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Session Objectives

Participants will:
 Understand common institutional capacity challenges in 

higher education
 Explore how shared service can expand capacity while 

maintaining great customer service
 Review two case studies from the University of New Mexico
 Fiscal Shared Services → Operational Efficiency
 Institutional Analytics → Decision-Making Capacity

 Identify practical implementation strategies
 Consider scalable approaches applicable across institutions
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Current Higher Education Landscape

Audience Poll:
What is your largest 
current constraint at your 
institution?

 Staffing shortages
 Budget reductions
 Increasing workload
 Technology limitations
 Other

FINANCIAL 
CONSTRAINTS AND 

BUDGET 
REDUCTIONS

GROWING 
EXPECTATIONS FOR 

SERVICE AND 
RESPONSIVENESS

STAFFING 
SHORTAGES AND 

WORKFORCE 
TRANSITIONS

INCREASING 
COMPLIANCE AND 

REPORTING 
REQUIREMENTS
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Shared Services as a Strategy for Institutional Capacity

Why Shared Services?
Shared services expand institutional capacity by coordinating expertise, 
standardizing processes, and leveraging technology. Beyond improving 
operational efficiency, shared services also enhance access to information and 
analytics, strengthening an institution’s ability to support data-informed 
decision making.

Key Outcomes:
 Coordinating expertise across units
 Reducing duplication of effort
 Improving consistency and quality
 Enhancing scalability
 Supporting workforce development



T H E  U N I V E R S I T Y  O F  N E W  M E X I C O

Case Study 1: Fiscal Shared Services

Institutional Challenge
Universities are increasingly expected to do more with fewer resources.

At UNM this created several operational pressures:
 Budget reductions across academic units
 Difficulty hiring and retaining qualified fiscal staff
 Transaction inefficiencies and inconsistent practices
 Limited access to financial data for decision making
 Fiscal related work shifted to non-fiscal staff

Result
 Units experienced inconsistent service quality and increased 

administrative burden.
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Pilot Strategy

Initial Implementation: Pilot Shared Service Model

Rather than immediately centralizing services, UNM launched a 
targeted pilot.

Pilot Unit: Division for Change and Empowerment

Leadership Expectations
 Demonstrate measurable cost savings
 Deliver improved fiscal expertise and service quality
 Participation must remain voluntary
 Model must be financially self-sustaining

This pilot allowed the institution to test the model without large 
structural changes or financial risk.
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Pilot Design

The pilot balanced standardization and flexibility.

Key elements included:
 Shared service agreement defining services and expectations
 Alignment with Academic Affairs fiscal best practices
 Ability for units to retain customized processes when appropriate
 Dedicated fiscal advisor embedded with the unit
 Relationship-based service model (office hours, regular meetings).

Outcome
The pilot successfully demonstrated improved service quality and 
efficiency, leading to renewal and approval for expansion.
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Expansion & Challenges

Expansion: New Opportunities and Emerging Challenges

As additional units joined Fiscal Shared Services, new operational 
realities emerged.

Challenges Identified
 Growing transaction volume
 Different unit cultures and fiscal practices
 Risk of losing personalized customer service
 Standardization pressures vs unit autonomy

Key Question
How do you scale shared services without losing the service quality 
and uniqueness units expect?
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Shared Service Growth Curve
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Scaling Shared Services: 
Moving from Advisor-Centered to Team-Based Operations

As FSSC expanded, the initial staffing structure created capacity constraints. To address these 
challenges, FSSC transitioned to a team-based service model.

Advisor-centered 
structure:
Fiscal advisor as main 
departmental contact
Advisors delegating 
transactions to interns
High purchasing and 
transaction volume
Limited time for accounting 
work
Communication bottlenecks

Team-based shared 
service model:
Accountants, analysts, 
technicians, and interns
Teams aligned with similar 
academic units
Shared communication 
channels
Built-in workload coverage
Advisors able to focus on 
fiscal analysis and higher-
level accounting

Workforce Development- Student interns are integrated into the model, creating a pipeline from student 
employment to professional fiscal staff roles.
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Scaling Shared Services: 
Process Innovation

Maintaining Service Quality While Scaling
Rather than requiring every unit into identical processes, FSSC adopted a 
hybrid strategy.

Core Standardization
 Transaction processing
 Compliance practices
 Financial oversight

Customized User Experience
 Automated fiscal reporting tailored to units
 Budget and forecasting tools
 Transaction tracking dashboards

Units retained familiar workflows while backend processing remained 
standardized.
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Scaling Shared Services: 
Through Technology 

Unit Facing Tools

• Automated fiscal 
reporting dashboards

• Customized financial 
and budget 
management reports

• Multi-year budget 
forecasting model used 
across all participating 
units

• Tools provide 
departments with 
direct access to fiscal 
information and budget 
projections, supporting 
better planning and 
decision making.

