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The One Year Path to World-Class Performance

Months from Project Kickoff
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Initial 

Benchmark and 

ROI Calculation

Implement Project 

Recommendations from 
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Metrics Training 

and Report 

Development



The Benchmarking Methodology
Southwest’s Service 

Desk Performance

Performance of 

Benchmarking Peer 

Group

Determine How 
Best in Class Achieve 

Superiority

Adopt Selected 
Practices of 

Best in Class

Achieve World-Class 
Performance

The ultimate 

objective of 

benchmarking

COMPARE



Southwest Service Desk Overview

Voice

Email

Web Portal

Chat

Other

Total

Technician Level 1 47.0 Trouble Ticket System ServiceNow Geneva

Lead Tech 3.0 Automatic Call Distributor (ACD) Avaya G3 Version 11

Supervisor/Team Lead 3.0 Knowledge Management System ServiceNow Geneva

Manager 2.0 Remote Control Software Remotely Anywhere

QA/QC 1.0 Call Quality Click 2 Coach

Training 1.0

Total 57.0

Service Desk Locations Dallas, TX

Hours of Operation 24 X 7

Annual Operating Expense* $5,154,828

Technology ProfileFTE Personnel Headcount

Monthly Inbound Contact Volume

11,101

278

1,218

3,524

3,379

19,500

Monthly Outbound Contact Volume 4,324



Initial Benchmark

 Module 1: Southwest Baselining / Data Collection

 Module 2: Benchmarking and Gap Analysis

 Module 3: Balanced Scorecard

 Module 4: Best Practices Process Assessment

 Module 5: Strategies for Improved Performance

 Module 6: Report Development and Presentation of Results



Data Collection



Personnel Interviews



Benchmarking Peer Group Selection



Summary of Included Benchmarking Metrics

 Cost per Inbound Contact

 Cost per Minute of Inbound Handle Time

 Net First Level Resolution Rate

Cost Productivity Service Level

Quality

Technician

 Average Speed of Answer (ASA)

 % of Calls Answered in 30 Seconds

 Call Abandonment Rate

 Inbound Contacts per Technician per Month

 Outbound Contacts per Technician per Month

 Technician Utilization

 Technicians as a % of Total Headcount

 Call Quality

 Net First Contact Resolution Rate

 Customer Satisfaction

 Annual Technician Turnover

 Daily Technician Absenteeism

 Technician Occupancy

 Schedule Adherence

 New Technician Training Hours

 Annual Technician Training Hours

 Technician Tenure (months)

 Technician Job Satisfaction

Contact Handling

 Inbound Contact Handle Time (minutes)

 Outbound Contact Handle Time (minutes)

 Inbound Contacts as a % of Total Contacts

 User Self-Service Completion Rate



Process Maturity Assessment

Proactively Managing 

Stakeholder 

Expectations

Stakeholder 
Communication

A Holistic Approach to 

Performance 

Measurement

Performance 
Measurement

Leveraging People and 

Processes
Technology

Expeditious Delivery of 

Customer Service
Process

Proactive, Life-Cycle 

Management of 

Personnel

Human

Resources

Defining Your Charter 

and Mission
Strategy

Definition
Model 

Component

Customer 
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Strategy

Human 
Resources
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Performance
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Stakeholder 
Communication



Results of the 
First Benchmark



Cost per Inbound Contact
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High $26.66

Average ־־־־־ $17.50

Median $17.85

Low $10.81

Southwest $23.25

Key Statistics

Cost per Inbound Contact

$23.25



Customer Satisfaction
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Key Statistics
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Cost vs. Quality for Southwest Service Desk
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Initial Southwest Airlines Service Desk Balanced Scorecard

Step 1

Six critical performance 

metrics have been selected 

for the scorecard.

Step 3

For each performance metric, 

the highest and lowest 

performance levels in the 

benchmark are recorded.

Step 4

Your actual performance 

for each metric is 

recorded in this column.

Step 5

Your score for each 

metric is then calculated:

(worst case - actual 

performance) ÷ (worst case 

– best case) × 100

Step 6

Your balanced score for 

each metric is calculated:

metric score × weighting

Step 2

Each metric has been 

weighted according to 

its relative importance.

