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University of California, Los Angeles 
Implementation Plan for 2011-12 State Funding Reductions 

 
February 23, 2011 

 
 

EXECUTIVE SUMMARY 
 

 UCLA is planning for a $96 million reduction in state funding in 2011-12, 
following on a $60 million permanent cut in 2009-10. 

 
 By 2011-12, UCLA will also have absorbed $111 million in unfunded General 

Fund cost increases. 
 

 Because of conservative budget management, UCLA currently forecasts 
General Fund cash balances of $65 million in 2010-11 and $25 million in 
2011-12. 

 
 Notwithstanding these balances, the campus faces a permanent budget 

shortfall of $55 million going into 2012-13. 
 

 The campus has 12 to 15 months to plan and implement increased revenues 
and reduced spending to close this projected gap. 

 
 The campus will rely on four sets of strategies to accomplish this goal: 

 
1. Generate new revenues 
2. Restructure the academic program 
3. Restructure administrative services 
4. Build partnerships with OP and other campuses 

 
 Implementation of these strategies will be the responsibility of a wide range 

of campus stakeholders, and is coordinated through the Restructuring 
Steering Committee. 

 
 
On January 10, 2011, Governor Jerry Brown proposed his budget for 2011-12. This plan 
was prepared in response to projected shortfalls in the state General Fund of $25 billion. 
The governor’s budget addresses this gap with a combination of taxes, spending cuts, and 
other measures. The governor has proposed that the bulk of the new revenue measures be 
subjected to voter approval at a special election in June 2011. Specifically, voters would 
be asked to approve an extension of $8 billion in tax increases that were adopted as part 
of the 2009-10 state budget, but which are scheduled to expire this fiscal year. The 
governor has not proposed a specific contingency plan should voters reject the extension 
of these tax increases, or should the legislature decide not to place the initiative before the 
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voters. The governor and legislative leaders have stated, however, that if the extension of 
these tax increases is not secured, additional major spending reductions beyond those 
already proposed by the governor will likely be necessary. 
 
Even assuming voter approval of the tax measures, the governor’s plan reduces state 
funding for the University of California by $500 million in 2011-12. This cut amounts to 
16% of current state funding for the university and 8% of core revenues, including 
student tuition revenues and the General Fund component of indirect cost recovery. The 
governor’s proposal does not include any mid-year cuts to 2010-11 funding levels; and it 
leaves in place the restoration of the $305 million temporary reduction from 2009-10, as 
well as $51 million for partial funding of unfunded state enrollments and $14 million for 
increased annuitant benefit costs. 
 
In addition to reduced state funding, the university in recent years has experienced 
increases in mandatory operating costs, primarily for faculty and staff compensation and 
benefits. When added to reductions in state funds, UC faces a General Fund shortfall of 
about $1 billion. The Regents have approved substantial increases in student tuition rates, 
but these revenues have replaced only a portion of the total shortfall. 
 
On January 14, 2011, President Mark Yudof wrote to the Chancellors requesting that 
each campus prepare a plan for implementation of that campus’s share of the $500 
million reduction in state funds. His letter is attached in Appendix A. These plans are due 
to the President on February 23, 2011, and will be compiled and presented to the Regents 
at the March 2011 meeting. Each campus has been assigned a share of the $500 million 
reduction based on the funding streams methodology. Following are the key assumptions 
guiding the development of UCLA’s plan: 
 

 OP has assigned UCLA a $96 million share of the $500 million reduction. This 
figure may be reduced if the President approves cuts in systemwide programs, or 
it may increase if the tax measures fail and the state approves larger reductions. 

 The 8% increase in student tuition rates for 2011-12, already approved by the 
Regents, will remain in place and no further increases will be approved.  

 No further systemwide changes affecting resources, such as changes in student 
work-loan requirements, will be enacted.  

 The funding streams model proposed by the Office of the President will be 
implemented on July 1, 2011. 

 
The plan does not address the following risk factors, which may emerge during the next 
fiscal year, and which may require additional actions beyond those summarized here. 
 

