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2020 was one of the most challenging of years for all of us. We have had to 
deal with unprecedented challenges in both our working and personal lives 

as we adapted to a life of lockdowns and for too many of us personal tragedies. 
Yet, at the same time, 2020 was also a year of ingenuity and innovation. 

We saw companies and individuals alike learn the importance of being 
adaptable, developing new approaches, and the importance of embracing 
agility into our thinking. 

There has been much talk of the new normal; indeed, the world in which 
we exist in 2021 is vastly different from the world we left behind when the 
pandemic first hit in March 2020. 

Yet for us in the field service sector, the new normal that is being discussed in 
many ways brings together several key concepts that we have talked about for 
a number of years. 

In that way, the novel coronavirus COVID19, the most significant global 
disruptor since the end of the second world war in 1945, has had a 
democratising effect, bringing the importance of concepts, processes and 
technologies, that were only a year ago the domain of best-in-class field service 
organisations into the industry mainstream. 

It would be too much of a stretch to say that the industry is now all on the same 
page, many companies are further down the path towards a more sophisticated 
approach to service delivery than their peers who are now desperately playing 
catch up, primarily driven by necessity other than anything else. 

However, necessity is, as the old saying goes, the mother of innovation. For 
the vast majority of organisations in our industry, the innovation they need to 
embrace is, fortunately, a reasonably well-worn, and clearly sign-posted path 
that has been trodden by organisations that were ahead of the pack. 

So, while all companies may not entirely be on the same page as yet, we are all 
at least reading from the same script. 

One such area that is likely to become a much more common fixture within 
our sector as we move beyond the pandemic is the adoption of the blended 
workforce, which like many of the other ‘new’ approaches to service delivery 
set to form the new backbone of field service operations in the future, has well-
established benefits as well as clearly defined best-practices for adoption that 
have been proven for some time. 

In this exclusive Field Service News Essential Guide, we will be hearing from 
several experts in this area including companies who have successfully 
established a holistic approach to utilising the blended workforce and 
technology providers that have empowered them on their journey as we 
uncover the drivers behind adopting a blended workforce approach, the 
technology that can bring the many moving parts together and asking if the 
blended workforce-model can be applied to any industry vertical. 

Has the pandemic 
driven a greater need for 
the blended workforce?
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The benefits 
of the blended 
workforce? 
To begin this guide lets us take a moment to look at the 
headline benefits that many field service companies see when 
adopting a blended workforce model within their field service 
operations and ask why the pandemic may have increased the 
need for such an approach even further.... 
There are many benefits to adopting a blended workforce approach, where 

an internal workforce is supplemented alongside a third-party workforce. 

Of course, adopting such a workforce model can be challenging, particularly in 
mission-critical operations such as field service delivery. 

However, when supported by the right technology and processes, it can bring 
significant benefits to those companies who adopt such an approach to building 
our their field service capabilities. 

We will be hearing the challenges and benefits of the blended workforce 
model directly from a range of service companies that have been using such a 
model for several years across this guide. However, to begin, let us take a quick 
surface-level view of some of those key headline benefits. 

Wider Geographical Coverage
This is a considerable benefit of widening your pool of engineers by introducing 

external workers into the mix. By moving beyond the confines of their internal 
workforce limitations, field service companies can ensure more comprehensive 
coverage for faster resolution of existing customer problems and expand their 
service offerings into entirely new regions, opening up potential revenue 
expansion that wouldn’t be possible. 

Optimising Costs 
One of the most significant outcomes of increasing the coverage area a field 
service organisation can service locally is, of course, a reduction of costs with 
regards to travel and accommodation - often some of the most significant 
numbers on a service P&L. 

However, this is not the only area in which the blended workforce allows field 
service companies to optimise costs, as we will see during this guide, many 
service companies embracing the blended workforce do so to ensure that their 
internal workforce is focused on more complicated service requirements. 
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Simultaneously, more routine tasks are passed to the external workers within 
the blended workforce, ensuring that the most valuable resources are allocated 
where they are needed most and where they bring the most value to the 
service provider and customer alike. 

Skill Requirements: 
However, while on the one hand the blended workforce allows a field service 
company to ensure the skills of its internal workforce are accurately placed, on 
the other it can also provide an opportunity to expand the existing skill-sets of 
the internal workforce whenever needed. 

By provides a great opportunity not only to serve existing customers better, but 
also to be a tool for potential growth. 

Seasonality:
Perhaps the most obvious benefit of all when it comes to the blended 
workforce approach is that it gives field service organisations the flexibility 
to meet the fluctuations in demand that naturally occur across different 
seasons. Bringing in a mix of all the three of the previously mentioned benefits, 
seasonality perhaps best encapsulates the key advantages the flexibility the 
blended workforce model brings. 

The blended workforce and the 
pandemic

As is the case with many aspects of field service delivery, the pandemic has 
accelerated changes in our thinking when it comes to moving beyond the 
status quo and embracing new ways of working. The adoption of the blended 
workforce is a facet of such accelerated thinking. 

