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AGENDA 

SENATE CONSULTATIVE COMMITTEE 
Thursday, October 21, 1982 
Dining Center, St. Paul Campus 

12:00 - 3:00 

Discussion with the President (letter 

Minutes of October 7 (enclosed) • 

Report of Chair (enclosed) . 

Report of Student Chair (oral) . 

Committee reports: 

a. Finance 

b. Grievance and Legal Concerns 

c. Legislative Relations 

enclosed) . 

d. University-industry relations policy development. 

6. Student employment services and other services-
efficiency of operations (refer to Student Affairs?) 
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St. Paul, Minnesota 55108 
Telephone (612)373-3226 

MINUTES 

SENATE CONSULTATIVE COMMITTEE AND 
SCC CONVERSATION WITH THE PRESIDENT 

October 21, 1982 
The Dining Center, St. Paul Campus 

12:30 - 3:05 p.m. 

APPROVED 11/4/82 

Members present: Ron Bonaguidi, Virginia Fredricks, Phyllis Freier, Barry Hogen, 
Dawn Hull, Anne Hunt, Julie Iverson, Dennis Kronebusch, Dave Lenander, Rick Linden, 
Marv Mattson, Douglas Pratt, Paul Quie, Donald Spring, Burt Sundquist, Pat Swan (Chr.), 
John Turner, Kathleen Watson. 

Guests present: President Magrath, Vice Presidents Hasselmo and Keller, Julie Bates, 
Tim Knopp (College of Forestry Faculty Council), Mary Jane Plunkett, Irwin 
Rubenstein, Donna Seese, Maureen Smith. 

1. The minutes of the October 7 SCC meeting were approved as submitted. 

2. Report of the Chair. Prof. Swan. 

a. Major focus of meeting will be discussion with central administrators 
on the Second Cycle of Planning. Prof. Swan introduced Professor Rubenstein, 
Chair of the Senate Planning Committee. 

b. Tuition. Questions have begun to arise about the consequences of 
the steep rise in tuition and the per-credit system, regarding student choices 
and decisions. Prof. Swan recommended collecting information informally and 
inquiring what systematic data collection might be usable. 

c. Student employment. There have been several complaints about system 
efficiency this fall. While the heavy workload is necessarily seasonal, the 
service also sustained cuts in its staff this year. Could the service be 
improved? 

3. Report of the Student Chair. Mr. Lenander. 

a. The Twin Cities members are naming new student representatives to 
the Board of Regents. 

b. Mr. Barry Hogen reported with praise and enthusiasm on the Siggelkow 
student leadership retreat, emphasizing the value of meeting with students from 
the several campuses and the excellent workshops. 



sec minutes and conversation 
10/21/82 
p. 2 

c-. 4. Reports from faculty members on October Regents meetings. 

Educational Policy and Long Range Planning. Professor Mattson summarized 
the presentations of Vice Presidents Keller and Hasselmo on the planning process 
and timetable. 

There was brief SCC discussion on the ongoing regential quest to determine 
exactly where the line is between policy and management, and which responsi
bilities the regents have delegated to the administration and the faculty. Since 
the planning process implies there are areas of weakness within the University, 
Regent McGuiggan has indicated he would like the Regents to see the analysis 
which indicates the weakness. 

Committee of the Whole. Professor Fredricks reported that the portion she 
attended consisted entirely of discussion on financing the hospital, a matter which 
has had good press coverage. 

5. (Remaining SCC business was carried over to the end of the meeting.) 

CONVERSATION WITH THE PRESIDENT 
(convened at 1:00 p.m.) 

Douments distributed to the SCC members in advance of the meeting were: 

- Memorandum on Planning from N. Hasselmo to C. P. Magrath (8/31/82) 
-Draft Memo on Institutional Planning from C. P. Magrath to 

vice presidents (8/30/82) 
- Draft Memo on Instructions to Guide Unit Planning, 1982-84, from 

vice presidents respectively to their unit heads (8/31/82) 
- "A Report on Planning at the University of Minnesota", submitted 

by N. Hasselmo to President Magrath (9/2/82) 
- "The International Character of the University" (10/82) 
- "The Approach to the Next Planning Cycle: Issues to Consider" (10/14/82) 

President Magrath outlined very briefly the proposal for the Second Cycle 
of University planning. While there were shortcomings in the First Cycle, he 
said, it was extraordinarily useful in developing communication, establishing 
priorities, and improving University community awareness of planning. The 
errors were in "overloading" the issues and taking on too large a universe. 
Consultation within the units varied considerably. 

In late November or early December the President will send instructions 
to the deans on the second cycle, which builds on the first. Instructions will 
ask the units what they have done regarding their established priorities. The 
focus will be on priorities and on linking priorities to resources. 

In addition, the administration wants to discuss the possibility of 
addressing several issues University-wide, while not deemphasizing any ongoing 
monitoring of the executing of the University's mission. As the planning 
memoranda indicate, the four institution-wide issues proposed are: 
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a) technology transfer to the state (in terms of the University's basic 
teaching-research-service mission); 

b) the student experience and how to improve it; 

c) the use of computation and communication technology (to avoid 
being overtaken by ballooning costs); 

d) international education: examining certain aspects, seeking ways 
to make it coherent and to improve its administration. 

Each issue would be assigned to one senior officer who would consult on it. 

In addition there are managerial questions the senior officers should 
examine to assure the best use of resources: 

a) personnel management; 

b) payroll development (improving efficiency); 

c) future funding base of the major units; 

d) how to improve use of the major SEE funds; 

e) the auxiliary enterprises (parking, hospitals, and so on). 

Several times during the meeting the vice presidents and the President 
emphasized that continuation of unit planning in the unit is the heart of the 
planning process: planning, following through on the planning, and budgeting 
for the plan. The thematic issues are interesting, but not the main focus. 

Each of the thematic issues has been chosen for study over a rather short 
period of time, such as a year after which new themes will be und~rta~en. 
Vice President Hasselmo said that it was important to establish cr~terl.a for 
the selection of other thematic issues to be addressed in successive planning 
cycles. 

Professor Swan said that in addition to the apparent choice of themes 
because they are institution-wide or deal with anticipated new conditions, another 
consideration is the readiness of the institution to deal with any particular 
issue. As an example, she cited the situation of the Institute of Agriculture, 
Forestry and Home Economics and the College of Agriculture, which are presently 
conducting searches for the two top administrators. 

Professor Spring noted that while the description of the student experience 
theme addresses itself to the Twin Cities campus, it would be salutary for the 
coordinate campuses to address it as well. The administrators expressed their 
agreement. The description arose in its present form, said Dr. Hasselmo, 
because the Twin Cities student population is essentially a commuter population. 
Vice President Keller cited the Bush Fellowships as a system-wide resource 
relating to undergraduate education. 

Professor Freier stated that while some topics can best be pursued 
system-wide, others should arise from the academic interests and priorities of 
the various departments. She placed the theme of high technology development 
and transfer in the latter category, fearing that a University focus on that 
issue would (a) distort normal research priorities in the most relevant units 
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C.., and (b) raise anxieties in or "turn-off" other departments, like Classics. 

President Magrath said he did not see the "high-tech" issue as exclusively 
one for IT. He called it a question of general University policy including some 
of the less obvious areas. For example, he reported, Dean Jeanne Lupton has 
expressed to the deans General College's intense interest in technological 
education, which GC presently offers without a lot of coordination with the rest 
of the University. Vice President Keller added that high technology has sociological 
and humanistic implications as well. Moreover, the choice of a few themes is in 
no way is meant to reflect a sense in the administration that areas not chosen 
are of lesser consequence. 

Professor Turner emphasized the nead for long-range planning. It is 
important for us as faculty to realize, he said, that financial decisions must 
be made on the basis of priorities and that the University must decide what must 
be protected. He called progress in planning one of the best things the University 
has done. The University has to get away from incremental budgets as the standard. 
Fifteen years or so after institutions have engaged in the easier exercise of across
the-board cutting, they will be of lesser quality. He said he would like to see 
University planning discussions include asking what we really want this University 
to be in twenty years. 

Professor Turner called himself thoroughly committed to international 
education and also aware of dangers. One problem he anticipates is resistance 
to interjecting an international aspect into a parochial curriculum. Moreover, 
the University must preserve its standards at all costs. Some of the foreign 
students currently here are very good; some among the poor ones create human 
problems. He warned against taking a cheap way of adding an international aspect 
by sending U.S. students overseas to do some ersatz research project. He agreed 
that international education should be part of the liberal arts objective, however. 

He also called attention to political considerations for the University's 
future. In the period of declining enrollments, the University will be the last 
to lose students, he predicted. Private colleges and the state universities 
will not like that situation. They and the legislature will ask what is unique 
about the University and will be inclined to accuse it of doing just what 
everyone else is doing. The University, he said, cannot monopolize all the 
undergraduate enrollments in the state. He recommended concentrating on undergraduate 
students who can best benefit from training with a graduate research faculty. 

Professor Rubenstein reported his views and those of the Planning Committee 
generally toward the recommended list of four themes. The Planning Committee 
asks whether there has been an extensive screening process of issues, what is 
the proper way of arriving at the choices, and why these four in particular 
were chosen. Vice Presidents Hasselmo and Keller said the list had evolved over 
the last two to three years from a long list of possibilities. 

Regarding relative importance, the Planning Committee ranked the student 
experience and the questions of computation and the role of computers paramount. 
They believe technology transfer should be driven externally, and they rank 
international education as of lower priority. 
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Central administration takes account of the directions the units have 
taken so far, so that University planning will not begin de novo, said Vice 
President Keller. The University-wide approach will consider what can be done 
in parallel with the pursuits of the academic units. It will be sensitive to 
academic planning and work in harmony with it. 

Some of the University's work cannot go on long without some of these 
special emphases, said Keller, since we are being consumed by certain costs 
which impede academic planning (telephone systems, for example). 

Vice President Hasselmo said in arriving at a list of themes, the Planning 
Council has tried to go through a fairly broad sifting process. Considerable 
preliminary exploration preceeded establishment of the Merwin Committee he 
noted (the Committee on Facilitating the Scholarly Activities of the Faculty). 
We are not setting absolute priorities for the institution, but identifying 
areas where we feel we should concentrate our staff efforts. 

Professor Swan said it will be desirable to define what it is we want to 
deal with when we talk about "high tech." Before we expect people to try to 
work on this theme it needs a lot more focus. 

Mr. Lenander pointed out that technology transfer may well be relatable 
to combating the national crisis with literacy. Also, he said, how the University 
develops this theme can have ramifications for other relationships between the 
University and parts of its environment. 

Professor Mattson noted that the subobjectives in the planning memoranda 
consist of points it is urgent to address. We need to orient ourselves to 
the matters that could overwhelm us, he said. 

Professor Sundquist asked for morearticulation of the specifics of the 
several issues, since they have different meanings and implications, many of 
which are important. From his own field of agricultural economics he is aware 
of the integrated international setting which has developed for American agri
culture over the last 20 years. 

Vice President Hasselmo said that if the proposed items are chosen, the 
staff will define them further, but that there is a question of how far to take 
planning staff work before moving to consultation. 

Professor Freier asked again that the academic directions be allowed to come 
from the individual faculty. President Magrath said he does not think creativity 
can be dampened. He said it is his anxiety that constraints will overtake the 
University to the extent that we cannot even discuss the questions intelligently. 

The President urged discussion and consultation about international education. 
If we do not elevate that issue, he said, very harmful decisions will be made. 
The rapid rise in this country to 300,000 foreign students could escalate to 
one million by the 1990's. Some colleges are engaged now in questionable 
practices to close the gap as enrollments decline. This university has willy
nilly practices regarding admission of international students into graduate and 
undergraduate programs. Professor Swan noted that we may run the danger of 
mixing our humanitarian and our scholarly concerns regarding our aspirations 
in international education. Professor Rubenstein stated that he regards outreach 
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within Minnesota over the next biennium as of higher priority than questions 
regarding attracting international students. 

Managerial issues. The President cited the payroll system as one which 
can be made more efficient. 

The administration desires an incentive system to get the best return for 
its investment in its employees. The way non-faculty personnel are assigned, 
used and rewarded should be truly effective and efficient for that end. Vice 
President Hasselmo said the administration is looking at alternatives to the 
present strict civil service system for classifying and evaluating civil service 
personnel. 

President's University Policy Agenda for 1982-83. The President outlined 
this statement, which had just been sent to SCC members. The topics listed are 
1) 1983-85 biennial request; 2) 1983-85 capital request; 3) construction of 
University hospitals; 4) planning activities; 5) adoption of collective 
bargaining agreements; 6) completion of task force reports; and 7) a list of 
the graduate school external program reviews scheduled for the current year. 
The President said he would welcome suggestions and reactions. 

President Magrath and Vice President Keller departed from the meeting at 
2:10. Vice President Hasselmo was able to stay for further discussion on the 
second cycle of planning. 

Professor Swan recalled that the Finance Committee last year was interested 
in how planning was dovetailing with budgeting. A model was developed for the 
academic units; Finance felt frustrated in its wish for better data on the 
support units. Discussions with Vice Presidents Bohen and Hasselmo indicated 
they shared the frustrations and intended to try to get better data. 

Vice President Hasselmo expressed agreement with this assessment. He said 
the University needed academic planning first to establish a framework in which 
to fit the support units. In last year's haste to cut expenses, support units 
took the brunt of retrenchment and were cut well beyond what they could stand. 
The University looks to repair the damage, he said. 

Hasselmo's staff (1) looks at ways of measuring productivity activity in 
the various student services; (2) looks at ratios--the cost per unit of activity; 
(3) relates the service to enrollment and enrollment projections. Some adminis
trators have done quite precise studies in these areas, he said. 

The University has data from the AAU on about 25 universities, for 
comparative purposes, on five subjects: civil service personnel, purchasing, 
University relations, police, and custodial service. Dr. Hasselmo believes 
these data have diagnostic value; they serve to recommend a closer look in 
the areas in which this university is not very cost-effective compared to others. 

Professor Spring asked whether the August 30, 1982 draft of President 
Magrath's letter to the Vice Presidents, on planning, is still regarded as a 
draft. Vice President Hasselmo said it is. An October 20 meeting was held on 
redrafting the sets of instructions to the units. Hasselmo said he could bring 
interim reports back to the sec for discussion; sec could help the planners 
to correct the course. 
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Vice President Hasselmo said he regards the thematic emphases as a 
separate agenda, and he ranked the planning focuses: 

1) unit planning; 

2) lateral planning between units--across vice presidential areas 
and across college lines; 

3) important issues for the University. The vice presidents are to 
involve units where appropriate. 

