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Shared services are evolving faster than ever,
partly because the community is leveraging best
practice, and sharing lessons learned from each
other. But is the growth built on solid
foundations, or are we ignoring some basic
architectural principles?
sharedserviceslink and Triangular World
conducted a survey with 60+ shared services
professionals. We found that most organizations
are investing heavily in improvements and
automation, but are not always getting the
basics right.
Read on for our findings.

About our respondents
What is your annual revenue?
(in USD)
Less than $500M

More than $10BN

$500M - $1BN

8%

15%

37%

28%

12%

$1BN-$5BN

$5BN-$10BN

How long have you had
shared services?
Not yet – we are
considering it
More than 10 years

Project to set up shared
services has started

2 6%

Less than 2 years

%

23%

5%
27%
3-5 years

37%
6-10 years

Survey respondents are from large companies.
77% have over $1bn in annual revenue.
92% have established shared services, 60% have had
shared services for 6 years or more.

Which best describes your
shared services’ business model?
We outsource /
are an outsourcer
We are a Global
Business Services
organization

6%
29%

We are single
function

22%

43%
We are
multifunctional

Most organizations are multifunctional or Global
Business Services (GBS)

How was the feedback from the
business units on your most
recent review?
33
%

30%

12%

12%
7%
3%

3%
Unsure

We don't
Poor
Fair
Mixed
do reviews unsatisfied somewhat some part
no feedback with current satisfied,
are good,
performance but much
some
room for
mixed
improvement

Good
satisfied

Excellent
very
satisfied

In these (mainly) mature shared services, only 45% say
their feedback is good or satisfactory!

What are organizations doing
to improve?
Less than half of the respondents are happy with
the feedback from their last review.
While every organization faces different challenges based on
their size, history and complexity, there are a few essential
factors that remain relevant for all shared services.
• Effectively measuring performance.
The most common ways of measuring performance are
through Key Performance Indicators (KPIs) and Service
Level Agreements (SLAs), but when these aren’t set up
correctly, you may not be getting the information you
need to improve.
• Communicating and aligning with the business.
Although many shared services refer to the business as
their customer, they don't treat them accordingly – they
don't fully understand their needs. And the business may
lack understanding of the needs of the shared services,
as well.
Not getting these right could be a major factor to poor
performance reviews.

Let’s look into these two factors:

Measuring performance
and customer
satisfaction
effectively
Measuring Performance
How do you measure the
performance of your organization?
Reporting on KPIs

78%

Meeting service level agreements (SLAs)

Customer satisfaction surveys

70%

53%

Benchmarking against other shared services organizations
%

43

Conducting your own audits of performance
%

28

Benchmarking against industry statistics
%

20

Customer alignment survey
%

12

Other
%

8

LevelUP / Shared Services Standard
%

5

KPIs and SLAs are the most popular ways to measure
performance. A good proportion also use customer
satisfaction surveys, as well as benchmarking against
other shared services.
However only 12% specifically measure alignment with
their customers.

Setting SLAs
How are the Operating Level
Agreements (OLAs)/ Service Level
Agreements (SLAs) established?
I’m not sure
We don’t use
SLAs / OLAs

6%

They are
jointly agreed
upon by the
SSO and the
business

10%

55%

They are
established
within the SSO

22%
7%

They are
established by
the business

It’s worth noting that these SLAs are often one-sided.
While 55% use jointly agreed-upon SLAs, 29% have
one-sided SLAs, and 10% don’t use them at all.

Setting Baselines
To what degree do you
systematically establish baselines
when you set up:
Process improvement projects
%
%
%

15

3

47

A shared services project
%
%

19

5

35%

49%

27%

A shared services organization or center
%
%
%

19

5

44

Never

Sometimes

32%

Mostly

Always

KPIs will l be more helpful when they are set to drive
improvements against established baselines. However,
we see that baselines aren’t always set up when initiating
projects or new shared services organizations.

Measuring Customer
Satisfaction
What methodologies and tools do
you use to measure customer
satisfaction?
Face-to-face discussions with the
service management team of the SSO

68%
Survey Monkey

45%
Randomly generated customer satisfaction
surveys following specific services
%

30

Net Promoter Score
%

17

LevelUP, the industry standard
%

3

When it comes to measuring satisfaction,
face-to-face discussions are the most popular way.
Less than half use widespread surveys.

