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Who We Are

4

ScottMadden is a management 
consulting firm with 35 years of 
deep, hands-on experience.

We deliver a broad array of 
corporate and shared services 
consulting services—from strategic 
planning through implementation—
across many industries, business 
units, and functions. 

WHAT IT TAKES
WE DO 

TO GET IT DONE
RIGHT
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Our experienced team has been a pioneer in 
corporate and shared services since the practice 
began decades ago. We employ deep, cross-
functional expertise to produce practical, measurable 
solutions.

We have helped our clients with business case 
development, shared services design, shared services 
build support, implementation, and improvement. 

SERVICES

We have completed more than 1,600 projects since 
the early 90s, including hundreds of large, multi-year 
implementations. Our clients range across a variety of 
industries from energy to healthcare to higher 
education to retail. Our areas of expertise span the 
spectrum of middle and back-office corporate and 
shared services.

SCOPE

Our corporate and shared services 

knowledge, expertise, and experience are 

unmatched—no other firm has helped more 

clients with more unique solutions. 

EXPERIENCE
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Sample of Clients in Higher Education
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Taking Your Shared Services Organization to the Next Level
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Opportunities Exist, Regardless of Your Maturity
Taking Your SSO to the Next Level
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Start Up
� Policy harmonization
� Process redesign
� Service delivery model 

design/review
� Organizational structure 
� Technology implementation
� Governance model

Growth
� Process redesign
� Expansion opportunities 
� Leverage of leading 

practices and benchmarks
� Training and staff retention
� Other technology 

investments
� Multi-function integration
� Governance clarification

Mature
� Continuous improvement
� Expansion opportunities 
� Customer satisfaction
� Leverage of leading 

practices and benchmarks
� Career pathing 
� Technology optimization
� Multi-function optimization

Maturity Curve
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You Have Shared Services, What Can Go Wrong?
Taking Your SSO to the Next Level

� Minimal integration between tools

� Multiple ERPs and supporting 
applications

� Limited use of available functionality

� Low adoption of tools

Tools and Technology

� Limited or casual governance – weak 
change management

� High turnover driven by redundant 
work with limited career paths

� Functional focus – no cross-functional 
collaboration 

� Transactional focus – need to move up 
value chain

� Fragmented operations in multiple 
locations

People and Organization
� Non-standard processes; lack of 

adherence to redesigned processes

� Incomplete policy harmonization

� Manual workarounds (often supported 
by Excel)

� Functional silos – lack of end-to-end 
process standards, management, and 
ownership

� Limited focus on process improvement

Policy and Process

� Internally focused; no understanding of 
customer experience or needs

� Low customer satisfaction

� Ineffective performance metrics and 
reporting

� Data security risks

Data and Knowledge

8
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Why Strive for Top Performance?
Top-performing SSOs have significantly better staffing ratios.

Taking Your SSO to the Next Level

9

Staffing Comparisons
Top-Performer Group vs. Comparison Group

172
107

Total customers 
per total HR 
headcount

1,004

402

Number of employees 
served per service center 

employee

Top-Performer Group
Comparison Group

2.5 X

1.6 X
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Why Strive for Top Performance? (Cont’d)
Top performing SSOs are also more productive.
� 1.5 times productivity for accounts payable
� 2.5 times productivity for accounts receivable
� 4.7 times productivity for invoicing customers

Taking Your SSO to the Next Level
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3,333

5,000

7,750

2,167 2,000
1,640

Number of invoices processed per FTE that
performs the process "process accounts

payable (AP)"

Number of receipts processed per FTE that
performs the process "process accounts

receivable (AR)"

Number of invoices processed per FTE that
performs the process "invoice customer"

Efficiency Metrics Comparison

Top Performer Group Comparison Group

2.5 X
1.5 X

4.7 X
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§ Metrics

§ Reporting and 

Analytics

§ Knowledge Content

§ Operational 

Performance

§ Data Management/ 

Security

§ Organizational 

Structure

§ Work Activities

§ Roles and

Responsibilities

§ Training and 

Development

§ Career Pathing

§ ERP Systems

§ Vendor 

Technologies

§ Applications

§ Self-Service

§ Workflow

§ Automation

§ Policies

§ Customer-Facing 

Processes

§ Operational 

Processes

§ Infrastructure

§ Procedures

§ Tools and Job Aids

Shared Services Effectiveness Framework
Assessment Area Framework
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People and Organization
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§ Metrics

§ Reporting and 

Analytics

§ Knowledge Content

§ Operational 

Performance

§ Data Management/ 

Security

§ Organizational 

Structure

§ Work Activities

§ Roles and

Responsibilities

§ Training and 

Development

§ Career Pathing

§ ERP Systems

§ Vendor 

Technologies

§ Applications

§ Self-Service

§ Workflow

§ Automation

§ Policies

§ Customer-Facing 

Processes

§ Operational 

Processes

§ Infrastructure

§ Procedures

§ Tools and Job Aids

Areas of Focus for Quadrant
People and Organization
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What Good Looks Like – Leading Practice Model
People and Organization
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Key Differences in Model:
§ Faculty and student customers have different needs
§ State is actively involved in decision making
§ State versus research funding complicates financial processes
§ Many processes are already centralized (e.g., Procurement, Payroll) 
§ Compliance requirements driven by federal and other research granting agencies 
§ Strong desire to repurpose existing technologies (e.g., IT case management)
§ Strategic business advisors for HR and Finance deployed locally, replacing college business officers
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What Good Looks Like – Leading Practice Model (Cont’d)
People and Organization
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Example Model

On Campus

East 

Campus

Store 

Front

South 

Campus

Store 

Front

West 

Campus

Store 

Front

North 

Campus

Store 

Front

One Multi-Function Service Center:

Finance, HR, Post-Awards

A progressive model includes the concept of “hubs or store fronts” 

combined with a single multi-function service center. 

