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Panelists

Tim Spencer
SVP & GM of Service Operations, Bunn-O-Matic Corporation (BUNN)

Marc Guthrie
COO, Help Lightning

BUNN and the Field Service conference series partnered to produce 
a webinar that showcased how technology-enabled field service 
technicians can produce higher levels of customer satisfaction and a 
significant ROI in terms of both costs and efficiency. Specifically, the 
webinar focused on how BUNN’s implementation of the augmented 
reality (AR) and remote expertise solution Help Lightning helped them 
turn the field service branch of their company into a profit center.

Webinar Background 
Information
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Utilization as a Metric: 
Measuring the Vital Signs 
of Your Business

Tim Spencer: BUNN is in the business 

of transforming water into something 

new, then dispensing that product 

through our beverage dispensing 

equipment. That’s why we might be 

best known for our commercial coffee 

equipment, but it’s not just coffee that 

we’re engaged with.

We’re in more than 80 countries 

and have distribution centers across 

the globe, and we’re certified to 

manufacture and distribute products to 

just about everywhere.

We’ve been very focused over many 

years as a manufacturing company. You 

might have had the same experience 

as us, where service evolves as a 

part of the business that supports 

that manufacturing arm and provides 

installation support, warranty support, 

and parts support.

We’ve strived to build our service 

business as a profit center. And to do 

that, we’ve had to identify the currency 

of our business. How does service 

make money? What should our focus 

be? What should our key metrics be 

focused on?

Service As A  
Profit Center
What Is Your “Currency”?

• Technicians or Billable Doers

• Work Orders…billable hours or 

events

Vital Signs Vs. Postmortem

• Heartbeat, oxygen levels, 

blood pressure, temperature

Based Upon Your Currency, 
What Should You Measure?

• Utilization of billable assets

• # of billable activities (work 

orders or events)

How Can You Make More 
“Currency”…What Is Your Most 
Valuable Asset?

In a professional services meeting I once 

attended, someone said, “You should 

be measuring the heartbeat of your 

business like a hospital.” As I thought 

about how a hospital functions, I realized 

they measure the patient to try to figure 

out how best to treat them. To do that, 

they measure things like heartbeat, 

oxygen levels, blood pressure, 

temperature, and other vital signs — but 

what are the vital signs of our business?

“Hospitals measure things like heartbeat, oxygen 
levels, blood pressure, temperature, and other vital 
signs — but what are the vital signs of our business?”
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We realized that we couldn’t make 

money without a technician in the 

field doing billable services. Work 

orders are our key currency, and our 

technicians are the only ones in our 

company that can transact a work 

order for the customer. The utilization 

of those technicians and the count of 

those work orders became what we 

wanted to focus on; they became the 

heartbeat and the vital signs of our 

business.

We began to focus on how to make 

that technician more effective and 

better utilized. We wanted them to be 

able to do more work orders in a day 

and generate more billable service 

dollars, or revenue, against what would 

hopefully be a same-or-less cost base.

We decided to use utilization as a 

metric — to measure the hours we 

pay our technicians versus how many 

billable hours they were able to put on 

a work order. We even measured how 

many unbillable hours they could put 

on a work order.

When we charted this information, 

we were able to see the difference 

between “timesheet” work order hours 

and attributable work order hours. 

Activities that aren’t part of a work 

order, such as training, meetings, 

cleaning the van, or doing inventory, are 

activities that we have no way to bill for. 

Through smarter scheduling, providing 

technicians the tools they need, and 

routing technicians as intelligently as we 

can, we want to get as many hours on 

that work order as possible. 

And for these things, we turn to 

technology.

FSE Utilization — 85.8%
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Utilization is highest where 
the gap is smallest
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The Technologies on Your 
Technicians’ Wish Lists

Tim Spencer: In a 2016 survey from the 

Service Council (TSC), technicians were 

asked what the worst part of their job 

was. They responded that paperwork, 

administrative tasks, and not being 

able to find information quickly were 

the worst parts of their jobs. 

They also indicated that smartphones 

were the most important tool in their 

trade — way ahead of laptops and 

tablets. When asked what type of tools 

and information they’d like to be able 

to get on their mobile devices, service 

manuals were at the top of the wish list, 

but knowledge base access, customer 

service history, live video support, and 

other types of training materials were 

also points of interest.

