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The State University
of New York

Strategic Plan Team Report: Initiative Annual Report

Initiative Name: Shared Services/E-Procurement System
Lead’s Name: Brian Hutzley
Subcommittee Responsible (if applicable): Strategic Sourcing/ Thomas Hippchen

Initiative Overview & Description (History, goal, status): Working with the State’s office of NY State
Procurement (NYSPro) and Accenture Consulting Group, SUNY has been trying to combine buying power
to allow savings in commodities and services that we buy. Additionally, SUNY System Administration, RF
central office and campuses have been working collaboratively to identify additional opportunities and,
where feasible, pursue University-wide or multi-campus contracts to achieve cost savings and increase
procurement efficiencies. Similar efforts have failed in the past for a variety of reasons; NYS Finance Law
is onerous and often has conflicting agendas, campuses were resistant to forfeit some purchasing
autonomy and adopt a SUNY-wide approach, and individuals that ultimately made purchases continued
to buy what they always had from whomever they always had. The need for change was unknown or not
reinforced from the top. To drive change, leadership, process controls, reporting and accountability will
be required to optimize savings while ensuring quality.

Initiative Objectives:
e Purchase an e-procurement system that can integrate with SUNY’s existing financial
management system to:
0 direct university-wide purchasing in certain categories to:
= reduce operational processes;
= support procurement training by standardization of documentation and workflow;
= ensure that SUNY campuses are taking advantage of existing savings/discounts by
purchasing off the correct contracts;
0 improve reliability and detail of procurement data for informed decision making in strategic
sourcing efforts;
0 create a solution for all funds (RF, SUNY) at the campuses;
0 release procurement staff from manual, mundane tasks to work on more strategic and
collaborative purchasing projects; and
0 allow for a possible consolidation of invoices to save additional money and increase
operational efficiencies (see Additional Information below).

Collaboration:
e Strategic Sourcing requires that the vast majority, if not all, State-operated campuses commit to
using resulting contracts to gain cost savings and realize administrative efficiency.
e SUNY could continue to collaborate with the Research Foundation of SUNY on Strategic Sourcing.

Initiative’s Link and Relationship to SUNY’s Mission/Strategic Plan/Improvement of NY:
e Strategic sourcing’s e-procurement solution is directly aligned to several aspects of SUNY’s
Mission.
O First, having the campuses and System Administration working collaboratively on a common
procurement platform speaks directly to the concept of “Systemness” and the theory behind
IT Transformation.
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0 Secondly, with the goals of e-procurement being cost savings and increased efficiencies, the
project is perfectly aligned with the Shared Services initiative.
0 Third, implementing an updated and efficient e-procurement solution speaks to SUNY’s goal
of being a world class system of higher education.
O Finally, Governor Cuomo and Chancellor Zimpher have described the SUNY system as the
“economic engine” that will drive economic revitalization and help enhance the quality of life
for the State of New York. The objectives of an e-procurement solution (saving money and
more efficient use of funds) are integral parts of achieving this vision.

Specific Money Needed to Complete this Initiative:
e Currently no money has been used for this initiative.
e The requested amount for this initiative would be used to hire:
O a consultant to:
= gssist in developing metrics to determine success for the following procurement
initiatives:
v’ cost savings (due to the diversity of campuses’ contracts it is difficult to
determine a benchmark for savings);
v’ operational efficiencies (quantify staff time saved); and
v contract compliance (need to research what price discrepancies are due to —
pricing differences for campuses or buying off the wrong contract).
= researching current e-procurement systems used by higher education systems and
evaluate their strengths and weaknesses;
= help SUNY identify possible funding sources outside the university (i.e., grants)or
models to fund all or a portion of the cost of the e-procurement solution; and
= ypon a review of the current decentralized SUNY procurement system, assist in
writing specifications for an RFP to purchase an e-procurement system, as well as its
implementation and integration into the existing SUNY financial management
system to achieve the previously state goals.
0 two interns to provide administrative support for:
= research;
=  data extraction; and
= data cleansing.

Metrics for Determining if this Initiative is Successful:

e There is a metric (cost savings) in the report card that will track and prove part of this initiative’s
success. However, other valuable benefits (contract compliance, enhanced reliable data and
operational efficiencies) are harder to quantify. This is something that we are currently
attempting to develop and would employee the consultant to help us with.

