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Faculty Consultative Committee 
Thursday, July 14, 2011 

1:00 – 3:00 
238A Morrill Hall 

 
 
Present: Chris Cramer (chair), Lyn Bearinger, Avner Ben-Ner, Peter Bitterman, Elizabeth Boyle, 

Thomas Brothen, Carol Chomsky, Caroline Hayes, Walt Jacobs, Russell Luepker, Jan 
McCulloch, James Pacala, Kathryn VandenBosch 

 
Absent: none counted for a summer meeting 
 
Guests: Nancy Carpenter, Janet Fitzakerley (outgoing Committee members); Associate Vice 

President and Dean Meredith McQuaid (GPS Alliance); President Eric Kaler 
 
Other: Molly Portz (GPS Alliance); Chief of Staff Amy Phenix, Jay Weiner (President's Office) 
 
[In these minutes: (1) report from Finance and Planning; (2) reporting international travel; (3) discussion 
with President Kaler] 
 
 
1. Report from Finance and Planning 
 
 Professor Cramer convened the meeting at 1:00 and welcomed everyone to the first meeting of 
the new year.  He turned to Professor Luepker for a report from the Senate Committee on Finance and 
Planning (SCFP). 
 
 Professor Luepker recalled that at a Senate meeting about a year ago, when there was concern 
about salary cuts, Professor Oakes volunteered SCFP to look at administrative costs.  SCFP met with a 
number of faculty members concerned about administrative costs and agreed to examine them, with the 
support of the President and the Provost.  All of the University's vice presidents met with the committee 
(except from the Academic Health Center, which was and is going through a review).  SCFP will look at 
the Academic Health Center once the report on structure and arrangements has been issued.  SCFP had 
two retreats, met with the vice presidents, collected organization charts, budgetary information, and 
discussed the responsibilities carried out by each of them.  It was clear that all of them are very 
complicated organizations; the organization charts, for most of the vice presidents, have a large number of 
boxes on them.  It was also clear that the various units perform many tasks that are critical to the smooth 
functioning of the University. 
 
 SCFP is now preparing recommendations on the basis of those discussions.  The goal is not to 
point fingers and say that X unit should be closed, Professor Luepker said, but to look at broader issues 
and trends.  They believe that there are issues to be considered and have concluded that there are some 
activities that it may be possible to do more efficiently.  Some centralization of currently decentralized 
common tasks may be warranted.  In addition, many of the vice-presidential units have centers or 
programs or institutes that may or may not be especially closely related to the mission of the unit, but it 
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was nevertheless placed within it by some past administration.  It appears to SCFP that at least some of 
these organizational units continue without regular review or any sunset provisions.  SCFP believes the 
administration should consider merging or transferring some units and should impose sunset provisions 
on a number of them.  There are opportunities for the new president to make decisions with respect to 
collapsing functions and units.  Continuing this exercise on a periodic basis is warranted. 
 
 Committee members discussed with Professor Luepker the contents of the report and the uses to 
which the report might be put.  Several points were made during the discussion. 
 
--  It is to be hoped that the report becomes a foundation for asking what happens next and for following 
up.  Questions about the expansion of administrative units have been asked many times; this Committee is 
responsible for keeping the focus on that issue and this report can serve as a basis for doing so.  There 
should be expectations or it will end up as a task force report on a shelf. 
 
--  There are things that can be done to cut back—and there are good things that can be expanded as well.  
It will also be helpful to have affirmation that there are many important functions being carried out that 
people do not ordinarily see but that the Committee would not want to see cut.  The Committee needs to 
say that there are activities that the faculty wish continued.  (Professor Luepker concurred, noting that in 
an era of more regulation, 16,000 more students, and new programs, there is a need for more people to 
administer the institution.) 
 
--  It might be worthwhile for SCFP to undertake a review of 1-2 administrative or vice-presidential units 
every year.   It would also be useful for SCFP to review the strategic-positioning task force report that 
looks at administrative and support units; it had general principles that could be useful in applying 
recommendations that come with the SCFP report. 
 
--  There was discussion in SCFP about where the administrators are, and it may be that there are more in 
the colleges than in central administration.  But it would be a massive job to evaluate the administrative 
activities in each of the colleges. 
 
