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Introduction
T

he following are the results from the annual, global market
research study conducted jointly by KPMG and HFS Research on
the state of the operations, business, and IT services markets.

The research effort surveyed and interviewed more than
375 executives globally from firms with revenues in excess of $1B
annually globally across all major industries. The survey covered diverse
topics, including the state of operating models, shared services and
outsourcing, C-suite objectives for operations, and the usage and
impact of intelligent automation and other digital technologies.

Key findings
The advent of intelligent automation and related
technologies has caused many organizations to
fundamentally reevaluate their service delivery
models. However, most organizations struggle to
define how they should utilize outsourcing,
shared services, and global business services
(GBS) to best exploit these technologies.

Though most organizations intend to “retain
and retrain” the bulk of their employees
impacted by automation, these expectations
may prove unrealistic given the economics of
the processes to be automated and the skills
required of the next-generation workforce.

The GBS organization has the potential to be
more valuable than ever in the new
environment. However, GBS must change its
focus from cost-cutting to value enablement
and look to enable a “boundaryless”
organization where technologies are
deployed across functions and target
customer-facing imperatives.

GBS organizations face significant barriers in
taking on a lead role in implementing and
managing new technologies as the focus on
cost savings becomes less important and the
skills required to drive business value become
more complex. Those GBS organizations that
fail to overcome these barriers risk losing
relevance.
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1. Change is the
new normal
T

echnological change, in particular the growth in the use of
digital technologies such as cloud, intelligent automation,
and data and analytics, has caused an existential shift in the
service models organizations use to harness these technologies
in support of their business processes. Nearly half of respondents
report already having made a significant change to their operating
models to reflect the increasingly digital word, with the pace of
change only expected to accelerate.

6

GBS at a crossroads

How much has your operations/operating model changed to reflect the increasingly
digital world? How much do you think it will change in the next 2 years?
Now
11%

22%

26%

43%

7% 2%

In 2 years

27%
Existential
change

31%
Significant
change

32%
Some
change

Little
change

8% 2%
No
change

Source: GBS at a crossroads, KPMG International 2019

The outsourcing market is a little upside down.
Organizations that would never have considered
outsourcing in the past are now exploring their
options, and organizations that have outsourced in
the past are increasingly looking to bring processes
back in house.
— Julie Sullivan
Partner
KPMG in Canada
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Nearly all organizations recognize the
need to incorporate next-generation
technologies into their business and
operating models, and the expectations
are high for returns from investments in
these technologies. Survey respondents
report investments in automation,
cloud, and analytics as their three
greatest areas of focus to align with

the increasingly digital world. However,
many organizations lack the digital
readiness to fulfil these expectations.
Some lack the internal skills, integrated
data infrastructure, or a commitment to
the required investment levels; others
pursue inconsistent strategies due
to a failure to coordinate their efforts
enterprise-wide. In fact, according to

a separate KPMG survey of IT leaders
conducted by KPMG’s Global Technology
Center of Excellence, just 22 percent of
organizations rate their digital strategies
as “very effective” or better, with a full
78 percent rating their strategies as
“moderately effective” or worse.

Which of the following actions are you taking to ensure your operations align more with the
increasingly digital world?
Deploying more automation
11%

17%

Using cloud technology
4%

34%

15%

15%

Deploying more/better analytics
6%

13%

32%

12%

Deploying/updating governance processes
12%

9%

28%

7%

Relying more on shared services
15%

10%

3%

Relying less on shared services
6%

16%

5%

Changing the operational culture to better reflect
customer requirements better
8%

5%

23%

10%

Relying less on outsourcing
15%

3%

4%

Centralizing processes
4%

4%

20%

12%

Relying more on outsourcing
12%

5%

2%

19%

Reviewing staffing/skills needs
3%

18%

11%

4%

Driving more digital efforts through and/or
coordinating through the GBS organization
1% 3%
Rank 1

15%

10%
Rank 2

Rank 3

Source: GBS at a crossroads, KPMG International 2019
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38%

10%

22%

27%
26%

Given this mismatch between digital
ambitions and digital success and
faced with a host of choices around
which delivery model to rely upon for
these technologies, it’s not surprising
that many organizations struggle to find
the right one. There is no consensus on

which delivery model is most effective:
survey respondents are likely to equally
increase and decrease their reliance
on outsourcing and shared services to
facilitate process digitization.

