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Who We Are

ScottMadden is a management
consulting firm with more than 30
years of deep, hands-on
experience.

EXPERIENCE

Our experienced team has been a pioneer in corporate and
shared services since the practice began decades ago. We
employ deep, cross-functional expertise to produce practical,
measurable solutions.

SCOPE

We have completed more than 1,400 projects since the early 90s,
including hundreds of large, multi-year implementations. higher
education to energy to healthcare. Our areas of expertise span the
spectrum of middle and back office corporate and shared services.

We deliver a broad array of
corporate and shared services
consulting services—from strategic
planning through implementation—
across many industries, business
units, and functions.

WE DO

WHAT IT TAKES
TO GET IT DONE

RIGHT

SERVICES

We have helped our clients with business case development,
shared services design, shared services build support, and
implementation.
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Our shared services knowledge, expertise,
and experience are unmatched—no other
firm has helped more clients with more
unigue solutions.
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Capabilities and Areas of Focus

Strategic planning

Feasibility analysis
Benchmarking

Leading practice assessment
Performance evaluation

Project planning

Leadership education and buy-in
Staff evaluation

Change readiness assessment
Site visits

Project management

Service and transaction center build
Detailed organizational design
Staffing

Process redesign

Technology design, selection,
implementation, and support

Education and training
Facility design and setup
Change management
Sourcing implementation

Current state analysis
Future state design
Business case development
Service delivery model design
Work scope delineation
Sourcing evaluation
Organizational design
Technology evaluation
Transformation planning
Implementation planning
Change management

Analytics setup and deployment
Operations improvement
Governance

Service expansion

Cost reduction

Process redesign

Technology upgrade

Merger and acquisition integration
Field resource development
Customer satisfaction measurement
Metrics and performance management
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Overview of Service Delivery Models

How Does Your Organization Deliver Services?

The way in which your organization currently provides support services will likely fall
within the range of models illustrated below.

DECENTRALIZED SHARED SERVICES CENTRALIZED

Service Culture

Redundant Efficiency Delivery Model Unresponsive

Customer Focused Best Practices Economies of Scale Detached from

Business Intelligent : Standardized Processes Business
- Independent Entity

Inefficient

Non-Standardized .
. - Inflexible
Metric Driven

Infrastructure

COMBINES THE BEST OF BOTH WORLDS

The key to transforming support services is designing and implementing
a leading practice service delivery model.
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Overview of Service Delivery Models

Benefits of a Leading Practice Model

M Standard processes B Data integrity with

M [ssue tracking reporting/analytics

B Performance metrics B [mproved compliance

B Model for expansion B Better decision making
B Demand management

Customer Costs ¥~ 20%

Satisfaction 4 12%

COST conTROV

W Skills/work alignment
B Elimination of redundant labor
B Service usage and cost tracking

~— B Economies of scale
) - &

B Process automation
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Overview of Service Delivery Models

“Main Stream” Administrative Services

Public versus private sector
B Multi-function instead of single-function

M Larger support services with expansion

Initial Offering Examples Expansion Offering Examples

Human Resources Communications

Finance and Accounting Development |
| Contracts and Grants Environmental, Health, and Safety

Information Technology Fleet

Payroll Printing

Purchasing/Materials Management |Student Services |

Unique to higher
education
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Leading Practice Service Delivery Models

ScottMadden’s Foundational Delivery Model

Key tenets of service delivery remain the same, regardless of how the transformation is

STRATEGY

approached.

Governance
Structure

Service-Level Metrics and College

Agreements Reporting Liaisons

Business Processes
Tools and Technology

Finance and Contracts Human Information Supply
' Accounting and Grants Resources Technology Chain @
v 11 .
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Leading Practice Service Delivery Models

Leading Delivery Model — Finance and HR Example

Tier O

Shared Services Center

Customer Care Centers of Expertise

- (Central Office)

Tier 1 Problem ° :
Resolution omp_ensatuon
Benefits
Credit

Portal

Customers

Tier 2 Advanced = Functional Accounting
x Issue Resolution = Corporate Tax
> / = Compliance
\ = Risk Management
= Treasury

= Answer basic questions

= Resolve simple problems
(e.g., payment status, general
HR questions, etc.) = Answer escalated or “—"]
_ _ complete questions
Tier 1 Processing = Analyze routine data

= Aligned by function

Internal Clients
= Faculty

= Staff

= Students

= Process transactions

= Run and distribute
reports

(e.g., AP, payroll,

administrative HR, etc.)

—)

Email

Scan

Administrative

External Clients B Units/Colleges
" Vendo_rs © g = HR Business Partner
= Alumni g o = Local Budgeting and Planning
= Government c9
Agencies 3
w

12 @
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Leading Practice Service Delivery Models

Leading Delivery Model — Example Path

TIERO TIER 1 TIER 2 TIER 3
PC/Internet Self-Service Generalist Specialist Centers of
Support Support Expertise
B Basic and frequently asked B Complex issues B Design of policy
Phone questions

. - B Troubleshooting B Policy exceptions
B Routine queries and reports

B Simple transactions

Customers:

Staff \ of volume handled of volume handleji of volume handled

Students

Vendors Y

Alumni

= Government Agencies HR Service Center

L j 13 @

Copyright © 2016 by ScottMadden, Inc. All rights reserved. SCOttmadden

MANAGEMENT CONSULTANTS




Leading Practice Service Delivery Models

Higher Education Shared Services Model

There are a number of shared services models considered in higher education,

ranging from multiple shared services centers to a single, uniform model. Ideally an
organization evolves to an optimized model.