--  The report could lead to strategic planning for administrative units.  Vice presidents start to build in-
house capacity in various areas of endeavor, and the report could highlight that tendency—and help 
understand the dynamics that led to the increases and to reverse it.  A new president might decide on a 
plan to reverse the trends in a systematic way using specific criteria. 
 
--  It will be important to get the report to President Kaler soon so that he can act reasonably quickly, if he 
wishes.  It is difficult for a president to act fast without consultation, but there are areas where the report 
may make recommendations that less faculty consultation is needed because the impact on faculty will be 
mostly indirect. 
 
--  Hope was expressed that the report would provide more reliable data to assess faculty perceptions 
about administrative growth and redundancy; faculty members feel burdened by administration, but it can 
be hard to distinguish between what is necessary and what is overdone.   
 
--  One hears a concern about the amount of work being sent to departments.  One hopes that less 
redundancy at the top does not mean more for departments to do.  That issue must not be lost in the 
conversation.  And if one says to faculty members that such-and-such service is provided centrally, they 
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will often respond that they need these people to provide the service in their college/department.  There is 
a need for people to do the work; the question is how many people have to watch them. 
  
 Professor Cramer suggested that the Committee return to the SCFP report at the retreat and talk 
with President Kaler about it. 
 
2. Reporting International Travel 
 
 Professor Cramer now welcomed Associate Vice President and Dean McQuaid to the meeting to 
discuss a proposed policy on reporting international travel.  The proposed policy would provide, inter 
alia:  "All travel for University purposes outside of the United States must be reported in advance.  Trip 
information will be managed centrally, so that University pre-travel assistance can be provided, as well as 
timely assistance in the event of an in-country crisis (e.g., military action, natural disaster)." 
 
 Dean McQuaid provided some background information, noting that she has been at the University 
for many years, including as an associate dean at the Law School, that her degrees are from the 
University, and that she has been in her current position for about five years.  Since taking this position, 
she has consistently been asked how the University deals with the needs of faculty and students abroad.   
 
 Last year 2,518 University employees traveled internationally on University business; there were 
over 5,000 trips.  On any given date, however, her office can only confidently identify the whereabouts of 
students who have gone through the University's study-abroad offices (which, she noted cover 
approximately 90% of University undergraduate students abroad) and faculty or staff who are taking part 
in one of those programs.  There is currently no University-wide procedure by which faculty or staff 
report their travel plans in advance.  Dean McQuaid's staff has a responsive and timely system for 
identifying where undergraduate students are when crises occur overseas.  For example, she said, they 
were alerted by a listserv to which they subscribe within 90 minutes of the recent bombings in Mumbai.  
Within a few hours after that, they were able to identify the location and the status of all of the students 
who were scheduled to be in India at that time. Knowing where graduate students are is more difficult, 
and they have no reliable means by which to know where faculty members are at times like these.  
University leadership believes there is a need to identify where faculty are at times of crisis in order to 
provide timely assistance.  But another reason for the University to know where faculty and staff are is for 
communication purposes, so it can tell its story and demonstrate its extensive international capacity. 
 
 The reason for the proposed policy is that there is increased international travel by faculty and 
staff—and increased risk of danger around the world.  (The University evacuated students from Japan 
after the development of the nuclear problems—and then realized University faculty members were also 
there.)  Over the years, Dean McQuaid said, faculty attitude toward this kind of policy has evolved from 
"I'll take care of myself" to a greater recognition of potential problems and danger.  Last year both Human 
Resources and the Office of the General Counsel expressed concern about the University's ability to 
respond to crisis situations, but also to help people avoid the potential violation of rules, policies, and 
cultures of other countries (incidents have occurred), and how to cope during a natural or political 
emergency. 
 
  The last time she brought forward this proposal, to the Senate Committee on Faculty Affairs, the 
response was "of course the University should know."  A remaining question about this policy is whether 
there ought to be incentives for reporting.  The idea that there should be negative consequences for not 
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reporting has been removed from the policy, as the consensus has been that negative consequences are 
alienating and also difficult to enforce.  But some have suggested that faculty be motivated to report their 
travel by offering an incentive such as covering the cost of checking a bag, or perhaps covering the cost of 
the travel insurance.  What are the thoughts of this Committee, she asked?  All of the University's peer 
institutions are going through this same process of looking at pre-reporting and at consequences and 
incentives.  One or two of them have tied serious repercussions to a failure to report (i.e., no 
reimbursement unless the trip is pre-reported).   
 
