
Yolo Shared Services Program -1- Revised: April 5, 2013 

  
 

Yolo Shared Services Program 
 
 
INTRODUCTION 
 
Shared Services can take different forms.  Common examples include: 
 
 Consolidation of existing services; 
 Sharing responsibility for delivering services; 
 Coming together to contract with a third party to perform services;  
 Reallocation of responsibilities for delivering services; 
 Forming a new entity to perform common services; and  
 Sharing equipment and facilities. 

 
OBJECTIVES OF SHARED SERVICES 
  
The reasons for implementing shared services are numerous and varied.  They may include the intent to:  
 
 Create benefits of scale by combining activities; 
 Avoid redundancy in staffing and operations; 
 Improve the quality or economy of service delivery; 
 Encourage specialization in service areas;  
 Move common repeatable activities to a specialized entity or entities; 
 Promote cooperation and interdependence between jurisdictions; and/or 
 Meet expectations of elected officials and the general public for efficient use of taxes and inter-

governmental cooperation. 
 
ADOPTING SHARED SERVICES 
 
Adopting shared services can be challenging.  In most organizations it involves a change in the culture.  
Successful adoption and implementation depends on a number of factors, such as: 
 
 A common, clear mandate or compelling vision;  
 Strong commitment of leadership to the concept of shared services;  
 Appropriately organized governance;  
 Choosing the right delivery team composed of people who will collaborate; 
 Flexibility from all parties and a willingness to cede authority; 
 Processes that assure efficient decision making and easy administration;  
 Focused attention on outcomes;  
 A culture of responsibility and accountability; 
 Monitoring performance and making adjustments;  
 Selecting the appropriate scale, scope and solution; and 
 Choosing the right location for the services. 
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GROUND RULES 
 
The Yolo Shared Services Leadership Group (the Cities of Davis, West Sacramento, Winters, and Woodland and 
the County of Yolo) should consider adopting some basic ground rules that would guide our participation.  
Possible examples include:  
 
 Members will demonstrate strong support for the concept of shared services and communicate that 

support throughout their organizations. 
 
 Members will develop a project model to serve as a template for shared services to promote mutual 

understanding and project continuity. 
 
 Priority will be given to shared service projects that provide mutual benefit to participating members.  
 
 Projects with asymmetrical benefits may be grouped to facilitate the necessary mutual benefit for 

participating members. 
  
 Participants should rigorously demand that shared services deliver benefits not readily available from 

separate services. 
 
 When a shared service project is selected for implementation it will be formally endorsed by all direct 

participants. 
 
 Every shared service project will have at least a statement of intent, scope, plan for governance and list 

of objectives prior to commencing implementation. 
 
 Participants will be fully accountable for the timely performance of their responsibilities. 
 
 When issues arise they will be communicated directly to affected participants. 
 
 Programs will be monitored and evaluated to assure that they meet the established objectives. 
 
 Decisions, partnerships and agreements will be documented to serve as benchmarks for program 

administration and evaluation. 
 
 Participants should seek to structure programs to deliver equitable distributions of services and 

proportional allocations of costs. 
 
VISION 
 
Our vision for shared services is to utilize the combined resources of Yolo city and county governments for the 
effective and efficient delivery of local government services within the communities of Yolo County.  We will 
achieve this by: 
 
 Reviewing all opportunities for shared services based primarily on “results-based” outcomes and 

measurable objectives that will complete the work with diminished resources; 
 
 Implementing shared services with streamlined governance; 
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 Collaborating with elected officials, constituents and employees in the consideration, implementation 
and evaluation of shared services; 

 
 Focusing on outcomes that exceed constituent/customer expectations; 
 
 Using data driven performance measures as the primary tool for evaluating success; 
 
 Leveraging the fiscal, human and equipment resources among the agencies in order to achieve the 

desired outcomes; 
 
 Eliminating, if at all possible, the duplication of processes; and 
 
 Building on the positive business and personal relationships that have been established among each 

agency’s elected officials, appointed managers and line staff. 
 
VALUES 
 
The values that will guide implementation of shared services include: 
 
 TRUST AND INTEGRITY which the agencies will demonstrate by following through on their commitments, 

duties and responsibilities; 
 
 COURTESY AND RESPECT for everyone that each agency’s representatives come into contact with, 

including customers and fellow employees; 
 
 TEAMWORK as the most efficient and effective means to conduct the public’s business; 
 
 QUALITY CUSTOMER SERVICE that is both respectful and responsive to external and internal requests; 
 
 OPEN, HONEST AND CLEAR COMMUNICATION between agencies, within each community and within 

each organization; 
 
 FISCAL ACCOUNTABILITY as demonstrated by implementation of prudent financial practices and 

evaluation of performance; 
 
 VOLUNTEERISM AND CIVIC INVOLVEMENT as demonstrated through the commitment to work with 

community organizations, neighborhood groups and individuals dedicated to public service from each 
community; and 

 
 COMMUNITY IDENTITY that recognizes the distinctive character and culture of each city and the rural 

areas of the county. 
 
FRAMING QUESTIONS 
 
As we implement shared service projects we should attempt to answer the following questions: 
 
 To what extent will the proposed shared service successfully deliver policy priorities and achieve desired 

outcomes in the local area? 
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 To what extent will the shared service benefit local citizens, including less tangible values such as 
improved community cohesion and empowerment?  

 
 Have engagement activities in developing the proposed shared service resulted in the needs of citizens 

being known more fully and properly acted on?  
 
 Where will the proposed shared service have the greatest positive impact and where does it need to 

focus effort in the future?  
 
 How will we know what is working well and what is not?  How will the performance of the proposed 

shared service be measured and are the performance data robust?  
 
 Will information on performance of the proposed shared service be easily accessible by the partnership 

and citizens? 
 
 Are the vision and priorities for the local areas translated into operational plans in the proposed shared 

services delivery system? 
 
PROCESS 
 
 

 

Model Process 
 Guiding principles 
 Boilerplate preamble 
 Model contract formatting 
 Insurance/legal/ 

indemnification 
 Standardized project 

development model and 
evaluation process 

Project Development 
 “What” is being done? 
 “Why” is it being done? 
 Definitions of services 
 Intent 
 Scope 
 Governance/management 
 Fiscal and budget 
 Implementation 
 Expected outcomes 

 
 

Evaluation 
 

Reporting 
 

Refinement 

Sustainability 
Criteria and benchmarks 

established in the development 
process to ensure efficiencies 

and effectiveness in 
implementation from service 

management, fiscal and partner 
equity considerations. 