 Additional state budget cuts above the $500 million proposed by the Governor. 
 Reductions in federally funded sponsored research. 
 A reduction in the federal indirect cost recovery rate. 
 Failure to achieve all of the revenue and cost savings objectives outlined in this 

plan. 
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2009-10 and 2010-11 Context for the 2011-12 Plan 
 
UCLA’s budget planning focuses on budget reductions and unfunded cost increases with 
respect to the General Fund.  Each element is shown in Table 1 and discussed below. 

 
Table 1 

2010-11 2011-12

Problems

Budget Reductions 60.26        156.26      

Unfunded Space Costs -            10.60        

Unfunded Benefit and Retirement Costs 33.72        51.01        

Graduate Remissions 20.65        22.30        

Undergraduate Course Enrollments 7.00          7.00          

Faculty and Staff Salary Increases 8.70          20.80        

Total: 130.33      267.97      

Solutions

Carry-Forward 65.01        

Mandatory Fee Increases 56.49        74.49        

Budgeted Student FTE & Fees 6.03          6.03          

Non-Resident Tuition Increases 5.67          8.35          

Overenrollment Funding 0.65          1.00          

Summer Fee Increase Tax 4.95          4.95          

Central Reserves & USAP 27.78        29.30        

Strategic Reductions on Non-traditional Sources 16.51        12.30        

Budget Reductions to Units 77.26        91.55        

Total: 195.34      292.98      

Balance 65.01        25.01        

UCLA's Budget Reductions and Solutions

(Based on Cash Value)

 
 
 
UCLA’s planning for 2010-11 assumed (1) a permanent budget reduction of $60 million 
enacted in 2009-10, (2) the continuation of a $57 million temporary reduction in 2010-11, 
and (3) budget cuts to fund UC Merced and the PRIME program.  Fortunately, the final 
state budget relieved the campus of the temporary reductions. Notwithstanding this relief, 
Chancellor Block decided to keep in place the campus budget cuts planned for 2010-11 in 
order to build a reserve to counter likely further reductions in 2011-12.  As a result, the 
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campus projects a $65 million General Fund reserve in 2010-11 and $25 million in 2011-
12. These reserves help to ameliorate short term budget pressures, but they fall short of 
solving the permanent nature of the budget reductions and unfunded cost increases. What 
is most important is that the reserves buy time.  Campus leadership now has 12 to 15 
months to design and implement solutions to the permanent shortfall.   
 
However, as can be seen in Table 1, the budget reductions require the campus to fully 
commit all of its student fee revenue. Furthermore, the unfunded cost increases require a 
significant reduction of central reserves and have had a significant impact on the 
resources available to the campus’s operating units.  Since the onset of budget cuts in 
2009-10, UCLA academic departments have frozen 47 faculty FTE for a savings of $6.8 
million. Eight lecturers have been laid off, saving $560,000. 173 staff employees have 
been laid off, saving $10.4 million. There are a total of 524 staff positions currently 
unfilled for a savings of $68 million. While academic and staff resources have been 
reduced in this manner, the scope and complexity of the work continues to grow. 
 
Table 2 shows the same information but identifies the temporary and permanent budget 
components of the 2011-12 budget.   
 

Table 2 
 

Temp Perm Temp Perm
Legislative Actions

Budget Cuts (60.26)          (96.00)          
Price Increase Factors

Unfunded Space (10.60)          
Unfunded Benefit & Retirement Costs (33.72)          (17.29)          
TA/GSR Remissions (20.65)          (22.30)          
Undergraduate Course Enrollments (7.00)            (7.00)            
Unfunded Faculty & Staff Salary Increases (8.70)            (13.60)          

Total Budget Problems: (27.65)          (102.68)        (39.90)          (126.89)        

