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Definition

A benchmark can be defined as “the
systematical comparison between
the performances of a group of
organizations, aimed at determining
which one is distinguished by the
most effective and efficient
processes”




Presentation of reasons

The project arises from the knowledge
of the importance of the administrative
activities for universities in today’s new
financial and institutional context. The
project is aimed at comparing the
performances of the administrative
activities in a panel of universities, with
reference to some activities typical of
the university system and distinguished
by a major influence on costs and
perceived quality.




The planning stages of a
benchmarking system

1.

2.

Determining the general goals of benchmarking
Choosing the organization to be compared to
Defining the forms of the comparison

Chczjosing the areas on which the comparison must be
made

Determining ways to correct data, in order to refine
results avqldln? elements depending on peculiar
characteristics of each organization involved.




General goals of a benchmarking
process

Performance oriented
benchmarching

aimed at identifying the organization with the
highest level in a particular performance

Process oriented benchmarching

the forms of management in each organization
are compared, in terms of available
technologies, intervention plans, sharing of
responsibilities, process management. On the
basis of this analysis the “theoretically” best
solution, that should be imitated by the others,
is identified.




The benchmarking process in the
Good Practice project

Project choice:
Joint approach

quantitative benchmarching about
performances

(on the basis of indicators).

comparison of the processes
(qualitative)




The approach to the evaluation of
the administrative activities (1)

The administrative activities of the
University are "mapped” by means of a
model for activities and processes; for
every macroactivity/process (didactis;
accounting; management of teaching
and technical-administrative staff;
supplying; research services) some
elementary activities are identified, and
their “performances” (cost, production
volume, supplied quality) determined.




The approach to the evaluation of
the administrative activities(2)

The method of analysis integrates
quantitative evaluations, aimed at
identifying processes and procedures that
are more likely to produce interesting
results and qualitative in-depth analyses of
these processes, aimed at understanding
the actual explanations of a positive result,
in terms of organization, computerization of
the processes, quality of the involved

human resources, systems of incentives.




The approach to the evaluation of
the administrative activities(3)

The comparison between the
performances of the different
universities takes place with an aware
benchmarking, in which all the
universities indepently and in a clear
way give the necessary information to
their processes and performances.




The approach to the evaluation of
the administrative activities(4)

The aim of the project is for members
of universities to develop abilities, so
that they are able to operate
indepently once the support of the
project group is finished.

10



The performances of efficiency

The comparison drew on an activity
based approach, in which the main
measure is the cost for driver. For each
area has been determined an overall
indicator (e.g. number of student for
Student Support Service) and the
hierarchical division in sub-activities.
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The survey protocol and the microactivities

An example: Staff

Ge stlone amministrativa del
personale ®cnico-amministrativo
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Jprocedimenti disciplinari

s — —
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The drivers and the activities

Student Support Service
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Accounting
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Staff
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The cost model

o Staff

e Training

e Position (PC*, printer*, telephone)
e Spaces

e Energy, gas, water, rubbish

e Cleaning, security

All the utilities are considered as effective expenditure.

* Predefined standard cost
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The survey of the efficiency data

It can happen that people are distributed on several unit.
It's necessary to identify the people who contribuite at the
macroactivity

Human Resources Area Financial Area

GP macro-activity STAFF




Input personnel
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Input indicators

! (L !ncentla ncercaton 1.135 .

2]n” unita parsonale tecnice-amministrativo 1.003 ne
3n? dipandanti 2138 ne
4|n® concorsi banditi personale docente a1 ne
5|n® concorsi bandti personale non docenta 40 n®
6|n° corsi erogati o gestiti 41 n®
7In? pratiche di pensione & di liquidaziona 149 n®
8{n" ohiatton 50 ik
_glﬂ. affidamenti per supplenze e contratti di affidamento a personale estarno 2220 n®
10Qn. docenti atempo plano 1.031 ne
11|n. collaboratar linguistici 50 n®
12|n. ore formazione allieve 18.234 ne
13|n. dipanderti 2138 n®
14|n° contratti di collaborazione 5657 ne
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Reports for the management of the personnel

