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 BOARD OF GOVERNORS 
 

 SUBJECT Digital Payments Program 

SUBMITTED TO Finance Committee  

MEETING DATE November 19, 2021 

SESSION 
CLASSIFICATION  

Recommended session criteria from Board Meetings Policy:  

OPEN  

REQUEST Action requested - Approval 
IT IS HEREBY RESOLVED that the Finance Committee, with authority delegated by the Board 
of Governors, grants BOARD 1 and BOARD 2 approval for the Digital Payments Program as 
follows: 

i. approval of the $8 million capital budget envelope (inclusive of a 30% contingency);  

ii. authorization to proceed to select supplier(s); and, 

iii. approval of funding release of $500,000 for activities required to proceed to next stage 
of approval. 

LEAD EXECUTIVE Peter Smailes, Vice-President Finance & Operations 

SUPPORTED BY Yale Loh, Treasurer 
Jennifer Burns, Chief Information Officer 
John Thomson, Program Director 
Linda Josh, Managing Assistant Treasurer 
Ivano Nichele, Senior Project Manager, IT 

PRIOR SUBMISSIONS 
The subject matter of this submission has not been considered previously by the Finance Committee. 

EXECUTIVE SUMMARY 

In accordance with the Capital Projects Policy, this Board 1 and Board 2 approval request for the Digital Payments 
Program (DPP) is provided as part of the project management process for IT projects over $5 million. The aggregate 
estimated value of the Digital Payments Program is $8 million, which includes the $6.4 million project cost and the 
annual subscription costs for the initial five-year contract term. This project cost is in addition to the cost for 
Workday Student and was not included in the Workday Student budget.  

The University of British Columbia receives over $3.5 billion in payments1 annually (see Appendix A). Approximately 
20% of all incoming payments are processed through ePayment, an in-house, custom-developed payment gateway 
in service since 2003 that enables UBC students, customers, and guests to pay for certain goods and services online. 
ePayment is an enterprise-level service for UBC faculties and business units which acts as a gateway to the 
University’s back-end third-party payment processors and is integrated with multiple university systems, including 
Workday Finance.  

Originally ePayment was intended to provide a means for students to pay tuition online with automatic updates to 
student accounts with successfully processed payments. As such, the system was developed within the Student 
Information System (SIS) application code base. Over the years, more customization features have been added such 
that the platform now also serves over 100 business units across the University in addition to processing student 
tuition and fees.  

                                                            
1 Payments received may be different than reported revenues due to timing differences between cash payments and recognition of revenue, 
treasury cash management activities, and other payment transactions that do not have a revenue impact. 

https://universitycounsel-2015.sites.olt.ubc.ca/files/2019/08/Capital-Projects-Policy_FM11.pdf
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The next phase of the Integrated Renewal Program journey will be the implementation of Workday Student to 
replace and retire the existing SIS. Workday Student, as is typical for software systems on this nature, does not have 
payment gateway functionality similar to ePayment. Since the current ePayment solution resides within the SIS 
code base, a new digital payment solution must be identified and implemented in conjunction with the Workday 
Student timelines. While the need to replace ePayment was triggered by the retirement of the SIS, this project will 
modernize the collection of payments across the entire university. Given its university-wide scope and funding 
through a loan and basis point charge on payments, this project was not incorporated into IRP student. 

The objectives of the Digital Payments Program (DPP) are as follows: 

1. Determine an optimal payments solution that can support UBC over the next ten years 

2. Develop and implement a capability release plan for the overall solution 

3. Prioritize and implement an initial capability release that includes the minimal functionality required to 
support the initial release of Workday Student functionality (currently scheduled for summer 2023) 

4. Improve customer experience and introduce operational efficiencies in payment processing across UBC 

Given the urgency to replace the existing ePayment solution to meet Workday Student launch, interim funding of 
$500,000 was approved under the IT Capital Fund to facilitate project activities including the completion of a non-
binding Request for Proposal (RFP) process. It is anticipated that by December 2021, the outcome of the RFP process 
will be a recommended vendor partner together with detailed implementation and resource plans. The intent is to 
proceed to negotiate with the preferred vendor partner in good faith ahead of this combined Board 1 and Board 2 
approval. Board 3 and ITAC approval for the final funding release is targeted for early 2022 following completion of 
a finalized vendor contract. 

