Benchmarking

World-Class 
Performance Curve

Below-Average 
Performance Curve

http://www.metricnet.com/
http://www.metricnet.com
http://www.metricnet.com


 SAMPLE Insourced Service Desk Benchmark 
(sample report onlyɞdata is not accurate!) 

 
10 | P a g e © M e t r i c N e t ,  L L C w w w . m e t r i c n e t . c o m 

 

some representative data points from our database and placed them on this 
chart. 

The first thing you'll notice is that there's a cause-and-effect relationship 
between cost and quality . Some Service Desks are driven by the need to 
minimize their cost. When that's the case, your cost will drive your quality. 
Other Service Desks are driven by quality. In that case, your quality will drive 
your cost. 

The second thing you'll notice is that it's a non-linear relationshipɞas quality 
increases, your cost will increase disproportionately. At some point, it probably 
doesn't make sense to pursue any further quality, because quality is not free!  

The point of this chart is to reinforce what it means to be World-Class. It 
means that you take the limited resources you have and deploy them in the 
most effective way. If you do that, you will land on the upper curve, the World-
Class curve. If your Service Desk performs below average, you'll be on the 
lower curve. 

Being World-Class is a relative concept. It's not about hitting a particular 
target on any one metric. It is about deploying your resources as effectively as 
you possibly can. 

Cost vs. Quality for Service Desks 

Think about it this way. On the two-dimensional chart below, we again show 
cost per contact on the X-axis (except that low cost is now on the right, 
instead of the left) and customer satisfaction (quality) on the Y-axis. Where you 
want to be is on the upper-right  World-Class Performance curve shown by the 
blue diamonds. 

The blue diamonds represent those Service Desks that have optimized their 
performance. As you can see in the chart, some of them have optimized at a 
very low cost and a slightly above-average customer-satisfaction level. Others 
have optimized at a slightly better-than-average cost and a very high 
customer-satisfaction level. The goal is to be in the upper-right -hand quadrant 
where you are both efficient (low cost) and effective (high quality). 
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The World-Class Performance Curve: 
Optimizing Efficiency and Effectiveness 
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How to Use this Benchmark Report 

Here is the four-step benchmarking process to improve your Service Deskɠs 
performance with this report: 

Step 1: Collect your Service Deskɠs performance data. 

Thorough, accurate data collection is the cornerstone of successful 
benchmarking. This is also the most time-consuming step in benchmarking. But 
you need accurate data in order to identify the performance gaps in your 
own Service Desk. 

Ideally, your Service Desk will have data that measures performance for each of 
the 44 KPIs that we include in this benchmarking report, the ones listed below: 

Service Desk Benchmarking Metrics 

http://www.metricnet.com/
http://www.metricnet.com
http://www.metricnet.com
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Service Desk Benchmarking Metrics (continued)  

If your Service Desk does not yet measure all 44 KPIs, you can still benefit 
from benchmarking the KPIs for which you do have data. At a minimum, youɠll 
want to benchmark six of the most important metrics, the ones we use in our 
Service Desk Scorecard (see page 27  below), or some similar substitutes. And 
for the KPIs that you havenɠt begun measuring, you can still use this report to 
establish performance goals based on the benchmarking data from other 
Service Desks (see Step 3). 

We have defined each KPI in the Detailed Benchmarking Data section below 
(starting at page 39). You can refer to these definitions as you collect your data 
to ensure an apples-to-apples benchmarking comparison in Step 2. 

You may also find it helpful to review your collected data with other key 
personnel who understand your Service Deskɠs operations. They can often 
provide context for the data and spot potential anomalies or inaccuracies. 

Step 2: Compare your performance to others. 

We provide several methods to compare your performance data with industry 
peers. The four primary methods are these: 

1) A Benchmarking KPI Performance Summary (page 19), which lists the 

industry peer groupɠs average, minimum, median, and maximum 

performance levels for each KPI. 

http://www.metricnet.com/
http://www.metricnet.com
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2) Quartile Rankings (page 22), so you can map which quartile your Service 

Desk performs in for each KPI. 

3) A Service Desk Scorecard (page 27), which provides a more holistic, 

balanced measure of your Service Deskɠs overall performance compared 

to the industry peer group. 

4) Detailed Benchmarking Data (starting on page 39), which shows bar 

charts of the performance level for each Service Desk in the peer group, 

for each individual KPI. 

Step 3: Develop strategies for improved performance. 

Without an action plan to improve performance, benchmarking is a pointless 
exercise. Ironically, this is one of the simplest steps in the benchmarking 
process, but it adds the most value. 

The true potential of measuring and benchmarking your KPIs can be unlocked 
only when you use them to diagnose and understand the underlying drivers of 
your Service Deskɠs performance. Then you can use that diagnosis to 
strategically adopt the specific industry best practices that will boost your 
Service Desk to World-Class Performance. 

The key to using KPIs diagnostically is to understand their cause-and-effect 
relationships. You can think of these relationships as a linkage where all of the 
KPIs are interconnected. When one KPI moves up or down, other KPIs move 
with it.  Understanding this linkage is enormously powerful because it shows 
you the levers you can pull to increase performance. 

