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ñIôm pleased to introduce you to the Cabinet Office Shared Service Customer 

Migration Framework.  The Cabinet Office migrated  its transactional HR, Finance 

and Procurement processes to DWP Shared Services in April 2009. 

The move to DWP by the Cabinet Office is one of the first examples of cross-

government sharing, so we broke some new ground!  DWP is using this 

experience to further develop its approach to customer migration  to make it faster, 

cheaper and lower-risk. Alongside DWPôs efforts, we in the Cabinet Office have 

produced this framework as an aid to customer organisations.  Its purpose is to 

help those contemplating, planning or implementing a move to shared services. 

This isnôt a ñmethodologyò ïthere is not only one way to do these projects ïbut it 

is an honest attempt to share our experience. It describes what we did as a 

ñcustomerò, shares some lessons we learned, and makes some of our products 

available for re-use. I hope in future that it will be added to and enhanced by 

othersô experiences. 

If youôre embarking on a move to shared services I genuinely believe using this 

framework will help you plan and navigate your project, and perhaps avoid a few 

pitfalls.  I hope you find it useful ïplease let me know.  

Moving to a Shared Services Model :  

The Cabinet Office experienceé
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The CO Customer Migration Framework has been created to document 

our experience and capture our insights.  This is both to assist and 

encourage other government bodies contemplating a similar move

Overview & 

Navigation

Approach & Insights

Products

Read this Overview & Navigation section to get background on 

the COSS project and Migration Framework and quickly review 

key learnings.  

Use the Navigation Tool to drill down 

to the Approach & Insights layer and 

read detailed work-stream and 

activity descriptions.  These explain 

how we structured and managed the 

CO migration and provide specific  

insights and recommendations

If you are thinking about moving to a Shared 

Service modelé.

If you are planning a move to 

Shared Servicesé

If you are implementing a 

move to Shared Servicesé

Review the list of reusable products that are 

available and contact the Shared Services team 

to get hold of those you may need

The Customer Migration   >> 

Framework
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In April 2009, the Cabinet Office ñoutsourcedò its transactional HR, 

Payroll, Finance and Procurement processes to DWP Shared Services 

2007 2008 2009

Foundation
Transition

Mobilise Design Build & Test Implement Post Live

ñOutsourceò of transactional 

processes to DWPé

éallows CO to focus on 

value-adding priorities

Project Timeline

Delivery Model

ÁFocus on implementation of HR strategy 

ÁImproving support to management units 

through Business Management Teams

ÁImproved management information to 

support business planning

ÁBetter financial planning and improved 

financial control
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The drivers behind the Cabinet Office project reflect circumstances 

faced by many smaller Government and public service bodies

CO Situation 2005 - 2007

ÁA small Department with c.1500 staff 

and further staff savings planned

ÁOver 120 staff (almost 10%) in HR and 

Finance support functions.  A high ratio 

compared to standard benchmarks. 

Inconsistent processes used across the 

department

ÁHigh IT costs reflect dedicated rather 

than shared IT infrastructure

ÁRequirement to bear costs of IT systems 

upgrade and replacement ïbut cost of 

most modern, integrated platforms 

prohibitively high for small organisations

Various initiatives had been 

commissioned to devise a way 

forwardé

ñWhitehall 1ò couldnôt make a 

business case for outsourcing CO 

Shared Services to the Private Sector

ñWhitehall 2ò found that even when a 

group of smaller Departments got 

together (CO, Treasury, ODPM) costs 

of developing a new Shared Service 

remained unattractive
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By 2007 there was a critical need to change the model or invest in 

renewing/upgrading the CO systems

DWP - A potential solution?

ÁDWP Shared Services was established in 

2006

ÁEmployee Service, Accounting and Procure to 

Pay Service Lines supported by one of the 

largest implementations of the Oracle RM 

platform

ÁMaybe an opportunity for Cabinet Office to 

move to a government-run Shared Service?

ÁDecision taken by CSSB (Civil Service 

Steering Board) in March 2007 to adopt this 

approach as a ñpathfinderò

ÁCabinet Office Shared Services Project 

established Q3 2007

The COSS Project stared by running a 

Foundation Phase to clearly define the goals of 

the project and a business case.  The aim was 

to ensure that migrating to DWP shared 

Services was:

Feasible ïCan two very different Departments 

share the same service?

Desirable ïIs the Business Case sufficiently 

attractive?

Achievable ïHow long will it take and are the 

transition risks manageable and acceptable?



9

A vital element of the Foundation work was to define our 

ñdestinationò ïwhat would the end-to-end operating model look like 

after the move to Shared Services?
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Shared Services Scope

Internal Customer ïCorporate Centre
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The Foundation Phase work was completed in March 2008 ïon this 

basis the CO Board confirmed its wish to move ahead with the project

Feasible?

Desirable?

Achievable?

Work on the Service Specification demonstrated that 

the DWP standard service could support the majority 

of Cabinet Office requirements with relatively little 

customisation

Work on the Business Case showed that the move 

was viable financially and that there were additional 

service quality improvements that could be expected

Work on the Transition Plan outlined how the 

technical solution would be built and delivered.  The 

Business Change Plan set out the approach to 

managing business change risks
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We then mobilised the Transition project, forming a joint team and 

joint project governance with DWP Shared Services

SRO (Cabinet Office)

Joint Project Board

Project Director (Cabinet Office)

CO Project ManagerDWP Project Manager

Service preparation

System preparation

Data migration

System/service testing

Service mgt prep

Service preparation

Business Change

CO IT preparation

Data preparation

User testing

DWP-led CO-led
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Agree CO / DWP Transition ñLetter of Intentò
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