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One of the most important lessons of building LanciaConsult has 
been to listen carefully. To really hear what clients are thinking,  
what they’re worrying about, and where they need support to build 
their own understanding. And learning to hear what’s missing, to 
know when to dig deeper and find where the hidden challenges lie.

We take great energy from the sense of trust and partnership  
that is built through these conversations, and we’re excited to  
look back on our first ten years to bring #newenergy into the next.

What better way to mark 10 years than to listen to our clients as 
a collective? These business leaders from across the planet are 
constantly seeking to improve, always searching for new efficiencies 
and smarter solutions. Exploring their collective sense of the 
challenges and opportunities at the top of their minds undoubtedly 
reflects the thoughts of so many other leaders just like them.

The three themes we uncovered really do reflect on some  
of the biggest trends in business today – finding strength in 
responding to crisis, uncovering true value in the firehose of 
data, and making sustainability a meaningful initiative that creates 
opportunities for the future of your business.

Like any LanciaConsult initiative, we’ve built on the thoughts of our 
clients with expert insights from our team. We hope everyone who 
reads our Global Leadership Challenge Report finds some valuable 
ideas that helps to focus their own thinking on how best to build 
momentum for the road ahead.

Jeffrey Cronkshaw
Co-Founder & Chief Executive Officer

A message from our  
Chief  
Executive 
Officer.
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It’s always been our mission to help clients grow and evolve. 
Some see a strategic need to find new paths to explore. Others 
are industry leaders seeking to maintain their edge. Whatever the 
impetus, the willingness to seek opportunities for change is a 
hallmark of great businesses.

Here at LanciaConsult, April 2022 marks 10 years on our 
consultancy journey. So we felt it was time to look inward to our 
own evolution and how to best represent how we have changed 
and how we can best follow our mission in the midst of so much 
disruption in the wider world.

We take great pride in our team, our work, and our growing  
legacy as a true partner to our client’s businesses. We deliver 
world-class advisory services with honesty and integrity.  
We strive to deliver practical insights based on the knowledge  
and experience of our team.

But we also bring a sense of passion and ambition for our partner’s 
success that is uniquely our own. An entrepreneurial energy that 
has led to trusted, personal relationships that teach us in return. 
These relationships are paramount to our identity, and ensuring 
we understand the shifting needs of every business is essential to 
staying true to LanciaConsult’s mission.

In renewing our own focus for the future, we turned to over fifty 
senior clients for thoughts on what matters most in 2022 and 
beyond. We spoke to global scale client leaders as well as clients 
operating in Europe, the Middle East, Africa, and Asia.

Through their perspectives as individual insights and as a collective 
sense of the business landscape, we’ve found three key themes to 
explore in this special anniversary client report.

In response to these themes, we’ve asked our experts to offer their 
insights into how each concept plays an important role in coming out 
of the pandemic era with clarity and confidence for the future.
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How to build a better business after the impacts  
of the COVID era was a central topic on the minds 
of client leadership. Many have faced the need to  
make hard decisions, leading to the need to build 
confidence in choosing the correct cuts that focus  
the business on the right opportunities on the  
road ahead.

31% of respondents indicated they were focused  
on questions of business growth and profitability.  
22% see the pandemic as an ongoing barrier to be 
managed, particularly with regard to factors such 
as travel, with a higher proportion (28%) of EMEA 
respondents flagging political factors as a growth 
inhibitor as well.

There were also those who were in the right industries 
to see minimal impacts or even strong growth due 
to changes in demand across the wider business 
environment. Yet even they saw big changes in their 
operational environments that require shifts in business 
plans to take best advantage of what’s coming next.

In both cases, consolidating and refocusing a business 
can often be an excellent strategic decision to prepare 

The  
slingshot effect: 
pulling back to 
propel forward

THEME 1

to take advantage of potential new opportunities.  
Cuts made with clarity can build new business 
efficiencies, a new chance to solve problems that 
have created scaling dilemmas in the past, and release 
funds to make space for fast investment as data arrives 
to help choose the right areas to push forward.

      The core foundations 
of business success 
have not changed,”  

says LanciaConsult’s Chief Financial Officer,  
Nic Norman-Smith. “Focusing on meeting client 
demand, maintaining a well motivated workforce  
and running your operations efficiently are the same 
critical success factors they’ve always been.”