Additional Information the Strategic Planning Office Needs to Know about this Initiative:
e All successful strategic sourcing programs implement an e-procurement system. A University-
wide e-procurement system drives contract compliance and compliance with procurement laws,
including, when appropriate, the use of preferred sources and NYS Certified MWBE vendors.

e |tis argued that Strategic Sourcing Programs supported by e-procurement will yield long term
savings and that initial savings tend to erode without an e-procurement solution. Without a
formal e-procurement system, contract compliance is minimized due to employees forgetting or
ignoring the strategic sourcing process, and suppliers reneging on promised lower prices.
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e Current SUNY financial data is unreliable due to buyer miscoding and a lack of detailed line item
information. This requires the data to go through an extensive and laborious cleansing and
enrichment process in order to be utilized for strategic sourcing analytics. We have no way to
determine at a granular level what we buy and from whom. SUNY is reduced to relying on
cooperative vendors to obtain detailed expenditure data. An e-procurement system will provide
the detailed, accurate information to maximize the integrity and quality of data for analyses and
allow SUNY to make informed decisions regarding leveraging our full buying power.

e As part of a Procurement Optimization Project in 2009, SUNY and the RF investigated purchasing
an automated procurement system to:

O Enable pricing advantage by designing an IT system that is capable of maximizing the
adoption of contracts negotiated by the strategic sourcing team;

0 Reduce costs by automating requisition routing, invoicing and accounts payable
processes;

0 Simplify IT architecture by eliminating duplicative campus systems;

0 Develop a solution for all funds (RF, SUNY) at the campuses.

e The procurement design team recommended the procurement system project proceed, “because
maintaining the status quo leaves significant financial upside on the table.” Even the least
efficient model would return $13.5 million to the SUNY system over 8 years. The most efficient
model offers the opportunity for a $25M payback over 5 years. According to the business case
prepared by the team,

“The most cost efficient means to achieve this was determined to be
the full suite implementation of e-procurement. While there are
many pros and cons to each scenario, it was determined that the
pros outweigh the cons. Ultimately, there is more trust that because
this solution has been successful for so many other institutions, that
SUNY would enjoy a higher likelihood of project success and benefit
realization.”

e Previous attempts at SUNY Strategic Sourcing efforts were not successful because of the

following factors:
O Lacked a structured process, strong central coordination, and adequate resources

including staffing and data access;

0 Did not include a comprehensive data transformation and analyses phase; and

0 Included only collaborative purchasing opportunities, rather than a comprehensive
program which includes many other savings opportunities such as contract compliance,
price parity, duplicate payments, and invoice consolidation.

e SUBOA has recently expressed interest in an e-procurement system.

! Procurement Design: Business Case by SUNY & RF SUNY. Version 1.4, pp. 3 — 4. July 30, 2009.
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Strategic Planning Implementation Initiative Funding Proposal
Team: Strategic Sourcing Date: 6-14-13
Initiative: E-Procurement System

Team and Initiative Annual Reporting
1) __ This initiative has been reported in our team’s Annual Report
2) v' Thisinitiative has NOT been reported in our team’s Annual Report

Business Plan and Funding History
3) v/ NEW Initiative Funding Submission
4) ___ Continuation Initiative Funding Submission

Team and Initiative Annual Reporting

If you checked option 1 above, and this initiative has been reported in your team’s Annual Report, you should
have received a pre-filled business plan template with the initiative information reported. Please review this
information for accuracy and if corrections are needed, contact Kaitlyn Beachner.

If you checked option 2 above, and this initiative has NOT been reported in your team’s Annual Report, you
need to fill out the Initiative Annual Report Template and submit it with your business plan. You can get a
copy of this template by emailing StrategicPlanning@suny.edu. For questions, please contact Kaitlyn
Beachner.

Business Plan and Funding History**

If you checked option 3 above, and this initiative’s business plan is new in this fiscal year, complete this
business plan document and the financial template titled “2013-14 SP Business Plan Finance Plan
Template.xlsx”.

If you checked option 4 above, and this initiative’s business plan has been submitted in a prior year and you
are requesting continued and/or increased funding, complete this business plan document and the financial
template titled “2013-14 SP Business Plan Finance Plan Template.xIsx”. Be sure to include information in the
financial plan section that outlines what funds you are rolling over from the previous year (if applicable) and
why the funds were not fully expended last year. Any funds you request for this business plan/fiscal year
should take into consideration this rollover request, so the total requested amount equals only the funds you
expect to use in fiscal 2013-14.

If you have questions while completing these documents, please contact your Strategic Planning Liaison.

** Business plans from teams or initiatives without submitted reports for annual reports and quarterly
updates will not be considered for funding.

V
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Strategic Planning Implementation Initiative Funding Proposal

Summary of Changes:
N/A

Operational Viability:

This project will be managed by the Director of University-wide Procurement in the System
Administration’s Office of Business Operations and Procurement (OBP). The Director and his staff
will work with the hired consultant, answer questions related to U-wide procurement, and

arrange meetings with the appropriate System Administration departments and campuses’

staffs.

