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Proposal	in	Brief	
The	path	to	success	for	opera6ng	government	services	more	efficiently	and	effec6vely	is	outlined	and	
ready	for	Congressional	and	Administra6on	ac6on.	

What	Should	Be	
Done	

Consolidate	and	modernize	government	common	services	using	shared	
services	opera6ng	and	business	model.	

	

We	recognize	and	support	current	Administra6on	ini6a6ves,	but	also	recognize	
that	much	more	needs	to	be	done	to	ensure	success.	

What	are	Shared	
Services	

The	delivery	of	common	services	to	federal	agencies	through	standardized,	
scalable,	and	consolidated	capabili6es.		

What	is	the	
Problem	

1. Current	func6ons	are	costly,	duplica.ve,	resource	heavy,	and	lack	an	
opera6onal	mandate.		

2. The	government	has	aFempted	to	move	to	shared	services	for	over	40	
years	with	money	spent	and	liGle	achieved	yet	some	work	is	being	done	
on	standards	and	market-place	development.	

3. Congress	budgets	agencies	as	stovepipes	and	does	not	look	at	
government-wide	opportuni6es	causing	significant	duplica.on	and	
overlap.		

4. Exis6ng	shared	services	func.ons	are	struggling	and	not	efficient.	
5. Required	investments	are	scarce	and	cause	an.quated	capacity.	
6. No	one	knows	the	true	extent,	cost,	and	return	of	exis6ng	opera6onal	

footprints.	
7. The	federal	government	is	way	behind	on	innova.ve	solu.ons.	

Why	Legisla.on	is	
Needed	

	
“Successful	management	reforms	in	the	Federal	Government	need	to	have	
legisla;ve	underpinnings	so	they	have	permanence	and	consistency	over	;me,	
no	ma=er	who’s	in	the	White	House	or	who’s	leading	departments	and	
agencies1.”	

Gene	Dodaro	
US	Comptroller	General	

	
1. For	sustainability	across	Administra.ons.		To	give	the	Administra6on	the	

appropriate	tools	and	mandate	common	services	consolida6on	will	require	
sustained	effort	driven	in	a	clear	and	consistent	direc6on	for	at	least	a	
decade	with	strong	leadership	and	applied	exper6se.		

	

																																																													
1	Keynote,	Data	Transparency	Summit	2014,	Data	Transparency	Coali&on,	September	30,	2014	
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2. To	ensure	accountability	for	performance	and	full	benefits	realiza6on.		
Well-craVed	legisla6on	can	ensure	that	both	Congress	and	the	current	and	
future	administra6ons	receive	the	accountability	and	performance	
repor6ng	necessary	to	make	data-driven	decisions.	

	
3. To	force	agencies	to	engage	a	common	services	model.	OMB	oVen	needs	

the	support	of	Congress	to	establish	a	mandate	which	will	help	drive	
change	faster.		

	
4. To	empower	and	resource	cri6cal	Execu6ve	Branch	governance	roles.		

Roles	need	to	be	codified	and	empowered	with	sufficient	authority	and	
resources.	

	
5. To	provide	industry	service	providers	and	government	en..es	with	a	

clear	market	signal	to	jus.fy	investments	in	common	service	plaRorms	
that	will	benefit	government.		The	government	needs	industry	partners	to	
build	and	operate	modernized	and	scalable	common	service	plaZorms	
with	features,	func6ons	and	capacity	to	serve	government-wide	demand	
based	on	consistent	policy,	process,	and	data	standards.			

	
6. To	gain	the	support	of	Congressional	appropriators	and	provide	an	

accurate	and	transparent	scorekeeping	capability	to	track	savings	
realiza.on.	Consolida6on	implementa6on	has	encountered	resistance	in	
the	past	from	Congressional	appropriators	due	to	the	absence	of	
underlying	authorizing	legisla6on	and	concerns	about	disintermedia6ng	
and	disrup6ng	appropria6on	subcommiFee	“rice	bowls.”			

	

What	Will	Be	
Achieved	

The	government	will	significantly	benefit	from	common	service	consolida6on:	
	
1. Drama6cally	reduce	costs	through	consolida6on	of	resources,	use	of	

advanced	technologies,	reduced	duplica6on,	use	of	self-service,	paperless	
processing,	mobile	applica6ons,	and	strengthen	the	marketplace.	The	
Partnership	for	Public	Service	es6mated	savings	at	$47.2	billion	per	year	
($74.2	billion	adjusted	for	infla6on)	when	fully	opera6onal2.		

2. Provide	more	efficient	and	secure	use	of	resources	–	technology,	people,	
facili6es,	process,	and	policy.	

3. Improve	service	to	the	taxpayer	and	federal	employees.	
4. Allow	more	effec6ve	decision	making	for	government	leaders	through	

stronger	cross	government	data	and	analysis	capacity.		
5. Have	resources	to	beGer	support	mission-centric	needs,	and/or	support	

the	budget	deficit	and	debt.		

																																																													
2	Building	a	BeGer	Shared	Services	Marketplace,	Partnership	for	Public	Service,	March	2015.	
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Three	Most	
Iden.fied	
Opera.ng	Models	
to	Consider	

SSLC	conducted	6	visioning	sessions	with	government	and	industry	par6cipants	
developing	many	opera6ng	models.	The	three	that	appeared	most	plausible	
were:		

1. Industry-Outsourced	Cross	Government	Opera6ng	Model	–	strongest	
savings	poten6al,	shared	risk/reward,	technology	in	real	6me,	efficient	
opera6ons,	true	business	model	applica6on.	

2. Government-Owned	Opera6ng	Model	–	strong	savings,	stronger	controls,	
resource	consolida6on,	consistency	with	exis6ng	rules	and	regula6ons.	

3. Agency-Based	Opera6ng	Model	–	Modest	cost	savings,	some	consolida6on	
and	efficiency	gains,	less	struggle	with	cultural	norms,	less	disrup6ve.		

	
Each	of	these	models	can	be	applied	or	combined	to	meet	the	need	depending	
on	applica6on	of	the	Line	of	Business	(LOB)	or	used	in	a	compe66ve	
environment.		

What	Congress	and	
the	Administra.on	
Need	to	Do	

Legisla6ve	and	Administra6ve	ac6on	is	required	to:	
	
1. Mandate	that	a	consolidated	shared	services	business	model	be	

employed	for	government	common	services.	
2. Create	effec6ve	governance	with	the	appropriate	responsibility,	authority,	

and	accountability.	
3. Design	and	apply	the	most	effec.ve	opera.ng	and	business	models	

including	a	business	case,	transforma6on	plan,	and	change	management	
plan.	

4. Transform	to	a	new	way	of	implemen.ng	common	government	services.	
5. Support	the	immediate	focus	on	financial	management	shared	services	

including	the	consolida6on	of	financial	opera6ons	for	non-CFO	Act	
agencies,	fraud	and	improper	payments,	and	loan	and	loan	guarantee	
programs.	

High	Level	Timeline	 1. Mandate	and	governance	established	in	FY25.	
2. Profile	current	opera6ons	and	design	business	model	and	plans	 in	FY25	–	

26.	
3. Begin	migra6on	to	consolidated	opera6ons	based	on	priori6zed	plan	in	FY	

26/27	and	beyond.	

Cost	 The	ini6al	cost	of	transforma6on	is	es6mated	at	$80	million	over	5	years	which	
would	be	100%	cost	neutral	if	recommenda6ons	are	employed.	This	includes	
funding	for	GSA	opera6ons,	profile	and	design	ac6vity,	staff	training,	and	
transforma6on	planning.	

Some	Important	
Factoids	

§ 85%	of	Fortune	500	corporate	en66es	have	moved	to	a	shared	services	
model	for	common	services.	
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§ The	average	cost	savings	in	industry	are	between	15-40%3.	
§ OMB	Memorandum	M-19-16	in	the	previous	Trump	Administra6on	

required	implementa6on	of	shared	services	but	most	of	its	requirements	
were	never	fully	implemented.	

§ GAO	has	demonstrated	significant	duplica6on	and	costly	processes.	
§ The	Technology	CEO	Council	has	es6mated	over	$1	trillion	in	savings	by	the	

government	moving	to	shared	services	and	related	technology	reforms4.	
§ Other	governments	such	as	Australia,	Canada,	the	UK,	and	Singapore	have	

implemented	shared	services.	
§ The	second	largest	US	employer,	Walmart	has	consolidated	all	mission-

support	services.	Human	resources	has	two	centers	with	a	staff	ra6o	of	
1:228.	

§ Johnson	and	Johnson,	with	just	150k	employees,	saved	$2	billion	in	its	first	
two	years	of	opera6on.	

§ The	government’s	consolida6on	of	24	payroll	centers	to	4	saved	over	$3.2	
billion	since	2006.	

§ Exis6ng	shared	service	opera6ons	in	government	cannot	reinvest	retained	
earnings	and	are	on	the	brink	of	failure.	

§ Industry	is	ready	with	plaZorms	and	innova6ons	to	serve	government.		

	

	

	 	

																																																													
3	Global	Shared	Services	and	Outsourcing	Survey	Report,	2021	
4	The	Government	We	Need,	Technology	CEO	Council,	January	2017	
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Introduc.on	
It's	6me	for	the	federal	government	to	take	bold	ac.on	to	realize	the	significant	benefits	of	consolida.ng	

and	modernizing	government	opera.ons	into	a	new	business	and	opera6ng	model(s)	to	save	money,	

beFer	allocate	resources,	improve	service	to	agencies	and	ci6zens,	standardize	process	and	data,	and	

have	improved	capital	resource	management.	To	that	end,	the	Shared	Services	Leadership	Coali6on	(SSLC)	

is	proposing	legisla.ve	and	execu.ve	ac.ons	necessary	to	transform	and	modernize	government	

common	service	opera6ons	through	the	implementa.on	of	a	shared	services	model.		

We	are	suppor6ve	of	the	Administra6ons	current	efforts	to	consolidate	services	in	human	resources,	

financial	management,	and	procurement.	However,	we	also	recognize	there	are	cri6cal	mandates	and	

management	prac6ces	needed	to	make	these	ini6a6ves	successful,	and	we	are	concerned	that	there	is	

significant	risk	evident	in	the	current	approach.	

Effec6ve	shared	service	execu6on	allows	agencies	to	beGer	focus	resources	on	mission	func.ons	while	

enhancing	employee	and	customer	experience	in	a	secure	and	efficient	environment.	Shared	services	

can	be	delivered	in	common	areas	(called	Lines	of	Business	(LOBs))	such	as	human	resources,	financial	

management,	lending,	grants	management,	cyber	security,	background	inves6ga6ons,	real	property,	and	

many	more	(see	examples	on	the	front	cover).	In	doing	so,	agencies	are	giving	up	some	level	of	control	

and	therefore	must	experience,	choice	and	beFer	service,	at	a	reduced	cost.	

As	the	largest	en6ty	and	employer	in	the	world,	the	US	federal	government	has	the	opportunity	for	the	

greatest	efficiency	and	effec6veness	gains	in	common	service	opera6ons.	Transforming	to	a	shared	

services	model	has	been	aFempted	many	6mes	and	some	

suppor6ve	related	ini6a6ves	have	been	implemented.	Yet,	in	

over	40	years,	no	significant	transforma.on	has	ever	been	

undertaken.	Exis6ng	government	opera6ons	for	common	

services	are	expensive,	duplica.ve,	high	risk,	o`en	unable	to	

focus	on	customer	changing	needs,	and	drama.cally	lagging	

other	governments	and	the	private	sector	in	providing	modernized	and	efficient	opera6ons.	

