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Eva Thiveos is the Senior Data and Business Officer at UC San Diego’s School of Arts and
Humanities, as well as a campus Bl & Financial Reporting Developer.

Eva is a proud alumna (UCSD ‘09) and began her career at UC San Diego as an events assistant. A
decade later, she lead the School of Arts and Humanities through the great systems change of 2020
where she learned how to develop Oracle reports. Eva enjoys her dual role as both a reports
developer and user of campus reports.

Natalie Wolfe is the Business Officer and Data Analyst at UC San Diego's School of Social Sciences.

Natalie is a proud alumna (UCSD '06) with a major in Psychology and minor in Linguistics. She has
been working on campus ever since, managing financial resources as well as supporting faculty and
staff. When she's not crunching numbers or managing budgets, Natalie loves to travel and explore
new restaurants.
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Why are we here today?

- To share our journey: We’re here to share the experience of our transition to Oracle while
working within a department and School/Division.

- To reflect on our successes and lessons: We want to share what worked well for us, but also
the opportunities we may have missed.

> To provide tailored strategies for department leaders: UC San Diego’s Academic Affairs EVC
Area is comprised of Schools and Divisions which are comprised of departments. As leaders
within our own Schools, these strategies are tailored for managers of departments or leaders of
teams.

- To empower you! We want you to walk away with actionable steps that will ensure a smoother
Oracle transition for your team.

_



UC San Diego's Transition to Oracle: A

Comprehensive Timeline

Enterprise System Renewal

In 2017, UC San Diego began its
multi-year initiative to reshape
the way we do business. The
initiative covers all aspects of the
work we do from data & analytics
to student information systems.

July 2020

Learning Phase

During this time, workgroups and office
hours are formed to provide a space for
staff to learn from each other and share
best practices. The Bl Financial and
Reporting team is formed to improve
financial reporting and launch
bah.ucsd.edu - a one stop shop for all
financial reporting.

2023

UCSan Diego

Post-Implementation Phase

With refined reporting, support
structures in place, documentation
of best practices, and new training
in development, UC San Diego
enters the optimization phase. Tools
like Triton GPT will be launched
along with a new Oracle
Foundations course on UC Learning.

Pre-July
2020

UC San Diego Launches Oracle!

With a new system also meant a new
chart of accounts structure and new

financial reporting. At the same time,
the campus transition to a new travel

system, Concur.

2020-2022

Stabilization Phase

2024 and beyond!

During this time, significant progress is made to address
system issues, enhance reports, and provide support to
department staff. The Office of Operational Strategic
Initiatives conducts a review to capture new major

systems issues and remaining opportunities to be

_ addressed.
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Change Management Framework

There are many different Change Management

frameworks! Prosei ADKAR Model on a Page
. oy ADKAR element Definition What you hear
UC San Diego utilized the ADKAR model for the
people S|de of Change. @ Awareness Of the need for change “l understand why..."”
. . (""'\ % To participate and “I hav i
Developed by Prosci, the ADKAR method is a D) Desite supportthechange 1M decidedte-”
structured approach that helps individuals () Knowledge o hawtoiines Bikersariasarns ¥
navigate the transition process and ensure a
= sps impl requir p ”
successful outcome. (A) Ability Dimplonentrepket  famiblin.
o . . . o . . (R) i 0 sustain change “I will continue to...”
Training rolled out in 2018 in anticipation of the \B) Reinforcement,  Tumgaindiechene il conoinies

enterprise system change.

_


https://www.prosci.com/methodology/adkar

The Change Network at UC San Diego

UCSan Diego

Goal: Organizing leaders at all levels of the university to coordinate communication
so end users hear the right messages from the right people.

Executive Team

Primary Sponsors
and FIS Governance

Launches change
and actively sponsors
among the financial
community

Active and visible
participation;
communicates key
messages from the
Core Team

Sponsor Coalition
Lead

Serves as org. sponsor,
and primary contact for
the Change Lead and
Sponsorship Coalition

Support
communications
from Change Leads

Change Network

Sponsorship
Coalition

Serves as the leader,
executor, and
communicator for their
Division and/or
Department.

Track readiness and
provide two-way
communication

Change
Champions

Disseminates and
advocates for positive
change among impacted
units and teams

Share
communications
and set priority

_




The Change Network at UC San Diego

What Worked Well

Communication at local level from
someone you know

* “How does this affect my job?”