Solutions
Prior Year Carry-Forward 17.29            37.11            

Fee Increases 56.49            18.00            
Budgeted Student FTE General Funds 6.03              
Projected Net Overenrollment Funding 0.65              1.00              
Non-Resident Tuition Increase 5.67              -               2.68              
Projected Summer Revenue Increase from Fees 4.95              -               -               
Central Reserves & USAP 27.78            29.30            
Strategic Reductions on Non-traditional Sources 16.51            12.30            
Costs Allocated to Units -               66.65            14.60            17.29            

Total Solutions: 44.94            139.79          74.49            75.08            

Year End Position: 17.29            37.11            34.59            (51.81)          

2010-11 2011-12
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The table shows that UCLA is facing a $52 million permanent budget problem at the end 
of 2011-12.  It is imperative that this permanent shortfall is addressed between now and 
the beginning of the 2012-13 academic year. Prudent budget management has bought the 
campus time to address this permanent shortfall, but UCLA’s academic quality and its 
ability to meet its mission will depend on the actions the campus takes between now and 
July 2012. Positive and significant steps have already been taken, but the pace of these 
efforts by management, faculty, and staff must accelerate. 
 

 
 
 

2011-12 Budget Plan 
 
The planning process for the 2011-12 fiscal year has three objectives: 
 

1. Act now to balance the permanent budget by 2012-13. 
2. Identify additional resources to support unfunded cost increases. 
3. Implement the funding streams model. 

 
The third objective, implementing the funding streams model, is expected to be 
approximately revenue-neutral. The first two objectives will require the campus to 
generate additional revenues and cost savings. Some of these solutions will produce 
campuswide financial benefits, others will benefit individual departments.  
 
UCLA’s budget plan is based on four basic strategies: 
 

1. Generate new revenue 
2. Restructure the academic program 
3. Restructure administrative services 
4. Build systemwide partnerships with the Office of the President and other 

campuses 
 
The balance of this plan provides a broad outline of how UCLA will use these strategies 
to address our budget shortfalls. In large part, the strategies continue efforts begun in 
2009. The campus has generated new revenues from nonresident students and other 
sources. The number of filled ladder positions has been reduced. Layoffs (173) and 
attrition (524 vacant positions) have thinned the ranks of staff. While much of the plan 
relies on reducing costs, the specific strategies are aimed primarily at increasing 
productivity, not implementing mass reductions in the workforce. Notwithstanding the 
unprecedented cuts in state funding, UCLA will continue to grow. We will find ways to 
expand student access, secure more research funding, and serve a growing base of 
patients. The path will be difficult and will involve some setbacks, but by 2012-13 UCLA 
will be more focused, more productive, and moving forward. 
 
The responsibility for implementing these strategies will be distributed widely across 
campus. Some strategies will require action by the Chancellor and other senior 
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executives; others will depend on deans, faculty leaders, vice chancellors, and 
administrative managers. Some functional processes will have clearly defined owners; 
others will be owned collectively. Successful development and implementation of these 
strategies will require extensive consultation with all campus stakeholders – students, 
faculty, staff, and others. The coordination of all these activities will occur through the 
Restructuring Steering Committee, which is chaired by Executive Vice 
Chancellor/Provost Scott Waugh and which is broadly representative of campus 
administration, faculty, staff, and students. Appendix B contains a summary of all 
initiatives currently under the purview of the Restructuring Steering Committee, many of 
which are part of the overall strategy outlined below. Further information about the 
committee can be found at www.evc.ucla.edu. 
 
 
I. Generating New Revenues 
 
The first major component of UCLA’s budget plan is to increase overall campus 
revenues and revenues available to local academic units. 
 

Maintain enrollment of resident undergraduates. Notwithstanding reductions in state 
funding, the UCLA campus currently plans to maintain its FTE enrollment of 
California resident undergraduates. Because 4-year and 6-year graduation rates 
continue to increase, maintaining overall enrollments will provide an opportunity to 
expand access and throughput through a modest increase in the size of the entering 
freshman class. The campuses proposed enrollment targets are included in Appendix 
C. 
 