Multiple Shared Multiple Store Fronts . . . .
Services Centers and Shared Services Center University-wide State-wide

Service Service
Center Center

Single Service Center: Single Service Center:
Multi-Function Services Muiti-Function Services

Administrative Units

Sharzd S‘ervices store %
enter Front

store
Downtown Shared Front
Services Center %

Evansdale Shared On-Campus

Services Center

Health Sciences
Shared Services Service
Center Center

]

S
= w F=)
Ly @ ]
© = L=
@ -7 c
] o =
@ ] E
14 w =

=]

Q

Multiple Service Centers:

Single Service Center: Single Function Services

Multi-Function Services

Off-Campus v

i}

B Various, multi-function shared B 1 -3 people in a "store front” B A single administrative entity serves B A single administrative entity
services centers placed in serve as a touchpoint for a the entire university serves a collection of higher
strategic locations on campus college/unit or group of B Service centers may be single or education institutions within the

multi-function support

colleges/units multi-function state
r B Singular service center provides 5'
J 14
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Planning Enhanced Service Delivery

Planning, Designing, and Building

Plan and Design Customer
Satisfaction

Assessment
(Optional)

Operations Service Delivery Business Case Implementation

Project Preparation Assessment Model Development Planning

Workload
Assessment

Implement

Typical Implementation Work Streams

Communication,
Organization Change
and Staffing Management, and
Training

Service
Technology Facilities Management and
Metrics

Program/Project Management
Form and manage teams | Provide tools and templates | Manage resources and progress | Identify and resolve issues

Work streams are distinct but closely integrated. Implementation activities become iterative as work streams progress.

) &
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Planning Enhanced Service Delivery

Designing a Leading Practice Model

Fundamental steps to designing a leading practice model include:

Project Preparation

B Develop project
plan

B Form project
team and set
roles

B Define design
principles

B Kick off project
and team

B Draft and
disseminate
communication

Dl?

Customer
Satisfaction

Assessment

(Optional)

Operations
Assessment

Conduct work
load assessment
survey

Assess work
scope and
volumes

Assess
organization
structure and
staffing

Review and
evaluate
processes
Assess metrics
Review enabling
technologies and
tools

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Service Delivery
Model

Design new
service delivery
model

Restructure
organization to
align work with
appropriate
service channels
Determine
staffing model

Business Case

Development

B Run business
case model

B Determine
qualitative
benefits

Implementation

Planning

Build
implementation
plan for
opportunities and
near-term
process changes
Conduct risk
assessment
Test and adjust
plan

Set
iImplementation
team structure
and roles

&
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Pla

nning Enhanced Service Delivery

Developing Design Principles

Design principles can help drive the initial formulation of scope. Examples of guiding
principles are:

Support the enterprise mission by providing efficient, accurate, value-added services

Deliver services that are both vertically aligned within functions and horizontally aligned
across functions

Clearly define responsibilities and accountabilities within major processes for service
providers and customers

B Create single points of accountability for major processes

B Minimize redundancies, handoffs, and overlaps in processes

B Facilitate information sharing and communication of policies, processes, procedures, and

best practice tools and templates

Reallocate activities to enable functions to provide high-quality service, while leveraging
technology and other economies of scale

® Align functional activities to the appropriate skill sets

B Create robust employee development and career pathing program

L) - S
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Planning Enhanced Service Delivery

Baselining Current State — Work Activity Survey

Prior to designing a future state service delivery model, it is important to have a clear

understanding of current state. Typical activities include:
B Compiling and assessing non-labor costs by key category

B Analyzing labor, volumetric, and non-labor data
B Assessing in-scope functional organizational structures

B [dentifying and assessing key processes for in-scope functions

Identifying and analyzing current technologies used across in-scope services

Conducting a workload assessment enables an organization to compare current state
activity information to benchmarks to determine improvement opportunities.

FTE Data Collection Survey

Functional Areas

Please select the functional areas where you perform work:

Instruction

1. Select the functional areas where you perform wark by
on the hox bes ide each

« Your respons ust total 100. f not, you will be

pomptedt t tth e question to make adjustments
gttltthbttmfth column to

track the t Iluct

\fy dll time from an activity, uncheck the box and

put a n the % of time field rather th leaving it

\fy- eed assistance with the survey, plea: ntact
Kar: H\t 19197814191

scottmadden

Functions % of Time
[ 1. Human Resources Dsssistion

2. Finance and Accounting Desistion
[0 3 Infarmation Technology oessigtion

[ 4. Procurement pesciction

[ 5. Other peseigtion

[ 6. General Management pescigtion

Please click on Total to lrmy ur  Total = 100
time allocation equal I dd not

eeeee d1ﬂ(lhi e proceeding

Operations Assessment Results

Total FTEs by Service

Copyright © 2016 by ScottMadden, Inc. All rights reserved.
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Planning Enhanced Service Delivery

Baselining Current State — Customer Satisfaction Survey

A customer satisfaction survey can be used to help organizations understand how
customers perceive services prior to implementing shared services. The survey
establishes the baseline from which to measure future service improvements.