How much will you be able to do internally versus relying on
external partners to achieve these goals?
Aligning middle/back-office operations to improve customer
experiences
24%

12%

39%

23%

2%

26%

3%

Fostering an entrepreneurial culture that drives more
business value
23%

15%

34%

Creating a more touchless virtual operation minimizing
physical interactions
21%

17%

34%

26%

2%

Creating real-time data that supports predictive,
not reactive decisions
20%

14%

37%

25%

Digital and innovation
are top of mind across
nearly all industries,
but in many cases,
organizations have not
taken a hard look at their
strategies required for
success: Where do we
need it? How do we
get the capabilities?
What ultimately are we
trying to do? Rather then
leading with technology,
organizations need to
first define the end
state they are trying to
achieve.

4%

— Julie Sullivan
Partner
KPMG in Canada

Enabling the hyper personalization/customization
of products to customers' requirements
18%

13%

35%

32%

2%

27%

5%

27%

5%

Adopting process automation and robotics to
reduce reliance on labor
18%

16%

34%

Adopting cognitive technologies and machine
learning to drive more value from skilled labor
16%

All in house

16%

75/25

36%

50/50

25/75

All external

Source: GBS at a crossroads, KPMG International 2019
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With outsourcing, on the one hand,
many organizations are understandably
reluctant to cede full control of
capabilities they view as central to
their business strategies to third-party
service providers. On the other hand,
many lack the maturity, organizational
structure, and/or skill sets to deploy
these technologies effectively on
their own.
Many outsourcing providers have
adapted to this reality by shifting their
focus to helping clients implement RPA
and IA solutions on a consulting basis,
rather than as a managed service, with

control handed back to the client once
the project is complete. While these
services provide short-term value, it
calls into question the long-term role
of service providers in the increasing
number of cases where clients have
both the desire and ability to handle
ongoing operations and maintenance
themselves.
Rather than place new outsourcing
contracts out for open bid, many have
turned to a small, trusted set of partners
as exclusive providers, seeking deep
relationships with a few suppliers
rather than looking to many providers

to provide discrete services in their
specialized areas of expertise.
The net result is an unprecedented
change in the services marketplace,
with organizations increasingly
reevaluating their use of external
providers and whether or not to deliver
services under a shared services or GBS
organization. Only 29 percent of survey
respondents report that they are likely to
renew existing outsourcing contracts in
their current form.

I have seen a distinct uplift in the use of shared services and
GBS over other delivery models such as outsourcing, with
organizations increasingly insourcing and setting up captive
service models. This has been driven by a lack of value received
from other service delivery models. It’s not just about cost
reduction anymore — it’s about control, developing IP, and
building skills, particularly in digital technologies that are
becoming core to competitive advantage.
—M
 ichael Smart
Partner
KPMG Australia

10

GBS at a crossroads

The impact of
digitization
More than any other factor, the advent of automation and other digital technologies
has driven organizations to reevaluate their operating models and use of external
providers:

—— As technology becomes more of a
strategic imperative, organizations
are often reluctant to outsource
capabilities they view as central to
their business strategies
—— The increased ease with which
functional and geographic units can
deploy new technologies on their
own has led to decentralized efforts
that organizations are now seeking
to rationalize

—— The need for scarce, specialized
skills to support new technologies
makes it advantageous to place
these skills in centralized resources
where they can be better leveraged
across the enterprise
—— To realize their full potential, many
technologies must be deployed
across multiple functions to cover
end-to-end processes — a service
management structure is often
the most efficient way to roll out,
manage, and evaluate the ongoing
effectiveness of these efforts

GBS at a crossroads
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2. Service
management on
the ascendance
T
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his reevaluation of the operating models under which
organizations deliver their services has profound implications
for GBS organizations and enterprises as a whole.

The survey reveals a steady shift
towards delivery of services within a
service management structure, either
through the use of global business
services or functional shared services.
Service management involves more

than simply centralizing operations:
it requires formally defining services
offerings and delivery standards
through service catalogs and SLAs, and
adherence to a well-defined change
management process.

