ERS Pilot Communication Materials


ERS Communications Flow and Sample Letters

When planning the flow of ERS communication, campuses should take into account who needs to know what and when, and take advantage of formal and informal channels of communication to pass on vital information that facilitates the successful implementation of the automated Effort Reporting System.
Campuses will need to analyze and evaluate their own specific communication needs, but a generic approach that can and should be customized for campus use is suggested below.
Groups to Address/Order of Communications

1. Vice Chancellors, Assistant Vice Chancellors, Directors of:

· Information Technology

· Budget and Planning

· Finance/Payroll

· Extramural Fund Management

· Research Administration

2. Deans

3. Management Service Officers, Chief Administrative Officers, Chief Financial Officers

4. Principal Investigators

5. Faculty

6. PAR Coordinators and Department Security Administrators
The order of communication is important not only because it is necessary to work within the University’s hierarchical structure, but because in order to be successful campuses need to enlist the help of various groups to carry the message to other groups.  For example, campuses should enlist the aid of Deans to communicate with department chairs and senior administrators should facilitate communications with Principal Investigators, etc.

A kick-off communication should go to business partners such as AVC's/Directors of IT, Budget & Planning, Finance, and Extramural Funds.  These people are key business partners and it is important to “get them on board” from the beginning.  Communications to this group can be informal and delivered in a meeting or via email.  The purpose of the kick-off communication is to get the support of business partners if they have not already been involved.

Deans or Deans and Department Chairs should be contacted next.  Communications to them should be by letter and if possible followed very closely by a five minute presentation at one of their regularly scheduled meetings.  It may be helpful to have the Chancellor sign a letter to the deans that contains information about campus plans to implement an automated Effort Reporting System, give them a project status and let them know that the project organizers will be contacting their administrators with more detailed communications.  A FAQ (Frequently Asked Questions) sheet might also be attached.

A notice to Chief Administrative Officers should follow the notice to Deans within a few days.  This notice should be more detailed and include information on next steps or information sessions as well as a copy of the FAQ sheet.  Information sessions should follow with a full description of ERS, the implementation strategy, project plan, etc.  It is critical to get the support of the Chief Administrative Officers because of their critical role in their department and their influence with faculty members and Principal Investigators.  
Principal Investigators should be next in line to receive communications.  They should be sent communications that contain a "what's in it for me" message.  That could include: a restatement of the requirements to certify effort; a statement about risk and audit disallowances that have occurred at other universities; a review of limitations of the current PAR system; and, a statement concerning benefits of an automated ERS including ease-of-use and streamlining of processes.

Faculty should receive a communication shortly after Principal Investigators.  Campuses should determine if this communications should come for the Principal Investigator or someone else.    

Communication with the PAR coordinators has probably already occurred from within the department but a formal message should be sent to them as well.  

Identify and cultivate "Campus Sponsors". 
At least one sponsor from each major constituency should be identified.  Sponsors should include Principal Investigators, Deans, and Chief Administrative Officers who may be able to provide support to group meetings such as Council of Deans, Academic Council and Academic Senate.  These sponsors should be invited to participate in presentations and communications.   

Communication Methodologies

Use one or all of the following communication methodologies to get your message to its intended audience:

Memos

E-mail notes

Town Hall meetings/Brown bag lunches

Information sessions

Training sessions

Individual meetings

Web sites

Web training modules

Mailers with current PARs

Frequently asked questions

SAMPLE LETTER #1  

Business Partners (i.e., Directors of (Information Technology, Budget & Planning, Finance, Extramural Fund Management, Research Administration, etc.)

I am writing to let you know about the progress we have made in the development of the Effort Reporting System that will replace the current PAR system and our plans to implement ERS on campus. 
The Pilot Release of ERS is available as of October, 2005.  UC Davis and UCLA are preparing their functional and technical environments to engage in comprehensive testing of the new system as well as training and communication products that support release and implementation activities.  The pilot campuses will be providing feedback that will inform subsequent updates, revisions, etc.  The final system release to all participating campuses is scheduled at the beginning of February, 2006.

