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7. Schedule and Time Commitment

Project Phases / Activities

Phase 1: Purpose + Alignment

Confirm project kickoff and governance

Define success and scope (workshop w/ REAPS)

Conduct initial interviews (REAPS + institution leaders)

Perform preliminary data analysis

Identify hypotheses (workshop w/ REAPS)

Select priority opportunity areas for Phase 2

Develop project and change management plans

Launch constituent communications

Phase 2: Analysis + Validation -

Submit data request

Conduct campus visits and institution constituent interviews

IAssess revenue opportunity areas

Evaluate administrative opportunity areas

[Analyze financial performance and resource allocation

Validate w/ leadership (institutional, functional, system)

Review recommendations w/ REAPS (multiple workshops)

Refine recommendations and integrate into scenario model

Finalize multi-year scenario model

Design and apply a prioritization framework

Develop and compare scenarios

Review and iterate w/ REAPS (multiple workshops)

Develop business plans for priority initiatives

Align leadership on final recommendations
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Prepare Board materials and final report

Board Presentation and Final Report

Understanding of Needs

The Revenue Enhancement and Productivity Study ("REAPS”) comes at an important moment for the Iowa Board
of Regents and its institutions, the University of Iowa ("SUI"), Iowa State University ("ISU”), and the University of
Northern Iowa (“UNI"), as each organization works to maintain affordability in the face of rising costs and
constrained state support. The obstacles to that goal have consistently multiplied over the past 5 years, reaching
a pivotal point where the Board has rightfully decided that focused action is required to slow tuition growth while
still preserving the quality and value of an Iowa education.

This effort is not a net new endeavor for the Board and its institutions. The REAPS initiative is founded on prior
systemwide efforts, including the 2014 TIER initiative, which provides a precedent for collaboration and an
experienced perspective on what practices and strategies are truly necessary for implementing complex
initiatives. However, REAPS is not intended to stand on the outcomes of past approaches, recognizing that more
is needed to remedy unique challenges that have arisen over the last 10 years and ensure its institutions’ long-
term financial sustainability. The higher education landscape has shifted significantly since TIER—both through
new opportunities, such as growth in philanthropic support, and ongoing challenges, including policy shifts.
REAPS reflects a deliberate choice by the Board to proactively respond to these changes. Moving forward will
require identifying new and different opportunities for change, informed by what has worked before, but rigorous
in evaluating all areas with a new lens. Our approach is designed to align with that objective by delivering
implementation-ready recommendations that enable action across the system.

We have intentionally developed a collaborative strategy that engages the Board of Regents, the REAPS
Committee, and institutional and functional leaders throughout this process, recognizing that analysis alone does
not lead to success — that requires authentic, transparent, and consistent collaboration to ground this work in
Iowa’s operational and cultural realities. This work is strengthened by Huron’s extensive experience across the
State of Iowa, which allows us to start this engagement with an existing understanding of what the optimal
approach may be.

Our work in the system includes:
¢ Board of Regents: Distance education strategy and procurement/strategic sourcing assessment

e Iowa State University: Workday implementation, HR transformation, data governance, organizational
design, Adaptive Planning, Salesforce, and federal scenario planning

e University of Iowa (including UI Health Care): Faculty compensation, research operations,
intercollegiate athletics, Salesforce implementation, space planning, and post-merger support at UIHC

¢ University of Northern Iowa: Salesforce implementation and budget facilitation
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o Iowa State University Foundation and UI Center for Advancement: Fundraising strategy, CRM
implementation, and advancement capacity

This experience provides us with a working understanding of institutional operations, stakeholder dynamics, and
system-level priorities in Iowa, allowing us to engage effectively from the outset, tailor recommendations to each
campus, and quickly identify recommendations that can be advanced at scale across the system.

There are no major requirements from the RFP that cannot be met by our team.
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Engagement Approach

Overview
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Across the country, many state systems are currently wrestling with the same challenges unfolding in Iowa. The
conditions differ from place to place, but the leaders charged with responding to these pressures tend to hit some
common barriers. The table below outlines key conditions we believe a credible engagement must contend with
to produce actionable results—and the philosophical and methodological principles that set Huron’s approach

apart in achieving those objectives.

Common Challenges in

Systemwide Initiatives

Common Pitfalls in Approach

Huron'’s Solution

The scale of university systems
challenges the breadth and
depth of the analysis and
engagement

Defaulting to high-level analyses—
and failing to pressure-test
recommendations with those who
will actually drive the change

We build actionable
recommendations that
embrace, rather than exclude,
the complex requirements for
change

Change in higher education requires more than a good idea. The best analysis falls short if it doesn’t
take a realistic accounting of the structure and capacity necessary to reach the finish line. Huron’s approach
focuses on identifying the prerequisites for change—both cultural and operational—to ensure every
recommendation reflects not just ‘what can you do’ but *how do you actually achieve it.” This is guided by our
team of seasoned practitioners who have the lived experience of successfully implementing change within
higher education, both as external advisors and as former university leaders.

Limited precedent for system-
level collaboration decreases
the ability to draw from
established practices for
success.

Applying a change management
framework or ‘product’ as a stand-
in, resulting in mismatched
engagement and stalled
implementation

We engage people early and
often—treating change
management as a commitment
to building and maintaining
trust.

We believe in the value of authentically engaging the people important to the process —adherents
and opponents alike. Success doesn’t come from converting everyone to one view; it comes from ensuring that
the view is genuinely informed by the spectrum of perspectives so that there is the trust needed to take the
next step. Huron’s approach intentionally seeks out this engagement early and often, with our planning and
recommendations reflecting how decisions will impact different groups, institutions, and constituents.

Institutional mission and
characteristics are varied,
increasing the complexity in
finding mutually beneficial
options.

