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Peat, Marwic~, Mitcnell & Co. (Peat Marwick) is pleased to submit our 
report wnich addresses the functional organizat~on ot the central 
administration and the Twin Cities campus. This report is organized 
into two major sections: 

1. The Context tor Functional Reorganization - This section 
contains an overview of tne environment witnin wnich th~s 
study was underta~en, specifically referencing "A Commitment 
to Focus" and President Keller's May 6, 1':185 letter to tne 
Soard of Regents, whicn aescribes possible organizational 
changes in tne University's administrative structure. A 
brief discussion about tne merits/pitfalls ot a 
decentralized/centralized approach to systemwide 
administration is included. We also discuss the parameters 
within which we undertook this study. 

11. Findings and Recommendat~ons - The second section ot this 
report summarizes our observations regaraing the senior 
administrative functions performed at central administration 
as well as the academic support and nonacademic tunct~ons on 
tne Twin Cities campus. Recommendations for realignment and 
redefinition of tnese functions are included in narrative and 
tabular form. 

In addition, there are two appendices: one contains, in matrix torm, 
a detailed accounting ot the realignment ot various functions at 
central administration and on the Twin Cities campus; and the other 
presents an alternative functional reorganizat~on model wnicn was 
presented, and subsequently, rejected in concept by the Task Force on 
Multi-Campus Organization Issues on April 10, 1':186. 
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I - THE CONTEXT FOR FUNCTIONAL REORGANIZATION 

One of the avowed goals of the University of Minnesota, articulated in 

President Kenneth H. Keller's "A Commitment to Focus," is to be 

considered among the top five public institutions of nigher education 

in the country. Dr. Keller nas articulated tnat a concerted effort 

must be made to identify those programs which support the University's 

role as an "international research university, a land-grant 

institution and a metropolitan university" ("A Commitment to Focus," 

p.2), and to ensure these programs are ot the hignest quality. He and 

his colleagues also believe balance is critical; that is, the proper 

equilibrium and articulation must be developed between undergraduate, 

graduate and professional education, as well as teaching, research and 

community service. We believe that in order to acnieve quality and 

balance among program offerings, careful planning and deft execution 

are required. Particularly germane-to this study are the impl~cat~ons 

this educational philosophy/thrust has for the manner in which the 

University is structured functionally. 

In a May 6, l~dS letter to the Board of Regents, President Keller 

identified tne goals he believed a new administrative structure should 

accomplish. These include: 

• effective integration of planning and budgeting, serving as 

the foundation for everyday choices ot the University; 

• development of policies and actions which guard the primacy 

of academic priorities; 

• development of a senior management structure which supports 

tne increasing demands on the President to balance internal 

and external obligations effectively; 

• development of a campus system which ensures conesive 

programmatic development, standards of quality and fiscal 

responsibility; 
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• increased autonomy of the campuses to foster the development 

of local initiatives and to alleviate tne burden on central 

administrators; 

• development ot a clear understanding of the relationship and 

role of campus and system administrators; and 

• development of an organization structure which is sensitive 

to the increasing diversity of sources of support, and 

opportunities and expectations for technology transfer. 

These precepts, coupled with our experience in applying organ~zational 

concepts to multicampus systems, serve as the basis for our 

recommendations. 

BALANCING SYSTE~IDE AND CAMPUS 
RESPOl'iSIBILITIES IN A M.ULTICAMPUS SYST~M 

Too often, the complexity ot administering tne day-to-day operat~ons 

of a multicampus university system interferes with systemwi~e 

coordination activities, policy generation, implementation and 

evaluation, and strategic planning efforts. This is particularly true 

for a system witn a flagship campus, where tne flagsnip often 

dominates the time and attention of those witn systemwide 

responsibilities. 

The dilemma that multicampus system administrators frequently tace is 

now to exercise strong leadership without stitling the initiative of 

campus chief executive officers and tneir managers, forcing them to 

manage at the level/complexity of tne flagsnip or failing to recognize 

their unique niche/contribution to the system as a whole. This 

situation is exacerbated at tne University of Minnesota, a system tnat 
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includes among its five campuses four distinct types of postsecondary 

institutiQns: a research university; a comprehensive university; a 

liberal arts college; and two, two-year vocational and technical 

colleges. 

The current organization structure of the University of Minnesota 

systemwide administration necessitates that the Presl.dent and nis 

cadre of vice presidents make decisions across a broad and technical 

spectrum, often regarding issues that range from important to banal. 

In addition, each has responsibility for central administrative 

matters as well as "line" responsibility for various program and 

service components of the Twin Cities campus. In essence, therefore, 

each of these managers wears "two hatsn and, as a consequence, the 

University functions in a matrix organization culture to a significant 

degree. This approach is unusual. ~ost state university systems 

operate in a mode that clearly delineates, in theory at least, 

systemwide responsibility for policy and planning from that of 

day-to-day management and operations of a campus. 

In addition to this very basic issue of management style and 

autnority, most system heads are vexed with the decision of whether to 

operate in a centralized or decentralized mode; that is, whetner it is 

preferaole to direct and control activities, policies and plans from 

the "top down" of an administrative structure which "holds the reins 11 

of the campus caief executive officers, or to give the campus chief 

executive officers the power and responsibility to hold tneir own 

reins witnin tne parameters of a carefully developed set of policies, 

procedures and plans at the central administration. 

In our opinion, a greater degree of decentralization is necessary at 

the University of Minnesota to prevent systemwide administrators from 

becoming overloaded with tactical problems which should be addressed 

at the campus level, thereby permitting them to ·concentrate on tne 

strategic management of the University system as a corpus. These 

systemwide administrators must be astute in tne level of 
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decentralization wnicn is granted, however, so as to not jeopardize 

the cohesiveness of the University system. The University must 

carefully determine what responsibilities should reside within central 

administration, as well as those whicn should be left to campus-level 

initiatives. 

