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1 Shared Services in Digital Age: From Evolutionary Steps to Innovation Leaps

Shared services have entered a new 
chapter. No longer confined to back-office 
functions, they are now strategic platforms 
driving enterprise-wide performance, 
powered by data and global best practices.

This report, Shared Services in Digital Age: 
From Evolutionary Steps to Innovation 
Leaps is the result of a collaborative effort 
between Central University of Finance 
and Economics (CUFE), Deloitte China 
and CPA Australia. It draws upon practical 
insights and real-world case studies from 
leading companies across the Asia-Pacific 
region, including mainland China, Australia, 
Singapore, the Philippines, and Malaysia, 
and is supported by a longitudinal survey
of companies from more than 30 countries.

The research reveals that shared services 
have evolved well beyond their original 
intention of reducing back-office costs 
Today, leading organisations are building 
integrated, data-driven hubs that drive 
efficiency, foster innovation, and enhance 
value across multiple business functions.
The adoption of global business services 
and the emergence of "Centre Office" 
models reflect a shift towards integrated, 
strategic platforms that empower decision-
making and cross-functional collaboration.

For accounting professionals, these 
developments offer exciting opportunities 
to expand their role as strategic advisor 
and custodians of trust, transparency, and 
value. By delivering real-time insights, 

Foreword 
managing risk, and supporting sustainable 
growth, they are playing a pivotal role in  
shaping the future of business. As a global 
accounting body, CPA Australia is committed 
to working with accounting practitioners 
and academics to conduct research across 
business, finance and accounting for the 
benefit of members and the public interest. 
This study offers valuable perspectives from 
CPA Australia members on how shared 
service centres are being applied in various 
markets, especially within accounting and 
finance functions.

We extend our sincere appreciated to 
Deloitte China for leading the survey that
underpins this study, and to CUFE for leading
the drafting of this report, conducting 
interviews and analysing the data. We are 
also deeply grateful to the interviewees
who generously shared their time, insights 
and experiences.

We hope readers find this report helps 
them to better understand key trends in 
shared services.

Chris Freeland AM
Chief Executive Officer, CPA Australia
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Over the past decade, a substantial 
number of Chinese enterprises have 
embarked upon shared services 
implementation, achieving considerable 
success. Nevertheless, clear definitions 
regarding the positioning, operating 
models, and architectural frameworks of 
shared services remain elusive. Furthermore, 
there is an absence of well-defined strategies 
for effectively harnessing continuously 
evolving technologies to enhance shared 
services capabilities, alongside a lack of 
robust measures to address the management 
and human capital challenges that shared 
services present to organisations.

In response to these theoretical and 
practical challenges surrounding shared 
services, CPA Australia, Deloitte China, 
and the Enterprise Digital Transformation 
Research Centre of Central University of 
Finance and Economics have collaborated 
to develop and launch the white paper 
"Digital Intelligence Empowerment, Shared 
Future: The Evolution,Breakthrough and 
Value Reengineering of Shared Services".
The conclusions presented in this white 
paper draw upon comprehensive research 
and interviews conducted with leading 
enterprises across the Asia-Pacific region, 
encompassing Mainland China, Australia, 
Singapore, the Philippines, and Malaysia, 
complemented by insights from Deloitte's 
longitudinal study on shared services 
spanning organisations in over 30 countries.

Our research reveals that the shared 
services paradigm is undergoing a 
fundamental transformation from a "cost 
optimisation engine" to a "strategic value 
hub". The "model, centred upon strategic 
support and value creation, has emerged 

as the preferred shared services approach 
amongst industry-leading organisations. 
The integration of advanced technologies, 
particularly artificial general intelligence, 
continues to deepen within shared services 
operations, with this convergence set to 
intensify further. The role of shared services 
in value creation, encompassing cost 
reduction and efficiency enhancement, 
decision support, and risk management, 
has become increasingly pivotal.

We extend our sincere appreciation to 
Deloitte China for their insightful perspectives 
and data support on shared services, and 
to CPA Australia for their exceptional 
contributions to the overall planning, 
coordination of surveyed organisations, 
and production of this white paper, etc. We 
also express our heartfelt gratitude to all 
respondents for their outstanding practices 
and profound insights into shared services, 
and for their generous sharing with us. 

We hope this white paper will enhance 
understanding of the essence and evolution 
of shared services across all sectors of 
society, and enable enterprises to develop 
or optimize their shared services based on 
their positioning, developmental stage, 
and resource capabilities, thereby fostering 
value creation and high-quality growth.

We hope this white paper will help readers 
better grasp the important development 
trends in the field of shared services.

Professor Sun Jian
Director of Enterprise Digital Transformation Research 
Centre, Central University of Finance and Economics
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Propelled by the twin forces of globalisation 
and digitalisation, shared services are 
experiencing a profound transformation 
from serving as "cost optimisation" to 
functioning as a"trategic value hub" As a 
pivotal enabler of enterprise transformation,  
the shared services model has transcended 
conventional functional silos, delivering 
sustained triple value through end-to-end 
process integration, large- scale artificial 
intelligence deployment, and global resource 
orchestration: cost reduction and efficiency 
enhancement, risk mitigation and governance, 
and strategic decision enablement.

Since launching the inaugural global 
shared services survey in 1997, Deloitte 
has conducted 14 landmark studies. Our 
comprehensive database encompasses 
over 50 global markets and more than 
2,000 leading organisations. Through 
extensive engagement in shared services 
transformation across China and other 
pivotal global markets, Deloitte continues 
to remain at the vanguard of worldwide 
shared services evolution.

This white paper represents a collaborative 
effort drawing upon the specialised
capabilities of three institutions: Deloitte 
supplied fundamental research data and
led senior management interviews; CPA 
Australia, acting as the primary coordinator, 
orchestrated participant engagement and 
provided professional expertise; and the 
Central University of Finance and Economics 
team assumed responsibility for authorship 
and delivered detailed analytical insights.

Drawing from our comprehensive 2025 survey 
findings, three transformational trends emerge:

This white paper represents the culmination 
of Deloitte's 28 years of insight. We believe 
the next chapter of shared services will 
centre upon three strategic imperatives:

Model advancement: 86% of enterprises 
adopt Shared Service Centres (SSCs) as 
their preferred delivery model, whilst 21% 
of leading organisations have evolved to 
"Centre Office"configurations, establishing 
corporate" decision- making engines" 
through integrated data platforms and 
Gen AI technology;

We call on enterprises to anchor their 
strategic direction through governance 
innovation, break down functional silos with 
technology, and take the lead in reshaping 
value amid disruptive change.

Building intelligent hubs: Elevating shared 
service centres to enterprise-level data 
platforms, addressing data governance and 
talent shortfalls in GenAI implementation, 
and establishing dynamic "cost-capability-
innovation" equilibrium to achieve closed-
loop transformation from transaction 
processing to predictive decision-making;
Redefining talent architecture: Integrating 
digital competencies with end-to-end 
process expertise, whilst addressing 
critical talent retention challenges through
"collaborative culture-building and adaptive 
governance frameworks";
Extending value horizons: Transitioning 
from cost reduction towards risk 
management, ecosystem orchestration, 
and innovation incubation, positioning 
shared services as the enterprise's"core 
intellectual property laboratory".

