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ADMINISTRATIVE STREAMLINING PROGRAMME ‒ A SUMMARY OF WHERE WE ARE AND THE PLANS FOR THE 

SPRING 

Background  
The Administrative Streamlining Programme (Internt handlingsrom) (IHR) at the University of Oslo (UiO) 

follows up the university's strategy plan Strategy 2020. It is also a natural extension of the academic priorities 

process whereby the administrative area is analysed in a similar way to the analysis performed on the 

academic side. It also follows up on the recommendations of the Committee for Room for Independent Action 

(Handlingsromutvalget).1 

The primary objective is to improve quality and free up resources in adminstrative work processes at UiO. This 

applies to both technical and administrative processes. An efficiency gain of between 10 and 30 per cent 

measured as a combination of lower utilisation of resources and improved quality. The freed-up resources 

should be used to strengthen research and teaching. 

The Board has devoted a lot of attention to the project and has already discussed it three times. The first time 

was at a meeting on 22 June 2010, where the Board made the following decision: 

 “The Board gives the University Director the task of preparing a plan describing the development and scope of 

the administration for the whole of UiO during the course of 2010. In particular, the Board asks that the 

following be looked at in more detail: 

 The division of labour between the organisational levels 
 Increased standardisation and specialisation of administrative routines and roles.” 

 

The case was presented as an information item at the board meeting in October 2010 and as a decision item 

at the meeting on 23 November 2010, where the following decision was made: 

                                                           

1 In 2010 the Committee for Room for Independent Action (Handlingsromutvalget) submitted its 

recommendation to Tora Aasland, Minister of Research and Higher Education. The Committee emphasized the 

importance of the individual institutions in the sector working on improving their own administrative 

streamlining through more effective management of their resources. 
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“The University Board approves the process “Administrative Streamlining Programme – Development of 
Administrative Routines at UiO” and the scope as it is described in this document. 

The University Director is given the authority to undertake detailed project design, fact-gathering and 
implementation. 

The University Board must be kept informed of this work. 

The composition of the Gains Realisation Team shall be submitted for discussion by the Board in January 2011. 

The plan will be submitted to the University Board on 21 June 2011, at which time a milestone plan for further 
work will be determined.” 

At the board meeting on 13 January 2011 the name of the Gains Realisation Team was changed to ‘Resource 
Group, and its composition was approved.  

Instruments and fundamental premises 
UiO is a creative organisation with vast competence. To achieve the primary objective for the IHR project, UiO 

must make use of the creativity of the entire organisation and arrive at better administrative work processes. 

A yardstick for this work lies in Strategy 2020, which states that "Administrative tasks will be considered more 

in context; expertise that spans different units and levels will be better utilised. One key instrument will be a 

comprehensive analysis of our work processes, with a view to removing steps that do not create added value.  

Some fundamental premises have been set: 

• All voices in the organisation must be heard; the people who work here are the ones who best know 

where the problems lie. 

• The disappearance of work tasks as a result of the IHR process must be handled internally at UiO, not 

through dismissals of permanent employees. 

• The process must also build on improvement activities that have already been initiated. 

• The civil service organisations and safety officers must participate broadly and at all levels. 

• The process must not compromise the support services to UiO’s core activities and must not result in 

academic staff being assigned more administrative tasks. 

The analysis must be limited to apply to administrative personnel and to tasks of the technical support 

personnel of an administrative character. 

How we should address the task  
Planning groups have been established for seven focus areas. These groups are composed of personnel who 

represent the different organisational levels. Their compositions are given in Annex 1. 

The planning groups will serve as core resources in the project. The focus areas are: 

 Research administration  

 Academic studies administration 

 Communication 

 Financing, including procurements 

 Personnel and organisation, including wages and archives 
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 Facilities management, including quality of rental agreements 

 IT 

Optimal utilisation of our IT systems will constitute a key element in the work done in all the focus areas.  

In addition to the work done by the planning groups, the IHR Secretariat will be an important resource in 

terms of coordinating the project and contributing with analytic capabilities and training. 

The project has been split into two phases. The first phase is an analysis phase, and will be concluded in June 

2011. The analysis will result in a recommendation as to which areas should be prioritised in the work ahead. 

The second phase consists of a detailed analysis of the prioritised areas and implementation of the necessary 

changes to the organisation and work processes. This phase will last until the project is completed.  