The diagram below illustrates some of the most important linkage between 
Service Desk KPIs. The detailed benchmarking data in this report (starting on 
page 39) also lists key correlations for each KPI. 

http://www.metricnet.com/
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Major KPI Cause-and-Effect Relationships 

We call Cost per Contact and Customer Satisfaction the foundation metrics. 
Nearly everything a Service Desk does can be viewed through the lens of cost 
and quality. Will this new technology reduce my costs? Will this new process 
improve customer satisfaction? This insight is crucial because it greatly 
simplif ies decision-making for your Service Desk.  Any practice that does not 
have the long-term effect of improving customer satisfaction, reducing costs, 
or both, is simply not worth doing. 

The foundation metrics, however, cannot be directly controlled. Instead, they 
are controlled by other KPIs, the ones we call underlying drivers. As you can 
see from the diagram above, some top examples of underlying drivers are 
Agent Utilization, First Contact Resolution Rate, and Agent Job Satisfaction. 
These underlying drivers directly impact the foundation metricsɞany 
improvement on the driver metrics will cause corresponding improvements in 
cost, quality, or both. 

By understanding the underlying drivers for cost and quality, you can use your 
benchmarked KPIs diagnostically. If your Customer Satisfaction is low , for 
example, simply isolate the primary underlying drivers of Customer Satisfaction 
on which your performance was low compared to the benchmark. Then map out 
an action plan to improve your performance for those crucial metrics. 

http://www.metricnet.com/
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To help choose the specific steps in your action plan, identify the industry best 
practices that will improve your performance for the crucial metrics that you 
isolated. MetricNet has identified nearly 80 industry best practices for Service 
Desks. 

You should also set specific performance targets, both for individual agents 
and for the Service Desk overall. To ensure that you are improving holistically, 
and not just fixating on some of your lowest metrics, emphasize performance 
targets for your Service Deskɠs balanced score (see page 27). 

Step 4: Implement, and monitor results. 

Once youɠve identified your strategies for improved performance, you are in a 
position to implement your action plan. This is where the payoff comes, so 
donɠt neglect this step! 

As you implement your action plan, regularly monitor your performance for 
changes. One of the easiest and best ways of monitoring is to update your 
Service Desk scorecard (see page 27) every month or every quarter, and trend 
the changes in your score over time. 

If you have implemented your action plan but over time your performance does 
not improve as expected, return to Step 3. Reevaluate which strategies have 
worked, which have not, and whether you should attack different or additional 
drivers of your performance gaps. 

Do you want your Service Desk to achieve continuous improvement? Consider 
repeating this four-step benchmarking process periodically with the most up-
to-date benchmarking data from industry peers, so you can build and maintain 
your competitive advantage.

http://www.metricnet.com/
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KPI Statistics: Summary and Quartiles 

Benchmarking Performance Summary 

The table on the next two pages summarizes this reportɠs benchmarking data. 
It shows the benchmarking peer groupɠs average, minimum, median, and 
maximum performance levels for each Key Performance Indicator (KPI). 

On the left of the table you see the nine categories of metrics, followed by 44 
KPIs that you can use to benchmark your Service Desk. To compare your Service 
Deskɠs performance with that of this peer group, simply copy the table into a 
spreadsheet and add a column with your data for each KPI that you measure. 

Itɠs important to look at this data holistically. No single metric comes even 
close to telling the whole story. For example, if  your cost is high, that's not 
necessarily a bad thingɞparticularly if it comes with good quality and service 
levels. By contrast, if your cost is low, that may not be a good thing if it comes 
with low Customer Satisfaction, low First Contact Resolution Rate, and the like.

http://www.metricnet.com/
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Average Min Median Max
Voice % of Total 69.8% 26.0% 68.0% 100.0%
Chat % of Total 14.5% 0.0% 9.6% 47.5%
Web Ticket/Email % of Total 8.3% 0.0% 2.2% 43.8%
Walk-Up ("Genius Bar") % of Total 2.9% 0.0% 0.1% 16.6%
Self-Help % of Total 4.3% 0.0% 1.3% 30.0%
Average Cost per Voice Contact $34.59 $6.18 $27.71 $130.69
Average Cost per Chat Session $80.34 $26.37 $71.76 $195.45
Average Cost per Web Ticket/Email Contact $35.37 $11.89 $27.61 $85.97
Average Cost per Agent-Assisted Contact $41.94 $6.18 $31.31 $141.15
Average Cost per Contact (incl. Self-Help) $39.66 $6.18 $29.89 $128.91
Average Cost per Voice Minute $1.83 $0.62 $1.60 $5.53
Average Cost per Chat Minute $5.16 $1.82 $4.99 $9.69
Average Cost per Web Ticket/Email Minute $1.85 $0.62 $1.65 $4.38

TCO Net First Level Resolution Rate 57.0% 35.3% 57.4% 87.1%
Inbound Voice Handle Time (minutes) 18.35 8.48 18.17 33.31
Outbound Voice Handle Time (minutes) 9.24 2.75 8.73 16.69
Chat Handle Time (minutes) 16.03 7.09 14.99 30.53
Web Ticket/Email Handle Time (minutes) 18.98 9.78 18.10 32.07
Voice Customer Satisfaction 50.5% 11.3% 49.0% 96.4%
Net First Contact Resolution Rate 43.0% 32.5% 42.9% 59.7%
Call Quality 76.0% 40.5% 78.3% 97.8%

Metric Type Key Performance Indicator (KPI)
Peer Group Statistics

Inbound 
Channel Mix

Cost

Handle Time

Voice Quality

 