Digital leap: 58% of GBS organisations 
are implementing GenAI solutions, with 
deployment rates reaching 46% across 
finance and IT functions;
Value reimagining:  Shared services 
functional penetration is expanding beyond 
finance (90%) and HR (61%) into supply 
chain (43%) and legal(25%) domains, with 
multi-functional collaborative platforms 
becoming fundamental to sustainable 
enterprise resilience and growth.

Carlos Zhou
Partner, Deloitte China
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1. Introduction

In today’s rapidly evolving business 
landscape, leading global enterprises are
reimaging how shared services contribute 
to their global and cross-functional
integration strategies. Artificial Intelligence 
(AI) and digitalisation have emerged as top 
priorities to enable companies to streamline 
processes, cut costs, and elevate shared 
services to play a more significant role in 
corporate strategy and decision-making.

To better understand the latest trends, 
challenges, and value of shared services,
CPA Australia, Deloitte, and the Enterprise 
Digital Transformation Research Centre at
the Central University of Finance and 
Economics collaborated on this joint 
research initiative. This study involved in-
depth interviews with senior finance leaders 
and heads of shared services from leading 
enterprises across diverse sectors and 
regions, including Mainland China, Australia, 
the Hong Kong Special Administrative 
Region, and Malaysia.

In addition, this study draws on insights from 
Deloitte’s longitudinal global
surveys on shared services between 2017 
and 2025. During this period, Deloitte has
gathered input from more than 2,000 
respondents across a wide range of 
industries. The 2025 Deloitte Global Business 
Services (GBS) Survey features leading 
enterprises from over 30 countries, operating 
in 50 different markets. Of the companies 
surveyed, 15 per cent have annual revenues 
exceeding USD 50 billion. The respondents 
include senior management from parent 
company and decision-makers at various 
levels within the global business service 
network of these organisations.

This research report provides a comprehensive 
overview of the evolving trendsin shared 
services, examines the challenges surrounding 
leadership and talent development, and 
explores how digital innovation, particularly 
AI, is shaping the future shared services, and 
the value it brings to organisations.

Shared Services in Digital Age: From Evolutionary Steps to Innovation Leaps
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86%

21%

50%

46%

27% 49% 33%

58% 46%

01.

02.

03.

Key Finding
have adopted the shared 
services model

have achieved over 20%
operational cost savings
through shared services

have adopted
the "Centre Office" model

Shared Services
Centre (SSC)

Global Business
Services (GBS)

Centre OfficeEvolution of the Shared 
Services Functions

Leadership in Shared Services

Digital Transformation of Shared Services

Clarify the positioning of shared services 

Integrate cutting-edge technologies

Optimise talent management

Challenges in Applying AI Suggestions

Popular Location for
Shared Services in 2025

Expanding from standalone 
functions to a multi-functional 
scope. Previously mainly focused 
on finance, human resources, 
and IT, they now extend to 
legal, administrative services, 
and some highly collaborative 
functions such as supply chain 
and manufacturing

goes beyond GBS and operates both as a standalone service 
provider to business units and as a function accountable for group-
wide strategic outcomes, serving as the "brain" of the enterprise

have appointed a Global Process Owner Global Process Owner 
(GPO)(GPO): operates at the group level, 
responsible for overall coordination and 
global policy formulation

have appointed a Functional Process 
Owner (FPO): focuses on functional-
level operations

have appointed a Regional Process 
Owner (RPO): operates closer to the 
regional or local market

consolidates previously decentralized functional centres into 
strategic hubs or adopts a hub-and-spoke network model

leverages labour arbitrage and economies of scale to 
consolidate standardised, high-volume functions from 
decentralised backoffice operations into dedicated SSCs

of GBS centres are 
planning or currently 
implementing AI initiatives

Poor data quality
and data governance

Data security concerns

Lack of talent
or expertise in execution

are developing AI in
their finance functions

recognise shared services role in providing strategic 
support and develop a clear roadmap for implementation

establish a technology capability centre to enable “single-
point exploration, global reuse” of new technologies

refine shared services talent strategies to attract, 
retain and develop skilled professionals

The location strategy has shifted from 
"concentration in a single low-cost country" 
to a "multi-node" approach in order to 
diversity risks

China     India      USA     Mexico    Poland

have achieved an average annual 
productivity growth rate of 5-10% since 
the adoption of shared services model
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Shared Services
Evolution Trends

2
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2.1 Evolution of
Shared Services Models

Since the 1980s, the shared services model 
has undergone significant transformation. 
It started with Shared Service Centre 
(SSC), primarily aimed at cutting costs 
and improving operational efficiency. 
Over time, these centres  evolved into 
Global Business Services (GBS), which 
integrates different business functions into 
one system. More recently, the model has 
advanced into the Centre Office approach, 
which serves as a central hub for cross-
functional decision-making.

In the late 1980s, as competition 
increased and cost efficiency became a 
priority, multinational corporations began 
consolidating highly-standardised, high-
volume functions like finance from 
decentralised back-office operations into
dedicated SSCs. These centres leveraged 
labour arbitrage and economies of scale to
drive efficiency and reduce costs. As 
SSCs matured, organisations increasingly 
invested in technologies like enterprise 
resource planning (ERP) software to further 
standardise processes and integrate systems. 
Over time, SSCs have increasingly utilised 
digital capabilities, such as cloud computing, 
robotic process automation (RPA), and 
data platforms, to enhance cross-regional 
collaboration and operational efficiency.
According to Deloitte’s 2025 survey, SSCs 
remain the main approach for shared 
services, with adoption rates increasing from 
72 per cent in 2023 to 86 per cent in 2025. 
Nearly half of surveyed enterprises reported 
operational cost reductions exceeding 
20 per cent, alongside improvements in 
compliance and transparency.

2.1.1 Shared Service Centre (SSC)

2.1.2 Global Business Services 
GBS is a more advanced approach to 
shared services. Unlike decentralised 
and functionally siloed approaches, GBS 
integrates business functions, regions, 
delivery sources, locations and business 
units under one system.

GBS integrates multiple functions, such as 
finance, human resources and information 
technology, into a unified governance 
framework to enable smoother cross-
functional collaboration. It supports different 
internal business units simultaneously 
operating across geographic boundaries. 

Typically, GBS consolidates previously 
decentralised functional centres into a few 
strategic hubs or adopts a hub-and-spoke 
network model to facilitate efficient global 
service delivery. GBS combines the flexibly 
of in-house shared services with external 
outsourcing, while managing multi-sourced 
delivery through service-level agreements. 
As a result, GBS serves multiple business 
units across the organisation,establishing 
itself as a group-wide platform for 
operational excellence.

In recent years, GBS has entered a new 
phase of development characterised 
by a balanced focus on digitalisation, 
cross-functional integration and value 
creation. GBS continues to prioritise 
process standardisation, efficiency 
gains, cost reduction and end-to-end 
process ownership. To strengthen these 
operational advantages, organisations 
are increasingly investing in advanced 
digital capabilities.

