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Developing a framework for high 
performance through shared services 
Since 2003 Accenture has 
been conducting an extensive 
research program into what 
defines high performance . In 
that time, we have studied 
more than 6,000 companies, 
including more than 500 
that meet our criteria as high 
performers . We have learned 
that high performance is 
definable, quantifiable—and 
achievable .

High-performance businesses 
effectively balance current needs 
and future opportunities . They 
consistently outperform peers in 
revenue growth, profitability and 
total return to shareholders . They 

sustain their superiority across time, 
business cycles, industry disruptions 
and changes in leadership . They do it 
through a combination of the right 
market focus and position, the right 
capabilities and the right performance 
anatomy . These elements combine 
into a framework that gives the 
organization growth, profitability, 
longevity, consistency and positioning 
for the future . (See Figure 1 .)

In 2009 we conducted global research 
into shared services mastery . The 
research revealed that shared 
services organizations (SSOs) that 
achieve high performance operate 
within this same framework . From a 
profitability perspective, they lead to 
a dramatically lower-cost operating 
model for the parent organization . 
From a longevity perspective, shared 

services bring sustainable traction 
not achievable through reengineering 
alone . Shared services’ contracted 
service agreements and measurable 
service predictability yield consistency, 
while shared services’ ability to 
accommodate volume changes without 
an equivalent increase in cost foster 
growth . Finally, shared services’ 
ability to adapt to changing business 
environment and goals provide the 
parent organization with a platform 
for strong future positioning .

Figure 1. Accenture’s Framework for High Performance
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In the Asia Pacific (APAC) region, 
shared services has a particular 
resonance . APAC presents both growth 
opportunities and challenges on a 
scale that the Western world does not 
typically encounter . 

For high-performance organizations 
in APAC, shared services represent 
a platform for growth, providing a 
mechanism for dealing with challenges 
such as scarce skills, new regulations 
and increased market volatility 
as well as for capitalizing on new 
opportunities presented by market 
diversity, ever-improving technologies 
and cost differentials across countries 
within the region . 

In hubs across the region, Centers 
of Expertise are increasingly being 
established at the same time as shared 
service center implementation to 
provide specialized finance support 
in areas such as analytics, treasury, 
tax, risk management and compliance . 
This enables a capability uplift to 
countries where such skills may not 
widely exist and ensures consistency 
of governance and methodologies . 

The Centers of Expertise also provide 
an opportunity to position the in-
country finance function to focus on 
business supporting activities such as 
pricing analysis, business planning and 
decision support .

Accenture has also noted the increased 
mergers and acquisitions (M&A) 
activity in the Asia Pacific region 
driving more intense use of shared 
services . The shared services model 
helps companies throughout the entire 
M&A cycle . Post merger, it helps speed 
the integration of acquired companies, 
by giving a standard platform from 
which to merge and support the 
acquired company . This in turn can 
help an organization to achieve the 
benefits of the merger more quickly, 
in terms of new synergies, new 
efficiencies and greater profitability . 

In High Performance Through 
Shared Services: The Asia Pacific 
Perspective, Accenture explores how 
companies operating in the region 
are leveraging their SSOs to achieve 
growth objectives . We also provide 
a comparison of the APAC results 
to those from our global survey, to 

offer a benchmark against companies 
around the world, including a few that 
have been extraordinarily successful 
in meeting their shared services 
objectives—shared services masters . 
(See Our methodology in brief) .

An overview of 
what we found
Interestingly, we found that shared 
services practices in the APAC region 
closely track those of the shared 
services masters identified in our global 
study . Specifically, APAC operators are:

1 . Extending the functional scope of 
their SSOs .

2 . Exploiting alternative sourcing 
models to maximum advantage

3 . Focusing on talent management to 
ensure the success of their SSOs 

4 . Investing in the improvement and 
expansion of their SSOs . 