Over	many	years	other	governments	and	corpora6ons	have	embarked	on	transforming	and	modernizing	

their	opera6ons	demonstra6ng	effec.veness,	efficiency,	and	cost	savings.	According	to	the	Shared	

Services	Outsourcing	Network	(SSON)	over	64%	of	large	organiza6on	en66es	have	implemented	shared	

services	with	an	addi6onal	20%	in	the	process	of	doing	so	for	a	total	of	85%	of	Fortune	500	organiza6ons,	

Goal	

The	delivery	of	the	necessary	core	
common	government	services	through	
standardized,	and	scalable	capabili6es	
that	are	less	costly,	more	efficient	and	
effec6ve,	consistently	implemented,	
with	a	reduced	footprint.		
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which	is	a	significant	benchmark	for	the	federal	government.	The	average	cost	savings	are	15-40%	over	

current	opera6ng	models.	The	U.S.	federal	government	has	made	many	aFempts	to	do	so,	has	not	made	

the	investment,	nor	provided	the	resources	and	authorita6ve	leadership	necessary	to	achieve	any	

sustained	outcomes	or	momentum.		

The	purpose	of	this	document	is	to	recommend	ini.al	policy	ac6ons	within	the	legisla6ve	and	execu6ve	

branches	designed	to	result	in	the	transi.on	of	government	to	a	modern	and	effec.ve	way	of	

implemen.ng	common	agency	services	under	an	opera6ng	and	business	model(s)	that	saves	the	

government	money	and	drama6cally	improves	service	and	efficiency.	Stronger	defini6ve	and	bold	ac6on	is	

needed	to	achieve	the	stated	objec6ves.		

This	document	profiles	why	this	is	necessary,	proposes	immediate	ac6ons,	and	provides	examples	of	what	

other	government	and	non-government	en66es	have	achieved	with	the	same	goal.	SSLCs	proposal	is	for	

the	federal	government	to	implement	an	approach	necessary	to	ensure	an	effec6ve,	accountable,	and	

risk	managed	transforma6on	to	standardized	government-wide	shared	services.		These	ini6al	ac6ons	

include:	

1. Making	shared	services	mandatory	

2. Crea6ng	an	effec6ve	governance	structure	

3. Designing	the	op6mal	business	and	opera6ng	models	for	common	services		

4. Migra6ng	to	more	efficient	and	effec6ve	shared	services	opera6ng	and	business	models	including	

modernized	technology	plaZorms	

What	are	Shared	Services?	
Shared	Services	is	the	delivery	of	the	necessary	common	services	to	federal	agencies	and	their	employees	

through	standardized,	scalable,	and	consolidated	capabili.es,	that	ensure	measurable	efficient,	

effec6ve,	and	consistent	solu6ons	that	cost	less.		

A	shared	services	model	is	different	from	how	the	government	operates	today	with	many	duplica6ve,	

separately	funded	func6ons	and	resources	within	Departments,	agencies,	sub	agencies,	and	independent	

agencies,	each	with	their	own	turnkey	func.ons,	processes,	technology,	staff,	etc.	(see	current	opera6ng	

model	in	AFachment	3).	Turnkey	func6ons	are	full	end-to-end	services	in	any	given	line	of	business	which	

can	be	consolidated	into	a	shared	services	opera6on.	
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Currently	some	common	services	in	government	are	provided	with	a	mix	of	overlapping	and	duplica6ve	

methods:	

1. Internal	Opera.ons	–	Many	agencies	have	their	own	func6onal	LOBs	at	the	agency,	sub	agency,	

and	sub-sub	agency	levels	each	with	their	own	resources,	technologies,	standards,	processes,	etc.		

These	opera6ons	also	oVen	use	internal	shared	services	or	Federal	Shared	Service	Centers	(FSSCs)	

to	support	addi6onal	workload	or	surges.		

2. Internal	Shared	Services	–	Central	service	providers	within	Departments	such	as	the	HHS	

Program	Support	Center	(PSC)	which	provides	finance,	procurement,	occupa6onal	health,	and	

logis6cs	services	throughout	HHS	or	the	NASA	Shared	Services	Center	(NSSC)	which	provides	

procurement,	finance,	HR,	IT	support	services	across	NASA).		

3. Federal	Shared	Service	Centers	(FSSCs)	–	There	are	several	independent	shared	service	centers	

providing	services	to	other	agencies.	For	example,	the	Department	of	Interior’s	(DOI)	Interior	

Business	Center	(IBC)	providing	HR,	finance,	procurement,	payroll	services),	the	Department	of	

Agriculture’s	(USDA)	Na6onal	Finance	Center	(NFC)	providing	HR	and	payroll	services),	and	the	

Department	of	Treasury’s	Administra6ve	Services	Center	(ARC)	which	provides	finance,	HR,	IT,	

procurement,	and	travel	services).		

4. Commercial	Shared	Services	–	Many	federal	agencies	outsource	business	processes	to	

commercial	providers.	Services	include	managed	IT	Services,	cloud	compu6ng	storage,	IT	support	

6cket	and	help	desk,	procurement	and	talent	acquisi6on	ac6vi6es,	financial	accoun6ng	and	

repor6ng	services,	facili6es	and	security	services,	and	logis6cs	and	distribu6on	tasks.	Commercial	

outsourcing	can	significantly	lower	costs,	with	contractual	agreements	based	upon	usage	or	

demand.	Many	agencies	and	federal	shared	services	also	use	contractors	to	provide	expert	staff	

augmenta6on.		

Under	a	shared	services	model	consolida6on	leads	to	reduced	duplica6on,	cost,	and	government-wide	

standardiza6on	with	a	new	opera6ng	model	(process,	structure,	governance,	technology,	etc.)	and	

business	model	(purpose,	cost,	funding	mechanism,	outcomes,	measurement,	resources,	capital	

management,	etc.)	as	it	is	implemented	to	create	cost	savings,	efficiency,	reduced	error,	provide	improved	

service,	and	reduce	risk	of	technology	obsolescence	and	failure.	The	government	could	also	provide	a	

compe66ve	environment	for	services	provided	there	is	a	level	playing	field,	but	historically	that	has	not	

been	successful.	
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Why	Ac.on	is	Needed	Now		
A	new	way	of	execu6ng	common	services	supports	goals	associated	with	reducing	debt,	beFer	budget	

management,	modernizing	costly	program	implementa6on,	reducing	duplica6on,	waste,	risk	exposure,	

and	improving	services	to	internal	customers	and	taxpayers.		Currently	the	government	finds	itself	with	

the	following	issues.	

#1	Costly,	unsecure,	and	resource	heavy	common	func.ons.		
The	government	spends	billions	of	dollars	buying	and	maintaining	disparate	systems,	resources,	and	

structures	that	are	inefficient,	at	risk	of	failure	or	cyber-aFack,	and	duplica6ve	resul6ng	in	excessive	

opera.ng	costs	and	reduced	efficiency	and	effec.veness.	Neither	Congress	nor	the	Administra6on	have	

the	necessary	interoperable	systems	and	data	capacity	to	conduct	full	government-wide	analysis	and	

decision	making,	nor	easy	transfer	of	data	from	agency	to	agency.	Each	agency	and	sub	agency	budgets	

for	and	operates	its	own	technology,	has	its	own	staff,	and	operates	its	own	processes	that	lack	

standardiza.on	and	agencies	oVen	have	few	effec6ve	choices.		

	

Within	HR,	a	typical	hiring	ac6on	in	the	private	sector	costs	$4.1k	while	it	is	over	$10k	in	government.	

Processing	an	invoice	in	government	can	cost	hundreds	of	dollars	while	in	other	sectors	it	costs	$1-2.	The	

US	Office	of	Personnel	Management’s	Quality	Service	Management	Office	(QSMO)	has	stated	that	the	

government	“spends	over	$2B	annually	to	maintain	a	patchwork	of	fragmented	d	aging	HR/payroll	

systems”	and	that	“this	creates	risk,	inefficiency,	duplica6ve	effort	and	cost,	and	makes	it	difficult	to	obtain	

high-quality	data	for	making	government-wide	workforce/policy	decisions.”5	

	

There	are	several	bright	financial	spots	in	government.	For	example,	NASA	has	saved	over	$350	million	in	

the	last	8	years	by	centralizing	services.	Treasury	has	reportedly	saved	over	$600	million	in	2022.	The	

federal	government’s	consolida6on	of	24	payroll	systems	to	4	systems	saved	over	$3.2	billion	since	2006.		

Compara6vely,	commercial	companies	that	have	enacted	this	model	report	significant	savings	-	Johnson	

and	Johnson,	with	150k	employees,	saved	almost	$2	billion	within	two	years	of	opera6on.	Estee	Lauder	

is	on	track	to	save	$1	billion	by	2030.	One	commercial	company	documented	a	55%	reduc.on	in	costs6.	

																																																													
5	US	Office	of	Personnel	Management	QSMO	presenta6on	to	Shared	Services	Forum,	December	12,	2024	
6	Recommenda6ons	for	Transi6oning	Shared	Services	To	Full	Opera6onal	Capability	Across	The	Federal	Government,	Shared	Services	Leadership	
Coali6on,	May	2022.	
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Overall,	the	private	sector	has	reported	savings	of	$593	million	per	$1	billion	in	revenues	with	55-65%	of	

the	savings	coming	from	labor	and	35-45%	coming	from	non-labor	expenses7.		

Previous	Presiden6al	Management	Agenda’s	(PMA’s)	have	called	for	shared	services	ci6ng	the	poten6al	

for	over	$2B	in	savings.	The	Technology	CEO	Council	has	reported	the	possibility	of	over	$1T	in	savings8	

from	shared	services	and	related	improvements	enabled	by	modernized	technology	plaZorms.	The	

Partnership	for	Public	Services	es6mated	$47.2	billion	($72.4	billion	adjusted	for	infla6on)	in	savings	per	

year.	On	a	compara6ve	size	scale	(smaller	than	the	US	federal	government),	the	government	of	Australia	

has	saved	over	$230	million	in	its	financial	opera6ons	alone.	The	government	of	Singapore	has	saved	over	

$380	million	by	implemen6ng	a	shared	services	model.		

	

Further,	outcomes	have	been	achieved	through	shared	services	such	as	the	reduc6on	in	financial	audit	

6me	and	costs,	reduced	facility	footprints,	reduced	technology	plaZorms,	increased	self-service,	reduced	

error	rates	and	work	redone,	beFer	data	quality	and	decision-making,	and	stronger	contribu6ons	to	

mission-centric	program	delivery,	and	improved	working	capital	management.		

	

	

#2	Current	ac.vity	to	realize	the	benefit	of	shared	services	is	less	than	effec.ve.		

