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INTRODUCTION 

The Twin Cities campus of the university is more than the sum of its parts, and planning 
for the campus must go beyond the plans for its individual parts; some issues must be ad
dressed on a campus-wide basis. In its June, 1987, report, Plan for Focus, the Advi
sory Task Force on Planning discusses a number of such issues. These include: 

I. The proper balance the university should achieve among graduate, undergraduate 
and professional education, and among teaching, research and service activities. 

II. Organization of the arts and sciences, and undergraduate education. These issues 
appear to be closely related, and the actions proposed by the Task Force are so 
intertwined that they are discussed together. Issues regarding the arts and sci
ences in general relate to their quality, and their importance to the continuing 
strength of professional programs. Issues regarding undergraduate education re
late to its quality, its appropriate design for a research university, and access to 
that education. 

II. . Other issues of academic organization: 

Organization of biological sciences programs throughout the campus. 

Responsibility for issues related to research, particularly research policy and 
research funding and the encouragement of interdisciplinary programs. 

The principles that should govern the geographic and administrative location 
of programs and units, e. g., to determine whether a unit should be moved, 
whether a college should be split or whether two colleges should be com
bined. 

IV. Funding needed to provide programs of high quality. This includes the issue of 
the priority to be placed on maintaining and improving the campus environment, 
and the issue of the implications of proposed changes for tuition rates. 

This paper discusses these issues and, for II and III, some options that have been proposed 
to address them. Its purpose is to help provide a basis for informed 
discussion of the issues by the campus community before the adminis
tration prepares its recommendations to the Regents in late 1987. 

A. THE BASES FOR UNIVERSITY PLANNING 

In reviewing this paper and in discussing alternative futures for the University, it is impor
tant to keep in mind the goals of the university planning of which it is a part, and the criteria 
to be used in formulating plans. Success in planning cannot be judged by the extent of the 
effort the university makes or the painfulness of the reorganization it undergoes: It can be 
judged only by observable changes in outcomes of our programs. Planning succeeds only 
to the extent that we can point to better teaching, research and service, of higher quality, 
and more responsive to the needs of the public that we serve. 

• 



Draft Page 3 9/17/87 

The following excerpts from Strategy for Focus provides the context for Twin Cities cam
pus planning. 

[From the Introduction] 

"The organization that takes charge of its own future by defming important social needs and 
filling them well has the possibility to maintain its autonomy, enjoy public support, and at 
the same time provide deep rewards and satisfaction for its members as the organization 
helps them to accomplish their own goals. The organization that drifts, without focusing 
its energies, is likely sooner or later to become captive to the agendas of others, better or
ganized and more ambitious. President Keller's Commitment to Focus may be interpreted 
as the first step in assuring that the University of Minnesota will take charge of its own fu
ture. 

"A Strategy for Focus is the second step in that process. It will give each academic de
partment and college in the university an opportunity to review its most recent plans and 
formulate new goals in the light of Commitment to Focus and of recommendations from 
recent university Task Forces, assess the barriers that must be overcome, and decide on a 
course of action designed to accomplish its goals. Once we are agreed on a mission and 
goals for the college as a whole and for each of its constituent units, each college, and each 
department, will be primarily responsible for its own future. By focusing energies andre
sources on a limited number of programs consistent with its mission, each academic unit 
can achieve the high level of overall performance to which we all aspire. In the process the 
university will preserve programs of nationally recognized excellence, improve programs 
that have already demonstrated high quality and potential, and initiate new programs capi
talizing on opportunities in a changing environment II 

[From "Principles to inform the analysis"] 

II 1. A Strategy for Focus represents a shift in orientation for program development at the 
University of Minnesota. Growth in resources is not the primary means to improve
ment of our programs; change is the primary means to improvement. Development of 
better programs need not require increases in size, and our analysis of the opportuni
ties that face us must recognize that redirection of resources, rather than increased re
sources, provides our best opportunity to achieve excellence. We need to focus on 
quality rather than quantity. 

"2. Analysis must encompass entire programs, addressing the possible advantages of 
completely eliminating some in order to create or strengthen others, when major 
changes are required to attain a threshold of excellence. Incremental changes that do 
not lead to clear improvement in quality of the high priority pro grams will not accom
plish otu goals. 

"3. For ea~h program, faculty development, both for the present faculty and by means of 
ne:v hu:es as opportunities occur, must have the highest priority. The quality of the 
umversity can be no better than that of its faculty. 

"4. Research is central to the mission of each academic department at the university. 
Fr?m a .base <;>f ~tr<?ng departments with active research programs, attention must be 
paid to. InterdiSCiplinary research. This requires that programs seek opportunities for 
s~nerg1sm; ~hey cannot ?e satisfied with insular activities, and they cannot succeed 
with strategies that sustam academic enclaves. Each program must consider the op-
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portunities to improve its own quality and strengthen the institution as a whole by 
looking beyond the boundaries of its own department and college. 

"5. With regard to enrollments, analysis should proceed on the assumption that the 
premise of Commitment to Focus will hold: undergraduate enrollment will decline by 
eight thousand, and relatively, there will be a shift of enrollment from lower division 
to upper division and graduate education. 

"6. The nature of this university -- research-based, international, metropolitan, land 
grant, committed to equal opportunity and affirmative action-- should permeate our 
programs. 

• The university will maintain and strengthen its commitment to improve the lives 
of Minnesota residents through its research, teaching and service mission, in
cluding analysis of pressing social problems, enrichment of the state's cultural 
environment, and effective transfer of technology to provide intellectual, cultural 
and economic returns for the investment made in our programs by the State. 

• The kind of student who chooses to come to the university depends on the kind 
of program we offer: to attract those students who can benefit most from an 
environment of research and scholarship, we must tailor our instructional pro
grams to them. Especially undergraduate programs should emphasize intellectual 
engagement, social awareness, ethical involvement and participation in an intel
lectual community. The idea that education is a continuum should underlie each 
college plan. Education must be cumulative; programs need to be coordinated 
with those of secondary schools and community colleges, and among colleges 
within the university; professional programs must have a foundation on strong 
programs in the basic arts and sciences. 

• The university is committed to serve the international community and to assist 
our local community as it becomes more actively engaged with the world outside 
our borders. International activities and objectives must be identified in the 
strategy. 

• All adjustments to our programs brought about by changing priorities, especially 
shifts of enrollment, must be undertaken with full attention to the importance of 
maintaining the institution's commitment to equal opportunity and affirmative 
action." 

[From "Criteria to consider in setting priorities"] 

"a. Quality: Inevitably subjective, this measure includes the quality of the faculty (in 
teaching, research and service as reflected in peer national ratings, p~blications, out
side funding), the quality of students, library collections, and other indices. 

"b. Centrality: Each program should be evaluated in terms of its contribution to the 
mission of the University of Minnesota. Centrality of research, instruction and ser
vice represents a program's contribution to a coherent whole which helps to sustain 
and stimulate related work elsewhere in the university. With respect to instruction, 
centrality also addresses the degree to which a program is an essential component of a 
challenging education that taken as a whole is intended at the undergraduate level to 
communicate an understanding of the major ideas and achievements of humankind 
and a sense of the values of different cultures and ages; at the graduate and profes-
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sional levels, centrality in instructional programs extends t~is commitment ?eyond 
communicating the major ideas and achievements of humankind, to an expansion and 
deepening of knowledge, and to furthering its utilization for society's welfare. 

"c. Comparative Advantage: What are the unique characteristics of each program 
that make it particularly appropriate to this university? It is not sufficient that pro
grams meet an important local or national need, or that they be. u.n.ique within t~e 
state. Many important programs can and should be the respons1b1hty of others, m 
Minnesota or elsewhere. What is the rationale for the program at the University of 
Minnesota? 

"d. Demand: The direction of change in demand for each program in both the short and 
long term will be considered. [You should consider] ... enrollment targets. Other 
indicators you might wish to consider include number of applications, quality of ac
ceptances, services performed in support of other programs, degrees awarded, in
struction of students or research undertaken for the solution of pressing problems of 
society. 

"e. Efficiency and Effectiveness: Because aspirations are always limited by the re
sources available, programs must be continually examined to see if more economical 
or more efficient ways are possible to accomplish the same ends. Yet, cost alone 
must not govern the decision; the effectiveness of the program must also be weighed. 
When taken together, efficiency and effectiveness provide an important measure of 
whether funds are being put to the best use. The issues discussed here are intercon
nected. In particular, the organization of the arts and sciences is as important for its 
impact on undergraduate education as for its impact on the strength of those disci
plines at the university." 

B. PLAN FOR THIS PAPER 

Not all of the recommendations of the Task Force are included here. Important issues re
garding promotion, tenure, and faculty development will be referred to the faculty senate. 
Other important issues concerning administrative practices at the University (e. g. manage
ment training and reviews) can be adopted by the administration. Some issues can be 
treated at the collegiate level, and some can be deferred for later discussion, so as to make 
sure that major issues receive immediate, careful attention. 