Provided channels to escalate concerns
and challenges

* Advocate up at every chance
possible

Allowed people to work together across
the School, breaking down silos

UCSan Diego

What We Learned

Consider implications for those outside
of the network

* Faculty, non-fiscal staff, students

Have a plan for what happens when
there is staff turnover

* Onboardingin the middle of
change is a challenge

You can’t lean on the same people for
everything

_



Build an Inclusive Communication Strategy

UCSan Diego

Building an inclusive communication plan involves intentionally designing strategies to ensure that all of your staff and
faculty feel valued and included in the sharing of information. Looking back at our experience and what we’ve learned, here
are some key considerations for building an effective and inclusive communication plan for the change.

1| Understand your audience

Your staff are your audience, but
what about your faculty?

Your faculty should also be made
very aware of how the transition to
Oracle will affect your staff and
what that means for them.

2 | Provide Multiple Channels

Utilize multiple communication
channels to accommodate
different communication
preferences and learning styles.

This may include in-person
meetings, email, newsletters,
Zoom calls, etc.

3 | Promote Two-Way
Communication

Actively solicit feedback,
questions, and input from your
staff.

Create opportunities for dialogue
and collaboration like
Communities of Practice.

4 | Communicate Up

The campus level change
implementation team may not be
aware of your local needs.

So advocate for them at every
chance possible

=> At UC San Diego => At UC San Diego =>  AtUC San Diego => At UC San Diego

Before it may have taken 48 hours to
process a faculty reimbursement. With
the move to a new system, it may take
double that amount of time as your staff
are learning the new system.

Weekly email updates, instant
messaging, in-person and Zoom office
hours, and a YouTube channel of
recorded sessions shares information in
multiple formats. Known Issues web

page.

Surveys, Listening Sessions, and
Communities of Practice encourage
two-way communication.

Change Network leads, as well as a
Chancellor’s Advisory subgroup
gathered their School/Division’s main
challenges with Oracle, prioritized them,
and elevated them to leadership.

_
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Streamline Operations

Permanent Changes Temporary Measures

> Review your chart of accounts! Close strings that are no longer > Consider the fiscal year of your tra nsition,

necessary, merge, spend out where you can. This also serves to hat i . 2 1s th hi h
help you really be mindful about what funds exist in your unit. what Is coming up? Is there anything that can

Knowing what you should have and what it was for will be helpful be deferred?
for discovering any errors in changeover.

) _ , > Is there work that can be temporarily shifted
- Streamline your processes: Take an inventory of your business

processes. Can anything be more efficient? Are they necessary? to others on your team to create space for your

Are they documented? Consider Lean Six Sigma training to help transition team?
review your processes.

> Set yourself up for the reporting you want. If you are > Can you be more strict about reqwred lead

changing your chart of accounts during this transition, ensure time or deadlines?
there is a mapping from your legacy chart of accounts to your new
chart of accounts. Consider how to best use available fields.

_
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Example: Reporting Core Group (RCG)

> Charge: The charge of the RCG was to assist the Enterprise Systems Renewal (ESR) projects with prioritization
and organization for the reports that were being created in and adjacent to those tools. Made up of staff across
campus, the RCG attempted to coalesce resources and effort to ensure standardized, reliable, accurate, and
reproducible suites of reports were available for the campus community.

Challenges What We Learned

> UC San Diego’s structure for reporting and > Define Roles: a clear campus-wide understanding of roles should be laid out and

business analytics was siloed - This left business sustainably resourced. Ex: Data stewards, report developers, data consumers, report owners.
staf'.fwith the F)urden of ‘hav'ing to negotiate and > Role-Based Training: Centralized campus training is essential because it allows for
navigate multiple organizational structures to standardization of processes and reporting. Must: identify training needs for each role.
create reports that answer basic business

questions. - Governance: Ensure there is a data governance with all data owners, SMEs, IT + Bl analyst,

and Data Stewards meeting for support, accountability, & transparent progress reports.

e At.go-live, the Mi‘nimal'ly Viable P"'OdUCt (MVI?) > Data Dictionaries: Creation of data definitions and one report platform that houses data
version of Oracle Financial Cloud did not provide dictionaries for all source systems will be essential as staff are getting used to new system
blended data reports from multiple systems language and reporting.

(research, UCPath, student, etc.) out of the box. ) ) )
> Access: All access processes should be consistent with a single template.