Reaching for a generic framework
that saves time but points to
incomplete—or incorrect—
conclusions that overfook
Institutional strategy

Our approach is designed
specifically for Iowa and
reflects the differences across
Iowa institutions.
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Huron firmly believes that systemwide initiatives should not force a regression to the mean.
Recommendations must reflect the distinct missions of the institutions, amplifying and leveraging unique
institutional strengths while considering how shared gaps can be resolved as a greater collective. We do not
bring canned solutions or presume a ‘one size fits all’ approach. Our diagnostic approach is deeply tailored to
state, regional, and institutional contexts, and every analysis we advance is grounded in the differentiated reality
of Iowa’s institutions and regional landscape.

Resilience requires clear, forward-looking decisions on where the Board must invest, where it must reallocate,
and where it must pull back. This requires a balanced, multi-year approach where campuses and
system changes are sequenced and resourced deliberately.

We focus on the development of realistic and actionable recommendations, knowing the value we deliver is based
on what works in practice, not what looks good on paper. That requires a rigorous analysis of the capacity,
talent, and collaboration required to implement a given change. Throughout this effort, we will work with campus
and system leaders to evaluate recommendations, weigh trade-offs, and have the difficult conversations
necessary to build confidence and consensus on the best path forward, and most importantly, to evolve
prioritized recommendations into realized gains for the Board.

Huron understands that completing this assessment involves multiple interconnected layers of analysis. These
include quantitative review of financial, operational, and institutional data, as well as qualitative insight into
policies, practices, and decision-making processes. Huron’s approach integrates rigorous data analysis with
targeted constituent engagement, allowing findings to be validated and contextualized.

Project Approach | Detailed Plan

Huron's approach is structured to balance depth, efficiency, and collaboration. Work is organized into three
distinct phases over an 8-month period. This phased structure enables Huron to establish a clear understanding
of the current state, identify recommendations for consideration, and support the Board in advancing toward an
aligned, transparent, and sustainable roadmap for the next five years.

o

Purpose + Alignment Analysis + Validation Prioritization + Planning
Define the scope and Identify recommendations Select recommendations
strategy for systemwide with economies of scale and for execution and build an
evaluation alongside the validate with peer insights actionable plan to align
\ REAPS Committee / and key constituents / structure to strategy

Phase One: Purpose + Alighment
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Primary Objective: Establish a collaborative, coordinated governance structure, engage systemwide leaders to confirm a
shared understanding of initiative success, inventory known hypotheses for exploration, and formally launch change
management and communications plans.

Phase One spans four tasks, with the underlying activities expected to be further customized based on decisions
already established at the institutional or Board level.

Task 1: Project Governance & Structure

Huron will work with the Board of Regents and REAPS Committee to finalize governance roles, decision-making
authority, and escalation pathways to ensure momentum throughout the engagement. Governance bodies will be
supported through regular updates and executive-level dashboards tracking project progress, risks, and key
decisions.

Huron recommends identifying the following roles:

Constituent(s) Constituent(s) Description

Huron proposes identifying one or more executive leaders from the Board of
Regents who will maintain overall responsibility for the project. Huron will partner
with the executive sponsor(s) on all major initiative decisions and will meet
frequently to provide updates on project progress and findings.

Executive Sponsor

The REAPS Committee will be charged with guiding the project by setting goals and

Revenue objectives, vetting and validating observations, and previewing recommendations.
Enhancement and We envision meeting with the committee at regular intervals throughout the
Productivity Study project, where facilitated dialogue will inform project direction. We understand that

(REAPS) Committee | the Committee will comprise 2 representatives from each campus, the Finance
Subcommittee Chairs, and the Executive Director.

Huron proposes identifying leaders who may serve as the most immediate point of
contact for each functional area that is identified as in scope. Dependent on the
complexity of each function’s scope, functional leads may be a single individual
representing the full System or a small group of distinct institutional leads.
Functional leads will serve as advisors for Huron throughout the initiative and will
provide preliminary vetting of data analysis and potential opportunities.

Functional Leads

A staff member who can work closely with the executive sponsor to coordinate
administrative tasks, including identifying meeting participants, scheduling
Project meetings, and assisting in the coordination of data gathering activities as needed.
Coordinator(s) In addition to a primary project coordinator, Huron suggests that the executive
sponsor identify one representative from each institution to respond to data
requests and serve as our administrative liaison to each institution.
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Project Management

Huron will develop a comprehensive, integrated project management framework designed to provide visibility,
coordination, and discipline across the engagement. Project management doesn't just manage progress; it
establishes the foundation for a rapid pivot into implementation. We do not approach this as a tactical box to
check but as the requirement to build a strong foundation to serve the initiative throughout and beyond its
timeline. This will include:

¢ Development of a comprehensive, integrated workplan that defines sequencing, milestones, and
interdependencies across activities

¢ Creation of executive-level reporting (e.g., dashboards, status updates) to provide consistent visibility into
progress and performance

¢ Maintenance of RAID logs and decision logs to proactively identify, manage, and resolve risks, issues, and
key decisions

This approach ensures that the engagement is coordinated effectively across the Board of Regents and the
individual institutions, with clear accountability and transparency.

Constituent Engagement Strategy and Change Management

Particularly in a multi-institution environment, success will be dependent on the ability to communicate progress
to the appropriate constituents and engage them in the process. Huron’s change management pillars will serve as
the framework to guide the REAPS Committee through this engagement and into implementation activities. We
will design a structured, systemwide constituent engagement approach that is coordinated centrally but tailored
to the context of each institution. We will work with leadership to evaluate the most effective approach, ensuring
alignment with overarching system priorities. This work will include:

e Development of a strong vision and change management principles to guide the engagement from
assessment through implementation planning. This vision will ground both engagement and
communications, ensuring a consistent narrative.

¢ Definition of a structured constituent engagement approach, including identification of key constituent
groups and advisory groups (e.g., institution leadership, faculty, staff) and clear articulation of how and
when each group will be engaged.

e Establishment of feedback mechanisms, enabling Huron and Board leadership to track how perspectives
vary across institutions and adjust engagement and communication strategies accordingly.