We provide only a relatively brief summary of the issues, generally without documentation 
of the inadequacies in our present program. In most cases, evidence has been presented to 
one of the several committees that have been asked to review these issues, but the evidence 
has not in all cases been conclusive, and the problem might not always have been diag
nosed properly. Moreover, even if every member of the campus community were in 
agreem.ent on ~e exist~nce of a problem, we might differ among ourselves on the priority 
to be g1ven to Its soluuon, and on the best means of doing so. This paper is intended 
to assist the discussion, not to predetermine the answers. 
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I. THE MISSION OF THE UNIVERSITY OF MINNESOTA 

"The mission of the University is to serve the people of the state, wherever they 
may be, through teaching, research, and public service. It also has an additional 
obligation -- to contribute as fully as resources permit to the meeting of national and 
international needs. 

"Three aspects of [the unique role of the University] need special emphasis: inte
gration, access, and excellence. First, the University is committed to the integra
tion of all uses of knowledge: research, teaching, and service are inseparable. Sec
ond, citizens and agencies of the state must have broad access to the University's 
wide range of programs and services ... Third, the University is committed to a 
high level of excellence in all its endeavors. This commitment implies that in all the 
fields in which it offers programs the University will assume a leading role in the 
development of knowledge and curricula."1 

A. CHANGING ROLES OF PUBLIC UNIVERSITIES 

Project 2000: Defining the State Universities of the 21st Century, a document prepared for 
discussion by the National Association of State Universities and Land-Grant Colleges, de
scribes "the second land-grant revolution" that has occurred over the past forty years: 

"Exponential growth in everything they are and do, profound changes in other types of 
colleges and universities in the nation, completely new and surprisingly mixed forms 
of fmancial support, and a transformed American economy dependent as never before 
on knowledge, in general, and science, in particular-- these factors combined have 
served as a powerful engine of transformation of our state universities."2 

Project 2000 notes that the land-grant institutions were originally created to serve the needs 
of largely local agriculture and industry; but they have now become central to an integrated 
world economy, heavily dependent on high technology, and dependent on extraordinary 
investments in basic scientific research which offers the prospect of technological develop
ments that can dramatically alter our lives, and the lives of others throughout the world. 
Driven by growing international competition, industry and agriculture in the United States 
increasingly turn to the comprehensive research universities both for scientific staff and for 
new research results. 

Knowledge and advancing technologies are cutting across traditional academic disciplines; 
as a result the broad based research universities have accepted new responsibilities to con
duct much research that in earlier times might have been carried out by industry. The cen
trality of knowledge in the marketplace for high technology has brought the university to 
the forefront as an economic resource for the state and the nation. 

1 A Mission and Policy Statement for the University of Minnesota, adopted by the Board of Regents July 
ll,l980,p.3. 

2Edward J. Bloustein, President, Rutgers, The State University of New Jersey, in Report on the Future of 
the Comprehensive State Research Universities and Land-Grant Colleges: Findings and Conclusions of the 
NASULCC Special Committee on the Future of the State Universities, October 1, 1986, Preface, p. v. 
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Technological developments in agriculture and industry have sp~lled ov~r, beyo_nd. state and 
national boundaries, providing research universities with a .new mtern.ano~a_l m1s~1on at 
least as significant as the educational one. The strength of Its state umvers1t1es will affect 
the position that the United States will occupy in the world in the next century-- much as 
they affected the position of each individual state in the economy and polity of the nation 
during the last century. 

The changes in the world and its universities call for a continually renewed sense of ethical, 
social, and aesthetic values. The increase in links among peoples requires more generous 
understanding and appreciation of cultural differences. In a setting where technology can 
change the world's environment or humanity's health, new concerns about the long-term 
results and the just distribution of benefits can stretch existing values and standards beyond 
the breaking point. All of these issues pose new challenges for state universities. 

Funding changes, too, have been an important part of the second land-grant revolution, so 
that "federal university" may in some cases be more appropriate than "state university" to 
describe the relationship between the institution and its two government partners. Today, 
on average, 38% of the budgets of public universities come from state government; the 
comparable figure for Minnesota is 32% (see Figure 1). National agencies support a major 
portion of the research in public universities, and support from the private sector is vig
orously sought and increasingly granted, both for research and for other initiatives. 

B. THE TYPES OF PUBLIC UNIVERSITIES AND THE UNIQUE ROLE 
OF THE UNIVERSITY OF MINNESOTA 

All universities are products of their history, their location, and their past and present lead
ership. State land grant universities have traditionally offered demanding programs in 
many fields, stressing undergraduate education made widely accessible to the young people 
of their state, and making a major effort to extend the university's services to all of the 
state's citizens based on a belief that the boundaries of the campus should be the boundaries 
of the state. Because they are also graduate research institutions, they conduct both basic 
and applied research, balancing the interests of private industry, the state and federal gov
ernment, and the scholarly interests of their faculty within the limits of available funds. 

Another special group of universities evolved for an urban constituency. These public 
metropolitan universities have provided access and opponunity to students of widely vary
ing ages, ethnic and cultural backgrounds, work experience, and family responsibilities. 
They have also served the city's government and businesses, and citizens' needs for en
tertainment and cultural enrichment 

Ano~~r distinct group of public universities are the state universities, with a primary em
phasis m graduate and professional education, with a central commitment to research. 
These stare universities, without abandoning their undergraduate mission, their service to 
the state, or the need to conduct applied research to fill local needs, have nevertheless fo
cused he.avily on research of broader interest, supported by the federal government, large 
corporanons and philanthropic foundations. 

Project 2000 notes that these state universities tend to involve their students in the research 
miss!on, ~nd ~e.quently set tuition at a higher fraction of instructional cost than do other 
public umversmes. Their admission requirements, too, lead to a distinctive undergraduate 
s~udent body. Undergra?uate teaching is often more at the forefront of knowledge, and a 
higher percentage of their students rro on to advanced education than is true for other 
public universities. b ' 
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FIGURE 1: SOURCES OF UNIVERSITY INCOME 

Other Income* 
35.6% 

Investment & • 
Endowment Inc. 0.4% 

Grants, Contracts 
and Gifts 17.5% 

Other Income* 
30.4% 

Investment & ~ 
Endowment Inc. 3.4% 

Grants, Contracts 
and Gifts 22.0% 

State Appropriation 
35.0% 

Federal Appropriation 2.8% 

Tuition 8.7% 

1961 ($91 ,300,000) 

State Appropriation 
31.9% 

' Federal Appropriation 1.3% 

Tuition 11.0% 

1986 ($ 1 ,032,300,000) 

*Includes income from hospitals, sales of farm products, such auxiliary services as student 
housing, bookstores, parking, etc., and other miscellaneous income. 
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The demarcations among land grant, state and metropolitan universities are often not sharp; 
it is more a question of emphasis than of kind. Many public universities clearly fall into 
two of the three types. Only a few are in all three categories; the University of Minnesota is 
one of these. President Keller recognized the special nature of the university in Commit
ment to Focus: To become one of the top public institutions of higher education in the 
country, he said, the university "must maintain the quality of its best programs and improve 
the quality of those programs which most directly serve and enhance its role as an interna
tional research university, a land-grant institution, and a metropolitan university."! 

C. BALANCE IN THE UNIVERSITY'S MISSION 

The university's special character is one of its strengths where the missions reinforce each 
other, where they do not, it also produces our greatest challenge, to achieve the proper bal
ance among its varied activities. President Keller noted that a balance must exist "among 
graduate, undergraduate and professional education, and a balance among teaching, re
search and service activities. "2 He went on to suggest that the university was seriously out 
of balance, with an excessively high ratio of undergraduate to graduate students; three 
points were identified as central to Commitment to Focus: 

"• improving the financial suppon of graduate students to maintain their current numbers 
(or to increase their numbers in cenain fields) and to increase their quality; 

• recruiting high-ability undergraduates who can best benefit from the university's pro
grams; and 

• improving the quality of our undergraduate programs. "3 

Following immediately were suggestions for further mechanisms to improve program 
quality as an international research university, a land-grant university, and an urban 
metropolitan university, as follows: 

"In addition to these general thrusts for improvement, the university must also be se
lective in programmatic terms. As a land-grant institution, our primary obligation is to 
respond to the needs of society both in this region and in the broader community that 
an international university serves. Our primary resource for dealing with those needs 
is our scholarly capacity. For a program to have a high priority, not only must it carry 
out research at the leading edge of knowledge, but the research should be stimulated 
by th~ needs of society and the results should be transmitted to society through active 
teachmg programs, through outreach and service activities, through technological 
!J"ansfer. In sho~, such pr_o~ms shoul~ engage the community and the society. This 
IS true not only m the tradiuonal connecuons of our agricultural programs and rural 
society, but in science and the arts and in the metropolitan community as well. "4 

1
A Commitment to Focus. Report of Interim President Kenneth H. Keller to the Board of Regents, 

February 8, 1985, p.2. 

