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Why GBS must evolve 
now



3

GBS is at an inflection point. 
Advances in automation, data and artificial 
intelligence (AI) are challenging traditional 
service boundaries and raising a fundamental 
question:

Is the GBS model still strategically relevant? 

The evolution of GBS: Moving beyond cost to intelligent enterprise value



Leaving the past behind The promise

Redefining GBS

Cost efficiencies locked in on day one — and a 

lasting perception of “your mess for less.”

Little innovation, falling customer satisfaction, and 

no seat at the enterprise table.

GBS relevance is not diminishing — it is being redefined

From service delivery engine to agentic enterprise platform — end-
to-end process ownership combined with data, human experience 

and agentic automation.

The question is no longer whether GBS is relevant, but how far it can 

integrate to drive value with trust.
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Organizations continue to deepen their commitment to GBS

85% of businesses are 
committed to GBS 13%

are currently transitioning to a 
GBS model

14% 
are planning to transition to a 
GBS model in the next 3–5 
years 

23% 
are mature GBS orgs scaling 
value-added services

35%
are mature GBS orgs 
moving towards digitalized 
GBS enabled by digital tech 
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Customer experience that the 
business can feel end to end

Innovation and incubation at 
enterprise scale

Financial agility at scale, 

unlocking new areas of value

A workforce built to hire, 
develop and perform at a higher 

standard

GBS delivers value across multiple dimensions of the enterprise

▪ GBS-enabled organizations realize 
savings through hyper-automation 
and digital end-to-end operations.

▪ Scale, synergies and labor arbitrage 
convert efficiency into sustained 
financial agility.

▪ Working capital improvement and 
reduced value and revenue leakage 
release cash back to the business.

▪ Effective E2E process ownership 
provides transparency on employee 
activity.

▪ Greater standardization of core 
operational processes frees up 
resources for value-add 
activities/skills upgrades.

▪ Reduced risk of human error in 
service delivery and improved 
employee performance.

▪ Customer-centric E2E processes 
make interaction and service 
consumption easy, intuitive and 
fast.

▪ GBS-integrated technologies and 
enterprise applications improve 
customer engagement, 
collaboration and experience.

▪ GBS sits at the intersection of data, 
processes, technology and talent — 
well-positioned to take the lead on 
innovation and incubation.

▪ Scale allows solutions developed 
once to be rapidly deployed across 
markets and functions with minimal 
incremental investment.

3. Market enablement 4. Flexibility to scale1. Financial performance 2. Workforce evolution
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GBS continues to deliver efficiencies and cost savings, while advanced adopters are using the 
GBS model to drive broader value across the business

Source: EY-SSON, The State of Global Business Services in 2026 and Beyond

83%
Cost optimization

44%
Compliance

72%
Customer satisfaction

43%

41%
32%

27%

21%

21%

22%

19%

9%

Workforce optimization/
enhancement

Employee satisfaction

Risk 
optimization

Volume growth

Revenue 
improvement

Working capital 
improvement

Margin 
improvement

Talent incubator

15%

Growth 
(new markets)

Brand improvement

What value does GBS deliver to your enterprise?
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What is changing in 
GBS
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Five key trends are shaping the future of GBS

1 2 3 4 5

Flexible service delivery 
model

Expanding scope
Skills and workforce 

readiness
Expanded data 

enablement
Agentic AI

The model is shifting from a 

captive versus outsourced 
choice to a deliberate blend, 

mixing outsourced and in-

house capabilities.

Capability centers are being 

asked to own value-add and 
business-critical work, with 

Capability-as-a-Service 

accelerating standup of new 
centers.

Talent and capability 

planning must span the 
entire service delivery 
model, including BPO 

partners, making 
collaboration a shared 
capability imperative.

Advanced scope and 

autonomous execution 
depend on standardized 

processes and trusted data, 

making foundational 
transformation a priority for 

AI leaders.

