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Introduction
State leaders are driving innovation across the country. Shared services initiatives are underway, improving 
efficiencies and generating economies of  scale, scope, and learning. Agencies are capitalizing on new 
technologies and cloud-based computing to increase the effectiveness, outcomes, and transparency of  
procurement processes.

Yet with the long-term challenges government is facing, it’s imperative that such innovation be accelerated 
and expanded. 

“We take the RITE approach and apply it to 
all the work that we’re doing – Reformation, 
Innovation, Transformation, Education.”

- Paul Mash
Deputy Director,

State Purchasing and General Services for the 
State of Utah

To help leaders create a robust vision and plan for advancing e-procurement and shared services, Leadership 
for a Networked World at the Technology and Entrepreneurship Center at Harvard, in collaboration with 
the National Association of  State Chief  Administrators (NASCA) and the National Association of  State 
Procurement Officials (NASPO), convened senior leaders for the inaugural NASCA and NASPO Topical 
Roundtable, Pathways to Value: Shared Services and E-Procurement.
 
This Roundtable provided opportunities for leaders to collaborate with their peers in other states to develop 
individual and collective strategies for advancement.

Through a series of  presentations, panels and moderated discussions, the Roundtable culminated in an 
ideation session, in which participants worked together to develop an Action Plan—new ideas and strategies 
for advancing shared services and e-procurement in their states. 

By sharing highlights from this event, leadership insights, and a practical agenda, we hope this report 
will inspire and inform public sector leaders across the country as they advance shared services and 
e-procurement. 

I n  c o l l a b o r a t i o n  w i t h
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The Legitimacy Imperative
Public Value, Legitimacy, and Transformation

During the opening session of  the Roundtable, leaders discussed the importance of  building capacity to 
create new levels of  public value and legitimacy. They agreed legitimacy serves as a long-term indicator of  
whether public institutions are achieving their mission, and meeting the mandate society has given them.

If  a particular institution delivers outcomes in an equitable, efficient, and effective manner, citizens judge it to 
be legitimate. Though legitimacy can be subject to trends and swings in public sentiment in the short-term, it 
is ultimately driven by the public value that government creates. To achieve desired outcomes, organizations 
must have adequate capacity, which derives from policies, structures, systems, people, and the manner in 
which all of  those assets are organized.

Public Value: The Meta-View

OrganizeCapacityOutcomesValue

Legitimacy

For public institutions, improving their operating models is essential for generating capacity and creating 
value. If  the institutions do not adapt, they risk erosion of  legitimacy. Consequently, the most astute leaders 
in government are always seeking new and better ways to organize and operate, even in the face of  significant 
resistance, risk, and disruption.

A confluence of  trends—evolving technology, shifting customer expectations, emerging demands 
and challenges—has spawned a generation of  powerful new business models that disrupt traditional 
institutions and generate newfound capacity for value creation. Among these are shared services models and 
e-procurement. 
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Both of  these innovations have the potential to generate economies of  scope, scale, and learning that will 
improve outcomes and grow legitimacy. Moreover, the two complement each other in terms of  generating 
new capacity within and across agencies, relying heavily on cross-jurisdictional collaboration, and necessitating 
refined and streamlined business processes. Given this synergy, public sector leaders at the Roundtable 
focused on advancing both shared services and e-procurement.

Defining Shared Services and E-Procurement

For the purposes of the Roundtable and this Report, we define these terms as follows:

Shared Services merges supportive business operations (such as finance, facilities, 
information technology, procurement, and human resources) from several organizations, 
and delivers them via a shared services center with a mandate to provide excellent 
customer service. Shared services create value by eliminating redundancy, increasing 
quality through specialization, and enabling client businesses or agencies to focus their 
limited resources on mission-critical, outcome-oriented services.

E-Procurement enables the electronic sourcing, vetting, purchasing, and receiving of 
products and services that government needs to operate. E-Procurement generates 
market power and economies of scale and scope by digitizing historically paper-
based and silo-based procurement systems, and extending the new model across 
organizations, jurisdictions, and sectors. Ultimately, e-procurement improves enterprise-
wide agility, specialization, transparency, return on taxpayer investment, and overall 
public value.

“As we encounter rapidly changing technologies, economies, 
expectations, and environments, public sector leaders must adapt 
and identify new operating models to improve capacity, achieve 
greater outcomes, and build public value and legitimacy.”

