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Throughout the shared services world, there is a strong 
consensus that robotics and humanistic AI are the future. 

The benefits of moving from a manual way of working toward a sleeker, digitised future 
cite greater accuracy, faster processing times and the potential to significantly cut 
costs. So, it is little surprise that the number of shared service organisations (SSOs) that 
are yet to embark on their automation journey is declining dramatically. SSON’s 2019 
State of the Shared Services Market Report reveals that, today, 82% of surveyed 
European organisations are piloting, implementing or scaling intelligent automation 
as part of their operations, while 25% are making their plans for the future. 

Across the industry there is a strong air of confidence regarding the tremendous 
change that these new technologies will provide, but SSOs must maintain an awareness 
of the potential derailments that can occur along the way. “A lot of people talk about 
technology but I always say that there is no point in having a bullet train if you haven’t 
built the tracks,” says Tesco Shared Services CEO Dr Sumit Mitra. “One of the tracks is 
the organisation’s people and culture, without this you can’t drive the automation. The 
second is the organisation’s processes. If you don’t get this right, you limit the value 
that you drive back into your business and therefore your customer”. 

Here, with insight from Kathleen Terjesen, Head of Global Business Services at Bose 
and Sumit, who is a scheduled speaker for the 19th annual Shared Services and 
Outsourcing Week, we explore some of the key people and process related challenges 
that SSO leaders are facing.
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Dr Sumit Mitra

Head of Global Business Services, Bose
Kathleen Terjesen

Dr Sumit Mitra joined Tesco as the CEO of Global Business Services in 
2017 after a 16 year shared services career with BT. On Monday 13th 
of May at the 19th annual Shared Services and Outsourcing Week, 
Sumit will discuss how Tesco is setting up its GBS with the mantra 
“everything starts with the customer”  driving its strategy.

With a professional history with names including AT&T, Bridgestone 
and Merck, Kathleen Terjesen brings to Bose a diverse understanding 
of the shared service environment. Today, she is applying her seasoned 
knowledge to lead Boses’ Global Business Services organisation toward 
an intelligent future that places employee engagement at the fore.
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The result can be an underlying sense of 
an uncertainty toward the introduction 
of automated systems, however in reality, 
McKinsey reveals that while around half of 
activities currently carried out by human workers 
in over 800 occupations could be automated in 
the coming future, only 5% of jobs can be fully 
automated by the technology that exists today. 

On the same note, Gartner predicts that by 
2020, AI will actually produce more jobs than it 
displaces. In the shared services context, these 
new jobs include data analysts and even social 
media managers – both titles that didn’t exist 10-
15 years ago. The vision is that AI will improve 
the productivity of many jobs, which in turn 
will eliminate millions of middle- and low-level 
positions, but will simultaneously create millions 
of new positions spanning from the highly-
skilled and management level to the entry-level 
and lower skilled variety. But, despite this more 
accurate picture of the future, the earlier listed 
misconceptions still exist and dispelling these 
ideas is both an essential step on the path to the 
future of shared services and, in some cases, 
a significant change management initiative 
encompassing thorough communication and 
education. 

Based in the US, Kathleen Terjesen heads 
the Global Business Services Organisation 

at consumer electronic brand Bose. From its 
inception, the intent of the GBS was to create 
a global multifunctional, scalable organisation. 
Starting relatively late in comparison to other 
organisations that had embarked on the shared 
services journey, Bose moved quickly to its 
end state. After two years Bose’s GBS has 
traditional finance and HR functions with an 
end-to-end process scope. During this journey, 
Kathleen shares that it proved valuable to 
communicate how the introduction of future-
focused technology would provide employees 
with the opportunity to create added value for 
the business by doing more judgement based 
work which in turn leads to the creation of more 
fulfilling professional roles and responsibilities. 

