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Efficiency Work Group Charter

PROBLEM STATEMENT:

The college needs to reduce expenditures through identification of duplication and inefficient processes.

SPONSOR:
The Executive Team will sponsor the Efficiency Work Group.

MEMBERSHIP:

Elizabeth Uhlig
 
Classified Council

Peggy Hudson
 
LCCEF

Annick Todd
 
Faculty Council

Linda Loft
 
LCCEA

Bret Force            
ASLCC

Linda DeWitt
 
Management Steering Committee

Mike Mayer

College Operations Leadership Team

Peg Allison

Enterprises

Susan Swan

Instructional/Student Services managers

Steve Pruch

Executive Team (ex officio)

FACILITATOR:
Peg Allison

STAFF SUPPORT:
Miriam Jordan

PURPOSE:

To identify efficiencies and possible duplication in college functions and advise the Executive Team about possible solutions.

OUTCOMES:
Set of recommendations for making the college more efficient in its use of resources and for elimination of duplicative functions.

SCOPE:

Final recommendations for efficiencies and elimination of duplication rest with the president.  

In some cases, the board may have to approve implementation of recommendations. 

Recommendations submitted by February 28, 2002.

PRINCIPLES:

Group members will choose the facilitator.

Group members will ask for clarification from budget administrators of affected programs prior to making recommendations.

As much as possible, recommendations will be made by consensus.  When consensus is not possible, a recommendation should be accompanied by a report stating all positions and their rationales.

Group members will keep the discussions of the group confidential.

Group members will not share information with people outside the group, other than asking for information from department heads.  When recommendations have been finalized and published by the Executive Team, representatives may discuss them with constituents, while holding the conversation that led to the recommendations confidential.

AUTHORITY:  

Recommend to Executive Team

Executive Summary

Process:  From January 18 through March 14, 2002, the Efficiency Work Group Team researched a variety of recommendations, most for future savings.  We began our work by soliciting ideas from the entire Lane community through the Daily and e-mail and creating a mailbox for responses.  We also reviewed ideas gathered as part of the Budget Advisory Group survey from Fall 2001 and duplication information from criteria application reports.  We prioritized ideas into four levels ranging from most important/ most easily implemented to ideas not within our scope, then sorted the ideas into seven main strategy categories:  Communications, Staff Work Processes, Student Processes, Information Processes, Duplication, Staff Training and Development, and Energy Management.  We assigned ideas to individual team members for further research and development.  The team reviewed, discussed, refined, and revised each developed idea for inclusion in the Recommendations document.  Included in the Recommendations are the timelines for implementation and the second-level priorities as referrals to other work groups.  Raw data is available upon request.  

Impact:   Our work was impacted by the parallel processes of the College’s preliminary budget reductions and the reorganization of the non-credit areas.   We did not pursue ideas that were affected by those processes or that were being examined by other chartered groups. The team continued its work, even though individual team members were directly impacted by the preliminary budget reduction announcements and by the non-credit reorganization.  However, the student member of our committee was not able to participate after the first few meetings. 
Final Recommendation:   The Efficiency Team recommends that its work continue on an ongoing basis, with at least one fully participating member from the current team remaining to provide historical background.   

Efficiency Work Group Recommendations

March 18, 2002
SUMMARY OF CATEGORIES

Purpose
The Efficiency Work Group was charged to identify efficiencies and possible duplication in college functions and advise the Executive Team about possible solutions.  The college needs to reduce expenditures through identification of duplication and inefficient processes.

The Efficiency Work Group has identified the following efficiencies ideas and possible duplications as top priorities.

I. COMMUNICATIONS

· Efficient and Effective Work Relationships:  Strengthen interpersonal relationships. Increase trust. (Page 5)
· Ongoing Efficiency Committee:  Charter an ongoing Efficiency Committee to track the implementation of proposed ideas and serve as a clearinghouse for new ideas. (Page 6)
· Program Evaluation Process:  Decrease or eliminate the competition for survival or scarce resources. (Page 7)
II. STAFF WORK PROCESSES

· Centralized Billing & Standardized Pricing:  Create centralized billing & standardized pricing for outside services & training. (Page 8)
· College-owned Vehicles:  Realize savings by tightening purchase and utilization policies of college-owned vehicles. (Page 9)

· Committees & Meetings:  Increase efficiency and reduce duplication of committees and meetings.  (Page 10)
· Curriculum Approval Process:  Create a curriculum approval process for non-credit areas similar to the one for credit programs. (Page 11)
· Electronic Records:  Maintain efficient management of electronic files. (Page 12)
· Employee Processes:  Provide Lane employees and departments with electronic tools to complete routine employee processes, purchasing processes and internal service requests.  (Page 13)
· Governance:  Improve the integration of shared governance goals into the college governing structure. (Page 14)
· Jury Duty Pay:  Improve processing of Jury Duty Pay checks. (Page 15)

· Part-Time Faculty Issue:  Balance ratio of part-time to full-time faculty in certain departments to reduce cost.  (Page 17)
· Prerequisite Holds:  Review our class hold release process. (Page 20)
· Records Management:  Efficiently handle records during times of institutional change.  (Page 21)
· Reporting:  Provide better access to institutional data needed for reporting purposes. (Page 22)
III. STUDENT PROCESSES

· Credit Policy:  Review our lenient financial credit policy. (Page 23)
· Refund Policy:  Review our current refund policy.  (Page 24)
· Student Fees:  Simplify and clarify the charging of student fees and the distinction between refundable and non-refundable fees.  (Page 25)
· Technology Fee:  Replace the current large number of fees charged to students at the class level to support technology with a general technology fee.  (Page 26)
IV. INFORMATION PROCESSES

· Annual and Term Schedules:  Evaluate the process of annual schedule development.  (Page 27)
· Catalog and Class Schedule:  Revise the class schedule process to make full use of Banner.  (Page 29)
· Student Data Analysis:  Make electronically available in a timely basis, student data tracked by Institutional Research, Assessment and Planning (IRAP) and sent to the State (OCCURS data) for use by campus programs and projects to assess their individual programs/projects. (Page 30)
V. DUPLICATION

· Duplication of High-tech Computer Courses and Other Duplicated Offerings:  Eliminate current duplication of course offerings in targeted areas such as high-tech computer courses and vendor-supplied certification programs.  (Page 31)

VI. ENERGY MANAGEMENT

· Energy Management: Reduce energy costs through college-wide energy conservation efforts.  (Page 32)
EFFICIENCY WORK GROUP FINDINGS OF TOP PRIORITIES



Current Practice: 

· Current culture allows for more workplace conflict than is productive.  Time and energy spent between employees or departments in dysfunctional conflict is often wasteful and demoralizing for all

· Much of the conflict exists among employee groups, i.e. management and faculty or management and classified staff

· Currently we have terms that divide people into one of four categories (faculty, classified staff, management and administration) but no generally accepted word that includes all employees

· There is no college-wide understanding of the difference between healthy conflict and dysfunctional conflict, or effective interventions for people or groups whose unresolved conflict has become dysfunctional. 