Some	FSSCs	across	the	government	currently	exist	as	originally	established	such	as	IBC,	NFC,	PSC,	etc.,	yet	

there	are	no	central	enforceable	mandate	nor	appropriate	funding	models	provided,	and	there	is	no	

en.ty	in	government	with	the	established	responsibility	and	authority	to	direct,	guide,	and	provide	an	

independent	and	transparent	profile	of	its	opera6ons	and	effec6veness	and	make	the	necessary	

transforma6on.	Most	FSSCs	don’t	appear	to	be	more	efficient,	they	operate	under	a	limited	cost	recovery	

model,	having	liFle	to	no	access	to	moderniza6on	funding,	and	there	are	strict	rules	on	using	retained	

earnings	for	such	purposes.	This	has	not	been	the	op.mal	model	for	government	and	others	must	be	

considered.	The	lack	of	effec6ve	commercial	compe66on	has	also	limited	industry’s	ability	to	invest	in	and	

																																																													
7	ScoF	Madden	Consultants,	Shared	Services	Benchmark	Highlights,	2024.	
8	The	Government	We	Need,	Technology	CEO	Council,	January	2017	

Imagine	the	savings	the	federal	government	can	realize	given	its	size	and	complexity.	Savings	that	can	

be	applied	to	beFer	mission	delivery,	reducing	the	budget,	or	being	applied	to	the	na6on’s	debt.		
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provide	innova6ve	solu6ons	that	can	greatly	enhance	efficiency	and	effec6veness.	They	are	willing	and	

able	to	do	so	if	the	government	provides	the	appropriate	environment.		

	

Objec6ves	required	through	OMB’s	Memorandum	M-19-16	Centralized	Mission-Support	Capabili6es	for	

the	Federal	Government,	April	2019	(AFachment	1)	are	strong	(created	in	the	previous	Trump	

Administra6on)	but	have	been	in	large	part	ignored	and	liGle	financial	and	other	resources	have	been	

provided	for	moderniza6on.	For	example,	agencies	and	parent	agencies	roles	regarding	shared	services	as	

established	in	M-19-16	have	not	been	executed	and	the	General	Services	Administra6on’s	(GSA’s)	role	is	

established	as	only	a	coordina.ng	func.on.	Without	stronger	mandates	and	proper	oversight,	an	

implementa6on	plan,	and	accountability,	the	government	will	con6nue	to	underperform.	It	is	necessary	to	

profile,	define,	and	execute	the	most	effec6ve	business	model	and	provide	an	effec6ve	marketplace	to	

provide	efficient	common	services	government-wide	as	well	as	strong	governance.	

	

The	Execu6ve	Branch	has	been	aFemp6ng	to	move	to	a	shared	services	model	for	well	over	40	years.	

During	the	past	5-years	since	the	establishment	of	M-19-16	(which	was	also	codified	in	Circular	A-119	and	

supported	by	A-12310),	QSMOs	were	established	to	develop	a	marketplace	and	standards,	and	an	

advisory	governance	structure	has	been	established.	However,	they	are	not	yet	fully	effec6ve,	nor	do	they	

operate	under	a	consistent	framework,	none	of	the	goals	or	objec.ves	have	been	realized,	and	many	of	

the	role	accountabili6es	required	have	not	been	implemented.	In	short,	there	is	no	mandate,	aFen6on	

ebbs	and	flows	from	Administra6on	to	Administra6on,	and	millions	of	dollars	are	currently	being	spent	

without	substan.ve	outcomes,	oversight,	and	repor.ng.	There	are	currently	few	common	standards	

and	there	is	a	lack	of	efficiency	and	effec.veness	metrics	with	which	to	determine	the	appropriateness	

of	the	current	models	for	execu6ng	common	services.	

	 	

Lastly,	an	OMB	Memorandum	issued	in	December	2011	en6tled	"Security	Authoriza6on	of	Informa6on	

Systems	in	Cloud	Compu6ng	Environments"	established	the	Federal	Risk	and	Authoriza6on	Management	

Program	(FedRAMP)	and	established	the	evalua6on	and	con6nuous	monitoring	process	for	the	cloud	

service	models	(e.g.,	Infrastructure	as	a	Service,	PlaZorm	as	a	Service,	SoVware	as	a	Service)	as	defined	by	

the	Na6onal	Ins6tute	of	Standards	and	Technology	(NIST).		It	was	later	codified	in	the	FY23	Na6onal	Defense	

																																																													
9	OMB	Circular	A-11	(2023),	Prepara6on,	Submission,	and	Execu6on	of	the	Budget,	Sec6on	220.	
10	OMB	Circular	A-123	(2016),	Management’s	Responsibility	for	Enterprise	Risk	Management	and	Internal	Controls.	
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Authoriza6on	Act.	To	date,	commercial	investment	into	this	cer6fica6on	process	allows	agencies	to	share	

System	Security	Plans	and	speed	up	the	Authority	to	Operate	(ATO).	However,	FedRAMP	requirements	are	

oVen	applied	differently	between	government	and	commercial	systems	making	it	difficult	and	costly	for	

commercial	providers	to	compete	fairly	in	the	federal	marketplace.	

#3	Some	of	the	exis.ng	FSSCs	are	struggling.	
		
As	reported	by	some	of	the	exis6ng	FSSCs	themselves,	many	are	starved	for	resources,	opera.ng	legacy	

systems	(some	reported	to	be	on	the	verge	of	collapse	under	an6quated	Cobol	systems),	and	most	don’t	

have	the	resources	to	invest	in	moderniza.on.	A	new	way	of	doing	things	is	needed.	The	current	

required	way	of	funding	FSSC	opera6ons	is	not	able	to	provide	appropriate	resources	for	investment	and	

moderniza6on,	yet	this	provides	a	business	model	which	is	not	op6mized,	other	op6ons	must	be	

considered,	and	a	strong	marketplace	developed.		

	

A	recent	Na6onal	Academy	of	Public	Administra6on	(NAPA)	Report	on	the	USDA	Na6onal	Finance	

Center11,	states	that	NFC	“has	not	received	the	aFen6on	and	support	it	needs	to	successfully	fulfill	its	vital	

role”.	It	further	states	that	its	“effec6veness	has	been	compromised	by	inadequate	investment	in	its	

people,	technology,	physical	facili6es,	and	financial	support”	and	that	many	of	the	findings	of	this	report	

are	applicable	to	other	FSSCs.	By	way	of	example,	they	state	that	the	NFC	plaZorm	used	to	process	over	

650,000	federal	employee	payroll	transac6ons	is	on	the	brink	of	failure	and	that	inefficient	processes	

have	degraded	customer	service,	impeded	efficiency,	increased	error	rates,	and	created	a	rising	risk	for	a	

cyber	event.		

	

	

#4	Required	investment	in	shared	services	is	scarce	at	best.		
	
Congress	approves	funding	for	func6ons	and	systems	for	agencies	in	a	stove-piped	fashion	(agency	by	

agency)	and	since	shared	services	are	not	established	legisla6vely,	they	receive	liGle	to	no	aGen.on	and	

cross-government	improvements	are	rarely	considered.	Current	FSSCs	work	on	a	cost	reimbursement	

																																																													
11	Stabilizing	and	Modernizing	the	Na6onal	Finance	Center’s	Opera6ons	in	Service	to	the	Federal	Workforce	and	the	Na6on,	NAPA,	August	2023.		

The	fact	is	the	current	way	of	providing	shared	services,	as	limited	as	it	is,	is	mostly	broken.	It	should	

not	be	repeated,	and	a	completely	new	model	of	opera.ons	and	business	should	be	implemented.		
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basis	and	do	not	all	generate	the	financial	resources	necessary	to	fund	moderniza6on	or	to	invest	in	

growth.	Parent	agencies	typically	provide	liFle	to	no	support.	The	Technology	Moderniza6on	Fund	(TMF)	

established	7	years	ago	expressly	iden6fies	funding	opportuni6es	for	shared	services	but	has	not	acted	on	

it	to	date	and	the	rules	are	too	difficult	for	FSSCs	to	meet.	Therefore,	the	current	opportuni6es	for	funding	

are	lacking,	making	it	difficult	for	exis.ng	FSSCs	to	maintain	their	capaci6es,	grow,	or	modernize	and	in	

fact,	this	is	not	the	op6mal	model.	There	must	be	considera6on	provided	for	other	alterna6ves	such	as	

Industry	outsourcing	or	centralized	government	func.ons	with	the	appropriate	objec6vity,	fairness	and	

equity,	and	streamlined	funding	model.	

#5	No	one	knows	the	extent	and	scale	of	exis.ng	opera.ons.		
	
Across	government,	as	cited	by	many	GAO	and	Congressional	reports,	technology	is	duplica6ve,	wasteful,	

inconsistent,	costly,	and	does	not	communicate	well	within	and	with	oversight	agencies,	and	no	one	

knows	the	extent	of	the	size,	scope,	and	cost	of	common	services	currently	being	provided.	The	full	

impact	and	contribu6on	of	the	current	opera6ons	is	not	fully	known,	and	a	profile	has	not	been	

conducted	or	benchmarked	to	determine	if	the	current	model	is	in	any	way	effec6ve,	nor	does	it	provide	a	

baseline	for	metrics.	Many	provide	surge	or	augmenta6on	support	to	agencies	rather	than	full	turnkey	

support.	The	cost	of	shared	service	opera6ons	at	the	center	or	transac6on	levels	is	significantly	higher	

than	other	sectors	and	has	not	been	fully	captured	or	compared	to	provide	business	jus6fica6ons.	Federal	

and	commercial	providers	are	oVen	held	to	different	performance,	security,	outcome,	and	other	

standards.	Further,	no	baseline	defini6on	has	been	conducted	regarding	government	opera.ons	vs	

industry	outsourcing	models,	nor	have	any	pockets	of	best	prac6ce	been	iden6fied	for	adop6on.	

Industry	v	government	models	should	be	fully	veGed.	

Since	there	is	no	strategic	blueprint,	opportuni.es	are	lost	to	define	the	most	effec6ve	organiza6onal	

model(s)	and	drama6cally	improve	the	performance	of	common	func6ons	across	government	through	

new	business	models,	methods,	providers,	and	technologies	to	increase	efficiency	and	effec6veness	and	

reduce	opera6ng	costs.	In	addi6on,	having	the	blueprint	and	resources	to	innovate,	reducing	legacy	and	

stove	piped	systems,	and	ensuring	effec6ve	oversight,	is	necessary	for	effec6ve	performance,	outcomes,	

and	improved	customer	experience	that	doesn’t	currently	exist.12	Fully	engaging	industry	in	a	

marketplace	model	is	cri6cal	to	this	success,	and	there	is	a	need	to	report	results	to	Congress	and	the	

Administra6on.	

																																																													
12	Measuring	the	Business	Value	of	Shared	Services,	SSLC,	July	2023.	
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#6	Innova.ve	methods	and	technologies	exist	but	the	federal	government	is	way	
behind.		
	
Ar6ficial	intelligence,	self-service,	mobile	technologies,	paperless	processing,	and	touchless	processing	are	

all	advancing	rapidly	in	other	shared	services	drama6cally	improving	efficiency,	saving	money,	reducing	

errors,	and	serving	customers.	For	example,	invoices	can	be	assessed,	paid,	and	audited	without	human	

involvement.	By	doing	this	the	state	of	New	York	reduced	their	invoice	audits	from	20%	to	5%,	lowering	

costs	and	reducing	errors.	In	most	other	sectors,	employees	make	their	own	changes	to	add	dependents,	

change	payroll	deduc6ons,	or	ini6ate	re6rement	ac6ons,	drama6cally	improving	efficiency	and	

effec6veness	across	the	enterprise	with	fewer	resources	and	less	cost.		

