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‘The requisites for the development of sophisticat
and meaningful information systems being applled in varying ‘'degre
in universities and colleges are discussed. It is suggested. that
philosophy that provides for an adequate, reasonable amount of
computer power for administrative use is mandatory, and that user
should not be slaves ,to the computer. In planning computerized
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the va11d1ty of the systenms in meetin§ their partlcular informati
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prob;fms, allocations, costs, -and time, and for exchanging tested

.systems with other colleges and universities. (LBH)
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and interpretations to, the te’acﬁm and n.scarch com-
nmunmity .Because the computer is located.in the Financial
4 . Affairs Division (and to make absolutely sure that we are

Rnnsa THAN DEAL with "the more l:.L.hﬂKdl aspucts of » . not charged with giving priorty to dccounting and business
computer utilization, 1 will attempt o pr}sem. what I be- requirements to the detiment of the registrar, admissions .
lieve to be the necessary requisites for the development of and other hinds of admimistrative computing requircments),

those sophisticated and meaningful information .systems wu have Catablished & commuttee kﬂo“'} as AS.P R.B.. the
which are being applied in varying degrees in unIversities Adnmunistrative Systems  Planning and Review  Board.

and colleges throughout the_country. Buing situated in” AS P.R.B., with reprusentatives from cach ‘of the uni- ¢

the center of the action, my intention is to present a versity's major divisions. has the responsibafity for analyz-"
perspective which may well be of use 0n50ur own campus. ing thL computer needs of the Ldrious users withih thc

This pegspective is refatd not, only to my campus ex- | university and ruummundmg priorities 1n which new re- .
periences, of which there have _been many, but also to quests are processed. A.S P.R.B. has worked” cffegtively T
observations made in visiting numnrous other institutions ~ and has_given reasonable gassurance | that approphate at-

as a site visitor ‘f(‘]r various dccrudxmnon and granting tunuon has been zxvm to thc total ddmlmstmuw computer
agencices. ) \ "unlization needs of the university. - .
) Anuther phllosophn.al point of prime importance 15 that . |
"users should not b slaves to the computer. To the con-
trary, the vomputer must be therr slave. In the planning
of computerized administrative systums the uscrs must
-actively participate to msurc the vahdity of the systems in
mecting their particular information needs in a manner

is no long(.r possible to isolate admunistrative. data which insurcs informational integrity. [mp]cmc‘ntatlon and

processing” without concern and consxdcrat:on for @il the operational participation on the part of the users is also
users throughout the campus. ' required to review results, provide correctional guidance, ‘

and insure adherence to established control procedures..

In order t0.¢stablish a means of extracying requircments .
from our varjous administratiy areas so that the require-
ments can be” understood and effectively cvaluated, we
have devised a system which we call, L.S.E.R., thc’Um-
versity System for Essential RLports
- US.E.R. requires the person ruqucsun'g“scrwccs from
the computer to think. It forces, him to organize his

The paper below .was presz’nted by Mr C ohen at the 1972
NACUBO Am;ua[ Meeting in Denves. .

With rqgard to overalf computcr utilization, it is manda-
tory that therc be a philosophy which provides for an
adcquate réasonabie amount of computer power for ad-
ministrative use » All arcas of the campus must be cogni-
zant of and support this phxlosoph) To do otherwise
only invites chaos. In the complicated world of today, jt

If the prevailing phﬂosoph) at your college or university
is to provide a computer installation for administrative
data processing requircments, and if that philosophy n-
“corporates a strong desirc to use the computer for the
development of a management information- system, then
you have crossed your first hurdle in crnatmg & succ;ssful
management computer installation.

The communichtipn to your associates, of an institutional

use of the computer for, effective complementary utilization
based on sound philgsophy and goals is the best guarantee
“that the computer hardware will work for you in a mean-
ingful manner. x

On our campus, the computer, for all purposes (it is
our only major computer), is under thc* admmstratiop of
the Financial Affairs Division. We do| have a Scicntific
Director (a Ph.D.) whe relates compter requirements
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studv at the Unnersity of North Caralina and
Wavne State Universain !

