
 

assd

 

Measuring the 
Business Value 
of Shared Services 
 

July 2023 



 

 

 

“Knowing where you are is   
 half the battle. But if you  
 don’t move from where you  
 are, you will always be in  
 the same place.” 
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Introduction 
The purpose of a Shared Service Center (SSC), as designed, is to be more efficient and effective than 
traditional standalone services. Efficiency and effectiveness come from interrelated consolidation and 
centralization, reduced technology and facility footprints, policy and process improvements, streamlined 
management, staff reductions, and use of advanced technologies. The approach to providing 
organization-wide common services has taken root with over 60% of large private sector organizations 
maturing in shared services as well as country governments such as Canada, the United Kingdom, 
Singapore, and Australia. They are organized as centralized SSCs that serve multiple agency customers 
across multiple functional areas.  

The purpose of this document is to profile 
what some SSCs currently measure to 
determine their efficiency and effectiveness 
so that the reader can begin to consider U.S. 
federal government’s needs. It is based on 
gathering input from SSCs in the U.S. federal 
government, other country governments, 
state governments, and large private sector 
organizations. Input was gathered by identifying SSCs, conducting 
interviews, and reviewing provided data and documentation. We also reviewed the Shared Services 
Outsourcing Network (SSON) metric profiles and conducted a literature review. Areas that are measured for 
SSCs typically include quantitative and qualitative indicators in: 

1. Customer Experience and Outcomes 

2. Operational Performance 

3. Cost and/or Cost Avoidance 

We also suggest additional areas to measure including: 

4. Modernization Efforts 

5. Internal SSC Success Factors  

Foundationally, SSCs must possess the following attributes to be successful: 

 Supportive leaders who make timely decisions and provide the necessary guidance and resources. 
 Effective program management skills. 
 Effective policy and legislation to promulgate efficiency and effectiveness and provide paths to 

funding. 
 Highly skilled staff in the line of business functional areas, continuous improvement, impact 

orientation, customer experience, problem solving, data science, and marketing/business 
development. 

 
Examples of NASA SSC measurement dashboards 
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 A clear and well understood connection between the successful performance of the SSC and the 
success of the customer at both an operational performance and mission achievement level. 

 The data and capacity to measure performance, outcomes, and make decisions for program 
optimization and customer service.  

 Willingness to challenge existing processes, policy, and operating models. 
 An appropriate budget (investment and operations).  
 Accountability for performance, ROI, and results. 
 Ability to effectively manage change. 
 Bandwidth to be successful, handle surges, and support growth. 
 Clear and enforced standards.  
 Technology enabled processes to continually innovate and remain current. 
 Capacity to engage advanced technologies such as BOTS, AI, generative AI, ML, etc.  
 Support for new approaches such as self-service and touchless processes. 

 

Overall, as noted herein measuring the efficiency and effectiveness of SSCs is currently less mature than is 
needed to demonstrate full value. Some SSCs provide basic and anecdotal measures, others are much 
more sophisticated and multi-dimensional, while some measure nothing at all. Some of the entities use 
simple reporting or spreadsheets, others robust data sets, systems, and visualization tools. As federal 
SSCs mature, this document should be updated as it is just a first look at SSC measurement optimization 
at an early stage within the U.S. federal government and other entities. 

This document profiles measures in each of the five areas identified on page 1 and the typical measures 
employed as reported by multiple sources. Consider it a work in progress. While measuring the efficiency 
and effectiveness of SSCs needs to mature, the reader can use these as examples to build one’s own 
performance measurement system and tools. Also, each SSC or related service line may be unique and 
require its own critical metrics. Only a few common or typical lines of business are included here, yet they 
provide input to and ideas for other service lines.  

Why Measure 
Measuring is important to determine the efficiency (how well an SSC 
performs and their outputs) and effectiveness (the outcomes, impact, or 
benefits it derives for customers and the government as a whole) from 
shared services. Without measures SSCs cannot prove their value over 
traditional standalone service functions. SSC measures are used to:  

 Demonstrate value for SSC performance and operations to the 
customer, government, and the American people. 

 Differentiate the benefits of SSCs from standalone service 
providers. 

 Lead and manage performance, quality, and outcomes, and 
demonstrating their trends over time (achievements or challenges).  