Benefits of this model:

� Maintain in-person contact through 
geographically placed store fronts

� Less expensive and more efficient 
than multiple service centers across 
campus

� Research specialists can hold “office 
hours” for faculty in the store fronts

� Interaction with the service center or 
self-serve via technology

� Governance/process consistency is 
much simpler to maintain
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What Good Looks Like – Leading Practice Model (Cont’d)
People and Organization
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Off-Campus

Service 
Center

On-Campus

Customers Interaction:
In-person 

walk-in

Interaction:
Via Technology
(Portal/Phone)

Store Fronts and 
Service Center use 

the same 
technologies, 

procedures, and 
knowledgebase

#2 
Store 
Front

#3
Store 
Front #4

Store 
Front

#1 
Store 
Front

Long-term strategy includes closing store fronts as 
customers become accustomed to using self-service and 

interacting with the service center remotely.
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What Good Looks Like
Top performers share a number of characteristics related to their people and 
organizational structure.

People and Organization

18

Top-Performer Group
Comparison Group

Yes, 
94%

Yes, 
72%

Use of Tiered Model

5,400

2,092
1,268

1,718

Tier 1 Tier 2

Total Employees per Headcount by Tier



Copyright © 2018 by ScottMadden, Inc. All rights reserved.

Key Levers for People and Organization Effectiveness

1. Governance

2. Clarity of roles and work alignment

3. Tiered delivery model

4. Competency alignment

5. Employee engagement

6. Career paths and development

7. Generational adaptation

People and Organization

19
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Ensure Strong Governance Is in Place
Having a governance board is helpful to the success of your shared services model. 

A governance body provides a setting to:
� Gain buy-in and validation for the project/approaches

� Discuss escalated issues (e.g., a college does not want to relinquish specific activities to 
the service center that other colleges are transitioning) and make decisions

An effective governance body is made up of a mix of leaders/customers from the 
colleges (e.g., Deans, CBOs) and leaders from the functions represented in shared 
services (e.g., central finance).

People and Organization

20

Effective governance is one of the key elements to success for a shared service.
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Key Benefits
� Provides direction to the operational 

team and serves as a point of escalation 
for issue resolution
� Represents the SSO among senior 

management
� Allows customers to strongly influence 

direction of shared services and ensures 
responsiveness to unit needs
� Creates a formal process to control 

spending and prioritize initiatives
� Ensures integration with enterprise 

initiatives

The formality and participating members in a board are influenced by factors such as 
size of the organization, the number and complexity of services, organizational 
culture, and hierarchy. 

Ensure Strong Governance Is in Place (Cont’d)
People and Organization

21

Governance Board

HR Finance

Unit A Unit C

Shared 
Services 

Lead

Unit B

Shared 
Services
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Governance Example: Canadian University

22

People and Organization

The University developed the following guiding principles to drive its governance 
approach.

Customers Drive 
Requirements

Stable/Lean 
Governance Body

Collaborative Design 
Process

� Governance body led by 
deans (deans represent 
customer groups) 
� Governance body led by 

the central administration 
units (i.e., led by those 
providing the service 
rather than those who 
will be receiving it)

� Utilize a collaborative 
approach (“do it with us, 
not to us”) by actively 
engaging customers and 
staff in the design 
process
� Actively seek feedback

� Select deans that could 
serve on the 
governance body 
through the 
implementation (i.e., 
important to have 
continuity in the 
governance body)
� Governance body to 

make decisions without 
a lot of “committee 
navigation”
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Governance Example: Canadian University (Cont’d)

23

People and Organization

The University set up an executive committee to provide overall governance acting as the 
decision-making body; however, it also set up several additional bodies to ensure that it was 
obtaining feedback and gaining buy-in with additional populations across campus.

§ PMO
§ Policy/Process Lead
§ Organization/Staffing
§ Technology Lead
§ Facility Lead
§ Change Management
§ Knowledgebase

President’s Executive Council

Advance-
ment AVP/ 

Leader

Research 
AVP/Leader

Financial 
Services 

VP/Leader

Human 
Resources 
AVP/Leader

Facilities 
AVP/ Leader

Student 
Services 

AVP/ Leader

Deans’ Council

Executive Committee
VP Finance & Resources, Executive 

Sponsor
Provost, Executive Sponsor

Dean College of Agriculture
Dean College of Arts and Science
Dean Edwards School of Business

Dean College of Medicine

Customer 
Liaisons 

Other Leaders

Information 
Technology
AVP/ Leader

Initial Scope of Shared Services: 
Research, Finance, and HR 

Implementation Team

Governance Model
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Example – Higher Education Organization 
The organization design illustrates the shared services operation including HR, 
Financial Services, and Research support services.

People and Organization

24

Customer 
Service Lead 

(Tier 1)*

• Employee 
inquiries

• Data entry –
basic

• Supplier inquiries
• System 

navigation (e.g., 
employee portal)

• Administrative 
and transaction 
support

Lead SSO

Specialist Lead 
(Tier 2)

WFA Data Processing Purchasing and 
Payments

Travel and 
Expense

Research Lead 
(Tier 2)

Continuous 
Improvement 

Lead

*Includes storefront and service center

• New hires
• On/Off boarding
• Leave 

administration
• Benefit 

administration

• HRIS / ERP 
data entry

• Payroll
• Employee data 

changes
• Journal entries

• Purchasing support 
and processing

• Procurement support
• P-card applications
• P-card  

reconciliations
• Receiving validation
• Invoice scanning 

and reconciliation
• Payment processing

• Travel authorizations 
• Expense entry
• Expense 

documentation 
collection

• Expense 
reimbursement

• Customer account 
management

• Process 
effectiveness

• KB maintenance
• CMS maintenance
• Reporting and 

analytics

• Pre-award
• Proposal review 

and finalization
• Award finalization

• Post-award
• Budget and 

project 
management

• Liaison with unit 
and central office

• Close-out



Copyright © 2018 by ScottMadden, Inc. All rights reserved.

Leverage a Tiered Service Delivery Model
People and Organization

Customers:
n Employees
n Staff
n Faculty/Deans
n Alumni
n Vendors
n Government Agencies

Phone

PC/Internet

n Basic and frequently asked 
questions

n Routine queries and reports
n Simple transactions

n Complex issues
n Troubleshooting

n Design of policy
n Policy exceptions

TIER 0

Self-Service

TIER 1

Generalist 
Support

TIER 2

Specialist 
Support

TIER 3

COEs

75%–80%
of volume handled

15%–20%
of volume handled

0%–5%
of volume handled

Multi-Function Service Center

25
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Optimize Your Competencies
A complex aspect of transforming or improving your operations is optimizing your 
skill competencies within shared services, the central office, and the units. For 
example, the newly created position of strategic business advisor requires new 
competencies.