Agentic AI is executing 

routine end-to-end 
processes across core GBS 
processes. The shift from 

assisted tasks to 
autonomous execution is 
where the next wave of 

value sits.
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Multifunctional 
shared services

First wave GBSShared services
Autonomous 

enterprise
Intelligent GBS

Transformation and hyper-automation on a global 
scale can be accelerated by GBS.

GBS-driven transformation requires critical 
investments in generative and agentic AI, chatbots, 
RPA and AI-powered ERP.

GBS top priorities for the next 5 

years are:

92% Cost cutting and efficiency

71% Service excellence through improved 
customer experience

65% Digital, automated platforms through 
agentic and generative AI (GenAI)

57% Enhance effectiveness

53% Strengthen compliance

40% Agility and organizational flexibility

GBS maturity progression

Digital GBS

Single function, mainly 

regional

Two or more functions Multifunctional, global 

governance, consistent 
service management 

framework

End-to-end digital 

process automation; 
digital service 
management;

process, service and 
solution ownership

AI-Enabled, customer 

focus, E2E services and 
experiences, intelligent 

automation 

New 
S-curve

Legacy S-curve

GBS strengthening 

the foundations

GBS activating 

bold new ideas

Focus on building scale

Agent-based 

operations, goal and 
outcome-oriented 

service delivery and 

management

GBS becoming an agentic, outcome-driven 

enterprise platform

GBS is entering a new S-curve driven by AI and autonomous operations, unlocking a new frontier

Source: EY-SSON research
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The path to scaled value starts with strong operating foundations

Organizations that successfully expand GBS scope and 

deploy agentic capabilities do not start with bold ideas 
alone. They first build foundational capabilities that 

make scale, trust and outcomes possible.

Operational excellence management 

system

Continuous improvements execution 
embedded in daily operations

Service portfolio and catalog

Clear definition of services and service 
management capability

Global process and 
solution leadership 

End-to-end accountability for 
simplification, measurability and 

automation

Data, insight, performance 

management and value capture

Shift from activity metrics to outcomes

Customer engagement and 

experience management

Structured interaction, feedback, 
escalation and satisfaction measurement

Governance, controls and risks

Clear distinction between GBS operations 
and transformation efforts and scalable 

controls)

Why it matters

These foundations enable 
leaders to:

▪ Confidently test and scale 
new scopes

▪ Pilot agentic and AI use 
cases responsibly

▪ Expand into higher-value 
domains

▪ Build and maintain trust 
with the business as 
complexity increases

The foundations

Source: EY research, 2025
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91%

70%

57%

55%

52%

45%

40%

35%

34%

34%

32%

23%

19%

17%

15%

13%

11%

10%

9%

7%

Finance & Accounting

Human Resources

Procurement

Master Data Management

IT/Technology Services

Digital & Automation

Financial Planning & Analysis

Supply Chain

Tax

Analytics

Sales & Customer Operations

Legal & Compliance

Marketing & Digital Operations

Facilities Operations

Real Estate Operations

Engineering

Other

Maintenance

Central user services

R&D

Which services does GBS provide to the enterprise?

Source: EY-SSON research

Which transformational capabilities are in scope today or within 18 months?

75%

44%

44%

41%

34%

21%

14%

Continuous Improvements /
Operational Excellence

Automation-as-a-Service
offered to the Business

Change Management

Program Management

Innovation

ESG Reporting

Others

GBS growth is shifting from transaction processing to enterprise enablement

Areas of significant growth Established core scope (50% and above)

Moderate adoption (20% to 45%) Limited adoption today (under 20%)

GBS is evolving from a delivery mechanism to a true 
enabler of transformation 
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Current signals across LATAM suggest the value proposition is broadening beyond cost alone

Sources: SSON Research & Analytics; Auxis; EY-SSON, State of the Shared Services and Outsourcing Industry 2026; JLL; Inter-American Development Bank; Everest Group, GBS Data Book 2025; LARM Group, 2026

90%
of GBS leaders operate in LATAM or 
plan to within three years

40%–60%
typical savings vs. fully-loaded US cost 
of employment

~US $78b
projected nearshoring upside for the 
region (IDB estimate)

96%
of LATAM shared services centers plan 
to expand or maintain services

Current state of GBS in Latin America

▪ Nearshore has shifted from a cost play to a strategic extension of the global footprint — 

same time zone collaboration, bilingual talent and geopolitical risk mitigation.