Implementing the DPP provides UBC with the potential to include other payment processes and merchants on 
campus. This subsequent project(s) will enable more efficient payment processing, provide additional payment 
methods for students and customers, and introduce operational time savings.  

Organizational Impact 

ePayment currently provides an enterprise-level service to authorize and process online financial transactions for 
over 200 merchant accounts in over 100 business units.  These campus merchants will need to transition to the 
new payments solution, which will require technical work and functional changes for each merchant account which 
are spread across every faculty as well as both campuses.  The completion of the RFP process will provide more 
clarity on organizational impacts associated with the implementation of the new payment platform. 

Change Management 

The DPP project is focused on replacing ePayment with equivalent functionality and transitioning existing ePayment 
merchant accounts to the new solution by summer 2023. While the amount of technical and functional change for 
each merchant is not significant, merchants will need to make application changes, change and test the way their 
application integrates with the new solution, and train users on the new platform. The conversion to the new 
solution will not be completed in a single transition, but rather in waves over several months. To facilitate this 
process, the DPP project will provide resources to manage communications, provide technical assistance, 
participate in training, and coordinate the overall transition effort with the campus merchants.  

Initial discussion with the RFP respondents indicates that the delivery model would result in increased costs for 
students who choose to use credit cards to pay for tuition and housing. The proposed business model for processing 
tuition and housing payments paid via credit card aligns with the industry standard of charging the student a 
convenience fee of 2.5% of the transaction value. Currently UBC only charges the student 1.75% and subsidizes the 
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difference between this fee and actual fees.  Credit card fees depend on a multitude of factors such as card type, 
loyalty points offered, and domestic vs. an international bank issuer. The change management impact of this 
increased convenience fee will need to be carefully managed and will need to focus on the industry norms together 
with the alternative payment choices available to students which either avoid or reduce the transaction fee (such 
as debit card payments and payments directly from bank accounts). 

Analysis shows that approximately 70% of student tuition and fees are made through direct payments from bank 
accounts attracting only nominal fees for students and only roughly 20% of payments are made through credit cards 
which would be impacted by this change. 

Operational savings 

The predominant operational savings from this project are the cost savings in IT sustainment effort from retiring 
the current ePayments platform. As ePayment is embedded into SIS, any cost savings from the redeployment of IT 
resources will only occur when the broader SIS is retired. In addition, the DPP will be integrated directly with 
Workday Finance and as a result, will eliminate the need to maintain the current translation layer required to 
synchronize the payment platform with changes in Workday Finance.  This will reduce the volume of tickets for the 
Integrated Service Centre which would otherwise only increase over time. Lastly, the other major operational 
efficiency is the reduced effort that departments will expend researching and establishing payment processing. In 
a typical year, six departments seek to establish to digital payment processing for which the DPP solution will 
provide a ready-made functionally rich platform that is already compliant with processing standards and supported 
centrally on an administrative basis. 

This project lays the foundation for a unified digital payment platform that can be rolled out across the university. 
It creates the opportunity to build a ‘cashless campus’ where students could be presented a unified bill for all 
charges that is processed and reconciled without the need for manual intervention.  This would also enhance the 
student experience. For example, the ability to securely store preferred payment methods means that students 
would not need to re-enter payment details multiple times in response to different services or goods obtained 
across campus. While the DPP does not in itself deliver a cashless campus, it does provide the initial building block. 

DPP could also manage the processing and reconciliation of a larger portion of UBC’s annual $2.6 billion in payments 
that do not currently flow through ePayment.  For example, onboarding the existing 27 merchants who do not 
currently use ePayment could lead to annual savings estimated at $600,000 annually, mainly due to automation of 
manual processes, reduced merchant fees from leveraging economies of scale, and reduced PCI audit costs from 
having all merchants on a single platform. These savings would be distributed across the university and would be 
utilized locally to offset the allocation of fixed infrastructure and sustainment costs, making the platform less 
expensive for all participants and realising a net efficiency for the university as a whole.  

