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Background 
Following the appointment of Robert J. Jones, senior vice president for Academic 
Administration, University of Minnesota System as president of the University at Albany, 
President Kaler charged a task force to review the functions within the Office for Academic 
Administration and determine their optimal alignment within the University. 
 
President Kaler asked the task force to develop recommendations to ensure that the 
University’s organizational structure advances our academic, research, and outreach 
missions; and to achieve greater operational and administrative efficiency. Specifically, the 
task force was asked to make recommendations to optimally align the functions within the 
Office for Academic Administration, including reporting lines, and the responsibilities of the 
senior vice president.  
 
The task force reviewed each function, its primary mission, and key partners, both 
internally and externally. It also reviewed the organizational structures of peer institutions. 
The task force met individually with both Robert Jones and Deb Cran, his chief of staff, to 
understand the unique contributions and needs of each function within the office. 
 
Task Force members consulted individually with the leaders of each function as follows: 
 

• Stephen Lemkuhle, chancellor, University of Minnesota Rochester 
• Jacqueline Johnson, chancellor, University of Minnesota Morris 
• Fred Wood, chancellor, University of Minnesota Crookston 
• Kathy Brown, vice president, Human Resources 
• Scott Studham, vice president, Information Technology 
• Kris Lockhart, associate vice president, Office for Equity and Diversity 
• Meredith McQuaid, associate vice president and dean, Global Programs and Strategy 

Alliance 
• Andrew Furco, associate vice president, Public Engagement 
• Bev Durgan, dean and director, Extension 
• Julie Sweitzer, interim director, College Readiness Consortium 
• Peter Radcliffe, director, Office of Planning and Analysis 
• Carolyn Chalmers, director, Conflict Resolution 
• Carla Carlson, executive director, UMore Park Development LLC 
• Heidi Barajas, executive director, Urban Research and Outreach‐Engagement Center 

 
In addition, the group consulted numerous other University leaders and stakeholders and 
received written input from others. These include: 
 

• Karen Hanson, senior vice president for Academic Affairs and provost 
• Pam Wheelock, vice president, University Services 
• Aaron Friedman, vice president, Health Sciences and dean, Medical School 
• Robert McMaster, vice provost, Undergraduate Education 
• Eric Schwartz, dean, Humphrey School 
• Jean Quam, dean, College of Education and Human Development 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• Allen Levine, dean, College of Food, Agricultural and Natural Resource Sciences 
• Trevor Ames, dean, Veterinary Medicine 
•  John Finnegan, dean, School of Public Health 
• Laurie McGinnis, director, Center for Transportation Studies 
• Ed Goetz, director, Center for Urban and Regional Affairs 
• Twin Cities Deans Council 
• The Faculty Consultative Committee (FCC) and the Senate Consultative Committee 

(SCC) 
• Sally Kohlstedt, chair, and Michael Hancher, vice chair, FCC 

 
Each task force member also had a number of informal conversations with numerous staff, 
faculty, and leaders from across the University. 
 
Prior to giving the task force its charge, President Kaler made decisions about the alignment 
of two functions within the Office for Academic Administration: The Office for Equity and 
Diversity would report directly to him, and the Office of Space Management would be 
realigned to report through University Services. In both cases, leadership searches for those 
functions were under way and determining the reporting line of the offices would allow 
those searches to move forward on schedule.  
 
The task force wishes to thank everyone who provided thoughtful and open feedback and 
insights. Members found a deep love of the University among those who were consulted and 
an extraordinary commitment for doing what is in the best long‐term interests of the 
University, recognizing that change can be difficult for organizations such as this. 

Findings and Recommendations 
Over the past eight years, Senior Vice President Jones has done a remarkable job advancing 
a University of Minnesota system function. Because of his leadership, people across the 
institution have a deep understanding and awareness of the needs of the system and the 
opportunity to act and function as one University enterprise. Systems, processes, and 
forums have been created to drive “system” thinking and activity.  
 
In addition, Dr. Jones has provided critical leadership to advancing an urban agenda and 
establishing the University as a strong, credible partner with communities, particularly the 
North Minneapolis community. He’s advanced a vision of “place based” research and 
married it with public engagement, which is transforming the student experience, teaching 
and learning, and positioning the University as an accessible, accountable partner with 
communities. 
 