Please indicate which of the following best describes your organization’s
operating model for delivering services.
3 years ago

9%

Today

In 3 years

16%

30%
30%

19%
38%
31%

49%
31%
41%
15%

14%
7%

Global business services: Business services organizationally consolidated in a multifunctional unit
with a service management structure and inclusive of transactional and expertise services
Decentralized operations: Business services distributed to individual business units
Centralized operations: Business services organizationally consolidated, but without a service
management structure
Functional shared services: Business services organizationally consolidated by function with a
service management structure and largely transactional
Source: GBS at a crossroads, KPMG International 2019
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Organizations have increasingly sought
to exploit the benefits of service
management, including economies
of scale, greater control, and the
standardization and integration of
processes and technologies. The
proportion of organizations using
GBS has nearly doubled over the past
three years and is expected to nearly
double again over the next three;
likewise, the usage of functional shared
services has shown a marked increase.
The increase in popularity of these
delivery models has come at the
expense of traditional centralized or
decentralized operations lacking a
service management structure, both of
which have declined and are expected
to continue to decline in popularity.
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Coupled with this trend towards
centralized service management has
been both traditional outsourcing
and offshoring models losing favor,
as preferred delivery models and
potential cost savings dissipate and
organizations have shifted much of
their focus from driving cost savings
to more strategic imperatives. Cloud,
“as-a-service”, and internal automation
efforts have provided compelling
alternatives to outsourcing to reduce
costs for labor-intensive, repeatable
processes, historically the major focus
of outsourcing providers.
Though third-party service providers
with specialized expertise are often well
positioned to deliver the benefits of
automation, competing internal options

have increasingly led organizations to
conclude they are in a better position to
implement automation independently.
While the use of next-generation
outsourcing leveraging intelligent
automation technologies will grow in
popularity, the popularity of traditional
models focused on cutting costs via
economies of scale or low-cost offshore
labor will decline.

How critical are the following C-Suite directives/objectives to your operations strategy?
Drive down operating costs
48%

39%

12%

2%

Adopt/invest in process automation and robotics to reduce reliance on labor
38%

40%

13%

9%

Align middle/back-office operations to improve customer experience
37%

40%

18%

6%

Create real-time data that supports predictive, not reactive decisions
36%

44%

14%

6%

Enable the hyper personalization/customization of products to customers' requirements
32%

29%

31%

8%

Adopt/invest in cognitive technologies and machine learning to drive more value from labor
49%

25%

16%

10%

Create a more touchless virtual operation minimizing physical interactions with customers
24%

50%

17%

9%

Foster an entrepreneurial culture that drives more business value
20%

Mission critical

43%
Increasingly important

Emerging

31%

5%

Not a directive

Source: GBS at a crossroads, KPMG International 2019

Cost reduction continues to be a major
area of focus for GBS organizations.
However, it has increasingly been
supplanted by expectations on GBS
to deploy advanced technologies in
support of customer-facing initiatives.
Delivering costs savings is increasingly
“table stakes,” with the ability to

deliver more strategic/value-added
services being a critical benchmark.
To fully deliver value‑added services,
the GBS organization must not only
exploit opportunities to deploy advanced
technologies such as machine learning,
automation, and analytics, but also drive
alignment of front, middle, and back-office

functions, and support the adoption of
customer-facing technologies to enhance
the customer experience. Shifting its focus
from cutting costs to enabling corporate
strategy is critical to the long‑term
relevance of the GBS organization.

GBS at a crossroads
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3. The changing
nature of work
T

he impact of process digitization is not, of course, limited
to delivery models: it will also have an outsized effect
on employees in processes impacted by automation,
especially those in transactional roles. More than half of survey
respondents expect at least 20 percent of their employees in
transactional roles to be significantly impacted by automation,
and 21 percent expect at least half of them to be.
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In terms of the number of transactional internal roles within
the following process areas, how many do you expect to be
significantly impacted by automation in the next 2 years?
Procurement
3%

8%

15%

29%

21%

24%

Master data management
5%

9%

12%

17%

33%

23%

Customer service/Sales support
3%

6%

11%

34%

23%

23%

Sales
3%

8%

15%

24%

31%

20%

IT and network infrastructure support
4%

10%

10%

26%

34%

16%

29%

32%

15%

27%

32%

15%

Organizations often
don’t really know what
outcomes they are using
automation to drive,
so there’s no way of
measuring them. If your
driver of automation is
cost savings, the major
component of cost is
people. If you don’t end
up losing people, then
the automation initiative
won’t be worthwhile.