Why	Legisla.on	is	Necessary		
While	much	success	has	been	realized	by	other	governments	and	Fortune	500	companies	around	the	

world,	consolida6on	ini6a6ves	ini6ated	by	every	administra6on	from	the	1980s	into	the	2020s	have	

experienced	challenges	due	to	frequent	changes	in	priori6es	and	implementa6on	approaches	from	one	

administra6on	to	another,	and	the	lack	of	strong	and	consistent	support	from	the	highest	levels	of	the	

Execu6ve	Branch	and	Congress.	As	a	result,	the	government	has	failed	to	realize	the	full	transforma6ve	

value	of	shared	services.	The	government’s	inconsistent	and	underpowered	approaches	must	change	for	

consolida6on	to	be	successful.			

#1	For	Sustainability	Across	Administra.ons		
	
Common	services	consolida6on	will	require	sustained	effort	driven	in	a	clear	and	consistent	direc6on	for	

at	least	a	decade	with	strong	leadership	and	applied	exper6se.	Legisla6on	is	necessary	to	provide	clear	

direc6on,	a	roadmap	and	oversight	across	mul6ple	presiden6al	administra6ons	to	keep	progress	on	track.		

Legisla6on	will	also	provide	bipar6san	“branding”	so	that	shared	services	won’t	be	iden6fied	poli6cally	

with	a	par6cular	administra6on	or	party	and	suffer	diminished	support	from	future	administra6ons.		The	

importance	of	legisla6on	for	crea6ng	sustainability	has	been	recognized	in	many	government	

management	reforms,	such	as	the	CFO	Act,	FITARA,	the	DATA	Act,	Clinger-Cohen,	GPRAMA,	Evidence	

Based	Moderniza6on	Act,	etc.			
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“Successful	management	reforms	in	the	Federal	Government	need	to	have	legisla;ve	

underpinnings	so	they	have	permanence	and	consistency	over	;me,	no	ma=er	who’s	in	

the	White	House	or	who’s	leading	departments	and	agencies13.”		

Gene	Dodaro	

US	Comptroller	General	

#2	Ensure	accountability	for	Performance	and	Full	Benefit	Realiza.on		
	

Well-craVed	legisla6on	can	ensure	that	both	Congress	and	the	current	and	future	Administra6ons	receive	

the	accountability	and	performance	repor6ng	necessary	to	make	data-driven	decisions	that	impact	all	

agencies	across	the	government	and	demonstrate	improved	service	to	government	employees	and	the	

American	people.		Legisla6on	should	require	that	the	Congressional	Budget	Office	establish	an	accurate	

and	transparent	scorekeeping	capability	to	track	savings	realiza6on,	including	actual	spending	reduc6ons	

and	cost	avoidances	consistent	with	industry	standard	return	on	investment	calcula6ons.		

	
#3	To	Force	Agencies	to	Engage	a	Common	Service	Model		
	

OMB	oVen	needs	the	support	of	Congress	to	establish	a	mandate	which	will	help	drive	change	faster.	

Agencies	tend	to	resist	change	un6l	they	have	no	choice	but	to	comply	with	non-nego6able	direc6ves	

issued	by	higher	authori6es.		The	absence	of	a	mandate	and	lack	of	clarity	in	authority	and	responsibility	

have	been	significant	barriers	to	agency	adop6on	of	shared	services.	We	don’t	want	agencies	to	“outlast”	

or	“outwait”	the	Administra6on.	A	statutory	mandate	that	will	outlast	changes	in	presiden6al	

administra6ons	is	necessary	to	get	and	keep	migra6ons	moving	and	put	in	place	the	governance	structure	

necessary	to	ensure	ongoing	success	and	effec6ve	management.		For	the	first	6me,	Congress	can	have	a	

powerful	view	into	the	window	of	duplica6on,	overlap,	waste	and	conversely	improved	efficiency,	

effec6veness,	and	service	to	agencies	and	the	American	people	through	cross	government	data	and	

established	performance	and	outcome	measures.					

	 	

																																																													
13	Keynote,	Data	Transparency	Summit	2014,	Data	Transparency	Coali&on,	September	30,	2014	
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#4	To	Empower	and	Resource	Cri.cal	Execu.ve	Branch	Roles		
	

OMB	Management	Memorandum	M-19-16	established	important	governance	roles	and	responsibili6es	

for	shared	services	in	OMB	and	GSA	in	the	first	Trump	Administra6on.		These	and	other	roles	need	to	be	

codified	and	empowered	with	sufficient	authori6es	and	resources	to	perform	their	expanding	roles	into	

the	foreseeable	future.		Absent	codifica6on,	they	could	be	eliminated	by	the	stroke	of	a	pen	by	a	future	

Administra6on	or	reduced	to	a	level	to	be	rendered	meaningless.	Further,	authori6es	and	accountabili6es	

need	to	be	established	and	made	clear	to	all	agencies	to	prevent	driV	from	administra6on	to	

administra6on.	M-19-16	is	a	well	wriFen	tool	that	needs	legisla6ve	“teeth”	to	make	it	work.	

#5	To	Provide	Industry	and	Government	with	a	Clear	Signal	to	Jus.fy	
Investments		

The	government	needs	industry	partners	to	build	and	operate	modernized	and	scalable	common	service	

plaZorms	with	features,	func6ons	and	capacity	to	serve	government-wide	demand	based	on	consistent	

policy,	process,	and	data	standards.		Industry	partners	have	been	burned	in	the	past	by	unsupported	

“build	it	and	we	will	come”	assurances	from	government.		A	statutory	mandate	and	6metable	will	

demonstrate	government’s	commitment	and	provide	a	predictable	level	of	demand	for	service	

consump6on	so	that	industry	providers	can	invest	confidently	and	an6cipate	reasonable	returns	on	

investment.	This	will	also	provide	government	Quality	Service	Management	Offices	(QSMOs)	with	the	

mandate	they	need	to	perform	their	envisioned	roles	effec6vely.			

#6	To	Gain	the	Support	of	Congressional	Appropriators		
	
Shared	services	implementa6on	has	encountered	resistance	in	the	past	from	Congressional	appropriators	

due	to	the	absence	of	underlying	authorizing	legisla6on	and	concerns	about	disintermedia6ng	and	

disrup6ng	appropria6on	subcommiFee	“rice	bowls.”		This	resistance	is	likely	to	con6nue	and	grow	in	the	

future	if	implementa6on	ac6vity	accelerates	but	is	not	codified.	The	give	and	take	of	the	legisla6ve	

process	will	enable	appropriators	to	cut	deals	that	protect	most	of	their	turf	while	giving	them	the	ability	

to	enforce	cost	savings	realiza6on	in	the	agencies	and	a	voice	in	how	savings	will	be	repurposed,	in	return	

for	language	that	promotes	stable	funding	for	moderniza6on	over	6me	and	a	clear	sense	of	direc6on	for	

future	administra6ons	to	navigate	by.	Further,	if	done	right,	consolida6ng	common	services	will	return	

money	to	the	treasury	and	not	be	addi6ve	to	the	budget	or	contribute	to	a	deficit.	
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The	case	for	legisla6on	is	compelling	and	necessary.		The	stars	are	perfectly	aligned	for	a	bipar6san	

majority	in	Congress	and	the	Trump	Administra6on	to	seize	the	moment	and	codify	common	service	

consolida6on	as	a	keystone	and	core	architectural	principle	of	a	modernized,	data-	and	performance-

driven	21st	Century	government.			

	

What	We	Propose	
SSLC	recommends	immediate	legisla.ve	and	execu.ve	

ac.ons	be	taken	in	FY25	to	define	and	implement	policy	and	

a	process	for	realizing	significant	government	opera6ng	

performance	improvement	by	consolida6ng	common	

services.	This	would	require	new	opera6ng	and	business	

models	to	be	implemented	to	achieve	the	goals	previously	

discussed.	A	draV	Bill	for	the	“FAST	ACT”	is	aFached	herein	

(AFachment	2)	to	assist	Congress	in	taking	immediate	ac6on	

in	the	first	session	of	the	119th	Congress.	Our	four	recommenda6ons	are	described	below.	

	

#1	Immediately	establish	shared	services	as	the	mandated	opera.ng	and	
business	model	for	common	government	opera.ons.	
	
1. Using	legisla6on	supported	by	an	Execu6ve	Order	(based	on	M-19-16)	and	the	President’s	

Management	Agenda	(PMA),	and	the	proposed	Department	of	Government	Efficiency	(DOGE)	as	

appropriate,	immediately	establish	a	mandate	by	which	shared	service	opera6ons	is	the	model	that	

will	be	implemented	for	the	federal	government’s	common	services	as	well	as	mission-centric	

opera6ons	where	appropriate;	that	an	opera6ng/business	model	and	business	case	be	developed;	

appropriate	analysis	be	conducted;	the	marketplace	be	developed;	and	a	transforma6on	plan	be	

prepared	and	approved	for	consolida6ng	government-wide	common	services.	Congressional	and	

Administra6on	oversight	for	regular	repor6ng	on	the	state	of	common	service	transforma6on,	

performance,	and	outcomes	will	also	be	required.		

	
2. Fully	state	the	purpose,	role,	func6ons,	and	structure	of	shared	services.	Establish	general	

criteria/guidance	for	lines	of	business	to	be	designated	as	a	shared	service,	allowing	providers	to	

Four	Recommenda.ons		
to	Get	Things	Moving		

	
1. Mandate	shared	services	as	the	

required	business	model.	
2. Create	effec&ve	governance.	
3. Design	the	op&mal	business	and	

opera&ng	models	for	common	
services		

4. Migrate	agencies	to	the	new	
model.	
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support	the	government	and	clearly	profile	the	shared	services	business	model	to	be	transi6oned	to	

and	modernized.	

	
3. Focus	immediately	on	consolida.ng	financial	management	Lines	of	Business	to	include	consolida6ng	

financial	opera6ons	for	non-CFO	Act	agencies	within	Treasury,	fraud	and	improper	payments,	and	loan	

and	loan	guarantee	programs.		

#2	Create	Effec.ve	Governance.		
	
1. Immediately	appoint	a	Senate	confirmed	Commissioner	of	Government	Opera.ons	in	the	General	

Services	Administra6on	(GSA)	to	oversee	the	planning,	design,	and	moderniza6on	of	government	

opera6ons,	incorpora6ng	the	exis6ng	GSA	Office	of	Shared	Solu6ons	and	Performance	Improvement	

(OSSPI)	with	improved	resource	capacity.	This	role	will	have	the	responsibility,	accountability,	and	

authority	to	achieve	effec6ve	government	opera6ons	through	shared	services	and	make	other	

opera6onal	improvements.	Policy	authority	should	be	at	the	Office	of	Management	and	Budget	

(OMB)	res6ng	with	the	Deputy	Director	for	Management	(DDM).	This	GSA	Commissioner	role	should	

be	a	Presiden6ally	appointed,	Senate	confirmed	leader	to	ensure	appropriate	and	consistent	aFen6on	

on	a	mul6year	moderniza6on	effort.	The	Commissioner	should	have	the	responsibility,	authority,	and	

accountability	to	direct	agencies,	profile	exis6ng	opera6ons,	make	structural	changes,	implement	

policy,	report	to	Congress	and	the	Administra6on,	and	design,	implement,	and	maintain	the	blueprint	

of	the	future	of	consolidated	common	service	opera6ons.	