)
]
INFO RtMA TION SYSTEMS
! .

~




. . <
- - .

rhous:hts 50 That when hc ha> completed his prepataﬁon
" of the USER’ request; h:: has

dww*i% tus
nqmrv.mq;\ts eliminated {he extrancous, organi his

cﬁezzmdx communicated to the systems gnd progmmmmz
p;rsonnei’ : <

dcute and the 1mestments in tme and madﬁncs () E{C&"[
“we also have a mcmber of our Financial, Affairs teamn, a
‘ competent Ceetified Public Aceountant. Whe actsas ™ ln&r-
preter” belwecn,thg. \4rlous'acwummz-orwmed deaﬂ-
ments and the computer personngl. : \\c- have found his.
o, ;ﬁort\,@ B m\dlu&bh m fm.;hlatm‘a the dmdopmem.o{'
s’istems for the Fman xai Aﬁdus Dit fsion. of the grm\usm

. If your, phll’osoph'« gs wcf’r Lsmbﬁshgd’hnd your, ;otal
. umversity commumtv supports th-e‘x:onccpt oﬁ aﬂmimstr'x- '

tive data processing. thes the; apphication 'of U.S. ER. [

T .beheu preparcs you for :chytwe‘,,utmz‘m(fn Gf )aur

“computer facilities.  © L . el 0T .t -
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- Users Must Be Educated T Y

1 5 . -) . "~a~

Few of us. if any, have mvcstcd suﬂicxent Lresources, i
developing éducational programs for users. H“uc 'dd. ascrs
wilt become aware of the capabiltties of t:ompuxcrs as well

as what is rcally involved in d,cxclopmﬁ proorams'frop
concept to completion Too, the users should bg™ made

aware that completed systems and programs myst no:l ;only-
provide the needed informatién, but also- must haVc the
information dovetail with other systems and programs

~ which have been or will be developed. Many department
heads. principal investigators, as well as vice prcs:dentc

and presidents, believe that once you have a gigantic hard-

. + ware ‘installgtion, programming needs are rclauvdv simple
hmcs They do not understand that,"in a comi)lcx uni-
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represent a six- ﬁgurc investment. R

A common malady is to see' users complétcli' at. "t?lc
fnercy of the computer “expert” who dictates us g¢ dnd
dircction. This occurrence is unhcalthy and can kad to
disaster, If we say that we do not have time to bct:omg
educated in the basic concepts of ‘computer procdwjg and
technplogy, we ate asking for difficultics.” All of us must

B find time to dcvclop a rudimentary knowkdgg of our com-
puter. installation er we will spend a greater amount of
time trying to unravel some of the problems that shp by
during the systems, menmg and implementation stagcs

Education in computers should extend to all lwe}s of
workers, fiot just to management. Thosc‘cmplgyccs'fvho
utilize computér-generated information and who mesh with
the computer operation, will perform much more '{,fﬁ-
cicntly if thg) know something about what is rgally Fidp-
"pening  An ‘ungoing cducation program involving com-
puter cuncepts and principles is cxtremely d(?"slrdbk,‘}Vhllt
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" thinking, and developed 2 presentation which can bc;

Because the problems of ffective communication are so -

vusny just the cost of developing a major provmm codld *,

. s . N ‘ i - >
; . . @

this,cducation tahes time. and nme # mongy, therg is no
substitute for, quality for 40y Program Qn OuI. CMpUses.

Poor sysicm desigh and mdﬁqmt LOMpUICT usage may )
well cost more lh,dﬂ the tdcused trime and the pyrchase of -
a fep ed,umudmal matinals. Your computer vendors have |

i oood n\ucume and’ manaocmmt level courses i comput-

“in uhlé‘htm intended to both iptraduce the wser to, the .
bavseof romputing. und' o give the UseT a tastc’ of the
tc):hmquu mxoiwd i mahing «omputérs work Know ledge

" of tfus nature heips peategt both the executist from t,he
" computer techaician and the I»u-hmum.from an unbuow- 7L
ing mdmgér.- T hese equrscs can be uud as modcis fvr
' spm'offs of courses.for, .:.\ud:.r 1ARgC of p».l‘sunﬂﬁl Your A
. bwn camputer prof;sslonals shoytd be able g provide \ou Cpe
with (hs intteral cducation so Js té extend&our kmmkgm .
'os pnnCiples capabilivés and hmitations:” -+ '\.-.
s fairitq sy that many of gs’haye more\f.',omputma .
powu 'on otr c:xmmms tor_adm[mstrallu data procqsme .

