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Introduction: The 2012 Public Sector and
Education Shared Services Summit
lot has happened since the first shared services summit was held at harvard
Kennedy school in 2008.
and the long-term impact of a global economic and social shift. Compounding the global dynamics are the challenges and

pathway to transformation.
Over years of Shared Services Summits, leaders have advanced swiftly on their journeys. Early on, participants learned about and
assessed the potential of shared services in government and education to meet future demands. Now leaders are delivering real value.

A glimpse at past Summit presentations shows the impact:
• The United States Department of Health and Human Services Shared Services Center is delivering 60 service and product lines
and approaching $1 billion in revenues.
• In Ontario Canada, leaders are realizing $1 billion in annual savings while pursuing game-changing innovations such as
environmentally sustainable technology and procurement.
• In higher education, Yale University is preparing for growth and maturity through its new Business Services Center and is realizing

more than $4 billion in accounts payable transactions.
• The Republic of Kenya, a country of 41 million people, is forming a new democracy and positioning collaboration and shared
services as a pillar of its new government.
implementation highlight the different pathways to transformation:
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• Gaining Stakeholder Support: When visioning and launching a shared services initiative, an array of legislative, union,

• Managing Service Lines: From start-up through growth of a shared services enterprise, multiple pathways are open for

• Collaborating Across Boundaries: While launching and growing a shared services initiative, different pathways are presented
understanding of the politics and policy of structuring cross-boundary business models.
• Measuring and Managing Performance: Throughout the stages of shared services, multiple pathways of measuring,
managing and communicating results can be utilized to ensure high-performance service levels and build a predictive and proactive

Pathways to Transformation.
to Transformation. This paper will help public sector and education leaders envision a transformation journey for their organizations
and realize their vision through concrete actions. To inspire and guide efforts, the paper couples insights and cases from the Shared
Services Summit.
Hosted by

The 2012 Shared Services Summit

In Collaboration with
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Shared Services Horizons of Value
and strategic insights that will guide you along your shared services journey.

level and reporting on service effectiveness to its customers or “clients.”
Shared services and collaborative business models can be applied across the traditional jurisdictional boundaries within which we

higher education communities, school districts, cities and counties.

prescription, but rather a guide that can help leaders plan a shared services journey.
• Horizon One – Visioning: The leadership team is
mobilizing a value-oriented service portfolio, business model
and governance.

Innovation in
Organizational Model

• Horizon Two – Launching: Leadership is pacing the
portfolio.

Sustaining

• Horizon Three – Growing: Leadership is balancing scale
and adoption with innovations in service and governance.
• Horizon Four – Sustaining: Leadership is guiding the
collaboration in creating new forms of value and enabling
transformation.

Growing

Launching
Progressing through the maturity levels is feasible for most,
implement the new possibilities and to create a high-performance
environment.

Visioning

Innovation in
Technological Model

The 2012 Shared Services Summit
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Case in Point: Commonwealth of Massachusetts
For a number of years, Massachusetts has been
a model for effective IT consolidation and
improvement. Now, the Commonwealth is leveraging

Innovation in
Organizational Model

resources services.

Transformation
in Capacity

Sustaining

Growing

action item when visioning and launching shared services and
across their agencies in order to have the support they needed
to move toward a shared services model.

Launching

communicating both what the plans are and also what our
driving engagement through every level,” says John Glennon,
Deputy CIO, on plans associated with this effort. This
engagement is critical for both near and long-term adoption.

Visioning

Innovation in
Technological Model
Horizon One – Visioning: The collaboration and shared
services leadership is actively assessing the potential of
deploying a shared services start-up. At this horizon leaders
are solidifying a partnership and securing support for
concerted action. The focus of their work is on projecting
the value and feasibility of collaboration and shared services
through a robust benchmarking, cost, risk and return-oninvestment analysis. Complementing and packaging the
analysis is a strategic plan and governance framework that
ensures high-performance service delivery. Ultimately, the
goal is to clearly articulate a value proposition, choose a
portfolio of initiatives and produce a sound strategy and
business plan with executive sponsorship and support
from executive and legislative officials, unions and external
stakeholders. Key actions and competencies at this level
include:
• Securing Value (portfolio) and Executive Sponsorship
• Developing a Strategic Plan and Governance Model
• Choosing a Business Model and
Service Delivery Framework
• Preparing for Implementation and Change

6

system and have project managers gather implementation
recommendations directly from the staff. In addition to
levels, the core project management team also underwent a
comprehensive review of the available options. “From the
human resources business side, what was critical, was before

needed for the project.
of how processes were historically managed. They realized
that some 600 people were involved with managing time and

Pathways to Transformation

Left to right: John Glennon, Deputy Chief Information Officer; Paul Dietl, Chief Human Resources Officer; Martin Benison,
Comptroller, Commonwealth of Massachusetts

attendance through the current system, spending more than 450,000 hours annually. Under shared services, the Commonwealth
would be able to bring that number down to 200,000. Providing transparency and communicating the value from sharing services has
been important in gaining buy-in and resolve, Dietl notes.

a greater level of maturity before any elected leadership changes. This process is also helping to manage any threats to operational
funding that may arise as a result of budget shifts affecting the Commonwealth.