Governance 

The success of this Program relies on participation and input from across the University community through both a 
Working Committee (includes representatives from over 50% of ePayment merchant users) and a Steering 
Committee.  

Each Committee is being leveraged to act as champions and ambassadors for the Program as well as review and 
recommend vision, benefits, scope and budget.  

It is expected that some continuation of the Working Committee governance model will continue through 
sustainment to manage risk and monitor progress against program expected benefits.   
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Financial Impact to the University 

While the RFP process will provide more clarity on cost and organizational impacts, the current five-year aggregate 
estimated value (AEV) of the DPP is $8 million, inclusive of a 30% contingency. The AEV represents the five-year 
cost impact to the University and includes both the project cost and annual sustainment costs. The AEV captures 
the cost of standing up the DPP platform but excludes departmental costs and payments work that is specific to 
student functionality. Departments will need to budget for their own transition costs in FY23 and FY24; the Workday 
Student program approved budget includes the funds necessary to complete the student-related functionality. 

The project implementation cost is anticipated to be $6.4 million over a 30-month period to December 2023 and 
will be financed by a 10-year internal loan. This project cost is in addition to the cost for Workday Students and is 
not included in the Workday Students budget. 

The annual debt service costs ($830,000) and sustainment costs ($475,000) will be allocated to users of the platform 
based on dollar value processed, with the expectation that these costs will be absorbed within existing funding 
levels or reflected in pricing to customers. It is expected that an internal fee of 15-30 basis points per dollar 
transacted will be implemented but this has not been finalized. Merchant departments have not historically paid 
for costs associated with the existing platform and will need to budget and account for them in pricing decisions. 
Communicating the equity of the cost allocation approach to all merchants will be critical to the overall success of 
the program. 

Student tuition and fees currently account for approximately 85% of the revenue flowing through the existing 
ePayment platform and as a result, Enrolment Services will likely see an increase in costs associated with the new 
platform. A funding model that fairly allocates debt service and sustainment costs will need to be established, and 
additional funding for enrolment services will likely be required given their limited budget.  The specifics of the 
funding approach will be reviewed with the IT Advisory Council and the Board in January 2022, once overall project 
and sustainment costs have been clarified with the preferred vendor and the amount of development and ongoing 
collection costs for each type of payment are better understood.  The Board 3 approval request will include a 
funding model for student tuition and fees. 

Key Risks 

A detailed assessment of risks has been undertaken with UBC’s Privacy and Information Security Management 
(PrISM) team; major risks with associated mitigations are included as Appendix B.  Further work is required with 
the preferred vendor to ascertain the risk ratings. In particular the significance of the high privacy risk will be further 
investigated to ensure this risk does not prohibit a successful implementation. 

Business Architecture and Timeline 

The future state architecture diagrams are provided in Appendix C together with the project timeline. 

Business Benefits 

The benefits of the program are summarized in Appendix D. 

APPENDICES  
1. Appendix A: University Incoming Payments Overview 
2. Appendix B: Key Risks and Mitigations 
3. Appendix C: Architecture diagrams 
4. Appendix D: Benefits of the Digital Payments Program Solution 

PRESENTATIONS  
1. Digital Payments Program  
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APPENDIX A 

Table 1: University Incoming Payments Overview 

 
2020 Sales $ 

through ePayment 
2020 Total University 

Sales $ 
Percentage Managed by 

ePayment 

Credit Card $195m $249m 78% 

Interac Online $27m $38m 72% 

Pre-Authorized Debits 
(Students) 

$405m $405m 100% 

International Wires 
(Students) 

$61m $61m 100% 

Online Banking 
(Students) 

$0m $220m 0% 

EFT, Direct Debits and 
Wires (Non-Student 
Customers) 

$0m $2,200m 0% 

Cash/ Cheque $0m $349m 0% 

Total Incoming 
Payments 

$688m $3,521m 20% 
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APPENDIX B 

Table 2: Risks and Mitigations 

Risk Statement Mitigation Approach 

Aggressive timelines and schedule risks 

Deploying the new digital payments solution 
must be done in parallel with the current 
Workday Student timelines with completion 
by Summer 2023.  Achieving this timeline will 
require issuing an RFP, selecting a vendor, 
implementing, and rolling out a solution in 
only 18 months. 