Expand enrollment of nonresident undergraduates. UCLA has begun expanding the 
number of non-resident undergraduates, both domestic and international. Our 
aspiration is to grow the non-resident study by 2,400 students, from around 9 percent 
of total undergraduates to about 18 percent. Achieving this target by 2013-14 will 
generate increased non-resident tuition revenues of $45 million annually to support 
the instructional program. Proposed enrollment targets are included in Appendix B. 
 
Expand use of differential fees by select graduate professional programs. Table 3 lists 
all professional degrees at UCLA and the number of currently approved differential 
fees. 
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Table 3 

 

Professional 
Differential Fees

Master of Architecture I Yes

Master of Architecture II Yes

MFA in Art Yes

MFA in Design| Media Arts No

Master of Music (MM) No

Doctor of Music (DMA) No

Principal Leadership Program No

Teacher Education Program No

Master of Library and Information Science No

Juris Doctor Degree Yes

Masters of Business Administration Yes

Masters of Public Policy Yes

Masters of Social Welfare Yes

Masters of Urban Planning Yes

MFA in Film, Television & Digital Media Yes

MFA in Theater Yes

Doctor of Dental Surgery Yes

Doctor of Medicine Yes

Master of Science in Nursing Yes

Master of Public Health Yes

Doctor of Public Health Yes

UCLA Professional Degree Programs

 
 
UCLA has been a strong proponent of these fees and will continue to review the 
viability of requesting fees in the six programs that remain for consideration.  The 
importance of these fees in the face of the State budget reductions cannot be 
overstated, and the academic excellence of the programs with fees is dependent upon 
the continued existence and increases in the fees.  
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Expand self-supporting degree and certificate programs. Table 4 lists the degrees at 
UCLA that are currently self-supporting.   
 

Table 4 
 
 

UCLA Self-Supporting Degrees

Fully Employed MBA

Executive MBA

Global EMBA for Asia Pacific

Global EMBA for the Americas

Master of Financial Engineering

Education Leadership Program

Master of Science in Engineering (on-line)

Professional Program for International Dentists

Master of Laws Degree (LLM)

Master of Public Health for Health Professionals

 
 
These degrees respond to the needs of working professionals and expand access to the 
University.  They also provide significant resources to support the “state-funded” 
academic programs, faculty, and students in their home units. Academic leadership 
will continue to explore opportunities for establishing new programs and for 
expanding enrollment of existing programs. The campus will also seek opportunities 
to serve the broader public by expanding its offering of non-degree courses through 
University Extension. 
 
Summer session. The UCLA summer session has been an important element of the 
academic program for accelerating student throughput and providing flexible 
financial resources to academic departments. UCLA will continue to provide 
financial incentives for students to enroll in summer courses, and for departments to 
provide sufficient courses to meet student demand.  
 
Licensing of intellectual property. Licensing intellectual property is an important 
element of UCLA’s mission to create new knowledge and transmit it to society. 
Currently, UCLA generates $33 million in gross royalty income from patents and 
license agreements. After distributions to inventors and expenses, this IP generates $8 
million annually in net revenue for UCLA’s academic program. While UCLA’s 
performance in this area has improved, it is not yet best in class. The campus will be 
making a concerted effort to restructure its intellectual property licensing program 
over the next several years. While the financial benefits of this effort are difficult to 
estimate, other universities with more highly evolved programs are currently 
generating tens of millions of dollars more than UCLA’s current performance. 
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Fund-raising. UCLA is the national leader among public universities in private fund-
raising and performs consistently in the top ten among all universities. Despite the 
economic downturn of the past two years, UCLA has continued to raise more than 
$300 million annually. Private fund-raising will grow in importance as a major 
element of the campus financial plan. As UCLA approaches the onset of its 
centennial campaign, the campus aspires to increase its annual fund-raising capacity 
to $400 million, with a target of $500 million by the end of the campaign in 2019. To 
address our most pressing needs, much of the campaign will focus on faculty chairs, 
student support, and academic program support. 
 
