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1. Executive Summary
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Assessment Context
Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 

Operating Model
Implementation 

Timeline

• The University of Missouri’s four campuses and System Administration addressed a budget 
shortfall of $62M in FY18

• The two primary traditional revenue sources (1) State Appropriations (2) Net tuition and student 
fees are expected to be limited over the next five years
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Assessment Context
Executive Summary Summary Findings Facilities Finance
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Assessment Context
Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 

Operating Model
Implementation 

Timeline

• Revenue growth is not a viable path to a healthy bottom-line

• In order to balance the budget and make strategic reinvestments, UM has commissioned this 
report to 
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Assessment Overview
This document represents the findings related to the University of Missouri’s “RFP #31018 -- Consulting services for 

identification of administrative performance and process improvement opportunities”

Scope

• UM System central office and 
MU campus

• Facilities, Finance, Human 
Resources and Information 
Technology at the UM system 
central office and MU campus 
have been analyzed

• Findings that expand beyond 
UM System and MU campus are 
noted accordingly
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Information Gathering Process
• This assessment included an analysis of primary data sets such as the general ledger, payroll and accounts 

payables   

• Each workstream also collected data and information to develop an understanding of operations within each 
functional area

• To supplement this dataset over 70 stakeholder interviews were performed to further identify and refine 
improvement opportunities

• Additional engagement is being planned at UMKC, UMSL and S&T

Executive Summary Summary Findings
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Spend Overview
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Keys to Success
Executive Summary Summary Findings



OPEN 
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2. Summary of 
Workstream Findings
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Human Resources Spend - $19.3M 
(Excludes System-wide Benefits)

Human Resources Area Overview

1 Savings opportunity primarily resides in departmental spend

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
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Information Technology Area Overview
Information Technology Spend - $77.5M*

Executive Summary Summary Findings Facilities
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Supply Chain Overview 
Supply Chain identified net annual savings of $3.7M to $4.0M 

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
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Near-Term Opportunities
Certain opportunities have been identified that can quickly impact the FY18 budget, the savings captured from these 
initiatives can be used to fund future strategic initiatives. Additional opportunities may be identified upon further analysis.
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3. Facilities Workstream
3.1 – Facilities Workstream Summary

3.2 – Individual Opportunity Overviews

3.3 – Additional Opportunities to be evaluated
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3.1 Facilities 
Workstream Summary
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Legacy decisions, especially around cost cuts, have lead to positive near-term budget improvements, but a long-
term strategic plan needs to be developed to manage costs more holistically

Current (Reactive, cost cutting) Future (Proactive, holistic expense management)

• Sightlines benchmarking indicates Facilities is under-
investing

• Facilities can be a vehicle to manage expenses, but 
investments will be required

• There is $1.6B (system-wide) in deferred maintenance 
that continues to add to ongoing expenses

• Cuts have been made to the Facilities department, but 
having a long-term strategy will be the key to being better 
stewards of Facilities spend

• Thinking about meeting this year’s budget expectations in 
lieu of long term planning

• Limited ability of Facilities to strategically impact real 
estate decisions made by academic departments

• Lease portfolio reflects the priorities of the different 
departments vs an optimized, strategic portfolio

• Real property decisions are not formally and consistently 
made with input from Facilities

•
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Facilities Needs Spend

0.00%

0.50%

1.00%

1.50%

2.00%

2.50%



OPEN – GB – INFO 5-30 December 7-8, 2017

Facilities Workstream Scope
Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 

Operating Model
Implementation 
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$9.40  Parking 
& Transportation 

Svcs
47%

$10.81  Plan, Design & 
Construction

53%

$4.23  
M&R 

Projects
16%

$2.82  Landscape Services
10%

$16.92  
Facility 

Operations
63%

$2.35
Campus 
Facilities

9%

$0.47  
Space 

Planning
2%

FY2017 Baseline Total Spend * UM and MU Central Headcount

Facilities Functional Rollup $47M 232

Expense Breakdown*

Expense Profile
Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 

Operating Model
Implementation 

Timeline

Note:  Plan, Design & Construction includes In- House Design & Construction, and Project Management of $150 million D&C spend 
.

Facilities E&G Spend
$27M

Auxiliary Spend
$20M

*Facilities spend includes select spend from certain Operations, Auxiliary and other areas, based on 
discussion with the Facilities Department leads. Does not represent Facilities department budget only.
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Opportunity Summary
The Facilities Workstream identified 6 opportunities with an annual benefit range of $7.0M to $13.6M

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Opportunities identified as part of preliminary analysis  

Additional opportunities to be evaluated

Opportunity Implementation Duration Implementation Risk

1 Real Property Operating Model Realignment Two Year 4

2 Real Property Rationalization (Owned and Leased Space) Two Year* 4

3 Rationalize Landscaping Scope Near-Term 2

Opportunity Implementation Duration Implementation Risk

4 Monetize Excess and/or Underutilized Real Property Assets Two Year* 4

5 Identify Public-Private Partnership Opportunities Two Year 3

6 Review Staffing Model Efficiency Two Year 4

During the design phase opportunities will undergo additional analysis to confirm savings, timeframe, and investment required
Note: Annual benefits are net of non-capital investments
*Implementation of certain opportunities can be achieved in two years others are expected to have a longer lead time
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3.2 Facilities 
Individual Opportunities
Overview

Full-time equivalent (FTE) impacts and investments require additional analysis to be performed during 
the design phase
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1. Real Property Operating Model Realignment
Opportunity Synopsis

