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Some Key Questions:

1. What are Shared Services?

2. Why are They Important to the U.S. Federal Government?

3. What are Some Best Practice Examples of Shared Services?

4. What are the Activities Related to Shared Services?

5. What are Some Suggested Next Steps for Shared Services?

1. What are Shared Services?

Shared services is an organizational form in which common functions across a number of departments/agencies are consolidated and undertaken by a specialized agency/service delivery center (1).
2. Why are They Important to the U.S. Federal Government?

The United States federal government hopes to save more than $5 billion over the next 10 years by moving to a shared services model for financial management and human resources (2) This is a fairly modest amount when compared to the roughly $50 billion per year that is spent annually on IT alone by federal agencies.

Most of the current arguments favoring increased use of shared services by governments have centered on achieving cost efficiencies, improved customer service and enhanced process efficiencies. 
A recent  paper provides a number of other reasons that make shared services a very attractive option for governments and also suggests an evaluation mechanism that can help shared services become a strategic tool for transformation in the public sector (1).
Figure 1 depicts the evolutionary curve in the initiatives aimed at improving agency performance in the recent paper cited earlier (1). Phase 1 is marked by “point improvements” in processes and in integrating processes, both enabled by application suites such as Enterprise Resource Planning packages. These initiatives very seldom

cross the boundaries of departments (and often the agencies of a department) and as a consequence, it is apparent that the benefits are reaching a plateau. The cited paper (1) places the current initiatives as being in Phase 2 of the evolutionary journey. Breakthrough improvements (Phase 3) can be achieved not only by taking a cross-organizational view but by actually consolidating services across multiple agencies. The cited paper (1) also suggests four strategies as follows: Strategy one - A product/service-centered shared services center; Strategy two - A customer-centric shared services center; Strategy three - A layered shared services model; and Strategy four - common technology strategy.
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The cited reference (1) concludes that “Governments need to take a holistic view of shared services and consider its potential as a strategic tool to drive fundamental transformation and provide answers to fairly intractable problems” and if they do, some of the strategic outcomes include the following:

1. Mitigating the operational risks posed by a rapidly aging workforce.

Consolidating fragmented and smaller teams of knowledge workers in departments into a centralized, highly leveraged pool through the creation of a shared services Center of Excellence (CoE).

2. Creating a more acute value-focused culture.

A transition from a “doer” to a “buyer of services” breeds better managers a service-oriented and client-focused culture emerges throughout the organization.

3. Fostering innovation and operational excellence.

The environment of a services market, driven by internal competition among multiple shared services centers of excellence creates a powerful incentive for continuous improvements.

4. Introduction of new technologies and commercial approaches.

The commercial risk-based approaches to debt collection used at British

Columbia Revenue Management (see Section 3 Best Practices Example), would not have been viable had its implementation been restricted to each of the individual revenue collection agencies. It is only when a critical mass was reached through the consolidation of the various revenue types did the implementation of these tools and techniques become a realistic proposition.
3. What are Some Best Practice Examples of Shared Services?

The recent paper provides a best practice example entitled “Enhancing customer service in British Columbia” (1):
“In Canada, the British Columbia Ministry of Small Business and Revenue wanted to make a change. Its workload was increasing, its efforts were decentralized and it was challenging to provide consistent practices across the province’s 40 revenue-generating

programs. Accordingly, the British Columbia government established centralized responsibility for revenue management under the Ministry of Small Business and Revenue to achieve their vision for a Center of Excellence for cross-government revenue

management practices. To assist in achieving this vision, the ministry embarked on a competitive process to seek a private sector partner; the result was the selection of EDS Advanced Solutions Inc., a wholly owned subsidiary of EDS Canada, as their private

sector partner.

EDS Advanced Solutions began operations on December 6, 2004, and transitioned the employees and contractors who were providing account management, billing, remittance and payment processing, non-tax collections and information technology services. In June of 2005, EDS Advanced Solutions moved all of their operations to a state-of-the-art facility that provided for new telephony infrastructure, helping to dramatically improve customer service, streamline services and achieve many performance metric improvements. Timely and comprehensive performance reporting and governance tools have also made performance management easier.

The 10-year agreement between EDS Advanced Solutions and the ministry will generate significant financial and customer service benefits for British Columbia through more efficient practices and a greater focus on improved revenue realization for programs

within the scope of the effort. The transformation of business operations and application of industry-leading practices and supporting technologies will produce significantly improved customer service benefits.

By mid-2006 a new SAP-based, Revenue Management System (RMS) will be implemented to manage the revenue processes for in-scope programs. Over time, the Ministry of Small Business and Revenue and EDS Advanced Solutions plan to extend the RMS solution to more of the province’s revenue-generating programs. With these improvements, the ministry and EDS Advanced Solutions are on track to achieve the $380 million in financial benefits for the province over the life of the contract, and they have already achieved considerable customer service improvements for the citizens of British Columbia through this successful shared services partnership.”
4. What are the Activities Related to Shared Services?

The CIO Council’s Architecture & Infrastructure and Best Practices Committees have formed the Joint Task Force on Service-Oriented Architecture (SOA) which will conduct a Town Hall on SOA Management Strategies at the ArchitecturePlus Seminar on December 19, 2006 (3). 

The Joint Task Force on SOA brings together the AIC Subcommittees (Data Architecture, Emerging Technologies, Governance, and Services), the Best Practices Committee Communities of Practice (especially the SOA CoP, Enterprise Process Improvement CoP, and the Knowledge Management CoP) and multiple Standards organizations to produce a Practical Guide to SOA Implementation (4).

The SOA CoP has outlined a maturity model for SOA that includes Shared Services as the first step (5). The three phases of that maturity model are: Shared Services-to-Web Services-to-Semantic Services.
5. What are Some Suggested Next Steps for Shared Services?

In order to realize the full potential of shared services, governments need to make a more thorough evaluation of the shared services options and lay out more granular strategies for shared services implementations (1).

The Joint Task Force on SOA will work on this and other aspects of Shared Services and it will be on the agenda of the upcoming January 23rd, 2007, Collaborative Expedition Workshop where all are invited and encouraged to attend and contribute.
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