Sell unused properties. Unlike many universities, UCLA has limited land resources. 
The campus is currently preparing three under-utilized properties for sale:  the Edwin 
Carter Estate and Japanese Gardens in Bel Air; the May’s Landing property in 
Malibu; and the Trisonic Wind Tunnel property in El Segundo. Proceeds of these 
sales are restricted under the terms of the original gifts, but each will assist in 
supporting the academic program.  
 
Improve cash management. In the past two years, UCLA has participated in the Total 
Return Investment Pool (TRIP) program administered by the UC Office of the 
Treasurer. Under this program, the campus redirects daily cash balances not needed 
for liquidity purposes from the Short Term Investment Pool (STIP) into TRIP, an 
investment pool whose asset allocation is projected to produce higher investment 
returns than STIP, albeit with higher projected volatility. UCLA initially invested 
$500 million in TRIP and has recently increased its stake to $785 million. After 
covering the internal fund holders’ STIP returns, the net investment return from TRIP 
is allocated by the Chancellor to support campus unmet needs. 
 
Use funding streams to reallocate General Funds to academic program. Under the 
funding streams model, UCLA will receive $71 million in new funds and will, in 
turn, pay a $71 million tax to UCOP. The returned funds will include $50 million in 
state funds, but assignment of the internal burden of the tax will be determined at the 
discretion of campus leadership.  Thus, through a judicial implementation of the 
effective tax rate across most revenue streams the campus has an opportunity to 
benefit general funded programs.  UCLA will consider the use of this fund 
management tool as it implements the funding streams model in 2011-12. 
 
Expand course materials fees to support classroom technology. UCLA is currently 
planning to expand the Instructional Enhancement Initiative fee paid by 
undergraduate students for support of classroom technology. Specifically, the fee will 
apply to all undergraduate courses (currently, the fee is limited to those in the College 
and School of Engineering) and will be set at a uniform rate of $7 per unit. Proceeds 
from the fee will support the development and maintenance of course management 
systems on the Moodle platform, with the goal of providing high quality support to 
classroom instruction and reducing the proliferation of disparate course management 
systems across campus. 
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Increase the application fee for undergraduate study. The application fee has 
remained at $60 for a significant number of years and no longer covers the expense of 
managing the admissions process, based on cost increases and the new holistic 
approach.  A fee of $100 is more appropriate and in line with that of other 
universities, and it would remain subject to waiver for those students who can 
demonstrate financial hardship.  The fee increase of $40 would result in 
approximately $3.2 million in increased revenue to UCLA based on our freshman and 
transfer applicant pool of ~80,000.   

 
 
II.  Academic Restructuring 
 
The second major component of UCLA’s budget plan is restructuring of the academic 
program to enhance overall productivity while maintaining quality. 

 
Develop alternative funding plans for select professional schools. UCLA currently 
has two graduate professional programs – the EDD program in GSEIS and the LLM 
program in the School of Law – that have been converted from state-funded programs 
to self-supporting degree programs. Campus leadership is currently reviewing a 
proposal from the Anderson Graduate School of Management to establish a self-
sufficient funding model. The campus anticipates proposing that the Anderson MBA 
program, like the EDD and LLM programs, be converted into a self-supporting 
degree program. Aside from benefitting the School, the proposal allows the 
redirection of the program’s General Fund revenues to address campus budgetary 
needs, to the added benefit of other academic programs. UCLA will also examine 
other graduate professional programs to determine whether alternative funding 
mechanisms would benefit those programs and allow redirection of campus resources 
to support high-priority instruction and research. 
 
Eliminate/restructure ORUs and centers. UCLA is currently reviewing its organized 
research units and centers to determine their continuing level of priority, relative to 
other campus needs. This review will also seek opportunities for shared common 
research infrastructure between these units. 
 
