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1
INTRODUCTION

When defining the Help Desk strategy, consider the risk of going live without proper support in place for the end users. Needless to say, the end users are trained prior to going live, but there are always questions and issues that arise that they cannot handle on their own.  In order to maintain high customer (internal and external) satisfaction and minimize the risk of a slow down in productivity, an internal Help Desk is established. 

1.1 Purpose of this Document 

The purpose of this document is to provide direction and guidance as to how a help desk should be planned and implemented.   It is important to ensure that there is consensus among team leaders on the goals, scope and approach of the Help Desk.  A Help Desk plan is developed and executed to ensure end users are properly supported and remain productive after ‘go live’.   The strategy defined in this document is intended to apply for the duration of the XYZ project and its subsequent phases.   A long-term strategy will need to be defined and implemented at the completion and close out of the XYZ project.

1.2 How to Use this Document

HOW TO USE THIS DOCUMENT  (see appendix and supporting excel files for details):
Read this document and supporting attachments to get an understanding for establishing a Help Desk

Follow the tasks under ‘Getting Started’ on the Help Desk Planning Worksheet in the Help Desk Plan Template

Complete ‘Implement Help Desk Infrastructure’ tasks in Help Desk Planning Worksheet in the Help Desk Plan Template

Maintain Help Desk procedures

Note:  Most leading software vendors and systems integrators include similar concepts and tools in their methodologies.   If that is the case for your program, utilize this document as a checklist or guide to ensure that your help desk process is complete.

2 WHAT IS THE HELP DESK?

2.1    Description

The Help Desk is the critical support team that addresses all questions, problems and concerns that arise once the new system has gone ‘live’.  The Help Desk team serves as backup support behind end users applying their training and using their documentation and on-line help.  A successful Help Desk establishes thorough system knowledge and corporate understanding and helps to increase user satisfaction and acceptance by providing fast and high quality solutions.  The Help Desk team is comprised of a combination of team leads, power users and technical team members who have been instrumental during the project and final cutover. 

The Help Desk supports the following areas:

· Functional/application usage
· Business process
· Software malfunctions
Technical hardware or network malfunctions are directly forwarded to the IT Help Desk as soon as they have been identified and classified as such. 

The Help Desk is charged with providing quick response to users when they need help.   The Help Desk team will:

· Answer questions ‘on the spot’

· Log issues appropriately

· Classify, process and / or escalate issues quickly

· Follow up and report on issue status

The service level support targets are set forth by management and the Help Desk Team.  They are intended to set thresholds to strive to achieve for help desk response times and issue resolution:  (Below is an example)

Response to an initial voicemail or email request within:

· 15 minutes for high or medium priority issues

· 1 hour for low priority issues 

Resolution to questions or issues:

· Immediate resolution for general application and process questions 90% of the time.

· High importance/impact open issues within 4 business hours.

· Medium importance/impact open issues within 1 business day.

· Low importance/impact open issues within 3 business days.

The written Help Desk strategy, process and plan are reviewed and approved by the program manager, Help Desk Team and key management.  The plan is presented in summary form to the steering committee.

2.2    Timeframe

Planning ( Requirements ( Design ( Build ( Transition ( Go-Live


Help Desk 

The Help Desk is implemented during the final cutover.    The help desk team is actively involved and available during the cutover and evolves into their help desk role as you ‘go-live’ on the new system.

2.3    Results

>  Help Desk strategy planned, procedures communicated and plans implemented

>  Help Desk staffed and operational
2.4    Deliverables

>  Documented Help Desk process and staffing 

>  Known issues documented with their resolutions
2.5    Parties Involved

While team leads and Help Desk leads play the key roles in Help Desk support, many parties are involved in the Help Desk process.  Below are representative of typical Help Desk team members and roles.

· End users ( initiate questions or issues

· Designated individuals ( 1st level support

· Help desk leads ( 2nd level support

· Program manager ( assist in escalating more difficult or critical 2nd level issues.  Also work with Help Desk to design workarounds and to propose permanent solutions to steering committee.