_



Example: Communities of Practice

The best way to understand a concept is to explain it to someone else.

UCSan Diego

UC San Diego began Communities of Practice (COP) for various functional areas to help serve this purpose.

Campus Level COP

Communicates major updates or known issues to a
broad audience

Provides demonstrations of how new functionality
or reports might be useful to your work

See what people in other units are working on or
where they are experiencing challenges

o  Lookfor help in other areas of campus!

Usually led by central offices, which tend to be
siloed. Perspective can be narrow.

School Level COP

Provide supplemental training to personalize the
changes relative to our School

Encourages discussion within a smaller group

Creates safe spaces to ask for help

Validates experiences

Fosters a general sense of community across staff, which
extends to other parts of your team

Creates leadership opportunities for those who are
interested in leading the group, sharing a demonstration,
coordinating guest experts, creating shared documents
and tools

Now four years in, many of these groups are still meeting regularly,
and are referenced by staff as one of the more valuable resources available to support their work.

_



Supporting Your Team

Remember that you have a critical role as an advocate
for your staff and faculty.

Acknowledge challenges, and listen to concerns.

Foster an environment that promotes adaptation and resilience.

Make sure you maintain a clear understanding of what your unit needs.

People may express challenges, and you'll need to be able to
effectively communicate that to campus leadership.

In addition to transition specific change networks, advisory boards,
etc., you likely have other channels to obtain and share information.
Use them!

Obtain buy in from your Department Chair/Faculty Leadership. Their
help in addressing challenges and providing supporting
communication with faculty will be valuable.

UCSan Diego

- Specific Actions That Were Helpful

Take a step back to look at the bigger picture. A
base understanding of how the system works
gives context to understand the details.

Don’t wait for campus to create what you
need.

Get people engaged and talking to each other
to help solve problems together and know they
are not alone.

Consider how roles on your team might evolve
to grow with this change.

=> At UC San Diego

Presentation series covered high-level concepts of
Oracle, and then got into the related details.

Schools and Departments created their own
process guides to keep business moving.

_



Promote Growth Opportunities

Itis important to foster a growth mindset among your teams and encourage them to view change as an
opportunity rather than a setback. You can encourage continuous learning by:

1| Leading by Example

As an MSO/CAO, you play a crucial
role in modeling continuous
learning behaviors.

=>  AtUC San Diego => At UC San Diego => At UC San Diego =>  AtUC San Diego

One of our CAOs, Jamie Gonzalez,
found a gap in her departments
process for reimbursement. She took it
upon herself to learn a new tool (Kuali
Build) to better track reimbursement
requests. She modeled this for her
department and then for our whole
School, and now several other staff
want to learn the new tool to
streamline their process.

2 | Creating a Learning Culture

Foster a culture within your team
that values and prioritizes
continuous learning.

Have a fiscal staff member that is
interested in doing more data
analysis and reporting? Encourage
them to take advantage of these
learning opportunities your campus
provides. As a campus, UC San Diego
provided live training for Oracle
reporting development as well as Bl
tools like Cognos and Tableau.

3 | Encouraging Peer Learning

Facilitate peer-to-peer learning by
encouraging employees to share
their knowledge and best practice
with each other.

Have a staff member who is a pro at
Pivot Tables? Ask them if they’d like
to do a short training at one of your
communities of practice. In the
School of Arts and Humanities fiscal
office hours, staff with experience
using pivot tables did a short
training and demo to introduce the
concept to their peers.

UCSan Diego

4 | Considering Your Org Structure

Is your department structure set
up to accommodate for the
transition? Consider
cross-functional collaboration!

After evaluating our Org Structures
and identifying staff strengths and
interests, some units encouraged
split appointments. Split
appointments encourage diverse
skill development, cross-functional
collaboration, and better resource
utilization.

_
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Example: Continuous Learning in Action

* Heather Sears was a Contracts and Grants Manager at UC San Diego since July 2018.

*  With the transition to Oracle in July 2020, campus also introduced a new reporting
system, Cognos Analytics. UC San Diego offered training courses for staff who were
interested in learning how to develop financial reports in the new system and Heather
signed up.

* Heather learned how to develop our first reports in Cognos that blended subledger and
general ledger data.

*  Atthe same time, Heather noticed a gap in the support being offered to research
administrators so she developed the campus-wide “Fund Manager Office Hours” as a
space for fund managers to gather and share best practices.