People and Organization

Strategic Shift

Old Competencies

Knowledge of the Business

Attention to Detail

Time Management

Process Management

Customer Focus

Communication

Self-Directedness

Teamwork

New Competencies

Knowledge of the Business

Analytical

Problem Solving

Communication

Systemic Thinking

Ambiguity (ability to deal with)

Adaptability

Organization

Teamwork

Insightful

26
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Engage Employees
People and Organization

“We are more concerned with 
opportunities for development than any 
other aspect of a job.”

“I like to be recognized for good work.”

“I want a supervisor I can communicate 
with directly and openly.”

“I am tired.”

90% of learning and development takes 
place on the job 

What Are Employees in the Workforce Saying?

Lack of recognition or praise for doing 
good work is responsible for a 10% to 
20% difference in productivity

The #1 reason people leave their job is 
directly related to their manager

Stress and work-life balance is also a top 
reason employees leave their job

27

Taking the “long view” on employee opportunities and capabilities will motivate the right 
staff to deliver and be around for the long haul.
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Engage Employees (Cont’d)
ScottMadden’s SSO Talent Management Survey identifies communication, recognition, 
and culture-building events as favored engagement tactics.
� Small SSOs indicate events focused on building culture are slightly more effective than 

award and recognition programs
� Large and medium SSOs rank award and recognition programs as more effective

People and Organization

28

Which tactics are most effective for engaging employees 
and building culture within your SSO?

Other

Affinity clubs

Corporate volunteering opportunities

Events focused on building culture

Award and recognition programs

Regular communications

Popularity of Choice

Source: ScottMadden
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Consider an Employee Value Proposition (EVP)
Upward career potential, monetary incentives, and additional training opportunities 
are reported as top drivers for retaining staff among survey respondents.
An effective EVP:
� Provides a clear, concise, and overt statement on rewards
� Is helpful in markets where talent is difficult to attract
� Differentiates a company as an employer of choice and provides candidates a clear view

People and Organization

29

Additional 
training 

opportunities, 
24%

Upward career 
potential, 40%

Monetary 
incentives, 

26%

Recognition 
programs, 6%

Other, 
4%

What is the biggest 
driver for retaining staff 

in your organization?

Source: ScottMadden Talent Management in Shared Services Survey
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Use Career Paths
Almost 80% of participants report having defined career paths for their SSO.
� A mix of vertical and horizontal career paths is the predominate choice among all groups 

in the survey
� Multi-function, less mature, and small SSO operations are less likely to have career paths
� About half use career paths with progression outside their organizations

People and Organization

30

What best describes the nature of the career paths you have 
defined within your SSO?

Vertical career paths

Horizontal career paths

Career with vertical and horizontal paths

No defined 
career paths

There is an opportunity to 
create robust career pathing 

to attract and retain your 
SSO employees.
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Emphasize Career Development
Below is an illustrative example of a potential career path for shared services.

People and Organization

31
The diagram above is not hierarchical, but rather an example of a career path.

ESA/Sr. ESA

Leave Specialist/ 
Sr. Specialist

WFA Associate/ 
Sr. Associate

Recruiting/ 
Onboarding 
Associate/Sr. 
Associate

Benefits Support 
Rep.

HR Coordinator

Program 
Coordinator

Supervisor, 
Employee Services 
(ESA/Recruiting/ 
Benefits/LDM)

Supervisor, WFA

Sr. HR OpEx 
Analyst

HR Specialist, 
Compliance

Recruiter

Analyst/Sr. Analyst 
(Benefits/
Compensation/
OD&L)

HR Generalist/ 
HRBP

Associate 
Director, 
Employee 
Services

Manager, HRIS

Manager, Benefits

Manager, TA

Manager, HR

Executive 
Director, Shared 
Services

Director, TA

Executive 
Director, Benefits 
and Recognition

Executive 
Director, OD&L

Director, HR 

SS
O

C
EN

TR
A

L
O

FF
IC

E
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Promote New and Marketable Skills through SSO
People and Organization

BENEFITS

Account Manager

Functional Leader

Data Analytics 
Role

Robotic Process 
Automation COE

Business 
Intelligence COE

Customer Services 
Roles

Master Data 
Management
Forecasting, 

Planning, & Analysis 
COE

Continuous 
Improvement

Customer Liaisons

Process Owners

N
E

W
 P

O
S

IT
IO

N
S

= 
N

E
W

 M
A

R
K

E
TA

B
LE

 S
K

IL
LS

Broad-Minded 
Leadership

Data Science/Analytics

Artificial Intelligence 
Application

Business Unit 
Knowledge

Customer Relationship 
Management

Data Governance

Financial Forecasting

Business Case Design

Negotiation

Legal/ Regulatory
Knowledge

The Enterprise

32



Copyright © 2018 by ScottMadden, Inc. All rights reserved.

Use Modern Learning Approaches
Changing learning styles, including due to millennials and generation Z, and the 
nature of the co-operative work environment require action.
� There has to be a multi-pronged approach to learning and knowledge transfer, heavily 

leveraging technology to deliver and track training achievements

People and Organization

33

Classroom Training
• Teacher-led 

classroom 
instruction

• Web-based training
• Simulation-based 

training

Self-Directed 
Learning
• Assigned learning
• Self-study on 

learning portal
• Other self-study

Peer Training/
Mentorship
• 1:1 Peer learning 

with SMEs

Application
• On-the-job 

practicing of key 
concepts 
confirming 
understanding

Assessments
• Objective testing of 

key concepts prior 
to application
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Adapt to Generational Differences – Responding to
Millennials
Leading SSOs have 
developed talent 
management strategies to 
adapt to a new way of 
working.
� Social networks are most 

commonly incorporated in 
shared services centers that 
are newly launched

� Mobility and collaboration 
are pursuits of desirable 
work places

� Reverse mentoring is most 
common among mature 
SSOs

34
Source: SSON 2017 State of the Shared Services Industry Report
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§ Metrics

§ Reporting and 

Analytics

§ Knowledge Content

§ Operational 

Performance

§ Data Management/ 

Security

§ Organizational 

Structure

§ Work Activities

§ Roles and

Responsibilities

§ Training and 

Development

§ Career Pathing

§ ERP Systems

§ Vendor 

Technologies

§ Applications

§ Self-Service

§ Workflow

§ Automation

§ Policies

§ Customer-Facing 

Processes

§ Operational 

Processes

§ Infrastructure

§ Procedures

§ Tools and Job Aids

Areas of Focus for Quadrant
Policy and Process

35

University 
Leadership

Shared 
Services 

Leadership

Customers
Services
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ple 
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d 
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Data and 
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What Good Looks Like
There are a number of leading practices to consider for processes, scope, and 
continuous improvement of a SSO.