· IT personnel ( handle technical issues (ie. hardware, network)

· SI/vendor consultants ( assist in vendor functionality questions

· Steering committee members ( make decisions on proposed solutions to escalated issues

· Owner of the help desk ( responsible for overall end user satisfaction with Help Desk 

1st level support  = team leads or designated individuals are the first point of contact for the users. There must be at least one lead assigned for each major process area.  

2nd level support = Help Desk leads are key individuals, who played instrumental roles in the project, have a strong network and working relationship internally and have a good understanding of processes across multiple areas of the project.   These leads may play a dual role as a team lead as well.  Together, the Help Desk leads have a full understanding of processes and system usage across the entire project and will report to the Help Desk owner. 

Help Desk owner = XYZ program manager is ultimately responsible for the success of the Help Desk.  The Help Desk owner is responsible for:

· Overall user satisfaction

· Assuring resources are skilled, trained and appropriately allocated

· Adjusting hours and staffing to accommodate call volume and user needs

· Measuring actual helpdesk performance against planned service levels

· Supporting 2nd level support in escalating issues and planning/implementing their final resolution

· Planning and implementation of specialized Help Desk tools and technologies (ie. diagnostics, trouble tracking / logging / escalation, knowledgebase)

The program manager will own the help desk while subsequent phases of the XYZ project are still in process.  A long term help desk will need to be put in place once the XYZ project is completed and closed out.

See the Help Desk Process diagram and the detailed process defined in the ‘Approach’ section below.  

2.6   Scope

Define the scope of the Help Desk.  Typically, the scope of the Help Desk is to support all users of the new ERP system.  This includes the following areas:

· Internal 1st and 2nd level user support – All questions and issues related to the ERP system

· Functional/application usage

· Business process

· Technical (forwarded to IT as appropriate – i.e. network, printer, hardware)

· Security (password resets, user management, information assurance issues, etc.)

· Coordinate with external consulting for support

· Coordinate with vendor 1st level support for those issues that cannot be solved internally

· Escalate significant issues and propose major development requests to the steering committee

· Additional tasks may include:

· Training for new end users

· Training for new processes/functions

· Internal information workshops

· Coordination of development requests

· Updates and posting of FAQs for support self-service

· Participation in follow-on projects

· Implementation of workarounds

· Installation of patches, fixes, upgrades

Hours of operation and staffing: Sufficient hours and allocated resources are required for the Help Desk.  Each team establishes the hours and staffing for 1st level support based on their normal hours of operation.   The hours and staffing of 2nd level support covers the normal hours of operations across all teams.  Therefore, 2nd level may have to schedule support beyond the official workday.  All teams need to consider the flex hours and research working around the clock.  Extended hours of operation may be covered via remote support through use of cell phones and pagers.

3 APPROACH

The Help Desk process involves both immediate resolutions to questions and issues as well as an escalation process for those that require additional investigation or a management decision.  Below is a diagram of a sample process with step-by-step instructions.

3.1    Step-by-Step Instructions

1)   End user contacts 1st level support with their question or issue.   

a. Contact is made in person (if both parties work in the same immediate area), via the phone or email (only after the user has unsuccessfully found the answer in the end user documentation).

b. The question or issue is both resolved and communicated immediately or 1st level support        

indicates what the next steps for resolution will be and an estimated time for closure.
Note:  “Live” availability to support the users is the best.  Perceived responsiveness of the help desk is highest when a user’s initial attempt to seek help is received “live” and either resolved or next steps communicated.  Voicemail and email are effective ‘back ups’, for user’s convenience when they have non-urgent/after hour requests.

1st level support (or 2nd level if they received the initial call) logs ALL questions and issues.  The log should be a database or spreadsheet used to track and manages all issues raised through the Help Desk.  There should only be one log for XYZ.  Therefore, it should be kept on the server, project portal, as part of the system - in a place where everyone has access to it.

