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Key Messages

1. NOONE is losing their job
. Your pay will NOT be reduced

. If you are UNION now, you DO NOT have to change to RF

. We will ask what you want to do BEFORE making any
decisions

. You DO NOT have the apply for your job
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Why Now

Who

Challenges with the current structure (e.g., inefficiencies, duplication of effort,
inconsistent support, differences in position descriptions and salaries, etc)

Reorganization is essential for future success and sustainability

Need for change to keep pace with growing research demands and ensure better
service to faculty

President and provost are behind and invested in RASC success - aligns with the
university’s Top 25 research goals; $8M investment to ensure VPRED has the
necessary resources to implement this reorganization effectively.

RASC leadership and implementation teams span the university (directors, decanal
unit staff, SPS staff, professionals from UB HR and Business Services, faculty and
external consultants to ensure a smooth and thoughtful transition)
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Service Centers & Collaboration

— Phase 1

Option 1 - Option 2 - Similar
Geographic Areas

Locations » Health Sciences
* North Campus * Professional Schools &
» South Campus Libraries

— Phase 2

What service center will | work in?
« All staff will work in the center where their current unit is located
* As much as possible you will work with the same faculty you currently do

Who will | report to?
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Organizational Structure

CENTRAL OFFICE of
SPONSORED PROGRAMS

DIRECTOR OF RESEARCH
ADMINISTRATION

DEAN or Dean’s

Designee

PROPOSAL MGR

- Sponsor terms & conditions

- Kick off meetings

- Project deadlines

- Create CLICK form

- Delegate basic tasks

- Coordinate with other offices (IRB,
TTO, etc)

- Coordinate all proposal
documents

- Obtain internal approvals

- Primary point of contact for PI
- Upload to electronic system &
process to no errors

BUDGET SPECIALIST

FINANCE MANAGER

End-of-award budget planning
Work with Pl to identify all HR &
procurement transactions
ongoing budget planning

Initial planning — incl kick off mtg
for all parties

Reconciliation of all awards and all
award budget categories

Ensure awards are being spent
according to planned budget
Understand terms and conditions
of awards

Advise on no cost ext, etc
Account close out (finalize w PI)
work with post award transaction
position

Approval of Pl for subaward
activity (fwd to AP)

- Budget

- Budget justification

RESEARCH SUPPORT ASSISTANT
Data curator (COI, CV, Current &
Pending, etc)

Budget Specialist backup
Assistance in all areas

TRANSACTION SPECIALIST

- review of financial transactions & provide guidance
to FM in proactive determination of allowability

- Approvals
- Reconciliations
- Close outs

|

REIMBURSEMENTS/PAYMENTS

- Reimbursement to non-
employees/non-fellows (initiate)
(Concur)

- Human subjects’ payments (via
gift cards)

- Human subjects’ consultation w/
Pl (re payment options & intent)

- Participant stipends

- Account close out (finalize w
award mgr)

HUMAN RESOURCES PROCESSING

- initiating appointments (all
research support staff)

- recruitment & hiring (technical
positions)

- Fellowship appointments
(including edits etc)

- Tuition process notification
(review for funding, compliance
and approval)

Administration

Post-Award I

Pre-Award I

* Planning 120 total positions
~65-70 positions in service
centers & ~45 in central office

* 5-6 Directors

* 16 Proposal Managers

* 5 Budget Specialist

* 5 Budget Backup & Research
Support

* 20 Finance Managers

» 7 Transaction Specialists

» 5 Transaction Processing-
Financial

» 6 Transaction Processing-HR

*Who will | report to? All positions
will report to the Service Center’s
Director and that Director will report
to the Dean’s designee
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Staffing & Roles

1. Who will fill the positions?
» Current decanal unit staff
* Current SPS staff
 New hires

2. How will you determine who goes in what position?
» Discussions with every affected staff member
» Discussions with current supervisors/ADRs
* Individual transition plans
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What Will It Look Like?

Pre-Award Process

DRAFT

Pl

DECANAL UNIT

CENTRAL OFFICE

OTHER OFFICES

Pl expresses
intent to submit
proposal

Pl works on science

A

FINANCE MGR -
Pl may tell FM
of intent to
submit a
proposal

PROPOSAL MGR conducts

kickoff mtg w/ Pl and all req'd
offices; starts CLICK form & other

items needed

BUDGET SPECIALIST -
coord w proposal mgr

—

UBO - any cost

Qhare-\

DATA CURATOR/BUDGET
BACKUP - on-going data
gathering (eg CV, COlI,
current & pending)

PREAWARD SPECIALIST

notification; SME, available for
??s & guidance with proposal

CONTRACTS MGR -
reviews & negotiates
contracts.

ORA, TTO, IRB, etc also
interact w Pl as needed
for non-logistic items
contributions

Any cost

share etc

PROPOSAL MGR
coordinates all items
w/PI and all offices;
uploads into submission
portal until no errors;
obtains unit approvals

v

PREAWARD SPECIALIST
high level review; ensure
overall compliance with
UB & sponsor guidelines;
mitigate risk exposure;
communicate w sponsor

Submit to

Sponsor
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Journey & Milestones

1. October — February+ — Training for cohorts in
Phase 1 units of Finance Manager, Proposal
Manager, Budget and Transaction Processing
positions

2. March 2025 — Launch Engineering

3. Later summer 2025 - Launch Phase 1 service
centers

4. Fall 2025 - Launch Phase 2 service centers

THE JOURNEY

TRAINING ENGINEERING OMINED
COMMITTEEI 4 LAUNCH I CCENTERS
" TTAINING ’ _ LAUNCHED
COMMITTEE |

CAS & JSMB
QMBS TAAINICH

(4
ENGINEERING
& LAUNCH |

COMBINED

LAUNCHED

ALL 7\ ——
BEGING | ™
_ ALL SERVINED
— N ﬂiz CENTERS

LAUNCHED |
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Be A Champion

* Volunteer to be your unit advocate for the change and
« serve as points of contact for your colleagues
« Get involved and contribute ideas for how the new structure can better your needs

How Can | Address My Concerns

» Ask for clarification
 We are retaining all jobs
« Maintaining or increase to current pay
« Maintaining your place as a state employee vs RF employee

« Setting up a variety of ways to keep communication open
« Open forums or invite us to one of your update meetings
« Talk to your unit HR representative
« Check the RASC project website for information about the transition
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Questions to Ponder

* How can this new structure make your day-to-day work easier?

« How can we ensure the new service centers function seamlessly with your
current work processes?

*\What additional support do you feel would help with the transition?

 How can we make sure communication remains clear and effective throughout
the reorganization?

« What does successful change look like to you?
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