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What we will discuss today ~

» Getting your policy act together: Best
Practices

» Building blocks and toolkit for a sustainable
policy process in the higher education
setting

» Leveraging institutional resources to
promote continuous improvement




nt Institutional Profiles

University of Minnesota University of California
= Five campuses, incl. 1 = Ten campuses, incl. 5
medical center medical centers

>50 extension offices
234,000 students
19,274 employees 185,000 employees

$823 mil. in sponsored $5.6 billion in sponsored
awards (2010) awards (2010)

16 extension offices
68,000 students

102 governing policies

192 central administrative
policies

120 governing policies

+-500 (1) central
administrative policies




U of M University Policy Office
Established in Early 1990s

Responsible for:

» Coordination of policy
development

» Review of all
administrative policies
prior to issuance

» U-wide policy
communication

» Archive and office of
record for
administrative policies
and University-wide
forms

UC System Policy Office
Established in Early 1970s

Responsible for:

» Support to UC Policy
Project Initiative

» Review of all
system-wide
policies prior to
President’s issuance

» Management of
Presidential policies

» Management of
Presidential
delegations of
authority

» Archive & Office of
Record for system-
wide policies



The Higher Ed Hierarchy in Practice:
Criminal Background Check (CBC)

Less detail

Federal and state laws, or Board of Regents’ Rules
¢ and Regulations (entitles institutions of higher
education to perform CBC on applicants for
employment) 7Texas Education Code § 51.215

Laws or
Governing
Body

Level of
Detail

Establishes requirement that CBCs must be
performed for all employees, and provides
high level details for conducting CBCs -
Uursiz4

Outlines specific requirements,
responsibilities, and guidelines for

conducting CBCs at institution.

UT Institution




Objective for Policy Management

To create a sustainable framework that
ensures the development of effective
policies and procedures that:

meet legal or regulatory requirements;
support compliance through ease of use;
reduce risk;

conserve resources; and

promote consistency.
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Policy Development and Maintenance

POLICY DEVELOPMENT PROGESS wirw sest pracrices

BEFORE you stan...
Get authorization and support for the process.

Predevelopment Development Maintenance
Identify Conduct Draft Get Determine Solict Plan
e Analysis Language -] Approvals ==p- Distribution/ -l Evaluation == Measurement
Education & Review & Compliance
1. Be Proactive! 2. |dentify Owners 5. Agree on Definitions 7. Obtain Approvals 8. Plan Communication 11. Plan Maintenance 14. Measure Qutcomes
3. Determine Path 6. Use Common Format 9. Put Online 12. Encourage Feedback
4. Assemble Team -~ 10. Provide Searches 13. Archive Changes
- “DECISION i 1 If sufficient, then stop.
A - Do we have > Yes|
~_apoliy_— 1 If not, then modify.
™
MEASURED

1 If needed, then develop.

RESULTS

1 If not, then stop.

Association of College and University Policy
Administrators



U of MN Policy Development

Solicit

Identif Conduct Draft Distribute/ Measurement
Issuesy é Analysis Language * (CEEt A PRTOVES * Educate * Evalugte & & Compliance
Review
Pon%?gﬁgﬁ;\g:ﬁcnhlgv’ Policy owner creates a draft, Policy draft is Policy owners
changes to Board with standard templates. announced monitors.
Policies, operational Engages key users in University-wide, Re'sults should
needs. etc. drafting stage. posted for open 30- drive any needed
’ day comment enhancements or
N Z— period. training or
] v communications.
Gathers data. I_Determn_*les_a Presents all policy documents to Policy
new or revised policy is Advisory Committee. Captures
needed. Prepares a policy comments and revises as needed.
plan for Policy Advisory ¥
Committee. Final product to President’s Policy .
Committee for review and Revise at needed at end of
approval. 30-days. Publish
policy. Respond to
questions captured
through comment box
at end of each policy.
Do we Is policy Tweak as needed
approved? (informal) or modify

(formal).




UC Policy Development

» Policy

owners initiate new policies and

revisions to existing policies.

» Stakeholders are consulted as policies are
reviewed.