5 . Meeting their original objectives 
from shared services (but with still 
some opportunity for improvement)

Figure 2. Asia Pacific Shared Services Value Proposition
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Accenture conducted an online 
survey of approximately 400 
executives with responsibility for 
managing the shared services 
organizations at their companies 
– directors, vice presidents 
and other executives . These 
executives came from a wide 
range of organizations – from 
those with only 500 employees 
and shared services operating 
budgets of less than US$1million 
to those with more than 10,000 
employees and operating budgets 
of over US$50 million

The survey represented 
more than 20 industries and 
included respondents from 
across the globe . Among these 
respondents were a small 
group of organizations (less 
than 10 percent of our global 

respondents) whose self-reported 
capabilities, performance against 
original objectives and adoption 
of shared services practices 
that contribute to growth and 
profitability all marked them as 
shared services masters . 

This report provides the APAC 
perspective of the global study, 
drawn from the responses of 
senior shared services executives 
of multinational, regional and 
local corporations operating in 
Australia, China, India, Japan, 
Korea, Malaysia and Singapore .

Our methodology in brief
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In a previous study, Accenture noted 
a shift toward multi-function shared 
services which indicated that as 
the single-function shared services 
model proved effective, executives 
were seeking the next generation of 
benefits (see Figure 3) .

Now faced with new economic 
realities—including robust competition 
from players that may not have even 
registered on the business radar just 
a few years ago—organizations are 
looking for even more value from their 
existing investments and are applying 
the same demands to their SSOs . We 
therefore see organizations in the Asia 
Pacific region and other parts of the 
world expanding the functional scope 
of their SSOs (See Figure 4) .

This shift is significant . To date, 
organizations have tended to 
implement shared services solutions 
within a single function or in some 
cases across multiple functions, but 
not in an integrated fashion . However, 
true integrated, multi-function shared 
services solutions (in which two or 
more major functions combine in 
a single shared services solution) 
eliminate redundancies across 
major functions, further improving 
service delivery . Multi-function 
shared services bring synergies from 
the ability to operate end-to-end 
processes, such as Procure to Pay 
(encompassing procurement and 
finance functions) or Order to Cash 
(encompassing customer service and 
finance functions) . Likewise, they 
bring synergies in leveraging the 

operating model, such as common 
management, service management  
processes, infrastructure and 
enabling technologies . Extending 
the shared services model to 
support multiple functions provides 
economies of scale and synergies 
that can produce improvements 
in service capabilities, quality 
and effectiveness, while breaking 
down the silos between functions 
enables faster decision making .

Employee development is an additional 
benefit of multi-function shared 
services . The broader the scope of the 
model, the more opportunities there 
are for shared services employees to 
extend their skill set and for those 
within the retained business units to 
concentrate on higher value activities . 
The result: higher performance across 
the enterprise .

Key finding #1:
We see companies operating in APAC extending the 
functional scope of their SSOs
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Figure 3. The shift to multi-function shared services
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Figure 4. Functions operated within a shared services or outsourcing arrangement.
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Companies in APAC are exploiting alternative 
sourcing models to maximum advantage
As APAC organizations aspire to 
achieve high performance through 
shared services, they are becoming 
creative in how they source their 
shared services operations . For 
instance, our research shows 
that when it comes to sourcing 
their shared services, companies 
operating in APAC are significantly 
more likely than their global 
counterparts to locate their shared 
services operations offshore . Figure 
5 compares the sourcing methods 
of APAC and global respondents .

The tendency to offshore relates 
at least in part to the unique 
characteristics of doing business 
in the Asia Pacific region . The 
region’s economic diversity allows 
organizations to create a regional 
or global shared services center in 
locations that offer a large pool of 
skills – at lower cost . Companies may 
turn to China and Malaysia for pan-
Asian language capabilities or India 
and the Philippines for deep finance 
skills and English language capabilities .

Setting up regional shared services 
organizations helps these companies 
manage the very high growth and 
complexity that characterize business 
in their geography—they can pool 
their resources in a relatively low 
cost location and then expand the 
scope of the model to include more 
geographies, more business units and 
more functions as the company grows . 

Ultimately, the decision to locate 
operations offshore – as with deciding 
between a captive or outsourced 
solution – must be guided by specific 
organizational needs . For instance, 
organizations with no footprint in 
an offshore country face significant 
challenges around attracting talent 
and understanding local market 
regulations . Such issues need to be 
thoroughly considered in determining 
sourcing methods . 