2. Through	immediate	legisla6ve	ac6on,	provide	the	Commissioner	of	Government	Opera6ons	full	

access	and	resources	to	assess	current	common	services	across	government	(at	agencies,	FSSCs,	and	

industry	providers).	Develop	a	full	profile	of	the	number,	strengths	and	challenges	of	the	exis6ng	

common	services	landscape.	Later,	the	number,	structure,	alignment,	and	func6onal	responsibility	of	

common	service	provider	solu6ons	will	be	determined	based	on	need,	scope,	capacity,	and	risk	as	

designed.		

3. Through	Execu6ve	ac6on,	remold	the	current	Shared	Services	Governance	Board	(SSGB)	to	be	

populated	by	the	opera6onal	leaders	(COOs/CMOs)	of	each	CFO	Act	agency	and	representa6ves	from	

small	and	independent	agencies	(Assistant	Secretaries	or	equivalent).	Rename	it	the	Government	

Opera.ons	Advisory	Board	(GOAB).	The	GOAB	will	serve	in	an	advisory	capacity	to	the	GSA	

Commissioner	and	the	DDM.	Bring	governance	of	the	new	shared	services	opera6ng	and	business	

models	under	the	advisory	jurisdic6on	of	the	President’s	Management	Council	(PMC).	Include	
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government	opera6ons	improvement	as	a	central	element	of	the	President’s	Management	Agenda	

(PMA)	and	iden6fy	specific	outcomes	to	be	achieved	within	established	6meframes.		

	

#3	The	Execu.ve	Branch	Shall	Design	the	op.mal	business	and	opera.ng	models	
for	common	services.	
	
1. Profile	exis6ng	func6ons	and	design	new	efficient	and	effec6ve	federal	common	services	opera6ng	

and	business	models	which	engage	the	latest	methods	and	technologies.	Over	18	months	(FY25-26),	

fund	and	complete	a	cross-government	profile	of	exis.ng	government	turnkey	opera.ng	common	

services	and	exis.ng	shared	service	(see	es6mated	

ini6al	cost	on	page	21).	The	profile	would	include	

capaci6es,	budgets,	costs,	transac6onal	costs,	

performance,	market	penetra6on,	resources,	technology	

profiles,	customer	experience,	staffing	ra6os,	workloads,	

QSMO	marketplace,	percentages	of	work	delegated	to	

internal	or	external	FSSCs,	and	other	factors.	Compare	

this	to	exis6ng	agency	opera6ons	(turnkey)	and	

benchmark	against	other	mature	shared	service	

opera6ons	in	commercial	and	other	government	

environments.	Iden6fy	areas	for	drama6c	improvement	

in	execu6ng	common	service	with	improved	

effec6veness	and	reduced	cost.	Incorporate	the	best	

industry	has	to	offer.	Complete	the	profile	using	non-

conflicted	experts	with	appropriate	funding.	Leverage	

exis6ng	and	introduced	legisla6on	such	as	H.R.1695	and	

S.931	-	Strengthening	Agency	Management	and	

Oversight	of	SoVware	Assets	Act	and	S.666		-	Iden6fying	

and	Elimina6ng	Wasteful	Programs	Act.	Also	leverage	

the	Evidence	Act	of	2018,	the	eGovernment	Act	of	2002,	

Government	Performance	and	Results	Moderniza6on	

Act	of	1993,	The	Government	Paperwork	Elimina6on	Act	

of	1998,	and	the	2011	provision	of	the	NDAA	for	

program	inventory	and	spending,	etc.		

Criteria	for	Selec.ng	Op.mized	
Opera.ng/Business	Model	

	
1. Results	in	improved	efficiency	and	

effec6veness	through	process/policy	
reform	and	standardiza6on.	

2. Results	in	scorable	and	meaningful	
savings.	

3. Standardizes	processes	and	solu6ons,	
reduce	specializa6on	where	possible.	

4. Placing	control	in	the	hands	of	the	
customer	and	improves	their	
experience.	

5. Demonstrates	clear	outcomes	and	
benefits	for	federal	employees	and	
agencies.	

6. Ensures	strong	governance	with	clear	
responsibili6es,	accountabili6es,	and	
authority.	

7. Eliminates	data	stovepipes.	
8. Incorporates	best	prac6ces	and	

con6nuous	innova6on.	
9. Reduces	technology	plaZorm	and	

facility	footprints.	
10. Reduces	error	rates,	fraud,	and	

improper	payments.	
11. Reduces	barriers	within	and	between	

agencies	for	more	effec6ve	and	6mely	
performance.	

12. Ability	to	con6nually	improve	and	
modernize	and	maintain	staff	
competence	in	highly	compe66ve	
markets.	

13. Ensures	secure	opera6ng	
environments.	
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In	FY26,	based	on	the	outcome	of	the	profile	in	#1	above,	design	the	op.mum	government-wide	

opera.ng	and	business	model(s)	along	with	a	suppor6ng	business	case	jus.fica.on	to	drama6cally	

improve	opera6ons,	streamline	policy,	modernize	systems,	and	to	improved	services	to	government	

agencies	and	the	American	people.	This	would	include	a	phased	and	managed	transforma.on	plan,	

business	case,	and	a	change	management	plan.		

	
At	a	minimum,	these	plans	would	include:	

	
ü A	review	of	the	findings	and	analysis	

conducted	as	well	as	
recommenda6ons	for	change.	

ü Defini6on,	role,	and	func6ons	of	
shared	services	in	government	to	also	
include	in-house	and	outsourced/	
partnership	models.	

ü Clear	and	jus6fied	benefits	to	
government	and	taxpayers.	

ü The	structure	under	which	common	
services	will	func6on	to	support	
government-wide	requirements.	

ü A	clear	opera6ng	and	business	model	
and	authori6es	and	accountabili6es.	
Ensure	clarity	of	inherently	
government	func6ons	and	what	can	
be	supported	by	industry.	

ü Organiza6onal	alignment	and	roles	of	
Agencies,	Oversight	Agencies,	and	
Parent	Agencies.	

ü Iden6fica6on	of	how	OSSPI,	QSMOs,	
LOBs,	and	other	en66es,	will	be	
leveraged.	

ü The	required	phases,	ac6vi6es,	
accountabili6es,	and	results	over	a	
determined	period.	

ü The	an6cipated	use	of	demonstra6on/	
pilot	projects	and	proofs	of	concepts.	

ü Disposi6on	of	exis6ng	turnkey	opera6ons.	
ü Consistent	target	performance,	outcome	

and	business	metrics	for	all	providers.	
ü An6cipate	leveraging	of	exis6ng	methods,	

technologies,	or	policy.	
ü A	plan	to	engage	modern	methods	and	

technologies.	
ü Required	investment	and	resources	for	

moderniza6on	and	transi6on	over	a	
defined	period.	

ü Systemic	funding	mechanisms	for	
opera6ons	and	moderniza6on	that	could	
be	cost	neutral	and	result	in	a	return	on	
investment.	Include	the	an6cipated	ROI/E	

ü Iden6fica6on	of	an6cipated	future	growth	
needs.	

ü Addi6onal	policy	requirements	(Execu6ve	
or	Legisla6ve)	required.	

ü Iden6fica6on	of	how	common	service	
providers	will	be	cer6fied	for	opera6ons.		

ü Financial	opera6ng	and	future	investment	
model	and	use	of	retained	earnings	for	
government	providers.	

ü A	clear	transi6on	roadmap	and	6meline.	
ü Iden6fica6on	of	ini6al	Lines	of	Business	

(LOBs)	and	how	“onboarding”	will	take	
place	ini6ally	and	over	6me.	

	
§ Allow	for	funding	of	future	growth	and	moderniza.on	through	requested	appropria6ons,	

reinvestment	of	retained	earnings	from	customer	fees,	and	use	of	other	planned	

moderniza6on	funds	to	ensure	cost	neutrality.	Provide	an	incen6ve	model	for	innova6on,	

efficiency,	marketplace	development,	and	effec6ve	use	of	industry	engagement.			
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§ Begin	the	immediate	training	of	federal	staff	in	the	shared	services	opera6ng	and	business	

model,	transforma6on,	moderniza6on,	program	management,	opera6ons,	and	other	

associated	skills	to	build	a	strong	cadre	of	leaders	and	implementers.	

§ Include	the	development	and	approval	of	a	model	for	funding	the	transforma6on	and	

opera6ons	of	shared	service	centers.	Require	a	Return	on	Investment	Analysis	(ROI).	

§ Apply	findings	to	the	three	models	that	have	been	ar6culated	by	federal	and	industry	

experts	(see	AFachment	3),	each	with	their	own	opportuni6es,	challenges,	and	risks.	These	

include:	

§ Industry	Outsourced	Opera6ng	Model	

§ Government-Owned	Opera6ng	Model	

§ Agency-Based	Opera6ng	Model	

	

Determine	the	one,	combina6on,	or	other	opera6ng	and	business	models	that	provide	the	best	

opportunity	for	consolida6on,	efficiency,	effec6veness,	cost	savings,	improved	service,	and	effec6ve	

use	of	resources	for	each	LOB.		

	

2. In	FY26,	leverage	the	good	work	already	accomplished	by	OSSPI,	LOBs,	and	QSMOs,	reshaping	

them	to	support	the	new	model(s)	and	eliminate	any	ineffec6ve	or	duplica6ve	prac6ces.	Increase	

GSA’s	capacity	during	transforma6on	and	reduce	it	later	for	normal	opera6ons	and	management.	

	
3. In	FY27-29+	fund	an	investment	as	defined	to	achieve	efficient,	

effec.ve,	and	credible	consolida.on	planning.	Funding	can	be	

cost	neutral	either	through	appropria6ons,	the	elimina6on	of	

stovepipe	funding,	the	use	of	the	Technology	Moderniza6on	

Fund	(TMF),	agency	support,	or	a	combina6on	of	methods.	

Support	the	funding	through	reduced	budget	investments	in	

exis.ng	agencies	common	service	moderniza.ons	to	

opera.onal	sustainment	while	this	is	achieved.	If	necessary,	suspend	certain	TMF	rules	to	

par6ally	accomplish	this	investment	through	the	TMF.	Sustainment	funding	would	be	only	the	

minimum	which	is	necessary	to	maintain	exis6ng	systems	and	opera6ons	while	the	

transforma6on	is	taking	place.		

	

Shared	Services	
Will	More	Than	Pay	for	Itself	

Investments	should	realize	
downstream	savings	through	
improved	process	and	resource	
efficiency	and	reduc6on	in	
opera6onal	footprints,	
engagement	of	industry,	SAS,	
and	advanced	technologies.	
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#4	Migrate	to	the	new	business	model	and	realize	efficient,	effec.ve,	and	
credible	government	opera.ons.	
			

1. Beginning	in	FY27,	seek	and	receive	all	legisla.ve,	administra.ve	authority,	and	funding	to	

enact	the	plan	created	under	recommenda6on	#3.		

2. Designate	a	geographic	loca.on	as	a	center	for	common	service	oversight	and	management.	

Ensure	effec.ve	transi.on	for	federal	employees.	