He said the administration wants to focus limited staff resources on three or 
four issues and make progress on them rather than nibbling at 25 or SO. 

Professor Freier suggested that a unit head would be wise enough to pick 
some goals which match up with the selected emphases. Professor Turner stated 
that the choice of themes for emphasis will not infringe on his autonomy nor 
affect his activity. Planning for the University's future is essential, he 
reiterated, and it has to be a creative process in its own right. 

of Professor Fredricks observed that the degree of confusion on the relative 
importanceAand relationship, if any, between unit planning and University-wide 

thematic emphasis which arose within the SCC which is familiar with institutional 
planning, indicates it is very likely that typical faculty members will 
misunderstand a letter introducing the Unviersity's thematic priorities. She 
urged that the plan be presented in such a way as to be clear to faculty who 
have not had the experience sec has had. 

Vice President Hasselmo suggested perhaps too much attention is being 
called to the "emphases," which he described as ways of organizing the planning 
work. 

Mr. Lenander asked whether there has been a discussion of priorities for 
the University as a whole. 

Vice President Hasselmo said the Institutional Planning Statement states 
quite general goals and a discussion of strategies to achieve those goals. In 
addition we have the statements on each college's intentions for emphasis, 
de-emphasis, reduction and elimination. 

Professor Swan urged the importance of bringing the institut~onal perspective 
to bear on certain matters. We have to make clear that for the thematic emphases 
the approach and perspective are to be institutional. We need both the unit 
planning and the overall institutional pe~spective that will guide the institution 
in years to come. If we are to do well as an institution in the next 10 to 20 
years, it is important to get on with these tasks. Ranking each task or emnha~i~ 
is less important. 

Professor Rubenstein said that to the extent that people realize that out 
of successful planning will come resource allocations, it may affect their 
internal planning. He stated his support for the project and commented that 
no one has successfully planned a University before. 
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Professor Swan said other groups, including the Planning Committee, 
perhaps should consult on this before it is firmly established. Professor 
Mattson urged an effort by SCC to make sure consultation continues at all 
levels. Vice President Hasselmo said perhaps we should ask each collegiate 
unit what has been the nature of its consultation in arriving at its revised 
unit plans. 

A list of announcements constitutes some people's definition of consultation, 
remarked Professor Swan, when what is needed is the thinking at the beginning 

stage of the planning. Professor Rubenstein said the Planning Committee is 
drafting a recommendation that elected faculty and student groups be involved 
in developing plans. 

Tuition. Professor Swan said the SCC needs to help central administration 
understand what are some of the questions to ask regarding the impact of the 
University's tuition rise and the change to per-credit tuition charges. Some 
anomalies have already been noticed, including students enrolling simultaneously 
in two institutions. 

Committee reports. 

a) Finance. Professor Sundquist announced the Finance Committee would 
meet immediately following sec and would pursue with central administration 
questions about the current status of student financial aid. 

b) Legislative Relations. Professor Pratt reported that Peter Robinson 
is requesting that the faculty-legislator contacts originally intended for the 
fall to discuss University-related concerns, be postponed until after the 
elections because the Faculty Association is so active now in screening and 
educating candidates. No SCC members raised objections to this change. 

c) University-industry policy development committee has not yet been 
appointed, Pratt said, because of the press in central administration of other 
business. He reported that Vice President Keller had said it would not be 
critical if the committee does not meet the March deadline. 

The remainder of the agenda was carried over to November 4. 

The meeting adjourned at 3:05 p.m. 

Respectfully submitted, 

Meredith Poppele, 
Executive Assistant, SCC 



tm UNIVERSITY OF MINNESOTA University Senate Consultative Committee 

164 Food Science and Nutrition 
1334 Eckles Avenue 
St. Paul, Minnesota 55108 
Telephone (612)373-3226 

Report of the Chair to the Senate Consultative Committee for October 21 meeting. 

1. My letter to the President details the agenda for our conversation with 
him. Please read thoughtfully the enclosed materials about the next planning 
cycle. We should have conversation in the following categories: 

a) Planning within units (see the letter to the President); 

b) Special themes chosen for all-University planning, their 
definition and their focus; 

c) The process (or processes) used to address those themes. 

2. Tuition rates have really gone up in the last couple of years. Per credit 
tuition creates some differences between units within the University. 
Differences have widened between our tuition and that of other institutions. 
What data are being collected to help us understand the effects of these 
decisions on student registration/enrollment decisions? What do we need? 
Who is collecting data? 

3. An irate student wrote a letter to the Daily complaining about the 
inefficiencies in the Student Employment Office. Two irate professors 
have conveyed similar complaints to me. Is this a problem? Should 
Student Affairs be asked to look at it? What information do we (collectively) 
have about it? 

PBS 
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UNIVERSITY OF MINNESOTA 

President C. Peter Magrath 
202 Morrill Hall 

Dear Peter: 

University Senate Consultative Committee 

164 Food Science and Nutrition 
1334 Eckles Avenue 
St. Paul, Minnesota 55108 
Telephone (612)373-3226 

October 14, 1982 

The Senate Consultative Committee is looking forward to 
our October 21st meeting with you. 

First, the major portion of our agenda is to be devoted to 
a discussion of the next planning cycle. Vice President Hasselmo 
has provided the Committee with some background materials for 
our discussion. We expect to address three aspects of planning, 
including planning within the units, the choosing of special 
themes for all-University planning and the processes envisioned 
for the planning efforts.- I won't detail probable conversation 
within these three aspects; however, I would like to remind you 
that the Finance Committee last winter reported to the Senate 
that Vice Presidents Bohen and Hasselmo (probably Wilderson could 
have been included) were giving special attention to problems of 
data collection, management and planning within the support services 
units. We would be interested in hearing briefly about progress 
in that area. 

Second, attached is our letter of July 7, in which we 
issued the annual call for the University policy agenda. If you 
have items regarding that (beyond those related to the next planning 
cycle) we should discuss them at this meeting. It will be our 
last opportunity before the Senate docket is due. 

Third, if there is time we would like to discuss possible 
implications for our enrollment patterns of the new per credit 
tuition rate and our higher tuition. If we don't have time to 
discuss this on October 21 we can carry it over to our November 
meeting. 

As always, we will be happy to add items you may wish to 
discuss. 

PBS:mbp 

cc: V. P. Hasselmo 

Si~qerely, 

'./ t-
.;_- . --) 
(1--

Patricia B. Swan, Chair, 
Senate Consultative Committee 



l5i1 UNIVERSITY OF MINNESOTA 

President C. Peter Magrath 
202 Morrill Hall 

Dear Peter: 

University Senate Consultative Committee 
164 Food Science and Nutrition 
1334 Eckles Avenue 
St. Paul, Minnesota 55108 
Telephone (612)373-3226 

July 7, 1982 

In accordance with the practice recommended by the University 
Senate in May of 1977 and in which you have obliged the Senate 
each fall, I am writing to request that you submit to the 
University a policy agenda calling attention to those issues 
you believe warrant especially close scrutiny in the 1982-83 
academic year. The Consultative Committee would appreciate 
the opportunity to discuss that agenda with you at our 
meeting together on October 21. The agenda will also be 
reported in the docket for the November 18 Senate meeting. 

PBS:mbp 

cc: Marilee Ward 

Sincerely, 
--; 

.~r 
Patricia B. Swan, Chair, 
Senate Consultative Committee 
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UNIVERSITY OF MINNESOTA 

To: Vice President Hasselmo 

University Senate Consultative Committee 

164 Food Science and Nutrition 
1334 Eckles Avenue 
St. Paul, Minnesota 55108 

1 Telephone (612)373-3226 

October 25, 1982 

From~ Pat Swan, Chr., Senate Consultative Committee 

Thank you for extending your time with the Senate Conuultative 
Committee last Thursday. I am glad that you were willing to 
do so because I believe the additional hour's discussion took 
the conversation to a point where we have reasonable consensus 
for moving forward in the general way in which you've outlined 
the Second Planning Cycle. Such would not have been the case 
had the conversation ended when the President left. 

Attached are some background notes for our meeting on next /1-1 · :_ 
Thursday to discuss the relationship of civil service personnel 
to Senate/Assembly committees. Thank you for arranging time . · · 
for that conversation. 

:mbp 

cc: c. Peter Magrath 



l5TI UNIVERSITY OF MINNESOTA University Senate Consultative Committee 

164 Food Science and Nutrition 
1334 Eckles Avenue 
St. Paul, Minnesota 55108 
Telephone (612)373-3226 

October 14, 1982 

To: Maureen Smith, University Relations 
Jackey Gold and Stacey Milavetz, Minnesota Daily 
Mary Jane Smetan~-f Minneapolis Star and Tribune 

From: Meredith Poppele~Executive Assistant, SCC 

Re: October 21 meetings of the Faculty Consultative Committee and the 
Senate Consultative Committee, on the St. Paul campus. 

SCC and FCC agenda enclosed. 

The Faculty CC ills asked the President to discuss with them three issues 
related to on-going planning in the colleges that may be primarily of 
interest to the faculty: 

a) Ways in which the colleges should or could be looking at 
questions of faculty work load and productivity (related 
to Associate Vice President Linck's task force on this 
subject); 

b) Policy with regard to determining whether new faculty 
appointments are on a 9-month or 12-month basis (who decides, 
how and when?) 

c) Policy with regard to the use of P/A appointments (who 
decides, how and when?). 

The full Senate Consultative Committee will be discussing with the President 
the next planning cycle, "Cycle II." They expect to address three aspects 
of planning, including planning within the units, the choosing of special 
themes for all-University planning, and the processes envisioned for the 
planning efforts. sec will ask about process in the areas of data collection, 
management and planning within the support services units. 

The SCC has asked to hear about any areas of the President's University 
Policy Agenda for 1982-83 which are in addition to items related to the 
next planning cycle. 

Finally, if time permits, the SCC would like to discuss possible implications 
for our enrollment patterns of the new per-credit tuition rate and the 
University's higher tuition. 



l5i1 UNIVERSITY OF MINNESOTA University Senate Consultative Committee 
164 Food Science and Nutrition 
1334 Eckles Avenue 
St. Paul, Minnesota 55108 
Telephone (612)373-3226 

October 14, 1982 

Memo to all SCC members from M. Poppele 

Re: Meetings for Thursday, October 21 

Faculty Consultative Committee 10:00-10:30 

FCC Conversation with President 10:30-11:30 

SCC Conversation with President 12:00-1:30 

Senate Consultative Committee 1:30-3:00 

ALL MEETINGS HELD IN THE ST. PAUL CAMPUS DINING CENTER, 
THE GRAINERY, SECTION C. 

Meeting place: A map of the building is enclosed. Enter from 
Buford Avenue, through the Student Center, which is 
adjacent to the Dining Center. Go up one flight and 
proceed to the rear of building. 

Meals: Students are welcome to use the Grainery Cafeteria and 
report their names to the checker just as they do at the 
Campus Club on meeting days. The sec meeting with the 
President should begin promptly at 12:00 noon, so plan 
to eat before that time. Faculty will break for lunch at 
about 11:30. 

Parking: A map of the campus is enclosed. Lot Sl03, circled, 
will have spaces held available for sec members' cars. 
Minneapolis contracts will be honored. Other cars will 
be charged at the hourly rate. A cheaper lot is SlOl, 
at the corner of Commonwealth and Cleveland, marked with 
a check. It may have a few spaces available on a Thursday 
morning. 
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[5;11 UNIVERSITY OF MINNESOTA 

August 31' 1982 

MfNORANDUM 

TO: C. Peter Magrath, President 

Office of the Vice President 
for Administration and Planning 
200 Morrill Hall 
100 Church Street S.E. 
Minneapolis, Minnesota 55455 

FRCM: Nils Hasselrno, Vice President, Administration and Planning 

SUBJEcr: Planning 

The purpose of this communication is twofold: 

o To report on the first cycle of institutional planning, 1979-82. 

o To propose an approach to the second cycle of'planning, 1982-84. 

~ The fgllowing documents are included in this packet: 

' 

o. A report on planning at the University of Minnesota. 

In this report I have provided a brief historical overview of the planning 
effort, a description of the organization of planning as it has evolved 
over the last several years, my assessment of the first cycle of planning, 
and my proposal for the second cycle of planning. It is my hope that this 
report may be used to infonn the University comrrn.mity about the planning 
effort, perhaps after some further revision. 

o A set of documents which would be used to launch the second cycle of 
planning. 

This packet consists of the following items: 

-- Draft of a letter from the President to the Vice Presidents outlining 
the approach to the second cycle of planning including areas of 
emphasis, expected product's, preliminary schedules, and assi~nts. 

A set of appendices to accompany the President's letter to the Vice 
Presidents (and to be used in carrying out the second cycle of 
planning): 

oo a schedule for institutional planning, 1982-84; 
oo descriptions of three possible areas of programmatic emphasis; 
oo samples of letters that might be used in communicating with 

the major planning units. 



C. Peter Magrath 
Page Two 

' August 31' 1982 

' 

Let me now turn to a brief assessment of the first cycle of planning and a pro
posal for the second cycle. 

I. CYCLE ONE OF PLANNING 

Four major steps were taken during the first cycle of planning: 

o A basic planning process was established based on a new conceptual framework 
but building on established processes; important products of this process 
were the revised mission statement, the institutional planning statement, 
unit plans, a program priori ties statement/planning me100randa, and a data 
reference. 

o Important steps were taken towards the identification of academic program 
priorities; important decisions concerning the elimination, reduction, and 
reorganization of programs are summarized in the Academic Program Priorities 
Statement. 

0 Important steps were taken to~~rds the establishment of financial constraints 
on planning and towards the creation of resource flexibility; although the 
assumptions on which our original target setting was based changed drastically 
during the cycle, at least the basic methodology was developed for relating 
resources to certain assumptions and certain types of projections (especially 
enrollment projections) • · 

o · The first cycle of planning made it clear that resource decisions will be 
guided by planning decisions; both the retrenchments of 1981-82 and the 
biennial request for 1983-85 were based on planning decisions • 

. Certain problems also arose during cycle one. Some of those problems were antici
pated~ and simply part of the design of the first cycle; others had to do with the 
state's financial situation and were not anticipated. The following seemed to be 
the major problems:· · 

o The first cycle of planning suffered from an overload of issues; since the 
first cycle was intended as a broad sweep through the institution, this 
problem was simply a part of the general approach. The fact that we were 
not able to handle the entire range of issues identified in that sweep 
suggests, however, that the second cycle of planning should be focused on 
a more limited agenda. 

o The nature and quality of the planning effort varied considerably from unit 
to unit; the reason for the variation was clearly the different decision
inaking traditions that exist in different units. Units that lagged behind 
in the first cycle must clearly be brought along in the second cycle. 