» Faculty participate in formulation of those
policies that affect the mission of the
University.

» All po
of em

icies that affect “terms and conditions
nloyment” undergo a 30-day comment

period.




UC Policy Review

w > b
Associate WP Linkversity
HS&S Policy OfMice DGEC Lawyer SC0E Rep
Direcior
Campus HR Chief Ethics & ‘Campus
Paolicy Mgrs Compllance Compllance AdRoE Rep
Councll Rep Rep OfMcers Rep

.




U of M Policy Review

Administrative President Policy Committee (PPC) and Policy Advisory Committee (PAC)
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Effective Policies

» Easy to find

» Easy to understand

» Common “look and feel”

» Kept current

» Speaks to the target audience

» Incorporated into a tool/system
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Best Practices for Policy Project

» Use “plain language”, a standard format, and
consistent definitions throughout administrative
policies

» Distinguish between policies, guidelines,
principles, and standards & the processes for
each

» Provide connections between and among policies

» Establish mandatory review periods

» Continuously improve the Universitywide Policy
Website
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Toolkit: Computer-Based Policy
or Content Manager

» Enforces approval requirements

» Captures change history

» Holds historical versions

» Enforces field validation/standards

» Supports search functionality

» Documents policy and executive owners

14



Toolkit: Strong Web Presence

» Targeted search functionality
» Intuitive page labels
» Visually appealing

» Links to key policy-related materials (e.g.,
forms, procedures, delegations of authority)

» Organized to assist users

» “Push” to various audiences, to encourage
frequent use
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Toolkit: Templates

» Policy
- Reason for the policy
> Statement
Contacts
Related information
Responsibilities
Definitions
Forms

o

(0]

(@)

(0]

o

» Procedure
» Appendix

- Rates
- Examples
> Eligibility charts
- More here
» FAQ
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Toolkit: Style Guide

» Policy titles

» Active vs. passive voice

» Words that may or may not be used

» Use of acronyms

» Level of detail

» When to state exclusions or special situations

» Ensuring policy isn’t in procedure, and vice
versa ™ .

COAVNILCAD

Guide to
Writing Policy
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Toolkit: Policy Writing Resources

» Association of College and University Policy
Administrators

» UM Guide to Writing Policy

> http://www.policy.umn.edu/Owner/POLICYDEVELOPMENT.html
» National Archives Plain Language Tools

- http://www.archives.gov/federal-register/write/plain-language/

» The Purdue University Online Writing Lab

> http://owl.english.purdue.edu/

» Center for Plain Language
- http://centerforplainlanguage.org/
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http://www.acupa.org/

Toolkit: Feedback Mechanisms

» During development
 Policy specific
» After implementation
« Any policy
 Policy library
- Communication A 4
» During regular reviews REVIEW PUBLISH
- Ongoing comments |
* Focus groups

« Exceptions granted
» Monitoring findings

REVISE DEVELOP
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Meeting the Needs of Three Primary
Audiences

» University management
» Policy (process) owners
» End users

Are these just guidelines, or are they actual new policies?”

20



Teeing Up for University
Management

» Requiring rationale for a proposed change or
new policy (policy plan)

» Two-tier review and approval process

» Tracking changes (revised) or identifying
requirements (new)

» Capturing impact feedback from majority of
vice-presidential units
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Supporting Policy Owners

} I e I I l p I ate S fo r p O I I Cy, x| Maintaining Policies and Other Related Documents Reviewing/Updating Your

d F ﬁ d /X Policy Maintenance Toolkit Documents
1. Review your documents
p ro C e u re , Q a n Gothrough each ofthe documents
assigned toyou and make sure they are

Hello LaCretia Bell Select ancther Owner/SME - curtentand accurate. Print utthe liting

A II‘ I . tothe left and inifialldat d t
p p e I X You are the Ouner or Policy Contact for the following content. Please use this listing to review and update your content 0 e elt and Izl e2ch documen

as itis reviewed. This cerifies they are

G - W - - I . POLICIES current and accurate
‘ I I l I Usagelast  Usage Date Last Number of View '
} u I e tO r I t I g O I Cy Po\\cyT\l\e annel Hitory Rewsed B Feedback 2. Making Updates/Changes