To support a strong start to the engagement, Huron will develop preliminary communications plans to be refined
and finalized with Sponsors and the REAPS Committee. This will include proposed launch communications that
clearly articulate what activities are being undertaken, why the work is being conducted, what it means for
constituents across the system and institutions, and the outcomes the engagement is intended to drive.

We expect and recommend that communications be delivered through a coordinated set of channels (e.g., Board
announcements, campus briefings, and written communications) to ensure consistent and broad reach.
Messaging will be tailored as appropriate for different constituent groups, while maintaining a unified core
narrative. Huron will also support the REAPS Committee in anticipating and addressing common questions or
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concerns at launch, ensuring constituents have clarity on how they will be engaged and how their input will
inform the process. This early clarity and transparency will help build trust and establish a strong foundation for
sustained engagement and participation throughout the assessment.

Task 2: Defining Project Scope and Success

Following governance confirmation, Huron will first hold an engagement strategy discussion with the Executive
Sponsors to review and confirm our near-term engagement strategy, most notably with the REAPS Committee.
The formal initiative will then kick off with an alignment session with the REAPS Committee to establish a shared
understanding of the engagement and ensure clarity on direction and intended outcomes. This session will:

Expected REAPS Committee Alignment Session #1 Agenda

1. Confirm project objectives, parameters, and priorities: Validate the core parameters of the
engagement, including areas considered in-scope and those that may be considered out-of-bounds. We expect
this to include early consideration of what priorities leaders may view as essential to achieve REAPS objectives.
This prioritization will not preemptively narrow scope but rather inform the work to come.

2. Define and confirm process for recommendation review: It is essential that the Committee agree and
document the specific process for reviewing and advancing recommendations. Systemwide efforts can stall if
there is a lack of proactive agreement on the Committee’s roles and responsibilities, most notably a
consideration of whether the review process should differ when reviewing institutional vs system opportunities.

3. Align on System and institutional measures of success: REAPS will necessarily explore a wide spectrum
of recommendations, which makes it important to align on what quantifiable or strategic metrics should act as
a guidepost for these efforts. We will work with the Committee to align and document a specific set of success
criteria, which should be informed by the differences in how unique institutions may view success. Additionally,
any resistance to change efforts that may arise and any relevant risks that could impede implementation
efforts should be identified and incorporated.

This session will begin the engagement with clarity and transparency of outcomes, allowing Huron to further
tailor our approach in the analytic activities to come. As part of our early engagement, Huron will issue a request
for data across all project components to allow analysis to begin immediately. This request will be tailored to
confirmed parameters for the study and seek to minimize the administrative lift required for institutional or
system data sourcing.

We expect that the following functions will serve as the starting point for our analysis and appropriately set an
exploratory mentality for the work. We understand that the previous TIER initiative has already assessed many of
these functions and that some solutions have already been implemented. Our aim is not to redo work that has
already been completed but rather to learn and build from it. We will consider the distinction between these
functions across institutions, as well as where there are opportunities for systemwide scale.

Functional Areas and Huron Expertise (Yellow = Previously Examined in TIER)
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Athletics

Athletics Facilities Planning & Revenue Generation
Strategy

Financial & Operational Optimization

Fundraising Strategy

Marketing, Sponsorships, & Fan Engagement
Organizational and Operational Strategy

Sport Portfolio & Roster Management

Enroliment Management

Digital Advertising

Enrollment Strategy & Forecasting
Financial Aid Optimization

Growth Strategy

Recruitment Marketing

Strategic Enrollment Planning

Tuition & Pricing Strategy & Forecasting

Facilities

Capital Projects & Construction Management
Energy & Sustainability Programs

Environmental Health & Safety (EHS)

Facilities Work Order & Service Request Systems
Maintenance & Operations

Space Planning & Utilization

Financial Operations

Accounting & Financial Reporting
Accounts Payable

Accounts Receivable

Budget & Planning

Payroll

Treasury & Debt Management

Human Resources

Benefits & Compensation Administration
Employee & Labor Relations

HR Systems & Data Management (HRIS)
Performance & Talent Management
Talent Acquisition & Onboarding

Time, Leave & Payroll Coordination

Information Technology

Academic & Classroom Technology

Application Development & Integration
Cybersecurity & Risk Management

End-User Support (Help Desk, Devices)
Enterprise Systems (ERP, Data Warehouse, CRM)
IT Infrastructure & Network Services

Marketing & Communications

Brand and Identity Strategy

Creative Services

Digital Marketing & Social Media

Internal Communications

Media Relations & Crisis Communications
Strategic Communications

Development, Stewardship, and Alumni
Communications

Procurement

Compliance

Contract Lifecycle Management

Strategic Sourcing & Category Management
P-Card Program Administration

Purchasing Operations (Shopping, Requisitions,
P2P)

RFx Development & Bid Management

Vendor & Supplier Relationship Management

Research Administration

Pre-Award Proposal Development & Submission
Post-Award Financial Management

Research Compliance & Regulatory Oversight
Research Systems & Data Management
Sponsored Project Reporting & Audits

Faculty Support & Training
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rask 3. Preliminary Data Analysis and Engagement

In Task 3, Huron will perform two concurrent activities: (1) analyze an intentionally broad set of data to produce
and test a set of Huron-driven hypotheses, and (2) facilitate a structured sequence of engagement designed to
align the Board and institutional leadership, surface key strategic considerations, and guide their own distinct
hypothesis development.

Huron considers ‘hypotheses’ as initial perspectives on where opportunities for revenue growth or cost efficiency
and productivity improvements may exist, and do not require supporting data or validation to be put on the table.
It is then Huron’s role to affirm or refute these ideas through our analysis. Importantly, these hypotheses serve
as starting points and will be tested and expanded through subsequent analysis and constituent engagement
rather than being considered exhaustive.