It is not hyperbole when we state that the pandemic of 2020 has shaped our 
lives more than any event in most of our living memories.

From SMBs to enterprise, from heavy industrial sectors to home maintenance, 
and for companies across every inch of the globe, there has been a need to 
rethink how we approach service delivery.

An exclusive Field Service News Research project run during the latter part of 
2020, which engaged with over 240 field service organisations identified that 
nearly two-thirds of field service companies have had to implement some 
form of prioritisation during the pandemic to deal with the reduced capacity 
they were dealing with amongst their field service workforce, and half of these 
companies believe the levels of prioritisation implemented within the pandemic 
will become a permanent fixture. 
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While there has been much discussion within the field service sector, around 
the pandemic’s challenges, we are still only beginning to face the impact of the 
significant periods of industrial inactivity as we start to move into the recovery 
phase. 

As field service companies across the world begin to build a pathway to 
overcoming the backlog of work that at the time was deemed non-essential, it 
may become imperative for them to turn to external labour forces. 

However, this is not the only reason it could be critical to adopt a blended 
workforce approach as part of the new normal, or at the very least during the 
recovery. 

Even though several vaccines have been produced in record time, the fact 
remains that in the short-term, likely at least the next 24 months, that those 
who catch Covid19 will be required to isolate for a period of between 7 to 

14 days until vaccination programs and herd immunity reach a point where 
the virus is no longer a threat. It could well be commonplace within such an 
environment for field service companies to suddenly lose critical resources 
should a number of their engineers have to isolate at any given time. 

This is perhaps one of the key known unknowns that we can mitigate against as 
we look to this uncertainty set to be part of the recovery period. The blended 
workforce will be a critical tool in giving field service companies the flexibility to 
cope without the luxury of a stable workforce. 

The solution to this challenge, however, would seem to be increasingly 
apparent. 

The field service sector must become more accustomed to the blended 
workforce approach and the flexibility it provides, if we are to get a grip on the 
loss of capacity that threatens to otherwise spiral out of control. 

It could well be commonplace within such 
an environment for field service companies 
to suddenly lose critical resources should a 
number of their engineers have to isolate at any 
given time. This is perhaps one of the key known 
unknowns that we can mitigate against as we 
look to this uncertainty set to be part of the 
recovery period...
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One reason that there is less information around the use 
of the blended workforce in the field service sector is the 
language around the blended workforce is ill defined bringing 
confusion to the conversation before it’s even begun...

One of the biggest challenges in establishing meaningful conversation 
around the blended workforce model is that there are so many synonyms 

across differing  industry verticals and differing regions. So before we begin 
looking at how the blended workforce can bring value to a service operation 
and the challenges that must be overcome to fully harness the benefits of the 
model, let us first clarify some of the language used. 

There’s a whole bunch of different names!” Explains Steve Zannos, Senior 
Director Service Delivery, Electrolux, when we first sit down to discuss 
Electrolux’s use of the blended workforce. 

“Even just here in the US, let alone globally,  there are so many names, that 
are used. We’ve heard terms from factory service to branded service to field 
engineers and I’m sure there’s plenty more,” he adds. 

“There are a number of different terms,” agrees Chris Jessop, Customer Service 
Director, Ideal Boilers. 

“The top level ones tend to be either the blended workforce or the hybrid 
workforce model. I tend to prefer the latter, because I think that truly 

demonstrates what we are dealing with. We then have as much confusion 
internally with terms like direct labour, subcontracted labour agents and 
then a big chunk of our blended, or hybrid workforce is under what we call a 
nominated contractor agreement.”

“The term blended workforce is getting increasing traction,” clarifies Samir 
Gulati, Chief Marketing and Product Officer, ServicePower, an organization 
that provides the specialist technology for many companies to use a blended 
workforce model effectively. 

“Another term that you come across in this discussion is the hybrid workforce, 
but we’re seeing Gartner and other analysts gravitate towards a blended 
workforce, I think that’s become the industry norm.”

Of course, in a horizontal industry, like the field service sector, language can 
often vary from one vertical to another. The conversation around the blended 
workforce does seem to suffer a lot from complicated terminology. However, 
the reality is that the concept at least is reasonably straightforward. The 
blended workforce is one where a company blends its internal workers, and 
external third-party workers to serve their customers better.

The language 
of the blended 
workforce 
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“A Blended Workforce model depends on upon a number of things” explains 
Adam Gordon, Head of Network Planning and Operations, Ericsson. 

“From the Ericsson point of view, we look at the blended workforce and ask 
what is the best strategic approach for us to leverage benefits that we can pass 
on to the customer. 

So, what are the types of workforces that a blended workforce model 
encapsulates? 

“There are two types of worker in the blended workforce,” explains Gulati. 

