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Who We Are




The University

®* Founded in 1969 as first four-
year public university in San

Antonio

* 82 students in first graduating
class

* Today, enroliment over
42,000

* About 45% first-generation
college students

* National leader in social
mobility and innovation
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-3;- UT San Antonio’

The University of Texas at San Antonio

University Organization

Positioned within DIVISION x5 2000 recident
of Academic Affairs,

which is led by the
U n |Ve rS I ty S P rOVOSt a n d Heather Adkins Lisa Campos Francisco Cigarroa Kathryn Keeton

Senior Vice President and
SENIOF vice R esid 2 Vice President for Intercollegiate Senior Executive Vice President Vice President for Presidential

Chiet Marketing and Athletics and Athletics Director for Health Affairs & Health System Initiatives and Chief of Staff

] [l

iIncludes Academic —_

C O I I e g e S ( D e a n S ) a n d OPERATIONS AND GOVERNMENTAL ADVANCEMENT AND LEGAL AFFAIRS AND
ADMINISTRATION RELATIONS ALUMNI ENGAGMENT RISK MANAGEMENT

Karl Miller-Lugo

. " ” i
/Q\Ca d emicC S u (@) rt EndresMas GarjosMartinez Hailey Mullican
: S Vice President for
Senior Executive Vice President Senior Vice President for A :’jiirce,;::mf"lc :Lmo!; Vice President for Legal Affairs
and Chief Operating Officer Governmental Relations o — and Chief Legal Officer
Divisions (Vice Provosts)

Engagement

RESEARCH ACADEMIC AFFAIRS

Jennifer Sharpe Potter Heather Shipley
Senior Executive Vice President Provost and Senior Executive Vice
for Research and Innovation President for Academic Affairs
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Ruby Team created in 2018:

* Address student retention,
completion, and scalability

* Encourage collaboration, foster
shared accountability, and celebrate
progress

* Meet weekly to review and prioritize
strategies and tactics

* Proactive strategic planning and
responding quickly to meet needs

Student Success

Institutional Research

1K

Strategic Enrollment

Academic Innovation

j O

Student Affairs

v

Undergraduate & Graduate Studies
Faculty Success

Academic Strategic Comm

[t "ﬂh«(’

Project Management

2026 Project Management Symposium 6



WERSIT,

W& PROJECT MANAGEMENT

2N ,/éo CENTER FOR EXCELLENCE
TRyLN :

A.J. CLARK SCHOOL OF
Civil & Environmental Er ering Departmen:

The Framework




The Framework

e Strategic planning framework
based on the “VMOST
Framework” introduced by
Sondhi Rakesh in Total
Strategy (1999)

e Align long-term priorities with
day-to-day work
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The Framework

“Strategic Thinking” (LinkedIn Learning Course) by Dorie Clark, Professor and
Author

Vision
|ldentify what we
want to

accomplish ‘

PROJECT MANAGEMENT
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Strategy
Choosing what to
do (or not do) to
work towards
vision

Goals

How to
operationalize the
strategy to make
it real

Tactics

Activities to make
the goals,
strategy, and
vision come to life




Mapping The Framework

Framework Mapped to the Ruby Team Process

Vision

|ldentify what we
want to
accomplish

—

Initiatives
Provost and Ruby
Team identify
initiatives for

academic year

Strategy
Choosing what to
do (or not do) to
work towards
vision

Task Force
Cross-campus
group chaired by
Ruby Team member
are given charge
and expected
outcomes

—

Goals

How to
operationalize the
strategy to make
it real

Report

Task Force submits
report; Ruby Team

vets and prioritizes
recommendations
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Tactics

Activities to make
goals, strategy,
and vision come
to life

Projects
Recommendations
become projects,
assigned as
appropriate, and are
monitored by Ruby
Team
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Well-being Task Force
2024-2025
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Case Study: Well-being Task Force
Framework Stage: Vision (Initiative)

®* Ruby Team identified student * Project Manager from Ruby
well-being as a priority initiative Team assigned to support Task
for AY 2024-2025 Force

* Established the Enhancing * Active role in writing the charge
Well-being Task Force and identifying members

* Co-led by two Ruby Team
members representing Student
Success and Student Affairs
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Case Study: Well-being Task Force
Framework Stage: Strategy (Task Force)

* Faculty, students, and staff all °
represented

* Broad authority to organize
themselves and determine how to
best carry out work (SMESs)

®* |n this case, established °

subgroups with focus area;
carried out benchmarking and
student listening sessions

* Submitted report

@ PROJECT MANAGEMENT
A CENTER FOR EXCELLENCE

Facilitates work of the task
force and serves as thought
partner to co-chairs, ensuring
progress is being made
according to timeline

Along with co-chairs, shares
progress updates to full Ruby
Team
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Case Study: Well-being Task Force
Framework Stage: Goals (Report)

®* Report recommendations * Part of the team reviewing and
reviewed by Ruby Team prioritizing

* Group identified priority * Along with co-chairs, has
recommendations to implement context from participating in
based on factors such as Task Force meetings
urgency, complexity, resource throughout; positioned to
needs identify and document factors

affecting implementation
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Case Study: Well-being Task Force
Framework Stage: Tactics (Projects)

