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For more than two decades, organizations around the world have been using shared 
services and outsourcing to improve service delivery and reduce costs within defined 
parts of their businesses. Now, leading organizations are taking the next step. Instead 
of operating numerous shared services centers (SSC) and managing outsourcing 
vendors independently, they are implementing Global Business Services, providing 
integration of governance, locations, and business practices to all shared services 
and outsourcing activities across the enterprise. 

A move to, or expansion towards, full Global Business Services (GBS) requires 
much more than simply asking shared services centers to cooperate. It represents 
a fundamental shift in how businesses think about and manage shared services 
and outsourcing. Those that get this right can achieve enormous improvements in 
performance, efficiency and reduced costs.

Trends 

Recent research1 in to shared services and contact centers, showed some interesting 
trends that support the shift in thinking and direction on managing shared services. 
Global companies acknowledge an increasing value in productivity of shared 
services (8% year-over-year) and at the same time recognize that this trend of 
improved results can continue with the adoption of more complex, knowledge-based 
processes, expansion of the functional scope and incorporating rapidly emerging 
technologies (e.g., the use of robotics and AI) that will fundamentally change the way 
service centers operate.  

Surprisingly, another study showed that most organizations opt for higher speed 
and lower risk by moving activities to a shared service center as is, rather than 
simultaneously trying to standardize processes and implement new systems. 
This conflicts with the research cited above. It also does not match how global 
organizations look at the way they are or will deliver customer support. This should, in 
essence, be the model we all would like to treat our internal customers to as well. On 
top of mind for a more customer services like approach is:

Less voice, more options

• Think social
• Ready to automate
• Define “experience”

Overall, as a game changing practice in service delivery, the focus of GBS is leading 
towards really making business services a brand and culture for their company, 
becoming a trusted sparring partner for the entire organization and not being 
seen as just another cost center. GBS are being run more and more like a business, 
and often are also a ‘talent factory’ for both within and outside shared services 
departments. To enable these trends, the operating agility becomes more and more 
important, meaning that processes need to be agile and analytics more predictive. 
GBS is leading the required digital revolution in organizations. One of its more 
important goals is measurably improving both customer and employee experience.

1 Deloitte - 2017 Global Contact Center Survey & 2017 Global Shared Services Report

ServiceNow is the 
recognized innovator, 
delivering enabling 
technology in one 
unique, proven, single 
enterprise platform
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To accommodate these trends, one conclusion is that Shared Services is on a 
transformation journey, moving from Separate Service Centers, via a Co-located 

Service Center towards a fully established Global Business Services set-up.

The essentials of GBS 
Increased competition, economic uncertainty, and globalization are among the 
forces that are driving companies to seek to reduce the cost and improve the 
effectiveness of their G&A functions. In our view,

companies can greatly enhance their pursuit of these goals by thoughtfully 
managing their service delivery organizations according to leading marketplace 
practices. Yet our experience suggests that many companies could benefit from 
greater focus and planning with respect to service delivery. As mentioned before 
instead of operating numerous shared services centers and managing outsourcing 
vendors independently, leading organizations are implementing GBS. Moving 
towards or expanding towards GBS entails a fundamental shift in how businesses 
think about and manage shared services and outsourcing instead of simply 
asking shared services centers to cooperate. When doing this right, it can lead to 
performance improvements.

While there are many flavors of GBS in the market, the following five essential 
characteristics are necessary to drive the sustainable performance improvements 
most organizations seek.

Essential characteristics

• Multi-function: GBS is multi-functional in scope and has significant integration across 
those functions (IT, HR, finance, procurement, customer service, operations, etc.)

• Multi-region: GBS supports all regions within an organization, typically providing 
services in the Americas, EMEA, and APAC regions.

• Multi-location: GBS consolidates to fewer locations. Some organizations continue 
to rely on a regional delivery model, while others choose a hub-and-spoke 
approach, with the bulk of work typically performed in an Asia-based hub.