Recommendation: 

· Begin an initiative of trust. Actively engage all Lane employees in the practice of building trust in relationships

· Seek college-wide support for implementation of Work Roles and Relationship document

· Find and use language that is all-inclusive (such as “staff” to refer to all Lane employees) and use it often

· Reward those who actively engage in relationship and trust building behavior beyond the boundaries of classifications.  Add language to all performance evaluations that reflect the desired behavior

· Create committees with wide and mixed cross-representation.

Savings/Impact:

· Fewer personnel issues and grievances would occur

· Production would increase.


Current Practice: 

· Efficiency ideas are often requested from various committees and people spend their time and energy responding, but then problems may go unresolved

· Over time, various groups look at the same issues without access to or knowledge of the work of previous groups.  

Recommendation: 

· Create an ongoing Efficiency Committee, chartered to be the keeper of the efficiency and duplication process over time.  This committee could be chartered by the Executive Team or by a sub committee of College Council

· This committee could meet regularly to track the implementation of the suggestions of this 2002 Efficiency Work Group as well as regularly poll members of the Lane community for further efficiencies and duplication

· Create a culture of efficiency with efficient and effective behavior recognized on all levels.

Savings/Impact:

· Possibilities for actual savings would be unlimited

· This would create an avenue for good ideas to be implemented

· There is a potential for workloads to be reduced.


Current Practice: 

· Each year programs go through a competitive process in which programs are pitted against each other in making cuts to balance the budget

· This practice is time consuming and inefficient, and creates ill will among those who must compete.
 

Recommendation: 

· Establish a 3-5 year institutional business plan outlining where the college is headed, including strategies for finance and marketing services

· Live within our means

· Develop a streamlined, ongoing process by which programs and services are evaluated annually with similar criteria to that used by the college for current budget cuts.  Rate programs with an A,B, or C.  Programs that rate a C understand that they need to take action to improve areas of weakness or face possible cuts.  They understand from the evaluation process where they stand and what action they need to take to improve their ratings.

Savings/Impact:

This would save wasted resources and improve employee morale.



Current Practice:

· Some programs and departments may be using a variety of methods to determine billing practices and pricing for contract trainings for outside agencies or companies as well as classes offered through outside grants.  (Note that contract training is defined as a training in which an organization writes one check to the college for services rendered.)

· Not having standardized pricing can result in competition among programs or departments within the college.  It can also lead to being required to offer training at below the true cost

· Some companies are billed after the services are offered and costs incurred by the college.

Recommendations:

· Develop guidelines for pricing and billing for outside services and trainings

· Create pricing guidelines that allow for pricing consistency but also give enough flexibility so that pricing can be based upon the value and true cost of delivering the product

· Pricing should:

· recover the full cost of the program in addition to providing a predetermined, adequate margin

· be market-driven and based on the value added of the offering

· be independent of general funding for cost recovery 

· Create a single point of contact at the college for contract negotiation and pricing for outside agencies and companies

· Have those currently involved in offering contract training and educational services develop a set of charges that would recover the entire costs of the services and an acceptable margin.

Impact/Savings:

· The college would recover its true costs in offerings for outside services and trainings

· There would be consistent billing practices to promote positive cash flow

· Outside agencies/companies would have less confusion regarding the point of contact for the negotiation of services/trainings.

Current Practice: 

· There are currently 81 college-owned vehicles 

· Twenty-four vehicles were purchased before 1980

· College-owned vehicles include: 

· Motor Pool vehicles such as 15 passenger vans and sedans

· Facility maintenance fleet with specific uses, i.e. fork lift

· Department-designated vehicles (such as Cooperative Education, KLCC, Foodservices, Public Safety, SES, etc.) purchased by individual departments.

· Motor pool rates currently cover the cost of gas and maintenance but not vehicle replacement

· Competitive rates are available through commercial car rental companies, including a current contract through Enterprise.  Enterprise provides delivery and pick-up at no extra charge.  LCC at Cottage Grove now uses Enterprise for 95% of all vehicle leasing and is highly satisfied with the arrangement, including the use of spotless vehicles with fewer than 15,000 miles that run great, are practically brand new and are often rented at a better price

· Lane County and the State of Oregon also have vehicles available for leasing

· Facilities Department currently purchases Motor Pool vehicles and maintenance fleet through capital outlay requests.  Individual departments pay for the purchase of department-dedicated vehicles through capital outlay funds or other department revenue sources

· Costs associated with vehicles include original purchase, maintenance and repair, gas, insurance and depreciation.  

Recommendation: 

· While total elimination of college-owned vehicles is most likely not practical, discuss extensively the most cost-effective use of college resources, particularly the use of college-owned versus leased or private vehicles

· Create an implementation team to study college-owned vehicle use, evaluate our current vehicle ownership, and make recommendations to the Executive Team with the intent to primarily move to leased and rented vehicles

· Create a user-friendly web page for travelers to easily compare different vehicle options and identify the most cost effective method for the specific trip. Cross-reference this web page on the travel authorization forms.

Savings/Impact:

· This would use fewer college funds to purchase vehicles, making more capital available to meet other more critical capital outlay needs

· There would be savings on insurance, maintenance and repair of vehicles.


Current Practice - Relating to the conduct of committee meetings:
· Agendas, minutes, and information about meeting times and places are not readily available to all staff on a timely basis

· Committee information that is on the internet is often not accurate or up-to-date

· Committees do not complete their tasks or implement their decisions

· Meetings do not start and end on time; members are not punctual 

· Meetings are not well run by facilitators

· There is a lack of meeting skills; not all members fully participate in the meetings

Current Practice - Relating to duplication of efforts by committees:  

· Different committees are working on similar issues, giving the impression of duplication of efforts

· The lack of understanding of the scope, membership, and mission of committees leads to confusion about the work of committees

· Information about both current and past committees is not easily available to all staff, leading to confusion about the work of committees and whether the topic was dealt with previously.

