
Field service
beyond fix and repair



Consider this situation: You meet someone new at a networking event. As what commonly happens, this person asks you, 
“What do you do?” Most people explain the core functions of their jobs, or maybe mention their titles, when answering 
this question. But jobs have become more complex and diverse in the past 10-20 years. Whether due to new business 
models or companies trying to do more with less, employees are often finding themselves working on projects outside of 
those core job descriptions. 

Field service management has found itself in this situation too. Regardless of where you work within a field service 
organization (FSO), you could answer the above question by saying something about fixing and repairing, or helping 
customers solve problems, or something about customer experience and satisfaction.

Field service beyond fix and repair



Function #1: Fix and repair

Functions beyond fix and repair

The core function of many field service organizations is fixing and repairing the customer’s problem. That can be a 
plumbing problem, an HVAC problem, a pest control problem, or any other host of issues. Typically, though, a field service 
organization works to fix and repair whatever issues have arisen for its clients. 

But what does the world of field service management look like beyond fix and repair? What are those other elements of 
the job that you need to do every day -- but might not mention in a quick networking intro? If you’re doing well on fix 
and repair, you need to begin thinking about some of these other functions of your role.
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Function #2: Drive sales and marketing
Marketing drives sales, and sales drives revenue, making this a crucial function of an FSO. Sales and marketing operate a bit 
differently within field service than in other types of organizations, though. 

Your best marketing efforts will most likely come from your technicians One big element of being in the field is the technician’s 
ability to upsell products and services when he or she is out with a client. For example, a client calls for the repair of a fan. 
The technician notices that the entire unit itself could be replaced and is empowered to offer a discount on a new product. 
Or, the technician notices that the client does not have a preventative maintenance plan, and he or she has paid more in 
maintenance without one. Maybe a service contract is a better fit for the client. In these cases, you get a sale without a 
‘salesperson.’ And if your technicians are doing a good job with this function, this should help drive repeat business and 
referrals.

There are other avenues you can take around marketing. Email, for example, is particularly effective cost-wise and your 
message lands directly in someone’s inbox, while social media marketing is based on algorithms in terms of who sees what 
offers. Remember, though, that the message needs to be well tailored and relevant to the recipients’ needs, otherwise it is 
just spam. 

While these have their place in marketing, referral is a primary source. Consider this research from Marketo about conversion 
rate (people that became customers of a given brand) by channel across multiple industries:

The dark red line probably jumps out to you, and that’s referral. Even when normalized, it is still more than double the power 
of the next channel. 

While the best way to drive sales is through your technicians, you need to involve your back office and logistical processes 
here as well. Within field service, there are numerous sales KPIs relative to your specific niche. Usually, however, one of them 
will involve a volume of sales per day, week, or month. One of the surest paths to revenue generation in field service is 
maximizing the amount of billable jobs you can go on throughout a given day and week. This requires an effective pipeline 
-- sales prospects need to be educated quickly, moved into your funnel seamlessly, and their initial needs need to be taken 
care of quickly and effectively. Then, follow up appointments should be set. If your funnel process is disjointed -- sloppy 
sales work, ineffective onboarding, etc. -- it will be hard to generate revenue consistently over time. 

The twin engines of sales and marketing in field service are effective technician work (will drive referrals) and streamlined 
logistical processes (will help keep things running smoothly). We will  address the latter in more detail in a future section. 

Acquisition Channel
Sales prospecting
Email
Inbound
Event
Paid marketing
Webinar
Nurture
Referral
Partner
Social media

Conversion rate - lead to opp
0.90%
0.55%
3.82%
1.48%
2.98%
1.61%
0.58%
10.99%
4.54%
1.95%

Conversion rate - normalized
0.31%
0.19%
1.30%
0.50%
1.01%
0.55%
0.20%
3.74%
1.54%
0.66%

Marketo, Inc. 

http://blog.marketo.com/2015/08/marketo-data-tells-us-what-is-the-top-conversion-rate-by-channel.html


Function #3: Forecast future demand

There are many ways for field service organizations to compete on data and analytics, and one of the initial ways many 
organizations try is through future demand forecasting. 

In this process, you try to gauge the demand for your services in some pre-determined period going forward (say, one 
month). You base this on data from the past few months in terms of billable jobs, client needs, etc. You also look at your 
sales pipeline and what new clients exist that might need to start scheduling appointments.

When you have an idea of what future demand looks like, you try to integrate scheduling, dispatching, and inventory. At 
this point, your goal is using future demand forecasting to positively impact first-time fix rate. You could theoretically say 
something like, “In three weeks, we’re going to need a lot more of this type of widget.” You then order those widgets and 
in three weeks, when that demand is there, your first-time fix is higher -- and you’re not sending technicians all over a city 
grabbing new parts. 

There are many more complex iterations of using data to drive revenue in field service, but beginning with future demand 
forecasting is a great first step. If you successfully tie it to first-time fix rate increases, you are doing great -- and moving 
beyond fix and repair.



Function #4: Design effective processes

We could write an entirely separate eBook on designing processes in field service organizations, so for now we’ll say this. 
The central goal of any process for your business is to make your business more effective. Oftentimes, FSOs forget this 
-- especially as they grow revenue and staff -- and create what can be called ‘process for the sake of process.’ This doesn’t 
benefit your field service organization, and it usually bogs down your staff in time-consuming logistical activities that aren’t 
necessarily adding value. 

