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Business Services Leadership Diagnostic

Business Services Overview
We are in the midst of an unprecedented period of growth and change in the “service economy” with far-reaching, global

implications as transformative as the industrial revolution earlier in the 19th century. Just as the introduction of the

assembly line and mass production made the global manufacturing of discrete products possible, the Internet, a 24/7

skilled global labor pool and the specialization of outsourced business providers are allowing Fortune 500 companies and

small businesses alike to outsource virtually all “non-core” operations. Once again, these changes are focusing attention

on the small pool of future-ready leaders for roles requiring a rare combination of knowledge and skills uniquely suitable

to this new marketplace.

Overall, we are seeing tremendous growth in highly sophisticated, technology-enabled “business services” companies

that are replacing what was formerly viewed as internal “general and administrative” expenses. Business services

companies are often focused on a specific function or process, such as human resources, finance and accounting, or

marketing services. They are usually customized to the workflow of a particular industry, such as financial services,

healthcare, consumer or industrial. Some particular areas of growth would include business process outsourcing,

information technology services and healthcare claims processing.

This focus on efficiency in performing “non-core” administrative activities has given rise to the elevation of the role of

Head of Business and Shared Services to a CEO report role in many large, complex companies. CEOs are turning to

their Heads of Business and Shared Services to lead the transformation of their businesses.

The recurrent theme among these next-generation business services organizations is a trend toward the creation of

increasingly sophisticated, technology-enabled platforms. These platforms are developed with deep knowledge in a

particular business process, supported by a global labor force with a unified commitment to excellence in operations

and service delivery.

Moreover, while business services organizations often seek executive talent with specific knowledge and credibility in

their particular markets, the evidence strongly suggests that there is a common set of attributes among world-class

business services leaders and, increasingly, a “single marketplace” for business services talent.

Business services leaders who have the proven ability to create organizations that strike the balance of people, process

and technology in ways that attract and impress customers and that produce scalable, profitable businesses share a

universal set of characteristics that distinguish them as best in class. Russell Reynolds Associates in partnership with

Cambria Consulting, a thought leader in corporate competency analysis, has developed a diagnostic framework for

assessing business services leaders. Based on interviews Russell Reynolds Associates performed with more than 10,000

business services leaders during the past 10 years, the framework’s best-in-class characteristics fall into two areas:

Knowledge and Experience

The following “hard skills” are achieved through work

assignments and educational training:

• Industry Knowledge

• Functional Knowledge

• Technical Aptitude

• Scope and Scale

• Geographic Responsibility (domestic, continental, global)

Personal and Performance Competencies

The following “soft skills” are achieved through

situational experiences and are organized into the

following four leadership groupings:

• Strategy

• Team Leadership

• Execution

• Influence
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People-Oriented Industries
Examples:
• Consulting and Advisory
• Staffing
• Infrastructure
• Engineering

Environment:
• High Margin
• High Touch
• Low Volume

Customization
Collaboration

Process-Oriented Industries
Examples:
• Transaction Processing
• Payroll and Benefits
• Merchant Processing

Environment:
• Low Margin
• Low Touch
• High Volume

Standardization
Performance
Results

Technology-Oriented Industries
Examples:
• Hardware and Software
• Applications and Infrastructure

Environment:
• High Margin
• High Touch
• High Volume

Automation
Scale
Innovation

Knowledge and Experience
The majority of business services leaders had early career paths through an industry segment that is either people, process or

technology driven:

Business Services Best-in-Class Career Paths
The emerging leaders of best-in-class business services companies have transitioned through multiple industries and sectors.

For example:

These leaders have a convergence of relevant skills and experience as well as the personal and performance competencies

that are most relevant to successful business services companies.

A few examples of emerging career paths for business services leaders that illustrate this multi-function, multi-industry,

global, buyer and provider type career path include:

Hewitt Associates CEO: Experience from BISYS, ADP and McKinsey & Company

Fiserv CEO: Experience from H&R Block, American Express and Kenneth Leventhal & Company

Equifax CEO: Experience from General Electric and Owens Corning

BearingPoint CEO: Experience from Oracle, Accenture and Morgan Stanley

OSI CEO: Experience from Sears, General Electric, AT&T, Manufacturer’s Hanover Trust Company and American Express

Personal and Performance Competencies
Independent of industry knowledge and experience, the top business services leaders all share strengths in the following 15

competency areas arranged into four leadership groupings.

Transaction
Processing

Technology
Services

Within at Least
One Major Industry

Financial Services, Industrial, Healthcare and Consumer

Consulting and
Advisory
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Setting Strategy
Forward Thinking

• Scans the internal and external business environments and
identifies ideas and best practices that create opportunity

• Identifies broad organizational and technological trends
that have practical implications for the organization

Judgment

• Incorporates flexibility into planning processes and decisions

• Adapts behavior and management practices to different
cultures, functions and/or businesses

• Understands the core competencies of the organization

Creative Problem Solving

• Approaches program issues or problems without
preconceived ideas about how best to solve them,
entertains and formulates “out-of-box” solutions

• Looks to other industries and technologies for solutions to
current or potential issues

Diagnostic Skill

• Applies an overarching view of the global sourcing
landscape to identify opportunities for savings and greater
efficiencies

• Looks for solutions from other industries and technologies
for their applicability to current or potential issues