As the final release date nears, it will be necessary to launch a series of assessment, planning and preparation activities to ensure that we are able to deploy this new automated tool in a timely manner.  To that end, I am convening a discussion on xxxxxxxxxxxxx with the following constituencies:  xxxxxxxxxxxxx to begin planning for implementation.
Your attendance at this meeting is requested so that we may begin to coordinate efforts between Information Technology, Budget & Planning, Finance, Extramural Fund Management and Research Administration and allocate the appropriate time and resources to ensure a success implementation.
XXXXXXXXXX

Assistant Vice Chancellor, etc.
SAMPLE LETTER #2

TO:  Deans, Directors, and Department Chairs
In the last several years audits of educational institutions receiving federal contracts and grants have resulted in settlement agreements and/or the levying of multi-million dollar fines at Harvard University, Johns Hopkins, Northwestern University and others for non-compliance with federal regulations including effort reporting.  

Since 1982 UC has relied on the Personnel Activity Report (PAR) to satisfy federal effort reporting requirements.  This paper-based, manually-intensive system is not only outdated from a technological perspective but also lacks mechanisms to meet changing regulations and conditions.

When the University Controllers determined the University would be at risk if it didn’t enhance its compliance capability through the deployment of automated tools and processes, five campuses (Berkeley, Davis, Los Angeles, San Diego and San Francisco) and UCOP funded a project to design, build and deploy a fully automated Effort Reporting System (ERS).  Representatives from academic departments were consulted during the requirements definition and design phases to ensure that the delivered system reflected department needs.

The system is now developed and is scheduled for piloting at UC Davis and UCLA beginning October, 2005.  The release of the production ERS software to campuses is set for February, 2006. Rollout of the ERS to the campus is planned for xxxxxxxxxxxxxxxxxxx.

ERS will streamline the effort reporting process and address issues that exist within the current PAR system, by refining and correcting calculations, eliminating paper reporting, and providing mechanisms to adequately monitor effort reporting and ensure compliance with federal reporting requirements.  
Very shortly we will contact the Chief Administrative Officer for your department to describe the system functionality and talk about what the ERS will mean to your department, Principal Investigators, and faculty members.  We will also work with your Chief Administrative Officer to determine the best method of sharing information about ERS with members of your department.

If you have further questions please contact xxxxxxx xxxxx at extension xxxxxx or email her at xxxxxxxxxxxxxxxxxxxx.

XXXXXXXXXXXXXXXX

Assistant Vice Chancellor, etc.
SAMPLE LETTER #3
TO:  MSOs, CAOs, CFOs 
In the last several years audits of educational institutions receiving federal contracts and grants have resulted in settlement agreements and/or the levying of multi-million dollar fines at Harvard University, Johns Hopkins, Northwestern University and others for non-compliance with federal regulations including effort reporting.
Since 1982 UC has relied on the Personnel Activity Report (PAR) to satisfy federal effort reporting requirements.  This paper-based, manually-intensive system is not only outdated from a technological perspective but also lacks mechanisms to meet changing regulations and conditions.

When the University Controllers determined the University would be at risk if it didn’t enhance its compliance capability through the deployment of automated tools and processes, five campuses (Berkeley, Davis, Los Angeles, San Diego and San Francisco) and UCOP funded a project to design, build and deploy a fully automated Effort Reporting System (ERS).  Representatives from academic departments were consulted during the requirements definition and design phases to ensure that the delivered system reflected department needs.

The system is now developed and is scheduled for piloting at UC Davis and UCLA beginning October, 2005.  The release of the production ERS software to campuses is set for February, 2006. Rollout of the ERS to the campus is planned for xxxxxxxxxxxxxxxxxxx.

ERS will streamline the effort reporting process and address issues that exist within the current PAR system, by refining and correcting calculations, eliminating paper reporting and providing mechanisms to adequately monitor effort reporting to ensure compliance with federal reporting requirements.  It is a web-based system that is user-friendly and relatively simple to use.  Authorized users assigned ERS “roles” will be able to review reports, make corrections, add comments and/or certify effort reports online.  The system has distributed security access controls and a number of tools to help departments monitor effort reports for completion and ensure accurate and timely certification of effort.     
We will be conducting information sessions in xxxxxxxx to orient departments to ERS and the campus timelines for implementing ERS into their existing operations to use the system.  Times and locations will be announced shortly.  At the kick-off session you will learn more about ERS, its capabilities and benefits and issues you may want to consider in preparation for the implementation of ERS.  