In general, tnere are compelling reasons for maintaining a certain 

degree of centralized authority in a multicampus system. For example, 

limited resources pronibit duplication of systemwide and flagship 

administrative structures and services. A centralized system provides 

the infrastructure for greater coordination and cooperation between 

campuses, an ability to snift resources wnen necessary, and greater 

consistency in systemwide mission, image and programs. Most 

importantly, a centralized system provides codification of polic~es 

and procedures wnicn can be routinely applied and measured. 

We believe strongly that there needs to be a blending of the 

centralization/decentralization stance; although we support the 

movement towards decentralization at the University, we strongly 

recommend that this movement be undertaken within the context of a 

system of internal controls and checkpoints designed to monitor the 

progress of campus managers as they carry out their responsibilities. 

Accountability is the key; within the broad precepts established by 

the systemwide administration, campus administrators should carry out 

their work and be held accountable for implementing systemwide 

policies and procedures and meeting predetermined goals. Performance 

appraisal systems and responsibility center budgeting programs would 

have to be designed and implemented. Formal programs such as these 

would provide systemwide administrators a c~nsistent and egalitarian 

way in whicn to assess incumbent and campus "progress11 within the 

system. 
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PARAMETERS OF THE STUDY 

The scope of this particular review is limited to an assessment of the 

functional organization of the University. This review specifically 

excludes detailed organizational assessment encompassing staffing 

levels, capability of incumbents, or the financial implications of 

functional realignment. Rather, our charge was to suggest, 

conceptually, how functions (not staff) should be distr~buted to 

support the movement towards decentralization and the achievement of 

goals articulated in "A Commitment to Focus." 

We were directed to exclude any review of the structure or operations 

of any of the academic units, schools or colleges; rather, we were 

requested to limit our scope solely to the academic support and 

nonacademic functions currently clustered under the aegis ot the 

Office of the Vice President for Academic Affairs, who also serves as 

the Provost of the Twin Cities campus. The areas we aadressed in some 

detail included the Offices of the President, Vice President for 

Academic Affairs, Vice President for Finance and Operations, Vice 

President for Institutional Relations and the Vice President for 

Student Affairs. 

We employed two metnods for the conduct of this functional 

organizational analysis. During tnis academic year, we were involved 

in studying the feasibility and desirability of decentralizing 

operations in selected nonacademic functional areas of the 

University. As a consequence, we collected considerable information 

in formal interviews at the central administration and the coordinate 

campuses. In addition, we conducted a series of informal sessions 

with small groups on a function-by-function basis and met regularly 

with the Task Force on Multi-Campus Organization Issues assigned to 

monitor and give input to this study. 

While we believe the conceptual framework we suggest goes far to 

support institutional priorities such as "A Commitment to Focus," 

increased operating autonomy for the coordinate campuses, integration 
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of planning and budgeting and accountability and responsibility center 

management, we caution that the scope ot our work could only generate 

recommendations at the macro-level. 

We recommend that implementation of the conceptual framework put forth 

within this paper be preceded by a tnorough organization review of 

each central and Twin Cities campus function. For example, faculty 

must be consulted within the context of academic unit organization. 

The formal relationships between the vice presidents and the 

chancellors and Deputy Chancellor must be clearly articulated across 

the broad spectrum ot system responsibilities and functions. 

Formalization of the role and authority of the Management Committee 

and President's Cabinet must take place. 
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II - FUNCTIONAL ORGANIZATION ANALYSIS AND RECOMMENDATIONS 

As we articulated in the first chapter of this report, the University 

of Minnesota is committed to becoming one of the top tive public 

institutions in the country. The challenge for the University is to 

learn to adapt to a rapidly changing environment and to eftect change 

in certain fundamental operations which are anchored in its very 

roots. It is certain, however, that without fundamental and 

well-conceived changes to the basic functional organization of the 

University, the University will not be able to achieve its short term 

objectives and long-term goals. 

The University is currently inventorying its internal strengths and 

weaknesses. We perceive that among its strengths are: a strong and 

diverse campus system; a strong work ethic and dedication among its 

faculty and staff; the existence of a sound, strategic direction tor 

future operations; and a demonstrated planning process which has 

successfully identified and supported academic priorities in a time of 

retrenchment and constrained resources. 

The University must utilize these many and diverse strengths to 

overcome the panoply of challenges wnich confront it. Specifically, 

the University must: 

• create a comprehensive and meaningful planning process which 

meshes with the budget process and guides tne tactics/daily 

operations of the University; 

• decentralize routine campus operations, freeing Key central 

administrators from day-to-day campus management, allowing 

tnem to support the President as he focuses on institutional 

priorities and planning; 

• delegate responsibility tor all Twin Cities operations to the 

Chief Executive Officer of the campus; 
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• develop a structure which supports accountability of 

managers, support staff and faculty; 

• create an environment which encourages and fosters local 

initiatives, resulting in an improved student experience and 

a strengthening of the campus system; 

• coordinate external constituency relations, address the 

strategic needs of the University and conduct a successful 

capital campaign; 

• mesh student development activities with academic programs on 

an on-going basis; and 

• enhance the responsiveness of the University to student and 

alumni needs. 

The succeeding sections of tnis chapter identify the changes required 

to address these challenges. Kecommended functional organization 

realignments within the following areas are presented in some detail 

in the following order: 

Senior Management 

Office of the President 

Academic Affairs 

Finance and Operations 

External Institutional Relations 

Student Affairs 

Twin Cities Campus Operations 

In addition, there are two appendices. 

• Appendix A contains a matrix which summarizes our proposed 

realignment of functions; and 
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• Appendix 8 displays an alternative model of organization 

reviewed by the TasK Force on Multi-Campus Organization 

Issues. The TasK Force ultimately reJected the concepts 

inherent in this model. It is, theretore, included tor 

information purposes only. 
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---- ------------- -- - -----------------------

A. SENIOR MANAGEMENT ORGANIZATION 

We begin by proposing several substantive changes to the 

University's current senior management structure. These are outlined 

on the table of functional organization on the facing page. A review 

of these realignments will provide the framework for the 

recommendations articulated in subsequent sections of this chapter on 

a function-by-function basis. 