Reduce undergraduate majors unit requirements (Challenge 45). The Challenge 45 
initiative has encouraged faculty to review the content of each undergraduate major 
with the goal of limiting major requirements to a total of 45 units, where feasible. 
Significant numbers of campus departments have accepted this challenge. While 
these curricular changes are unlikely to produce significant dollar savings, 
streamlining course requirements will eventually contribute toward increased student 
throughput for a given investment of academic resources. The next step is to broaden 
this effort to examine all undergraduate requirements to ensure that they are cost 
effective and in students’ best interests. 
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Consolidate departments/programs and computing centers. Where appropriate, UCLA 
will seek to consolidate academic departments to more effectively carry out their 
academic missions and to provide shared administrative support. The campus will 
also seek opportunities to merge several academic computing centers. As examples, 
the Humanities Task Force has recommended that the campus consider consolidation 
of several language departments into a single department for European languages; 
and the campus is currently considering the consolidation of the Social Sciences and 
Humanities computing centers. A review of the international interdisciplinary 
programs is also underway, which will recommend consolidating some or all of the 
IDPs, and there will be further consideration of strategic mergers of departments in 
the Life Sciences and the David Geffen School of Medicine. 
 
Strategic reductions in faculty. To date, the campus has frozen 47 faculty FTE 
positions to free up resources needed to support instruction in light of past budget 
reductions. The number of annual faculty appointments, historically about 75 or 80, 
has declined substantially in 2010-11 to around 25 or 30. Under this plan, faculty 
appointments will remain below a steady-state level of replacement for several years. 
The number of filled ladder positions will decline over that period, and appointments 
will be strategically directed toward high workload and high priority areas. At least in 
the short run, faculty teaching workloads will increase until a sufficient number of 
open provisions have been created to support instruction through non-ladder faculty.  
A key factor in forecasting the number of future appointments will be the number of 
retirements from ladder faculty over the next several years. The faculty ranks have 
significant numbers eligible for retirement, and the reinstatement of employee 
contributions to the UC Retirement Plan may encourage increasing numbers to retire - 
although many UCLA faculty have long, distinguished, and productive careers for 
many years following retirement eligibility. The campus has not yet seen a sufficient 
retirement trend to predict an upsurge in retirements in the short run, but there seems 
to be some likelihood that retirements will increase over the next three to five years, 
thereby permitting modest increases in faculty hiring. 
 
Strategic reductions in graduate student support. Providing competitive packages for 
UCLA’s highest-priority graduate programs remains as critical as ever. The 
implementation of the funding streams model will provide campuses with additional 
flexibility to set priorities for allocation of graduate student support dollars. The 
Provost, working with the Vice Provost for Graduate Education, the deans, and the 
Graduate Council, will examine the current allocation of student support, and will 
reallocate resources as necessary to keep UCLA competitive in its efforts to attract 
the best students to our best programs. 
 

 
III. Administrative Restructuring 
 

Expand strategic sourcing. UCLA is the systemwide leader in developing and 
implementing strategic sourcing contracts. At the end of 2009-10, the campus 
managed a total of 170 agreements. The total spend against these agreements was $90 
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million. Annual cost savings were estimated at $10 million, and the campus received 
an additional $1 million in rebates. At that time, there were an additional 51 sourcing 
agreements in process, with an estimated spend of $32 million, projected savings of 
$600,000, and rebate income of $650,000. In 2010-11, the campus identified new 
opportunities focused on purchases of cell phone plans, packaged software, and 
network equipment. All of these initiatives are estimated to produce additional 
savings of $3.7 million. 
 
Streamline contracts and grants administration. For the past two years, UCLA has 
been engaged in a major business process streamlining of its research contracts and 
grants administration. The scope of this effort covers grant preparation and submittal, 
post-award fund management, and research subjects’ protection compliance 
programs. The campus is making significant investments in technology and training, 
both of which are expected to increase overall productivity of faculty and staff. 
 
Continue energy conservation initiatives. The campus is in the third year of a four-
year effort to replace outmoded HVAC systems in 25 campus buildings. The campus 
has also made major investments in lower-cost light fixtures and motion detectors, 
and has expanded the utility metering of campus buildings. This phase of energy 
conservation investments is estimated to save $4.5 million annually, and the campus 
will continue to look for high-return opportunities for additional savings.  
 