Measures 
must prove 
the value of 
SSCs over 
traditional 
standalone 
providers. 
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 Help engage customers, set expectations, and define Service Level Agreements (SLAs). 
 Support informing leadership and allowing for effective decision making for both the SSC and 

customer level. 
 Help focus efforts on priorities, policy, process, and continuous improvement. 
 Support learning and establish a basis for growth, added functionality, and help make future 

business cases. 
 Improve internal and external communications, decision-making, and reporting. 
 Select the resources and system tools that best serve the SSC and customers. 

 

A measure is an indicator of actual performance against a standard and targets used to demonstrate 
efficiency and effectiveness. A metric is a piece of data at a given point in time that demonstrates 
progress, performance, or achievement. They can be quantitative and qualitative. Measures will identify: 

 What is being accomplished. 
 The timeliness and quality of the performance. 
 The cost of the performance. 
 Contributions to customer performance. 

 

Measures must be driven by standards. Standards are points of reference or mandates that must be 
adhered to. Standards come from policy, operating procedures, customer needs and agreements, system 
designs, legislation, leadership visions, and other mandates. 

Measures must be meaningful. This means they are important and useful in determining the efficiency 
and effectiveness of the SSC. They must differentiate the SSC from a standalone service function. Many 
organizations have lots of data and sometimes hundreds of measures. However, measures must be 
properly structured and ensure data is available and valid. Too many measures can overwhelm the user 
but can also be useful in determining the root cause of performance drift, increasing costs, change, 
quality, or an expanding issue (success or challenge). Noticeable changes within a few measures could 
cause an SSC to go digging further into more detailed data. 

Measures should tell a story. Within a line of business, the use of historical (trends) and multiple data 
points can demonstrate status, success, or problems. This data can also highlight the differences in 
complexity in fulfilling customer operational or mission requirements and the degree of compliance with 
or impact when deviating from standards.  

Measures can be granular or high level, and when combined or viewed as a tier structure, they contribute 
to the overall story. The lower the tier the more granular the data is and the more you can detect the 
reason for success or challenges. For example: 
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Measures can serve many purposes in building, managing, and improving the SSC. As previously stated, 
they must be used to demonstrate the benefits of shared services over traditional standalone functions, 
the differences in complexity in fulfilling various customer requirements, or the impact of a change in 
policy. 

Some Observations We Found in Engaging with SSC Measures 

1. Measuring organizational performance in SSCs is not 
mature. A recent SSON survey showed that only 
about 47% of SSCs report measuring performance 
and most of those are granular operating metrics. 
There are more measures in operational 
performance and basic customer satisfaction than 
there are in outcomes or assessing the full customer 
experience. 
 

Creating baseline data and target measures against 
standards can be a time-consuming effort and 
requires input and expertise from a variety of 
sources as well as decision-making regarding what is 
important and realistic. Most SSCs will begin 
rudimentary measurement and mature over time as data becomes available and is accumulated, 
business shifts take place, and management capacity and the data culture mature. It is okay to grow 
and adapt. Each SSC should have data experts on staff.  
 

Financial management appears to be the most mature in measuring performance and outcomes in all 
SSC service areas. The National Aeronautics and Space Administration (NASA) SSC appears to be the 
most mature U.S. federal government agency regarding measuring performance, cost, and customer 
experience and outcomes. A stronger culture of data and measurement is required. 

While measurement of SSC performance needs maturation for the U.S. federal government, the 
General Services Administration (GSA) Office of Shared Solutions and Performance Improvement 
(OSSPI) has created a multi-phased balanced scorecard approach that is in its early stages of 
development and implementation. Once operationalized, standards can be supported, continuous 
improvement can take place, it can be adapted to lines of business, and become an effective 

Observations 
1. Measurement is generally not mature in 

SSCs. 
2. Cost savings is the #1 desired measure in 

most other SSCs, yet it is rarely 
addressed or desired in the U.S. federal 
government. 

3. Current U.S. federal government SSCs 
are less likely to provide full turnkey 
services. 

4. There is no reliable or straightforward 
pathway for investment in SSCs in the 
U.S. federal government. 



Measuring the Business Value of Shared Services 

The Center for Organizational Excellence, Inc./Shared Services Leadership Coalition   2023 5 

 

foundational tool for implementing shared services and demonstrating the results for the business 
cases made. The current OSSPI balanced scorecard is depicted below. 