21bid. 
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The post-secondary education system of Minnesota includes both public and private insti
tutions ranging from vocational-technical schools to two-year and four-year colleges, and 
state universities with well-developed masters' programs. In defining its special mission 
and allocating its limited resources to best effect, the University of Minnesota must identify 
those functions that can as well be served by other institutions of higher education in the 
state. Commitment to Focus also addresses this issue: 

"The university must ... define its role among the institutions of higher education in 
the state. Here, clear directions emerge for preserving our identity, serving our land
grant mission, working toward a position of excellence among research universities, 
and complementing the activities of the other public systems. In terms of research and 
service activities, we are clearly unique, and in graduate and professional education we 
are substantially so."l 

D. THE LEADING PUBLIC UNIVERSITIES OF THE TWENTY-FIRST 
CENTURY 

Today the leading public universities are the state universities, research-focused and inter
nationally involved, whose research and graduate and professional education characterizes 
the newly-evolvedfedera/ institutions. These are the universities that in the next century 
will continue to attract a disproportionally high percentage of federal and private research 
funding, will produce an increasing share of the nation's Ph. Ds, and will provide the 
greatest economic stimulus to the states in which they are located. It is clear that for the 
University of Minnesota to make the most effective possible contribution to the state, it 
must pay more attention to those functions of research and post-baccalaureate education 
characteristic of today's leading state universities, recognizing that such institutions will 
continue to make the largest contributions as we enter the twenty-first century. 

E. COMPETITION AND SYMBIOSIS AMONG OBJECTIVES IN THE 
UNIVERSITY'S MISSION 

To achieve the objectives of Commitment to Focus will require that the university strike an 
appropriate balance 

• among graduate, undergraduate and professional education; 

• among teaching, research and service;2 and 

• among meeting the needs of the urban society in which we live, the state as a whole, 
the nation, and the world. 

The task is made simpler by the fact that other higher education institutions in the state help 
to meet its educational needs. But abstract discussion will not show how to strike that ap
propriate balance among competing objectives; only as the university works through the 
details of its plans in the light of the functions undertaken by the other higher education in
stitutions, identifies those issues in which it faces conflict rather than synergy in achieving 
disparate goals, and makes its programmatic choices, will we work out how the balance 

11bid .. pp. 2- 3. 

:!··service" includes ouLreach instruction, interactive research applied to problems of individuals, public 
:1gencies, industry and agriculture, and such appropriate service functions as hospitals, lectures and concerts, 
dramatic and visual presentations, and intercollegiate athletics. 
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should be struck. We can say, though, that there is considerable opportunity for synergy: 
"Our primary obligation is to respond to the needs of society . . . Our primary resource for 
dealing with those needs is our scholarly capacity."! Our highyriority progra~s wil~ be 
those that meld the two, combining research on issues that are Important to society With ac
tive teaching and outreach that transmits them to the community and the lru:ger society. The 
challenge for the university will be to create the environment and the planrungyrocess ~at 
keeps those values at the forefront of our attention. Our goal should b~ to achieve a settmg 
in which basic and applied research, undergraduate, graduate, professional and outreach 
instruction, and service activi:ies are in harmony with one another and are mutually sup
portive. 

II. ORGANIZATION OF THE ARTS AND SCIENCES, 
AND UNDERGRADUATE EDUCATION 

A. THE ISSUES 

1. GRADUATE EDUCATION AND RESEARCH 

The report of the Advisory Task Force on Planning underlined a decline in the quality of 
the university's basic arts and sciences, essentially the present College of Liberal Arts, 
Institute of Technology, and College of Biological Sciences. Of 21 graduate programs 
whose national evaluations could be compared between 1957 and 1982, almost all of which 
are in the basic arts and sciences: 

"14 declined, most of them markedly, four remained essentially unchanged, and 
three advanced." 

The report notes that this core is the part of the university which teaches most of our 
undergraduates, and that intellectually it comprises a set of disciplines on which the other 
parts of the university depend. 

Various possible sources of this decline are discussed individually below. 

a. Resources 

This is an area likely to stimulate debate, especially when one tries to estimate financial 
needs at all precisely for any given unit Plan for Focus does not include a systematic as
sessment of needs; assessments are scattered through the reports on individual colleges, 
and are .based on varying types of data. The document tends to rely on internal, over-time 
compansons. Examples are the observations that IT is projected in FY 1988 to spend 83 
percent as much per student as in FY 1971, compared with 112 percent for the university 
as a whole; and that the CLA budget for 1986 was 83 percent of its 1977 budget, though its 
enrollment was 95 percent of its 1977 enrollment. 

~e university's goal to be third in the Big 10 in per-student expenditures on instruction 
orfers some guidance in this, but since that goal does not necessarily imply that each pan of 
the unive.rsity .will be third, the goal does not tell us what the correct amount for each part 
of the umversity should be. However, the goal offers a general constraint within which 

1
.A Commitment to Focus, op. cit., p. 2. 
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our planning should work, since the end result of our planning decisions should approxi
mate a third-place position for the university as a whole. 

b. Leadership 

The Advisory Task Force on Planning did not regard resources as the sole, or necessarily 
the major source of decline in the arts and sciences. If only because there are some units 
which have improved despite a shortage of resources, it is apparent that leadership espe
cially at the department level has been an important factor. 

c. Collegiate organization 

The Advisory Task Force on Planning especially noted the range in size of colleges in the 
university as a potential problem of administration. There is a danger that mini-colleges 
will be over-administered relative to their tasks, with the opposite problem in very large 
colleges. Regarding large colleges in particular, the argument is made that both IT and 
CLA, for different reasons, offer severe problems of management to a dean. The Dean of 
IT must perforce function as a leading entrepreneur for research centers, spokesperson for 
research and liaison to industry in a broad range of research areas, as well as being dean of 
a large college. CLA covers such a diversity of intellectual pursuits, and involves so many 
faculty and students, that it may be unmanageable. 

d. Construction of a base of support 

Both within the university, and in their dealing with the community, the arts and sciences 
appear not to have done as well as the rest of the university. In their external relations, they 
are hampered by the fact that their constituencies are more diffuse and less easily identifi
able than, say, the legal profession or the agricultural community; also, they have simply 
not developed successful structures or practices of external relations. Internally, they are to 
some extent disadvantaged by the fact that their deans report to the Provost of the Twin 
Cities campus rather than to an academic vice president with more limited responsibilities. 

e. Closer community with the professional schools 

The barriers to communication and exchange that exist between all colleges appear to be 
even less permeable than usual in the case of professional schools and related arts and sci
ences. Both sides lose in this, and perhaps the greatest losers are undergraduate students, 
who thereby have little access to some of the greatest resources of the university. 

2. UNDERGRADUATE EDUCATION 

"With respect to its educational program ... the university is seriously out of balance. 
The ratio of undergraduates to graduates is so high that our resources cannot support 
high quality comprehensively at either level. Since it is unlikely that our graduate stu
dent numbers can grow, ... it seems to me best to allow our undergraduate enrollments 
to decrease... I believe that we should then focus on: ... 

1Ibid .. 

• recruiting high-ability undergraduates who can best benefit from the Univer
sity's programs; and 

• improving the quality of our undergraduate programs." 1 
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The report of the Advisory Task Force on Planning made improvement of undergraduate 
education central to its recommendations. The emphasis is entirely consistent with Com
mitment to Focus, and with the conclusions of a long list of task force reports that came 
both before and after President Keller's report to the Regents. 1 Issues raised in those re
ports range across all aspects of the student experience from the welcome (or lack of it) that 
we offer to high school students considering their future education to the intellectual stan
dards set by our undergraduate degree requirements. 

This paper takes as given the problems that have been pointed out in those reports,. and the 
importance of resolving them, for our students, for ourselves, and for the accomplishment 
of the university's mission. Here are the problems considered to be central: 

a. Freshman admission, advising and lower division education 

i. Communication with the schools and with prospective students 

Current practice allows freshman admissions through seven entry ports, often with differ
ent standards both in terms of course preparation and level of academic achievement.2 
Prospective students who already know that they want to graduate from one of these seven 
colleges can benefit from this range of options because they get clear instructions on grad
uation requirements and they can identify themselves from the beginning with the college. 
For students who are uncertain about their major or for those who intend to graduate from 
another college that does not admit freshmen, though, this variety creates confusion and 
uncertainty from the start. Students who are uncertain about their major are particularly ill
served by the present organization because they do not get ready access to information 
about the options available at the university. In particular, the biological sciences appear to 
have received very little attention as possible career paths, despite the intellectual ferment 
and the industrial and commercial activity being developed on the basis of new discoveries 
in those fields. (The College of Biological Sciences does not admit freshmen, the tradi
tional paths to careers in applied biological sciences through medicine, nursing and agri
culture are not presently in favor, and students have few opportunities to become aware of 
other alternatives). 

