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ESR Projects
• The Enterprise Systems 

Renewal (ESR) program 
examines business systems 
used across campus.
• ESR projects address 

business process and 
technology needs in key 
areas including Finance, 
Academic Administration, 
Research Administration 
and Student Analytics.
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University-wide adoption of Lean Six Sigma 



Lean Bench on ESR Landscape
ESR Program Level Support

Project Team

§ Program management
§ Enterprise Architecture
§ Strategic Organizational 

Change Management
§ Program Communications
§ Expert sourcing facilitation
§ Program Sponsorship
§ Program Governance
§ Business Process 

Improvement

Project Team
§ Project Sponsorship
§ Project Governance
§ Project Escalation
§ Business Process Lead
§ Configuration Lead
§ Subject Matter Experts
§ Solution Architect
§ Project Manager
§ Change Lead
§ Change Practitioner
§ Change Champion

Project Team Project Team Project Team



Lean Bench Standards - Pre-requisites

• Project scope
• Governance structure defined (part of OCM plan)
• Sponsorship model defined
• Escalation path identified
• Project roles & responsibilities assigned 
• Project leads’ understanding and buy-in of process improvement activities

https://collab.ucsd.edu/display/SOCM/ESR+Roles+and+Responsibilities


Process Landscape



Current State Map
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Lean Bench & ESR Process Improvement Efforts
Process Landscaped # Processes Identified # Prioritized for deep dive
Research 64 30
Academic Personnel 58 56
Space Management 18 11
Financial 252 8
Student 60 Prioritization due Nov 2019
OneCard* 24 24

Process 
Landscape 

mapped out for 
476+ processes

Processes prioritized 
for deep dives

129+ processes
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University-wide Process Landscape snapshots
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Research Administration



Research Administration



Student Administration
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Teaching and Learning



Teaching and Learning



Teaching and Learning



Space Management



Academic Personnel
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Academic Personnel Efficiencies Impacts
Quantitative Impacts

• Interfolio suite reduces overall file preparation time from 
24 work hours to 2.5 work hours per file

• Savings of~$1.25mm annually
• Reduces faculty time spent updating their biobib from 10 

hrs on average per file review period to 20-30 mins per 
quarter (5.5 hrs saved)

• Savings of ~$361k annually
• Interfolio eliminates time to create appointment cases by 

pulling files from AP Recruit (5 hrs saved per case file)
• Savings of ~$12k annually

• Interfolio suite reduces AP dept level file preparation 

workload (40 mins/file saved)
• Savings of ~$38k annually

Qualitative Impacts
• Improved quality of faculty biobibs

• Complete Files
• File Order
• Independence of External Referees
• Broken Links
• Paywall
• Poor quality has a time and effort cost

• Eliminate double data entry and chance of 
human error input

• Improved faculty satisfaction  by increasing 
file status visibility

• Improved quality of Dean to chancellor 
review files

• Reduction of shadow/support systems

Approximately $1.66mm 

in soft savings annually
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Key takeaway: We are processing more files in pilot year 2 (406) than we did 
in the most successful year of APOL Review (304) 
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Key takeaway: Efficiencies are translating to capability to absorb more files 
with central staffing levels remaining flat

Central Academic Personnel Staffing



Research Administration



Current 
State

Large amounts of budget template variations across campus. 

Proposal Budget Development & Submission Process



Current 
State

Future
State

One default budget template that will support all of campus.

Proposal Budget Development & Submission Process



Future State Benefits

System to System Submissions

Standardization of 
Non-System to System 
Submissions

Centralized Managed Accuracy

Budget Data Availability

Downstream Process Impacts



Current State
351 budget preparers with the potential to 
have their own budget template

Proposed Future State
One centrally managed budget template 
for UCSD using Kuali Budgeting module

Process Description
The budget development process is a pre-
award function of Research Administration. 
A detailed budget must be created by the 
Research Administrator (RA) as part of the 
proposal package to be submitted to the 
sponsor for consideration. 

System-to-System  
Submissions

47% of UCSD’s proposal budgets can be submitted via system-to-system eliminating manual data entry.
This leads to 2,440  redeployable person-hours per year (calculation based on 4,881 proposals in 2018 
and about 1 hour manual translation per proposal)

Standardization of Non-
System-to-System 

Submissions

Standardized campus budget template for remaining 50% of budgets allows for campus collaboration 
and uniform training across departments

Centralized Managed 
Accuracy

Centralized management of rate updates and calculations allows for formula accuracy and eliminates 
manual updates. Potential for university to increase IDC recovery by reducing IDC calculation errors

Budget Data Availability Budget details stored centrally and easily accessible for reporting, analytics, decision making, and future 
projects potentially leads to increased proposal submissions

Downstream Process 
Impacts

Seamless integration to downstream data and tools, i.e. Kuali Budget module will automate allocations 
in the future Financial management systemPr
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Proposal Budget Development & Submission Process



Increasing Efficiency to meet Growth Expectancy



LeanBench.ucsd.edu
Join the bench of experts!