Preliminary Data Analysis

Huron will perform a broad scan of high-level human resources, academic, financial, operational, and strategic
data/documentation. This work is intended to explore and illuminate, not fully pressure test — expanding the list
of potential hypotheses, not reducing it. The specific approach to this work will be refined on discussion and data
availability, but would likely include an exploratory scan of:

e Peer institution/system comparators, grounded in Huron’s recent work with relevant universities and
systems.

¢ Analysis of core operating ratios to identify where there are gaps across Iowa institutions and against
broader practice.

e Evaluation and review of prior and recent assessments, with an emphasis on any internal or external
institutional assessments that resulted in structural recommendations or insights.

This will result in a set of early hypotheses and perspectives on what opportunity areas have the highest potential
for impact and which may have comparatively lower, institutionally and at the system-level.

AI Enablement

Huron typically uses Al-enabled tools to accelerate elements of this exploratory analysis, in alignment with client
preferences and approval. These tools support our work, with all outputs reviewed and validated by Huron
practitioners to ensure accuracy and appropriate context.

As part of Phase 1, Huron will work with the Executive Sponsor and project leadership to establish expectations,
approvals, and governance for Al use across the broader engagement, ensuring alignment on how and where
these tools are applied.

Engagement and Alignment Workshops
Huron will facilitate a structured sequence of activities designed to align the Board and institutional leadership,
surface key strategic considerations, and guide early hypothesis development.

Workshop Objectives Key Activities
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Interwew-s: Initiate hypothess key leaders per institution
Hypothesis generation across | 4  Syrface operational challenges, constraints, and areas of
Generation _Reg_ent_ opportunity

‘ | institutions. « Identify initial hypotheses for cost reduction and revenue
("Wave 1 Interviews”) enhancement
REAPS Committee Synthesize e Review key themes emerging from interviews and preliminary
Workshop 2: interview insights data analysis _ o
Hypothesis and determine ¢ Refine and expand hypothesis areas across Regent institutions
Alignment & priority areas for o Identify cross-institution opportunities and areas for deeper
Refinement exploration. analysis

¢ Align on high-potential opportunity areas to carry into Phase 2

This workshop sequence allows Huron to (1) individually engage with institutional and functional leaders to gain
focused insights into not just opportunities, but constraints or prerequisites for change, and (2) bring these
insights together in a group setting to transparently discuss distinctions in perspective and move to identify the
optimal distribution of highest priority areas to target in Phase 2. Huron’s ongoing data analysis will be integrated
into this discussion, preparing Board and institutional leadership for the transition to the deep dive analysis of
Phase 2.

rask 4; Opportunity Area Identification

As the final task of Phase 1, Huron will meet with Executive Sponsor(s) and the REAPS Committee to align on

high-priority opportunity areas to focus Phase 2’s deep dive analysis and validation. Opportunity areas are broad
categories of operational or strategic focus, each of which will capture a diversity of recommendations across the
system and institutions. In Huron’s experience, an early prioritization milestone is critical in developing actionable

recommendations within a public Hlustrative Opportunity Areas

system setting. The engagement Revenue-Focused Opportunity Areas Efficiency-Focused Opportunity Areas
beglns by tu rning over every M Auxiliary and Enterprise Activities ))) Service Delivery Assessment
stone, but this rapidly reaches

a point of diminishing returns Professional & Lifelong Learning = Workforce Optimization

where you need to stop = =
EHE Asset Optimization & Real Estate ‘q Cost Rationalization
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turning and start digging in the most fruitful areas where all parties are in greatest alignment.

Huron anticipates identifying 8-10 high-potential opportunity areas for deeper exploration in Phase 2. These areas
may be focused on revenue growth or efficiency and productivity improvements. Collectively, they will
span future recommendations at the institution, multi-institutional, and system-wide levels.

Huron recommends selecting a balanced mix of opportunity areas to ensure a broad set of levers can be
evaluated and advanced within each category.

As a final step to Phase 1, Huron will work with the REAPS Committee to define a targeted "Wave 2" set of
interviews based on the identified opportunity areas and/or already identified areas requiring additional
discussion. These interviews will run throughout Phase 2 and will be scheduled to best align with ongoing vs
Phase 1’s more consolidated interview ‘sprint’.

Phase 1: Huron Deliverables

- Change Management Plan + Communications Plan to begin the process of engaging
constituents and communicating with the community about the work to come

— Project Management Reporting & Tracking (e.g., project plan, RAID log) to ensure transparency
and alignment for leadership

— REAPS Committee Alignment Workshops (/n-Person) to define success and identify preliminary
hypotheses

— Wave 1 Qualitative Data Gathering ~20 interviews (In-Person campus site visits) to gain
institution-specific insights to inform hypothesis inventory and determine overlap of opportunity areas
across the system as a whole

— Summary of Phase 1 Analytics: Formal summary of analysis outputs, focused on distinct
hypotheses and perspective on opportunity area prioritization.

Phase Two: Analysis + Validation

Primary Objective: Gather and analyze quantitative and qualitative data to assess hypotheses and discover additional
recommendations for consideration, integrate financial impacts to the recommendation inventory, and validate
recommendations with leaders at the institutional level, functional level, and on the REAPS Committee.
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Note: Phase 2 analyses will be tailored to Phase 1's identified opportunity areas, which we expect will require
distinct approaches, data sources, and discussions to fully evaluate. The approach provided below is intended
to illustrate sufficient detail for the range of analytic approaches, but the balance of focus across each will
align with the areas selected.

