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Summary of the Minutes of the Fourth FY2022 Meeting of
the Administrative Council of National University Corporation
Hokkaido University

Date and Time: 10:00 a.m. to 12:12 p.m. on Friday, January 20, 2023
Place: Web meeting
Members in attendance: 20 members

External Council members: Asaka, Igarashi, Iwanaga, Sacko, Kawai, Kosaka, Sugie,
Tsuchiya, Matsuzawa, Mayumi, Miwa, and Watanabe

Internal Council members: Houkin, Yamaguchi, Yokota, Masuda, Yamamoto, Sugawara,
Yukimatsu, and Atsumi

Member absent: 1 member

Internal Council member: Umehara

Observers: Auditor Takahashi and Auditor Ishikawa

Minutes

Prior to the proceedings, the Council confirmed the Summary of the Minutes of the Third
FY2022 Meeting of the Administrative Council. In addition, the President reported that
Executive Vice President Yoshimi passed away on January 2 while recuperating from an

illness.

Matters to be Resolved:

1. Increase in the retirement age
The President explained, based on Material 1, the increase in the retirement age. The
Council deliberated and adopted the agenda.
Then, the President asked Council members to leave minor corrections to the President.

The Council approved it.

2. Resignation/retirement lump sum payment of executives



The President explained, based on Material 2, the retirement allowance for executives.

The Council deliberated and adopted the agenda.

Matters to be Reported:
1. Division of duties among Executive Directors
The President reported, based on Material 3, on the division of duties among Executive

Directors during vacancy of an Executive Director.

2. Estimated amount of FY2023 Operating Grant, etc.
The President reported, based on Materials 4 and 5, on the estimated amount of FY2023
Operating Grant and Subsidy for Facility Improvement.

Main opinions:

» A Council member is not interested in the ranking itself, but it is a problem that the
operating grant is reduced by 52,000,000 yen. From the perspective of aiming to be
recognized as a University of International Research Excellence, educational reform,
KAKENHI, the number of papers, commissioned research, and joint research are all
important matters. However, the University's rate of revenue growth is low. The
hurdles to becoming one of the world's leading universities are high. Unless we set
quantitative numerical targets and follow the PDCA cycle, the University will not be
able to move up in the rankings and receive subsidies.

+ If the University climbs the chart in competition with other universities, it will receive
more subsidies. However, if the University does not improve its quality, it will not be
able to become a University of International Research Excellence.

* Becoming a designated national university will make it less likely that our budget is
cut by the Ministry of Finance. A Council member hoped the University would
increase its own funds and develop a strategy that covers how to use the limited
funds.

* A Council member noted the fact that the status of employment and advancement to
higher degree programs for students with bachelor's degrees and those with master's

degrees ranked low. However, employment is affected not only by the support of the



University but also by social conditions. What are the causes and background behind
the situation at the University?

* More students tend to choose a career path that is different from what slightly earlier
generations considered “employment,” and actually such students bear innovation.
There is no point in sticking to the concept of employment in the past and comparing
the data on the employment rate.

* Many students at art colleges start their own businesses. For these students, whether
or not they have paid taxes is used as an indicator. It is suggested to use it as a
reference.

* As the percentage of international students will increase in the future, the University

should establish a system to count the employment of international students.

3. FY2021 reports on inspection of the settlement of accounts by the Board of
Audit of Japan
The President reported, based on Material 6, on the items pointed out by the Board of
Audit in its report on the FX2021 settlement of accounts. Director Atsumi stated that
the findings would not affect the management of Hokkaido University Hospital.

Exchange of opinions:
1. Digital transformation (DX) promoted by the University
After an explanation by Executive Director Yamamoto, based on Material 7, on the

theme of “DX promoted by the University,” various opinions were exchanged.

Main opinions:

* Promoting IT is good, and the Material mentions IT in the education, research, and
management fields. However, the transformation process is not clear.

+ In the future, one excellent instructor in Japan will be able to provide education online
to students all over Japan. When such things happen, how to incorporate education of
the mind, which can hardly be provided through online classes, becomes a new task.