 

 

2. There is a clear difference in measuring cost savings between the U.S. federal government and other 
governments and private sector SSCs. Almost all other entities look for and measure cost savings as 
their #1 measure between standalone and SSCs (the 2nd most important measurement area cited is 
customer satisfaction and the value the SSC provides). The U.S. federal government shies away from 
cost savings and more often desires to measure cost avoidance (often-times a more subjective measure 
that lacks rigor or importance). This appears to be due to the complexity of the budget process, as well 
as culture, and the difficulty in determining savings. With stronger management practices and effective 
leadership this can be rectified and addressed by focusing on cost savings. In other words, government 
leadership needs to decide if shared services is a priority, what the business model should look like, 
being willing to invest funds and time, and expect a return on that investment. 

For mature SSCs, cost savings has been realized from several areas with one entity reporting a 55% 
reduction in costs: 

 Centralizing services into a single or several entities, essentially removing functionality from the 
agency, except for some liaison and policy staff, or need to keep some unique functionality local. 
Outsourcing is also an alternative to centralization and should be investigated further. 

 Reengineering policy and process to make operations more efficient, making sure to ensure 
efficacy and accountability while doing so. 

 Reducing technology platforms from many to one (or just several) resulting in reduced buy O&M, 
storage, and security costs. Assuming capable and human-centered technology, it also allows for 
consistency of performance and familiarity with the interface (creating efficiency). Some 
technologies can handle more than one Line of Business and can also support self-service, 
touchless processing, etc.  
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 Engaging advanced technologies to process routine actions, capture key information, and reduce 
audits. Having government-wide data for enterprise-wide analysis, reporting, and decision-
making in one place.  

 Reducing staffing levels accommodated by the above, allowing existing staff to perform higher 
level functions or be retrained in other occupational areas needed by government. Note, any 
transformation of this type should include funding for retraining. 

 Reducing real property footprints due to centralization and consolidation. 

3. Unlike others, the U.S. federal government SSCs do not provide all services within each area. SSCs in 
the U.S. federal government are typically multifunctional (providing more than one line of business). 
According to a recent SSON survey, 70% of SSCs are multifunctional. However, different from others, 
the U.S. federal government SSCs are mostly not fully turnkey. In other words, agencies fulfill their 
own functions and depend on SSCs for some additional functions or support. For example, while HR 
SSCs may provide classification, staffing, benefits and retirement administration, and other 
transactional services, they rarely provide the totality of the service nor the full gambit of HR services. 
They may or may not include things such as compensation planning, onboarding, performance 
management, complaint investigation, etc. 
 

Unlike others, the U.S. federal government SSCs are mostly used to supplement the line of business 
within agencies. Whereas, in the private sector and other entities, SSCs are often fully centralized and 
are the single provider of all services within a functional responsibility. In other words, they provide 
full lifecycle turnkey services and are all or mostly functionally responsible for the line of business 
service to the customer agency. Resources do not exist in the customer agency, department, or 
program (except perhaps liaison staff). In the U.S. federal government, agencies still maintain most, if 
not all, of the functional responsibilities. For example, an agency may use a current SSC to conduct a 
needed procurement action under an Interagency Agreement (IAA) or Memorandum of 
Understanding (MOU) because the agency is unable to do it themselves due to volume or needed 
surge support. The SSC does not serve as an agency’s full procurement function. This needs to be 
reviewed and decisions made regarding the most appropriate business and operating model and 
modernization of SSCs for the U.S. federal government to achieve true efficiency and effectiveness.  

Significant duplication of systems, lack of provider alignment with customer systems, misaligned 
systems, and significant customization, creates many barriers for shared services in the U.S. federal 
government. Frankly, this makes the business case for shared services to dramatically improve 
standardization, efficiency, effectiveness, and cost savings. 

4. There is no reliable or straightforward pathway for investment in SSCs in the U.S. federal government 
and therefore the ability to measure true performance and benefits is hamstrung. Most SSCs outside 
of the U.S. federal government require and receive upfront funding to create, build, or mature their 
SSC. This is typically followed by an ROI to the organization for redeployment of resources to mission-
directed activity, returned to the treasury, or to support future investments. The U.S. federal 
government has not been able to effectively address this at the highest leadership levels, identify 
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funding streams or budgetary tools, and approach enterprise-wide services for efficiency and 
effectiveness of government operations. Attention at the top of government is required to address 
this so that benefits can be gained. 
 