GBS is expanding beyond its traditional 
functions, such as finance, human 
resources and IT, into more complex and 
collaborative areas, including legal and 
supply chain operations.
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In response to skills shortages and talent 
attrition, organisations are enhancing
cultural cohesion and implementing 
upskilling initiatives to reinforce GBS’s role 
as a strategic business partner.

“We deploy a team of six RPA bots1 
working in concert to fully automate the 
expense reimbursement process. This 
system transforms high-volume, 
low-value, cross-regional 
reimbursements from a fragmented 
manual operation into a streamlined, 
centralised batch-processing workflow. 
The result is a significant improvement 
in the efficiency of fund settlement 
and a solid digital foundation for future 
cross-functional integration.

Ding Shuying CPA (Aust.)
Deputy General Manager
CNPC Shared Operation Co.,Ltd

“We transformed the initial shared 
service teams, which were solely 
dedicated to financial accounting, 
into a multifunctional GBS hub. This 
expanded scope now covers various 
finance, accounting and business 
operations. Leveraging SAP S/4HANA 
as the core ERP platform, the initiative 
has standardised and optimised 
end-to-end processes. The hub now 
delivers consistent support to global 
operations across all time zones from 
a single, integrated centre.

Fortune 500 Company

1 The six bots include a packing bot, a payment bot, a payment voucher preparation bot, a payment review bot, a settlement voucher preparation bot, and a 
reconciliation bot.
2 TCritical mass represents a defining organisational characteristic of the Centre Office, demonstrating that it not only maintains end-to-end capabilities but also 
concentrates essential talent and resource density within specific areas of expertise (end-to-end capability or houses critical mass for certain specialisations).

In today’s landscape, shared services 
evolving beyond their traditional focus on 
cost reduction and improving efficiency. 
Driven by digital transformation and global 
expansion, organisations are increasingly 
integrating cross-functional collaboration, 
R&D innovation, and ecosystem synergy 
into a unified governance model. This 
shift is elevating shared services from a 
transactional back-office role to a decision-
oriented platform.

The Centre Office serves as a cross-functional, 
independent entity overseen by senior 
leadership. By consolidating budgetary 
control and end-to-end process ownership, 
it concentrates a"critical mass"2 of expertise, 
combining comprehensive capabilities with 
deep talent and specialised resources in key 
domains, while also strategically allocating 
R&D resources. It operates both as a 
standalone service provider to business units 
and as a function accountable for group-wide 
strategic outcomes.

In addition, the Centre Office acts as an 
engine for innovation and knowledge-driven 
services. It plays a central role in executing 
corporate strategy, incubating intellectual 
property and designing new business 
models. This evolution reflects its shift 
from a traditional cost centre to a strategic 
partner that co-creates value.

According to the survey, around 21 per cent 
of organisations have formally adopted the 
Centre Office model, and this grows higher 
as organisational maturity increases. Deloitte’s 
2025 survey further identifies the Centre 
Office as the most effective operational 
model for the next three years. By integrating 

2.1.3 Centre Office
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Model

SCC
Cost saving 
and efficiency 
improvement

Single/a few functions 
and transactional work

ERP, RPA and 
cloud platforms

Operational
efficiency

Multifunctional, 
cross-regional and 
end-to-end processes

Digitalisation,
SLA and automation

Strategic partner
and value creation

Multifunctional, 
cross-entity and 
innovative R&D

AI, data platforms
and process mining

Value co-creation
and corporate brain

Operational 
excellence and 
value creation

Innovation 
and strategic 
decision-making

GBS

Centre
Office

Primary
Positioning

Service Scope and 
Integration Level

Technology
Application

Strategic 
Value

Table 2.1 Evolution of Shared Services Models

“The data centre is dedicated to 
operational risk identification and 
strategic decision support. 
By integrating business and financial 
data, it delivers in-depth insights and 
advisory services to global operations, 
thereby transitioning from a cost 
centre into a co-creator of value.

Ding Shuying CPA (Aust.)
Deputy General Manager
CNPC Shared Operation Co.,Ltd

“We champion an approach built on 
'digital thinking and cultural
co-creation', with monthly joint 
meetings held across business units
to drive performance improvements 
and identify new opportunities. 
Outsourcing partners are integrated 
into the organisational framework, 
and a culture of 'shared success 
and collective accountability' is 
actively promoted, fostering deeply 
collaborative partnerships throughout 
the ecosystem.

One of Australia’s leading manufacturers

technologies such as AI and process mining 
via centralised data platforms, the Centre 
Office supports R&D ecosystem development 
and talent cultivation. It also serves as a 
unified hub for strategic decision-making, 
enabling organisations to respond more 
rapidly to market changes. Increasingly, senior 
leadership recognises the Centre Office as 
the organisation’s essential "corporate brain".
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The scope of global shared services has 
expanded in recent years. Traditional 
shared service models, once centered on 
finance, human resources and information 
technology, are no longer sufficient 
to support the demands of modern 
enterprises. While these three functions 
continue to show the highest penetration 
rates and sustain strong growth, 
organisations are increasingly integrating 
functions such as legal, administrative 
services and supply chain or manufacturing 
into shared governance frameworks. This 
shift reflects the transformation of shared 
services from transactional back-office 
operations into multifunctional hubs that 
drive strategic decision-making and enable 
cross-functional collaboration.

As shared services evolve, shared 
services at leading global enterprises are 
advancing beyond horizontal expansion. 
They are adopting structured progression 
that includes core optimisation, highly 
synergistic extensions, and deep end-to-
end governance. First, finance, human 
resources, and information technology 
form the core of the shared services 
model. These functions have maintained 

stable penetration rates of 89 to 91 per 
cent, 61 to 63 per cent, and 47 to 57 per 
cent respectively over the past six years, 
reaching 90 per cent, 61 per cent and 54 
per cent in 2025. 

Building on this core, organisations are 
increasingly integrating other functions 
such as legal, administrative services, and 
supply chain or manufacturing. These 
functions now show penetration rates 
between 25 and 43 per cent. Meanwhile, 
the penetration rates of support functions 
such as procurement and corporate services 
have also matured to 29 to 40 per cent. 

As cross-functional governance and value-
driven capabilities continue to strengthen, 
shared services are successfully 
transitioning from cost centres into 
trusted strategic business partners. With 
end-to-end visibility, unified governance 
structures, and high scalability, modern 
shared service models are becoming 
essential enablers for building agile and 
resilient global organisations.

2.2 Evolution of Shared Services Functions



11 Shared Services in Digital Age: From Evolutionary Steps to Innovation Leaps

The approach to site selection for 
corporate shared services has shifted from 
an initial emphasis on headquarters and 
operational consolidation to a broader 
emphasis on multi-dimensional value co-
creation. This evolution can be divided into 
three distinct phases:

In the initial phase, enterprises established 
shared service centres primarily based on 
the principle of "headquarters and business 
consolidation". These centres were typically 
located at corporate headquarters or in tier-
one cities where core business activities were 
concentrated. This approach enabled unified 
standards, centralised governance and 
agile collaboration with senior leadership. 

As processes became more standardised 
and governance matured, organisations 
faced increasing cost pressures and talent 
supply constraints. In response, they began 
relocating these centres to cities offering 

In the second phase, as process maturity 
and digitalisation demands grow, leading 
enterprises began establishing a single 
multi-functional shared hubs around 
regional centres.