Through his leadership, the University has also significantly enhanced its international 
programs and global footprint, and brought greater professionalism, coordination, and 
alignment to work in this area.  
 
With this transition, it is critical that the University neither lose the energy and momentum 
that has been established by Dr. Jones in these areas, nor step back from its commitment to 
“system‐ness” and operation as a single enterprise that recognizes the unique positioning of 
each of our campuses. 



 
 

  3 

 
In fact, the task force would argue that it is only because Dr. Jones has moved the culture as 
much as he has that we are in a position to successfully achieve a realignment of functions 
and a smooth transition that will further integrate a system approach into the teaching, 
research, and outreach work of the University. 
 
The task force developed five key principles to guide its work: 

• Maintain strengths of the Office for Academic Administration, particularly system 
orientation and organization 

• Transparency—alignments should be easily understood and logical 
• Align responsibility and accountability 
• Reduce costs  
• Maximize functional, mission, and cultural alignment 

 
While the primary focus of this task force was to look at optimal alignment, members did 
identify areas where there may be future opportunity to create stronger linkages or reduce 
duplication between functions. These are noted in the recommendations that follow. 

 

Office for Academic Administration 
The task force recommends eliminating this office and reassigning the functions within it to other 
University leaders. This recommendation is based on the maturity of the office’s function and the 
University’s changing culture. As noted above, Senior Vice President Jones has nurtured the units 
in his area and integrated them into the fabric of the University to an extent that the type of 
focused leadership and oversight he provided can now be distributed.  
 
The task force believes that Robert Jones is uniquely qualified to lead the functions within the 
Office of Academic Administration. With more than 34 years experience at the University and 
faculty leadership in agricultural, urban, and international development, as well as deep 
community connections and a deft ability to bring people together to solve problems, what he 
brings to the role would be difficult, if not impossible, to replace. 
 
By eliminating the office, the University can achieve some cost savings. However, the task force 
cautions that as functions are distributed, it is critical that the “receiving” units also receive the 
resources they need to effectively support those functions. We have heard a caution about the 
experience of distributing the Graduate School but not giving colleges sufficient resources to 
manage the functions they were asked to take on. 
 
There are a small number of professional staff members within the Office of the Senior Vice 
President for Academic Administration who serve the units reporting to that office. These 
functions provide primarily programmatic support, including administration, communications, 
events, academic program support, and information technology. With the elimination of the 
office, these staff members may be assigned elsewhere within the University. The priority will be 
to retain talent at the University while ensuring the functions previously within the Office for 
Academic Administration receive the support and resources they need from the units to which 
they are moving.  
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The task force recommends the following realignment of reporting lines for the units currently 
reporting to the Office of Academic Administration: 

 

System Campuses 
The task force recommends the chancellors of the four system campuses report directly to the 
president. Previously the chancellors had a dual report to the president and to the senior vice 
president for Academic Administration, University of Minnesota System. 
 
To maintain the strong system focus developed through the Office of Academic Administration, 
task force members encourage President Kaler to set a clear expectation that system vice 
presidents (Academic Affairs, Research, Finance, Human Resources, Information Technology, 
University Services, Equity and Diversity, General Counsel) provide services to meet system 
campus needs. The task force envisions something similar to a “client-service” model—with each 
vice president identifying a point person in his or her area with whom the system campuses can 
communicate and coordinate. 
 
The task force notes that Senior Vice President Jones represented the system campuses in 
numerous decision-making groups, most importantly through the budget and compact processes. 
It will be critical to determine how the system campuses will be represented in this process going 
forward. Task force members had preliminary discussions with the chancellors about what a 
newly defined role in the budget process would look like (e.g. to create an opportunity for input 
in the budget framework early in the process and prior to final decisions), but this needs to be 
thoroughly discussed and established. In the meantime, and as an interim solution, the current 
budget and compact model should be modified to help address the lack of system representation 
in Senior Vice President Jones’s absence by providing the chancellors the opportunity to 
contribute to the strategic framework discussions prior to distribution of the budget instructions to 
the support and academic units.  Furthermore, the chancellors should be included in discussions 
about the budget group’s recommendations before they are approved by the president.  Each vice 
president with system-wide responsibility should be instructed to work with each campus to 
solicit, review, and include, as appropriate, budget requests from the individual campuses as part 
of their respective compact.   
 
