






Office Degree of Implementation Benefits Received 

Human Resources Retrospectively scanning in 
personnel files. Completing 
current scanning on limited term 
employee information. Planning 
on implementing workflow 
processing in the future. 

• Currently e-mailing approximately 30 
documents per week to faculty/staff rather 
than making copies.  

• Improved customer service with the increase 
turnaround time of information. Offices 
receive information in seconds. 

• Dollar savings from the reduction of 
copying. 

• Time savings for employees. No longer need 
to copy materials and prepare mailing 
envelopes.  

• Improved accuracy of filing compared to the 
paper-based system. 

Graduate School Retrospectively scanning in files. 
Planning to implement current 
information in the near future. 

• Anticipated space savings. By May 2007, 
expect to eliminate five 5-drawer filing 
cabinets of archived student information. 

• Records are more easily accessible to staff. 

• Improved accuracy of filing compared to the 
paper-based system. 

Admissions Implemented electronic workflow 
processing system for transfer 
applications. Electronic access for 
Program Directors and Advisors. 
Planning to implement workflow 
processing of all applications.  

• No longer need to make copies and mail 
transfer equivalency reports or transcripts for 
advisors or program directors.  

•  Dollar savings from the reduction of 
copying. 

• Time savings for employees. No longer need 
to copy materials and prepare mailing 
envelopes.  

• Advisors and Program Directors have 
immediate access to student information. 

• Records are more easily accessible to staff. 

• Improved accuracy of filing compared to the 
paper-based system. 

• Improved customer service.  

 

 



Office Degree of Implementation Benefits Received 

Vice Chancellor’s 
Office 

Retrospectively scanning in audit 
files. Currently scanning in 
personnel information and 
recruitment requests. Plan to scan 
in all paper files and expand to 
workflow processing of forms. 

• No longer copying recruitment requests. 
Dollar savings from the reduction of 
copying. 

• Time savings for employees. No longer need 
to copy materials and manual file recruitment 
requests.  

• No longer printing payroll reports, these are 
now electronically indexed into the imaging 
system. 

• Anticipated future space savings. 

Research Services Scanning in grant and contract 
documentation. Planning on 
implementing a campus-wide 
workflow system for processing 
grants and contracts. 

• Records are more easily accessible to staff. 

• Improved accuracy of filing compared to the 
paper-based system. 

• Improved customer service. 

• Anticipated faster processing times for grants 
and contracts. 

Chancellor’s 
Office 

Retrospectively scanning in 
documents. 

• Records are more easily accessible to staff. 

• Improved accuracy of filing compared to the 
paper-based system. 

• Time savings for staff.  

 

 Imaging is a year and a half into implementation at UW-Stout and there are many future implementation 

plans and benefits that have yet to be realized. As offices continue to make progress with their own 

implementations, the benefits and cost savings will only increase. UW-Stout is also anxious to implement 

workflow processing of campus-wide forms such as travel expense reports, recruitment forms, travel 

authorizations, course approvals, and grant and contract approvals, to name a few. In 2007, Perceptive Software 

will be releasing its newest upgrade of their ImageNow software. This upgrade will include the functionality of 

secure digital signatures. This functionality will allow UW-Stout to implement the electronic workflow 

processing of the forms mentioned earlier. 
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Abstract 
 
UW-Stout established a Leadership & Professional Development Certificate Program to 
meet employees’ needs for leadership training and the university’s need for solutions to 
specific challenges. 
 
The Leadership & Professional Development Certificate Program is a series of eight on-
campus sessions offered to UW-Stout support staff, supervisors, managers and directors. 
The classroom portion is designed to develop leadership competencies through dynamic 
and interactive sessions that are based on current and emerging issues. 
 
Upon graduation from the classroom portion, teams of graduates go on to research a 
single problematic issue facing the university.  The team is tasked with proposing ways to 
address or solve the issue based on many of the principles learned in the classroom. They 
present their final recommendations to the Chancellor’s Advisory Council who may then 
delegate implementation. 
 
This training model readily integrates into other institutions’ programs. It is an excellent 
way to capitalize on the pre-existing leadership training by assigning teams of trainees to 
develop recommendations regarding real-life institutional challenges. 
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Introduction of Organization 

The University of Wisconsin-Stout (UW-Stout) is one of the 13 publicly 

supported universities in the University of Wisconsin System (11 comprehensive 

institutions plus UW-Madison and UW-Milwaukee).  The UW System designates UW-

Stout as a special mission institution, forged from the heritage of its founder, Senator 

James Huff Stout, a Wisconsin industrialist. Stout believed that people needed advanced 

education to prepare them for America’s developing industrial society. To implement this 

vision, Mr. Stout founded a private institution called the Stout Manual Training School in 

1891. In 1911, the training school became a public institution named Stout Institute and 

received teacher-training accreditation in 1928 with programs centered on industrial arts 

and home economics. In 1932, Stout was accredited as a college and received Master’s 

degree accreditation in 1948. In 1971, UW-Stout became part of the UW System when a 

State of Wisconsin law combined its two public university systems under one Board of 

Regents.  

Now, 116 years since it was founded, UW-Stout’s 8,416 students are enrolled in 

undergraduate and graduate programs in the College of Human Development; the 

College of Technology, Engineering and Management; the College of Arts and Sciences; 

or the School of Education. UW-Stout offers a distinctive array of 30 undergraduate and 

18 graduate degree programs which, taken as a whole, are unique in the country. UW-

Stout offers the smallest number of undergraduate programs within the UW System. 

Approximately half of these programs are offered at no other campus in the UW System, 

and several are unique in the nation. Even degree programs appearing to be similar to 

programs elsewhere are unique in the extent of applied focus.  
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Statement (Restatement) of the Problem/Initiative 

All institutions have a need for staff with leadership, interpersonal communication 

and conflict management skills. In the last few years this has been especially true for 

UW-Stout as we have had to manage a series of budget cuts and an increasing number of 

retirements. The university needed a way to help all levels of management deal with the 

effects of budget cuts on workloads and the work environment. The university also 

needed to compensate for the high number of retirements by growing a culture of positive 

leadership from within the organization. 

 

Design 

The Leadership & Professional Development Certificate Program is offered to 

UW-Stout support staff, supervisors, managers and directors. It spans approximately two 

years and includes a classroom portion followed by a team project. 