In the third phase, multinational corporations 
are rethinking their location strategies in 
response to rising labour costs and the 
widespread adoption of remote collaboration 
technologies. Rather than concentrating 
operations in a single low-cost country, 
organisations are shifting toward a multi-node 
model that includes emerging markets. 

Looking ahead, site selection for shared 
services will increasingly prioritise factors such 
as regulatory policies, talent supply chains 
and digital connectivity costs. By adopting 
more agile deployment models, organisations 
aim to strike a better balance between cost 
and capability, ultimately building a resilient 
and adaptive global shared services network.

2025 data Indicates range over the last 6 yearsFigure 2-1 Functional Scope of Shared Services in 2020 to 2025
(Data Source: 2025 Deloitte's GBS Survey)

63%

57%

51%

43%

43%

43%

25%

89% 91%

61%

47%

42%

34%

25%

25%

16%

90%

61%

51%

35%

30%

30%

25%

5%

54%

Finance

Procurement

Corporate Service

Legal

Product

Tax

Human Resources
Information 
Technology

Supply Chain/
Manufacturing

2.3 Evolution of Locations
for Shared Services
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“Originally, pilot operations were 
established in two countries in 
Southeast Asia. However, due to 
challenges related to language 
alignment and management 
coordination, the decision was made 
to consolidate these activities into 
a single Malaysian hub. Today, a 
single global centre is maintained, 
enabling unified communication and 
centralised governance.

Fortune 500 Company

“We established our shared service 
centre in Malaysia owing to its robust 
talent pool, well-developed industrial 
ecosystem, and advantageous 
time zone, all of which enable us to 
effectively support operations across 
global regions. Furthermore, by 
implementing a unified ERP system 
and centralised process governance, 
we have achieved end-to-end process 
control and standardised management.

Fortune 500 Company

1

7
2

8

4

3
10

5

9
6

The United States

Mexico

Costa Rica

Spain

Poland
Hungary

China

India

Malaysia
The Philippines

Figure 2-2 2019-2025 Site Selection for Shared Services
(Figure Source: 2025 Deloitte's GBS Survey)
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Shared Services Evolution Trends

3
Leadership and Talent
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3
The governance of shared services, 
particularly GBS, relies on integrated, top-
down coordination across three key roles: 

Global Process Owners (GPOs) who 
oversee value delivery and digital 
transformation.

Functional Owners who leverage Service 
Level Agreements (SLAs)3 to ensure 
operational excellence;

Regional Owners who maintain market 
proximity to mitigate risks and ensure 
local compliance. 

Together, these roles form a cohesive and 
efficient governance cycle that establishes 
a robust operational foundation that 
supports enterprise-wide cost optimisation 
and enhances customer experience.

The Global Process Owner (GPO) 
focuses on strategy and value creation. 
Key responsibilities include identifying and 
evaluating new business opportunities, 
driving end-to-end process ownership, and 
steering digital transformation initiatives. 

“We are implementing unified data 
standards to fully digitise and bring 
transparency to our end-to-end 
processes, enabling data-driven 
decision-making that transcends 
organisational silos.

Han Lei CPA (Aust.)
Head of Financeand Accounting Operations (FAO)
North Asia, ABB (China) Ltd

“Management accounting is
centrally led by our headquarters, 
while budgeting and forecasting 
activities are consolidated and 
supported through our regional 
shared service centres.
 
Gary Chan FCPA (Aust.)
Chief Financial Officer
Giordano International Limited

When empowered to standardise platforms 
and measure performance, GPOs can unify 
fragmented processes, systems and metrics, 
into a single decision-making framework.

Survey findings show that 55 per cent of 
enterprises with a GPO role have achieved 
sustained cost reductions averaging 
over 20 per cent. This demonstrates 
the tangible advantages of a unified 
global governance structure in improving 
cost efficiency and decision-making 
effectiveness. Most organisations with 
GPOs assign them four core mandates: 

assessing new business opportunities

improving customer satisfaction

eading end-to-end process redesign

guiding digital transformation

Notably, respondents broadly agreed that 
GPOs should operate at the group level to 
align customer experience objectives with 
long-term investment strategy.

3 A Service Level Agreement (SLA) is a formal agreement established between service providers and service recipients that explicitly defines key performance 
indicators (KPIs) including service scope, quality standards, response times, processing deadlines, and data accuracy rates. These agreements serve to measure 
shared service centres' delivery capabilities and stakeholder satisfaction levels.

3.1 Global, Functional and Regional  
Roles of Shared Services Leaders
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The Functional Process Owner (FPO) is 
responsible for reinforcing operational 
excellence and SLA governance. 
Currently, 49 per cent of enterprises 
have implemented this role, with core 
responsibilities including:

maintaining consistent operational 
performance

ensuring SLA compliance

promoting of best practices

ongoing monitoring of process 
enhancements. 

By managing day-to-day productivity and 
performance metrics, FPOs help establish 
a robust operational backbone that 
supports global strategic objectives. 

In practice, this role translates 
"operational excellence" into quantifiable 
targets such as response times, processing 
cycle duration and error-rate thresholds. 
Typical implementations involve 
consolidating global service requests 
through unified intake channels and duty 

“We implement clearly defined 
oversight and controls for all 
processes, with clearly delineated 
responsibilities governed by a formal 
Roles & Responsibilities (R&R) 
framework.

Gary Chan FCPA (Aust.)
Chief Financial Officer
Giordano International Limited

“We have established firm thresholds 
for productivity and on-time delivery: 
a minimum of 80% billable hours and 
an annual on-time batch submission 
rate of at least 90%. These are 
supported by quality SLAs and 
operational controls to ensure both 
timeliness and quality objectives are 
consistently met.

Darlow Parazo FCPA (Aust.)
CEO, DBA Global Shared Services Inc.

rosters, then using real-time dashboards 
to transform SLA metrics, including 
turnaround time and first-response time, 
into transparent, front-office-facing 
service commitments. This approach not 
only drives continuous improvement but 
also fosters a culture of accountability and 
alignment with performance objectives.
The Regional Process Owner (RPO) plays 
a critical role in maintaining customer 
proximity and ensuring robust risk 
management. Although only 33 per cent 
of enterprises have formally established 
this position, the RPO acts as a pivotal 
link between global strategy and local 
execution, particularly in dual- or triple-
leadership governance models. Key 
responsibilities include:

cultivating local talent and domain 
expertise

elevating customer satisfaction

proactively identifying and mitigating 
region-specific market risks and 
regulatory challenges.
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“We have appointed dedicated 
Regional Managers (GM) across all 
operational regions, who maintain 
regular and structured engagement 
with our shared service centres.

Gary Chan FCPA (Aust.)
Chief Financial Officer
Giordano International Limited

Since the introduction of the GBS model, 
the GPO has emerged as the chief architect 
of end-to-end process excellence. Recent 
survey data indicates that 27 per cent of 
organisations have now appointed GPOs, 
assigning them responsibilities for process 
re-engineering, continuous improvement, 
productivity enhancement and SLA 
management. Additionally, around 68 per 
cent of organisations hold GPOs directly 
accountable for output and efficiency 
metrics, while 53 per cent explicitly mandate 
the monitoring of SLA performance. 

