
T oday, school districts face a broader range of challenges 
than other public sector organizations. In addition to 
preparing students to compete in a global, highly skilled job 

market, schools must also feed, transport and ensure their health 
and safety. To survive and thrive, school districts across the country 
are working hard to transform public education, improve student 
achievement and become strategic drivers of change.

The need for innovation extends beyond the classroom. 
Analyzing a school district’s business and operational processes 
can reveal dramatic potential efficiency gains and cost savings, 
ultimately driving demonstrable return on investment. This in turn 
can allow schools to focus on mission imperatives like hiring more 
teachers, reducing class sizes and maintaining school infrastructure. 
The bottom line: Operational business process improvements can 
significantly impact the classroom and performance.

This paper explores how three educational institutions — the 
Bucks County Intermediate Unit (Bucks IU), Cherry Creek School 
District and the Allegheny Intermediate Unit (AIU) — recently 
adopted Oracle Cloud applications to provide a comprehensive, 
integrated and secure technology platform to allow better insight 
across their operations. It also examines how innovative solutions 
are supporting these organizations’ efforts to modernize, adapt to 
the changing education landscape, and reduce costs  
and workloads.  

Streamlining Human Resources at  
Bucks County Intermediate Unit

Established in 1971, the Bucks IU operates as a regional 
educational service agency to provide programs to public and 
private K-12 schools, school districts and the community of Bucks 
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County, Pa. Over the years, the Bucks IU has continued to grow 
and expand its services to cover a wide array of programs 
designed to address the special needs of the county’s children, 
from birth through adulthood. Bucks County is home to more 
than 96,000 public and private school students, attending over 
270 schools and served by more than 9,000 educators.

When Karen Sandone joined the Bucks IU as the director 
of human resources in December 2016, she began the task of 
evaluating the current system platforms for human resources 
(HR) and the multiple legacy IT systems that needed integration 
within the organization.  

“One of my first priorities as the director of human resources 
was determining the Human Resources Department system 
needs and requirements,” Sandone says. “Within six months of 
starting at the Bucks IU, I began my due diligence so I could better 
understand the HR department system and automation needs.”

With the support from Rebecca Roberts-Malamis, deputy 
executive director and in-house legal counsel, and Dr. Mark 
Hoffman, executive director, Sandone finalized a human 
resources management system (HRMS) assessment process 
and presented a business case to the Bucks IU Board of School 
Directors in February 2019. As part of the review, Sandone and 
her colleagues examined more than 20 solutions and narrowed 
the choices down to a short list of three potential solutions, 
eventually selecting Oracle Human Capital Management (HCM) 
Cloud, a fully integrated HR suite.

“I wanted to work with an organization that had a good 
reputation, offered options to integrate additional functionality 
going forward and had a strong implementation team,” says 

Sandone. “The implementation process was extremely important 
to me because we had a complicated amount of data and systems 
to integrate.”

The Bucks IU first went live with Taleo, the applicant tracking 
module, as well as Core Human Resources, enabling it to hire, 
onboard, manage and engage workers in accordance with legal 
and organizational practices. 

“Since we began using Oracle, we’ve had the ability to 
leverage workflows and automate processes that we did not have 
the capability to do with our old systems,” says Sandone. “The 
reporting, the data we now have access to — all of that is a huge 
improvement from what we had before.”

In April 2021, the Bucks IU began using the Payroll, 
Benefits and Absence Management modules for the HR team. 

“Since we began using Oracle, we’ve had the 
ability to leverage workflows and automate 
processes that we did not have the capability 
to do with our old systems. The reporting, the 
data we now have access to — all of that is a 
huge improvement from what we had before.”
Karen Sandone, Director of Human Resources, Bucks County 
Intermediate Unit 
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The organization is also in the process of implementing 
Oracle’s unique HR Help Desk offering. HR Help Desk is a 
comprehensive case management system that will help the 
Bucks IU’s HR team efficiently resolve issues — from employee 
relations to simple HR inquiries. The Bucks IU is also launching 
several other modules that will help automate and streamline 
additional manual processes.

Once the implementation of Oracle has been completed, the 
Bucks IU will decommission multiple systems and have the ability 
to integrate data, workflows and processes into one place. 

“As a result,” says Sandone, “I can now reorganize and 
restructure staff positions to better serve our organization.”  

Future-proofing Financials and HR at  
Cherry Creek School District

Cherry Creek School District serves more than 55,000 
students in eight municipalities spread across 108 square miles 
in western Arapahoe County, Colo. The district moved off a 
mainframe system more than a decade ago, but the new financial 
system it selected wasn’t working as IT leaders had hoped. 

New leadership provided an opportunity to reevaluate the 
system and consider how it could be improved. 