Most organizations rely on KPIs and SLAs to
measure performance, but often the SLAs
are one-sided, and the KPIs may not have
baselines.
When it comes to customer satisfaction, most rely
on face-to-face meetings, so may not be seeing a
well-rounded picture from the business units.
Not getting this alignment right when measuring
performance can lead to KPIs that are all ‘green’
even when customer satisfaction is low.

Communicating and
aligning with the
business

Assessing Alignment
How aligned do you think you
and your customers are?
55%
33%
2%

10%
We are very
aligned – we
think we are
operating at
a certain
level, and
they agree

We are not aligned
– we think we are
operating at a
certain level, and
they disagree. But
we know there’s a
gap which we are
keen to close

We are not aligned –
we think we are
operating at a
certain level, and
they disagree. We
are not talking about
closing the gap

We don’t
have internal
clients

Most – 55% – say they are aligned. A further 33% say
they are working on fixing gaps in alignment. Only 10%
aren’t working on fixing alignment.
For those that aren’t currently aligned, it begs the
question: How can you be successful if you don’t know
what success looks like for your customer?

How to Improve?
How do you think you could
deliver better service?
If we had better technology

65%
If we could get on and make the improvements
needed without all the resistance

53%
If we had more standardized processes

53%
If we had an optimal skill mix of
shared services employees
%

35

If we had more direction and a tighter
relationship with senior leadership

30%
If we had more training
and development
%

23

If we had more budget

20%
If we had more resource / FTEs

18%
If we had gotten more useful
feedback from the business units
%

12

65% say technology is a key enabler to drive service
improvements.
Over half – 53% – think they could deliver better service
if they had more standardized processes and faced less
resistance to change.
Only one in five asked for more budget.

Communicating ‘How to Improve’
Does the business know what it
would take for you to deliver a
better service?
Yes – they are very
vocal about this

No
Yes – but
they never
share this

20%
2%

32%

46%

Yes – but they
don’t always
share this

49% don’t have a good level of communication with
the business.
One in five respondents say the business doesn’t
know what it would take to improve shared services.

Mission Statements
How would you define the
purpose of your organization?
(Choose your top 3)
To achieve savings from process efficiency

70%
To improve the quality of the service we provide to business units

60%
To deliver business support of back office functions

53%
To be a strategic partner to the business

30%
To be a customer-focused organization

28%
To be constantly focused on delivering higher-value functions

22%
To achieve savings from labor arbitrage

15%
To be the single point of contact for business support

7%
To be a commercially orientated organization
(runs like a business, makes a profit)
%%

00

Delivering savings and efficiency, and providing a
high-quality service, are how most organizations define
their purpose.
However, only 30% define their purpose as being a
strategic partner.
Only 28% say being customer-focused is key.

While most respondents claim they are
aligned, or working hard on improving
alignment, only 28% say being
customer-focused is key to the purpose
of their organization. No-one said running
the shared services like a business was
their key purpose.

How to build a
solid foundation
A solid foundation for any
shared services organization
is to know what the business
wants and to know how to
improve, which is not
possible without good levels
of alignment or helpful
performance metrics.
Here are our tips to help build a solid foundation:

1

Establish baselines.
Whenever you are establishing an improvement project,
be sure to have baselines to measure your success (or
learn from mistakes!). Only 34% say they always set up
baselines when starting process improvement projects.

2

Make sure KPIs work for both parties.
When your team is working working on moving KPIs
into the 'green', but the business is still unhappy, that
doesn’t work for anyone. Jointly agreed-upon goals will
help improve customer satisfaction, and, if there are
SLAs that the business doesn't care about, consider
streamlining them.

3

Take alignment seriously.
53% said they faced resistance when trying to make
improvements to their service, and 20% say the
business has no idea what it would take to improve
shared services. This, along with other indicators,
shows that that respondents don’t have true alignment
with the business. To truly improve the service and the
stability of your shared services, take time to ensure
that your goals, values and mission align with
the business'.

About
Triangular World
Triangular World is a niche consultancy. We work
across the full spectrum of shared services
approaches – from straightforward outsourcing
deals, through stand-alone services centres and
hybrid models to fully integrated, multifunctional
and end-to-end global business services.
We combine a collaborative working approach with
a deep understanding of the many dimensions and
approaches involved in choosing and deploying
shared services. We deliver tailor-made consulting
and interim assignments. Each project is
specifically designed to enable customers to tap
into and benefit from our collective know-how
based on what is most appropriate for them.
Our ambition is to shape a future where the
optimal use of shared services capabilities results
in measurable, meaningful and sustainable
business efficiencies for the industry.
Contact us at info@triangular-world.com
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