
1© 2018 The Hackett Group, Inc. All rights reserved. Reproduction of this document or any portion thereof without prior written consent is prohibited.

Tom Bangemann, SVP Business Transformation, The Hackett Group

Justyna Piwowarczyk, Center Head, Smith & Nephew

June 2019

World-Class GBS – Key trends and 

real life experience



Contents

 World-Class GBS Overview

 Smith & Nephew Example

 Q&A



3© 2018 The Hackett Group, Inc. All rights reserved. Reproduction of this document or any portion thereof without prior written consent is prohibited.

Our executive interactions reveal critical imperatives that aggregate into five critical 
performance themes across the enterprise and within functions
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Top 5 common critical 

development areas:
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Increase function 

customer-centricity

Improve function 

analytical, modeling and 

reporting capabilities

Support enterprise 

customer-centricity*

Reduce function 

operating cost

Optimize deployment of 

function resources across 

the organization (BU, 

corporate, GBS, COE)

Measure and manage 

function performance and 

business value

Align function skills and 

talent with changing 

business needs

Modernize function 

application platform(s)

Improve function agility
Business services 

function issue

Ensure security of function 

data and systems

Support enterprise 

innovation*

Support enterprise digital 

transformation*

Enterprise Issue

Source: Key issues study, The Hackett Group, 2018
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(Digital) business transformation risk drivers

Cybersecurity is the top business risk in 2019 followed by access to critical 
talent; talent risk is projected to grow the most going forward

48%

39%
36%

33%
31% 30% 30%

24%

72%

66%

56% 58%

36%

41% 39%

34%

Cyber / information
security

Access to critical talent Intensified competition Disruptive innovation Reputational risk Regulatory risk Global trade barriers /
tariffs / regulatory

change

Geopolitical risk

2018 Projected (2019-2020)

24%

% Projected increase

27%

20% 25%

5%
11%

9%

10%

Source: Key Issues Study, The Hackett Group, 2019

Current and projected high business risks
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75%

66%

63%

55%

54%

49%

45%

Customer-focus improvement

Enterprise operations cost optimization

Product/service portfolio innovation/expansion

Expand market presence (e.g., geographies, segments)

Innovate go-to-market strategy

Improve caliber of enterprise talent

Diversity and inclusion promotion program

Global operations/supply-chain optimization

Improve enterprise decision-making capability

Develop or expand corporate social responsibility program

SG&A cost optimization

As in 2018, improving customer focus is the top 2019 enterprise initiative; 
enterprise cost reduction has risen to number two

Percentage of companies with major initiatives on 2019 agenda

Source: Key Issues Study, The Hackett Group, 2019

New capability development Business optimizationCost structure rationalization

51%

48%

50%

49%
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Causing a paradigm shift in how we organize work

1 2 3

ORGANIZING PRINCIPLE:

Data recording, manipulation and 
output generation from enterprise 
resource information technology 
systems to create products & services

ORGANIZING PRINCIPLE: 

Task specialization based on physical 
proximity of people to recording, 
manipulate and output data to create 
products & services

ORGANIZING PRINCIPLE:

Capture data digitally at source and 
transform to create products & 
services maximizing use digital 
technology

FUNCTIONAL ORIENTATION PROCESS ORIENTATION CUSTOMER ORIENTATION
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Stage

3

Stage

2

Stage

1

Multi-function 

integration

Single 

function 

consolidation

 Functionally focused & owned platform

 Transactional standardization

 Regional Shared Services consolidation

 Transactional automation

 Cost reduction focus

 Multi-function Global Business Services org

 End-to-end process orientation

 Global Process Ownership

 Integrated, infrastructure, or hybrid center model

 Service management implementation

 Enterprise standards driven

 Performance technology improvement

 Knowledge centers of excellence

 BPO & managed services outsourcing

 Service effectiveness focus

 Service-oriented Integrated Business Services stand-alone entity

 Commercial performance profile

 Service catalog centric

 Beginning-to-end service orientation

 Revenue-enabling knowledge centers of excellence

 Innovation contributors

 Total business value focus
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Integrated 

services 

operations

8%

35%

57%

Focus N%
Indicates % of Shared Services / 

GBS organizations at that Stage

Today 2020F

14%

48%

38%

As GBS organizations mature, the need for talent that has GBS specific 
skills & capabilities is crucial to achieve World class performance levels
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G&A Actual and Forecasted Cost as a Percentage of Revenue through 2020

Source: 2018 Hackett G&A Benchmark database analysis

3,68%
3,53% 3,52% 3,41%

2014 2016 2018 2020F

Finance

HR

Procurement

IT

Where you will 

be without digital 

transformation

Digital transformation focus

2.30%

Finance

HR

Procurement

IT

Finance

HR

Procurement

IT

Finance

HR

Procurement

IT
World-class 

digital 

leaders
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Hackett Digital Transformation Landscape

BUSINESS EXPECTATIONS

Cost leadership Delight customers Perfect quality Agile operations Flawless compliance