M Provides quantitative data to gauge current performance and measure improvement
M Provides objective feedback from customers and employees

M Can be used as a marketing tool with customers to educate them on service offerings
M Designed to ensure confidentiality for respondents

M Efficient for gathering data from a large or dispersed population

M Can be easily be repeated in the future to measure changes in perceptions

Please evaluate each of the following services in terms of the importance to you as a customer:

8a, General HR (questions, employee policies, |, g/ & 1% 582
surveys and studies, efc.) [~ BT
&d. Compensation (salary recommendations, position B 303
placement, reporting)
&f. Employee/labor relations (advise, research, | 4ar q=0s 339
problem solving)] =
8c. Recruiting (advisement and/or support for hiring | g¢ 354
processes, immigration, relocation) | === ]
8g. Development (leadership development/staff 356
training).
8h. Organizational effectiveness (workplace{ 7% ; 294
assessment, organizational design, people planning | : _
8e. Leave administration J 5% 17% 38% (R 315
T T T
' 0% 20% 40% 60% 80% 100% @
| 20 m Unimportant = Not very important = Neutral @ Somewhatimportant mVery important
Copyright © 2016 by ScottMadden, Inc. All rights reserved. SCOttI I Iadden

MANAGEMENT CONSULTANTS



Planning Enhanced Service Delivery

Keys to Setting Scope for Administrative Services

The scope for each service delivery channel serves as the blueprint for all
transformation activities (e.g., design of the future organization, process redesign,

and technology design).

The scope document should:
B Present a detailed picture of whom will
perform specific work

B Align with the overall transformation
road map

B Depict how work will shift from the
current to the future service delivery
model

M Include work owned by third-party
providers

® Validate functionality of planned
technologies

B Be socialized with key leaders and
constituencies

021
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High
Volume
N

Volume

Low
Volume

Reporting

Sustainability

E,H, &S

Application
Development

HR Field Support

Legal COE
Subsidiary
Management

HR Comp/
Benefits Planning

ITHelp Desk

Inventory/
Warehouse Mgmt

Accounts Payable

Travel

General Ledger

Worker's Comp

Communication

HR Recruiting

Payroll Tax

Central Mail
Facility

HR
Transactions

Payroll

Real Estate and
Facilities

Fixed Asset
Accounting

Commonality across

> Generic

Customized

Departments

&
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Planning Enhanced Service Delivery

Keys to Setting Scope for Administrative Services (Cont'd)

Administrative service offerings (functions) consist of various activities that may be
handled by different service owners (channels). An example is outlined below.

Service

Activity

Research Pre-Award

Shared Services
Center

m Support Pl in proposal
development process

= Conduct internal
review process

= Conduct contract
development process

= Conduct award
finalization process

m Complete grant

application

submissions

Centers of Expertise

(Central Office)

= Maintain relationship
with agencies

Administrative
Units/Colleges (e.g.,
HR Business Partner)

m Assist Pl with proposal
and application
development

Finance
and
Accounting

Procurement

m Facilitate all purchases

m Conduct vendor
selection

m Set up vendor and
maintain database

m Determine employee
or contractor status

m Issue purchase orders

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

= Maintain overall
vendor relationships
and oversight of
procurement process

= Enable strategic
oversight of
institutional
procurement

m |dentify purchasing
needs

m Provide relevant
information in
response to service
center inquiries

&
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Planning Enhanced Service Delivery

Determine Staffing Model

Two primary staffing approaches, including a hybrid of both, exist in higher education.

Option

“Lift and Shift”  ® Determines which B |east disruptive option B May result in overcapacity
processes are moving to for existing staff B May transition resources
the service center and B May result in excess that are not best-qualified
transitions the resources resource capacity that B May result in performance
currently handling those can be utilized for management issues
processes to ensure implementation activities M Highest cost option
coverage and future service

expansion

“Clean and B Determines actual B Aligns organization with B More disruptive to staff

Bring” resources required to actual staffing (potential redeployment of
staff organization requirements staff outside of

B Conducts structured B Ensures best-fit organization)
selection process resources
B Selects qualified B Most cost-effective
candidates approach
Recommended
Model

r— 23 ( |;J
‘J
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Planning Enhanced Service Delivery

Developing Organizational Options

Organizational design options should be developed to create a streamlined/efficient
structure and build a foundation for ongoing customer service improvements.

Optic eave EXam,O/e

Option 4:
. N 0 e Centralize Post-Award Grants within Business Office (focus on compliance)
* Centralize Fiscal (focus on routine, transactional activities; complex grant activities in Post-Award) Legend:
~ > e Centralize additional HR (remaining activities within departments, e.g., OPS hiring, inquiries, etc.) [ Grants - Pre-Award

> I Grants - Post-Award
I n C r eaS ed 010 0 Dea;é Coltllege of [ Fiscal (Administrative)
ucation
- Human Resources

implementation e .

