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Acadetnic Affairs: Moving Ahead 
The following are excerpts from an 
interview in early July with Shirley Clark, 
newly appointed Acting Provost and Vice 
President for Academic Affairs. 

What was your first thought 
on being offered this position? 

I was ambivalent about it. I had 
known my name was on the list of 
those being considered for the job, but 
I believed if it was offered to me I 
would rapidly decline. I had no 
illusions about being the only person 
able to do the job-my longtime 
involvement in governance has 
taught me that there are many other 
qualified faculty members, some with 
more experience in central 
administration, whom I thought 
would be likelier choices. When the 
actual offer came, however, it was 
very different from the hypothetical 
case. After hearing the reasons I had 
been selected, I gave my decision 
serious reconsideration. Once I had 
accepted, I felt a little panicked until 
the next day when expressions of 
support began to come in. 

I may not yet be up to speed on 
every issue, but I am doing my best to 
absorb all I can in a short time. I guess 
you could say I'm dancing as fast as I 
can, and the music is the minute 
waltz. Each day the excitement and 
challenge grow. 

What are your top priorities 
for the next few months? 

During my first few weeks, central 
administration has been focused on 
moving Academic Priorities planning 
forward. To this end, we developed, 
with substantial input from the deans, 
a new document called "Academic 
Priorities: Next Steps." We thought it 
would be helpful both for the regents 
and for those of us working on the 
next biennial legislative request to 
break down the recommendations 
contained in the original Academic 
Priorities document into three 
categories: 1) items requiring regential 

action, 2) items that central 
administration can proceed on in 
collaboration with affected units, and 
3) items that require further 
development before either regential or 
administrative action can be taken. 

Beyond the recommendations that 
the regents vote on, we have plenty of 
room for challenging creative activity 
in areas where the administration can 
make progress on its own. Over the 
past year, central administration has 
looked somewhat away, perhaps too 
far away, from planned or ongoing 
internal reallocation within units, and 
has concentrated more on all
University issues like libraries, 
equipment, core programs, etc. 
Internal reallocation means we have 
to ask ourselves tough questions 

about what we are doing and what we 
want to give up in order to do 
something else better or to do new 
things we otherwise couldn't afford. 
This is not to diminish the role of 
legislative funding; we must count 
very heavily on that to accomplish 
our major academic goals. 

One personal guideline I'll be using 
during my time in this office is Dick 
Sauer's statement that acting people 
are supposed to take action. We don't 
see ourselves strictly as caretakers. 
We both believe that, without 
foreclosing any options for the key 
administrators who will be hired 
during the next year, we ought to get 
things going again wherever we can 
and see how far we can take them. 

continued, p. 2 

Regents Approve Academic Priorities 

On Friday, July 8, the Board of 
Regents approved by a 10 to 1 vote 
the following administrative 
recommendations, which were part of 
the Twin Cities campus Academic 
Priorities plan distributed last 
February. 

• Formation of a faculty of arts, 
sciences, and engineering 

• Appointment of a vice provost for 
the arts, sciences, and engineering 
who will also be dean of University 
College 

• Single entry point for freshman 
admission and counseling/advising 

• Recommended budget increases 
including: 
computing services ($2.1 million) 
instructional equipment ($5 

million) 
international education 

($400,000) 
libraries ($4.85 million) 
minority programs ($1 million) 

undergraduate advising ($900,000) 
biological sciences ($1.75 million) 
engineering, mathematics, and 

physical science ($1.2 million) 
humanities/social sciences ($2.5 

million) 
lower division education ($750,000) 

• Funding decreases for the Institute 
of Agriculture, Forestry, and Home 
Economics; dentistry; nursing; the 
College of Education; Continuing 
Education and Extension; and 
General College 

• Enrollment caps for dentistry, 
medicine, and undergraduate 
management 

• Closure of the Department of 
South and Southwest Asian 
Studies, and its reorganization into 
a program within the College of 
Liberal Arts 

• Commitment of $4 million as an 
incentive match for fundraising to 
build a new art museum 
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What about category three in 
the Next Steps document
recommendations that need 
more development? 

There are some areas we simply need 
to continue working on. I emphasize 
to people that it's a mistake to think 
of this plan or any other as being cast 
in stone. A plan is an important tool 
in the process of pulling people and 
their ideas together and reaching 
some consensus. But at the same 
time, any planning process has to be 
responsive to changes in conditions 
and contexts. 