The task force recommends the chancellors work with Provost Hanson and Vice President 
Pfutzenreuter to finalize this new approach prior to the Spring 2013 compact process. 

 

System Vice Presidents 
The vice presidents for Human Resources and Information Technology currently have dual line 
reports to the president and to the senior vice president for Academic Administration. 
 
The task force recommends having a single line report directly to the president. 
 
The task force spent significant time exploring the creation of a chief operating/administrative 
officer role, which would align these functions (along with others such as facilities, capital 
planning, public safety) under one leader. Task force members note that numerous peer 
institutions, including Berkeley, Illinois, Wisconsin, Ohio State, Michigan, Michigan State, and 
Purdue have such an alignment. Many of these peers include finance in that alignment, however 
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this task force concluded that doing so is not optimal due to the large span of control and potential 
for conflicts.  
 
While task force members think a CAO/COO role could provide even greater levels of service 
coordination and efficiency, aligned with the University’s strategic priorities, the task force is not 
recommending it be created at this time. Given the extraordinary potential for technology to 
transform U.S. higher education, the ongoing enterprise system upgrade, and the relative newness 
to the University of the senior leaders of those functions, task force members believe maintaining 
hard line reports to the president for the near term is the best way to ensure that the University 
can continue to advance work currently underway.  
 
The task force does, however, encourage President Kaler and senior leaders to keep an open mind 
about the potential for greater administrative and operational alignment through such a structure 
and consider its implementation in the future. As such, the recommendations offered in this report 
can be viewed as important first steps in a longer-term iterative process to define optimal 
administrative organization for the future. 
 

Global Programs and Strategy Alliance 
The task force recommends this function report to the senior vice president for Academic Affairs 
and provost. Fundamentally, this unit supports the University’s academic mission and task force 
members believe that there is great opportunity for additional alignment with faculty research 
interests and to enhance the quality of international partnerships across the University. 
 
The task force notes that Senior Vice President Jones spent a significant amount of time 
personally nurturing international partnerships, including international travel to complete 
partnership negotiations and signing ceremonies. This work is time consuming but often 
necessary to achieve the desired level of institutional support from our partners. It will be 
important for the president and other senior academic officers to make a commitment to periodic 
international travel for the purpose of advancing these relationships. 
 

Office of Public Engagement  
The task force recommends this function report to the senior vice president for Academic Affairs 
and provost. Fundamentally, this unit supports the University’s academic and research missions.  
 
Task force members have been impressed with the quality of the work this office provides and 
have heard from numerous stakeholders that this unit provides exceptional and important value to 
our colleges, campuses, and communities. The task force believes that this new alignment will 
provide greater opportunity to clarify roles and reduce duplication. From what members learned 
in task force discussion with stakeholders, the realignment of functional responsibilities in Senior 
Vice President Jones’s portfolio provides a unique opportunity to review, align, and strengthen 
the effectiveness of several engagement functions currently dispersed throughout the University. 
For example, there is an opportunity to strengthen collaboration with the College of Liberal Arts, 
which incorporates public engagement activities as part of its service learning offerings.  
 
The University’s Urban Research and Outreach-Engagement Center (UROC) is also 
fundamentally about this institution’s academic mission. It is closely linked to public engagement 
and there is great synergy between the leaders of both functions. UROC should continue to report 
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to the Office of Public Engagement. Furthermore, the task force recommends that the University 
clearly and unambiguously articulate its commitment to the ongoing growth of UROC and the 
University’s urban agenda during this transition. 
 
The task force recommends the Center for Urban and Regional Affairs (CURA) remain 
aligned with the Office of Public Engagement (OPE). There are significant research linkages 
between both CURA and UROC and with the OPE as a whole and in the community. Task force 
members do recognize that there may be additional synergies that could be found between 
CURA, UROC, and the Office of the Vice President for Research, and would encourage leaders 
to explore those moving forward. 
 

University of Minnesota Extension 
The task force recommends this function report to the senior vice president for Academic Affairs 
and provost. Extension is fundamentally an academic function and alignment with other academic 
units through the provost is optimal.  
 
The task force notes that the role of Extension has changed significantly over the past fifteen 
years. These changes have been driven by the needs of our communities, evolving technologies, 
and resource constraints. Today, agricultural programming represents only 35 percent of 
Extension’s portfolio while the remainder is increasingly comprised of contemporary strategies to 
address a complex range of community challenges.  
 