• Streamlining program decision making 
• Aggressively managing program scope, particularly for the 

initial release of the solution related to Workday Student 
• Developing contingency plans should timelines prove to be 

unachievable 
• Requesting interim approval to start vendor selection 

activities ahead of October ITAC meeting 

Workday student solution dependency 

Workday Student solution is not fully defined 
so it might not be possible to adequately 
assess functional requirements for integration 
with a payment solution 

• Establish a regular meeting between key Workday Student 
and Digital Payments project managers 

• Leverage architecture and integration teams that span both 
programs 

• The IRP Program Director for Workday Student will be on 
the Digital Payments Program steering committee 

• The Digital Payments Program Director will be on the IRP 
Workday Student steering committee 

Large change management effort 

Implementing the new digital payments 
platform will impact 100+ business units and 
every faculty.  If not planned for and managed 
properly, the implementation may not be 
smooth or not fully completed which could 
result in desired benefits not being realized 

• Establish and leverage Digital Payment Working Committee 
to provide governance feedback loop, build program 
awareness, and get broad based buy-in for the goals of the 
project 

• Develop robust change management and communications 
plans as key part of overall implementation plan 

• Staff and budget for sufficient change management and 
communications resources 

Scope management 

There is a significant risk that the scope of the 
program could expand risking not only the 
ability to successfully deliver the solution but 
also impact the initial IRP Workday Student 
go-live 

• Establish and maintain rigorous change management 
processes 

• Ensure on-going coordination with IRP Workday Student 
program 

• Leverage governance structures and processes to keep 
scope contained 

• Leverage the simplicity of converting just existing ePayment 
users 
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Risk Statement Mitigation Approach 

Resource Constraints 

Capacity constraints and competing priorities 
on the IT side, due to ongoing IRP-related and 
other efforts, could impact preferred option 
implementation timeline 

• Proactively onboarding incremental resources as part of 
Program resourcing strategy 

• Budgeting contingency to hire any additional third-party 
resources that might be required 
 

Potential impact of an ‘all-in-one’ solution 

A current program scope assumption is that 
UBC will continue to leverage its current 
merchant acquirer (e.g., Chase) and payment 
processor partners in conjunction with the 
new digital payments platform. Some of the 
digital payment vendors may offer solely ‘all in 
one’ solutions that require UBC to work with a 
new partners leading to additional change 
effort, cost and training. 

• The program will continue to work under the assumption 
that its current acquirers will integrate with the new 
payment platform 

• As part of the RFP process, will ask each vendor if they can 
work with our existing acquirers or require the 
implementation of a new acquirer 

• As part of the RFP assessment process will assess if this 
assumption still holds and process a change request if 
required before starting the implementation phase 

• ISC team will be included in the change plan to ensure 
acquirer-related integrations are redeveloped for a change 
in acquirer 

• Ensure technology architecture is built to enable solutions 
to be swapped in or out with least pain (including use of the 
MuleSoft layer to avoid point to point APIs) 

Vendor selection risk 

The digital payments environment is changing 
rapidly and there are risks in locking into a 
single vendor for a long period if that vendor is 
unable to adapt to changing market conditions 
or new forms of payments like digital 
currency.  

• Ensuring that the technology architecture is built to enable 
solutions to be swapped in or out with least pain (including 
use of the MuleSoft layer to avoid point to point APIs) 

• As part of the RFP assessment process will assess the 
vendor’s plans to accommodate changes in the payments 
ecosystem 

• Limiting our contract to five years, with an option to renew 
for a further five years, and ensuring that there are standard 
exit ramps for unsatisfactory performance. 

Increase to convenience fees 

Potential impact to convenience fee charged 
to students if the preferred vendor mandates 
the business model and rate. 

