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INTRODUCTION

In today’s evolving service environment, competitive pressures increase daily, and new technologies are 
changing how service can be delivered and how customers expect it to be delivered.  Whereas, in the 
past, service was viewed as a cost center, with little focus on customer satisfaction, training or productiv-
ity enhancements.  These things can’t be ignored today because, often, that field tech is the only touch 
point with a customer after a sale.  

The key component of any successful, efficiently run, service organization that contributes to higher cus-
tomer satisfaction levels is maintaining a properly managed and informed workforce.  A workforce that 
is outfitted with the tools needed to solve problems and complete work to the customer’s expectations 
while on-site, the first time.  ServicePower’s software provides the tools and its expert service consul-
tants provide the support to achieve both! 

ServicePower’s connected field services software solutions bring together the customer with dispatch-
ers, technicians, both employed and 3rd party, claims and warranty processes, parts, mobility technolo-
gy, business intelligence, and social collaboration.
 
ServicePower connects all aspects of the field service value chain, from dispatch to payment, through 
innovative technology that accelerates business efficiency gains and customer satisfaction while reduc-
ing costs. 

Technicians are no longer ships at sail alone in a vast sea, they’re connected to resources at the office 
through collaboration tools like video and chat. They are scheduled with the expected parts to either fix a 
failed product, or perform maintenance on a connected product for 
which ServicePower proactively predicted a future failure. 

ServicePower’s team of experts, which include industry vet-
erans with long tenure recruiting and managing both em-
ployed and 3rd party contracted workforces, use the 
ServicePower connected field workforce management 
software, to increase productivity, lower costs and im-
prove customer satisfaction for clients that outsource 
some or all of their service processes to us. We manage 
those labor forces with the help of tried and true playbooks 
which define how to best utilize the software, identify cur-
rent processes and challenges across functional groups, and 
define process and policy for employees as well as contractor 
labor resources. 
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WHAT IS A 
PLAYBOOK?

A playbook is an operational manual which defines policies that dictate employee interactions  and utili-
zation of field service management software, as well as operational processes which support corporate 
goals and key performance metrics.
 
Playbooks, especially those that are supported by executive buy-in, minimize misuse of the software, and 
are critical to achieving corporate metrics, as well as reaping the benefits of any FSM software and its 
continued success.

Practices outlined in the playbook ensure field resources have clear expectations related to configuring, 
using and maintaining the software, as well as performing field based activities such as repairs and main-
tenance. It increases engagement, therefore, driving operational excellence and increasing productivity.

The ServicePower Playbook: Remote Workforce Management 
Learn from our experts! 

In this playbook, we’ll teach your field service leaders about the key elements of the service process, as 
well as proven practices for managing a remote, combined field workforce. These best practices have 
been developed and used by our seasoned, successful field service managers both from previous field 
service organizations and at ServicePower.  Within ServicePower, we manage a network of third party 
contractors offered for hire through  ServiceOutsouring. These best practices will help improve your 
team’s effectiveness, drive employee adoption, improve customer satisfaction, and enhancing business 
results. 

Key Remote Workforce Management Element 
There are several key processes to define and implement in any field service organization. 
1. Workforce Strategy
2. Employee Engagement
 • Ride along
 • Job shadow
 • Goal setting
 • Effective communication
 • Development
3. Key performance indicators

Each of the elements above will be addressed in the 
following sections

http://www.servicepower.com/service-management-field-service-outsourcing
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WORKFORCE 
STRATEGY

According to Aberdeen, the top 3 field service complaints are waiting too long for an appointment, field 
techs arriving late, and lack of first time resolution. 
 
It is critical now, in an environment where competition in service is increasing, as are costs, to plan your 
workforce strategy to address common complaints, as well as achieve overall business KPIs. 

More and more, FSOs are creating service delivery strategies which include employed resources, third 
party contracted resources and on-demand resources, to perform onsite and remote services.

But how does your FSO create this strategy?

How do you deliver service and to whom?

Onsite Service

Onsite service is a mandate for most organizations; it is the epitome of white glove service. It helps dif-
ferentiate top retailers and manufacturers from their competition. It has the least tolerance for error since 
everything is visible while working onsite with nowhere to hide mistakes.

Type of Client

There are two general types of clients in a field service operation.

