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1.      Summary.   The Department's Office of Global Support

Services and Innovation (A/GSSI) recently participated in

this year's semi-annual Shared Services Week to learn

about private sector inter-business admin support. It was

evident that after a decade of shared services experience

the industry is maturing.  Many shared service

organizations are moving beyond simple transactional

processes and the goal of saving money to the adoption of

"next generation" strategies such as knowledge-based

services, right-sourcing, technical consulting services,

vertical integration, and process redesign.  Nonetheless,

with more than 700 participants in attendance, the agenda

addressed issues relevant to organizations at all stages

of development within the shared services arena.  The week

provided an opportunity to examine and compare commercial

practices with our own domestic and overseas

admin/management support.  It was interesting to find that

the private sector experience did not differ much from our

own in the public sector.  Both private and public sector

participants cited cost/performance pressures from

customers, the key role of metrics and performance

standards, a committed leadership, and leveraging business

process outsourcing as common components of a successful

shared service operation. We share these insights with you

as you digest your FY07 ICASS customer service surveys and

develop your plan of action.    End Summary.

2.      Customer Relationship Management:  The Executive

Director of the NASA Shared Services Organization (which

provides agency-wide administrative services in Human

Resources, Procurement, Financial Management, and

Information Technology) and the Senior Vice President of

ScottMadden Inc. spoke to the importance of managing

customer experiences.  Your customer's experience may be

different from what you think; a customer's experience

extends beyond the simple transaction.  Providing a

service is a series of 'touch points' at which you need to

engage your customers in order to foster a true

partnership.  The "shared" in Shared Services requires

that the provider and the customer share information,

responsibility, and understanding of what each must

provide to the other.  The industry now recognizes that it

must move beyond the basic vendor-customer relationship,

to one of 'strategic partnership' which is mutually

beneficial. Maintaining a strong customer focus is an

ongoing challenge for shared services organizations.

Customer relationship management should be a critical part

of your operating strategy.  Having a clearly defined

strategy and approach to customer relationship management

enables improved operational performance and customer

satisfaction. From our own experience as a service

provider (per REFTEL) posts that improved their

satisfaction scores in procurement services almost

unanimously attributed the improvement to better

communication with customers.

3.      Measuring Really Matters:  This workshop, led by a

representative of BAE Systems' Quality and Management

Services Division, emphasized that no single approach to

measurement will answer all of the important questions.  A

top-down approach, such as Balanced Scorecard, addresses

objectives and strategies and measures effectiveness

(i.e., doing the right thing), while a bottom-up approach,

such as Activity Based Management, addresses activities

and processes and measures efficiency (i.e., doing things

right).  Measuring cost drivers (what causes an activity

to occur) produces lagging indicators, while measuring

outputs (i.e., cost, time, and quality) produces leading

indicators.  The best system will incorporate both top-

down and bottom-up approaches and will consider both

drivers and outcomes.  Performance scorecards don't have

to be complex.  Being aware of the shortcoming of each

measurement system is essential when determining what

system is best for any organization.  To be effective, the

scorecards need to focus on the answers to just two

questions:  "What do my customers expect from me?" and

"What do I need to do to stay in business?"  As the Office

of Management and Budget focuses on cross-agency

consolidation of Lines of Business through Centers of

Excellence, the latter question is as relevant in the

public sector as it is in the private sector.

4.      Committed Leadership:  Almost every speaker indicated

that 'leadership' was vital to the evolution of their

shared services organization.  What employees need from

their leadership through any change is clarity of

direction, ability to report on goals, meritocracy,

frequent feedback, decisiveness, timeliness, accessibility

when necessary, and honesty and candor.

5.      Is Outsourcing Appropriate:  A panel discussion held by

several representatives from TPI (the world's largest

outsourcing advisory firm) yielded issues that should be

considered when looking at outsourcing a process:

-Outsourcing is a true partnership.  You need each other;

if either of you fails, you both fail.

-You cannot pass your 'risk' to a contractor; you are

ultimately always responsible.

-The 'my mess is now your mess but for less' is NOT a good

criterion for outsourcing.

-Are you taking on their expertise and processes and then

holding them accountable for the deliverable or are you

making them conform to your way of doing business (which

is something that they are not necessarily set up to do.)

Are you willing to change your processes to fit their

"experienced/expert" processes?

- If "outsourcing" is the topic of your discussions then

your motives are out of line.  Discussions of improvement

should take place without using the word "outsourcing".

Talk about 'what' you want to achieve and then ask 'if'

outsourcing is a solution.

-Outsourcing has tradeoffs between benefits and control.

You may only get the benefit if you give up the control.

-Ensure that there is no gap between customer

expectations, your expectations, and the service level

agreement with the contractor.

6.      It was very evident throughout the workshop that the

experiences of the private sector and the public sector

are NOT that different when it comes to establishing,

maintaining, and growing shared services.  Fear of job

loss and "we are unique" are cited as common deterrents to

shared services within both the public and private

sectors.  Shared services groups, whether public or

private, have common goals of providing efficient,

customer-oriented, consistent, high quality, timely

support services while at the same time delivering cost

savings to either the taxpayer or the company.

7.  If you are interested in more information on Shared

Services here is a link to the 2007 Shared Services

Excellence Award winners which includes links to a

synopsis of the nominations (NASA's shared services

organization mentioned in PARA 2 won an honorable mention)

http://www.sharedservicesnetwork.com/cgi-

bin/templates/document.html?topic=240&document=95232

8. Minimize considered.

RICE