 

Classroom 

The classroom portion consists of eight, six hour sessions. The university worked with a 

leadership training consultant to develop a relevant curriculum targeting issues specific to 

our campus. Each session develops leadership competencies through activities and 

discussions based on our current and emerging issues. The eight on-campus sessions 

include:  

1. Self-Leadership for UW-Stout’s Future 

2. Leadership During Times of Change 

3. Working Together Effectively 

4. Communication & Personal Effectiveness 
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5. Understanding & Managing Conflict 

6. Creating & Sustaining a Customer-Centered Program 

7. Decision Making & Problem Solving for Quality Results 

8. Next Steps for UW-Stout Leadership 

 

Team Projects 

At the conclusion of the classroom portion, a variety of issues facing the university are 

compiled with input from senior leadership and class participants. Each issue is defined 

as a team project with a background description, team charge and a sponsor from senior 

leadership. The class divides into three or four teams. Each team meets periodically over 

the next several months to research their chosen issue and develop possible solutions. 

Finally, the teams present the results of their studies and provide recommendations to the 

Chancellor’s Advisory Council. If appropriate, the Chancellor will assign implementation 

of some or all of the teams’ recommendations to the proper departments. 

 

Budget 

In 2005-2006 the leadership training consulting services totaled $1,600. This fee included 

facilitation of classroom sessions, travel expenses and duplication of training materials. It 

did not include the cost of classroom refreshments or the award luncheon. With 19 

attendees in 2005-2006 the training cost per individual was $84. We found this program 

to be more cost effective and have greater benefits than sending individuals off campus to 

conferences or other training programs. 
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Implementation 

UW-Stout brought in leadership training consultant, Jeff Russell, of Russell Consulting, 

Inc, to teach the Leadership & Professional Development Certificate Program. Local 

coordination, including enrollment, facilities, records, certification, team projects and 

trainer contracts are handled by the UW-Stout Human Resources Department. 

 

Benefits 

Qualitative and quantitative benefits of the Leadership & Professional Development 

Certificate Program: 

 

Relationship Building 

The classroom interaction and team projects provide an opportunity to build collaborative 

relationships across departments. In participant surveys, graduates noted “networking 

with other staff,” as a major benefit of the program and others confirmed “collaboration 

and communication are key to successfully producing change.” 

 

Examples of team Project Outcomes 

• The “Employee Relationships During Troubling Times” team was tasked with 

finding ways to create positive relationships among employees at all levels and 

among departments. One of the team’s recommendations was to create a 

recognition and reward system. As a result, the popular Classified Employee of 

the Month program was developed. Each month since September 2005, the 

Chancellor has presented the award to a classified employee who is nominated by 

his or her peers and recommended by the Classified Advisory Council. 
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• The “Employee Relationships During Troubling Times” team also recommended 

that the university establish a clearinghouse for all internal campus surveys to 

insure that all rules, policies, criteria and confidentiality issues are met; to reduce 

repetitive surveying; and to communicate what actions are taken following survey 

results. In response to the team’s recommendation, the Budget, Planning & 

Analysis office began marketing its campus surveying services and expertise 

through word of mouth, the Stout Community News (the weekly campus e-

newsletter) and announcements in meetings. The office also established a 

clearinghouse for all university-wide surveys and posts some of those surveys on 

their website at http://www.uwstout.edu/bpa/ir/surveylist.htm. 

• The “Business Community” team was tasked with identifying ways that UW-

Stout adds value to the state economy and business community. As a result of one 

of the team’s recommendations, the university launched a community website 

linked from UW-Stout’s home page. This website can be found at 

http://www.uwstout.edu/community/. 

• The “Internal Marketing” team was tasked with increasing employee retention 

and attracting more applications for vacant classified positions. Following the 

team’s recommendations, most vacant classified positions are now advertised 

through a daily campus email service reaching all staff. 

• The “Ethics Statement” team was tasked with proposing a university ethics 

statement. The ethics statement was to provide a broad, umbrella statement of the 

university’s ethics, generally covering moral conduct, duty and judgment. The 

team researched other institutional ethics statements and drafted a statement 
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specific to UW-Stout’s views on honesty, accountability and respect. As a result, 

the university’s first proposed ethics statement was forwarded for review by the 

student, faculty and academic staff senates. 

 

Participant Surveys 

Participant satisfaction ratings are high. The 2005-2006 classroom evaluations revealed 

the following ratings by Leadership & Professional Development Certificate Program 

graduates: 

 Scale Average Response 

How likely are you to apply what 
you’ve learned in this program? 

1=less likely,  
10=more likely 7.9 

The Information presented was 
worthwhile. 

1=strongly disagree, 
4=strongly agree 3.6 

 

Retrospect 

While the course has been well received by almost all staff and supervisors, some in 

upper level management were reluctant to attend. They misperceived the leadership 

course to be remedial training. In retrospect, it may have been beneficial to offer a semi-

annual occurring course open to only upper level management. This could have avoided 

the incorrect assumption that the course had little to offer those already serving in 

leadership positions. 



 
Use of a Committee/Team Establishment Form for Efficiencies in  
Campus Teams  
Joe Krier 
University of Wisconsin-Stout 
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Abstract   

In any institution dedicated to shared governance, collaborative processes, and participatory 
decision making, there is a need to form committees and teams.  But, committees take time and, 
in this fast-paced 21st century world, our organizations need to react quickly and be efficient.   
 
Teams and committees are most productive when they are well defined and focused.  Whether 
these groups will be ongoing or short-term in nature there is a need to clearly define the 
parameters and expectations of the team.  In particular, the following must be defined before the 
committee commences their work: 
 

• Defining the purpose or charge 
• Establishing clear goals and objectives 
• Determining roles of members such as who will be the leader or chair, recorder, 

and/or facilitator 
• Identifying consultants and/or resource people 
• Specifying what training or resource information is available 
• Outlining what method of communication will be used 
• Identifying the timeframe necessary for the group to complete its work 
 

The answers to these questions, if not clearly defined up front, can cause a team to fail to 
produce the desired results, or could waste the time and talents of its members. 
 