Policy and Process

36

Category Leading Practice

Scope of Services

� Scope of services across all HR delivery channels is documented and 
agreed upon
� A road map for future scope expansion is developed and tied to overall 

organization strategy, goals, and objectives
� The scope is supported by governance and ties in closely with shared 

services vision and service catalog

Policy and Process 
Maturity

� Policies are harmonized and written in a clear language that aligns with 
company culture
� Processes are standardized, simplified, and leverage technology and 

automation
� End-to-end processes have clear ownership

Continuous 
Improvement (CI)

� A proactive CI process focuses on adding value to the enterprise and 
shared services clients
� CI initiatives are managed and prioritized as a portfolio
� There is a standardized performance improvement methodology, including 

repeatable periodic benchmarking, across E2E processes
� Collection of KPIs is highly automated
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What Good Looks Like (Cont’d)
Top-performing SSOs tend to 
have more services in scope.

In industry, many companies 
outsource some services to third-
party providers (e.g., Payroll and 
Benefits); however, in higher 
education this is less common.

Policy and Process

37

100%
99%

100%
93%

98%
76%

100%
87%

95%
73%

79%
92%

67%
60%

36%
55%

1%
7%

4%

4%
11%

21%
3%

32%
21%

64%
25%

1%

7%

1%
17%

9%

1%
16%

5%

1%
19%

1%
20%

0% 20% 40% 60% 80% 100%

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Top Performer Group
Comparison Group

Service Scope

Workforce 
administration

HRIS reporting

Recruiting/staffing 
administration

Onboarding

Leaves administration

Employee and 
manager policy 

questions

Relocation

Payroll processing

Yes - provided by in-house staff
Yes - outsourced
No
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Key Levers for Policy and Process Effectiveness

1. Evolving scope of services

2. Harmonized and simplified policies

3. Optimized processes

4. Supporting tools and templates

5. Defined ownership and governance

6. Focused continuous improvement

Policy and Process

38
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Evaluate Scope of Services Strategy
Policy and Process

39

What do we 
want the SSC 

to do?

What do we 
not want the 
SSC to do?

What do we 
want the SSC 

to do 
differently?
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Set Scope and Clarify Responsibilities

� Demonstrate who is responsible for 
what work

� Align with the overall transformation 
road map

� Depict how work will shift from the 
current to the future service delivery 
model

� Include work owned by third-party 
providers (e.g., Benefits)

� Validate functionality of planned 
technologies

� Be socialized with key leaders and 
constituencies

People and Organization

40

Setting the scope of work for each service delivery channel serves as the blueprint 
for all transformation activities (e.g., design of the future organization, process 
redesign, and technology design). The scope should:

High 
Volume

Low 
Volume

Volume

Commonality across
Departments

Customized Generic

IT Help Desk

Sustainability

E, H, & S

Application 
Development

Reporting
Central Mail 

Facility

HR
Transactions

Payroll

Inventory/
Warehouse Mgmt

Travel

General Ledger

Worker's Comp

Real Estate and
Facilities

Fixed Asset
Accounting

Accounts Payable

HR Field Support

Legal COE
Subsidiary 

Management

HR Comp/
Benefits Planning

Communication Payroll Tax

HR Recruiting



Copyright © 2018 by ScottMadden, Inc. All rights reserved.

Develop Scope of Services
� Who is currently doing the 

work?

• Unit staff (central or 
departmental)

• Central office

• Vendor

• Manager (self-service)

• Employee (self-
service)

� Who will be doing the work 
in the new model?

� When will the work 
transition?

Policy and Process

41

Keys to success:
R Details

R Agreement

Service Activity Shared Services 
Center

Centers of Expertise 
(Central Office)

Administrative 
Units/Colleges (e.g., 

HR Business Partner)

Research Pre-Award

n Support PI in proposal 
development process

n Conduct internal 
review process

n Conduct contract 
development process

n Conduct award 
finalization process

n Complete grant 
application 
submissions

n Maintain relationship 
with agencies

n Assist PI with proposal 
and application 
development

Finance 
and 

Accounting
Procurement

n Facilitate all purchases
n Conduct vendor 

selection 
n Set up vendor and 

maintain database
n Determine employee 

or contractor status
n Issue purchase orders

n Maintain overall 
vendor relationships 
and oversight of 
procurement process 

n Enable strategic 
oversight of 
institutional 
procurement

n Identify purchasing 
needs 

n Provide relevant 
information in 
response to service 
center inquiries
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Develop Scope of Services (Cont’d)
Policy and Process

42

Activity 
Type

Self 
Service HRSC Field HR COE Vendor

General Design workforce management strategies and standards S ü
General Design workforce management policies and procedures S ü
Employee Files Maintain employee files T N x
Transfers Manage employee transfers O N ü

RIFs
Diagnose, restructure, reduce, or reorganize departments, 
including a reduction in force (RIF) S ü ü

RIFs Answer questions related to RIFs T N
Terminations Initiate termination process O N ü
Terminations Enter severance and termination data and changes, complete forms T N x
Terminations Perform severance package calculations (ex: PTO) O N x A
Terminations Produce severance package (benefit termination, severance letters, etc.)T N x
Terminations Deliver severance package to employee O ü
Terminations Collect and process exit paperwork T N ü
Terminations Perform and analyze exit interviews O ü
Surveys Design, distribute, and analyze employee engagement surveys S ü

Workforce 
Administration

Category Sub-Category Activity

Scope of Service Delivery by Channel

Scope of service documents can be even more detailed, outlining where work sits 
today and where it will transition in the future. Socializing the scope of services is an 
effective way to begin buy-in of the new model.
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Policy harmonization focuses on 
development and standardization of 
“guidelines,” “standards,” and 
“rules” around identified HR topics.