Transfer students and new adult students not eligible for immediate admission to their cho
sen upper division college face problems very much like those of students coming directly 
from high schools. 

il. New advising needs 

Commitment to Focus proposes to reduce undergraduate enrollment by more than the 
natural demographic decline, simultaneously raising both the standards and the quality of 
our undergraduate programs; and yet it expresses the hope that these goals can be accom
plished without further raising the GPA required for admission. In part this hope may be 
fulfilled by the effect of new preparation standards, but to maintain a balance between ac-

1Sce. e. g., !.he Final Reports of !.he Task Force on !.he Student Experience (July, 1984), the Committee on 
Quality Undergraduate Teaching and Learning (August, 1985), !.he Special Committee on Unified and 
Increased Preparation Requirements (March, 19S6), !.he Special Committee on Coordinating Lower-Division 
Education on !.he Twin Cities Campus (May, 1986), and !.he Implementation Task Force on Undergraduate 
Educauon on the Twin Cities Campus (June, 1987). 

2 Colleges of Agriculture, Forestry, Home Economics and Liberal Arts, General College, University 
College, Institute of Technology. 
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cess to all and restricted enrollment is likely to require more intense counseling of appli
cants and more active communication with their high school counselors. Such counseling 
would particularly help to reduce enrollment while providing better service to both those 
who entered and those who did not, if it succeeded in discouraging entrants who would 
otherwise become one of the 17% of new freshman entrants who drop out of the Univer
sity within a year or less. 

Other new advising needs are created by the new preparation standards, both for adult stu
dents who graduated from high school before the new standards were made effective, and 
for students who either attended high schools not offering the relevant courses, or for other 
reasons did not complete the requirements in high school. 

iii. Lower division advising 

Almost all entering students come either without a clear idea of their preferred major, or 
change their minds at least once in the course of their education. Moreover, even for those 
who do know what they want, admission as a freshman does not ensure access to the pre
ferred major in upper division. As the most dramatic example, even though freshman ad
mission to the Institute of Technology is restricted to the upper 30% of high school gradu
ates, fewer than half of IT freshmen will qualify for upper division work in popular engi
neering and computer science majors; in CLA only those in the upper one fourth of their 
class can major in journalism or transfer to the Carlson School of Management. Adequate 
pre-major advising for our students is an important concern. 

iv. Lower division requirements 

The frequency with which students change their planned majors, by choice or by necessity, 
suggests that it would be helpful to achieve as much coordination as possible in lower divi
sion requirements for different majors. To the extent possible, too, liberal education re
quirements for graduation should be coordinated among majors and among colleges. 

b. "A role to fit our strengths" in undergraduate education 

i. The need for active learning opportunities 

Commitment to Focus states that we should "fashion a role to fit our strengths" in under
graduate education. This means to emphasize active understanding of modes of inquiry . 
and participation in artistic expression, consistent with our role as a research university; it 
means to take advantage of the opportunities offered by the metropolitan area for intern
ships, field learning and community service; it means to accept fully the university's inter
national role by making it an integral part of the undergraduate educational experience; and 
it means to encourage activities in the co-curriculum that support and supplement the aca
demic programs, and that foster understanding of and respect for the bn;:>ad range of back
grounds and viewpoints that are found in the university community. 

Enrollment pressures of the past have taken us far from these goals, in many parts of the 
university. Enrollment reductions planned for the future offer the opportunity to move to
ward them, but it will require a major, coordinated effort to eliminate passive learning -
memorizing facts and theories-- from our curriculum except in those few cases where it is 
really required, to recruit those students who can most benefit from active learning, and to 
develop fully the opportunities for active learning that confront the university. 



Draft Page 15 9/17/87 

ii. Students as members of the university community 

The recognition of students as members of the academic community extends beyond the 
classroom and laboratory to all the relationships between the individual student and the in
stitution. Although some individual units offer shining examples of helpful service to stu
dents, one of the most frustrating aspects to students of attending this university has been 
institutionalized incivility generated by a large, often clumsy, and at times uncaring, bu
reaucracy. We need mechanisms to make sure that service, as seen from the student's 
eyes, is cheerfully and efficiently provided throughout the campus, and that there are eas
ily-identified paths to identify and correct breakdowns in the system. An associated need, 
addressed below as part of the discussion of priorities for funding, is the need to provide a 
physical environment that supports the educational program, with clean, safe, well-lighted 
and adequately ventilated space to meet students' needs for classes, group study and con
ferences, private study, and social exchange. 

iii. The role of professional schools 

Our present organization precludes extensive involvement by the faculties of post
baccalaureate professional schools in undergraduate education, and limits participation by 
the faculties of all professional schools in that education to their professional curricula. 
Increased flexibility could offer advantages: More flexible liberal education requirements 
that include courses offered by professional schools would expand opportunities for both 
students and faculty, giving uncommitted students access to the faculty of professional 
schools and vice versa, and providing general education courses that link the arts and sci
ences to important issues of public policy or other professional concerns. And in those 
cases in which there is a failure of demand for instruction to keep pace with research needs, 
faculty in the professional schools could, in some cases, transfer instructional effort to 
courses in underlying core arts and sciences, helping to sever the tight link between the 
extent of research activity and the extent of instruction in a department or college. 

iv The role of General College 

The university is committed to maintain access for all Minnesota residents who are able to 
succeed in its programs, regardless of their initial level of preparation. It must plan care
fully to deal with the fact that a significant part of the population it serves is unlikely to meet 
new preparation standards, and will therefore have difficulty meeting more exacting gradu
ation standards that should result from improvements in the undergraduate program. The 
university must pay particular attention to its preparatory program to assure that it continues 
to improve its record of recruiting and graduating these under-prepared applicants. The 
challenge applies most visibly to underrepresented minorities, for whom demographic 
statistics are reported regularly, but it applies equally to other Minnesota residents who 
need special assistance to prepare them to succeed in the university's programs. 

Gene.ral <;:oll.ege h.as agreed to specialize in providing access to those students who, despite 
deficxencxes xn therr pre-college preparation, appear to be capable of meeting the demands of 
our educational programs. This mission requires careful articulation with other under
graduate colleges, and any change in freshman enrollment requires careful attention to 
preservation of this important function, and to the aspirJtions of the students and facultv of 
General College. One issue is whether separate collegiate status for GC serves to build. a 
wall between the students. in its preparatory program and the colleges to which they will 
eventually transfer, and discourages students in that program from participation in the 
"mainstream" lower division education of the campus. 
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A second issue is whether the faculty of General College should be encouraged to partici
pate in the "mainstream" education of the campus, in their areas of specialty, and whether 
the faculty of other colleges should be encouraged to participate in special preparatory pro
grams. As part of this issue is the important question of whether or not a successful 
preparatory program requires faculty whose primary responsibility is to make that program 
succeed. 

v. The role of University College 

Because students who can most benefit from active learning will include many who have 
unconventional backgrounds and interests, it will be important to accommodate such stu
dents with carefully-tailored programs of independent and interdepartmental study. Uni
versity College provides a unique service to the Twin Cities campus and to the University 
as a whole by providing an administrative mechanism to permit such individualized pro
grams of study that span individual colleges, with oversight provided by a university-wide 
faculty committee. The program is of particular importance to older students who come to 
the university with previous experience in higher education and in the work place, and with 
clearly articulated interests that require individually-tailored programs. Any change in the 
general organization of undergraduate education should preserve the services it provides. 

c. Research on undergraduate education and assistance with techniques of 
pedagogy 

Over the past several years, retrenchments have eliminated a research program in which the 
University of Minnesota was once a national leader: understanding what is required to pro
vide effective undergraduate education. Over the same period, we have cut back on facili
ties that could provide assistance to faculty members who want to improve their effective
ness in the classroom. An issue deserving discussion within the campus is whether or not 
resources should be devoted once agairi to those functions. If so, should the function re
port to a central administrative unit (e. g., Educational Development Programs in Academic 
Affairs) or to a college (Education? General College?) 

d. Calendar issues 

i. Class hours 

In 1967 an "hour" of class time was reduced from 50 minutes to 45. In 1971, the campus 
moved from an organization primarily based on 3-credit courses to one based primarily on 
4-credit courses. In some colleges, there was an accompanying decline in classroom activ
ity per credit: Courses remained at 3 class hours per week but were increased to 4 credits; 
at the same time they were redesigned so as to put more responsibility on the individual 
student, with the intention that the material covered in the course not be diminished. The 
combined effect of these two changes was to reduce the clock time spent in class by up to 
32.5% to satisfy degree requirements. 