Along with the consultant, two graduate interns will be hired to provide administrative and
research support for the project. They will be supervised by the University-wide Procurement
Specialist for Strategic Sourcing.

It is anticipated that the initiative will take three (3) months, with a planned start date of late
September/early October.

This initiative will provide:
e an objective review of the current SUNY procurement system;
e an analysis of the e-procurement market place;
e (if available ) potential funding options for an e-procurement system; and
e suggested specifications (based on SUNY’s current system) for purchasing a
comprehensive and fully integrated e-procurement system.

Payroll for the two (2) graduate student interns will be the only requirement for SUNY.

While the consultant will work with the OBP, which will supply the initial data, they may need
access to aspects of the SUNY financial management system. The consultants will supply their
own computer equipment and utilize OBP’s printers and supplies. OBP will also arrange and pay
for any necessary travel to campuses.

A study investigating a possible U-wide e-procurement system was done in 2009 (see attached).
While the merits of such a system were identified, there were several concerns and roadblocks
that prevented SUNY from pursuing a system. Some of these issues were;

e accuracy of projections in start-up/maintenance costs and savings (ROIl);

o
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e some campuses did not see the benefit of their participation in the U-wide purchase of
the system;

e required that SUNY Central IS handle integration with vendor RF and OSC

e would begin a relationship with an application service provider that will be difficult to
exit once the system is brought up to speed;

e did not leverage SUNY Central’s or UB’s previous investments into (home grown)
procurement systems

Performance measures:

e The ongoing performance will be monitored by:
O daily contact with the consultants
0 regularly scheduled meetings with the consultants
e The anticipated outcomes from this initiative are:
0 develop metrics to determine success for procurement initiatives:
O understand the current e-procurement market place;
O assessment of possible funding options; and
0 suggested specifications for an RFP for an e-procurement system.
e The outcomes will be measured by mutually agreed upon written reports to be
submitted to SUNY by the consultants at the end of the engagement.

Factors that would lead to a decision to not go forward with an e-procurement system:

e SUNY decides not to implement a strategic sourcing program;

e campuses do not appreciate the benefits of an e-procurement system and are
unwilling to financially and operationally support its implementation and integration;
or

e ROl does not justify the purchase of the e-procurement system.

Criteria used to judge the success or failure of the initiative five and ten years after the start of
operation of the initiative:

e SUNY would have a fully functional e-procurement system that is used by all state-
operated campuses and it successfully integrates with the State’s financial
management system (SFS);

e data would show:

O SUNY realized at least 70% of savings (based on the projected savings to be
determined by this project) in a combination of three ways:
= contract compliance (purchases are made from the appropriate contracts
and the best pricing is obtained;
=  more accurate data from the system has enabled SUNY to make informed
and tactical decisions regarding procurement; and
= campus purchase staff will report that their time is spent on more strategic
sourcing projects and less time on mundane administrative tasks.
O the cost of the e-procurement system will have been recovered through
realized savings (both in dollars and operational efficiencies).

Page 3 of 4 ( SUNY |



IV.

Financial Plan:

Narrative

This is a one-time funding request for Strategic Planning funds. While this project will probably
lead to a larger initiative (i.e., an actual e-procurement system) or other initiatives (e.g.,
procurement transformation, U-wide training) those would be completely different projects that
would require their own financial and operational plans, including campus contributions.

As outlined above, OBP will hire a consultant to help SUNY do for things:

e develop clearly written and measurable metrics to determine success for current

procurement initiatives for shared services/strategic sourcing, specifically:
0 cost savings;
0 operational efficiencies; and
0 contract compliance.

e a written report outlining current e-procurement systems used by higher education
systems and an evaluation of the systems’ strengths and weaknesses;

e a written report identifying, if available, possible funding sources outside the
university (i.e., grants) or other models to fund all or a portion of the cost of the e-
procurement solution and how SUNY might apply/secure for such funding; and

e dfter a review of the current decentralized SUNY procurement system, suggested
written specifications for an RFP to purchase an e-procurement system, as well as its
implementation and integration into the existing SUNY financial management system.

OBP and the consultants may need to travel to various campuses to assess SUNY decentralized
procurement system and determine how a University-wide e-procurement system would need to
function in order to integrate other campuses’ systems. Additionally funding is requested for two
graduate interns to provide research and administrative support.

Fund Development & Partners:

This initiative is seed money to work with a Higher Education procurement consultant to help
SUNY identify other potential funding options for procurement initiatives (e.g., transformation of
SUNY procurement, an e-procurement system, strategic sourcing and University-wide
procurement training).