3. In	FY27+	implement	an	ini6al	phase	of	transforma6on.	Modernize,	transi.on,	and	demonstrate	

the	effec.veness	of	this	model	through	performance	and	outcome	established	during	the	

planning	and	execu6on	on	selected	LOBs	or	components	of	LOBs.	This	Includes	investment	in	the	

retraining	of	staff	and	placement	where	appropriate.	Allow	for	the	use	of	“demonstra6on/pilot	

projects”	as	proof	points	to	the	designed	business	model	leveraging	the	QSMO	marketplace	

where	appropriate.	Operate	at	least	15-25%	of	government	ac6vity	in	each	selected	LOB	within	

this	ini6al	6meframe,	with	the	full	migra6on	based	on	the	transforma6on	plan	within	5-10	years.	

	

4. In	FY27	and	beyond	begin	conduc.ng	a	scheduled	and	planned	migra.on	of	agency	opera.ons	

to	common	service	providers	and	demonstrated	improvement	in	the	performance	and	outcomes	

of	government	common	service	opera6ons.	This	could	be	phased	in	by	Line	of	Business,	Sub-Line	

of	Business,	Agency,	etc.			

	
The	high-level	program	management	and	transforma6on	approach	that	GSA	should	implement	as	the	

managing	agency	could	be	as	depicted	below.	

	



Transforming	Government	Opera.ons	
November	2025	

	 	 23	

Es.mate	Cost	of	Ini.al	Proposal	
	
The	cost	es6mates	for	funding	the	ini6al	governance,	analysis,	design,	and	training	is	$80-100m	and	
includes	include:	
	

Element	 FY25	 FY26	 FY27	 FY28	 FY29	 Total	
Cross-Government	Analysis	
and	Design	

$10,000,000	 $21,000,000	 	 	 	 $31,000,000	

Government	Staff	Training	 $1,000,000	 $2,000,000	 $1,000,000	 $1,000,000	 $1,000,000	 $6,000,000	

GSA	Opera6ons	 $4,000,000	 $6,000,000	 $6,000,000	 $6,000,000	 $6,000,000	 $28,000,000	

Transi6on	Planning	 $3,000,000	 $4,000,000	 $2,000,000	 $3,000,000	 $3,000,000	 $15,000,000	

Totals	 $18,000,000	 $33,000,000	 $9,000,000	 $10,000,000	 $10,000,000	 $80,000,000	

	
As	previously	stated,	this	funding	should	be	cost-neutral.	In	fact,	we	recommend	that	Congress	withhold	

certain	planned	and	related	moderniza.on	funding	for	exis.ng	government	opera.ons	(s6ll	providing	

basic	maintenance	funding)	while	this	is	implemented	and	transi6ons	take	place.		

Next	Steps	

SSLC	desires	to	support	the	government	in	establishing	defini6ve	policy	to	transi6on	to	full	shared	services	

opera6onal	capability.	To	do	so	SSLC	will	engage	both	the	legisla6ve	and	execu6ve	branch	in	codifying	

specific	policies	based	on	those	recommended	herein,	refining	what	is	needed,	and	crea6ng	a	go	forward	

plan.	Please	contact:	Steve	Goodrich	stevegoodrich@sharedservicesnow.org	or	John	Marshal	

johnmarshall@sharedservicesnow.org	to	begin	this	cri6cal	dialog	and	affect	the	appropriate	

legisla6ve/execu6ve	path	forward.	
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AGachment	1	
	

Profile	of	OMB	M-19-16	
Centralized	Mission-Support	Capabili.es	for	the	Federal	Government	

	
Requirement	was	established	by	OMB	Under	M-19-16	on	April	26,	2019.	

Area	 Requirement	 Notable	Text	from	Memorandum	

Goals	 1. Improved	mission	outcomes.	
2. Provide	improved	services.	
3. Steward	taxpayer	dollars.	
4. Improve	mission-support	func6ons.	

	

Objec.ves	 1. Provide	an	enhanced	strategic	
blueprint	for	shared	quality	services.	

2. Realize	significant	produc6vity	gains	
and	cost	savings	over	6me.	

3. Reduce	duplica6on	and	improve	
accountability.	

4. Innova6ve,	flexible,	and	compe66ve	
solu6ons.	

5. Develop	inter-agency	standards	and	
priori6es.	

6. Create	centralized	capabili6es	and	
performance	expecta6ons.	

7. Expedite	adop6on.		
8. Iden6fy	services	suitable	for	sharing.	

- Recognizes	the	need	for	“ini6al	costs”.	
- Realize	financial	benefits	as	much	as	

5-30%.	
- Current	incredible	challenges	to	

effec6vely,	efficiently,	and	cost-
compe66vely	deliver	mission-support	
func6ons.	

- Currently	duplica6on	of	effort	across	
100’s	of	loca6ons.	

- Poor	customer	sa6sfac6on	reported	
by	38%	of	federal	leaders.	

- Provide	demonstrated	value	to	the	
customer.	

- Cross-agency	agreement	on	target	
outcomes.	

- Assessments	to	be	performed	to	
determine	the	maturity	of	agencies’	
processes	in	government-wide	(CFO	
Act	agencies)	standards.	

Governance/	
Authority/Roles		

§ Shared/Collabora6ve	governance.	
§ Role	of	the	QSMO:	

§ Manage	a	marketplace	to	offer	
technology,	services,	or	managed	
services.	

§ Standardize	processes.	
§ Reduce	technology	footprint.	
§ Must	offer	premier	capabili6es.		
§ Employ	best	prac6ces	from	

government	and	private	sector.	
§ Offer	compe66ve	solu6ons.	
§ Be	responsive	and	adapt	to	

agency	business	needs.	
§ Govern	sustainability	of	solu6ons.	
§ Help	agencies	build	a	business	

case	and	alterna6ves.	

- Government-wide	governance.	
- Government	shared	service	strategy	

con6nually	updated	to	enhance	
sa6sfac6on,	reduce	costs,	improve	
performance.			

- QSMOs	serve	based	on	criteria	of	an	
interagency	governance	process	and	
the	CX	Councils.		

- QSMOs	must	submit	a	5-year	plan.	
- Current	SSCs	rely	on	a	network	of	

legacy	providers.		
- Agencies	must	demonstrate	that	

separate	procurements	result	in	beFer	
value.	

- The	Business	Standards	Council	(BSC)	
and	the	Shared	Services	Governance	
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Area	 Requirement	 Notable	Text	from	Memorandum	

§ Ins6tute	a	customer	engagement	
and	feedback	model.		

§ Implement	standards.	
§ OMB	approves	joint	business	case	in	

consulta6on	with	SSGB.	
§ OMB/GSA	will	conduct	regular	data-

driven	analysis	of	agency	feedback	to	
determine	maturity	of	the	func6on	is	
such	that	crea6ng	centralized	
capability	will	offer	efficiencies.	

§ SSCs	partner	with	QSMO,	OMB,	and	
GSA	to	iden6fy	long	term	path	for	
moderniza6on	and	organiza6onal	
efficiency.	

§ Role	of	Parent	Agencies:		
§ Construct	workforce	

communica6on	plans	and	retain	
or	reskill	staff.	

§ Conduct	human	capital	planning	
ac6vi6es	for	implementa6on	
within	24-36	months.	

§ Work	with	QSMOs	to	iden6fy	
impacted	employees.	

§ Connect	employees	with	available	
op6ons.	

§ Role	of	Agencies:		
§ Shall	not	issue	new	solicita6ons	

for	now	or	modernized	
technology	services	unless	they	
have	developed	a	business	case	
approved	by	the	SAPOC,	CIO,	
QSMO,	and	OMB.		

§ Must	begin	planning	for	new	
approaches	to	delivering	mission-
support	by	shiVing	resources	to	
higher	value	work	and	reducing	
duplica6on	across	the	agency.	

§ [Agencies]	must	propose	a	
business	case	to	accept	new	
customers,	add	new	services,	
invest	in	technology.		

§ Role	of	the	SSGB:	
§ Co-chaired	by	GSA.	
§ Representa6ves	of	CX	Councils	
§ Make	recommenda6ons	to	OMB.	

Board	(SSGB)	have	a	role	in	approving	
data	and	business	standards.			

- Standards	must	follow	the	federal	
Integrated	Business	Framework	(FIBF).	

- Parent	Agency	planning	to	be	
completed	by	April	2021	or	April	2022.	
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Area	 Requirement	 Notable	Text	from	Memorandum	

§ Is	the	escala6ng	point	for	BSC	to	
resolve	inconsistencies	in	
business	and	data	standards.		

§ Role	of	the	SBC:	
§ Cross	government	working	group	

–	OMB	designated	func6onal	
leads	

§ Design	and	integrate	future	state	
end-to-end	future	state	mission-
support	ac6vi6es.	

§ Collabora6on	with	CX	Councils	
and	“authorita6ve”	government	
bodies.	

§ Role	of	GSA:		
§ Central	coordina6ng	point	for	

managing	governance	process.	
§ Conduct	ini6al	assessment	of	

QSMO	plans.	
§ Make	available	informa6on	and	

best	prac6ces.	
§ Support	adop6on	of	shared	

solu6ons	by	agencies.	
§ Provide	OMB	with	informa6on	to	

maintain	high	quality	SS	
capability.		

§ Role	of	the	SAPOCS:	
§ Coordinate	across	agency	

mission-support	func6ons.	
§ Support	adop6on	of	shared	

services	strategy.	
§ Drive	opera6onal	efficiency	and	

effec6veness.	
§ Drive	agency	par6cipa6on	in	

development	of	standards.	
§ Receive	inbound	communica6ons	

and	disseminate	messages	across	
the	agency.	

§ Coordinate	agency	adop6on	of	
centralized	services.		
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AGachment	2	
	
	

Suggested	Dra`	Legisla.ve	Language	
For	Taking	Ini.al	Requirements	to	Achieving	Government	Opera.onal	Transforma.on	

We	have	created	two	pieces	of	legisla6ve	language	for	considera6on	by	Congress,	and	short	version	and	a	
long	version.	Each	are	aFached	separately	to	this	document.	

The	long	version	is	designed	to	be	a	standalone	Bill,	while	the	short	version	is	designed	to	be	aFached	to	
another	legisla6ve	ini6a6ve.		

We	propose	working	together	with	Congressional	staff	and	Bill	sponsors	to	ensure	it	meets	the	needs	of	
government	and	the	American	people.		
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AGachment	3	
	

No.onal	Shared	Services	Opera.ng	Models		
	

SSLC	has	conducted	5	working	groups	with	government	staff,	industry,	and	experts	to	iden6fy	poten6al	
no6onal	shared	services	opera6ng	models.	Each	are	described	in	this	AFachment	3.	The	final	
configura6on	and	design	will	be	based	on	the	outcome	of	the	analysis	and	design	task.	However,	they	
provide	Congress	and	the	Administra6on	with	current	expert	thinking	of	the	op6mal	solu6ons.	These	
include:	
	
Op6on	1	–	Outsourced	Opera6ng	Model	
Op6on	2	-	Government	Owned	Opera6ng	Model	
Op6on	3	-	Agency-Based	Opera6ng	Model	
	
Each	opera6ng	model	is	described	in	graphic	and	wriFen	form,	followed	by	a	profile	of	opportuni6es,	
challenges,	and	risks.	The	first	descrip6on	profiles	the	current	opera6ng	environment.	
	

