
 

 

MEMORANDUM 
 

To:  All Presidents 

     

From: David Lavallee, Executive Vice Chancellor for Academic Affairs and Provost 

  Brian Hutzley, Interim Vice Chancellor for Financial Services & CFO 

 

 Subject: Effective Resource Alignment through the Creation of Administrative Alliances 

 

Date: August 4, 2011   

______________________________________________________________________________ 

 

As you know, the Governor and NYS Legislature have done their part to establish the maintenance-

of-effort principle within the NYSUNY 2020 legislation. This is due in very large measure to your 

efforts and those of our faculty, staff, and students, as well as the Chancellor and her team. Students 

and their families are now doing their part by paying increased tuition rates, and SUNY has an 

opportunity to show that we can work together to use resources as effectively as possible. 

 

On June 15, 2011, the State University Board of Trustees adopted resolution 2011-063 entitled 

“Effective Resources Alignment through Shared Services.” 

(http://www.suny.edu/Board_of_Trustees/webcastdocs/Shared%20Services.pdf). That resolution 

authorized the chancellor to direct the State-operated campuses “to collaboratively develop and 

implement strategies to improve efficiency, generate cost savings, build capacity, and increase 

resources available to the core academic and student service missions of campuses…” The intent of 

the resolution—to redirect resources generated through such cost-saving measures toward the 

University’s core academic and strategic missions—is keeping with the SUNY Strategic Planning 

process and with its core values of collaboration and student centeredness. 

 

Planning for Shared Services 

Consistent with the above Board of Trustees resolution, all State-operated institutions should 

be working cooperatively to develop and implement plans on a regional basis that individually 

and collaboratively examine their operations for potential savings. 

 

These plans should address, but not be limited to:  

 

 partnering on a sector, regional, or mission basis to identify and implement 

shared administrative functions now performed individually by each campus; 

 

 continuing efforts to enhance procurement effectiveness through activities 

such as participation in the New York State Strategic Sourcing Initiative and 

further expansion of University-wide contracting opportunities; and  

 

http://www.suny.edu/Board_of_Trustees/webcastdocs/Shared%20Services.pdf
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 reviewing academic program and course offerings, re-aligning such offerings 

where possible to further improve academic quality and delivery and 

administrative efficiency. 

 

Initial proposed groupings for campus-to-campus alliances for shared staff, services, academic 

programs, and procurement are shown in Table 1. The concept of sharing services, both 

within SUNY and within other public university systems, is not new. Examples of both are 

provided in Appendices 1 and 2. 

 

Types of campus-to-campus alliances 

The extent to which services will be shared among alliance partners is expected to vary by 

campus, region, type of institution, and other relevant factors. Community colleges in the 

same region as the State-operated alliance partners will be invited to participate in the 

planning process to ascertain if they could also benefit, in areas such as shared procurement. 

 

For most campuses, functional alliances will be established on a regional basis with campuses 

working together to identify opportunities for shared services and joint purchasing power in 

order to generate savings that can benefit the academic mission of the institutions. These 

alliances will be discussed at the President’s meeting on September 8, 2011. 

 

Alliance partners will be expected to review existing administrative, business, and academic 

program practices; identify areas of opportunity for shared services and/or administrative 

integration; and develop a plan of execution. Shared services, streamlining, or even 

consolidation initiatives may include the following:
1
   

 

Administrative Services 

 budgeting and accounting 

 HR processes, including payroll and benefits 

 executive/administrative functions 

 policy and procedure 

 facilities planning and management 

 grant writing and management  

 office operations 

 

Procurement Services 

 contract management  

 fleet services 

 accounts payable  

 

 

                                                 
1
 Some of these opportunities may be more applicable to one integration model than the others, and the list is 

certainly not exhaustive.  Moreover, the initial proposed groupings of campuses does not preclude additional or 

different arrangements that campuses themselves deem feasible.  For example, SUNY Delhi and Oneonta are 

currently contemplating consolidation of their IT services. 
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IT Services 

 learning management systems 

 backup support 

 e-mail servers 

 IT security positions/functions 

 helpdesk and lab support 

 

Academic Programs 

 work with faculty governance to examine academic programs and course 

offerings and develop collaborative plans  

 

Student Services 

 enrollment and recruitment 

 tutoring 

 housing and food services 

 library services 

 athletic facilities and staff 

 student activities such as outside speakers 

 

Process 

This is the beginning of a process that we expect to result in significant savings through new 

patterns of resource utilization, but we realize that it will take time to develop and fully 

implement plans for such savings. The expectation is that each campus will initiate its own 

internal dialogue, as will each of the SUNY-wide organizations, such as SUBOA and the 

University Faculty Senate, in conjunction with the regional groupings. As we move forward, 

successful regional initiatives can become best practices for the University as a whole.  