Highlights of our proposed changes to the configuration of senior 

management include: 

• Creation of a central Office of Planning and Budgeting 

responsible for the facilitation and coordination of 

institutional planning, research and budget development 

functions, under. the direct control ot the President. 

• Creation of the position Executive Vice President for 

Academic Affairs, identifying this position as the chief 

academic officer of the system. 

• Establishment of an Academic Vice President position to 

coordinate the operations and academic program planning of 

all non-Health Sciences and Agriculture academic units. This 

position will report to the Executive Vice President for 

Academic Affairs, along with the Vice Presidents for Health 

Sciences and Agriculture. 

• Retitling of the existing Provost position to that of Deputy 

Chancellor of the Twin Cities campus. This model delineates 

that the Deputy Chancellor will assume operational 

responsibility for all Twin Cities functions. 

• Reduction in the span of control ot the existing Vice 

President for Finance and Operations, focusing this Vice 

President's efforts on systemwide internal financial and 
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administrative functions. To accomplish this, all Twin 

Cities campus operations currently reporting to this Vice 

President will be moved under the Deputy Chancellor and all 

external functions will be aligned with Institut1onal 

Advancement. To reflect the new scope of this Vice 

President's responsibilities, we recommend retitl1ng this 

posi~ion to Executive Vice President for Finance and 

Administration. 

• Establishment of an Office of Institutional Advancement, 

reporting at the Vice Presidential level, that will assume 

responsibility for liaison with external University 

constituencies. This function would include the extant 

institutional relations function as well as: 

ORTTA (excluding grant and contract accounting) 

Development 

Alumni Relations 

Institutional Communications 

• Retitling of the position·of Vice President for Student 

Affairs to Vice President for Student Development. This 

title underscores the primacy of the quality of student lite 

throughout the system and reaffirms the importance of student 

recruitment and retention activities. In addition, this 

office would be responsible for the integration of student 

development activities into the overall academic program. 
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We believe that the recoUlUlendations cited in the previous 

paragraphs provide the senior-level administrative framework required 

to support the University. There are a number of advantages to these 

various functional realignments. The model: 

• stratifies the existing "flat" senior management structure 

and recognizes the criticality of the academic, financial and 

administrative functions of the University; 

• affirms the position of Executive Vice President tor Academic 

Affairs as the chief academic officer of the system, and 

creates a formal reporting structure to support and integrate 

academic planning processes; 

• creates the span of control necessary tor tne Deputy 

Chancellor to assume responsibility for Twin Cities campus 

operations; 

• provides the coordination of external constituent relations, 

required to address the system's diverse sources of support 

and need for increased technology transfer; 

• creates a reasonable span of control for the Executive Vice 

President for Finance and Administration, allowing him to 

tocus on the internal systemwide fiscal and administrative 

operations of the University; 

• recognizes the President as the chief planning otficer and 

the centrality of the planning, institutional research and 

budget functions; and 

• reaffirms student development as a systemwide function, 

recognizing the critical contribution to tne reputation of 

the system. 
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B. OFFICE OF THE PRESIDENT 

Of utmost importance to the implementation of any organizational 

change at the University of Minnesota is a clear understanding of the 

role and focus of tne Presidency. The role of the president varies 

from institution to institution and is often based upon the skills, 

interests and background of the incumbent and the natur~ of current 

institutional priorities. In some institutions, the role is 

predominantly that of chief operating officer, in others that of a 

chief executive officer. The complexity of defining the President's 

role is increasingly exacerbated by decisions concerning how the 

incumbent should allocate time between internally dr~ven activities 

and those generated by external sources. 

· At the University of Minnesota, it is clear that the President 

will be required, over the next several years, to spend considerable 

time implementing "A Commitment to Focus." Our model of functional 

organization is designed to ensure that the President will maintain 

control over internal operations, while concurrently treeing nim to 

address external audiences. We have recommended the creation of an 

Office of Planning and Budgeting reporting directly to the President. 

Tnis will enable the incumbent to have direct access to information 

and research capabilities as well as provide him direct control over 

strategic and tactical planning. We have freed the Vice Presidents 

from many time consuming Twin Cities campus operating 

responsibilities, thereby enabling them to act as staff to the 

President in managing and coordinating system activities. We nave 

tormulated an Institutional Advancement function which will coordinate 

and facilitate the President's external activities. And finally, we 

have identified the Deputy Chancellor as responsible for all Twin 

Cities campus operating responsibilities, freeing the President from 

day-to-day operations. 

Within the Office of the President per ~, we foresee one 

substantive organizational realignment -- tne formation of the Uffice 

of Planning and Budgeting. 
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Office of Planning and Budgeting 

The basic theme for current planning activities has its genesis in 

"A Commitment to Focus." Currently, the M.anagement Committee, 

which consists of the President, Vice President for Academic 

Affairs, and the Vice President for Finance and Operatlons, makes 

decisions on the utilization of resources and the preparation of 

plans and budgets. The Assistant Vice President ot MPIS and the 

Assistant to the President for Planning serve as staff to the 

M.anagement Committee. In the future, we propose that tne 

President's Cabinet address planning and resource utilization 

issues. 

The development and construction of the budget is a function 

shared principally by the Budget Oftice and MPIS, both of whlch 

report to the Vice President for Finance and Operations. 

Assistance is provided by the Vice President for Institutional 

Relations, but is limited mostly to matters concerning the 

Legislative Request. 

The extant structure separates responsibility for facilitating 

strategic and operational planning from the preparation of the 

institution-wide operating budget, and from the development of the 

Legislative Request. The reason this structure nas historically 

worKed is accomplished through informal organization, 

accommodation and custom. As incumeents retire and management 

styles change, such a fragmented approach will only serve to 

impede the development and implementation of an integrated 

planning and budget process. 