The following fields on the log should be captured (see: Help Desk Issue Log worksheet in the Help Desk Plan Template)

Issue # - sequential numbering of issues as they are logged works best

Initiator – name of the initiator and their contact number

Initiator extension or # -- indicate the number where the initiator of the issue can be reached

Date and Time Opened – date and time stamp when the question or issue was raised (not the date it was logged in case there was a delay in logging it)

Associated Test Script (if applicable) – indicate which process was being done when the question or issue arose.  This should be able to be linked back to a test script in most cases.  By logging this information – adjustments to process definitions, documentation and end user training materials is facilitated. 

Summary Description – describe the question or issue in enough detail for others referencing the log to understand it

Impact / Importance – select prioritization of the issue based on its impact and importance.

low – production system is not down, business is not stopped, affects only the individual and there is no urgency

medium – production system is not down, minor impact on business and/or more than one user/process area is impacted 

high –  production system is down, problem has been identified as critical, business is severely impacted, many users/process areas are impacted 

Type – select the type of issue that classifies it into one of the following:

· Functionality

· Process

· Documentation

· Data integrity

· Report

· Interface

· Technical

· Hardware

· Network

· Printer / Fax

· Database

· User Management

· Other

Owner – assign individual who is responsible for taking the next step to resolve the issue

Current Status – indicates standing of the issue overall (not from the individual’s responsibility perspective).  Assign one of the following statuses:

· open – new, no activity on it to date

· in process –  owner is working on it

· closed – issue is resolved, documented and communicated 

Next Step – indicate course of action to be taken if applicable.  Also reference any previous issues that are related.

Next Step Date – indicate the targeted date for the next step actions to take place

Completion Date – when current status is updated to ‘closed’ indicate the date that it was resolved, documented and communicated.

Resolution, development request # or link to vendor support request – when current status is updated to ‘closed’ document the resolution defined, and when a development request or vendor support request is initiated, identify that number as well.  Examples of resolutions:

· Usage assistance

· Process redefined

· Work around defined 

· Development request submitted and approved

· Vendor support request required and submitted

· Identical to previous issue #XX

· Resolve the issue if possible and communicate the resolution to the initiator and help desk team.  Otherwise, be sure to escalate to the owner assigned on the log and communicate the progress and estimated resolution turnaround to the initiator.

· All type ‘technical’ issues are passed to the IT Help Desk

· All other types of issues are passed to 2nd level support

2nd level support attempts to resolve the issue.  

If the Help Desk can resolve the issue:  update status and completion date, document resolution and communicate resolution to the initiator and help desk team.  Otherwise:

Software or bug issues – 2nd level Help Desk continues to own the issue, but should utilize SI/vendor on-site consultants to see if they can provide a resolution.  

If SI/vendor consulting resolves the issue, 2nd level Help Desk updates status and completion date, documents the resolution and communicates the resolution to the initiator and help desk team.

If SI/vendor cannot resolve the issue or determines there is a bug in the software, 2nd level Help Desk contacts 1st level vendor support and enters a vendor support request with them.  They also update resolution and link to vendor support request with the vendor support request number and next steps with any additional information available and communicate resolution to the initiator and help desk team.

Scope and other issues – Owner is assigned to one of the program manager and next step updated by 2nd level Help Desk.  If the Program manager can resolve the issue, they update status and completion date, document resolution and communicate resolution to the initiator and help desk team.  Otherwise:

If the Program manager identifies the issue as a bug, they assign owner back to 2nd level Help Desk and update next steps to indicate a vendor support request is required.
2nd level Help Desk contacts 1st level vendor support and enters a vendor support request with them.  They also update resolution and link to vendor support request with the vendor support request number and next steps with any additional information available and communicate resolution to the initiator and help desk team.

If the Program manager identifies the issue to be a minor development request that they can approve and the internal IT team can develop, they turn it over to IT, update status to ‘closed’, enter the completion date, document the resolution and communicate resolution to the initiator and help desk team.

