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To: The Honorable Wendell R. Anderson 
The Honorable Julie A. Bleyhl 
The Honorable William E. Hogan II 
The Honorable Jean B. Keffeler 
The Honorable Hyon T. Kim 
The Honorable H. Bryan N eel 
The Honorable Mary J. Page 
The Honorable Lawrence Perlman 
The Honorable William R. Peterson 
The Honorable Thomas R. Reagan 
The Honorable Darrin M. Rosha 
The Honorable Stanley D. Sahlstrom 

Dear Ladies and Gentlemen: 

REORGANIZATION OF CENTRAL ADMINISTRATION 

I am writing to you to propose a reorganization ofthe central administration 
of the University of Minnesota. The plan presented here puts in place a new 
basic organization which will be followed by further review of the functions, 
organization, and staffing of all offices involved. 

REVIEW OF MANAGEMENT EFFECTIVENESS 

The proposal builds on previous discussions, especially those involving the 
reorganization of the Health Sciences. It also builds on a review of our 
management effectiveness and our ability to implement the strategic objec
tives of University 2000 that has been conducted over the last few months. In 
this review, I have been assisted by McKinsey and Company as well as by my 
colleagues in central administration and throughout the University. The 
process has involved interviews with the University of Minnesota community, 
time management analyses, and scans of other higher education institutions 
and systems. 

The administrative goals that we have set for ourselves in this review have 
been twofold: 

• efficiently and effectively-managed operations, and 

• successful introduction and implementation of University 2000 
agenda. 
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The analysis has indicated that the current administrative situation involves 
rather cumbersome organizational structures with unclear roles, and that the 
organization lacks key skills and that critical leadership roles have been 
under-emphasized. The steps that are being taken to remedy this situation 
are as follows: 

• create clear reporting lines 

• create well-defined responsibilities 

• define explicit decision-making authority 

• minimize the number of layers between faculty and key decision 
makers 

• appoint strong leaders to key positions 

• develop key administrative skills in decision making, decision 
implementation, delegation, and meeting management. 

OPTIONS 

Several different structures have been considered. The four main options are 
presented in the attached graph (Attachment 1). Option number three has 
been chosen, an option that assigns to the Senior Vice President for Academic 
Affairs system and staff responsibilities and assigns to three chancellors of 
the coordinate campuses and three provosts of the Twin Cities campus the 
executive/operational responsibility for six major segments(campuses)of the 
University. The delegation of authority to the two new provosts is the same 
as for the Provost for the Academic Health Center. 

EFFECT OF PROPOSED REORGANIZATION 

The main effect of the proposed reorganization is to separate system and staff 
responsibilities from campus and line responsibilities. 

"Campus" is here used to denote "provostial area" of responsibility as well as 
coordinate campus. 

The responsibilities of the centraVsystem administration are: 

• Policy development in consultation with institutional governance 
bodies; compliance review 
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• Administration of systemwide and Twin Cities-wide infrastructures, 
such as institutional strategic planning, program approval and review, 
student life, financial management and budget, human resources, facil
ities management, institutional relations, legal affairs, and academic 
support (libraries, computing and information services, distance educa
tion, etc.) 

• Support of academic units through appropriate policies and central 
infrastructures. 

The responsibilities of the campus administrations are: 

• General administration of the campus; support for the deans in their 
administration of colleges; consultation with campus governance bodies 

• Campus planning in research, teaching, and outreach; campus 
priority setting; development of faculty and staff; student recruitment 
and graduation; student life; financial strategies, etc. 

• Program development in research, teaching/student life and outreach 

• Campus financial management 

• Campus personnel management 

• Campus space allocation and maintenance 

• Participation in institutional relations 

Let me again emphasize that the main change is the establishment of three 
provostships in the Twin Cities with executive and operational responsibility 
and accountability for three major clusters of colleges and services. Within 
the framework of policies, plans, and budgets approved by the Board of 
Regents, on recommendation of the President, the provosts -like the coordi
nate campus chancellors - will make the campus decisions. Central 
administration is responsible for policy development and compliance review, 
for systemwide and Twin Cities-wide infrastructures, and for support of 
academic units. 

As part of the implementation of the overall reorganization, the functions, 
organization, and staffing of all central offices will be reviewed to ensure 
efficiency and effectiveness of operation and appropriateness of staff 
assignments. 
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PROPOSED ORGANIZATION 

The central I system administration will consist of" 

1. The President's Office: 

• The President- who reports to the Board of Regents 

• The Associate to the President - who coordinates the President's 
work plan and activities 

• The Senior Vice President for Academic Affairs- who serves as the 
chief system and staff officer for academic matters in central adminis
tration under the President. 

• The Senior Vice President for Finance and Operations -who serves 
as the chief system and staff officer for finance and operations under 
the President. 