0 The interaction among major planning units was limited in the first cycle;· 
this was due primarily to the fact that the agenda did not emerge until 
relatively late in the process; even so, task forces to deal with issues 
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that cut across several units could be established and are now at work. In 
the second cycle, "lateral planning" should be built into the process on the 
bas~~- of issues identified beforehand. ---

o The confidence in, and the commitment to, the planning process varied among 
the participants; the reasons range from a general resistance to centraliza
tion in the institution to general resistance to a new approach. In the 
second cycle, confidence and commitment must be built by demonstrating that 
the process addresses important issues and produces important results. 

o Consultation did not always take place; this was due to differing consultative 
traditions in different units and to time pressure. Consultation should be 
built into cycle two in a systematic fashion. --- -

o Changing economic conditions hampered planning; obviously, the state's 
financial crisis had a profound impact on the first cycle of planning since 
it changed the assumptions on which the process was built and necessitated 
relatively hasty decisions. 

II. CYCLE TI\0 OF PLANNING 

In order to move planning forward, I think that the next cycle should be based on 
the follO\ving considerations: 

o Cycle two of planning should build on cycle one; the continuity of the effor~ 
should be made clear by relying to the greatest extent possible on revision 
of existing plans and planning memoranda rather than on extensive rewriting. 

o Th~ main thrust of cycle two should be to continue the development of pro
gram priori ties, both in academic and support units, and, __ o;_ course, to -
carry out and monitor the planning decisions that were made in the first 
cycle; it will be especially important to have units refine the steps that 
will lead to program change within specified resource limits. 

o The planning decisions of cycle two should be based on well-defined financial 
constraints; this means that certain targets must be set for the institution 
as a whole as well as for individual units, taking into consideration both 
the. adequacy of their current funding and expected work load and qualitative 
developments. 

o Cycle two should focus on a limited number of issues; focusing would make it 
possible to concentrate the analytical and decision-making capabilities of 
the institution during a particular period; it would also make "lateral 
planning" easier since appropriate mechanisms for interaction among units 
could easily be established if the planning agenda were to some extent known 

0 

beforehand. · 

Specific assignments of responsibilities must be made; it will be especially 
important to establish clear channels for the flow of instructions and plans 
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and questions and answers from the President to the Vice Presidents to deans/ 
directors. · 

I will now comment briefly on some especially important points in the proposed 
approach to cycle two. 

Areas of Emphasis 

The primary agenda of cycle two should be the continued development of program
matic priorities, the plotting of budgetary "paths" for major tmits on the basis 
of resource targets, and the creation of budgetary flexibility. 

In addition, however, I propose that two types of issues be identified as areas 
of emphasis during the second cycle of planning. 

o Areas of emphasis that would involve central administration as well as 
several of the major planning tmits. 

Three issues stand out as prime candidates: 

Development and transfer of high technology; ? · '···: •\: ,r,t, 

The student experience; 
Use of computation and communication.technology. 

Y1 c' I i c 

More detailed descriptions of these issues are included in the packet of 
materials. ~~proposal is that you should assign responsibility for each 
of these issues to a senior officer in consultation with the Budget Execu
tive. The responsible officer would see to it that the appropriate 
analytical work would be tmdertaken and would organize the staff work and 
involve the various planning tmits as desirable~ 

o Issues that would be handled by central administration. 

Personnel management; ) · · · ·i • · 

The future funding base of major program tmi ts; · 
Opporttmi ties for improving the use of SEE ftmds and our use of 
auxiliary enterprises. 

These issues are more managerial in nature. ~ proposal is that you should 
ask the Budget Executive to assign responsibility for each of these issues 
to a senior officer who would organize the work necessary to consider these 
issues and prepare a set of recommendations to the Budget Executive and you •. 

The degree to which these areas of emphasis would actually be emphasized remains 
. to be determined. On the one hand, I see potential benefits deriving from 

:: publicity concerning some of the substantive areas that the University is empha
sizing in this cycle of planning. On the other hand, such publicity can easily· 
lead to conflict and mistmderstandings. In any event, I believe that some form 
of agenda-setting for each cycle of planning is a very important consideration. 
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Resource Targets 

I recommend that high and low targets for planning be set for as many planning 
units as possible. If such targets cannot be issued when the planning cycle is 
launched in October (as I hope), they should be provided as soon as the Budget 
Executive has had an opportunity to consider the funding possibilities' for the 
next several years. Ideally, the· targets should be set for 1987; however, it 
may well be that we will have to be satisfied with a shorter horizon and perhaps 
with two or three different percentage levels of change rather than more fine
ttmed targets. 

Consideration of the Approach to eycie Two 

I propose that the following steps be take~ to prepare the approach to the next 
cycle of planning: 

Time 

Early September 

· Mid-September 

Late September 

Mid-October 

~1id -October 

Late October 

. 

Activity 

President discusses approach with Vice 
Presidents 

President discusses approach with SCC and 
deans/directors 

President decides on approach after retreat 
with Vice Presidents · 

Presentation of approach to Regents (EPLP?) 

President issues basic instructions· for the 
second cycle of planning; the President might 
arrange meetings with administrators, faculty, 
and students to describe the approach; 
selected publicity might be arranged 

MOre detailed instructions are issued to the 
major planning tmits by the Vice Presidents 

The later phases of the planning cycle may look as follows: 

Time 

April 1983 

May 1983 

Late May 1983 

Activity 

Revised tmit plans submitted 

Vice Presidents review revised unit plans and 
draft planning memoranda with the Budget 
Executive 

Draft planning memoranda issued to major units 
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Time 

Early Fall 1983 

November 1983 

December 1983 

February 1984 

Summer 1984 

Activity 

Planning and budgeting conferences held with 
major units as needed 

Final planning memoranda presented to the 
Budget Executive and the President 

Final planning memoranda distributed to major 
plannin¥ units 

Two-year budget plan (1984/85 and 1985/86) 
proposed by Budget Executive on the basis of 
planning decisions 

Biennial request for 1985-87 proposed by 
Budget Executiv~ on the basis of planning 
decisions 

*** 
I hope that this letter and the attached materials can provide a basis for a 
discussion of the next planning cycle.. I will be looking forward to hearing from 
you concerning the next step to be taken. 

tla 

attachments 

cc: University Vice Presidents 
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Office of the President 
202 Morrill Hall 
100 Church Street S.E. 
Minneapolis, Minnesota 55455 

August 30, 1982 

TO: Vice President Frederick ~f. Bohen 
Vice President Lyle A. French 
Vice President Nils Hasselmo 
Vice ·President Stanley B. Kegler 
Vice President Kenneth H. Keller 

. Vice President Frank B. Wilderson 

FROM: C. Peter ~1agrath, President 

SUBJECT: Institutional Planning 

During the last three years we have carried out extensive institutional 
planning. These efforts have been complicated by severe fisca~ conditions 
that c~uld not be foreseen. Nevertheless, our planning was a critical ingre
dient in our decisions regarding the programmatic adjustments we have started 
and the related budget reductions. Our planning efforts were ·also important 
in establishing improved communications regarding aspirations and priorities 
within the University. We now need to take what we have learned from our 
initial efforts and continue to improve our institutional planning in another 
round of planning. · 

bur initial planning activities constituted a broad sweep of issues and encour
aged significant initiative on the part of major planning tmits. Our next 
round of planning can, as a result, be more focused, more directed, and simpler. 

One primary focus must be to implement the major programmatic decisions that 
have already been made. This includes completing the work of the academic 
program task forces (viz. , Composition and Rhetoric, Academic CotmSeling for 
Returning Students and Nontraditional Learners, Social Work and Social Develop
ment, and Remedial Programs) and ensuring the effectiveness of the Outreach 
Council. ----- - ·---- ·· · . 

Secondly, economic conditions at the state and federal levels suggest a 
continued softness in our governmental financial support. As a consequence, 
we must strive to obtain more flexibility in the commitment of our resources. 
Such flexibility should allow us to respond better to rapid unanticipated 
adjustments in our funding. 

Further, the number of new initiatives or improvements we emphasize must be 
limited and will likely have to be supported by reallocation of resource's away 
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. . 
from our current programs. The Institutional Planning Statement (draft 
attached) indicates the major areas, old and new, that I believe deserve· 
special emphasis. · 

By taking advantage of what we have already accomplished, the mechanics of 
another rot.md of planning can be streamlined. I envision, for example, a· 
simple addendum process for those unit plaris that do not warran~ major . 
revision. Also, individual vice presidents will be directly involved in 
communications to their major planning units on behalf of central administra-
tion, thus reducing duplication of meetings and documentation. Further, I 
want to make use of the Budget Executive te formulate institutional recom
mendations regarding planning. This will include responses to the major 
tmi ts, institutional actioris in the programmatic areas of emphasis, and 
addressing managerial areas identified for review at this time. Using the 
Budget Executive in this way will help integrate and simplify our decision 
making~ especially with regard to the necessary staff support. I assume 
that Vice Presidents Kegler and Wilderson will participate fully in the 
development of planning recommendations with the Budget Executive. 

Specifically, I envision the following responsibilities for you in support 
of institutional planning: 

1) Develop1ng instructions to your major planning units (see attached 
list), telling them how to update their plans and presenting the resulting 
updated plans to the Budget Executive. This presentation shoUld include a 

·. draft of an updated planning memorandum for each unit, reflecting the 
central administration's views regarding the unit's plan. 

2) Some of you will have a coordinating and leadership role in seeing to it 
that a particular area of current emphasis is properly addressed within this 
round of planning. In this capacity, you should enSure that consideration 
is given to an area of emphasis in the revision of relevant unit plans and 
planning memoranda; you should also organize necessary analytical work and 
formulate action alternatives for consideration by the Budget Executive. 

In the remainder of this memorandum I will describe briefly: 

1) my general view of the products, schedule, and responsibilities 
related to the next round of institutional planning; 

2) programmatic areas of emphasi_s for the next round of pl~g; 

3) managerial issues of current emphasis to be addressed by the 
Budget Execu~ive. 
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I. NF.xT ROOND OF PLANNING: . PRODUCI'S, SCHEDULES, AND RESPONSIBILITIES . . 
Products -- The major products of the next rotmd of planning can be developed 
by making ge!1erally modest revisions to existing documents. One factor that 
must be accounted for is the extension of the planning horizon to 1987 and 
beyond. I envision the following updated documents resulting from the· next 
rotmd of planning: · · 

o Institutional Planning Statement -- my statement of assumptions regarding 
conditions affecting the University, ~reas of emphasis for future accom
plishment, and my agenda of major issues that will receive the attention 
of the central administration. 

o Unit Plans -- a statement of assumptions, goals, objectives, and prior
ities for each of the approximately 40 major planning units. 

o Planning Memoranda -- the central administration's position statements on 
the plans of major tmits. These statements would include: 

Program Summary -- a stmllllary of the progr~tic directions of the 
planning unit. 

-· Fiscal Summary -- a brief description of the fiscal ·implications of 
programmatic and activity level decisions for the planning tmit • 

Facilities Summary -- a summary of the status of facilities and the 
institutional priority of major projects related to the planning 
tmit. 

In addition, institutional summaries of programs, fiscal implications -and/or 
·facilities status would be developed as needed. 

Schedule -- . The timing of the major products and activities for the next rotmd 
of institutional planning would be: 

Date 

Fall '82 

* 
Early Spring '83 

Product/Activity 

Distribution of Institutional Planning 
Statement and instructions on the next 
rotmd of planning. This will include designa
tion of institutional issues and the assign
ment of Vice Presidents to lead on specific 
issues. 

* 
Unit plans submitted. 

*During late Fall '82 the 1983/84 budget plan must be prepared. 
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Date 

Spring '83 

Fall '83 

** 

Product/Activity 

Central administration and units interact 
on plans. 

Unit plans are completed and Planning 
Memoranda are issued. · 

** 

A detailed set of milestones following this general schedule is attached. 

Responsibilities -- My view regarding major responsibilities in the next round 
of planning is as follows: 

Individual/Group 

President 

· Budget Executive 

Vice Presidents 

Vice Presidents 
(as appropriate) 

Vice President 
(Administration & Planning) 

Responsibility 

Develop Institutional Planning Statement, 
sketch out the process, assign major 
responsibilities. 

Assist. the President by developing neces
sary guidelines to the Vice.Presidents 
regarding issues to be addressed and fiscal 
and other constraints to be imposed and by 
formulating recommendations on planning 
decisions to the President. 

Develop instructions to units under their 
direction, present unit plans to the 
Budget Executive including drafting the 
unit planning memoranda, and present 
comments to the Budget Executive on any 
assigned institutional·issue(s). 

Obtain information, review plans and pro
posals, conduct analyses, and present 
recommendations to the Budget Executive 
regarding assigned area(s) of emphasis. 

Develop institutionwide documentation, . 
supervise staff integration, monitor sched
ules and performance of responsibilities. 

II. AREAS OF EMPHASIS AND ASSIGNMENTS 

As in previous versions, my Institutional Planning Statement (attached) 
identifies asstmtptions I am making about the conditions the University will 
face in the future. In the areas of technology and social conditions, my 

**In late Fall '83/early Winter '84 the two-year budget plan for 1984-85 and 
1985-86 must be prepared. 
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assumptions are relatively unchanged. We continue to expect rapid development 
in areas of bioengineering, computation and cOliUlR.D'l.ications, BJad energy.·· We 
also continue to expect changes in our student body to include stronger 
career orientation, more older students, and more part-time students. The 
major changes in assumptions relate to economic and political conditions. As 
a result of continuing state and federal economic problems, we will have a 
difficult time maintaining our financial support. Further, higher education 
will have to face very strong competition in laying claim to the ftmds that 
will be available. Finally, we can expect political pressure to take actions 
that are designed to support the'programs of other public higher education 
institutions in the state. 

In line· with these assumptions, the first priority of our planning efforts 
must be to carry out, centrally and at the tmit level, programmatic and 
budgetary decisions that have already been made. An important step has 
already been taken in that the biennial request for 1983-85 is based on the 
priorities established in the first rotmd of planning. 