In another survey conducted by the 

Service Council in 2018, professionals 

in a variety of roles were asked if they 

agreed that their company provided 

them with the right technology tools. It 

became apparent that frontline workers 

are the most technology-starved 

when compared to other roles in 

manufacturing and field service.

2016 TSC Field Technician Survey
Mobile Wish list - Technicians

Service Manuals

Knowledge base access

Pre-visit review of customer history

Live video support

Training videos

36%

27%

27%

27%

25%

Tools of the Trade

Smart Phones

Laptops

Tablets

 Currently Is Primary Device      

 Desired Primary Device

71%

18%

64%

11%

4%
21%

The Worst Part

Paperwork and administrative tasks

Time spent looking for information 

Feeling Isolated 

Pressure to sell

46%

29%

21%

13%

“It became apparent that frontline workers are the 
most technology-starved when compared to other 
roles in manufacturing and field service.”
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In our BUNN transition, we looked for 

ways to push as much information as 

we could to the technician to make their 

handheld device into the first thing they 

turn to over and above everything else 

in their toolbox. We also wanted to look 

for ways to use augmented reality and 

remote expertise to help that same 

device become an even greater toolset.

We had smartphones in our arsenal; 

they happen to be iOS devices. We had 

tablets as well, and we had laptops. We 

also go to market with a combination of 

BUNN-employed technicians and third-

party service providers — contractors 

that we use on a regular basis who 

each have their own devices. The 

remote expertise solution we chose 

had to work on all those devices 

because we were not interested in 

buying additional ones.

We approached the folks at Help 

Lightning, and through our discovery 

process, we learned that they had the 

solution that aligned best with our 

challenges. Their solution fit into our 

technology platform and it enabled 

some great capabilities for us. 

Using Help Lightning, we were able to 

push training material to our customers 

and technicians in a live environment 

and we were able to augment our 

training materials. We felt that this tool 

enabled us to follow up on that training 

through a person-to-person live 

experience when technicians are out 

in the field — something we like to call 

having a mentor in your pocket.

We also solved some quality problems 

as well. Using third-party service 

providers, you sometimes face the 

challenge of them delivering service 

in a way that might not meet your 

expectations. Using virtual reality, 

we could quality test their work by 

engaging in a help session before a 

call was completed. We can even put a 

note within our work order instructions. 

Something like, “Must have a help 

session prior to closing the call.”

They can show us their work area 

and the work they’ve completed, and 

through that process, we can validate 

the quality of their work.

When a technician stumbles on 

a problem, all they need to do is 

ask for support. By engaging in 

an online help session, two video 

streams become merged into one 

and audio is combined so they can 

hold a conversation and share ideas. 

They can even see the hand of the 

person providing help, which is then 

introduced into the technician’s field 

of view. The person providing the help 

can even annotate the screen, such as 

drawing a circle around an object.Degree of Agreement

VP and 

Above

5

4

3

2

1

Director Manager Superv. Frontline Ind. 

Contrib

"My company provides me with the right technology tools to improve 
how I do my work."

1 - Strongly Disagree 3 - Neither 5 - Strongly Agree
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BUNN and Help Lightning: 
A Business Use Case

Tim Spencer: Help Lightning continues 

to innovate and change their product, 

and one of the most recent changes 

was the ability to introduce a third 

party into the conversation. For 

example, when working on a specific 

piece of equipment, we can bring in 

an engineer from our engineering 

department. The engineer that literally 

built the equipment can get on a 

session and engage in a three-way 

conversation, bringing equipment up 

to operating condition and solving the 

customer’s issue faster.

Marc Guthrie: Help Lightning is a pure 

software-as-a-service platform, so 

nothing gets deployed or installed in 

your location. If you want to support 

one of your customers, you can just 

send a link out to them and they can 

join a help session without having to 

download an app. It works just fine in 

the mobile browser on your phone.

We even have a feature where at the 

end of each session, you can have 

participants take a survey that you can 

create yourself. You can design the 

survey so you can get a feel for the 

value of the tool and understand how 

your customers are seeing it.

On our roadmap is the ability to take 

a video and share that video, just like 

you can with photos now. The current 

version allows you to take still photos 

and share them in the session.

Tim Spencer: We’ve been at it well 

over a year and we’ve been successful 

at achieving our goals. We’ve also 

been very successful at reducing 

our costs. We have many examples 

of situations where a technician was 

about to replace a part, then engaged 

in a help session to validate that they 

were doing the right thing — only to 

find out that they were not using the 

right part after all.