We recommend, therefore, that the University establish a 

consolidated Office of Planning and Budgeting which would 

additionally assume primary responsibility tor coordlnating 

systemwide institutional research activities. This office would 

serve in a staff capacity, as a tacilitator of planning, budgeting 

and research activities. Actual development of plans, budgets and 
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tne execu~ion of researcn activities would continue to be 

performed at tne operational levels of tne University. Th1s 

office will serve as the focal point for tne development and 

distribution of statistical or financial data to external agencies. 

The functional table on the facing page illustrates tne key 

responsibilities and functions included in tnis office. 

As we indicated earlier, we recommend tnat this office report 

directly to the President of tne System. We cite tne following 

reasons: 

• The President is both the Chief Planning and Budgeting 

Officer for the System; 

• The staff personnel coordinating systemwide planning would 

have tne imprimatur ot the President's office and theretore 

be effective in guiding the annual and periodic planning and 

budgeting processes; 

• There is no Vice President under whicn planning can be 

positioned without the perception tnat inherent oiases would 

emerge depending on the scope of tne incumbent's functional 

responsibility (i.e., fiscal, academic, facilit1es); 

• Positioning under and close involvement of the President will 

send very clear signals througnout tne ent1re organization 

that planning and budgeting are no longer abstract, mutually 

exclusive processes, but ratner closely linKed, inst1tutional 

priorities. 
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C. EXECUTIVE VICE PRESIDENT FOR ACADEMIC AFFAIRS 

The University has traditionally considered the Vice President for 

Academic Affairs "the first among equals" within tne vice presidential 

staff. To highlight the centrality of certain academic programs to 

its mission, the University has created a Vice President for Health 

Sciences position and a Vice President for Agriculture position. 

While this is a pattern in many comprehensive state university 

systems, it is our experience that this academic troika maKes academic 

planning and coordination difficult. It is questionable that any 

substantive or cohesive programmatic planning can take place without 

the tull cooperation and consensus of this triad of academic vice 

presidents; if cooperation breaKs down among these vice presidents, 

then planning efforts potentially can grind to a nalt or, worse, 

produce conflicting goals and objectives. 

As depicted in the table on tne facing page, the creation of an 

Executive Vice President for Academic Affairs will create a reporting 

structure which clearly recognizes one chief academic officer for the 

system. This chief academic officer must be fully responsible for the 

quality of academic programs throughout the system and ensure 

complementary, nonduplicative programs at the various campuses. 

In order to create a manageable span of control for the Executive 

Vice President, we recommend the creation of a newly configured 

position of Vice President for Academic Affairs to oversee tne 

non-health science and agriculture units. This position would 

oversee and coordinate all personnel actions, planning activities and 

iRterschool programs for these academic units. It should be noted 

that it is possible that more than one person could carry out the 

responsibilities associated with this position (e.g., separate Vice 

Presidents for Graduate Studies, Arts and Sciences etc.). However, 

for the purposes of this study, we designated only one Vice President 

to fill this role, although we recommend tnat this issue be g4ven 

further consideration. 
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It is the University's intention that the Executive Vice President 

of Academic Affairs serve also as Deputy Chancellor of the Twin Cities 

campus. Based upon our experience with multicampus systems, it is 

unusual for a systemwide chiet academic officer to serve concurrently 

as the chief operating officer of the flagship campus. We recommend, 

therefore, that the University carefully assess the ability of one 

individual to effectively fulfill the responsibilities associated with 

both systemwide academic affairs and Twin Cities campus operations. 
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D. EXECUTIVE VICE PRJ::SIDENT FOK FINANCE AND ADMINISTRATION 

At present, the Office of the Vice President for Finance and 

Operations oversees a vast array of services. The office LS 

characterized by a large span of control; currently, there are ten 

line and two staff (excluding administrative support) posLtions 

reporting to. the Vice President. The ten line positions encompass 

approximately twenty-four separate functional entitLes. 

Of these twenty-four functions, nine are related to the Twin 

Cities campus while fitteen are systemwide functions. In addition, 

although the majority of the Vice President's responsibilities are 

related to internal operations, the Vice President is also responsLble 

for two units which focus on external affairs: Development and ORTTA. 

Our proposed ~unctiona! realignment attempts to: 

• establish a clear separation of Twin Cities campus and 

systemwide responsibilities resulting in the transfer of Twin 

Cities operations to the office of the Deputy Chancellor; 

• reduce the Vice President's span of control, permitting tne 

incumbent to focus on systemwide, institutional policy and 

planning efforts; and 

• shift the focus of this office exclusively to internal 

operational matters, by realigning tne external relations and 

development functions currently in this office to another. 

To achieve these goals, we propose a realignment of current 

functions reporting to this Vice President. It is our belief that 

this realignment can only be accomplisned if the role of the Deputy 

Chancellor is clearly recognized as that of the chief operating 

officer of tne Twin Cities campus. Otnerwise, tnLs Vice President 

will be required to continue oversight of current Twin Cities 

operations. 
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As a result of this realignment, seven line personnel responsible 

for approximately eleven functional areas would report directly to the 

Vice President. 

Tne table of functional organization on the facing page depicts 

the realignment of the office of the Executive Vice President for 

Finance and Administration; we have changed this Vice President's 

title to Executive Vice President to reflect tne importance of tne 

financial operations of the University, as well as this position's 

role on the President's Management Committee. A summary ot the 

functional realignments we propose follows. 

Functions Transferred to Other Functional Entities 

• MPIS - The office of Management Planning Information Services 

would be incorporated into the Office of Planning and 

Budgeting. 

• Budgeting - The Budget Office would also be incorporated into 

the new Office of Planning and Budgeting. 

• ORTTA - The Office of Research and Technology Transfer 

Administration would be transferred to the new Ottice of 

Institutional Advancement. We recommend, however, that 

sponsored projects accounting activities oe moved to the 

Office of Accounting Records and Services, which in turn 

would report to the Executive Vice President tor Finance and 

Administration. 