Name Real Property Operating Model Realignment

Description

Explore opportunities for a cohesive roadmap to realign the various functions that handle real property matters for the University (e.g. facilities, real estate, leasing, operations, space planning/management, 
capital & strategic planning, design & construction). Identify distinct areas where centralized services can be most effective (e.g. Real Estate, Leasing, Contracting, Project Management, Technical Expertise, 
Code Enforcement, Reporting) and develop processes to integrate such centralized services into campus operations through formalized policies and procedures.  This will effectuate consistent practices, 
reduce duplicative FTEs and administrative spend across campuses & System.  Explore ways to implement strategies and objectives across the entire real property portfolio that create efficiencies and 
mitigate expense . This will involve a 360-degree analysis of the University's existing construction program, facility operations, space management & utilization and other real estate functions to enhance or 
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2. Real Property Rationalization (Owned and Leased Space)
Opportunity Synopsis

Name Real Property Rationalization 
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3. Rationalize Landscaping Scope
Opportunity Synopsis

Name Rationalize Landscaping Scope

Description

Analyze the University's landscaping spend to identify opportunities to reduce cost by creating tiered landscaping requirements 
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3.3 Facilities - Additional 
Opportunities to be 
evaluated
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4. Monetize Excess and/or Underutilized Real Property 
Assets

Opportunity Synopsis

Name Monetize Excess and/or Underutilized Real Property Assets 

Description
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4. Finance and Supply 
Chain Workstream
4.1 – Finance Workstream Summary
4.2 – Individual Opportunity Overviews
4.3 – Supply Chain Workstream Summary
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Expense Profile
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Finance 
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Representative quotes from interviews with leadership and staff across the System and all four campuses

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

“Finance is held back by wide 
fragmentation making it hard to 

prioritize.”
“Communication is not done well enough.  Hard to get the right message to the right people.”

“Need different talent to move the 
organization.  Need critical thinkers, 

not just transaction processers.”

“Need more analytical, data driven 
decisions.”

“Progress has been made with 
Hyperion and it is more efficient than 
it used to be but we need to better 

empower people to be more 
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Leading Finance organizations invest more into value-add activities by reducing effort on traditional transactional processes

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Benchmarking allows us 
to assess the Finance 

function using a 
fact -based approach

Business Insight
• Strategy & Planning
• Budgeting & Forecasting
• Business Analysis
• Performance Improvement Projects
• Tax Planning

Transactional Efficiency
• Accounts Payable (including T&E)
• Accounts Receivable
• Credit Management
• Customer Billing
• General Accounting
• Financial / External Reporting
• Management Reporting

ComplianceManagement Reporting
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Finance Benchmark Scope

• Interviews with senior Finance executives to qualify 
benchmark findings

• Provides a diverse view of functional priorities, challenges 
and direct feedback about leadership, technology, support, 
organization and people

• Assessment of the resources and costs supporting the 
Finance function

• Enables objective comparison of the Finance function with 
external peers and supports leading practice gap analysis

• Data collected using data collection template and participant 
guide

• Provides an analysis of strength and opportunities, and 
actionable recommendations

2) Finance Executive Interviews1) Finance FTE and Cost 
Benchmark

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

The project scope includes two key components –
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Finance and Supply Chain Benchmark Taxonomy
Mapped UM FTEs and process costs to the standard Finance and Supply Chain benchmark processes to promote 
relevant comparisons

Finance – Transactional Efficiency

• Cash Disbursements
o Accounts Payable
o Travel & Entertainment Accounting

• Customer Billing
• Accounts Receivable
• Credit Management
• Debt Collection
• Payroll
• General Accounting

o Fixed Asset Accounting
o Intercompany Accounting
o Inventory Accounting
o Reconciliations, Consolidation and Closing 

the Books
• Financial & External Reporting
• Management Reporting

Finance – Compliance & Control

• Treasury
o Cash Management
o Risk Management

• Internal Audit
• Process Controls & Compliance
• Tax Accounting & Compliance

Finance – Business Insight

• Tax Planning
• Strategy & Planning
• Budgeting & Forecasting
• Business Analysis

o Decision Support
o Mergers & Acquisitions
o Pricing & Analysis
o Investor Relations

• Performance Improvement Projects

Supply Chain

• Transaction Processing
• Supplier & Contract Management
• Strategic Sourcing
• Performance Management

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline
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Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline
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Leading Finance functions are also set apart by their ability to do the following
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Finance leaders are improving business results by investing in commercial insight, spending less time on transactional work 
and running at lower costs

Executive Summary Summary Findings
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Opportunity Summary

Opportunity Overview
Total System-wide Spend  = Estimated $40M

Opportunity - $8.8M
(Variance from median 
benchmark, 
includes benefits)

Revised Base (across all campuses –
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1. Design Future Operating Model (Align Finance 
Personnel)

Opportunity Synopsis

Name Design Future Operating Model (Align Finance Personnel)

Description
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3. Identify Opportunities to Consolidate Activities 
Currently Occurring at the College/Department Level

Opportunity Synopsis

Name
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4. Drive Broader Financial Accountability
Opportunity Synopsis

Name Align Finance Personnel (Operating Model)
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5. Improve Business Insight Reporting & Planning 
Capabilities

Opportunity Synopsis

Name Improve Business Insight Reporting & Planning Capabilities

Description
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6. Further Development of Finance Talent 
Development Strategy

Opportunity Synopsis

Name
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4.3 Supply Chain



OPEN – GB – INFO 5-66 December 7-8, 2017

Supply Chain Overview and Summary
Scope & Approach 
• Supply Chain is a sub-department of  Finance that is 

responsible for managing the majority of the university’s 
non-labor spend 

• As a centralized shared service, it provides contracting 
and Supply Chain services to all campuses

• This review focused on contracting practices and 
identification of measures to reduce non-labor spend 
around supplies and purchased services. 
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1. Support Operating Model Redesign for Non-Labor
Opportunity Synopsis

Name Support Operating Model Redesign for Non -Labor Spend

Description

• Identify spend areas with variance above acceptable ranges and partner with functional service organization leadership (e.g., information technology & facilities) to develop processes 
and controls to manage non-labor spend.