The task force spent significant time thinking about the synergies that do or could exist between 
Extension and the Office of Public Engagement. Task force members strongly recommend that as 
the provost assumes leadership of both Extension and Public Engagement she advances this 
conversation and explores the opportunity to combine all of the University’s publicly-engaged 
work (e.g. Extension, public engagement, and similar work done in colleges) under one umbrella. 
Task force members believe there is an opportunity to forge a nationally leading model that 
would advance what President Kaler has repeatedly referred to as the “21st-century land-grant 
university.” 
 

Centers 
There are a number of centers currently within the Office of Academic Administration. In 
addition, there are centers in the Office of the Senior Vice President for Academic Affairs and 
Provost. Given the recommendation that Global Programs, Public Engagement, and Extension 
move to the Office of the Provost, the task force also considered whether there is an opportunity 
to better align the office’s current functions and thereby reduce the overall size of the provost’s 
portfolio to ensure it is manageable. 
 
Many of the centers currently reporting to the provost are primarily research focused and thus, the 
task force recommends that those centers be realigned with the Office of the Vice President for 
Research (OVPR).  
 
Currently the OVPR oversees the Center for Population Studies, the Minnesota Supercomputing 
Institute, the Hormel Institute, and the Center for Cognitive Sciences.  
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The task force recommends strengthening the alignment of research centers reporting to OVPR 
and believes that there could be additional cost savings to be found by creating a “cluster” to 
serve the finance, IT, and HR needs of the centers in OVPR. 
 
Specifically, task force members recommend that the Center for Transportation Studies and 
the Mid-Central Research and Outreach Center report to the OVPR.  
 
The task force also recommends moving the Institute on the Environment and the Consortium 
on Law and Values in Health, Environment, and Life Sciences from the provost to OVPR. 
 
Finally, the task force recommends that the Healthy Foods and Healthy Lives Institute, which 
is co-managed by the Office of Academic Administration and the College of Food, Agricultural 
and Natural Resource Sciences, be fully managed by the college.  
 

Office of Planning and Analysis 
We recommend this office report to the Office of Budget and Finance, along with its two 
reporting offices (Institutional Research and Measurement Services). 
 
The Office of Planning and Analysis not only serves the system, but also works very closely with 
numerous functions throughout the University. Thus, the task force considered a number of units 
that could provide effective oversight and alignment. 
 
Numerous peer institutions have an integrated budget, planning, and institutional research 
function. We believe that there is significant opportunity with this change to better coordinate and 
align the University’s financial data collection, analysis, and reporting with institutional research, 
assessment, data collection, analysis, measurement, and reporting in order to advance integrated 
planning and institutional effectiveness. This structural realignment will also enhance stronger 
institutional capacity for anticipatory, data-driven decision making. The task force recognizes that 
planning and analysis largely serve the academic units, however, members believe that the 
leadership capacity and track record of service exists in the Office of Budget and Finance to 
ensure continued exceptional service and leadership.  
 
Once this transfer is complete, the task force would encourage leaders to review all of the data 
analysis work that is being done in individual administrative units (e.g. units within the Office of 
the Provost or other units) and determine whether there is an opportunity to do more of that work 
at a system level and to standardize what work is staffed locally vs. centrally. 
 

UMore Park Development LLC 
The task force recommends this be co-managed by the vice president for University Services and 
the vice president for Finance.  
 
Given market conditions, UMore Park Development LLC is focused short-term on economic 
development. In addition, there are environmental remediation needs on the property. There are 
also important community relationships that need to be maintained with the City of Rosemont, 
Dakota Technical College, and other partners. 
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The task force recommends that the executive director be a dual report to the vice president for 
Finance and the vice president for University Services, and that the Office of Budget and Finance 
manage the budget line for the LLC. 
  
Senior Vice President Jones plans to resign as president of the LLC. President Kaler will need to 
work with the chair of the LLC Board to name a new president, and also fill the LLC board seat 
held by Vice President Mulcahy upon his retirement. 
 

College Readiness Consortium 
The task force recommends that this consortium report to the dean of the College of Education 
and Human Development (CEHD). With the creation of a new chair in CEHD focused on the 
achievement gap, it makes sense to align much of the University’s work in this area within the 
college, where significant faculty expertise also resides. 
 