We had a lot of new employees and 

we use a lot of third-party service 

providers on a regular basis. It’s 

sometimes difficult to translate your 

company’s culture through them to 

your customers. But we’ve found that 

this tool helps us do that because the 

person on the other end of the solution 

learns more quickly about what our 

view of quality looks like. In that way, 

we’ve been able to drive cultural 

change as we’ve expanded and grown. 

Help Lightning was also extremely 

helpful as a partner. They walked 

us through the process, helped us 

“We’ve been able to augment our training and reduce 
or shorten calls into our call center. We’ve grown our 
business by double digits since we’ve implemented 
this tool.”
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find a business case, and helped us 

understand how we might use the tool 

to solve our business problems. They 

even made themselves available during 

our launch. In fact, over a year later, we 

still meet with them on a regular basis 

to talk about how it’s going and how we 

can expand the use of the tool.

Additionally, the ROI from Help 

Lightning was fast. We’re seeing 

reduced on-site time for our 

technicians, which has improved 

their ability to be better utilized and 

complete more work orders per day. All 

of that is helpful not only in building our 

top-line revenue but also in reducing 

our bottom-line costs.

As you can imagine, customer 

satisfaction is also high. Most of 

what we work on is equipment that 

generates revenue for our customers, 

so when it’s down, they’re not 

generating any revenue. The faster we 

get it up, the more work time they’ll 

have to generate revenue, and they 

become much happier.

We’ve grown our business by double 

digits since we’ve implemented this 

tool. We’ve been able to augment 

our training and reduce or shorten 

calls into our call center. That’s part 

of how we’re measuring success. 

We’re handling more business, more 

calls, and more work orders, but we’re 

receiving the same or fewer calls into 

our tech support center.

It delivered on our expectations. 

There’s not a single time that I talk with 

a customer that I don’t mention the 

technology that we’re bringing to the 

table to be a better service provider for 

them — to bring them more value.

Making The Case For 
Technology Applications

2012 2013 2014 2015 2016 2017 2018 2019 2020

Nice-to-have Strategic & Competitive Advantage
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Key Recommendations

 Find your metric 
for measuring 
value at your 
company.

 While BUNN used technician 

utilization as a metric, a different 

metric may apply in your case. 

If your goal is to establish your 

service business as a profit 

center, focus on a metric that 

corresponds with revenue and 

decide how a remote expertise 

solution can contribute.

 Make it easier for 
your technicians to 
utilize the tools 
they already have.

 Listen to the needs of your 

technicians. To eliminate the 

learning curve associated with 

adopting new technology, make 

use of the tools they already 

have. Choose a solution that 

relies on your technicians’ own 

knowledge and intuition to be 

more efficient.

 Establish a 
business use case 
by measuring ROI.

 By enabling your technicians, you 

should see a return in your KPIs. 

Before launching your solution, 

build a system for measuring 

metrics like job times, customer 

satisfaction, cost reduction, and 

revenues. 
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About the Authors

Help Lightning has completely 

reimagined how businesses, customers 

and employees are able to give and 

receive help using merged reality. 

Help Lightning has eliminated the 

frustrations and inadequacies of 

phone or simple video chat, as well as 

dramatically reduced the need to drive 

or fly to interact in person. 

Learn more at www.helplightning.com. 

WBR Insights’ team of content 

specialists, marketers, and advisors 

believe in the power of demand 

generation with a creative twist. With 

senior executives from medium-

sized businesses and Fortune 1,000 

companies attending more than 

100 WBR events each year, we are 

uniquely positioned to energize your 

organization’s marketing campaigns 

with a full array of marketing and 

bespoke content services. 

Learn more at www.wbrinsights.com.

Field Service is your one-stop shop 

for all things service and support; 

an event where inspiration meets 

innovation; socializing meets ROI. 

Experience tons of sessions, interactive 

learning, guest speakers and keynotes. 

Whatever your pain point, we’ve got 

you covered. Our topics cover every 

area impacting your business – service 

revenue, preventative services, 

connected devices and IoT, customer 

experience, remote diagnostics, 

global service, parts management, 

knowledge management, training and 

development, workforce management, 

mobility, help desk support, and a  

lot more. 

Learn more at  

https://fieldserviceusa.wbresearch.com.


