HRIS PROGRESS REPORT: June 12, 2001

This is a status report for your information on the HRIS Needs Assessment project initiated in late April. As of today, the project remains on schedule with a June 29th target date for KPMG to complete its report. In broad terms, the final report will: (1) identify UC’s needs in the HRIS domain; (2) propose the way(s) ahead for acquisition and implementation of capabilities to satisfy those needs; and (3) identify means to keep the user community engaged throughout the process (to include the concept of “User Juries” and shared governance).

Bill Campbell presented status reports to the Council of Vice Chancellors for Administrative (COVCA) in late May and to the Assistant Administrative Vice Chancellors New Business Architecture Committee in early June.

This report summarizes the project methodology, high level findings to date, status versus the schedule, and some preliminary Questions and Answers (Q&A) regarding the direction of the project.
Methodology

Review and summarize requirements documented in past studies (current system considered to be the baseline)

Conduct 4 workshops to identify requirements for: Personnel Data, Data Inquiries, Labor Relations, and Academic Departments

Conduct a web-based survey to validate requirements at Campuses and Medical Centers using a large population of UC participants

Conduct three 2-day workshops with Campus and Medical Center representatives to identify additional unique requirements and validate requirements documented

Vet draft report with the Steering Committee

High Level Preliminary Findings

Significant amounts of important HR data are being maintained manually – examples include: Salary actions and Salary history at some locations

Legislature and Union data requests are not being met in a timely and accurate manner eroding UC’s credibility with these important constituencies 

Anticipated needs of Tidal Wave II cannot be accommodated in our current systems without significant changes

Campuses are making major investments in systems meet HR needs currently unmet in PPS.  Efforts and cost are being duplicated across campuses  

Better tools are required for workforce management, planning and costing.

Project Status

     Project is more than 50 percent complete and should deliver a final report

    by June 29th.


Completed review of requirements documented in past studies (current system is baseline).

Completed the initial four workshops.  Results to be posted on the project web site next week (http://www.ucop.edu/irc/nba/hris.html).

Three major workshops in progress this week to engage all campuses and medical centers. 
    Web survey distributed to 300+ participants with questions aggregated in

    seven areas (General faculty and staff employee information, General position

    information, Employee and labor relations, Time and attendance, 

    Compensation, Benefits, and Recruitment and applicant tracking).
    Frequently Asked Questions

    Many participants in the meetings have asked questions about the

    organization and the potential impacts of an HRIS.  The following Q&A 

    represent our best knowledge to date. We will update as more data becomes 

    available and after the Steering Committee and senior management provide 

    additional guidance and decisions.  

1. What unique campus needs have been identified? 

Campuses have different departmental structures, and certainly, different levels of centralization.  Consequently, access, security, and reporting needs may differ among campuses. So far, however, the meetings with campus experts have not identified unique data or processing requirements that would not normally be accommodated by an ERP (such as local salary rates).  More differences exist within campuses than across campuses.



2. How would an HRIS accommodate these differences?

HR systems generally have very flexible security facilities, which are established for each unique business unit.  Access, via the web, can also be set up to reflect local requirements, whether centralized or decentralized.  Similarly, users can customize and produce many reports themselves.  

3. Can implementation be phased?

Yes, one or several locations can implement at a time; other locations can join later.  



4. Will all locations be required to adopt the same solution?

No, locations that wish to develop local solutions may do so, but they will need to produce and send standard data to the HRIS database so that enterprise-wide analysis and reporting can be accomplished.



5. What are the anticipated costs?

That will depend on the product chosen and the software modules that are selected.  Rough estimates will be provided in the final report by KPMG.



6. How will the project be funded?

The funding decisions have not been made as of yet. However, at the working level our expectation is that funding decisions will be consistent with models previously adopted successfully by UC, with UCOP and participating locations sharing costs. UCOP, for example, might fund the development of a standard interface to PPS from an HRIS. We would also anticipate leveraging expenditures that campuses are making and reducing overall costs by using common software where practical. It is also reasonable to assume that campuses would pay their fair share of maintenance and development costs. But, again, these expectations have not been elevated to the level of decision makers as of yet. Funding decisions will be reached in collaboration with the campuses after the study is completed. 