  

Campus leaders of each alliance will be expected to create a team, including representatives 

from faculty governance, whose charge will be to: 

 

 identify possible areas for integration and collaboration; 

 provide guidance for the integration process, following robust intra- and inter-

campus dialogue and input from shareholders;  

 furnish alliance leaders with objective analysis of strategies to accomplish 

defined shared-services goals;  

 monitor and prioritize resources related to the consolidation process and evaluate 

and resolve emerging issues during the integration process; 

 work closely with System Administration in refining and approving the plans; 

and 
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 identify reinvestment to core academic and strategic missions of the campuses.  

 

The timeline for all alliances will be discussed at the September 8, 2011, Presidents meeting.   
 

Please contact either of us if you have any questions or suggestions on this process. 

 

Copy: Chancellor Nancy L. Zimpher 

 Chief Academic Officers[, State-operated Campuses] 

  Chief Business Officers[, State-operated Campuses] 

  President, University Faculty Senate 

  President, Faculty Council of Community Colleges 

  President, Student Assembly 

Chancellor’s Cabinet 
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Table 1: Shared-Services Alliances 

 

State-operated Campuses  Invited Community Colleges   

 

 

Buffalo 
 

Buffalo State    Erie     

University at Buffalo   Niagara 

 

Southwest and Rochester Area 
 

Alfred State    Jamestown  Finger Lakes  

Fredonia     Corning    

Geneseo     Genesee 

Brockport     Monroe 

Alfred Ceramics (statutory) 

             

Central Pair 1 
 

ESF      Onondaga    

Oswego     Cayuga     
 

Central Pair 2 
 

Upstate          

Binghamton    Broome    
 

Central Pair 3          
 

Cortland     Tompkins-Cortland  

Oneonta      

       

Hudson Valley  
       

Plattsburgh    Clinton   Orange 

Albany     Hudson Valley  Rockland  

New Paltz     Ulster    Adirondack 

Purchase     Dutchess   Westchester 

ESC
2
     Columbia-Greene  Sullivan 

 

Southern Tier  

 

Cobleskill     Fulton-Montgomery  

Delhi     Schenectady 

 

  

                                                 
2
 It is anticipated that Empire State will work with alliances in several regions where it has a campus. 
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State-operated Campuses  Invited Community Colleges   

       

Metro   
        

Optometry     FIT    

Global Center 

ESC – NYC Center 

 

North Country  
     

Canton     Jefferson    

Potsdam     North Country 

 

Long Island-Bronx  
      

Maritime     Nassau   

Old Westbury 

Farmingdale 

 

Long Island-Brooklyn  
      

Downstate     Suffolk   

Stony Brook 

 

Mohawk Valley  
     

Morrisville     Herkimer    

SUNY IT     Mohawk Valley 
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Appendix 1: Current Initiatives within SUNY 

 

The concept of SUNY campuses sharing programs, services, and personnel is not new. 

Numerous examples exist throughout the University at both the State-operated and 

community college level, some of which have been in place for quite some time now. 

 

 SUNY REACH, a research network of SUNY academic medical centers, is a phased 

investment in the people, core facilities, and information technology to unify and advance 

the research vision of New York’s public academic health centers and their integrated 

medical schools. Current SUNY REACH members are University at Buffalo, Upstate 

Medical University, Downstate Medical Center, College of Optometry, and Stony Brook 

University.  

 

 The SUNY Office of Library and Information Services currently provides management 

of the Aleph 500 Library Management System for 55 SUNY libraries. Activities include 

planning and management of application upgrades, management of significant record 

loads and extractions, report creation, and monitoring of automated processes.   

 

 Hudson Valley Educational Consortium consists of Orange County Community College, 

Ulster County Community College, Rockland Community College, and Sullivan County 

Community College. Focused on academic programs that are highly specialized and cost 

prohibitive to sustain individually on each campus (e.g., Emergency Management, Fire 

Protection Technology, Cyber Security), the consortium enables the colleges to offer a 

variety of programs in the areas of health and public safety. 

