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INITIAL ASSESSMENT

Platina requested that 729 Solutions perform an assessment on the efficiency of their
Zendesk instance. Over the course of several conversations and though our review of the
instance, we were able to determine the following list of problematic areas and needs.

Working with the list of problematic areas provided by Platina, we compiled a list of solutions
available to overcome these challenges. Some of these solutions have multiple ways to solve the
challenge, and are presented as equal options.

Each solution also includes an hour estimate to enact the solution. Individual solutions can be
chosen, or all can be chosen, depending on needs.

The below pain points and wishlist are provided by Platina

Known Pain Points

Customer Pain Points

1. There is minimal communication throughout the ticket process. Unless they specifically ask
for updates or are a very large customer, they'll only hear from us when the ticket is
submitted and when it's solved, as long as we have all the information we need.

2. They don't know where to go to get updates A

3. Customers have difficulty tracking their own current open tickets with Platina. They have no
idea if a ticket was actually submitted or where it lives.

Internal Pain Points

1. Submitting a ticket is timely and very manual.

2. Similar to the first Customer pain point, Customer Success Managers face a similar difficulty
in chasing down ticket updates for their large customers. They have more visibility into the
process with the links to Zendesk and Jira, but it's still very time consuming for them.

3. The management and customer follow up is very tedious - we want to spend more time on
solving tickets than managing them and working through the process.

4. Managing SLA's is done manually. We have no alerting system and are not holding teams
accountable for long term tickets.

5. We don't have a ton of analytics on our ticket volume right now and need it. We only report
on # of issues reported and # of tickets escalated each week. Team-based reporting is
necessary.

6. There's no easy way for the Dev team and CAs to communicate in regards to a particular
ticket, outside of marking it solved. Devs can push comments back to Zendesk, but CAs have
no indication they should go view that particular ticket. Which leads to my last internal pain
point,



7. Time from ticket report to ticket solve could potentially drop dramatically if all of
the down time in the internal management were removed.

Wishlist

1. More transparency for our customers and take the work out of their process.

a. A way to summarize all open tickets for an org
b. A reference to open tickets so they don’t have to track it on their ends
c. Updates throughout the escalation process
d. A consistent communication around solve status of a ticket
2. A more efficient way to submit tickets
a. Preferably directly through chat (BubblelQ?)
b. More automated - save time from manually typing and searching for info
3. To use ZenDesk roles appropriately
a. Currently have to assign nearly every user as admin based on our workflow
b. It's costly and most users should not have those access rights
4. Alerts on SLA's
a. Hold us accountable for our timelines - inform us when we have not met them rather
than manually looking
5. Reporting
a. All new tickets
b. All solved
c. Perteam
d. Solve times and average ticket life
6. Improved communication from ZD to Jira

ANALYSIS
Tickets

729 Solutions started by analyzing several dozen tickets within the Platina Zendesk instance.

The first thing that we noticed was that all tickets have the same requester. Due to the method
which is used to bring tickets into Zendesk, via the API, all tickets are automatically given the same
requester.

Secondly, we noticed that most tickets have at most 2 or 3 comments on the ticket. These
comments seem to only be left by Zendesk Agents, or from the Jira team.

Installed Applications

729 Solutions reviewed the currently installed applications, Jira, Cloudapp and Knowledge Capture
App.

The Cloudapp and Knowledge Capture app both seem to be very rarely used.

The Jira app seems to be used quite often. The current status for field mappings and sync settings
were reviewed.



Triggers
The triggers in the system were also reviewed. Currently there are only 4 triggers active in
the system.
o Merge Ticket
o This trigger seems to be rarely used, and appears to be meant to add a tag
to a merged ticket.
e Set Default Priority on All Tickets
o This trigger sets the priority of tickets, created without a priority, to Normal.
e (JIRA App) Sync with JIRA on ticket update (do not change)
o This trigger is automatically generated to facilitate the Jira app
e MonkeylLearn New Ticket Trigger
o This trigger updates MonkeylLearn when new tickets are created.

Automations
The only automation in the instance is the default automation to close tickets.

Custom Fields

Most custom fields on the tickets appear to be used, under different circumstances. Many of the
fields are automatically filled upon receipt of a slack message.

Users
The only users in the system are the agents in the system.

Groups

There are several different groups within the instance. These appear to be divided between
different products or different areas of the product. These groups appear to be being used
effectively.

Organizations
There are no organizations in the instance.

Ticket Forms
Only the default ticket form is being used.



Macros

Default macros are available, and one custom macro. This custom macro, Merge,
references a custom field that no longer exists.

RECOMMENDATIONS

Ticket Submission (email)

Currently, there doesn’t appear to be any automatic methodology for sending updates to users
about their tickets. Zendesk has built in tools for this, where users can be sent emails to update
them directly. However, this requires that the requester on the ticket be the user whom the ticket is
referencing. The current Slack to Zendesk integration does not create tickets with the proper
requester. All tickets have reference to different organizations or users, however, the tickets
themselves are never linked to these users.