• Develop strategy to monitor and enforce new spending policies and procedures
• Work with Finance around improving budget guidelines

Metric Will further refine during design phase. Proposed: Expense Performance / FTE (See example in Non-Labor Departmental Expense Review Slide) 

“Soft” Benefits 
Achieved

• Improved financial controls and influence over departmental spend
• Increased line of sight to key spend areas

Spend Addressed Investment Required

Non-Labor None

Implementation Duration Implementation Risk

Two Year 2

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Impact to:

UM System
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4. Enhance Contract Review Process
Opportunity Synopsis

Name
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5. Human Resources 
Workstream

5.1 – Human Resources Workstream Summary

5.2 – Individual Opportunity Overviews

5.3 – HR Observations
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Workstream Approach Observations Key Recommendations

• Data used

o FY17 GL and payroll file 

• Scope focused on traditional human resources 
and operations functions

• Met with 11 Human Resources leaders (includes 2 
from Engagement Leadership category) 
throughout the system and Columbia campus as 
well as representative staff

• Lack of clear HR strategy, high turnover and 
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1 Administrative Assistant ratios included in scope for Human Resources team since any workforce related changes would have to be 
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5.2 Human Resources 
Individual Opportunities
Overview
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Business Unit
Total # 

Employees 1
Total # HR 

Employees 2
Employee : HR 

Ratio 3 MU Distributed 4 Adjusted # of 
HR Employees 5

Adjusted 
Employee : HR 

Ratio 6

UM System 552.0 74.0 - 74.0

Columbia 19,514.0 32.0 477.0 509.0

Total 20,066.0 106.0 189.3 477.0 583.0 34.4

Initial benchmarking indicates central HR is extremely lean; however, when distributed HR headcount 
is included, UM is below bottom quartile

1 Total headcount across business units
2 Total HR headcount who report into HR
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There are two primary opportunities to drive efficiencies and elevate the role of HR 
in the current organizational structure

UM System

Columbia UM 
Healthcare

Kansas City St. Louis Rolla

Excluded from assessment

74 FTEs

32 FTEs

Total Rewards

Support 
Services Center
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Investments in HR will be required to ultimately generate savings and improve overall HR delivery
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In order to drive efficiencies and create a seamless employee experience, the portfolio of HR 
technology should be more closely assessed and coordinated with IT to develop a proper business 
case outlining specific investment needs and resource requirements

PeopleSoft 9.2 HCM Self -Service Case Management Tableau Other HR Technologies

Opportunities to 
reassess usage of HR
technology

• Assess opportunities within 
current platform to enable 
functionality that will result in 
increased efficiencies and 
visibility into HR activities (e.g., 
applicant tracking, candidate 
communication, absence 
management, benefits 
administration)

• Implement manager and 
employee self-service tools 
(e.g., Oracle) to provide all 
managers and employees 
with a single point of entry for 
HR information and 
processes, empower 
managers and improve HR 
workflow across campuses 
and UM System.

• Optimize, upgrade or replace
current case management tool 
(Remedy) with another HR 
case management tool to 
drive efficiencies within the 
Service Center and improve 
customer satisfaction

• Explore usage of Tableau 
functionality and identify 
opportunities to access and/or 
automate reporting for 
divisions / departments / 
schools to support recruiting 
and workforce planning needs

• Assess effectiveness and 
opportunities to enhance UM 
and MU employee web portals 
to align to delivery model

• Assess opportunities to 
increase the usage of digital 
tools to improve efficiencies in
functional areas (e.g., 
DocuSign for intent to retire 
forms)

• Assess ability to integrate 
phone tree capabilities for all 
Shared Service functions 
(e.g., IT, HR, Payroll)

An integrated HR technology strategy should be developed to support 
the long- term HR service delivery model and evolving needs of UM

By optimizing the usage of technology and embracing a cloud-based, employee-centric view, organizations can see structural benefits that lie beyond 
technology advantages. This digital model makes it possible to connect various HR opportunities and technology across the enterprise. It integrates 

design, user experience, and the nature of service delivery to create a consistent, user-friendly and impactful environment - making HR more effective.

