ACUPA Policy Making Process: Case Studies from Four Universities

Background/Challenge

Indiana University:  In late 1998, the Indiana University office of the Vice President and Chief Financial Officer determined that financial policies needed to be formulated and distributed in a more coordinated and systematized fashion.  The Special Assistant to the VP&CFO was charged with developing a process, in concert with other staff, which would have a comprehensive membership from campuses and university (central) administration and be standardized and consistent in its approach to policy development and process.  From this initial beginning the development of a full, robust and inclusive policy process was put in place.

A new web site was developed and the transferring of hard copy policies to HTML-coded policies on the web site began in early 2000.  Eventually all of the policies were converted to the web site and the policy process and web site have continued to grow in size and scope.  Based upon feedback received from users, auditors and other university staff, the VP & CFO Financial Policies web site is one of the best sites to be accessed for finding clear, up to date and consistent financial policy information in the university.

University of Minnesota: In the period 1988-1992 the University of Minnesota had several major fraud investigations and a blue ribbon report by the governor on University management. These reports all mentioned the lack of comprehensive policies and procedures, lack of training, and systems capable of delivering reliable financial information, which allowed for lapses in controls. The University Policy Office was created in 1993.

The Policy Office role has been expanded over the years to include creating “information libraries” to store not only policies but forms and processes. Currently the mission of the Policy Office is to "Develop and maintain the process used by the University of Minnesota to create, revise, and distribute University-wide processes, policies, procedures, instructions, and forms."
Governor’s State University:  The Introduction to the Board of Trustees Bylaws, April 5, 1996, designate the President of the university as the final authority for approving policies:

“The laws of the State of Illinois establish the Board of Trustees of Governors State University which has the authority and responsibility to operate, manage, control, and maintain Governors State University.

“The Board herewith adopts Bylaws, Governing Policies, and Board Regulations intended to encourage and facilitate cooperation among the Board, the President, faculty, staff, and students in their mutual efforts to strengthen and improve education within Governors State University.

“The Board recognizes that the mission of the university is complex and imposes interdependent relationships among the Board and the university community, which must pursue the goal of excellence in a spirit of mutual trust. As the final institutional authority, the Board entrusts the coordination and management of the university to the President with the understanding that provision shall be made for advisory participation by the faculty, staff, and students in university decision-making. In assigning these duties to the President the Board delegates primary responsibility to the President for the management of the university.

“The Board emphasizes its conviction that inquiry and discussion, safeguarded by tenure and academic freedom are essential to the quest for truth. Furthermore, the Board endorses the principle of shared governance within the framework of its Governing Policies.”

SUNY System Administration:  The Board of Trustees is the policy making body for the State University of New York (SUNY).  The Board may delegate to the Chancellor, or other University officers, the authority to promulgate policy.  .  There is not a formal policy on the policy-making process. 

Since SUNY’s inception, policy has been communicated to the University community in one of two ways – Board of Trustees resolution or Memorandum to Presidents. These two repositories of policies have not been merged, centrally located or indexed for easy access.  The University did develop an Administrative Procedures Manual, which mainly stored financial policies and procedures, but over the years much of its contents fell out of date.  This manual was accessible on line but was not searchable.
Practice/Solution

Indiana University:  A policy role was created and a policy framework was developed and shared widely for input before finalizing. A university-wide committee was formed, which meets 3-4 times a year in person and makes extensive use of e-mail, to assist in the development, vetting and approving policy drafts before they go to a larger university set of reviewers for comments and questions.  This has resulted in buy-in at the highest levels of the institution when a policy is finally approved and issued.  The framework seeks to be as inclusive as possible, people feel free to air out their differences with a policy and the final policy product is stronger and more comprehensive because of this process.

University of Minnesota:  A policy office was created and a policy on Developing U-wide Policies and Procedures was written. A content management system was purchased to be able to manage the information. A policy oversight committee meets regularly.

Governors State University:  Governors State currently has shared governance model of constituency senates and university-wide standing committees who advise the administration and president of the university on policy matters.  Three governing senates are appointed through the Board of Trustees Bylaws:  Faculty Senate, Student Senate, and the Civil Service Senate.   University standing committees on budget, physical resources, and facilities advise the administration on business and educational program matters.  

The Faculty Senate Committee on Educational Policy, chaired by an elected Faculty Senate senator, has historically functioned as the chief functioning policy development and review committee on campus. Policy proposals are recommended from the faculty senate to the Provost office, who takes them to the President’s Administrative Coordinating Council for review.  Final due diligence processes are completed prior to the president’s signature. No person at the administration level is assigned a policy administration function.  By historical precedent, the University Policies manual is located in the provost office, and maintained on the provost’s web page by an administrative assistant to the provost. 