Current financial tools available include Congressional appropriations, customer investment, 
application of retained earnings, use of unobligated funds, and use of the Technology Management 
Fund (TMF). Each of these may have strengths and challenges, but perhaps can be used together to 
make an effective investment with the required demonstrated results. A mandate or legislative 
change may be needed and return on investment demonstrated. 

Creating Measures for SSCs 
 

 

 

Building measures requires a specific process to ensure completeness and validity. Below is a summary 
graphic of how to build a measurement system for SSCs. It assumes a vision, business case, and operating 
model for the SSC has been established. It could also be used if you are an existing SSC and want to 
improve the capacity to measure and improve performance or develop a business case for 
modernization. 
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Examples of Measures and Achievements 
Below are examples of measures actually used by other SSCs. They may or may not be what a given SSC 
will use but provide examples to stimulate thinking. Some are simple and others more involved. It is not 
an exhaustive list and they are not always well stated, but they do provide solid examples of what is 
important to most SSCs. They are grouped by the area previously identified to include: 

1. Customer Experience and Outcome Measures 

2. Operational Performance Measures 

3. Cost Savings/Avoidance Measures 

4. Modernization Measures 

5. Internal Success Measures 

In each area there is a brief definition/description, followed by a list of typical measures and examples of 
achievements by actual SSCs. Each element is measured against current performance, standalone service, 
and/or modernization activity. 

Further, U.S. federal government examples of service measures identified in the General Services 
Administrations (GSA) Federal Integrated Business Framework (FIBF) are provided in Appendix A. For 
more information or the latest updates go to: https://ussm.gsa.gov/fibf/. 

1. Customer Experience and Outcome Measures 
Customer Experience and Outcomes – the qualitative and quantitative experience of (perceived or real) in 
process, outputs, and SSC capacity and achievements (outcomes) for the customer and key stakeholders 
for the services rendered. It also includes customer outcomes related to the ability of the SSC to 
contribute to operational and mission outcome achievement. 

Measures are determined based on historical data, human centered design analysis (experiences, 
expectations, and standards), policy, managed expectations (SLAs), best-practices, and performance 
capacity. Customer-based measures include those associated with outputs, outcomes, and satisfaction. 
Measures can be expressed in volume, savings, achievements, or feelings (perceptions), etc. They also 
relate to Operational Performance (see below). 

Reported Measures Examples of Actual Measures and Achievement 
from Others1 

• Customer rated/experienced satisfaction 
 Completion of service 
 Quality of service and outcomes 
 Timeliness of service 
 Communications 
 Relationship with service provider 
 Understanding unique needs 

• Customer rating in a survey instrument of 4.5 or 
greater (F, OF, S, P) 

• Customer rating in a survey and/or desk audit of 
98% or better (F) 

• Repeat customers or longevity due to 
transparency in costing and pricing (F) 

 
1 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 

https://ussm.gsa.gov/fibf/
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Reported Measures Examples of Actual Measures and Achievement 
from Others1 

 Perceived cost reasonableness 
• Level of customer engagement/communications 
• Customer accession and attrition rates 
• Contribution to customer operational performance – 

The attributable contribution the SSC makes to the 
customers’ organization to improve operational efficiency. 

• Contribution to customer mission achievement – 
The attributable contribution the SSC makes to the  
customers’ organization that demonstrates achievement 
of mission requirements 

• Customer attrition rate less than 5% (P) or 15% 
(F) 

• Stabilized relationships with customers by 
ensuring payment processing was one time. 
Decreased late payment rate (P) 

• 98% of collections from customers without 
error (F) 

2. Operational Performance Measures 
Operational Performance – the efficiency and effectiveness with which operations are performed and 
their outputs achieved.  

Operational performance measures can be similar or unique for each line of business against an 
established standard. For example, all lines of business may measure process time or FTE ratios adapting 
it to their specific areas and with differing standards of performance (e.g., accurately processing a 
complete retirement package that is OPM ready within 10 days of notice by the employee). These could 
be related to time/speed, number of resources, unit costs, volume produced, policy adherence, etc. It 
always includes quality of performance. Some typical operating measures include those listed below for 
each functional area or line of business. 

