COVID-19 AND
ITS IMPACT ON
SHARED SERVICES
DELIVERY MODELS
Analysis of the impact on Shared
Services operations in APAC Report

SPONSORED BY

- O P E R AT I O N S I N A P A C -

INTRODUCTION
For the past two months,
global economies
have been roiled by
the effective shutdown
imposed on business
operations – both as a
result of offices being
closed as well as supply
chains interrupted. The
impact has extended
to cash flow, with cash
collections a major
concern.

So, with Shared Services operating at the heart
of enterprise, how well is the model managing to
maintain operations?
The Shared Services and Outsourcing Network
has taken the pulse of the industry to highlight the
impact of the current crisis on service delivery;
find out how SSOs are navigating; and track future
plans.
The two leading strategies that emerge:
aggressively deploying Future of Work as a
solution, and “digitizing” service delivery though
automation.
This report highlights the results of the survey
based on respondents across APAC.

TIMELINE: WHEN DO WE
GET BACK TO NORMAL?
The question of business reopening is one plaguing the economies
of the APAC region, and their governments. Considering most
organizations have been operating under stringent conditions for at
least six weeks (and some even longer) the overriding sentiment as
of SSON’s most recent survey is that normal operations will not start
for at least another 3 to 6 months. Realistically, given that the survey
reflects Shared Services operations (i.e., business support services),
the actual underlying businesses may take even longer to recover.

How long do you believe your delivery operations
will be impacted by COVID-19 before you return to
some semblance of “pre-virus” operations?
Less than 3 months

23%

3-6 months

48%

6-12 months

19%

More than 1 year

8%

We will be impacted for
the foreseeable future

2%

8%
2%

23%

19%

48%
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HOW ARE SERVICE DELIVERY OPERATIONS IMPACTED?
Six weeks in, the primary
challenge for Shared Services
across APAC is around
managing a suddenly remote
and disparate workforce,
according to the survey.
Concerns around managing the
team as well as the mental and

physical state of employees
trump all other considerations
– including those that topped
the list only a month ago. Thus,
while limitations around system
bandwidth, infrastructure,
and networks are still critical
concerns across the region,

people issues are the priority.
Embracing the “new normal”
as far as the workforce is
concerned is now the single
most critical factor. Indeed,
nearly a third of respondents are
still struggling with simple staff
availability factors.

What is currently limiting your ability
to deliver shared services?
[multiple options chosen]
Challenges managing
remote teams

44%

Inadequate infrastructure
/ hardware

40%

Lack of system
bandwidth

39%

Mental and physical
health of employees

36%
32%

Availability of staff
Insecure networks

24%

Other

24%
10%

In terms of meeting their
requirements, Shared Services
across the region are managing
– just. While just over a third of
respondents from the region claim
to still be hitting all SLAs on time,
about 60% have either adjusted
SLAs, prioritized mission-critical
activities, or are missing SLAs
altogether. In terms of meeting
the business requirements, this
is a significant factor, and one
that will impact the ability to
continue to service the enterprise.
We already see this playing out
for roughly 20% of respondents
in terms of “back office service
delivery” experiencing significant
gaps. Another key concern is the
decline in collections (30%) –
the lifeblood for any enterprise.
Accounts receivable may, indeed,
emerge as a priority as Shared
Services regain their footing. 

20%

30%

40%

50%

Which of the following is your
most significant business
impact as a result of the
COVID-19 outbreak?
8%
2%
16%

30%

20%

23%

Decline in collections

30%

Supply chain disruptions

23%

Gap in ‘back office’ service
delivery/processing
capability

20%

Increased cost of operations

16%

There has been no impact

8%

Other

2%
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- O P E R AT I O N S I N A P A C Accounts receivable may, indeed, emerge as a priority as Shared
Services regain their footing.
It’s also interesting to see how volumes have changed across
different functional areas. The table below highlights – in terms of
no change, higher volume, and lower volume – where organizations
across the region have witnessed shifts. Thus we see IT and network
infrastructure and Customer Service experiencing significantly
more activity in the past month; whereas sales and marketing have
experienced a downturn

Which of the processes listed below have been
most affected by the crisis?
No change
14%

Higher volume

12%

28%

HR
24%

27%

23%

19%

IT / Network
Infrastructure
Support

9%

18%

16%

Industryspecific
processes
25%

20%

10%

Supply
Chain
42%

44%

25%

19%

10%

28%

IT Application
Maintenance /
Development
28%

26%

10%

19%
41%

30%

Logistics

17%

30%

33%

27%

Marketing

20%

Legal

34%
43%

36%

22%

21%

8%
37%

42%

Real Estate

Logistics

34%

16%
20%

21%

IT AND NETWORK INFRASTRUCTURE
ALONG WITH APPLICATION MAINTENANCE
[ARE] EXPERIENCING SIGNIFICANTLY
MORE ACTIVITY
4|

41%

30%

26%

Sales

N/A

18%

32%

34%

Customer
Service

31%

18%

Procurement

37%

14%

16%

27%

F&A

31%

Lower volume
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INTERVIEW WITH DARREN HAUSCHILD
MD, APAC, DIGITAL OPERATIONS MANAGEMENT, ACTIVEOPS