Finance and accounting
3%

8%

12%

Human resources
3%

8%

14%

— James Wilson
Director
KPMG in the UK

Shared services
5%

5% 15%
31%
30%
Industry-specific
Process
(i.e. claims processing)

14%

Supply chain and logistics
4%

6%

11%

26%

38%

14%

IT app maintenance & development
5%

10%

10%

30%

30%

14%

Industry-specific process (i.e. claims processing)
2%

5% 13%

31%

36%

13%

Marketing
4%

7%

12%

31%

32%

13%

N/A

Under 10%

21–50%

Prefer not to say

11–20%

50%+

Source: GBS at a crossroads, KPMG International 2019
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What is your overall priority for staff impacted by automation? Which of the
following most closely reflects your retain and retrain policy?

10%

6%

1%

3%

8%
13%

30%

28%

Don’t know/We haven’t decided

25% retain and retrain

No or minimum retraining

50% retain and retrain

10% retain and retrain

75% retain and retrain

90% retain and retrain
Retain and retrain all

Source: GBS at a crossroads, KPMG International 2019

While recognizing the impact of
automation on their employees, most
organizations still intend to retain the
bulk of their existing employees by
reskilling them to adapt to the digital
world and perform more value-added
and strategic activities. More than
three‑in-four respondents intend
to retrain and retain at least half of
employees impacted by automation
and nearly half intend to retain
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75 percent or more. While intentions
are good, this desire to retain impacted
employees may reflect overly optimistic
expectations about the extent to which
existing employees can be retrained
and the willingness of organizations to
adequately invest in this retraining. In
a process such as accounts payable,
for example, employees engaged in
the manual processing of invoices
will often lack the skill sets to take

on higher-level roles involving more
advanced talents. Given skills shortages
and low unemployment levels in many
markets, it may often prove challenging
to find staff with the requisite skills for
automated processes. Organizations
need to be honest about who can be
reskilled, and take a long-term, holistic
approach to where they will source
required new skill sets.

Automation and
the “atomization”
of tasks
The implementation of automation-related technologies will have a profound impact
on existing employee bases and the skills they will need in the future. To prepare for
these changes, organizations must start to plan now. According to KPMG’s Global
People and Change Center of Excellence, automation will lead to the “atomization”
of work, primarily affecting jobs at the task level, and not automating entire jobs. This
atomization will fundamentally redefine job roles and place a premium on new skill
sets, with the following implications:

—— The emergence of “boundaryless”
functions and, in time, functionless
enterprises.
Atomization of work into tasks
opens the possibility of reconfiguring
organizations into new forms.
Roles will be redefined in a way
that transcend functions. This will
require creating a more flexible,
networked organization model with
a higher degree of cross-boundary
collaboration.
—— A premium on “enabling,” rather than
task-specific skills. The skills required
to realize the promise of automation
differ markedly from those needed in
the past:
—— Design thinking to redesign
processes and customer/
employee experience so that AI
can be most effectively deployed
—— Behavioral economics to shape
choice architecture for both
employees and customers

—— Innovation skills to reinvent
established ways of doing things
—— Change leadership to engage
employees in a higher purpose
and allow them to contribute
their strengths and ideas to a
common cause
—— New opportunities to reinvent work.
Technology investments will fail
to realize their full potential unless
organizations fundamentally revisit
the nature of work in the age of
automation:
—— Reorganize work and roles to
maximize strengths of people
and machines working together
—— Build new skills and mindsets for
working with AI
—— Nurture a culture that promotes
collaboration, meaningful work,
and genuine engagement
—— Create a more agile and
boundaryless organization