Human Resources 

Reported Measures2 Examples of Actual Measures and Achievement 
from Others3 

• Cost per employee and transaction for: 
 Development and coaching 
 Strategies 
 Information management 
 Recruitment and selection 
 Retirement processing 
 Performance appraisal management/processing 
 Promotion/redeployment 

• Number of applicants per posting 
• Customer first contact time resolution on staffing actions 
• Recruitment costs per hire 

• Reduced time to hire from 100 to 68.1 days (F)  
• Payroll accuracy is 98.5% against a standard of 

>95% (F)  
• Increased staff transfers completed to 95% within 

agreed to timeline (F) 
• Processed 125M pay transactions for 6m payroll 

customers (F)  
• Managed $1.6T in retirement and health benefits 

(F)  
• Achieved 1,500 HR transactions per SSC employee 

per year (P) 

 
2 Consideration must be given for simple, moderate, and complex assignments and transactions 
3 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 
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Reported Measures2 Examples of Actual Measures and Achievement 
from Others3 

• Time to hire; Cost to hire per employee 
• Quality of hire – satisfactory or above on first appraisal, 

time to be fully productive, or as reported by customer 
• Effective hiring sources 
• Time for benefits processing/Cost of benefits processing 

overall and per transaction 
• Failed hires – new hire attrition within first year 

(voluntary or involuntary) 
• Self-service portal adoption rate 
• Self-service cost vs. traditional processing comparison 
• Number of employees served per SSC employee and 

per overall operating costs (ratio) 
• Payroll processing cost per employee; per budget 
• HR costs as a percentage of overall budget 
• Quality – error rates/rework percentages for all HR 

transactions; communications, output 
• On time and accurate benefits processing 
• Transaction cost, quality, and time to execute 
• Accuracy, completeness, and security of personnel data 
• Discrimination case load per employee (open and closed)  
• Employee retention rates (voluntary and involuntary) 
• Training expense per employee 
• Trend data on call center issue type 
• Closing of call center issues on first call 

• Self-Service portal adoption reached 70% (P) 
• Average HR transaction cost is less than $300 per 

transaction (P) 
• Reduced payroll processing cost to <$150 per FTE 

per year (P) 
• Increased payroll processing accuracy rate to 96% 

(full electronic processing 98%) (P) 
• 90% of pre-employment packages sent to hired 

candidate within three business days (F) 
• 95% of all benefit processing is accurate in 

accordance with OPM regulations (F) 
• 98% of benefit packages/requests are processed 

within three business days (F) 
• Retirement estimates are 97% accurate (F) 
• 90% of all classification actions processed within 

30 days (F) 

 
Finance 

Reported Measures2 Examples of Actual Measures and Achievement 
from Others3 

• Transaction time to populate the system 
• Journal entry rejection rates 
• Journal entry postings per FTE 
• Number of days to resolve invoice disputes 
• Number of financial professional employees per revenue 

amount 
• Number of financial professional employees per accounts 

payable transactions 

• Reduction in audit actions from 20% to 5% (S)  
• Reduced cost to process an invoice from $400 

to $89 (F)  
• Reduced cost to process an invoice to $15 (P) 
• Increased eInvoice adoption rate to >90% (P) 
• Increased system control audits to 98.1% (F)  
• Eliminated all paper from the Accounts Payable 

process (touchless processing) (P)  

 
2 Consideration must be given for simple, moderate, and complex assignments and transactions. 
3 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 
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Reported Measures2 Examples of Actual Measures and Achievement 
from Others3 

• Number of financial professional employees per agencies 
or FTEs served 

• Rate of payables paid on time 
• Invoice cycle payment time manual vs. eInvoice  
• Invoices processed per month 
• Speed of manual vs. automatic reconciliations 
• Early invoice payment discount taken 
• Number of employees required to process expense 

reimbursements 
• Number of products/services per $$ spent 
• Cost of financial reporting per $1M spent 
• Reduction in number of audits and resources applied 
• Accurate account reconciliations monthly 
• Number of FTEs required to manage all accounts – 

simple, moderate, complex 
• Amount of funds recovered from incorrect/improper 

payments as a percentage of overall funds 
• Accuracy, completeness, and security of financial data 
• Reduction in percentage of transactions flagged for 

escalation review 

• Reduced cost of Accounts Payable operation by 
60% (P)  