ATTIVITA Comslo altivwikh H* pe reors dedicatke
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Fo e ta wslrah
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Hsl daicl
Aazianl andacat =117 0,50 0,00 8,10 1,00
Gasbons shivhori 9747 0,20 0,00 0,05 0,25 n ohigttori
Pianih |
ianiricazions pereosna - 1,20 0,00 0,10 1m0 0
el Thaa = Tt didat TT. ORI |
e wppsres s a mee e incarichn didatic 49,182 1,00 0,00 015 115 coppdenzs & contratii &
afidamcnln o rermacnaks
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Efficiency reports

The survey allows to have, first of all, a report for

each university and for each macroactivity, with the
situation of:

e Total costs
e Total costs per activity
e Unitary cost per activity (for each parameter)
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The con

l.e. student support service

I UToOZEr—ITommoome

MIN
Media

Orient.

€/imm.

23,7
13,5
70,3
13,2
11,9
11,1
16,9
14,5
23,3
26,7
46,7

3,4
29,2
33,1
52,0
10,9
32,8

3,4
24,1

Supp.
info

€/iscr.
24,2
12,8
21,5
12,3
10,9
9,8
11,0
20,5
18,3
1,4
21,4
2,2
8,6
3,7
12,7
8,7
10,6
1,4
12,4

Corsi ed
esami

€/corso

2669,9
1132,6
3841,3
1089,4
3519,0
1954,6
1359,0
2379,6
3093,6
4899,9
10320,6
1185,5
1670,8
999,3
3099,9
1175,2
938,3
938,3
2666,4

Gest.
Carr.

€/iscr.
27,8
13,0
19,1
6,7
13,2
9,3
17,3
11,0
53]
10,1
24,9
6,3
55
4,5
17,9
6,5
8,3
4,5
12,2

Conv. per
tirocini

€/conv.
54,2
219181
376,6
241,7
208,1
408,7
58,3
22,7
11,3
21,4
256.,6
0,2
128,4
56,9
155,1
328,3
83,9
0,2
1353,3

parison on the activities:

Studenti
stranieri

€/stud.

112,5
87,9
890,8
704,4
71,6
68,0
75,5
31,3
207,8
246,2
2542
471,2
95,3
1560,6
3304
108,7
41,4
31,3
315,2

Att.
studenti

€/iscr.
5,6
6,2
5,2
2,5
4.7
57
1,9
9,6
6,0
57
23,8
6,0
0,8
12,6
2,1
1,5
2,5
0,8
57

Att.
studenti

€/iscr.
8421
1138,4
639,7
366,8
1163,8
999,5
252,5
58932
2010,3
712,7
4914,7
509,8
138,8
11541
5004
122,8
639,0
122,8
1294,0

Master e
perf.

€/stud.
149,8
167,8
47,0
328,9
582,7
126,4
33,3
3447
115,1
105,4
2442
1510,5
95,9
54,9
128,0
75,6
119,9
33,3
235,5

Dott. ed
assegni

€/contratto
260,4
2147
301,6
145,0
78,6
14,8
47,9
132,0
278,0
278,9
397,9
104,2
122,8
135,0
144,2
222,0
40,8
14,8
165,8
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Efficacy analysis

[0 The efficacy analysis is aimed at analyzing the
qualitative characteristics of some services taking into
consideration the perception of different categories of
people who use these services

O In other words, the goal of the analysis is to carry out
a customer satisfaction survey with indicators aimed

at surveying the quality perceived by the users of the
service (clients).
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Efficacy analysis (2)

The informative base for the analysis consists of
several questionnaires in which different
categories of people express their satisfaction
level regarding the services that they use.

It's possible to distinguish two strands of
analysis that differ in timing and manner:

 Efficacy perceived by students
 Efficacy perceived by the staff
(professors, employees...)

25



Efficacy analysis: Student

We consider the student administration department.

Faculties target:

Economy, laws, political science

*Engineering, mathematical, physical and natural sciences
*Arts and philosophy, education, architecture

Sample dimension:
300 students for each faculty

Paper questionnaire dispensed in classroom
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The questionnaire: Structure

« Anagrafica
— Ateneo, facolta, iscritto da ...

