ERS Pilot Communications Materials


Planning Phase Communications Packet
	Audience
	· Campus Work Groups

· Management Services’ Officers

· Grant Administrators

· Departmental “Point Person”

· Research Administration



	Objective of the Communication

	Support Administrators and Campus Work Groups Plan for Implementation of ERS



	The Message
	· What is involved in implementing ERS?

· What should I be thinking about in terms of planning, staffing, processes, timing, etc.?

· How will the system be used by the campus?  In my department?

· What changes can I expect to see in the way I now handle effort reporting?


	Action Items
	· Review Planning Phase Communications packet
· Supplement/customize Planning Considerations List and suggested handouts as required

· Set-up on-going meetings between project team, campus work groups (central and departmental users) throughout Planning Phase

· Document decisions made in Planning Phase

· Create and deliver appropriate communiqués to audiences regarding decisions, action items, next steps, progress, etc.


	Deadlines
	At campus discretion


	Index of Materials
	· Planning Considerations List
· Suggested Hand-outs
· ERS Roles and Authorized Activities
· Process Flow



	How to access materials

	UCOP ERS website

www.ucop.edu/sysdev1/ers/


	Recommended use of products to create “communications events”


	Use “Planning Considerations” to orient workgroups and administrators to tasks and activities they need to engage in during the ERS Planning Phase.

Distribute “ERS Roles and Authorized Activities” to department administrators so they can start thinking about how to set up roles and responsibilities in their departments.

Use “Process Flow” diagrams to start the conversation about changing and streamlining workflow.



	Recommended mode of delivery

	During project work group sessions.


Planning Considerations

Start-Up

· Develop campus planning process

· Identify system “owner” and campus stakeholders, e.g., Central Research Administration units, Payroll, Information Technology, Training Coordination, Department representatives, etc.

· Convene stakeholders and hold planning session(s) 

· Develop list of outstanding policy and/or processing issues

· Identify “point person” from each department to manage ERS activities and tasks

· Create Departmental Work Groups

· Determine what assistance departments need from central offices to make the transition

· Develop Project Plan that includes roles, responsibilities, project tasks, timeline and product specifications for all deliverables

· Create and distribute project plan for functional users

· Create state of expectations for departmental system users

· Review and clarity statement with departmental system users

System Administration
System Ownership

· Identify ERS “owner”

· Designate ERS office of record

· Identify central functional office that has primary responsibility for ERS

· Setting system schedule

· Table maintenance

· Managing system maintenance

· Ensuring compliance

· Identify technical resources that have primary responsibility for ERS

· Maintaining system

· Running interfaces

· Populating ERS

· Resolving technical difficulties

· Integrate ERS data with other "data warehouse" applications to enable ad hoc reporting?

· Customizing system parameters
Compliance Requirements and Monitoring

· Supplement UC policy and standards regarding Effort Reporting with campus-specific policy/standards

· Determine the maximum percent of effort that can be charged or contributed to sponsored projects and how to enforce that maximum.

· Determine what is the basis for identifying employees who will not be allowed to certify their own reports

Department Readiness

Start-up Activities

· Identify a departmental “point person” to manage ERS Pilot and Implementation responsibilities

· Create work group(s)

· Meet with ERS Project organizers

· Follow-up on assignments

ERS Roles

· Gain familiarity with ERS Roles

· Viewer

· Reviewer

· Certifier

· ERS Coordinator

· ERS Department Security Administrator

· Develop criteria for assigning employees to ERS roles 

System Access and Security 

· Develop procedures for requesting access to the system and for granting access to the system

· Develop procedures for requesting specific permissions in the system and granting those permissions
ERS Workflow/Processes

· Assess current PAR processing, workflow and procedures

· Assess PAR processing inefficiencies

· Are there ways of simplifying processes within central offices and/or departments?

· Is paper or any part of the current process being used for any purpose other than certification?  For example, are paper reports routed for notification, to request corrections, or for other purposes?  If so what will replace those functions? 
· Get familiar with ERS features, capabilities, processing opportunities and constraints

· Determine new ERS processing, workflow and procedures, including how to handle:

· Transitioning from paper to electronic process

·  Consistent reporting of effort

· Transfers of payroll expense

· Cost transfers and resultant effort report adjustments that go beyond 120 days (and are subject to additional scrutiny and “facts and circumstances” review)

· Effort Reports subject to multiple department certification

· Employees who have no salary directly charged to federal funds but for whom an effort report is needed

Communications

· Review all UCOP delivered communications packages.  All five communications packages are available on www.ucop.edu/sysdev1/ers/
· Identify all audiences who require communication regarding ERS (e.g., department administrators, central office administrators, PIs, faculty, staff)

· Develop Campus Communication Plan that includes communicating about:

· Planning Considerations

· System Administration

· Compliance Requirements and Monitoring

· Departmental Readiness 

· ERS Workflow/Processes

· ERS Notifications 

· ERS Training options and availability

Training

· Review UCOP delivered training modules.   All training modules are available on www.ucop.edu/sysdev1/ers/
· Develop campus training strategy that incorporates:

· Multiple vehicles for disseminating information e.g.,  memos, workshops, presentations, demos, lecture, web-based training modules, helpdesk and hotlines, and hands on system usage.  

· Preferred methods for transferring knowledge concerning the use of ERS to PI's and faculty members

· Deployment methods and timing

· Training resources required

Suggested Handout:  ERS Roles and Authorized Activities

Inherent within ERS are five distinct roles that allow the user to perform specific activities.  ERS roles and their related authorized activities are identified below in Table 1:  ERS Roles and Authorized Activities.

Table 1:  ERS Roles and Authorized Activities
	ERS Role:
	Authorized Activities:

	Viewer
	· Access ERS

· View effort reports before or after certification

· Cannot input comments or changes or certify the report.



	Reviewer 
	· Access ERS

· View effort reports before or after certification
· Edit effort reports (only before it is certified)
· Add comments

· Cannot certify a report



	Certifier
	· Access ERS

· Review effort reports before or after certification
· Edit effort reports 
· Add comments

· Certify effort reports



	Coordinator


	· Receive notification

· Access ERS

· Track completion of certification

· Follow-up on incomplete or late efforts



	Departmental Security Administrator
	· Access ERS (limited to security functions)

· Grant appropriate access 

· Remove access




Departments assign roles to designated staff.  Access to records is granted based on the department code as translated from the full accounting unit.  Persons fulfilling those roles are granted access only to those department records for which access was granted. Appropriate individuals in central units can be granted full campus access to view reports for all departments.

While each of these roles represents certain authorities, a person could be assigned more than one role.  For example, an Effort Report Coordinator could also be a Reviewer or a Certifier if the department chooses to assign them those responsibilities.  Departments would simply grant multiple roles to individuals who are acting in more than one capacity concerning the effort reports.
By granting a Reviewer or Certifier function, the department is authorizing that Reviewer or Certifier to review or certify Effort Reports for more than one person.   Similarly, if multiple Reviewers or Certifiers are authorized for a department, any one of them could release or certify the report, at which time the system would consider the action complete and would not require action from the other Reviewers or Certifiers.   

Suggested handout:  Process Flow
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Proposed Process Flow. Effort Report is correct as issued.
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Proposed Process Flow.
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