Process harmonization focuses on 
“how” a service is delivered.

� What is allowed?
� Who is eligible?
� What are the parameters or limits?
� What are the requirements?
� What is the legal standard?

� Who owns a task?
� How does a task get done? 
� What tools, templates, and systems 

are used?
� Who approves?
� What stakeholders are involved?

Policy and Process

43

What’s a Policy vs. Process?
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Determine Policy Strategy
Consider culture and what you are trying to accomplish with your policies and 
employee handbook.
� Nordstrom employee handbook:

“Welcome to Nordstrom. We’re glad to have you with our Company. Our number one goal 
is to provide outstanding customer service. Set both your personal and professional goals 
high. We have great confidence in your ability to achieve them.
Nordstrom Rules: Rule #1: Use best judgment in all situations. There will be no 
additional rules.
Please feel free to ask your department manager, store manager, or division general 
manager any question at any time.”

� General Motors dress code policy is two words: “Dress appropriately”

� Netflix’s policy for travel, entertainment, gifts, and other expenses is five words: “Act in 
Netflix’s best interest”

Policy and Process

44
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Determine Policy Strategy (Cont’d)
Policy and Process

45

Bereavement Leave
As a benefit eligible employee, you may be granted up to five (5) days 
of paid leave in the event of a death of a close friend or family member.

For situations that require more time, please reach out to your manager 
or MyHR.
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Recognize Policy Harmonization Impact
Policy harmonization will…
� Maximize efficiency gains
� Drive process design
� Drive organization success by governing adherence to legislation and regulations
� Reinforce a positive employee value proposition through engagement and increased 

transparency
� Improve operational effectiveness and reduce errors

Policy and Process

46
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“But We Are Unique!”
Determine policy exceptions:
� Establish policy review committee, including policy owners and key stakeholders (Admin 

units, legal, college representatives)
� Determine which policies will be harmonized and therefore will not allow exceptions by 

unit
� Determine what deviations will be allowed and under what circumstances, as well as 

guidelines that put boundaries around the exceptions

Create policy guidelines for exceptions:
� For each policy with exceptions, document specific criteria answering:

• Who is eligible for an exception?
• Under what circumstances can an exception be granted?
• What types of exceptions are allowed?
• Who must approve an exception?
• How will the exception be communicated and documented?

Policy and Process

47
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Develop Processes

Document redesigned processes using leading practice principles; ensure that:
� There are single, enterprise-wide processes – regionally focused at minimum
� Intake mechanisms for each process are clearly defined
� Roles and responsibilities are clearly defined
� Service level agreements (SLAs) and cycle times for process steps are captured
� Variation among processes is minimized
� Technology is leveraged where possible to reduce manual intervention
� Customer experience is considered throughout the process

Policy and Process

48

Redesign 
Workshops

Stakeholder 
Review and 
Finalization

SOPs, 
Templates, 
and Tools 

Development

Process 
Owner 

Assignment

Continuous 
Improvement
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Optimize Processes
Policy and Process

49

End-to-End Strategy

� Eliminate silos by organizing around processes

� Assign an owner to end-to-end enterprise processes responsible for: 
process performance, process design, process investments, etc.

� Processes become the enterprise language for the SSO

Process Governance

� Maintain standards

� Create an exception process to validate and approve process 
variants

� Develop and execute process maintenance

Continuous Improvement

� Continue to re-evaluate how operations are working

� Focus relentlessly on efficiency and quality

� Update standard operating procedures as technologies are 
enhanced
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Establish Process Ownership
Definition
� Assigning accountability for implementing, maintaining, and revising a standard set of 

process documents necessary to achieve the objectives of a particular functional area
Why is it important?
� Standardization and consistency are maintained
� Accountabilities are clearly communicated and embraced
� Creates transparency into process performance which is actively measured and 

managed
Process Ownership
� Documentation is accurate, consistent, cohesive, and integrated
� Procedures, tools and templates, and training materials are maintained
� Process performance is measured and improvement opportunities are identified
� Coordination with cross-functional stakeholders
� Execution of change management steps following process changes

Policy and Processes

50
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Ingrain Continuous Improvement
Continuous improvement uses performance measures to drive the implementation of 
an organization’s strategy.

Policy and Process

51

Strategy 

PROGRAM CHARACTERISTICS

Reward
and Coach

Set Measures
and Targets 

Plan and
Execute

Monitor 
and Evaluate

An enterprise-wide 
management system:
§ Aligns operations with strategy
§ Ensures consistency
§ Enables rapid directional 

changes
§ Cascades vision, mission, 

values, and strategy

An ongoing process:
§ Focuses priorities and results
§ Integrates measurement, 

analysis, and action
§ Encourages continuous 

improvement
§ Defines and reinforces 

accountability
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Leverage an Operational Support Team
Policy and Process

52

Metrics/
Reporting

Training 
and Change 
Management

Knowledgebase 
Content

Quality
Management

Systems
Management

Continuous 
Improvement

Shared Services 
Operations Team

Service Functional Role
Metrics/Reporting Maintains SSO metrics and reports 

performance periodically

Training and 
Change 
Management

Provides training to new hires and 

existing employees on service center 

processes

Knowledgebase 
Content

Creates and maintains 

knowledgebase to ensure the most 

up-to-date information is available

Quality 
Management

Oversees quality management

activities, such as planning, 

assurance, and control

Systems 
Management

Ensures key systems are meeting the 

needs of the SSO

Continuous 
Improvement

Identifies opportunities for SSO 

improvement
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Use Operational Management Tools
Policy and Process

53

Operational management tools are used to manage the internal processes of the 
shared services center. 

Content 
Management

� What is your queue management philosophy?
� How are issues escalated from Tier 1 to Tier 2? What are the 

procedures?
� Who owns updating employee, customer, or vendor portals? How often 

are they updated?
� Who owns the content in the knowledgebase? How often is it updated?
� How are improvements captured?
� Do you audit internal operations?