Too often, organizations
undertake digital
transformation without
thinking about the ways
in which work needs
to be reinvented to
fully incorporate new
technologies. It’s not
just about hiring data
scientists. The skills
required for working with
AI will be just as critical as
those for working on AI.
— Robert Bolton
Head of People and
Change Center of
Excellence
Partner
KPMG in the UK
GBS at a crossroads
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4. Implications
for the global
business services
organization: Adapt
or perish
T

he shifting technological and
organizational landscape has profound
implications for GBS organizations. The
historic benefits that GBS can bring — an
integrated enterprise-wide view, expertise
in using external providers and partnerships,
a standardized management approach, and
the pooling of scarce talent and resources —
continue to apply in the new environment. In
fact, they may be more important than ever.
Indeed, the survey reflects ambitious goals
among GBS executives to take a lead role in
harnessing the potential of new technologies
enterprise-wide, utilizing data in support of
customer interactions, providing a strong
governance structure, and integrating front and
back-office services.
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How much do you agree or disagree with the following
statements about GBS?
GBS is a platform of services (e.g. process delivery, data
and analytics, service delivery) that are delivered in an integrated
way with a single governance structure
34%

43%

18%

4% 1%

GBS takes a lead role in integrating and coordinating intelligent
automation efforts in support of business functions and
corporate initiatives
40%

41%

14%

4% 1%

GBS takes a lead role in integrating knowledge and data in
managing end user customer interactions
42%

39%

14%

4% 2%

GBS as an organization has its own ability to absorb and codify new
services without the input of functional areas
35%

26%

25%

8% 6%

GBS governance extends across the entire value chain from
front-office to back-office services
31%

17%

47%

4% 1%

GBS is composed of a discrete set of services with no single
governance structure
26%

36%

5–Totally agree

21%

11%

6%

Across companies,
there is no clear
winner in terms of
where automation
efforts reside. For GBS
organizations that are
more mature and have
built up credibility,
the business is going
back and asking them
to take on more
capabilities. But some
GBS organizations still
haven’t demonstrated
they can execute on
service standards for
transaction processes.
Before bringing on new
disciplines, they need
to make sure they can
execute on what they are
already doing.
— David Brown
Principal and Global Lead,
Shared Services &
Outsourcing Advisory
KPMG in the US

4–Mostly agree
3–Somewhat agree
2–Mostly do not agree
1–Do not agree at all
Source: GBS at a crossroads, KPMG International 2019
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1990s — Shared services
— Internal delivery of core services; predominantly
regional models
— Outsourcing/multiregional outsourcing with select
global providers
— Focus on transactional activities

2000s — Multisourcing
— Emergence of right-shoring; nearshore becoming
key element of delivery models
— Vendors delivery niche services
— Introduction of multivendor deals
— Emergence of CoE solutions

2010s — Integrated GBS
— Integrated service delivery models
— Lower value activities typically outsourced;
increasing focus on analytical, judgment, and
expert services

2020s & Beyond — Digitally-enabled GBS
— Services delivered virtually

RPA

Digital tools
Cloud

— “As-a-Service” for front, back and middle-office
integration
— Big data drives predictive analytics

Connected
Customer
Experience

Cognitive
computing
Data & Analytics

22

GBS at a crossroads

Blockchain

— Complex, value-add services that leverage technology
— People, process, and technology aligned to deliver
customer experience

Digitization increasingly enables GBS
to potentially provide benefits beyond
cost savings. These benefits, however,
are not automatic: to unlock them,
GBS must enable a “boundaryless”
organization model that integrates
front, middle and back-office functions
with a customer-first focus. Such a
model consolidates and automates
transactional work, and cuts across
traditional functional silos by focusing
technology and expertise into
centralized groups such as centers of
excellence that will define strategies,
guide work, and handle exceptions.

For GBS organizations that can adapt,
the dividends to the business can
be significant. In one case, the GBS
organization of a utility drove a major
project to completely redesign its
customer experience. In a project
that cut across front and back-office
boundaries, it implemented a web
capability for customers to examine
their day-to-day energy usage and
view suggestions on how to decrease
their energy consumption. Now armed
with data-driven intelligence on energy
consumption at different times of the
day and year, the utility implemented

a variable pricing model to better
optimize its pricing to reflect its costs.
The successful GBS organization will
increasingly deliver complex rather
than simple transactional services,
utilizing automation and predictive
analytics under an “as-a-service”
model that aligns people, process,
and technology.

GBS organizations need to adapt to stay relevant. Few are currently
playing a strategic role. To succeed, they should reexamine the skills
sets they need, make greater use of advanced technologies and
analytics, and shift from focusing on the back-office to the front-office.