~~ HO\vever, given our fiscal prospects, new directions tmdertaken by the Univer
.~ sity will likely have to be supported by our 9wn reallocation of funds. Our 

aspirations should thus be limited. Still there are. areas of development 
within the University that we nrust seek to promote if we are to stay a vital 
leading institution of higher education. Each of these topics is described 
more f~lly in my Institutional Planning Statement and in the attached state
ments concerning areas of emphasis. In order to ensure that these areas are 
addressed in the next rotmd of planning, I am asking the Budget Executive to 
assign responsibility for them. The three suggested areas of emphasis are: 

1) Development and Transfer of High Technology; 

2) The Student Experience; 

3) Use of Computation and Communication Technology. 

As I mentioned earlier, the responsible officer should ensure that a partic
ular area of emphasis is considered in the revision of tmit plans and planning 
memoranda and should organize necessary analytical work and present action 
alternatives for consideration by the Budget Executive. 

I also believe our next rotmd of planning should focus on three areas of a 
more managerial nature. The specific areas I have in mind are: 

1) personnel management; 

2) the future ftmding base of major program tmits; 

3) opportunities for improving the use of SEE ftmds and our use of 
auxiliary enterprises. 

Each of these areas is also described more fully in. my Institutional Planning 
Statement. In these areas, I am likewise asking the Budget Executive to see 
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that major reviews are conducted and that appropriate recommendations are 
forwarded to me. As with the programmatic areas of emphasis, I believe that 
it would be useful for the Budget Executive to assign responsibility for each 
area to a responsible officer. By virtue of such assignments, I expect each 
responsible officer to obtain information, review plans, analyze issues, 
outline alternatives, and make recommendations to.the Budget Executive.· 

III. FISCAL NEEDS AND TARGETS 

It is important to give units our best judgment regarding the range of resources 
that they may expect in the future. As I noted above, our overall fiscal 
prospects are not good. We want to stress the importance of continuing to 
understand what would be an appropriate level of funding for each unit using 
'"ork _load measures., peer comparisons, and anq.lysis of trends over time-. -Each 

'-imi t should be asked to continue considering thfs--issue. Complementing· that 
t)~e of information is an assessment of the overall fiscal environment of the 
University. Our overall judgments are reflected in the attached list of 
target funding ranges· for each major planning unit. Part of the change for 

l each unit reflects expected changes in work load and part is a consequence of 
. necessary reallocation. · 

Beyond being realistic in our resource expectations, it is also essential that 
we build flexibility into our resource commitments so that we a~e able to 
respond better to fiscal contingencies. ·consequently, each major planning 
unit must program its use of resources so that 10 percent of its personnel 
resources and 20 percent of its SEE resources are flexible. This does not 
mean that we can maintain all our programs if these resources are lost but 
rather that we have planned in advance for the ways in which we can minimize 
the damage associated with such unanticipated reductions. Further, we recognize 
that maintaining this flexibility may be somewhat le·ss efficient than alterna
tive commitments of our resources. It is nonetheless prudent to try to create 
this degree of flexibility at this time. 

While planning is always time constnning, I am convinced that we need to 
continue to discipline ourselves both to anticipate major issues for the 
University's future and to communicate our thinking throughout the University 
and among our constituents. It is to this end that I have outlined to you my 
approach to the next cycle of planning. 

CPM 

tla 

enclosures: Major Milestones, 1982-84 Cycle of Institutional Planning 
Description of Areas of Emphasis 
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Date 

10/15/82 

10/29/82 

12/15/82 

4/15/83 .. 

5/15/83 

9/15/83 

11/15/83 

12/15/83 

2/15/84 

' 

MAJOR MILESTONES 

INSfiTIITIONAL PlANNING 

1982-84 CYCLE 

·. 
Major Milestones (Activity Initiated or Completed) 

o Institutional Planning St~tement and instructions to the 
vice presidents distributed. 

o Instructions to major units distributed 

o 1983-84 Budget Plan completed 

o Fiscal targets distributed to major units 

o Revised Unit Plans and draft Planning Memoranda submitted to 
the Budget Executive 

o Review of major areas of emphasis with the Budget Executive 

o Draft Planning ~1ernoranda issued to major units 

o Unit conferences (planning and budgeting) initiated 

o Final Planning Memoranda presented to the Budget Executive 

o Final Planning ~rnoranda distributed to units 

o Two-year Budget Plan (1984/85 and 1985/86) proposed by 
Budget Executive 



HIGH TECHNOLOGY DEVELOPMENT AND TRANSFER 

' OBJECTIVE: 

' 

To improve substantially the.development of the state's economy· in areas related 
to high technology. 

Subobjective 1: To promote instruction and basic research in areas that generally 
tmderlie the development and use of tedmology. 

Subobjective 2: To seek financial and other support for the aggressive development 
of the technologies that would improve the state's economy. . 

Subob£ective 3: To assist government and industry in improving the economy by 
provi ing an attractive environment for technology development programs. 

Subobjective 4: · To provide an environment that .. ~'I:!EP!?!:t.s. ~ntr.epr_en_eurship in the 
development of economic activity based on high technology. 

DISCUSSION/RATIONALE/RELATION TO INSITIUriONAL GOALS 

By virtue of its mission, quality, size, location, integrity, and history, the 
University is in a unique position to aid the development of the ~linnesota economy 
through its teaching, research, and service programs in the general area of 
technology. Many segments of the University are very involved in the development 
and transfer of technology (e.g., agriculture, forestry, physical sciences, health 
sciences, engineering, and management). These areas of the University have a long 
standjpg. reput.ation for responding to the needs of the Minnesota economy. However; 
the University could provide more aggressive leadership within the state for a 
concerted effo~o improve the economy of the state through the development and 
transfer of technology. At a time when we are all concerned about the fiscal 

support that we can expect from the state, it is especially appropriate to consider 
what we can do to improve the future economy of the state. This. is fully con
sistent ~~th our long-term view that the University is a wise investment for the 
citizens of Mannesota. · 

We can generally see how the research programs of the faculty can be related to 
technology development. In addition, the University could promote the transfer of. 
technology to the economy. Part of the transfer is instructional both to the general 
public and to specific clientele. The Agricultural Extension Service is a good 
example in one area of this role. Another aspect may involve creating an environ
ment that attracts certain technology development projects into a symbiotic 
relationship with the University. Still another aspect may be the provision of 
facilities and services that are necessary to support entrepreneurship in the area 
of high technology. 

POTENTIAL ACTIONS 

Among the actions at the institutional level that.are intended to meet the above 
objectives are: 

0 Giving pr.iorityto.major tmit proposals that address technology development 
and transfer. Reallocation ftmds and new legislative requests would follow 
this priority. Examples of programs on an iristi tutionaro-asis are improved 
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laboratory equipment, additional SEE ftmds, and better instructional com
puting. Prominent examples on a tmit level are f'.1NTECH and. f'.1EIS. . 

. Establishment o~ ~&~2~-~that reports to ~7 Development Council with the 
sp~c1a! ~arge to propose development act1v1ty related to support of pro
grruns addressing technology.transfer and development. 

Preparing a feasibility study regarding the establishment of a center to 
encourage 1) the attracting of special short-term development projects to 
the University and 2) support for the entrepreneur in the high technology 
area in the form of facilities and support services. 
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STIJDENT EXPERIENCE 

OBJECTIVE: 

To more effec~ively meet the intellectual, social, and physical needs of the 
University's students on the Twin Cities campus and to provide an intellectually 
stimulating climate that is conducive to learning. _ 

Subobjective 1: To ensure the improvement of courses of study especially at the 
undergraduate level. · · 

Subobjective 2: To provide for faculty development that enhances undergraduate 
instruction. 

Subobjective 3: To improve the physical facilities that contribute to a better 
environment for learning at the University. 

Subob~ective 4: To improve the services provided by the University that support 
learn1ng. ·These include the library, computer, social, and administrative services 
provided to students. 

DISCUSSION/RATIONALE/RELATION TO INSTITIJTIONAL GOALS 

Because of our rapid growth and resultant size, the ambience of the Twin Cities 
campus as a place for learning has suffered. Th~ per~9~~1 a~tention and supportive 
environment found on the coordinate campuses must now be duplicated on the Twin · 
~ities ~us.· ~cause the University will continue to serve as the state's 
largest pOrt of entry for those seeking a college education, it is essential that 
we continually review and improve the educational climate, particularly for 
undergraduates. The University is and will continue to be one of the largest 
higher education institutions in the world. Yet within this size we can establish 
a highly personal environment which responds to our rich diversity of undergraduates 
and will increasingly encompass all ages, races, nationalities, and etlmic back-

,_grounds. _one significant asp__ect of the University that is somewhat new. and deserving 
of special attention is theShighlighting of an international perspective)throughout 
the learning environments. \~eri foCtised to address students that should properly be 
served by the 1\.;in Cities campus, the improvement of the learning environment is 

'directly supportive of the University's intention to be responsive to the needs of· 
the citizens of the state. 

POTEl'I"TIAL ACTIONS 

Among the actions at the institutional level that are intended to meet the above 
objectives are: 

. . 
o Giving priority to major unit proposals that address improving the student 

experience. Reallocation funds and new legislative requests would foll~w 
this priority. 

0 Support for universitywide programs aimed at improving undergraduate educa-. 
tion, specifically the Bush Foundation sabbatical program and the Northwest Area 
Foundation program for "active learning." 
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Conducting a comprehensive study of the alternatives for improving the 
physical facilities on the Twin Cities campus related to the student· 
learning environment. Recommendations for the enactment of appropriate 
alternatives should be included. 

Supporting the Senate Consultative Coffirnittee's study 6£ teacher evaluations. 

Conducting a comprehensive study of alternatives and present~ ~e~da
tions for improving institutional services to students, e.g.,( library, I 

computing, social, and administrative services. ~ 

. - ' .j· 
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COMPUTATION AND <D1MUNICATION TECHNOLOGY 

OBJECTIVE: 

To assure or~erly consideration and reasoned adoption of the changes that. new 
information processing and communication technology make possiole. This applies 
to teaching methods and content as well as administrative services and functions. 

Subobjective 1: Disseminate information on new technologies broadly within the 
University and develop an integrated approach to the purchase of information 
processing systems. · 

Subobjective 2: Encourage the implementation of cost-savin~d;-aR_t~~i-ons,_ particularly 
in the adlTiiriistrative areas' and improvemen..ts in quality at constant co~t-~' As part 
of this, establish a loan fund that supports systems development that can be paid 
through operating cost reductions. 

Subobjective 3: Organize the administration of the University's computation and 
communication activities to ensure both initiative and integration in the conduct 
of these activities. 

Subobjective 4: Develop an institutional posture with respect to the implementation 
of new computation and communication technologies in various segments of the Univer
sity, i.e., instruction, research, and administration. As part of this posture, set 
forth guidelines regarding the University's fiscal commitment to the use of these 
new technologies • .. 
DISCUSSION/RATIONALE/RELATION TO INSTITUTIONAL GOALS 

There can be little doubt that the techno.logy in the areas of computation and com
munication is changing rapidly. ~~L_.the J.Jnl, versi ty is by its nature in the 
information·business and thus could be affected dramatically by the changes in 

-reaiii616gy;:_ . It will be important, therefore, to revieliT the organization and use of 
-1nifversity computing, including the centralized systems available through the 

University Computer Center and the Administrative Data Processing Center as well as 
decentralized use of computers elsewhere in the institution. _§~cces_s~.d.a.Itt_q,tion 
~o t;}1e .changes in technology are neces_s_ary b()t}l_ :for the University to be responsive 
!Q__:l~? __ c::onst1 tue]1ts arid to remain a leadiilg university. · 

POSSIBLE ACTIONS 

Among the actions at the institutional level that are intended to meet the above 
objectives are: 

o Giving priority to major unit proposals that suggest appropriate use of the 
new technologies in computation and communications. Reallocation funds and 
new legislative requests would follow this priority. 

o Establish a loan fund to support systems development that can be paid through 
cost savings. 

0 
-· 

,Complete the review·of the University's goals and strategies in the use of 
new computation and communication technologies and choose appropriate goals, 
organization, and fiscal strategies for guiding the University's actions 
in this area. 
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UNIVERSITY OF MINNESOTA Office ot the Vice President 

October 15, 1982 

for Administration and Planning 
200 Morrill Hall 
100 Church Street S.E. 

j Minneapolis, Minnesota 55455 

TO: Members of the Senate Consultative Comnittee 

FROM: Nils Hasselro N-IH.. 
SUBJECT: Discussion of the Next Cycle of Planning 

A packet of materials which will be used in o~r forthcoming discussion 
of the next cycle of planning has already been distributed by your 
chair, Professor Swan. I enclose two additional i terns which I hope 
will be helpful in the discussion. One is a statement concerning ''The 
International Character of the University" as a possible planning 
emphasis. The other is a list of issues that we may wish to consider 
in discussing proposed unit planning and the selection of emphases 
for the next cycle. · 

I'll be looking forward to our discussion on October 21. If you have 
any questions about the materials, please call me at 373-4911. 

pw 

cc: C. Peter Magrath 
University Vice Presidents 

Encl. 



' 

' 

' 

'IHE INTERNATIONAL CHARACTER OF THE UNIVERSITY 

OBJECTIVE: 
To enhance the international character of the University's programs of 
teaching, research, and service. 

Subobjective 1: To promote specific projects, involving curricular development, 
faculty development, and student exchange, which improve the international char
acter of the University. 

Subobjective 2: To improve the administrative structure related to-international 
education and physically consolidate major units concerned with international 
studies, international student advising, and international programs. 

Subobj~ctive 3: To introduce policies and incentives that support activities 
related to international and cross-cultural study. 

Subobjective 4: To develop approp~iate funding Sl~port for activities that con
tribute to the improvement of the international character of the University. 

RATIONALE: 
The objective relates directly to an institutional goal as stated in the 
University's Mission and Policy Statement, which says that the University 
" ••• in the broadest sense is an institution of worldwide responsibility, 
scope and impact .•• " (Adopted by the Board of Regents, 11 July 1980). 
~~e objective is supported by public statements and writings of President 

Magrath, and the need to achieve the objective is documented in many recently 
published reports: 1) on the sorry state of international knowledge, 
awareness and understanding among U.S. college students, and 2) on serious 
global problems facing us. The creation of knowledge and training of students 
~1eed3 increasingly to be internationCil in scope. 

POSSIBLE STEPS: 
The steps are divided into two groups: 1) those that can be taken imme
diately, or readily agreed on and implemented; these generally do not 
require new flli~ds; and 2) those requiring further analysis prior to implementa
tion. 