* To follow the PDCA cycle, we should digitally transform the management of the
University, from the viewpoint of how to use DX examples as a means to achieve

goals. The examples in society include “directly connecting producers and



consumers” and “ultra-high-speed and mass information processing with 6G.”

+ The Material describes the purposes such as “advancement of education and research”

.

and “development of an attractive working environment.” However, the objectives for
the DX regarding administration sound weak.

For DX, we tend to introduce a new system and transform the current operations
under the new system. However, before introducing a new system, we should
improve the organizational management and change the way of thinking of each

member.

* The driving force behind DX is not only skilled professionals but also a wider range

.

.

.

.

.

.

of people in the organization. Even companies find it difficult to hire talented DX
personnel from outside, and they concurrently train their employees in-house. The
Material has no description of developing human resources in education and
administration. What is the University's idea on DX human resources development?
In order to effectively utilize Al, the accumulation of data through machine learning is
required. Does the University have a plan to integrate data from education and
research within the University? How would the University plan to retrieve open
databases outside the University?

In DX, the shift to Web3 using blockchain technology is attracting attention, and
metaverses and digital twins are actively used. A Council member requested that the
University consider how to utilize Web3 and blockchain.

There is a gap in incorporating digital technologies between generations. So, it is
recommended that DX be promoted based on the opinions of younger generations.
The system construction would be entrusted to a contractor. The selection of the
contractor is important.

Instead of fully relying on the vendor, the University should have control over the
core part and use the vendors as tools.

To raise the level of the staff's digital skills, it is important that younger generations
play an active role. However, it is requested that the management be careful not to

leave senior generations behind.

+ The explanation was divided into education, research, and administration. However,

since DX requires a linkage between different fields, it is good to utilize the know-

how of IT-savvy faculty staff.

* For cybersecurity issues, the University should plan a solid budget and take measures

to prevent intellectual property from being stolen.



.

For metaverses, literacy levels vary according to the demographics of the people
involved. If we fail to have proper human communication, gaps are highly likely to be
caused by DX.

* Blockchain technology is widely spread in the world. The University should consider

.

how to use the common technology as an organization and take measures to make
sure that we can update the system on a daily basis and that we are not governed by
machines.

According to the explanation, four persons are now engaged in the administration of
DX. The University should strengthen the system and assign a responsible person to
each section. Unless the University works on the DX, by visualizing processes, setting
KPIs, and assigning human resources whose mission is DX, there is a risk that the DX

will be unsubstantial. So, it is advisable to learn about the efforts of some companies.

* The Material says “contributing to solving global issues.” It is highly recommended to

.

.

.

use the term “regional/local.” It is important to show that the University's DX can
contribute to solving regional problems.

With the shortage of digital human resources, how to develop them is an issue for
Japan as a whole. Not only universities but also industry-academia-government
alliance should tackle the challenge.

If there is a case in which a smartphone app is introduced, the app can be used for
credit transfer with other national universities in Hokkaido.

Regarding “mind” transformation, it is recommended to clearly state what kind of
“mind” the University aims for. One example is the “on-site input principle” of data,

in which daily operations are digitized on-site and utilized digitally.

» The important aspects of the administration DX are “full understanding” and

.

.

“visualization.” People barely take action until they fully understand and are
convinced.

It is suggested that the University use YouTube to present the strengths of the
University to the world, as an example of DX being used to create values. It is good to
create an opportunity to share the accumulated research knowledge, such as Slavic
and indigenous studies, with the world.

From the perspective of leaving no one behind, can the University apply DX to note-
taking for disabled people and the duties related to international students? By
involving undergraduate and graduate students and younger generations in the DX

project team, the University can promote DX that is suitable for the current age.



* The accuracy of the statement of work is critical, as the proper selection of contractors
and vendors is very important.
+ Famous overseas universities, such as Harvard and MIT, operate a service called edX,

but it costs a lot. YouTube may be a more efficient way to deliver information.