 Dean McQuaid said that the information on international travel would only be tied to her office, 
not Human Resources or payroll.  Once a faculty or staff member reports travel to an international 
destination, her office will provide links to useful information about safety and health.  After the 
faculty/staff have returned to the U.S., the information would be destroyed in some set amount of time, 
e.g., 48 hours. 
 
 Committee members made several points about the proposal. 
 
--  What is the risk to the University, beyond the humanitarian aspect, if it does not know where its faculty 
members are?  (Dean McQuaid said that every time there is a disaster, the University is asked where its 
faculty and students are.  They know about the location of perhaps 90% of undergraduate students in their 
programs, less about graduate students, and nothing about faculty members.  At what might be perceived 
as a mundane level, she said, it is a public-relations problem.  At the other extreme there can be very 
serious personal consequences for faculty/staff who need help in times of crisis.  If the University knows 
someone is due to come home on a certain day, and does not, someone can inquire as to their status.  The 
cost to provide assistance is covered by the international travel insurance, but precious time can be lost in 
the hours and days after a crisis if response is delayed.) 
 
--  One can understand helping students.  And whenever he travels, Professor Luepker said, he must fill 
out a travel form.  (Only three colleges require filing a form, Dean McQuaid said.  And even then, the 
colleges retain the forms, so the information is not available to her office, which is the office best suited 
to provide assistance.) 
 
--  It seems like a nice idea, but reporting takes time, effort, and money.  One would like to protect against 
all possible problems, but that cannot be done.  If one is going to Kazakhstan or some similar place, one 
should look at the travel regulations and warnings.  (Dean McQuaid agreed—but said that people don't do 
that.  The staff in GPS Alliance spend a lot of time looking for people; the proposed policy would save 
time in two ways.  Her office would not be required to search for information about who might be there 
and can provide assistance quickly to those who have reported.)   
 
--  Faculty members already feel crushed by the things they must report and the number of offices they 
have to report to.  There is value in the proposal but it is another form to fill out.  There is a cost to the 
University in faculty time because departments do not have the resources to fill out these forms.  If more 
faculty time means less time spent by Dean McQuaid's office, then one must balance many small amounts 
of faculty time versus the time of her office.  For the faculty, it is time not spent on teaching and research.  
(Dean McQuaid acknowledged that the form would take 5 minutes per trip, but said the investment of 
time would mean the faculty member does not spend hours or days somewhere in the world in need of 
help that could have been provided promptly.) 
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--  The State Department has resources; if there is a voluntary form people can fill out, and no one is 
reported to be at the site of a disaster, there is not issue, and if there is, the University should contact the 
State Department.  (Dean McQuaid reported that they were able to quickly and expertly evacuate two 
students very quickly out of Cairo this spring.  The students were picked up by a private vehicle and 
escorted to a chartered plane to leave the country.  The one student who was there outside of the normal 
process was forced to rely on the State Department.  He waited for days at the Cairo airport with hundreds 
of other Americans and it cost him several thousand dollars for the flight out and related expenses 
associated with getting home.) 
 
--  Has Dean McQuaid thought about using the REPA form?   And if reporting meant people would 
receive State Department information, Medex, and so on, then there would be time saved for faculty 
members.  (The REPA form does have questions about international travel, but it is reporting travel that 
has occurred in the past.  That information is certainly useful for other reasons, but it does not help in the 
case of emergencies.) 
 
--  This sounds like a good idea, but it is another five minutes, in addition to five minutes and five minutes 
and five minutes and five minutes.  It would be useful to look at the five-minute requirements that can be 
thrown out. 
 
--  This could be helpful.  As already noted, one issue is time; how can they make it as quick, painless, 
and seamless as possible?  As for incentives and enforcement, punishing people would not be a good idea.  
Incentives of providing information and health coverage would be better.  And if there are incentives 
rather than adverse consequences, the policy language should not say the travel "must" be reported 
because that inevitably raises the question of what the penalty will be if it is not.   
 