• The Vice President for Institutional Relations- who is responsible 
for the University of Minnesota Foundation, and other foundations, the 
Minnesota Alumni Association, University Relations, State Relations, 
and Federal Relations (recently added from the role of Vice President 
for Research). 

• The General Counsel- the University's chief legal counsel. 

These positions all exist. 

2. Office of the Senior Vice President for Academic Affairs: 

• The Senior Vice President 

• Three Vice Presidents who form an academic affairs cluster with the 
Senior Vice President: the Vice President for Research/Dean of the 
Graduate School, the Vice President for Undergraduate Education and 
Dean of Student Life, and the Vice President for Outreach/Dean of 
University College. The position of Vice President for Research/Dean 
of the Graduate School remains essentially unchanged. The current 
position of Vice President for Student Affairs is combined with that of 
Dean of Undergraduate Life, which involves continuing oversight over 
the undergraduate initiative, and generally the quality of the under
graduate experience- especially at the pre-major stage- across 
provostal areas. The Vice President for Outreach/Dean of University 
College is a new position proposed by the Outreach Council in their 
report of last year; it will coordinate institutional efforts to provide 
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effective access to and outreach from the University, and partnership 
with the University. 

• Associate Vice President for Planning - responsible for the strategic 
planning process, and analysis and evaluation of unit plans and 
performance 

• Associate Vice President for Human Resources (shared with Finance 
and Operations 

• Associate Vice President for Minority Affairs 

• Associate Vice President for Computing and Information Services 

• University Librarian 

These positions all exist, with the exception of the Vice President for Out
reach. Units with analytical and evaluative responsibilities are being consol
idated under the Associate Vice President for Planning. 

Office of the Senior Vice President for Finance and Operations 

• The Senior Vice President 

• Associate Vice President for Finance and Budget - responsible for the 
annual, biennial, and long-range budgeting process, and for the 
institutional financial management system 

• Associate Vice President and Treasurer 

• Associate Vice President for Facilities Management 

• Associate Vice President for Master Planning 

• Associate Vice President for Human Resources (shared with 
Academic Affairs) 

• Assistant Vice President for Housing and Food Services 

• Assistant Vice President for University Services 

• Assistant Vice President for Health and Safety 

• Assistant Vice President for Operations Development and AIS 

These positions all exist. 
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- The campus administrations will consist of" 

1. Provost for the UM Academic Health Center 

This position has already been defined and an appointment was 
approved by the Board of Regents on May 17, 1994; it replaces the 
previous position of Vice President for Health Sciences and involves 
executive/operational authority for the campus consisting of the 
following colleges and other units: Medical School, Pharmacy, Public 
Health, Dentistry, Nursing, Veterinary Medicine, and the UM Health 
System with the UM Hospital and Clinics. 

2. Provost for Arts, Sciences, and Professional Schools/ 
Minneapolis Campus 

This position replaces that of Vice President for Arts, Sciences, and 
Engineering- with executive/operational authority for the campus 
consisting of the following colleges: Humphrey Institute of Public 
Affairs, Carlson School of Management, Law, Education, Architecture 
and Landscape Architecture, Liberal Arts, Institute of Technology, 
General College, and (jointly with the Provost for Agricultural, 
Biological, and Environmental Sciences) Biological Sciences. 

3. Provost for Agricultural, Biological, and Environmental 
Sciences/St. Paul Campus 

This position -- replacing that of Vice President for Agriculture, 
Forestry, and Home Economics - has executive/operational authority 
for the campus consisting of the following colleges and other units: 
Agriculture, Natural Resources, Human Ecology, Biological Sciences 
(jointly with Arts and Sciences and Professional Schools), Veterinary 
Medicine (jointly with the Health Sciences), and the Minnesota 
Extension Service. 

4. The three chancellorships for the coordinate campuses 

These positions remain unchanged. 

The three provosts and the three chancellors report directly to the 
President. 
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STEPS TO BE TAKEN TO IMPLEMENT THE NEW ORGANIZATION 

I recommend that the Board consider the proposed reorganization for infor
mation and discussion in June and for action in July 1994. 

The implementation of the new organization entails the following steps to 
which I -wish to draw the Board's attention and for which I ask your explicit 
approval. Other restructuring will also occur, but is of such a nature that I 
do not believe that special Board approval is required. If the Board has any 
questions about such redefinition and reorganization, I -will of course submit 
detailed plans for your consideration. 

These are the major steps: 

1. Confirmation of the position of Senior Vice President for Academic 
Affairs -without the title and function of Provost, effective at the July 
Board meeting (7/8/94)- and reappointment of Dr. Ettore Infante to 
this position. 