7. Will there be one system or multiple instances of the same system? 

It would depend on the product chosen.  Whether it is one system or multiple instances is less important than the requirement that all participants in the system share the same data definitions and controls.  That will ensure that data will be standardized across participants.  If there are multiple instances they would be linked so that consolidated reports could be done across the system.



8. Who will manage and operate the HRIS?

It’s important to note that we are still in the Needs Assessment stage and decisions on operations and management are premature at this stage. Several alternatives will be explored. We expect decisions on management and operations to be consistent with defined roles and responsibilities of the Human Resources (HR) and Information Technology (IT) communities within UC. We will carefully consider the recommendations of the KPMG study and provide options to senior management for decisions. There will be full coordination and collaboration with stakeholders across the University. We expect governance to include the use of User Juries and full partnership between the HR and IT communities.



9. What are the major problems identified by campuses so far?

Time-consuming, complex, data entry and manual processing for routine actions, requiring expert knowledge and extensive training.

Inadequate employment and salary histories.


Incorrect data due to lack of standard edits and controls.

Costly local development of satellite systems that do not integrate with each other.

Difficulty in reporting on both current and historical data; lack of analytical data hampers efforts to manage workforce efficiently or plan for the future.   


Excessive workload in responding to systemwide requests for data for the Legislature, auditors, or unions and inability to reconcile data from so many disparate sources.

Difficulty in implementing retroactive labor contracts.




10. What opportunities for re-engineering processes have been identified so far?

Automate recurring tasks, such as automatic salary step increases and performance appraisals.

Automate the determination of eligibility for benefits and re-enrollments.

Automate the new hire and other appointment and processes through workflow.

Create a single set of comprehensive employee actions/reason definitions.

Rethink and automate the designation of bargaining unit for employees and appointments.


Redesign the Title Code System, 

Simplify data entry due to improved screens, code translations, and more instances of the system calculating values.


Eliminate duplicate data entry and maintenance of satellite systems.

Eliminate need to reconcile local data with UCOP data.


11. What improvements in data and reporting would be provided by an HRIS?

On-line history would be available for reporting.

Organizational structure and supervisory relationships could be reported.

Additional data, such as data elements presently collected manually or in satellite systems, e.g., academic personnel information, could be consolidated into the HRIS.

Data would be more accurate since data elements could be edited on-line during data entry.

Participants would share standard data definitions for reporting enabling valid cross campus analyses. 


User-friendly query tools would be available, as well as advanced tool sets for programmers.



12. How long would it take to implement an HRIS?


We expect to implement the acquisition and implementation phase in logical stages of six to nine months each. The User Jury will help define and prioritize those stages. When the effort is well managed and customizations are limited, a series of successful incremental stages will build upon each other to deliver a high quality solution. We expect the KPMG recommendations to address this type of incremental approach. Actual time will depend on many factors, but in any event we must balance the cost, schedule, and performance factors in the logical trade space. The length of time clearly depends on how much functionality is chosen for the initial project. For reference, UCDMC implemented an HRIS for the Medical Center and School of Medicine in eight months; LBL and LLNL brought new payroll and HR systems up in 18 months.  UCB, which began to implement in November 2000, anticipates going live in January 2002. 


13. What is the future of PPS?

PPS will be utilized for the foreseeable future, but based on concerns expressed by many locations, we anticipate that it will need to be upgraded or replaced.  This issue is outside the scope of the present project.


14. How can the project be organized so that end users collaborate and participate in implementation issues on the detail level?

User juries, consisting of hands-on location experts, will be formed to work with the project team to develop implementation plans and review system functionality.



If you have additional questions, please send to Shelley.dommer@ucop.edu.