- Antonio Oftelie
Executive Director,

Leadership for a Networked World
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Dimensions for Change
Internal System and Ecosystem

To address the leadership challenges of  shared services and e-procurement, Roundtable participants 
examined two dimensions for effecting change and driving progress: the internal system and the ecosystem. 

Advancement, of  course, must begin at home. To successfully implement shared services and e-procurement, 
agency leaders must use their executive authority and influence to drive change within their own internal 
system of  operation—that is, the operating structure consisting of  an agency, its people, its systems, its 
policies, and its organization. Leaders can directly shape their agency’s mission and focus, structure, portfolio 
of  activities, data strategy, and culture.

Apart from driving change within their own internal system of  operation, which is challenging enough, each 
leader must recognize his or her individual stake in the larger ecosystem, and engage in proactive efforts to 
effect broader change. True mobilization must foster an ecosystem that readily incorporates better business 
models; an ecosystem that is culturally able to work across traditional boundaries; an ecosystem primed to lift 
government capacity to ever-higher levels of  productivity and effectiveness. Often this requires building new 
partnerships, advocating for new policies, and developing a shared vision for advancement that cuts across 
agencies and sectors. Government legitimacy depends on such action.

The Leadership Landscape
Participant Survey

Before the Roundtable, participants completed an online survey to offer their perspective on the landscape 
for advancing shared services and e-procurement, including the most significant benefits of, and barriers to, 
implementation. They also reflected on their current organizational capacity,  assessed the “readiness” of  their 
internal system of  operation (e.g. structure, technology, workforce, etc.) to advance such initiatives, and then 
compared that to the readiness of  the larger ecosystem (policies, partnerships, directives, legislation, etc.)

Their feedback is presented below.

Benefits and Barriers – Shared Services

Participants cited “increasing organizational efficiency by reducing costs,” “increasing organizational 
effectiveness,” “improving standardization,” and “improving cross-agency collaboration and 
innovation” as the most important potential benefits to implementing shared services, while 
“changing organizational culture,” “managing issues around control and accountability,”  “gaining 
executive support,” and “financing development and build-out” were the most significant barriers.

Benefits and Barriers – E-Procurement

Participants cited “improving organizational efficiency through insights on costs and contracts,” 
“improving strategic sourcing and leveraging buying power,” and “improving transparency” as 
the most important potential benefits to advancing e-procurement, while “integration with other 
systems,” “preparing organizational culture,” and “workforce training and preparation” were the 
most significant barriers.
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Capacity and Readiness – Shared Services

Given the choice between “Minimally,” “Somewhat,” “Moderately,” and “Very” to describe how 
prepared their internal system of  operation is to adopt and advance shared services, the majority 
of  participants said that their organization was moderately prepared. However, the majority of  
participants described their ecosystem as only somewhat prepared. These results demonstrate 
participants felt their internal systems of  operation were generally better prepared than the 
ecosystem to advance shared services.

Capacity and Readiness – E-Procurement

In assessing readiness to adopt and advance e-procurement, most participants responded that both 
their internal system of  operation and the ecosystem were moderately prepared.
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Cases in Point
To spur ideas, generate discussion, and highlight innovations, Roundtable participants examined promising 
cases of  implementing shared services and e-procurement in Ohio and Virginia. 

Each case highlighted a unique set of  opportunities and challenges to implementation or advancement. The 
strategies employed to meet these challenges and leverage opportunities shaped the discussion to develop 
Action Plan items for mobilizing both an internal system of  operation as well as the larger ecosystem.

Ohio Shared Services

In 2009 Ohio launched Ohio Shared Services (OSS) to deliver an efficient, standardized approach to 
processing common business transactions across state agencies and business vendors. At that time, a review 
of  Ohio’s operations had found that the state’s cost structure was high, their internal quality standards were 
not high, and there were opportunities to clarify and improve the role of  procurement in particular. 

Implementation presented several challenges 
and opportunities including: 

• Developing true partnerships with 
agencies, unions, and other stakeholders

• Reorganizing their workforce into a more 
agile structure that could drive continuous 
improvement and evolution

• Using data to tell the story about the 
impact and effectiveness of  OSS

• Establishing new incentives to enhance 
performance and customer service

Director Everett Ross outlined steps that OSS took to develop a new organizational culture, to engage key 
partners and establish trust, to manage and pace change, and to address implementation challenges. 

Ross spoke about the creation of  a new Integrated Business Services team that is responsible for supporting 
the shared services organization, and which plays a key role in driving incremental change. Trained in LEAN 
Six Sigma, this group specializes in change management, and engages clients in a kaizen process to streamline 
underlying business processes and prepare for a successful move to shared services.  