Worst Case Best Case

Cost per Inbound Contact 25.0% $26.66 $10.81 $23.25 21.5% 5.4%

Customer Satisfaction 25.0% 62.8% 96.8% 92.8% 88.2% 22.1%

Technician Utilization 15.0% 37.9% 63.8% 61.7% 91.9% 13.8%

Net First Contact Resolution Rate 15.0% 60.3% 94.1% 76.6% 48.2% 7.2%

Technician Job Satisfaction 10.0% 62.5% 93.9% 80.0% 55.7% 5.6%

% of Calls Answered in 30 Seconds 10.0% 15.1% 77.6% 59.5% 71.0% 7.1%

Total 100.0% N/A N/A N/A N/A 61.1%

Performance Metric
Metric 

Weighting

Performance Range Your Actual 

Performance

Balanced 

Score
Metric Score



Balanced Scorecard Summary
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High 75.9%

Average ־־־־־ 53.2%

Median 53.6%

Low 34.2%

Southwest 61.1%

Key Statistics

Service Desk Scores

61.1%



Six-Part Model for Service Desk Best Practices

Proactively Managing 

Stakeholder 

Expectations

Stakeholder 
Communication

A Holistic Approach to 

Performance 

Measurement

Performance 
Measurement

Leveraging People and 

Processes
Technology

Expeditious Delivery of 

Customer Service
Process

Proactive, Life-Cycle 

Management of 

Personnel

Human

Resources

Defining Your Charter 

and Mission
Strategy

Definition
Model 

Component

Customer 

Enthusiasm

Strategy

Human 
Resources

Process

Technology

Performance
Measurement

Stakeholder 
Communication



Best Practices Process Assessment Summary
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Overall Process Assessment Score

63.2%
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Process Maturity vs. Scorecard Performance
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Notable Strengths

 Customer Satisfaction is in the top quartile

 Customer Satisfaction is the most important measure of quality

 Productivity metrics are outstanding

 All productivity metrics are in the top quartile

 Most technician metrics are strong

 All but two technician metrics are in the top quartile

 Growth in the chat and portal channels is excellent!

 Southwest scored very well on the process maturity assessment

 The Southwest Service Desk scored above average on the balanced scorecard

 Second quartile performance overall

The Southwest Service Desk has a number of notable strengths.



Opportunities for Improvement

 Southwest’s costs are above average

 Cost per Inbound Contact and Cost per Minute of Inbound Handle Time are in the bottom quartile

 This is most likely due to the high tenure and wage rates of the technicians

 Some key service level metrics are weak

 Average Speed of Answer is in the third quartile, and Call Abandonment Rate is in the bottom 

quartile

 This may be the result of high technician utilization levels

 Interviewees expressed concern in the following additional areas:

 The inability to retain new technicians long-term

 A perceived lack of opportunities for career advancement



Recommendations were Made

1. Develop a formal career path for service desk personnel

2. Take steps to increase contact volume in lower cost channels – e.g., chat, and 

user self help

3. Adopt the MetricNet Service Desk Balanced Scorecard

4. Establish stretch goals in key areas to improve performance

5. Improve process maturity in compliance with industry best practices



The Continuous 
Improvement Phase



The One Year Path to World-Class Performance

Months from Project Kickoff
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Key Initiatives
1. The Balanced Scorecard was Adopted

2. A Technician Career Path was Established

3. Chat Volume Increased Dramatically

4. Technician Scorecards were Implemented

5. Processes Matured Significantly

6. Metrics Matured Significantly



Processes Matured Significantly
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Overall Process Assessment Scores
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Maturing the Metrics

METRICS

PEOPLE

PROCESS

TECH



Metrics: The Linchpin of Success

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

1 2 3 4 5

Metrics Maturity Ranking

D
e
s
k
to

p
 S

u
p

p
o

rt
 B

a
la

n
c
e
d

 S
c
o

re

n = 143B
a

la
n

c
e

d
 S

c
o

re
c

a
rd

 P
e

rf
o

rm
a

n
c

e



The Second Benchmark:
One Year Later



The One Year Path to World-Class Performance
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Year over Year Improvement in Cost
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Year over Year Improvement in Quality
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Year over Year Improvement in FCR
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Cost vs. Quality After One Year
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One Year Later: Southwest Service Desk Scorecard 
Scorecard

Step 1

Six critical performance 

metrics have been selected 

for the scorecard.

