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electronic mail. Another cornerstone will have to be that initiatives will have to be self-
supporting--either through new revenues or those released by strategic abandonment.

The chancellors generally agree that it is unrealistic to expect future state appropriations to
grow by more than 3% a year. Most of us accept this as a reality of the coming era.

I also believe the time has come to end the strategy of beggar-your-neighbor. Let it be
retired without honor to the archives.

It will be up to you and the chancellors to set a target for the resources that can be released
by strategic abandonment, and more efficient operations and reengineering. Several
members of the Task Force would put that challenge as high as 10-20% of current
administrative costs. Once all have agreed to such a goal you can turn to a number of
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L INTRODUCTION

This report summarizes the steps the University of Nebraska can take to realize greater
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We found a number of barriers that block the introduction of better administrative
methods. We will describe each barrier and then tell you our ideas for overcoming
the barrier.

A.

Barrier(s)

Lingering confusion among senior officers of the University about the concept
of "one university" and about the circumstances in which the University will
rooneratefnr the qond of all

Recommendation

Reaffirm the one-University governance structure, particularly for leadership
and administrative functions.

The Board of Regents reaffirmed its preference for the one-University, strong-
President model in the spring of 1993. This structure and management
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be conducted in a responsible and effective manner. The campuses have
distinctive competencies which serve separate missions. But the overall
responsibility for effective leadership and efficient administrative processes
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a dynamic management information system be created, including statistical,
financial and subjective measures (see transmittal letter from Chairman
Angle). The strategy-making process should capture what the University’s
leaders learn from all sources (both the soft insights from personal experiences
g_'éﬂibiﬂml.d'}:m‘ '''''' analed aca o cr gl mcimn T gs ! c v e

The Task Force understands that the campuses of the University are now in
the final phases of the development of campus strategic plans. It is further
understood that President Smith will use these strategic plans to develop a
long-range University strategic plan. It would be better in the future to do
these plans jointly as part of one integrated process.

The President’s strategic planning process must begin with assessments and
assumptions about current and future environmental conditions and influences.
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Burdensome administrative procedures originally designed to "safeguard"
public funds; and fragmented efforts at reengineering.

Recommendation

Establish a methodology for reengineering the University’s administrative
functions on a continuous basis and for improving the organizational structure.

lent examnles nf bnsingss nroress

improvements which have been completed over the recent past. These are to
be applauded. But some of these changes have occurred in isolation. What
is needed is a methodology and management commitment to carry out
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determinine which processes should be svstem-wide and which should be



These reengineering studies should:

L. Review the current organizational structures (people, technology,
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2. Determine the "best practices” in these areas within the University of
Nebraska system, at other leading universities, and in the private
sector; and benchmark our processes against the best practices;

3. Consider (a) the radical redesign of these business processes to achieve
major improvements in performance, quality, cost, service and speed;
(b) determine value-added versus non-value-added processes; (c)
consider improvements that will streamline development and approval
processes, reduce unnecessary steps, achieve economies of scale,
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or model are difficult to alter. Further, resource allocation and capital

budgeting decisions should be made in the context of value tradeoffs and often
miict he viewed i the contevt of conctrained onfimizatinn | Retter
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The University and others in the public sector struggle with issues of
accountability. The answer, it seems, has been to add more layers of
oversight. The private sector, which faces equally-tough demands for
accountability, has found that better results are obtained from the
empowerment of well-trained employees working toward well-defined goals.
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the strategic planning effort results in clearer goals and objectives, the
University’s management should be held accountable for the achievement of
strategic priorities. It is important that these goals be based on team work

and that unit as well as individual peasurement technioues be develoned

We recommend that the University improve its human resource planning and
align the human resource plans with overall institutional plans. The University
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F.  Barrier(s)

Fragmented management of computing and information technology.

R 1

By | = —

Unify the management of computing and information technology through
integrated networking, the articulation of an enterprise information
architecture formation of one administrative systems network, and the
implementation of state-of-the-art administrative systems.

Information technology is a very powerful tool to be used in serving the
institutional missions of teaching, research, service and outreach and for the
support and improvement of the University’s administrative processes. The
University currently has five separate and distinct computing services
departments (one on each campus and at central administration); in the past
these units have operated under highly autonomous directors and have
provided only a slight amount of cooperative planning and decision making.
It is understood that the University is currently developing a unified
information technology plan for both academic and administrative computing.
This plan should include not only information technology but also
telecommunications networks which are a crucial part of the University
infrastructure.

The potential for the application of technology to the improvement of
administrative processes at the University of Nebraska is tremendous.
However, fragmented efforts, duplicative processes, divergent goals, and
conflicting objectives result in wasted resources. The unification of this effort
and the development of clear strategic plans for meeting the University’s
computing needs should receive the highest possible priority for planning at
the University. These systems should leverage information technology for
customer service, better decision making, and streamlined processes.™
Information technology should play a key role in the business process
reengineering methodology. It is essential, however, that the University not

antamata e‘;«_;‘c'tj‘)nj“n'rk nranaccac lart radacian tham nicine tha ~rannhilitian AF
_“ R

technology and automation to dramatically change and improve the work
processes.