• Multi-sourced: Typically, transactional activities are outsourced, while higher 
value advisory activities are delivered through captive centers. The most mature 
organizations hold GBS accountable for service levels while letting the GBS 
decide exactly how those services will be delivered.

• Multi-business: GBS organizations serve more than one business unit, applying the 
best and most sophisticated practices to the entire organization; this can help to 
ensure greater support and quicker adoption by business units.

Furthermore, the following five essential behaviors are necessary to drive the 
sustainable performance improvements most organizations seek
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Essential behaviors

• Common approach to governance: Incorporate a standard approach to 
governance, structured by business process. By having a single global owner for 
each process, they are able to improve efficiency and control.

• Common leadership structure: Incorporate a common leadership structure 
that balances the need for commonality with business intimacy; effective GBS 
leadership is often part of the C-suite and is thus empowered to make decisions 
for the entire organization.

• Common approach to service management: Set up a common approach to 
service management, overcoming the mish-mash of service level agreements 
and reporting structures. A consistent approach across functions and regions 
improves customer satisfaction and reduces the effort required for reporting.

• Common approach to continuous improvement: GBS bring a business-wide 
approach to continuous improvement, which can deliver greater benefits 
from less investment and effort by building a culture that values continuous 
improvement.

• Common talent development model: Standardized approach to talent 
development enables the development of a unit recognized as high-performing 
throughout the organization; it also creates a strong brand value.

GBS and Automation 
Service center interactions are projected to increase not just in volume, but also in 
complexity. With the growing complexity of content and channels, service centers are 
seeking out new technologies to support interactions. Robotic process automation 
(autonomic) is a rapidly emerging technology that could transform shared services 
and global business services by dramatically reducing the money and effort required 
for routine, labor-intensive tasks, and can thus be a potential solution where 
technology replaces human resources to perform the transactional GBS work. This 
can have multiple benefits—decoupling of business growth from labor requirements 
and freeing human resources to focus on more innovative and value-added work.

Autonomics can be impactful in back-office centers running high volume, rules-
based work. It can perform these tasks round the clock at a fraction of the cost of a 
human resource without any manual errors and maintaining or mitigating processing 
risk. Industry analysts predict this technology will completely transform the business 
process outsourcing industry. A number of companies have hyped this technology 
and have developed early incubated software platforms with hopes of improved 
accuracy, enhanced service levels, and reduced costs. Early autonomic platforms 
combine both back-end and front-end automation to enforce logic and imitate the 
human decision-making process.

Furthermore, autonomics could be the next wave to shake the market at its roots, 
with technology at the heart of the revolution. Early adopters, those now thinking 
about using this technology could realize cost reductions in the range of 60% in 
contrast to 15-30% offered by the conventional approach (that relies on labor 
arbitrage). Autonomics landscape is nascent with only a handful of autonomics 
technology players in the market. However, as these players continue to develop 
their products and new players enter the market, the potential of autonomics to be a 
market disrupter is significant. It would be prudent for the outsourcing market players 
to carefully scrutinize developments over the next few years in order to plan for 
changes in revenue streams, avoid cash flow erosion, and ride the autonomics wave 
in style. 

Autonomics could 
be the next wave 
to shake the market 
at its roots
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Autonomics has the potential to be a disruptor in the industry, particularly altering 
the conventional approach to GBS and BPO. However, due to the lack of industry 
use cases, stakeholders are waiting to witness how the large-scale implementation 
of autonomics will pan out. It is important to remember that successful automation 
of complex services is as dependent on the orchestration of diverse initiatives and 
proper service delivery as on the technology itself. 

Moreover, by driving data standards and consistency, robotic process automation 
could also lay the groundwork for more advanced cognitive technologies that 
augment or replace the need for human judgment in complex, knowledge-based 
processes, enabling shared service centers to efficiently perform higher value tasks 
and analysis—such technologies could lead to fundamental changes in how shared 
service centers operate and deliver service to customers.