Step 3

For each performance metric, 

the highest and lowest 

performance levels in the 

benchmark are recorded.

Step 4

Your actual performance 

for each metric is 

recorded in this column.

Step 5

Your score for each 

metric is then calculated:

(worst case - actual 

performance) ÷ (worst case 

– best case) × 100

Step 6

Your balanced score for 

each metric is calculated:

metric score × weighting

Step 2

Each metric has been 

weighted according to 

its relative importance.

Worst Case Best Case

Cost per Inbound Contact 25.0% $42.56 $18.35 $21.64 86.4% 21.6%

Customer Satisfaction 25.0% 66.7% 97.8% 93.9% 87.4% 21.8%

Technician Utilization 15.0% 39.5% 63.3% 53.4% 58.2% 8.7%

Net First Contact Resolution Rate 15.0% 58.5% 93.4% 76.8% 52.4% 7.9%

Technician Job Satisfaction 10.0% 61.0% 93.5% 80.0% 58.5% 5.8%

Average Speed of Answer (seconds) 10.0% 125 20 119 6.1% 0.6%

Total 100.0% N/A N/A N/A N/A 66.5%

Performance Metric
Metric 

Weighting

Performance Range SWA 2017 

Actual 

Performance

Balanced 

Score
Metric Score



Year over Year Improvements in Balanced Score
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Process Maturity vs. Scorecard Performance
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Performance Quartile

1 Top quartile on Cost per Contact $21.64 1st

2 Top quartile on Customer Satisfaction 93.9% 1st

3 Top quartile on the Balanced Scorecard 66.5% 1st

4 Overall Process Assessment score of 75% or more 80.1%

5 ROI of more than 100% 231%

SWA Service Desk
World-Class Performance Criteria

SWA Service Desk is Now World-Class!



From Good to Great in One Year!



Questions?





Thank You!



Questions?
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About MetricNet
Your Benchmarking Partner



 Co Founder and Managing Partner, MetricNet, LLC

 Winner of the Ron Muns Lifetime Achievement Award

 Named one of HDI’s Top 25 Thought Leaders in 2016 and 

2017

 Former CEO, The Verity Group

 Former Vice President, Gartner

 Founder of the IT Service and Support Benchmarking 

Consortium

 Author of A Hands-On Guide to Competitive Benchmarking

 Harvard MBA, Stanford MS

Your Speaker: Jeff Rumburg



www.metricnet.com 703.992.8160 info@metricnet.com

Contact MetricNet…



Benchmarking is MetricNet’s Core Business

Call Centers

Telecom

Information 

Technology

Satisfaction

 Customer Service

 Technical Support

 Telemarketing/Telesales

 Collections

 Service Desk

 Desktop Support

 Field Support

 Price Benchmarking

 Customer Satisfaction

 Employee Satisfaction



Meet a Sampling of Our Clients
MetricNet Conducts benchmarking for IT Service and Support organizations worldwide, and 

across virtually every industry sector. 

http://www.barclays.co.uk/
http://www.google.com/imgres?imgurl=http://www.easywaystogogreen.com/wp-content/uploads/2010/05/Schneider_Electric_Logo_New.jpg&imgrefurl=http://www.easywaystogogreen.com/eco-friendly-company-profiles/schneider-electric-global-energy-management/&h=292&w=800&sz=80&tbnid=QY0LGVKCidaQwM:&tbnh=52&tbnw=143&prev=/images?q%3Dschneider%2Belectric%2Blogo&zoom=1&q=schneider+electric+logo&hl=en&usg=__rEPuyPxx6f1RkOgp6ZstFYjKFn8=&sa=X&ei=766bTMSiHIXGlQfXqvWaCg&ved=0CBgQ9QEwAA


Thank You!


