
' 

' 

l5i1 UNIVERSITY OF MINNESOTA University Senate Consultative Committee 
164 Food Science and Nutrition 

12:30 

1:00 

to 

2:15 

1334 Eckles Avenue 
St. Paul, Minnesota 55108 
Telephone (612)373-3226 

SENATE CONSULTATIVE COMMITTEE 
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300 Morrill Hall 

AGENDA 

1. Minutes: April 21 SCC/SFC with V. P. Keller, and 

May 5 sec (distributed on 5/19) • 

2. Reports: 

A. Chair. 

B. Student Chair. 

c. Finance Committee. 

D. Other? 

3. College Planning 

A. Programmatic vs. across-the-board? 

B. Criteria, mechanisms (i.e. changing appointments, 
inloading, etc.) --

C. Process, especially faculty and student 
involvement. 

D. Who should make decisions and which decisions 
(i.e. role of students, faculty, administration, 
regents. 
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MINUTES 

SENATE CONSULTATIVE COMMITTEE 
May 26, 1983 

300 Morrill Hall 
12:30 - 2:30 

APPROVED 6/16/83 

Members present: V. Fredrics, P. Freier, B. Hogen, J. Howe, A. Hunt, J. Iverson, 
D. Lenander, M. Mattson, D. Pratt, P. Quie, W. D. Spring, 
P. Swan (Chr.), J. Turner, K. Watson. 

Guests: Van Hayden, Lisa MaDonell, Paul Schulte, Scott Singer, Charles Farrell 
(members-elect), Jim Anderson, Julie Bates, Carol Pazandak, Richard Bale, 
Maureen Smith, Kathryn Ziewitz. 

1. Minutes of SCC meeting of May 5 and SCC Conversation with the President of 
April 21 were approved with the proviso that the secretary will collect correc
tions and clarifications submitted and send to all who have the draft minutes. 

2. Reports. 

A. SCC Chair: Announcements. P. Swan. 

(1) New members. All people attending introduced themselves. 

(2) AAUP is sponsoring a symposium, "Reflections on Raj ender," June 6. 

(3) SCC will report on June 9 to the Regents' Educational Policy and 
Long Range Planning Committee its view of the budgeting/planning 
process (P. Swan will make the report). 

(4) Unfinished SCC business. SCC agreed to try for a June 16 meeting, 
tentatively scheduling Faculty Consultative Committee at 10:00 and 
starting sec business at 11:30.* 

(5) Professor Swan extended her invitation to the members to help her 
celebrate on June 18 the end of this year's work. 

B. Student Chair. D. Lenander. Students will meet at 2:15 today if 
they have a quorum. Lenander expects to convene an ad hoc policy committee 
to address the issue of the method of obtaining student representatives to 
the Board of Regents. 

C. Finance Committee. Swan reporting for Sundquist. SFC cancelled its 
scheduled May 25 meeting because there was not enough new information available. 
Finance next meets June 2 at 3:00 with Vice President Keller. SCC members are 
welcome to attend. 

* June 16 times later were advanced to FCC at 9 and SCC at 10. 
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3. College Planning. 

Swan encouraged sec members to reflect on the college plans including 
(a) the kinds of mechanisms the colleges intend to use to make changes in their 
units, (b) our sense of the degree of faculty and student involvement, (c) our 
sense of who should make the decisions and at which points, (d) our various 
roles (as faculty, students, and various levels of administrators). 

The Consultative and Finance Committees, she reminded SCC, have repeatedly 
and consistently said they prefer programmatic selections, contending such 
decisions are essential for the University to remain strong and to grow in quality 
as it moves into the next century. 

There followed a reflective and philosophical discussion on change in the 
University. 

Fredricks contended that one problem SCC members have discovered in college 
plans is the variety of ways in which people define 'program'. These different 
perceptions can lead to breaks of confidence between parts of the campus. 
We have heard some direct testimony of the same-- a major is not a 'program', 
but a research area is a 'program'. Howe added another example definition SCC 
has seen: our research (in toto) is our program, hence we cut some faculty 
who don't do research. - --

Spring observed that not much in the way of program changes is going to 
occur in the first two years; the programmatic plans will need another three 
to five years to become actual. 