Recommendations:
· Continue the use of charters to establish committees and define their mission, membership and goals, to identify sponsorship, and to designate record keeping responsibilities

· Revise the Committees/Councils/Teams web page to eliminate inactive committees, include all active committees, update all information and provide links to existing committee web pages (the BAG web page is a good model)

· Establish guidelines or standards concerning:

· Communication of committee information (web, The Daily, email, postings, etc.)

· Record keeping (minutes posted on web, in Archives)

· Facilitation of meetings

· Responsibilities of committees and committee members

· Implementation or completion of tasks

· Offer training on meeting skills to all committee members

· Require facilitators to attend training on how to run a meeting.

Impact/Savings

· Reduce confusion and frustration over the purpose and responsibilities of committees

· Reduce time spent on unproductive meetings or committee work

· Impact of committee:  If a committee holds a 2-hour meeting twice a month and has an average of 10 members in attendance, that is a total of 40 hours, which is the equivalent of an entire workweek for one employee.  The cost of those hours will vary depending on the salary of members.  Reducing the time spent on unproductive meetings and making committee work more efficient can save a considerable amount of money.


Current Practice:

· Non-credit programs and departments are using a variety of methods to approve new curriculum offerings

· Not having a standardized curriculum approval process for the non-credit areas can lead to duplication of offerings in both credit and non-credit programs 

· There is no cross-checking process to prevent unnecessary duplication from occurring between credit and non-credit areas.

Recommendations:

· Develop a curriculum approval process for non-credit programs similar to the one for credit programs

· Create a process which allows enough flexibility so that entrepreneurial programs can respond to market demand in a timely manner 

· Ensure that the process can be used to prevent unnecessary duplication from credit to non-credit and vice versa.  Include checks and balances in both the credit and non-credit curriculum approval process to ensure unnecessary duplication.

Impact/Savings:

· Fewer duplications in college offerings 
· Greater consistency in the curriculum approval process
· Increase in focused offerings will lower the administrative costs of offering classes that attract an insufficient number of students.

Current Practice:

· Files and folders on desktop computers are lost, misfiled, deleted, and otherwise poorly managed

· Information, data, and documents are not readily available when needed for reporting (such as accreditation reports) and other administrative purposes. 

Recommendations:

· Offer training and workshops on electronic records management practices, such as:

· File backup procedures

· File and folder naming practices

· Record storage practices

· Migration practices

· Ensure that the college e-mail policy statement sets standards and guidelines for management of email

· Offer training, workshops, advice, and consultation concerning: 

· Electronic records management practices

· Efficient use of electronic products

· Appropriate application of electronic products and equipment

· Standardize computer equipment and software 

· Centralize document storage capability.

Impact/Savings:  

· Reduction in staff time and frustration in dealing with electronic records.


Current Practice:

· Many internal processes related to employment at Lane are paper-based.  Examples include:

· Leave usage reporting

· Changes to payroll deductions and beneficiary updating

· Hourly timesheet reporting

· Processes related to hiring (PAF and Position Budget Transfers)

· Processes related to external purchasing and internal service requests are dependent on routing paper documents from office to office

· Paper-based processes can be inefficient in terms of staff time expended in moving documents from place to place, copying, filing and document storage

· Paper-based processes may not support tracking the status of an item through the processing steps

· Separating the initiation of a process from the data entry step results in the introduction of discrepancies and errors in the electronic information.

Recommendation:

· Establish a regular review of college processes immediately upon Banner implementation

· Where electronic processes are more efficient than paper processes, replace paper-based processes with electronic processes

· Use approval queues and workflow technology so that the status and progress of the process can be tracked

· Use web interfaces to the extent possible to minimize staff training required for implementation.

Impact/Savings:
· Reduce the costs associated with handling, filing and storing paper reports and documents

· Minimize the possibility of data entry error

· Allow staff to know the status of a process without disturbing the work of another staff member.


Current Practice:

· Confusion about the definition of shared governance

· Confusion and frustration over the appropriate application of shared governance

· Questions about whether shared governance is being efficiently implemented
· Questions about whether College Council is being used optimally
· Mistrust and lack of open communication among campus groups
· Shared governance can be an inefficient use of staff time.

· Serving on committees requires a large time commitment from committee members

· Serving on committees impacts the workload of committee members and their colleagues

· Staff cannot get release time to serve on committees

Recommendations:

· Define shared governance so that the college community understands and accepts it

· Define shared governance less in terms of operation and implementation and more as strategy

· Involve shared governance in the process of decision making rather than in the decision itself or in the implementation of the decision
· Establish better articulation between governance and administration

· Separate governance issues from contract issues so that governing bodies deal with governance issues and bargaining units deal with contract issues

· Revisit the mission and responsibilities of College Council to give CC a higher level of responsibility or recreate the CC into a more efficient and effective body

· Change college culture to embrace trust and open communication between all groups

· Continue the work of Mary Spilde and the classified staff to promote classified staff participation in shared governance

· Continue the use of charters to establish committees and define their mission and membership.

Impact/Savings

· Improved efficiency in carrying out shared governance

· less wasted time by staff

· less frustration and confusion about goals and processes

· Increased participation in shared governance; shared governance that represents all areas of the college community.

Current Practice: 

· (See attached Contract Unit Language.)

· When an employee receives a check which combines Jury Pay and expenses, the check is taken to Students First! where the employee hands in the check and receives the expense money in return (usually a small amount of money).

Research:

· Oregon State Legislature mandate, effective January 1, 2002 states that employees compensated by their employers for time spent on jury duty will not be compensated by the Courts for time spent unless it is in direct conflict with existing employee bargaining contracts

· The state District and Circuit Courts have implemented this procedure, paying only expenses

· The Federal Courts pay a $40 attendance allotment plus parking and mileage expenses  

· The Eugene Municipal Court has implemented the mandated procedure, paying $2/day for travel expenses only

· The Springfield Municipal Court has not implemented this procedure, does not pay expenses, but does pay $10 attendance allotment which is automatically sent to everyone

· Other municipal courts (Oakridge, Junction City, Cottage Grove, Florence) were not checked after discovering differences between Eugene and Springfield.
Discussion:
· The number of employees called to jury duty by the State Courts is very high following a change in the length of service policy, but because of the new mandate, it will not adversely affect Lane

· In the case of Springfield Municipal, employees would bring the whole check into college finance

· The number of employees called to jury duty by outlying municipal courts and Federal Court systems with possible joint (expenses plus attendance) payment tends to be low

· The municipal courts not complying with the State’s mandate might take some time before determining that it applies to them

· Given an incident involving 3-4 staff-hours to appropriately handle the splitting of Jury and expense pay, staff training is appropriate.