1.) Steps to be implemented during the planning cycle (1983-85). 

o Collegiate units are asked to reallocate, from within their budgets, 
funds to be channeled to those departments (or groups of faculty) that 
develop the best projects to internationalize their curricula through 
such means as course development, faculty training, faculty and 
student exchange. . 

0 Collegiate·units are asked to develop policies regarding hiring, 
granting of tenure, promotion, and salary increases which take account 
of international experience and contributions, consistent with 
collegiate and departmental missions. 

2.) Aspects requiring further analysis or consultation prior to implementation. 

o Steps should be taken to relocate in the same building major units 
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relating to international studies, international student advising, and 
international programs. . 

A special effort should be made to provide greater support, visibility, 
and permanence to international student exchange programs. The key 
to success is staffing, and that requires reallocation of funds or 
requests for funding. Staffing is particularly crucial in support of 
the promising International Student Exchange Program (ISEP) which, 
using a ''banked tuition" arrangement (which includes subsistence costs) 
provides students opportunities for international educational exper
iences in over 75 universities overseas, including a number in 
developing countries. It also brings international students to this 
country from the overseas universities which participate in ISEP. 

The possibility of providing regular (0100) funding for the staff of 
the Studies in International Development project within the Office 
of International Programs should be explored. The project promotes 
faculty research in developing countries, student internships, and 
development studies seminars and minors. 

The possibility of increasing funding to support the Small Grants 
Research Program and the Development Grant Program in the Office of 
International Programs should be explored. 

A policy on faculty release time for development of language competence 
or other international or intercultural competencies should be explored. 

Consideration should be given to the establishment of a foreign language 
proficiency requirement in selected units of the University. 
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The Approach to the Next Planning Cycle: 

Issues to Consider 

I. Unit Plans 

Revision/development of unit plans 

Consider: 

10/14/82 

Refinement of program priorities, including identification of new 
candidates for elimination/reduction/reorganization and expansion, 
and reevaluation of previous decisions in light of new information/ 
broader consultation/revised budget targets. 

Implementation and tracking of program priorities in budgetary terms. 

Identification of priorities in development efforts, including purely 
departmental/collegiate projects as well as projects that would 
require central support. 

Evaluation/measurement of work load/productivity, including efforts 
to refine existing measures of faculty/staff effort. 

-~~ Participation/consultation in development of plans. 

Central review of unit plans 

Consider: 

Appropriateness of institutional p·.cogram priori ties and fiscal targets 
in light of revised unit plans, and questions raised by units. 

Adherence of unit plans to institutional programmatic priorities and 
fiscal targets. 

Congruence of programmatic and fiscal decisions, of rhetoric and 
budget, at the central and unit level. 

II. Areas of Emphasis 

What ·does ernphasi~ rilean7 

Commitment of time, effort, and staff by central officers in order to 
deal with issues emphasized. 

Expectation that funds will be made available for selected targeted 
purposes -- although detailed planning will be required before specific 
corrrrni t;·nents can be made. 

Exploration/analysis of problem area. 
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Planning for implementation of decisions already made. 

Capitalizing on things already being done in fragmented way. 

Single-cycle focus -- although extension should be possible. 

Criteria for selection of emphases 

Programmatic priority (cf. criteria for setting programmatic program 
priorities). 

Breadth of impact. 

Likelihood of significant contribution. 

Opportunity. 

Changing conditions. 

Perceived problems. 

Mechanism for implementation 

Central officer given special assignment; assembles central staff. 

Consultation with appropriate governance agencies at critical stages 
·- in pursuit of emphasis, including final decisions. 

Participation by appropriate units; revision of unit plans if 
necessary in light of development of emphasis. 

Assessment of progress at end of cycle; consideration of whether to 
continue emphasis in next cycle. 



August 31, 1982 

DRAFT 
TO: (The Unit Head) 

FRGi: (Vice President ____ .....~) 

SUBJEcr: Instructions to Guide Unit Planning 1982-84 

The 1982-84 cycle of planning is a continuation of the process that was developed 
over the last three years. The purpose of this cycle is to refine our institu
tional and unit goals, objectives, and priorities, and to implement decisions 
already made. 

Timetable for updating Unit Plan 

The timetable for the next cycle of planning is directed towards having, in 
completed form, institutional and unit planning statements ready in the late 
fall of 1983--a year from now--so that they can provide the context for the 
resource allocation decisions for the 1985-87 biennium which must be made in 
1984. This means that 1983 will be a planning year and 1984 a resource alloca
tion year, involving the preparation of the 1984-85 ·budget as well as the 
1985-87 biennial and capital requests. 

Program·Priorities and Areas of Emphasis 

We reaffirm the major institutional goals which provided the framework for the 
last cycle of planning. These goals related to our role in teaching, research, 
and service and reinforced the commitment which we have to the maintenance of 
high-quality programs and services. The President has suggested three areas of 
emphasis which you should consider as you update and review your pl~. These 
areas include high technology development and transfer; the student experience; 
and the application of computation and communication technology to the University. 
The President has separately identified several administrative issues which will 
be pursued during the next year. On his behalf, the Budget Executive will be 
organizing a review of personnel management, the funding base of major units, the 
use of supplies expense and equipment funds and our auxiliary enterprises. 

Resourc~ Targets to Guide Planning 

As we all know, probably the most significant factor that influenced planning in 
the last cycle was the state's severe· fiscal. crisis. Consequently, we are all too 
alvare of the pervasive role that resource constraints must play as a backgrotmd to 
planning. Please review the budget target assigned to you in the President's 
memorandum. As you will note, it is based on a combination of budget adjustment 
due to work-load changes in your unit and retrenchment anq reallocation. Further, 
please consider how you can address the resource guidelines suggested by the Presi
dent whereby ten percent of your personnel and twenty percent of your SEE resources 
should be flexible. 
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(Unit Head) 
Page 1Wo 
August 31' 1982 

Documents to be Prepared During 1982-83 

The basic documents to be prepared are similar to those used in the first cycle 
of planning--a revised tmit plan and a planning memorandum. In addition to your 
plan, we are asking you to provide, on the attached form, a brief summary of the 
plan. 

·. 
The revised tmit plan should be submitted. by February 15, 1983. Following my 
review of your plan, and after we have discussed it, I will prepare a planning 
memorandum which will document the central administration's tmderstanding 
of the program priorities, resources, and capital developments that will guide 
the planning for your unit. 

Revision of Plans 

Please U5e the President's letter and his institutional planning statement as a 
basic guide to the revision of your plan. In addition, I enclose specific com
ments indicating my views of your plan and program priorities; resources which 
are likely to be available; and facilities developments probable for your unit. 

The major sections suggested for your plan are: a progress report and appraisal 
of your· planning in cycle one; assumptions which guide your planning;· and major 
program priorities stated in the form of goals and objectives. Your goals should. 
be stated within the framework of resources indicated by your budget t~rget. 

tla 

enclosures: Form for Vice Presidential Guidance on Unit Plans 
Sununary of Unit Plan 
Table of Fiscal Targets 
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UNIT ---------------------------------------------
DA'IE ____ _ 

VICE PRESIDENTIAL GUIDANCE FOR UNIT PLANS 

Your Plan and Program Priorities 

Resources 

Facilities and Capital Developments 

Views on Your unit and Special Areas of Emphasis 

Other Comments 
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TO BE RE1URNED Willi REVISED PLAN 2/15/83 

Stmnnary of Unit Plan 

UNIT: DA1E: ----------------------------------------- -----------------
Enrollments (FYE) 

Office University 
Estimates 

Your Comments on These 

1982 

Major Programmatic Priorities 

Resource Implications of Unit Plan 

1983 1984 1985 1986 1987 

Planning Target. in Constant Dollars for Your unit for 1987 in relation to: 

1982 "base +/- % ----- 1982 base $ --------
1983-85 biennium 1985-87 biennium 

Funding (Change in relation to 
1982 base) 1982 1983-84 1984-85 1985-86 1986-87 

State 

Other 

TOTAL 

Faculty/Staff Changes 

Facilities Implications 

(. Other 
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FUNDING TARGETS FOR UNIVERSIIT OF MINNESJI'A 
PLANNING UNITS 1985-87 

(Constant Dollars) 

Percent Change in Relation to 1982-83 Base 

Unit 

Agriculture 
Biological Sciences 
Dentistry 
Education 
Forestry 
General College 
Home Economics 
Humphrey Institute 
Law 

Liberal Arts 

Budget 
Adjustment 
Due to Work 
Load 01ariges 

~~dical·School (Twin Cities) 
Nursing 
Pharmacy 

Public Health 
Management 
Technology 
Veterinary ~iedicine 
UMD Business & Economics 
UMD Education 
lJ.ID Fine Arts 

UMD Letters & Science 
UMD ~iedicine 

m.m Social Development 
M:lrris 
Crookston 
Waseca 

Budget Adjustment 
Due to Need for 
Retrenchment/ 
ReallocatJ.on 

Budget 
Adjustment 



. .. ,... 

' 
FUNDrnG TARGETS FOR UNIVERSITY OF MINNESOTA 

PLANNING UNITS 1985-87 
(Constant Dolla!s) 

Percent Change in Relation to 1982~83 Base· 

Unit 

Ag Experiment 

Ag Extension 

. Continui.Ilg Education 

Computer. Services 

Graduate School 

Hospitals 

Libraries 

Summer Session 

Budget 
Ad jus-trent 
Due to Work 
Load Changes 

Budget Adjustment 
Due to Need for 
RetrenChriient/ 
Reallocation 

Budget 
Adjustment 

. ' UC/CED 
Academic Affairs 

Administration & Planning 

Finance 

Health Sciences 

Student Affairs 

Institutional Relations 
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Submitted to President C. Peter Magrath 

September 2, 1982 

Nils Hasselmo 
Vice President, Administration and Planning 
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INTRODUCTION 

The purpose of this report Is to describe the planning process at 

the University of Minnesota. This process has been developed over a 

period of several years and has been designed to deal with the envl-

ronment that the University Is likely to encounter In the 1980s. 

Section provides a brief historical overview and Section I I some 

comments on the envIronment of the 1980s and Its spec I a I demands. 

The planning process Itself can hardly be characterized as entirely 

"new" as far as Its main thrust and Its major mechanisms are con-

cerned. Its purpose Is to explain the conditions that the University 

Is likely to face a few years In the future and tq prepare the Insti

tution to meet these conditions In the best way possible; such actlvl-. 
• 

tle·s are well-established In many parts of the University. Similarly, 

the planning effort does not create new decision-making and consulta-

tlve mechanisms; It Is I Inked to existing structures. Its analyses 

draw heavily on exlsltlng sources of data and on existing programmatic 

reviews. The planning process does, however, Introduce a new concep-

tual framework and a higher degree of Integration of activities than 

In the recent past. It Is based on the production of a set of plan-

nJng documents: a mission statement, a presidential planning state-

ment, Including an analysis of the planning environment and a discus-

slon of Institutional goals and priorities, unit plans, planning 

memoranda from centeral administration to the units, and an Integrated 

data reference. It I nvo I ves a process of academIc program prIor I ty 
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setting and a process of financial analysis and target setting. The 

planning process Itself and Its outcomes are subject to evaluation. 

The conceptual framework Is described In Section I I I, while Section IV· 

provides an evaluation of the first cycle of planning and proposes a 

set of guidelines for the next cycle. 

In preparing this report, have received assistance from Carl R. 

Adams, David J. Berg, Colleen T. Davidson, Richard B. Heydlnger, 

Cherie R. Perlmutter, and Ann M. Pflaum; earl fer versions had the 

benefit of discussion In the University's Planning Council. want to 

acknowledge my Indebtedness to alI parties Involved as wei I as my 

Inability to do justice to alI their views. 

2 
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I. THE UNIVERSITY'S APPROACH TO PLANNING AND DECISION MAKING, 1975 
TO THE PRESENT 

An Integrated planning and decision making framewo~k for the· 

University of Minnesota has been under development for a number of 

years. One of the first steps in Its development came in 1975 when 

the President initiated the preparation of a mlssl6n statement for the 

University. The purpose of this statement was to define the funda

mental alms of the Institution and to outl lne the organization that 

had been established to attain them. The first mission statement was 

formally approved by the Board of Regents In 1975, and a revised 

statement was approved In 1980. 

A second Important step was also taken In 1975 when the President 

appointed a Planning Council and charged It with the responslbll tty 

for;-_ -d~veloplng a- comprehensive planning process for the University. 

The Council Included representatives of the six vice presidential and 

the four provosts' offices, three deans, the chairs of some major 

University Senate committees,~ officio representatives from admlnls-

tratlve units especially concerned with planning, four faculty members 

and two students. After reviewing both theoretical planning models 

and the planning efforts of some comparable Institutions, the Planning 

Council Initiated the first cycle of unlversltywlde planning In 1979. 

The planning process that was chosen Involves alI the units of the 

University and touches alI major components of the Institution's 

dec Is 1 on-makIng eye I e. 

The approach to planning that has emerged Involves five steps. 

Each of the steps Identified Is applicable to some extent at several 

3 
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levels within the University, viz., for the Institution as a whole, 

for major col leglate and support units within the Institution, and for 

departments. The steps are as follows: 

- Gathering and analysis of Information concerning the present 

and future environment of the University or unit. 

- Setting of goals; tn broader terms what the University or unit 

will try to accomplish. 

- Establ lshment of obJectives and priorities; steps that the 

University or unit Intends to take by a specified time In order to 

move towards the achievement of stated goals. 

- Assignment of resources to carry out stated obJectives. 

- Assessment of the extent to which goals or obJectives have 

been achieved and the efficiency of resource utilization. 

The planning process Is also characterized by the following 

Important features: 

It views planning as primarily a line function, as an aspect 

of the decision making of line officers, rather than an enter

prise separate from regular decision making. 

It views planning, not as an attempt to predict the future, 

but as a continuous process of making day-to-day decisions In 

the light of their Impact on the future. 

It uses an extensive data base but Is not driven by any one 

set of data or analyses. 

4 
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It separates the elements of a planning cycle Into many dis

crete tasks rather than attempting to provide one "master 

plan" for the entire Institution. 

This approach fits wei I with the decentralized, participatory tradi

tion of the University of Minnesota. It Is In basic respe_cts quite 

pragmatic: wherever possible, the planning process Is I Inked to 

existing structures and processes and draws on existing sources of 

data and programmatic analysis. It allows for the exploration and 

definition of Institutional goals, priorities, and assumptions. It Is 

applicable to academic units as wei I as service units. 