We recommend the following:

Instead of using Slack to send information to Zendesk, a custom designed web form would be used
to submit tickets. This form would allow users to enter the same information they do currently, but
in a required format. Also, this form could post to Slack to update users, much like the current
system does.

This form would link tickets to users, by making the requester on the ticket the email address
submitted with the ticket. Organizations could also be created, or users could be attached to
organizations based on the Org ID submitted with the ticket.

Using this method, agents would be able to quickly determine what user or organization a ticket is
referencing. Also, if desired, email notifications can be enabled from within Zendesk, so users can
be notified of changes or updates to their tickets automatically.

This form could be hosted as part of the Platina.com website, and linked directly to Zendesk.

We strongly recommend that Platina’s customer base be synced with Zendesk. This will keep the
number of users and organizations that need to be created very low and ensure that the data is
accurate.

To begin, we suggest exporting all user data, then importing that data directly into Zendesk.

Bulk import from CSV is fairly straightforward, and you may wish to do this yourselves:
https://support.zendesk.com/hc/en-us/articles/115007490787
https://support.zendesk.com/hc/en-us/articles/203661996



https://support.zendesk.com/hc/en-us/articles/115007490787
https://support.zendesk.com/hc/en-us/articles/203661996

Later, an automatic sync can be created, to keep Zendesk and your database aligned.

Hours: 70-90 (webform only)
Hours: 20-30 (data migration)

Ticket Submission (chat)

Users also submit tickets via chat, and it may be desired that updates to these tickets are done via
chat as well. For these tickets, considering reporting purposes, it may be desired that the requester
on the ticket actually reflects the user who has requested the ticket, but it would not be required.

We recommend the following:

Automatic ticket creation, using BubblelQ app, be implemented. This app can create Zendesk
tickets directly from the Platina chat. This will create a ticket with most of the required information.
However, it will not include the plan/mrr/company information.

We strongly recommend that Platina’s customer base be synced with Zendesk. This would allow the
Plan/MRR/Company information to be attached to a user or organization. To begin, we suggest
exporting all user data, and then importing that data directly into Zendesk.

Bulk import from CSV is fairly straightforward, and you may wish to do this yourselves:
https://support.zendesk.com/hc/en-us/articles/115007490787
https://support.zendesk.com/hc/en-us/articles/203661996

Once the BubblelQ app is configured, and tickets are being entered with the correct requester,
then it can be decided if users should receive updates via email, chat, or through the Guide.

Hours: 20-30

Minimal Communication (email)

We recommend that triggers be established to send users updates via email when their ticket is
updated or created. This will allow you to communicate with your users via email.

There are several inactive triggers within your Zendesk instance that can be used for this purpose.
We would recommend reviewing the sent emails to ensure they match the Platina branding.

Hours: 10-15


https://support.zendesk.com/hc/en-us/articles/115007490787
https://support.zendesk.com/hc/en-us/articles/203661996

Where To Get Updates, Tracking Tickets

Currently, without talking to a representative, there is no way for a user to receive updates
to their tickets, or an easy way to track their tickets. The suggestion below requires that
the tickets somehow be associated with a user or organization. This can be done by using
the requester system field in the ticket, or by using custom fields.

We recommend the following:

Using Zendesk Guide will eliminate these issues. With Guide there is the ability to allow users to
log in, then view their tickets. The Guide also allows users to see updates to their tickets, as well as,
add comments to their tickets. The Guide can be customized to match the branding, look and feel
of the Platina website to provide a seamless experience for users. The Guide can also be host
mapped, so it appears that the user never leaves the Platina.com domain.

The Guide can also allow user to submit tickets directly, and offer knowledge base articles. Both of
these can be turned on or off.

Please note, this option requires that users log into Zendesk, and that all tickets have the requester
set to the user who requested the ticket. Single Sign On is an option, and can be setup within
Zendesk.

Based on the Platina.com website we estimate the following would be needed to fully brand and
style the Guide:

Design: 40-60
Development: 70-90

These estimates are based on similar sites to yours, however your hours may vary.

CSM Updates

The CSMs are not notified about updates to the tickets that are their responsibility. It is understood
that CSMs can both be Agents within Zendesk, and non-agents as well. CSMs should receive
notifications when tickets are updated. This will allow CSMs to spend less time reviewing tickets,
and instead, receive these notifications when they happen. These notifications could be sent on
new comments or changes to fields. This way, CSMs are notified if the update comes from within
the Zendesk instance or is an update from Jira.

We have determined two ways that this issue could be improved.
We recommend that both options are used, to provide the highest level of communication.

Option 1:



Email notifications can be sent to the CSM for the ticket. This CSM can be set at the time
of ticket creation. This would need to be a custom field in the Zendesk Ticket Form. This
field would contain the name of the CSM. Triggers and Email Extensions would need to
be created. This Trigger would activate upon ticket update, and the Email Extension
would email the user, based on the information in the custom field.