Phase 1 (January 2011‒June 2011) 
The objectives of Phase 1 are surveying, entrenchment and training. Phase 1 will result in a recommendation 

on the prioritisation of measures for the first part of Phase 2.The character of these measures will vary: 

changes to work processes, organisational changes and system changes. Phase 1 will also establish a general 

basis for the future assessment of efficiency gains. 

Six main activities will be undertaken during this phase. These will comprise three forms of surveying as well 

as entrenchment, training and consultation. 

1. General survey of the present situation 

Objective: Collection and anaysis of quantitative data. The data will provide the basis for prioritising the work 

and for assessing efficiency gains. The objective is to spend a larger proportion of UiO’s resources on value-

adding core activities.   

Deliverables 

 An analysis of administrative man-years per focus area and of the key work tasks within each focus 

area. Distribution of man-years in the respective areas will be carried out by the line management. 

The data material will be collated by the IHR Secretariat. The collated data material will be ready by 18 

May. 

 Survey of a sample of measurable paramters: 

In order to measure whether we achieve quantifiable results from the IHR project, we must select 

some parameters that can be observed over time. These have not yet been selected, but here is a list 

of some potential parameters: 

 Volume of reporting  

 Scope of administrative development measures in the organisation 

 Rental costs for buildings we do not own ourselves 

 Volume of duplicate payments of incoming invoices 

 Volume of refunded VAT 

 Procurement: number of invoices, total volume of procurements, and loyalty to framework 
agreements 

 Volume of hired external services 

 Volume of internal invoicing 
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 Volume of sickness benefit refunds 

 Level of sickness absence for administrative personnel  

 External revenues (Research Council of Norway, EU) 

 Challenges associated with having three administrative levels within the organisation. 

2. Survey of the present situation by the planning groups 

Objectives: To acquire quantitative knowledge about the main processes and potential for improvements, and 

to consider how to conduct a more in-depth analysis of a work process. 

Deliverables:  

1. Describe which main processes make up each focus area. 

a. Assess the overall quality of the deliverables for the main processes. 

b. Make an overall assessment of where the potential lies for achieving efficiency gains. 

c. Make an assessment of areas where "quick wins" are possible. 

2. Prepare a draft proposal for how the processes should be prioritised. 

3. Form a hypothesis as to the organisational challenges. 

a. Organisational culture. 

b. The challenges associated with the number of administrative levels within the planning 
groups’ focus areas. 

4. Form a hypothesis concerning the most comprehensive needs for change. 

a. Within the focus area 

b. In the interfaces with other focus areas  

5. Evaluate the user perspective 

a. Are we supplying the right services? 

b. Are we providing the right quality in the services we supply? 

 

The deadline for this deliverable is 1 May. 

3: Input from within the organisation 

Objectives: Obtain feedback from the entire organisation concerning which areas are important to 

concentrate on. 

Meetings will be held between the University Management and a representative selection of units, both local 

and central. A total of 19 such meetings will be held in the spring of 2011.The purpose of these meetings is to 

receive input from the entire organisation, establish arenas for brainstorming, and to open channels of 

communication between the University Management and all levels within the organisation. These meetings 

will be held during the spring. 

Furthermore, a contact address has been set up to receive input from the entire organisation. This input will 

be systemised and then made available on the project’s website. 
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Deliverables:  

 A summary of input received via websites and e-mail. 

 A summary of input received via information meetings. 

4. Consultation 

A document summarising the results from the work done by the planning groups and input from the 

organisation will be made available to the entire organisation. This will be done either through internal 

consulation or through discussions in appropriate user forums where students and academic staff in particular 

participate or through a combination of these.  

5: Training  

Objectives: To identify and train resource personnel who will have responsibility for the process in future 

work. 

Training will be given in a general survey and analysis methodology (LEAN).  

The main focus of the training will be on process methodology. A standardised LEAN process mapping tool will 

be used wherever appropriate. This is a tool that is used to link time and resources in a standardised manner.  

It is a user-focused method.  

Courses lasting from one to three days will be held, and practical training will be given in the use of the 

methodology in the planning groups. Assistance with the courses in Phase 1 will be provided from external 

sources, but we will gradually take over responsibility for the training ourselves. 