Employee 
Management

� How do you manage downtime?
� How are shared services resources scheduled to handle time zones 

and employee/transaction demand?
� How is performance of employees measured? Do you use agent 

scorecards?
� What is your quality assurance plan? How do you improve quality? 

Do you record and measure agents regularly? Do you train them?
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What is innovation in shared services?
� Consultative services provided by strategic 

business officers
� Predictive and prescriptive business 

analytics
� Virtual teams 
� A start-up mentality
� Innovation workshops or “failure 

conferences”
� Embracing advanced technologies (e.g., 

robotic process automation or RPA)

Adopting an innovative mindset has helped service centers explore non-core 
functions and make the transition to higher value service offerings. 

Continue to Move up the Value Chain
Policy and Process

54

Scale

Process 
Optimization Innovation

Customer
Responsiveness

Higher-value HR services include:
� Employee Relations
� Labor Relations
� Operational Excellence Consulting
� Business Analytics



Tools and Technology
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§ Metrics

§ Reporting and 

Analytics

§ Knowledge Content

§ Operational 

Performance

§ Data Management/ 

Security

§ Organizational 

Structure

§ Work Activities

§ Roles and

Responsibilities

§ Training and 

Development

§ Career Pathing

§ ERP Systems

§ Vendor 

Technologies

§ Applications

§ Self-Service

§ Workflow

§ Automation

§ Policies

§ Customer-Facing 

Processes

§ Operational 

Processes

§ Infrastructure

§ Procedures

§ Tools and Job Aids

Shared Services Effectiveness Framework
Assessment Area Framework
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What Good Looks Like
Technology standardization can have large cost benefits.

Tools and Technology

57

Single instance used across all centers (full standardization)

Common tool used but different configurations for centers or
regions

Multiple tools used with some centers using standard tools

$0
$100
$200
$300

MultipleSingle

Service Center In-House Cost per Call/Inquiry 
by Service Center/Customer Care Technology Standardization

Multiple tools used with some centers using standard tools
Common tool used but different configurations for centers or regions

Single instance used across all centers (full standardization)

Single instance used across all centers (full
standardization)

Common tool used but different configurations for centers
or regions

Multiple tools used with some centers using standard tools

$0

$200

$400

MultipleSingle

Service Center In-House Cost per Transaction 
by HRIS Standardization

Multiple tools used with some centers using standard tools
Common tool used but different configurations for centers or regions

Single instance used across all centers (full standardization)

4.2 X 1.3 X

3.3 X 2.0 X
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What Good Looks Like (Cont’d) 
� Top performers have more robust 

portals with personalized content and 
some system integration

� Self-service is the norm among both 
groups with top performers showing 
higher use of manager self-service

Tools and Technology

97% 98%
91%

97%

Manager self-service Employee self-service

Use of Self-Service

Top Performer Group Comparison Group

Which best describes your use of an 
employee portal?

58



Copyright © 2018 by ScottMadden, Inc. All rights reserved.

What Good Looks Like (Cont’d)
Tools and Technology

59

Multi-Channel 
Management

Case Management 
System

Knowledgebase

ESS/MSS

HRIS

Ancillary HR
Systems

Customer Inquiry 
Methods (Phone, 

Chat, Email)

Web Forms/
Self-Service

Policy/ 
Process Content

Web Forms

Web Reports

Links

Employee 
Personnel Files

ID, Authenticate, 
Route, Queue (Phone, 

Chat, E-mail)

Track, Respond to, 
Resolve Cases

Research Answers, 
Improve Enterprise 

Portal Content

Provide Support 
for Self-Service

View Data, Perform 
Transactions

Assist/Complete 
Transactions

Retrieve and View 
Documents

Links

Customer Care

Faculty and 
Staff

Vendor Sites

Inquiry 
Methods

Employee Information
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Key Levers for Tools and Technology Effectiveness

1. Service management

2. Single access point for employees

3. Standardization and integration

4. Customer feedback

5. Technology road map

6. Innovation

Tools and Technology

60
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Use Technology to Support Service Management
Tools and Technology

61

Philosophy of Service

Efficient, Self-Directed 
Work Teams

Technology Driven

Performance Driven

Customer First

Continuous Improvement

Supporting Technologies

� One number, one portal, one email
� Answers from a knowledgebase relevant to 

caller

� Sharing of work through case management
� Increased accountability due to case 

management system

� Metrics gathered through integrated channel 
management and through case management

� Integrated technologies that reuse 
information and data

� Flexible technologies that will grow
� Mechanisms for customer feedback
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� Top-performing entities average 2X the 
number of portal hits per employee 
versus others

� 66% of portals contain personalized 
information with limited to full system 
integration functionality

Employee portals and manager and employee self-service drive organizational and 
cost efficiencies.

Use Portals and Self-Service to Drive Efficiencies
Tools and Technology

62

Example Employee Portal
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Strive for Integration
Technology standardization is ideal but can be challenging. We see more success 
with service center and HRIS standardization than payroll systems.

Tools and Technology

63

51%

45%

52%

30%

31%

29%

19%

20%

17%

3%

2%

0% 20% 40% 60% 80% 100%

HRIS

Payroll

Service Center / Customer
Care

Technology Standardization

Single instance used across all centers (full standardization)

Common tool used but different configurations for centers or regions

Multiple tools used with some centers using standard tools

No common tools or standardization
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Build a Technology Road Map
Tools and Technology

64

� Coordinate feedback received from 
customers and continuous improvement 
efforts alongside desires and needs for 
the SSO in a technology road map 

� Work with technology stakeholders to 
ensure thoughtful execution

� Stay current through implementation of 
system upgrades and application of 
frequent enhancements and 
improvements
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Consider the Impacts of “Disruptive Technology”
Tools and Technology

65

Intelligent Automation Continuum

Manual Assisted Unassisted Cognitive and AI
§ Judgment-based
§ Customer-focused
§ Problem-solving
§ Unstructured
§ Value adding

§ Repetitive
§ Semi-structured
§ Customer-facing
§ Manually triggered

§ Repetitive
§ Rules driven
§ Structured
§ Schedule/event 

driven

§ Pattern-matching
§ Unstructured
§ Self-learning

The future of work is a hybrid of people and software applied in great ways. RPA is laying the 
foundation for cognitive – Symphony Ventures
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Start with Robotic Process Automation
Tools and Technology