The solution the UW-Stout campus used to focus teams was to create and use a committee/team 
establishment form.  The form, after being completed by the team sponsor and receiving 
institutional validation, is shared with the team members as well as the campus so that everyone 
understands the parameters prior to the first meeting of the group. 
  
There are no significant costs or budget ramifications other than printing costs and that can be 
minimized by sharing the form electronically.  Implementation of this concept is simply a matter 
of the administration communicating to persons forming teams that the completed 
committee/team establishment form will be the formal method of establishing a university 
committee or team. 
  
The primary benefit to using the committee/team establishment form is that teams and 
committees will be more focused and have a better likelihood of accomplishing its goals within 
the established timelines, with each member feeling that their time and talents were used more 
productively and effectively.   

 
Additional benefits of more productive teams are faster and more responsive decision making, 
cost savings, improved employee morale, and increased customer satisfaction.  In addition, when 
the committee/team establishment form is included in the final report of the group, it provides 
important documentation about the charge, team membership and responsibilities for future 
reference.  Having a more formal method to establish committees and work groups allows for 
proactive recognition of their work and accomplishments. 
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Introduction of the Organization   

The University of Wisconsin-Stout is one of 13 four-year campuses and 13 two-year 

campuses in the University of Wisconsin System. The UW System designates UW-Stout as a 

special mission institution, forged from the heritage of its founder, Senator James Huff Stout, a 

Wisconsin Industrialist. Stout believed that people needed advanced education to prepare them 

for America's developing industrial society.  

To implement this vision, Mr. Stout founded a private institution called the Stout Manual 

Training School in 1891. In 1911, the training school became a public institution named Stout 

Institute and received teacher-training accreditation in 1928 with programs centered on industrial 

arts and home economics. In 1932, Stout was accredited as a college and received Master's 

degree accreditation in 1948. The campus became Stout State College in 1955 and Stout State 

University in 1964. In 1971, UW-Stout became part of the UW System when a State of 

Wisconsin law combined its two public university systems under one Board of Regents. 

Now, 116 years since it was founded, UW-Stout's 8,200 students attend the School of 

Education or one of three colleges: College of Arts and Sciences (CAS); College of Human 

Development (CHD); or College of Technology, Engineering and Management (CTEM).  UW-

Stout is led by the Chancellor, Charles W. Sorensen, the sixth person to head this institution. The 

UW-Stout campus is located in Menomonie, Wisconsin, a city of approximately 15,000 persons. 

The campus is 70 miles east of Minneapolis and 30 miles west of Eau Claire. 

 The campus vision statement states, "UW-Stout, a respected innovator in higher 

education, educates students to be lifelong learners and responsible citizens in a diverse and 

changing world through experiences inside and outside the classroom that join the general and 



 4

the specialized, the theoretical and the practical, in applied programs leading to successful 

careers in industry, commerce, education, and human services." 

 UW-Stout is no stranger to quality and innovation as demonstrated by the university 

being named as the very first recipient of the prestigious Malcolm Baldrige National Quality 

Award in the higher education category.  In presenting the award, Commerce Secretary Don 

Evans commented, "Through their passion for excellence and their commitment to employees, 

customers, students, stakeholders and their communities, they have achieved extraordinary 

results. They represent the proud spirit of America and our strong resolve to excel."  UW–Stout 

has since worked with foreign and domestic educational institutions, sharing information and 

assisting schools that are interested in quality improvement through the application of the 

Baldrige criteria. 

 

Statement of the Problem/Initiative   

In any institution dedicated to shared governance, collaborative processes, and 

participatory decision making, there is a need to form committees and teams.  But, committees 

take time and, in this fast-paced 21st century world, our organizations need to react quickly and 

be efficient.   

The challenge then, is to identify a mechanism to allow for both collaborative, 

participatory decision making as well as quick and efficient response time.  There are many 

benefits to the use of these work groups if they are well defined and focused.  Whether these 

groups will be ongoing or short-term in nature there is a need to clearly define the parameters 

and expectations of the team.  In particular, the following must be defined before the committee 

commences their work: 
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• Defining the purpose or charge 

• Establishing clear goals and objectives 

• Determining roles of members such as who will be the leader or chair, recorder, 

and/or facilitator 

• Identifying consultants and/or resource people  

• Specifying what training or resource information is available 

• Outlining what method of communication will be used 

• Identifying the timeframe necessary for the group to complete its work 

The answers to these questions, if not clearly defined up front, can cause a team to fail to 

produce the desired results, or could waste the time and talents of its members. 

 What is needed is a template to better define and focus our teams.  In this case, the 

solution for the UW-Stout was simple - to create and use a committee/team establishment form.  

The form (see appendix for examples), after being completed by the team sponsor and receiving 

institutional validation, is shared with the team members as well as the campus so that everyone 

understands the parameters prior to the first meeting of the group. 

 

Design  

The concept of using a committee/team establishment form began in the University 

Centers department on campus.  University Centers at UW-Stout is comprised of departmental 

operations ranging from those focusing on budget and general administration, to campus 

recreation, to student involvement and leadership opportunities, to direct service offerings for 

their customers.  University Centers departmental units oversee operations in three campus 

buildings – the Memorial Student Center, Merle Price Commons, and the Sports and Fitness 
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Center.  Taken as a whole, this diverse operation shares a mission of offering …"welcoming 

gathering places whose employees are dedicated to enhancing life, leadership and learning." 

 Upon realizing the benefits of using the form, the use of the form quickly spread in the 

Student Life Services unit and then to the university as a whole.  The Student Life Services unit 

(commonly referred to as Auxiliary Services on many campuses) consists of Student Life 

Services Administration (Budget, Facilities Management, and Technology), Campus Card, 

Recreation/Athletic Complex, Security, Police, & Parking Services, Student Health Services, 

University Centers (Conference & Reservations, General Operations, Involvement & Leadership, 

and University Recreation), University Dining Service, and University Housing. 

The only design task for a university wishing to create their own committee/team 

establishment form tool would be to create the form itself with the categories necessary on their 

campus.  The attached template could be used as a starting point for other institutions.  There are 

no significant costs or budget ramifications other than printing costs and that can be minimized 

by sharing the form electronically. 