In fact, real shared services mastery 
comes from the ability to find the right 
combination of models dependent 
on business needs . By employing 
an optimal mix of different models, 
an organization gains resilience in 
its shared services in the face of 
changes in economic conditions 
in one area, changes in workforce 
demographics, eroding wage arbitrage 
and so on . This resilience is a key 
to longevity: as with any endeavor, 
an organization that uses a mix 
lowers the risks associated with 
having “all the eggs in one basket .” 

Accordingly, we see a trend among 
global high-performance businesses 
of moving toward a hybrid approach 
that enables the shared services 
organization to gain the advantages 
of a number of different models . This 
move may be easier for companies 
operating in APAC . Given their ability 
to source and manage work regionally, 
many companies operating in the 
region no longer feel constricted by 
the need to set up the organization 
near any particular office or 
manufacturing facility . They can set up 
a shared services operation wherever 
it makes sense organizationally and 
financially . Yet, because their offshore 
centers can be located within the 
APAC region—essentially, in their 
own backyards—companies operating 
across APAC gain the scalability 
and the benefits of labor sourcing 
associated with a global model and 
the customer intimacy and superior 
customer experiences associated with 
a local model . 

Key finding #2:
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Figure 5. Comparison of sourcing methods employed by APAC and global shared services operators.
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Companies in APAC are focusing on talent 
management to ensure the success of their SSOs
The importance of consistent and 
effective leadership to the success 
of the SSO is widely recognized–the 
percentage of masters identified in 
our global study who reported that 
their shared services leadership had 
been in place six or more years was 
approximately double that of the other 
respondents–and correspondingly, 
our research shows that talent 
management is a key area of focus for 
shared services operators in APAC . 

As objectives for shared services 
organizations change over time, so 
do the issues that management must 
solve . As they become more adept 
with the shared services model, shared 
services leaders overcome thorny, 
but essentially one-off challenges, 
such as issues of governance 
and resistance to change . Talent 
management, on the other hand, 
remains an ongoing issue because 
of the dynamic nature of a shared 
services organization’s workforce .

In line with the growing maturity of 
shared services organizations in APAC, 
and the increasing sophistication 
of their shared services objectives, 
companies with operations in APAC 
rate attracting and retaining the 
best employees as two out of the 
top three most important success 
factors for their shared services (see 
Figure 6) . The focus on talent has 
become a key trend for shared services 
organizations .

Why might this be? A talented, 
skilled workforce is critical to high 
performance, but globalization has 
changed the rules of competition 
for talent . Rapidly developing 
economies (such as can be found 
all over APAC) need more people to 
enter the workforce to feed their own 
growth . Meanwhile, the workforces 
in developed economies are shrinking, 
forcing them to look for talent outside 
their geographies . Competition for 
talent has grown fierce, with much of 

the world after the same pool of talent 
in APAC .

In addition, more shared services 
organizations are beginning to set 
their sights on higher-end processes, 
which require even greater skill 
levels . C-suite executives are looking 
past consolidating transactions to 
migrating higher-level activities into 
Centers of Expertise . Establishing 
these centers will require a 
corresponding increase in subject-
matter knowledge to effectively 
translate these processes into the new 
operating environment . When you 
associate this shift in objectives to the 
additional time required to build higher 
skill levels, the talent management 
challenge increases . 

The focus on talent in the region 
goes hand-in-hand with the 
importance assigned to customer 
service objectives as shared services 
organizations mature . As Figure 6 
shows, improving end user satisfaction 
and better understanding internal 
customer needs also rank among the 
top most important success factors 
for APAC respondents’ shared services 
organizations .

The relationship makes sense: The 
quality of the workforce ultimately 
determines shared services success . 
Talent management is key to the 
quality and consistency of customer 
service (which in turn impacts 
profitability and growth) . Nowhere is 
this more true than in APAC shared 
services organizations, where workers 
need not only functional skills but 
also cultural sensitivity, language and 
customer service skills to succeed . 
Companies with operations in APAC 
have realized that shared services 
essentially is about the end users’ 
experience, and accordingly, they are 
focusing their priorities on attracting 
and retaining the employees that will 
provide that experience .

Key finding #3:
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Figure 6. Success factors for the shared services organization in APAC over the next three years.