If the Program manager identifies the issue as a significant development request requiring additional resources and budget, they maintain ownership of it and propose it to the Steering Committee.

If the Steering Committee approves it without requiring additional resources or budget (changing IT priorities), the Program manager turns it over to IT, updates status to ‘closed’, enters the completion date, documents the resolution with the development request number and communicates resolution to the initiator and help desk team.

If the Steering Committee approves it as a new project, with additional resources and budget, the Program manager turns it over to the New Project’s Program or project manager, updates status to ‘closed’, enters the completion date, documents the resolution with the development request number and communicate resolution to the initiator and help desk team.

During the first week of ‘live’ production, the Help Desk Team meets daily to discuss issues, identify issue trends and refine the Help Desk Process.  During the second and third weeks of being ‘live’, the Help Desk Team meets every 2-3 days to discuss issues and refine the Help Desk Process.  During the fourth and fifth weeks they also discuss the preparations for month end and status of the month end close.  Following the first month end close, the Help Desk meets on a regular basis determined by the status and frequency of the issues at that point.

In addition to the standard Help Desk Process, the Help Desk Team is responsible for reviewing the issue log and resolutions to assure service levels are met and that any additional training requirements, documentation updates and new user training needs are addressed by the appropriate parties.

3.2   Location and Communication

Determine where the Help Desk(s) will be located.  Typically, the help desk is located in a combination of places.  The power users (or 1st level support) are often based in their home departments.  The location of second level support may be more flexible.  Regardless, it is important to have an area formally designated as 2nd level support.  Below is an example:

· 1st level Help Desk – designated individuals are based in their departments.

· 2nd level Help Desk – Help Desk Leads are based in their home department, but also spend time in the XYZ project area in the IT office

· Consultants – are based in the department they are supporting

· XYZ program manager – are based in their normal work area, but move from department to department throughout the day as well as the XYZ project area in the IT office.

The Help Desk schedule, location, resources and contact information is planned and communicated in advance and available on-line on the XYZ website.   Input from the Help Desk Planning Worksheet – Help Desk Hours and Contacts are used to define the initial Help Desk Schedule.

Determine the communication process.  Following is one scenario for communication.

· Receipt and escalation of issues:

· Users and 1st level support (team leads) is face to face and via the phone.  Voicemail, email and beepers are only to be used as defined within each team for support.

· 1st level and 2nd level support starts when a call is placed to 2nd level support and the issue is logged and available on the server.  Voicemail, email and beepers are only to be used as defined by 2nd level support.

· 2nd level support and SI/vendor on-site consultants and ABC program manager starts when 2nd level support contacts SI/vendor consulting and/or ABC program manager. Voicemail, Email and Beepers are only to be used as defined by the ABC program manager.

· ABC program manager and the steering committee and / or help desk owner is via a formally scheduled meeting.

· 2nd level support and 1st level vendor support is via normal vendor support procedures.

· Resolution of issues to the initiator and help desk team:

· In person by 1st level help desk if they resolve the issue immediately

· Email for all other resolutions – directed to the initiator and cc: Help Desk Team

3.3   Assumptions/Prerequisites

As indicated in the Help Desk Plan, several things must be successfully completed prior to beginning use of the Help Desk.   These include all project tasks and deliverables up to the ‘Cutover’ being completed and signed off - including but are not limited to:  

· Development, Testing and End User Training complete

· Cutover in process

· Help Desk strategy and procedures approved, documented and communicated

· Help Desk Plan approved, documented and communicated

· Help Desk Team (team leads, Help Desk Leads, Help Desk Owner) established and communicated

· Help Desk schedule and contact information communicated and available on-line (on XYZ web-site, portal, server…)

3.4    Comments

TIPS for handling help desk calls:

Be courteous and listen

Gather as much information as possible and validate that you understand their question 

Remain calm, especially when they are excited
Set expectation for next step and anticipated timeframe for resolution
Follow up 
4   APPENDIX A – HELP DESK INFORMATION WORKSHEET

There are five spreadsheets in the ‘Help Desk Information’ Worksheet.