▪ Delivery is concentrating in Mexico, Costa Rica, Colombia and Brazil, with Chile, Panama 
and Guatemala emerging; Argentina is constrained by cost of doing business and inflation.

▪ Scope is broadening beyond transactional finance into analytics, customer experience, IT 

and end-to-end process ownership.

▪ Confidence is high: satisfaction is driven by real-time communication, talent quality and 
continuous improvement.

Key trends shaping the LATAM agenda

▪ The scale gap: demand for services is outpacing budgets, headcount and technology 

maturity.

▪ AI moves past pilots: GenAI, intelligent automation and analytics are the leading 
investment priorities.

▪ The cost base is rising: LATAM currencies gained 15% to 23% on the US dollar in 2025 and 

wage inflation is lifting the floor, so arbitrage alone no longer carries the case.

▪ Agility is the differentiator: 54% of growing LATAM centers rank organizational agility a 
top priority.

▪ The bottom line: build GBS as a strategic capability, not a cost play. Scope, talent and 
technology decide the value case, with 65% already investing in agentic and generative AI.

Key highlights

Mexico
Scale + deepest US integration

Costa Rica
Mature, life sciences and finance

Colombia
Fastest-growing services hub

Brazil
Largest domestic market

Chile / Panama
Stable, business-friendly

Argentina
Talent-rich, cost-constrained



The evolution of GBS: Moving beyond cost to intelligent enterprise value14

Agentic AI in GBS
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From service delivery to agentic 
enterprise platform
Outcomes orchestrated across functions, platforms, 
data, controls and partners.

From FTE-led operations to human-
owned, agent-operated work
Blended human and digital workforces: people set intent 
and own accountability, agents execute.

From siloed automation to 
intelligent engagement and end-to-
end agentic workflows
Conversational, agent-led engagement and autonomous 
operations across the value stream.

From data and reporting to 
knowledge and intelligence 
infrastructure
A real-time intelligence layer: predictive insight, early 
warning, proactive intervention.

From service level agreement 
reporting to outcome-centric 
performance
Success measured in business outcomes: cost-to-serve, 
cycle time, experience, resilience.

1

2

3

4

5

From reactive controls to embedded 
trust and governance by design
Responsible-AI guardrails, accountability and auditability 
built into every agent.

6

The six defining shifts of agentic GBS

Six shifts turn GBS from effort-based delivery to outcome orchestration

▪Agentic GBS is a new 
operating model, not a 

technology upgrade.



The goal is not zero humans. The goal is zero unnecessary human effort
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Start from 0

Define the required 
outcome first and  rebuild 
the workflow backwards. 
Remove unnecessary 
touchpoints, handoffs, 
rework and reconciliation. 

Add Control

Embed policy, compliance, 
auditability and 
Responsible AI into the 
workflow with guardrails 

agents can execute and 

explain.

Add Insight

Use agents to detect 
signals, recommend 
actions and improve 
decisions.

Add Judgement

Bring humans back where 
ambiguity, risk and 
enterprise trade-offs 
matter.

Design for Zero This isn't about automating the old model — it's about redesigning GBS 
from the ground up with AI as a native capability.

Operational Excellence creates the discipline to ‘Design for Zero’

The evolution of GBS: Moving beyond cost to intelligent enterprise value



Four reinforcing levers: from cost to growth and experience
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Efficiency levers Insight levers Growth levers Experience levers
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s Agents execute work end-to-end, 

removing manual effort and 
handoffs.

Agents turn operational data and 

knowledge into early signals and 
recommendations.

