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Introduction

Establishing and scaling analytics capabilities has been difficult 
for many Global Business Services (GBS1) organisations. In this 
point of view, we summarise the key characteristics that have 
supported GBS organisations in building and scaling this capability. 
For organisations that are not yet there, we provide practical 
suggestions on how to develop and strengthen their offering. 

Analytics can be defined to include multiple components; however 
for the purpose of this point of view, we define analytics to include 
the following:

a)  Data – data management and governance
b) Reporting
c)  Insights
d) Artificial intelligence (AI)

In the past, most analytics capabilities were delivered by individual 
functions, be it marketing if the data was customer/consumer 
focused; finance if it was financial data and/or IT if the data was 
managed by IT. Recently, we have seen a shift in the trend, whereby 
GBS organisations deliver some of these capabilities, mostly 
around data management and reporting. Some more mature  
GBS organisations are increasingly testing the waters with insights 
and AI. 
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What are the capabilities implemented or planned to be implemented in GBS organisations?

Source: Deloitte’s 2021 Global Shared Services and Outsourcing Survey Report
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Our 2021 Shared Services Survey shows that 44% of GBS 
organisations globally are planning to invest in their analytics 
capability, more than in any of their other digital capabilities. Our 
research also shows that roughly one in four GBS organisations are 
already delivering analytics services and are looking to scale their 
capabilities further. 

As the keeper of most transactional data, GBS is in a great position 
to govern, analyse and enhance data with external sources to 
deliver business insights to increase revenue, reduce leakage, 
maximise cash flow and support key investment decisions. 

1  “Global Business Services (GBS) is a centralised organisation structure delivering services and solutions to the Business/Enterprise that encompass shared 
services (captives), outsourcing, and centres of excellence (COEs) to serve multiple business units and geographies.”
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Characteristics of GBS organisations that 
deliver analytics services successfully
Our survey found that investment in analytics will increase and it is 
important to understand how GBS organisations can scale up their 
capability successfully.

Senior leadership backing
Where GBS is treated as a strategic asset, with a seat at the top 
table and visible backing from the organisation’s leaders, it tends 
to have the remit and funds to invest in analytics, develop its 
capabilities and nurture talent. Typically, such sponsorship from 
executive leaders also helps overcome political and organisational 
dynamics that limit the incubation and innovation needed for 
analytics capabilities to scale up and deliver value.

Our practical suggestions
Create a common and shared GBS analytics vision with senior 
leadership which clearly articulates why, how and what GBS 
will deliver in terms of analytics to the business. This will help 
drive consistency in expectations and messaging.

Set the right GBS foundation before embarking on 
delivering a new capability like analytics:

 • Understand where to start working closely with the 
business to agree where GBS can provide value and free 
up capacity within the business

 • Demonstrate value by starting small and monitoring 
and tracking benefits either through revenue growth 
or cost reduction – this can be quite difficult to do, so 
starting small in a controlled manner will help with benefit 
identification and tracking

 • Report on quantitative delivery targets to demonstrate 
level of service

 • Understand feedback on performance from the business 
and clearly course correct/action improvements

 • Nurture and/or hire the right talent to deliver solutions to 
the business 

Once the foundation is in place, work with the organisation 
to understand its challenges and identify where analytics 
can be used to increase revenues, costs and/ or to improve 
customer experience. 

Case study – Global Consumer Product Company
A robust and detailed study of this organisation’s 
commercial teams found that they were spending 50% of 
their time on analytics activities instead of growing the 
business. When reviewed in detail, many of these analytics 
activities could be centralised releasing commercial capacity 
to increase revenue. A combination of global and regional 
business insight centres was set-up, generating actionable 
insights and predictive data analytics for the front-line 
teams. 

Right analytics leader
Alongside strong leadership commitment, it is imperative that the 
analytics capability has a leader with the right mindset and gravitas 
to drive the analytics agenda with the different functions. We have 
seen many organisations fail because the GBS analytics leader 
does not have the respect and support needed to build and scale 
the capability, so that instead analytics continues to be driven 
from the functions. In many cases, new GBS leadership roles are 
required such as Head of Analytics and/or Chief Data Officer to 
help cement and elevate the importance of the analytics capability 
within GBS. 

Our practical suggestions
 • Extend your recruitment search wide and do not limit it to 
people who have held ‘data’ roles in the past. 

 • Finding the right lead may mean looking beyond typical 
roles and will include people with strong story telling skills, 
and who are innovators and  someone who can interact 
well with the different functions to understand their 
issues and provide practical solutions
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Maturity and credibility 
For a mature GBS organisation that delivers services consistently, 
excels on its targets and demonstrates that it is a valuable partner 
to the business, providing analytics is the next logical step. 

In contrast, we find that when a GBS organisation needs to 
constantly demonstrate its worth with limited or no support from 
business leadership, delivering new services like analytics becomes 
very difficult. The focus shifts from ‘the realms of the possible’ to 
‘just deliver what has been agreed with minimal noise’. Suffice to 
say that under these circumstances, analytics capabilities tend 
to be either non-existent or very restricted, leading to limited 
business value.

Another aspect of GBS maturity is its scope. It is observed that 
when the IT function is included within the scope of GBS, it 
gives easier access to data and advanced tools to the broader 
GBS enabling them to deliver analytics centrally to the busines / 
enterprise. We also find that where IT is included in GBS, IT and 
the other functions such as finance and HR in GBS tend to work 
closer together, breaking down functional silos and nurturing a 
more collaborative environment to deliver value through analytics, 
including insights, foresights and actions.