[ 1 [ General Mgmt/ Administrative
I 00 i COE Business
complexity but oD
H Dev, & Grad Educ Director
yields greatest

[
1
. . N General
organizational Optic e
Office of Research Team Lead Admin / Other

efficiencies brio

Note: General Management /
I Administrative activities for the Dean’s
Cl Cl O Grants — Pre- Grants — Post- office will remain centralized; activities
Award Award (.5 FTE) for units remain local
O0UE
Grants — Proposal
Writing / Special RS-k
. Award
Projects
Note: .5 FTE dedicated to multiple Grants — Post-
. . . /] Post-Award activities and remaining Award
.5FTE dedicated to Ceedar Grant
-
Ci Ci 0
OCUE

‘J 2
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Planning Enhanced Service Delivery

Policy and Process Harmonization

As policies and processes are inventoried and evaluated for consistency, potential
iImprovement opportunities should be identified and tracked.

Finance Policy Topics Create (1) Revise (11 | Remove(6) | No Changes (18} |
General Accounting

Safe disclosure il

Write-off of valueless assets

Asset management ol

Disposals of surplus assets
Fixed-asset — inventory control
Property used off-campus
Treasury and Pensions
Investment income allocation and spending policy »

AN ENEN

Continuous improvement should be ingrained into the culture. When implementing
change, follow a structured approach to ensure:

B Change management steps, such as communication, education, and training, are
executed

Process flows and supporting documentation are properly maintained (e.g., forms)
Knowledgebase content is updated to reflect the process changes
Organizational impacts are taken into account

f ) = &
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Planning Enhanced Service Delivery

Technology Adoption and Installation

Technology will be required to support the transformed delivery model in order to
manage customer requests, document inquiries, and provide solutions or execute
transactions.

Technology Does it exist in-house or need to purchase?

Automated Call Distribution System

Interactive Voice Response

Computer Telephone Integration

Case Tracking

Information Repository (Knowledgebase)
Document Management and Workflow

Reporting

After the technology is selected:

B Develop requirements

Configure and install technology

Design and build integrations (if required)
Build test plans and scenarios

Complete all required testing and training

r— 26 ( |;J
‘J
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Planning Enhanced Service Delivery

Business Case Approach

It is important to create a business case prior to implementation of a new service
delivery model.

Typical business case development approach:

[ Assess Current State ] » [ Develop Future State ]

/ Create the Resulting Business Case \

B Leverage current state and future state headcount and FTE analysis to
identify labor changes
B Use baseline of sites to evaluate future labor cost structures and
potential site costs
B Create baseline implementation timeline
B Collect technology cost data for both current and new technologies
u Assess range of potential implementation results /

- &

scottmadden
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Planning Enhanced Service Delivery

Business Case — Quantifying Potential Savings

The degree of change will impact the amount of savings that can be expected.

Hubs/Clusters/Centers at

Hubs/Clusters/Centers Full Shared
Some Departments; across Majority of Services
Current State — Primarily End-to-End Departments Model
No Action Process Improvements (Moderate) (Optimal)

(Conservyative)

Degree of Change

! EO”&BOI’&EIOH UUIHHOW ,

~

B Maintain current B Standardize, streamline, B Consolidate, standardize, ® Migrate any individual
levels of customer and automate select and automate additional service centers into a
service and processes among end-to-end processes single, fully functional
administrative departments and central Develop and implement entity-wide service
costs units (limited) minimal number of center

B Implement some service service centers across B Expect an ~30% ROI
centers serving their departments (assumes
respective departments majority exists in the

B Expect an ~10% ROI model)

N.

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Expect an ~20% ROI
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Planning Enhanced Service Delivery

Business Case — Quantitative and Qualitative Benefits

Both quantitative and qualitative benefits should be documented.

Example quantitative benefits:

For organizations interested in achieving savings
through headcount reductions, typical savings
include:

e 70-75% of total savings
are derived from labor

e 15-30% reduction in
headcount is typical

Technology savings
e Retirement of older or unused technology

* Reduction in instances, licenses, maintenance,
and support costs required for given
technologies

Vendor savings: Consolidation and optimization of
contracts

Site savings: Departure from costly building/lease

M.

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Example qualitative benefits:

B Enables strategic growth with proportionately less
growth in administrative functions

B Empowers strategic decision making

B Reduces overall operating costs

B Offers a platform for expansion

M Streamlines processes

B Increases speed and accuracy of information

B Stresses standardization, documentation,
measurement, and reporting, which greatly improves
internal controls and reduces risk

B Provides consistent and accurate information from a
continuously updated knowledgebase

B Enables cross-training and cross-coverage

B Enhances customer service/continuous improvement

&
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Planning Enhanced Service Delivery

Building the Road Map for Implementation

Building a road map ensures the entity transforms in a methodical and sustainable
manner.

B Continue to push changes and improvements long after the first wave of transformation is
completed

B Ensure that the continued transformation is well thought-out, funded, and sponsored
through development of a comprehensive road map

B Decide on implementation phasing to support overall objectives

Q4 Q1 Q2 Q3 Q4 Ql‘Qz

# LR ‘2014 2015 | 2015 | 2015 | 2015 | 2016 | 2016

Standardize and Develop Policies, Processes, and Procedures

Create single set of standard policies, processes, and

2 procedures (PPPs) across schools

5.1 Inventory existing PPPs and identify need for new PPPs

Define hierarchical structure (over-arching category /

R function for documents to be organized into)
Determine where PPPs will be centrally located and
5.3 . .
structure site/folders accordingly
54 Create plan for document completion (i.e., prioritize
' order of completion)
5.5 Develop, implement, and communicate PPPs

S &
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Planning Enhanced Service Delivery

Example: University of Florida Resetting the Strategy

As the University of Florida planned for implementation of shared services, it knew
that it had to reset its strategy to be successful.

