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operations

Number of international students on main
campus

7,038

Percentage of international students
Percentage of international staff

Percentage of undergraduate students from
under represented cohorts

Number of awards conferred each year
Number of graduate students
Number of PhD students

Total number of students (including overseas
operatlons)

Number of international students in overseas

Number of nationalities within the student body

UCD’s Numbers
]

Million euro annual turnover

Million euro won in externally
funded research in last 5 years

Percentage of non-Exchequer
funding

“".
m Academic staff (FTEs)

~. (BB Support staff (FTEs)

vyl Number of students on the main
campus

"A -*
X
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Change without a ‘burning platform’ The support ecosystem
in UCD works quite well

* High commitment to students staff and the services for them.
* 33%increase in student numbers 2007-2017, 6% decrease in central Registry function

* No students queuing — self service for admissions, enrolment, finances, ID cards, Library,
! transcripts/documents.

* Curriculum is self-service for faculty and staff, and integrated with scheduling and online
registration.

* Online for staff - integrated reporting for all systems, self-service.

* Foundations
— Y2K projects in late 90s put in robust student, finance, HR and payroll systems.
— VLE and Library systems added shortly after.
— Coding of the University in the systems allows ready integration across platforms.
— Significant in-house IT function enabled developments

Introduction of modularisation/semesterisation in ‘06/'07
a major force for streamlining and introduction of self-service.
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Figure A: Projections of Demand for Third Level Education
2015-2029
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FS(Q:(: A2.1: Core Income of Publicly Funded Higher Education Institutions

\f\, | | Core
}Q$;>ew7 455 487 478 503 525 517 517 | |ncome

Q
‘ lEp 95 107
190 193 259

303 346 397  source

INVESTING IN
NATIONAL
AMBITION: A
STRATEGY FOR

FUNDING HIGHER
EDUCATION

REPORT OF THE
EXPERT GROUP ON

1,397 1,318 1,194 1,179 1,119 1,012 939 923  rutureFuNDING

FOR HIGHER
EDUCATION

March 2016

https://www.educa

2008 2009 2010 2011 2012 2013 2014 2015 o

Other Fees Student contribution State Grants
€1909 €1831
73% 49%
Universities for Strategic, Efficient and . ucb Aglle
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o
190,000
-
180,000 i
Core ‘
170,000 income
per

160,000 Student

150,000 down

(o)

£8,000 28%
140,000
€7,000 130,000
£€6,000 120,000

2008 2009 2010 2011 2012 2013 2014 2015

. FTE Students . Income per student
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Cﬁ]‘j}r\ ‘ \.“% Weighting
| Q

‘ Academ®Z o€ 2r review 40%
Faculty/Student ratio

Citations per faculty

Employer reputation 10%
International student ratio 5%
International staff ratio 5%
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Elaboration

Rankings

Based on an internal global academic survey

A measurement of teaching commitment

A measurement of research impact

Based on a survey on graduate employers

A measurement of the diversity of the student community

A measurement of the diversity of the academic staff
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Tackling global challenges

Defining educational excellence

Reimagining our campus

Engaging globally

Building partnerships

The 6 Major Initiatives '

Increasing agility and effectiveness

4
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Increasing agility and

effectiveness

Building on the considerable

efficiencies that have

already been achieved, we  and administration

will ensure that our

teaching, research and Processes and

administrative processes procedures

and procedures are efficient

and fit-for-purpose. We will Modern

conduct a methodology
comprehensive review of these processes
using modern methodologies, and based on
this review, we will identify and implement
any changes necessary to bring UCD's
processes to a standard of excellence as
benchmarked by relevant international
comparators

Building on...

Teaching, research

Change

o
)
2
o
O
.é

‘Agility and
effectiveness’

Excellence

Benchmarked

AT o
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UCD Agile

== Ardmore Annex
University College Dublin
Belfield, Dublin 4, Ireland.

T:+353 1716 1585
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The goals for the 15t 18 months

* Create UCD stories of using Lean Six
Sigma

* Raise profile and draw focus though
project success and training

* Explore how the University would
engage with this endeavour overall

* Learn how to bring training to bear and
the resources needed

* Learn how the UCD Agile unit would
support projects
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Pathfinder 1 cycle of projects

LSS Green Belt projects - March to August 2016

' * Enhancing staff recruitment HR
* Module reading lists Library
e Capturing research outputs Research
* Creating an outputs based research Research

supports scheme in Research

* Enhancing Exam Board Processing Dean of Arts
Yellow belt
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Pathfinder 1 cycle of projects

Success examples:

* Enhancing staff recruitment
— 1000 campaigns a year, 17,000+ applicants, 300+ ‘hiring managers’

— Goal: reduce timelines, streamline processes, save resources, improve customer
satisfaction.