Underlying the University's approach to planning Is a bel lef In 

the Importance of pub I lc discussion of major programmatic choices, 

both Inside and.outslde the University. The University Is o~e of the 

maJor· resources of th l s state; the state has made a substantl a I In

vestment In Its University and has received a substantial return on 

Its Investment. The planning process Is Intended to assist the Uni

versity In stating Its case at a time when crucial decisions have to 

be made. The outcomes of the process are likely to be better, both In 

terms of contents and effectiveness, If the University's choices can 

be considered In the context of the choices confronting the entire 

state .and with broad participation by Its various constituencies. 

The development of the approach can be described as evolutionary. 

It does not anticipate an elaborate, and fragile, system that once put 

In place cannot be changed without jeopardizing the results; rather, 

the system Is built piece by piece In such a way that at each step it 

5 
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Is possible to benefit from the experience gained at the previous 

step. Thus, as wll I be suggested below, Cycle Two of planning should 

draw on the Insights gained from Cycle One and should supplement 

rather than repeat the previous cycle. The pragmatic and evolutionary 

nature of the pI ann I ng effort seems to have stood the UnIversIty In 

good stead. Certainly, a less robust approach would not have 

withstood the recent shocks of repeated retrenchments. 

II. THE UNIVERSITY'S PLANNING ENVIRONMENT IN THE 1980s 

The definition of the planning environment of the 1980s hinges on 

the answers to three very obvIous and very comp I ex questIons. What 

changes are taking place In the environment In which the University Is 

operatIng? What w I I I be the Impact of these changes on the Un I ver-

slty? What should be the University's response? A few hints. 

What changes are taking place? 

Technology: a continuing shift away from baste Industries towards 

high technology; rapid development In such areas as bioengineering, 

computation and communication, energy. 

Economic and political conditions: continuing state and federal 

budget prob I ems; some efforts to shIft res pons I b II ty from hIgher to 

lower levels of government, and from the public to the private sector; 

Increasing competition for available dol Iars; Increasing turnover 

among politicians; demand for centralized governance structures to set 

(and Implement) priorities In higher education. 

Social and demographic conditions: fewer persons In the strata of 

the age pyramid traditionally considered college-age; new careers and 

6 
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more career switching; new recreational opportunities and demands; 

continuing demand for fu1 I participation In society by women and 

minorities; greater dependence on worldwide conditions. 

What wll I be the Impact on the University of these changes? 

Overall: a smaller but more diverse, career-oriented, older, and 

part-time student body; less funds from more diverse sources; a con

stant need to restate the University's case; new demands for priority 

setting and coordination with other segments of higher education. 

Instruction: demand for basic communication skll Is <English, 

foreign languages, computer languages, communication technology), 

basic quantitative ski I Is (math, statistics, computer appl lcatlons), 

and cultural/scientific awareness; demand for p~ofesslonal training 

(technology, computer science, management); demand for new learning 

contexts and Instructional modes. 

Research: explosive developments In certain fields; new forms of 

Interaction with public and private organizations; Increasing competi-

tion for top scholars In certain fields; Increasing pressure to dlf·

ferent I ate among segments of the facu I ty on the bas Is of market- V/ 

ability outside higher education. 

Service: new demand and opportunity for transfer of knowledge 

and skills to broad spectrum of the population. 

What shou I d be the Un Ivers lty's response? The short answer Is 

that the University must create a situation that makes programmatic 

change possible In an environment of I lmlted resources. In the 1960s, 

programmatic changes usually consisted of adding programs to what 

7 
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already existed In order to meet new needs. This course of action 

wtl I not be possible In the 1980s. While continuing to pursue alI 

potential sources of funding very aggressively, the University must 

set careful programmatic priorities and ensure that funds are assigned 

accordingly. Mechanisms must be maintained for review and decision 

making and for the creation of resource flexibility. 

The long answer Is, of course, the entire outcome of the Unfver

s f ty's pI ann I ng effort. 

Setting Academic Program Priorities 

In the first cycle of planning, academic programs have been 

reviewed on the basis of col legfate plans and the following set of 

criteria establ fshed In consultation with the Senate Consultative 

Committee: 

"Quality- Particularly In academic programs, It Is difficult, as 

a practical matter, to build qual fty In a conscious and del 1-

berate way. Where It occurs, It Is often the result of the happy 

combination of opportunity, good luck, and foresight. Thus once 

a University has achieved a high level of qual fty In a program, 

It should make every effort to preserve It; and wh~re an obvious 

opportunity exists to make a substantial Improvement In quality 

with a realistic Investment of resources, It should be taken." 

"Connectedness - This somewhat awkward word refers to the extent 

to which the programs of a department or col lege serve other 

departments and co I I ages. Where thIs connectedness f s h f gh, It 

Is unrealistic to consider extensive reductions In Its activities 

8 
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un I ess a I ternat lve arrangements can be made to provIde for the 

Instructional or support activities." 

"Integration- The University's particular commitment to teach

Ing, research, and service suggests that those programs that 

Integrate alI of those activities well are especial Jy appropriate 

and Important. In large part, this Is because the University Is 

committed to and responsible for both the generation and trans

mission of knowledge, and those activities are best stimulated 

and provided for In an atmosphere In which Individual faculty and 

programs are comm ltted to both." 

"Uniqueness- It Is certainly true that the University's land

grant mission suggests that where we have~ unique and useful 

program, we should have a strong commitment to maintain lt. 

'- However, In making this determination, It Is also Important to 

consider whether the program Is appropriate to the University's 

role and strengths, and whether It could or should be offered 

elsewhere." 

"Demand - Demand Is obviously an Important factor, but we must be 

careful not to Interpret It too narrowly. That Is, we must avoid 

considering demand to be measured only by the number of students 

s.eeklng admission to regular, ful 1-tlme undergraduate or graduate 

programs. Part-time students and outreach audiences must also be 

considered In assessing demand and, from another point of view, 

the needs of employers for Individuals trained In certain disci

plines constitute a form of demand. Moreover, the demand for the 

9 
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other "products" of the Un Ivers tty, such as Its research contr t

buttons to the solution of pressing economic and social problems 

and Its contribution to the quality of I tfe are equally val td 

t ssues to be cons I dared In assess t ng th t s factor." 

"Cost-effect tveness - Wh~ther In an era of growth or contrac

tion, our aspirations are always limited by the resources avail

able. Thus we must continually examine our programs to see If 

there are less costly ways to offer the same program or more 

efficient ways to accomplish the same ends. Yet cost alone must 

not govern our dec t s Ions, for the ef feet t veness of the program 

must also be weighed. When taken together, cost and effective

ness provide one Important measure of whether we are putting our 

funds to best use." 

Because of the retrenchments of 1981-82, special attention was 

given to the Identification of programs that should be el lmtnated, 

reduced, or reorganized. The most Important task of the next cycle of 

pI ann t ng w t I I be to ref t ne the academ t c program pr tort tt es, pay t ng 

greater attention to program development, and to ensure that resource 

dec t s tons are t ndeed made t n accordance w tth these pr t or.t tr es. 

AI location of Resources 

In addition to programmatic prtortttes, a number of resource 

allocation questions have received attention within our planning 

effort. 

The first of these questions Is that of Internal equity: Is a 

particular unit appropriately funded In comparison with Its peers In 
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other Institutions and other units within the University? Extensive 

com par I sons have been used to estab I r sh "approprIate" budgets tak 1 ng 

Into consideration both the quality of units as they now exist and the 

potential for quality Improvements In the future. 

The second question Is that of realistic expectations: What 

funding levels are within real Istre I lmlts for the Institution as a 

whole and for the Individual unfts by the mfd-1980s? In deal fng wfth 

thfs question, It fs Important to provfde some room for fnstftutfonal 

aspirations while at the same time keeping the Institution's financial 

feet on the ground. A "high target" has been set for each unit to 

alI ow some room for program development; a "I ow target" has been added 

to prepare for a possibly Jess affluent future •. Since the targets 

have been made partly dependent on projected enrollment declines, even . 
the- "h.lgh targets" I le below the current funding level for many units. 

The third question Is that of budgetary flexibility: How can the 

Institution retain some leeway for programmatic development, and sud-

den retrenchments, while faced with a general decllne In resources? 

The answer Is obviously that a certain proportion of the budget must 

be freed up. In discussions with the units a margin of flexibility of 

about 10 percent of the budget has been he I d up as a des I red goa I In 

the next two to four years. About ha If of thIs f I ex I b I I r ty wou I d be 

created In order to make possible programmatic changes within the unit 

Itself; the remaining half would be available for reallocation. 

Finally, In addition to "appropriate budgets," "budget targets," 

and "margIns of f I ex r b r I r ty," the dIscussIons of f I sea I constraInts 
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have de a It w t th the quest ton of "paths": How Is a unIt to reach the 

budget target set for the mtd-1980s? The "paths" may vary greatly 

among units, since they will depend on such factors as the occurrence 

of vacancies, be they from retirement, resignation or termination, the 

need to allow students enrolled 1-n a particular program time to com

pI ete a degree, and changes In enro I I ment. As pI ann I ng progresses, 

these "paths" w r I I be charted w t th I ncreas t ng prec t s I on. 

To respond to these questions, the University needs to develop 

two kinds of financial planning, strategic fiscal planning and contin

gency planning. Strategic fiscal planning concentrates on the Untver

s tty's I t ke I y resources over a pert od of sever a I years. The process 

results In a strategic fiscal plan that serves a baste purpose. It 

provides an assessment of economic conditions related to the Univer

sity's Investment alternatives, tuttton pol Icy, prices for the sale <>f 

goods and services, and Incentives for developing sponsored research 

and service support. This assessment ts used to support decisions 

about planning and about the acqutsttton and assignment of resources. 

Contingency planning clearly must build on the results of normal 

planning. However, faced with sudden retrenchment, It _may be neces

sary to Inform each VIce President of the magnitude of the cuts that 

must be made In the units reporting to htm. In such a situation, the 

VIce Presidents are responsible for alI consultation and documentation 

required to make the specific decisions affecting the units assigned 

to their offices. In addition, or alternatively, the Institution may 

be able to accelerate certain program reductions and delay program 
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additions that were already scheduled to take place. (It would be 

very undesirable to make sudden programmatic decisions under the 

pressure of a budget cut.) In order to achieve the acceleration, 

early retirement, phased retirement, or separation pay arrangements 

may be used as Inducements to faculty and staff. If It becomes neces-

sary to declare financial exigency, certain extraordinary measures may 

be possible, although the legal status of the concept of financial 

exigency Is far from clear. In making programmatlcal ly-based cuts, It 

may also be necessary In a crisis to consider the extent to which a 

particular decision would lead to Immediate economies, Including 

economies In physical plant and/or services. 

Given the problems associated with sudden programmatic changes, 

It seems clear that contingency planning must concentrate on the 
. . 

cre·atlon of flexible resources. In this connection, the "margins of 

flexlb~llty" that we are trying to create In various units assu~e 

major Importance. These flexible resources can minimize the program

matic damage that Is done by a retrenchment, not to mention the damage 

In terms of personal careers and lives caused by Involuntary termlna-

tlons, while stll I being put to good short-term use. Finally, contin

gency planning can Identify assets that might be sold or various kinds 

of financing arrangements that may be possible as temporary measures. 

In one form or another, all of these posslbll ltles are being 

explored within the planning effort. let us now turn to the organiza

tion of this effort as It has emerged over the past several years. 

The outl lne wll I place planning In the broader context of lnstltu-
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tlonal decision making. 

II I. DESCRIPTION OF PLANNING AND DECISION MAKING FRAMEWORK 

In order to show how planning operates, we will deal briefly with 

the following aspects of the decision making process at the 

University: 

- Four major components of Institutional decision making. 

- The assignment of responsibilities. 

-The flow of planning and budgeting activities during a 

biennium. 

The guiding principle underlying the decision-making framework 

that Is described Is that of the Integration of different types of 

decision making. This Integration Is accomplI shed by relating the 

purposes of dIfferent processes to each other, by ensurIng that the 

products of one process are appropriate to and used In other pro~ 

cesses, by assigning the responsibility for Initiation, recommenda

tion, and final decision making to specific groups of participants, by 

makIng over I app i ng and inter I ock I ng staff assIgnments, and by sched

uling events appropriately. 

The Qomponents of Institutional Decision Making 

Four major components of Institutional decision making are shown 

In Figure 1 (at the end of the paper): planning, resource acquisi

tion, resource assignment, and evaluation. 

E!~!!!!l!!a 

Planning deals with a choice of goals, objectives, and general 

priorities. It also addresses assumptions about the technological, 
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economic, social, and pol ltlcal conditions Inside and outside the 

University. An assessment of the performance of the Institution may 

also serve as a basis for planning. 

The planning process produces an Institutional planning state-
- l ( ,( .;-, t' 7 

ment, which contains an analysis of both environmental factors and the 

directions In which the Institution Intends to move, and a strategic 

fiscal plan, which describes anticipated resources over five to seven 

years and sets guidelines for specific resource acquisition andre-

source assignment decisions. As part of the planning effort, each 

major unit In the University produces a unit plan which Is matched by 

a unit planning memorandum that Incorporates the response of central 

administration to the unit plan. 

8~§2~C£~-~£9~!§!!!2~ 

-- Re~ource acquisition deals with the decision to seek specific 

resources from specific potential sources of Institutional support. 

Resource acquisition ts a part of planning that ,focuses on obtaining 

resources for programmatic needs. The resource acquisition process 

starts out with an assessment of potential sources of funding such as: 

tuttton and fees, current appropriations requests, capital requests, 

Investments, federal funds, private and foundation funds, and sale of 

goods.and services. This assessment focuses on two to three years and 

results In a current appropriations request to the state, a capital 

request to the state, and a document that we can refer to broadly as a 

"development plan." This plan would Include consideration of how 

other public and private sources of support would be developed. 
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B~~QYC£~-~~~Da~m~n! 