Among the recommendations on 
which we are asking deferral are the 
splitting of CLA into two colleges, the 
future of the art museum and KUOM, 
and the closure of the educational 
development office. The question of 
whether the University will match 
fund-raising dollars for the art 
museum will have to be settled by the 
regents before any further decisions 
are made about its future. And I think 
that educational development 
activities at the University have to be 
examined within a much larger 
framework. What should we really be 
doing to improve the climate here for 
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undergraduates and to enable the 
faculty to provide the best instruction 
and advising possible? A deferral is 
not a commitment to the future of 
the educational development office, 
but this set of issues would be more 
appropriately resolved once we move 
into the structural innovations 
involved in combining the faculty of 
arts, sciences, and engineering. 

Beyond Academic Priorities, 
what other objectives do you 
have over the next several 
months? 

Well, of course, there is the ongoing 
academic administration of the 
University, which is terribly 
significant despite the fact that it is 
currently eclipsed by other matters in 
our more immediate view. 

Reestablishing a normal level of 
day-to-day administration isn't easy 
because we have had a change of 
guard not only in this office, but in 
many others. Betty Robinett has 
retired as associate vice president, 
John Wallace has left as assistant vice 
president, and we are searching for a 
vice president for finance, a head 
librarian, and a new director of the 
University Press. These are important 
leadership positions. We are looking 
forward to having Dolores Cross, the 
new associate vice president for 
minority programs, on board soon, 
which will be helpful in coordinating 
current activity and initiatives in that 
area. 

I'm very interested in the positions 
the University expects to fill over the 
next year, especially in terms of how 
we might reshape or recast some of 
them. For instance, it is very 
appropriate right now, with Dr. 
Robinett's retirement, to examine that 
position with respect to academic 
personnel. I think it is increasingly 
clear that responsibilities ought to be 
added there that relate to faculty 
career development. The University 
has an enormous investment in 
faculty members and in their 
commitment to this institution. 
Especially in light of the uncapping of 
mandatory retirement, we have to 
begin taking a longer view of faculty 
development to be sure that the 
environment and resources for faculty 
development assure their engagement 
and productivity over a greater span 
of time. This will be a very big issue 
during the coming year. 

One particular proposal I would 
like to help implement in the area of 
faculty development is the 

recommendation in Academic 
Priorities for administrative training. 
With as much expertise as we have 
on campus for this kind of home
grown program, we should think in 
terms of doing more than simply 
orienting academic administrators to 
policies, rules, and regulations. For 
instance, we should offer them the 
latest ideas about conflict resolution. I 
am already able to see, in my very 
short time in office, that there are 
some significant, long-term conflicts 
in various units on campus. We now 
have some creative ways of resolving 
those situations, and that is a step the 
administration could take right now. 

Other concerns of mine include 
meeting the funding needs of the core 
arts and sciences and IT and planning 
for the division of CLA, including 
space requirements. We have to look 
at this campus as an aging one in 
terms of workspace, classrooms, 
amenities, and aesthetics. Many 
issues have to be addressed in this 
area, but first we have to establish 
some new processes. 

Last, but certainly not least, I hope 
to do all I can to improve the morale 
of faculty and staff. I can't be very 
specific yet about my plans, but I 
have the deepest respect and affection 
for this institutional community and 
am committed to improving it. We 
are a great university striving to be 
even better, and most of what we 
need, except financial resources, is 
already on campus. I will also try to 
make contributions wherever I can to 
increase the credibility of the 
University with the public. I am very 
concerned that external perceptions 
do not seem to mesh at allwith how 
we see ourselves. 

Is there any message you 
would like to convey to the 
faculty? 

I am deeply appreciative of all the 
messages of support, which, in almost 
every case, were linked with a stated 
willingness to help. I take those offers 
of assistance as they were given, not 
as ritual. During the coming months 
we will need to call on people to help 
in ways we may not even be aware of 
yet. For internal healing to occur we 
need constructive criticism, 
collaboration, support through the 
legislative process, and a lot of 
understanding during all the 
administrative personnel transitions 
that lie ahead. We really need to pull 
together. • 
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By Mark Brenner 
Chair, Faculty Consultative Committee 

As the new chair of the Faculty 
Consultative Committee, I wish to 
thank Phil Shively for his tireless 
efforts and outstanding leadership in 
the Senate and Faculty Consultative 
Committees over the past year. While 
drawing on the contributions of other 
committee members, he charted a 
clear course that represented faculty 
interests during some very difficult 
times. After the marvelous job he's 
done, it is a challenge to take over the 
chair's responsibilities. 