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline



OPEN – GB – INFO 5-86 December 7-8, 2017



OPEN – GB – INFO 5-87 December 7-8, 2017

As proper investments are made in HR’s capabilities, delivery model and technology, UM can align 
more closely to a leading practice HR service delivery model

HR Leadership – Sets Strategy

“High Touch”
Filter

“Resolution”
Filter

Planning & Policy 
Resolution

Technology
Filter

Institutional Leaders

Managers

Current employees

Applicants

Former employees

Schools

Divisions

HR Customers

• Develop and interpret policy
• Decide on exception requests
•
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Gaining alignment around a “people strategy” is at the core of shifting HR to a more strategic function…

People Processes Technology

HR’s Role
Enables execution of 

strategic priorities
throughout the organization

Business Strategy 
Sets direction and 

priorities for the organization

People Strategy 
Determines people programs, 

plans, and opportunities to 
deliver business goals

Drives

Prioritizes Supports

Executes

• Understand business 
strategy

• Develop and drive execution 
of aligned talent strategies

• Equip and enable business 
leaders and managers with 
the tools to effectively 
manage talent  

• Manage its own HR costs 
and measure HR’s impact 
on  financial  performance

• Measure the return on 
human capital and ROI of 
talent programs

HR must have the 
capabilities to:

Measurement ( SAMPLE)

Develop High Potential 
Leaders

Engage Employees

Improve Quality of Hire

Invest in Employee 
Training & Development

Pay Employees 
Appropriately

Develop Culture

Develop a 
nimble, 
talented 
workforce

Become an 
“employer of 
choice” and 
improve 
employer 
reputation

Bench Strength

Employee Engagement 
Scores
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1. HR Transformation
Opportunity Synopsis

Name HR Transformation

Description

Launch a formal HR Transformation effort that will elevate the role of HR to support talent/workforce needs of the organization, drive efficiencies throughout the system and is focused on 
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2. Total Rewards Rationalization
Opportunity Synopsis

Name Total Rewards Rationalization

Description

The Total Rewards Advisory Committee (“TRAC”) should work with HR leadership to further evaluate potential adjustments to health and wellness benefit 
offerings. Any adjustments to health and wellness benefits should be coordinated with any planned changes to retirement benefits and inc reases 
in compensation as part of a holistic Total Rewards strategy for UM faculty and staff. A proper communication strategy and plan is critical for 
impacted employees to understand the net impact to their compensation levels and deductions.

Benchmarks 2017 PwC Health and Well-Being Touchstone Survey of PPO, CNP, and HSA plans, as well as ancillary benefits, in Higher Education. 

“Soft” 
Benefits 
Achieved

Wellness program will promote health and wellness, preventative care, etc. for UM employees and staff

Spend Addressed Investment Required

Health and wellness benefit offerings
Adjustments to faculty and staff benefits to align with market 

compensation benchmarks

Implementation Duration Implementation Risk
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While benchmarks indicate an opportunity to reduce health benefits, any adjustments to health benefit 
offerings should be done as part of a holistic, comprehensive approach to evaluate UM’s total rewards 
strategy (including aligning compensation to market levels) and should not come at the expense of losing 
key contributors towards the institutional mission.  TRAC should help evaluate any changes.

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline
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3. Administrative Assistant Realignment
Opportunity Synopsis

Name Administrative Assistant Realignment

Description Increase the ratio of executives per administrative assistant from 1.25:1 to 3:1 across UM System and Columbia campus

Benchmarks

Leading practice for creating efficiencies in the utilization of administrative assistant positions is a 3:1 ratio of executives per administrat
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5.3 HR Observations
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Category Functions
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Category Functions
Alignment to 

Leading 
Practice

Findings Opportunity Type

Talent 
Alignment

Recruiting & 
Staffing

• Staff recruiting function at campus-level is completely decentralized with HR owning the opening 
and closing of requisitions 

• Departments own talent acquisition process which is done very inconsistently across departments 
and campuses and creates limited visibility into success rate of candidate searches and hires

• Academic recruiting is also handled by departments; MU has one resource who specializes in 
academic employment contracting, but only supports these efforts part time and does not have a 
succession plan currently in place 

• UM System handles executive recruiting across campuses as well as staff recruiting for UM 
System functions – currently in process of establishing criteria for using executive search firms to 
reduce total spend on exec search consultants and developing a full life-cycle recruitment program 
focused on improving the candidate experience, reducing time to hire and improving quality hires 
system-wide

• SOS Temp Staffing has received excellent reviews from faculty and staff; opportunity exists to 
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Category Functions
Alignment to 

Leading 
Practice

Findings Opportunity Type

Talent 
Alignment

Talent Management
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Category Functions
Alignment to 

Leading 
Practice

Findings Opportunity Type

Workforce 
Strategy

Workforce 
Intelligence & 
Analytics

•
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6. IT Workstream
6.1 - IT Workstream Summary

6.2 - Individual Opportunity Overviews 
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6.1 IT Workstream 
Summary



OPEN – GB – INFO 5-103 December 7-8, 2017

Summary
The IT workstream reviewed $77.5M of spend and identified 6 opportunities with a projected net 
savings of $4.2M to $7.7M 

Workstream Approach Observations Key Recommendations

• Data used
o FY17 GL and payroll file 

• Scope focused on traditional IT 
functions

• Met with 12 IT leaders in Columbia 
and the UM System central office

• Areas not addressed / out of scope 
include research computing and 
MoreNet

• DoIT does not manage all IT spend 
in Columbia, significant purchasing 
decisions are made in the 
departments

• DoIT is completing the process to 
centralize IT resources through the 
development of the “Distributed” IT 
function

• DoIT works with Supply Chain to 
develop purchased services and 
supplies contracts that are 
competitive with the market

• Consolidate IT services to reduce 
risk and lower costs

• Streamline student servicing 
across campuses to improve 
efficiency

Opportunity details contain implementation estimates to achieve savings. 
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Additional Observations
�’ The chargeback system for IT services is a leading practice to help business self regulate demand
�’ IT chargeback rates are compared to commercial services on a regular basis
�’ Currently there is no formal financial evaluation process for IT application development project requests. 