Resource assIgnment de a Is wIth the decIsIon to make resources 

available to units tn support of their operations. At this point, 

control of the resources Is passed to the unit receiving the assign

ment. Resource ass f gnment refers both to the transfer of f f nanc fa I 

resources and to the assignment of facfl ttfes and personnel. Resource 

assignment fs based on, for example, the Interpretation of unit plans 

fn terms of specific needs, assessment of effectiveness and efficiency 

through program reviews, requests from units, and formulate distribu

tions of tuition Income. The process of resource assignment results tn 

a two-year budget (which comprises the second year of one Jegtslattve 

biennium and the first year of the next), an annual budget, and, from 

ttme to time, temporary funding. 

g~~lY~!lQD 

Evaluation ts the assessment of the efficiency of goal attainment 

and the effectiveness of operations. It .occurs at both fnstftuttonal 

and unit levels. Institutional evaluation typically assesses progress 

toward goals such as those stated In the University's mission state

ment and the tnstttuttonal planning statement. Unit evaluation also 

exists within the University; ft Includes both academic and non

academIc un t ts. The graduate program rev t ew s w f th the t r use of t n

ternal and external reviews are an example of untt reviews. 

Since evaluation with Its function of measuring and gutdtng fs a 

critical element In the decision processes of an Institution, it Is 

Important that the Unfversfty ensure that the evaluation processes are 
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Integrated and credible. An Inventory of existing assessments Is 

being refined. It will-Include Internal evaluations as well as 

evaluations or accreditations by outside organizations. 

Assignment of Responslbllltles 

In Figure 2 Cat the end of the paper) the major participants In 

the various decision-making processes are Identified. The ultimate 

decision-making power, of course, rests with the President and the 

Board of Regents, except that within various units a line officer, for 

example, a vice president with line responsibilities, makes many final 

decisions. In the framework that Is out! I ned here, the President 

serves as the chief planning officer of the University. The Budget 

Executive, which currently consists of the VIce Presidents for Aca

demic Affairs, Health Sciences, Finance and Operations, and Admlnls

tratlon.and Planning, serves as the agent that pulls together recom

mendations and spells out _options for the President's consideration. 

Within each process, one of the vice presidents Is responsible for 

Initiating action: In planning the task falls to the VIce President 

for Administration and Planning, In resource acquisition to the VIce 

Pres I dent for FInance and Operatl ons, In resource assIgnment to the 

VIce President for Academic Affairs Cln hls capacity as chair of the 

Budget ExecutIve), and In eva I uat ron to the sever a I v r ce pres I dents. 

Under resource acqulsltlon the VIce President of Institutional Rela

tions Is assigned responslbl lty for the final preparation of the 

current appropriations request and the capital request to the state. 

Under resource assignment, the VIce President for Finance and Opera-
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tlons Is assigned responsibility for the final preparation of the two

year budget and the annual budget. 

Each of the four major processes In Institutional decision

making, planning, resource acquisition, resource assignment, and 

evaluation needs to be served by staff representing appropriate vice 

presidential offices as well as by the Office of Management Planning 

and Information Services and the Budget Office. The task for this 

staff Inc I udes, for examp I e, the preparatl on of schedu I es, agendas, 

and the carrying out of major program analyses. Specific tasks, such 

as data gathering and certain types of specific analysis, are assigned 

to Individual staff members as needs arise. For each of the three 

major Institutional decision-making processes, the Initiating vice 

president and the VIce President for Administration and Planning serve 

as staff coordinators for the particular process. 

The Planning Council, which Includes central and collegiate ad

ministrators and faculty/student representatives from the Senate Plan

ning Committee and the Senate Finance Committee, assists the President 

and the vice presidents In the development of the decision-making 

processes and makes recommendations concerning the Issues to be ad

dressed In planning. Planning decisions are reviewed at various 

stages with the Senate Planning Committee and the Senate Consultative 

Committee. Similarly, decisions regarding resource acquisition and 

resource assignment are discussed with the Senate Finance Committee 

and the Senate Consultative Committee. 
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The Planning and Budgeting Cycle 

Figure 3 Cat the end of the paper) shows a biennium divided Into 

a planning year and a budgeting year. This biennium consists of the 

second year of one legislative biennium and the first year of the 

next. This arrangement reflects the need for decision making with a 

capability to anticipate the action that takes place In the legisla

ture and to respond to the actual decisions that come out of the 

legislature. 

!~!-E!~~~!~a-Y!~r 

The sequence of events during the planning year Is as follows. 

First, the general directions In which the Institution wishes to move 

are spelled out In the Institutional Planning Statement. As we pro

gress through new cycles of planning, It Is expected that the original 

statement wii I be refined and revised at the beginning of each cycle. 

It will also be supplemented by a Strategic Fiscal Plan. The units 

update their plans In light of the directions set In the Institutional 

Planning Statement and the specific Institutional agenda that Is set 

for a particular planning cycle. Planning conferences are then held 

wIth the unIts and In It I a I pI ann I ng memoranda are Issued. Projects 

approved for further development of specific current and capital 

request proposals are Identified and proposal development Is Ini

tiated. After the units have revised their plans In I Ight of qttes

tions and positions stated In the Initial planning memoranda, each 

I Ine vice president holds conferences where specific Issues are ad

dressed. (These conferences actually occur during the fal I of the 
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budgeting year.) Final planning memoranda are then Issued and a 

report cal led the Program Priorities Summary Is given to the Board of 

Regents and other appropriate University bodies. The final planning 

memoranda are the products of the planning year and serve as the 

starting point for the decision making that takes place during the 

budgetIng year. 

In!_§~~s!!lns_Y!~r 

As a first step during the budgeting year, budgeting principles 

are spelled out and discussed with the Board of Regents and other 

appropriate bodies. The principles outline the approach to be used In 

Implementing the programmatic changes that have been Identified In the 

f Ina I pI ann I ng memoranda. BudgetIng conferences, whIch may be com

bined with the final planning conferences, are then held with the 

units In the University and a two-year budget plan, based on the 

planning memoranda and the resource guidelines described In the Stra

tegic Fiscal Plan, Is prepared and reviewed with the Regents and with 

appropriate bodies In the University. Units for which Items will be 

Included In the biennial request work with the VIce President for 

Institutional Relations In the preparation of request documents. The 

final biennial request Is presented to the Regents and other appro

priate bodies In the Institution. 

E•ecuttve and legislative hearings then follow according to the 

schedu I e set by state government. By that tIme, the I nstt tutt on Is 

already Into the planning year of the next planning/budgeting 

biennium. 
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IV. OVERVIEW OF PLANNING CYCLES 

Cycle One. 1979-82 

The results of the first cycle of planning can be summarized as 

follows: 

- A basic planning process has been establ lshed, based on a 

new conceptual framework but building on established processes. The 

first cycle has produced such Important products as: 

Revised Mission Statement- The Mission Statement adopted by 

the Board of Regents In 1975 has undergone a major revision; 

the new statement was approved by the Board In July of 1980. 

Institutional Planning Statement- The President has Issued 

an Institutional Planning Statement whlc~ provides an analy

sis of the conditions that the University Is likely to 

con front In the 1980s and a statement of goa Is and prIor I

ties for the Institution. 

Unit Plans -The forty major planning units In the Univer

sity have developed plans for the next three to five years. 

The plans state goals, objectives, and priorities for the 

units and consider means of achieving the stated objectives. 

Program Priorities Statement/Planning Memoranda- In re

sponse to unit plans and planning sessions with deans and 

directors, central administration has prepared an academic 

program priorities statement and planning memoranda for the 

Individual units. These documents focus on programs to be 

eliminated, reduced, or reorganized during the next three to 
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five years. They also raise Issues that wtl I need to be 

addressed In the future. 

Data Reference - An Integrated data reference has been pre

pared by Management Planning and Information Services. 

Important steps have been taken towards the Identifica

tion of academic program prtortttes. 

The prtortttes are summarized In an Academic Program Priori

ties Statement and In col leglate planning memoranda. A special set of 

Issues having to do with the facilitation of the scholarly activities 

of the faculty has been referred to a joint administration/Senate 

committee which Is expected to submit Its final report In 1983. (A 

pre I I m I nary report was Issued In the sprIng of 1982.) Severa I task 

forces have been established to address Important programmatic Issues. 

One of these task forces has addressed Institutional Issues related to 

the development of new computation, communication, and Information 

technologies and their expected Impact on the University. Others have 

been establ tshed to deal with specific "lateral pl"anntng" Issues, that 

ts, Issues Involving two or more major units In the Institution. The 

topics addressed Include composition and rhetoric, academic counseling 

for returnIng students and non-trad ttl on a I I earners, soc I a I work and 

social development, and remedial programs. 

Important steps have been taken towards the establishment 

of financial constraints on planning and towards the creation of 

resource flextbl I tty. 

A major effort has been devoted to efforts to determine the 
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relative adequacy of unit budgets through a comparison with peers 

represented In the data exchange of the Association of American Uni

versities. A methodology has been developed for setting high and low 

budget targets, based on alternative resource projections, the rela

tive adequacy of current budgets, and projected enrol Jments. New 

pol lcles have been developed for creating resource flexlbll lty, viz., 

policies on separation pay and early or phased retirement. 

Important steps have been taken towards the creation and 

use of an Integrated data base. 

The Integrated data base prepared by Management Planning and 

Information Services was used extensively In reviews of unit plans. 

Interaction with deans occasional Jy revealed that .different data were 

used by central administration and the colleges, and Jed to efforts to 

establIsh agreement on sources and principles of presentation. A 

special effort Is underway to refine workload data. A very prelimin

ary attempt was made to compare sponsored research funding for 

selected units at Minnesota with that of counterparts In other AAU 

Institutions. 

- The first cycle of planning has made It clear that 

resource decisions wll I be guided by planning decisions. 

Specifically, the retrenchments of 1981-82, the budget for 

1982-83, and the biennial request for 1983-85 have been based on 

Information provided through the first cycle of planning. 

- The first cycle of planning has proved that the planning 

process, and Its documents, can serve as an Important means of com-
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muntcatton tnstde the University, and occasionally with outside con

stituencies. 

The circulation of drafts of the Institutional Planning 

Statement ted to extensive debate of tnstttuttonal priorities wtthtn 

the governance system as wet I as tn the various colleges. Untt plans 

and pI ann I ng memoranda have served the same purpose t n many un t ts. 

Several Important discussions with the Board of Regents were based on 

the Academic Program Priorities Statement; to a minor extent thts 

statement also served as a basts for contact with constituencies 

outside the University. 

As could be expected, some problems have arisen during Cycle One. 

Most of those problems can be attributed to the fact that this was the 

first cycle; some were caused by the state's financial situation: 

- The first cycle of planning suffered from an overload of 

Issues. 

It was one of the purposes of the first cycle to Identify a 

broad range of Issues. Such a range has been I de.ntl f I ed, but It has 

obviously been Impossible to deal with at I the Issues that affect the 

various units of the Institution. The lesson to be learned Is that 

future planning cycles should be focused on a more I lmlted set of 

Issues, and speclflcat lyon Issues that carry broader Institutional 

lmpl lcatlons. 

- The nature and quality of the planning effort varied 

considerably from unit to unit. 

Some units have a wet I establ lshed tradition of planning and 
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have been able to produce plans which In the next cycle probably wll 1 

require only some updating. In other units, planning Is a new ven

ture, and the first cycle has only produced what might be charac

terized as drafts of plans. Considerable progress has, however, been 

made, and the Important step of Identifying planning Issues has been 

taken In most Instances. 

- The Interaction among maJor planning units was limited In 

the f lrst cycle. 

This Interaction Is what has become known as "lateral plan

ning," that Is, Joint planning by two or more collegiate and/or sup

port units on specific Issues. Cycle One produced a useful mechanism 

for such planning, the Inter-collegiate task for~e. "Lateral plan

ning" should be built Into the next cycle of plannlng·as early as 

pos·slble, on the basis of a specific agenda of "lateral" Issues and 

specified mechanisms for addressing them. Since the planning In some 

of the support services Is, and should be, strongly Influenced by 

academIc pI ann I ng, It w I I I be Important In future eye I es to try t:o 

ensure that academic priorities are stated In such a way that they can 'V' 

provide guidance for support unit planning. 

- The confidence In and the commitment to the planning 

process varied among the participants. 

A decentralization of the academic enterprise provides 

opportunities for the ful I exercise of the best forms of academic 

Initiative and entrepreneurship. Even a relatively decentralIzed 

Institutional planning effort, such as that of the University of 
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MInnesota, Is II ke I y to encounter a cred I bIll ty prob I em. WIll a new 

conceptual framework and a new degree of Integration of decision 

making really produce results worth the effort? The question Is 

obviously entirely legitimate. The answer provided by the first cycle 

of planning Is positive. It seems that the kind of Integrated dec!-

ston making that the planning process represents Is necessary, given 

the conditions under which higher education now operates. Whether the 

particular approaches used at Minnesota are the best ones remains to 

be seen. Here the pragmatic character of the effort, allowing the 

process to evolve to fit the special circumstances of the University 

and the special requirements of a particular time, Is Important. The 

second cycle must reflect the lessons learned In the first cycle In 

order to enlist the full support of at I participants. 

- Appropriate consultation did not always take place. 

Although extensive consultation with the Senate Consultative 
. . 

Committee and the Senate Finance Committee occurred In connection with 

the retrenchments of 1981 and 1982, and before the final academic 

program priorities statement was Issued, the Interaction with faculty, 

staff, and students was not entirely satisfactory during the first 

cycle. The problem seems to have been more a matter of differing 

consultative traditions In different units In the University, and a 

matter of time pressure, rather than of any unwll llngness to consult. 

The Planning Council early on asked for and received a report on 

consulting procedures In the various units as they related to plan

ning. This report Indicates that adequate consulting procedures exist 
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In almost alI academic units. A subsequent Investigation by the 

Senate Consultative Committee, however, revealed some discrepancies 

between the existing procedures and actual consultation. It will thus 

be Important to build consultation explicitly Into the planning 

process In the second cycle. If the schedule Is not too severely 

disrupted by unanticipated events, It should then allow for ful 1 

consideration by faculty, staff, and students before Important deer-

slons are made at the unit or central level. 

- Changing economic conditions hampered planning. 

The fact that the state's financial situation deteriorated 

severely during the early 1980s, of course, had a maJor Impact on the 

first cycle of planning. One of the most lmport~nt undertakings of 

that cycle was the Introduction of financial constraints on planning, 

Inc-luding the setting of high and low targets for unit budgets. As 

the retrenchments of 1981-82 struck, these targets very quickly became 

outdated. The original targets had been set for 1985- and It was 
' 

suddenly 1985! While the retrenchments required drastic cuts that had 

not been envisioned In the early stages of planning, It should, how-

ever, also be stresssed that the planning of Cycle One stood the 

Institution In good stead as the retrenchment decisions were made. In 

the next cycle of planning It wll I be Important to establish that the 

retrenchment decisions did not go counter to the planning decisions, 

and to ensure that more refined budget plans are developed. 