(continued on next page)  
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Voice Agent Utilization 10.5% 4.4% 10.3% 18.1%
Inbound Voice Contacts per Agent per Month 61 14 56 236
Outbound Voice Contacts per Agent per Month 9 0 7 28
Voice, Chat, and Email Agents as a % of Total Service Desk Headcount40.1% 22.0% 39.2% 59.5%
Average Speed of Answer (seconds) 186 84 175 379
Call Abandonment Rate 17.8% 5.2% 17.0% 31.6%
% Answered in 60 Seconds 36.6% 21.4% 37.3% 51.4%
Annual Agent Turnover 79.2% 49.6% 79.3% 104.2%
Daily Agent Absenteeism 19.5% 15.7% 18.8% 27.8%
Agent Schedule Adherence 77.6% 65.6% 79.0% 88.8%
Agent Occupancy 68.7% 28.8% 69.6% 96.6%
New Agent Training Hours 445 288 441 668
Annual Agent Training Hours 43 0 41 136
Agent Tenure (months) 13.4 8.0 12.8 24.6
Agent Job Satisfaction 80.4% 63.8% 82.4% 87.8%
% of Contacts Originating in Chat 14.5% 0.0% 9.6% 47.5%
% of Contacts Resolved in Chat 5.4% 0.0% 3.9% 21.5%
Chat First Contact Resolution Rate 37.0% 23.9% 38.2% 50.3%
% Failover Rate from Chat to Voice 62.9% 49.6% 61.7% 76.0%
Customer Satisfaction in Chat Channel 59.0% 33.6% 59.5% 88.6%
Average Concurrent Chat Sessions 0.83 0.39 0.79 1.33
Max Concurrent Chat Sessions 2.4 1.0 2.0 4.0
Number of Chat Sessions per Chat Agent per Month 231 91 220 656

Agent

Chat

Voice 
Productivity

Voice SLA
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Quartile Rankings for Each KPI 

Quartiles are another simple way to present the benchmarking data. For each 
metric, the best-performing Service Desks fall into the first quartile; the worst  
performers fall into the fourth quartile.  

For example, the Service Desks who perform in the top 25% on the first cost 
metric have an Average Cost per Voice Contact that ranges between $6.18 (the 
best) and $19.44 (the 75th percentile). The bottom 25% of Service Desks for 
that metric range between $37.43 and $130.69 per inbound contact. 

7.6% 1.3% 0.0% 0.0%
Self-Help % of Total 30.0% 7.6% 1.3% 0.0%

0.0% 0.1% 4.2% 16.6%
Walk-Up ("Genius Bar") % of Total 0.0% 0.0% 0.1% 4.2%

10.3% 2.2% 0.0% 0.0%
Web Ticket/Email % of Total 43.8% 10.3% 2.2% 0.0%

55.3% 68.0% 84.0% 100.0%

Chat % of Total 47.5% 21.3% 9.6% 1.2%
21.3% 9.6% 1.2% 0.0%

Voice % of Total 26.0% 55.3% 68.0% 84.0%

Channel Mix Metric
Quartile

1
(Top)

2 3 4
(Bottom)
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Average Cost per Web Ticket/Email Minute$0.62 $1.28 $1.65 $2.14
$1.28 $1.65 $2.14 $4.38

Average Cost per Chat Minute $1.82 $3.32 $4.99 $6.51
$3.32 $4.99 $6.51 $9.69

Average Cost per Voice Minute $0.62 $1.20 $1.60 $2.00
$1.20 $1.60 $2.00 $5.53

Average Cost per Contact (incl. Self-Help) $6.18 $22.00 $29.89 $49.09
$22.00 $29.89 $49.09 $128.91

Average Cost per Agent-Assisted Contact $6.18 $22.00 $31.31 $53.99
$22.00 $31.31 $53.99 $141.15

Cost Metric
Quartile

1
(Top)

2 3 4
(Bottom)

$19.44 $27.71 $37.43 $130.69
Average Cost per Voice Contact $6.18 $19.44 $27.71 $37.43

$105.53
$195.45

Average Cost per Chat Session $26.37 $52.80 $71.76

Average Cost per Web Ticket/Email Contact$11.89 $22.05 $27.61
$52.80 $71.76 $105.53

$22.05 $27.61 $46.18 $85.97
$46.18

 

Net First Level Resolution Rate 87.1% 64.1% 57.4% 47.7%

TCO Metric
Quartile

1
(Top)

2 3 4
(Bottom)

64.1% 57.4% 47.7% 35.3% 

14.90 18.10 22.41 32.07
Web Ticket/Email Handle Time (minutes) 9.78 14.90 18.10 22.41

Handle Time Metric
Quartile

1        
(Top)

2 3 4   
(Bottom)

Inbound Voice Handle Time (minutes) 8.48 14.68 18.17 21.71
14.68 18.17 21.71 33.31

18.55
30.53

16.69
10.88

Chat Handle Time (minutes) 7.09 11.53 14.99

Outbound Voice Handle Time (minutes) 2.75 6.69 8.73

11.53 14.99 18.55

6.69 8.73 10.88
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87.8% 78.3% 65.2% 40.5%
65.2%