How important do you think each of the following are going to be to ensuring the success of your Shared Services organization over the next 3 years?

0 10 20 30 40 50 60 70 80 90 100

19% 45% 30% 5% 1%Simplifying the customer interface

20% 43% 31% 6%A clear change in journey management process

20% 52% 25% 3%More clearly defining scope of services

22% 46% 28% 4%Enhance focus on core processes

23% 42% 31% 3% 1%More effective service level agreements

24% 44% 28% 4%Providing more consistent customer experience 
across different geographies and processes

24% 41% 26% 8% 1%Improved executive management sponsorship

24% 45% 28% 3%Greater standardization of processes

24% 46% 28% 2%
Having greater access to customer 
insights and data

24% 42% 29% 4% 1%
More well-defined mission and vision

24% 44% 29% 2% 1%
Improve technology platforms

24% 44% 28% 1%More effective governance structures

27% 41% 27% 5%

3%

Reduction of operating costs

28% 49% 20% 3%Better understanding internal customer needs

30% 41% 26% 3%Attracting the best employees

33% 44% 22% 1%Improving end user satisfaction

33% 38% 28% 1%Retaining the best employees

Absolutely 
critical

Not at all 
important

Rating 5 4 3 2 1
*Results sorted in descending order on the basis of % of respondents giving rating 5
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Companies operating in APAC are investing in the 
improvement and expansion of their SSOs . 

Among the more striking trends we 
noted in our research, companies with 
operations in APAC tend to be focusing 
more on improving and expanding 
their shared services organizations 
than their global counterparts . In a 
nutshell, they seem to be thinking 
bigger than their global peers . Figure 
7 highlights the differences .

APAC companies are also making 
smart investments to see their 
plans to fruition, using more 
best practices than their global 
counterparts . (See Figure 8)

Of particular interest is the significant 
difference between APAC and global 
respondents’ use of continuous 
improvement best practices (such as 
Lean Six Sigma, customer retention 
tracking, advisory boards and 
balanced scorecards and what that 
says about mindset) . Continuous 
improvement initiatives such as these 
are critical to ensuring the shared 
services organization’s longevity 
and demonstrate a tendency among 
APAC companies to position their 
shared services organizations 
to run like high-performance 
businesses over the long term . 

Equally, Accenture has noted APAC 
operators increasingly focused on end 
to end process execution, enabled 
by technology leverage such as 
scanning and workflow, to achieve 
significant efficiency improvements . 
We are also seeing a growing use of 
technology in service management 
in the use of contact centers, issue 
management and service reporting in 
order to enhance overall transparency 
and partnering between the shared 
service centre and business units .

We theorize that companies operating 
in APAC have been able to turn their 
more recent entry into the shared 
services market into an advantage: 
They have been able to learn from 
the experiences of their global 
counterparts and leapfrog into use 
of best practices and make judicious 
technology investments without 
being hindered by legacy . This factor 
may also give these companies the 
ability to take the lead in the future 
in terms of shared services success .

Key finding #4:
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Figure 7. Comparison of initiatives planned within next 2-3 years by global and APAC shared services operators
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Figure 8. Comparison of best practices currently employed by global and APAC shared services operators.
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APAC shared services operators are meeting their 
original objectives (but with still some significant 
opportunity for improvement) .

In both our global and APAC research, 
respondents reported notable gaps 
between expectations they had 
originally set for their shared services 
and how well they had achieved those 
objectives . While most objectives are 
being met by at least 60% of APAC 
respondents – those who rate their 
performance 5, 6 or 7 on a 7 point 
scale – only about 10 percent of 
respondents report meeting objectives 
very well . (See Figure 9) 

That a significant number of 
shared services organizations never 
completely live up to expectations 
should not surprise anyone familiar 
with the model’s complexity . Shared-
service centers face a number of 
challenges once the actual migrations 
are over, including stabilizing the 
service after the go-live date, 
establishing a service culture (and not 
just a transaction-processing culture) 
quickly, creating compelling shared 
services career paths and building 
continuous improvement with material 
results, regardless of how the external 
environment changes .