2. Confirmation/redefinition/establishment of the following positions and 
initiation of searches: 

• Vice President for Research/Dean of the Graduate School - search for 
a successor to Vice President Anne Petersen -will begin as soon as 
possible, on the assumption that she -will assume the position of 
Deputy Director of the National Science Foundation, as has been 
indicated by the White House. Exact date of her transition to the new 
position has not been determined. 

• Vice President for Undergraduate Education/Dean of Student Life -
search to replace Vice President Hughes when she leaves July 15, 
1994, -will be initiated as soon as Regents' approval has been given and 
-will be completed as soon as possible. 

• Vice President for Outreach/Dean of University College- search -will 
be initiated as soon as Regents' approval has been given and -will be 
completed as soon as possible. 

3. Establishment of two provostships on the T-win Cities Campus in addi
tion to the Provost for the UM Academic Health Center: 

• Provost for Arts, Sciences and Professional Schools - search will be 
initiated as soon as Regents' approval has been given. 

• Provost for Agricultural, Biological, and Environmental Sciences -
search will be initiated as soon as Regents' approval has been given. 
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4. Continuation of unchanged positions: 

• Senior Vice President for Finance and Operations 

• General Counsel 

• Vice President for Institutional Relations 

• Other unchanged positions within central administration. 

A set of tables is appended to provide you with an overview of the reorganiza
tion and definitions of key positions (Attachments 2-5). 

ADDITIONAL STEPS 

I have proposed a reorganization that I think will serve the University well. 
My proposal has been influenced and improved by extensive consultation. 
But, I have by no means been able to put every detail in place or assess all of 
the implications of these proposals. 

For example, I am proposing that the Biological Sciences become part of the 
domain of the Provost for Agricultural, Biological, and Environmental 
Sciences, while also retaining a relationship with the Provost for Arts, 
Sciences, and Professional Schools, and that Veterinary Medicine strengthen 
its ties with the Provost for Agricultural, Biological, and Environmental 
Sciences, while retaining its reporting relationship to the Provost for the 
Academic Health Center. The entire question of the best organization of life 
and environmental sciences deserves further study, and will be so studied. 

A number of other relationships also require further review to make sure that 
we 

a) assign to each provostial campus the optimal set of academic programs and 

b) assure that appropriate interdisciplinary relationships are encouraged and 
supported. 

Such reviews will also be undertaken. 

If approved, the effectiveness and appropriateness of the reorganization 
should be reviewed no later than the summer of 1996, and continuous fine
tuning adjustments should be made as appropriate. 
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If you have any questions, please call me at 626-1616. 

Cordially, 

;V;u 
Nils Hasselmo 
President 

NH:kb 

Attachments 
c: President's Cabinet 

Senate Consultative Committee 
Staff Advisory Council 
Civil Service Committee 
Union Representatives 
Student Representatives to the Board of Regents 
MSA Leadership 



BASIC STRUCTURE OPTIONS 

Number of 
Provosts 

2: 
• Twin Cities 
• UM Academic 

Health Center 
for the 3. 
Twin Cities · • Arts, Sciences 

and 
Professional 
Schools 

• Agricultural, 
Biological, and 
Environmental 
Sciences 

• UM Academic 
Health Center 

Definition of 

Attachment 1 

~ President 
~ Senior Vice President 

tE 
Academic Affairs 
Provost 
Chancellor 

Senior Vice President Academic ·Affairs 

System Officer, reports 
to President 

Strong line officer 
managing academic units (COO) 
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PROPOSED ORGANtZATION FOR CENTRAL ADMINISTRATION 
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Office of 
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• Includes MPIS 
~ Includes ControUer 



PROVOST ARTS, SCIENCES AND PROFESSIONAL SCHOOLS 

Provost 

1 1 
Chief 

Other Financial 

staff as Officer-
necessary· Finance 

Operations 
& Budget 

I l I 1 _I 
Humphrey Carlson Architecture 
Institute of School of Law Education & Landscape 

Public Affairs Management Architecture 

l I 
Institute of 

Liberal Arts Technology 

r-a 
1- _, 

l 

Attachment 3 

Reports to Provost 
Agricultural, Biological 
and Enviromental 
Sciences 

. 
' 

--------., 
General 

I 
I ogical: 

nces: College I 
I 

I 



PROVOST AGRICULTURAL, BIOLOGICAL 
ENVIRONMENTAL SCIENCES 

Provost 

I 

Other 
staff as 

necessary 

J 
Chief 

Financial 
Officer
Finance 

Operations 
& Budget 

Attachment 4 

r - I Reports to Provost 
L.. - ' UM Academic Health 

Center 

• Dotted reporting 
relationship to Provost 
Arts, Sciences and 
Professional Schools 

r 1 I 1 r 1 , ____ :_ ___ , 
Minnesota Agricultural . Natural Human Biological : Veterinary: 
Extension Experiment Agnculture Resources Ecology Sciences* : Medicine : 
S . S . I erv1ce tat1on 1---------
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POSITIONS DESCRIPTIONS 

