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DAI Panel Discussion on Growing and Running Services Business Globally

Opening Remarks and Content for Discussion
Peter F. DiGiammarino
· My understanding is that you at DAI are a rapidly growing, employee-owned, 1600-person international services firm  with annual revenues in the range of $300M gross and $100M net and that you wish to increase scale and impact through international expansion and are interested in lessons learned from those who have experience with growing and running international services firms
· My experience with the international services comes from:

· Leading AMS initial international expansion efforts from a base of 0 and that eventually grew to be over $200M/year and from

· Serving as president of Hyperion, a $200M software and IT services firm with 33% of its revenue coming from a half-dozen offices across Europe and Asia.

· International expansion is hard for American services firms; for example, they:

· Can end up with a portfolio of offices located around the world that do things in the same name but not necessarily in a way that bears any resemblance to each other or to home office.

· Need to sort out the role of local executives and experts who know how to do business in their native culture relative to those “back home” who know and understand about the services the firm traditionally provides

· Key insights:

· History teaches that there are at least two polar opposite approaches to expansion:

· One practiced by the British who knew the way things should be done (governance, education, religion, roads, etc.) and imposed their way on their subjects

· The other practiced by the Romans who studied their subjects and took the best into their way of doing things before teaching what they had figured out and learned from elsewhere to integrate it into the local way of doing things.

· Americans who speak German are far from being German; i.e., employees who sign up to for an international assignment need to offer something much more than knowing the local language to be successful
· AMS Approach  
· Assigned an EVP and a team of five seasoned and highly successful AMS professionals to locate in Frankfurt and London for 5 years where they were to find and recruit local talent some of whom were assigned to US operations for 6-month to 1-year-long training and acculturation through on-the-job experience and then returned home to drive local growth. 

· The objective was to cultivate what was recognizable as units of scaling “AMS business” in each office but in a way that was highly adapted to local culture 
· Hyperion Approach

·  Grew international offices through a gradual absorption approach
· One of the founders, who happened to be an Italian who lived in Italy, scouted out and signed up small, local, independent firms open to doing the “business of Hyperion” across Europe (one each in a half dozen countries) and Asia.
· Local firms:
· were compensated based on performance 

· drew upon Hyperion’s infrastructure (e.g., performance tracking, billing, accounting) more and more over the years
· progressed through a series of affiliation stages starting as subcontractor and progressing to distributor, and ultimately to an acquired entity
· Growth was slow but steady, 
· Process could be halted at any time if the odds of success appeared to diminish
· Lessons learned:

· You can’t serve clients in foreign countries by sending in people from the US.  It is too expensive in terms of T&E and in wear and tear on your people.  You need to go native.

· US executives tend not to bond well with clients and staff.  It is far better to hire locals to serve as leaders

· It is best to hire leaders who are from that region and who already have experience working for US firms

· The value proposition offered by a service or product offering from a foreign firm needs to be significantly greater than what prospective clients can get from a local firm; i.e., not just a little bit better but so much better that it is worth the trouble to work with a foreign firm.
· Selling something is not helpful unless the competence and capacity to deliver it is brought to bear locally.  
· This is often much harder than it might seem.  
· It is best to be explicit and conservative about what the firm offers.  i.e., lead with a small set of things that it does really well and for which there is plenty of capacity to deliver.  
· Developing consistent delivery methods and patterns is worth a lot in terms of being able to deliver successfully and to delivering in a way that is repeatable and scaleable.

· It is hard to provide adequate guidance and supervision.  I.e., need to provide local access to ample top performers from home office to serve as coaches, advisors, reviewers, and teachers.

· There is a big difference between being an international firm and a global firm.
· International or Multinational firms do business in multiple countries but do not necessarily try to do the same things in the same, or in even in a coordinated, way across countries, even when doing them for the same client in different countries
· Global firms: 

· Make it a priority to be wherever in the world their clients need them to be in order to address their global needs
· Have a consistent approach to sales and delivery for clients across countries (including global account managers)
· The role of home office leaders should be to:

· Clarify the firm’s:

· business (whose problem it solves and how) 

· business model (product, channel, service, operation or exchange), 

· financial targets and dashboard to track progress, 

· strategic plan, goals, objectives and initiatives; (including the goal to be international/global and why)
· core competencies (what people in the firm need to be good at) 

· core processes (sales, delivery, people, financial, and governance) and

· core values (beliefs that shape behavior across offices)

· Find, attract, hire, develop, deploy, supervise, guide, spawn, support, and motivate local talent

· Organize, support, and drive efforts across offices to collect, organize, consolidate and disseminate lessons learned and best practices

· The role of local leadership should be to:

· Understand and carry out the firm’s business in the local area with excellence and in a manner that is consistent with the firm’s mission, business model, core values, and core processes

· Generously contribute to, and liberally draw upon, collective lessons learned
Question and Answer Outline of Key Points:

1.  How much should one centralize power and decision-making?

Certain things should be decentralized, such as resource assignments, local client sales and delivery strategies, recruiting, dress code, and matters generally related to how to implement locally the firm’s strategy and business model within the parameters and rules that have been set up to govern the whole.  Certain things should be centralized, such as: what business the firm is in, financial targets, operating procedures for reporting, governance, etc.

2.  How can one most effectively manage relations with clients and partners, who also may have many offices and points of decision-making?

Consider the difference between being global and being multi-national.  Global means having a strategy and way of working around the globe, not just in some set of nations.  This means global account managers who develop, own and drive global account strategies for clients that are themselves multinational or global; and the same for global partners.
3.  What are the most effective ways to share knowledge and values throughout all parts of the global network?

Establish and cultivate Communities of Practice (CoP) that connect and that bring together practitioners from different locations but with common interests in terms of skills, abilities and roles.  Support CoPs with funding, leadership, infrastructure (e.g., a portal), assignments (i.e., management should be clear about what it specifically needs each CoP to contribute over a given time frame).
4.  How can one provide global career opportunities and motivation for staff?

Encourage those interested in international assignements to develop deep competence in areas that will be important to take to other countries.  Those with the right depths of competence who and who are good at teaching, coaching, and knowledge transfer, etc. may then find themselves on track for international assignment if they also have the language skills to match their destination.
In general though, if you want to grow a Program Management practice in Turkey you do not need American Program Managers in Turkey…you need Turkish Program managers who may have learned how DAI does Program Management from the firm’s best program managers wherever they happen to be from.  So, most needs are in the skill and knowledge  transfer area.
There will be opportunities for a few top executives to have international oversight and development responsibilities; e.g., the AMS EVP who led European growth efforts and who then was assigned to do the same thing in Asia.  However, there will be very few such opportunities.
5.  How much to push a local versus a global "brand"?

American Management Systems became AMS so as not to lead with the word American in Europe and then used the name world-wide.
Hyperion is Hyperion around the world.

The more brands a firm has the harder it is to deal with and to manage them and the less likely that investing in one helps the others.

When supporting a multinational client, you want to be known as one firm to all parts of that client wherever they are in the world. 
So it is best to pick one name to invest in and to support everywhere.
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