 

Implementation   

Implementation of this concept is simply a matter of the administration communicating to 

persons forming teams that the completed committee/team establishment form will be the formal 

method of establishing a university committee or team.  Examples of committees and team that 

would use this form would be: 

• Standing committees 

• Advisory boards 

• Project/initiative specific committees 
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• Short-term task forces 

The template could be completed by the team sponsor or be assigned to be filled out by the team 

leader. 

 

Benefits   

The primary benefit to using the committee/team establishment form is that teams and 

committees will be more focused and have a better likelihood of accomplishing its goals within 

the established timelines, with each member feeling that their time and talents were used more 

productively and effectively.   

Additional benefits of more productive teams are faster and more responsive decision 

making, cost savings, improved employee morale, and increased customer satisfaction.  In 

addition, when the committee/team establishment form is included in the final report of the 

group, it provides important documentation about the charge, team membership and 

responsibilities for future reference.  Having a more formal method to establish committees and 

work groups allows for proactive recognition of their work and accomplishments. 

 

Retrospect   

Not applicable. 

 

Appendix 

The following documents include a blank and example of a completed committee/team 

establishment form. 
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UNIVERSITY OF WISCONSIN-STOUT 
ADMINISTRATIVE & STUDENT LIFE SERVICES 
COMMITTEE/TEAM ESTABLISHMENT FORM 

 
Committee/ 
Team Name: 

 

Sponsor:  
Purpose/Charge: 
 

 

Goals/Objectives:  
Chairperson/Leader:  
Recorder:  
Membership: 

 
 

Consultants/ Resource 
People: 

 

Training/Information 
Needed: 

 

Method of 
Communication: 

 

Timeline:  
Last Revision:  

 



UNIVERSITY OF WISCONSIN-STOUT 
ADMINISTRATIVE & STUDENT LIFE SERVICES 
COMMITTEE/TEAM ESTABLISHMENT FORM 

 
Committee/ 
Team Name: 

North Campus Master Planning Committee 
 

Sponsor: Bob Johnson, Executive Director of Student Life Services 
Purpose/Charge: 
 

Provide direction, input, and recommendations for the development of a north 
campus master plan. 

Goals/Objectives:  Provide input to the consulting firm contracted to develop a master plan for the 
north campus facilities. 

 Assist with the development, implementation, and interpretation of needs 
assessments. 

 Establish criteria for physical facilities as well as the living/learning 
community environment to be created. 

 Assist with the development of a program statement to be submitted to the 
campus and to the UW System Administration for approval. 

 Recommend a new name (identity) for the north campus that reflects its 
character and creates a positive image for students, prospective students, 
parents, faculty, staff, and the community. 

Chairperson/Leader: Dennis Shaw, Assistant to the Executive Director of Student Life Services 
Recorder: Program Assistant, Housing & Residence Life/Student Life Services 
Membership: 

 
Director of Housing & Residence Life 
Representative from University Dining Services 
Representative from Parking 
Representative from University Recreation 
Representative from the Student Health Center 
1 Hall Director 
Representative from Academic and Student Affairs 
Representative from Administrative and Student Life Services  
IRHC President 
1 IRHC representative 
1 SSA representative 
Campus Planner (ex-officio) 

Consultants/ Resource 
People: 

Executive Director, Student Life Services 
Director, Student Life Services Facilities 
Associate Director of Housing & Residence Life  
Assistant Director of Housing & Residence Life  
Director, Physical Plant 
Associate Director, Physical Plant 
State Division of Facilities Development 

Training/Information 
Needed: 

Agreed upon ground rules;  past JTC Committee information;  hall floor plans;  
north campus grounds layout;  previous drafts of possible configurations;  
information/ articles/studies done on future housing, dining, parking, recreation, 
and student health facilities  

Method of 
Communication: 

Minutes, Email, proposals to be shared with committee and sponsor 

Timeline: To be determined by DFD's timetable for the consulting firm to complete its work. 
Last Revision: 9-16-2000 



 
A Template to Identify, Define, Fund, and Evaluate University 
Priorities 
Meridith Wentz 
University of Wisconsin-Stout
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Abstract: 
 
UW-Stout utilizes a systematic planning process to identify issues, develop priorities for 
the campus to address these issues, evaluate the success of the priorities, and include the 
campus in the process.   
 
A cornerstone of this planning process is the annual development of campus priorities, 
using the mission, vision, values and goals as its base.  These priorities are short-term 
initiatives, usually two years in length, which allow the university to accomplish its 
longer term goals.   
 
Since 1996, using this process, the university has identified over 50 priorities and 
reallocated funds or identified new funding sources to support the priorities.  Further, the 
process addresses a problem common to higher education business practices in that it 
provides a method for integrating planning, budgeting and evaluation in a systematic, 
easily understood manner.  It also provides a mechanism to ensure that campus priorities 
are doable and focused on areas of importance to the campus. 
 
A best practice component of the annual priorities process is the use of a template to 
identify, describe, fund and evaluate the priority.  The template ensures that each priority 
is guided by these key questions: 
 

• What issue is being solved? 
• What solution is being proposed? 
• How is the linkage to the strategic plan demonstrated? 
• What has to be done for this priority to succeed? 
• Who are the positions or implementation team that will be responsible for each 

step? 
• What is the timeline? 
• What resources are needed for this priority to succeed (human, physical, fiscal, 

other)? 
• What information will be collected to assess successful deployment of the action 

plan? 
 
This template could easily be integrated into the planning process at other institutions.  It 
is not a single solution, but rather can be used year after year with each planning cycle. 
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Introduction of the organization: 

The University of Wisconsin-Stout (UW-Stout) is one of the 13 publicly 

supported universities in the University of Wisconsin System (11 comprehensive 

institutions plus UW-Madison and UW-Milwaukee).  The UW System designates UW-

Stout as a special mission institution, forged from the heritage of its founder, Senator 

James Huff Stout, a Wisconsin industrialist. Stout believed that people needed advanced 

education to prepare them for America’s developing industrial society. To implement this 

vision, Mr. Stout founded a private institution called the Stout Manual Training School in 

1891. In 1911, the training school became a public institution named Stout Institute and 

received teacher-training accreditation in 1928 with programs centered on industrial arts 

and home economics. In 1932, Stout was accredited as a college and received Master’s 

degree accreditation in 1948. In 1971, UW-Stout became part of the UW System when a 

State of Wisconsin law combined its two public university systems under one Board of 

Regents.  