As organisations scale, 78 per cent of GBS 
units operating for more than five years 
have established a closed-loop governance 
mechanism. These frameworks encompass 
standard setting, execution, performance 
monitoring and process corrections . By 
leveraging unified policies, centralised 
technology platforms and cross-functional 
performance indicators, GPOs help ensure 
both global consistency and measurable of 
end-to-end process performance.

The FPO is responsible for translating 
end-to-end governance objectives 
into executable standards within their 
functional area. Typically positioned at 
the management level, the FPO works 
with end-to-end process owners to form 
the backbone of process governance. 
They are accountable for continuous 
process improvement and the day-to-
day management of process teams, 
ensuring consistent delivery and ongoing 
optimisation at the functional level. 

Operationally, FPOs often lead or are 
embedded within process standardisation 
teams. Through activities such as process 
planning, design, optimisation, testing, 
training and monitoring, they establish 
a closed loop from policy to execution. 
Furthermore, by operating within dual 
reporting structures, FPOs align business 
units with the process accountability 
framework, ensuring that standardisation 
efforts remain closely tied to business needs. 

“We have transitioned our financial 
shared services from a country-level 
structure to a regional hub model, 
empowering local teams with greater 
decision-making authority to ensure 
sustained agility and responsiveness 
to market dynamics.

Han Lei CPA (Aust.)
Head of Financeand Accounting Operations (FAO)
North Asia, ABB (China) Ltd

3.2 Appointment, Maturity and 
Trends of Process Owners
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27%

53%

68%

78%

In terms of measurement and 
accountability, FPOs utilise SLAs and 
KPIs as central management tools, 
formalising metrics such as turnaround 
time and accuracy into operational 
commitments. These are integrated with 
customer satisfaction mechanisms to 
form a holistic performance management 
cycle. This approach aligns with the 
prevailing emphasis on "sustained 
delivery of operational excellence and 
SLA compliance".

Complementing this structure, the 
RPO plays a critical role in adapting 
global standards to local contexts while 
maintaining alignment with group-
wide guidelines. Survey data indicates 
that 25 per cent of organistions have 
established RPO positions, which share 
accountability with GPOs for process 
outcomes, efficiency gains and external 

partnership management. RPOs also act 
as key enablers of change initiatives and 
resource optimisation within their regions. 

By leveraging deep insights into local 
regulatory requirements, language 
nuances and customer expectations, 
RPOs refine regional KPIs, calibrate SLAs 
and strengthen customer engagement. 
As highlighted by Stefan Vermeulen, 
CEO, D&V Philippines, "a KPI regime 
focused on invoice processing volumes, 
error rates and turnaround times 
establishes on-time completion as the 
non-negotiable baseline for quality." 
Through embedded governance and 
tailored performance indicators, RPOs 
translate global standards into region-
specific operational plans, thereby 
enhancing coherence between strategic 
objectives and frontline execution.

Figure 3-1 Appointment Rate of Process Owners
(Data Source: 2025 Deloitte's GBS Survey)

Enterprises where GPOs are directly 
accountable for output and efficiency

Enterprises where GPOs undertake core SLA 
management responsibilities

Enterprises where GPOs 
monitor SLA performance

Enterprises with established
institutionalized governance cycles
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“We have implemented global policies… which apply 
uniformly across the organisation, including controls over 
provisioning thresholds, with which all staff are required 
to comply.

Fortune 500 Company

Role/Dimension

Positioning
Group level, 
overall coordination

Functional level, 
focused on 

Regional/local, 
close to market

Strategy
and value creation
End-to-end process 
ownership
Digital transformation 
leadership
Evaluation of new 
business opportunities
Customer satisfaction 
enhancement

Regional process 
implementation
Customer satisfaction 
enhancement
Risk and compliance 
control
Local talent 
development
Regulatory 
requirements response

Operational
excellence delivery
SLA/KPI management

Continuous process 
improvement
Promotion of best 
practices
Daily operational 
management

Core 
Responsibilities

Platform 
standardisation, 
value measurement, 
and process integration

Operational efficiency, 
service quality, and 
performance indicators

Local execution, market 
response, and risk 
prevention and control

Management 
Focus

Unified data standards, 
process digitalisation, 
and global policy 
formulation

Unified mailbox, 
real-time dashboard, 
and SLA consolidation

KPI localisation, 
customer satisfaction 
surveys, 
and regional hubs

Typical 
Initiatives

Headquarters
/global governance

Functional departments
/management

Regional centres
/local teams

Organisational 
Structure

Continuous cost 
reduction and efficiency 
improvement, enhanced 
decision-making 
efficiency, and group 
collaboration

Operational stability, 
service commitment, 
and processoptimization

Market alignment, 
customer loyalty, 
and risk preventio
and control

Value 
Contribution

Global Process 
Owner (GPO)

Functional Process 
Owner (FPO)

Regional Process 
Owner (RPO)

Table 3-1 Appointment of Process Owners
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As digitalisation accelerates business 
complexity increases, shared service 
organisations face severe talent 
challenges. Survey data reveals that:

41 per cent of organisations struggle to 
recruit talent with relevant new skills

35 per cent report inadequate internal 
understanding of shared services

34 per cent experience simultaneous 
skill gaps and core talent attrition, and 
difficulties in retaining key personnel

30 per cent face increased labour 
costs that further constrain operational 
flexibility. 

In response, leading enterprises are 
transitioning from traditional incentives 
towards:

enhancing employee belonging and 
stability through corporate culture 
development, employer branding 
initiatives and flexible benefits

aligning compensation with market 
benchmarks, introducing long-term 
incentive programs, and building 
learning ecosystems focused on digital, 
automation and leadership skills. 

This holistic strategy helps bridge 
competency gaps and establishes a 
sustainable talent cycle driven by a 
compelling employer value proposition.

The fundamental goal remains retaining 
talent and enhancing efficiency. Achieving 
a successful capability leap depends 
on governance and talent. To support 
this, enterprises are establishing GPOs 
and end-to-end process committees 
to develop unified policies, SLAs 
and performance dashboards. These 
governance structures are supported 
by data-driven operational insights for 
continuous process improvement. 

At the same time, organisations are 
enabling automation by building 
interdisciplinary digital talent frameworks 
and structured learning programs. 
This integrated approach ensures that 
technological advancement is matched 
by workforce readiness, creating a 
scalable foundation for sustained 
performance and innovation.

3.3 Talent Challenges and Reform Measure
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“The success of our shared services 
depends heavily on our ability to 
retain top talent. High employee 
turnover not only disrupts operations 
but also results in the loss of prior 
training investments.

Jonathan Ryall CA, CPA (Aust.)
Co-Founder, Frontline Accounting

“As a result, we are offering 
compensation slightly above the 
market average to address the 
rapidly increasing cost of living and 
labour expenses in the Philippines, 
though keeping pace remains 
challenging. At the same time, 
employees are expressing a growing 
demand for soft skills development, 
including managing difficult 
conversations, public speaking and 
cross-generational communication.

