UAA Shared Services

Service
Financial
Accountability

Shared Services Task Force. Strategy to
address immediate needs.

Shared Services
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Business Challenge Seeking to Address:

A UAA colleges and units have fiscal and administrative needs
I Loss of knowledge, staff and resilience

A Addressing without increasing fiscal and administrative spend
in FY21

A Achieving a permanent budget reduction of $1.5M via shared
services by FY22 as committed to statewide

Current state is not sustainable



Solution Necessities:

A Fiscal and Administrative Haldransactional activity focus
I Improve consistency of processes across campus
I Workforce optimization, clearer career tracks, increased retention
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I Nimble able to address compliance and environmental changes

I Customer service focusresponsive to needs of Deans, Directors,
Faculty and Staff

Any proposed solution must
address these concerns.



Task Force Journey:

A Assumed Fund 1 (College) and Fund 2 (Research) were unique ar
different = requirement of distinct solutions

A Reviewed data pertaining to functions, transactions, position effort
and finances

A Mapped F1 and F2 functions independenttietermined overlap
significant
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best test assumptions

A Pilot will enable testing and validation of a broader shared services
Implementation

Where we started is not where we
ended. Task force did intended job.
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Non shared services

Faculty Affairs

Enrollment Faculty reviews, -
management retention, P/T Faculty training
‘ C and development
College-level Academic scheduling and
Administration workload coordination

To keep this readable, we tried to
display high-level functions, not tasks;
so there's very little detail.

Also, only a few of the cany connection
lines are displayed, so that the graphic
doesn't become a spiderweb




Proposed Solution Detalls
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I Functions: Fiscal and Grants Management, HR, Procurement, Travel
I Units: BEI, ADAC, ISERENngCTC, COphrtial transfer
I Staffing: 17 (potential avoidance of refilling 5 positions in FY21)
I Governance: MOAs / HR to guide transition of staff

A Pilot Oversight
I Task Force will evaluate, support iteration
I Pilot continuation go/no go December 2020

Implement prototype. Use Task
Force to evaluate and iterate.
Test assumptions and improve.
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Notes:
1) All directars maintain a 45 - 55% effort on day-to-day work.
2) Resilience will exist between teams and directors.
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Take away:

15 currently vacant positions will
not be filled. Anticipate FY21
cost savings of ~$420K (salary

only).
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Transition to Pilot

O Develop and Implement
Evaluation of Pilot

o \Evaluation of Pilot
Shared Service

Final Evaluation of Pilot
Shared Service

Creation of
Management
Team

© Transition to Full
Shared Service

Initial Hand-off
Evaluation of Full Shared
Service
Management
Team

) Final Hand-off Evaluation
Shared Service
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Initiate Task Force ~ May 20 —

Propose Pilot

Shared Service luly 20
Continue
Development of Full
Shared Service
Task Force
Oct 20

Propose Preliminary
Go/No-Go for Full

Shared Service Dec 20

Propose Full Shared

Service

Address Full Shared

Service Feedback Feb 21

Propose Final

Go/No-Go for Full

Shared Service
Mar 21
May 21

Disband Task Force  Jul 21

Take away:

Timeline is proposed and

ambitious. We have proposed a
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iterative and improve in order to
achieve a successful model.




Risks and Considerations

A Process and cultural change necessary. Must mindfully address barriers.
I Buy in from all levels of leadership.

A Team development necessary. Potential for small investment.

A Customer service mindset necessary. Development of continuous
Improvement and performance strategies at onset necessatry.

A Loss of staff at College or Units. Manage through a lift, train, and redeploy
In home unit.

A Funding for staff. Will initially be based
on staff contributed. Need to ultimately

address that staff paid from many sources.  Commitment to a solutions
mindset. Change is uncomfortable.
We can do this.