Volume of Potential Recommendations

Phase 1

&

Identify Opportunity Areas to Inform Phase 2 Net New
Ideas
From Huron
Analysis
and Peer
Campus- B Benchmarks
Specific
Hypotheses Refined RD:::lOP
Phase 1 Campus D
" Validate & Refine > Hypotheses Across
s System- Institutions,
REAPS Level Multi-
Committee Hypotheses Refined Campus, and
Initial System Systemwide
Hypotheses Validate & Refine with Huron Analysis Hypotheses Categories

Start: Add: Add: Pressure Test
Initial Board Stakeholder Huron Recommendations
Hypotheses Hypotheses Data Insights and Impact

Phase 2 Phase 2

Prepare Final
Reportand
Presentation
for Board;
Ready
Comms. and
Execution
Plan

Review Recs.
with REAPS
Committee
and Select
Priorities for
Further
Planning

Finalize
Recommendations
Portfolio

Prioritize &
Select
Recommendations

v

Time and Refinement of Recommendations

This phase brings the identified opportunity areas into full focus, with the objective of turning the starting set
of hypotheses in each opportunity area into a fully realized inventory of recommendations. This is
based on rigorous, data-driven analysis, followed by a structured validation series with appropriate stakeholders,
and ultimately finalizing comprehensive recommendation packages ready for Phase 3 prioritization. Huron will
bring a range of analytic approaches to the various opportunity areas, but each will be built on a foundation of:

Peer Benchmarking: Benchmarking will be applied at the organizational, functional, and financial levels
to assess each institution against peer characteristics. Notably, Huron has direct experience working with
31 of the 33 peer institutions identified by the Board, enabling more informed interpretation of peer
practices and performance. Huron will also bring our expertise in leading practices across each
opportunity area to ensure benchmarking does not overshadow aspirational goals.

Financial Modeling: Huron will develop customized financial models for recommendations that forecast
expected investments, costs, and other variables that build a data-informed view of return on investment.
Huron intentionally creates dynamic models that can project different options for implementation and
their corresponding impact.

Industry Standards: Where applicable, Huron will integrate industry-level benchmarks to support more
focused comparisons. The approach is necessarily customized to the opportunity area but draws from
Huron'’s own internal metrics based on decades of higher education work and national associations (e.g.,
APPA, Educause, CUPA).

Targeted Stakeholder Engagement: With confirmation from the REAPS Committee, Huron expects to
engage with select sets of stakeholders for each opportunity area. This allows us to gain important
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context to deepen recommendation development and consider any implementation prerequisites (e.g.,
capacity, technology, investment)

Recommendation Framework

Huron will work with Sponsors and the Committee to confirm a framework that appropriately categorizes
recommendations in a format that clarifies impact and supports decision-making. We recommend that the core
framework be centered around three levels:

o System-wide recommendations where standardization or
Reccomendations will be organized based on consolidation can drive efficiencies across all Regent institutions
economies of scale . . .

o Multi-campus recommendations where collaboration across
select institutions can create shared value, and
o o Institution-specific recommendations tailored to the unique

University . ey . . -
o " e context, priorities, and constraints of each university.

o Applying this lens consistently will help surface critical

-

i \
! Board of !
\ Regents ! interdependencies across functions and institutions, highlight
\\ /’ strategic tradeoffs, and clarify key implementation considerations
\ __ / such as complexity, risk, and required coordination. These insights
h ::E{:y < will inform ongoing validation with functional leaders and the
Towa REAPS Committee, ensuring that emerging recommendations are

both actionable and aligned with the Board of Regents priorities.

Task 1A: Opportunity Areas for Revenue Enhancement and Growth

Task 1A provides a broad overview of opportunity areas related to revenue enhancement and growth. The set of
revenue-generating opportunity areas is appropriately the largest and most diverse, as selection should reflect a
specific and focused strategic priority. The table below outlines the eight opportunity areas that may be selected
to focus recommendation development, spanning market-facing activities, enterprise capabilities, asset
optimization, and system-level strategies.

Opportunity Area Example Revenue-Generating Initiatives
Auxiliary and Enterprise Activities | ¢ Auxiliary services (housing, dining, parking, events)
Revenue generated through non- e Conference services, summer programs, facility rentals

academic, market-facing services and

. e Athletics-related commercialization (where appropriate)
operations.

e Campus-based enterprises (bookstores, retail, hospitality)

Workforce, Professional, and e Non-degree credentials, certificates, micro-credentials

I/.;fell(ong Learning y . e Executive and professional education

arket-responsive education offerings . L

aligned to employer demand and adult ° CorPorate partn.ershlps.an.d contract'tralnln.g

learners. e Online and hybrid continuing education delivery

e Coordinated and expanded online offerings for adult learners and other new
audiences
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Opportunity Area Example Revenue-Generating Initiatives

Research, Innovation, and e Technology transfer, licensing, and patents
Comm.erqallzatlon , e Industry-sponsored research and consortium models
Monetization and scaling of the e Startup incubation, accelerators, and venture partnerships

research enterprise and associated - ) )
intellectual property. e Core facility access and fee-for-service research infrastructure

Strategic Partnerships and e Public-private partnerships (P3S)

External C0||ab0I"i'1tI0n e Joint ventures with industry or other institutions
Revenue opportunities enabled e Shared services or consortia models

through partnerships that extend o . . . . .
institutional reach or capabilities. e Strategic alliances with other institutions (domestically or internationally) or

M&A exploration

Asset Optimization and Real e Real estate development (ground leases, mixed-use development)

Estate Strategles , e Underutilized asset repurposing
More eff ?Ctl ve utilization of physical e Energy and infrastructure partnerships
and capital assets to generate or

unlock revenue. e Long-term concession or lease arrangements
Institutional Capabilities as a e Administrative/shared service offerings
Service

o ] ¢ Digital/online infrastructure licensing or platform services
Leveraging internal expertise or

- ) ) e Data, analytics, or advisory capabilities
infrastructure to provide services to T ytics, ) ry ) P i
external clients. e Specialized academic or clinical services (where relevant)

Portfolio and Structural e Reconfiguration or expansion of institutional footprint

Opportunities , e Strategic affiliations or absorptions
System-level structural or portiolio e New entities or business lines within the system

strategies that enable new revenue o N
pathways. e Cross-campus coordination to scale revenue opportunities

Huron will conduct a thorough analysis of existing and potential new revenue streams across the system. Unless
otherwise agreed upon, this analysis will deprioritize the exploration of growth opportunities in traditional,
enrollment-driven tuition revenue (i.e., attempting to squeeze marginal net tuition revenue from existing
audiences) and instead prioritize revenue diversification. Through this work, Huron will advance the initial
hypotheses identified during Phase 1 and continue to surface additional recommendations through market
research, data analysis, and targeted constituent interviews.
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“Balanced Portfolio Matrix” for Revenue-Generating Initiatives

Transformational i
Change represents significant new

activity via initiatives and / or
competencies that have not historically
existed.

