
I think we as a society have a tendency to over 
simplify matters in finding solutions to complex 
problems. “Carbs in our diet are bad, fat is good;” 
anyone remember the Atkins Diet?  Did anyone ever 
really think that eating eggs and bacon in excess, but 
leaving out bread, was going to make him/her 
healthier?   
 
In 1979 when I began my career, having a 
Decentralized model of doing business was good, 
and Centralization was bad.  But by 1989, the exact 
opposite was believed to be true - Centralization 
was good, Decentralization was bad.  I am sure that 
each of us may have examples of the pendulum 
swinging back and forth from one extreme to 
another over time – just think about our most recent 
presidential election.  The pendulum of thinking 
seems to continually swing to an extreme one way, 
and then back to the other, on many, many issues.  
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Why is it that we tend to embrace the 
extremes in coming up with solutions to 
complex problems and forget about all of 
the variations of space in between the 
extremes?  It’s because this method 
requires less study and thinking to do so, 
and studying and thinking is very hard 
work.  Many of us want to get to a 
solution without doing the hard work.  I 
have a favorite saying that I use in dealing 
with nearly all business matters, 
certainly those of significance, which is, 
“Do I understand the problem that I am 
trying to solve?” Is anyone surprised that 
the world's leading ERP solutions 
provider isn't really the “drop-in” 
solution to your business problems, but 
rather requires hundreds of 
modifications to “fit” your organization? 
 
There are many different approaches 
to implementing a shared services 
model across the corporate and 
higher education world.  
 
I believe that those who have been 
successful have been so because those 
implementing the solution did the hard 
work in understanding the problem they 
were trying to solve. 
 
Rather than summarize the benefits and 
detriments of a “generic” shared services 
model - Centralized, Decentralized, or 
Distributed - something about which you 
can find countless writings on the 
Internet - I am going to assume that none 
of you work for a generic institution.  

I assume that each of your institutions, and 
therefore the problems you are trying to 
solve, are unique and require unique 
solutions.  
 
Some consultants deal in “best practices.” 
The phrase “best practices” is by definition 
an average of practices, and I would suggest 
that by the definition of “average,” no one 
organization is at the average.  So why it is 
that we would think that a “best practice” 
would be a possible solution for our 
organization that isn’t average?  
 
If you truly understand the problems your 
organization is trying to solve, then your 
chance of designing and implementing a 
shared services solution that is considered 
to be successful by your organization is 
dramatically increased. You will need to do 
your own study and deep thinking in 
determining which shared services model 
is “best” for your organization. 

 
For a shared services model to be 
successful, the designed model must be 
adapted to the organization and the 
problems that specific organization is 
trying to solve. 
 
A solution that works for one company may 
fail at another.  This is because 
organizations, even those in the same lines 
of business, are unique. Over the course of 
my 35+ year career, I have worked for 6 
different organizations. The value systems, 
ethos, missions, goals and desires (just to 
name a few) of these 6 different 
organizations are all unique and different.  
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I think that as human beings, we have a 
tendency to over simply matters to, in 
part, avoid doing the hard work of study 
and thinking; we also have a tendency to 
rely on others, such as consultants, to do 
the work for us.  
 
For example, over the last decade, there 
has been a hard push for implementing 
shared services at institutions of higher 
education. These institutions have 
business needs just like any other 
organization; they need to  make a profit, 
and save money. One solution that has 
worked in a for-profit business has been 
to consolidate business functions into a 
shared services center, leverage common 
practices, systems and people, and save 
money, just like what has been done in 
the for-profit world.   
 
It’s much easier to assume that a solution 
that has worked in one business model 
will work elsewhere (just extrapolate 
from one business to another) than to 
take the time to understand the 
organization, its uniqueness, and develop 
solutions to address the problems that 
the organization is trying to solve.  
 
From my experience, institutions in 
higher education are some of the 
most complex organizations in 
existence.  
 
They are the best example of a 
conglomerate (a collection of often 
diverse activities) in the world.  
 
 
 

They have people at all corners of the earth 
teaching, studying, and engaging in often 
very different activities.  In many cases, 
these disparate activities require disparate 
and unique processes and solutions to 
support the business – something that can 
be antithetical to the concept of a shared 
services solution.  
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I remember the day an archeology 
professor sent me a letter with an 
enclosed article that looked to be some 
sort of skin with writing on it. The letter 
said, “Attached is a receipt for food from 
my dig in Iraq, written in Kurdish on 
sheepskin; the tribes I typically engage 
with don’t speak English or use writing 
paper.  I cannot for the life of me figure 
out how to attach it as a receipt in your 
standard electronic system, and I find no 
written procedure for dealing with 
anything other than a paper receipt.  

Needless to say, whatever shared services model you decide to implement, your 
chances of being successful are greatly increased when the model is adapted for the 
unique aspects of your organization and its goals and desires in implementing a 
shared services model.   
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In this session, Kevin P. Hegarty 
will discuss: 
 
 Various shared service models and 

the pros & cons of each, such as: 
centralized, cluster, and other 
models 

 How to determine which model 
would be most ideal for x specific 
department or several 
departments spanning various 
locations 

 Pros and cons of Big Bang and 
Slow Roll Launches 

 Upfront costs, potential cost-
savings, and the logistics of 
transforming your various 
administrative departments into a 
successful shared services model 

I used to have an assistant that knew how 
to deal with my unique needs, but she is 
now working in your shared services center 
and I am told that she is no longer assigned 
to handle my work.  I’ll warn you that more 
receipts from my digs are coming.”  
 
Just as with ERP solutions, there is no such 
thing as a drop-in solution, and what works 
for one institution may very well not work 
for another.  
 

Visit our Website: 
sharedserviceshighered.iqpc.com  

https://plsadaptive.s3.amazonaws.com/gfiles/_sGcwmsharedservicehigheredu9.pdf?response-content-type=application/pdf&AWSAccessKeyId=AKIAICW5IOYOPOZOU3TQ&Expires=1485191587&Signature=1fcxd78%2Bj95jEE2QeFrridVuz8g%3D
https://sharedserviceshighered.iqpc.com/
https://sharedserviceshighered.iqpc.com/