THE SENIOR VICE PRESIDENT FOR ACADEMIC AFFAIRS: 

• Reports to the President 

• Advises the President on matters of academic policy, and coordinates the 
implementation of, and compliance with, academic policies and direc
tives of the Board of Regents, the President, and/or appropriate state 
and federal agencies; consults with institutional governance bodies; 

• Establishes, maintains, and staffs a process for institutional strategic 
planning; leads the institutional planning effort; and provides the for
mat and schedules for institutional analysis, evaluation, and 
recommendation of the planning proposals of each of the three 
provostial areas in the Twin Cities and the three coordinate campuses; 

• Leads and staffs the development of institution-wide and Twin Cities-wide 
policies in the three mission areas of research, scholarship, and artistic 
activity; teaching, learning, and student life; and access, outreach, and 
public service; 

• Leads and staffs the development of institution-wide and Twin Cities-wide 
policies, and oversees the management of the infrastructure, in such 
functional areas as human resources (with the Senior Vice President 
for Finance and Operations); diversity; computing and information 
services; distance learning; libraries and library services; institutional 
cooperation; non-college specific preparation, entrance and graduation 
requirements; enrollment management; tuition and fees; and academic 
facilities development. 

• Leads and staffs (with the Senior Vice President for Finance and Opera
tions) the development of annual, biennial, and long-range operations 
and capital budgets; and provides for the analysis and evaluation of 
unit performance and the review and recommendation of budget pro
posals submitted by the three Twin Cities provosts and the three 
chancellors. 

• Represents the University's academic enterprise to local, state, regional, 
national, and international agencies and groups; 

• In the absence of the president, represents the University. 



. ,, 

Attachment 5 
Page 2 

VICE PRESIDENT FOR RESEARCH AND DEAN OF THE 
GRADUATE SCHOOL 

• Reports to the Senior Vice President for Academic Affairs 

• Serves as staff to the Senior Vice President for Academic Affairs in the 
development of policy, and in the coordination of the implementation 
of, and compliance with, policies in the areas of research, scholarship, 
and artistic activity and graduate and professional education; serves as 
dean of the Graduate School. 

VICE PRESIDENT FOR UNDERGRADUATE EDUCATION/DEAN OF 
STUDENT LIFE 

• Reports to the Senior Vice President for Academic Affairs 

• Serves as staff to the Senior Vice President for Academic Affairs in the 
development of policy, in the coordination of the implementation of 
policy, and in the management of institution-wide and Twin Cities
wide infrastructures in such areas as the recruitment, admission, 
orientation, registration, and counseling of students and student life; 
serves as Dean of Student Life which entails programming (especially 
in the Twin Cities) to ensure the integration of the students' (especially 
that of freshmen and sophomores) formal education and student life; 
community building; and student success. 

VICE PRESIDENT FOR OUTREACH AND DEAN OF UNIVERSITY 
COLLEGE 

• Reports to the Senior Vice President for Academic Affairs 

• Serves as staff to the Senior Vice President for Academic Affairs in the 
development of policy, in the coordination of the implementation of 
policies, and in the management of institution-wide and Twin Cities
wide infrastructures in such areas as access to degree programs for 
students with special logistical needs (timing and location of 
instruction and services); non-credit instruction; distance learning; 
knowledge transfer to all areas of the state, and to individuals, groups, 
agencies, businesses, non-profit organizations, etc.; partnerships with 
other institutions of public and private higher education in enhancing 
educational opportunities for students. 
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PROVOST 

• Reports to the President 

• Works with the appropriate central officers in the three mission areas of 
research, teaching, and outreach, and in the functional areas of 
planning, human resources, financial management, facilities 
management, and institutional relations. 

• Administers the campus as its chief executive officer; provides support for 
the deans in their administration of the colleges; consults with campus 
governance bodies. 

• Leads campus planning and prepares a strategic plan for review and 
approval of the President and the Board of Regents, including 
priorities in research, teaching, and outreach; development of faculty 
and staff; student recruitment and graduation; student life; fmancial 
strategies, etc. 

• Leads program development in research, teaching/studem i:fe, and 
outreach on the basis of institutional policies and appr~~ved plans. 

• Prepares annual, biennial, and long-range budget proposals for the campus 
for central review and approval by the President and the Board of 
Regents. 

• Manages the finances of the campus on the basis of approved policies, and 
within institutional procedures for information flow and auditing. 

• Approves the hiring, tenure, promotion, and termination of faculty and staff 
on the basis of institutional policies and procedures; provides 
appropriate support for career development. 

• Allocates and maintains space set aside for the campus. 

• Maintains strong relations with appropriate local, state, national, and 
international constituencies on the basis of approved plans, and in 
cooperation with appropriate central officers. 