The effect of this reduction on the quality of education has not been addressed. 

ii. Quarter vs. semester 

This question has been recently debated and, some hope, laid to rest. The adva_ntages <?f 
moving to the semester calendar are, primarily, the opportunity for more de~th ~~each m-. 
dividual course, though at the expense of offering fewer courses, plus the slight mcrease m 
instrUctional time that would come from a possible reduction in hours devoted to examina-

-tions. There are also modest administrative savings that come from a reduction in the 
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number of admission points, registrations, appointments of part-ti~e instructo.rs, updating 
of transcripts, etc., in moving from three to two terms per academic year. An 1mport~t 
objection in the most recent debate seems to have been that the ~dvantages were not suffi
cient to justify the considerable faculty effort needed to reorgaruze courses. 

The present discussion clearly involves possible major course reorganization, a~ least in 
undergraduate programs (see items b (i) and d (i), above). It might be appropnate tore
consider moving to a semester system if other major changes are to be adopted. 

B. OPTIONS 

1. THE ACADEMY OF LITERATURE, SCIENCES, AND ARTS 

Plan for Focus recommends the formation of an Academy of Literature, Sciences and 
Arts, to bring together the faculties of the Colleges of Biological Sciences (CBS), Liberal 
Arts (CLA), General College (GC) and the Institute of Technology (IT), and the staff and 
functions of University College (UC), under a vice president for arts and sciences who 
would have central administrative responsibility for the academy. 

a. Features of the proposal 

The main features of the academy, as envisioned by the Task Force, are the following: 

• It would provide an administrative structure to permit a single entry point for fresh
men, and opportunity for improvement in efficiency and effectiveness by centralizing 
some student services. 

• It would provide a center of responsibility to organize campus-wide attention to issues 
within the arts and sciences that also concern the faculty of professional schools 
(e. g., undergraduate curriculum, and the organization of the biological sciences, dis
cussed below). 

• The academy would provide more administrative attention and more budgetary visi
bility to the humanities, where the quality of our programs are perceived to have de
clined more severely than in other parts of the arts and sciences. 

b. The new vice president for arts and sciences 

If the recommendation for the new vice president is accepted, that official would have pri
mary responsibility for the discussion and analysis that should precede other aspects of 
forming the academy. The deans of the academy colleges would report to that person 
rather than to the provost; the vice president would have the same responsibility with re
spect to budget, personnel and educational policy as the vice presidents for agriculture, 
forestry and home economics, and for health sciences, have in their jurisdictions. 

The provost, to whom the arts and sciences deans now report, has many other responsibil
ities competing for his attention and his resources, and too many administrators reporting to 
him direct! y for effective organization.! Assigning oversight of all programs in arts and 
~ciences to a single administrator who has no competing responsibilities would provide a 
tocus to make sure that the issues identified above are addressed, and that needed changes 

1 Deans and directors of ten colleges and three academic support units, and nine other senior administr~uors 
report dirccrly to the provost-- 22 in all. 
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are carried out. This vice president would then compete on an equal footing with the other 
academic vice presidents1 for resources, and for a voice in setting overall university policy. 

This vice president would assume major responsibility for overseeing a general review of 
the undergraduate program to accomplish the changes proposed by Commitment to Focus 
and various task forces, to review the balance between credits and class hours (or other 
structured course activity) to assure that the University of Minnesota credit hour matches 
the standards of other similarly-placed universities, and to resolve organizational questions 
regarding undergraduate education. 

c. Proposed structure of the academy 

• Two new colleges would be formed from the present CLA: A College of Humanities 
and Arts, and a College of Social and Behavioral Sciences. The four core colleges of 
the academy would then be: 

Biological Sciences 
Humanities and Arts 
Institute of Technology 
Social and Behavioral Sciences. 

• The faculty members now in GC would instead be located in the colleges of their dis
ciplinary homes (whether in the academy or not). The instruction, counselling and 
advising now offered by GC would be offered by the academy preparatory ·program. 

d. Functions of the academy 

i. Freslunan admission 

The academy would serve as the central contact point with secondary schools regarding 
freshman admission and with other higher education systems regarding transfer to the Twin 
Cities campus for upper division work. The academy would have responsibility for un
dergraduate recruitment, including the recruitment of high-ability students and minority 
students.2 All freshmen would be admitted to the academy, rather than to a college; how
ever, there would be differentiated curricula for students with special interests (e. g., 
agriculture, pre-engineering, or pre-management). An incoming student would be admitted 
to one of three programs: 

• the general program, 

• the preparatory program (for those with special developmental needs now served by 
General College), or 

• the honors program. 

A single admission standard would be imposed for the general program, but additional re
strictions could be imposed for entry to any of the specialized tracks (e. g., higher GPA 
and higher mathematics preparation for pre-engineering). Students would be identified 

1 Agriculture, Forestry and Home Economics, and Health Sciences. 

2Successful minority recruitment programs now underway would be kept in place, to be supplemented by 
new effons through the academy. 
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with their prospective major (when they have selected one) rather than as members of an 
undifferentiated mass of lower division students in the academy; the purpose would be to 
give them a sense of membership in a group with common interests. 

ii. Advising 

Advising for lower-division students would be coordinated through a central office in the 
academy; pre-major advisors would be available for professional schools (the details to be 
worked out with those schools). It is expected that advising responsibilities would be di
vided between faculty and other staff, with specialized staff providing information on reg
istration and graduation requirements, and faculty providing advising in those areas where 
their knowledge is particularly useful (e. g., career counseling). 

Upper division advising would be provided in the colleges as at present. 

iii. Undergraduate instruction 

The individual colleges making up the academy would continue to provide all courses, and 
the funding for those courses would continue to come through the collegiate deans. The 
faculty of the colleges in the academy would jointly determine general Bachelor of Arts 
graduation requirements, 1 and share with professional schools responsibility for setting 
campus-wide core curriculum or liberal education requirements. Graduation requirements 
for each specific major would continue to be determined in the colleges. There would be a 
centralized upper division program for independent and intercollegiate studies, corre
sponding approximately to the present role of University College. Some student service 
units (e. g., placement, international programs) would be centralized if that appeared to 
promise gains in efficiency or effectiveness. 

iv. Graduate instruction and research 

The function of the colleges would be unchanged from the present system, except for pos
sible centralization of some services to faculty where warranted (e. g., help with research 
grant applications). The main effect of the academy in this area would come through pos
sible improvements in administrative coordination. 

e. Relation of professional schools to the academy 

Professional school faculty would participate with the faculty of the academy in setting lib
eral education or core curriculum requirements for graduation. They would be invited to 
propose courses that would meet liberal education requirements or serve as electives for 
students in the academy. Professional school faculty would also, where appropriate, be 
asked to teach courses within their area of expertise, offered by one of the colleges of the 
academy. 

f. Purpose of the proposal 

The academy is intended primarily to address two central issues identified above: the need 
to imp~ove the guality of the arts and sciences core, and the need to improve undergraduate 
educ~uon on this campus. While the organizational changes proposed here, with no new 
funding, would not be sufficient to bring about the needed improvement, they are seen as 

1 
J\lint determination of graduation requirements for other baccalaureate degrees seems less likely because of 

the vanety of requuements tmposcd by professional accreditation. 
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essential to improving university programs. The academy is in one sense a re-creation of 
the old College of Science, Literature and the Arts, a device for the faculties of those pro
grams to coordinate curricula and other issues of educational policy. 

2. ALTERNATIVES TO THE ACADEMY 

There are several alternatives to the specific Task Force proposals. Because the responsi
bilities of the position would all relate to the Twin Cities campus, the vice president might 
instead be a vice provost. This is a matter of administrative organization perhaps best left 
to determination by the central administrators of the University; the only issue of general 
interest in that decision appears to be the relative standing of the administrators to whom the 
various deans report. 

Other variations relate to the collegiate structure of the proposed academy: CLA might be 
left intact; General College and University College might each maintain their collegiate 
identity within the academy (and each advances persuasive arguments why that should 
happen). IT might be split, with the basic sciences forming a college in the academy and 
the Engineering College outside it. These issues regarding individual colleges are of the 
utmost importance to the affected units and their missions, but are not central to the overall 
question of the formation of the academy; they are better left to later discussion, led by the 
vice president, if one is to be appointed. They are not discussed in detail here. 

a. Two vice presidents or vice provosts 

A structure has been proposed that would provide two vice presidents or vice provosts, one 
for liberal arts and one for science and technology. In the sciences, IT would be divided 
into colleges of engineering, of sciences, and of architecture and landscape architecture; 
CBS would be added to this group. In the liberal arts, CLA (whether or not divided) 
would also report to a vice president or vice provost; freshmen not entering one of the col
leges in the sciences would enter the liberal arts college. 