• The preferred vendor should offer new payment methods to 
maximise student choice and mitigate the impact to 
students of an increased convenience fee from 1.75% to 
2.5% 

Privacy risk 

Privacy risks that the selected vendor is unable 
to comply with FIPPA data residency 
requirements, which may restrict the 
functionality that can be deployed by UBC or 
the information that can be collected by 
merchants. 

• Mitigation with respect to possible FIPPA data residency 
issues would include identifying problematic use cases, 
consulting with University Counsel and PrISM with respect 
to acceptable alternatives and providing guidance to UBC 
merchants to ensure best efforts at compliance. 
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Risk Statement Mitigation Approach 

Security risk 

Security risk that the architecture and design 
of the solution does not provide adequate and 
effective security to prevent fraud or breach of 
sensitive information, resulting in damage to 
UBC’s reputation. 

• Mitigation with respect to inadequate security in the 
solution will include PrISM / CISO review of vendor security 
responses; ensuring that security requirements are reflected 
in the architecture and design of the solution; that security 
testing is included in project plans and that project 
resources are available to support the PIA and Security 
Threat Risk Assessment processes. 
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APPENDIX C 

Figure 1: Future Architecture 

 

____________ denotes DPP Scope 

 

Figure 2: Implementation Timeline 
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APPENDIX D 

Benefits of the DPP Solution 
 
The goal of the project is to replace the outdated in-house developed solution with a commercial platform which 
delivers the following benefits to the University: 

• A centralized platform to manage payments and refunds with straight through automated posting and 
reconciliation hosted by an external provider. External hosting will improve business continuity, manage 
risk of technological obsolesence, and improve UBC’s ability to adopt other payment methods. 

• Capability to consolidate the current fragmented payments ecosystems and drive additional future 
benefits for the University. As additional campus merchants and UBC broadly process additional volume 
through the platform, there may be economies of scale savings together with operational efficiencies 
through automated processing and reconciliation. 

• Easy access to credit card payment methods for small merchants to help eliminate the use of cheques and 
the inherent risks and cost overhead. This will drive further operational efficiency. 

• Reduces fraud and security risk for the University through outsourced storage of personal banking 
information and certain PCI responsibilities to the platform provider together with central administrative 
oversight 

• Provides a platform that will stay current with customer demands such as mobile-ready and industry 
trends as they continue to evolve  
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• ePayment is an in-house, custom developed gateway to UBC’s third party 
payment processors that supports 20% of UBC’s $3.5b annual payments

• ePayment is integrated with multiple university systems including Workday 
Finance

• Current payment types include pre-authorized debit from Canadian bank 
accounts, credit cards, Interac online, and international wires

• ePayment is imbedded within the existing Student Information System and 
will not be able to integrate with Workday Student

• As is typical for software of its nature, Workday Student does not have a 
payment gateway.

BACKGROUND

Identify and implement a new digital payments solution 
by summer 2023 to support initial release of Workday Student
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Electronic 
Transfers
$2,200m

62%

Cash & Cheque
$349m
10%

Online Banking
$220m

6% Credit Card & 
Interac
$65m…

ePayment
$688m

20%

UBC PAYMENTS LANDSCAPE – 2020 PAYMENTS 

• New payment platform provides opportunity to consolidate fragmented payments 
collections, create more efficient payments processing, introduce economies of scale 
and introduce new payment methods

Pre-Authorized Debit $405m (11%)

Credit Card $195m (6%)

Interac Online $27m (1%)

International Wires $61m (2%)
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Objectives of the Digital Payments Program (DPP) include:
• Optimal payments solution that can support UBC over the next ten years
• Develop and implement a capability release plan for the overall solution
• Prioritize and implement an initial capability release that includes the minimal 

functionality required to support the initial release of Workday Student scheduled for 
summer 2023