 

 SUNY Delhi at Schenectady Community College, one of many SUNY branch campuses, 

offers several upper-division degree programs, including Hospitality Management and 

Criminal Justice. This co-location partnership expands student access to baccalaureate 

programs while containing costs.  

 

 SUNY’s Energy Conservation Program, which began during the Middle-Eastern oil crisis 

in the early 1970s, had by 2006-07 reduced energy use by nearly 40 percent and saved 

over $1.2 billion in cost avoidance measures. In 2002, SUNY formed an energy-buying 

group that allowed campuses to buy their electricity directly from the wholesale market 

operated by the New York Independent System Operator (NYISO). This buying method 

saved the 29 member campuses more than $1.4 million that year. The SUNY energy-

buying group now includes SUNY community colleges in the Central Hudson and 

Rochester Gas and Electric territories.  

 

 SUNY Procurement Partnerships: Several initiatives in the area of procurement have 

resulted in substantial savings to SUNY campuses over the years. For example, the 

negotiation of centralized technology contracts has resulted in discounted licensing and 

support costs. SUNY campuses have avoided costly duplication of services, as well as 

expenses related to staff retraining every time computer software is upgraded. In 2010-

11, the savings realized from centralized technology contracts totaled $8 million. 

http://www.buffalo.edu/
http://www.upstate.edu/
http://www.upstate.edu/
http://www.downstate.edu/
http://www.sunyopt.edu/research/index.shtml
http://www.stonybrook.edu/
http://www.stonybrook.edu/
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Appendix 2: Cost-saving Initiatives from Other State University Systems 

 

 In 2008, the University System of Georgia instituted a new “shared services” strategy to 

provide administrators throughout the system’s thirty-five public colleges and 

universities with a new model to handle key business operations. The objectives were to 

unify and consolidate the system’s separate and unconnected business practices; provide 

greater risk management of the state’s assets and dollars; maximize efficiency and 

effectiveness in a large and complex organization with more than 38,000 employees and 

an annual budget of $6.1 billion; and consolidate payrolls across the institutions. The key 

advantages of a Shared Services Center include the achievement of economies of scale, 

the identification and elimination of redundant activities, and the ability to incorporate 

best practices quickly. Since its inception, the shared-services model has increased 

quality and enhanced services in the University System of Georgia. 

 

 The University of Wisconsin system, comprising thirteen four-year universities, thirteen 

two-year colleges, and a statewide Extension Program has a shared single integrated 

financial system that provides institutions flexibility and is shared by all financial users in 

the UW-System. The payroll functions are centralized at the payroll processing center in 

Madison. The Central Processing Center processes payroll, maintains systems, regulates 

and controls the database, establishes standard rules and schedules for all campuses, and 

remits all employees’ payroll deductions for taxes, health insurance, life insurance, 

garnishments, etc. 

 

 Six independent colleges and universities in Pennsylvania are leveraging an existing joint 

venture to reduce their property and casualty insurance costs through a joint-purchasing 

program operated by the Shared Services Consortium (SSC). This program already has 

resulted in savings of more than $750,000 for the six participating institutions. A similar 

effort four years ago, aimed at reducing workers’ compensation costs, resulted in initial 

savings of $800,000 for the founding institutions and has since worked to minimize 

annual increases.  

 

 In 2006, the University of Texas system, comprising nine universities and six health 

science centers, implemented a shared-services plan to consolidate information 

technology and business services in areas with multiple institutions in close proximity. 

The initiative was organized around three basic types of shared services: information 

technology (data center), business systems (software applications), and business 

processes (supply chain). Today, the plan has not only achieved centralization of 

services, it has also enhanced shared governance and permitted greater flexibility, 

resulting in cost savings through economies of scale, improved processes through 

standardization and common data definitions, and the application of best practices 

throughout the system. The initiative has already proven quite valuable by adding over 

$250 million of value to the University of Texas system institutions.  
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 In 2004, Bemidji State University and Northwest Technical College in Bemidji, 

Minnesota, developed a unique relationship within the Minnesota State Colleges and 

Universities system. BSU and NTC began to merge many of their operations, including 

finance and business, some student services, information technology, human resources, 

and facilities. Significant cost savings has been realized through this process. Currently, 

the two institutions share the positions of president, vice president for finance and 

administration, chief human resources/affirmative action officer, and vice president for 

student development and enrollment. The academic mission of the two institutions 

continues to be separate and distinct for each; however, the opportunity exists to explore 

greater collaboration in the future. 
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