A few insights to move forward 

Siloed platforms won’t work

When moving towards Global Business Services or transitioning from single function 
shared services towards a more integrated approach, a single platform that 
enables a multi-function service delivery is required. ServiceNow® Service Delivery 
is an enterprise platform, an integrated suite of applications designed to create 
a consumer-like service experience, while increasing productivity within a shared 
services environment or a global business service function.

Increase customer and employee satisfaction whilst reducing cost

Whether it’s a simple request for information or a multi-departmental process 
like onboarding, either employee or customer requests that also involve multiple 
departments like facilities, finance, customer support or HR, ServiceNow Service 
Delivery provides employees, managers and customers with a single place for all 
internal or external service needs. Already proven with 800+ HR customers that this 
will drastically increase customer and employee satisfaction, and at the same time 
will reduce the costs of service delivery.

By driving data 
standards and 
consistency, robotic 
process automation 
could also lay the 
groundwork for more 
advanced cognitive 
technologies

“What is the policy...”
 “How can I make a request...”
“what’s the status...”

Employee Experience

End to End Processes
Hire to Retire, Procure to Pay, Order to Cash, Record to Report

Multiple Supporting Systems



servicenow.com

GBS is just the start of working differently

Once you are moving towards global business services, no matter what phase 
you are in today or coming from, there should be a focus on continuous process 
optimization. It will turn out that processes developed before, could be open for 
improvement or further automation. And, when adding new processes or additional 
work, the processes need to be adapted towards the way service deliver will be done 
in the future

Creating a Single System of Engagement for a Global 
Organization 
Experian is the world’s leading global information services company with more 
than 16,000 people operating across 37 countries. They are listed on the London 
Stock Exchange (EXPN) and are a constituent of the FTSE 100 Index. Faced with 
disparate processes, disconnected systems, and high costs, Experian needed to 
transform its service delivery. Their CA Service Desk was a core area of concern, with 
a configuration that didn’t align with how Experian wanted to serve its customers. 
As part of its global IT transformation program, Experian has a three-year vision 
to modernize service management and consumerize the employee experience. 
Critically, this vision extends beyond IT to transform every business line, on a global 
basis. 

“Rather than simply finding replacement systems, we knew we had the opportunity 
to drive service transformation right across the business. Choosing ServiceNow was 
a conscious decision to move away from standard tools to adopt a single platform 
that would power the seamless delivery of services for every business function.” said 
Jonathan Hayes, VP Global IT Service Excellence.

ServiceNow’s integration capabilities were a critical decision-making factor for Hayes 
and his team, particularly bringing together the silos that may arise between the 
service and CRM functions. Hayes is looking ahead to phase two of the ServiceNow 
roll-out, to continue momentum for the three-year transformation program. This 
includes new capabilities such as Service Mapping, Event Management, Financial 
Management, Automation, and Orchestration.
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By doing so, Experian achieved the following great results.

• Smarter, faster service delivery through a single platform that has helped remove 
technology islands and seamlessly integrated organization-wide processes.

• Over 50% reduction on time spent on incidents and changes in many situations, 
through process and the ServiceNow Platform capabilities.

• Improved alignment of sales and service, due to the seamless integration of 
ServiceNow and Salesforce.

To accommodate the transformation, Experian is using a full suite of ServiceNow 
solutions: Incident Management, Problem Management, Change Management, 
Knowledge Management, Asset Discovery, Service Mapping, Vulnerability Response, 
HR Service Delivery, Self-Service Request Management, and Performance Analytics.

  
 

“For many employees, the only direct interaction they may 
have with IT is when they need to ask for something through a 
request portal. This used to be a clunky, painful process, but with 
ServiceNow we have made interacting with a fast, easy, and 
highly satisfying experience” said Hayes. 