· Help Desk Planning to provide appropriate steps to follow to define and implement a Help Desk

· Help Desk Questionnaire to assist in the planning of the Help Desk strategy and process

· Help Desk Hours to assist in scheduling of the Help Desk

· Help Desk Contacts to assist in documenting points of contacts for each area and their respective contact information

· Help Desk Issue Log to provide the basic information that should be tracked for all issues raised to the help desk

Program manager(s) should uses the Help Desk Planning spreadsheets to step them through the process.  They should complete the remaining spreadsheets during the help desk planning process.  The results should be incorporated into the guide above.  The results should also be included in a ‘Frequently Asked Questions’ format for quick reference of the users.

4.1   Help Desk Planning

The Help Desk Planning spreadsheet assists in the planning of the Help Desk by:

· Providing a list of tasks that should be completed by the Program Manager when defining the Help Desk

· Providing comments and references for key ‘Getting Started’ tasks

4.2    Help Desk Questionnaire

The Help Desk Questionnaire spreadsheet assists in the planning of the Help Desk by:

· Helping the program manager and team leads to think about some key strategies and the approach of the Help Desk

· Documenting the decisions around Help Desk strategy

· Acknowledge any gaps or open questions in regards to the Help Desk

Completing the spreadsheet:

After reading the Help Desk Guide document, the Program Manager should review the questionnaire and complete those questions that are applicable to the overall Help Desk.  Then the team leads should assist in some of the details and contact information.  (See basic instructions at the top of the spreadsheet)

Question: Each question relates to some aspect of the Help Desk.  Since each team may have a slightly different approach to their area and execution, it is important for each area’s approach to be clearly documented.  Insert any additional questions or comments at the bottom of the list.

Response:  Please include your response in the area available to the right of each question.  

4.3   Help Desk Hours
The Help Desk Hours spreadsheet assists in the scheduling the Help Desk Team and is used to communicate the normal hours of operation for the users.

Completing the spreadsheet:

After reading the Help Desk Guide document, the Program Manager (and team leads) should determine the required the hours of operation.  If hours of operation vary based on the department or business process or department, complete the Help Desk Hours spreadsheet.

Columns:  Edit to reflect all business process areas effected by the new ERP system.  Also include second level support teams as applicable.

Rows:  Indicate the days of operation

Cells:  Indicate the determined hours that each process area will have help desk support.  Hours typically vary by area (and sometimes day) based on the typical work day for each area.

4.4
Help Desk Contacts

The Help Desk Contacts spreadsheet provides the names and contact information for all individuals on the Help Desk Team. 

Completing the spreadsheet:

After reading the Help Desk Guide document, the Program manager should review the Hours and Contacts and complete the information that is applicable to the overall Help Desk strategy.  Then the Help Desk Team should assist in the remaining details and contact information.  Each field (from left to right) is explained below as well as through comments in the worksheet

Area:  List all user areas effected by the new ERP system.

Name:  Indicate the Help Desk lead, team lead or power user responsible for each area

Phone # and Hours:  Indicate the phone number to be used during the specified.  If a team member’s hours vary, insert additional lines and include the day or date with the relevant hours.

Email # and Hours:  Indicate the email address to be used during the specified hours.  If a team member’s hours vary, insert additional lines and include the day or date with the relevant hours.

Beeper # and Hours: Indicate the beeper number to be used during the specified hours.

Office Location and Hours:  Indicate the location the team member can be found for the hours specified.  

4.5   Help Desk Issue Log

The Help Desk Issue Log spreadsheet provides an example of the key information that should be tracked for all issues raised by the users to the Help Desk.

See Step 2) in the Step-by-Step instructions in the above Help Desk Guide.   Each field is also labeled with a comment to describe the information tracked in that column.
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