66

RPA is the use of a virtual worker (or software “robot”) to complete computerized tasks 
using a software application user interface, replacing the need for human intervention. 
It is “logic-based software” best used to automate:

How is RPA different from ERP capability?
� Processes are executed on the user-interface level, replicating human actions
� Cross-platform without integration – can assign user name and passwords to retrieve and 

insert data without hard interfaces
� Requires less IT involvement to implement, giving projects faster “green lights”
� Scalability and flexibility – “bots” can run tasks simultaneously

Digital Repetitive Steps

Processes with Impact

Time-Consuming Processes

Rule/Logic-Driven Steps

Processes with Static Rules
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Productivity and Efficiency
Robotic automation tools are at 
least twice as fast as human 
FTEs and function 24/7

Accuracy
Automation phases out human 
intervention, thus reducing 
possibility of human errors

Understand the Value Proposition of RPA
Tools and Technology

67
Source: “Robotic Process Automation: Ushering Innovation, Cost Savings”, Xchanging, 2014

Robotic 
Process 

Automation

Scalability and Flexibility
The ability to replicate robotic 
tools across geographies/ 
business units increases 
scalability and flexibility

Cost Savings
Robotic automation tools are 
up to 65% less expensive than 
offshore bases FTEs

Compliance
Robotics allows data and 
processes to be retained onsite
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Virtual Agents
Virtual agents (also referred to as “virtual reps,” “intelligent 
agents,” or “chatboxes”) are customer relationship 
management software tools designed to mimic the role of 
online customer service representatives. 

Tools and Technology

68

“Giving customers the ability to stay 
in a text channel and receive real-
time guidance from chatbots, live 
chat agents, or a combination of 
both will be a growing trend.” -
Forrester

“By 2020, more than 50% of 
medium to large enterprises will 
have deployed chatbot solutions.” -
Gartner

After 15 years of development IPsoft launched Amelia in 2014:

§ Connects company data, systems, and service delivery
§ Records processes, but adapts if needed
§ Draws real-time information from sources

§ Reads natural language and looks for key information
§ Detects underlying meaning of your statements

§ Asks clarifying questions
§ Measures own performance and self-corrects
§ Observes successful human interactions and adjusts 

performance
§ Maintains a complete audit trail

§ Passes relevant information when escalating to humans
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Information Technology
� Respond to policy questions

� Engage in troubleshooting dialogue

� Check credentials and assign user access

� Issue a password reset

� Answer questions on applications

� Collect information for IT requisitions

� Answer network connectivity questions

HR Applications
� Respond to policy questions

� Respond to HR questions (e.g., vacation 
balances, retirement funds, etc.)

� Process personal data changes

� Process leave requests

� Orient new hires

� Process recruiting requests

Sales and Supply Chain
� Quote a price on a product

� Process a sales order

� Develop a purchase requisition

� Answer a material-tracking question

� Alter a shipping route

� Answer an inventory question

� Create a bill

Finance Applications
� Respond to policy questions

� Answer vendor questions on invoice status

� Answer questions on tax application

� Process accounting close items

� Answer questions on past-due account status

� Obtain credit calculation information

� Answer T&E questions

Consider Virtual Agents (Cont’d)
Tools and Technology

“In a Few Words, Just Tell Me What You Need…”

69
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Innovate with Social Media
Social Media Technologies
� Social applications are gaining 

popularity
� Interactions through new social 

media channels are increasingly 
being used as a differentiator for 
organizations 

� Some 80 million “millennials”—
young and tech-savvy social media 
and mobile apps users—are now 
the largest workforce population

Tools and Technology

70

Source: Frost & Sullivan

What can we learn from externally facing customer 
care organizations?
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Use Social Media – Talent Acquisition Example
Talent management is a trending focus—talent acquisition is a significant part of this 
puzzle and highly enhanced by social business tools.

Tools and Technology

91% of new hires referred by 
high-performing employees 

exceed performance 
expectations after 12 months

Source: ScottMadden

71

3. Increase your employee referrals 
by leveraging social media 
(external and internal focus)

2. Strengthen your social media 
brand (external focus)

1. Increase social media aptitude 
within your organization (internal 
focus)



Data and Knowledge
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§ Metrics

§ Reporting and 

Analytics

§ Knowledge Content

§ Operational 

Performance

§ Data Management/ 

Security

§ Organizational 

Structure

§ Work Activities

§ Roles and

Responsibilities

§ Training and 

Development

§ Career Pathing

§ ERP Systems

§ Vendor 

Technologies

§ Applications

§ Self-Service

§ Workflow

§ Automation

§ Policies

§ Customer-Facing 

Processes

§ Operational 

Processes

§ Infrastructure

§ Procedures

§ Tools and Job Aids

Shared Services Effectiveness Framework
Assessment Area Framework
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What Good Looks Like
Data and Knowledge

74
Source: Alan Frost, Knowledge Management Tools

Data, information, and 
knowledge are all critical 

elements contributing to an 
effective service delivery 

model.
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What Good Looks Like (Cont’d)
There are various opportunities to optimize your operations when managing data, 
information, and knowledge.

Data and Knowledge

75

Category Leading Practice

Data and 
Information 
Management

§ Data are defined and definitions are coordinated among all users
§ Source systems for types of data are defined and enforced procedurally 

or through system design (e.g., standard personal identifiable 
information)

§ Master data is centrally coordinated and managed 

Knowledge

§ Documented institutional knowledge and know-how
§ Structured methods for transitioning knowledge from retiring workforce
§ Robust content management program
§ Easily accessible, customer-friendly content

Service 
Catalog

§ Documented comprehensive catalog of services
§ Services reviewed with customers and expanded as needed 
§ Alignment of enterprise strategy to HR strategy to shared services 

specific KPIs
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What Good Looks Like (Cont’d)
Data and Knowledge

76

Category Leading Practice

Operational 
Performance

§ Savings are reinvested in improvement projects or returned to the 
business

§ Service levels and performance targets are established with input from 
customers

§ SLAs exist and provide clarity on roles and responsibilities of customers 
and providers

§ SLAs are simple and are clear to customers
§ SLAs have objective measures (e.g., metrics, performance levels) that 

set expectations with customers and partners
§ Clear and standard costing model used for cost allocation (if used)
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Key Levers for Data and Knowledge Effectiveness

1. Knowledge via portal

2. Service catalogue

3. Service level agreements

4. Metrics and reporting

5. Analytics

6. Data management and security

Data and Knowledge

77
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� Self-service access 
to FAQs

� Knowledgebase 
reflects current 
policies applicable to 
individuals 
requesting service 
(e.g., full time versus 
part time)

� A robust content 
management 
program is key to 
ensuring accuracy 
and timeliness of 
information

Employee portals with readily accessible and pertinent information result in higher 
customer satisfaction.