Stefan Vermeulen
CEO, D&V Philippines

41%

34%

35%

34%

30%

>>>

>>>

>>>

>>>

>>>

Recruiting Talent with the Right Skills

Skillset and Capability Gaps

Internal Brand Awareness

Key Talent Attrition

Increased Labor Cost

Expanding Recruitment Channels

Conducting Skills Training

Strengthening Brand Promotion

Improving Talent Incentives

Enhancing Business Efficiency

Figure 3.2 Talent Challenges Faced by Shared Services Organisations 
(Data Source: 2025 Deloitte's GBS Survey)
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4
Digital and AI-Driven 
Shared Services 
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4
Digital transformation involves 
systematically restructuring traditional 
business processes, organisational 
structures and customer experiences 
through technologies such as AI, 
data analytics, cloud computing and 
automation. These tools drive business 
model innovation, improve operational 
efficiency and enable more precise 
decision-making. 

For shared service organisations, building 
digital capabilities has become an 
increasingly critical priority. Over the next 
three years, developing next-generation 
capabilities and accelerating digital 
initiatives will be central to corporate 
strategy. More than half of mature shared 
service centres are actively deploying 
AI and automation tools to continuously 
enhance efficiency and optimise processes.

Digital adoption has become a 
key driver of cost reduction and 
performance improvement. Nearly half 
of surveyed organisations report cost 
savings exceeding 20 per cent through 

their shared service centres; a result 
closely linked to digitalisation and 
strong governance. Enhanced digital 
capabilities not only improve internal 
transparency and collaboration but also 
directly enhance customer experience, 
thereby reinforcing customer loyalty and 
market competitiveness.

Deloitte’s 2025 survey identifies AI and 
automation as the primary drivers of 
growth for shared services over the next 
three years. To support these technologies, 
organisations should focusing on:

globally standardised processes
end-to-end process ownership
talent upskilling 
foundational data capabilities
centralised analytics and reporting
single-instance ERP systems
case management and workflow solutions
self-service platforms
process mining

72%

41% 40%
49%

36% 36%33%
24% 21%

9% 7%

61%

Process
Standardization
Improvement

Collaborative 
management

Digitalisation
Process

Cost 
Reduction

Enhancing 
customer 
experience

Risk Control

Figure 4-1 The Importance of Digitalisation Relative to Other 
(Data Source: 2025 Deloitte's GBS Survey)

 Current Objectives (2025) Current Objectives 

 Objectives for the Next Three Years

4.1 Digital Development Is 
a Key Focus for Shared Services
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Together, these elements are needed to 
advance technology, processes, data and 
talent. The report emphasises that global 
standardisation is essential to achieving 
compounded gains in both productivity 
and operational efficiency.

“Our service offering is designed to 
function as a seamless extension 
of our clients’ operations. A key 
priority in our digital development 
is deep integration with client 
systems, enabling real-time data 
synchronisation and end-to-end 
process continuity.

Jonathan Ryall CA, CPA (Aust.)
Co-Founder, Frontline Accounting

“Through the ongoing development 
and deployment of digital tools, we 
empower our globally distributed 
teams to operate more efficiently 
within a unified framework of 
data standards and collaborative 
platforms.

Darlow Parazo FCPA (Aust.)
CEO, DBA Global Shared Services Inc.

Amid the ongoing wave of digitalisation, 
data centres have undergone profound 
transformations in both concept and 
function. Today’s data centres function as 
integrated technology platforms composed 
of distributed network infrastructure, high-
performance computing, massive storage 
systems and supporting infrastructure. 
Their core responsibilities include data 
collection, transmission, processing, 
analysis and storage. 

Traditional data centres were limited 
to basic processing and storage of 
heterogeneous data, falling short of the 
digital economy’s growing demand for 
data assetisation and value creation. 
In contrast, modern data centres have 
evolved into infrastructure that integrates 

4.2  Shared Service Organisations  
As The Natural Data Centres

data production, governance, operations 
and service delivery. Through mechanisms 
such as data aggregation, cleansing and 
modelling, they convert raw data into 
structured data assets, while establishing 
comprehensive systems for asset 
management and value generation. 

Shared service organisations demonstrate 
distinct advantages in their transformation 
into data centres, primarily across three 
key dimensions: 

1.Aggregation: leveraging end-to-
end process redesign, enables one-
click transfer of all procurement, sales 
and financial documents from front-line 
operations to a shared platform. Unified 
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node coding and standardised data fields 
helps to break down organisational, 
system and geographic silos, building 
a comprehensive cross-functional and 
cross-regional data foundation. 

2.Governance: the accounting function 
combines accounting with management. 
The cleansing, mapping and stratification 
of disorganised data are completed 
through streamlined general ledgers, 
detailed sub-ledgers and business 
operation item bindings. Automated 
validation rules and permission matrices 
significantly enhance data accuracy, 
completeness and traceability.

3.Empowerment: shared service 
organisations deploy data warehouses 
and indicator repositories tailored to 
the differentiated requirements of 

“CNPC’s Shared Services Centre 
is further expanding its end-to-end 
process coverage and has established 
a unified data platform. This 
centralises business data within the 
SSC, enabling real-time analysis and 
insights that enhance value creation 
and decision support for regional and 
business units.

Ding Shuying CPA (Aust.)
Deputy General Manager
CNPC Shared Operation Co., Ltd.

“As the Group’s central finance 
execution function, our Shared 
Service Centre reports directly to the 
Global CFO. We are responsible for 
standardising data across core areas 
including general ledger and tax, 
ensuring all data is compliant, fully 
traceable, and capable of supporting 
both Group consolidated reporting 
and strategic decision-making.

Han Lei CPA (Aust.)
Head of Financeand Accounting Operations (FAO)
North Asia, ABB (China) Ltd

headquarters, segments and regions. 
They deliver batch reports, dynamic 
cockpits and self-service business 
intelligence tools, while leveraging data 
lakes and AI models for real-time cost 
forecasting, risk alerts and benchmarking 
insights. This means they are evolving 
into enterprise-level data centres and 
strategic decision-making hubs.

In essence, end-to-end processes ensure 
data availability, account governance 
ensures data management, and tailored 
applications drive data utilisation. 
Together, this interconnected framework 
enables shared service organisations to 
evolve from operational cost centres into 
strategic value hubs.
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AI is emerging as a major enabler of 
digital transformation within Global 
Business Services (GBS). The survey shows 
that 58 per cent of GBS organisations are 
either planning or currently implementing 
AI initiatives. Among these, finance 
and information technology represent 
the most active and deeply adopted 
functional domains, with approximately 
46 per cent of organisations deploying 
projects in these areas. 

Pilots are also underway across customer 
service, human resources, procurement, 
corporate services, supply chain support 
and product development. For example, 
in customer experience, GBS are feeding 
large language models with end-to-end 
data from procurement, service desk 
and HR operations, to build unified help 
centres incorporating both voice and text-
based chatbots. 

AI allows shared services to consolidate 
dispersed product teams to support 
design, brainstorming and testing to 
accelerate innovation. In the area of 

machine arbitrage, AI leverages natural 
language processing and adaptive model 
search to identify comparables and 
generate insights from ambiguous data. 
This empowers organisations to move 
beyond basic robotic process automation 
(RPA) toward fully automated, predictive, 
end-to-end processes. 