• Reduced inventory costs by 25% (P)  
• 90% of invoicing and payments are processed 

without manual intervention (P) 
• Cost of financial management function is <5% 

of overall budget through shared services (P) 
• 98% of payables paid on time (F) 
• No more than $200 per $1M in interest payments 

(F) 
• Decrease in incorrect payments by 80% for every 

one thousand incorrect payments in Accounts 
Payable (P) 

 
Information Technology Services 

Reported Measures2 Examples of Actual Measures and Achievement 
from Others3 

• Percentage of end users served per FTE 
• System uptime/reliability 
• Portal uptime/availability, ease of use 
• Cost per end user served 
• Cost as a percentage of budget 
• Number of call center tickets addressed, percentage of 

inquiries resolved, or issue addressed on first call – low, 
medium, critical 

• Percentage of calls answered within X seconds or 
resolution of issue on first call 

• Security of data as measured by reduction or lack of 
system breaches 

• Resolve 75% of issues on first contact in call 
centers with a goal of 80% (F) 

• 98% of critical incidents triaged within 24 hrs 
(low seven days, medium five days) (F) 

 
2 Consideration must be given for simple, moderate, and complex assignments and transactions. 
3 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 
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Reported Measures2 Examples of Actual Measures and Achievement 
from Others3 

• Self-service portal adoption rate 
• Self-service cost vs. traditional processing comparison 

 

Procurement 

Reported Measures Examples of Actual Measures and Achievement 
from Others3 

• Cost of procurement action as a percentage of spend 
• Cost to execute an RFP/RFQ/RFI or Task Orders (full 

cycle) 
• FTEs required to execute a procurement action 
• Amount or percentage of negotiated cost reductions 
• Total spend under management 
• Effective use of RFP content library 
• Socioeconomic goals achieved 
• Workflow system data metrics 
• Number of actions under management – simple, 

moderate, or complex 
• Number of competitive bids for each issuance 
• Ontime completion of process actions (time to award) 
• Performance indicators during high workload cycles 
• Reduced number of protests  
• Quality – reduced amount of redo of procurement 

actions, compliance with FAR 
• Ratio of RFIs/Sources Sought to RFPs/RFQs 
• Percentage of awarded and properly closed contracts 

against overall volume of RFP/RFQs and by FTEs and cost 
• Risk realization and difficulties during contract execution, 

contractor performance 

• Cost of procurement activity is 1.5% of overall 
spend 

• Savings as a percentage of spend is 2% 

 

Travel and Expenses 

Reported Measures Examples of Actual Measures and Achievement 
from Others3 

• Number of disbursements per FTE 
• Time to approve 
• Process expense reports within X days 
• Number of T&E reports processed 

• Process 85% of expense reports within five days 
(F) 

• Reduced travel reconciliations from three hours to 
30 minutes (F)  

 
 
3 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 
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Reported Measures Examples of Actual Measures and Achievement 
from Others3 

• Error rate/rework percentages as a percentage 
of transactions 

• Travelers contact for approval within two business 
days (F) 

 

Grants Management 

Reported Measures4 Examples of Actual Measures and Achievement 
from Others3 

• Number of grants under management (announced, 
awarded, managed) – simple, moderate, or complex 

• Number of grants managed per FTE 
• Funding under management per FTE 
• Total cost of operations per number of grants issued 

ratio 
• Cost to execute a grant – announcement, award, 

managed, closed compared to total number of grants 
• Ontime completion of process actions 
• Days from grant announcement to award 
• Amount of staff time devoted to supporting grant 

applicants 
• Percentage of recipients achieving required grant 

outcomes 
• Reduction in grantee burden (through process, 

instruction clarity, technology interface, etc.)  
• Quality – error rates, funding accuracy, etc. 
• Percentage of clean audit opinions 
• Percentage of improper payments issued and recovered  
• Cost/number of FTEs required for grant monitoring 
• Time and number of grant packages prepared and 

disseminated post award decision 

• None reported 

 

3. Cost Savings/Avoidance Measures 
Cost Savings/Avoidance – the reduction in costs of performing a given line of business or activity, or the 
overall cost maintenance of operations. Cost savings must be systemic and not have just a one-time 
effect. 