“Firstly, there is the employed workforce. This consists field workers that are full 
time employees of the customer. This is then blended with an external third-
party workforce that adds to that workforce to bring a number of benefits.” 

“When people mention a blended network, they’re mainly talking about two 
groups,” adds Zannos. 

“The first of these is referencing your ‘badged’ employee that are out there 
running those service calls for you. 

“There’s then a second external workforce that has various names such as a 
third party workforce, an independent service network or maybe an authorized 
service network. This is a group not directly employed or connected with the 
manufacturer, but they serve and work with the manufacturer and help take 

care of the consumers.”
Adding further insight, Gordon adds, “For Ericsson, a blended workforce is 
how we utilize our internal resources. We then utilize suppliers or third parties 
to supplement and reinforce skills that we don’t have. Usually these are areas 
where the required skills would be a high cost for us to have in an internal 
workforce, but it’s good niche for a local supplier.”

For Jessop, while the language of the blended workforce is at best cumbersome 
and at worst overly complicated, the key point is not the words we use to 
define the blended workforce model, but more understanding what is trying to 

be achieved by doing so. 

“The critical element is not the terminologies but recognizing the key goals you 
are trying to drive from this, which is to ensure you have consistency within the 
customer delivery. The customers’ experience through using a hybrid model 
should not be detrimental in any way to your customer base. 

“Introducing an external element to your workforce  should always be done as 
a positive and never as a cost-cutting exercise. Therefore, we try and ensure 
that no matter what terminologies used, there is a common goal of managing 
customers’ expectations,” Jessop adds. 

Having a clearly defined language of the various aspects of the blended 
workforce may seem like a simple step to take, but it is critical as it allows for 
much more effective communication around what is, as we will see as we work 
thorough this guide, a complex but highly rewarding process. 
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For those companies such as Ericsson, Ideal Boilers, and 
Electrolux who have been utilizing a blended workforce 
model successfully, for many years, there are many significant 
benefits. Another company with a vast amount of experience 
in this area is our partner on this guide is ServicePower. In 
this section, we will look at the benefits these companies see in 
the blended workforce model...
Having now defined the blended workforce model let us take some time 

to explore in greater detail some of the core drivers for adopting it. In the 
opening chapter we discussed some of the headline benefits of the model but 
which of these are the most critical drivers in the eyes of  industry leaders who 
have direct first-hand experience working with such models?

“The blended workforce provides benefits that include increasing geographic 
coverage, allowing for seasonal surges, unplanned events, such as storms and 
catastrophes, and the augmentation of skill-sets,” explains Frank Gelbart, Chief 
Executive Officer, ServicePower. 

“Additionally, it’s all about agility.  The blended workforce model offers 
increased agility that really enables service organizations to take on both more 
service jobs and also different types of service jobs. Therefore, it allows them to 
increase their top line service revenue.”

For Electrolux’s Zannos this agility is particularly useful in managing the 
seasonal variations in demand that occur within their customers requirements. 

“One of the key benefits of the blended network is it allows us to not have to 
hire and manage through all the peaks and valleys of seasonal demand,” he 
explains. 

“We work with our partners and build that flexibility with them together. If 
we only had a manufacturer workforce, we would have to figure out how we 
manage through those peaks. There are a couple of ways we could do that. 

“Firstly we could bring on a temporary workforce. The summer is the big 
season for us as many types of appliances we build such as refrigeration or air 
conditioning can require maintenance in the summer as they are being used 
at their peak. However, if we were to use temps, it would mean an investment 
to bring them in, then there would be a lot of training that to work on and this 

The drivers for   
the blended 
workforce 
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all has to be completed in a short period before then at the end of that peak 
season having to let them go. There would be no real consistency and next 
season we’d be starting all over again. 

“Plan B would be to stick with a flat network that’s designed for the valleys and 
then when the peaks come, we would just run the teams ragged with overtime 
and have everyone working 60 to 80 hours a week. The problem here is that 
you burn people out. They just don’t want to do it anymore, and then you lose 
some great talent. 

“The third plan is to plan for peak season and to carry that workforce across 
the whole year. The problem is of course, this is not very effective from a cost 
perspective. During the downtimes, we would now have the opposite problem 
where we couldn’t allow people to work a full 40-hour week. We may even 
have to cut back on time so the field techs are only working 20 or 25 hours 
- a week. This will mean that they are not going to see income that they’re 
expecting.”

“Of course, none of these options is optimal, so we leverage the blended 
network instead and it is by far the best solution for our business.” 

Such seasonal pressures are of course, a challenge that many field service 
directors in at least to some degree, and adding that flexibility to manage the 
peaks and troughs of variable demand is one of the critical strengths of the 
blended workforce model. 

Another key benefit of the blended workforce model is to provide wider 
geographical coverage. 