SUNY System Administration:  In 2001, SUNY determined that University policies and procedures needed to be made more easily available in a new, comprehensive and user friendly on line manual.  An inventory of University’s policies and procedures was generated by the Project Team, with assistance from functional offices. All policies and procedures were assigned for review, and when necessary, revision.  A new web site has been developed. The uploading of University’s policies and procedures (and related documents) has begun using a content management software program (Stellent).  When an existing document is placed on the new site, if there is a corresponding document on the old site it is removed. Eventually, all of the policies and procedures will be available on the new web site and the Administrative Procedures Manual will no longer exist.

One full-time staff member was hired to focus on content and legal review of all submissions by functional offices. Additionally, there are two staff and one intern working part-time on the project.

Benefits

Indiana University:  This process has:

--Eliminated confusion about information and outdated policies

--Helped maintain accountability by assigning policy owners and subject matter experts.

--Provided management with clear concise tools.

--Clarified to those entities outside the University how business is done.

--Made the policy process understandable.

--Made it easy to maintain and update the policies.

--Took away the excuse that the University policies are too hard to find.

University of Minnesota:  These practices have:

--Eliminated confusion about information and outdated policies

--Helped maintain accountability by assigning policy owners and subject matter experts.

--Provided management with clear concise tools.

--Clarified to those outside the University how business is done.

--Made the policy process understandable.

--Made it easy for policy owners to maintain their information.

--Took away the excuse that the University policies were too confusing and hard to find.

Governors State University:  The university is able to meet its core mission of providing access to higher education through affordable tuition by controlling administrative costs.  Policy recommendations are forwarded to the administration for review by legal counsel, administrators, and consideration by an Administrative Coordinating Council consisting of deans, financial officers, and the provost.  Policies become official upon being signed by the president.  

SUNY System Administration:  This process of creating a new on line manual has:

· forced system administration and functional offices to review, and when necessary, revise or retire existing policies and procedures;

· encouraged discussions about the need for new policies and procedures;

· helped clarify, and in some cases reassign, responsibility for all policies and procedures;

· initiated discussion regarding formalizing the SUNY policy process and maintenance of documents;

· begun to centralize all SUNY policies and procedures, providing easier access by system administration, campuses, current and prospective students and their families and the public.

Shortcomings

Indiana University:

--The time from creation to approval of a policy can be seen as taking too long.

--Each area of the university does “its own thing” as it relates to policy and there is no institution-wide office or role that oversees the full picture.

University of Minnesota: 

--The time to create policy can be seen as taking too long.

--Some do not want to follow the standard format for policies.

--Some policies are created by departments and just posted to their web sites.

--Some overlap between college/department policies and those that are U-wide.

--Disputes arise on ownership.

Governors State University:  The word “challenges” better describes the situation with the present model.  

Because the faculty senate Educational Policy Committee (EPC) has been an active committee throughout the years, faculty senate bylaws changes in recent years have inserted terminology that the committee serves as a “clearing house” on all university policy.  Although representatives of the provost office, legal counsel, public affairs, and registrar’s office serve as ex officio members of the Faculty Senate Educational Policy Committee, there is no formal “policy on policies” to guide policy making on campus.  Policies vary in writing style and content; and do not use a standardized template.  Procedures are often included in policy, contrary to widely accepted best practices.  In the past two years, the Educational Policies committee has developed guidelines for policy format and content, and has worked hard to separate procedure from policy.  There is no formal review schedule to ensure that policies are regularly reviewed and updated.  The chair of the Educational Policies Committee plays a major leadership role in policy development and review on campus.  The chair of the Educational Policies Committee not only sets meeting agenda, but must track and follow policies through the various review processes to ensure they do not “fall between the cracks” and get lost in the process.  The chair also must fill the role of administrative secretary and maintain the digital files of policy development, update the draft policy documents with revisions, and collaborate with the provost office to ensure that the policies on the web are kept current.

A Graduate Studies Council and Information Technology Policy and Planning Committee (ITPPC) in the academic wing of the university have become active in recent years and have originated policy proposals which were destined for EPC review.  After discussing the proliferation of new policies on campus, the EPC decided to focus its work only on educational policy, which would include policy proposals from the Graduate Studies Council.  The EPC recommended that ITPPC develop its own process for administrative approval without going through EPC, and a process has been defined for those proposals.  ITPPC policy proposals are sent to the president of the faculty senate for informational purposes.

The chief challenge for the present structure is that working through committees is time consuming and requires a lot of work to maintain a view of the “big picture”.   In an era of increasing emphasis on faculty research and scholarship, it may be more difficult to enlist faculty in giving service time to university committees.  There is little structure in place to standardize policies and procedures and to locate them in one central library for easy reference on a web page.

SUNY System Administration:  The task of establishing a new on line policy and procedures manual has proven to be more challenging than anticipated.  Beyond simply transferring existing paper documents to a web site, it has involved: 

· developing consensus on definitions, terms, etc.;

· locating existing policies; 

· determining ownership of policies;

· verification of policies’ compliance with state and federal legislation and Board resolutions; and

· when necessary, revision or deletion of policies that have become outdated.  