 Professor Cramer suggested that an incremental approach might be desirable, emphasizing the 
benefits available from pre-reporting, and making the amount of mandatory information requested the 
minimum possible to reduce time required to fill out any form.  He thanked Dean McQuaid for joining the 
Committee. 
 
3. Discussion with President Kaler 
 
 Professor Cramer next said it was his honor to welcome to the Committee for the first time the 
16th President of the University, Eric Kaler.  He asked for a round of introductions. 
 
 President Kaler began by saying that he would repeat what he has said many times already:  He is 
thrilled to be back at the University.  It is an exciting time for the University, an institution with great 
strengths, and there is much work to do to move it forward.   
 
 The President said, apropos of the role of faculty governance in consultation, that he is a very 
consultative person who wants advice and who learns more when his mouth is shut than when it is open.  
He wants opinions and this Committee will be valuable in providing them.  Having said that, he 
continued, the Committee will learn several things about him.  He will consult, but not to the point of 
paralysis; he will obtain as many points of view as possible but believes it is necessary to pick up the pace 
at which the University executes decisions.  There will be times when this Committee's leadership will let 
him know that he must touch bases again.  But the institution needs to move forward and he would like to 
avoid over-analysis (a point he has made with the senior officers as well—the potential for over-analysis 
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is not limited to governance).  He said he looks forward to working with the governance system and will 
have an open door for opinions.  He surmised, however, that he will make decisions that at least one 
member of the Committee will disagree with. 
 
 The opportunities at the University are enormous and it brings great resources to the state.  The 
President said he believes it is possible to have a conversation about the University of Minnesota being 
one of the great public research universities in the country—it already is and its programs are as good as 
or better than programs at any number of its peers.  The University is very good but, in Minnesota 
fashion, does not talk about its excellence.  He will be a cheerleader, and his doing so will translate into a 
higher national reputation for the institution, which in turn will allow it to draw students from across the 
country.  He said he also has high aspirations for the University's international reputation.  He said he has 
been struck by how much the University does internationally and he observed that few institutions have 
the range of programs that Minnesota does; that makes it possible for the University to help change things 
around the world.  
 
 Committee members discussed with the President a recent newspaper op-ed piece and the 
University's response (the op-ed criticized the University for having too many administrators but the 
numbers cited were inaccurate).  President Kaler said he learned long ago not to argue with people who 
own printing presses, a lesson multiplied by the world of blogs.  The University cannot stay ahead of the 
web, the damage is done, and if it tries to put facts in context, people do not read the responses.  The 
overarching issue is distrust in what the University has done, which is related to the general distrust of 
public employees by some. 
 
 Professor Chomsky said, with respect to governance, that the President would find sympathy 
around this table with the proposition that timely action is necessary and that consultation can and should 
occur without preventing that, but at the same time there must be a real sense of consultation before a 
decision.  Reflecting on missteps that have sometimes occurred in the past, she said she would urge two 
things.  First, ensure that his attitude and practice of consultation is followed by all the central 
administrators.  Second, consult early in the decision process; this Committee, among others with whom 
the President might speak, can help shape things effectively.  The Committee has worked toward having 
more opportunities, informal as well as formal, in order to facilitate consultation, which includes not only 
providing advice to the administration but also helping to spread the word about new ideas to the broader 
faculty.  The Committee will understand that it will not always agree about the decisions; Committee 
members themselves have different views.  Consultation is about knowing that the voices were truly 
heard.   
 
 President Kaler agreed and said that consultation will be meaningful.  He must bring ideas that he 
genuinely wants views about, and he and the Committee will find a pace that works.  His vice presidents 
also understand the need for that engagement.  There are some items (e.g., the budget) where there are an 
enormous number of views, and which can be talked about a great deal, but at the end of the day he has to 
make a decision.  He can also talk about the decisions he has made, he added.  He assured the Committee 
he will consult in a planful and meaningful way. 
 