“Building a more agile organisation will provide as much, 
if not more, benefit during times of opportunity as during 
times of stress. Success can often breed complacency, 
so it’s these times of stress that usually provide the 
catalyst for big transformations. The benefits are then 
most felt when the environment improves.”

“
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Norman-Smith suggests that capitalising on changes  
to drive the business forward is as much a question  
of confidence as anything else, and we must break  
bad habits formed during ‘survival’ periods by reducing  
short-term risk by increasing business agility.

“With a more flexible business, you will have greater 
confidence to start scaling up, with the comfort of 
knowing that identifying and dealing with future bumps  
in the road will be quicker and easier.

“This serves to embolden the whole team in a similar 
way. Greater visibility should also mean the ability to 
more rapidly seize on opportunities whilst maintaining 
the discipline to mitigate the risks.”

Technology has been a key enabler of heightened 
flexibility for businesses, making it easier to pivot quickly 
to alleviate stresses and capitalise on opportunities.

“As entrepreneurs ourselves, we’re of the firm belief 
that making a quick decision in the absence of perfect 

information is generally better than awaiting perfect 
information,” says Norman-Smith. “Again, the ability  
to be flexible enables iteration should these decisions 
turn out to be sub-optimal enabling you to learn from 
your mistakes and course correct to further success.”

Key amongst the technological innovations is access  
to the timely data to make well informed decisions.
“The abundance of data points now available provides  
a fire hose of information which can often give  
a dangerous illusion of control,” says Norman-Smith. 

“The ability to distil this into a focused set of actionable 
metrics is more important than ever.”

“The finance function, as a key example, is no longer  
just a record-keeping and budget-setting department. 
Whilst these disciplines remain vital, the modern-day 
CFO needs to build an integrated company-wide view  
to enable the leadership team to have a constant finger 
on the pulse of the business.”

With a more flexible 
business, you will have 
greater confidence to 
start scaling up,  
with the comfort of 
knowing that identifying 
and dealing with future 
bumps in the road will 
be quicker and easier.”
Nic Norman-Smith
Chief Financial Officer

“
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Real engagement

Norman-Smith notes that this means visibility  
beyond the numbers and into ‘softer’ parts of the 
business, such as people and communications.  
It requires a careful balance against a related concern 
– ensuring talent feels engaged with the business 
through such changes and sees their own opportunities 
for growth, advancement and quality of life within  
the transformed organisation.

39% of our survey respondents saw talent management 
as a potential barrier to growth. Staff retention and 
labour shortages were seen as key factors in this 
regard, with the perceived ‘Great Resignation’ trend  
a continued concern.

Few feel that hybrid work was just a temporary mode  
of work over the past two years, but how hybrid fits  
into the future of each organisation is a deeply  
specific question. It’s essential to find the fit that 
matches the desires of staff with a true assessment  
of how to assure internal collaboration, external 
customer satisfaction and quality project execution.

“Increasingly distributed remote workforces means 
that talent management, training and communications 
systems are supplementing the traditional water-cooler 
conversations,” says Norman-Smith. “We remain big 
fans of in-person interactions, but it’s clear that a hybrid 
model is the new normal and enabling your business for 
this environment creates a clear competitive advantage.”

“The associated metrics from these systems can be 
used to monitor employee wellbeing and highlight areas 
for intervention and improvement, better align skills and 
opportunities and manage the talent pipeline.”

Norman-Smith argues that it’s a constant with 
LanciaConsult’s clients that success of any new 
initiative can be boiled down to an essential human 
factor: getting team buy-in. 

“Too often seemingly ‘smart’ changes are designed 
in ivory towers, often to falter in the absence of 
widespread consultation and communication 
throughout the business. They either overlook 
key practical nuances or create uncertainty and 
unhappiness amongst team members which can do 
more harm than good.”

 Uncertainty is a constant. We cannot predict the future 
and we should not try to. But scenario planning and 
careful positioning of the business for inevitable shifts 
is beneficial.

      The flexibility to 
react to the unexpected 
is an important and 
pragmatic way to deal 
with short-term threats 
and opportunities.”