• Development and Alumni Relations - These externally-oriented 

functions would be incorporated into tne newly created Office 

of Institutional Advancement. 

• The following campus-based functions would be transferred to 

the Deputy Chancellor of the Twin Cities campus: 
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All physical plant functions, with the exception of 

Engineering and Architecture and Construction 

Management, which would be incorporated into the 

Physical Planning Organization.* 

Operational aspects of Civil Service Personnel, 

including the four Twin Cities campus personnel offices. 

Bursar and Student Accounts Receivable. 

All current support services including technical 

services, transportation and parking, bookstores, 

housing, printing and graphic services, and food 

services. 

• Housing, which currently reports jointly to the Vice 

President for Finance and Operations and the Vice President 

for Student Atfairs, would be placed under the auspices of . 

student development. 

Functions Transferred From Other Functional Entities 

• ID Card Generation - This function, which is currently the 

responsibility of the Office ot the Vice President tor 

Student Affairs, would be incorporated into Administrative 

Information Services (AIS). This realignment is due to the 

systemwide nature of this function and its reliance on 

systems tecnnology. 

• Academic Personnel - The systemwide administrative aspects of 

academic personnel would be merged witn tnose ot civil 

* A detailed discussion of the realignment of these functions 

can be found in tne Pnysical Plant and Planning Position 

Paper. 
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service personnel, forming a new Human Resources staff 

function with systemwide responsibilities •. Faculty hiring, 

promotion and tenure decisions would continue to be the 

prerogative of the academic deans. 

• Environmental Health and Safety - This function, which 

currently reports to the Boynton Health Services on the Twin 

Cities campus, would be aligned with insurance, risk 

management, and emergency preparedness to form a new 

functional clustering know as Risk Management. 
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E. VICE PRESIDENT FOR INSTITUTIONAL ADVANCEt£NT 

The University of Minnesota, like other institutions and systems 

of higher education, is confronted with increased competition tor 

fewer potential students. Like other institutions, it must operate 

within an environment of constrained resources. As a consequence, tne 

University must-begin to address more aggressively and consistently 

new sources of support, as well as undergird its efforts to tne more 

traditional sources of support and funding (i.e., alumni, 

corporations, foundations, etc.). Fortunately, because ot the strong 

reputation of the Twin Cities campus in the biological, physical and 

computer sciences, tne University has been among the forerunners of 

significant research and technology transfer. Our conclusion is that 

if the University is to be successful long-term, it must focus and 

coordinate the broad scope and spectrum of these external activities 

and constituencies. 

To accomplisn this end, we propose that the University cluster all 

externally directed functions in a new Office of Institutional 

Advancement, to be directed by a Vice President. Ironically, tnis 

recommendation parallels tnat of the Task Force on Higher Education 

and the Economy of the State which, in its report dated July 1983, 

recommended creation of a vice presidency tor external reiations. 

While this recommendation was not enacted at the time, we believe that 

our expanded concept of this recommendation is critLcal to the future 

success of the University's external relations. 
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. . 

The functions which the Office of Institutional Advancement would 

oversee are presented on the table of functional organization on the 

facing page. Included are: 

• Development and Alumni Relations - These external functions 

currently report to the Vice President for Finance and 

Operations. As we discussed earlier in this paper, the 

responsibilities of the Vice President tor Finance and 

Operations are being redirected toward internal, systemwide 

matters. We believe that as tne Univers~ty places increasing 

empnasis on broadening its funding base, it must closely 

coordinate its communication with various funding 

constituencies. Placement of these functions under the 

direction of one office, whose sole directive is external 

relations, will allow the Vice President for Institutional 

Advancement to control and integrate directly all external 

activities. 

• Constituent Relations - The inclusion of this function in 

this new office represents an expansion of the existing 

institutional relations function. We believe that this will 

facilitate control and coordination of information whicn is 

shared with the external environment and the system as a 

whole. Among the various constituencies Which this group 

would serve are: 

State Legislature 

Federal Government 

Alumni 

Prospective Students (in conjunction with and at the 

direction of enrollment management) 

Minnesota Tax Payers 

Business and Industry 

• Research Facilitation - This entity includes the functions of 

research administration and support, technology transfer, 

patents and licenses, and grant and contract administration 
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(excluding the accounting of same). It is intended that the 

Research Facilitation unit will function as a support group 

to the principal investigators, while assisting faculty in 

identifying research funding opportunities and developing 

successful proposals. This Research Facilitation unit will 

also serve as liaison with the multitude of funding agencies 

supporting University research efforts. Another critical 

charge of this entity ~s to foster and develop technology 

transfer programs. 

• Institutional Communications - This support function will 

serve to coordinate and facilitate all the University's 

external communications. For example, we foresee that this 

unit would be responsible for updating and facilitating the 

University's strategic marketing plan. This yet-to-be 

developed plan would represent one of the components of the 

University's emerging strategic plan. Let us make it clear 

that this strategic marketing plan would ~ be 

market-driven. Rather, it would be driven Dy the vision, 

goals, and objectives contained in "Commitment to Focus" and 

other documents which articulate long-term strategy. In 

addition, all public relations and publications efforts would 

be directed by this unit. 

We believe that the clustering of tnese various functions will 

enable tne University to portray and communicate a clear, cohesive 

image of the University's overall mission and ObJeCtives to all 

external constituencies. 
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F. VICE PRESIDENT FOR STUDENT DEVELOPMENT 

The quality of student life and the coordination of student 

development activities with academic programs are among the most 

critical challenges facing the University. Indeed, the need for 

significant improvement and coordination of such programs and services 

has recently been highlighted in a report formulated by the Task Force 

on the Student Experience. Specifically, the Task Force has described 

the need for a common philosophy and framework to integrate academic 

programs with student development activities. It recognizes that 

planning and coordination between academic affairs and student 

development must be realized throughout the system and the five 

campuses to provide a cohesive and comprehensive learning environment. 