Attached is FAQ sheet to orient you to the whys and wherefores of ERS.  If you have further questions please contact xxxxxxx xxxxx at extension xxxxxx or email her at xxxxxxxxxxxxxxxxxxxx.
XXXXXXXXXXXXXXXX

Assistant Vice Chancellor, etc.
SAMPLE LETTER #4

TO:  Principal Investigators and Faculty
I am pleased to announce the development of a new Effort Reporting System (ERS) that replaces the current PAR system.  If you've worked with the current PAR system you know that the system is paper-based, requires significant manual handling, and can be difficult to use.  The calculations contained on the PAR are sometimes difficult to understand.  It is also difficult to monitor effort reporting compliance or retrieve records.  The new system--ERS--will be a great improvement over the PAR system.  Here are some of the reasons:

· ERS is an electronic system, eliminating the handling, and routing of paper reports.

· Calculations are accurate and understandable.  

· Users will be able to drill down to the records that were used in the calculation.  

· ERS will also allow for entry of committed cost sharing information and once the commitments are available in the upcoming xxx system, will allow for the cost sharing commitments to be imported into ERS.  

· Certifications will be captured electronically and will be accessible online for future reference.

· Department administrators or fund managers will be able to review the reports online and make corrections or comments before the reports are certified.

· Principal Investigators will be able to easily access and review effort reports for their projects

In general, ERS will simplify the process of Effort Reporting.  It will provide tools to Principal Investigators or their designated administrators to assist with the review of effort reports and will enable easy monitoring of reporting compliance.

We will very shortly begin working with the Chief Administrative Officer for your department to determine the best way to disseminate information about ERS and begin the process of planning for implementation.

Attached is FAQ sheet to orient you to the whys and wherefores of ERS.  If you have further questions please contact xxxxxxx xxxxx at extension xxxxxx or email her at xxxxxxxxxxxxxxxxxxxx.

XXXXXXXXXXXXXXXX

Assistant Vice Chancellor, etc.
SAMPLE LETTER #5
TO:  Academic Council, Academic Senate

In the last several years audits of educational institutions receiving federal contracts and grants have resulted in settlement agreements and/or the levying of multi-million dollar fines at Harvard University, Johns Hopkins, Northwestern University and others for non-compliance with federal regulations including effort reporting.  

Since 1982 UC has relied on the Personnel Activity Report (PAR) to satisfy federal effort reporting requirements.  This paper-based, manually-intensive system is not only outdated from a technological perspective but also lacks mechanisms to meet changing regulations and conditions.

When the University Controllers determined the University would be at risk if it didn’t enhance its compliance capability through the deployment of automated tools and processes, five campuses (Berkeley, Davis, Los Angeles, San Diego and San Francisco) and UCOP funded a project to design, build and deploy a fully automated Effort Reporting System (ERS).  Representatives from academic departments were consulted during the requirements definition and design phases to ensure that the delivered system reflected department needs.

The system is now developed and is scheduled for piloting at UC Davis and UCLA beginning October, 2005.  The release of the production ERS software to campuses is set for February, 2006. Rollout of the ERS to the campus is planned for xxxxxxxxxxxxxxxxxxx.

The ERS will enable campus departments and central administrative offices to achieve the following specific goals:

· Streamline processing of federally mandated effort reporting by providing online effort review and certification capability

· Eliminate paper processing of personnel effort reports (PARs)

· Enhance reporting capability and flexibility by ensuring timely online data access 

· Provide online access to current and historical effort reporting information

· Improve business processes by reducing time spent reporting effort in both departments and the central accounting office.

· Ensure compliance with the federal requirements for effort reporting.

After the initial effort to revise workflow and processes and learn how to certify effort reports online, workload for faculty and staff is expected to decrease. 

We will keep you apprised of progress as we get closer to implementing and deploying ERS.
XXXXXXXXXXXXXXXX

Assistant Vice Chancellor, etc.
SAMPLE LETTER #6
TO:  Campus Work Groups, MSOs, CAOs, CFOs

and Grant Administrators

Subject:  Management of the Effort Reporting Process
The new Effort Reporting System (ERS) is currently being piloted at UC Davis and UCLA.  That means the production system release date – February, 2006 – is fast approaching.  It is time to intensify our efforts to prepare to implement ERS.

Xxxxxxxxxx has been assigned responsibility to manage the ERS project.  He/she is launching a series of meetings designed to support campus administrators prepare all departments to implement ERS.

These meetings will take place from date1 through date2.  The agenda covers a variety of important and pertinent topics:
· Start-Up Activities

· Departmental Readiness Preparation and Planning Activities
· ERS Roles

· System Access and Security

· Notifications

· ERS Workflow/Processes

· Compliance Requirements and Monitoring

· Communications

· Training

I will be contacting you shortly with a complete schedule.  Please make sure you and/or a designee are available to attend this very important planning meeting.  