As Phil has noted, considerable 
credit must be given to the high 
quality of this past year's Faculty 
Consultative Committee (FCC) 
membership. This year we will miss 
the valuable insights of Richard 
Goldstein and Ellen Berscheid, who 
have completed their three-year 
committee terms. Warren Ibele and 
Bruce Overmier are the two newly 
elected FCC members. Burton Shapiro 
will join the committee for one year 
in place of Shirley Clark, who was to 
have been FCC chair but moved into a 
vice presidential post July 1. With 
Shirley's appointment, I became the 
FCC's new chair, and Warren Ibele 
replaced me as new chair of the 
Finance Committee. That group will 
commence work over the summer 
months as the biennial legislative 
request is prepared. 

For the first time in several years, 
the Senate Consultative and Finance 
Committees recently had the 
opportunity to identify budget 
priorities while the biennial request 
was still in a conceptual stage. We 
will also have our usual opportunities 
to review the request as it is being 
developed this summer and fall. 

During the biennial request 
meetings we have participated in so 
far, we proposed that, since the 
University's needs are so great, it is 
impossible to isolate a single item as 
the most important budget priority. 
The following items were all 
considered to be critical: 
implementation of the Academic 
Priorities document, rank funding 

adjustment, faculty salary increases, 
civil service salary increases (if they 
are found to be disadvantaged 
compared with state employees), 
tuition offset for the professional 
schools, and libraries. 

As a guiding principle, we 
recommended that the request be 
developed in a series of three tiers. 
The first tier would be the funding 
level necessary to maintain our 
current position relative to 
comparable research institutions. A 
second tier would be the funding level 
necessary to raise our position to 
third in the Big Ten. The third tier 
would be the funding level necessary 
to raise our position to fifth among 
public research universities. The 
concept behind the tiered approach is 
to identify a clear target for our 
funding needs that the people of the 
state will understand and, we hope, 
support. • 

OFOR THE 
RECORD 

Members of Senate and Assembly 
committees are listed on pages 6 and 7 of 
the 1987-88 Student & Staff Directory. 

1987-1988 
Annual Reports 

Senate Committee on Faculty 
Affairs 
By Geoffrey Maruyama, chair 

At year's end, the Senate Committee 
on Faculty Affairs (SCFA) was in the 
middle of several important projects. 
As a demonstration of our continuing 
interest in salary policies, we are 
currently in the middle of 
longitudinal analyses of the 
cumulative patterns produced by 
merit-based raise policies over the 
past five years. These analyses are 
using a much improved data base and 
will help us gauge how well the merit 
policies are working. Further, under 
the leadership of incoming chair Neil 
Gault, SCFA is exploring possible 
ways of obtaining a "market position" 
salary study done by an independent 
management firm specializing in 
higher education. This study would 
provide a highly credible assessment 

of the faculty's position compared 
with peer institutions. 

Over the past year, SCFA also 
addressed other issues of faculty 
support. We recommended 
continuation of the Academic Staff 
Assistance Office, a position initially 
held by Charlotte Striebel. After 
receiving faculty senate approval of 
the concept of a Faculty and 
Academic Staff Assistance Program 
last spring, we are in the process of 
helping academic affairs set up a pilot 
program to provide diagnosis and 
referral for drug and alcohol abuse. 
We are also finishing our survey of 
faculty dependents' tuition needs. 
This survey will be useful as we 
prepare a proposal asking central 
administration to consider a reduced 
tuition policy for children of faculty 
and academic staff. 

SCFA has tried to maintain regular 
communication with academic affairs. 
While our discussions have covered a 
range of topics, specific points 
included: computerizing the faculty 
manual of academic policies and 
procedures (which is being done), 
expanding flexibility of the sabbatical 
leave program, and studying the 
possible consequences of changes in 
mandatory retirement age. Although 
there is nothing to report at present, 
we have also been kept informed 
about the implications of tax law 
changes on our retirement plan. 