Especially in a time of resource constraint, a more formal business case assessment process that determines the 
cost and benefit of these projects (with participation by Finance) is warranted. A minimum hurdle rate for project 
return on investment is advised as a part of this.

�’ IT infrastructure services (servers, storage, network) are commodities that can scale at a relatively small 
incremental cost. Sequestering of IT systems by distributed organization units adds cost to the operation without 
bringing competitive advantage. Failure to fully leverage economies of scales raises costs for the University of 
Missouri.

�’ The Columbia IT helpdesk serves 20% to 200% more users per agent than the other campuses
�’ The use of IT Service Pros embedded in the business units is an expensive service model compared to remote 

support model common in IT organizations
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ScopeThe IT Workstream includes the provision of services and supplies related to technology and telecommunications
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Salaries and Wages, 
$26.0, 34%

Staff Benefits, $8.8, 
11%

Distributed Salaries 
and Wages, $0.5, 

1%

Distributed Benefits, 
$0.1, 0%
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6.2 IT Individual 
Opportunities
Overview
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Spend Addressed Investment Required

IT and Functional Area 
OPEX

Transfer of FTE to Central IT. Labor to transition servers and helpdesk, to create and manage IT governance 
and project selection processes, and to consolidate student servicing processes, applications and 

PeopleSoft instances

1. Governance and Operating Model
Opportunity Synopsis

Name Governance and Operating Model

Description

The University of Missouri operates as four businesses with four different IT organizations. This operating and governance model has produced duplication in IT services and cost. There 
are multiple opportunities to consolidate back office processes that are not adding competitive advantage. These opportunities include: Consolidation of hosting and management of 
servers, consolidation of Help Desk services, creating common student servicing processes and consolidating the 400+ applications and 4 PeopleSoft instances that support today's 
constellation of processes
A high level of autonomy and decision making exists within the campuses and departments around IT. Central IT is not positioned to lead and enforce functional decisions. This leads to a 
technology landscape that meets or exceeds end user wants and needs, but comes at a significant cost. The University needs to undertake a process to rationalize whether this model is 
in the best interest of the business units.

(Average departmental attrition rate* – 10%)

Benchmarks

• 750 servers to consolidate across campuses and within Columbia. $4.2M difference between current equipment and labor and DoIT server rates.
• Helpdesk calculated by applying Columbia campus/DoIT HD staff ratio to other campuses. Staff change is $.1M-$.6M reduction.
• Combining student servicing processes and moving to one PeopleSoft image reduces IT hardware by $.5M (DoIT estimate).
• There are 7,500 active student service functional users, 400 applications and 4 versions of the same PeopleSoft platform to provide the same services to the four campuses.  There is  

a significant opportunity to simplify this environment and reduce costs.

“Soft” Benefits 
Achieved

Improved risk posture, lower physical security risk, reduction in people with system administrator access, reduction in system complexity which reduces cost and time to maintain and 
upgrade systems, and reduced complexity makes it easier to adopt new technology

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model
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2. IT Spend Governance
Opportunity Synopsis

Name IT Spend Governance

Description Reduce the $20M spent outside of DoIT on IT related products and services by 2% to 4% by promoting re-use, use of DoIT, and conservation.  

Benchmarks FY2017 Ledger Review

“Soft” Benefits 
Achieved

Non-IT directed spend is the majority of IT spend on the Columbia campus. Action is needed in this area prioritize investments to improve the return to the University of Missouri

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Implementation Duration Implementation Risk

One Year 3

Spend Addressed Investment Required

Functional Area OPEX
Education and communication of gating for IT purchasing. Enforcement of policies, 

revision of policies possible change in process. Project Manager and communications 
support for 6 months.

Impact to:

UM System Central Department Distributed UMKC S&T UMSL



OPEN – GB – INFO 5-114 December 7-8, 2017

3. Rationalize Distributed IT Desktop / Support Services
Opportunity Synopsis

Name Rationalize Distributed IT Desktop / Support Services

Description

Continue ongoing negotiations with departments to yield savings of 3-5 FTE over the next year. This will be in addition to the 30 FTEs that have already been reduced as a result of the 
formation of the Distributed IT organization in 2016. IT is building a second level desktop support capacity that is being piloted in the School of Arts and Sciences. This support model is 
similar to industry where 333 FTEs/technicians is the median compared to 178 FTEs/technicians in the university.

The staff changes will result in longer waits for service, a change to remote support, less 1 on 1 support. It is expected that departments will complain that IT has reduced services as a 
result.

Benchmarks PCs or Desktop per support staff members for midsize organizations range between 232 to 541 with a median of 333

“Soft” Benefits 
Achieved

As remote support matures problem resolution time decreases.

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Implementation Duration Implementation Risk

One Year 3

Spend Addressed Investment Required

IT and Functional area 
Labor

IT management time and change in service expectation (move from on site support to 
more mobile support).