Recommendation:

· Staff training is advised for improved awareness of the current contract language.

Impact/Savings:

Cost neutral 

LCCEA CONTRACT 1999-2005

22.1 Compensation - Contractual Time. An employee shall be granted leave with pay for service upon a jury provided, however, that the amount of compensation received by the employee for such jury service, excluding compensation for travel and expenses, shall be signed over to the College.

22.2 Compensation - Noncontractual Time. Pay received during jury duty on days that the employee would not otherwise be scheduled for work shall be the property of the employee.
22.3 Reporting to Work. During the period of jury duty, the employee shall report to the College for duty on those days when he/she is not required to report for jury duty, or is released from duty during his/her regular work schedule.

LCCEF CONTRACT

14.7. Court and Jury Duty 

14.7.1. An employee called for jury duty or as a witness in a case in which the employee is not personally involved, shall be paid the regular salary for each of the days the employee was previously scheduled to work, provided that all monies received as jury duty pay or witness fees are turned over to the College. Employees shall return to work immediately when less than a normal workday is required by such duty. 

MANAGEMENT AGREEMENT

6.1.2 Civil Duty Leave:  Management employees shall be granted leaves of absence for required jury duty, to serve as witnesses at trials or to exercise other civil duty under subpoena. In such instances, the employee shall remit to the College any amount received for such civil duty less expenses and taxes so there is neither financial gain nor loss to the employee. 


Current Practice:  

· Some programs/departments have such a high ratio of part-time to full-time faculty that their incremental costs may be more expensive than if they replaced a number of the part-time faculty with full-time faculty.  

· Having a large number of part-time faculty results in:  

· an increased number of records and contracts to process & maintain; 

· a higher number of hours and frequency of individual training; 

· communication difficulties because of lack of continuity and disconnection from  the college; 

· increased space needs; 

· higher technology costs; 

· an increased number of hours to create class schedules; 

· greater monitoring of part-time budget expenditures; 

· a higher number of hours spent on recruiting and hiring.

· Being required to oversee a large number of part-time faculty can be a burden on managers who may need to spend up to 20% of manager time for personnel coordination, maintenance of the part-time seniority accrual schedule, conducting formal evaluations, and dealing with personnel issues.  In some areas, a faculty member may receive release time to assist in personnel coordination, scheduling, and maintenance of part-time seniority accrual schedule.
Recommendations:

· Allow departments to determine the appropriate ratio of full-time to part-time faculty according to their situations. Note that having a certain number of part-timers can be advantageous as they may bring new perspectives to departments and add flexibility for managers and full-time faculty

· If more full-timers are appropriate, consider allowing an instructor position with a year-to-year contract if budget flexibility is needed.  Note that there should be a minimum of core full-time faculty, however, who are permanent.  Put policies into place so that this is not misused

· Offer complete parity in salary to part-timers, but give part-timers extra responsibilities in conjunction with their teaching loads so they can participate in college business. For example, part-timers would be on the same pay scale as full-timers, but the pay scale would be pro-rated according to the teaching load assignments.  Part-timers would be expected to also serve the college for a certain number of hours per week

· Identify recurring funds to begin replacing part-time section money with contracted positions.

Estimated Savings/Impact:

Savings in administrative staff time, records and contracts, office space, and technology resources. 
There are correspondingly higher administrative costs, which can be associated with having a larger number of part-time faculty.

Costs for Departments to Employ Part-Time Faculty:


Percent of Time Used




Position
For Part-Time Faculty Issues

Yearly Costs



	Administrative Coordinator
	30%
	$12,635 - $16,967

	Administrative Specialist
	30%
	$11,156 - $14,981

	Lead Instructor
	up to 33%
	$20,723

	Manager
	up to 20 – 30%
	$10,875 - $32,571


(See details below.)

· 30% of Administrative Coordinator time = $12,635 - $16,967 per year  

(Level 11 salary range: $42,116.70-$56,555.80 with OPE)

· 30% of Administrative Specialist time = $11,156 - $14,981 per year

(Level 9 salary range: $37,188.15-$49,936.55 with OPE)

· up to .3333 faculty release time = $20,723 per year

(Salary at Level 2 Step 8:  $43,309 + 0.45 OPE = $62,798) 

· up to 20% - 30% of manager time to conduct formal evaluations and deal with personnel issues involving part-timers = $10,875 - $32,571 per year

(Level 3 salary range:  $54,375-$108,570 with OPE)  

Added Information from Two Large Instructional Divisions:

English, Foreign Language, and Speech 
Estimates from 2001-02, when the division employed 43 part-time faculty, 10 of them new:

· Administrative Coordinator time spent annually:  594.5 hours (74.3 work days)
· processing required paperwork for new hires:  10.5 hours

· preparing and processing PAFs:  76 hours

· monitoring part-time budget expenditures:  60 hours

· monthly proofing of payroll records:  24 hours

· monthly processing of sick leave records:  24 hours

· accounting paperwork:  400 hours

· Administrative Support Specialist time spent annually:  379.2 hours [47.4 work days]

· processing book orders 75.6 hours

· office hours listings and posting on doors:  73.8 hours

· processing student evaluations:  186 hours

· processing syllabi (not typing):  7.5 hours

· entering grades for 10-15 part-time instructors per term:  24 hours

· ordering new keys/nameplates for new faculty:  5 hours

· setting up email and voicemail accounts for new faculty: 3.3 hours

· working with faculty on pre-requisite clearing:  4 hours 

· Supervisor time spent hiring part-time faculty: 15 hours annually
· Contracted faculty time spent hiring part-time faculty:  45 hours annually
· Contracted faculty time spent mentoring part-time faculty:  30 hours/yr
· In addition, EFLS has two faculty with release time to coordinate programs (English Composition and Spanish).  With a substantially full-time faculty, coordinator responsibilities would be reduced significantly, and release time for those purposes would be reduced or eliminated.
Social Science:  
Information comes from academic year 2000-01, when the division employed 55 part-time faculty.