Finally, we have kept up with 
various "loose ends," including the 
progress of the University of 
Minnesota Federal Credit Union 
(which seems to be doing well), the 
question of whether academic 
professionals should be represented 
on SCFA (we think so), and, via the 
Committee on the Faculty Retirement 
Plan, the performance of our 
retirement plan options. 

On behalf of the committee, I 
would like to acknowledge our 
appreciation of the many 
contributions that David Lilly, former 
vice president for finance, has made to 
faculty working conditions. During 
his tenure the faculty mortgage plan 
was established, investment options 
within the basic faculty retirement 
plan were markedly expanded, a 
University credit union was 
established, Permanent University 
Fund monies were used to support 
endowed chairs, and performance 
reports for retirement plan funds 
became more frequent. 

continued, p. 4 



4 

Reports, from p. 3 

Senate Committee on 
Educational Policy 
By fohn Clark, chair 

The Senate Committee on 
Educational Policy (SCEP) has had a 
busy year, although it ended on a 
tentative note since the quarter-to
semester issue has generally been 
deferred by the faculty governance 
organization until fall quarter. 

One of our most important 
discussions and actions concerned the 
continuation of the general 
University grading policy that an "I" 
(incomplete) functions as a temporary 
designator while agreed upon 
conditions are met by the student for 
completing the course. One quarter of 
residence was judged as an adequate 
time for meeting this contract with 
the instructor. If a grade is not 
assigned by the end of that period, the 
mark would be changed to an "F." Of 
course, the instructor still has many 
options for intervening in this 
automatic process. 

Another set of issues for SCEP was 
the reestablishment of some of the 
lost instruction time given up when 
the time lapse between classes was 
changed from 10 minutes to 15 
minutes several years ago. SCEP has 
recommended a SO-minute regular 
class hour. Internally, SCEP has gone 
on record as being in favor of a 
general policy of equivalence between 
class time per week and course credits 
given. We are mindful of special 
circumstances for some courses and 
suggest that the general policy be 
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implemented judiciously at the 
college curriculum level. Final action 
was tabled until the quarter-to
semester issue is resolved. 

We wish we could have acted on 
the 1:1 ratio item and the quarter-to
semester issue but the administrative 
climate of the University late in the 
spring quarter did not seem 
appropriate for final action. Other 
SCEP business not satisfactorily aired 
this year was our desire to become 
more proactive in educational policy 
matters. Rather than wait for business 
to be presented to SCEP by other 
committees or by central 
administration, some would urge that 
the general condition of educational 
policy be monitored by SCEP and 
action taken when, in that 
committee's judgment, it is desirable. 

Senate Finance Committee 
By Shirley Clark, chair 

Since this was the "off' year of the 
biennium, the University prepared 
and we consulted with administrators 
on a ranked capital request and a 
renewed request for operations and 
maintenance items-by and large 
essential but not very glamorous stuff 
like boilers, funds to operate new 
space, and increased rank funding 
adjustment. As we all know, 
subsequent events caused the 
University administration to 
withdraw the 1988 legislative request. 

I expect that some of the most 
important work of the Finance 
Committee for this year will have 
taken place in May, June, and July as 
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we propose items, needs, and 
programs that we want to make sure 
get into the 1989-91 request priority 
process. We will consult with the 
administrative officers working on the 
request as it evolves through 
numerous iterations. Among other 
things, we will be mindful of areas of 
consensus in the Commitment to 
Focus planning process as these are 
incorporated into the request, as well 
as needs that have become apparent 
in the past several months. 

The other point I would mention 
relates to the anticipation that central 
administration will get its fiscal 
mangagement house in order during 
the coming months. As that happens, 
we will be able to consult with the 
Management Committee in a more 
timely and productive way. We 
consulted extensively on the reserves 
issue in winter quarter 1988, for 
example, but much of this was after 
the fact and for the purpose of laying 
bare and interpreting what the 
situation was to the internal 
University community. 