 One question from the coordinate campuses, Professor Fitzakerley said, is about consulting on the 
larger picture.  What is his strategy for consultation with faculty who are spread out beyond the Twin 
Cities campus?   
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 The President said it is a good question and that he doesn't have a powerful answer.  One way is 
through this meeting.  Another is through frank faculty discussions with the chancellors, because there 
will be issues in governance that are more important to the Twin Cities faculty—and vice-versa.  He said 
he would try to be sensitive to times when it is especially important that coordinate campus faculty be 
involved in a discussion.   
 
 Professor Hayes said that one issue she is concerned about, in watching the legislature, is the 
University's inability to move opinion.  She said she is convinced there is a need for better public relations 
and a better public image for the University to help citizens understand what it is, and its importance in 
economic growth in the state in the future.  This is an era when some public universities will go down, but 
we do not want Minnesota to be one of them.  Good public relations will be key in a many-part strategy to 
ensure the future of the University;  alumni and donors will be more likely to support the institution, and 
as well as the legislature.  President Kaler agreed and observed that the scale of the State of Minnesota 
works to the University's advantage because the University is a big and important part of a state that is 
small enough that all of the decision-makers are accessible.  The University has a great story and it is 
sometimes baffling that it gets beat up on the size of the administration but is not recognized for its work 
in agriculture, health care, law, and so on.  The public conversation now is centered on "gotchas" rather 
than celebrating accomplishments.  Professor Hayes said that the University needs to lay a foundation 
through the media so people feel good about it.  If their constituents support the University, the legislature 
will be more likely to support it, too. 
 
 Professor Bearinger commented that there are many faculty members who want to be advocates 
for the University but feel they do not know how to do so.  People are afraid they will say the wrong thing 
or worry about trying to represent the institution.  There is need to empower the base.  President Kaler 
said there are ways to do that, but faculty and staff have day jobs at the University and there are state laws 
governing the use of institutional resources.  The University must be mindful of how it approaches this 
opportunity.  Professor Bearinger agreed that there is a balance and that the University does not want a lot 
of independent faculty groups lobbying on behalf of their own interests.  President Kaler recalled that 
they had an "Albany Day" at Stony Brook, where they took about 1,000 people to Albany so legislators 
could learn about SUNY Stony Brook. 
 
 Professor Cramer asked for an update on the provostal and decanal searches.  President Kaler 
reported that the provostal search is well underway and building a list of prospective candidates that has 
many good names on it; he said he wanted to be sure that the list is as deep and broad as possible.  He 
said he hopes to conduct preliminary interviews in August, conduct on-campus interviews in September, 
and ideally have someone in place in January.  As for the Carlson School dean search, he and the Provost 
are putting together a search committee that will have broad representation from both inside and outside 
the University, given the relationships of the Carlson School with the business community.  In Dentistry, 
they are interviewing candidates for interim dean. 
 
 Professor Pacala asked the President how he would address the low opinion that the public seems 
to have of public employees.  In the case of the University, President Kaler said, the only way to do so is 
to be honest.  It might be possible, for example, to identify a faculty member who is teaching one class 
per semester, who receives external funding, who has and supports graduate students, and who publishes.  
Once all the responsibilities are lined up, any objective person would say that that is more than a full-time 
job.  Such examples could be identified by disciplinary areas.  Honestly portraying the work that people 
do is the best approach. 
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 Professor Ben-Ner asked the President to reflect on his goal of revisiting the way the University is 
run and the relationship between the colleges and central administration.  If one were to look at the 
University as if it were a business (which has some drawbacks for a university, but is nevertheless one 
way to look at things) the President said, the deans should be the Chief Operating Officers of the colleges, 
responsible for what they do in delivering the "product" and raising the revenue the college needs.  There 
will be higher expectations of deans, he said, and they will need to be more outward looking and more 
entrepreneurial.  There is a circadian rhythm to the debate about centralization versus decentralization, 
President Kaler observed, but said he believes that some activities that have been decentralized have led 
units to compete with each other for students, and in some cases colleges may have taken on tasks from 
the central administration because of a lack of service—and the institution might be better off if the tasks 
were more centralized.  He said he would look at the issues carefully. 
 