Develop new regional business service centers. A number of departments have 
established regional business service centers to provide high quality, efficient 
administrative support to academic units. The campus is currently seeking further 
opportunities to enhance quality and reduce costs. Current efforts are focused on 
north campus professional schools and the School of Medicine. 

Consolidate IT services. UCLA’s IT Strategic Plan supports a range of initiatives to 
develop and provide high-quality institutional services to campus faculty, staff, and 
programs. Based on this plan, the campus is pursuing a range of consolidations in all 
areas of the technology stack, including desktop and help-desk support, data 
warehousing and reporting, portal services, wired and wireless networks, e-mail and 
calendaring, and data centers and server hosting. Not all of these services will be 
centrally provisioned. Instead, a blended approach to service delivery will be adopted, 
through which some elements of an end-to-end IT service (such as e-mail back-end 
services) are provided centrally or regionally, while others (such as service 
provisioning and end-user support) are provided locally. In aggregate, there are a 
number of opportunities to reduce campus infrastructure costs while still supporting 
the variable roles and needs for IT at the frontlines of research and education. Perhaps 
most importantly, by optimizing the campus infrastructure, it will be possible to 
provide additional capability for research and education.  This will require new IT 
deployment models for the campus, for which there will be some substantial 
immediate cost; however, the resulting broader set of benefits that will accrue over 
time will move the campus in new directions. 
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Restructure Graduate Division. UCLA has just completed a detailed assessment of its 
Graduate Division. This assessment contains detailed recommendations for 
reconstituting the Division’s role in the admission process; revising academic affairs 
policies and procedures with a view of decreasing staff workload and shifting 
responsibility for minor changes to departments; revamping the process for allocating 
graduate student support; and streamlining fellowship payment processing. In 
addition, the study recommends strengthening student services, and considering the 
transfer of certain support functions such as communications, information 
technology, and institutional research to external campus offices. Working with the 
EVC/Provost and interim Vice Provost for Graduate Education, the Division has 
begun to implement many of these recommendations. 
 
Reduce transaction costs for student payments. UCLA has been a leader in providing 
students and parents with convenient options for making payments for tuition, room 
& board, and other charges. The campus pioneered credit card acceptance in the 
1990s with great success. Students and parents appreciated the convenience, and the 
volume of processing of paper checks declined significantly. As time has passed, 
however, the cost of credit card fees has grown to match the significant increases in 
tuition. More importantly, students and parents are becoming more accustomed to 
using newer technologies, especially Automated Clearinghouse (ACH), or e-checks. 
The campus is actively investigating options for reducing the cost of credit card fees, 
while maintaining convenience for students and parents and minimizing manual 
processing of checks. 
 
Implement electronic dossier system. UCLA currently lacks a streamlined automated 
process to prepare and manage academic dossiers, the principal tool used to support 
decisions regarding faculty advancement through merit increases, promotions, and 
tenure. The existing manual process is extremely labor-intensive and imposes a 
significant workload on faculty and staff. The campus has approved the development 
of an e-dossier application to provide seamless end-to-end support for this critical 
business function. Eventual implementation of the e-dossier system will improve 
overall service quality and will allow faculty and staff time to be redirected to more 
valuable activities. 
 
Streamline payroll process. UCLA is an active partner in the Payroll Personnel 
System (PPS) initiative. Campus administrators have acted in leadership roles in the 
development of system requirements and development of an RFP, with a selection 
scheduled for May 2011. The goal of the project is to implement a single instance of 
payroll and human resources system solutions for all employee data. A recent study 
from Price Waterhouse Coopers estimated that 20% of payroll/HR staff time is 
devoted to rework and problem resolution. PWC estimated that a new system could 
achieve major long-term costs savings and efficiencies. As UCLA begins to 
implement PPS, the campus will streamline its payroll/HR processes, retrain staff, 
and establish regional business centers where appropriate. 
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Streamline financial processes. UCLA is in the early planning stage for a Financial 
Systems Replacement project. The goal of the project is to replace UCLA legacy 
systems with a modern ERP or SAAS solution. Documentation of existing work 
processes is near completion, and the development of system/service requirements 
lies ahead. Similar to the PPS project, the campus anticipates that implementation of a 
new financial system will drive streamlining of current financial processes and will 
produce long-term cost savings and efficiencies. 
 