Transform-
ational

Change represents an extension of
existing initiatives to new areas, or the
development of new competencies for
existing audiences.

Adjacent

Change represents fortifying or
modernizing existing programs and
competencies for enhanced impact /
efficacy.

Existing « » New

Beneficiaries

Matrix” as a revenue-specific framework to ground Sponsor and Committee discussion as these incrementally
move from hypotheses to finalized recommendations. Sequencing and timelining the change effort will be critical
to this process and will be embedded throughout this process with leadership. Huron will collaborate with the
Executive Sponsor(s) and REAPS Committee to outline the desired level of transformation across the portfolio
(e.g., 40% core, 40% adjacent, 20% transformational) and refine/prioritize revenue-generating

recommendations.

rask 1B: Opportunity Areas for Organizational and Operational Efficiency

Task 1B provides a broad overview

of analyses that may accompany opportunity areas that focus on realizing

short-term and long-term improvement in institutional or system operations and structure. Opportunity areas in
this space include Service Delivery Enhancement, Workforce Optimization, Process Efficiency, and

Facilities & Space Management

. Each area brings a unique focus but offers a consistent focus on improving

core operating infrastructure. These areas often produce recommendations for potential cost reduction but will
also capture areas where operations are under-resourced, have indirect gains through process efficiency, or can
otherwise realize improvement in overall effectiveness.

Opportunity Area

Illustrative Focuses for Recommendation Development

Service Delivery Enhancement
Evaluation of how services are
delivered across functions to identify
models for standardization and scale.

Centralization of transactional services into shared service models
Regional or system-wide service “pods” to leverage economies of scale
Outsourcing of commoditized or repetitive functions

Consolidation of duplicative services across campuses

Workforce Optimization

Review of org. structures, spans, and
layers, and role alignment to improve
efficiency and reduce duplication.

Reduction of excess management layers and role consolidation
Alignment of staffing levels to peer benchmarks and service demand
Redistribution of responsibilities to improve the span of control
Creation of centers of expertise for specialized functions

Process Efficiency

Evaluation of variability in service
levels, performance outcomes, and
resource utiflization across institutions.

Standardization of processes across campuses

Elimination of redundant approvals and manual processes

Redesign of end-to-end processes for speed and cost efficiency

Use of Al-enabled tools to streamline workflows and accelerate processes
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Opportunity Area Illustrative Focuses for Recommendation Development
Facilities & Space Management e Refinement or creation of coordinated, empowered space governance
Evaluation of current governance e Realignment of facilities workforce mix (ex, in-house vs outsourced, temp)

structures, practices, and utilization,

- e Policies and structures to mitigate risk and improve compliance
or other key efficiency measures.

e Cost avoidance via improved capital planning and space utilization

This work will integrate system-wide data analysis, stakeholder interviews, and benchmarking against peer
institutions and leading practices to develop a comprehensive view of operational effectiveness. We will partner
with the REAPS Committee to leverage existing benchmarking efforts and identify specific functions or operational
elements for deeper analysis based on insights from the initial June assessment.

rask 1C: Opportunity Areas for Financial & Resource Optimization

Task 1C provides a broad overview of analyses that may accompany opportunity areas that focus on improving
financial cost controls and identifying expenditures that may not be mission critical. Opportunity areas in this
space include Auxiliary Cost Rationalization, Functional Spend Efficiency, Budget Infrastructure, and
Platform Strategy. Recommendations that emerge from these areas similarly focus on evaluating how
resources are currently spent and developing actionable approaches that reduce costs, reallocate funds to
strategic priorities, or establish improved structures for long-term cost-avoidance.

These areas often produce recommendations for potential cost reduction but will also capture areas where
operations are under-resourced, have indirect gains through process efficiency, or can otherwise realize
improvement in overall effectiveness.

Huron will map and analyze financial and resource allocation data across the three institutions to establish a clear
view of cost structure, investment patterns, and financial performance. This analysis will provide the foundation
for identifying both cost reduction and resource reallocation recommendations.

Huron will work with the Executive Sponsor(s) to confirm and/or augment the high-potential opportunity areas
identified in Phase 1. Throughout this analysis, we will refine specific recommendations in collaboration with the
REAPS Committee. Key analyses may include:

Opportunity Area Illustrative Focuses for Recommendation Development

Cost Rationalization o Identification and reduction of non-strategic cost areas

Analysis of current and multi-year e Assessment of strategies to reallocate funds to high-impact activities
financial trends to identify specific cost | »  Realignment of specific benefits offerings to peer standards

drivers for reduction e Targeted cost reduction initiatives in administrative and support functions
Procurement & Spend Efficiency |« Standardization or consolidation of spend across functional areas
Assessment of spend across functions | e  Elimination of duplicative services or overlapping investments

to identify variation, duplication, and e  Optimization of vendor spend and contract terms across institutions
opportunities for consolidation. e New or revised policies to control spending and avoid long-term costs
Budget Infrastructure e Improvements to annual budget planning and development processes
Evaluation of current financial e Realignment of funding incentives to key metrics or priorities

practices, policies, and structures that | e Revised spend authority structures to control costs and focus accountability
enable or inhibit financial contro/ e Resolving gaps in compliance and limiting institutional exposure
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Opportunity Area Illustrative Focuses for Recommendation Development

Platform Strategy
Assessment of current platforms,
associated costs, and aligning
investment to strategic priorities.