Professor Bearinger said she was glad to hear President Kaler's thoughts on what she termed 
"parochialism" within the University that contributes to hesitancy in communicating its value and 
success.  She related that the Committee had just heard a report about possible redundancies in services 
within administrative units.  So, for example, the current situation of having "in-house" communications 
services within each administrative unit (as well as within many of the colleges) could contribute to the 
faculty and various units not being on message.  Also, as a faculty member, it is difficult to know how to 
make the University aware of what the faculty are doing and to have a consistent message within and 
across units.   

 
President Kaler agreed strongly that it is clear that everyone is not on message.  He said he has 

observed the University with keen interest over the last six months and has seen mixed messages coming 
from it; it has appeared defensive and risk-averse, and it appears that it does not have as significant a role 
in the community as it should.  Consistent with increased responsibilities for the deans, they will need to 
be more engaged in their communities as well.  The University should also not hide behind a 
"communications machine"; if there is a question, it should be answered.   

 
Professor Bearinger said that faculty members often lack the information they need to be on-

message.  For example, a faculty member provides grant funding for students, which would help create 
jobs and financial aid.  The President observed that the University has great leverage in what it gains for 
the state in terms of money and jobs.  If it believes that, it should calculate the state income taxes paid as a 
result of the University's presence; that also can demonstrate the University's value.  Before he joined the 
meeting, Professor Bearinger commented, the Committee had a discussion about how faculty members 
should report on global travel; one advantage of a reporting system would be that the University might 
have a better ability to talk about its global impact. 
 
 Professor Luepker remarked that the discussions recently have focused on the legislature and the 
budget, but the state funds are only a fraction of the University's budget.  Two other major legs are tuition 
and philanthropic support.  What are the President's views on those two?  The President said that 
unfortunately the University had to increase tuition to retain quality.  He said he thought President 
Bruininks' proposal to split the cost of the reductions about one–third to students (tuition increases) and 
two-thirds to the institution (budget cuts) was about right.  But that cannot go on forever, he pointed out; 
the University is already in the upper half of the AAU in total cost for students.  The University has to 
control costs and increase financial aid.  The hallmark of public higher education is access for qualified 
students, and he has met with 15-20 donors and anticipates that financial aid will continue to grow.   
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 Professor Luepker asked the President about his thoughts on the privatization of certain colleges.  
President Kaler said the Law School is the easier case to understand because it is similar to what has 
occurred with law schools at some of the University's peer institutions.  The privatization can help with 
fund-raising.  In the case of the Carlson School, he is not opposed, he said, but the School will need to be 
extraordinarily mindful about access and must be available to all who can go there. 
 
 Professor VandenBosch said that the President started his remarks with discussing the 
University's comprehensive portfolio, and what is important to her in this regard are the interdisciplinary 
possibilities.  He had then talked about centralization and the budget model, which can create a barrier to 
interdisciplinary work, including teaching.  How can this conflict be resolved?  The simple answer, the 
President said, is that more money has to be put into interdisciplinary activities.  It must be recognized 
that the budget model drives certain behaviors, not all of which the institution wants, so it must create 
incentives for interdisciplinary work.  An investment in infrastructure can facilitate interactions, as, for 
example, in providing a scientific instrument that many researchers might share.  The administration can 
also provide seed grants to permit an interdisciplinary team to work for a year to carry an idea forward.  If 
there is external funding for interdisciplinary work, it should be spread appropriately across units.  In the 
case of unfunded areas, the issue is scholarship:  The scholars in the field must recognize it as scholarship.  
The biggest danger of interdisciplinary work is not financial, it is for a faculty member going outside the 
discipline into different fields.  One needs to be more accepting of interdisciplinary research; after all, the 
President observed, many current disciplines did not exist 100 years ago. 
 
 Professor McCulloch said that a number of comments both by President Kaler and members of 
the Committee revolved around communication, about what people need to know, how to get information 
to people who need to be advocates, and the like.  She asked him to comment on public engagement and 
making a difference in communities.  President Kaler said the issue is making sure the University has the 
organization needed to respond honestly and effectively to challenges and questions.  This is where deans 
play a role in making sure they support good investments. 
 
 Professor Cramer thanked President Kaler for joining the meeting and adjourned it at 3:15. 
 
      -- Gary Engstrand 
 
University of Minnesota 
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