Howe said that to set aside the option of programmatic planning would 
leave us incapable for years of controlling our fates. Many programmatic 
decisions have been made which are waiting to be carried out as they become 
possible through such means as buy-outs and retirements. 

The University and maybe the individual colleges ought to step back now 
and see what we have done so far, Howe said. Many people don't have a grasp on 
the meaning of what has been done so far or of what is the next thing to do. 

Lenander argued that decisions for significant changes have been made 
which indicate the University's intent to emphasize teaching and research at 
the expense of service (sharp drops in support for KUOM and the Bell Museum; 
fees for Extension). Service is important to the University's mission, someone 
should be providing these particular services, and it may be that no one else 
will pick them up. 

Lenander said the University is also making programmatic decisions regarding 
what services we expect we can provide for faculty and students. Increasingly 
we are going to expect staff to pay for some traditionally free services such 
as the International Study and Travel Agency and some library assistance. Swan 
agreed there is a good deal of looking at alternatives to 0100 funding, such as 
shifting to user fees and outside help. 

Lenander noted the University has said it won't cut Management and IT 
as much as other colleges, largely because of demand. Yet over 1000 students 
will be unable to get into certain courses they need in other units. 

Howe asked if anyone is watching over the new University that is developing, 
such as via the rapid rise in tuition. The brunt of the losses is being put 
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onto the students. Units which are actually protected (because of tenure 
lines, etc.) are being vocal about how they are having to take cuts. 

Fredricks noted we can't effect the planned changes in the short run 
because of tenure. Therefore, we have made some mistakes. Like last year, 
we take the money where we can get it and hope in time the cuts become program
matic through shifts. But who keeps track of how the cuts do get shifted and 
of the actual pro~rammatic cuts to programs not intended to be cut? 

Turner indicated sympathy with the above views, then spoke to the good 
things which have happened: 

For decades we have been changing in a way that would have required the 
current reverses anyway. There was great growth following World War II. The 
University was one of only two Big Ten schools which took on a lot more students. 
In the 1960's the University added a lot of new faculty and new fields, some 
of which are now vestigial. Some, but not all, of the resultant duplication 
has been rooted out. In the college plans he sees occasional evidence of 
positions converging because fields are converging. Reorganizing and restruc
turing can improve a program, even while reducing the total course offerings. 

We have been able to maintain our program because of (a) tuition raises 
and (2) increasing faculty salaries by less than the rise in cost-of-living. 
We have been running on borrowed time, he said, running the University at the 
expense of the students and the faculty because the state did not give the 
University the resources it needed to do the job. 

We must not do across-the-board cutting. There is a West Coast university 
which for five straight years took across-the-board cuts to solve money problems; 
the result has been that they have lost 50 of their most promising staff. 
They will not make up that loss. 

Hogen asserted that while across-the-board cuts may provoke the loss of 
faculty, that is only half of the consequence of the way we have finaced the 
University. Raising tuition results in losing some of the good students. He 
recommended an incentive system of tying tuition to GPA with a savings advantage 
for good students. 

Spring said we must remind ourselves that we are no longer in control of 
tuition at the University; the legislature has taken over that function. 

Howe said we have probably done as well as possibly could have been done 
with this planning process, and we would be in much worse shape had we not 
made the effort we have made. The Budget Executive is functioning well; the 
amount the Academic Vice President is willing to meet with the faculty is 
extraordinary. That willingness is extraordinarily important to the development 
of the process and the willingness of individuals to participate. 

Turner said that problems such as redundancy can come as a result of the 
sliding which has been going on since World War II. The right kind of leader
ship should have foreseen it. We played the numbers game and played it for 
too long. 

Schulte expressed the hope that when economic times again improve the 
University will use the money to lower tuition and raise faculty salaries 
rather than to add a lot of new positions. 
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Mattson suggested that a lot of decisions were made according to tradition. 
Perhaps the plans should be judgeable on how responsive a very large university 
can be. Since we are so diverse, he said, he hopes we do not come up with a 
too-neat definition of 'program'. --

Pratt said he is not sanguine about his college's plan or the whole planning 
process until the plans have been worked through and we can see whether the 
budgetary decisions really follow the plan. Planning can become scheming. 
The cunning may manage it to their own ends. A typical CBS faculty member 
asks why we waste time on the planning exercise since we have repeatedly made 
plans in the past and immediately begun to ignore them. 