Now, 116 years since it was founded, UW-Stout’s 8,416 students are enrolled in 

undergraduate and graduate programs in the College of Human Development; the 

College of Technology, Engineering and Management; the College of Arts and Sciences; 

or the School of Education. UW-Stout offers a distinctive array of 30 undergraduate and 

18 graduate degree programs which, taken as a whole, are unique in the country. UW-

Stout offers the smallest number of undergraduate programs within the UW System. 

Approximately half of these programs are offered at no other campus in the UW System, 

and several are unique in the nation. Even degree programs appearing to be similar to 

programs elsewhere are unique in the extent of applied focus.  

 



 4

Statement (Restatement) of the Problem/Initiative 

This best practice addresses several challenges in higher education.  First, it provides a 

method to link together planning, budgeting and evaluation in a systematic way.  At 

many institutions, the planning, budgeting and evaluation responsibilities are spread out 

across several departments, making it difficult for these functions to work in an integrated 

way.  The University Priority template provides a simple mechanism to bring together 

information from these areas into one central location, even if these units are 

organizationally separated.  And, it ensures that each priority is appropriately resourced 

and evaluated.  Second, it provides a mechanism to ensure that University Priorities are 

doable, and focused on areas of importance to the campus.   

Design 

The University Priority template was developed using an iterative process that included: 

1) regular review by the Strategic Planning Group; 2) revisions based on information 

gleaned from conferences, workshops, discussions with other campuses, and articles, 

including the Malcolm Baldrige National Quality Award criteria; and 3) revisions based 

on use of the template over an eight year time period.  Completed university priority 

templates are reviewed by the Strategic Planning Group and the campus annually.  The 

template itself is also reviewed annually by a small team in preparation for usage by the 

campus in the upcoming year.  There were no financial resources needed to implement 

and revise the template.  The University Priority template is attached.  Examples of 

completed University Priority templates can be found on the website: 

http://www.uwstout.edu/bpa/univprio/2006/index.htm  

Implementation 

The University Priority template is utilized annually during the planning process.  The 

template is used in each of the following steps: 
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Task Timeline Stage of the 
process 

The leadership group develops a first draft of the priority Summer Planning 
Draft priorities are shared with the campus for review 
and feedback.  The priorities are revised based on 
campus feedback 

Fall Planning 

The leadership group finalizes the resource allocations 
(“implications for resources” box) and shares the 
priorities with the campus 

Winter Budgeting 

The leadership group reviews initial progress on the 
action plan (“action plan” box) 

Early Spring Evaluation 

The leadership group reviews data (“key measures of 
performance” box) and year-end progress on the action 
plan to assess the priorities success. 

Late Spring Evaluation 

 
Additional information about the planning process can be found on the UW-Stout 

website, including the planning model: 

http://www.uwstout.edu/bpa/planning/stratplanmod.pdf , the planning system: 

http://www.uwstout.edu/bpa/planning/stratplansys.pdf , and the Strategic Planning 

Group: http://www.uwstout.edu/bpa/planning/stratplangroup.pdf . 

Benefits 

UW-Stout’s planning process was identified as an outstanding strength by its 

accreditation review team, as well as during the Malcolm Baldrige National Quality 

Award review process.  Since 1996, using this planning process and template, the 

university has identified over 50 priorities and reallocated funds or identified new 

funding sources to support the priorities.  Annually, between $500,000 and $1,500,000 is 

allocated to fund these priorities.  These priorities have led to widespread initiatives and 

improvements in teaching and learning, academic programs, student support services, 

administrative and information technology areas.  For example,  

• An e-Scholar program that provides laptop computers to all undergraduate 

students at the university was initiated as result of this process.   
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• UW-Stout is in the process of implementing eight new collaborative academic 

programs, including bioinformatics, nanotechnology, and cognitive neuroscience, 

which were funded through a university priority to implement a curricular 

incubation center. 

• A first-year experience program was initiated as a result of the priority process 

which includes a first year advising program, first year student learning 

communities, a common book reading program, and a block-scheduling program.   

Positive outcomes as a result of these, and other, initiatives are evident.  For example, 

student satisfaction with advising has increased.  Drops and failures in remedial math 

courses have dropped by 61%.  UW-Stout continues to lead the University of Wisconsin 

System Comprehensives in the number of transfers from technical colleges.  Further, over 

the past five years, UW-Stout has nearly doubled the number of distance education 

courses offered and leads the UW System Comprehensives on the number of distance 

education courses.   And, student placement rates continue to exceed 95%. 

Retrospect 

The University Priority template is iterative and continues to be revised as new 

information and needs surface. 
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                                                             UW-Stout 
University Priority- [insert priority name] 

 

1.  University Priority 

“What solution are you proposing?” 
 
[insert a 1-3 sentence description of the solution being proposed] 
 
 
Linkage to Strategic Plans 
[insert university goals and values that this priority supports] 
 

  

2.  Statement of the Issue: 

 “What issue are you trying to solve?” 
 
[Insert a 1-5 sentence description of the issue you are trying to solve.  Reference 
available data which indicates that this is an issue]  
 

 

3.  Action Plan: Responsible: Timeline: 

 
“What has to be done for this priority to succeed?” 
[Insert 3 – 5 high level steps needed to accomplish the priority 
statement above.] 
 

“Who are the 
positions or 
people that will 
be responsible 
for each step?” 

MUST be 
specific target 
completion 
date. 
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4.  Implication for Resources: 

 
“What is needed for this priority to succeed?” 
(Human, fiscal, physical, other) 
 
[insert information about the resources needed to implement the priority] 
 
 

 

5.  Key Measures of Performance: 

It is the expectation that priority owners will be using/maintaining the process measures to assess action plan 
deployment.  At the end of the fiscal year, the Strategic Planning Group will review and discuss the 
implementation progress and impact. 
 
Process Measures:  
Identify no more than two process measures when answering the question:   
 
“What information will be collected to assess successful deployment of the action plan?” 
 
[insert process measures] 
 
Performance Indicators: 
BPA is responsible for benchmarking overall performance to answer the question: 
 
“What information will be collected to benchmark and measure the priority’s success?” 
 