· Office staff time spent preparing and processing PAFs, making room assignments, door schedules, processing evaluations, obtaining keys, entering grades, setting up emails accounts, tracking instructors for students:  450-500 hours

· Contracted faculty time spent mentoring part-time faculty:  40 hours
· Supervisory time spent observing and evaluating part-time faculty:  100 hours

Current Practice:

· College academic departments are responsible for releasing holds so that students can register for more advanced classes

· Courses taken at other institutions that satisfy the requirement are not entered into Lane’s system

· The evaluation of transcripts process in Student Records, which often determines that a prerequisite requirement has been met, is disconnected from the actual hold release process

· The current system places an actual hold separately on each advanced class

· Because each advanced class has a separate hold, releasing the hold for one of them does not automatically permit a student for all classes that have the same prerequisite

· Lane’s process assumes that students currently enrolled in a prerequisite class have not completed it successfully.  This assumption necessitates a massive hold release process for all currently enrolled students who appear to be making progress in the class

· The release of a class hold is term specific

· All released holds have an expiration date:

· One year for Math holds

· Five years for all other holds

Recommendation:
· Review the current hold and prerequisite process as a part of the Banner implementation

· Implement Banner so that Banner controls prerequisite checking to accomplish the following:

· Eliminate the process of releasing holds in the academic departments

· Enter prerequisites taken at other institutions into the system to facilitate the registration and degree evaluation processes.

· Implement the revised process as a part of the Banner Student implementation.

Impact/Savings:

Academic departments would no longer dedicate between 1.0 and 1.5 FTE to release holds each term.  This dedication of staffing resources currently lasts from 2 days to one week, depending on the department.


Current Practice:

· Departments or programs are relocating due to construction or administrative restructuring

· Programs are being eliminated or reorganized due to budget cutbacks

· Departmental staffs are being reduced in size due to budget cutbacks.

Recommendations:

· Departments and programs work with Archives to ensure that the management of records is efficient during times of change:

· Records are disposed of according to the retention schedule

· Active records are transferred to the new location

· Inactive records are transferred to the records center for storage

· Records of eliminated programs are transferred to Archives for storage and preservation

· Archives consults with departmental staff or administrative groups

· Archives provides training or workshops on appropriate records management practices

· Archives provides assistance with records disposal, transfer, and other aspects of records management.

Impact/Savings

· Savings in staff time because records are managed, disposed of, and transferred efficiently

· Savings in storage costs (storing records in a records warehouse is less expensive than storing records in offices)

· College/Archives maintains control over public records of departments and programs that no longer exist.

Current Practice:

· Departments and programs are repeatedly required to generate similar reports requiring similar information

· Some departments and programs create, maintain, and store data needed for reporting purposes in a variety of local databases.  This information is not available on the college-wide system maintained by Computer Services and accessed by the Institutional Research Planning & Assessment (IRAP) office 

· Departmental data is frequently different from data stored on the mainframe

· There is a lack of connection between departments and their data.  Although departments generate data, they often don’t understand the meaning of it or they may assign inappropriate meanings

· Information, data, and documents are not readily available when needed for reporting (such as accreditation reports) and other administrative purposes.

Recommendations:

· Have departments work with IRAP to examine their reporting needs and how that information can be best obtained, stored, interpreted, and reported

· Use Banner reporting functions to make the process more efficient 

· Eliminate departmental side databases.  Maintain accurate and up-to-date information on the mainframe.  Use data on the mainframe for reporting purposes

· Store reports in the Archives for future reference

· Offer training opportunities for staff about data and research.

Impact/Savings:

· Reduce time spent by departmental staff in creating and maintaining side databases  
· Everyone will be working with “official” data and achieve accurate findings.

I. 

Current Practice:

· The act of registering for a class results in the extension of credit for any student

· The bill must be paid in full before the next term begins, or the student is blocked from registering

· Creditline forms collect reference information and permission to use the SSN for collection purposes from some students, but not all

· Late fees are added to the bill when payments are skipped; finance charges are assessed monthly on outstanding balances

· Five billing statements are sent and then the account is assigned for collection approximately six months after the charges are assessed

· A significant amount of staff time is expended on collection efforts

· Lane is essentially the “lender of first resort” for many students

· Over 20,000 students have been assigned for collection, with accounts totaling more than $8 million since Summer 1992

· Historically, the college has collected approximately ½ of the total dollars assigned for collection

· Recent changes in collection agencies used by the college have improved the collection rate, perhaps to as high as 75% of total dollars assigned

· Another recent change, reporting collection accounts to credit bureaus, has also resulted in increased collections.

Recommendation:

· Review current practice for possible changes that can be implemented immediately

· Review the current credit policy as a part of the Banner implementation

· Review and incorporate the earlier work done by the Students First! Project

· Develop a revised financial credit policy that removes Lane from its current role as a lending institution

· Implement the revised policy as a part of the Banner Student implementation.

Impact/Savings:
· The college writes off approximately $775,000 per year.  Savings could be between 20-30% per year. 
· If fewer accounts were in collection, the collections staff could focus more on the problem accounts that remain, and on collection efforts in the Perkins Loan program.  This would result in increased revenue for the college and in more funds being available to loan to Perkins borrowers.

Current Practice:

· For most Lane classes, students who withdraw within the first two weeks of the term receive a 100% refund

· Significant numbers of students register and then withdraw within that timeframe

· After two weeks, another student who wants the class is less likely to be able to join it successfully

· There is more demand for many classes than there are available seats

· Having an unfilled seat in a high demand class as a result of a student who withdrew and received a 100% refund means a loss of revenue for the college.

Recommendation:

· Review the current refund policy for credit and non-credit offerings as a part of the Banner implementation

· Consider shortening the refund period to one week

· Align the new refund policy with the credit policy and with the administrative drop process

· Implement the revised policy as a part of the Banner Student implementation.

Impact/Savings:

The following chart shows the number of withdrawals (student-initiated and administrative drops) that occur within the first two weeks of the term.  

	INSTRUCTIONAL

AREA


	TOTAL

REGISTRATIONS
	DROPS FIRST 2 WEEKS


	PERCENT OF TOTAL

	CREDIT
	55,482
	7,671
	13.8%

	ABSE
	  2,327
	   187
	  8.0%

	AHS
	     760
	     40
	  5.3%

	CE
	12,631
	1,075
	  8.5%


To the extent that these seats are not taken by other students, this represents lost revenue to Lane.