	
	
	
	
	
	
	

	

	

	

	

	

	

	

	

Currently	each	department,	agency,	sub-agency,	and	at	6mes	sub-sub-agency	is	supported	by	their	own	
business	services	func6ons.	This	includes	staff,	processes,	technology	plaZorms,	etc.	Some	have	their	own	
shared	service	centers	such	as	HHSs	Program	Support	Center.	NASA	is	fully	centralized	with	several	
common	services	such	as	HR,	finance,	IT,	etc.	Payroll	is	centralized	in	four	payroll	centers	for	all	agencies	
and	federal	civilian	employees.		

Agencies	also	receive	services	from	independent	shared	service	centers	such	as	the	Interior	Business	
center,	the	Na6onal	Finance	Center,	etc.	GSA	OSSPI	provides	coordina6on,	support,	frameworks,	etc.	
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Designated	Quality	Service	Management	Offices	(QSMO’s)	provide	a	marketplace,	standards,	etc.	CX	
Councils	provide	advisory	support	along	with	other	governance	bodies.	Oversight	agencies	provide	
regulatory	and	other	policy	direc6ons.		

Contractors	provide	support	with	plaZorms,	staff	augmenta6on	and	in	a	few	cases,	turnkey	opera6ons	
such	as	CGI	Momentum	provide	integrated	support.	

This	model	is	costly,	duplica6ve,	mul6-layered,	provides	significant	governance,	and	lacks	standards,	and	
efficient	processes.	

		

	

	
Op.on	1	Descrip.on.	Each	CFO	Department,	agency	and	subagencies	would	receive	services	from	a	
single	corpora6on	or	mul6ple	private	sector	corpora6ons.	It	could	be	segmented	into	the	appropriate	
Lines	of	Business	(LOBs)	or	be	mul6func6onal.	This	would	be	performance	based	and	include	either	a	
long-term	procurement	ac6on	or	using	a	public-private	partnership	model	(P3).	If	a	P3	is	engaged	
(preferred),	then	an	industry	partner	would	share	in	investment,	risk,	and	reward.	Policy,	data,	standards,	
and	other	requirements	would	con6nue	to	be	owned	by	the	government.	Performance,	system	security,	

Note:	the	most	significant	differences	between	#2	Government-Owned	and	#3	Industry	
Outsourced	is	that:	

Under	#1	Industry	Outsourced	

• Control,	investment,	risk,	and	reward	are	shared	
• Greater	opportunity	for	cost	reduc&ons	
• No	Title	5,	pay	schedule,	or	procurement	rules,	etc.	
Greater	opportunity	for	innova&on,	use	of	advanced	technology,	and	process	streamlining	

Under	#2	Government-Owned	

• The	government	will	have	more	direct	control	as	legisla&vely	established	
• Easier	to	adapt	exis&ng	best	prac&ces	
• Legisla&on	could	exempt	Title	5,	general	schedule,	procurement	rules,	etc.	
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in-country	placement,	and	other	factors	would	be	dictated	by	the	government	and	the	government	would	
provide	the	Authority	to	Operate	(ATO).		

Governance	would	be	provided	by	OMB,	GSA,	and	associated	oversight	agencies	(i.e.,	OPM	for	HR	policy).	
The	Shared	Services	Governance	Board	(SSGB)	would	provide	a	very	ac6ve	role	in	guiding,	assessing,	and	
providing	direc6on	to	ensure	full	agency	support,	customer	experience,	and	ensuring	taxpayers	are	
properly	represented.	The	various	Chief	Councils	(CFO,	CIO,	CHCO,	etc.)	and	the	SSGBs	will	ensure	agency	
representa6on.		

Associated	opera6ng	models	under	this	could	include	shared	service	centers	for	individual	LOBs	or	be	
mul6func6onal.	They	could	also	provide	services	by	sector	such	as	(e.g.,	civilian,	defense,	
intelligence/interna6onal,	small	agency,	etc.).		

Op.on	1	-	Opportuni.es,	Challenges,	Risks.	Below	is	a	high-level	profile	of	opportuni6es,	challenges,	and	
risks.	A	strong	centralized	governance	structure	is	required	to	achieve.	

	

	 Opportuni.es	 Challenges	 Risks	

Financial		 • The	greatest	cost	savings	
possible	if	a	P3	model	is	used	
as	industry	has	more	
flexibility	on	technology,	
compensa6on,	hos6ng,	
geographic	loca6on,	etc.		

• Shared	investment	costs	
between	government	and	
industry		

• Reduced	plaZorm,	licensing,	
and	O&M	costs	

• Ability	to	reprogram	funds	for	
savings	or	mission-centric	
applica6on	

• Consistent	with	Economy	Act		

• More	significant	investment	
before	transforma6on	can	be	
made.	Shared	investment	will	
need	to	be	well	defined.	

• Requires	a	new	financial	
management	and	payment	
methods	

• Cost	creep	over	6me	if	leV	
unmanaged	nega6ng	all	
savings	

• Reduces	compe66ve	
landscape	

• Both	government	and	industry	
will	be	learning	as	they	go	

• Strick	data	and	security	
standards	will	be	required	

• Failure	if	government	is	
not	fully	commiFed	and	
wanes	before	benefits	
can	be	realized.		

• Possibility	of	failure	or	
reduced	benefits	if	it	
turns	it	into	a	controlled	
procurement	ac6on	

Performance	 • Shared	reward	incen6vizes	
economies	of	scale	–	more	
efficiency	and	effec6veness		

• Supports	mission	focus	with	
more	local	contextual	
knowledge		

• Should	realize	significant	
improvement	in	customer	
experience	

• Reduced	error	rates	
• Processes	and	policies	
standardized.	Easier	to	
control	process	and	data	
standards	

• Increase	in	efficiency	and	
reduced	resources	through	
self-service,	and	paperless	
and	touchless	processing		

• Agencies	may	feel	they	are	
depriori6zed.	Lacks	“local”	
knowledge	

• Agencies	adjus6ng	to	a	new	
normal	with	retained	func6ons	
and	strategy-oriented	staff	

• Agencies	lack	the	staff	skill	sets	
for	more	strategic	
performance	(retained	
func6ons)	

• Significant	ini6al	disrup6on	
with	government	staff	in	
common	service	areas	

• Need	to	integrate	exis6ng	
shared	service	providers	

• Must	incen6vize	providers	
• Customer	experience	must	be	
well	defined	and	measured	

• Failure	due	to	
inconsistent	metrics	
across	government,	
Departments/	Agencies	
causing	loss	of	
performance	and	
outcome	focus	or	true	
knowledge	of	its	success	
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	 Opportuni.es	 Challenges	 Risks	
• Ability	to	upskill	the	federal	
workforce	

• Mission-centric	contribu6on	
easier	to	measure	

Technology/Data	 • Significant	reduc6on	of	
technology	plaZorms	and	
greatly	improved	
interoperability.	

• Centralized	government-wide	
data	systems	for	analysis,	
repor6ng,	and	decision-
making	

• Great	proving	ground	for	
innova6on	and	
demonstra6on	projects	

• Government-wide	data	
capacity	

• Faster	adop6on	of	advanced	
technologies	streamlining	
efficiency	and	effec6veness	
and	reducing	cost	

• Stronger	predic6ve	analy6cs	
• Improved	digital	government	
• Full	interoperability	and	
security	

• Controls	over	government	
owned	resources,	methods,	
etc.		

• Reducing	and/or	disposing	of	
exis6ng	plaZorms,	
transi6oning	data	under	a	
common	standard,	etc.		

• Must	go	all	in	to	be	
successful.	Failure	if	
government	does	not	
give	up	its	plaZorms		

• Single	point	of	failure	

Governance	 • Centralized	control	and	
accountability	at	OMB	and	
GSA	

• Some	reduced	governance	
structure		

• Significantly	beFer	
government-wide	and/or	
agency	level	evidence-based	
policymaking	and	decision-
making	

• Shared	accountability	
• Clear	understanding	of	the	
size	and	scope	of	mission	
support	ac6vi6es	

• Must	resource	tradi6onally	
under	resourced	func6ons	at	
OMB	and	GSA	

• Departments/agencies	
struggle	with	loss	of	control		

• Government	and	industry	
objec6ves	could	be	at	cross	
purposes	

• Lack	of	government	
experience	with	P3	for	
services	

• Significant	mul6-year	
prepara6on	

• Agency	adop6on	(pushback)	
and	opera6ng	mul6ple	
systems	as	it	is	phased	in	

• Failure	of	governance	is	
not	mature	and	focused	
(cannot	be	other	du6es	
as	assigned)	

• Single	point	of	failure	
• Legisla6ve	adop6on	
when	impac6ng	home	
state	may	cause	
ineffec6ve	design.	
Agencies	lobby	Congress	
not	to	approve	and	end	
up	with	a	less	efficient	
alterna6ve	(cost	without	
gain)	

• Leadership	commitment	
through	transi6on	

	

Transforma.on	 • Easier	to	adopt	best	prac6ces	
• Can	begin	with	exis6ng	
infrastructure	

• Eliminates	all	government	
and	SSC	opera6ng	func6ons	
for	selected	LOBs		

• Address	labor	pool	shortages	
within	government	mission	
support	

	

• Disrup6on	within	the	
Department/agency	

• Most	significant	
transforma6on	and	change	
across	all	3	models	

• Need	to	run	parallel	systems	
during	transi6on	

• Challenges	with	cross-
Department	agreement	on	
process,	policy,	standards,	
plaZorm	preferences,	etc.		

• Requires	all	Departments/	
Agencies	to	par6cipate	

• Failure	in	unwillingness	to	
adapt	as	this	approach	
matures	

• Failure	due	to	ineffec6ve	
or	ineffec6ve	change	
management	and	
leadership	involvement	

• Lack	of	measured	
improvements	and	ROI	–	
aFemp6ng	to	keep	things	
as	is	with	all	exis6ng	
resources	

• Failure	to	achieve	based	
on	agency	and	sub	
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	 Opportuni.es	 Challenges	 Risks	
(perhaps	over	6me	in	a	phased	
approach)	

agency	resistance	–	this	is	
an	all	or	none	approach	

	

	

Op.on	2	Descrip.on.	Each	CFO	Department,	Agency	and	subagencies	would	receive	services	from	a	
government-owned	or	government-owned	corpora6on	established	by	Congress	and	approved	by	the	
President.	It	would	provide	mul6func6onal	services	across	lines	of	business	with	interoperable	plaZorms.	
It	could	be	100%	employee	managed	with	support	from	contractors	(plaZorms,	systems	integrators,	staff	
augmenta6on,	etc.).		

Performance,	system	security,	in-country	placement,	and	other	factors	would	be	dictated	by	the	
government,	and	the	government	would	provide	the	Authority	to	Operate	(ATO).		

Governance	would	be	provided	by	OMB,	GSA,	and	associated	oversight	agencies	(i.e.,	OPM	for	HR	policy).	
The	Shared	Services	Governance	Board	(SSGB)	would	provide	a	very	ac6ve	role	in	guiding,	assessing,	and	
providing	direc6on	to	ensure	full	agency	support,	customer	experience,	and	ensuring	taxpayers	are	
properly	represented.	The	various	Chief	Councils	(CFO,	CIO,	CHCO,	etc.)	and	the	SSGBs	will	ensure	agency	
representa6on.		

Op.on	2	-	Opportuni.es,	Challenges,	Risks.	Below	is	a	high-level	profile	of	opportuni6es,	challenges,	and	
risks.	A	strong	centralized	governance	structure	is	required	to	achieve.	