The new strategy followed a three-pronged

= UF#i5RibA

Identify New
Opportunities
* No top-down mandate
= @Grass roots, evolutionary approach Improve Existing
= Near-term goal for improved :
service and compliance @ Service Models

® Long-term vision of continuous
improvement culture
= Incremental changes Fix What’s
Broken

031 rSJ

Copyright © 2016 by ScottMadden, Inc. All rights reserved. SCOttmadden

MANAGEMENT CONSULTANTS

Evolutionary
Approach to A

Continuous
Improvement
Culture




Implementing the Change . '



Implementing the Change

Implementation Work Streams

Typical Implementation Work Streams

* Inventory
processes

e Document current
state

e Determine future
process
requirements

» Redesign, test,
and document
future state

e Develop
maintenance
frameworks

» Set process
owners

e Link to training
and technology

Organization

and Staffing

Design
organizational
structure

Define jobs
Acquire or create
job descriptions
Price positions
Plan selection
method

Post jobs
Evaluate
candidates
Select candidates
Manage
transitions

Communication,
Change
Management,
and Training

e Assess impact of
overall change on
stakeholder’s
groups

e Build awareness

» Build, execute, and
monitor
communication
plan

e Create and launch
marketing
campaign

e Assess training
and education
needs

 Build plan
» Conduct training
and education

Facilities

Evaluate » Select site
technology needs e Determine
Develop requirements and
requirements design facility
Deve_:lop e Construct or
architecture renovate

Seleﬁt and « Order and install
purchase equipment
technologies . Mqovg in

Install, design,
configure, and test
new technologies
Develop and
implement
knowledgebase

» Develop business
continuity plan

Planning and Project Management

Service
Management and

Metrics

* Design
chargeback model

 Test chargeback
model and prepare
for go-live

 Create operating
budgets for the
new delivery
model

» Develop service
level agreements

» Develop
operational
processes

» Develop metrics

Work streams are distinct but closely integrated and dependent upon one another.

Implementation activities become iterative as work streams progress.

Copyright © 2016 by ScottMadden, Inc. All rights reserved.
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Implementing the Change

Example: Project Timeline

Developing a high-level work plan is essential for outlining upcoming project activities, understanding
resource requirements, and communicating expectations to team members, sponsors, and stakeholders.

January February March April May June

Planning and Organization
S84 current State Assessment
////// Future State Assessment
m Strategic Road map

- Form and Kick off Project Team

July August September October November December January February March April

- Develop Detailed Implementation Plan
Organizational Sizing and Detailed

_ Policy Standardization
_ Technology Evaluation, Selection, and Procurement

Technology Design, Build, Integration,
Testing, and Implementation

Staff Development (Continues Post-Launch) _

Training Development

Project Management

Communication and Change
Management

Facilities

/7// Strategy and Road map Design - Policy and Process - Technology - Facilities »
- Project Management - Organization and Staffing - Communication, Change Launch (Phase 1)
4

Management, and Training
‘J °
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Implementing the Change

Determine Level of Effort Required

286
287
288
280
290
Fl|

292
293
%4
205
296
297
293
299

Task Mame
4 4.5.6 Post new or unfilled positions
4.5.6.1 Post job descriptions for remaining positions
4 1.56.2 Select for unfilled positions
4 4.5.6.2.1 Interview and evaluate candidates
456211 Screen candidates for each position

456212 Interview and evaluate top candidates against
established position requirements

456.21.3 Rank candidates based on evaluation scores
4.5.6.2.1.4 Determine best-fit and back-up candidates
456215 Submitevaluation materials

4 1.5.6.2.2 Conduct selection meeting
45.6.2.2.1 Present best-fit and back-up candidates
456222 Solve overlaps andfor implications
4.5.6.2.2.3 Conductfail safe review of open positions

4.56.2.2.4 Finalize decisions

%

¥ Complete * Duration v | Start

0%
0%
0%
0%
0%
0%

0%
0%
0%
0%
0%
0%
0%
0%

36 days
S days
31 days
10 days
S davs
S days

S davs
S days
S davs
5 days
S davs
S days
S days
S days

Mon 5/2/16
Mon 572716
Mon 5/9,/16
Mon 5/9/16
Mon 5/9,/16
Mon 5/16/16

Mon 5/16/18
Moh 5/16/16
Mon 5/16/18
Mon 5,/23/16
Mon 5/23/16
Mon 5/23/16
Moh 5/23/16
Mon 5/23/16

« Finish

Mon 6,/20,16

Fri 5/6/16

Mon 6,/20,16

Fri 5/20/16
Fri 5/13/16
Fri 5/20/16

Fri 5/20/16
Fri 5/20/16
Fri 5/20/16
i 5/27/16
Fri 5/27/16
Fri 5/27/16
Fri 5/27/16
Fri 5/27/16

-1 When developing the
iImplementation plan:

B Include major:
* Processes
* Activities
o Tasks
e Durations
B Factor in internal dependencies

) Admin College i T Su_pport .
EEIEEERFIEEEREETNNET o0 cxenal constraints

~20 people per
functional area

Policy workshops

Policy documentation
updates

Process workshops

Validation sessions

Process enabler
implementation

Service level
agreement (SLASs)
development

M.