“
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Fewer charts,  
more action:  
going deeper  
with data  
analytics

THEME 2

As we take these tentative steps out of the pandemic, 
many leaders are looking at digital transformation 
initiatives that were implemented with great urgency 
and looking for ways to turn data and analytics into  
true value for the future of the business.

If our first theme was about well considered cuts 
and adjustments to focus on the best opportunities, 
harnessing data is the right way to build confidence  
in making the right choices.

One-third of respondents to our survey anticipate 
an increased demand for digital and technological 
solutions this year, with one-quarter seeing new digital 
initiatives and upgrading legacy systems as part of  
their 2022 goals.

But we have to be sure new services and new data 
sources are serving the business effectively.

“We can often over complicate data because it feels 
‘unknowable’ or ‘untameable’ but, really, the best 

questions are often the simplest,” says LanciaConsult 
Principal Consultant, Jonny McCormick. 
 
“When was the last time you learned something from 
your data that you didn’t already know about your 
customer experience? When was the last time the 
insights from this data led to a change? If the answers 
are not ‘really recently’ then you’ve got a problem with 
your data. In fact, your data might be almost pointless.”

McCormick sees too many hours lost in the act of 
processing and monitoring data, staff becoming its 
servant rather than the other way around. We must 
create the right environment for data to serve our 
decision making through the insights it can afford us.

At its worst, data can be used to prove or disprove 
anything we want it to, manipulated to support pre-
existing perspectives or to make irrelevant discoveries. 
McCormick points to a data joke that shows a decline 
in pirates shares an inverse correlation with the growth 
of global warming.  
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Does that mean pirates kept the Earth cool?  
Sadly, spurious linkages not unlike this can happen all 
too often in business data management and analysis.

“Data must be understood as an enabler of insight. 
When it’s used, it must be used as one input into your 
wider customer experience strategy. Good data should 
be an integral part of how you craft, manage, iterate, 
and execute your customer experience.”

Analysing your data isn’t always about making  
changes to be faster, leaner or more efficient. 
Sometimes being thoughtful about what will really 
shift customer perception means being smarter about 
how we engage with the customer in the moment. 
McCormick says the essential part is ensuring you 
meet and exceed customer expectations by ensuring 
you set manageable and beatable expectations as 
early as possible.

“Customers might not have information on how long 
they need to remain on hold, so they give up sooner 
than if they were informed. A simple change like “your 
call will be answered in approximately eight minutes” 
or “you’re caller number 14 in the queue and we’re 
working hard to answer your call” could help.”

McCormick points to an example of creative 
experience management from Houston airport. 

We can often over 
complicate data 
because it feels 
‘unknowable’ or 
‘untameable’ but, really, 
the best questions are 
often the simplest.”
Jonny McCormick
Principal Consultant

Complaints over slow baggage delivery were 
excessive, so the airport invested in staff and systems 
to help bags get to the carousel faster.  
But the complaints still piled up.

“It turned out that it took passengers less than  
a minute to get to the baggage collection area.  
So the unexpected solution? Reroute landing 
passengers on a longer walk through the terminal! Now 
when they arrived at baggage carousels their luggage 
was already circulating waiting for them to lift and 
leave. Complaints dropped away almost entirely.”

“This unusual approach to managing the customer 
experience meant happier customers. Not because  
the baggage process got dramatically quicker,  
but rather because their engagement with  
the process changed and their expectations changed.”

Analysing contact channel 
opportunities

With a better sense of how and where to apply data, 
it can also help us in an environment where we are 
increasingly spreading our customer contact points 
across a mix of channels.

“
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In our client survey, we found that many clients are 
seeing customers demanding more ways to interact 
through digital channels. But it can be difficult to know 
how many channels to support to best serve clients 
without spreading your team too thin.

    Always remember  
to start with the end  
in mind,”  
says McCormick. “If the end is to provide a delightful 
customer experience then your approach to data 
should be in the service of that objective – and 
ruthlessly so! It’s easy to keep adding extraneous KPIs, 
goals, and targets. It’s actually hard to avoid indulging 
in the temptation.”

“However many channels you operate customer 
service through, focus on consistency and use data  
to help drive consistency. This can be a real 
differentiator in your customer experience.  
Being instantly available on Twitter but taking four 
business days to reply to emails exposes flaws in  
your experience. Customers are clever at working out 
the best channels to interact with you but this can be  
a needlessly taxing experience for them.”