SSON: SSOs have been working remotely for the better part of two months now.
Our survey seems to indicate that remote work will likely form part of the future
service delivery model. What are some of the challenges organizations are experiencing?
Darren Hauschild: The most significant challenge to date is the lack of visibility or transparency over
work being done remotely. This is particularly important as volumes have been fluctuating wildly, so the
challenge for shared services leaders is to gain some level of confidence or certainty over the work being
done as team members juggle domestic distractions and workloads. One problem, for example, is that staff
might be working intermittently, and leaders are missing a critical level of insight regarding availability and
capacity. So, there is a need for intelligence based on data, to optimize capacity management.

SSON: How can technology solutions
fill this gap?

SSON: How does data support
improved work allocation?

DH: Technology is a critical enabler – but
performance is still about people. When we talk to
organizations it’s obvious that in the excitement
of automating work, the people factor has all
too often been overlooked. So, what’s needed is
transparency over the work that humans do, in
order to optimize it based on skills, availability,
and capacity. Our business grew out of the
realization that there was a lack of focus on
creating value in the back office. So, we came up
with a resource management software embedded
in an improvement methodology. The current
environment makes this solution very opportune.
Managers of remote teams need real time insights
around work in process, as well as the ability
to plan resources for the next week, based on
projected scenarios. We also have a skills matrix
built into the platform. It’s really about intelligent
workforce management, and the fact that most
shared services teams have been working remotely
over the past two months makes this absolutely
relevant.

DH: What’s interesting for shared services in
the current environment is that the data clearly
highlights performance constraints – for example
bandwidth challenges in some countries – so
leaders can reallocate work to other teams. This
ability to consider, in real time, available capacity
and skills so as to allocate work optimally is a
gamechanger in the current environment. One
of our clients recently told me the data was a
godsend to her, as she sought to maintain business
services continuity.

SSON: How do the tools work?
DH: The three core aspects that come into
play right now are based on tracking real time
workforce data – WorkiQ; planning and forecasting
on the basis of resource capacity – ControliQ; and
evaluating time-based work output, as opposed to
tracking tasks – Time Based Work. Insights can be
available within two to three weeks.

But it’s not just about work and time; it’s also
about measuring “diverted value adding, non-core
activities” and “downtime – time spent away from
the business.” Hours spent home-schooling, for
example. The importance of visibility is crucial – not
just the hours staff are working, but also where
they are working, so as to ensure they are not
“over-working,” because that is a real threat in a
home-based environment. Managing the balance
of where time is spent is even more critical in an
environment where leaders cannot see what is
happening and thus may find it harder to influence.
Our tools give them that visibility.  
The point is not to nail down workers but to
manage available time more efficiently. This
also means that spare capacity can be diverted.
For example, at the start of COVID-19, lower
business volumes meant more capacity, which
shared services were able to allocate to training
and development in order to improve skills. The
visibility highlights opportunities, which in turn
increase capacity and lead to better outcomes for
customers. 
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- O P E R AT I O N S I N A P A C The data can be individualized,
based on a specific resource,
or aggregated for teams or
countries. That allows for
comparison, but also drives
critical decisions around
allocation. And it provides
the control that’s needed
to run operations. The data
also recognizes the outputs
of individuals by linking their
efforts directly to their valueadd. Contrast this to the lack
of visibility where work is
tracked through Excel sheets,
for example, which is how many
organizations are currently
crisis-managing their way
through.
This workforce transparency
also showcases opportunities
for automation. RPA works best
for high-volume, simple tasks
– the kind that take minutes to
process, rather than hours. By
defining standards for prime
automation tasks based on
length of time and volume, the
tools easily highlight the best
opportunities for automation.
So, organizations can leverage
value where it is most important
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to them. For some it is
productivity and capacity, for
some CX and risk management,
and for others it’s about
professionalising the operations
skills of their leaders, as we offer
training accreditations.