The 2012 Shared Services Summit
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Launching

Launching Shared Services: Indiana University
and the University of Texas
As private sector and public sector organizations
have realized performance gains from shared
services, higher education institutions have taken
note. In fact, the number of educational institutions attending

Innovation in
Organizational Model

Transformation
in Capacity

Sustaining

Growing

discussed their initiatives to use shared services as a means of
large, multi-campus, multi-city education systems.
Kennedy led the effort to implement shared services for
the student services branch of the university system. Within
Indiana University, student services incorporates admissions,

Launching

Visioning

110,000 students that attend Indiana University, spread across 8
campuses and comprising 19,000 staff members.
Innovation in
Technological Model

Horizon Two – Launching: The collaboration and
shared services initiative has a defined portfolio, business
and implementation plan and is in start-up mode. At this
horizon the collaboration and shared services initiative
is firming and launching the portfolio of services and
innovations. Strategically, the primary objective is to
build-out the business models of the collaboration and
execute the strategic plan and governance model to
ensure buy-in and resolve. Operationally, the enterprise
is working to stage and roll-out its first portfolio of
services to its customers via a well-planned migration
and implementation plan. Leadership of the organization
is also training the workforce on new processes and
business practices and rolling-out a systematic set of
change management and communication actions with
all stakeholders. Key actions and competencies at this
level include:
• Launching the Business and Service Model
• Implementing the Service Portfolio
• Creating a High-performance Culture and
Organization
• Managing Change and Communication
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recent Shared Services Summit, representatives from both

and their base of cross-university system users to implement
a multi-phase shared services program. The goal is to
operating budget.

the landscape of the university student services system,
available. This initial audit showed that with shared services, the
university would be able to realize an immediate savings of $7.7
million, with an additional $4 million in future savings.
“The University has eight campuses and thus we have

the current service level across all eight campuses is relatively
the same, the way each university staff gets there varies widely
system and student services.
university-wide socialization into what implementing shared
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Left to right: James Kennedy, Associate Vice President, Student Services and Systems, Indiana University; Richard St. Onge,
Associate Vice Chancellor, Office of Health Affairs, University of Texas System

Listening was pivotal as many people reacted strongly to the change, worried over potential job loss as well as having to learn
the current process.

and operation.

when their initial plan was approved by the local board of Regents.
18,000 faculty and an additional 68,000 staff. The system also has the added geographic challenge of being spread over an area that
For St. Onge, implementing shared services goes beyond realizing simple cost savings and into realizing the time and process

project-oriented, opting to implement shared services based on responses from individual campuses within the system that are then

more established and a standardized governance structure is in place, the process should smooth out.
system. He hopes that this will improve communication, collaboration and processes across jurisdictions and institutions. He is
broader project.

St. Onge says.

The 2012 Shared Services Summit

9

The Sharing Economy:
What Can Be Learned
from Zipcar?
As governments around the world work their
way out of the financial crisis, one thing is
certain: Sharing resources, functions and services
is becoming the new normal. This is even truer in
has spawned a new type of customer who prefers buying
facilitates single-day home rentals, to Uniiverse, which enables
individuals to share everything from power tools to accounting
services, peer-to-peer sharing and an ethos of collaborative
consumption is on the rise.

• Consumers can “get wheels when they want them” and

• Zipcar can leverage economies of scale to spread the cost
earning revenues that sustain the enterprise.

more sustainable environment.

sharing company, runs a web-based platform that facilitates the

The + Factor
Deeper: New capabilities to
coordinate and share strategic
or customer-facing services as
well as non-strategic backoffice services.

In the sharing economy, government and education
can generate more efficiency and effectiveness
through new models of shared services:

Customer-Facing
“Front Office”
Services

Multiple Domain
Cross-Jurisdiction
Sharing

One-Domain
Sharing

Organizational-Facing
“Back Office”
Services

Wider: New capabilities
to create, procure/produce
and deliver services across
organizational and
jurisdictional boundaries.