Net First Contact Resolution Rate 59.7% 46.0% 42.9%

Call Quality 97.8% 87.8% 78.3%
46.0% 42.9% 39.1%

39.1%
32.5%

63.9% 49.0% 31.2% 11.3%
Voice Customer Satisfaction 96.4% 63.9% 49.0% 31.2%

Voice Quality Metric
Quartile

1        
(Top)

2 3 4   
(Bottom)

 

50.4% 39.2% 30.8% 22.0%
30.8%

2 7 17 28
Outbound Voice Contacts per Agent per 

Month
0 2 7

Voice, Chat, and Email Agents as a % of 
Total Service Desk Headcount

59.5% 50.4% 39.2%

17

Inbound Voice Contacts per Agent per 
Month

236 70 56
12.5% 10.3% 8.5% 4.4%

70 56 42 14
42

Voice Agent Utilization 18.1% 12.5% 10.3% 8.5%

Voice Productivity Metric
Quartile

1        
(Top)

2 3 4   
(Bottom)

 

12.9% 17.0% 23.2% 31.6%
23.2%

% Answered in 60 Seconds 51.4% 41.5% 37.3%

Call Abandonment Rate 5.2% 12.9% 17.0%

41.5% 37.3% 31.9%
31.9%

21.4%

141 175 225 379
Average Speed of Answer (seconds) 84 141 175 225

Voice SLA Metric
Quartile

1        
(Top)

2 3 4   
(Bottom)
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Agent Metric
Quartile

1        
(Top)

2 3 4   
(Bottom)

Annual Agent Turnover 49.6% 69.8% 79.3% 89.4%
69.8% 79.3% 89.4% 104.2%

17.1% 18.8% 21.2% 27.8%
21.2%

Agent Occupancy 96.6% 83.3% 69.6%

Agent Schedule Adherence 88.8% 82.1% 79.0%

Daily Agent Absenteeism 15.7% 17.1% 18.8%

83.3% 69.6% 56.2% 28.8%

82.1% 79.0% 73.8% 65.6%
73.8%

56.2%

522 441 364 288

67 41 6 0
6

364668 522 441

136 67

Agent Tenure (months) 24.6 14.6 12.8

Agent Job Satisfaction 87.8% 84.4% 82.4%

New Agent Training Hours

Annual Agent Training Hours 41

14.6 12.8 11.2 8.0

84.4% 82.4% 77.9% 63.8%
77.9%

11.2

 

265 220 156 91
Number of Chat Sessions per Chat Agent per 

Month
656 265 220 156

3.0 2.0 2.0 1.0
Max Concurrent Chat Sessions 4.0 3.0 2.0 2.0

0.97 0.79 0.69 0.39
Average Concurrent Chat Sessions 1.33 0.97 0.79 0.69

66.3% 59.5% 50.8% 33.6%
Customer Satisfaction in Chat Channel 88.6% 66.3% 59.5% 50.8%

59.3% 61.7% 66.3% 76.0%
% Failover Rate from Chat to Voice 49.6% 59.3% 61.7% 66.3%

Chat First Contact Resolution Rate 50.3% 40.6% 38.2% 33.7%
8.4% 3.9% 0.5% 0.0%

40.6% 38.2% 33.7% 23.9%

% of Contacts Resolved in Chat 21.5% 8.4% 3.9% 0.5%

% of Contacts Originating in Chat 47.5% 21.3% 9.6% 1.2%

Chat Metric
Quartile

1        
(Top)

2 3 4   
(Bottom)

21.3% 9.6% 1.2% 0.0%
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Benchmarking Scorecard and Rankings 

The Service Desk Scorecard: An Overview 

The Service Desk scorecard produces a single, holistic  measure of Service Desk 
performance. It combines six critical cost, quality, productivity, agent, and 
service-level KPIs into one overall performance indicatorɞthe Balanced Score. 
Your score will range between zero and 100%. You can compare it directly with  
the Balanced Scores of other Service Desks in the benchmark. 

This is what the scorecard looks like, and how it is calculated: 

  

*Benchmark averages have been used in the ɢYour Performanceɣ column to illustrate how the scorecard is calculated.  

Six critical 
performance 
metrics have 
been selected for 
the scorecard. 

Step 1 

Each metric has been 
weighted according to 
its relative importance. 

Step 2 

For each metric, the 
highest and lowest 
performance levels 
in the benchmark 
are recorded. 

Step 3 

Your actual performance 
for each metric is 
recorded in this column. 

Step 4* 

Your balanced score for 
each metric is calculated: 

metric score × weighting 

Step 6 

Your score for each 
metric is calculated: 

(worst case ɝ your 
performance) ÷ (worst 

case ɝ best case) × 100 

Step 5 

Worst Case Best Case

Average Cost per Agent-Assisted Contact 25.0% $141.15 $6.18 $41.94 73.5% 18.4%

Voice Customer Satisfaction 25.0% 11.3% 96.4% 50.5% 46.1% 11.5%

Voice Agent Utilization 15.0% 4.4% 18.1% 10.5% 44.6% 6.7%

Net First Contact Resolution Rate 15.0% 32.5% 59.7% 43.0% 38.8% 5.8%

Agent Job Satisfaction 10.0% 63.8% 87.8% 80.4% 69.0% 6.9%

Average Speed of Answer (seconds) 10.0% 379 84 186 65.4% 6.5%

Total 100.0% n/a n/a n/a n/a 55.9%

Balanced 
Score

Key Performance Indicator (KPI)
KPI 

Weighting
Performance Range Your 

Performance
KPI Score
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The six KPIs we selected for the scorecard are the metrics that are of highest 
importance for most Service Desks: 