[insert outcome measures.  At UW-Stout, we choose from a list of 17 common performance indicators.] 
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Executive Summary 
 
It is becoming increasingly difficult to stretch college and university resources to meet the 
plethora of capital and programmatic needs in a competitive market.  To help meet one of these 
challenges - providing modern student housing facilities to its students - Valparaiso University 
recently established a practice of partnering with local private apartment owners to lease two and 
three bedroom units for undergraduate student housing.  This partnership has allowed the 
University the flexibility to replace aging apartment-type facilities without incurring additional 
debt.  The practice has helped the University to continue to support its strategic plan of 
maintaining a primarily residential campus during a period of fluctuating enrollment.  It has also 
provided administrators and staff the opportunity to thoroughly assess student needs, future 
demographics and other alternatives before locking into investments and commitments for an 
extended period of time.   
 
The development of this somewhat unique partnership has proven beneficial to Valparaiso 
University.  While the practice met the University’s initial short-term objectives, it can be 
modified to fit both short-term and long-term objectives in a variety of situations.  Basic design 
and implementation aspects of this practice are being shared so that interested institutions might 
benefit from this type of arrangement in the future.     
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Introduction to Valparaiso University 
 
Mission Statement: 

Valparaiso University, a community of learning dedicated to excellence and grounded in the 

Lutheran tradition of scholarship, freedom, and faith, prepares students to lead and serve in both 

church and society. 

 

Valparaiso University (“Valpo”) is a private, small comprehensive/liberal arts, Lutheran-

affiliated institution located in a small, suburban community 50 miles from Chicago and 15 miles 

south of Lake Michigan in northwest Indiana.  Valpo has been consistently recognized by 

national publications and organizations for quality programs that integrate the best of the liberal 

arts with professional preparation, combining theory and practice.  The University enrolls 

approximately 4,000 students from most states and more than 40 countries.  Founded in 1859, 

more than 70 fields of study in five colleges (Arts and Sciences, Business Administration, 

Engineering, Nursing and Christ College -an honors college), as well as the Graduate Division 

and School of Law are offered.    The undergraduate faculty-student ratio is 13:1 with a typical 

class size of 22 students.   

 

Valpo’s campus is situated on 320 acres with 60 academic and residential buildings.  A 

residential campus with a housing capacity for approximately 2,000 students, Valpo maintains a 

housing policy that requires freshmen, sophomores, and juniors to reside in University provided 

facilities.  This policy enhances Valpo’s current strategic plan that includes a stated commitment 

to provide an enriching student experience by maintaining the primarily residential character of 

the campus.   
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Statement of Problem 
 
For many years Valparaiso University’s undergraduate student housing accommodations have 

consisted primarily of traditional residence halls for underclassmen, supplemented with some 

apartment-style units that are reserved for upperclassmen.   In the fall semester of the 2003-2004 

academic year Valpo enrolled one of the largest incoming classes in recent history, pushing 

demand for student housing to capacity.   To add to the capacity dilemma, the University razed a 

30-bed apartment complex that had long exceeded its useful life, and had further plans to raze a 

second complex the following year.  Although they had seen better days, these apartment units 

were often the first choice of upper class students during the room selection process due to the 

relative privacy they offered.    

 

Administrators wanted to continue to maintain Valpo’s residential character and recognized the 

need to replace the popular apartment style accommodations, but did not want to incur 

significant long term debt without first conducting a thorough analysis of available alternatives.    

While recent capital campaigns had successfully raised funds for various academic and sports 

facilities, it has been a challenge to identify donors who are interested in funding a program that 

many view as a self-supporting auxiliary operation.  In addition, the University’s borrowing 

capacity for such a project was limited given the downturn in U. S. equity markets and the 

subsequent affect on endowment valuations.  Finally, Valpo was already in the midst of planning 

for several other capital and programmatic initiatives that were stretching already tight resources 

- including land resources.  Although the University owns over 300 acres, the planned capital 

projects and the design of the Campus Master Plan left few options for placement of new student 

housing facilities without incurring significant infrastructure improvements to support new 

facilities. 
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Design 

Given these challenges, Valparaiso University identified a need to add undergraduate student 

housing without incurring an expensive, long term commitment.  Fortunately, administrators did 

not have to look far for a solution.  As the U. S. economics of this time period played out, 

interest rates fell and home ownership increased, resulting in higher vacancy rates for rental units 

of all types – including apartment units.  It quickly became apparent that an arrangement with a 

local apartment complex could be mutually beneficial to all.  After identifying a private 

apartment complex that was in close proximity to campus whose owner was interested in 

pursuing such a relationship (and after working through a myriad of issues) Valpo entered into a 

short-term agreement to lease two and three bedroom apartments.  These units provided 64 beds 

to undergraduate students as campus housing during the 2004-2005 academic year; in the second 

year of the agreement, 16 more beds were added.   

 

Staff members from both the Finance and Student Affairs Offices worked together with 

University counsel to identify potential problematic areas and to work through lease agreements.  

Details regarding payment rates and terms, standard rules, technology requirements, utility 

payments, student affairs support/programs, transportation, meal plan requirements, furniture, 

insurance and safety issues were all addressed.  In the end, this new option proved to be 

attractive to the students for a variety of reasons and these units are now the first to be chosen 

during the room selection process.   

 

The program has been deemed successful for Valparaiso University in terms of meeting student 

housing challenges without incurring significant expense.  The phasing process of increasing the 
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number of beds during the second year of the agreement allowed staff to test the concept and 

confirm the students’ level of interest.  While the original partnership agreement met an initial 

need for undergraduate housing, future partnerships are now being considered for graduate and 

law students.  This practice may also be implemented in the future to provide additional housing 

should the University temporarily close residence halls for refurbishing.  

 

Recently, a Request for Information (RFI) was issued to additional apartment complex owners 

within a short distance of campus.  The purpose of the RFI was to determine if other parties 

would be interested in a similar arrangement (for both undergraduate and graduate students), and 

to determine if there were other facilities that might meet the needs of the University.  As a 

result, Valpo extended its lease agreement with the owner of the original facilities and identified 

units that might be good options to accommodate graduate students in the future. 