Print outthe document to be updated

. . - Accounts Payable: Paying Non-Payroll 118 Usage | 06/2012009 ¥ 6 comments Youcanfinditinthe listingto the lefifit
Expenses History is assignedto you. Mark up any
} a r I X O p O I C I e S O changes onthe printout and send itto
Cell Phone and PDA Business Expenses 39 Usage (6/1512009 20 1 comments the University Policy Program.
[ I [} History
p a rt I C u a r I I I te re S t tO Documenting Financial/Accounting 2 Usage | 06/20/2008 1 1 comments YU‘U ?ana\su egﬂa\lupdalelequesmm
Transactions For All Non-Spansared and History i
f I Sponsored Transactions
ac u ty Paying Human Subjects and Maintaining 81 Usage | 06/23/2008 il 2 comments
Confidentialty and 1033 Reporting History
|} n
Traveling on University Business 1795 Usage (6/2312008 o 63
} History comments
u Using University Telephone Senices 48 Usage (5/1112006 2 1 comments
History
> Usage (by quarter/history) b
. . . Using the University Procurement Card 1456 Usage (8/1912009 I il
> Revisions info E

- Comments (30-day and ongoing
feedback process)
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Engaging End Users

» Key users may be involved in the
drafting/review stage

» Policy owners consult with faculty governance
or other established groups as needed

» New policies or those with major changes are
open for 30-day comment period ™

» Each policy, procedure, FAQ, and appendix has
a policy feedback box (ongoing)

eedback

Did this faq successfully answer your questions?

Enter your questions/comments here.

23



Governance Input into HOP policies

Board of Regents’ Rule 20201 Section 4.9 (a)

“Input from the faculty, staff, and student
governance bodies for the institution will be
sought for all significant changes to an
institution’s Handbook of Operating
Procedures.”
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Critical Success Factors

» Approval groups

» System of organization

» Transparency and accountability
» Policy template

» Stakeholder review

» Strong policy website
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Continuous Improvement

» Monitor compliance, commensurate with the
level of risk involved

» Encourage regular input by end users

» Annual reminders for review and update

» Schedule policies for comprehensive review
(e.g., every 3-5 years)

» Review admin policies when associated
governing policies (e.g., Board) are updated

» Incorporate new best practices (ACUPA, etc.)

26



Your issues

» What are some realistic goals for the first year of a
policy office in a comparable institution?

» Organization of the policies

» Do you have any words of wisdom for a new policy
office embarking on a massive policy review and
conversion of existing HOP policies to the new
policy format from three current formats)?

» How to juggle setting up systems comprehensive
enough to track and develop policies while
communicating the mission, new process and
services offered to various stakeholders.
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Your issues (continued)

» How are policy updates communicated to the University?
Who is responsible?

» What are the advantages/disadvantages of having an
open comment period for the university community
during policy development phase?

» Do you always require a policy draft before a new policy
concept (business proposal)is vetted to executive
leadership?

» How do you handle quarterly reminders for policies past
and coming due? Our current manual process is time
consuming and tedious. Several layers for approval must
be tracked to ensure stakeholder input.
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Your issues (continued)

» How to meet obligations under Regents rule for
governance input into significant changes to HOP
policies

» Do “interim policies” have to go through the same
HOP process?

» How to determine when a policy belongs in the HOP,
vs. elsewhere—how to organize the body of policies
when “official” policies are spread throughout various
departments?
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Thanks for your participation!

Any Questions?

Contact Information. Contact Information:
U of California

U of Minnesota
_ . http://www.ucop.edu/ucophome/coordrev/
http://policy.umn.edu/ ucpolicies /welcome.html

Michele Gross Nancy Capell
612-624-808]1
M-gros@umn.edu

510-987-9044
Nancy.Capell@ucop.edu



http://www.ucop.edu/ucophome/coordrev/ucpolicies/welcome.html
http://www.ucop.edu/ucophome/coordrev/ucpolicies/welcome.html
http://policy.umn.edu/