— Large DMA phases, small IC phases; Two sub-processes enhanced

— QOutcome: deep analysis; process simplified; 500 support hours saved; customer
satisfaction increased; recommendations for future work

 Module reading lists — Library resources
— 4000+ active modules, 800+ academics, all student
— Goals: increase academic engagement, simplify the process, improve value to students

— Outcome: 50% increase in engagement; simplified process; more flexible timelines;
improved engagement by academics; more efficient response by Library; more effective
provision of resources to students; recommendations for future work

& Universities for Strategic, Efficient and
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Pathfinder 2 cycle of project

LSS Green Belt projects — November 2016 to May 2017

' * Enhancing asset register update process Finance
* Reduce research underspends -inance
e Streamline the 'approval to build' timeline Registry
for curricular change
e Standardising and streamline the operation Registry

of scholarships and prizes

e Streamlining the production of programme UCD CSSL
advertising
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November 2017 cycle of projects

* Cost centre financial management Finance
e Suppliers - procurement and compliance Finance

e Standardising and streamline the operation Registry
of scholarships and prizes — ‘redo’

e Streamlining the production of programme UCD CSSL
advertising — ‘redo’

* November 2017 to May 2018
* LSS Green Belt projects
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as a Training Type -1
B Steering Committee Training
_ B Lean Champion

' (\% ® Lean Champion/White Belt

B Green Belt

Yellow Belt

OWhite Belt

Mar Apr Jun Oct Nov Feb Sep Oct Dec

PF1 PF2 Direct Request
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Training to October 2017

AES—— ‘v“"_—w—r -w“""' v—

Continuous Improvement Leads
Local support for continuous improvement

Lean Champions
Select and sponsor improvements

Green Belts
Lead complex improvements

Yellow Belts
Small scale improvement leads & support complex improvements

Lean Fundamentals / White Belts

Effective continuous improvement participants
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— 75% are using WOnderfu[ 0
— 77% are receivy and teChni Ppo

b — Variety of use/ fg :
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« somearen empOWered!’ Y from ada
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— Of those who answered the ‘What moremror——,
* 44% are looking for direct Agile involvement in what they are doing Tocany
e 30% are looking for more training from Agile

* 216 colleagues surveyed, 10 no longer work in UCD/on extended leave, 18 were out of
the office

— Of the 188 that were available 49 responded
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s #WST2017

DUBLIN

Details Venue

worksmartertogether.ucd.ie

Half a Shade Braver: The Foundat
of Conversational Leadership

TOGETH

What's the ‘good’ of education -
continuities, challenges and chan

i
CD

B N

Living under blue skies LaunCh Event
03 May 2017 at 15.30

UCD Agile -
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Work Smarter Together — Communities of Practice

CoP
goP 1;ech > Programme
. evelopm Orientati
L WST ln 2017 ent CoP PA \Nr|e|r(\ : ion
th K Network orkshop —
! July wor » What
Summer worked
> School - c. well?
100t' Dant CoP Graduate
participants
Prt.)gram.me > WST
Orientation October
WST March - 500 CoP Launch - 90 Workshop - > 80
D participants > participants c.20

participants

Mar Apr \YEW, Jun Jul Aug Sep Oct
| | '
WST CoP >
D\I:IVST clot|: June > qust
ewsletter Newsletter WST CoP
November
Newsletter
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Learnlng ° Success

* The institutional personality — The projects created success stories

) ) ) — We learned about the institution
— The coping university

— Great energy in front line staff

— The ‘UCD Agile’ brand has traction

— Change as ‘heading north’

‘ — No ‘burning platform’ to provide
focus * People

— Strategic plan provides a context * ‘Should’ / ‘need to’ / ‘pain’ not energisers

but does not give direction to * The influence of ‘sunshine’ and ‘clouds’ people

the support ecosystem

e Capabilit
— Lack of depth of analysis/insight P y

in relation to the support * Project pipeline management

ecosystem * Training as a (welcome) distraction

The silos are self-reinforcing * Sponsor management

* Project lead skill sets
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The ‘coping’ university

* Budget cuts since 2007
* The recession providing context since 2008
‘ — including pay cuts, imposed staffing constraints and budget cuts
* Crisis management as a decision making mode
* Coping with
— cuts and constraints
— increasing student numbers
— sustaining services/minimising impacts
* Silos self-focused — multi-domain projects rare

* Enabling the support ecosystem not seen as a strategic value
— The ‘necessary evil’ paradigm
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Change as ‘going north’

“Going north is good — let’s go north.”
‘ “Where will we be when we get there?”
“More north.”

“How will that help?”
“Because norther is better than here.”
“Where are we now?”

(o 1

“... Let’'s go north...”
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Personal perspective - our training support partner
— the ‘perfect storm’

e Culture

— There appears to be a strong silo mentality in UCD.

e Compelling need

— There doesn't appear to be any urgent need to engage with Agile as there doesn't appear to be any consequence
of not doing so.

 Metric alignment

— Probably one of the biggest issues is that there isn't any clear line of sight between what we are striving to achieve
at the coal face and the direction the organisation would like to take.