“My personal belief is that the benefit of IA is 
more towards employee engagement than it is 
towards bottom line savings,” she shares. “In a 
shared services environment, at least based on 
my experiences, you normally have relatively 
young workers who are technically savvy. For a 
period of time they’ll do the transactional work, 
but it gets very boring very quickly. So, our 

Fuelled by popular culture, the idea that man-made machines will eventually 
succeed the human race is just one of the many fears that feed into a long list 
of myths surrounding the industry-wide move toward a digital work-force. Many 
employees sweat the idea that, in a bid to improve their bottom-line, organisations 
are pursuing technology with the goal of making a human work-force entirely 
redundant. 
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premise for RPA is more towards an employee 
engagement and explaining to our employees 
that by moving the robot work to the robots, 
they will be able to do more of the judgement 
based work. So, our teams are very excited about 
it, even to the point where we have to say slow 
down just a little bit and give us a bit of time to 
get the structure in place so that we can do it 
right’”

As explained by Kathleen, on the journey to 
the future of shared services, it is integral 
to ensure that employees understand that 
the implementation of technology is about 
amplifying creativity, decision making and effort, 
rather than replacing the entire workforce with 
robots. To do so, organisations need to identify 
how this technology can compliment the existing 
aptitudes of the human workforce and how they 
can provide this workforce with the ability to 
make the most of it when it arrives. 

This undoubtedly requires significant training 
and preparation. However, while 2018 research 
by Accenture shows that 61% of executives 
expect the share of roles requiring collaboration 
with AI to increase in the proceeding three years, 
with 58% planning to use AI to augment roles in 
their organisation, just 3% of those leaders were 
reinvesting in training. This suggests that there 

may be a certain level of disconnection between 
the potential provided by technology and the fact 
that one of the biggest challenges in transitioning 
into a hybrid workforce is a lack of innovative 
thinking among the existing personnel.

The top skill gaps that shared service 
organisation leaders identified during the 
State of the Shared Services 2019 Survey are 
innovation, data analytics and leadership. This 
means that many HR leaders may be faced 
with the challenge of identifying, recruiting and 
fostering a mind-set directed toward these skills 
without the additional resources that may prove 
necessary in moving employees from conducting 
predominantly manual and transactional 
tasks to taking on work that demands a better 
understanding of business objectives and a 
leveraging of data analytics.

Interestingly, among those who are focused 
on making a significant investment into the 
reskilling of their workforce, almost a third of 
European Shared Service leaders identify change 
management of one of the one key area that they 
would most likely hire an external consultant 
for. So, as new tools present themselves and 
the nature and mode of work shifts as a result, 
we may expect to see the demand for advisory 
services continuing.



31% of the report’s respondents attributed the 
trouble that their IA/RPA project has run into to 
the process in question not being mature enough 
or simply not fit for the selected solution. It is 
vital to be clear on where and why technology 
fits into the workplace, in business processes 
and the business’ overall strategy. While 
technology is, without doubt, a valuable tool it is 
not a cure all solution and should not be treated 
as such. Identifying the correct processes to 
digitise requires making the assurance that the 
task at hand is compatible with the technology 
being posited, as well as ensuring that there is 
an accurate idea of the scope of impact and cost 
involved in their implementation. 

Sumit, who spent 16 years working at British 
Telecom before joining Tesco just over a year ago, 
has significant experience in the modernisation 
of shared service centres on a global scale. He 
explains how taking a “process-led” approach 
has proved vital in reducing the risk of potential 
roadblocks on the way to a shared service 
organisation’s future. “At BT, I didn’t have the 
luxury of being able to create new processes 
and move work into them. I had to take out cost 

from the business by moving work into shared 
services from the markets as well as insourcing 
from suppliers  as it was the need of the hour then 
drive process improvements to drive further 
efficiencies,“ he explains. “In contrast, in Tesco I 
had the luxury of building a ten process service 
model with the business  and then moving the 
work into them, from which we built the Global 
Process Organisation.”  For Sumit, the biggest 
challenge is getting people to understand that 
the shared service organisation is a process-led 
environment. “One of the things we need to look 
at is the elimination of waste i.e. processes and 
steps that you don’t really need.  With the lessons 
learnt previously it was lot easier for us to do 
that at Tesco. So, rather than pointing directly to 
automation such as robotics, to drive efficiency, 
we are taking a more process-led approach.”  
Sumit explains that Tesco delivers value back into 

As stated by Tesco Global Business Services CEO Dr Sumit Mitra earlier in this 
piece, there are plenty of challenges to making automation work; people being 
the first and process the second. Looking at the findings from the State of the 
Shared Service Report, where projects have failed, statistics tell us that this is 
predominantly a result of wrong process selection and insufficient change 
management. On the process front, the numbers confirm a message being posited 
again and again; careful planning, process evaluation and selection for automation 
are crucial for success. 
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the customer by looking at the process map and 
eliminating the steps that they don’t need and 
then identifying the repetitive and “mundane” 
tasks that can be digitised. This enables the 
business to retrain the workforce so that they can 
do more value-added activities, like prescriptive 
analytics or commercial management to support 
our buyer functions.