Rationalization of current application inventory and subsequent consolidation
Streamlined enterprise-level platforms to reduce cost and redundancy
Defined Al governance and innovation structures to avoid disparate spend
Strategic platform investments with strong ROI

rask 2. Institutional and Functional Validation Sessions

In each opportunity area, Huron will build on Phase 1's hypotheses with our own analysis, experience, and
perspective. However, hypotheses cannot be considered informed recommendations without rigorous validation
and pressure-testing from institutional and system experts. In Task 2, Huron will facilitate a series of targeted
validation sessions with system, institutional, and functional experts, with the participants selected based on the
recommendations’ specific focus. This is a critical part of Huron’s philosophy, and we approach validation not
to defend hypotheses, but to intentionally shine a light on every potential flaw. We want to hear every
challenge, have our assumptions tested and reforged, and talk beyond the data about the cultural and historical
perspectives that may make or break implementation success.

To ensure the right perspectives inform each stage of refinement, Huron will engage different stakeholder groups
based on the scope, scale, and potential impact of each recommendation. These audiences will include:

Audience Objective Purpose
_— Validate findings in the Engaged when assessing institution-level feasibility,
Institution e, - . . .
. . context of each institution’s constituent impact, and alignment with campus-
Leadership Sessions . . 4 )
) p . strategy, constraints, and specific goals, particularly for recommendations
(President’s Cabinet) L L - .
priorities. requiring local decision-making and change.
Functional Focus Test hypotheses and refine Engaged when evaluating specmc processes, service
- delivery models, and operational workflows to ensure
Groups recommendations at the

recommendations are practical and reflect day-to-

(HR, Finance, IT, etc.) | operational and process level. d ,
ay experiences.

System-Level Test cross-institution findings, | Engaged when evaluating recommendations with
Leadership Sessions | and guide which system implications, significant financial impact, or
(REAPS Committee & | recommendations should where tradeoffs are required across institutions (e.g.,
Board Leadership) advance. shared services, policy changes, broad investments).

As recommendations are validated with institutional and functional leaders, they will be brought to the REAPS
Committee on a rolling basis for review, ensuring visibility across the complete set of recommendations identified.
This approach enables the REAPS Committee to react to, refine, and compare recommendations holistically,
incorporating perspectives from each level of the organization while guiding which initiatives advance.

rask 3. Scenario Model Integration
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The next step in this effort is integrating validated recommendations into a baseline scenario model tool
and leveraging the tool to support leadership in establishing prioritization and implementation planning.

Institutions and the system are unlikely to have the capacity or desire to implement every recommendation,
which makes an integrated view of the full portfolio an incredibly important next step in this process. The tool will

allow for dynamic exploration of different scenarios, what it may look like to focus on differing mixes of

recommendations, and the comparative costs, timeline, and financial Hllustrative Scenario Model Outputs

benefit that may come with those. This supports forecasting at both ——

the individual campus and aggregate system-level, recognizing that a R =;==" BRIR R

_i_ |

greater system strategy may be built on specific institutional priorities.

III

The ccenarin madel will he driven hv the ariainal financial taraete cet

inclusive of project

each selected recommendation, and build a comprehensive roadmap for implementation —
—

assumptions). Huron will intentionally build in flexibility across model L

Primary Objective: Prioritize recommendations at the institution and system- level finalize parameters for action with

variables so that the Board can opt to pursue recommendations within the initial criteria or explore beyond that

scope, whether that represents a more aggressive or conservative approach.

This allows the Committee to develop early perspectives on comparative benefit mixes, which can be a group
perspective or a mix of individual views. This will prepare the group with the information needed to move into

Phase 3's final prioritization and planning process.

Phase 2: Huron Deliverables

service delivery, and financial & resource allocation recommendations

sessions)

iteration based on portfolio selection

— Hypotheses and recommendation inventory including revenue enhancement, organizational &
— Facilitated institutional and functional leadership validation sessions (Zn-person and remote

— Development of scenario model and integration of validated recommendations into the model for

Phase Three: Prioritization + Planning

Phase 3 builds on prior validation and analysis to create a structured, prioritized portfolio of recommendations,
ready for institutional and system action. In this phase, Huron will finalize all the details required for a robust and

strategically aligned plan, working closely with the REAPS Committee to prioritize and balance the
recommendation mix across institutional and Board of Regents objectives.

Task 1: Establishment of a Prioritization Framework
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Huron will develop a structured prioritization framework to evaluate and organize recommendations based on a
consistent set of criteria, including:

¢ Financial impact, including cost savings, revenue generation, and overall return on investment

¢ Total cost of implementation, including one-time investment and ongoing resource implications

¢ Realization timeline, distinguishing between near-term and longer-term benefit realization

e Strategic alignment with the Board’s mission and institutional priorities

« Impact on faculty, staff, and students, with both potential benefits and unintended consequences
¢ Implementation complexity, including needed changes to processes, systems, and org. structures
¢ Organizational readiness and appetite for change, based on stakeholder alignment and capacity
¢ Risk and dependency considerations, including operational, financial, and reputational factors

The framework and resulting prioritization will be iteratively vetted through the REAPS Committee to confirm
alignment with Board expectations and priorities.

Task 2: Plan Design Workshops

Huron will work with the REAPS Committee to review the full details of each recommendation, including specific
prerequisites, cultural or community considerations, and the timeline required for full benefit realization. Huron
recognizes this is a critical period of decision-making and will guide this effort through a set of facilitated
meetings, which may be sequenced across multiple meetings or take the form of a focused day-long retreat if
preferred.