* Cl Competency
— There is very little Cl competency to begin with in the support group personnel we've had on the training

— We are starting at the beginning with some of the staff when it comes to understanding of customers and
processes.

 Lack of measurement/data

— Getting good data to understand why things are as they are is a common challenge for organisations starting out
with Cl. UCD is no different
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The ‘clouds’ people
and the ‘sunshine’ people
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This Peer Learning Seminar
... and the efficiency agenda at the institutional level

* Best means for delivering efficiency?
— Crisis driven pressurised change with an unmovable target date — hit the date and fix later
— Undeniably unsupportable volume/workload which requires radical change ‘now’

] * Enablers for delivering efficiency?
— Crisis... related to ‘rapid change’
— Sudden rapid change... related to ‘crisis’

— Re-engineering the management infrastructure of an institution
* Operational objectives/metrics, accountability, performance

* Limits to efficiency?

— If ‘efficiency’ means ‘delivering more value for less effort’ then
there will probably be a certain minimum effort which cannot be reduced - a limit

— If ‘efficiency’ simply means ‘less cost’ you will get to the a point where you are ‘efficient’ at the
expense of your customers — being so ‘efficient’ that you break things

* Best measures?

— Any measures in use in managing the operation of the University is a good start.

— Measures aligned to the objectives and key operational goals of the University are better.

— Before and after concrete measures are necessary for meaningful efficiency-focused action.
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Michael Sinnott

; Director of Agile
UCD Agile
University College Dublin

michael.sinnott@ucd.ie

www.ucd.ie/agile

worksmartertogether.ucd.ie
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Some useful references for a higher education context

There a lot published in the area of Lean Six Sigma in Higher Education, and allied topic.

. Jiju Antony, (2011) "Six Sigma vs Lean: Some perspectives from leading academics and practitioners", International Journal of Productivity and Performance Management, Vol. 60 Issue: 2,
pp.185-190, doi: 10.1108/17410401111101494

. Jiju Antony, (2014) "Readiness factors for the Lean Six Sigma journey in the higher education sector", International Journal of Productivity and Performance Management, Vol. 63 Issue: 2,
pp.257-264, doi: 10.1108/1JPPM-04-2013-0077

. Jiju Antony, Netasha Krishan, Donna Cullen, Maneesh Kumar, (2012) "Lean Six Sigma for higher education institutions (HEIs): Challenges, barriers, success factors, tools/techniques",
International Journal of Productivity and Performance Management, Vol. 61 Issue: 8, pp.940-948, doi: 10.1108/17410401211277165

. Jiju Antony, (2015) "Challenges in the deployment of LSS in the higher education sector: Viewpoints from leading academics and practitioners", International Journal of Productivity and
Performance Management, Vol. 64 Issue: 6, pp.893-899, doi: 10.1108/1JPPM-12-2014-0192

. William K Balzer, Michelle H Brodke, Elsy Thomas Kizhakethalackal, (2015) "Lean higher education: successes, challenges, and realizing potential”, International Journal of Quality & Reliability
Management, Vol. 32 Issue: 9, pp.924-933, doi: 10.1108/1JQRM-08-2014-0119

. Clare L. Comm, Dennis F.X. Mathaisel, (2005) "An exploratory study of best lean sustainability practices in higher education", Quality Assurance in Education, Vol. 13 Issue: 3, pp.227-240, doi:
10.1108/09684880510607963

. Clare L. Comm, Dennis F.X. Mathaisel, (2005) "A case study in applying lean sustainability concepts to universities", International Journal of Sustainability in Higher Education, Vol. 6 Issue: 2,
pp.134-146, doi: 10.1108/14676370510589855

. Monica C. Holmes, Lawrence O. Jenicke, Jessica L. Hempel, (2015) "A framework for Six Sigma project selection in higher educational institutions, using a weighted scorecard approach",
Quality Assurance in Education, Vol. 23 Issue: 1, pp.30-46, doi 10.1108/QAE-04-2014-0014

. James D Hess, Bruce A. Benjamin, (2015) "Applying Lean Six Sigma within the university: opportunities for process improvement and cultural change", International Journal of Lean Six Sigma,
Vol. 6 Issue: 3, pp.249-262, doi: 10.1108/1JLSS-12-2014-0036

. Langer T. (2011), Dissertation: Lean University, The Application of Lean thinking for Improving Processes in Higher Education Institutions — Evidence from 3 UK case studies

http://standrewslean.com/wp-content/uploads/sites/83/2016/10/Tobias-Langer-Dissertation.pdf
. Radnor Z. and Boaden R. (2008), Editorial: Lean in Public Services — Panacea or Paradox?, Public Money & Management, 28:1, pp. 3 — 7, doi: 10.1111/j.1467-9302.2008.00610.x
. Eric Ries (2011), The Lean Startup: How Today's Entrepreneurs Use Continuous Innovation to Create Radically Successful Businesses Eric Ries. New York: Crown Business, 2011
. Work Smarter Together 2017, website, http://worksmartertogether.ucd.ie/wst-2017-programme/
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