As Gordon explains, “Ericsson cannot have a footprint in every single area 
of the UK. Let’s take an example of the Outer Hebrides islands. It makes no 
sense for us to have an engineer on each one of the main islands, so we create 
partnerships with suppliers who do have people permanently stationed there 
for first level interventions. Then if a second-level requirement arises,we’ll send 
an Ericsson employee, to take over the job. 

However, once again, seasonality is another benefit of the blended workforce 
model for Ericsson. 

“We see big swings between winter and summer. In the summer, it’s the south 
where it’s warm so we have a lot of heat issues. In the winter, we have the cold 
and the snow in Scotland and the north of England, so that’s definitely a factor,” 
Gordon explains. 

A third benefit that Gordon outlines is the introduction of skill-sets that don’t 
exist within their internal workforce. 

“The introduction of additional skill sets is one area of the blended workforce, 
which has been utilized by Ericsson quite a lot in the past. For  example, we 
are not generator experts so we’ve always found suppliers who are generator 
experts to fill in that knowledge gap in our workforce. These types of 
companies would be core partners that we would look for within the blended 
workforce. 

“However, over the past two years, we’ve also looked at our field workforce and 
how we try and utilize that workforce. I’d rather use the term utilization than 
optimizing costs because if you optimize your workforce correctly, you then 
optimize your cost to be specific as well. 

“That’s where it then comes down to identifying what are the key skills that 
we want to investment in at Ericsson? Our focus is on the higher-skilled, higher 
proficiency types of activities specific to Ericsson equipment. Yet, every site 
needs to have maintenance, including checking the site and cleaning fans. So 
the question we asked ourselves is do we really want a highly qualified field 
engineer with twenty years worth of experience, to be doing something that 
is ultimately a routine task? Those are the types of activities you have to ask 
yourself ‘should I look for a blended workforce to utilize the right skill level?’ 
This then comes to into the optimization of the costs, making sure the right 
skill-set is attributed to the right level of activity. 

“It’s common sense, you need to ask ‘have I got the right person doing that 
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job?’ and  ‘is there a better way to deliver that service?’ You cannot have every 
skill internally, so utilize what’s in the marketplace.”

For Jessop, and Ideal Boilers, again, seasonality comes to the fore when we 
discuss the key benefits of the blended workforce model. 

“Within the heating industry, seasonality is very significant. For us, it is a year 
of two halves, the autumn and winter period are very heavily focused on repair 
demand . During the spring and summer when we tend to focus more on the 
servicing demands, which are a more centred around a planned workforce.
 
“Customer expectation and customer requirements are very different across 
the two. There is a ramp up and ramp down between the two, and a hybrid 
workforce model can assist with that approach.“

However, for Jessop, the most significant benefit of using a blended workforce 
model ultimately lies in extending their capacity to meet the most crucial of all 
aspects of field service, ensuring customer satisfaction. 

“The biggest benefit and the biggest driver is the customer experience, 
ensuring that we can offer tailored approaches that may not be as easily 
achievable with just your own workforce,” he explains. 

One additional factor that needs to be considered is an issue we in the field 
service sector have faced for some time, the threat of an ageing workforce and 
the lack of enough recruits to replace them. 

As Gulati comments, “It’s becoming more and more difficult to attract 
youngsters into field service roles.  Companies are finding it more challenging 
to staff some of these roles, which is why they’re leaning on a contingent 
workforce.  That contingent workforce could be less experienced on the brands 
of that particular customer, so what some companies have begun to introduce 
is to pair those third-party workers with a more experienced technician who 
may not be on the call with them, but is available, for a chat or a video session, 
to make sure that they can indeed deliver on that first time fix,” he adds. 

Gulati and his colleagues at ServicePower are, of course, seeing the bleeding 
edge of both technology and thinking around the blended workforce model, 

having worked with and empowered many companies that have utilized this 
approach for many years. However, for those companies at the beginning of the 
journey, he outlines the fundamental benefits of the blended workforce with 
the kind of clarity that only comes from deep-level, hands-on experience of a 
subject. 

“The fundamental model of a blended workforce is really based on coverage 
and the volume of business that a service provider can expect in a particular 
geography,” he explains. 

“What we’ve found is that most companies prefer to manage the service 
business via an employed workforce so they can grow their service revenues. 
This works typically where the business volume justifies the cost of hiring your 
technicians in any given geography. For example, in the US, tier one and tier 
two cities, our customers will have their own techs. However, the moment 
you start to get into tier-three cities and towns, when you get into vast areas 
of land, like in Kansas, North and South Dakota, Wyoming and Colorado, this 
is when the OEMs have to find third party contractors because the volume of 
work is just not there. 

“Your closest tech could be 100 miles away and you’re not going to have your 
technician travel 200 miles every day to service one customer because it’s 
just not cost effective. That’s where the third party or the contingent network 
comes in. It’s a very similar situation in Europe, where in the larger urban 
centres you find a lot of companies have their own techs. 