A hallmark of the College Readiness Program has been its ability to develop meaningful 
partnership with stakeholders in the community and across campus. It is critical that these are not 
lost in the transition and the task force encourages the president and provost to set a clear 
expectation with collegiate leadership. Task force members also know that this is a critical 
function to support the University’s diversity goals and there are important connections to 
admissions on the Twin Cities campus and the Office for Undergraduate Education. These, too, 
should be nurtured and supported regardless of where the consortium reports. 
 

Conflict Resolution 
The task force recommends this function report to the Office of Equity and Diversity. That office 
currently houses the Office of Equal Opportunity and is mission-focused on achieving equity.  

 

University Leadership 
Robert Jones serves as the University’s representative on a number of internal and external boards 
and committees. The task force primarily reviewed his external service and identified leaders to 
whom those responsibilities should be transferred: 
 

• Anchor Institutions Task Force: Jan Morlock, director 
• Coalition of Urban Serving Universities—key contact: Andy Furco, associate vice 

president 
• Cedar Riverside Partnership: Jan Morlock, director 
• Higher Education Advisory Council (HEAC): Eric Kaler, president 
• Iron Range Higher Education Committee: Lendley Black, chancellor 
• MHEC/Midwestern Higher Education Compact: gubernatorial appointment 
• MN P‐20 Education Partnership: Eric Kaler, president 
• MN Statewide Longitudinal Educational Data System (SLEDS) Governance 

Committee: Robert McMaster, vice provost 
• NorthStar STEM Alliance—PI and Chair of Steering Committee: vice president for 

Equity and Diversity 
• Strive Partnership—Critical Decision Makers Group/Board of Directors: vice 

president for Equity and Diversity. President Kaler serves as co‐chair of the board 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The task force recommends President Kaler discuss with his senior leadership team how to 
handle leader representation on the internal groups on which Senior Vice President Jones 
served. 

Summary and Next Steps 
This has been an engaging and exciting review process. The task force recognizes that not 
everyone will agree with every recommendation set out here. However, members believe that 
they objectively assessed what is in the best long-term interest of the University as a whole. The 
task force has confidence in the resilience of this great University and in its exceptional 
leadership team’s ability to manage change effectively. The task force would encourage the 
organization to view this not as the last step, but as one in an era of continuous change for public 
higher education as the University strives to be more relevant, accountable, and transparent to the 
people of Minnesota.  
 
Cost savings associated with this transition are estimated to be close to $1.6 million: $1.1 million 
of recurring funds and $500,000 of non-recurring funds. The realized savings will be incorporated 
into the budget process for FY14 consistent with the President’s goal to reallocate the equivalent 
of 5% or $28 million of state appropriations.  
 
Task force members encourage President Kaler to task Vice President Pfutzenreuter with leading 
a process to establish the timeline and details for these transitions and to ensure appropriate 
resources flow with the changes. We recommend that reporting lines transition on January 1, 
2013, and appropriate resources be transferred by the end of the fiscal year.  
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Appendix A: Task Force Reporting Changes Summary 
 

 
Reporting Unit 

 

 
Realigned Report 

Chancellors  Office of the President 

Information Technology  Office of the President 

Human Resources  Office of the President 

Equity and Diversity  Office of the President 

Office of Planning and Analysis  Vice President for Budget and Finance 

Conflict Resolution  Office for Equity and Diversity 

Global Programs and Strategy Alliance  Sr. VP for Academic Affairs and Provost 

College Readiness Consortium  College of Education and Human 
Development 

Healthy Foods, Healthy Lives Institute  College of Food, Agricultural, and Natural 
Resource Sciences 

UMORE Park  Co‐leadership from the Vice President for 
University Services and the Vice President for 
Budget and Finance 

Extension  Sr. VP for Academic Affairs and Provost 

Office of Public Engagement  Sr. VP for Academic Affairs and Provost 

UROC  Public Engagement w/in the Provost’s Office 

CURA/Metro Consortium  Public Engagement w/in the Provost’s Office 

Mid‐Central Research and Outreach 
Center 

Office of the Vice President for Research  

Center for Transportation Studies  Office of the Vice President for Research 

Systemwide Research centers currently 
in the Office for Academic Affairs and 
Provost: 

• Institute on the Environment 
• Consortium on Law and Values 

in Health, Environment, and Life 
Sciences 

Office of the Vice President for Research 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