Finally, as part of legislative request 
building and for next year's agenda as 
well, the Finance Committee along 
with the Faculty Consultative 
Committee and the Senate 
Committee on Faculty Affairs should 
deal systematically with proposals 
contained in the report of the Faculty 
Development Committee chaired by 
Professor Patricia Swan. These include 
more flexible sabbatical policies, 
improved faculty salaries, and 
others. • 
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The Biennial Request: 
A Delicate Balance 

A complex task in the best of times, 
shaping the University's biennial 
legislative request has never been 
more challenging or more important 
than this year. In light of recent 
controversy over reserves and the 
University's subsequent withdrawal of 
its 1988 session funding request, 
regaining support in the next 
legislative session is crucial
especially to implementation of 
academic planning initiatives like 
Commitment to Focus and Academic 
Priorities. Until money comes 
through, many parts of those 
approved plans will have to remain 
promises. 

Typically, the first step in 
developing a new biennial request is 
determination of a target increase 
figure, based on current funding 
levels, for the University's operations 
and maintenance budget and special 
state appropriations. That calculation 
must take into account variables such 
as state revenue forecasts, the general 
state of Minnesota's economy, 
inflation predictions, and the 
University's financial needs. 

Work on these two portions of the 
request started early this summer, but 
preparation of the capital improve
ments portion has just begun in the 
past few weeks. Clinton Hewitt, 
associate vice president for physical 
planning, believes the final shape of 
this biennial capital request will 
closely resemble the 1988 capital 
request withdrawn from the 
legislature last spring. 

This year's target increase figure 
has been tentatively set at $275 
million, 2 7 percent over the 
University's last biennial funding base 
($1.076 billion). From a historical 
perspective, David Berg, assistant vice 
president for management, planning, 

and information services, calls 27 
percent a big increase. "The 
administration doesn't think this is 
the time to be modest," he says. 
"Those legislators who are willing to 
support us have told us they want a 
request that truly reflects our needs. 
A modest request would probably be 
interpreted as an apology for recent 
events, and all the advice we have 
received so far tells us that is not the 
way we should go." 

Once the target figure is 
established, the University generates 
a list of its most important funding 
needs. This year that list was created 
with more careful and widespread 
consultation than in the past, a 
strategy proposed by Interim 
President Richard Sauer and favored 
by other top administrators. "We have 
been a little clearer about mapping 
out the consultation process this 
year," says Richard Heydinger, vice 
president for external relations, "and 
more conscientious about involving 
people at an earlier stage. For instance, 
this is the first year the chancellors 
from all four campuses have 
participated in nearly every 
discussion about the request. And this 
is the first year we have invited 
'stakeholders'-representatives of 
interests that cut across institutional 
boundaries such as disabled students, 
graduate students, computing and 
information services, etc.-to present 
their cases to the administration. We 
have always consulted with senate 
committees about the request, but 
this year we brought them in at the 
very beginning of the development 
process. We met with the Faculty 
Consultative Committee in early 
June, when we had just started 
thinking about the request, and again 
at the beginning of August, when we 

were still $10 million over our target 
figure." 

Faculty Salaries 
During that three-hour August 
meeting, one of the chief topics of 
discussion was faculty salaries. 
Although all figures in the request are 
subject to change, at that time a 9.72 
percent faculty salary increase for 
1989-90 and a 5.50 percent increase 
for 1990-91 were being proposed. Berg 
explained that these figures 
represented the dollars it would take 
1) to match inflation and 2) to move 
the University into third place in the 
Big Ten (based on AAUP 1988-89 
faculty salary increase figures that 
rank Minnesota seventh among those 
schools). 

Berg acknowledged that the 
University seldom gets the full 
amount it requests for faculty salaries, 
but added that the administration 
believes that current political realities 
probably make a request for a higher 
increase counterproductive. Faculty 
expressed dismay that salary increases 
continue to be based on comparisons 
with the Big Ten, because those 
schools collectively have a declining 
national reputation and because the 
University is competing for faculty 
and graduate students with schools 
like Berkeley, Texas, and other high
ranking institutions outside the Big 
Ten. 

Professor W. Phillips Shively argued 
that it is necessary to let the 
legislature know the true picture. "We 
have to change the terms of this 
debate about faculty salaries," he said, 
"by creating a more accurate picture 
of our peer comparison group and by 
using more refined analysis. We 
should be straightforward and tell 
legislators what kind of faculty 

continued, p. 2 
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Request, from p. 1 
salaries we need to become genuinely 
competitive in attracting outstanding 
faculty." 