* InFallof 2021, Heather officially became the Director of Business Intelligence and
Financial Reporting. Given Heather’s research administration background, training
capabilities, and report development training, she was perfectly positioned to lead this
work.

*  Since then, Heather and her team of 5 have developed and enhanced over 75 financial
reports, many of which are used by MSOs across the whole campus.

_




Assess & Recalibrate

Gather Feedback

Solicit feedback from your staff and identify
issues early. What are their pain points? Are
these pain points you can address? Elevate
this feedback to campus leadership to
Reca “brate ensure that they are addressed and

prioritized.
Modify your approach and make necessary

adjustments. How can you address your
department culture and communication
surrounding the re-learning process?

Assess Impact

How is the change affecting productivity,
morale, and job satisfaction? Fiscal staff
will have to re-learn their jobs. There may
be an initial decrease in productivity,
frustration and stress, and the potential for
errors and mistakes.

UCSan Diego

- At UC San Diego

The Chancellor's Advisory Subgroup was comprised of
various campus staff members, including Assistant Deans,
tasked with gathering feedback and identifying key issues
related to Oracle within their respective Schools/Divisions.
The group categorized these issues based on their priority
levels, distinguishing between high, medium, and low priority
concerns, before presenting them to leadership for further
consideration.

Academic Affairs TIGER Team: After gathering feedback on
pain points, EVCAA assessed a need for a team that consists
of at least one representative from each School/Division to
help address global issues and to shift some tasks off
departments (DrPat, GL-PPM Recon)

Move to Cognos: One example of our campus-level
recalibration involved recognizing the limitations of Oracle
reports in meeting our diverse reporting needs.
Consequently, we shifted our focus and allocated more
resources to alternative reporting tools like Cognos and
Tableau. These tools offer greater flexibility in report
customization and data blending, better aligning with our
requirements.

_



Ideas for Training
in Advance of Transition

=> Change
Management
Framework

e Prosci ADKAR
model

* Prosci Agile
Iterative Change

Management

Lean Six Sigma

Focuses on
reviewing
processes to
reduce defects
and limit waste

->

Promapp /
Lucidchart

Capture current
state processes

Helpful for
clarifying roles
and
responsibilities

=> General
Accounting

* Oracle uses
standard
accounting

* Many of our fiscal
staff and business
officers do not
have accounting
background

UCSan Diego

IBM Cognos /
Tableau

Build reports
using Oracle data

Faster run times
than Oracle
reporting

Ability to create
custom reports
for unit

_


https://www.prosci.com/blog/why-the-adkar-model-works
https://www.prosci.com/blog/why-the-adkar-model-works
https://www.prosci.com/blog/https/www.prosci.com/blog/agile-change-management
https://www.prosci.com/blog/https/www.prosci.com/blog/agile-change-management
https://www.prosci.com/blog/https/www.prosci.com/blog/agile-change-management

Biggest Lessons Learned

Reflecting back, these are some of the lessons that had the biggest impact on our progress

getting through the transition.

You need a team that understands
the Way Oracle Works AND your
reporting needs.

Advocate for this at your campus if
itis not already planned! Great
growth opportunities for existing
staff, or consider hiring specifically
for this role.

=>  AtUC San Diego

We went through many reporting
challenges and iterations before finding
what worked for us, and most units
completely revamped their COA one or
two times in the process.

Reporting will only be as good as
the data that goes in to the
system.

Understanding downstream effects
and finding ways to guard against
errors is critical.

=>  AtUC San Diego

Cross-validation was built into systems
where possible to check Financial
Unit/Project combinations because
both fields are 7 numeric characters and
easily transposed, causing items to post
where it wasn’t intended.

UCSan Diego

Some of the biggest impacts will
be felt by people that don’t
interact with the system at all.

Faculty, staff, and students that
rely on your fiscal staff need to
know what is going on and what to
expect.

=>  AtUC San Diego

Sponsored Research reporting was
especially challenging in the beginning,
and the severity of the impacts were a
surprise to many faculty.

_
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Questions? Comments?

Thank you!
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Resources

Learn more about UC San Diego's Budget & Finance Training

Learn more about UC San Diego’s launch of Oracle Guided Learning (OGL)



https://blink.ucsd.edu/finance/resources-training/training/
https://blink.ucsd.edu/finance/resources-training/training/ogl-implementation.html