 
IV. Building Systemwide Partnerships 
 

Rethink systemwide programs. UCLA is currently working with the Office of the 
President to assess the continuing priority of systemwide academic, research, and 
public service programs relative to campus instructional and research activities. The 
outcome of the President’s decisions on these issues will affect the amount of 
UCLA’s state budget reduction and may also affect amount of the tax assessment in 
the funding streams model. Funding reductions to some of these programs or services 
may have an impact on UCLA, and will be considered as a part of our overall 
planning. 
 
Key productivity initiatives. Besides PPS, UCLA is working actively with the Office 
of the President and other campuses on several broad initiatives designed to reduce 
administrative costs and improve service quality and productivity: 
 

 UC Santa Barbara business systems. UCLA currently provides a full suite of 
business services support to the Office of the President and the Merced 
campus. At the request of the Office of the President and the Santa Barbara 
campus, UCLA is currently developing a proposal to provide business 
services systems and/or services to UCSB. This effort may lead to subsequent 
efforts to expand the availability of systemwide or multi-campus regional 
services. 

 
 Working Smarter Initiative. UCLA is an active partner in supporting the 

Working Smarter Initiative. This effort encompasses over a dozen projects 
sponsored by the Office of the President, which envisions ten campuses using 
one efficient administrative framework. A summary of current work is 
attached as Appendix D.  

 
 Common Systems Framework. UCLA is an active partner in the Common 

Systems Framework, an IT governing structure that is intended to support the 
objectives of the Working Smarter initiative. Through a Common Solutions 
Steering Committee, the initiative will develop a university-wide approach for 
identifying proposed IT processes and systems that will be of greatest benefit to 
the university if adopted as systemwide or multi-campus solutions. 

 



 Page 15 

General campus compensation plan. The Medical Sciences at UCLA have benefitted 
greatly from the establishment of the Medical Faculty Compensation Plan. The plan 
governs compensation of eligible faculty members. It provides incentives to 
supplement faculty compensation from the proceeds of sponsored research and 
clinical services. The UCLA campus has long held that a similar plan should be made 
available to faculty on the general campus. Such a plan would assist the campus in 
providing competitive compensation for faculty and would provide the campus with 
greater flexibility in the management of its financial resources. We understand that 
the Office of the President is currently studying the feasibility of such a plan. 
 
Consider self-insurance for health benefits. Increasing cost of health insurance has 
been a major cost-driver at UCLA, and no new state funding has been provided for 
this or similar price factors for several years. UCLA believes that the university 
should assess the feasibility of self-insurance as the major risk management strategy 
for meeting its employees’ medical needs. Under such a strategy, the university 
would reduce or eliminate its reliance on products sold by private third party health 
insurers and would contract directly with health care providers for services provided 
to its employees. The scale of the university’s financial resources ($20 billion 
annually) and its ownership of five nationally prominent academic health centers are 
factors that may weigh in favor of such an approach. UCLA stands ready to assist the 
Office of the President in considering this option 
 
Strengthen accountability framework. UCLA supports the President’s desire to 
strengthen UC’s infrastructure for establishing accountability to the Regents, state 
elected officials, and the public. The establishment of systemwide accountability 
measures and data warehouses are important tools to ensure that campuses are 
providing value to taxpayers and students, and that the university is complying with 
federal, state, and UC policies. The development of this systemwide infrastructure 
also is needed to help the campuses better manage the workload burden of the current 
system, which suffers from duplicative reporting requirements and excessive levels of 
review and approval for routine business decisions. 
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