 Average Cost per Agent-Assisted Contact (one of the two foundation 

metrics) 

 Voice Customer Satisfaction (the other foundation metric) 

 Voice Agent Utilization (the primary driver of Cost per Contact) 

 Net First Contact Resolution Rate (the primary driver of Voice Customer 

Satisfaction) 

 Agent Job Satisfaction (a key secondary driver of both cost and quality) 

 Average Speed of Answer (the top service-level indicator) 

The weighting percentage we assigned to each KPI is based on that KPIɠs 
relative importance in the scorecard. For example, you can see that we gave 
the greatest weight to Cost per Contact and Customer Satisfaction (25% each), 
since those are the foundation metrics. 

A Service Deskɠs Balanced Score will always range between 0% and 100%. If 
your performance is the worst on each of the six KPIs, compared to the 
industry peer group for this benchmark report, your score will be 0%. If your 
performance is the best on each KPI, your score will be 100%. 

When we run this algorithm for literally hundreds of Service Desks worldwide, 
the average Balanced Score is approximately 61%. If your score is above about 
67%, you're in the top quartile. Between about 61% and 67%, you're in the 
second quartile; between about 55% and 61%, in the third; and below 55%, in 
the bottom quartile. 

Tracking Your Balanced Score 

By calculating your overall score for every month or every quarter, you can 
track and trend its performance over time. Charting and tracking your Balanced 
Score is an ideal way to ensure continuous improvement in your Service Desk! 

Consider this real data from a few years ago. One of MetricNet's clients simply 
updated their scorecard every month, as shown in the chart below. The blue 
bars in the chart represent the monthly Balanced Scores, while the green 
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background represents the 12-month trailing trend in scorecard performance. 
You can see that over the course of one year they managed to improve their 
performance substantially. 

Balanced Score Trend 

 

Benchmarking the Balanced Score 

The Balanced Score is the single most useful performance indicator for 
comparing Service Desks. The chart on the next page graphs the Balanced 
Scores for all Service Desks included in this reportɠs benchmark data. The red 
line shows the average overall performance level.
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Benchmarking the Balanced Score (continued)

0.0%

5.0%

10.0%

15.0%

20.0%

25.0%

30.0%

35.0%

40.0%

45.0%

50.0%

55.0%

60.0%

65.0%

70.0%

75.0%

80.0%

B
al

an
ce

d 
S

co
re

s

    

High 75.8%
Average ----- 55.9%
Median 54.3%
Low 30.3%

Key Statistics

Balanced Score
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Benchmarking the Balanced Score (continued) 

The next two pages list  the Balanced Score for each Service Desk in the 
benchmark. They also list each Service Deskɠs performance for each of the six 
KPIs used to calculate the Balanced Score. The data records are listed in rank 
order, from the best Balanced Score (record #43) to the worst (record #29). If 
you want to see what any other Service Deskɠs score looks like compared to 
yours, you can use this list. 
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Overall 
Ranking

Benchmark 
Data Record 

Number

Average Cost 
per Agent-

Assisted 
Contact

Voice 
Customer 

Satisfaction

Voice Agent 
Utilization

Net First 
Contact 

Resolution Rate

Agent Job 
Satisfaction

Average Speed 
of Answer 
(seconds)

Total Balanced 
Score

1 43 $15.14 91.2% 16.0% 33.9% 83.6% 165 75.8%
2 28 $29.38 83.9% 13.5% 45.8% 84.3% 166 75.1%
3 50 $30.71 77.6% 11.4% 48.4% 86.4% 151 73.5%
4 35 $15.00 60.8% 18.1% 42.4% 85.0% 195 73.4%
5 25 $32.14 90.9% 10.3% 44.1% 83.6% 130 73.1%
6 45 $21.96 59.4% 13.0% 50.8% 84.4% 141 72.4%
7 18 $30.82 96.4% 9.9% 46.0% 73.4% 189 69.3%
8 26 $29.67 66.1% 11.1% 45.0% 87.7% 145 68.8%
9 23 $13.64 40.1% 12.7% 49.0% 87.8% 130 68.7%

10 36 $24.52 76.4% 12.4% 38.6% 78.8% 125 67.7%
11 41 $54.90 61.0% 15.4% 51.5% 80.4% 158 67.5%
12 10 $39.70 62.3% 8.4% 44.1% 87.4% 84 64.4%
13 8 $27.62 80.9% 11.4% 34.4% 82.5% 215 63.5%
14 5 $20.80 49.8% 10.0% 41.1% 84.8% 102 62.6%
15 20 $31.34 35.3% 14.8% 50.0% 79.7% 221 60.4%
16 21 $32.62 77.4% 10.3% 37.6% 71.1% 150 59.6%
17 4 $6.18 27.6% 17.9% 32.5% 82.7% 170 59.5%
18 19 $36.27 64.3% 8.5% 43.3% 85.3% 252 58.7%
19 27 $49.17 62.8% 10.3% 39.0% 84.7% 157 58.4%
20 24 $16.37 82.5% 9.2% 32.7% 69.6% 221 57.2%
21 12 $73.89 59.9% 7.2% 51.5% 82.7% 134 56.4%
22 22 $22.14 21.9% 12.6% 40.8% 86.7% 167 55.4%
23 38 $21.96 74.3% 11.5% 35.3% 66.2% 258 55.0%
24 3 $41.67 46.3% 9.6% 42.0% 80.5% 142 54.6%
25 17 $14.00 32.7% 11.4% 41.1% 86.2% 293 54.5%
26 42 $27.42 26.7% 10.6% 41.9% 83.5% 132 54.1%
27 16 $78.29 43.0% 7.8% 59.7% 83.0% 193 54.0%

Rankings by Balanced Score

 

http://www.metricnet.com/
http://www.metricnet.com
http://www.metricnet.com


 SAMPLE Insourced Service Desk Benchmark 
(sample report onlyɞdata is not accurate!) 