	 Opportuni.es	 Challenges	 Risks	

Financial		 • Strong	cost	savings	possible		
• Reduced	plaZorm,	licensing,	
resources,	and	O&M	costs	

• Would	require	legisla6ve	
ac6on	to	create	

• Significant	investment	before	
transforma6on	can	be	made.	

• Failure	if	government	is	
not	fully	commiFed	and	
wanes	before	benefits	
can	be	realized.		
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	 Opportuni.es	 Challenges	 Risks	
• Ability	to	reprogram	funds	for	
savings	or	mission-centric	
applica6on	

• Consistent	with	Economy	Act	
• Could	provide	flexibility	
through	legisla6ve	
exemp6ons	to	Title	5,	FAR,	
etc.			

Shared	investment	will	need	to	
be	well	defined	

• Requires	a	new	financial	
management	and	payment	
methods	

• Cost	creep	over	6me	if	leV	
unmanaged	nega6ng	all	
savings	

• Reduces	compe66ve	
landscape	

• Possibility	of	failure	or	
reduced	benefits	if	it	
turns	it	into	a	controlled	
procurement	ac6on	

Performance	 • Economies	of	scale	–	more	
efficiency	and	effec6veness		

• Supports	mission	focus	with	
more	local	contextual	
knowledge		

• Should	realize	significant	
improvement	in	customer	
experience	

• Reduced	error	rates	
• Processes	and	policies	
standardized.	Easier	to	
control	process	and	data	
standards	

• Increase	in	efficiency	and	
reduced	resources	through	
self-service,	and	paperless	
and	touchless	processing		

• Ability	to	upskill	the	federal	
workforce	

• Mission-centric	contribu6on	
easier	to	measure	

• Agencies	may	feel	they	are	
depriori6zed.	Lacks	“local”	
knowledge	

• Agencies	adjus6ng	to	a	new	
normal	with	retained	func6ons	
and	strategy-oriented	staff	

• Agencies	lack	the	staff	skill	sets	
for	more	strategic	
performance	(retained	
func6ons)	

• Significant	ini6al	disrup6on	
with	government	staff	in	
common	service	areas	

• Need	to	integrate	exis6ng	
shared	service	providers	

• Must	incen6vize	providers	
• Customer	experience	must	be	
well	defined	and	measured	

• Failure	due	to	
inconsistent	metrics	
across	government,	
Departments/	Agencies	
causing	loss	of	
performance	and	
outcome	focus	or	true	
knowledge	of	its	success	

Technology/Data	 • Significant	reduc6on	of	
technology	plaZorms	and	
greatly	improved	
interoperability.	

• May	be	easier	to	adapt	
exis6ng	best	prac6ces	over	
model	#3	

• Centralized	government-wide	
data	systems	for	analysis,	
repor6ng,	and	decision-
making	

• BeFer	at	proving	ground	for	
innova6on	and	
demonstra6on	projects	

• Government-wide	data	
capacity	

• Somewhat	faster	adop6on	of	
advanced	technologies	
streamlining	efficiency	and	
effec6veness	and	reducing	
cost	

• Stronger	predic6ve	analy6cs	
• Improved	digital	government	
• Full	interoperability	and	
security	

• Controls	over	agency	owned	
resources,	methods,	etc.		

• Reducing	and/or	disposing	of	
exis6ng	plaZorms,	
transi6oning	data	under	a	
common	standard,	etc.		

• Strick	data	and	security	
standards	will	be	required	

• Must	go	all	in	to	be	
successful.	Failure	if	
agencies	do	not	give	up	
its	plaZorms		

• Single	point	of	failure	
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	 Opportuni.es	 Challenges	 Risks	

Governance	 • Centralized	control	and	
accountability	at	OMB	and	
GSA	

• Some	reduced	governance	
structure		

• Significantly	beFer	
government-wide	and/or	
agency	level	evidence-based	
policymaking	and	decision-
making	

• Shared	accountability	
• Clear	understanding	of	the	
size	and	scope	of	mission	
support	ac6vi6es	

• Must	resource	tradi6onally	
under	resourced	func6ons	at	
OMB	and	GSA	

• Departments/agencies	
struggle	with	loss	of	control		

• Significant	mul6-year	
prepara6on	

• Agency	adop6on	(pushback)	
and	opera6ng	mul6ple	
systems	as	it	is	phased	in	

• Failure	of	governance	is	
not	mature	and	focused	
(cannot	be	other	du6es	
as	assigned)	

• Single	point	of	failure	
• Legisla6ve	adop6on	
when	impac6ng	home	
state	may	cause	
ineffec6ve	design.	
Agencies	lobby	Congress	
not	to	approve	and	end	
up	with	a	less	efficient	
alterna6ve	(cost	without	
gain)	

• Leadership	commitment	
throughout	the	transi6on	

	

Transforma.on	 • Easier	to	adopt	best	prac6ces	
• Can	begin	with	exis6ng	
infrastructure	

• Eliminates	all	government	
and	SSC	opera6ng	func6ons	
for	selected	LOBs		

• Address	labor	pool	shortages	
within	government	mission	
support	

	

• Disrup6on	within	the	
Department/agency	

• Most	significant	
transforma6on	and	change	
across	all	3	models	

• Need	to	run	parallel	systems	
during	transi6on	

• Challenges	with	cross-
Department	agreement	on	
process,	policy,	standards,	
plaZorm	preferences,	etc.		

• Requires	all	Departments/	
Agencies	to	par6cipate	
(perhaps	over	6me	in	a	phased	
approach)	

• Failure	in	unwillingness	to	
adapt	as	this	approach	
matures	

• Failure	due	to	ineffec6ve	
or	ineffec6ve	change	
management	and	
leadership	involvement	

• Lack	of	measured	
improvements	and	ROI	–	
aFemp6ng	to	keep	things	
as	is	with	all	exis6ng	
resources	

• Failure	to	achieve	based	
on	agency	and	sub	
agency	resistance	–	this	is	
an	all	or	none	approach	

	

	



Transforming	Government	Opera.ons	
November	2025	

	 	 35	

		

Op.on	3	Descrip.on.	Each	CFO	Department	would	have	single	centralized	mul6func6onal	services	for	
the	en6re	Department,	elimina6ng	func6ons	below	the	department	level	(agencies,	components,	OPDIVs,	
etc.).	The	Department	of	Defense	would	be	served	by	one	SSC	for	the	4th	Estate,	one	for	each	of	the	
military	services,	and	one	for	the	Intelligence	Community.		

Small	and	independent	agencies	would	be	supported	by	a	single	independent	shared	services	business	
center.	

Service	could	be	government	operated,	industry	operated,	or	hybrid,	as	well	as	contractor	supported	
through	staff	augmenta6on.	Centralized	data	systems	would	need	to	be	created	and	interoperability	
capacity	determined.			

Governance	would	be	provided	by	OMB,	GSA,	and	associated	oversight	agencies	(i.e.,	OPM	for	HR	policy),	
as	well	as	appropriate	internal	resources	such	as	CHCO,	CIO,	etc.	The	Shared	Services	Governance	Board	
(SSGB)	would	provide	a	very	ac6ve	role	in	guiding,	assessing,	and	providing	direc6on	to	ensure	
consistency	with	shared	services	policy,	customer	experience,	and	ensuring	taxpayers	are	properly	
represented.	The	various	Chief	Councils	(CFO,	CIO,	CHCO,	etc.)	and	the	SSGBs	will	ensure	agency	
representa6on.		

Op.on	3	-	Opportuni.es,	Challenges,	Risks.	Below	is	a	high-level	profile	of	opportuni6es,	challenges,	and	
risks.	A	strong	centralized	governance	structure	is	required	to	achieve.	

	

	 Opportuni.es	 Challenges	 Risks	

Financial		 • Some	cost	savings	possible	
• Possibly	less	investment	
costs.	Could	ini6ally	
employee	a	liV	and	shiV	
transi6on	model	

• Requires	separate	funding	line	
item	or	common	service	fees	

• Larger	target	for	cuts	during	
appropria6on/budget	reviews	

• LiFle	to	no	opportunity	to	
reduce	opera6ng	costs	such	as	

• Significant	investment	
with	unclear	opportunity.	
May	not	result	in	cost	
savings	or	performance	
improvement	
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	 Opportuni.es	 Challenges	 Risks	
• Opera6ng	funds	stay	within	
the	department	

compensa6on,	staffing	levels,	
etc.	

	

Performance	 • Some	economies	of	scale	–	
more	efficiency	and	
effec6veness	within	the	
Department	context	–	
eliminates	some	layers	

• Supports	mission	focus	with	
more	local	contextual	
knowledge		

• May	force	improvements	
within	agencies	

• Possible	steppingstone	to	
more	consolidated	shared	
services	

• Concern	that	sub	agencies	
believe	they	will	be	
depriori6zed	

• Inconsistent	staff	capaci6es	
• Inconsistent	metrics	across	
Departments/	Agencies	

• Agencies	lack	the	staff	skill	sets	
for	more	strategic	
performance	(retained	
func6ons)	

• Error	rates	remain	the	same	
• Standardiza6on	may	be	
challenged	

• Customer	experience	unlikely	
to	change	

• Failure	due	to	lack	of	
moderniza6on	and	
resource	realignment	

Technology/Data	 • Some	reduc6on	of	
technology	plaZorms	and	
improved	interoperability.	

• BeFer	Department-wide	data	
capacity	

• Slower	to	adopt	advanced	
technologies	

• Lacks	cross-government	data	
capacity	

• Adop6on	of	exis6ng	
technologies	lacking	
interoperability,	legacy	
incompa6bili6es,	performance	
levels,	mul6ple	hos6ng	(both	
cloud	or	on	prem)	

• Failure	if	stop	at	liV	and	
shiV	and	crea6ng	a	larger	
organiza6on	to	manage	

Governance	 • Agency	heads	maintain	more	
control	

• Some	reduced	governance	
structure		

	

• More	governance	and	
leadership	oversight	required	
over	other	models	

• Need	con6nual	Department	
leadership	support	

• Cross	purposes	may	bog	
down	and	reduce	
benefits	demonstra6ng	
liFle	to	no	benefit	for	the	
investment	made	

• Leadership	commitment	
throughout	transi6on	

Transforma.on	 • Less	change	than	Models	2	
and	3	

• Steppingstone	for	adop6on	
of	Models	2	and	3		

• Greater	probability	of	
adop6on	and	less	resistance	

• Can	begin	with	exis6ng	
infrastructure	

• Eliminates	most	external	SSCs	
• Could	address	labor	pool	
shortages	within	the	
department.	

• Disrup6on	within	the	
Department/agency	

• May	be	difficult	to	adopt	best	
prac6ces	

• Challenges	with	cross-
Department	agreement	on	
process,	policy,	standards,	
plaZorm	preferences,	etc.		

• Requires	all	Departments/	
Agencies	to	par6cipate	
(perhaps	over	6me)	

• Failure	due	to	ineffec6ve	
or	ineffec6ve	change	
management	and	
leadership	involvement	

• Lack	of	measured	
improvements	and	ROI	–	
aFemp6ng	to	keep	things	
as	is	with	all	exis6ng	
resources	

• Failure	to	achieve	based	
on	agency	and	sub	
agency	resistance	

	

	