“ than we can use' In some’cases. we are the cusmnmrs o( A
the academtc and scicntfic cemmumt) on “dur C"m;lpusés ’
In others. we act ﬂh may’ Be buymg our computmﬂ re-
quuéments~ off campus, uthcr ;rom anothu msututmn or
Jfrom a scmcc. cen,k:r. ’Infa fow Jinstgnces, the adrfumstra— .

- uve area head mav qvcn be the manager of tﬁucampus
Eompusmz r<}ahty Prub.zb‘l) the most: common snuauon
or.x mOst Campuscs finds o nultipherty of compums pldceq
" iy vasious dxsmplmdry areas, 0c:ovra{f:hlc rocatlons or
points of poywer and deiand, ] v

il(;\ ¢ we 't myested an excess amount of our avatlable
fwzdr 411 Computing hardw are and. not enough in software?
1t 1 the sophisticated” sottware that 1s sorely ' needed in?

- order to moye forward with the complex systems that we
ruquzrc to ‘meet the demands of our coristituenciés.

‘-
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Of cqual, if not more, importance thdn the lmrdW'lre and
the software are the people who work with your computer
installation. :
I have seen-all levels of admunistrative data processing— A
none of which 1s perfect. | have yet to witness a truly
“total management information- system"~—whatever that Is.
I havg secn shoostring Jperations with effective inpyt
which ar¢ far more productive than ‘somc campus cﬂorts .
which represent @ million dolar mvcstmcnt i designsand . .
programmung. The dificrence 1s obvious. It 1s the pcgplc,
the human side of computcﬁmstaﬂduons
We have discussed the orkatization of a plan for com-
puter action. W mbst also fnake an honest and objective
cvaltation of cur computer pc.rsz)nncl. Arc your manager
and his lead people pruducts of the old machime account-
ing cra? If so, are they capable of ¢changing to the com-
puter mode of the 70's? You are dc‘lhng with an area of
’ rcsponslbmty of major consequence and whether you can
_afford less than, the highest quality of lcadership here is
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..Lrl,:mh, qmsuonah!; Da.nﬂns “Bccd tu'be Rmd.. bv
pv.eph. ‘Full goapcr.xi.(m .and & s.onfp[cﬁgn,smn oF wm-
ﬂ'mu and comp!c:m;s musx.'bh Gm.nﬂtd at alt leh,k if |

xuv.g "mn.idémcnt WA, ug;*mcé by fair-unded _aq;L
, comgeu,m pg@;.\l ate tfa,. user .mé ,admnﬁsuam} ludq
. lh rc’fcannokbe*an s;*fu.tn:: dc’sxgn for computer tu!h?auon

Aft&r J.eqh;nd?: sgfhélgm hﬂr@v.arg eQabl'ﬁhmo mtgmu%
pmmuu .mq %LUH!V’!{ wmpﬂumt sun you gy nad’s 1o
goiern, -mursdf with Lho broad pmbkm of zomputgr
utdlmnon YCsu “hifve rpwcnmg to the @rea where 1 wish

putur Sdkesmen have done an cticetive ;nb of ~dling us

-'-»tumpntun* hatdware to do the tasks that nieed to 6; done

on.ur campises  Mhat | belteve our computer., friends
have not don¥hower.r. i to provide us with the softugre
that 15 a.nnmﬂ\ mecessary 1o us to do our work i ap
tmtronmgnt of d’ﬁcncnu . . .-
Begaitse of this situdftion? the rather LOSU\' process of
"rg -invénuing: the wheel ba$ been’ the common thrust. gn,

s

" most campuses as admunistrative cemputer programming
- has been ammptgd "I voiee concern dnd frustrdtlon that

~we i thu univetsity, community have not been able to’
dc»dop anwxchange of well- documgnred programs which
'(.an (1) significantly reduce the cost of developing such’
prowrdms and ¢2) grp atly reduee the timeframe and thus
allow® us to all, move forward much more rapidly in the
development of major computer applications.