He noted the importance of  signing Service Level Agreements with client agencies in order to build trust 
and manage expectations. Also important is regularly sharing data with clients – the good and the bad – to 
maintain accountability and demonstrate improvements.

Working closely with Union leadership, Ross set-up new agreements that included performance-based pay. 
Incorporating both individual and team performance metrics, these new agreements established a powerful 
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incentive structure that has influenced key strategic areas, such as the volume of  activity and the quality of  
service OSS provides.  

In a relatively short period of  time, OSS has saved the state millions of  dollars. Their shared services effort 
has improved customer service, delivered high performance standards, dramatically expanded partnerships 
and programs, and gained national recognition for their successes.

Virginia’s E-Procurement

In 1999, Virginia Governor Jim Gilmore issued an executive order to initiate the Commonwealth’s Electronic 
Procurement System. At the time, Virginia had a decentralized procurement system that hampered their 
ability to efficiently and strategically purchase goods and services. State agencies faced challenges purchasing 
supplies; they frequently encountered a multitude of  price lists, errors in product listings and pricing, and a 
time consuming paper-based process.

The Commonwealth was missing opportunities to leverage their buying power. Vendors had a difficult time 
identifying opportunities, particularly if  they were less than $30,000, and navigating a slow, cumbersome 
process. And, senior state officials and the public wanted more transparency in what the government was 
buying and how much they paid for it. 

Director of  the Department of  General Services, Richard Sliwoski, and Director of  E-Procurement, Shane 
Caudill, described the complex challenges Virginia encountered and lessons they learned along the way as they 
developed a successful, cutting-edge e-procurement system. 

Implementation presented several challenges and 
opportunities including: 

• Setting new procurement rules and policies

• Generating buy-in and support from a broad 
mix of  stakeholders including buyers, vendors, 
legislators, partner agencies, and other external 
stakeholders

• Leading a process of  continuous improvement

• Establishing a sustainable funding model

Sliwoski and Caudill shared successful strategies that included building a multi-agency, multi-disciplinary 
team of  designers, core leaders, and contract officers to research and select a strong business solution and 
private-sector partner. They described their change management process for generating support from agency 
partners, which involved learning about those agencies’ current processes and challenges, discovering the cost 
improvements that were most important to them, working at their locations, seeking their input, customizing 
their messaging and trainings to agencies’ business, and implementing the improvements the agencies needed. 
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They shared insights on their reverse funding model, under which the Commonwealth collects fees from 
both suppliers and agencies to pay a set annual fee in installments to their private sector partner. They also 
provided information on their communications and messaging to different stakeholders and their strategies 
for bringing in a variety of  partners including 245 agencies, colleges and universities, and more than 600 local 
governments. 

Keith Gagnon, the Director of  Procurement for the Virginia Community College System, presented his 
perspective on working with the Commonwealth and adopting their e-procurement platform. Gagnon 
explained how they navigated integration challenges, made use of  new data available in the system, and saved 
money and increased efficiencies by leading detailed spend analyses. 

“Listening to the challenges Ohio and Virginia 
took on, I was reminded that we shouldn’t be 
afraid to take risks.”

- Doug Nelson
Commissioner,

Office of Administration for the
State of Missouri

The team behind Virginia’s e-procurement 
system (eVA) has won national awards 
and accolades for improving transparency, 
engaging new businesses (including 
businesses owned by women and 
minorities), and saving money.

The Commonwealth continues to 
bring in new partners and identify new 
opportunities to use the wealth of  data 
they are collecting.
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At the end of  the Roundtable, participants broke into small groups for an ideation session, with the goal to 
produce an Action Plan comprised of  the various themes, lessons, and insights that emerged over the course 
of  the event. The product of  those sessions represents an actionable vision and plan, developed by a large 
group of  forward-thinking leaders in state government. The Action Plan appears below, in brief. Many of  
these action items are relevant to both shared services and e-procurement; we have indicated the steps that 
pertain more directly to one or the other.

Internal System
Focus and Mission 

•	 Understand and attend to clients’ most pressing needs.
•	 Focus on providing better customer service and satisfaction.
•	 Prepare to evolve to mobile technology – constituents and vendors expect it.
•	 Aim to provide the same level of citizen engagement available in the private sector.
•	 Identify key stakeholders and develop strategies to gain their support.

