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Huron’s Approach & Three-Phase Methodology

We don't start analyzing until 

everyone agrees on what success 

looks like. Too many engagements 

skip this step and pay for it later.

We bring hypotheses, not blank 

slates. But every hypothesis gets 

pressure-tested with the people 

closest to the work — because the 

smartest idea in a conference room 

can be the worst idea on the ground.

This is where most consultants hand 

you a report and leave. We stay to 

help you build implementation plans, 

assign ownership, and stress-test 

readiness — because a 

recommendation without a plan is 

just an opinion.

Purpose & Alignment Analysis & Validation Prioritization & Planning

Define the scope and strategy for 

systemwide evaluation alongside the 

REAPS Committee

4 weeks 20 weeks 16 weeks

Identify recommendations with 

economies of scale and validate 

with peer insights and key 

constituents

Select recommendations for 

execution and build an actionable 

plan to align structure to strategy

The engagement will consist of 3 phases over an 8-month period, enabling 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.
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The engagement will consist of 3 phases over an 8-month period, beginning July 2026 and culminating in 

February 2027.
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2026 2027

Project Phases / Activities July Aug Sep Nov Dec Jan Feb

Phase 1: Purpose + Alignment

Phase 2: Analysis + Validation 

Phase 3: Prioritization + Planning

Board Presentation and Final Report 

Phase 1
• Confirm project kickoff and governance

• Define success and scope (workshop)

• Conduct initial interviews

• Perform preliminary data analysis

• Identify hypotheses (workshop)

• Select priority opportunity areas for Phase 2 

• Develop project and change management plans

• Launch constituent communications

Phase 3
• 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

• Prepare Board materials and final report

Phase 2
• Submit data request

• Conduct campus visits and institution 

constituent interviews

• Assess revenue opportunity areas and 

administrative opportunity areas

• Analyze financial performance and resource 

allocation

• Validate w/ leadership

• Review, refine, and integrate recommendations 

into scenario model

Timeline and Cadence
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Where We Will Focus
We'll narrow this to 8-10 priority areas in Phase 1, after a diagnostic analysis and preliminary conversations with constituents across the 

institutions and Board of Regents.

Revenue Enhancement Efficiency & Productivity

Auxiliary & Enterprise Activities Service Delivery Enhancement

Workforce, Professional & Lifelong Learning Workforce Optimization

Research, Innovation & Commercialization Process Efficiency

Strategic Partnerships Facilities & Space Management

Asset Optimization & Real Estate Financial & Resource Optimization

Institutional Capabilities as a Service Cost Rationalization

Portfolio & Structural Opportunities Procurement & Spend Efficiency

Budget Infrastructure

Platform Strategy
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How We Will Work Together

We don't start analyzing until 

everyone agrees on what success 

looks like. Too many engagements 

skip this step and pay for it later.
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Executive Sponsor Check-Ins: Recurring sessions keep your executive sponsors aligned with us on progress, risks, 

and key decisions, so leadership and our team steer the work side by side.

REAPS Committee Workshops: Facilitated, in-person sessions bring the Committee that owns these decisions into 

the work at every major milestone, shaping and validating recommendations alongside us.

Functional Leads: A dedicated Huron liaison works shoulder to shoulder with the leaders of each in-scope area, so the 

people closest to operations help design solutions that will work on their campuses.

Board and Executive Visibility: An integrated workplan, shared dashboards, and decision logs give everyone a clear 

view of the work and keep all teams moving together in lockstep.

We include communication and change management throughout the work, not just at the end, and 

use ongoing feedback and stakeholder input to keep everyone moving towards shared goals.

On-Site in Iowa Monthly: Our team is on the ground in Iowa at least once a month, sitting side by side with your 

people to listen, build trust, and stay grounded on each campus and with the Committee.
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