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

2015: Sept-Oct

2015: Oct-Dec

2015: Sept-Nov

2015: Nov

2016: Jan-April

2016:Feb

~10 people per
functional area

~20 people per
functional area

~20 people per
functional area

~10 people per
functional area

~10 people per
functional area

B Determine level of effort by month
and by task. Resource loading is
critical for staffing and managing
the project
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Implementing the Change

Securing External Resources

When the organization does not have the skills or resource availability to fully
support the project, supplement the project team with external resources.

Resource 1
Process

Analyze project
plan for skills
needed

Assess skills and
2 availability within 3
organization

Interview,
compare, and
select vendor

Integrate
within team
4 and manage
effectively

External assistance typically added to the project team:

Communications

Marketing/
Promotions

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Training

Change
Management

Functional

“been there done
that”

Technical
Advisory

Organizational

Design
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Effective Governance

Governance Overview

A governance body provides a setting to:
B Gain buy-in and validation for the project / approaches

B Discuss escalated issues (e.g., a college does not want to relinquish specific activities to
the service center that other colleges are transitioning) and make decisions

ScottMadden has found it to be most effective to have a governance body made up of
a mix of leaders/customers from the colleges (e.g., Deans, COQ) and leaders from the
functions that are going live (e.g., HR leaders).

Effective governance is one of the key elements to success for a shared service

SF &

scottmadden
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. UNIVERSITY OF
Effective Governance SASKATCHEWAN

Governance Example: University of Saskatchewan

The University of Saskatchewan developed the following guiding principles to drive
its governance approach.

Customers Drive Stable / Lean Collaborative Design
Requirements Governance Body Process
» Governance body led by » Select deans that could » Utilize a collaborative
deans (deans represent serve on the governance approach (“do it with us, not to
customer groups) body through the us”) by actively engaging
« Governance body led by the implementation (i.e., customers and staff in the
central administration units important to have continuity design process
(i.e., led by those providing in the governance body) « Actively seek feedback
the service rather than those » Governance body to make
who will be receiving it) decisions without a lot of

‘committee navigation’

. j 39 @
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Effective Governance

E®4 UNIVERSITY OF
¢y SASKATCHEWAN

Governance Example: University of Saskatchewan (Cont’d)

The University of Saskatchewan set up an executive committee to provide overall governance
acting as the decision-making body; however, it also set up several additional bodies to ensure
that it was obtaining feedback and gaining buy-in with additional populations across campus.

Governance Model

President’s Executive Council

Research Financial Human
Services Resources
AVP/ Leader VP/ Leader AVP/ Leader

Initial Scope of Shared Services:

Research, Finance, and HR
'.J 0

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Supporting Teams/Leaders

Information Facilities AVP/
Technology Leader
AVP/ Leader

Student Advancement
Services AVP/ AVP/ Leader
Leader
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. UNIVERSITY OF
Effective Governance SASKATCHEWAN

Governance Example: University of Saskatchewan (Cont’d)

University of Saskatchewan effectively acted upon feedback obtained through their
governance model. Rather than conduct ineffective mass emails, the university:

B Met with deans one-on-one
B Conducted focus groups with faculty, staff, and students
B Conducted a customer service satisfaction survey
B Conducted open forums across campus
* Some targeted (e.g., Deans’ Council)
e Others open (e.g., invited anyone on campus to attend)
B Presented at targeted leadership meetings

B Conducted policy and process workshops and process validations session with a broad sampling of
staff and faculty campus-wide

B Created website to post videos of open forums, answers to FAQs, highlight the project team, etc.

The University effectively leveraged it governance body to “listen, learn, and adapt” its

approach to be more targeted and personal in the shared services model

‘J “
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Effective Governance L _.
Governance Example: West Virginia University st

Due to significant budget cuts at the state level, this university formed 12 “Transformation
Teams” to develop and implement strategies that will lead to the effective management of
resources and provide for transformative growth across the entire university.

™ N
q Update Financial Assumptions “ Generate/Expand Non-Research Revenue
J
~
Review the Position Management Protocols “ Increase Research Revenue and/or Cut Costs
J
~
u Utilize Available Foundation Funds n Decrease Events and Events Positions
J
~
u Simplify and Standardize Business Functions u Implement Behavior-Based Utility Management
J
~
a Coordinate Student Academic Support Services q Review Courses to Improve Student Outcomes
J
R N
u Evaluate Supervisory Positions a Review Graduate Student Funding Mechanisms
J J
J - &
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Effective Governance

Governance Example: West Virginia University (Cont’d) o

The governance body for Transformation Team #4 is comprised of a diverse set of
leaders from across campus, which has made decision making efficient and balanced.

Senior Associate
VP for Finance

: Chief Business

VP for Talent and Assistant VP for , ; .