The commercial client requires the right resource with deep expertise.  They require immediate action 
when an asset fails.  They are also the most likely to purchase routine maintenance to avoid unplanned 
asset down time.  Access hours are typically normal business hours when employees are working.

The residential client must make themselves available to your schedules.  This is generally very disrup-
tive because it interrupts their normal daily routines and commitments to be home for your field resource.  
Most will spend time to clean their house to make it presentable.  They worry about personal safety and 
damage to their home.

In either case, if the field resources does not show up or the work is not completed during the first visit, the 
entire process must begin again.

However, with the difficulties of providing service on-site, comes incredible opportunity to create loyalty.  
When the work is done right, the customer is immensely appreciative and your organization saves money 
on repeat trips.
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WORKFORCE 
STRATEGY

So, how does your FSO provide the best service possible, in the shortest amount of time, at the least 
amount of cost?

Mixed Labor Workforce Management
The W2 Workforce
In an environment where field resources are employed, the FSO must determine the supply of field re-
sources to meet demand, including during planned seasonal or unplanned catastrophic spikes.  It must 
also understand the:

• Different classification of jobs
• Average duration of specific jobs
• Average duration of parts install
• Special tools requirements
• Helper resources needed

All of these attributes factor into the total number of jobs that each field resource can run and actually 
complete during a shift.  Additionally, the labor supply calculation must also include ‘back office’ resources 
used to complement and/or manage field technicians.  The graphic below is a depiction of the calculation 
required to determine the number of field technicians and other personnel.

However, with a fixed workforce, when demand grows, labor supply falls short, and when demand declines, 
supply is too high.  Though technology like  ServiceScheduling can be used to improve the efficiency and 
productivity of employed field resources, when supply does not meet demand, costs rise and margin goes 
down when the FSO cannot complete all possible jobs, or has to pay salary to idle technicians.  

• Efficiency of the technician
• Average travel time 
• Geographic area covered
• Average “Non-wrench” administrative time

http://www.servicepower.com/optimized-field-service-scheduling
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WORKFORCE 
STRATEGY

Most organizations compensate for these changes with manual intervention.  However it only adds to the 
cost burden, because manual operational adjustments are inefficient, create bad behaviors, and create 
unanticipated consequences.
  
Best practice is to staff to the lowest seasonal volume is the best strategy and augment demand with a 
third party on-demand workforce.
 
The Third Party and On-Demand Workforce

Third party workforces, or contractors, are used by many FSOs as the means for delivering services to 
their customers. Third parties can be managed through technology, like ServiceOperations, which pro-
vides automation and line of sight into jobs dispatched to independent service organizations. Rates can be 
negotiated up front, and processes put in place to approve exceptional costs when identified, and claims 
processing logic implemented so costs are known and controlled. 

However, it’s challenging to ensure that third party workforces deliver the same customer experience as 
your own workforce. 
 
Strategic Workforce Management Planning
So, what is the best option for field service organizations?
  
Relying on a single labor channel to pro-
vide adequate field resources doesn’t 
enable your field service organization 
to adapt quickly enough to business 
fluctuations and/or achieve your orga-
nizational metrics. 
 
The solution is most often to staff to the 
lowest seasonal demand volume and 
supplement with third parties!  Moving 
work seamlessly between your own 
workforce and a third party network 
should be automated.  There are many 
companies that have attempted this with homegrown systems.  This is expensive, complex, and only work 
moderately well.  ServicePower SmartScheduling is an industry first.  SmartScheduling seamlessly dis-
patches work between your own workforce through ServiceScheduling and a third party network through 
ServiceOperations for a true end to end workforce solution.

http://www.servicepower.com/dispatch-and-claims
http://www.servicepower.com/optimized-field-service-scheduling
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EMPLOYEE 
ENGAGEMENT

For any service delivery strategy, there are key elements necessary to the long term success of the oper-
ation. Some of those elements are more applicable to employees and some to third parties.  