Enable innovation 

leadership

Support decision-making 

excellence

Extend service –

partner value

CUSTOMER-CENTRIC

Design thinking Digital customer engagement Customer journey mapping Segmentation Individualization Omnichannel

DIGITAL OPERATIONS

ERP
modernization Cloud Mobility Internet of things Orchestration

Conversational 
interfaces Smart data capture

Social
technologies Block-chain Process mining

Disruptive point 
solutions

Smart automation

Robotic Process Automation Cognitive Automation

DIGITAL INSIGHT

Predictive 
modeling Analytics Big data

Data visualization Data integration Data mining

INTENSIFYING COMPETITION

Global competition Margin pressure Merger and Acquisition

DISRUPTIVE INNOVATION

Digital disruption Product and service innovation Business model innovation
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‘Live’ Use Cases Are Even Being Seen in Areas That Were Previously 
Resistant
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BASF Digital Finance Roadmap
Example: Predictive Analytics

Source: The Hackett Group’s European Best Practices Conference - Evolution of Finance and Controlling @ BASF supported by Technology, 

2016
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First Results 

 Improved FC accuracy especially for mid-term outlook

 Unbiased values

 Less effort for forecast generation

 Input for Operational Planning

 Create competitive advantage

Benefits 

88,0%

89,0%

90,0%

91,0%

92,0%

93,0%

94,0%

95,0%

96,0%

Total t+1 t+2 t+3 t+4 t+5 t+6

Net Sales Forecast Quality

Business FC EWS System

88,00%

89,00%

90,00%

91,00%

92,00%

93,00%

94,00%

95,00%

Total t+1 t+2 t+3 t+4 t+5 t+6

Contribution Margin Forecast Quality

Business FC EWS System
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Digital Transformation Is About Combining New Tools, Techniques and 
Technologies
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Automation Is Bringing Together New Names, with Familiar Names

Source: 2017 & 2018 Awards Submissions, The Hackett Group

Analytics

AI Tools and Techniques

Mobility / Infra.

RPA/Orchestration

Voice / Conversational

Data Smart Data Capture
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Automation levels in GBS are often not known as they are not measured

Source: The Hackett Group’s Global Business Services (GBS) performance study, 2016

51%

38%

26%

28%

37%

30%

13%

17%

23%

26%

20%

20%

15%

19%

21%

15%

11%

17%

21%

26%

30%

31%

31%

33%

Process automation level

Business continuity (disruptions,
incidents etc.)

Compliance

Process quality

Process cost

Process cycle time

Process perspective - indicators to manage GBS performance

None Measured Targeted Managed

27% 37%
100%

23% 37%
100%

20% 42%
100%

20% 39%
100%

14% 32%
100%

% Managed by GBS 

maturity stage

23% 11% 67%

Managed - KPIs defined, targets set; major initiatives defined

Targeted - KPIs defined, targets set; no major initiatives defined 

Measured - KPIs defined, no targets set, no major initiatives defined 

None - limited or no KPIs defined 
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Unlocking Digital Value – The Race to Transform First

?
“When digital transformation is done right, it’s like a 

caterpillar turning into a butterfly, but when done wrong, all 

you have is a really fast caterpillar.”

George Westerman,  Principal Research Scientist with the MIT Sloan Initiative on the Digital Economy
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10. TALENT MANAGEMENT

Emphasize talent retention and cross-functional 

development for valued employees, stimulate 

business partnering

1. STRATEGIC ALIGNMENT

Focus on business and GBS strategy alignment and 

deliberately communicating value delivered

2. ORGANIZATION DESIGN

Push boundaries of GBS model and placement 

between GBS, corporate center and business 

organization

3. LEVERAGE

Balance in-house versus third party capability for 

labor arbitrage maximization and productivity gain

4. GOVERNANCE

Set clear accountabilities that drive effective decision-

making and business partnership

5. END-TO-END PROCESS DESIGN Organize with 

process (output) value in mind, transcending 

organizational boundaries

6. CUSTOMER-CENTRIC

Apply design thinking to create 

a customer-focused service experience

7. SERVICE MANAGEMENT

Master all elements of service management for an 

uninterrupted, seamlessly delivered service

8. DIGITAL TECHNOLOGY

Lead on implementation of existing and emerging 

technologies to create a digitized service portfolio

9. ANALYTICAL CAPABILTIES

Create value beyond labor 

arbitrage through analytics and other non-

transactional services

1

2

3

4

56

7

8

9

10

WHAT WORLD-

CLASS GBS DO 

BETTER

10 Characteristics of World-class GBS Organizations

Source: The Hackett Group
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This was the view in 2015: Robotics Impact on Individual Jobs (Study by
Oxford University)
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Robotics Example from Study: Chartered and Certified Accountant
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Will Robots Take My Job ?
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Data Scientist Behavioral Scientist

Robotic COE/ 

Coordinator

Digital Partner Digital Risk 

Activist

Controller FP&A

AP Clerk Shared Services

New Roles Have and Are EmergingTraditional Roles are Changing

Parting Thought – Ready your Workforce Today!