6: Information and entrenchment 

The project has its own website. There are plans to hold a meeting of the Directors’ Network, at which change 

management and IHR will be the main topics, there will be regular information meetings with the civil service 

organisations and the safety officers, and there will be consultation meetings with the civil service 

organisations. 

A communication plan for the project has been prepared. This is enclosed at Annex 2 and will be regularly 

updated.  
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Figure 1: Mapping and prioritisation phase. 

Phase 2 (July 2011‒December 2013) 
The second phase is an implementation phase that will last until the project is completed. During this phase 

the prioritised areas will be surveyed and analysed in detail. This work will be performed by the planning 

groups. These groups will then propose organisational or processual changes for the resepective areas. The 

proposals will be evaluated by the project organisation and undergo normal evaluation by line management. 

They will then be implemented. The work will be divided into separate improvement projects which will each 

last for three to twelve months. The University Director will submit proposals to the Board as to how many 

parallel process improvement measures can be implemented simultaneously. This will be done after 

consultation with the Resource Group.  
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Figure 2: Phase 2 – Implementation phase 

The survey of resource utilisation to be carried out in the spring semester of 2011 will provide a basis for 

assessing the development of resource utilisation over time. This will be achieved by, among other things, 

conducting such a survey on an annual basis. This will be automated as far as possible, with minor adjustments 

to the IT systems if necessary. 

Transfer of experience between the improvement projects is important for achieving a satisfactory end result. 

The detailed planning of Phase 2 can only be done once the general analysis has been carried out. A proposal 

for the detailed plan for Phase 2 will be included as part of the decision memorandum submitted to the 

University Board at the meeting in June. 
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The figure below shows the fundamental premises for the process improvement work that will be carried out 

by the planning groups: 

 

 

 

 

 

 

 

 
 
Figure 3: Fundamental principles for the project work 

Organisation: Roles and responsiblities 

Project organisation 
The work on realising administrative streamlining is organised as a project with its own project director who 

reports to the University Management. The project director will regularly attend University Management 

meetings. 

University Board 
The Board will serve as the steering group for the project. 

University Management 
The University Management is the owner of the project.  

Deans’ Meetings 
The Deans’ Meetings will play an advisory role with respect to the University Management.  

Directors’ Network 
The Directors’ Network is responsible for the work that goes on in the planning groups and for coordinating 

the various planning groups. It plays an advisory role in the choice of methodology and is responsible for 

implementing the improvement projects. 

Resource Group 
The Resource Group assists the University Director in preparing for meetings with the University Board and 

assesses the planning documents, implementation capability and expected results. The group also makes 

recommendations on the methodology for quantifying and measuring efficiency gains. 

Analysis of present situation 
 Survey of activities, routines and work methods 
 

Survey of activities, routines and work 
methods 
 Plan new work processes 

Ensure flow in the processes, roles, division 

of labour and resource needs 
Prioritise measures, draw up short-term and long-term plans 
Sikre flyt i prosessene 

 Roller, arbeidsdeling og ressursbehov 

 Prioritere tiltak, lage kort- og langsiktig plan 

Implementation 
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IHR Secretariat 
The IHR Secretariat is responsible for the day-to-day operation of the project. It is also responsible for 

providing information to the individual target groups, undertaking and collating analyses of material from the 

surveys, and training tasks. The Secretariat is also responsible for reporting regularly to the University Director 

and other bodies. The Secretariat is responsible for the project budget. The project director will head the 

Secretariat. 

The figure below shows the main organisational elements in the project. 

Board

University Leadership 

IHR Secretariat

Resource GroupDean’s meet

U.dir mgmt. team

Planning 
Group

Planning 
Group

Planning 
Group 

ULG
 

Civil service 
organizations

Planning 
Group

Planning 
Group

Planning 
Group

Planning 
Group

Figure 4: Project organisation 
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Overall schedule for the spring term 

 
 

Figure 5: Overall schedule 

A detailed schedule has been drawn up for the general survey. 

Submission to the University Board on 21 June 2011 
A decision memorandum will be submitted for desicion at the board meeting in June. This will contain an 

overall, quantitative description of the resource utilisation by the administrative area at UiO. Furthermore, the 

memorandum will contain proposals for how the project should be organised during the implementation 

phase, a recommendation as to which focus areas should be prioritised, a resource budget for the period and 

a summary of expected results.   
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