Impact to:

UM System Central Department Distributed UMKC S&T UMSL
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4. Consolidate Web Hosting Platforms
Opportunity Synopsis

Name Consolidate Web Hosting Platforms

Description
Implement a single centralized web management platform to meet the university's marketing and communications needs by contracting with a provider to support both WordPress and 
Drupal. This consolidation, especially of the department level websites, will reduce risk and provide the university with significant cost savings. (In Process)

Benchmarks The MU Digital Presence Business Case provided by DoIT

“Soft” Benefits 
Achieved

Better control of the University of Missouri brand.  Risk reduction through fewer independently managed websites

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Implementation Duration Implementation Risk

One Year 2

Spend Addressed Investment Required

IT and Functional OPEX In Plan

Impact to:

UM System Central Department Distributed UMKC S&T UMSL
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5. Increase App Development/Support ROI 
Requirements

Opportunity Synopsis

Name Increase App Development/Support ROI Requirements

Description
Raise the expectations for return on investment for IT projects. Create a governance process for IT project initiation. Set and communicate a hurdle rate for acceptance of new application 
development projects. The higher hurdle rate will control the demand for development resources.

Benchmarks The reduction in requests for new development can reduce up to 20% of total FTE capacity in the custom application group

“Soft” Benefits 
Achieved

Increases the return on investment for IT development projects. Helps ensure the right projects are funded and expedited.

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Implementation Duration Implementation Risk

One Year 3

Spend Addressed Investment Required

IT Labor None

Impact to:

UM System Central Department Distributed UMKC S&T UMSL
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6. Reduce Innotas Licensing

Opportunity Synopsis

Name Reduce Innotas Licensing

Description
Reduce the licensing for Innotas Project Management tools from $75K to $35K. Continue to use as the project management tool until the planned adoption of Office 365 is complete. (In 
Process)

Benchmarks Innotas license count reduction

“Soft” Benefits 
Achieved

Continuity of project management toolset

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Implementation Duration Implementation Risk

Two Year 1

Spend Addressed Investment Required

IT Operating Expense None

Impact to:

UM System Central Department Distributed UMKC S&T UMSL
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7. Sustainability and 
Operating Model
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Administrative Services Delivery Decision Process
Determining the appropriate operating model requires a series of decisions relative to function, desired service level and 
location needs as seen in the illustrative model below

N

Demonstrates economies 
of scale or scope?

Support Service at 
Campus Level

Y

Y

UM System central 
office

N Shared Service / 
Outsource 

Common requirements 
across campuses?

Decision Tree Function Responsibility

Y

N
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Foundations of Sustainability 
Organizations often struggle to implement large-scale change opportunities across multiple organizations because 
they fail to take into account the components and resources necessary to implement and sustain change

A

T r a n s f o r m at i o n M an a g e m en t O f f i c e w it h d i r e c t r e p o rt i n g t o

e x e c u t i v e l ea d e r s h i p a n d a

p r o c e s s
t h a t e n g a g e s s t a k e h o l d e r s is r e q u i r e d

t o i n t e g r a t e t h e s e c o m p o n e n t s i n t o i m p l e m e n t a t i o n p l a n n i n g

e f f e c t i v e l y

O p e r a t i n g  M o d e l Keys to SustainabilityGovernance & 
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• Build Performance Improvement into the 
culture to continually look for means to 
become more efficient

• As processes change, develop user and 
super-

•
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8. Implementation 
Timelines

8.1 – High Level Implementation Approach

8.2 – Opportunity Implementation Plans
A) Facilities Implementation Workplan

B) Finance and Supply Chain Implementation Workplans

C) Human Resources Implementation Workplan

D) IT Implementation Workplan
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High Level Implementation Timeline
Mobilization for the Activity Analysis Survey and Campus Assessment is currently underway, this will 
enable UM to achieve operational improvements in FY19

- Integrate campuses into design process
- Implement near term opportunities

- Streamline distributed / duplicated functions
- Optimize functional processes

- Integrate campuses into design process
- Implement near term opportunities

- Design in/outsourcing strategy
- Execute bid strategy

- Design TMO
- Engage campus stakeholders

- Secure resources and budget
- Execute change management and communications

Near-term 
opportunities realized

Op Model 
Implementation

TMO 
Operational

Full Savings Run Rate 
Achieved

-
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Implementation Roadmap – Campus Assessment and Integration
Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 

Operating Model
Implementation 

Timeline

Calendar Year

2018

Jan – Mar Apr – Jun Jul – Sep Oct – Dec

Activity Analysis 

Campus Assessment 

Identify and interview key stakeholders to understand current state

Gather data and assess functional operations

Integrate campus and System/Columbia analyses

Review and refine functional opportunities across UM system

Integrate campuses into opportunity workstreams

Engage functional leads at campus level to begin operating model discussions

Develop communication plan for functional assessment across all campuses

Identify leading practices at campuses

Distribute AA survey system wide

Analyze survey results
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Implementation Roadmap – Operating Model
Executive Summary Summary Findings Facilities
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Implementation Roadmap –
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Implementation Roadmap – Revenue Enhancement
Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 

Operating Model
Implementation 

Timeline

Design

Construct

Implement

Operate & ReviewCalendar Year

2018 2019 2020

Jan – Mar Apr – Jun Jul – Sep Oct – Dec Jan – Mar Apr – Jun Jul – Sep Oct – Dec Jan – Mar Apr – Jun Jul – Sep Oct – Dec

Revenue Enhancement

Identify facilities/real estate assets across campus(es)

Prioritize and sequence opportunities based off return on investment

Identify 3rd party partnerships

Develop detailed implementation plan

Transition and implement according to negotiated plan

Monitor and adjust for continuous improvement

Negotiate and finalize opportunities

Assess implications of P3 on operations, Finance, and strategy 

Review and document functional structures and resources across all campuses

Campus Assessment
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8.2 Implementation 
Timelines
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8.2A Facilities 
Implementation Workplan
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1. Real Property Operating Model Realignment