 
33 | P a g e © M e t r i c N e t ,  L L C w w w . m e t r i c n e t . c o m 

 

Overall 
Ranking

Benchmark 
Data Record 

Number

Average Cost 
per Agent-

Assisted 
Contact

Voice 
Customer 

Satisfaction

Voice Agent 
Utilization

Net First 
Contact 

Resolution Rate

Agent Job 
Satisfaction

Average Speed 
of Answer 
(seconds)

Total Balanced 
Score

28 6 $53.08 60.5% 10.7% 41.9% 73.9% 177 53.9%
29 37 $47.27 74.9% 8.6% 40.6% 75.9% 272 53.8%
30 9 $19.23 24.6% 12.4% 43.4% 81.5% 227 53.8%
31 14 $38.93 50.5% 10.8% 45.5% 85.1% 379 53.5%
32 46 $35.31 35.1% 12.5% 47.2% 78.5% 294 52.6%
33 2 $27.19 24.0% 12.8% 38.9% 86.0% 230 51.9%
34 39 $76.96 58.0% 8.5% 42.1% 81.6% 121 51.5%
35 15 $79.53 39.7% 7.1% 55.0% 81.9% 135 50.9%
36 13 $31.29 19.2% 12.8% 39.3% 77.7% 107 50.6%
37 30 $34.56 23.1% 9.8% 43.4% 81.3% 185 49.0%
38 49 $22.28 29.7% 9.9% 39.7% 73.6% 194 47.8%
39 48 $54.30 37.7% 10.3% 44.2% 80.7% 268 47.5%
40 11 $68.58 30.7% 7.4% 49.2% 83.8% 164 47.2%
41 31 $104.24 60.4% 9.8% 44.1% 82.3% 226 46.5%
42 44 $19.33 14.7% 13.6% 38.6% 72.1% 204 46.4%
43 7 $25.45 16.8% 9.8% 37.9% 84.4% 229 45.6%
44 40 $84.58 48.2% 5.5% 42.2% 83.2% 117 44.8%
45 34 $73.55 60.2% 5.3% 46.6% 65.3% 174 43.2%
46 47 $16.32 11.3% 9.8% 38.9% 71.9% 182 42.6%
47 33 $18.85 45.2% 8.4% 33.6% 63.8% 237 42.4%
48 1 $57.44 28.7% 5.0% 43.4% 79.4% 129 42.3%
49 32 $141.15 43.8% 5.1% 46.0% 84.2% 244 30.8%
50 29 $130.25 38.5% 4.4% 48.2% 77.7% 205 30.3%

Average $41.94 50.5% 10.5% 43.0% 80.4% 186 55.9%
Max $141.15 96.4% 18.1% 59.7% 87.8% 379 75.8%
Min $6.18 11.3% 4.4% 32.5% 63.8% 84 30.3%

Median $31.31 49.0% 10.3% 42.9% 82.4% 175 54.3%

Key 
Statistics

Rankings by Balanced Score (continued)
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Benchmarking the Balanced Score (continued) 

The next two pages show the rankings for each KPI in the scorecard. The 
column for each KPI has the performance levels listed in rank order, from best 
(top row) to worst (bottom row). This is the same data you saw in the previous 
list . But in this list it is not tied to gether by individual Service Desk data 
records. Instead, each KPI is ranked on its own. This allows you to look at your 
performance for any given metric on the scorecard and see how you stack up 
against other in-house/insourced Service Desks in your geographical region. 
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KPI Ranking
Average Cost per 
Agent-Assisted 

Contact

Voice Customer 
Satisfaction

Voice Agent 
Utilization

Net First Contact 
Resolution Rate

Agent Job 
Satisfaction

Average Speed 
of Answer 
(seconds)

Total Balanced 
Score

1 $6.18 96.4% 18.1% 59.7% 87.8% 84 75.8%
2 $13.64 91.2% 17.9% 55.0% 87.7% 102 75.1%
3 $14.00 90.9% 16.0% 51.5% 87.4% 107 73.5%
4 $15.00 83.9% 15.4% 51.5% 86.7% 117 73.4%
5 $15.14 82.5% 14.8% 50.8% 86.4% 121 73.1%
6 $16.32 80.9% 13.6% 50.0% 86.2% 125 72.4%
7 $16.37 77.6% 13.5% 49.2% 86.0% 129 69.3%
8 $18.85 77.4% 13.0% 49.0% 85.3% 130 68.8%
9 $19.23 76.4% 12.8% 48.4% 85.1% 130 68.7%