Team Authorizations:

Please provide the names of the individuals listed below and be sure you have reviewed this
business plan with them before submission.

Team Chair(s): Brian Hutzley
Initiative Lead: Thomas Hippchen
Executive Committee and/or Cabinet Member(s): Michele Feathers
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State University of New York - Strategic Planning Office

E-Procurement System

Initiative Budget Plan (Multi-Year All Funds Financing Plan Summary)

Detailed Temporary Staffing Plan

Fiscal Years: 2011-12 through 2015-16

€)
2011-12 2012-13 2013-14 2014-15 2015-16 Total
Personal Service Temporary Number
Students: Graduate Intern @ $12/hr 2 5,760 5,760
Other: Consultant TBD 49,500 49,500
Over-time 1,000 1,000
Total Temporary Staff 2 0 0 56,260 0 0 56,260
| Detailed OTPS Plan
@)
2011-12 2012-13 2013-14 2014-15 2015-16 Total
OTPS Operating Expenditures
Supplies/Expense
1
2 |General supplies 1,500 1,500
3 0
4 0
0
Total Supplies/Expense 0 0 1,500 0 0 1,500
Travel
1 |In State Travel 7,500 7,500
2 [Out of State Travel 0
3 |International Travel 0
4 0
5 0
Total Travel 0 0 7,500 0 0 7,500
Contractual Services
1 0
2 0
3 0
4 0
Total Contractual Services 0 0 0 0 0 0
Equipment
1 0
2 0
3 0
4 0
Total Equipment 0 0 0 0 0 0
Contingency & "Placeholder” Section
Contingency and/or Reserve 0
"Placeholder" for Projects to be Defined 0
Total Contingency & "Placeholder" Section 0 0 0 0 0 0
Total OTPS 0 0 9,000 0 0 9,000
Total Operating Expenditures 0 0 65,260 0 0 65,260
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E-Procurement System
Initiative Budget Plan (Multi-Year All Funds Financing Plan Summary)
Fiscal Years: 2011-12 through 2015-16

Note - this budget should/may include funding and expenses for your initiative that are not provided by Strategic Planning funds.

Detailed Funding Plan |
@) Projections
2011-12 2012-13 2013-14 2014-15 2015-16 Total
| |Funding Sources Acct # Initial Plan
1 |Strategic Planning Funds 66,000 66,000
2 0
3 0
4 0
5 0
6 0
7 0
0
Total Funding 0 0 66,000 0 0 66,000
Detailed Staffing Plan
B
2011-12 2012-13 2013-14 2014-15 2015-16 Total
Personal Service FTE's Initial Plan
Plan
Current Staff
1
2 0
3 0
4 0
5 0
Fringe Benefits 0
*** NOTE: Salary Expense will differ slightly from annual salary due to
the way pay periods/pay dates fall in the fiscal year
Total Current Staff 0 0 0 0 0 0 0
Vacancies
1 0
2 0
3 0
Total Vacancies 0 0 0 0 0 0 0
New Positions (Proposed)
1 0
2 0
3 0
Total New Positions 0 0 0 0 0 0 0
Projected Salary Adjustments/Raises
CSEA 0
UUP 0
MC 0
RF 0
Total Salary Adjustments 0 0 0 0 0 0
Total Personal Service| 0.0 0 0 0 0 0 0
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E-Procurement System
Initiative Budget Plan (Multi-Year All Funds Financing Plan Summary)
Fiscal Years: 2011-12 through 2015-16

Distributions To Campuses

®)
2011-12 2012-13 2013-14 2014-15 2015-16 Total
Distributions, State-Operated Campuses (indicate Campus Name) FTE's
1
2 0
3 0
4 0
5 0
6 0
7 0
8 0
9 0
10 0
0
Subtotal State-Operated Campuses 0.0 0 0 0 0 0
2011-12 2012-13 2013-14 2014-15 2015-16
Distributions, Community College Campuses, CUNY (indicate Campus Name| FTE's Total
1 0
2 0
3 0
4 0
5 0
6 0
7 0
8 0
9 0
10 0
0
Subtotal Community Colleges! 0.0 0 0 0 0 0
Additional Distributions To Be Determined 0
Total Distributions to Campuses 0.0 0 0 0 0 0
Budget Summary
(6) 2011-12 2012-13 2013-14 2014-15 2015-16 Total
Total Funding ol | ol | 66,000 | | o] | o] | o]
Total Operating Expenditures 0 | | 0 | | (65,260)| | 0 | | 0 | I 0 I
Total Distributions to Campuses 0 | | 0 | | 0 | | 0 | | 0 | I 0 I
Balance | o | o | 740| | o | o | o]
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