General Counsel Planning Officer Vice Provost / IT
Culture Procurement

for Provost

Senior Advisor to . . Associate Finance and
VP for . Chief Business S
Al VP for Admin. and Officer for Health Provost for _u_smess
Finance / Undergraduate Administrator for

and Finance Sciences Campus

Communications Academic Affairs Provost
Primary Participants Secondary Participants
. Central Administration Representation D Central Administration Representation
(] college Representation D College Representation
r @) Provost Office Representation (] Provost Office Representation

&
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Effective Governance

Governance Example: University of Florida

UF FLORIDA

“The Board should be used to fulfill the original purpose of evaluating needs, setting direction,
and monitoring performance against direction. Executive sponsorship must remain strong, both
within the Core Office and the colleges where shared services currently exist (IFAS, CLAS,
Education, Pharmacy)...without sponsorship, the long-term vision cannot be achieved.”

University-Level Governance

Service Innovation Collaborative

Finance/Contracts

Human Resources
and Grants

Change
Management/
Communications

Information
Technology

University Sponsored
Operations Programs

Business Process
Improvement Office

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Business Process Review

Advisory Committee

SSC Director

IFAS SSC Director

Non-Shared
Services College

Representatives

Core Office
Representatives

Business Process
Improvement Office

Unit-Level
Governance @

IFAS Shared
Services
Governance Board

CLAS Shared
Services
Governance Board

Shared Services Governance
Boards exist within the
colleges and include
management, department
chairs, and key faculty.
Committees serve as the
conduit between the shared
services center, college
faculty, and University.
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Effective Governance

UF

Governance Example: University of Florida (Cont’d)

UNIVERSITY of

FLORIDA

“The Governance Board should set the standards and hold process owners accountable
for delivering on those standards (e.g., execute the process owner framework).”

University-Level Governance Board:
Business Process Improvement (BPI) Office

The BPI Office will:

m Analyze administrative [
processes to achieve
effectiveness and [
efficiency in day-to-day
operations [

m Create a service-focused
organization for faculty,
staff, and students [

m Align Core Offices and
campus units more
closely together—develop
processes which meet the
needs of both

m  Manage risk based on a
balanced risk/benefit
approach

m Leverage technology

M.

The BPI Office will:

Perform reviews of the University’'s
business processes
Recommend process changes
and improvements
Coordinate process improvement
initiatives
Conduct project success reviews
Consult with college and
department administrative units to:
» Analyze departmental
procedures
 Evaluate workloads and staffing
levels
* |dentify potential opportunities
for improvements and
efficiencies
» Coordinate departmental
support visits
» Serve as liaison between CFO
units and campus units

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

University-Level Governance Board: Business
Process Review Advisory Committee (BPRAC)

BPRAC serves in
an advisory
capacity to the
University’s Vice
President and
CFO, providing
governance over
the CFO'’s
business process
improvement
initiatives and the
work effort of the
CFOQO'’s Business
Process
Improvement
office. The primary
focus areas for
these process
improvement
initiatives are
University
administrative
leading practice
activities.

BPRAC will assist in:

m |dentifying
problematic
business
processes
perceived to be
inefficient,
ineffective, or
unnecessary

m  Prioritizing
business process
improvement
initiatives

m Leading the
development of
University “best
practices”

The committee
will consist of a
broad cross-
section of
University
representatives
involved in
administrative
activities from
colleges,
departments, and
core
administrative
offices.
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Breaking Down the Barriers

Build Detailed Change Management / Communications Plan

Change management and communication must occur throughout the project and be
targeted and thoughtful.

Conduct a Stakeholder Develop a Targeted Change

Management Plan

Analysis

T 4 1 4 =1 Ml H L. sk i C . - D .
st o Dt e \ ommunication Drivers
Target Impact and Planning Chart Milestones and Impact Analysis
ti o cf
The chart that follows outlines the primary S Across P A PP is specified e Auvg = =
next to each group or individual. —
Fackbos Planning
L Reason for Cusrrent State / Comments Involvement Approach Respensible e e |
% Define fulure Stale pObCES Ak processes
g ty | | | |
Evbta lechiologus, subd vondor, aed et
Target Group WItN the oficlal project sign-oft by the Deans’ Afterd Deans’ Councll Froject Lead
Councl In June, the averall positive suppoet by mantings Key Project Events
the Deans has been regiatered: however, there » Meet 1:1 to reach fose -
r are some individuals in e group that requing not in atiendance at ey s N
additional attenticn in ordar f ensura a pasithe maatings
- mesaage i3 being conveyed to their respective
L collages
Faculty Target Group Faculty are typiceliy resistant tc changs. Thare High [ = Invite apen farums Profect Lead,
has besn past expenence wWith amalgamating » Incomporate faculty Process Lead,
admintstrative support within a callege. Wark to inta c s Deans 6
date In meeling with faculty has been gensraly process validation work | Lead
positive, and they seam Lo understand why the = Publish monthly aricies Faculty
| | change, but mara werk will have to ba done to reporting project prograss Staff
E have facully specific communicalions. sharing of 0
success siories. metrics. and possble Students @ @
_S involvernent in the vetting of
communications/change insative will be key AVPs o
Staff Tamet Group There was a void of communication earfy in the High = Appcint staff fo serve as | Project Lead. e
IMmpamantaticn; howaver, Gaining M4 s1af buy-in Subject Mater Expans Process Load, M. p —
socner rather than lster will not only alow them (SMEs) and participate in | Communications Team (2] 31— Weekly Touch Points
| 1o feel more comiaetablie with the future state. it process workshops Lead "
F will alsa alicw them to influence the faculty of the « Inwite all stalf tc opan Reality Check Group ﬂ_
same, Frequent communication and rare forums Department Heads
5 F Intimate opporturities for stalf to he dissctly « Publish manthly aricles 3 @
invoived with the project should be offered reporting project progreas FAC List
5 Students Advocate There has been & lot of criticism of cument Medium |« Invite to open forums Project Lead, Uni @ @ 6 6
] service levals. Any indication of changa that = URilize social madia to Communications rons l
1 5 increases the student experience, and or saves commuricale Lead
potential cost - students will be In favour
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Breaking Down the Barriers