Other common AI applications include: 

automated invoice processing

contract review

financial and data analysis

customer service bots

knowledge management and tagging

content generation and auditing

recruitment and training

language translation

duplicate payment detection. 

Together, these contribute to greater cost 
efficiency, higher employee satisfaction, 
and enhanced business agility.

“In our tax and legal advisory 
practice, we utilise the AI engine 
from LexisNexis to automatically 
align with relevant regulatory 
provisions and generate 
preliminary drafts. This has led 
to a simultaneous reduction in 
both compliance risks and manual 
research costs.

Darlow Parazo FCPA (Aust.)
CEO, DBA Global Shared Services Inc.

“We have integrated AI pre-
screening into our expense 
reimbursement compliance 
process, allowing the system to 
autonomously identify a significant 
proportion of policy violations. 
This has significantly reduced the 
burden on manual analysis and 
improved operational efficiency.

Fortune 500 Company

4.3 Application of AI and 
Other Technologies in GBS
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AI adoption in GBS remains at an 
exploratory stage, with several significant 
challenges emerging throughout 
implementation.

1. Data infrastructure deficiencies
Inadequate data infrastructure is the 
most common constraint. Surveyed 
enterprises report that, due to the 
absence of unified data quality and 
governance frameworks, information 
in legacy systems is often incomplete 
and inconsistent. This renders it 
unsuitable for direct use in AI training 
and inference. 

2.Data privacy, security and broader 
risk exposure 
Data privacy and security concerns 
remain critical. Organisations 
integrating external models must invest 
heavily to ensure data sources are 
lawful, secure and traceable. Beyond 
data governance, AI deployment 
introduces broader risks, including 
model credibility, cybersecurity threats 
and cross-border data challenges in 
emerging markets. These complexities 
demand robust governance and 
increased investment in data and 
model protection. 

3.Talent gaps and ROI misalignment
A significant misalignment 
exists between internal talent 
capabilities and expected returns 
on AI investment. The shortage of 
professionals with both business 
acumen and AI expertise, combined 
with high implementation and 

maintenance costs, exacerbates this 
gap. Consequently, evaluating the 
commercial value of AI initiatives 
remains challenging. Among the 
surveyed GBS organisations, most 
achieved saving below 10 per cent, 
considerably lower than initial 
expectations of 20 to 40 per cent.

4.Strategic ambiguity and limited 
use case clarity 
Many enterprises lack a clear 
strategic roadmap for AI adoption. 
Uncertainty persists regarding which 
business processes are most suited 
for AI implementation, alongside 
an underdeveloped awareness of 
emerging risks and compliance 
obligations. With the market 
ecosystem still nascent, lacking large-
scale, proven solutions and reference 
implementations, a considerable 
number of organisations remain in a 
wait-and-see mode. 

Path forward
To unlock AI’s full potential within GBS, 
organisations must advance in 
four key areas:

data governance

talent development

investment and research decisions

strategic planning, with validated, 
iterative pilot programs.

4.4 Challenges in AI Application
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59%

37%

31%

28%

27%

27%

Insufficient data quality and data governance

Limited execution personnel
or professional knowledge

Data security issues

High investment and operational costs

Unclear value proposition 

Lack of a comprehensive AI IT strategy

Figure 4-2 Challenges Faced by AI 
(Data Source: 2025 Deloitte's GBS Survey)

“We have observed a growing 
over-reliance on AI-generated 
responses among new joiners, who 
often lack the ability to conduct 
independent analysis or deliver 
coherent presentations. This trend, 
effectively ‘outsourcing one’s career 
development to AI’, poses a latent 
risk to both talent cultivation and 
quality assurance.

Darlow Parazo FCPA (Aust.)
CEO, DBA Global Shared Services Inc.

“Customer-led scenario validation 
has shown that while AI has 
delivered considerable efficiency 
improvements, the implementation 
strategy remains one of incremental 
advancement, far from reaching 
a maturity level that would allow 
complete operational autonomy.

Stefan Vermeulen
CEO, D&V Philippines
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5
Shared Services
Value and Business
Outcomes
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Under a shared services model, enterprises 
centralise end-to-end processes and 
leverage cross-regional labour arbitrage 
to relocate standardised, repetitive tasks 
to lower-cost SSCs. The adoption of RPA 
and AI has significantly reduced manual 
reviews, paper-based documentation, 
and he inefficiencies caused by switching 
between different systems. 

However, to avoid the trap of “short-
term headcount savings and long-term 
rebound”, where initial cost reductions 
from workforce downsizing are later 
offset by rising inefficiencies, increased 
workloads or quality issue; leading 
organisations have established GPOs 
at the governance level. GPOs are 
responsible for process standardisation 
and continuous improvement, ensuring 
one-off efficiency gains become sustained 
structural cost reductions. 

According to the survey data:

28 per cent achieved savings between 
10 to 20 per cent

27 per cent reported savings between 
20 to 30 per cent

23 per cent exceeded 30 per cent

These results highlight the value of 
combining governance and technology 
to deliver performance improvements in 
shared services.

“Our offshore outsourcing model 
delivers approximately 50 per cent 
in cost savings for clients. After 
accounting for communication-
related expenses, estimated 
at around 10 per cent, we 
conservatively project a net saving of 
approximately 40 per cent.

Stefan Vermeulen
CEO, D&V Philippines

“Through automation, we now 
achieve full audit coverage of all 
invoices, compared to a manual 
coverage rate of just 10 to 15 per 
cent in the past.

One of Australia’s leading manufacturers

5.1 Cost Reduction
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Productivity improvement is inherently 
linked to cost reduction. By reengineering 
process and integrating digital tools, 
organisations can reduce cycle times 
without compromising service quality, 
freeing up employees to focus on higher-
value tasks. 

Survey data indicates that since 
adopting shared services, 46 per cent of 
companies have consistently achieved 
annual productivity growth rates of 5 to 
10 per cent. This figure is expected to 
remain stable at 45 per cent over the 

Figure 5-1 Cost Savings Rate Achieved Through Shared Services
(Data Source: 2025 Deloitte's GBS Survey)

22%

23%

28%

27%

Cost savings rate of 10-20%

Cost savings rate under 10%

Cost savings rate of 20-30%Cost savings rate exceeding 30%

next five years. Meanwhile, the share of 
organisations forecast 10 to 15 per cent 
productivity gains over the next five years 
is expected to rise from 18 per cent to 21 
per cent, while those anticipating growth 
over 15 per cent are expected to rise from 
9 per cent to 19 per cent. 

This trend underscores how digitalisation 
and centralised governance are increasingly 
supplanting pure cost-driven outsourcing as 
a path to operational efficiency.

5.2 Productivity Gains
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“The automated cash application 
platform allows for the 
redeployment of employees to 
high-value work, significantly 
enhancing per capita output.

Fortune 500 Company

“We have observed marked 
improvements in productivity. 
For instance, in external audit 
confirmations, some clients are 
now able to receive responses from 
banks within hours using
dedicated software.

Stefan Vermeulen
CEO, D&V Philippines

2030
2025

5-10% 10-15% Above 15%

46%
45%

21%
18% 19%

9%

Figure 5-2 Productivity Enhancement Achieved by Enterprises Through Shared Services
(Data Source: 2025 GBS Survey)
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As shared services continue to mature, 
they are playing an increasingly critical 
role in supporting organisational 
decision-making.