There is joint research from Stanford’s Business School and Engineering School that might help you here. It shows a 
‘Goldilocks Effect’ around business processes. What does that mean?

     ● Companies with too many rules tended to be good at hitting marks and tasks, but their end products were not 
        viewed well by their customers.
     ● Companies with too few rules tended to not get anything done.
     ● Companies with a middle-of-the-road mix of rules tended to be the most successful at achieving their goals and    
        pleasing customers. 

Basically, consider it this way: Processes are very important to any field service organization, because they define how 
things need to be done. But if you choke everything in processes, you will not be effective. And if you completely remove 
processes, you will not either. The goal is a spot in the middle. All FSOs need to navigate to that middle line for themselves.

https://www.gsb.stanford.edu/insights/effective-people-think-simply


Function #5: Analyze real-time information

This is a second tier of using ‘big data’ to compete. Real-time information is just how it sounds: data delivered as it happens. 
Typically, this will be from a technician working at a client site, or a technician en route to a new appointment (via his or her 
GPS enablement). 

Analyzing real-time information is different from analyzing standard data, because standard data is usually analyzed after 
the fact, i.e. once it has been collected and sorted. Real-time information needs to be analyzed as it is happening. It requires 
a slightly different skill set.

Here is a small example: Say your technician has six appointments on a Tuesday. They have been mapped out for maximum 
effectiveness and a lack of bullwhip effect, meaning the sixth appointment will not be incredibly late because of problems 
with the first five. But as you monitor your technician’s GPS, you see a major traffic problem between Appointments 2 and 3. 
Re-routing and making Appointment 5 into Appointment 3 would make a lot more sense. So you do that, which is a good 
use of analyzing real-time information, but now you also need to communicate to everyone involved what is happening -- 
the technician, but also everyone from Appointment 3 to Appointment 5, whose own schedules are now adjusted. 

This is a constant dance within field service planning; elements change, quick analyses are made, and then effective 
communication needs to fan out to everyone who will be impacted. One of the easiest ways to do this is by having a field 
service management software suite that also allows clients to track technicians and your back office to directly message 
clients. 

In short, real-time information is not valuable in a vacuum. Once it happens, everyone impacted by the real-time decision 
needs to know how things are changing. If you combine real-time data analysis with effective communication, you will 
please clients -- and that will help drive revenue. 



Function #6: Be clear on brand promise

This is getting a bit more complicated now; organizations often outsource the creation of ‘brand promise’ to agencies that 
specialize in it, and often at high costs. 

You need to have an idea internally what your brand promise is, though. It is exactly as it sounds, but more nuanced in 
execution than definition. What is the promise that your brand, i.e. your field service organization, makes to its customers? 
Is it about how the technicians act with customers? Is it about first-time fix rate? Is it about cost effectiveness? Is it about 
how quickly you can respond to a request? There are many iterations of a brand promise in field service management, and 
you need to be clear on yours. 

One final note on the idea of brand promise: often, brand promise is defined at the top levels and pushed downward, as in 
other employees being told, “This is our brand promise.” This is the common way to do things, but not necessarily the most 
effective. It is harder to involve everyone in the crafting of a brand promise, because (a) everyone has day-to-day work to 
achieve and (b) executives have the most responsibility for your organization, so it would seem they should create the brand 
promise. 

But many studies have shown that co-creation of a brand promise between executives and employees is far more powerful, 
and employees will ‘live out’ that brand promise if they feel they had a hand in its creation. 

This also will apply to our next section.



Function #7: Execute on core values

Your brand promise is the 35,000-foot view of what your FSO will do for customers: essentially, what they can expect. 

Your core values are the how of the brand promise. How are your employees supposed to make sure that brand promise 
is being executed to customers? Ideally, this happens by executing on core values such as integrity, passion, customer 
satisfaction, etc. 

In short, your brand promise is the what of your FSO. Your core values are the how. 

And again, core values are often defined by executives and pushed down, but studies often show that co-creation of core 
values -- which can be done in a two- or three-day offsite meeting -- is more effective in terms of day-to-day employees 
regularly showcasing them.

Finally, many FSOs (and other companies) choose adjectives for their core values that are vague or hard to define. That 
makes them harder to execute. Try to be as specific as possible when defining a core value. Instead of saying, “Provide 
delight to clients,” for example, say something like, “We always aim for a first-time fix and a positive client review leading to 
repeat business.” The second option is a bit more specific and easier to track and execute.



Moving beyond fix and repair

Every day when you come to work at your FSO, your primary goal is likely to make sure that client and customer needs are 
fixed and repaired within the time frames they expect. That is the core function of your job. 

But to successfully grow a FSO, you need to think about these concepts above: sales and marketing, process building, brand 
promise, core values, and data applications like future demand forecasting and real-time information. 

All these ideas move you beyond simply focusing on fix and repair. You move from day-to-day tasks and deliverables to 
bigger-picture and strategic thinking. As you get there, you start to see long-term, more sustained revenue growth.

If you have any other questions about moving away from the day-to-day focus on fix and repair to bigger issues described 
above, do not hesitate to contact us. 

http://www.fieldone.com/contact


Schedule a demo

Contact us for more information
on how we can help you.

http://bit.ly/1T5eYgj