We propose, therefore, that the existing role and concept ot the 

Vice President for Student Affairs position be substantially 

reconfigured. Currently the v~ce President for Student Affairs spends 

the preponderance of his time with the line operations of the Twin 

Cities Campus. This role has prevented the incumbent from focus~ng on 

overall, systemwide student development issues--~ssues which we 

believe are critical to the future success ot the Univers~ty. We 

further recommend that the title of the position be modified to that 

of Vice President for Student Development to undergird the emphasis on 

the on-going development of students as young adults and learners in 

an environment which successfully meshes the various aspects of 

student life with what goes on in the classroom. 

In order to provide time to focus adequately on student 

development, we believe the planning, policy, student outcome measure, 

and coordinating role of the Vice Pres~dent for Student Development 

must be divorced from the time-consuming, line role of managing the 

Twin Cities campus student services functions. This separation, ~n 

our opinion, will give the Vice President the opportunity to focus on 

new ventures with the Executive Vice President tor Academic Affairs. 

This, we believe would create a unified and cohesive meshing of 

undergraduate programs and student support and development services. 
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As appears in the table on the facing page, we have aligned the 

planning policy, student outcome measure, and coordinating 

responsibilities of the Vice President for Student Development into 

three primary clusters. These clusters represent, if you will, the 

input-process-outcome continuum of higher education in general, and 

student development in particular. Student recruitment and enrollment 

management programs (input) serve to attract and recruit students to 

the institution, by effectively marketing tne inst~tution and ensur~ng 

that academic programs and campus life are accurately described to 

prospective students. The student life function is structured to meet 

the residential and extracurricular needs of students, with particular 

attention given to students with special concerns and bac~grounds. 

The primary goal of a student life program is to provide a comfortable 

and supportive atmosphere on campus, which encourages intellectual 

development and personal growth. Finally, student performance 

measurement programs (outcome) attempt to assess the intellectual and 

social progress made by students during their time at the University, 

and assist the institution in improving its recruitment and enrollment 

management, student affairs, and academic programs. 
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G. DEPlJrY CHANC~LLOR OF THE TWIN CITIES CAMPUS 

At present, virtually every system Vice President is responsible 

for some aspect of Twin Cities campus operations. This fragmentation 

impedes the ability of campus managers and system Vice Presidents 

alike to make timely and consistent operating decisions for the Twin 

Cities campus. It further makes accountability for Twin Cities campus 

operations difficult. We believe that Twin Cities campus line 

operations must reside with the Deputy Chancellor, and that this 

change will alleviate fragmentation in decisionmaking and reduce 

adm~nistrative overload currently experienced by central 

administrators who are wearing tne 11 two hats" to which we referred 

earlier in tnis report. We further believe that this realignment of 

day-to-day operational responsibility to the Deputy Chancellor w~ll 

improve the quality and legitimacy of the many decisions and actions 

which are required to manage a campus as complex as the Twin Cities. 

Delegation of tnese responsibilities to the Deputy Chancellor and his 

staff will put a greater degree of responsib~l~ty in the hands of 

those with the expertise, access to information, and time to deal with 

these issues effectively. This will also serve to localize 

accountability for the performance of campus operations and enable the 

Vice Presidents to concentrate more upon the ongoing development, 

implementation, monitoring, control and evaluation of systemwide 

policy and planning. 

In order to accomplish the segregation of certain systemwide 

functions from campus responsibilities at the Vice Presidential level, 

the Deputy Chancellor must be recognized as the cnief operating 

officer of the Twin Cities campus. In order to accommodate this 

concept, which ~s akin to that in operation at the coordinate 

campuses, there must be an infrastructure with a manageable span of 

control to support the Deputy Chancellor. As can be seen from the 

table of functional organization on tne facing page, we nave clustered 

the functions reporting to the Deputy Chancellor into five primary 

classifications, including: 
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Academic Units 

Academic Support Units 

Student Development and Services 

Campus Services 

Human Resources 

At this juncture, we need to underscore the fact that the scope of 

our review was directed primarily at the administrative functions of 

the University and did not include a detailed analysis of the academic 

units. Consequently we are not prepared to comment upon tne reporting 

relationships of the Twin Cities campus deans. We do believe, 

however, that an indeptn study of this area would yield significant 

opportunities for potential realignment ot academic units, colleges 

and schools and enaole a clear articulation of the roles and 

relationships of the Executive Vice President for Academic Affairs, 

tne Deputy Chancellor and the Twin Cities campus Deans. 

The academic support cluster 1ncluded in the table of functional 

organization has two primary functions. Academic and Cultural· 

Outreach encompasses all Twin Cities campus operations which provide 

services to or communicate witn external constituencies. Learning 

Resources is a new concept which groups academic support units which 

service various academic support programs. Included are academic 

computing, University libraries, reading and study skill centers, 

educational development and minority resource centers. These 

interrelated learning resources are currently aligned within both the 

student affairs and academic affairs units. Amalgamation of tnese 

various functions will, in our opinion, enhance the ability of the 

Deputy Chancellor to coordinate and integrate tne academic and 

academic support programs of the Twin Cities campus. 

Our model places responsibility for academ1c computing at each of 

the five individual campuses. On the Twin Cities campus, for example, 

responsibility for the operations of academic computing would rest 

within the Learning Resources unit. Our model further assumes that 
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the Office of the Executive Vice President for Academic Affairs will 

coordinate the planning and policy aspects of systemwide Academic 

Computing, and will work closely with the MIS Steering Committee to 

ensure coordinated planning and to limit costly duplication ot 

resources between campuses and, more importantly, between academic and 

administrative computing. The model we espouse for the Twin Cities 

campus is meant to be just that; that is, we do not propose that this 

be "the" definitive model for academic computing on tne coordinate 

campuses. 

Student Development and Services represents tnose Twin Cities line 

operations currently performed by the Office of the Vice President for 

Student Affairs. As stated previously within this report, we feel 

strongly that the Vice President should be divorced from tnese 

campus-directed activities so as to concentrate upon system matters. 