 

Implementation 

Following are summary implementation guidelines that might be used to institute the apartment 

lease program.   Optimally, this exercise would begin 12 – 18 months prior to commencement of 

the lease to allow lessors sufficient time to end or modify contracts with current tenants. 

• Issue RFI – Enlist the Student Affairs staff to assist in incorporating desired amenities, 

possible locations.  Purpose is to define the institution’s needs and identify lessors who might 

be interested in entering into said agreement.     

• Factors for consideration when developing the RFI and/or subsequent contract: 
 

o Amenities:  Furnished/unfurnished?  Bedroom/bath mix?  Washers/dryers?  Full 

kitchens?  Fireplaces?  Workout facilities?  Swimming pool?  Common areas? 
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o Government laws/restrictions:  Consider applicable government regulations that might 

prove to be problematic or restrictive.  (Fire codes, parking space requirements, 

occupancy requirements, etc.) 

o On-site management:  On-site managers can facilitate the work of Student Affairs staff. 
 

o Responsibility matrix:  Consider what parties will be responsible for cleaning, painting, 

repairs and maintenance.  Develop logistics for reporting/requesting maintenance needs. 

o Programmatic needs:  Define level of university involvement/control in units.  Will 

resident assistants and/or graduate assistants be used?  Programmatic needs may also 

influence the layout of the rental units (meeting spaces, building versus floor rentals, etc.)   

o Contract length:  Short-term or long-term?   
 

o Initial pricing:  Negotiate rates that will allow for desired program expenses to be built 

into the rate that will ultimately be charged to the student.  The goal is to remain 

competitive as compared with the institution’s other student housing facilities as well as 

those that students might lease independently in the community. 

o Subsequent rates:  Determine annual rate increases from lessor and how increases will be 

passed along to students.  One possible scenario is to tie annual increases to the U. S. 

Consumer Price Index (CPI). 

o Payment timing:  Allow for collection of housing payments from students prior to 

submitting payment to lessor.  Consider semi-annual payments of rents to reduce staff 

paperwork and incentivize lessor. 

o Utilities:  Will students or institution be responsible for utility charges?  If institution, set 

limits and charge additional for monthly or semester overage.  If student, define logistics. 

o Standardized rules:  Follow institution’s rules, apartment rules – a mix of both? 
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o Sublease:  Consider development of a separate sublease for the student. 
 

o Deposit:  Will the institution or the lessor require a deposit? 
 

o Mail:  Will student mail be addressed to the institution or to the apartment address? 
 

o Keys:  How will keys/lost keys be assigned/tracked? 
 

o Damages:  How will these be assessed? 
 

o Meal plan:  Will students be required to purchase a minimum buy-in of campus meals? 

o Security:  Will the institution patrol the premises and/or provide security services? 
 

o Transportation:  Will students be required/prohibited to bring cars to campus? 
 

o Technology:  Will the units support the institution’s and/or the students’ technology 

expectations?  Will additional expenditures be incurred? 

o Insurance:  Check insurance coverage with your carrier. 
 

 

Benefits 

Valparaiso University has realized significant benefits with the implementation of this lease 

partnership.   The program fills the stated need to supply attractive, modern, private student 

housing facilities to undergraduate students at an affordable price and without a capital outlay 

and/or associated borrowing costs.  The arrangement allows for flexibility, and has provided 

administration additional time to research future demographic trends and other types of housing 

opportunities.  This type of partnership might also be considered when institutions remodel/rehab 

older facilities.  Initially conceived as a short-term solution, the program has grown, was recently 

extended, and continues to be one of the more popular options for students today.   
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Retrospect 

As a new and somewhat unique partnership, there was limited literature/guidance available to 

facilitate implementation or warn of potential pitfalls.  The success of the program was due to 

many favorable factors, but probably most important was the desire on the part of all parties for 

the partnership to be successful.  Therefore, careful thought and planning went into the 

development of the arrangement.  However, in hind sight, we might have done some things 

sooner or differently.   Two primary examples follow: 

 

Utilities – Valpo chose to build a utility allowance into the rates charged to students rather than 

billing each student for actual usage.  During the first year of implementation, some students 

abused the use of their utilities.  To discourage this in subsequent years maximum usage amounts 

were established and set forth in the student sublease.  Those students that exceed the established 

maximum amount are now required to reimburse the University for the excess.  Since 

implementation of the maximum use policy, no students have exceeded the limit. 

 

Issuance of RFI – In reality, the identification of the initial lease partner occurred by 

happenstance as the desired amenities limited the number of apartment complexes that might 

qualify, especially given the desired proximity to campus.  Thus, the original partnership 

developed without the RFI process.  Other local apartment owners, who were unaware of the 

University’s specific requirements, expressed some concern.  To remedy this, the RFI process 

was implemented for subsequent agreements. 
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Abstract 
 
Many colleges and universities face the challenge of providing cleaner, healthier 
environments with limited resources.  Wright State University takes pride in their High 
Efficiency Cleaning Program utilizing the Kaivac No-Touch Cleaning System for 
restroom cleaning, ProTeam Super Coach Back Pack Vacuums for office cleaning along 
with task specialist training and implementation which provides greater productivity, 
more thorough cleanliness, increased employee accountability and quality customer 
satisfaction.  With the expertise of Aramark consultants, this program began in 
September 2005 and was in full operation by July 2006.  It resulted in a savings through 
attrition of eleven (11) full-time employees, four (4) from contract custodial staff and 
seven (7) from WSU staff, with combined annual savings of $286,897.31.  The net 
savings of $66,237.60 from the (4) contract custodial staff were applied to increase wages 
of contract employees.  Savings from the (7) WSU staff with a base wage rate of $10.24 
per hour and 48% benefits resulted in a net yearly savings of $220,659.71.  These annual 
savings were obtained from a one time investment of $332,461. Overall cleaning 
increased 15% per person for an average productivity rate of 30,400 sq. ft. general 
cleaning per person per night. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 
 

Introduction of Wright State University 
 
Wright State University was named after the world-famous Wright brothers.  Wright 

State University in Dayton, Ohio, continues their spirit of innovation.  Wright State is a 

place where the sky's the limit!  The nationally accredited state university serves nearly 

17,000 students.  Its six colleges and three schools, including schools of medicine and 

professional psychology, offer more than 100 undergraduate and 50 Ph.D., graduate, and 

professional degrees with 2,279 faculty and staff.  Wright State University's main campus 

is located in a beautiful 557 -acre wooded setting and consists of 26 academic and 

academic support buildings for approximately 2,200,000 cleanable square feet.  There are 

also 26 student residential buildings and 5 Dayton off-campus locations.  WSU's Lake 

Campus is located on the shore of Grand Lake St. Marys between Celina and St. Marys, 

Ohio. 