Structure
•	 Establish uniform, sound business processes and policies.
•	 Know that technology will play a critical role in system integration, then determine what new technology to 

incorporate and how best to leverage it.
•	 Develop e-procurement models that can integrate with and share data across human resources, information 

technology, financial, and other systems.
•	 Reassess financial models and explore opportunities to chargeback agencies.
•	 Sign more Service-Level Agreements with customers and clearly articulate roles and responsibilities.
•	 Define and measure the process. Be accountable for the implementation.
•	 Develop a model that creates a financial incentive for agencies that embrace shared services.
•	 Prioritize high volume vendors and consider new rebate strategies.
•	 Build internal expertise to expand shared service activities.
•	 Gain formal executive support at the highest levels early in the process.

Culture
•	 Celebrate successful completion of milestones.
•	 Develop a culture-change strategy to address legacy-based resistance.
•	 Focus on change-management principles.
•	 Remind people to look at the common good.
•	 Identify and empower change agents.
•	 Build trust with incremental successes – use pilot projects to develop momentum.

Data Strategies
•	 Improve data management and identify opportunities to share data across agencies.
•	 Regularly review data and use it to make strategic decisions.
•	 Move software development toward a collaborative and cross-functional model.
•	 Prepare for the benefits and consequences of greater transparency.
•	 Seek opportunities to make e-procurement commodity codes more meaningful for end-users to improve data entry.
•	 Help clients use new data effectively by enhancing collection and analysis, incorporating it into training and outreach 

efforts, and creating opportunities for agencies to share ideas and best practices on using data.

Action Plan
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Ecosystem
Shared Vision

•	 Work with key stakeholders to establish an enterprise-wide vision.

Advocacy and Messaging
•	 Develop a marketing and communications strategy to advance shared services and e-procurement.
•	 Demonstrate how we create value – publicize victories and market our impact.
•	 Begin describing our work as “unification” rather than “consolidation.”
•	 Create a compelling narrative around our work. Tell the story and tie it to metrics.
•	 Use social media to demonstrate the value of shared services and e-procurement to younger generations.
•	 Be innovators with our outreach efforts.
•	 Engage top-down leadership (mandates, executive action, etc.)

Accessing Portfolio (Shared Services)
•	 Consider opportunities around human resources, financial services, information technology, real estate management, 

energy management, and travel (fleet, airfare, bookings, etc.)
•	 Identify redundancies around services and processes like email, financials, and time and attendance.
•	 Assess our talent management to identify opportunities to share resources.
•	 Identify front-office shared services opportunities.

Partnerships
•	 Develop a community of leaders in other states to engage in ongoing dialogue and problem-solving.
•	 Establish new partnerships with higher education, municipalities, and counties.
•	 Work with key stakeholders to investigate and develop new solutions together.
•	 Sit-down with the top management of key agencies to review their data, build trust, generate buy-in, and market the 

impact of shared services and e-procurement.
•	 Identify new, natural alliances, such as the National Council of State Legislators, the National Governors Association, 

municipal leagues, and others, and engage them in promoting and adopting shared services and e-procurement. 
•	 Seek out new opportunities to partner with the private sector (e.g. Tennessee recently outsourced their facilities 

management). 

Action Plan (cont’d)
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Conclusion
Transforming Government

The Roundtable discussions emphasized that effective leadership and a powerful vision are essential for 
advancing shared services and e-procurement. Driving real transformation necessitates changing both internal 
systems and ecosystems. Leaders must individually and collectively develop a compelling story, test out new 
strategies and tactics, build new systems, structures and partnerships, pace change, and build trust.

“I was inspired to continue our work to build 
legitimacy, by developing trust with our citizens, doing 
what we say we will, putting the right team in place, 
and reaching out and learning from each other.”

- Kim Hood
Executive Director,

Department of Administrative Services for the
State of Utah

While the conditions may vary from one state to the next, participants agreed that they all face similar 
challenges in their pursuit of  these transformation goals. Moreover, they acknowledged that their individual 
success will depend heavily on the success of  the group as a whole.

For this reason, it behooves all leaders pursuing 
shared services and e-procurement to work together 
in building a community of  ongoing collaboration. 
Convening this inaugural Roundtable, and developing 
the Action Plan summarized in this report, represent 
important first steps in establishing that community. 

We eagerly anticipate the next opportunity to convene 
these bold public administrators, to help them examine 
their progress as a community, and to assist them in 
updating their shared strategy and vision.

In the meantime, we hope this report and Action 
Plan will serve as a valuable tool for the Roundtable 
participants who helped create it, as well as any other 
leaders planning or implementing shared services and 
e-procurement initiatives.
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