Longer-term, shared services leaders 
must continue to deliver on the 
promise of their original business 
case, achieving and maintaining the 
balance between scope, cost and 
service quality, and turning shared 
services into a true strategic enabler 
by extending the scope into more 
insight-based activities .

For companies operating in APAC, 
the unique heterogeneous business 
environment compounds the 
challenges to success . As noted 
previously, the inherent complexities of 
providing shared services to multiple 
countries over a wide geographic 
spread, with their associated diversity, 
could leave managers scratching their 
heads about how to take their shared 
services operations to the next level . 
They may know shared services holds 
a key to future high performance, but 
may be unsure of how best to use it .

The next sections discusses what 
it takes to achieve shared services 
mastery and offers a checklist to guide 
future shared services planning for 
companies in the APAC region .

Key finding #5:
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Figure 9. Extent to which APAC operators are meeting original shared services objectives

How well would you say you have met your expectations on the objectives initially set? (Please select one answer for each)
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Becoming a shared services master

Checklist for shared services mastery

Shared services masters stand apart 
from other organizations operating 
shared services models in that their 
shared services themselves are 
organized and operated as entities on 
par with the operating units served: 

•	The	masters	view	shared	services	
as high-performance businesses 
in their own right and craft their 
shared services strategy and 
investment plans accordingly . 

•	They	demonstrate	a	superior	ability	
to target and secure their objectives . 

•	They	understand	the	value	of	
different sourcing models and are 
far more likely than others to deploy 
these models in combination to 
achieve business resilience .

•	While	the	majority	of	respondents	
rank talent management as one 
of the most significant criteria for 
success, the masters are more likely 
to take definitive steps to build the 
workforce they need .

•	Shared	services	masters	judiciously	
invest in the shared services best 
practices and technology tools that 
will sustain lower cost over time .

The actions masters take with their 
shared services are calculated to 
contribute to growth, profitability, 
longevity, consistency and/or 
positioning for the future .

We have developed a list of questions 
to guide companies with operations 
in APAC toward mastery in shared 
services . They are intended to provoke 
an honest assessment among readers 
of the current state of their shared 
services organizations—whether their 
shared services are on a trajectory 
to drive future high performance 
or whether their shared services 
organizations need adjustments to 
yield their full potential value for the 
parent organization .

– Do you have a clear and 
compelling strategy and 
vision for your shared 
services organization?

– Do you view shared 
services as a cost-cutting 
tool or as a strategy for 
organizational growth, 
profitability, longevity, 
consistency and a stronger 
future market position?

– Would you characterize 
your shared services 
organization as having 
a service culture or a 
transaction-processing 
culture?

– Have you determined 
what objectives you want 
your shared services 
organization to achieve 
now and in the future? 
Have you identified gaps 
in performance against 
these objectives and begun 
making the investments 
that will lead to closing 
these gaps?

– Are you confident you have 
employed the right mix of 
sourcing options to allow 
you to face changes in your 
operating environment, 
both negative (eroding 
wage arbitrage) and 
positive (future growth)?

– Do you have plans in place 
to deal with a scarcity of 
skilled talent as your goals 
for your shared services 
organization change?

– Do your top employees 
have training opportunities 
and compelling career 
paths?

– Are you familiar with 
industry-recognized best 
practices and technologies 
and how they would apply 
to your shared services 
organization?

– Have you built your shared 
services on a principle of 
continuous improvement?
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Conclusion

Shared services has long 
been part of high performing 
organizations’ strategy for 
developing an operating 
model optimizing costs and 
capability development . 
Recent global events 
have renewed interest in 
the potential additional 
value shared services can 
provide . For companies with 
operations in APAC, shared 
services offers a platform for 
managing both the challenges 
and growth opportunities 
of their unique operating 
environment . 

We see the leaders in all industries 
and all regions of the world investing 
in shared services, rather than 
retrenching: growing their shared 
services operations in terms of 
geographic coverage, employee 
numbers, and customer base; 
increasing their focus on customer 
service management initiatives; and 
expanding their use of metrics and 
benchmarking . 