10 $19.33 74.9% 12.8% 48.2% 85.0% 132 67.7%
11 $20.80 74.3% 12.7% 47.2% 84.8% 134 67.5%
12 $21.96 66.1% 12.6% 46.6% 84.7% 135 64.4%
13 $21.96 64.3% 12.5% 46.0% 84.4% 141 63.5%
14 $22.14 62.8% 12.4% 46.0% 84.4% 142 62.6%
15 $22.28 62.3% 12.4% 45.8% 84.3% 145 60.4%
16 $24.52 61.0% 11.5% 45.5% 84.2% 150 59.6%
17 $25.45 60.8% 11.4% 45.0% 83.8% 151 59.5%
18 $27.19 60.5% 11.4% 44.2% 83.6% 157 58.7%
19 $27.42 60.4% 11.4% 44.1% 83.6% 158 58.4%
20 $27.62 60.2% 11.1% 44.1% 83.5% 164 57.2%
21 $29.38 59.9% 10.8% 44.1% 83.2% 165 56.4%
22 $29.67 59.4% 10.7% 43.4% 83.0% 166 55.4%
23 $30.71 58.0% 10.6% 43.4% 82.7% 167 55.0%
24 $30.82 50.5% 10.3% 43.4% 82.7% 170 54.6%
25 $31.29 49.8% 10.3% 43.3% 82.5% 174 54.5%
26 $31.34 48.2% 10.3% 42.4% 82.3% 177 54.1%
27 $32.14 46.3% 10.3% 42.2% 81.9% 182 54.0%

Rankings of Each KPI
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KPI Ranking
Average Cost per 
Agent-Assisted 

Contact

Voice Customer 
Satisfaction

Voice Agent 
Utilization

Net First Contact 
Resolution Rate

Agent Job 
Satisfaction

Average Speed 
of Answer 
(seconds)

Total Balanced 
Score

28 $32.62 45.2% 10.0% 42.1% 81.6% 185 53.9%
29 $34.56 43.8% 9.9% 42.0% 81.5% 189 53.8%
30 $35.31 43.0% 9.9% 41.9% 81.3% 193 53.8%
31 $36.27 40.1% 9.8% 41.9% 80.7% 194 53.5%
32 $38.93 39.7% 9.8% 41.1% 80.5% 195 52.6%
33 $39.70 38.5% 9.8% 41.1% 80.4% 204 51.9%
34 $41.67 37.7% 9.8% 40.8% 79.7% 205 51.5%
35 $47.27 35.3% 9.6% 40.6% 79.4% 215 50.9%
36 $49.17 35.1% 9.2% 39.7% 78.8% 221 50.6%
37 $53.08 32.7% 8.6% 39.3% 78.5% 221 49.0%
38 $54.30 30.7% 8.5% 39.0% 77.7% 226 47.8%
39 $54.90 29.7% 8.5% 38.9% 77.7% 227 47.5%
40 $57.44 28.7% 8.4% 38.9% 75.9% 229 47.2%
41 $68.58 27.6% 8.4% 38.6% 73.9% 230 46.5%
42 $73.55 26.7% 7.8% 38.6% 73.6% 237 46.4%
43 $73.89 24.6% 7.4% 37.9% 73.4% 244 45.6%
44 $76.96 24.0% 7.2% 37.6% 72.1% 252 44.8%
45 $78.29 23.1% 7.1% 35.3% 71.9% 258 43.2%
46 $79.53 21.9% 5.5% 34.4% 71.1% 268 42.6%
47 $84.58 19.2% 5.3% 33.9% 69.6% 272 42.4%
48 $104.24 16.8% 5.1% 33.6% 66.2% 293 42.3%
49 $130.25 14.7% 5.0% 32.7% 65.3% 294 30.8%
50 $141.15 11.3% 4.4% 32.5% 63.8% 379 30.3%

Average $41.94 50.5% 10.5% 43.0% 80.4% 186 55.9%
Max $141.15 96.4% 18.1% 59.7% 87.8% 379 75.8%
Min $6.18 11.3% 4.4% 32.5% 63.8% 84 30.3%

Median $31.31 49.0% 10.3% 42.9% 82.4% 175 54.3%

Rankings of Each KPI (continued)
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Benchmarking the Balanced Score (continued) 

For a graphical benchmark of each individual metric in the scorecard, see the 
fol lowing section of this report. It contains charts for all 44 KPIs, including the 
six scorecard KPIs. The red line in each chart represents the average 
performance within the benchmark peer group, for you to compare against your 
own Service Deskɠs performance. You can jump to the charts for the six 
scorecard KPIs using these links (each of those charts has links above it that 
you can use to return to this page or to jump to the next scorecard-KPI chart): 

 Average Cost per Agent-Assisted Contact 

 Voice Customer Satisfaction 

 Voice Agent Utilization  

 Net First Contact Resolution Rate 

 Agent Job Satisfaction 

 Average Speed of Answer 

We always organize these charts from left to right so that good performance is 
on the left and bad performance is on the right. In some cases, such as cost, 
you'll notice an ascending distribution because lower numbers are better. In 
other cases, such as customer satisfaction, you will see a descending 
distribution because higher numbers are better.
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Detailed Benchmarking Data 

Inbound Channel Mix Metrics 

Voice % of Total 

Definition:  Voice % of Total is the percentage of total contacts that originate in 
the voice channel. 