— Michael Smart
Partner
KPMG Australia

GBS at a crossroads
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5. Accelerating
technology
implementation
W

hen it comes to rolling out automation technologies,
time is of the essence. With the rapidly changing
landscape, by the time a given technology’s pilot is
complete, it may have already been superseded by a superior
one. And increasingly, technologies cut across corporate
functions: with multiple interested parties, exactly who owns
what is not always clear.

24

GBS at a crossroads

Technology implementations that fail to
recognize this reality face long odds of
success. In one case, the procurement
function of a large insurance company
undertook a 15-month pilot of an
RPA-based automated payments
system. By the time it completed its
pilot, Finance had already begun to
implement a more comprehensive AI
platform with the same functionality.
Finance and Procurement never
properly communicated with each
other about these parallel efforts.
At the same time, the IT function
had created an Automation Center
of Excellence and mandated that all
automation efforts should go through
it. The lesson: extended, inflexible pilot
programs without clear ownership are
bound for failure.

Dave Brown, KPMG Global Head of
Shared Services & Outsourcing Advisory,
offers the following advice on how to
shorten implementation timeframes and
avoid some of the most common pitfalls
associated with the implementation of
automation technologies:
—— Narrow the scope: Broad-based
efforts are usually more difficult to
manage, take longer to implement,
and are harder to adapt to changing
conditions. A narrow scope helps
shorten cycle times and reduce the
risk of “lock-in.”
—— Rely upon proven technologies:
When faced with a choice between a
mature technology and an unproven
one, the proven technology should
be given preference. In contrast
to newer technologies where

15-month roll-out timeframes are not
uncommon, in many cases, proven
technologies can be implemented in
as little as two months.
—— Be flexible: Pivot when necessary.
Do not be wedded to a particular
technology if another will do the
job better. Business and operating
models change: be prepared to
change with them.
—— Ensure clear ownership:
Technology implementations are
much more likely to impact multiple
corporate functions than in the past,
and it’s easier than ever for functions
to implement technologies on their
own. Fragmented, decentralized
efforts are doomed to failure.

It often takes companies 15 months to do a proof of concept.
While that’s going on, other companies are already executing so
by the time its implemented, you are already behind. Technology
changes: you need to look at the landscape and not be wedded to
your original technology.
—D
 avid Brown
Principal and Global Lead,
Shared Services &
Outsourcing Advisory
KPMG in the US

GBS at a crossroads
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6. Barriers to
success
W
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hile most GBS organizations seek an expanded role in
the new environment, significant barriers stand in the
way of achieving this goal.

Some of these barriers apply to any
effort to implement next-generation
technologies, while others make it
more difficult to bring them under the
umbrella of a GBS organization:
—— Overcoming cultural barriers:
“Legacy thinking” and a lack of
digital mindset in both business
functions and IT stands as the
greatest challenge to the transition
to new technologies. The significant
disruption to existing employees
reinforces this resistance to change.

models both entail organizational
disruption. It’s hard to both
implement new technologies and
make the leap to a GBS organization
at the same time.
—— Gaining the support of executive
leadership: While business leaders
generally recognize the value of
automation, they often view the
role of GBS to drive automation only
within the GBS organization itself,
and not enterprise-wide.

—— Addressing the decline in some of
the traditional advantages of GBS:
Automation makes offshore centers,
economies of scale, and labor
arbitrage less relevant. Cloud and
“as-a-service” based offerings make
it easier than ever for functional
and geographic silos to deploy new
technologies on their own.

—— Gaining the support of functional
leadership: In most organizations
functional units are already pursuing
automation and data analytics
efforts independently of the GBS
organization. Will they see the GBS
organization as adding value to
these existing efforts and be willing
to work with GBS management to
coordinate and integrate?

—— Driving simultaneous
technological and organizational
change: Implementing new
technologies and new operating

A boundaryless model is, by its nature,
strategic in focus. The GBS organization
risks being marginalized if its real or
perceived value is primarily derived

from driving down operating costs via
economies of scale, labor arbitrage, and
the use of alternative service delivery
models. In the future, organizations
will largely gain these benefits via
automation and if the GBS organization
has nothing more strategic to offer, it
may fade from relevance as nothing
more than a transitional model between
legacy centralized operating models and
future highly automated, boundaryless
organizational models.