Current Practice:

· A large number of fees is assessed at the class level when students register

· Some assessed fees are automatically refundable when a student drops a class, and some are not

· Fees that are not automatically refundable require action at the academic department level for a refund to occur

· Students are confused by the differences in how fees are treated during the refund process

· The large number of individual fees assessed makes it difficult for service personnel to research and respond to students’ requests for explanations regarding fee refunds

· It costs Lane in terms of service staff time to track fee assessment at the current level of detail

· It is costly to students in terms of time spend waiting in lines for answers to their questions.

Recommendation:

· Review the current fee assessment practice

· Consider incorporating all refundable fees into tuition charges, and then allocate the funds to departments at the current level of fees charged

· Develop a clear process regarding refunds of remaining fees that is consistent across departments

· Implement the revised process as a part of the Banner Student implementation.

Impact/Savings:

This change would simplify how we present institutional charges to students at Lane and how we assist students with questions about fee assessments and refunds.


Current Practice:

· A large number of fees to support technology are assessed at the class level when students register

· Students also can purchase time in Lane’s open computer labs in $4 increments up to a maximum of $36 per term

· Usage of lab time and dollars paid needs to be tracked between Lane’s main administrative system and the lab usage system

· Purchase of lab time usually requires a face-to-face transaction in Students First!

· The need to access technology is broadly distributed throughout Lane’s curriculum.

Recommendation:
· Replace the current method of assessing technology fees with a general technology fee charged to all students, credit and community education

· Identify the uses for this centrally assessed fee

· Develop an allocation plan for the distribution of the fee

· Identify any special cases where the inclusion of a technology fee in the general assessment does not make sense

· Implement the revised process as a part of the Banner Student implementation.

Impact/Savings:

A significant number of transactions in the Students First! Center is to purchase computer lab time.  Eliminating these transactions would have a very positive impact on the current workload of an extremely overtaxed service on the main campus.



Current Practice:

· The annual schedule/advising/reservation and confirmation process is intended to meet the following goals:

· Encourage students to take advantage of advising services at a less busy time than late summer

· Allow students to know their academic schedules for a year at a time in order to effectively plan other activities in their lives

· Support overall retention of students

· The development of a printed annual schedule, in addition to term schedules, is a burdensome and time-consuming process for many academic departments

· The Counseling Department begins the annual advising process in mid-April and completes it in mid-June, before the counselors are gone on summer break 

· The publication process for the annual schedule begins in January in order to have a printed schedule available for the advising process

· Academic departments have an early February deadline for entering course information for the annual schedule

· The timeline requirements for the annual schedule production are too early to take advantage of budget decisions that affect the coming year

· It is confusing that information in the term schedule differs from the annual schedule

· It is costly to produce annual and term schedules, in both staff time and production costs. 

Recommendation:
· Review the annual schedule, annual advising, and annual registration as separate processes

· Identify Banner functionality that will support the goals of the current process, making use of Banner features and web technology

· Determine whether the college needs to continue to support both the term schedule and annual schedule processes

· Redesign the ways that the college communicates course offerings to current students and the community with the following ideas in mind:

· List credit course offerings in an annual schedule that is produced in mid-summer and do not list them again in a term schedule

· Use the term schedule for community education offerings only (FWP) and for all summer offerings, both credit and community education

· Provide students who take advantage of annual advising with priority registration times and allow them to register for fall, winter and spring term classes after the annual schedule becomes available in mid-summer

Impact/Savings:
· Producing the annual schedule results in the following costs:

· Off-site printing:

$2,583

· Printing and Graphics:
   $755

· IA Staff costs:


$1,793

· Departmental:  Costs vary.  However, the English, Foreign Language and Speech Division estimates that their Administrative Assistant staff spends 384 hours on developing annual schedule information and keeping it updated and accurate.  The Director spends an additional 30 hours working on this each year.

· The productions cost of creating and distributing a term schedule is approximately $42,000, which does not include the cost of staff time


Current Practice:

· Generating a class schedule and catalog currently are processes that contain many steps, both centrally and at the department level

· Most of the information about credit classes resides in the COCO database, which also contains limited information about Continuing Education classes

· Information is sometimes modified after it is extracted, resulting in a loss of consistency between information in the main college administrative system and what is printed in class schedules

· Outreach centers and other parts of the college create their own campus-centered schedules, and course information sometimes does not match main campus information.

Recommendation:

· Redesign the current course maintenance processes to ensure that course and schedule information for credit and non-credit courses and classes is stored in the Banner system

· Review the current production processes for the Catalog and Class Schedules

· Incorporate web technology as appropriate to provide more detailed class information to students and to take advantage of presenting information electronically rather than in print

· Identify ways to use web technology to provide schedule and catalog information to the community

· Evaluate whether an in-house printing process would be less costly

· Implement the revised processes as a part of the Banner Student implementation.

Impact/Savings:

· Increased accuracy of information about Lane’s catalog and class offerings

· Decreased staff involvement and intervention in production processes. 

Current Practice:

· The SLI- ITI project uses OCCURS data and has some standard queries that are designed for use by faculty

· Much time and effort is wasted trying to get the updates for the SLI-ITI project, and then the data are out-of-date

· The college data are not ‘perfect’. The ‘dirty’ data must be cleaned and stripped of confidential student information (This currently takes 6-12 hours per data dump)

· IRAP is reluctant to release the data without providing clearer explanations/ interpretations of the data

· IRAP does not have staff time to complete the above on a timely schedule.

Discussion:

· Statistics are meaningless unless the data are understood

· As college data become more ‘clean’ due to the LASR conversion, it will be easier to have people understand and use the data correctly

· The level of interest by various programs & projects for information is increasing with the rising emphasis on assessment

· Can help streamline our assessment for accreditation requirements and basic evaluation and planning of activities

· Centralization of the information coupled with prompt distribution saves people from the time-consuming process of collecting their own raw data 

· The college does not currently own software tools for storing and accessing a centralized, accurate data repository (i.e. data warehouse).

Recommendation/Solutions:

· Partially automate the cleanup of data for the SLI-ITI project.  The ITI team has volunteered to write automated ACCESS scripts that could be run on a quarterly basis.  This would lessen the workload for dumping data into the ITI project

· For long-term, a data warehousing & analysis tool is recommended.  Although costly upfront, this has the potential for giving us better strategic information on a timely basis. 