“However, the moment you start to get out of those urban centres, it’s all third-
party service providers because the OEM simply cannot justify the cost of hiring 
direct employees who may be only running two or three jobs. On average, our 
OEM’s techs run eight to ten jobs back-to-back on a daily basis. If you don’t 
have that level of volume, you’re probably going to rely on an a third party 
service provider to manage that regional geography.”

What is clear having spoken to a number of experts in utilising the blended 
workforce model for this guide and the accompanying documentary is that 
a variable demand on the field workforce is a compelling factor in the need 
to adopt a blended workforce. Whether that variable aspect comes from 
geographical, skill-based or seasonal elements the solution is the same - the 
effective adoption and use of a blended workforce model. 

Your closest tech could be 100 miles away and 
you’re not going to have your technician travel 
200 miles every day to service one customer 
because it’s just not cost effective. That’s where the 
third party or the contingent network comes in...
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Day to day 
operations with 
the blended 
workforce
So far in this guide, we’ve seen that there are numerous 
benefits to the blended workforce approach. However, 
what does the blended workforce look like in day to day 
operations? How have those companies that have embraced 
this concept harness the external elements of the blended 
workforce model?
While there are many benefits to the blended workforce model, as the 

old adage goes, if it was easy, everybody would be doing it. There is 
undoubtedly a great deal of complexity involved in the application of multiple 
third-party elements being introduced into a field workforce. 

As Ericsson’s Gordon explains, “When you enter into partnerships with the 
blended workforce, the complexity is in how you utilize that third party 
workforce in your workforce management tool.”

“At Ericsson, the flow we use internally is the same across all our external 
suppliers. We do this by bringing them into our workforce management tool 

and we can then either dispatch work directly to an engineer in the suppliers’ 
organization, or we can transfer that ticket to our suppliers service desk for 
them to dispatch it to their best-placed engineer. 

“Where the complexity exists is in ensuring an end-to-end process of work 
order creation, execution, and closure. The critical element is to  maintain one 
single workflow rather than having three or four different approaches that 
depend on which supplier we’re using. 

“When we tender for a third-party worker, one of the key aspects for us is their 
tools and processes. We go through this with all suppliers at the onset of the 
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relationship and we also offer them help them and support where needed..”

At Electrolux, mulitple factors are considered in terms of dispatching across 
their blended-workforce. However, the end goal is always to resolve the 
customer problem as effectively a possible. 

“We just look at the whole picture as one skill level,” explains Zannos. 

“We have technicians across the country, whether they’re independent 
technicians or factory service technicians and our general perspective is we 

have a job to do, there’s a consumer with an appliance that’s not working 
correctly, and we need to dispatch a technician to resolve that.”

However, Electrolux do not just opt for the closest technician available, they 
have a sophisticated understanding of how each of their third-party partners is 
performing. They then leverage this data effectively to identify who can do the 
job fastest but will also be most likely to delight the customer.. 

“We make our selections based on a few criteria, including availability and 
customer service record,” explains Zannos. “We track a lot information, and we 
do rank, rack and stack are our service providers based on their abilities and 
their previous history in terms of customer service.”

“We also consider whether the service provider takes two or more visits to 

make a repair.  We look at whether they use multiple parts. Do they do the 
correct triage and know what part they need or do they take a selection of 
parts because they’re not sure and so are shot-gunning it a little bit? 

“However, while we take all these factors into account, at the end of the day, 
we always dispatch based on the customer’s needs. Does the customer need a 
technician ASAP, or do they need someone next Tuesday, because that’s when 
they are off work and available? 

For Ideal Boilers, delivering a seamless customer experience across the blended 

workforce relies on two key factors, planning and partnership. 

“It is all about planning,” explains Jessop, “don’t settle for second best with 
the partners that you’re dealing with, ensure you select the right partners and 
ensure you build good relationships with them. 

“If you do so and you are clear on the model that you’re looking to deliver, 
you will be successful. If you don’t, then you will fail. The biggest element is 
ensuring it is a seamless delivery of service. You do not want two standards of 
delivery. It’s got to be the same standards across the board. Again, that to me is 
the critical element for us that allows us to be successful.”

Of course, achieving such consistency across a network of third-party 
partners can be daunting and complex task. As is often the case, the key to 
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You can’t write a process if there are hundreds 
of ways to do something. If there is one primary 
way to do 95% of the work in a single process 
that is then repeatable, In general, if you can 
repeat the process over and over, you will 
maintain that quality. This will give you a much 
better ability to increase the quality because you 
have to, you only have to improve one process, 
not fifty...

solving complex problems is often based around keeping processes simple, 
communications clear and ideas concise. 

This is why, for Gordon, Ericsson’s approach of clearly defining processes is 
critical. 

“When people hear processes, they often think about red tape,” he explains. 

However, at Ericsson, we utilize process to create a level of quality that can be 
repeatable. If you follow the process, you’re going to maintain the quality.