FSSC Operational Tools

• Transaction research 
and tracking tools

• Account reconciliation 
support and trend 
analysis tools

• Processing and 
workload tracking 
dashboards

• Tools allow the FSSC 
team to monitor 
workflow, manage 
processing time, and 
ensure compliance with 
service level 
agreements.

Impact

• Expand services to 
more units without 
increasing staff

• Provide departments 
with faster access to 
financial information

• Improve workload 
management and 
operational oversight

• Maintain high service 
quality as demand 
increased
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Unified Purchasing Request Form
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FSSC Task Assignment Sheet and Internal Progress Tracking
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FSSC Task Assignment Tracker Dashboard
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FSSC Task Assignment Progress Tracking- For Unit’s View
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FSSC Custom Reports and Forecasting/Budget Tools
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Current & Evolving Model

Results: Scalable 
Shared Services Model
FSSC demonstrates that 

shared services can 
scale efficiently 

without sacrificing 
service quality or 

departmental 
uniqueness.

Standardized Infrastructure
Provides consistency, 
compliance, and scalability.
• Transaction processing
• Compliance oversight
• Standardized fiscal 
reporting framework

Flexible Service Delivery
Preserves responsiveness and 
unit identity.
• Unit-specific reporting tools
• Customized workflows where 
appropriate
• Embedded relationship 
management with departments

FSSC Impact:
 50 Service 

Agreements
 $24M direct net 

savings since 
pilot

 $3.1M annual 
recurring 
savings

 87% staff 
retention over 
past 5 years
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Case Study 2: Office of Institutional Analytics

Institutional Challenge
 Increasing interest/demand for data in decision-making 

conversations, along with increasing reporting requirements​

At UNM this created several operational pressures:
 Budget reductions across academic units​
 Difficulty hiring and retaining qualified data analytics staff​
 Unit-specific data analytics staff work in siloed environments​
 Inefficiencies and inconsistent practices in data pulls​
 Limited use of data in decision making​

Result
 Inconsistent reporting due to different definitions and operating 

procedures​
 Departments felt data were inaccessible to them and were unable 

to use data in decision-making conversations.
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Analytics Strategy

Initial Implementation: 
Branch Campus Institutional Researcher located in our central Office of 
Institutional Analytics (OIA). ​

Leadership Expectations ​:
 Reduce inefficiencies by centralizing tasks that all 4 branch campuses 

are required to complete​
 Improve accuracy and trust in data reported by utilizing centralized 

definitions and standards for frequently requested data sets 
(enrollment, retention, graduation, etc.)​

 Demonstrate measurable cost savings​
 Deliver improved data expertise and service quality
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Analytics Outcomes

Key elements of the agreement included:
 Shared service agreement defining services and expectations​
 Alignment with OIA best practices​
 Ability for branches to retain customized processes when 

appropriate​
 Dedicated institutional research contact​
 Relationship-based service model (regular meetings, 

dedicated data request form).​

Outcome
 Proved successful, granting expansion of the agreement 
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Analytics Outcomes (cont.)

Additional Outcomes

 Improved data consistency ​
 Data Dictionary that is living (changes are made with community input)​
 Data Definitions and code for data pulls are shared transparently ​

 Expanded reach without proportional staffing increases​
 Now have agreements with the Health Science Center, the School of 

Engineering, and the Center for Teaching and Learning ​
 Faster decision-making support​
 One of the perks of centralizing has been the ability to easily create 

dashboards for each of these partners ​
 This provides quick and easily accessible data at their fingertips, that can 

be reliably maintained and updated consistently​
 Greater collaboration around data 
 No longer source of discomfort (at least not as much discomfort)​
 More strategic questioning – more interaction with the results
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Synthesized Dashboards



T H E  U N I V E R S I T Y  O F  N E W  M E X I C O

Data Dictionary
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Calendar of Reporting Deadlines
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Reflection Question

What percentage of your analytics 
team’s time is spent on repeat 
reporting vs. strategic analysis?
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Cross-Cutting Lessons 

Lessons Learned from Shared Service Implementation
 Standardization enables scalability
 Technology multiplies institutional capacity
 Service quality must remain central to the model
 Shared services should preserve unit identity where 

possible
 Leadership alignment and culture shift are critical
 Shared services are not static—they evolve over time
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Key Takeaways

Key Takeaways for Institutions
 Institutional capacity can grow even during fiscal 

constraints
 Shared services must balance efficiency and service 

quality
 Technology enables scalable service models
 Fiscal operations and analytics are strong starting 

points
 Continuous assessment is essential to long-term 

success
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Questions and Discussion

Questions and Discussion

Contact Information
 Charla Orozco, Director, Institutional Analytics, 

cehenley@unm.edu 
 Nicole Dopson, AVP Academic Resource 

Management, Academic Affairs
   nicole14@unm.edu 

mailto:cehenley@unm.edu
mailto:nicole14@unm.edu
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