Impact/Savings:

· Possible 6-12 hours per quarter @ $35/hr .  Intangible benefits from broad use of analytical tools and a data warehouse could be: a) improved programs & services due to better assessment. b) Satisfy accreditation standards for ongoing assessment, and c) improved heuristics for determining strategic directions.



Current Practice:

· Many computer courses covering the same content are offered, but vary by delivery style, intended audience, credit/non-credit, etc.

· A significant percentage of non-credit computer courses have insufficient students to run the course as scheduled, resulting in wasted staff time

· There is a high amount of student confusion over which computer course to take resulting in significant staff time to explain the different offerings

· The implementation of the Banner system will require common course designations for common content.

Recommendation/Solutions:

· The Coordinator of Curriculum Development will establish an advisory team representing a discipline area targeted as duplicative by the VP of Instruction.  This team will establish common course designations for the Banner system and resolve issues of duplication surrounding methods of delivery, credit/non-credit, etc.

Impact/Savings:

· Increasing the percentage of courses scheduled that actually run will save administrative overhead

· Marketing efforts can be consolidated to attract multi-faceted audiences served by a singular offering

· Eliminating student confusion regarding course offerings will decrease staff time.



Current situation:

· Our lighting and cooling systems are run on electricity; our heating is run on natural gas.  Both energy sources have experienced recent dramatic rate increases

· We currently overuse our electricity and gas resources by lighting, heating and cooling our buildings longer than is necessary to meet our mission

· There is currently no general college-wide value or behavior to conserve our energy resources

· Energy management efforts have the ability to save money on electrical and gas bills

· Often technological investments on energy management tools are an investment that can be paid back from the energy savings, which will net additional savings for the college

· There is a newly formed Energy Management Team chartered by the Vice President of Operations.

Recommendations:

· Ensure strong administrative support for the work of the Energy Management Team, including possible capital investment for energy conservation technology

· Create a campus-wide awareness of the importance of energy conservations.

Savings/impact:

· No or very low-cost initiatives supported by the entire campus could save 10% of our electrical bill

· Energy savings modifications would save the college money.

SECOND LEVEL PRIORITIES NOT EVALUATED BY THE EFFICIENCY WORK GROUP COMMITTEE

	Category
	Efficiency Idea
	Idea Description

	Duplication
	Have one insurance carrier to provide an extensive selection of options.
	Cover only what each staff member needs.  Stop the blanket one size fits all coverage we now have.  For example, not all staff need or want pregnancy coverage, etc.  Consider looking at self-insured coverage.

	Duplication
	Combine the job referral/placement and career exploration services currently offered by Career and Employment Services in the Counseling Department and Training and Development. 


	Evaluate the funding sources for CES and T&D services to ensure compatibility if the services are combined.   Reassign all job referral, career counseling/advising, resume writing instruction and basic aptitude testing services to T&D.  Continue to use the current T&D “enhanced referral” process for crisis and assessments that require the services of Lane’s Counseling Department.  Determine the best assignment of the FWS Coordinator.

	Energy
	Close the college during long breaks and holidays.
	It would save consider money in heating, electrical and cooling costs. It would be nice if the whole campus could save money and close.

	Energy
	Close on Fridays during Summer Term
	By closing the campus on Fridays, there would be significant energy savings and staff would have the option of working 10 hour days or decrease FTE or job share. Or work 15 mins. extra each day fall, winter, spring, to offset closure.

	Energy
	Make recycling mandatory. Give orientation on making the most of recycling, reducing and reusing.
	Only if it saves money and/or doesn't cost money to implement. Recycle, reduce, reuse. For a more detailed cost analysis of savings, see http://www.lanecc.edu/recycle/cost.htm and /wastaud.htm. For information on Reusable Office Supply Exchange:/rose.htm

	Information Processes
	Generate separate Group-wise lists of classified staff from Instruction, Student Services, Executive Services, College Operations.
	Several committees have had to generate their own e-mail lists of classified staff. It is time consuming to learn and build lists, which someone else may have already done.

	Information Processes
	Expand ability to advertise classes to general & specific audiences in the class schedule.
	Current schedule is difficult to read and to promote program or series of classes.

	Information Processes
	Reduce the money spent on brochures and advertisement.
	We seem to already have more students than the classrooms can accommodate; student services is barely able to keep up with the current student load. Money spent on glossy brochures and newspaper ads should go to more sections and staff time.

	Information Processes
	Maintain current college information on the Web sites and constructed so that it is user-friendly.
	Using the internet is frequently recommended as a time and cost-saving device to enhance communication and services. However, some sites are poorly designed and/or contain inaccurate information. How can we make the most efficient use of websites?

	Information Processes
	Reduce the number of class schedules produced and consider charging for additional class schedules.
	After the initial mailing to every home in the district (free class schedule), charge a nominal fee for each additional schedule (I.e., sell them in the bookstore or SF! for $.50/each).  Also, charge for college catalogs.  Keep dept. copies laminated.

	Information Processes
	Standardize computers and software on campus.
	Standardizing computers and software would alleviate wasted time and effort in downloading attachments, provide ease in sharing reports, forms, correspondence.

	Information Processes
	List on-line courses in the class schedule and direct to a web site for complete descriptions.  Have the online catalogue created & edited via database.
	Posting full descriptions of on-line classes on the web would make these offerings easier to locate for this market and reduce the size of the class schedule. Space could be used to more effectively promote offerings.

	Licensing/Direct Costs
	Limit the number of hours and/or dollar amount the college negotiator can use to negotiate a contract.
	When no limits are set, the negotiator may not be motivated to get the contract settled in a timely manner. It as reported that the cost of the time of the current negotiator regarding the faculty contract has exceeded $100,000.



	Staff Training/Develop-ment
	Offer workshop, inservice, and training in-house.
	This would reduce the money spent on travel and workshop-/training by individuals and groups in departments outside of faculty and teaching. Review areas of Student Activities.

	Staff Training/Develop-ment
	Provide new & ongoing training for all employees when a new computer process is initiated.
	When there are campus-wide processes like catalog changes, have the originator designate a half-hour drop-in time to give a demonstration on the process.