• Identifies business processes that benefit the most from
standardization and/or simplification

Leading Teams
Managing Performance

• Holds everyone on the team accountable for doing what
they have signed up to do

• Sets aggressive goals and time frames that challenge,
energize and motivate the team

• Presses the team to meet requirements in the face of time
pressures, customer issues or resource constraints

Managing Change

• Understands people’s natural resistance to change and
personally intervenes to address their key concerns and
issues and to reassure them about the benefits of change

• Handles reactions to threatening situations with sensitivity;
operates out of fairness and full disclosure as key principles

Managing Talent

• Accurately assesses people’s strengths, limitations and
technical/functional capabilities and matches them
effectively to program assignments

• Supports people directly and visibly when they assume
new and challenging responsibilities

Leveraging Diversity

• Understands, respects and leverages the values and
working styles of other cultures

• Adopts the attitude of a “learner” when working with
people from other regions and cultures

• Is able to adapt (versus adopt) practices and strategies
and to seek alternative paths

Building Relationships and Using Influence
Focusing on the Customer

• Involves customers early to engage them in joint problem
solving and to build support for solutions

• Establishes mutual expectations by identifying what is
possible in a given situation and making realistic
commitments

• Initiates follow-up with and feedback from customers
throughout the process

Managing Relationships with Customers/Partners

• Identifies and advocates solutions that balance customers’
and business partners’ stated needs and long-term best
interests with the organization’s business requirements

• Negotiates terms and conditions that best benefit customers
but also solidifies longer-term relationships with partners

Influencing the Organization

• Uses examples of successful competitive practices to sell
the benefits of alternative sourcing

• Persists to get buy-in from key internal stakeholders
(e.g., CIO, CFO, etc.) and involves key line management in
the details of front-end planning

• Overcomes internal obstacles to business process
outsourcing by sharing credit and through business case
demonstration of benefits

Leading Communication

• Communicates simple, compelling messages and a few
key priorities that guide and focus the efforts of others

• Keeps stakeholders and team members continually
informed of progress, difficulties and other pertinent
issues throughout the transition process

Executing Results
Driving Results

• Establishes self as the responsible owner of the program

• Sets aggressive but achievable goals and time frames,
and holds self and others accountable for achieving them

• Stays focused on objectives in the face of resistance,
diversions or competing demands

Setting Metrics and Standards

• Benchmarks self against the best in one’s own and
others’ industries in standardization, cost reduction and
streamlining of operations

• Develops processes to ensure quality or standards where
there are no established procedures or guidelines

Making Data-Based Decisions

• Makes the tough decisions on issues that would otherwise
stall progress

• Makes decisions based on business case analysis (e.g.,
internal rate of return, net present value, return on
investment, payback period, safety, etc.)
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The Next Generation of Business Services Leaders
The leading business services leaders will have mastered the creation of organizations that are both client centric and

operations/execution driven. It is likely that future leaders will have moved among businesses that provide a broad range

of people, process and technology experiences. The next generation of leaders will have adapted to the demands of

global/real-time delivery and “always on” client expectations.

Summary
During the past 10 years, the business services leadership function has evolved from a back-office, delivery-centric support

role to a highly visible, client-centric leader of a fast-growing new business segment. As a result, business services remains

a critical element of successful corporate functioning. Great business services companies fulfill the primary role for their

clients of releasing capital that can be used to further drive their core business. Robust solutions need to be client centric,

scalable, consistent and credible. The ability to build, manage and scale platforms and systems that deliver client service

excellence will be a singular differentiating factor for growth. The successful business services leader will be able to

anticipate market changes, as well as grow and scale the business across processes, systems, platforms, client segments

and geographies. Communication skills are critical in order to align the resources and people to the business strategy. Last,

the ability to measure and manage results will unify the organization and provide clarity to compensation, promotion and

earnings.

As a result, having a world-class leader in the business services function has become critically important. Unfortunately, the

pool of best-in-class business services leaders is too small to meet the emerging demand globally. Russell Reynolds

Associates has incorporated the insights of Cambria Consulting to bring depth and rigor to this emerging profile, which

serves as the basis for the development of the unique diagnostic model we now use to screen candidates for these

increasingly key roles, affecting not only the business services entities but also their clients spanning every sector

and geography.

Business and Professional Services Practice
Business and professional services providers are sharply focused on providing their customers with innovative service

solutions that seamlessly integrate people, processes and technology. Driving this effort are top-tier business leaders

who have a multicultural perspective, a strong awareness of industry trends, and proficiency in both technology and

business processes.

Russell Reynolds Associates is a leader in recruiting these executives. We have a proud 20-year history of identifying business

leaders for major business and professional services firms who have exceptional market knowledge, a reputation for

innovation and a track record for delivering excellent results. We continuously work to find the best new talent for the next

generation of services enterprises. We track market trends, network with industry executives and sponsor forums that bring

business and professional services leaders together. Moreover, we collaborate with colleagues across our firm to bring a

wealth of segment, functional, geographic and industry-specific knowledge to each assignment.

George Klemp
George Klemp is a founding partner and the President of Cambria Consulting, a Boston-based resource consultancy

specializing in strategic talent management and organizational assessment. His 30 years of experience span engagements in

a wide range of industries, with emphasis on financial services, manufacturing, consumer products and technology

companies.
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