This structure would provide two entry points for freshmen, one for liberal arts and one for 
science and technology. The division into two units would permit the use of distinct 
admission standards and preparation requirements in the two parts. This feature is a re
sponse to the serious problem of overcrowding in IT, the pressure for freshman admission 
that requires IT to use significantly higher admission standards than does CLA, and the 
pressure at the upper division level that requires IT to deny admission to the upper division 
for a significant fraction of those highly qualified students who pass the freshman 
screening. A separate admission process is anticipated, by those who propose it, to offer 
more flexibility in dealing with these problems than would the uniform admission standards 
of the proposed academy, even with the flexibility offered by higher standards for entry to 
such pre-majors as engineering. 

In part this proposal is in reaction to the proposal for a research vice president, discussed 
below. By dividing the position of the vice president for arts and sciences, this proposal 
suggests that each of the two could assume the responsibilities of a research vice president 
for that part of the campus. This aspect of the proposal is discussed further below. 

Finally, in part the proposal is in response to the Task Force recommendation to split CLA 
into two. Some who oppose that recommendation argue that there is no longer a neat divi
:)ion between social sciences and humanities, and that to divide the college would create 
new barriers to cooperation where none now exist. This argument does not address the 
equally strong cooperation presently occurring between units now in CLA and others in IT, 
CBS and colleges outside the academy. 
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c. Minimal structural change 

Another proposal argues that the most important feature of the Task Force proposal is the 
coordination of undergraduate education. This can be achieved without the administrative 
structure of the academy, with a simple coordinating committee of deans, one of whom is 
appointed a vice provost to be responsible for the administrative functions (admission, fi
nancial aid, OMSSA, international programs). Deans of the arts and science colleges 
would continue to report to the provost, but their undergraduate programs would be coor
dinated through this official. 

III. OTHER ISSUES OF ACADEMIC ORGANIZATION 

A. COORDINATION OF THE BIOLOGICAL SCIENCES 

1. THE ISSUE 

There has been a perception for several years that the biological science program at the 
University of Minnesota is less than the sum of its parts: 

"The impetus for appointing the Biological/Life Sciences Review Committee came, 
in part, from a perception of the Council of Deans that the large sums of money that 
are received from granting agencies for biological research ... should result in 
greater national recognition ... The University of Minnesota must provide opportu
nities for scientists with vision and it must create a climate that will permit those 
ideas to flourish. "1 

There has also been a recurring perception that fragmented programs, divided between the 
Minneapolis and St. Paul campuses and among colleges reporting to three vice presidents, 
have caused at least part of the problem. The issue to be discussed is whether changes in 
organization can help to promote stronger programs. 

2. OPTIONS 

The combined faculties in the biological sciences should plan for, coordinate and participate 
in all of the educational activities in biology at the university in undergraduate, graduate and 
professional education. The high priority of the biological sciences at the university, cou
p~ed wi~ the increasingly ~?mplex nature of those s~iences, necessitates improved plan
nm~. It 1s necessary to faciluate the development of JOint programs to improve communi
cauon among faculty and academic units, to coordinate faculty recruitment, and to improve 
the collaborative development and use of facilities. 

a. All-university departments 

Plan for Focus recommends the formation of six campus-wide departments to cover the 
subject matter of biology ranging from molecules to ecosystems, as follows: 

•
1
Final Report of the Committee, June 25, 1985, pp. 5, 6. 
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Biological System 

Ecosystems and Populations 
Organs and Organisms 
Cells 
Microbes 
Molecules 
Molecules 
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Department 

Ecology, Evolution and Behavior 
Physiology 
Cell Biology 
Microbiology 
Genetics 
Bioch,2mistry 
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The six departments would be staffed by faculty from CBS, the Medical School, and other 
colleges. Each department would have one head reporting to two or more budgetary deans. 
The departments would assume responsibility for all basic teaching in their disciplines, 
whether undergraduate, graduate, or professional school offerings. Three basic biology 
departments, not university-wide, would each report to a single dean: pharmacology, and 
laboratory medicine and pathology, in the Medical School; and botany in CBS. (The fact 
that these three departments are not identitied as university-wide reflects the Task Force 
perception that their members would be drawn entirely from a single college; it does not 
imply any difference in importance of the departments' roles.) 

The advantage of this administrative arrangement is that it brings to the level of the depart
ment , where hiring decisions must be made and where assignment of responsibilities for 
individual faculty members must be decided, the management of the university's entire 
program in (e. g.) biochemistry, or cell biology. Disadvantages include the cumbersome 
relationship between department and deans, and the possible strengthening of disciplinary 
relative to interdisciplinary interests in biological research. 

b. Council of deans 

An alternative proposal moves the responsibility for coordination from the department 
chairs to the deans, with formation of a Council of Deans from Agriculture, Biological Sci
ences, the Graduate School and the Medical School (and perhaps others) coupled with a 
broadly-based biological sciences faculty committee, advisory to the Council. The Council 
would review and identify the university's strengths and weaknesses in biology, and 
coordinate the university's response to opportunities and problems in teaching and research 
in that area. This responsibility would include recommending broad areas which need 
development, and identifying the college that should take the initiative, including faculty 
recruitment; it would include recommending directions for development of particular 
departments, the coordination of efforts to create and pursue national initiatives in research, 
and the coordination of graduate programs and the efficient use of instruments and other 
physical facilities. The council would also be able to use other mechanisms to foster coop
eration: search committees expanded beyond traditional department boundaries, and short 
courses on new research techniques and other faculty development programs are examples. 

The advantages are administrative simplicity and focus on issues that are not the province 
of any individual department. (Where should new resources be invested? Do new devel
opments require formation of an interdepartmental program?). The disadvantage is a pos
sible inability to address problems within the discipline, at the level of detail possible in 
university-wide departments. 

It would of course be possible to combine the two proposals, to assure attention to both 
disciplinary and more global problems. 

An appealing strategy might be to first try the administratively simpler solution, and then, if 
ineffective, move to greater complexity. But the field is developing rapidly, and the Uni-
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versity of Minnesota might, if its organization is ineffective, miss particip~ting in ~evelop
ments that could dominate academic research for decades to come. Thus 1t seems Important 
for the university to diagnose the problem correctly, so that the resources it invests in biol
ogy today will be used to maximum effect. 

C. RESEARCH 

1. THE ISSUES 

a. Research policy 

The Twin Cities campus research programs are unusually diverse and complex; so are the 
missions our research is expected to help achieve, and our relations with public and private 
funding sources. Major policy decisions must often be made quickly, with inadequate co
ordination or staff analysis. Responsibility for nurturing research should lie primarily in 
the colleges, but development of policy on campus-wide issues, and communication with 
government and the private sector on general issues of policy and funding, may require 
central initiative and coordination. 

b. Research communication 

Organizations with an interest in research and scholarship at the university need a visible 
contact person who can direct them to the proper faculty member or group for information. 
The university also needs an authoritative representative who can present the academic re
search and scholarship efforts of its faculty to outside funding sources. Some of these 
functions now fall to the dean of the Graduate School, some to the provost's office, and 
some are directed to other deans. These individuals have heavy responsibilities, and either 
the research liaison or other jobs often suffer due to overload. 

c. Research communities 

Closely related research programs are widely scattered on the Twin Cities campus, both 
geographically and administratively. The best known example is biochemistry, which ex
ists in six colleges, reporting to three vice presidents. Research programs within many 
other disciplines are also widely dispersedl; natural colleagues may not even know one an
other. The issue requiring attention is to encourage interaction and cooperation, and to 
prevent wasteful duplication of resources, so that the full strength of each research com
munity is used to the benefit of the discipline, the university, and society. 

d. Interdisciplinary centers 

Tomorrow's new disciplines will emerge from a few of today's interdisciplinary areas; but 
most will be re-incorporated into existing disciplines, or will die. The university needs 
mechanisms to support and encourage development of new areas, ~nd also to monitor them 
to make sure that they are productive or are disestablished when no longer vital. 

e. External funding for centers 

Fe~eral funding is increasingly aimed at centers of intermediate and large size, many of 
which are encouraged to be multidisciplinary or interdisciplinary. The university has had 

1These include research on ethics, 11uid dynamics, management, materials, public policy, toxicology, water 
and probably others, according to the Task Force. 



Draft Page 24 9/17/87 

little success in attracting funding of this kind. In some cases, this may be due to inade
quate foreknowledge of a federal initiative; in other cases, the proposals have been poorly 
prepared and presented. 

The issue to be addressed is to find mechanisms for improving the university's success 
rate: It is at best difficult, and in many cases impossible, to compete successfully with 
Federally funded centers in fields where this university lacks similar funding. 