“Everything has to be process-led. The more 
organisations understand that the better,” 
insists Sumit.  “Three, four, five years ago 
shared services was about moving to a low-cost 
economy but that doesn’t exist as a competitive 
advantage anymore. Today, the value comes 
from process improvement which translates into 
timeliness and quality. Only then can the focus 
be on driving digital automation which drives 
further value to the end outcome. This allows the 
workforce to focus their energy into more value 
added activities and training themselves on the 
art of bottom up continuous improvement which 
creates further incremental value back to the 
customers.”

To progress confidently in the export of 
transactional tasks from human workers to digital 
solutions, any cost savings that may accompany 
intelligent automation implementation must 
be balanced against the cost of setting up and 
sustaining it. As shared by Kathleen, this is one 
of the main factors that Bose has had to consider 
throughout their automation journey.  “We need 
to understand how companies that already have 

very low labour arbitrage are measuring the 
value of a bot. If we could get a bot to do a whole 
person’s worth of work, it would save on average 
$20,000 a year. But we have to consider how 
much it costs to buy the licence, build the bot and 
maintain it.”

Undoubtedly, managing a bot as a virtual worker 
requires a different mind-set to that involved 
in managing human workers and it is vital to 
understand the cost, safety and security involved 
in it from the get go. “We are going slowly to 
go fast,” says Kathleen. “I definitely think there 
is value, but, in a shared service environment, 
where you want to make sure that all of your 
processes are clearly documented with good 
controls around them, I do have concerns around 
building too many bots too quickly and getting 
into trouble.”

Another key factor to consider is that while 
individual productivity gains may be great in 
percentage terms, it is important to understand 
what these gains mean at scale. An SSO may 
find that it has to choose between automation 
investments that offers 300% improvement 
in a small task or a 3% improvement in an 
end-to-end process. Central to achieving this 
is the maintenance of a clear picture of the 
organisation’s strategic goals and time scales for 
achieving them, which is what Kathleen explains, 
what Bose is currently working toward. “From a 
formal automation programme perspective, we 
are just beginning. We currently have two bots, 



which doesn’t sound like a lot, but the intent is 
to see what it takes to not just create a bot but 
to sustain one. We also want to gain a clear 
understanding of the lifecycle and the pay back 
expectation.”

For Bose, this is an opportunity for us to 
understand where the bots sit within the GBS’ 
overall strategy. “The intended journey of our 
GBS was to create process owners for the end-
to-end process scope, understand what the 
process owner accountability was, develop an 
execution or transactional delivery arm to be 
able to then facilitate the design and select/
implement/enhance the technology tool that 
we’re using for that design process,” Kathleen 
explains.  “We made an early decision on the 
prioritisation criteria of what we would put into 

our pipeline So, if something is just going to save 
half an hour it is not on our radar - it has to save 
at least 24 to 48 hours worth of activity over a 
two-week cycle.”

It is clear that, on the path to the future of shared 
services and an increasingly automated world, 
organisations must pay special attention how 
their people and processes fit into their long 
term strategy. While the allure of technology 
is hard to deny, rushing into it without enough 
regard for the people on the ground and the 
true potential of the processes being considered 
can be detrimental to a SSOs success. read on 
to learn more about how your organisation can 
prepare for the challenges and opportunities 
facing the future of shared services at the 19th 
Annual Shared Services and Outsourcing Week.

SSON’s flagship, pan-european event is back and it’s bigger than ever.

Gain further insight into how Tesco’s Global Business Services is preparing for 
the future and hear from Sumit in person at the 19th annual Shared Services 
and Outsourcing Week. Discover an opportunity to network and learn from 
professionals from world-leading businesses including, Amazon, Bose, Adidas, 

HSBC, Jaguar Land Rover, Siemens, Shell, Tesco and many more.

Featuring 100+ practitioners, speakers, panellists and roundtable leaders, alongside 
practical workshops, interactive discussion groups and personalised tracks split by 
maturity, function and challenges, this is the ultimate opportunity to take your 

prepare your shared service organisation for the future!
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