This is a measure of efficiency by which operations are performed as well as in comparison to standalone 
services. Cost savings can be accomplished through process reengineering, policy simplification, reduction 
in number or cost of resources, streamlined and advanced technology, etc. Cost savings can be realized 

 
4 Consideration must be given for simple, moderate, and complex assignments and transactions. 
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by taking actions to avoid additional or rising costs. It can also be addressed in Modernization efforts as 
well as Operating Performance. Typical cost savings measures are those listed below. 

Reported Measures Examples of Actual Measures and Achievement 
from Others6 

• Cost of a transaction/output compared to a baseline 
(including sustainability of the cost) 

• Cost in relation to resources expended ratios 
• Amount of available escrowed working capital against 

plans 
• Budget vs. actual comparison 
• Return on Investment (ROI) to the government (over 

a standalone function, use of technology, etc.) 
• Cost of resources by type 
• Cost of acquisition vs. sustainability of resource 

• Reduced accounting costs by 55% through 
technology modernization, process improvement, 
reduced headcount, and reduced facility footprint 
(P) 

• Saved $600M in FY23 by implementing an FM 
shared service center (F) 

• Saved/avoided $1.5B in operating costs by 
implementing a shared service center (P) 

• Saved over $1.3B through the implementation of 
shared service centers (OF)  

• Reduced 3rd party spending by 10% (P) 
• Reduced benefits claims processing cost by 50% (P) 
• Increased from one cloud-based SSC to five 

cloud-based SSCs, which increased expected 
savings from 10% to 15% in operating costs (OF) 

• Price reduced 40% by moving to an SSC (P) 
 

4. Modernization Measures 
Modernization – the efficiency, effectiveness, and accomplishments based on a major transformation or 
improvement from current to new state and involve business necessity, customer engagement, 
requirements, process/policy improvement, architecture, human centered design, alternatives analysis, 
Cloud migration, and much more.  

This could be transitioning to a shared services model, a business improvement initiative, or a technology 
modernization effort. This is often a one-time (and often complex) activity and has some overlap with the 
other measures to demonstrate initial success and Return on Investment/Expectations such as cyber 
security. Measuring may discontinue once the modernization effort is declared complete or continues in 
some form as continuous improvement takes place. It includes the initial realization of benefits and may 
also evolve as people, process, and technology matures. Also see #3 Cost Savings/Avoidance Measures. 

Reported Measures Examples of Actual Measures and Achievement 
from Others7 

• Activity/Task/Phase outcome and milestone achievement 
• Budget achievement 
• Return on investment/expectations 

• Paid back initial investment of $42M in four years 
(F) 

 
6 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 
7 (F) U.S. Federal Government; (OF) Other (Non-U.S.) Federal Governments; (S) State Governments; (P) Private Sector 
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Reported Measures Examples of Actual Measures and Achievement 
from Others7 

• Investment payback period 
• Savings/Avoidance compared to stand alone function 

or for improved operations  
• Increased throughput with touchless processing 
• FTE reduction and savings 
• Risk realization prevention 
• Successful migration to new system or cloud, process, 

or policy 
• Improved policy and process efficiency 
• Error rate/rework reduction 
• Adoption rates – new methods or systems (e.g., 

self-service, eInvoices, etc.)  
• Increased productivity 
• Customer engagement and satisfaction 
• Leadership/Stakeholder approvals 
• Reduced technology platform and O&M costs 
• Facility footprint reduction 
• Improved SLAs for customers 

• Reduction in required audit actions from 20% 
to 5% (S) 

• Reduction in staff time by all paper eliminated 
from the Accounts Payable process (touchless 
processing) (P) 

• Implemented over 65 BOTS reducing time and 
increasing accuracy (F) 

• Implemented BOTS to address over 5.4M 
transactions eliminating over 20,000 staff hours 
(F) 

• 16 Standalone BOTS for both internal and external 
services creating improved efficiency (F) 

• Reduced technology platforms from 330 to 74 (F) 
• Reduced FTEs by 55% (P) 
• Error rate reduction by 71% (P) and 15% (S) 
• Average HR error rate reduction by 15% from 

automation (P) 
• Global template with proven results, for a single 

data model, which can be leveraged across 
multiple regions, teams, and sectors (P) 

 

5. Internal Success Measures 
Consistent with any organization, an SSC may want to measure its internal operations and capacity to 
deliver services. These may include such things as: 