• Improve customer experience and introduce operational efficiencies

Costs:
• Project cost of $6.4m and Aggregate Estimated Value of $8.0m1.
• Project cost is in addition to Workday Students cost and will be funded via an 

internal loan repaid over 10 years
• Expected that annual debt servicing ($830k) and annual sustainment costs ($475k) 

will be recovered through an internal transaction fee based on dollar volume

OBJECTIVES & COSTS

Note:  1 Aggregate Estimated Value is accumulated project costs including subscription costs during the initial 5 year contract term including a 
30% contingency
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• Students paying for tuition, housing, meal 
plans and childcare are responsible for over 
96% of ePayment volumes 

• Enrolment Services, in the collection of student 
tuition and fees, will likely see an increase in 
costs associated with the new platform 

• Historically, all ePayment merchants were not 
required to pay any costs associated with the 
development of the platform

• A funding model to fairly allocate costs and

ENROLMENT SERVICES FUNDING CHALLENGE

$ %

Student Tuition & Fees $585m 85%

Housing, Food 
Services, & Child Care $73m 11%

Other $30m 4%

Total $688m 100%

provide additional funding for Enrolment Services will likely be required given their 
limited budget

• Funding approach for tuition related collections will be brought forward in conjunction 
with final board approval in early 2022
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• Centralized platform to manage payments 
and refunds with integrated posting and 
reconciliation  

• Consolidation of current fragmented 
payments ecosystems and will drive future 
benefits for the University 

• Improves access to credit card payments 
for small merchants and potentially 
eliminate the use of cheques

• Reduces fraud and security risk for the 
University 

• Ensures relevant payment methods for the 
future as the industry continues to evolve

BENEFITS OF DPP

AUTOMATED 
STUDENT 
ACCOUNT 
POSTING

DIGITAL PAYMENTS 
PLATFORM

MERCHANTS

PAYMENTS

STUDENTS
UBC CUSTOMERS

AUTOMATED  
POSTING AND 
RECONCILATION

AUTOMATED 
TUITION POSTING

1 Unified Billing draws from Workday Student, Housing & Food Services, Childcare, and Library 

UNIFIED
BILLING1
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CHANGE MANAGEMENT – STUDENT PAYMENTS

• Initial discussions with RFP respondents indicate potential change to industry standard 2.5% convenience 
fee for student tuition and housing payments

• UBC currently only charges 1.75% convenience fee and absorbs the difference
• Credit card fees depend on a multitude of factors including type of card, domestic versus international, 

loyalty rewards, etc.
• Over 70% of student tuition payments are direct from bank accounts with little or no transaction fees
• Change management will focus on industry norms and alternative payment methods with reduced 

or no transaction fees

Payment Method % of Volume UBC Cost1 Student 
Cost UBC Cost1 Student 

Cost

Pre-Authorized Debit 45% $0.103 $0 $0.103 $0

Online Banking 24% $0 $0 $0 $0

Credit Card 21% $354 $175 $0 $250

International Wires2 7% $0 Flat $30-50 $0 Flat $30-50

Interac Online 3% $0.463 $0 $0.463 $0

Current Pricing Potential Future PricingTransaction Cost per $10,000

Note: 1 UBC costs do not include normal banking fees charged for all funds deposited to our bank accounts
2 Fees based on Canadian banking fees in consideration of student banking fees
3 Denotes per transaction fee; in addition, UBC incurs marginal monthly costs 
4 Denotes cost to UBC net of convenience fees received from students 
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DPP DEVELOPMENT RISK MANAGEMENT

Key Risks Mitigation

Schedule risks
Coordinate with IRP Workday Student and leverage 
governance structures to keep scope contained and 
timelines actively managed

Increase to Convenience Fees Provide students with new payment methods to mitigate 
financial impact

Privacy Risks Provide guidance to UBC merchants for best efforts for 
compliance

Resourcing concerns related to 
competing priorities

Project team actively managing resources and funding 
requirements

A broader list of risks and mitigation strategies is included in the Business Case
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BOARD 1 and BOARD 2 approval of the Digital Payments 
Program as follows:

i. approval of the $8 million capital budget envelope 
(inclusive of a 30% contingency); 

ii. authorization to proceed to select supplier(s); and,

iii. approval of funding release of $500,000 for activities 
required to proceed to next stage of approval.

APPROVAL REQUESTED