Hogen seconded that view and said the programs and plans must be stuck 
to, even if economic times improve. May be this committee should be the 
watcher over the plan, he said. 

Swan reminded SCC the University will be aided in sticking to its plan 
by the smaller number of students in the age group to enter. The institutions 
which have served them will become smaller, whatever the state of the economy. 

Spring said our surveillance must be in two directions: 

A. To see that the plans are followed, or if they are changed, that they 
fit the unit; 

(1) This committee has to demand of the Budget Executive how the plans 
are being executed over the next three to five years; 

(2) We must encourage the faculty in the units to establish a review 
process on how their plans are being executed. 

B. To stand back and consider whether we like what we see as the changes 
do take place: do we like the University that is emerging from this plan? 

(1) SCC should probably charge this question to SCEP for its deliber
ation and consideration, encouraging SCEP to stimulate the entire 
faculty and student body on the issue. 

Anne Hunt held up the ideal of a university of high quality at an affordable 
cost. The students are very consicious of the nature of the University and of 
who will be able to afford to come here, she said. 

Swan stated her interest in the students' sense of "accessibility," given 
the fact that the state has many other institutions of higher education. 

Singer said the quality and reputation of the University give an advantage 
toward getting a job or admission to graduate school. He estimates that if 
the current programmatic plans are being made judiciously and fairly, and are 
carried out judiciously and fairly, they will produce a situation whereby the 
rich get richer and the poor get poorer. 

He asked what happens if we cut the 
programs that become needed. We have to 
excellence everywhere in the University. 
when doing so means axing others? 

possibility of a startin~ base for new 
sacrifice the goal of having academic 

Can we afford to improve some programs 

Swan answered that for a two-year period we would probably answer "No." 
But to say "no" for a 20-30 year period would be to tolerate mediocrity. 
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Singer remarked that perhaps our expectations are too high for a public 
institution. 

Turner pointed out that the reputational rankings show this University 
is heading in the direction Singer has anticipated. What we want to do is 
avoid this. We should look from the perspective of the whole state. In what 
way is the role of the University distinctive, given all the other, various 
public and private institutions in the state. Graduate education and research 
and professional education are the jobs no one else in the state is doing. 
Given that fact, we ask what sort of undergraduate student body we should have. 

answer is that we should have an undergraduate student body which can benefit by 
instruction by a graduate and research faculty. Not every student should come 
to the University. Some would develop themselves better by going to another 
institution. Finally, he warned, if we do not decide what we are going to be, 
the Legislature will decide for us. 

Turner said cynicism that the current plans are just one more set to be 
ignored is premature. The first planning, in 1979, yielded essentially "wish 
lists" from the deans. Current planning is different because of budgetary 
limitations. The questions were put to deans this time, if you have this 
percentage less, what will you change? We see the choices in the college plans. 
We are further along now because for the first time we have tied planning to 
dollars. He agreed with earlier speakers that we have to watch carefully the 
execution of the plans and said we as a committee have an obligation to see 
that the programmatic plan is executed faithfully since we firmly recommended 
programmatic budget planning. 

Lenander expressed the view that we do have to sacrifice some programs to 
strengthen others, but he thinks we should in some cases leave a base to 
build upon. He called faculty salary loss the biggest problem. But, he 
reminded people, if we limit the numbers of students we admit, the legislature 
will send those dollars to wherever the students enroll who are turned away from 
the University. 

The state may have to establish a state university in the Twin Cities if 
we follow John Turner's criterion on admission of undergraduate students. We 
might thereby divest ourselves of some 5,000 students plus numerous extension 
students, and there is not an even roughly comparable undergraduate program in 
the Twin Cities area. That route would also require our divesting ourselves 
of some of our physical plant and some of our faculty who aren't quite adequate 
to a graduate research university. 

At the same time we have to convince the Legislature of the reasons the 
University needs more support and the faculty more pay. All of this seems not 
politically feasible. 