Agents take on new scope / 

volumes and orchestrate 
outcomes without adding 

capacity.

Agents read intent to create 

intuitive, personalised 
interactions for internal and 

external customers.
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e
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a
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+ Lower cost-to-serve

+ Higher productivity

+ Faster cycle times

+ Less error and rework

+ Earlier intervention, faster 

diagnosis

+ Reduced value leakage

+ Improved forecast accuracy

+ Better use of scarce capacity

+ Growth without linear FTE 

growth

+ Broader service portfolio

+ Faster onboarding of scope

+ Clear GBS link to value creation

+ Higher self-service adoption

+ Faster resolution, fewer 
escalations

+ Consistent experience across 

channels

+ Higher satisfaction and trust
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Agentic AI transforms FP&A with faster cycles, embedded controls and real-time insight

AI-driven planning and forecasting — eliminating manual data work and delivering real-time insight

People-led

Stage 1: Data aggregation and prep

▪ Pulled manually from ERP, CRM & HRIS into 

spreadsheets
▪ 60%–70% of time cleaning & reconciling data
▪ Hierarchies updated manually per new product or 

BU

CONTROL GAP

No completeness check — validated manually across 
disconnected systems

Stage 2: Budgeting and forecasting

▪ Budget inputs chased by email and spreadsheet

▪ Days lost fixing formula errors in Excel models
▪ Rolling forecast infrequent and unreliable

CONTROL GAP

Assumptions unenforced — each BU applies different 
logic, no audit trail

Stage 3: Variance analysis and reporting

▪ Variances calculated manually at month-end

▪ Line-by-line drilling for root causes
▪ Static decks stale by presentation time

CONTROL GAP

No consistent threshold — variances flagged 
subjectively

Stage 4: Scenario modeling and business 
support

▪ 2–3 rigid what-if scenarios; models too slow

▪ Slow ad hoc analysis turnaround
▪ Backward-looking reports; no forward insight

CONTROL GAP

Models not auditable — no versioning or assumption 
record

~2–3
weeks

cycle time

HUMAN EFFORT

Data wrangling
Manual calcs

Report building

AI-led

Agentic future state

Stage 1: Autonomous data foundation

▪ Data Agent — Auto-ingests and validates from all 

source systems
▪ Master Data Agent — Maintains hierarchies; flags 

new mappings

▪ Anomaly Detector — Flags reconciliation issues on 
each refresh

CONTROL EMBEDDED

Data validated before ingestion; completeness logged 
each refresh

EXCEPTION & OVERSIGHT

▪ Automation Analyst — Reviews data quality 
exceptions agents couldn't resolve

Stage 2: AI-driven planning and 
forecasting

▪ Predictive Forecast Agent — Generates ML 

baseline; identifies key drivers
▪ Planning Orchestrator — Drafts budgets from 

strategic targets; ready for review

CONTROL EMBEDDED

Assumptions locked in system; BU overrides require 
justification

EXCEPTION & OVERSIGHT

▪ Automation Analyst — Approves AI-proposed 
adjustments on high-value items only

Stage 3: Continuous analysis and insight 
generation

▪ Analysis Agent — Quantifies material variances in 

real-time
▪ Driver Agent — Root-cause narrative for 

performance changes

▪ Visualization Agent — Live dashboards; self-
service drill-down

CONTROL EMBEDDED

Thresholds enforced; variances logged with root-
cause narrative

EXCEPTION & OVERSIGHT

▪ FP&A Manager — Shifts to advising; uses AI 
insights to shape strategy

Stage 4: Dynamic scenario planning and 
strategy

▪ Scenario Agent — Models scenarios via natural 

language
▪ Briefing Agent — Synthesizes outputs into an exec-

ready summary

CONTROL EMBEDDED

Every version stored with assumptions; full history 
maintained

EXCEPTION & OVERSIGHT

▪ CFO — Queries the system for risks, opportunities, 
and strategy

<1
day

cycle time

AGENT-LED

Automated ingestion

AI forecasting
Live dashboards

Key benefits Real-time insight Faster cycle time Better forecast accuracy Smarter decisions