Change Acceptance Curve

Copyright © 2016 by ScottMadden, Inc. All rights reserved.

Inform Engage Prepare
I I
| |
: : It's how we
: : do it
I .
I I’'m Internalization
I
| prepared Change seen
- : for it to as business as
B ! happen usual
| -
= | | .
= ! Adoption
E : lcan Facilitates
o I support it acceptance of
O : change in others
: | get it Commitment
| need to : Accepts
:);nitaware know more | e o\r,]\,nersh,p of the
change
Understanding :Norkz ;
Awareness Accepts the ohwar :
Becomes intent of the change |
aware of effort change !
Time
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Breaking Down the Barriers

Example: High Level Communications Plan

le
EXamp Inform Engage Prepare
September—-December January-April April-June

B |nvite stakeholders to
participate, voice
concerns, and influence
the outcome

B Provide basic information
about the project

B Communicate changes between
old and new processes/systems

B Train end users

Goal

B High-level leadership

B Department
leadership/staff

M Select leadership
B Select stakeholders/SMEs
B Ad hoc audiences

B Department staff/fadministrators
(e.g., office managers,
coordinators)

Audience

Engage unit leaders
Meet with committees
|dentify key influencers

Meet with stakeholders
and process owners

|dentify key messages
Develop communications

B Meet with key influencers

B Meet with stakeholders
and process owners

B Communicate key
messages

B Develop communications

B Conduct information session(s)

B Determine roles requiring
training and delivery methods

M Develop, refine, and deliver
training

7
&
=
>
=
O
<
>
(<b)
A4

‘J “
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Breakout

Group Breakout

Split into groups for 15 minutes to discuss the following questions:

B What have you found to be the most effective shared services change management
approaches? How have you gained buy-in for your shared services operation?

B What change management approaches have you found to be ineffective? Do you have
any lessons learned to share?

We will come together to discuss key takeaways by breakout group for 15 minutes.

L) - &

Copyright © 2016 by ScottMadden, Inc. All rights reserved. SCOttmadden

MANAGEMENT CONSULTANTS



Lessons Learned .



Lessons Learned

Common Implementation Challenges

There are a number of implementation challenges that are often present and require mitigation:

Lack of

RESIEIEUSE Standardization

Poor Organization

Silo Mentality or Skill Alignment

Lack of Decision Unique Customer

Making Authority Requirements

Limited Innovation Lack of
and Stagnation Accountability

If the implementation effort is well-planned and led,

it will produce significant value for the entire organization.

Copyright © 2016 by ScottMadden, Inc. All rights reserved.
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Lessons Learned

Mitigation Tactics

While there are no silver bullets, the following can help mitigate common
iImplementation challenges:

M Strong, sustained M Leveraging leading ® Willingness to spend
leadership and practices time and effort in the
sponsorship B Customer participation evaluation of current

B Executive sanctioning B Work-focused; not operations
of the new process functional teams M Visits to successful

M Stretch goals and B Removing current operations
aggressive timing state service delivery M Detailed current state

W Effective pathways at the first assessments and
measurement opportunity future state design

B Rewards and B Cascaded, frequent M Qutside assistance
punishments communication

‘J >
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Lessons Learned

Key Takeaways

B Change minds
* Know why you are changing and market the change
* Involve internal resources to design and build
 Build rock solid sponsorship

Document key decisions made by project leadership team

Get or develop the right skills

Develop the business case and performance baseline

Build and follow an implementation plan

Rework processes to fit the selected model

Leverage and integrate technology

Deliver on your promises

A E &
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Contact Information

Courtney Jackson

scottmadden

Partner MANAGEMENT CONSULTANTS

ScottMadden, Inc.

2626 Glenwood Avenue
Suite 480

Raleigh, NC 27608
courtneyjackson@scottmadden.com
0:919-781-4191 M: 919-672-7521

Smart. Focused. Done Right.

Laura Campbell

scottmadden

Director MANAGEMENT CONSULTANTS

ScottMadden, Inc.
3495 Piedmont Road, NE | Building Ten
Suite 805

Atlanta, GA 30305
lauracampbell@scottmadden.com
0O: 404-814-0020 M: 770-855-9326

Smart. Focused. Done Right.
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