If the faculty have to spend more time on teaching, they have less time 
for research. He expressed concern that salaries are lowest in the arts and 
sciences. He personally enrolled at the University because of the better 
programs than at affordable alternatives and because of the accessibility to 
major figures to come to speak here. 

Mattson pointed out that before the development of the state universities 
the University of Minnesota had less competition for its share of the higher 
education appropriation. He recommended asking ourselves where we should have 
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been in various specific programs compared with their equivalents elsewhere. 

Iverson said that by apparently talking only about scholars and potential 
scholars we may be overlooking a lot of people who have a contribution to make 
and can use the exposure they get at the University. As we talk about what we 
can do with less so as to have more resources for other purposes, we are not 
talking much about how we do what we presently do and whether we can do it for 
less cost. 

Swan noted that efficiency does seem to be a criterion in some of the plans. 
Some interesting specifics turn up (as re telephone service reductiotl.). We 
find we can in some instances do the same with less. 

Freier said we are asking people to change their nature when we ask them 
to put aside their own first interests and consider the good of the whole 
University. Howe agreed there is a danger that our financial binds set people 
against each other. Our connections with each other are lost. Given our size, 
those connections are difficult to establish and maintain in the best of 
circumstances. Size more than anything else makes it hard for us to grasp our 
place in the whole scheme. 

The University depends greatly on a very small group of students, faculty, 
and staff who actively care about the good of the whole, said Howe, We don't 
to lose even that through their becoming so discouraged and tired that they 
give up their effort. 

Swan expressed her more optimistic views. She has many colleagues who are 
dedicated to higher education as an enterprise and who hold those values. We 
t:,end to focus on what we can grapple with,l:utwe want to focus on the larger 

issues as well. To do so, we need a sense of where we are going. We need to keep 
raising the questions of the purpose and the mission in higher education. 

Howe said the current situation does tend to set people against each other, 
to make them more private, and to convince them they can't do anything about 
the whole big place anywhere. The very idea of a "buy-out" is inimical to our 
collegiality. Swan added that we need to exert our efforts to try to counter
balance the trend toward giving up. 

Student Participation in the Planning Process. 

Kathy Watson and Julie Bates have gathered data on students' participation 
in this winter/spring planning process. They distributed copies of their 
findings shown by college unit. They found the record not good. Some Twin 
Cities units reported they are still in the process of electing students to 
the planning committee. At Morris, two to three students served on the planning 
committee. The next phase of their study will be to telephone the participating 
students to ask about their perceptions on the number and significance of the 
meetings. 

Swan said the committee can raise concrete questions from these data. It 
was up to each dean, she noted, to enlist student participation. We would like 
to know the quality and frequency of participation. Since planning meetings 
present special scheduling problems for students, we perhaps need a system of 
alternates so that students can spell each other. 

The meeting adjourned at 2:30p.m. Respectfully submitted, 

ftu_u_~f~ 
Meredith Poppele, SCC Exec. Ass't. 
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Report of the Chair }fay 26, 1983 

1. Announcements: 

- AAUP sponsored conference 
"Reflections on Raj ender: A Symposium" 
MOnday, June 6, East Wing, Campus Club 
You are each invited (urged?) to attend. 

2. Regents Educational Policy and Long Range Planning Committee 
on June 9th will hear comments/appeals ~ planning decisions. 
I have asked for time for our committee (see circulating file). 

3. We have some unfinished business: 

a) Retrenchment/Reallocation in Student Affairs, Administration 
& Planning, Finance & Operations; 

b) Discussion of the myriad International reports; 

c) Report from Social Concerns on surveillance; 

d) Other? 

When can we do this? 

You are each invited to celebrate the end of the year with me at 
my home Saturday, June 18th from 6 p.m. until --. I intend to 
provide champagne, beer, other liquids·and basic protein (with 
proper amino acid ratios). If you wish to contribute edible 
nutrients in the form of whatever item, your contribution would 
be welcomed. In any case your presence and that of a companion 
(choose among friends, lovers and spouses) will be most 
welcomed. I hope you will feel free to join us! Please let 
me know. 

Pat Swan 
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