Deloitte Customer Story 
Customer experience is gaining major importance as customers want businesses to 
hear them, understand them, and appreciate them. Perhaps nowhere is that harder 
to accomplish than in service centers, the very outlet established to encourage 
customer engagement. Convinced that customer experience drives customer choice, 
global businesses are investing in service centers that focus on customer needs and 
preferences. As contact volume continues to grow, companies must transition to a 
broad mix of channels, match self-service technologies to simple interactions, and 
hire and equip service teams to handle increasingly complex interactions. 

Clearly it is believed that the traditional business model is evolving—and fast. As 
soon as 2019, more than half of customer interactions are forecasted to be through 
channels other than voice. With simpler interactions moving to self-service or being 
supported by Artificial Intelligence, service centers will require improved talent models 
and enabling technologies to manage the more complex interactions across diverse 
channels. The continued migration toward an omnichannel environment will be 
difficult for business leaders to navigate. 

No longer relegated to “nice-to-have” status, customer experience and service 
improvement are clear priorities. For example, in general, organizations are now 
growing their contact centers to improve customer relationships more than to 
support business growth. After a long period of relative economic stability, many 
contact centers now view growth in terms of improving service rather than expanding 
size. Similarly, executives are committed to optimizing costs and improving the 
customer experience rather than explicitly focusing on revenue growth. With this 
intense focus on improving customer experience, companies are increasingly 
factoring customer feedback into their business decision making.

What makes for a better customer experience? In general, executives continue to 
perceive accuracy and quality of information as the most important attribute of 
a successful customer interaction. A close second is ease of interaction. This trend 
is not surprising considering that online retailers and service companies have set 
new standards for customer experience. Many consumers expect virtually effortless 
transactions no matter who they are interacting with. Perhaps this is why more 
organizations are embracing “effort” as a customer satisfaction score.

No longer relegated 
to “nice-to-have” 
status, customer 
experience 
and service 
improvement are 
clear priorities
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Example case 

As an example, a certain client of Deloitte had inconsistency in employee 
experiences with HR services due to fragmentation and variation in processes and 
roles. The client lacked a sustainable HR model that positioned them for success 
in the future. The client wished to reduce technology and operational costs for 
HR Service Delivery. HR Technology didn’t meet the needs of an ever-changing 
workforce and profitable growth business - basic data was unavailable to employees 
and managers when they needed it. HR cost to serve was higher than desired 
compared benchmarks and the client wished to undertake a cost reduction - nearly 
70% of time was spent on administrative and transactional activities. 

The client established the HR Excellence program to design and deploy a global 
technology and service delivery platform for HR. ServiceNow was selected to support 
end to end HR processes and to provide an enhanced employee experience. 

The client has eliminated legacy HR technology to meet the needs of their workforce. 
They have delivered on their strategic HR Excellence initiative and have insight into 
employee inquiries/requests. A new and consistent employee service experience with 
HR has been established globally and service levels have improved, partly through 
driving digital change and alternative channels

ServiceNow and Deloitte - Better Together! 
Deloitte has a strong footprint in supporting organizations in their shared service 
transformation journey. And ServiceNow is the recognized innovator, delivering 
enabling technology in one unique, proven, single enterprise platform that can span 
a global organization. When combining these capabilities and work side-by-side to 
support organizations who are focusing on (global) business services, we believe we 
deliver a unique service with unique added value - Better Together!

We kindly invite you to review with us the opportunities in this, by running an 
‘Inspiration Workshop’ or an ‘Art of the Possible Workshop’. Please feel free to contact 
us via the details below for more information.

Henk de Haan 
HR Business & Strategy Leader EMEA 

Hoekenrode 3,  
1102 BR Amsterdam,  
The Netherlands

M: +31 6 53350422 
henk.dehaan@servicenow.com 
www.servicenow.com

Bianca den Elsen  
Partner Global Business Services | Deloitte Consulting BV

Gustav Mahlerlaan 2970,  
1081 LA Amsterdam,  
The Netherlands

M: +31 6 22545204 
bdenelsen@deloitte.nl 
www.deloitte.nl

Assistant: Maartje Kuiper, makuiper@deloitte.nl, +31 88 288 87 17