XXXXXXXXXXXXXXXX

Assistant Vice Chancellor, etc.
SAMPLE LETTER #7
TO:  PAR Coordinators
I am pleased to announce we will be implementing the new Effort Reporting System (ERS) that replaces the current PAR system.  The UCX campus will be implementing the system in xxxxxxxxxxxxx.  

ERS will streamline the effort reporting process and address issues that exist within the current PAR system, by refining and correcting calculations, eliminating paper reporting and providing mechanisms to adequately monitor effort reporting to ensure compliance with federal reporting requirements.  It is a web-based system that is user-friendly and relatively simple to use.  Authorized users assigned ERS “roles” will be able to review reports, make corrections, add comments and/or certify effort reports online.  The system has distributed security access controls and a number of tools to help departments monitor effort reports for completion and ensure accurate and timely certification of effort.     

In the past you’ve had to manually coordinate all PAR activity in your department.  With ERS, this business function will be fully-automated.  You will now be able to track, manage and monitor the status of Efforts Reports for everyone who must report effort in your department.

As we migrate from a paper-based, manual system to the ERS we will be looking at ways to streamline and simply effort report processing.  You are requested to attend a meeting on xxxxxxxxx to learn more about migrating all current PAR coordinating activities into the ERS fully-automated environment.

XXXXXXXXXXXXXXXXXXXX

Management Services Officer, etc.
SAMPLE LETTER #8
TO:  Department Security Administration
I am pleased to announce we will be implementing the new Effort Reporting System (ERS) that replaces the current PAR system.  The UCX campus will be implementing the system in xxxxxxxxxxxxx.  

ERS is accessible to individuals who have been assigned roles that are recognized by the system.  Each role is given specific levels of access and authorized activities to perform.  Access and authorization are limited to ensure that the ERS database remains secure.

As this department’s Security Administrator, we will be relying on you to set up access to authorized individuals and when appropriate, remove or change access.

Please plan to attend at meeting on xxxxxxxxxx to learn more about the effort reporting system and how you will administer security on the new ERS.

XXXXXXXXXXXXXXXXXXXX

Management Services Officer, etc.
Frequently Asked Questions

Why do we need to certify effort?
In Fiscal Year 2003-04, the University received $2.62 Billion in federal contract and grant funds with $xxx,xxx to UCxx alone. The University is required to certify effort for all time charged to federal sponsored projects as well as for committed cost sharing effort.  Generally, the information concerning how much salary will be charged to a sponsored project as well as how much additional effort will be devoted to but not charged to the project is contained in the proposals submitted by the Principal Investigator or faculty member to the agency. Once submitted, this proposal represents a commitment of effort.  Once a project is approved and funds awarded the U.S. Office of Management and Budget Circular A-21, Cost Principles for Educational Institutions, requires that a certification be made indicating that the effort was actually devoted to the sponsored projects.
What happens if effort is not certified?
Institutions that do not certify effort in an accurate and timely manner are at risk for audit disallowances resulting in significant financial penalties.  In recent months, several major universities have been assessed large penalties and/or agreed to settlements due in part to effort reporting violations:  Northwestern University for $5.5 million; University of Southern Florida, for $4.1 million; Johns Hopkins for $2.6 million; Harvard University for $3.3 million; and, University of Alabama Birmingham for $3.39 million.

Why an electronic system?
Electronic systems not only automate, streamline, and replace manual processes but provide additional functionality and an easy way to monitor reporting compliance.  This improved technology and expanded functionality will also enable campus departments and central administrative offices to respond to audit requests in a timely and comprehensive manner.

Why aren't the payroll records and time sheets sufficient?
Payroll records and time sheets differ significantly between departments and generally do not contain all the required information.  Use of these forms in lieu of effort certification also limits the University's ability to monitor effort reporting compliance, and is therefore not a viable tool for ensuring compliance with effort reporting requirements.
Won't this just be more work for departments? 
No.  ERS will change how the process is completed but will be less work overall. There will be a small learning curve as department personnel switch from manual, paper-based processes to the fully automated tool.  However, ERS will help departments streamline processing, eliminate handling of paper reports, and automate time-consuming follow up activities and monitoring of reporting compliance.  
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