I'heartity commend the-College and University Systems
‘Exchange (CAUSE). the new Organization in this arca,
which is i the process of establishing a computer program,
exchdngc along with other services of which most of you
afc aware, Needless to say. the availability of a good ex-
change facihity holds great promise for many of us, We
recently received an excellent well-documented program
from anothcr university and we believe we ‘have saved
apprommdtd) seventy percent-of the tinfe that would have
bccn required to develop the program from scratch. Our
dollar savings are estimated at sixty percent. ,These ‘are
sigmﬁcant figures and lustrate what can be done when
out «.xchanms become more commonplace. On our
campus, we huw well-documented programs for scveral
argus of inteTest but we are’sull a long way from hasing
an efficient total systum We are anxious and willing to
exchange fully “documented” pragrgms. In spitc of many
differences. most wlileges and universities have o basic
commonality of procedures and acfivitics. Al of us are
goncerneyd with payroll, student reccivables, workorders,
accounts reeaiyvable, und registration, just #0 name a fuw
programs, It s&ums mumgrupus that on many campuscs
systems dndl)bls and programmcrs are in the throcs of
urgnnﬂl/}ng L.ompl«.t'ul‘) independent. and brand new pay-,

reL m‘:x 150 mng o' be. prodm.pu \\nhoq{f.u ’
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..\rbﬂ sr\(“’ms .Curt.m}h ;.ﬁn.«.lné and uduptablg payrofl
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Our manumuums an’ most* -
casey. have bccnnbk to pgorvide us wih' efficient vomputers -
. ~suth L’C‘ﬂlnﬂ(}t.Ub speeds and mpubshtus

= stde red

-' pystems. gs wcll as "many wiher systems, have been devel-
u{kd le..td\ “on other’ (..ampu~u

.e
- -
o, R .

lf ho Jlmmges Umuu:qmenl b\s!ems.

T{u LOHLLpt of - mdmu.mgnt mformdnon s\stcms has
Been beget 1 by grave probhm< in recent years  Technicians
hmc tahen over. many management decistons simply be-
Catise m.magemunt has been unable to cquip stself with
mou"h understanding of the systems that it was. and still
| s, \Uppo\d to manage :

lncrm\m\lh computer users afe tinding that thur great
" plans for m zmve?mm intormation have turncd.into co!‘tf"’
Oy Cr-Tans, n.f\\c.d deadlimes and snarls of cveuses  The'
feasen for these' poer results, which has become readily
apparent; “hasy not_been technical faillures  Management
fatdures have beerr thy Management—particularly
twp ddmxm\tmtmn -th
unde rsmndmx. of cSmy
in a maze of {echnseal
clouded many vital

.o

Catlse

has been swamped

uter principles
ssues that should have been con-

agement must have the' opportumt) to evaluate and seléct
the best possible upphcatxods Unfortunately. propdsed
programs or political
prioritics, .

At docs not. possess a reasonable T

argon and grand promises that have .

fq fully exploit the benefits of computers: man- *

situations often reccive the hlgher

. Since computer sysfems aré simply ideas in action, peo- -

*ple .are the most #mportant factor in oblaining a-good -

system of managemeijt information. It is no secret that

idcas comq from people-who are motivated to-think and

‘.

then to act.
requires; exceedingly v
operations and the teghnical skills of the computer spé-

Transfofming motivation mto usér systems

. cialists. Computer prgjects must justify their existence by

compcting Wwith other| university necds, such as security
and microscopes. Thely must prove their worth=by meeting
basic university goald.
limited to profit-makigg enterprises.

Lump Sum Budgeting . .