Companies that succeed in getting 
more out of shared services will 
be those that recognize them as a 
strategic asset – a key enabler for 
high performance business . They 
will make the most out of various 
sourcing models; they will concentrate 
on developing their shared services 
employees’ skills; and they will employ 
the right combination of technology 
and best practice, to get the most out 
of their investments . 

What they will gain will be a 
shared services organization that 
contributes to organizational growth, 
profitability, longevity, consistency and 
stronger positioning for future high 
performance .
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Country profiles
A snapshot of shared services in Asia Pacific locations

Australia
Australia has a mature shared 
services industry with many 
Australian companies having 
established shared services 
operations . Over the past 12 months, 
cost reduction and improving 
operational effectiveness have been 
key drivers for the transformation 
of shared services . We are seeing 
an ongoing move towards multi-
tower expansion, offshoring and 
industrialization of the shared 
services model in Australia .  

Shared services operations have 
been the norm in Australia for over 
20 years . The traditional model is 
the deployment of a single function 
or local operation, but increasingly 
we are seeing the adoption of 
more complex models across 
the region and across multiple 
functions . This shift reflects an 
increased push for economies of 
scale regionally and synergies 
that arise from having common 
management, service management 
processes, infrastructure and 
enabling technologies of multi-
tower shared services . 

In order to drive further cost 
efficiencies there is an increasing 
willingness among Australian 
companies to offshore operations 
for its labor arbitrage benefits . 
While there is still a level of 
reluctance to take advantage of 
lower cost overseas locations, with 
many organizations preferring to 
keep jobs local and operations close 
to the business where service quality 
can be more tightly controlled, 
some savvy Australian companies 
are choosing offshore locations to 
access talent and complement their 
existing business locations in Asia . 

We expect shared services 
operations to continue to evolve and 
transform in Australia – improving 
service quality, effectiveness and 
cost efficiency .  

China
Thanks to its available skills, scale 
and technology, China has long 
been a popular location for global 
and regional shared services 
centers operated by multinational 
corporations . Now we are seeing 
increasing numbers of domestic 
companies also looking to take 
advantage of shared services .

While China’s economic boom has 
increased costs for all operators, 
this does not appear to be hindering 
the growth of shared services in 
the country . Some operators – 
particularly domestic companies that 
do not require the foreign language 
skills provided by the traditional 
shared services hotspots of Dalian, 
Shanghai and Beijing – are locating 
their SSCs in smaller second tier 
cities such as Wuhan and Chengdu, 
which offer a good supply of talent 
and are less expensive . 

Indeed, cost reduction does not 
appear to be the main driver of 
shared services adoption in China . 
Rather the demand stems from the 
challenges of operating in such 
a vast country where there are  
significant regulatory, language 
and cultural differences between 
regions . A central shared services 
model provides both multinational 
and domestic companies with the 
means to establish consistency 
and control while they focus 
on capturing China’s growth 
opportunities .  

As for the future, with a key focus 
among China operators on the 
expansion and improvement of their 
SSOs, the country’s success as a 
shared services hub looks set to 
continue . 

India
India has been the undisputed global 
location for shared services for some 
time . Its shared services operations 
have historically taken the form of 
large, offshore subsidiaries of global 
multinationals set up to support 
countries outside of the region . 
Home to the second largest English 
speaking workforce in the world, 
India has attracted these MNCs with 
its abundant labour pool accessible 
at relatively low cost .

Now, however the shared services 
landscape is changing . As India’s 
own economy has boomed so 
have the fortunes of its domestic 
companies which, learning from 
the successes of the multinationals, 
are increasingly looking to take 
advantage of shared services . For 
these companies the shared services 
journey is just beginning .

While opportunities abound for 
India’s domestic enterprises, the 
thriving economy also presents 
challenges . Wage arbitrage has 
eroded, property costs have 
escalated in certain cities, and 
the competition for talent is also 
intensifying . This is driving an 
increasing number of organizations 
to choose smaller Indian cities over 
the large metropolitan areas – or, in 
the instance of the multinationals 
– to consider alternative cost-
effective locations such as the 
Philippines as a base for their shared 
services operations .
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Looking to the future, India’s 
ongoing success as a shared 
services hub will rest on its ability 
to continue serving the needs 
of MNCs while also answering 
the new local demand . 