Source: Symphony Digital Ecosystem Landscape, 2017
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29%

39%

26%

54%

54%

42%

33%

63%

40%

44%

63%

28%

23%

41%

44%

42%

31%

32%

33%

33%

25%

33%

38%

31%

50%

54%

29%

17%

32%

15%

14%

25%

33%

13%

27%

19%

6%

22%

23%

Internal placement Hire externally Contractor / or ESP

20%

32%

34%

39%

39%

39%

41%

41%

41%

43%

45%

48%

59%

34%

25%

30%

41%

23%

16%

16%

16%

9%

36%

18%

7%

9%

Cybersecurity specialist

Data architect

Data scientist/modeler

Social media manager

Agile project manager

Digital services delivery manager

Customer experience designer

Digital content manager

RPA / intelligent automation

Digital transformation program manager

Chief data officer

AI specialist

Chief digital strategist

Role needed. not created Role created

0

Actual or preferred role fill

New digital roles needed, created and filled
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New Career Paths are opening up Huge Opportunities for our People

Source: Hackett Best Practice Conference 2018, Atlanta – Hewlett Packard – Marie Myers
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Increasing Amount of Title Rebranding:
Companies hire for ‘data wranglers,’ ‘growth hackers’ in the race for talent

Source: WSJ 22.November 2018
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TALENT MANAGEMENT AND ENTERPRISE PERFORMANCE ARE POSITIVELY CORRELATED

48%

Higher Return 

on Equity

17%

Higher Return 

on Assets

13%

Higher Net 

Profit Margin

13%

Higher EBITDA

$

GETTING IT RIGHT MATTERS

%

RETENTION

Effective talent management reduces uncontrolled 

attrition, lowers costs and provides more consistency 

in customer service

SKILLS 

Skills and competencies over and above technical skills 

are essential to successfully manage interactions with 

clients and deliver customer excellence efficiently

CAREER DEVELOPMENT 

Active preparation for career development to move 

people from role to role and business to shared 

services and vice versa 

DEMAND MANAGEMENT 

GBS workforce needs to be flexible and 

knowledgeable to meet varying customer demand for 

services

RECRUITMENT

Having an attractive value proposition provides an 

edge in competitive GBS locations

TRAINING

Is valued by employees, increases competencies, 

improves morale and productivity and the ability to 

add value to business customers

Talent Management does pay off – it is proven
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Smith & Nephew



Achieve the 
full potential of 
our portfolio

1 Transform the 
business through 
enabling 
technologies

2 Expand in 
high-growth 
segments

3 Strengthen 
talent and 
capabilities

4 Become the 
best owner

5

GROW TOGETHER EFFECTIVELY

S&N Purpose: Life Unlimited

S&N Five Strategic Imperatives:

S&N Culture Pillars: Care, Collaboration, Courage

27



12/09/2019

GBS purpose:

Underpinning everything we do is

an ongoing effort to listen to

feedback and continuously

improve to achieve superior

customer experience

Superior customer experience

can be achieved only through

right Talents and Technology

28



Eliminate contact

Strategy: Problem 
& Knowledge 
Management

Automate

Strategy: Self-
service portals & 

tools

Low Cost 
Channel / Access

Chat Strategy: 
Agents handle 3-5 
users per session

Right-Sourced 
Agents

Strategy: Labor 
arbitrage & service 

levels

Onsite Support

Strategy: Reduce 
need, improve 
accessibility & 
multi-purpose

Shift Left Strategy: Increase Productivity & Reduce Cost of Support

Service Management – Shift Left Strategy

29



GBS Portal

30

Leverage capability of 
online ServiceNow
platform to implement Shift 
Left strategy
• Expansion of Knowledge 

Management Database

• GBS Portal / Service 
Catalogue Alignment / 
Personas

• ServiceNow Cross-
Functional Chat 
Capability



GBS Portal Service Catalogue

31



User-friendly Knowledge

32



GBS CX Feedback model

CESSeeking

Service CSATService

delivered NPS
Service

recall

Survey every ticket logged 

+ enable ‘live’ feedback

Survey every time ticket 

solved
Targeted survey twice/year

Quantitative ratings Qualitative insights + action

How easy was it? How good was it? Do GBS add value?

33



Concur detect
Artificial Intelligence (AI) auditing tool for expense reports

Future Process

Current Process

Savings

34



Questions?
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Statement of Confidentiality and Usage Restrictions

This document contains trade secrets and information that is sensitive, proprietary, and confidential to The Hackett Group the disclosure of which would provide a competitive advantage to 

others. As a result, the information contained herein, including, information relating to The Hackett Group’s data, equipment, apparatus, programs, software, security keys, specifications, 

drawings, business information, pricing, tools, taxonomy, questionnaires, deliverables, including without limitation any benchmark reports, and the data and calculations contained therein, 

may not be duplicated or otherwise distributed without The Hackett Group Inc.’s express written approval. 
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