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The three cornerstones

Digital Shared Services

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?
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Do you still have humans processing transactions?

Service Delivery
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Higher cost

Higher error rates

Less data and insight

Not scalable

Image source: https://www.officemuseum.com/
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In an ideal world, transaction processing has three 
layers and no manual intervention

Service Delivery
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Single instance ERP A cloud-based ERP
with in-memory 
computing underpins 
the technology 
landscape and is the 
basic system of record

1

Process
specific

technologies

Process-specific 
technologies offer
off-the-shelf solutions 
beyond ERP footprint

2

RPA layer

RPA automates 
remaining manual 
activities 

3
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But we are not in an ideal world!

Service Delivery
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Realities

Convoluted ERP landscape

Non-standard processes

Unstructured data

Exceptions

Reduce unstructured data where possible or leverage existing software (e.g. 
OCR or AI/RPA) to convert it into structured data

Move toward a single ERP in the long term, using RPA and other middleware 
as interim solution where cost beneficial

Eliminate exceptions by applying continuous improvement to root causes

Harmonise around agreed single standard processes 

ERPERP

ERP

ERP

Process
specific

technologies

RPA layer
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Eight levers of transformation

Service Delivery
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

1

5

37

28

46

Eliminate

Simplify

Automate

Standardise

Consolidate

Offshore

Outsource

Continuously 
improve
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How do your customers feel about your service?

Customer Experience
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Why isn’t there 
an option for 

me to just look 
this up myself?

A fax number 
but no webchat 
option…really?

This is the third 
time I’ve tried to 
resolve this and 

nothing seems to 
be happening

I wish I didn’t have 
to fill out this 

annoying form just 
to get an answer to 
a simple question

It really shouldn’t 
be this hard to 

figure out how to 
use the system

I have no idea 
when to expect a 

response… 
sometimes it’s 

hours, sometimes 
it’s days

Is there really no 
option to use my 

mobile? I shouldn’t 
have to log in 
to different 
systems to 
check on 
different 
requests

I submitted this 
exact same request 
last week…I wish 
the system would 
‘remember’ me

Common pain points

Why can’t I see 
my previous 
requests?
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In an ideal world, Shared Services passes 
the ‘Amazon test’

Customer Experience
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Underpinned
by performance 
of services in line 
with 
expectations 
around quality & 
timeliness

 Intuitive user interface

 Paperless

 Personalised real time data

 Self-service oriented

 Multiple and mobile channels

 Fast

 Real-time access to information

 Single point of access

Proactive & 

predictive

INSIGHTS

Personalised & consistent

EXPERIENCE

Agile & scalable

SPEED
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Moving towards an Amazon-like experience

Customer Experience

Utilise 

design 

thinking

to move 

towards an 

Amazon-

like 

experience 

Prototype possible solutions 
(minimal viable products) 
rapidly – fail fast – and 
then revise solutions

Involve and seek input from 
users and all relevant 

stakeholders

Develop an ‘empathy with 
users’ culture – understand 

their pain points

Use personas to design 
desired customer journeys 

and experiences

Segment your 
customers/users and 
develop personas –

understand the 
‘moments that matter’ 

Design around user 
experience and 

touchpoints as much 
as process
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Digital Shared Services can and must add value to 
the organisation beyond low-cost transaction processing

Value Creation
Governance & Management

Service 
Delivery

How can we 
automate to 
eliminate exceptions 
and manual effort?

Customer 
Experience

How can we improve 
the customer 
experience and 
insight?

Value 
Creation

How can we add 
value to the 
organization beyond 
cost reduction?

Drivers/enablers

• SSC has the credibility to move 
beyond transactional work

• Shared Services sees data from all 
parts of organisation

• Early adopter experience of RPA & 
other digital tools

• Recognised need to redeploy people 
away from transactional processing and 
move up value chain

Opportunities

• Provide higher value processes – beyond 
finance / HR

• Support business partnering and decision 
support

• Enhance role in providing analytics to the 
business

• Become a COE for organisation-wide Digital 
Transformation

• Provide Global Workforce Management 
support

In the past, Shared Services’ role was to take out cost from back-office transaction processing. Its 
focus now must be to take out cost across the organisation, and to find new ways to add value to it
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The most common challenges to moving up the value chain

Value Creation

Lack of

credibility

and trust

Organisational

siloes and politics

Lack of leadership

mandate

Resistance to

change

Funding &

willingness

to invest

Lack of 

relevant skills
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The three cornerstones and their game-changing impacts

Digital Shared Services

Service 
Delivery

Fast, lights-out 
processing

Value 
Creation

Insights and 
transformation

Customer 
Experience

Amazon-like 
customer experience
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