The Ride Along

A ride along with a field resource, which can be conducted with either employees or contractors, is de-
signed to identify what is going on in the field, as well as potential opportunities for improvement. For 
employed resources, it’s important to focus on behaviour and process, such as:

• Are vehicles used to deliver service, be them company assets, employee or third party 
 owned, clean, free of damage, operational and well maintained,  appropriately branded 
 and organized as to decrease onsite service time?
• Is the Field Technician on time for work, in uniform, neatly groomed and prepared with 
 their schedule? Do they have the tools and skills to complete jobs on the first truck roll? 
 Do they under how they are being measured and your expectations of their onsite 
 behaviour, like wearing booties inside, offering accessories for sale and inviting the 
 customer to take a survey?  
• Did the employee call ahead to let the customer know an ETA?
• Did your employee greeted the customer properly, listen to the 
 issue,  explain what he or she was doing to resolve the problem, 
 associated costs or warranties, and possible next steps?
• Was the vehicle locked, and assets secured?
• Were parts checked into and out of inventory correctly?  
 Were unused parts repackaged?
• For third party contractors, some of the same 
 applies. Additionally:
  • Do contractors set up complete, accurate 
      scheduling profile data? Are they regularly 
      checking for new jobs? 
  • Do they comply to the scheduled dates and times, or 
          are they rescheduling a high percentage of jobs? 
  • Do they under how they are to interact with your 
     customers, in terms of brand image?

No One Wants to See this in 
their Home or Business!
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EMPLOYEE 
ENGAGEMENT

The Job Shadow

A job shadow is more relevant to employed resources. It’s like a (reverse) ride-along with every function 
within the FSO and is designed to help non leadership and administrative staff understand day to day 
activities, as well as add value to the FSO by looking for ways to simplify activities, or suggest alternative 
processes or actions.  

During the job shadow, those shadowing should be on the 
lookout for:

• Call center and administrative personnel:
  • Are staff neat, clean, organized work areas 
      which are free of distraction and facilitate 
      contacting resources available for 
                assistance with questions?

• Dispatch:
  • Are staff neat, clean, organized work areas
       as well as maps and reference material for 
      the area(s) they support?
  • Does the Dispatcher have visibility to the routes 
      in the FSM software? How is compliance to 
      the route monitored? How are job in jeopardy
      identified and managed?
  • Does the Dispatcher understanding how to use the 
     software effectively, and how manual changes or scheduling of schedule meetings, 
     training, vacations impact the schedule and overall costs?
  • How does the Dispatcher find another Technician to run a job if needed or readjust 
      scheduled jobs to fill open slots left by jobs that get rescheduled or cancelled?

• Managers:
  • Do managers inspect routes, both physically and through the software, to ensure 
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EMPLOYEE 
ENGAGEMENT

         workforce is being routed efficiently and routes are being followed?
  • Do managers understand corporate KPI’s and how to impact them? Do they 
      communicate the same to staff? 
  • Where are reports and how are they read?  Do managers understand the data and use it?
  • Are managers engaged with employees? Do they set goals, communicate company 
      and business objective, performance goals and reviews?
  • Are managers engaged with and interact professionally with key business partners?

• Generally:
  • Notice if personnel prepared for the day, know their daily tasks, understand 
      customer’s needs & expectations, and have tools and resources to perform their work.
  • Be a part of every task in its entirety; don’t assume a task is being performed correctly 
      or the most efficiently. Ask questions, offer suggestions. 
  • Watch for value of the task. If the task isn’t adding value, consider discontinuing 
     (nothing generates field buy-in quicker than making jobs easier).
  • Look for repetitive activity.
  • Look for hard, complex or time consuming activity.
  • Look for expertise in areas.  If others are doing the same task, but not as well,  
     consider specialization of work.

Goal Setting

Setting goals is critical to any business operation. In a field service organization, it’s critical since some 
employees are remote or even contractors and interact with customers in their homes or businesses di-
rectly, with no management oversight, generally, present.
  
• For employees:
  • Enforce partnership between company functions, such as with the finance team in 
     terms of understanding the company’s financial metrics.
  • Create buy in from team members; make them part of the process.
  • Articulate the goal. Set goals which can be achieved.
  • Set, review and monitor corporate and individual goals. 
  • Spend time with your top performers. Learn what should be implemented for the 
     entire team.
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EMPLOYEE 
ENGAGEMENT

  • Recognize success

• For contractors:
  • Do contractors perform the job they were sent, in a manner that is consistent with 
     your employees, and in line with your brand?

Effective Communication

Communication is also critical to business success, with employees or third parties. 