“You can’t write a process if there are hundreds of ways to do something. If 

there is one primary way to do 95% of the work in a single process that is then 
repeatable. In general, if you can repeat the process over and over, you will 
maintain that quality. 

“This will give you a much better ability to increase the quality because you 
have to only improve one process, not fifty.”

The key take aways here are that the blended workforce model is reliant on 
strong partnerships where both parties put serving the customer at the top of 
tree in terms of priorities. Consistency across the entire partner network is also 
critical and while it can be a complex operation, it is achievable through simple 
and refined processes alongside clear communications.  
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Managing the 
complexities 
of the blended 
workforce 
As any field service management professional will attest, 
Field Service is a complex process with many, many moving 
parts. Adding in additional workforces into this mix 
will undoubtedly add further complexity. However, these 
challenges can be met by harnessing technology, technology that 
is built with such difficulties in mind,..
Any service director reading this guide will know that making field service 

operations run smoothly can be a challenge at the best of times. 

Field service involves a lot of moving parts to manage and from a systems 
perspective introducing the added complexity of multiple external workforces 
could seem almost unmanageable for many organisations. Yet, for those who 
do manage to implement the blended workforce model successfully, as we 
have seen there are significant benefits. 

So how do these companies bring everything together in a way that makes the 
model not only manageable but also that affords the clear and transparent 
communications across the blended network that we saw was so critical in the 
previous chapter? 

A large factor in the success of these organisations is having the right systems in 
place to ensure visibility across the whole work-cycle. 

 “It is imperative to make the investment in software to have that what I refer to 
as a communication hub that sits in the middle. For us, we utilize ServicePower 
to achieve that,” explains Zannos. 

“That is our communication hub between Electrolux and our independent 
service network It’s our way to communicate the need for work when a 
consumer calls us; it’s their way to share their calendar and availability with us. 
It’s our way to say, ‘we’ve selected you, here’s your dispatch, and it’s their way 
to communicate back to us in terms of statuses throughout the job to give us 
the visibility we need. 
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“The complexities are centred around this hub that sits in the middle of all 
other systems. We have the CRM as a manufacturer where we’re taking 
calls and documenting them so there has to not only be the connection 
between Electrolux and our service network, but also between our CRM and  
ServicePower as well. 

“Additionally, most of our independent service providers have some type of 

business management software (BMS) that they’re using. So they’re not, going 
directly into ServicePower, they’re using their system, and their system is then 
speaking with ServicePower.

“There are a lot of moving pieces in that communication, which have to be 
connected so the puzzle pieces fit perfectly.

“Another area we’ve begun to look at is what I call the ‘pizza tracker’. I call it this 
because it’s unbelievable that I know when Domino’s will come to my house. 
Yet, still, I don’t know when a technician is going to come to my house. As we’ve 
started to get better at communicating to our customers, we’ve realized we 
need to do a better job integrating with our third-party service network as well 

so we know exactly what’s going on at all times. 

“We had an extensive effort to make sure that mapping between ServicePower 
and the individual BMS systems that our service network use. We tackled the 
top service partners and we’ve remapped everything to make sure that all 
those connections are right. Now for the majority of the service that we run 
through the independent network, our statusing is just as timely as we get from 

our factory service team. 

“We are now so comfortable and confident communicating this that we started 
to create a service portal for our consumers. Initially, we only provided that 
for our factory service team. Now we’ve got it open to all of our independent 
service providers because we’ve gotten that much better at knowing statuses 
and being able to communicate and work through the process. 

“That is a critical piece of the blended workforce model. It is crucial to ensure 
you have that communication and that visibility, because when a consumer 
calls, they don’t want to know that you have to talk to someone else and it 
could take twenty-four or forty-eight hours to find out what’s going on with 
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your job. Using ServicePower, we’re able to look at an individual job case and 
see that an independent service provider, has had an open call longer than 
expected. 

“That type of visibility and communication is mission-critical when working with 
a third party network to make sure that you’re in sync, and we all know what’s 
going on. Then we can speak in one voice to the consumer.”

This ability to speak in one, consistent voice to the customer is not only 
best-practice, in today’s increasingly customer-centric world; it is becoming 
essential. Delivering consistently great service can be the difference between 
engendering customer loyalty or seeing your customer base walk away to your 
competition.. 

“In today’s environment, consumers are very demanding,” explains Gulati. 

“If you don’t give them job visibility, they’re just going to drop you. However, 
this is where technology can help. 

“In our platform, we’ve provided a very simple way for the third-party service 
provider to status the job, so they can communicate whether they’re on route 
or if parts are on order, so the job is delayed. We’ve then integrated that job 
status application directly with our consumer portal application. Therefore, as 
soon as the third-party service provider updates that status, the consumer gets 
notified immediately. 

“Also, many third-party service providers may not be able to provide 
their technicians’ GPS coordinates, because they don’t have that level of 
sophistication so instead they will update the ETA status of their job.