	Staff Training/Develop-ment
	Provide training on the use of Microsoft Office products for better efficiency.
	Efficiency expert has seen individual inefficiency in the use of computer products such as using the wrong program and lack of file storing organization.

	Staff Work Processes
	Allow instructors to access student attendance rosters, or picked up on the day of class.
	Currently, non-credit instructors receive several copies of attendance rosters in the mail, in different envelopes. It seems wasteful that attendance rosters can only be printed.  Students need to be registered to attend.

	Staff Work Processes
	Look into areas where additional support costs are incurred from fragmentation of service.
	Review hidden costs such as having to set up a hiring committee to hire a part-time person every term to fill a job.  Hiring committees and the paperwork from this sort of process come out of department resources and not tied to classes that are offered.

	Staff Work Processes
	Increase the use of laser printers and duplexing for bulk copying.
	The cost for toner is about 1.8 cents/page. Paper .4 cents/page. Maintenance is $250/200,000 pages or @ .125 cent/page. Duplexing modules cost about $267per printer. Total cost @ 2.4 cents/page or 2.2 cents/duplex page.

	Staff Work Processes
	Mail 1098T forms with complete information.
	Mailing 1098T forms with the necessary information the first time would eliminate additional spending on postage. Why do we mail out our 1098T forms without any dollar amount, but that indicates a number to call to receive this data?

	Staff Work Processes
	Student evaluations data should be entered in a database format.
	Data entry could be automated.

	Staff Work Processes
	Shift service work duties to appropriate service areas.
	Instructional departments have been given increasing amounts of work for other service areas, I.e., paperwork that seems the domain of Human Resources and Purchasing.

	Staff Work Processes
	Examine the benefits of a charge-back system vs. a cost-centered accounting system via Archives.
	There is a perception that the charge back system is not equally applied to all departments. Some departments get charged for services or supplies while others are not.

	Staff Work Processes
	Develop a system of tracking forwarding address of students.
	Bad addresses for students are tracked when the USPS returns their statement and there is no forwarding address. Address change notices are sent by the USPS to Lane and are kept current on the HP system.



	Staff Work Processes
	Offer all employees flex time and job share.
	There are employees who would prefer to work fewer hours to take care of personal business such as parenting responsibilities, school work, and family needs. All work groups are treated equitably.



	Staff Work Processes
	Provide DTC, ABSE & out-reach centers access to central computer for registrations.
	This would eliminate paperwork from being in transit for actual input. ABSE could register their own students without delay or burden other staff.

	Staff Work Processes
	Consider decentralizing reprographic services.
	If current policy is based on an assumption that centralization is cheaper, does it account for the costs of courier service, P&G forms, added office work and mailbox sorting, etc.

	Staff Work Processes
	Have Instructional Specialists give tests and grade papers.
	Almost all testing for the foreign language classes takes place in the lab. 180-200 students/term in Listening/Critical Thinking program use the lab, grading takes place. Without this assistance, instructors would not be able to teach 30+ students/class.

	Staff Work Processes
	Collect portion of revenues up front from students before services are rendered.
	This would alleviate some cash flow problems and reduce costs incurred in the collection process.

	Staff Work Processes
	Review appropriate assignment of tasks to appropriate level.
	For example, faculty doing data entry; management doing clerical/word processing work.  The result is Lane is paying top dollar for duties, which should cost less, and an inefficient work load.

	Staff Work Processes
	All employees and students must go to direct deposit of paychecks, as well as vendors.
	This will save money in mail processing, posting, and staff time to handle address changes and re-sending.

	Student Processes
	Review dual enrollment between Lane and UO.
	Are some of our services being duplicated at the UO?

	Student Processes
	Identify social services that are already provided in the community.
	By eliminating duplication of services, resources could be placed in needed programs.

	Student Processes
	Evaluate the Evening Program.
	Now that the Evening Program is nearing the end of its second year, some research should be done to determine if it has been successful.
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Purpose:  To identify efficiencies and possible duplication in college functions and advise the Executive Committee about possible solutions.





Efficient and Effective Work Relationships:  Strengthen interpersonal relationships. Increase trust.





COMMUNICATIONS 








Ongoing Efficiency Committee:  Charter an ongoing Efficiency Committee to track the implementation of proposed ideas and serve as a clearinghouse for new ideas.  





Program Evaluation Process:  Decrease or eliminate the competition for survival or scarce resources.








II.	STAFF WORK PROCESSES








Centralized Billing & Standardized Pricing:  Create centralized billing &  standardized pricing for outside services & training.








College-owned Vehicles:  Realize savings by tightening purchase and utilization policies of college-owned vehicles.








Committees & Meetings:  Increase efficiency and reduce duplication of committees and meetings. 








Curriculum Approval Process:  Create a curriculum approval process for non-credit areas similar to the one for credit programs.











Electronic Records Management:  Efficient management of electronic files.














Employee Processes:  Provide Lane employees and departments with electronic tools to complete routine employee processes, purchasing processes and internal service requests.














Governance:  Improve the integration of shared governance goals into the college governing structure.














Jury Duty Pay:  Improve processing of Jury Duty Pay checks.














Part-Time Faculty Issue:  Balance ratio of part-time to full-time faculty in certain departments to reduce cost.








Prerequisite Holds:  Review our class hold release process.








Records Management:  Efficient handling of records during times of institutional change.








Reporting:  Better access to institutional data needed for reporting purposes








III.	STUDENT PROCESSES











Credit Policy:  Review Lane’s lenient financial credit policy.











Refund Policy:  Review our current refund policy.











Student Fees:  Simplify and clarify the charging of student fees and the distinction between refundable and non-refundable fees.











Technology Fee:  Replace the current large number of fees charged to students at the class level to support technology with a general technology fee.











IV.	INFORMATION PROCESSES














Annual and Term Schedules:  Evaluate the process of annual schedule development.











Catalog and Class Schedule:  Revise the class schedule process to make full use of Banner.











Student Data Analysis:  Make electronically available in a timely basis, student data tracked by Institutional Research, Assessment and Planning (IRAP) and sent to the State (OCCURS data) for use by campus programs and projects to assess their individual programs/projects.











DUPLICATION














Duplication of high-tech computer courses and other duplicated offerings:  Eliminate current duplication of course offerings in targeted areas such as high-tech computer courses and vendor-supplied certification programs. 














ENERGY MANAGEMENT














Energy Management: Reduce energy costs through college-wide energy conservation efforts.
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