1.Establishing a unified data foundation
Shared services create unified master 
data models and data lakes that 
consolidate financial and operational data 
from ERP, CRM, and other systems in real 
time. This establishes a "single source of 
truth", forming a reliable foundation for 
analytics and reporting.

2.Real-time performance monitoring
Visual dashboards, metric libraries 
and key performance indicators, such 
as revenue, costs, and cash flow, are 
presented graphically and delivered 
instantaneously. Despite high transaction 
volumes, these tools allow management 
to detect anomalies within seconds and 
respond swiftly. 

3.Advanced analytical capabilities
For use cases such as rolling forecasts, 
price sensitivity analysis and break-
even evaluation, pre-configured 
multidimensional analysis and scenario 
simulation templates enable finance teams 
to quickly produce decision-ready reports. 
Data governance rules ensure consistency 
in measurement and interpretation. 

4.Empowering frontline decision making
Self-service BI tools empower operational 
and frontline staff to perform drill-
down analyses as needed. This creates 
a bottom-up feedback mechanism that 
complements management’s top-down 
perspective, fostering a more agile and 
accurate decision-making environment.

“Upon receiving standardised interface 
data, we can immediately generate 
consolidated financial statements, 
enabling seamless integration of 
M&A activities and timely support for 
management decision-making.

Han Lei CPA (Aust.)
Head of Financeand Accounting Operations (FAO)
North Asia, ABB (China) Ltd

“Our team is responsible not only for 
traditional accounting activities, but 
also for management accounting 
and financial analysis, providing 
the CFO with real-time insights 
into profitability drivers and cost 
scenarios enabling them to make 
agile and data-driven decisions.

Stefan Vermeulen
CEO, D&V Philippines

“We are developing a data lake to 
consolidate fragmented data onto a 
unified platform, while implementing 
process standardisation to deliver an 
integrated, cross-system view. 

Sun Yi CPA (Aust.)
Finance Director
APAC FCOE & DBC Centre Lead, Johnson Controls

5.3 Decision-making
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“We are integrating all business 
units into the Central Finance cloud 
platform, enforcing the Group’s 
uniform reporting standards. This 
enhances data consistency and 
enables comprehensive visibility into 
operational risks, along with the ability 
to intervene promptly. 

Han Lei CPA (Aust.)
Head of Financeand Accounting Operations (FAO)
North Asia, ABB (China) Ltd

“By establishing a Centre of Excellence 
for Credit Risk Control, our company 
has integrated credit assessment, 
delinquency monitoring and recovery 
processes for global clients. Leveraging 
centralised data models, we have 
consistently maintained bad debt rates 
within target thresholds.

Fortune 500 Company

Shared services have deeply integrated 
institutional safeguards, process-based 
controls and intelligent technology-driven 
controls to establish a comprehensive 
closed-loop risk management system that 
spans pre-event, in-process and post-
event phases. 

1.Embedded compliance
and automated oversight 
Compliance requirements are hardcoded 
into systems via a rules engine that 
trigger automatic when business activities 
exceed predefined thresholds. This dual 
assurance model, combining human and 
technological oversight helps to ensure 
swift detection and response to potential 
breaches.

2.Real-time risk detection
in complex environments 
As external operating environments 
grow more complex, multidimensional 
data monitoring and intelligent approval 
workflows enable real-time identification 
of high-risk scenarios. These include 
transactions involving capital, invoices, 
e-coupons and similar areas. 

3.Security by design
Security foundations are built into 
system architecture in accordance with 
international and national standards 
during the system development phase. 
This ensures robust and reliable risk 
control mechanisms from the ground up. 

4.Governance through
the"three lines of defense" 
A "Three Lines of Defence" governance 
framework is implemented at the 
organisational level. It integrates 
leadership oversight, operational self-
control and legal/compliance audits into a 
cohesive, multi-layered protection system. 

5.Continuous risk monitoring
and policy evolution
Ongoing risk mitigation is supported 
through annual policy reviews, least 
privilege access protocols and continuous 
compliance monitoring. hese measures 
proactively address potential vulnerabilities 
in a recurring cycle, ensuring that risk 
control remains embedded, adaptive, and 
fully closed-loop.

5.4 Risk Management
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The findings from the research and 
interviews outlined above show that 
shared services are evolving in three
key directions:

1.From cost reduction engine
to strategic value hub
Shared services models are transitioning 
from a traditional cost reduction engine to 
a strategic value hub. A growing number 
of leading companies are adopting the 
“Central Office” model, positioning it as 
the strategic brain of the organisation. 
Concurrently, the scope of shared services 
has expanded beyond finance and human 
resources to include legal, supply chain, 
IT and other areas. In response to rapid 
technological change, intensifying global 
competition, and rising risk exposure, 
shared services must continue to evolve to 
support dynamic business environments 
and enable sustained value creation.

2. Optimising governance structures
As the shared services model matures, its 
governance framework must also evolve 
to fulfill its strategic role more effectively. 

Looking ahead, the implementation of 
an integrated governance structure, 
comprising GPOs, FPOs and RPOs, will 
provide the agility and oversight necessary 
to support the ongoing advancement of 
shared services. This trio should establish 
a robust governance foundation capable 
of driving sustained cost optimisation and 
enhancing the customer experience. 

3.Deepening technology integration
Within the GBS model, end-to-end 
process integration has effectively 
positioned shared service centres as 
enterprise data centres. Looking ahead, 
organisations should continue investing 
in emerging technologies, such as RPA 
and AI to streamline operations, enhance 
efficiency and strengthen compliance. 
Equally important is the conversion of vast 
data resources into structured, high-value 
assets through rigorous data governance. 
By integrating technologies like AI into 
core processes, enterprises will be better 
positioned to enable lean management 
and drive sustained value creation.

6.1 Outlook
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For enterprises focusing on shared 
services, we propose the following 
recommendations:

1.Define and elevate the strategic role 
of shared services
Whether an enterprise is in the early 
stages, mid-implementation, or operating 
a mature shared services model, it is 
essential to clearly define the role of 
shared services from the outset. This 
is particularly critical given that role of 
shared services have evolved from simply 
reducing costs and improving efficiency, 
to becoming strategic value hubs. 
Accordingly, enterprises should develop 
a comprehensive roadmap for shared 
services to maximise their contribution to 
value creation.

2.Integrate new technologies
In response to rapid technological 
advancements, particularly AI, enterprises 
should consider establishing a technology 
capability centres. These centres enable 
"single-point exploration, global reuse" 

of new technologies, fostering deeper 
integration between technology and 
shared services. Such technology further 
accelerates the evolution of shared services 
into intelligent decision-making hubs.

3.Optimise talent retention
and efficiency
Traditional cost-driven shared services 
models have often resulted in significant 
talent attrition. However, high-calibre 
professionals are essential to meet 
evolving demands, such as end-to-end 
process integration, cross-functional 
collaboration, capability centre 
development and digital enablement. 
Enterprises should therefore refine their 
talent strategies, focusing on attracting, 
developing and retaining skilled 
professionals to support sustained and 
high-quality growth.

6.2 Recommendations