The “Plus Factor” is copyright 2012 by Antonio M. Oftelie.
The Zipcar logo and company name is trademarked and copyright protected by Zipcar, Inc. All rights reserved..
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Despite the growth of the sharing economy in the private

wider” opportunities for organizations to share:

Dan Curtin,
Vice President of Operations and
Service Quality, Zipcar

for Zipcar noted at the Shared Services Summit that current
possible. “We can now connect assets seamlessly in ways we

decision not to purchase a car or actually made the conscious
decision to sell a car. We see people selling their cars in favor
of car sharing every day. So it is real, it does happen.”
in government and education, Zipcar can provide several

scalable as Zipcar now has more than 700,000 members
worldwide, sharing 10,000 cars. Yet adoption of the sharing
created to leverage new ways of sharing both deeper into
operations and wider across organizational boundaries.
members,” says Curtin.
Zipcar reinforces this community and sharing ideal with
robust customer service and an intense focus on building trust.
If a car has a mechanical problem, or is in an accident, or if
the member simply wants to add time to their reservation,
immediately. These sensitive “moments of truth” build trust
and community across the “Zipster” community and increase
adoption and sharing. For government and education settings,
this customer-centricity and trust-building is even more critical,

the cultural and behavioral changes necessary for sharing
services.
• Identify assets, resources, systems and tools that are ripe for

to successfully building trust and buy-in across a sharing
community.

a customer for certain services and providing customer service
for other services.
Underpinning the sharing economy is cost savings, and
members, they spend about 6 percent of their income on
transportation versus 19 percent of their income for car

The 2012 Shared Services Summit
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Growing
Growing Shared Services: The Texas Department
of Licensing and Regulation
It’s said that “A crisis is a terrible thing to waste,”

Innovation in
Organizational Model

action when his department launched shared services.

Transformation
in Capacity

Sustaining

organizational shift that started when the state legislature
mandated an and end to all funding for the department or
the time, TDLR was failing to meet important functional
objectives and was losing money each year. Something had to
change, and Kuntz was brought in to pursue a turnaround.

Growing

Launching

Visioning

there was no money coming in for the late fees for elevator
inspections,” he says. “I had a report that showed that we had a
Innovation in
Technological Model

Horizon Three – Growing: The collaboration and
shared services enterprise is up and running, has
operational experience and is actively extending and
scaling its services. At this horizon the collaborative
business model has operational experience with a
portfolio of services. Strategically, the business is focused
on balancing service adoption and scale with incremental
innovation. Operationally, the business actively uses
metrics and measures to adjust governance and service
management. Additionally, the organization and
partnership is developing and moving to a commercially
oriented and performance-based culture that is adept
at designing and rolling-out new processes and services
based on customer input and demand. Key actions and
competencies at this level include:
• Scaling Service Adoption and Operations

services. “We changed things around and solved a lot of those
types of problems to bring in the revenue that we needed.

months.
for streamlining and sharing services. This was no easy
shared services implementation, the TDLR sought to better
align organizational goals and customer service in addition to
The twofold goal of improving services while gaining

• Designing New Processes, Standards and Services
• Adapting Governance and Partnership Structures
• Measuring Value and Outcomes
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services program. For every service TDLR provides they review
potential business models through both the customer service
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licenses issued each by the Department was helpful in achieving
the critical mass needed to implement shared services. Because
the number is so large, the Department was able to outsource
the manual process of issuing license cards and realize the
savings in terms of increased staff productivity on customerBeyond processes, Kuntz has progressively eliminated all
functional areas so that the Department collaborates more
effectively, raising the morale and broader engagement of the
needed to continually move forward. “One of our core values
is open and free communication. That open communication
with our functional model,” Kuntz notes.
Open communication has also been important as the
Department integrates other licensing agencies under its shared
services umbrella. Staffers at those agencies are assured that
their jobs will get better, not worse, and that they will have an
that the employees coming in are not left out, that they have
a real shot at becoming employees of the new agency, and our
absorbed are hired by us,” he says.
ensuring that processes are standardized and align with the
goals. “What happens with that standardization is that our
customer service section can answer calls from any of those 28

William Kuntz, Executive Director, Texas Department of
Licensing and Regulation

from licensing and bring more of that online in order to improve processes and realize labor cost savings. Now, 72 percent of
licensing applications are online and the Department is realizing time and cost savings. TDLR has also realized $20.4 million in

The 2012 Shared Services Summit
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Sustaining

Sustaining Shared Services:
United States Department of Transportation
When talking about successful large-scale models
of shared services, most think of global private
sector firms. Yet best-of-breed models can be found

Innovation in
Organizational Model

Sustaining

Transformation
in Capacity

is the U.S. Department of Transportation, with a shared
services enterprise consisting of 1,200 federal employees and
subcontractors accounting for a revenue base of $170-180
million.
enterprise historically is the result of an initiative that originated

Growing

Obama administration to promote the use of shared services
at the federal level. Through that push, the Department was

Launching

assessor for other agencies.