GBS at a crossroads
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7. Recommendations
for GBS
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In order to succeed, GBS organizations must embrace the following imperatives:

—— Sell organizational and functional
management on the value GBS
can bring to automation efforts
across the enterprise: Develop a
holistic strategy to apply the right
solutions to business challenges that
makes sense to the entire business.
Identify the strongest use cases for
new technologies and deploy them
in a limited fashion to prove benefits
before rolling them out across
functions.
—— Develop an agile base layer of
infrastructure: Work to develop
infrastructure that accommodates
the accelerating change of business
technologies. Set standards around
common capabilities, but avoid
enforcing rigid, “one-size fits all”

processes and technologies that
may not meet everyone’s needs.
—— Do not oversell the potential
benefits of new technologies:
Balance cost‑focused and more
strategic goals and be realistic about
likely cost savings that can be driven
out of operations.
—— Utilize partnerships when needed.
It’s no longer possible to be an
expert in everything: there are far
too many areas of specialization
and dependencies across the
digital technology ecosystem. For
example, organizations might make
greater use of contingent labor to
access scarce talent with intelligent
automation skills. Or they might

employ specialized boutiques with
combined expertise in data and
analytics and artificial intelligence.
—— Rise to the challenge of internal
competition: Innovation and the
evolution of business models have
created competition across the
business — from decentralized
centers of excellence to
business‑unit owned SaaS solutions.
To rise to this challenge, GBS must
leverage its scale, capacity to
innovate, and business experience
to become the center of innovation
for the entire business.

Key takeaways
—— “Rightsize” the number of external
service suppliers by developing
deep relationships with a trusted
few. A single supplier usually won’t
have the capabilities to provide
all service needs. using too many
suppliers, however, leads to excess
management overhead and difficultly
in coordinating efforts. This does not
suggest that organizations should
constrain themselves to providers
they have used historically — seek
out new and emerging specialized
players.
—— Take a holistic, but flexible,
approach on where to source
required new skill sets. The required
skill sets for digital transformation
are scarce, requiring organizations to

take a comprehensive approach and
look broadly to internal and external
sources to fill their needs. While
some employees in transactional
roles impacted by automation can
be reskilled, cost savings from
automation initiatives typically
come mostly from reducing labor
costs. Current expectations for the
percentage of employees who will be
retained are likely overly optimistic.
—— Leverage traditional GBS
strengths, but focus on driving
strategic value rather than just
cost savings. GBS organizations’
historic strengths — an enterprisewide view, expertise in leveraging
external providers, and ability to pool
scarce resources — position them

well for success in the digital age.
GBS organizations that continue
to focus primarily on cost savings,
however, will become increasingly
less relevant as intelligent automation
technologies become a strategic
driver of value.
—— Focus on enabling a boundaryless
organization that cuts across
traditional functional silos.
The organization of the future
will incorporate intelligent digital
processes that unify historically
distinct processes in the service of
improving the customer experience.
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How KPMG
can help
Market leaders understand
that streamlined, integrated,
well-run business support
functions are a fundamental
component of their competitive
advantage. But to succeed in
the 21st century, organizations
must transform how they view
and deliver business services
in lockstep with the changing
nature of work. This means
embracing a business services
delivery model that seamlessly
integrates the front, middle,
and back-office for superior
customer engagement.
Establishing cross-functional
Centers of Expertise that focus
on creating information as an
asset, addressing “everythingas-a-service” through outcomebased end-to-end solutions, and
empowering people as enablers
of technology.

30

GBS at a crossroads

KPMG firms help clients
transform their business
services delivery to realize
improved value, increased
agility, and sustainable business
performance. Our teams bring
together experience in global
business services, shared
services, outsourcing, risk,
transactions, finance function
domain, tax, and compliance.
If your organization is seeking
innovative ways to achieve
genuine business services
delivery transformation, there
is no better place to start than
by accessing our research
and thought leadership on the
KPMG Shared Services and
Outsourcing Institute Website:
http://www.kpmg.com/us/
ssoinstitute.

About HFS
Research
HFS Research is a leading
analyst authority and
global community for
business operations
and IT services. The
firm helps organizations
validate and improve their
global operations with
world-class research,
benchmarking and peer
networking.
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