Our practical suggestions
Where IT is not in GBS, establishing a good relationship with 
IT will be crucial:

 • Engage with the IT function early on – understand its 
analytics capability, tools and methods to identify any 
overlaps 

 • Clearly agree roles and responsibilities and interaction 
models to limit duplication and effort

 • Share lessons learned and share talent where it makes 
sense to do so

Case study – Global Pharma Company
The organisation’s mature GBS organisation, delivering IT 
services as well as functional end-to-end processes, set up 
cross-functional teams to deliver analytics capabilities. By 
breaking down functional silos, setting collaboration targets 
and nurturing the right talent, the GBS analytics capability 
was able to deliver substantial savings quickly maximising 
the use of existing IT tools and methods.
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Playing to its strengths to industrialise analytics delivery 
Our research shows that GBS organisations that deliver analytics 
capabilities well (data, reporting and more so analytics and AI) 
are the ones that make use of their process methodologies to 
industrialise how they deliver analytics. Moving from ideation 
to proof of concept and then industrialisation can be a long 
and difficult process. But GBS organisations are well positioned 
and capable of driving innovation to industrialisation through 
structured approaches and methods, just like they do for process 
improvements. As custodians of the methods and standards, GBS 
organisations are in a great place to drive consistency across all  
the phases.

As well as driving methods and standards, GBS organisations need 
continually to demonstrate their worth either through experience, 
cost reduction or delivering incremental value. This is an invaluable 
skill when building and scaling analytics in GBS. We have found that 
proving return on investment (ROI)2 is one of the hardest things to 
do for analytics capabilities and GBS has the key to  
unlock this, using proven ways to track and monitor return on 
investment (ROI).

Our practical suggestions
 • Agree and drive the right methodologies and standards 
from GBS to deliver analytics services. A consistent 
method will help industrialise the process from innovation 
to proof of value/concept to live solution

 • Utilise proven capabilities in GBS to understand how 
analytics return on investment (ROI) can be tracked and 
measured. Getting this right will help build credibility and 
confidence in GBS’s ability to deliver analytics

Talent management 
Building the right capabilities is key to the success of the analytics 
team. The skillsets required, e.g. data scientists, technical expertise, 
and data architects, are very different from the those required to 
deliver functional end-to-end processes. Flexible talent strategies 
for the analytics team (including learning and development (L&D) 
and providing career paths and progression) are needed to attract, 
nurture and retain talent. 

Our practical suggestions
Create an exciting place to work as this will make a huge 
difference towards attracting and retaining people. Key 
elements to create such an environment include:

 • Building a strong internal brand for the analytics team that 
is customer and outcome focused

 • Looking out for and hire ‘purple people’ - the new breed of 
data scientists who can handle sophisticated data analysis 
(red skills), but who also have fluent communication skills, 
business acumen and political nous (blue skills)3

 • Treating the team as “partners” rather than “transactional 
order-takers”

 • Empowering the team to experiment and challenge the 
status quo 

 • Developing clear career pathways within the capability - 
design curriculums and teaching courses

 • Hosting conferences and joint training programmes 

 • Remunerating the team accordingly – the right skills may 
be hard to find and will therefore command a higher pay 
package than functional end-to-end process teams

2  Deloitte IDO Survey 2021
3  Deloitte Global IDO Survey FY20/21 (Benchmarking your Analytics Journey)

06

Driving enterprise value  | GBS organisations delivering analytics as a service



Delivery model
As the use of analytics evolves, demand for niche skills will emerge 
and continue to grow. Instead of employing such skills within the 
team, it may be more appropriate and effective to leverage external 
vendors to plug the gaps. GBS organisations that make use of an 
ecosystem of providers (including professional services, academia, 
outsourcers, start-ups) are more agile and capable of delivering 
advanced analytics services whilst at the same time upskilling their 
in-house teams. This is a great way to optimise the use of both 
internal and external resources as well as creating a collaborative 
‘buzz’ that attracts talent. 

Our practical suggestions
 • Adopt an incremental approach to developing your 
internal analytics teams 

 • Develop a network of external vendors that can offer 
sophisticated analytical skills such as advanced statistical 
modelling, and foster relationships with them. Partner 
with them to deliver incremental capabilities and gradually 
upskill your teams in the process

Developing an analytics capability is a journey, and some of the 
characteristics for success will fall into place easily whilst others 
may take longer. However, developing this capability will be vital for 
GBS to deliver value continually to the business. 

Here are some suggestions to kick-start or accelerate the analytics 
journey:

1.  Build a vision and clear roadmap for how the GBS analytics team 
will enable the business to become a data-driven organisation

2.  Identify an executive sponsor who will benefit from your 
service and can provide sponsorship at the leadership level

3.  Start with a small team that includes individuals with both 
technical and business skills. Focus on providing relevant training 
to the team

4. Focus on quick wins that solves a scalable business problem 

5.  Use storytelling to promote your success, value propositions 
and capabilities across the organisation.

“ Building and scaling an analytics capability is 
different to delivering cross functional end to 
end services and requires setting the right 
foundation whilst demonstrating value quickly.” 

Punit Bhatia 
Deloitte GBS Partner 
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