Wright State University Main Campus is unique in that a system of tunnels connects 

almost all buildings on central campus at basement level.  The tunnels are linked to the 

upper floors of buildings by elevators and stairways.  Color-coded signs help you to find 

your way around the tunnels.  Students with physical disabilities find that this system 

allows them to navigate easily from building to building no matter what the weather. 

Extending the opportunities of higher education to people with disabilities is a high 

priority at Wright State.  The university's Office of Disability Services offers programs  

to promote each student's academic, personal, physical, and vocational growth so that 

people with physical and learning disabilities can realize their full potential.  

We encourage you to visit Wright State University. 



 

 

Problem: Cost and Customer Satisfaction in the Custodial Function. 

 

For a number of years, Wright State University has used a combination of university 

employees and a contractor to provide custodial services to its main campus.  In 2005, we 

took on a project to reengineer our custodial function to improve campus satisfaction and 

to reduce costs.  At that time, we had 78.6 university employees and an additional 28 

contractor employees and an annual budget of $3.25 million for this function. Several 

additional buildings were scheduled to come on line in the next few years, placing 

additional upward pressure on the budget. 

 

Design 

 

With the support of Business and Fiscal Affairs, Aramark was hired as a consulting 

management firm to work with Environmental Services to implement a High Efficiency 

Cleaning Program in September 2005 with completion date of August 2006 for the 

contractual sum of $285,913.88.   Time studies were performed on each employee in all 

areas by Aramark so that Aramark could determine how to best restructure the cleaning 

processes and schedules in our facilities.   

Upon completion of the time studies, new preliminary work schedules were drafted by 

Aramark for one-on-one implementation of specialized training with employees.  Twelve 

Kaivac Cleaning Systems were purchased for $40,807.47 in addition to 16 ProTeam Back 



Pack Vacuums for $5,390.00 and 25 packages of vacuum bags for $350.00, with total 

equipment cost being $46,547.47.   Equipment was stored and disbursed to the employee 

one piece at a time during individual training implementation. 

Total cost of the project was $332,461.35. 

 

Implementation 

 

Prior to our High Efficiency Program employees had been assigned 1 person per floor 

and responsible for all cleaning tasks.  With the High Efficiency Program specialized task 

schedules were prepared by single task per building. Training was implemented by the 

Aramark consultant one specialized task per person per night.   This was a lengthy 

process as employees became specialized cleaners.  We transitioned from employees 

performing all cleaning duties in assigned work areas to employees performing one 

specialized task per area:  trash specialist does nothing but collect trash, restroom 

specialist does nothing but clean restrooms with the No-Touch Kiavac Cleaning System 

and vacuum specialist does nothing but vacuum carpets.  All employees are cross-trained 

to perform all specialist duties.  Each cleaner performs one specialized task a night 

resulting in team cleaning rather than individualized cleaning.   Supervisors along with 

the specialized cleaner provide quality control inspections, complete a specialized 

inspection report, and then grade their work performance.  Having specialized duties with 

routine quality control inspections holds each employee accountable for his or her work 

assignment.  As schedules have been prepared for each specialized task in each building 

any individual can perform any assignment where needed.  



In addition we have also contracted with our customers to have routine meetings which 

enable us to review our service and ensure that we are in fact providing quality customer 

satisfaction.  Work requests are called into our customer service center and logged as 

work orders to help us track work performed and hours used.  

Implementation of this process was long and at times difficult due to turnover of 

employees until all persons were finally cross-trained.   Customers were educated as to 

the change taking place; however, many customers as well as employees were resistant to 

the change.  Employees did not like completing just one task nor did they like learning 

new equipment and processes.  Customers were uncomfortable with having unfamiliar 

faces in their space.  Cleaning restrooms with the Kiavac No-Touch Cleaning equipment 

was disruptive while evening classes were in session.  Detailed tasks and dusting had 

been omitted from the original schedules therefore omitting important tasks during the 

training process.  We stuck with our program, adjusted some scheduling, added dusting to 

the trash specialist’s duties, maintained on-going communication with our customers and 

are now enjoying the benefits of this High Efficiency Program.    

 

Benefits 

 

Implementation took 1 year.  Quality has definitely improved.  Complaints have 

drastically reduced, customers are pleased and employees are happy.  People get used to 

their ways and resist change.  Change can be good.  We reduced staff through attrition by 

11 FTE's, 7 WSU employees and 4 contract employees, for an annual cost savings of 



$286,897.31.  At this level of savings, the cost of the project is repaid in less than 1.2 

years. 

The savings of $66,237.60 from the 4 FTE contract employees was applied to increase 

salaries of all contract custodial employees, whose pay had been only slightly above the 

minimum wage.   (In November, 2006, Ohio voters approved an increase in the minimum 

wage that established a wage somewhat higher than the new wage provided to contract 

employees. Consequently, the savings in contract employee FTE’s proved to be a real 

cash savings, since the increase provided to employee wages would have been required in 

any event.) The reduction of 7 FTE State employees with a base wage rate of $10.24 per 

hour and 48% benefits resulted in an annual savings of $220,659.71.   Overall cleaning 

productivity increased 15% per person for a productivity rate of 30,400 sq. ft. general 

cleaning per person per night.  The greatest achievement is that the employees like their 

new equipment and have found multiple uses for both the Kiavac No-Touch Cleaning 

System and ProTeam Back  Pack Vacuums.  The life expectancy of this new equipment 

with proper maintenance should be 7 to 10 years.  At that time, with improved 

technology, there may be new equipment which could provide even greater efficiency.  

Distributor recommends that replacement equipment capital be budgeted for a 15% to 

20% increase.    This High Efficiency Cleaning Program was a wise investment for WSU 

and is certainly our daily best practice.  