It is envisioned that a subordinate reporting d·irectly to tne Deputy 

Chancellor will assume responsibility for Twin Cities campus student 

development and services functions. 

Campus Services includes such operational functions as physical 

plant, security, bursar, and the various support services such as food 

service, parking, graphics and the like. 

Human Resources is comprised of those existing personnel functions 

which include the administration of the Twin Cities' civil service, 

professional and administrative personnel programs, as well as the 

administration of the faculty benefits program. This unit would 

direct the operations of the four existing Twin Cities campus 

personnel offices. It should be noted that decisions regarding the 

hiring, promotion and tenure of faculty and staff will be overseen by 

the Deputy Chancellor and appropriate Dean(s). 

Although we recommend the separation of the duties of the Ueputy 

Chancellor from that of the Executive Vice President for Academic 

Affairs and, consequently, recommend that two incumbents oe 

assigned--one to the position of Executive Vice President for Academic 
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Affairs and the other to the position of Deputy Chancellor--it is the 

University's intention to assign the duties of these two positions to 

one individual. Even with the structure recommended above, we believe 

senior management will need to assess carefully the extent to which 

one individual can assume successfully this broad scope of 

responsibility as we have described. 
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APPENDIX A 

This appendix illustrates the current and proposed alignment ot services. Our proposed alignment distinguishes 
between systemwide planning and coordination (staff), and campus operations (line) responsibility for appropriate 
services. Absence of a proposed alignment under either of the proposed columns signifies that the functions is either 
purely systemwide or campus-specific in nature. 

PROPOSED ALIGNMENT 
FUNCTION I CURRENT ALIGN~NT I Systemwide I Twin Cities 

Policy and Planning I Campus Operations 
I 

Admin Information Services Finance and Operations Finance and Administration Finance and Administration 

Internal Audit Finance and Operations Finance and Administration Finance and Administration 

MPIS Finance and Operations Planning and Budgeting 

Budgeting Finance and Operations Planning and ~udgeting Deputy Chancellor 

Physical Plant: 

Engineering and Architecture Finance and Operations Finance and Administration 

Construction Management Finance and Operations Finance and Administrat1on 

Maintenance and Operations Finance and Operations Finance and Administration Deputy Chancellor 

Utility Engineering Finance and Operations Finance and Administration Deputy Chancellor 

Physical Planning: 

Space Programming Finance and Operations Finance and Administration Deputy Chancellor 

Health Science Planning Finance and Operations F1nance and Administration 

Building Official Finance and Operations Finance and Administration 

Interior Design Finance and Operations Finance and Adm1nistration 

Land Use Planning Finance and Operations Finance and Administration 

Research Stations Finance and Operations F1nance and Administration 

Real Estate Finance and Operations Finance and Administration 

Investments and Cash Management Finance and Operations Finance and Administration 



FUNCTION 

Development 

Alumni Relations 

ORTTA: 

CURRENT ALIGNMENT 

Finance and Operations 

Finance and Operations 

kesearch Administration Finance and Operations 

Patents and Licensing Finance and Operations 

Technology Transfer Finance and Operations 

Grant and Contract Administration Finance and Operations 

Sponsored Project Accounting Finance and Operations 

Accounting Records and Services Finance and Operations 

Purchasing and Material Management Finance and Operations 

Treasury Finance and Operations 

Student Loan Collections Finance and Operations 

Bursar Finance and Operations 

Technical Services Finance and Operations 

Transportation/Parking Finance and Operations 

Bookstores Finance and Operations 

Housing (including dining halls) 

Printing/Graphic Services 

Food Services (nonresidence) 

Insurance and Risk Management 

Civil Service Personnel: 

Benefits 

Payroll 

Finance and Operations 

Finance and Operations 

Finance and Operations 

Finance and Operations 

Finance and Operations 

Finance and Operations 
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PROPOSED ALIGNMENT 
Systemwide I Twin Cities 

Policy and Planning I C~mpus Operations 

Inst1tutional Advancement 

Institutional Advancement 

Institutional Advancement 

Institutional Advancement 

Institutional Advancement 

Institutional Advancement 

Finance and Administration 

Finance and Administration 

Finance and Administration 

Finance and Administration 

Finance and Administration 

Student Development 

Finance and Administration 

Finance and Administration 

Finance and Administration 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Cnancellor 

Deputy Chancellor 



FUNCTION 

Compensation 

Records 

Personnel Offices 

Secretarial Employment 

R'ecruiting 

Admissions 

Orientation 

Financial Aid 

Student Employment 

Registration 

Scheduling 

Intercollegiate Athletics 

Student Conduct 

Athletic Academic Counseling 

Athletic Facility Coordination 

Information System Services: 

ID Cards 

Research 

Sys teau Development 

Data Entry 

Student Publications 

CURR~NT ALIGNMENT 

Finance and Operations 

Finance and Operations 

Finance and Operations 

Finance and Operations 

Student Affairs 

Student Atfairs 

Student Attairs 

Student Affairs 

Student Aftairs 

Student Atfa irs 

Student Atfairs 

Student Affairs 

Student Affairs 

Student Affairs 

Student Aftairs 

Student Affairs 

Student Atfairs 

Student Affairs 

Student Affairs 

Student Affairs 
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PROPOSED ALlGNHENT 
Systemwide I Twin Cities 

Policy iind flanning _ __I__ Campus _Qeerations 

Finance and Administration 

Finance and Administration 

Student Development 

Student Development 

Student Development 

Student Development 

Student Development 

Student Development 

Student Development 

Student Development 

Student Development 

Student Development 

Finance and Administration 

Planning. and Budgeting 

MIS Steering Committe~ 

Finance and Administration 

Student Development 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Deputy Chancellor 

Finance and Administration 

Deputy Chancellor 

Finance and Administration 

Finance and Administration 

Deputy Chancellor 

; 
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APPENDIX B 

ALTERNATIVE FUNCTIONAL ORGANIZATION 

The functional tables of organization which follow, represent an 
alternative structure which was reviewed by the Task Force on · 
Multi-Campus Organization Issues. This alternative was subsequently 
rejected from further consideration by the Task Force. It is included 
as an appendix to this report for informational purposes only. 