Leverage an Employee Portal
Data and Knowledge

Entering terms 
into search bar 

initiates a search 
in the KB and 

service catalog

Users are 
provided answers 
to their questions

78
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Leverage an Employee Portal (Mobile App)
Data and Knowledge

79

The KB can be 
accessed from 
the menu of the 

mobile app

The category list 
is displayed

A subcategory 
dropdown 
refines the 

search

The article is 
formatted to fit 
the mobile app
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Create and Provide a Service Catalog
Example online service catalog.

Data and Knowledge

80

What Services Do We Offer?
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SLAs are:
� Concise
� Negotiated, not dictated
� A vehicle for understanding and 

managing demand

� A basis for regular discussions with 
customers
� Updated as necessary (typically annually)
� Standard across internal customers with 

only business-justified exceptions

An SLA is a dialogue between the provider of a service and a customer that quantifies 
the target quantity, quality, and cost of services to be provided in a future period. 

Use Service Level Agreements
Data and Knowledge

81

� Performance results and 
improvement plans
� Estimated volumes and 

prices
� Service level options 

� Service quality 
requirements
� Business challenges 

and needs

� Service targets
� Cost distribution
� Expected charges

Shared Services Customer Feedback SLA
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Evolve to Informal SLAs
Data and Knowledge

82

Improved Performance Leads to 
Improved Customer Confidence and Trust

Detailed SLA document
§ Annual scheduled meetings to revise

Key metrics agreed upon and reported
§ Explanation of shortfalls
§ Explanation of business issues

Informal SLA
§ Cost awareness to market
§ Informal ad hoc communications 

to explain issues
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Develop Metrics and Reporting Capabilities
Data and Knowledge

83

TIER 1
Strategic, top-level goals

TIER 2
Supporting goals designed to meet 
strategic goals

TIER 3
Operational goals that drive day-to-day 
activities to meet tactical and strategic 
goals
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Leverage Multiple Methods of Measurement
SSOs can implement a layered survey approach to create a holistic picture of 
performance and satisfaction. 

Data and Knowledge

Annually/Semi-
Annually/Quarterly

Point of Use

� Sent to broad customer 
base
� Questions are consistent 

year-on-year for 
longitudinal analyses
� Question set is more 

developed/lengthy, focused 
on all services provided
� Seeks to develop a 

baseline for assessment of 
satisfaction, service levels, 
and improvement 
opportunities

Ad Hoc

� One-off data collection 
efforts
� Focused on pressing or 

specific issues to be 
addressed
� Targeted population

� Assessment of satisfaction 
at the “point of call or use”
� Generally a targeted brief 

questionnaire – limited to 
measuring satisfaction on 
key dimensions of service

84
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Understand Analytics
Analytics vs. Metrics
� Analytics is not simply metrics…it is about driving insight and action
� Analytics is quite different from metrics in the way it changes how entities behave and 

react to data

Data and Knowledge

85

• Enables decision makingMeasures Performance

• Forecasting look forwardHistorical Look Back

• InsightsData

• StorytellingScorekeeping

• UnderstandingReporting

• SelectiveVolumes

• ProactiveReactive

Metrics Analytics
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Use the Data at Your Fingertips for Analytics
Data and Knowledge

86

Purchasing
� Vendor quality scores
� Product demand forecast
� Category spend trends
� Inventory turnover/cycle
� Raw material patterns
� Administrative spend patterns

Human Resources
� Working patterns 
� New-hire trends
� Medical/disability usage
� Key competency changes
� Retirement demographics
� Time-to-fill positions
� Turnover reasons/trends

Information Technology
� Web hits
� Server volume patterns
� Handheld device patterns
� Portal usage patterns
� E-Commerce success
� Social media hits
� Data center peaks/valleys

Financial
� Customer credit risk

� Travel and expense trends
� Cash position
� Payment terms

� Debt interest rates
� Asset depreciation
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Use the Data at Your Fingertips for Analytics (Cont’d)
While data shows a majority of organizations have an analytics function, the most 
significant activities performed were historical metrics vs. predictive analytics.

Data and Knowledge

87
Source: ScottMadden HR Shared Services Analytics Survey and Analysis

0 5 10 15 20 25

Other

Understanding collaboration and knowledge sharing

Developing training strategies

Developing strategies for reduction in force,
redeployment and retraining

Retaining valued talent within the organization

Recruitment and sourcing performance

Evaluating workforce & historical trends and patterns

Which activities do you use HR analytics to support?

Novice User Leader
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Know the Key SSO Risk Factors for Cybersecurity
SSO data is constantly moving through countless systems, applications, and 
individuals. Only a robust cybersecurity program can mitigate the complexities of the 
information ecosystem.

Data and Knowledge

Complexity of an SSO Information Ecosystem

88



What to Do Next?
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Possible Next Steps
After evaluating your operations, a variety of next steps are possible.

What to Do Next?
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But First, Prioritization and Planning Are Important
Prioritization criteria may include:
� Impact of change
� Ease of implementation
� Alignment with current plans/strategy
� Investment required
This allows you to developed a 
phased implementation plan to 
achieve the improvements.

What to Do Next
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Recommendation Element Priority0

Develop'career'paths'for'each'function Talent'Mgmt. High

Send'annual'satisfaction'surveys'to'internal'and'
external'ESS'customers'(leading)practice)

Client'Mgmt. Medium

Create'partnership'(service'level)'agreements'
(leading)practice)

SLAs Medium

Create'robust'service'catalog'to'educate'
customers'on'services'offered by'ESS

Service'Catalog Low
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