Cycle Two. 1982-84 

The lessons to be learned from Cycle One can be briefly sum-
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marlzed as follows: In order to make progress In planning, continuity 

of effort must be ensured; attention must be focused on Important 

Institutional Issues; appropriate financial constraints must be set 

and adhered to; resource flextbtl tty must be created; units that have 

not entered fully Into the planning effort must be brought along; 

appropriate "lateral planning" must take place; consultation must be 

built Into the planning process at Important stages; and the partici

pants must be convinced that the enterprise Is worthwhile. If to this 

Is added the need for modesty of expectations and a prayer for econo

mic recovery, the major agenda for Cycle Two has been set. 

- Cycle Two of planning must build on Cycle One; continuity 

of effort Is absolutely essential. 

Units that have prepared carefully considered plans during 

Cycle One should be asked only to update those plans, taking Into 

consideration new facts and assump~lons. The basts for the updating 

should be the new analysts of the conditions that the University wll I 

encounter In the 1980s. Such an analysts should be Incorporated Into 

the President's revised Institutional Planning Statement. Where care

fully considered program priorities statements and planning memoranda 

exist, they should also be subject only to updating on the basts of 

new circumstances. 

- The primary thrust of Cycle Two should be to continue the 

development of program priorities, and, of course, to carry out and 

monitor the planning decisions that were made In the first cycle. 
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Since for various reasons, having to do both with faculty 

tenure and the need to allow students to complete existing programs, 

academic programs cannot be changed quickly, many of the academic 

program delctstons that were made In the first cycle will be Imple

mented only over a period of two or more years. In continuing the 

development of academic program priorities, It wll I be Important to 

stress program development as well as program elimination, reduction, 

and reorganization. Because of the retrenchments during the firs~ 

cycle, attention has so far been focused primarily on the latter. 

- The planning decisions of Cycle Two must be based on wei I 

defined financial constraints, for the Institution as a whole and for 

the major planning units. 

This wll I require the development of an Institutional fiscal 

plan and the setting of high and low targets for the Institution and 

the major planning units. In carrying out the required analysl~, 

enrollment and resource projections must be carefully considered. 

Central administration as wei I as the various units of the Untverstt.y 

must consider alternative funding sources. An effort must be made to 

plot budgetary "paths", showing how various units are to reach the 

alternative targets set for 1985 and beyond. 

- One of the major objectives of the financial planning 

should be the creation of flexible resources, both centrally and In 

the various units. 
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Such flexibility Is a major element Jn any contingency 

planning, and It Is only through the creation of such flexlbll tty that 

program development wll I be possible In a time of strained resources. 

- Cycle Two should focus on a I lmlted number of major 

Tnstltutlonal Issues. 

The primary agenda Is the continuing development of pro

grammatic priorities, budgetary "paths," and resource flexibility. 

In addition, It may be useful to Identify a set of Jnstltutlonal 

Issues that wTII receive special attention during a particular plan-

nlng cycle, as a means of concentrating the analytical and decision-

making capabilities of the lnstTtutlon and facti ltatlng "lateral 

plannlng." The problem Is to select the Issues Jn such a way that 

they are truly worth the special effort. It has been suggested that 

the Issues could be academic In natur~J lnvolvlng topTcs such as the 

University's role rn high technology, the nature of the student 

experience at the University, or the International dimension of 

research and teaching at the University. Other Issues that have been 
/ 

suggested are(of a more strictly managerial nature, for example, the 

exploration of alternative policies In personnel management and In 

regard to auxll lary services. Others yet have clear! academic as wei I 

as managerial aspects to them, for example, the question of the 

Impact of new computatTon, communclatton, and Information technolo-

gles on the University. The possibility of this kind of focusing of 

the planning process should be explored by central admlnTstratlon In 

consultation with deans and directors, the Planning Council, and the 
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Senate Consu I tat lve Comm lttee and the Senate PI ann I ng Comm lttee. · If 

the approach Is adopted, It_ might also make It easier for the Univer

sity to communicate to its various constituencies some of the sub

stance of Its planning effort. 

- Administrators, faculty, staff, and students must par-· 

tJcJpate fully In Cycle two of the planning process. 

The President's wholehearted backing of, and participation 

In, the planning effort Is essential to Its success, In addition to 

his obvious role In decision making. 

The nature of the roles to be played by the vice presidents 

was clarified In Cycle One. The Budget Executive, and the vice presi

dents corporately, established the parameters for the critical plan~ 

nlng decisions to be made In different vice presidential areas. How

ever,.the development of an academic program priorities statement 

Involving so many different decisions simply would not have been 

possible without very Intensive Interaction between the VIce President 

for Academic Affairs and the VIce President for Health Sciences, on. 

the one hand, and the deans that report to them, on the other. Slml-

1 ar I y, the vIce pres I dents wIth I I ne res pons I b I I I ty for the varIous 

support units played an Important role In getting the appropriate 

decisions made. Sometimes the critical priorities did not emerge 

until several meetings and exchanges of documents had taken place. 

The Issuance of general Instructions simply does not force critical 

decisions without being reinforced by discussion, perhaps even con

frontation. A strong role for the vice presidents In regard to their 
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line units as wel1 as for the vice presidents corporately should thus 

be a feature of Cycle Two. 

Ultimately, the outcome of Cycle One rested on the deans and 

directors heading the major planning units. They prepared the plans 

on which the plannnlng decisions were based and played an Important 

role In defining the Issues, even during the final hectic days of the 

1982 retrenchment. It Is on their creative participation that the 

success of Cycle Two will rest. They must play a significant role In 

defining the process and In establishing the foci of Cycle Two, espe

cially If a relatively strongly focused approach Is to be used. Only 

through their concerted efforts can we continue to refine and lmple-

ment the Important decisions made In Cycle One, especially In the 

academIc unIts. 

Since so much emphasis Is being placed here on admlnlstra-. 

tors as responsible for the pursuit of planning, It becomes even more 

Important to ensure that proper consultation at all levels Is built 

, / Into the pI ann I ng process I tse If. It Is expected that recommendatl ens 

from the Senate Planning Committee, and perhaps directly from the 
' 1 
I 
j 

J 

I 
j 

Senate Consultative Committee, wll I be helpful In organizing the 

consultation. 

- A preliminary schedule for Cycle Two, Including the pro

posed division Into a planning year and a budgeting year, might look 

as foil ows: 
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Institution and the times are too complex to be "planned for" In any 

meaningful sense. The end of the first cycle is a critically impor

tant point, because many planning efforts founder after one cycle! 

The imperfections of the process are easy to spot; the I imitations of 

the "plans" that have been laid are obvious; and the fiscal con

straints that have been established are subject to frequent revision. 

However, the effort remains worthwhile and Indispensable. 
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Planning~= Fat I 1982- Fall 1983 

Actlvlty 

Revision of Institutional 
Planning Statement 

Review of approach to Cycle 
Two with senior officers, 
deans, directors, sec 

Presentation of Cycle Two to 
sec, deans, directors 

Issuance of Instructions to 
vice presidents, deans, 
directors 

Assignment of responslbll tty 
tor dealing with Institu
tional planning Issues and 
"lateral planning" 

Preparation of 1983-84 Annual 
Budget 

Planning/budgeting conferences 
with untts (as needed) 

Issuance of planning memoranda, 
Program Priority Summary 

lnltlatlon 

President 

President 

President 

President 
VIce presidents 

President 
VIce presidents 

Budget Executive 

President 
VIce presidents 

President 
VIce presidents 

. Budgeting~= Fall 1983 - Fall 1984 

Preparation of 1984-86 Two- Budget Executive 
Year Budget Plan 

Preparation of 1985-87 Biennial Budget Executive 
Request <O&M and Capital 
Request) 

V. CONCLUSION 

Timing 
• 

Summer 1982 

September/ 
October 1982 

October 1982 

October/ 
November 1982 

October/ 
November 1982 

Fa II/WI nter 
1982-83 

SprIng/Summer/ 
Fall .1983 

Late Fall 
1983 

Fall/Winter 
1983-84 

Spring/Summer/Fall 
1984 

In many respects the first cycle of planning has been a difficult 

venture: It meant establishing a new process, mapping out the almost 

II mIt I ess array of Issues that confront an I nst I tut I on such as the 

University of Minnesota, and overcoming a general feeling that the 
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Fig. 11 The Four Major Components of Institutional Decision Making 
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TERMS 

Budget Execytlye--a group chaired by the Vice President for Academic 

Affairs that serves as a review group for planning and resource alto

cation. The Budget Executive oversees the preparation of the legisla

tive requests, the two-year budget plan, the annual budget, and tem

porary resource at locations. Currently the VIce Presidents for 

Finance and Operations, Health Sciences, and Administration and Plan

ning also serve on the Budget Executive. 

Contingency Planning--a type of planning that deals with sudden re

trenchments through the creatl on of f I ex I b I e resources and through 

analyses of the Impacts of new and possibly temporary policies. 

Development fl£[--a document that Identifies programs for which spe

cial funding Is to be sought from state, federal, and private sources •. 

The Vice President for Finance and Operations guides the preparation 

of this plan In cooperation with the Budget Executive. 

lnstltytlonal Assessment--an evaluation of the performance of the 

Institution, or segments of the Institution, which can also serve as a 

basts for pi annlng. 

Institutional Planning Statement--a statement developed by the Presi

dent In consultation with the University community that Identifies 

assumptions, goats, objectives, priorities, and strategies. It Js 

more detailed than the Mission and Policy Statement and Is designed to 

provide a context for the development of unit plans. 
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100 Church Street S.E. 
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October 20, 1982 

TO: Senate Consultative Committee 

FROM: James T. Borgestad)~ 
SUBJECT: 1982 University Policy Agenda 

The President is called upon to deliver the 
University Policy Agenda to the University 
Senate each fall. Before the Senate receives 
the Agenda, he wanted to make copies available 
to the Consultative Committee. Attached is a 
copy of the 1982 Policy Agenda. Should there 
be any questions regarding the list, they may 
be raised at the new sec meeting with the 
President. 

JTB:kb 

Enc: Agenda 

cc: University Vice Presidents 
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UNIVERSITY POLICY AGENDA 1982-83 

Upon the recamendation of the University Senate, the President is 
called upon to sul:xni.t an annual policy agenda for the institution. This 
report responds to the Senate's request by outlining those major policy 
issues that, in the opinion of the President, warrant particularly close 
scrutiny during the upcaning academic year. 

I. 1983-85 BIENNIAL REUJE5'!' 

The Board of Regents recently approved the 1983-85 Biennial Request. 
'Ihe specific items contained in the Request were recamended by the Budget 
Executive after meeting with collegiate and unit heads as well as with 
faculty consultative groups. 0\Ter the next two-year period, the University 
will be seeking increases (other than for salaries) of approximately $49 
million. The number one priority will be faculty salary increases, although 
no specific increase figures will be reccmrended until consultations with 
interested parties are carpleted. 

As in previous years, various central officers and faculty rrembers as 
well as the President will devote considerable attention to securing the 
legislative request items. 

II. 1983-85 CAPITAL REX;:)UE'ST 

The State's recent fiscal problems have prevented the sale of construc
tion l:x:mds even for projects that have already been approved by the State 
Legislature. This has resulted in a delay in the construction of several 
University facilities. Consequently, the University's plan for capital 
construction was readjusted, with first priority being accorded to those 
projects for which appropriations have already been approved, but for which 
no bonds have been sold. This totals $36 million. A second list of priori
ties, totalling $52 million, has been identified as "critical" and will be 
presented to the 1983 legislature. Finally, we will also present the 
legislature a list of other "pressing" capital needs involving $39 million 
in requested facilities and inprovercents. 

III. CXJNSTRI.JcriON OF UNIVERSITY HOSPITALS 

The reluctance of the State to sell construction bonds has exerted its 
rrost dramatic effects upon the University's Hospital project. This is both 
because of the size of the facility and the consequences of continuing 
inflation. Several options have been examined, and at least one - the 
private financing of the facility -- had to be rejected. In O:tober, the 
:Regents approved additional short-tenn borrowing for continued construction 
of the facility and in Novenber a plan will be presented to accamodate the 
total funding of the project. 

IV. PLANNING ACI'IVITIES 

The second cycle of the planning process will corrrrence during the Fall 
of 1983. This round will build upon the framework and the priorities 
developed during the initial planning cycle. The focus will be upon the 
reexamination and rewriting, where necessary, of unit plans so as to ensure 
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a CCXI1?0-tibility between programnatic objectives and available resources. 
Specific attention will be given to the following efforts: 

1) Refining and implementing unit priorities; 
2) Generating budget flexibility; 
3) Inproving the efficient use of resources, and 
4) Inplementing institutional priorities identified during the 

initial planning cycle, narcely, 
praroting the developrent and transfer of high teclmology; 
facilitating the use of canputation and carmunication 
technology; 
irrproving the student learning envirorment; and 
expanding international education opp::>rtuni ties. 

'lb facilitate the above objectives, the Institutional Planning State
rrent will be updated, reflecting changes in the econanic envirorment that 
have taken place since its initial adoption. 

V. AOOPI'ION OF OOI.LEG'IVE BAlG2UNING AGREEMENl'S 

For the past 22 rronths, negotiations have taken place between represen
tatives of the Board of Regents and the unionized faculty at UMD and lM-1. 
Such negotiations will continue as long as necessary to reach a mutually 
acceptable contract between the University and those faculty. Much progress 
has been made to date, although final agreenent has not been reached on 
cc:rrpensation. 

VI. CCMPIEI'ION OF TASK FORCE REPORI'S 

As part of an experinent in joint Senate/Administration policy analysis, 
a carmi ttee was app::>inted to reccmrend steps that will facilitate the 
scholarly activities of the faculty. Anong other issues, this ccmnittee, 
which is chaired by Professor Jack l-El:win, is examining canpensation, 
workload, clerical support, facilities, equipment and similar factors that 
affect all faculty. A final report is expected during Spring Q.Jarter, 1983. 

VII. GRADUATE SCHOOL PRCX;RAM RE.'\TJ:EWS FOR 1982-83 

1982-82 Program Reviews: 
American Legal Institutions 
Anatany 
Biochemistry (2 depa.rt:Irents) 
Business Taxation 
Chemical Physics 
Family Soc:l.al Science (with CSRS) 
Germanic Philology 
History of Science ·and Teclmology 
r1edi.cal Microbiology 
Microbiology 
Pharmacology 
Physiology 
Plant Pathology (with CSRS) 