“We examined the processes that were taking too much 
time, were inefficient or were just bad for our employees,” says 
district CIO Jason Koenig. “Then we looked at our pain points 
and considered how we could make things better. What is the 
right — not necessarily the easy — answer? Sometimes you’re 
so stuck in what you’re doing, it’s hard to imagine a better way 
of doing it.”

The district hired a consultant to evaluate its processes and 
create a request for proposal (RFP). Following an extensive 
selection process and multi-day demos, Cherry Creek selected 
Oracle ERP and HCM Cloud.

“Oracle checked the boxes,” says Koenig. “It was also clear 
that the Oracle team ‘got it.’ They were open to discussion, and 
they were willing to push us to think differently based on what 
they brought from their private sector experience.”

Cherry Creek Schools went live on core financials in January 
2021 and is implementing HCM and Payroll with a goal to go 
live in late 2021. After that it plans to implement additional 
advanced features. 

“It’s great to have our core financials available in a one-stop 
shop,” says Koenig. “We have easy access to everything now. 
Our workflow and approval processes, which were manual 
before, are now automated. That makes it easier for us and 
makes us more accountable.”

The cloud-based solutions will also provide Cherry Creek a 
foundation for future growth. 

“I’m excited about having a different way of budgeting and 
looking at things we couldn’t before, like how we might devise 

a more equitable approach to funding schools based on the 
types of students we have or the initiatives we’re undertaking,” 
Koenig says. 

Although migrating to Oracle Cloud Applications cost more 
than upgrading the district’s existing system, Koenig says 
convincing the board to make the bigger investment was well 
worth the effort.

“It was about taking that long-range view,” he says. “This is 
needed, and it’s an opportunity for us to improve what we’ve 
been doing.”  

“It’s great to have our core financials available 
in a one-stop shop. We have easy access to 
everything now.” 
Jason Koenig, CIO, Cherry Creek School District 
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Eliminating Paper-Based Processes at  
Allegheny Intermediate Unit (AIU) 

The AIU is a regional public education agency that provides 
specialized services to school districts, charter schools and 
vocational institutions in the Allegheny County suburbs 
surrounding Pittsburgh, Pa. The AIU works closely with the 
Pennsylvania Department of Education and operates three 
schools for exceptional children; 10 family centers; and about 
130 programs for children, adults and families.

Until recently, many of the AIU’s processes were manual. 
“It was incredibly inefficient,” says Erin Koebel, AIU’s 

director of human resources and labor relations. “The 
volume of effort often led to data entry errors. And it didn’t 
leave a lot of time for us to validate information.”

Looking to make better use of its time and to track critical data 
more accurately, the AIU evaluated several IT solutions. But none 
of them seemed to be a remarkable improvement over the existing 
system — until AIU leaders examined Oracle’s offerings.

“The Oracle software would allow us to keep much better 
records, to answer any questions or perform any type of analysis 
we might need done for our business operations,” says AIU 
Comptroller Richard Marusic.

The AIU partnered with Oracle to modernize its backend 
systems and migrate them to the cloud. Today, the AIU is live with 
Finance and Core HR. Finance includes accounts payable, accounts 
receivable, general ledger, procurement and expenses; whereas 
Core HR includes payroll, time and labor, and absence management. 
The organization is also in the process of implementing the 
HR Help Desk and Performance Management modules. 

“We really like the seamless integration with different business 
processes,” says Marusic. “You can input an absence and it flows 
directly into payroll. We wanted a one-stop shop for everything 
we do. And the fact that it is cloud-based means we don’t have to 
maintain updates on our own.”

Today, the AIU can plan, budget and report on critical 
financial expenditures within minutes or hours instead of the 
days or weeks it took prior to going live on Oracle’s Integrated 
HR and Finance Cloud Solution. This increased agility and 
efficiency was especially important during the first several 
months of the COVID-19 pandemic, when requests for 
information were much more frequent. Additionally, remote 
employees now have better access to data for analysis. 

“Everything is electronic now,” says Marusic. “That has really 
helped us from a workload perspective. Especially with everyone 
working remotely, it made life a lot easier than it would have been  
if we were still in a very paper-oriented environment.”

The result is that AIU employees can now perform their jobs 
more easily and effectively, enabling them to focus on improving 
educational opportunities for the children, youth and families in  
the community. 

“With Oracle, we can serve children and families in our region 
in a far more efficient way than we have been able to before,” says 
Sarah McCluan, supervisor of communication service at the AIU. 
“Ultimately, that means being able to help the most vulnerable 
people get the services they need.” 
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“With Oracle, we can serve children and families 
in our region in a far more efficient way than we 
have been able to before. Ultimately, that means 
being able to help the most vulnerable people 
get the services they need.” 
Sarah McCluan, Supervisor of Communication Service,  
Allegheny Intermediate Unit