Governance 
 Goal Achievement  
 Meeting legislative or policy mandates 
 Ability to innovate and invest 
 Ability to control costs 
 Return on Expectations (ROE) for leaders and stakeholders  
 Effectiveness of policy  
 Effectiveness of decision-making or management process  
 Improved ability for resource allocation 

Personnel 
 Staff bench strength – numbers and skill levels 
 Leadership strength 
 Staff Attrition/Succession 
 Percentage of employees with training and certifications 
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 Percentage of employees with succession plans 
 Defined vs. actual culture attributes 
 SSC employee engagement 

Business Development 
 Outreach to customers/marketing/relationship 

management 
 New customer acquisition rate 

Operations 
 Continuous improvement 
 Advisory capacity supported by data systems 
 Facility footprint and cost 
 Technology platform profile, cost, and functionality 
 Data capacity 

Data Sources and Methods 
To effectively measure efficiency and effectiveness a number of sources and methods are used to capture 
qualitative and quantitative data to accurately assess the status and conditions of the SSC performance. 
Regardless of the method used the SSC must be able to put information into a form that demonstrates 
performance, tells a story, and provides the ability to make decisions and act on the data for 
management and continuous improvement. 

Each area and measure will have its own approach used alone or in combination to measure 
performance. Some of the common data gathering methods include the following. 

Technology Based 
 System data mining – cost, performance, etc. 
 Workflow management system outputs and analysis 
 Help desk and call center analysis of volume, trends, time to solve and close, etc.  
 Staff time sheet analysis – coded by project or activity 
 Use of BOTS, algorithms, AI/ML, and visualization tools to assess multiple data points  
 Data reports generated from various technology platforms – data points, trends, completions, 

time, adoption, and more 
 Customer/stakeholder input on functional and interface quality and capacity 

Financial Analysis 
 Budget vs. actual expenditure analysis 
 Cost/performance analysis 
 Cost/benefit analysis 
 Activity based cost analysis 

Interesting Facts 
Top 3 Staff Skills Prioritized for SSCs* 

1. Automation 
2. Data Management/Analytics 
3. Process Design/Continuous 

Improvement 
 

Workplace Model for SSCs 
52% Hybrid, mostly home office 
43% Hybrid, mostly in office 
5% Fulltime in office 
0% Fulltime virtual 

*SSON, 2022 
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SSC Assessment Activity 
 Process mapping and analysis 
 Observing processes, activity, and decisions, in action 
 Desk audits 
 Interviews 
 Focus groups 
 Surveys 
 Case study capture and review 
 Journey/Experience mapping 
 Risk assessments 
 Staffing assessments – attrition, accession, skill, training, ratios 
 SLA tracking analysis 

Contacts 
For more information, please reach out to: 

Steve Goodrich 
sgoodrich@center4oe.com 

John Marshall 
johnmarshall@sharedservicesnow.org 
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Appendix A  
GSA’s Federal Integrated Business Framework 
Service Measures 
 
For more information or the latest updates go to: https://ussm.gsa.gov/fibf/ 
  

https://ussm.gsa.gov/fibf/
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Enterprise Records Management 

 
  



Measuring the Business Value of Shared Services 

The Center for Organizational Excellence, Inc./Shared Services Leadership Coalition   2023 20 

 

HR Management Services – Talent Acquisition 
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HR Management Services – Talent Acquisition (continued) 
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HR Management Services – Talent Acquisition (continued) 
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HR Management Services – Talent Acquisition (continued) 
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HR Management Services – Talent Acquisition (continued) 
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HR Management Services – Talent Acquisition (continued) 
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HR Management Services – Talent Development 
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HR Management Services – Talent Development (Continued) 
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HR Management Services – Talent Development (Continued) 
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HR Management Services – Performance Management 
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HR Management Services – Performance Management 
(Continued) 
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HR Management Services – Performance Management 
(Continued) 
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HR Management Services – Performance Management 
(Continued) 
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HR Management Services – Separation and Retirement 
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HR Management Services – Separation and Retirement 
(Continued) 
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Real Property 
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Real Property (Continued) 
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Real Property (Continued) 
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Travel and Expense Management 
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Travel and Expense Management (Continued) 
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Travel and Expense Management (Continued) 
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