SSON: “Control” has
emerged as a top benefit
for SSOs. How can we
exercise control in workforce
management?
DH: Control derives from
certainty. So, understanding
volume and task complexity
ensures SSOs have access
to the right skills for the work
planned next week. This
insight also tells you how much
variance or risk can be tolerated
before SLAs are missed or
penalties incurred. So, the
insights assure control.
For example, through Time
Based Work we can measure
the capacity to be able to
commit the required time to
new or current special projects
as well as identify who is best
placed to take on new urgent
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work, that just been received.
One option is also to
re-prioritise non-core work or
seek additional capacity.
Correctly managing capacity
– people and skills – means
you can commit to delivering a
positive customer experience. If
leadership can accurately plan
capacity for the week ahead
based on what they know, they
deliver a positive CX. But if, on
top of that, they can also build
in various alternate scenarios,
that differ from the projected
forecast, then as and when
these scenarios unfold the
resource plan is simply adjusted.
These adjustments, in turn,
feed into “variance meetings”
that evaluate what happened
compared to the original plan;
and these learning loops feed
improved planning projections
and put clients in control. So,
it’s about enabling active
management that looks forward
with control.
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HOW WELL DID BCP PLANS
STAND UP TO THE CRISIS?
Rarely have Business Continuity
Plans (BCPs) been tested to
the extent that they are now.
A key factor is that most BCPs
prepare for a vulnerability or
risk in a specific location – be
it an office building, a country,
or perhaps a region. Most risk
factors are based on political or
economic disruptions, natural
disasters, or power outages.
Rarely have global pandemics
figured prominently in BCP
considerations.
All that has now changed, of
course
The major challenges Shared
Services experienced in
executing their Business
Continuity Plans – apart from
insufficient time to transition
– were around workplace

considerations (30% of
respondents cite lack of
appropriate work environments).
Staff, though willing, were
suddenly left without access to
a conducive workspace. Kitchen
tables and bedrooms work for
the odd day off but not for what
is now, at least temporarily, the
new normal. Other concerns
were around connectivity and
security as well as infrastructure.
One of the most damaging
factors was the panic and
general hysteria unleashed by
COVID-19, respondents confirm.
This addresses the need for
pre-emptive, consistent and
reliable communications as
early as possible. That was nigh
impossible in this instance, but
all businesses should be better
prepared the next time.

THE MAJOR CHALLENGES
SHARED SERVICES
EXPERIENCED IN
EXECUTING BCPS WERE
AROUND WORKPLACE
CONSIDERATIONS

HOW ARE SHARED SERVICES PLANNING TO “RECALIBRATE”?
The million-dollar question for
Shared Services organizations
is how to learn from the
experience of the past two
months to build a more resilient
service delivery model. Indeed,
the findings indicate that
practitioners are well aware of
this challenge.
The short-term – or immediate –
solution for 61% of respondents
is to increase automation. The
thinking here is to lessen the
reliance on human workers
and to take advantage of
process automation capabilities,

including cognitive and artificial
intelligence, which leverage
automation’s reach. However,
what also emerges is that the
funds for investing in automation
are not readily available. While
36% of respondents across
APAC do currently have the
funds to invest in automation
and most are already doing
so, nearly half don’t – of which
many won’t for at least six
months.
Another critical consideration
is how to recalibrate the
underlying service delivery

model to limit some of the
vulnerabilities that have been
exposed. This has implications
for global footprints as far
as 55% of respondents are
concerned, who indicate
their plans to leverage an
increasingly “virtual” service
delivery model where location
is less important. A quater
of respondents also indicate
that their human resourcing
practices may shift towards
leveraging more gig workers or
agile teams.
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SUMMARY
While the events of early 2020 have no doubt shaken global markets, the truth is they will recover. Some
businesses may fall by the wayside, others will need to restructure significantly or reconsider their supply
chain in light of what has happened. Certainly, all will need to embrace the burning platform that spells
“business transformation.”
However, what emerges from this survey is that the Shared Services / GBS model stands strong. Indeed,
its key role has been underpinned by the experiences of the past six weeks. As a result, nearly a third of
respondents across APAC believe that the model will emerge “more important” in the future, and 30% see
Shared Services becoming increasingly digitized as a result of Covid-19.
Whatever path is taken, we can be sure that a redefined workforce, a new location strategy, and a
recalibrated service delivery model will become strategic priorities to ensure that global business
operations are protected from the worst fallouts of such global crises.

ABOUT ACTIVEOPS – MANAGE DIFFERENTLY
Since 2005, ActiveOps has been committed to helping organizations
improve their operational efficiency by helping managers and teams
deliver their best possible performance. ActiveOps provide cloud-based
software and services to meet the increasing market demand for back
office workforce optimization.

www.activeops.com
 @ActiveOps_Group
 ActiveOps

About The Shared Services & Outsourcing Network (SSON)
The Shared Services & Outsourcing Network (SSON) is the largest and
most established community of shared services and outsourcing professionals in the world, with over 140,000 members. Established in 1999,
SSON recognized the revolution in support services as it was happening,
and realized that a forum was needed through which practitioners could
connect with each other on a regional and global basis.
SSON is a one-stop shop for shared services professionals, offering industry-leading events, training, reports, surveys, interviews, white papers,
videos, editorial, infographics, and more.
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www.ssonetwork.com
 @ssonetwork
 Shared Services and
Outsourcing Network (SSON)