This alternative differs from the one presented in the body of this 
report in the following ways: 

• It does not include creation of Executive Vice Presidents. 

• The number of Vice Presidents remains the same. 

• Responsibility for operations of the Twin Cities campus would 
continue to be shared among tne Vice Presidents tor Academic 
Affairs, Finance and Operations, and Student Development. 

• The Deans' reporting structure on tne Twin Cities campus 
would remain the same. 

Elements common to both alternatives include: 

• Creation of an Institutional Advancement function• 

• Creation of an Office for Planning and Budgeting. 

• Retitling of the Vice President tor Student Affairs to Vice 
President for Student Development. 

• Reduction in the span of control in the Office of the Vice 
President for Finance and Operations, however, not to the 
same extent as in the model presented in the body of this 
report. 

• Clustering of Twin Cities operations functions into the same 
functional groupings. 

Rationale for the Task Force's rejection of this model included: 

• Health Sciences and Agriculture Deans report to system Vice 
Presidents while all other Twin Cities Deans report to campus 
Provost. 

• "Different reporting lines for Twin Cities Deans hampers 
programmatic coordination and control. 

• No clear leadership/responsibility and accountability for 
Twin Cities campus operations. 
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• This model does not alleviate the span of control for eLther 
the Vice President for Academic Affairs or the Vice President 
for Finance and Operation. 

• Personality sensitive - The Vice President of Finance and 
Operations and the Vice President of Student Affairs report 
to the Vice President of Academic Affairs regarding Twin 
Cities campus operations. Likewise, it requires the Vice 
Presidents for Health Services and Agriculture to continue to 
report to the Vice President for Academic Affairs regarding 
program planning and coordination. 
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PLANNING 
COORDINATION 

• ACADEMIC PLANNING 
- CURRICULUM 
- HUMAN RESOURCES 
-RESEARCH 
- PUBLIC SERVICE 

• NON-ACADEMIC PLANNING 
- FACILITIES 
- SUPPORT SERVICES 
- HUMAN RESOURCES 
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Detail of Functions Within Planning and Budgeting 
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• CAPITAL BUDGETS 
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• STRATEGIC PLAN DEVELOPMENT 
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PLANNING 
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STAFF FUNCTIONS 
REPORTING TO THE 

VICE PRESIDENT 
ACADEMIC AFFAIRS 

• UNDERGRAD PROGRAMS 

• PROFESSIONAL DEGREE 
PROGRAMS 

• ACADEMIC PLANNING 

• PERFORMANCE OUTCOME 
MEASUREMENT 
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Functions Reporting to the Vice President 
for Academic Affairs and Provost 

KEY RESPONSIBILITIES: 
VICE PRESIDENT 

FOR 
ACADEMIC AFFAIRS 

AND PROVOST 

• MIS STEERING COMMITIEE 
• PRESIDENT'S CABINET 
• POLLA Y DEVELOPMENT 
• ACADEMIC PLANNING 
• BUDGET MONITORING 

l 
LINE FUNCTIONS 

REPORTING TO THE 
PROVOST 

TWIN CITIES CAMPUS 

• ACADEMIC UNITS (1) 

• ACADEMIC SUPPORT UNITS (2) 

Notes: (1) Excludes Health Sciences and Agriculture Units 
(2) Includes Academic and Cultural Outreach and Learning Resources 

.. 
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SYSTEM FUNCTIONS 
REPORTING TO THE 

VICE PRESIDENT 
FINANCE & OPERATION 

• ASSET MANAGEMENT 

• FACILITIES DEVELOPMENT 
AND PLANNING 

• HUMAN RESOURCES 

• ACCOUNTING SERVICES 

• MANAGEMENT AUDIT 

• RISK MANAGEMENT 

• AIS 
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Functions Reporting to the Vice President 
for Finance and Operations 
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• CAMPUS SERVICES 

• HUMAN RESOURCES 



DEVELOPMENT 

• UMF 

• ANNUAL GIVING 

• DEFERRED GIVING 

• MAJOR GIFTS 
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• CAPITAL 
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• FOUNDATION 
GIVING 
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Functions Reporting to the Vice President for Institutional Advancement 
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• FEDERAL RELATIONS 

• MEDIA RELATIONS 

• MINNESOTA TAX PAYERS 

• BUSINESS & INDUSTRY 
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• MIS STEERING COMMITIEE 
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SYSTEM RESPONSIBILITIES 

OF THE 
VICE PRESIDENT 

STUDENT DEVELOPMENT 

• POLICY & PLANNING COORDINATION FOR: 
- ENROLLMENT MANAGEMENT 
- STUDENT DATA SYSTEMS 
- STUDENT LIFE 
- INTERCOLLEGIATE ATHLETICS 
- INTERNATIONAL STUDENTS 
- MINORITY AND SPECIAL STUDENTS 
- STUDENT FEES 
- STUDENT OUTREACH 
- STUDENT OUTCOME MEASUREMENT 
-STUDENT CONDUCT CODE 
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Functions Reporting to the Vice President 
for Student Development and Services 

VICE PRESIDENT 
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AND SERVICES 

KEY RESPONSIBILITIES: 

• PRESIDENT'S CABINET 
• POLICY DEVELOPMENT 
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• TWIN CITIES OPERATIONS 
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- ENROLLMENT MANAGEMENT 
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- HEALTH SERVICES 
-STUDENT CONDUCT 
- COUNSELING AND TESTING 
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- CAREER PLANNING AND PLACEMENT 
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ACADEMIC 

UNITS 

• All NON-HEALTH SCIENCES 
AND AGRICULTURE UNITS 
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Detail of Twin Cities Campus Student Development and Services Functions 
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Detail of Campus Service Functions 
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Detail of Twin Cities Campus Human Resource Functions 
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