This option would require that the Email Extensions be maintained, and new extensions
added as new users are added to your CSM teams.

The articles below outline Trigger and Email Extension creation and usage.

https://support.zendesk.com/hc/en-us/articles/203662106

https://support.zendesk.com/hc/en-us/articles/203660866

Hours: 5-10
Option 2:

Slack notifications could be sent to the CSM for the ticket. This CSM can be set at the time of ticket
creation. This would need to be a custom field in the Zendesk Ticket Form. This field would contain
the @name of the CSM. Triggers and URL Extensions would need to be created. This Trigger would
activate upon ticket update, and the URL Extension would send a slack message to the user, based
on the information in the custom field.

This option would post to a slack channel, and the user would need to be a member of the slack
channel.

The articles below outline Trigger and Slack Notification creation and usage.

https://support.zendesk.com/hc/en-us/articles/203662106

https://support.zendesk.com/hc/en-us/community/posts/115000388987

Hours: 5-10

SLAs

Much like CSM updates, there are no notifications currently going out when SLAs are close to
breach, or past breach.

We have determined two ways that this issue could be improved.
We recommend that both options are used, to provide the highest level of communication.

Option 1:


https://support.zendesk.com/hc/en-us/articles/203662106
https://support.zendesk.com/hc/en-us/articles/203660866
https://support.zendesk.com/hc/en-us/articles/203662106
https://support.zendesk.com/hc/en-us/community/posts/115000388987

Email notifications can be sent to the CSM for the ticket, and any team leaders, or
management that would need notification. This CSM can be set at the time of ticket
creation. This would need to be a custom field in the Zendesk Ticket Form. This field
would contain the name of the CSM. Automations and Email Extensions would need to be
created. These automations could be set to trigger when SLAs are near breach or after

breach, and the Email Extension would email the user, based on the information in the
custom field. Extensions can be created for any team leader or management who is not an agent in
Zendesk, and notifications could be sent to them as well.

This option would require that the Email Extensions be maintained, and new extensions added as
new users are added to your CSM teams.

The articles below outline Automations and Email Extension creation and usage.

https://support.zendesk.com/hc/en-us/articles/203663926

https://support.zendesk.com/hc/en-us/articles/203660866

Hours: 5-10
Option 2:

Slack notifications could be sent to the CSM for the ticket. This CSM can be set at the time of ticket
creation. This would need to be a custom field in the Zendesk Ticket Form. This field would contain
the @name of the CSM. Automations and URL Extensions would need to be created. These
automations could be set to trigger when SLAs are near breach or after breach, and the URL
Extension would send a slack message to the user, based on the information in the custom field.
Notifications can also be set for any team leaders or management who require notification.

This option would post to a slack channel, and the user would need to be a member of the slack
channel.

The articles below outline Automations and Slack Notification creation and usage.

https://support.zendesk.com/hc/en-us/articles/203663926

https://support.zendesk.com/hc/en-us/community/posts/115000388987

Hours: 5-10

Reporting

Current reporting is insufficient to properly track all desired metrics. These metrics can be
measured using Insights, and having custom reports and dashboards created. The following metrics
need to be reported on. These include:

o All new tickets over a time period per team


https://support.zendesk.com/hc/en-us/articles/203663926
https://support.zendesk.com/hc/en-us/articles/203660866
https://support.zendesk.com/hc/en-us/articles/203663926
https://support.zendesk.com/hc/en-us/community/posts/115000388987

e All solved over a time period per team
e Solve times/ average ticket life per team

These metrics would require proper configuration of Insights and custom metrics. Custom
dashboards could be created as well, so only those agents who need to have access to
these reports would see them.

Hours: 30-40

Roles

Currently, most Agents are being given the role of Administrator. We recommend creating three
additional roles to limit access.

Role 1

Can only access tickets in their group
Can leave public and private messages
Read only access to users

Cannot change ticket fields
Role 2

Can only access tickets in their group
Can leave public and private messages
Read only access to users

Can change ticket fields

Can assign tickets to any group
Role 3

Can access tickets in any group

Can leave public and private messages
Read only access to users

Can change ticket fields

Can assign tickets to any group

With these three roles, most Agents would still fully be able to do all the activities needed, but
without being able to change business rules.

Hours: 3-5
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CONCLUSION

While the current methodology that Platina is using to submit tickets into Zendesk seems
to be working well, it is also the source of most of the pain points. While it is possible to
overcome these pain points, maintaining the current methodology, it will be human error

prone.

We strongly recommend that the methodology changes to a form based submission process. While
this means that customer service agents will need to use a website to submit tickets, it will allow for
a formatted method for submitting tickets. This form methodology can still provide the benefits of
the current methodology, such as Slack updates, and not requiring Zendesk seats for each of the
customer service agents.

Combining the use of forms and integrations with BubblelQ (or through Platina buttons to submit
tickets via chat) will allow agents to submit tickets in a repeatable, easy to manage methodology.
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