• Communicate process, expectations and goals.
• Establish a review meeting rhythm, with set agendas, and build it into the calendar.
•  Know the content and formulate a point of view and practice the delivery.
• Communicate company objective, new partnerships or clients. 
• Know your audience and how best to communicate to them.
• Make sure your employees or contractors know the process to get answers and escalate.

Development

For employees, development activities are vital to ensuring all employees have a path to leadership. It’s 
not as applicable to contractors, however.

• Perform individual meetings and performance reviews. Discuss development. Inquire about 
 employee needs and desires.
• If requiring an employee to develop a new skill, it is imperative that there is a clear and 
 concise training plan with regular check-ins.
• Ensure that employees know that it is their responsibility to make needs and desires known.
• Show employees where to find development related material.
• Encourage employees to build their own development plans and present it to leadership.
• Help fill in the gaps and build  realistic time lines.
• Be available and follow up often to ensure success.
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KEY PERFORMANCE INDICATORS 
(KPI) FROM STATS

Managing any field based organizations cannot be done blindly. Ensuring that tools and software are im-
plemented and accurately used can make the difference between meeting or missing corporate metrics 
and key performance indicators. KPIs need to be clear, measurable metrics that drive your business. KPIs 
should be determined by a cross functional group of stakeholders who understand how KPIs impact em-
ployees, contractors, customers and the company brand image and shareholder value.

Leaders must have a clear understanding of what improving each KPI does for the business. Typical KPIs 
measured and managed in a field service organization are:

Workforce Metrics
• Capacity
• Utilization
• Shift compliance
• Efficiency/Productivity
• Drive time/Fuel expenses
• SLA Compliance
• Cycle time
• On time arrivals
• Management resources 
 vs field resources
• First time fix success
• Jobs per day
• Completes per day
• % of jobs requiring parts
• Rework rate
• Junk out rate
• Reschedule rate
• Rejection rate

Business Metrics
• Margin
• Schedule Cost
• Service Cost
• Quality of Service
• Customer Satisfaction
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KEY PERFORMANCE INDICATORS 
(KPI) FROM STATS

Warranty Claims Metrics
• Service cost
• Average labor, parts, mileage, 
 tax and freight costs
• Labor only job percentage
• Parts usage
• Fraud analysis
• Audit savings
• Claim edit validation error rate

Customer Experience Metrics 
• Next day availability
• Turn time
• Rework
• CSAT

P&L Statement Metrics
•  Have an expert from Accounting or Finance review how to read a P&L. Be clear on:
 • Operational definitions of 
    accounts
 • What hits each account
 • Controllable vs fixed costs
 • Identify labor revenue 
     compared  to labor cost
 • Warranty costs
 • Warranty claim rejections
 • Insurance claims
 • Part costs (not returned, 
     excessive part usage, 
     restocking fees)

Most importantly when considering KPIs 
and corporate metrics, never review once 



The Power Playbook: Successful Management of a Remote Workforce          13.

KEY PERFORMANCE INDICATORS 
(KPI) FROM STATS

and walk away. It’s critical to perform ongoing workforce performance analysis, using FSO data, to define 
opportunities to maximize productivity and utilization of field technicians and third party contractors.  
 
In particular with third party contractors, perform regular workforce fraud analysis, using dispatch and 
claim data, to identify contractors whom exhibit signs of fraud, such as:

• Repeated ‘same home’ jobs
• High percentage of repeat work
•  Labor only claims
•  Excessive part use
•  Excessive mileage charges
•  High percentage of customer education claims
•  Large claim dollars expended to few providers
•  Frequent rate increase requests

Summary

Managing any field service workforce requires strategic planning, in terms of which labor resourc-
es are best suited, by themselves or in a mixed or combined state, to achieve business metrics 
including margin, costs, cycle time, productivity and customer satisfaction. Using data and this 
playbook can help your FSO plan and execute a field service business plan that achieves your 
goals.

And, if you need assistance, our seasoned field service veterans, including those whom have 
managed 3rd party networks as well as large retail field service staffs, can help your FSO craft a 
strategic plan for mix labor channel resource use. We can also use our planning and forecasting 
tool, ServiceStats, and our staff statisticians to provide a thorough analysis, defining opportunities 
to maximize productivity and utilization, and identify suspected fraud in your contractor network. 

Plan. Execute. Review. Optimize for performance. 

Be a Best in Class field service organization!

http://www.servicepower.com/connected-field-service-business-intelligence
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