This series begins with the goal of “clearing the table”, recognizing that there will be a natural mix of
recommendations that are a comparatively clear ‘yes’ and a likely *no’. This early categorization then allows for a
primary focus on the ‘grey area’ recommendations that are most likely to require longer discussion and
refinement, and avoids an inefficient focus on areas that are comparatively known quantities. Meetings then
follow a structured process to move through discussion and issue resolution, ultimately aligning on a final plan.

Workshop 1

Workshop 2 Workshop 3

Refinement Resolution Finalization

Present scenarios with the goal of
“clearing the table.”

Determine included/excluded
recommendations to be used for
scenario refinement and re-
forecasting

Document pending items that
require further discussion

Resolution of pending items or
decisions that will be required for
plan finalization

Confirm recommendations and
timeline to include within the final
scenario forecast

Documentation of items that will
be deferred and/or require

Review the complete plan and
confirm alignment on
expectations and actions to be
taken

Formal confirmation of the
roadmap and infrastructure
needed to begin pre-implementation

additional review

task 3: Pre-Implementation and Project Management Integration
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The capacity to execute hinges on the ability to integrate accountability alongside change management. Without
a rigorous pre-implementation and management plan, initiatives at this scale will fail to thrive. Huron will
establish the structure and direction necessary to move into implementation and begin active measurement and
oversight. For each plan recommendation, Huron will move through an implementation readiness check to
confirm and document that the system has the necessary elements set for a successful transition into
implementation. To support the Board, Huron will develop and document the following areas:

= QOwnership and Accountability: Identification of (1) program-level sponsors who will take on accountability
for overall implementation progress across all recommendations, (2) initiative-specific leads who will
oversee and be held accountable for progress, and (3) internal resources who may serve as coordinating
staff. All roles will be appropriately tailored across institutional vs system-level recommendations.

= Timelines and Milestones: Confirmation of an implementation timeline and included milestones. It is
critical to confirm and disseminate this information to set expectations with constituents and ensure
alignment across the system.

= Measurement and Tracking: For each recommendation, Huron will document the specific measures that
will be used to track progress and benefit, the data elements that should be used to report on those
measures, and a recommended cadence of measurement (ex, quarterly, per academic semester, per
fiscal year).

Throughout Phase 3, Huron will work with appropriate leadership to transition plan elements and oversight from
Huron to the Board of Regents and institutional leaders.

Task 4: Leadership Socialization and Board Preparation

Huron will work closely with the Executive Sponsors and REAPS Committee to review and refine communications
sequencing based on the final portfolio of recommendations, focused on messaging and framing of distinct
changes, what channels will be used for communication, and what the ideal cascade of information across the
broader set of institutional and system leaders should be. We expect this to include more focused socialization
with critical leaders paired with a broader, community-focused communication strategy. This messaging will
underpin Huron’s development and narrative within the final Board report, ensuring that the material amplifies
the communication to follow.

Similarly, Huron will document and affirm the identified leads for all recommendations, whether a specific
institutional leader or an assignment to distinct project management resources. As the engagement transitions
from planning to execution, this will be a critical step in maintaining momentum and ensuring that there is
immediate action to drive results beyond the final report.

Board Presentation

We will present findings and recommendations to the Board of Regents at the February 24-25, 2027, meeting.
This presentation will provide an overview of the finalized portfolio of recommendations, including implementation
considerations and a recommended path forward for the institution. Following the presentation, Huron will submit
a final written report incorporating Board feedback and direction, which will serve as the official record of the

REAPS study and a foundation for ongoing implementation.
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Phase 3: Huron Deliverables

— Prioritization framework developed in concert with the REAPS Committee to evaluate all
recommendations in a holistic manner

— Facilitate three plan design workshops with REAPS Committee members (/n person) to
determine the final portfolio(s) of recommendations for pre-implementation planning

— Board presentation materials and final written report
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Section E - Fee Structure

Total Price and Value

Based on the anticipated scope, size, staffing needs, duration, and urgency, our fixed professional fees for this
engagement are $1,560,000, covering a project timeline of 8 months. This is inclusive of (1) a refinement to
initial scope at Iowa’s request and (2) a 5%, one-time discount of $101,000 in recognition of our commitment to
our ongoing partnership with Iowa'’s public higher education institutions. As described in Huron’s proposed
approach, on-site engagement is an essential component of this work, with the expectation that a portion of our
team will be on-site in Iowa approximately once per month.

Initial Fixed Fee $1,836,000

Scope Refinement | ($175,000)

One-time, 5% Discount | ($101,000)

Final not-to-exceed amount: $1,560,000

Phase Weeks Price

Purpose + Alignment 4 weeks $148,500

Analysis + Validation 20 weeks $767,500

Prioritization + Planning 16 weeks $644,000
Total $1,560,000

Remittance Information:

Payment by check: Payment by overnight mail: All Electronic Payments:
Huron Consulting Services LLC BMO Harris Bank BMO Harris Bank Chicago, IL
P.O. Box 71223 Attn: Symcor Remittance Processing Routing No. 071000288
Chicago, IL 60694-1223 8™ floor Account Title: Huron
Lockbox 71223 Consulting Services LLC

311 W. Monroe Account Number: 262-463-3

Chicago, IL 60606
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This Agreement constitutes the entire agreement between the Parties with respect to the subject matter hereof
and supersedes all prior representations, agreements, and understandings, written or oral. Any modifications to
this SOW must be documented and agreed by both Client and Service Provider. The undersigned Parties agree to
the above terms and conditions. By signing below, each party represents and warrants that the execution of this
Agreement has been duly authorized on behalf of such Party and that the Agreement is a valid and legally binding
agreement, and enforceable under applicable law.

HURON CONSULTING SERVICES LLC Iowa Board of Regents
By: By:

Name: Jennifer Ramey Name:

Title: Managing Director Title:

Date: Date:
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