2. OPTIONS 

a. Research vice president 

Plan for Focus recommends the appointment of a research vice president. While 
acknowledging the need for change in our present structure with respect to research policy 
and the organization of research centers, deans of the Twin Cities campus colleges were 
virtually unanimous in opposing this proposal, primarily because of concern over unneces
sary expansion of bureaucracy; the Provost will therefore not recommend this 
option. 

The functions that the Task Force proposal speaks to are the following; any alternative ad
ministrative organization should address those same functions: 

• To provide staff work and arrange for consultation needed to develop university policy 
on research issues. 

• To coordinate and help to promote multi-college research initiatives or centers, 1 to 
make comparative assessments about which programs ought to obtain space and 
financial resources from central resources, and to assure that the commitments are 
made to principal investigators in a timely manner. 

• To serve as a university contact person or, when appropriate, spokesperson for re
search-related issues, to work with the Vice President for Institutional Relations to 
convey to gninting agencies and state and federal officials the university's needs and 
positions regarding research funding and research policy, and to maintain oversight of 
research administration and technology transfer within the university. 

The Task Force view of the position was that of a staff, rather than a line, officer, not 
usurping the role of deans or academic vice presidents and vice chancellors, and not split
ting line responsibility for research from responsibility for teaching and service. 

b. Assign the job to the office of the provost 

Because the position is a staff function, the responsibilities could be charged to an assistant 
or associate provost or vice president of academic affairs. The position could be any of the 
following: 

A responsibility assigned to an assistant or associate vice president (or assistant or as
sociate provost), perhaps as part of a larger portfolio of responsibilities (e. g. com
bined with oversight of academic computing); 

1This responsibility would include the arrangement for site visits by external experts; sec Plan for 
Focus, p. 3 I. 
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• combined with the responsibility of the dean of the graduate school; or 

• combined with the responsibility of the director of the Office of Research and Tech-
nology Transfer Administration, moved to the office of the provost. 

A committee advisory to the Provost on research policy could then be appointed, chaired by 
this staff member, and including the dean of the graduate school, the chair of the senate 
research committee, the director of the Office of Research and Technology Transfer Ad
ministration, representatives from Health Sciences and Agriculture, and perhaps two or 
three other faculty members prominent in research, and chosen to make sure that significant 
areas of research are all represented in the group. 

Special funding might also be provided to assist with the expense of preparing major grant 
applications, particularly those that extend across more than one college. This possibility is 
independent of the administrative structure, and could also be combined with either of op
tions c and d, below. 

c. The "two vice-presidents" model of the academyl 

By dividing the position of the vice president for arts and sciences into a vice presidency 
for liberal arts and another for science and technology, this proposal suggests that each of 
the two could assume the responsibilities of a research vice president for that part of the 
campus. This proposal responds to a concern regarding an artificial separation of the re
search mission from that for teaching and service, and to one regarding the breadth of ex
pertise that a single staff member, responsible for research across the campus, would be 
called on to exhibit. 

Supporters of the Task Force proposal say that concern about the separation of research 
from teaching arises because of a misinterpretation of the nature of the proposed position as 
that of a line official with budgetary authority, which is not contemplated by the Task Force 
recommendation. And with regard to the issue of breadth of expertise required, those same 
supporters say that the task would be dealt with in the same way as it is now by the dean of 
the Graduate School or the Provost-- by consulting experts in the field to help form judg
ments. But this alternative proposal would not help to resolve matters of research policy 
that affect more than one vice president's area of expertise, and it does not provide the 
focused attention of a senior administrator on issues of research policy. 

d. Status quo: 

As another alternative, the university could continue with the status quo, which means that 
assignments would fall ad hoc to the provost's office, to the dean of the Graduate School, 
the dean of IT, or to one of the other deans. 

The disadvantage of the status quo is that it sometimes does not work well: Issues are not 
properly dealt with, for lack of time or staff resources: or the administration of other as
p~cts ot the un_iv_ersit~ program suffers as a result. An advantage would be lower expen
dnure tor admmistranon. And, of course, the status quo avoids any new bureaucracv and 
any new inefficiencies that would be introduced by the alternatives. · 

1 Sec p. , above. 
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D. WHERE SHOULD PROGRAMS BE HOUSED? 

The Advisory Task Force on Planning has recommended that some small units (The 
Humphrey Institute, the College of Forestry, Concerts and Lectures) should be placed with 
larger ones, while passing over other similarly small units without recommendation. They 
have recommended a change of administrative home for two units (architecture and land
scape architecture, veterinary medicine),and physical relocation for several (architecture and 
landscape architecture, the humanities in general). Are there principles that should underlie 
decisions on such issues? None appear decisive. In each case, the recommendations were 
based on a balancing of advantages and disadvantages of making such a move; other 
evaluators might assess the relative importance of issues differently, and thereby come to 
different conclusions. 

The particular recommendations made by the Task Force do not appear to be appropriate 
for campus-wide discussion, but rather for administrative determination in consultation 
with the affected faculties. Campus-wide discussion of the principles that should govern 
these decisions does seem appropriate, however. 

1. THE APPROPRIATE ADMINISTRATIVE HOME 

The appropriate home for an academic program depends on several obvious considerations. 

Administrative costs for a college seem to be higher per student for very small colleges 
than for larger ones; thus there appear to be some economies to be gained from combining 
small units, if their mission and character are sufficiently similar to justify it. Administra
tive costs for the office of academic affairs also go up (or the quality of the service provided 
goes down) as the number of deans reporting directly to the vice president for academic af
fairs increases. These both argue for a small number of large colleges. On the other hand, 
for colleges that pass a certain size, problems of coordination can appear in the dean's of
fice so that administrative costs there must rise, or the quality of its services to academic 
departments and to students must decline. The Task Force suggested that a college of the 
size of CLA or IT is really too big, and would benefit from division, while colleges as large 
as 100 faculty would benefit from consolidation if there is a compatible home. Without 
elaborate analysis, but looking at budgeted administrative costs of the colleges at the uni
versity, they suggested that a range of 200- 250 faculty would be the best size for admin
istration. 

Standards for selection and promotion of faculty may argue against units that are 
very small. \Vithout faculty review of hiring and promotion decisions beyond the college 
level, small units may be inherently unstable; a small number of poor decisions can lower 
quality in ways that cannot easily be reversed. 

Compatibility of departmental missions is an important consideration. A depart
ment with a mission that requires active involvement in practical problems of the commu
nity, and research that is primarily problem-based, may face continual conflicts in a college 
where the predominant culture puts little weight on community service and insists on rigor
ous attention to theory in analysis of problems. The conflict will appear in recommenda
tions for promotion and tenure, in allocation of college resources, and in planning decisions 
that require coordination among departments. Such considerations may explain the fact that 
the School of Social Work appears to have flourished in the College of Home Economics 
after having been moved from the College of Liberal Arts. Compatibility of mission may 
include more subtle considerations, too. Even though the general mission is similar, both 
the College of Agriculture and the College of Forestry argue, for example, that Forestry 

. was inadequately attended to when it was a component of Agriculture: The external 
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constituencies with whom the dean must interact are different, and they say that Forestry as 
the smaller program received inadequate attention. 

On the other hand, a small unit, community-based, is in danger of becoming captive to the 
objectives of an external group, losing sight of academic values and academic program ob
jectives; the argument does not run entirely in the direction of independence for applied 
programs. 

Accreditation requirements may demand independent status for a program. 

Finally, a program's priority within the university will help to determine whether or 
not it should be an independent college. A dean, reponing to a vice president, lends more 
prominence to the program he or she administers than does a chair or director one step 
lower in the administrative pyramid. For some programs, even small ones, the university 
may want to provide such visibility. 

2. THE APPROPRIATE GEOGRAPHIC HOME FOR A UNIT 

The appropriate geographic home for a unit depends on such particular circumstances that it 
does not appear to warrant discussion in the abstract, although there are obviously cases in 
which the issue is both vexing and of central importance. The case that raises the issue 
most compellingly is that of the humanities separated from their research library, in the 
memorable phrase of the Task Force, "by one of the great rivers of the world." 

IV. FUNDING 

A. OVERVIEW OF FUNDING NEEDS 

Plan for Focus estimated funding needs only in a rough way; Task Force estimates 
suggested that over the next several years the arts and sciences would require a net addition 
of about $15 million per year, that other academic units would require about $6 million, 
and that academic support units would require about $4 million: approximately $25 million 
per year in all, in addition to unknown needs for academic computing. 