As an example, let’s say that they’re expected in a time window from two 
to four in the afternoon. However, they know that they’re going to be there 
roughly at 3:30 pm based on their travel schedule. 

“They can update that ETA on our portal and a notification will be sent to the 
customer. 

“Technology has gone a long way to providing that visibility and status updates 
to the consumer. What we’ve also done as a solution provider to the field 
service sector is we’ve integrated to other third-party systems that service 
providers use, so our platform can pull that status information and provide it to 
the consumer. 

“Finally, we are building our own application at ServicePower to actually give 
to the third party service provider to manage their own business. As that 
application, called ServicePower Hub, gets rolled out in 2021, we will be able 
to house everybody on the same platform, and job visibility and statuses would 
become truly seamless.”

For Ideal Boilers, the use of technology is a massively vital cog in the wheel to 
run a blended workforce seamlessly and in a manner that allows them to meet 
the service standards they, and their customers demand. 

“We heavily use our scheduling system to assist with managing the peaks and 
troughs, which it does very, very well,” Jessop explains. “We use skill-based 
algorithms within that process to actually manage the split of the work. 

“The key is, it’s got to be agile, there is no point having your own engineers 
idle and giving work to another organization within the model and by the same 
token, when you are using other elements of the hybrid workforce, you need 
to ensure that you’ve got the best and most appropriate skills going to the right 
party and they’re undertaking the right tasks so that as an organization, you get 
the best value possible out of the model.”

“The underlying system that we use for the scheduling is ServicePower which 
has the algorithms built within it.

Previously, there were no metrics there so we 
couldn’t track anything, but now we can really 
start monitoring performance. We can now 
start tracking these metrics, and we can begin to 
drive value from these business operations...
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“When it comes to systems interacting, we don’t insist that the other 
organizations use the same system as us. However, we are provided with 
updates, and we have a standard means for those updates to be delivered to 
us.  One potential planned improvement we are currently exploring is whether 
to use a proprietary tool for providing access for the third parties to give us 
access to their diary systems so that we can do it via the reverse. 

“This would allow us to see when they are available rather than them have to 
provide us with their availability, which at the moment is done through a mix of 
email and other interactions with the different organizations to understand that 
their capacity. 

“Ultimately though, you have to have  a consistent and robust way of getting 
the information out of everybody and onto the same system.”

Indeed, there are many moving parts, and there can be many disparate systems 
to connect. However, when it comes to identifying the critical components of 
any system that a field service company would require to implement a blended 
workforce model effectively, Gulati believes a series of essential points should 
be considered.     

“For our customers, we give them one platform or one application to manage 
both their workforces,” explains Gulati. 

“Five or ten years ago, most systems were ‘Oh, I’ll deal with your employed 
workforce, while there is this other system for the third parties. That’s not going 
to work anymore. It’s got to be one platform, one environment to handle both 
workforces, that’s important.  

“If you are dealing with multiple systems, you will lose job visibility across 
them and you then you need to build some essential intelligence to be able to 
route work to one or the other workforce. This layer of intelligence is crucial 
because bad decisions can get made in the call centre if you do not build that 
intelligence into the platform.

“You’ve got to have a straightforward way to status your jobs during this 
process, whether It’s your employed workforce or your third-party technicians.  
Remember, field workers, don’t like to be on their mobile devices or their 
laptops trying to status jobs all the time. You’ve got to make it easy for them if 
you want them to use the system. 

“The fourth thing is that the customer engagement piece is critical. As a service 
provider, you have to notify the customer and keep them informed all the time. 
Hence, you need an engagement platform where the consumer can see the 
status check with the service provider, and quickly get notified. 

“The final element that is absolutely essential is to have the ability to report 
across your entire business. Our customers are constantly looking to how to 
optimize their workforces and to do that for the employed, and third-party 
reporting is critical. Our customers can see their costs and they can see their 
customer satisfaction rates across both those workforces and make informed 
decisions for the future.”

Ultimately, the technology is now there to empower field service companies to 
harness the blended workforce. However, having a system which is specifically 
designed with all of the added complexities this model entails really is a must if 
the process is to be truly seamless. 
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Can the blended 
workforce 
work in any 
sector? 
With the benefits of a blended workforce model becoming 
increasingly apparent, the case for broader adoption of 
the blended workforce in the field service sector seems to be 
becoming clear. But is it an approach that is suitable for 
all field service companies? Or is it better suited to specific 
industry verticals? 
Across this guide we have outlined the benefits of the blended workforce 

model, explored the challenges in bringing everything together into a 
cohesive whole and discussed the role technology can play in overcoming those 
challenges. 

We have also heard from service leaders who represent the best-in-class 
when it comes to leveraging the blended workforce model, and each of these 
companies, Ericsson, Ideal Boilers and Electrolux, operate in very different 
industry sectors. However, as we saw when looking at the core drivers for 
each of these companies to embrace a blended workforce model, we also saw 
many similarities. Seasonality in particular was a common thread in all of the 
interviews we undertook when developing this guide and its accompanying 

documentary. 