Visioning

Innovation in
Technological Model
Horizon Four – Sustaining: The collaboration and
shared services enterprise is at scale and has grown
beyond transactional services to create new forms of
value and enable transformation. At this horizon the
shared services business is positioned as a strategic
partner to its customers. Strategically, the business is
growing by bringing in new sets of customers and
creating a professional services culture whose focus is
now on proactively helping “clients” through large-scale
innovation supported by comprehensive project and
change management capabilities. Operationally, the
enterprise is highly adept at reducing the costs of services
through advances in technology, process optimization
and strategic-sourcing. Key actions and competencies at
this level include:

are in business to do is to achieve economies of scale through
consolidation and standardization of processes and shared
services that produce the best value and lowest cost for our
clients and ultimately produce a lower cost of government
Director of the Enterprise Services Center of the US
Department of Transportation. He notes that the Department
offers these services in much the same way as a private sector
a Federal entity. This is our way of serving and we feel very
strongly about that fact,” he says.
involves a broad base commitment from Washington to the
around a core mission and set of values, the Department was
to successfully implement shared services internally and then

• Optimizing the Service Portfolio and Partner Mix
• Maintaining a Professional Services Culture
• Ideating and Launching New Platforms
• Communicating Measures of Value, Equity and
Transparency
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in that its activities are fee-for-service based, meaning that its
entire operating budget comes from what is paid in by users and
not from budget allocations. Within the federal government,

Pathways to Transformation

and accounting shop with 25 product and service areas including
audit support and travel payments.

have used multiple instances of the same software or have deployed
with their technology development team, the Department was able

and we also have enhanced delivery,” Gimpel says. Through these

activities.

700 servers, housing 1,300 Terabytes of data storage. The IT help
Department has been able to maintain an IT customer satisfaction
rate of 96 percent.
These service levels and economies of scale are also critical to

The 2012 Shared Services Summit

Marshal Gimpel, Director, Enterprise Services Center
(ESC), Federal Aviation Administration,
U.S. Department of Transportation
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View from the Top: Insights from Teri Takai, CIO of the
United States Department of Defense
for the future. The following is an abridged version of the conversation
LNW:
and what it can do to improve organizational performance.

LNW:
large-scale organizational transformation. When you put the two
their organizations to pace and sustain the change necessary to

Takai: There was a time where I would have said that the
technology hype is independent of the business practice changes,

Takai:

from the technology perspective provide the platform to actually
on the leadership roles, and how they can be the individuals
of the technology is going to change the way that enterprises
that their customers, i.e., the citizens or, in my case, the war
do, and so the processes are going to change as a result of that.

also important to have an end vision for where you want the
technical change, as well as the business process change, but
then you have to implement in small steps, and you have to be
willing to change the directions based upon the way you see the

of the way the technology has evolved, is actually going to be

to the end goal, which is either improved citizen services or, in

together shared services and dealing with large data than what
the organization sees as the pace of change.
some actual shifts and changes by virtue of the technology
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At the Summit, participants enjoyed hearing
keynote speaker Teri Takai describe her personal
journey to strong shared services leadership,
beginning at Ford Motors, through her careers
with the States of Michigan and California,
and finally, to her current role as CIO of the US
Department of Defense. From her speech, we’ve
summarized “Teri’s Top Ten” lessons learned:

10. Go for the money:
hard to get people in line.
9. Engage the stakeholders early: What
matters is who has the voice and who can move
things to happen.
8. Make sure the boss likes you: The boss
7. Be brave: Stand up and be counted:
Sometimes you have to go out on a limb and

LNW:

Takai: I do worry about polarization and how different
political views impact the way that government institutions
actually operate. However, on the bright side, within
organizations now, particularly with the budget challenges,

from the bottom up.
6. Make lemonade!
your transformation effort.
5. History is important, but move forward
anyway:
Learn who and what is already in place and
could be done differently.
4.

Find ways to deliver tomorrow’s
solutions with today’s people: Everybody
way. So at some point, it becomes a leadership

public service job and they have chosen that as a career path.

going forward.
3. Avoid the “Grand Plan:”
vision without understanding how to do the
“zigs and zags” along the way is really tough.
Learn and adjust the plan.
2. Shared services is NOT the end game:
Focus on value, continue to improve and
recognize that sometimes you may only be able

1. They’ll never love you! Shared services

The 2012 Shared Services Summit
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Summary
The public service and education community has a capacity challenge. The environment of increased demand, compressed resources,

collaboration through shared services has been a pathway to transformation.
To help public sector and education leaders move forward with shared services and collaborative business models, the Technology
Summit, held at Harvard University. The Summit featured topical sessions and case studies on how an organization moves

new enabling technologies and new methods of delivering services.
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