« Domande

D1-12
« Personale
— Competenza, disponibilita e |a cortesia
« Sportello
— orari di apertura, durata di attesa
« Gli spazi destinati al pubblico
« Informazioni
— Qualita, coerenza, strumenti alternativi
« Altro
— Modulistica, tempistica, disponibilita e la distribuzi
di strumenti alternativi

D13: soddisfazione complessiva

>. Fattori

one

2D
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Efficacy analysis:
teaching and administrative staff

The categories of people who are called to
express their opinion are the following:

d Rector and vice rector

d General manager

d Heads of department and faculties deans

d Teaching and administrative staff

As we can see, the variety of the categories of
people involved allows to have a global vision of
the efficacy of the administrative services
provided by the university.
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Survey areas

Field of analysis: central administration of universities.

Traditionally, the areas involved in the survey are:
- supply area

accounting service

personnel management area

research area

student support service

Experimental labs (in GP2009)
- library system

- governance

- building management service
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Targets and areas

 Different people can use several services
 Different people can use the same service
in different ways

Consequently:

- only a panel of people is called to express their
opinion (see the following slide)

- the demands can vary between the different
categories of people, even in the same area.
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Targets and areas (2)

Diverse categorie di persone usufruiscono della stessa
area di servizi, ma con scopi diversi. Ad esempio:

Area contabile - Area personale
— Gestione contabile — Attivita_ - di supporto
operativa,attivita standard amministrativo:
quali: . procedure concorsuali;
« autorizzazione e rimborso = informazioni su retribuzioni
mission personale docente e tecnico

< compensi su progetti e

consulenze) amministrativo
Personale docente e tecnico — attivita di pianificazione e
amministrativo gestione delle risorse umane

. relazioni sindacali;

_ Attivjté a supporto della . selezione =} gestione del
gestione _ personale)
- Budgeting Direttori amministrativi e
« contabilita analitica rettori/prorettori
+ supporto alla gestione
finanziaria
Direttori amministrativi e
rettori/prorettori
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The questions: structure

(o

~

- Direttori amministrativi - Approvvigionamenti
- Rettori e prorettori - Gestione contabile
e Area
- Direttori di Dipartimento e - Personale
Presidi di Facolta .
- Ricerca
- Docenti
- Personale tecnico / \

amministrativo

Soddisfazione Caratteristiche e
complessiva parametri
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The questions: structure (2)

Caratteristiche e
parametri

Domande
(caratteristiche)

Paramedtri

(caratteristiche)

(s Domande

Parametri

Soddisfazione
complessiva

Approvvigionamenti (esempio)

D1 Come giudica i tempi di approvvigionamento delle seguenti
tipologie di beni?

- Apparecchiature elettroniche (PC, stampanti)

-Beni di consumo

D4 Come giudica il livello di servizio in relazione ai seguenti fattori?
- Pulizia

- Portierato e vigilanza

- Servizi di rete e telefonia

- Riscaldamento e condizionamento

D5 Alla luce delle valutazioni espresse in precedenza qual € il suo
livello di soddisfazione per le attivita di supporto alla gestione degli
approvvigionamenti?
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Different edition of the project

[0 Good Practice: first edition 2001

[0 Research group coordinated by SUM - Scuola di
Management per le Universita e gli Enti di
Ricerca del Consorzio MIP del Politecnico di
Milano.

0 The first two editions were promoted by the
National Committee for the University System
(CNVSU), while the following editions were
organized by single universities in an
autonomous way.
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The partecipation of the
University of Genoa

Globally 8 editions and more than 26

Universities. Most of them partecipated
in more editions.

The University of Genoa partecipated in

5 editions:
= Good practice
Good practice I1I
Good practice 2003
Good practice 2009
Good practice 2011 (in progress)
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The new project: GP2011 (prarm)

Two subprojects:
1. Good Practice Performance

aims to measure and compare the performance of cost and
quality of support services, integrating the traditional GP
model with indicators taken to the Performance Plan (Decree
n. 150/2009 - Reform Brunetta)

2. Good Practice Audit

more than ten years since the first edition, this subproject
aims to analyze: mode of data collection; insert and use data
in routine planning and control processes of universities; use
of GP data as input for monitoring and ad hoc projects to
Improve services.
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Thank you for your attention!
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