®* Converted priorities to projects ®* Leads efforts at this stage

* Drafted plans and timelines * Either carries out project work

* |dentified accountable team directly or coordinates with other
member project managers

* |dentified appropriate project ®* Coordinates communication
manager/teams to lead when cross-team effort required

®* Monitor via Ruby Team project for implementation
tracker ®* Reports progress to Ruby Team

2026 Project Management Symposium 15



Case Study: Results

Quick Wins Achieved

* Introduced Fall Break in 2025,
coincided with World Mental
Health Day

* Established Well-being Day
each semester

Recommendations in Progress

* Updates to class attendance
policies

* Developing unified campus
support and referral model
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UT San Antonio Today

March 21, 2026

o IEEE
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CAMPUS LIFE RESEARCH HEALTH ATHLETICS COLLEGES ~ For Employees

CAMPUS LIFE

Fall Break, Well-Being Day among several new
initiatives to support students

@& October 15, 2025 & 2Minutes O KC Gonzalez

This month, students at the university’s academic campus benefited from a Fall Break in the middle of the semester, offering time to relax and
recharge after midterms. With no classes on Monday, Oct. 13, and Tuesday, Oct. 14, students enjoyed a long weekend following World Mental

LEo

The university will also host its first Well-Being Day on Wednesday, Oct. 22, giving students the chance to attend events and learn about resources
that support all dimensions of well-being, including intellectual, emotional, physical, spiritual, financial and social

Share this story

These new offerings are among the recommendations of Enhancing Well-being Task Force, which gathered student feedback and identified ways
to enhance and expand the university's well-being programs. While the task force concluded its work in the spring, its recommendations are now
being implemented across the university. Additional changes — such as revising the university’s syllabus template to include well-being content
and improving referral systems to connect students with resources — will be introduced in the coming years.

Expanding student well-being initiatives across campus

In addition to Fall Break and Well-Being Day, the university has launched several new efforts that demonstrate its deep and ongoing commitment
to student well-being:

« NAMI On Campus: With funding from LG, UT San Antonio now has a student-led chapter of the National Alliance on Mental lliness (NAMI).
The focus is to help reduce stigma around mental health by creating a peer-to-peer education network, hosting awareness events and
offering NAMI programs that make it easier for students to talk openly and seek help.

« JED Campus: This fall, UT San Antonio became a JED Campus, joining a national network of colleges and universities committed to
strengthening student mental health. As part of this program, the university will work closely with the JED Foundation over the next 18
months to review current efforts and develop a plan focused on suicide prevention and overall well-being.
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Applying the Framework: Strategy

 Take a bold, nebulous idea and break it down into
achievable projects

* Ensure alignment between day-to-day work and your
Institution’s mission or vision

Vision Strategy Goals Tactics
|dentify what we Choosing what to How to Activities to make
want to ‘ do (or not do) to ‘ operationalize the the goals,

accomplish work towards strategy to make strategy, and

g
- vision - it real - vision come to life
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Applying the Framework: Projects

* Role of the project manager evolves through stages
* Being involved early = success later

- Understand the "why?”

. Shape the “how?”

- Explain, motivate others
« Empowered throughout
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Meet the Team

Critical Success Factors 2 et
* Buy-in across all levels: Leadership to i PAE

departments

 Data Literacy: Beyond collection, towards
actionable insights

* Customization: No “one-size-fits-all”
approach

* Progress Monitoring: Celebrate small
wins, adjust based on data

* Innovation Culture: Embrace failure as a

learning tool
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Bold Results

Reduced time to degree from 5.2 t0 4.2
years ($4.9M in student savings)
Reduced student loan debt by $5K
over last decade

Improved first-year retention rate from
96% to 82%

Commitment to San Antonio and
Texas: 90% of students who graduated
In last three years live and work in Texas
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CREATING
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FUTURES.
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Questions & Evaluation

Evaluate Session: Contact Information:

Katie Meersman

katherine.meersman@utsa.edu
http://www.linkedin.com/in/lkmeersman

https://provost.utsa.edu/about/ruby/
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Slide 4
Information about UT San Antonio:

® https://www.utsa.edu/about/history-development/

® https://www.utsa.edul/ir/content/dashboards unified/

® https://www.utsa.edu/firstgen/

® https://news.utsa.edu/2025/09/u-s-news-world-report-recognizes-ut-san-antonio-as-a-leader-in-social-
mobility-and-innovation/

Slide 8

Sondhi, Rakesh K. Total Strategy. Airworthy Publications International Ltd., 1999.

Slide 9

Clark, Dorie. Strategic Thinking. LinkedIn Learning. Accessed March 22, 2026.
https://www.linkedin.com/learning/strategic-thinking-22616141.

About Dorie Clark: https://www.linkedin.com/in/doriec

Slide 16

Well-being Initiative information

® https://provost.utsa.edu/initiatives/wellbeing/

® https://provost.utsa.edu/initiatives/wellbeing/docs/2025-enhancing-well-being-task-force-final-report-
final.pdf 2026 Project Management Symposium 25
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