A particular area pf computer utilization which has
_proven quite effective joh our campus dcals with an dp—
proach ty budgeting wi ich h.zs saved considerable time for
senior administration. rulu.ud many of th«. il feclings
which had developed i the preparation of d«.pxrtm;ntal
budgets. chminated the] necessity” of rudrafting the budget
two. thre or four time
of all. duvelgped a tear
“the departaiental level,

b of campetent managers down’ to
In so doing, we have made the

‘ell-honed cooperation between ling'

Cost justification is no longet

and has, possibly modt important

department chasrman,
ferred to as a “middle
- and efficicnt chairman
budget, o concern” ub

ften n mdustrml Mmmnlog) re-
level manager,” into an LﬁCC(l\«C,
who has a feel for the univensity
ut results, and an aceypted reg-

-
v
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' ",Wonsxbnllt} 10 uuﬁz: in the .most ¢ffective manner the of #xpenditures. We have used the computer to combine |
< 3% ugiversity s'resources malle m.nlabh. to him. W calt our prior data as new systems are €volved. we have dealt with
tLLthqUL (it is npt unique), 1hg lump sum technigue for salary splits where part of a pcrson's salary is in a uni-
- budget preparation ™ ¢ ; versity-supported budget,and part is i a restricted or other
. Briefly. we approaeh’ bUdEL[ preparation by balancing . fund budglt. and we have provided prelinunary print-outs
anticipated ncome to proposed allotments {or wxpendi- for our vice présl‘dents and the Budget Committee.
tures in .advance of budget peraratlon by dums and We welcome the opportumty to *defend™ our budget, .
department chairmen. Once thd LStlmﬂtLd income for the and only wuh. computerizauon can-we Lﬁcctnvcly’;‘)rowdc
- next fiscal year has been determined, we identify the gen- the ki'nq of answers which are ashed of us by our very
- cral and fised expenditures for the university. In our knowing and interested Board of Trustecs. We have spent
terminology, these include such items as meloynr Social considerable time utilizing our computer 1o develop the
Security contributions, debt retirement, insurance, utility Ninds of data our Trustecs expect of us and to cffectuvely
cost increases and other fixed charges. In another step, utilize this tool for “confidence building.™
the anticipated income expense relationship is ¢stimated v v
for cach activity where there is such a relatienship. These Summation ' .
activitics include the auadiary operations and residence In conclusion. I urge you to give serious thought to the
halls. food service and student union, the intcrcollegiate development of 4 campus philosophy for administrative
athletics program. and numcrous orgamized activities, computing, to evolve an cfficient system for extracting in-
« University supbort is determined for cach activity and formation from users so that requirements can be efficient
funding increased or decreased accordingly. and complementary. and to devélop a syslcm Jor fair and
Once the allocable figure has been determined. the efficicat use .of computer rcsow‘{:cs In addition, educate
” Budget Committee dllocates funds to each of the five viee people at all levels concerming computer problems, alloca-
presideatial divisions within our university. When a vice “tions, costs and time, and make Ew.r) effort to exchange
‘ president receives his lump sum, the budget of the unives- ~ tested systems with other Lollq,u\ and universitics. Once
sity is already balanced for the ncxt year. An cffective you arc successful in the development at the dbOYC steps
control systcm assurcs that each vice president requests . and techniques, you are ready tosbegin the arduous task -

no more than the dmount which he has been allocated.  * of cvolving the business requirenfenty of your university

In all of thesc programs, we have relied heawily upon™wyr . intp7Ssgms which, when put together, will add up to a
“computer . We have drawn from various sources to de- anagement information system. At this time—and few
velop actudl informuation for preceding years. We have unnersitics, if any, have reached this point—you are on

) used our payroll system to pull.together the line-item data ~ line in a very productive posture and ready to begin to
necded for our personncl determinations. Wo have made deal with changes which continue to affect the basic system
extensions as approved or necessary for various categories as it was designed. ¢ -3 ]
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STUDIES IN MANA('EMENT is a series of occasional papers, published .
by NACUBO in association with its College and University Business Officer, - .
' te extend professional coverage of technical or conceptial subjects related
. to the management of resources in higher education. Additional copies up
to ten are available upon requést. Larger orders of copies for special uses
or distribution will be billed at approxtmate cost. ¢ y
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