So perhaps the biggest question that remains is whether the blended workforce 
model is suitable for companies in all industry verticals? 

“Variable demand  is probably one of the key drivers to think about first,” states 
Ericsson’s Gordon. . 

“After that, we can begin to consider where that variable element comes into 
play. Is it geographical where you need the support? Is it seasonality where you 
need the support? Is it utilization of the workforce? Do you have a higher cost 
than you need to? 
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“All of these questions are important, but for me, the trigger question remains 
do I have a variable demand? If the answer to this is yes, then the problem is 
where is that variable demand and that will then lead to thinking about the 
blended workforce model.

“At Ericsson, with all the multitude of skills that we need, the geographical 
locations, the seasonal impact, it is definitely a variable business. Our use of a 
blended workforce model allows us to manage that in a way where every penny 
we spend is basically is adding value.”

Ideal Boilers’ Jessop also feels that the blended workforce model could apply to 
most sectors. 

“At a certain level the blended workforce model applies to most sectors,” he 
explains. 

“Varying sectors will have different levels of pressure and I actually think that’s 
one of the key barriers and one of the reasons we’ve seen maturity within some 
industries rather than others. The white goods sector is probably leading the 
way with hybrid workforce models. As a concept, it is well established within 
that industry, and the reason why it’s been very successful is that the customer 
expectations with a white goods repair visit if it is done within a reasonable 
time-frame, is acceptable. 

“Other industries, such as the heating industry, customers want their heating 
back on the same day. As a provider within this sector, we’ve got to make 
sure we have the processes in place to try and live up to those customer 
expectations. It is that level of customer expectation, which a lot of companies 
see as a barrier to adopting the blended workforce.”

This is echoed by Electrolux’s Zannos as he reflects on the suitability of a 
blended workforce model across other industry sectors beyond his own. 

“For us at Electrolux, having a third-party network helps us balance help the 
peaks as well as helps us in some of the remote areas where maybe we’re not 
going to have a technician.,” he explains. 

“Our goal is that the experience is the same whether it’s an independent 
service provider or factory service technician, and how we give them the tools 
to do that, whether that’s knowledge management, us being smarter from a 
triage perspective, and parts identification or improving our parts supply chain 
to get the right part to the right place at the right time. 

“All those things I think, are doable, the technology is out there to do it. 
Ultimately, it’s how and what you need to do to leverage that network, but I 
certainly think blended network adoption is going to grow.”

Indeed, the blended workforce model, as we have seen in this guide can 
deliver significant benefits to all companies with variable demand on their field 
workforce and while a complicated process to implement, with many moving 
parts, the technology is now available to overcome those challenges.  

With a customer base that sits across a wide array of industries, perhaps no-
one is better placed to answer this question than Gelbart whose team have 
probably more touch-points with companies effectively harnessing the blended 
workforce than any other organisation in the world. 

“To take the plunge with a blended workforce model, what we’re seeing is that 
really the biggest impediment is that it requires dedicated resources within a 
company to recruit, train, certify and manage a third-party workforce,” Gelbart 
states. 

“To me, this seems to be only real barrier to the blended workforce gaining 
even more traction than it already has.”

Many things are changing in the field service sector as we build a new normal in 
a post-pandemic word. The blended workforce is coming. Are you ready? 
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About ServicePower:

As a global leader and Visionary in the field service management industry, our 
innovative technology is built with a focus on providing your customers with 
an exceptional experience, while delivering significant operational efficiencies 
to you. We offer flexible solutions, including the only SaaS platform that helps 
organizations manage a blended workforce of employed and contracted 
technicians.

When you work with ServicePower, you know that you are going to get the 
results that you need fast. Helping to achieve the outcomes you need quickly 
to positively impact your business is what we spend our days dedicated to. In 
fact, according to the 2020 Gartner Field Service Management Magic Quadrant 
Report, customers scored ServicePower’s “time to achieve an ROI highest in the 
Magic Quadrant.”

ServicePower is deployed across 36 countries in North American and Europe 
and dispatches more than 20 million jobs per year to over 18,000 independent 
service companies and 100,000 service users. From AI-enabled solutions, to 
improved customer experiences and efficient technicians, our more than 25 
years of industry expertise will provide you with a best-in-class field service 
management operation. It’s this experience and industry knowledge that has 
enabled us to help customers improve their field service operations around the 
world.

Find out more @ www.servicepower.com/

About Field Service News: 

Field Service News is the industry leading publication for field service 
professionals globally.

With an unparalleled collection of widely respected industry leaders from both 
industry and academia contributing insightful and informative articles published 
daily, plus access to key educational materials for field service professionals 
including white papers, podcasts, video and webinars fieldservicenews.com is 
a key resource visited by over thirty thousand field service professionals each 
month.

Stay up to date on industry trends @ www.fieldservicenews.com
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