McCormick suggests that if one customer team is ahead 
of the curve compared to the rest, it’s important to take 
lessons from that team and see what can be applied 
elsewhere. “Data can help you assess the complexity  
of engagements, speed of responses, types of requests, 
satisfaction, and more. You just need to apply your data 
in a way that serves both you and your customer.”

When assessing the customer experience channels  
you choose to support, McCormick says it’s important 
to think about the role different options can play in being 
inclusive of all your customers and giving them the 
channels that serve their comfort zone best.

“Having multiple channels for customers to access you 
isn’t simply about giving customers more options,”  
he says. “It can enable customers to engage in a way 
that suits what they need, not just what they want.”

“For example, some neurodivergent customers 
may prefer ‘knowledge bases’ with various media 
(video, audio, text) to consume in a way that suits 
them. Visually impaired customers may benefit more 
from audio engagement – such as voice bots and 
live agents – whereas hearing impaired customers 
might prefer text based engagement – live text chat, 
transcription, or voice to text. So be sure to consider 
how the technologies you choose are part of supporting 
customer experience at the point of access.”

“
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Personalisation

Our survey responses also indicated that customers are 
eager for access to shorter delivery times for products 
and services and more personalised experiences.  
22% identified AI as a focus for data analytics efforts for 
the year ahead, with several flagging the role this can 
play in building greater personalisation and self-service 
options for their customers.

“Remember when Starbucks started asking for names 
on your coffee order? At the beginning it felt special to 
hear your name called to collect your order rather than 
simply hearing “large cappuccino,” says McCormick. 

Emerging trends

Along with AI, there are so many emerging technologies 
to explore – automation, AR/VR, robotics, 5G, IoT, and 
more – it can feel overwhelming to know which apply 
to your business needs in a manner that will lead to 
tangible results. But by focusing on the outcomes you 
desire it can be easier to see where real utility lies.
Many businesses will find great opportunities within the 
automation space when applied to predictive analytics, 
which can feed into proactive customer engagement 
opportunities. In our survey, we found that a greater 
proportion of leaders in global-focused businesses 
raising automations as a priority compared with 
regional businesses.

McCormick feels many businesses play it too safe for 
too long when it comes to customer service initiatives, 
and it’s important to make room for new opportunities.

“Customer service can often be slow to innovate 
because it feels like a ‘risky’ area to tinker with,” he 
says. “But creating safe parts of your customer service 
organisation to experiment with new technologies and 
approaches can lead to gains elsewhere.”

“    Great CRMs and other technologies can help 
you dramatically personalise your customer 
experience. They can build a comprehensive 
history of your customer journey and even apply 
predictive analytics to solve problems before they 
become problems.”

“Think about how you can run pilots of new 
technologies before committing to integrating a 
technology into a full-on customer experience 
transformation. Don’t be too precious about sticking 
with things for too long either, or being too aggressive 
about phasing out technology before you’ve made the 
investment ‘sweat’. Having a sensible review cycle of 
your technology stack on a regular cadence is helpful, 
as is having a human centred embedding approach 
when you’re making changes.”

“Imagine you introduce a new AI coaching platform  
for your agents based on conversational analysis 
and you don’t create a sensible change management 
approach. You need to ensure that your agents 
understand and embrace the technology or your 
investment won’t deliver the benefits you expected 
during the business case building.”
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“It’s a lens through which we can assess a company’s 
stance on the overarching topic of sustainability.  
It is really growing on the corporate agenda, and it is 
definitely something people need to be spending more 
time on to understand.”

With the wider themes of transformation in mind,  
it’s a good time to build ESG considerations into 
these new corporate plans, and similarly ensure your 
Diversity, Equity and Inclusion (DEI) plans are also 
appropriately attended to. But none of this requires 
boiling the ocean – it just takes clear, sensible priorities 
aligned with commercially sound targets.

“ESG needs to be driven from the top of the business 
and related to the purpose of the business,” says 
Andrew. “A lot of this comes at a cost to commercial 
revenue and you need to understand what the appetite  
is to do this. What are your sustainability challenges?  
How do you want to do good for people and the planet?”