Japan
Shared services in Japan has evolved 
much more slowly than in other 
parts of APAC . While most Japanese 
MNCs have local SSCs for their 
finance and accounting processes, 
they have yet to deploy the model in 
their overseas operations . 

Likewise, the use of offshore centers to 
serve their domestic businesses is not 
widespread . Not only is it a matter of 
language differences, the ‘jobs for life’ 
culture that exists in the country has 
limited its adoption . The potential costs 
associated with people redundancy 
can negate the potential benefits of 
offshoring for its domestic operations .

Japan’s ambivalence towards shared 
services may, however, be about to 
change . With IFRS adoption looming 
large on the horizon, Japanese MNCs 
now have the impetus to pursue 
standardized reporting on a global 
scale . Accenture therefore expects 
to see increasing numbers of these 
organizations beginning to extend 
the shared services model to their 
overseas operations . 

Korea
The shared services landscape 
in Korea is unique . Here, shared 
services organizations typically 
operate as subsidiaries of major 
conglomerates – the chaebol – and 
specialize in a particular function . 
Users are fellow subsidiaries within 
the conglomerate as well as external 
organizations . 

The way that the shared services 
model has evolved in Korea has 
led to it being fairly limited in 
scope, predominantly focusing on 
IT . As yet, we have seen relatively 
few companies expanding shared 

services into other areas, such as 
finance and accounting or human 
resources . Likewise, while cost may 
be a key driver of shared services 
use in Korea, offshoring has not 
gained real traction among Korean 
companies . Differences in language 
and culture weigh heavily and 
operators appear reluctant to take 
on those challenges for the sake of 
cost reduction .

The future, however, looks 
somewhat different . While the 
shared services model has evolved 
at a slower pace in Korea than in 
other parts of the region, that may 
be about to change in the face of 
advancing globalization . As Korean 
industry giants go global, there is 
a growing recognition of the need 
for greater operational efficiency 
to compete on a global scale . The 
shared services model offering 
the benefits of standardization, 
scalability and flexibility provides 
an obvious solution that Accenture 
is seeing an increasing number of 
Korean companies beginning to 
acknowledge .

Malaysia
While Malaysia is a newer entrant 
to the shared services arena than 
India and China, the country 
has quickly made inroads as a 
recognized, respected player . Thanks 
to favourable government policies, 
a stable political environment, 
competitive operational costs and 
widely-available English and Asian 
language skills (including Mandarin, 
Thai, Bahasa, Korea and Japanese), 
Malaysia has become a viable 
option for organizations looking to 
establish a single shared services 
center in Asia . It is however, not 
without its challenges . While wage 
inflation is contained and attrition 
rates are relatively low, a shortage 
of skills in key middle-management 
positions continues .

A number of organisations 
have considered Malaysia as an 
alternative or complement to 
India, China and the Philippines 

to diversify global operations . 
Moreover, increasing confidence 
in the country’s suitability as a 
shared services location, has led 
many organizations with SSOs 
there to extend rapidly the scope 
of services offered . Recent years 
have seen a move towards the 
set up of multi-function shared 
services centers as well as a 
migration to higher value activities, 
with a number of organizations 
choosing to co-locate their centers 
of excellence in Malaysia . 

It is also worth noting that Malaysia, 
as a leader in Islamic products and 
services, has become a center for 
Islamic business processing — such 
as banking and procurement .

Singapore
While Singapore is the regional 
hub for scores of multinational 
corporations, it is not known as 
a shared services location . The 
relatively high cost of doing business 
within Singapore has proven 
prohibitive for the transactional 
work of traditional shared services . 
It does however, support a small 
number of national based shared 
service centres . 

There is certainly a future for 
Singapore within Asia’s shared 
services landscape . Accenture 
has seen increasing numbers of 
organizations establish Centers of 
Expertise in Singapore that support 
tax, treasury and management 
reporting and complement their 
shared services centers in other 
lower-cost locations, such as 
China, Malaysia or the Philippines . 
Singapore’s highly skilled 
workforce, modern infrastructure 
and in particular, competitive 
tax rates, all contribute to an 
environment that offers significant 
advantages to organizations 
establishing sophisticated, 
higher-value shared services . 
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