FY18 Q3 - FY18 Q4
1. Perform an activity analysis across campuses and System to 
identify and map current resources with real property responsibilities 
(informed by the proposed framework)
2. Gather stakeholder initial reactions to the conceptual roadmap and 
re-evaluate the impact of suggestions to the proposed framework
3. Perform a deep dive analysis around each function built into the 
framework and the cost-benefit associated with centralizing vs. 
decentralizing each function
4. Perform an activity analysis to identify what each individual within 
the department is doing and who within the University is performing 
related functions (e.g. work order management, leasing)
5. Identify potential service providers for areas of highest spend (e.g. 
maintenance, landscaping, construction, custodial, etc.)
6. Assess the impact of the proposed realignment against the current 
model. Adjust and simplify the various processes to the extent 
possible, and layer in an updated framework to complement the 
operating structure

FY19 Q1 - FY19 Q2
1. Using industry leading practice models and the 
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Design Construct Implement Operate and Review

3. Rationalize Landscaping Scope

FY 18 Q3
1. Consider needs based on known $265,000 in cuts planned 
for FY18 under budget reductions
2. Identify campus zones and map individuals / costs to 
coverage areas
3. Determine areas for service reduction based on 3 service 
tiers (annual mow n blow, monthly maintenance, botanical 
garden classification)

FY 18 Q3
1. Obtain stakeholder buy-in for reduction in service 
plan
2. Determine cost savings and additional effort needed 
from those remaining on staff
3. Consider 3rd party services for lower-maintenance 
needs (annual and monthly needs) - follow process 
noted in other opportunity

FY 18 Q3 - FY 18 Q4
1. Effect cost savings through staff 
reductions
2. Execute contracts with vendors
3. Identify in-house or 3rd party vendor to 
quality-check vendors and in-house staff 
against Service Level Agreements and 
leading practices

FY 19 Q1 - Ongoing
1. Perform quarterly reviews of vendor 
performance against Service Level 
Agreements
2. Obtain annual survey reports from 
stakeholders to promote satisfaction with 
vendor / in-house performance

Facilities Opportunities Identified – Implementation Plan (3 of 4)
An implementation plan based on four clearly defined phases will help guide the path forward

Executive Summary Summary Findings
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8.2B Finance and Supply 
Chain Implementation 
Workplans
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CY2017 CY2018 CY2019

Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

(1) Align Finance Personnel (Operating Model)

Note: This includes a high-



OPEN – GB – INFO 5-141



OPEN – GB – INFO 5-142 December 7-8, 2017

Finance Implementation Plan (1 of 6)

Design Construct Implement Operate and Review

1. Align Finance Personnel (Operating Model)

• Determine and initiate process to engage stakeholders throughout 
opportunity execution

• Review and document Finance structures and resources across all 
campuses, including reporting lines for existing dedicated Finance 
resources (e.g., System, campus centralized and college and 
division fiscal officers) and known resources with Finance 
accountability (e.g., the Finance leads)

• Analyze alternative options for aligning Finance personnel while 
maintaining the balance between accountability at the System to the 
campuses, colleges, etc.

• Determine future state reporting lines through the Finance function 
from campus Finance to System

• Develop and socialize changes to organizational model which 
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Finance Implementation Plan (2 of 6)
Design Construct Implement Operate and Review

2. Identify Opportunities to Consolidate Activities Currently Centralized at the Campus Level (Operating Model)

• Determine and initiate process to engage stakeholders 
throughout opportunity execution

• Define survey participant population, including key 
demographic information for each participant

• Design a multi-function activity analysis survey to 
determine functional support across the organization

• Execute activity analysis survey
• Analyze activity analysis survey results to identify all resources that are 

supporting Finance and Supply Chain activities
• Evaluate opportunity to consolidate existing campus services across the 

University
- Accounting Services
- Business Services, Contracting
- Spans, layers and organizational rationalization within centralized Finance 
services (e.g., Card process, PO processing, Supplier Registration 
Process)

- Other transactional processes included as part of sponsored research, 
student services and advancement/giving should be considered 
concurrently

• UMAPSS & Supply Chain already a shared service supporting all campuses
• Design process and organizational support for transaction processes (cash 

disbursements, accounts receivable / debt collection, credit management, 
customer billing, general accounting, financial and external reporting, 
management reporting), decision support processes (tax planning, strategy 
and planning, budgeting and forecasting, business analysis and performance 
improvement) and specialty services (treasury, internal audit, process 
controls and compliance and tax accounting and compliance)

• Determine best alignment of consolidated and/or shared service capabilities 
and evaluate the need for new or modified SLAs

• Develop a implementation plan for each shared service and Finance and 
Supply Chain change

• Execute implementation plan • Solicit feedback on operating 
model changes

An implementation plan based on four clearly defined phases will help guide the path forward

Executive Summary Summary Findings
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Finance Implementation Plan (4 of 6)

Design Construct Implement Operate and Review

4. Drive Broader Financial Accountability

• Determine and initiate process to engage stakeholders 
throughout opportunity execution

• Determine appropriate responsibility center management 
approach for the University to include not only spend 
(including appropriate indirect costs) but revenue 
(including key metrics/drivers) and margin expectations 
down to college/school/division level