Additionally, based on the scope and complexity of the assignment, staffing has been insufficient. Until recently there was no full-time staff devoted to the project. Personnel from various offices who are working on the manual have other significant full-time responsibilities. Finally, functional offices have struggled to find time and personnel to complete this project.   
Future Plans
Indiana University:  The process is running like fine oiled machine now and there is no need to update or change the course for the present.  All the key players are on the team and there is no need to change or substitute anything at the present.

University of Minnesota: Planning to revise the current policy and put the four phases of policy development into process flows. The four phases are Create, Revise, Promote, and Evaluate & Maintain U-wide administrative policy. Policy information is presented in a process way tailored to the needs of the end user. A web page is being planned to allow policy owners to easily update their information.

Governors State University:  The EPC is developing a “Policy on Educational Policy” which is hoped will assist the committee in its work by defining the EPC’s scope of work.  It is hoped the policy will provide a template for consideration of university-wide guidelines for policy development.  

SUNY System Administration:  There may be discussion about:

· formalizing the process for policy development and review; and 

· the need for an office to help coordinate that process. 

References

Indiana University:  VP & CFO Financial Policy:

http://www.indiana.edu/~vpcfo/policies/Policy Development Policy 

University-wide policy gateway:

http://www.indiana.edu/~policies/
University of Minnesota:  Policy Library http://www.fpd.finop.umn.edu/groups/ppd/documents/main/policyhome.cfm
Policy Development Policy http://www.fpd.finop.umn.edu/groups/ppd/documents/policy/Upolicy.cfm
Policy Development Process http://www.fpd.finop.umn.edu/groups/ppd/documents/process/poldev_process.cfm
Financial One Stop http://process.umn.edu/groups/controller/documents/main/osf_home.cfm
Governors State University:
www.govst.edu 

www.govst.edu/provost  

SUNY System Administration:  “Old” SUNY Administrative Procedures Manual (mainly financial):

http://www.suny.edu/FinanceandBusiness/FBAdmProc.cfm
“New” University-wide policy and procedures manual:

http://www.suny.info/policies/groups/public/documents/system/pub_source_0009.htm
Costs

Indiana University:  This process has had minimal cost as it was an “add-on” to tasks and duties that the Special Assistant was already performing.  However, there has been savings in binders, paper, envelopes and postage with the process being fully electronic.

University of Minnesota: The Policy & Process Development Office has three employees who facilitate the policy, procedure, forms and process development process. A content management system was purchased.

Governors State University:  No information provided.
SUNY System Administration:  The start up cost for this project was considerable:

· software purchase;

· training of staff;

· maintenance agreement;

· consulting fee;

· creation of one full-time position;

· part-time assignment of several full-time employees.

Replicable

Indiana University:  This approach can be used anywhere whether a small department, a division or mixes academic with administrative elements. The process is “open” and collaborative in its approach to establishing a process, policy and oversight group which can be tailored to each environment. 

University of Minnesota:  Certain parts of this approach can be used anywhere. Establishing process, policy and oversight group can be tailored to each environment.

Governors State University:  

On a scale of one to five, indicate how replicable your practice/solution would be by another campus. 

	1 = not at all replicable, 5 = highly replicable.

	1
	2
	3
	4
	5
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SUNY System Administration:  While this “process” may be employed at any institution, because of the costs associated with the on line project, it would probably be more successfully replicated at a large university or system administration with sufficient resources allowing for dedicated staff. Success in the process requires collaboration and consensus building early on (goals, terms, presentation style, ownership of documents, etc.), adherence to established deadlines and patience.
Effectiveness

Indiana University:  The policy development process is an accepted part of the VP & CFO office and routinely there are calls from other institutions and individuals on our approach. Our web site is accessed regularly internally and externally every month for financial policies of the university.

University of Minnesota:  The policy development process is an accepted part of University administration. We routinely get calls from other institutions on our approach. We get over 35,000 hits a month on information on U-wide Libraries of policy, processes, and forms.

Governors State University:  

On a scale of one to five, indicate how effectively your practice/solution addressed the campus need. 

	1 = not at all effective, 5 = highly effective.

	1
	2
	3
	4
	5
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SUNY System Administration:  Because the policy and procedures web site is still under construction, it is difficult to assess its current effectiveness.  The belief is that, once completed, users will find the site valuable because up-to-date documents will be centrally located and more easily indexed for access.

Notes

Indiana University:  Contact for questions.

T. Michael Ford

Indiana University

tmford@indiana.edu
812-855-8678
University of Minnesota: Contact for questions.

Pat Spellacy

University of Minnesota

p-spel @umn.edu

612-625-0331
Governors State University:  Paul Blobaum p-blobaum@govst.edu
University Professor, Reference Librarian

Chair, Educational Policies Committee

Governors State University,

One University Parkway 

University Park, IL  60466

SUNY System Administration:  Contact for questions.

Thomas Hippchen

State University of New York

thomas.hippchen@suny.edu
518-443-5325
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