The Academic Affairs Planning Committee has reviewed likely funding requirements for 
academic programs in the same rough way, simply to estimate the order of magnitude of 
expected high priority expenditures. Table 1 shows the result: a range of expenditures that 
reaches $44 million to $58 million per year, by the end of a 5 year planning period. This 
total is not comparable to that of the Advisory Task Force on Planning, because it includes 
needs for computing ($5 to $7 million), some items to be funded by reallocations internal to 
the colleges ($8 to S 10 million) and others expected to be funded by private funds, raised 
through the Capital Campaign ($7 million) which the Task Force did not record. After 
subtracting those items, the estimates of Table 1 give a total of $24 to $34 million per year, 
to be compared with the total of $25 million estimated by the Task Force. Because no 
decisions have yet been made on where available funds should be allocated, it does not 
seem productive to give a detailed discussion of the basis for the estimates; rather, this new 
estimate should be read simply as confirmincr in broad terms the marrnitude of the challencre 
that faces the University. The funding need~ and sources reviewed here are for recurrincr.-:o 
annual funds, not for one-time expenditures that would come from capital requests or other 
one-time-only funding sources. 
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Plan for Focus was prepared under an injunction to preserve a balanced budget, and 
therefore proposed closing some professional programs in order to finance the new needs. 
It has now been affirmed that these programs continue to be an important part of the 
university's mission, and that while program reductions and even closures will be neces
sary, the abandonment of major missions proposed by the Task Force is not necessary to 
achieve the university's other goals. Part II of Table 1 shows possible funding sources for 
the programmatic needs that have been identified, indicating a range of $32 to $61 million 
to meet needs of $44 to $58 million per year. The width of the range indicates unce~ ~inty, 
by those who prepared this estimate, regarding the state's ability to participate in this m
vestment in itself through public funds. 

In reviewing these figures, one must keep in mind that they show the likely needs and 
sources of funds only for academic programs. The University will also require new funds 
for other high priority items: Salary increases for legally-mandated "comparable worth" 
adjustments of civil service salaries and for retention of faculty members most in demand 
from other institutions, funds for maintenance of new space and for anticipated increases in 
fuel and utility bills, funds for scholarships, and for improved administrative computer 
systems. These needs are likely to call for increased annual funding of $10 to $18 million. 
Some of these needs can be funded from other sources, including increased efficiencies in 
operation of the university's service units, but it is likely that some will be competing with 
academic program needs for some funds; Table 1 should not be interpreted as suggesting 
that if things go well, the university will have more funds than it needs for its high priority 
programs. Indeed, a more realistic interpretation is that if external funding does not be
come available near the high end of the range indicated in the Table, the university will in
deed need to make severe reductions in the programs it offers, in order to improve quality 
as it has committed to do. And even with external support, there will be a continuing need 
to cut low priority programs in order to develop initiatives of higher priority: There will be 
no surplus of funds that will allow the university to relax its discipline. 

B. WHAT PRIORITY SHOULD BE GIVEN TO IMPROVING THE 
CAMPUS ENVIRONMENT? 

The Task Force recommended significant expenditures to improve the quality of the cam
pus environment. Presumably, there is no issue of whether or not it would be desirable to 
improve the environment, but there is an issue of how high it should be on the list of cam
pus priorities. The high priority given to physical environment by the Task Force is based 
on their belief that physical accommodations can contribute to the process of education and 
encourage intellectual exchange. Positive and negative examples include the following: 

0 

0 

0 

0 

The advantages in communication that would come from a rapid transit system be
tween the St. Paul and Minneapolis portions of the campus. 

The stimulus to intellectual exchange provided by convenient and attractive space in 
which to meet and talk, both in academic buildings and outside. 

Disruption of classes and other activities occasioned by traffic routed through the cam
pus, panicularly on Washington Avenue. 

Possibility that with unattractive work environment and improved telecommunication, 
faculty members will increasingly work at home, diminishing their contribution to the 
educational program and intellectual activity of the campus. 

I 
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TABLE 1. ACADEMIC PROGRAM FUNDING TO FISCAL YEAR 1993 
(In Millions of Dollars) 

Range: Low High Low 

I. NEED FOR RECURRING FUNDS (Millions of $s) $44.5 

A. ACADEMIC UNITS 33.5 
1. Arts and Sciences (new funds)* $9.0 $13.0 
2. Arts and Sciences (internal reallocation) 3.4 5.4 
3. Other academic units (new funds)** 16.1 20.0 
4. Other academic units (internal realloc.) 5.0 5.0 

B. ACADEMIC SUPPORT PROGRAMS 6.0 
1. Libraries 2.0 3.0 
2. Other Task Force recommendations 4.0 5.0 

c. COMPUTER (Instructional computing 
and telecommunications; Supercomputer 5.0 
Institute needs not included.) 

II. POSSIBLE SOURCES OF RECURRING FUNDS (Millions of $sJ $32.3 

A. INTERNAL FUND ALLOCATIONS 28.3 
1. Rank funding adjustment $2.8 $2.8 
2. Retrenchment (non-instructional) 1.0 2.0 
3. Marginal cost savings 4.0 5.0 
4. Expected additional ICR funds 2.0 3.0 
5. ICR offset 1.0 1.0 
6. Capital campaign 9.1 11 .0 
7. Unit internal reallocations 8.4 10.4 

B. POSSIBLE LEGISLATIVE FUNDING 4.0 
1. Rank funding adjustment 0.0 8.9 
2. ICR offset 3.0 7.0 
3. Libraries 1 .0 3.0 
4. Instructional computing 0.0 7.0 

Includes an estimated S2 to $4 million to be funded from capital campaign 
•• Includes an estimated $7 million to be funded from capital campaign 

9/17/87 

High 

$58.4 

43.4 

8.0 

7.0 

$61 .1 

35.2 

25.9 
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0 

0 

° Classrooms that are inadequate to their educational purpose, particularly for discus
sions and various other initiatives for "active learning" that require configurations dif
ferent from those of a lecture hall. 

Study space which is inadequate in quantity and quality. 

Unattractive and worn surroundings that inhibit the development of a sense of pride in 
the institution. 

Do these concerns warrant expenditure of funds that might otherwise go directly into aca
demic programs? 

There are no funding estimates for what is required here: To some extent improving the 
environment means giving higher priority to public space and study space in building con
struction and remodeling; to some extent it means seeking new capital funds for remodeling 
of existing buildings; to some extent it means more careful maintenance. We seek opinion 
on priorities, to the extent possible, even in the absence of such cost information. 

C. THE EFFECT OF CHANGES IN INSTRUCTIONAL COST ON 
TUITION 

Changes in instructional cost and in enrollments will require changes in tuition rates, under 
the legislative mandate that tuition be set equal to 1/3 of instructional cost. As the univer
sity considers changes that could significantly increase instructional costs, it must also 
consider the potential impact on tuition rates. 

Management Planning and Information Services has provided an illustrative calculation to 
show what might happen over time as a result of the decline in undergraduate and profes
sional school enrollment, and the increase in graduate enrollment, anticipated over the next 
5 years: 

TABLE 2. 

Undergraduate 
Graduate 
Professional 
(Post-baccalaureate) 

ESTIMATED AVERAGE TUITION PER CREDIT 
Estimated Projected Average 

FY 87 FY 92 Annual Increase 
Dollars % of cost Dollars % of cost 
$41.91 32.1% $57.18 29.9% 

73.05 32.4% 79.83 29.9% 
139.33 22.7% 261.59 29.9% 

6.4% 
1.8% 

12.8% 

Assumed inflationarv increase in cost 4.7% 

Table 2 is a projection, rather than a forecast:. That is, it shows how tuition would change 
based on cenain assumptions, with no reference to the realism of those assumptions. First, 
it assumes that there would be no shifts of total instructional funds among undergraduate, 
graduate and professional education to follow the enrollment shifts. Second, it assumes 
that by the end of the five-year period, all three kinds of education would pay the same 
percent af their instructional cost, in the form of tuition 1. Third, it does not attempt to an-

1 The university, together with other public higher educational institutions in the state, is currenlly required 
to set tuition equal to 1/3 of instructional cost (averaged across all of its educational programs). The 
programs shown here collect tuition that is on the average 29.9% of instructional cos~ when summer 
\Cssion and extension programs are added. tuition is 1/3 of instructional cost for the combined programs. 
Table 2 shows the consequence of two changes over Lime: The enrollment changes, plus an adjustment that 
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ticipate the effect of the spending increases recommended here and in Plan for Focus; 
those increases would not materially affect the conclusions, however. 

The exercise shows that, for the assumptions given, the planned decline iq undergraduate 
enrollment would require tuition increases only modestly above the assumed rate of infla
tion (6.4% per year for tuition vs. 4.7% for inflation), to finance what should be significant 
improvement in the quality of education. It also shows that the cost of professional post
baccalaureate education (particularly in the health sciences) will indeed create serious 
problems for those programs and their students, unless outside support is made available to 
subsidize their high costs. 

hrings all three co~~nenL~ (undergraduate, graduate and post-baccalaureate professional pro~rams) to the 
same percentage ot Instructional cost by FY 92. ~ 