• Determine appropriate approach at the department and 
faculty level

• Formalize all funds budgeting approach principles as well 
as reporting (operating, research, endowment and other 
specific purpose use funds)

• Develop implementation plan including the revamped 
budgeting approach

• Execute implementation plan • Solicit feedback on all funds 
budgeting approach and 
identify ways to further educate 
and inform the organization on 
the new approach and reports
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Finance Implementation Plan (6 of 6)
Design Construct Implement Operate and Review

6. Further Development of Finance Talent Development Strategy

• Determine and initiate process to engage stakeholders throughout 
opportunity execution

• Perform a high-level skills and training needs assessment to identify 
resource and training gaps

• Identify additional talent requirements based on organization 
realignment

• Develop Finance career paths, including succession plans 
and identification of career mentors. This will help provide 
employees with an understanding of career path options and 
key contacts for career path support

• Develop job rotation within a campus and across campuses, 
within a specialized area and between areas (e.g. within 
transaction processing and between Internal Audit and 
Fiscal officers)

• Establish learning and development plans by resource role 
and level to help promote employees are involved in 
formalized learning opportunities throughout the year. This 
should also include in-role training so resources understand 
expectations for financial accountability, standardized 
reporting processes, etc.

• Develop approach to identify and actively manage high 
performer roles and opportunities

• Develop implementation plan which includes, the plan to: (1) 
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Supply Chain Implementation Plan  
Design Construct Implement Operate and Review

1. Support Operating Model Redesign for Non- Labor Spend

FY18 Q2
• Perform spend analysis by department
• Identify outliers by GL expense, & review detail within each area 
• Socialize findings with departments

FY18 Q3
• Informed 
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8.2C Human Resources 
Implementation Workplan
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HR Savings Ramp Up

Full savings ramp up anticipated 
to achieve 100% by CY 2019 Q4

2017 2018 2019 2020
Calendar Year

M
ill

io
ns

HR’s full savings will be realized in 2020 to allow for changes to employee benefits

Executive Summary Summary Findings Facilities Finance Human Resources IT Sustainability and 
Operating Model

Implementation 
Timeline

Legend:

New Savings Existing Savings

Note : Annual savings are net of non-capital investments 

$20.8M
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IT Implementation Plan
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IT Implementation Planning Steps (1 of 2)
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IT Implementation Planning Steps (2 of 2)

Design Construct Implement Operate and Review

3. Rationalize Distributed IT Desktop / Support Services

FY18 Q3
1. Review distributed team's workload and determine 

potential rebalancing 
2. Inform business units on changes in IT support 
3. Identify actions to be taken

FY18 Q4
1. Communicate changes
2. Staffing Changes

FY19 Q1
1. Measure and monitor performance, utilization and 
services being delivered through the new operating model
2. Make changes if needed based on utilization and 
performance of teams

FY19 Q2
1. Measure and monitor performance, 
utilization and services being delivered 
through the new operating model
2. Make changes if needed based on 
utilization and performance of teams

4. Consolidate Web Hosting Platforms

FY18 Q3
1. Get approval and buy-in for the business case to adopt a 
central platform for web hosting strategy
2. Create and review implementation project plan with key 
stakeholders and align on implementation timeline and 
milestones

FY18 Q4
Begin implementation as per project plan

FY19 Q1
1. Monitor progress, remediate risks and engage 
stakeholders regularly to remove obstacles to project plan
2. Reduce roles that were previously engaged in managing 
different web hosting platforms across departments and 
campuses

FY19 Q2
Continue to consolidate web platforms 
and reduce roles across other campuses 
and departments

5. Increase App Development/Support ROI Requirements

FY18 Q3
Create IT intake governance process and publish to 
organization

FY18 Q4
1. Revise pipeline
2. Plan staffing adjustments

FY19 Q1
1. Manage pipeline
2. Adjust staffing

FY19 Q2
1. Manage pipeline
2. Adjust staffing

6. Reduce Innotas Licensing

Currently Implementing N/A N/A N/A

An implementation plan based on four clearly defined phases will help guide the path forward.

Note: Prioritization, resourcing and dependency mapping will be done before project schedules can be approved
IT Support is needed to complete opportunities from other work streams. These projects will need to be added to this list for prioritization and planning
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Appendix
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Over seventy stakeholders have contributed to this engagement
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Scoring Matrix Methodology
Inputs to scoring matrix

1) Bubble Size - Overall Expected Net Benefit to the University -- This should 
incorporate all financial savings or increases in revenues less costs associated with 
implementation.  

2) X-Axis - Time in Years -- Taken to achieve full savings (indicated by when the 
full run rate of savings has been achieved).  Select between 1, 2 or 3 years to 
implement.  Measure time in the length of time needed to achieve full 
implementation, not as a measure from today

3) Y-Axis - Risk to Implementation -- This measure has subcomponents 
that will need to be individually scored on a 1 to 5 scale.  1 carrying the 
lowest risk and 5 the highest.  The following subcomponents should be 
discussed and scored independently.

“Balance Risk & Reward” “Careful consideration”

“Quick wins” “Implement over time”

Time (Years)     1                                        2                                                3 

Im
pl

em
en

ta
tio

n 
R

is
k 

/ D
iff

ic
ul

ty

Non-Renew 
LeasesMS Project

Reduction 
in benefits

Public Private 
Partnerships

<$.5M $1M+

Sample – instructive purposes only

Facilities HR

Finance IT

Operating Model 
Redesign

Bubble Size = Expected Benefit

Risk Quantification Methodology