The evolution of GBS: Moving beyond cost to intelligent enterprise value19 28 September 2026

Agentic AI closes the gap between task automation and autonomous process execution

of AI projects have managed 
to bring expected returns

Only 15%
for AI use cases — which 

is significantly lower 
than expected

4% ROI
Key reasons

Fragmented automation

Most AI projects do not 
integrate well with end-to-end 

enterprise processes across 

applications

Lacks context 

Lacks nuance and context of org’s 
complexity across process and 

systems

No strategy to scale

Holistic strategy to manage 
demand, supply and skill 

building is lacking

Bridging the automation gap

20% judgement 
based activities 80% rule based, repeatable activities

Digitization/automation potential of processes – “the expectation” 

Human Robotics (Robotic Process Automation)

20% judgement 
based activities

Digitization/automation potential of processes – “the reality” 

Human AI agents

50% addresses end-to-end processes 
automation needs, powered by AI

30% rule-based 
repeatable activities

Robotics 
(Robotic Process 

Automation)

Agentic AI is the next paradigm of AI-led automation
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Four decisions now determine whether agentic GBS scales or stalls

What role will GBS play? | How will work be redesigned? | What must be trusted and scalable? | How will value be delivered?

4. Decide how to scale & run it3. Lock agentic foundations2. Make design choices1. Confirm the north star

Ambition and scale
Strategic enterprise 
transformation platform vs. faster 

service provider

Value delivery
How will the board recognize GBS 
value?

Experience
Consumer-grade experience vs. 
efficiency-led operations

Workforce and 
accountability
Human-owned, agent-operated 
work vs. traditional role 

ownership

Process reimagination
Design for zero vs. automate 
current processes

Value-stream ownership
End-to-end orchestration 
through GPO model vs. 

functional accountability

AI ownership
GBS-owned AI deployment, risk 
and outcomes vs. fragmented 

ownership across functions

Technology and ecosystem
Single enterprise platform vs. 
best-of-breed ecosystem

Data and knowledge 
foundation
Own and curate the data, policy 
and knowledge assets agents 

need vs. wait for enterprise 
readiness to scale

Risk, control and trust

Human oversight by default vs. 

intervention by exception

Build vs. partner

Capabilities to build internally vs. 

buy, partner, co-create at speed 
and de-risking

Seven layers Processes IntelligenceCustomer Workforce AI-native foundation Systems of recordTrust
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Leading GBS organizations are taking a strategic role in AI adoption

What is GBS's role in AI transformation solution deployment 
across the enterprise?

Source: EY-SSON research

How much does your GBS model rely on a Partner 
ecosystem?

43%

21%

13%

12%

11%

GBS is a co-owner – we collaborate 
with IT to deploy AI

GBS is a passive recipient – AI is 
deployed by IT or business units

We have not yet defined this role

GBS is building and operating AI
capabilities as-a-service to the

enterprise

GBS is the primary accelerator – we 
drive AI adoption across functions

31%

28%

25%

14%

2%

Selective; partners for specific transformation
projects

Moderate; ongoing partnerships in several
capability areas

Significant; partners are integral to our
operating model

Minimal; we operate primarily in-house

Ecosystem-led; external partners co-operate
core GBS functions
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EY  |  Building a better working world

EY is building a better working world by creating new 
value for clients, people, society and the planet, while 

building trust in capital markets.

Enabled by data, AI and advanced technology, 

EY teams help clients shape the future with confidence 
and develop answers for the most pressing issues of 
today and tomorrow. 

EY teams work across a full spectrum of 
services in assurance, consulting, tax, strategy and 
transactions. Fueled by sector insights, 

a globally connected, multidisciplinary network and 
diverse ecosystem partners, EY teams can provide 
services in more than 150 countries 

and territories.

All in to shape the future with confidence. 
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