Why itɠs important: Voice % of Total is important because the Cost per Contact 
for voice-completed contacts is usually higher than for IVR, chat, and web 
contacts. By reducing the number of contacts originating in the voice channel, 
the overall average Cost per Contact can be reduced. Many Service Desks, 
recognizing the potential to reduce their costs, constantly strive to reduce 
their Voice % of Total  by deflecting calls into lower-cost channels. 

Key correlations: Voice % of Total is strongly correlated with the following 
metrics: 

 Average Cost per Agent-Assisted Contact 

 Average Cost per Contact (all contact types) 
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Voice % of Total (continued)
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High 100.0%
Average ----- 69.8%
Median 68.0%
Low 26.0%

Key Statistics

Voice % of Total
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Inbound Channel Mix Metrics (continued) 

Chat % of Total 

Definition:  Chat % of Total is the percentage of total contacts that originate in 
the chat channel. 

Why itɠs important: Chat % of Total is important because the Cost per Contact 
for chat-completed contacts is significantly lower than for voice-completed 
contacts. By increasing the number of contacts originating in the chat channel, 
the overall average Cost per Contact can be reduced. Many Service Desks, 
recognizing the potential to reduce their costs, constantly strive to increase 
their Chat % of Total. 

Key correlations: Chat % of Total is strongly correlated with the following 
metrics: 

 Average Cost per Agent-Assisted Contact 

 Average Cost per Contact (all contact types) 
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Chat % of Total (continued)
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High 47.5%
Average ----- 14.5%
Median 9.6%
Low 0.0%

Key Statistics

Chat % of Total
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Inbound Channel Mix Metrics (continued) 

Web Ticket/Email % of Total 

Definition:  Web Ticket/Email % of Total is the percentage of total contacts that 
originate in the web ticket/email  channel. 

Why itɠs important: Web Ticket/Email % of Total is important because web 
tickets/emails do not require an immediate response. By increasing the number 
of contacts originating in the web ticket/email channel, a Service Desk can 
dampen spikes in the voice and chat channels, and can respond to many of the 
web tickets/emails during slower periods. This leads to more productive agents 
and improved service levels in the voice and chat channels. 

Key correlations: Web Ticket/Email % of Total is strongly correlated with the 
following metrics:  

 Average Cost per Agent-Assisted Contact 

 Average Cost per Contact (all contact types) 
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Web Ticket/Email % of Total (continued)
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High 43.8%
Average ----- 8.3%
Median 2.2%
Low 0.0%

Key Statistics

Web Ticket/Email % of Total
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Inbound Channel Mix Metrics (continued) 

Walk-Up (ɢGenius Barɣ) % of Total 

Definition:  Walk-Up % of Total is the percentage of total contacts that 
originate by the user coming to the Service Desk for support in a face-to-face 
setting (similar to the concept of the ɢGenius Barɣ for customer support in 
Apple stores). 

Why itɠs important: Offering users a walk-up support option tends to 
significantly improve overall Customer Satisfaction for a Service Desk, in 
addition to contributing to a positive perception toward all of IT. Walk-up 
contacts are often more costly than contacts in other channels, but if managed 
properly in locations with a high density of end users, a walk-up option can 
improve a Service Deskɠs overall performance. 

Key correlations: Walk-Up (ɢGenius Barɣ) % of Total is strongly correlated with 
the following metrics:  

 Customer Satisfaction 

 Net First Contact Resolution Rate 
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Walk-Up (ɢGenius Barɣ) % of Total (continued)
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High 16.6%
Average ----- 2.9%
Median 0.1%
Low 0.0%

Key Statistics

Walk-Up ("Genius Bar") % of 
Total
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Inbound Channel Mix Metrics (continued) 

Self-Help % of Total 

Definition:  Self-Help % of Total is the percentage of inbound contacts that are 
resolved by the user without assistance from a live agent. These could include 
contacts that are resolved within the IVR (such as automated password resets), 
and issues that are resolved by the user through a self-help portal. A user who 
opts out of the IVR or self-help session to connect with a live agent does not 
count as part of the Self-Help % of Total because the user did not resolve the 
issue before contacting a live agent. 

Why itɠs important: The Cost per Contact for self-help contacts is significantly 
lower than it is for agent-assisted contacts. By increasing the number of 
contacts resolved through self-help, the Cost per Contact can be reduced 
significantly. Many Service Desks, recognizing the potential to reduce their 
costs, constantly strive to increase their Self-Help % of Total. 

Key correlations: Self-Help % of Total is strongly correlated with the following 
metrics: 

 Average Cost per Contact (all contact types) 

╢▄■█Ȥ╗▄■▬ Ϸ ▫█ ╣▫◄╪■
╥▫■◊□▄ ▫█ ◊▼▄►Ȥ►▄▼▫■○▄▀ ╬▫▪◄╪╬◄▼

╣▫◄╪■ ░▪╫▫◊▪▀ ╬▫▪◄╪╬◄ ○▫■◊□▄ ╪■■ ╬▐╪▪▪▄■▼
 

http://www.metricnet.com/
http://www.metricnet.com
http://www.metricnet.com


SAMPLE Insourced Service Desk Benchmark  
(sample report onlyɞdata is not accurate!) 

 
48 | P a g e © M e t r i c N e t ,  L L C w w w . m e t r i c n e t . c o m 
 

Self-Help % of Total (continued)
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