“Talk to the people in your business to understand 
what they care about and what’s important to them. 
This shouldn’t just be a corridor chat. Engage the team 
clearly, seek out key sponsors and team members 

Leaders who responded to our survey often raised  
the need to build effective Environmental, Social,  
and Corporate Governance (ESG) plans as a key 
priority. But we suspect many find themselves 
somewhere between knowing obligations may be  
on their way while not being sure of what exactly  
they need to do to meet them.

“We need to be clear that ‘ESG’ is not a practice or  
an assessment, it’s a buzzword people are using,”  
says Rebecca Andrew. “ESG means a lot of different 
things to different people. So the first step is to 
understand what it means for your business and to 
socialise this within the workplace so that everyone  
is talking the same language.”

Charting 
the right 
path in an 
ESG future

THEME 3

For the uninitiated, ESG covers:

Environment: 
Protecting and saving the planet.
Social:  
Caring for the rights and welfare 
of employees and the wider community.
Governance: 
The structure your corporation has in place.
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willing to raise their hand. If you’ve got the business 
behind you it will be easier when you have the support 
you need to make changes.”

In some industries, the shift toward a green economy 
can be an existential threat. For others, it comes as an 
opportunity to be embraced. Every business needs to 
find the balance that creates the best path forward for 
their specific situation.

As part of an organisation’s first steps into ESG,  
it’s important to identify any commercial opportunities 
that may be enabled – whether cost savings or revenue 
streams. But most importantly you need to identify the 
positive values you’re hoping to gain for your business 
beyond the financial considerations.

“We have been finding many businesses are confused 
between trying to be ESG and trying to sell ESG,” says 
Andrew. “Are you doing this for commercial reasons to 
win more work? Or are you doing this to build your brand 
and attract and retain talent? ESG really can act as a 
great brand enabler and help to attract the right talent. 
But you have to mean it – if you don’t do what you say, 
your staff will be the first to notice.”

For those seeking to follow a path toward a formal  
ESG accreditation, they can look to B-Corp Certification 
as a starting point – a path LanciaConsult itself has 
started to explore.

Best laid plans

There’s a great deal of change in the workplace right 
now. ESG and DEI goals are living side-by-side with 
rethinking the physical workplace post-pandemic. 
Businesses are planning for the future in the midst of 
significant change. So it’s important not to feel locked 
into plans for too long if you find they’re not quite 
working as hoped.

“More often than not this is also a learning path,  
so a five year plan is not needed,” says Andrew.  
“The direction you want to head in can change and that’s 
not a bad thing. ESG plans are like any other project and 
there needs to be acceptance that the plan may change. 
The important point is that you’ve started the journey –  
as you learn more and understand more the plan 
changes along the way.”

“Remember that we’re rarely starting from zero either. 
Look at everything you’ve already done and celebrate 
that success. Don’t berate yourself for things you haven’t 
done. Even something as simple as changing suppliers or 
employee reward schemes can have a real impact.”

Andrew sees that many organisations right now want to 
feel reassured that they’re not making mistakes on their 
ESG journey.

“The survey shows us that people are thinking about this 
but they’re looking for more details and more specifics 
on what really needs to happen,” she says. “They often 
don’t know how to benchmark themselves and haven’t 
worked out what best in class looks like yet. But I don’t 
think that really matters. It’s about doing the right thing 
for your business, your purpose and your values.”

“       We need to be clear 
that ‘ESG’ is not a practice 
or an assessment,  
it’s a buzzword people 
are using.”
Rebecca Andrew
Principal Consultant
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So much has changed since LanciaConsult’s beginnings in 2012.  
So much more is set to change in the decade to come. We’re excited  
to share the journey with our many wonderful clients as their partners  
and trusted advisors.

The themes explored above are just a few key highlights amongst many 
widely varied challenges and opportunities our clients explored in their 
responses to our client survey. Technology is undoubtedly a driver of so 
much of the change to come, but for every new solution to be investigated 
it always comes back to the heart of execution: the people.

We hope you’ve taken some insights from this report and find ways to 
apply some of the thinking to your own decision making on the road ahead.

As ever, the LanciaConsult team is here to help.  
We look forward to spending more time together in the weeks and  
months ahead to keep searching for the best ways we can help you 
achieve and exceed your goals.

Here’s to 
many more 
decades to 
come.