Professor Richard Goldstein pointed 
out that the faculty salary differential 
between the University and other 
state higher education systems in 
Minnesota is much smaller than in 
other states and that the University 
because of its unique and diverse 
missions requires a higher level of 
support. According to Berg, that 
differential may widen because this 
year Minnesota is asking the state 
university system, for the first time, 
to compare its funding not with the 
University but with institutional 
peers. 

When questioned about the 
possibility of higher health care 
premiums eroding salary increases, 
Nick LaFontaine, director of budget 
development, said it is now unlikely 
the University will implement the 
proposed $2,000-per-person health 
care premium cap, since the state has 
indicated its intent to pay those 
higher premiums beginning January 1, 
1989. Abandonment of the cap 
requires regential approval. 
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V. Rama Murthy, associate vice 
president for academic affairs, 
explained the request's three-pronged 
approach to University computing 
needs-$6 million for administrative 
computing (including the beginning 
stages of development for a new 
accounting system); $4 million for 
student support systems computing 
(admissions and records); and $15 
million for academic computing 
(instructional computing, networking, 
access improvement). Also discussed 
were the $20 million request for 
instructional equipment and the $8 
million request for libraries. 

Dividing the Pie 
Another first in the process this year 
has met with widespread approval. 
"For the first time," says Shirley Clark, 
acting vice president for academic 
affairs, "we are going to divide up the 
pie for systemwide funding items
computing, libraries, etc.-before we 
send the request to the governor. This 
includes decisions about how we are 
going to spend the $22 million rank 
fundi~g adjustment. In past years, we 
have JUSt sent over a single line item 
for systemwide funding categories, 
without determining the allocation of 
that money among affected units. 
This year, we are consulting with 
those units beforehand and will have 
all that decided before we finalize the 
request. This way everyone knows 
what piece of the pie to expect if the 
entire amount is approved by the 
legislature." 

Inevitably, the list of University 
funding needs ends up being far too 
long and too expensive-so begins the 
painful task of paring it down. "This is 
the most frustrating part of the entire 
process," says Heydinger. "So many 
units and representatives present 
well-defined, well-thought-out, much
needed items for inclusion in the 
request. But when you total up all our 
current needs and the big backlog of 
past needs that haven't been met, the 
figure is way too large to be 
considered reasonable from a selling 
standpoint. So we end up cutting the 
list down until it's more sellable, but 
that means it's not going to move the 
University ahead as fast as we want it 
to, or as fast as the citizens of the 
state are asking it to move. It's a 
resource shortage problem." 

The toughest kinds of decisions, 
according to Heydinger, are those that 
trade off different kinds of needs 

against one another. "How do you 
compare the relative importance of 
child care, undergraduate advising, 
and agricultural research to 
understand the droughtr' he says. 
"Those decisions can't be cranked out 
according to formulae. They involve 
very difficult judgment calls." 

"We are making judgments on 
many request items in relation to 
Academic Priorities planning," says 
Clark, "because we believe the 
legislature and the public will hold us 
to our own rhetoric as to how we use 
our resources." 

Heydinger hopes that once a "final" 
(amendments are allowed until the 
legislature approves the budget) list is 
drawn up and approved by the regents 
this fall, the University will be able to 
cluster various items thematically to 
create a clear picture of institutional 
priorities. "We're fortunate because we 
have been involved in the planning 
process for the past several years " he 
says. "We aren't starting from scr~tch. 
We already have a very good idea of 
the direction in which this University 
is moving." The final prioritized 
version of the biennial request will be 
delivered to the governor in mid
autumn. 

Convincing Legislators 
Developing the request is only half 
the task. Selling it to legislators 
entails a whole new set of challenges. 
Heydinger identifies three major 
obstacles facing University lobbyists 
in the next session. "First," he says 
"we have to get the legislature to ' 
recognize the importance of the 
University's infrastructure needs
things like supplies, faculty salaries, 
and instructional equipment. None of 
these items is as glamorous as starting 
a new program, but they are 
absolutely vital to the health of this 
institution." 

"Second, we are operating in a 
climate where the University's 
management is under question, so we 
have to insure that legislators 
understand the process and the care 
with which we have made these 
funding choices. Third, we have to 
put the whole reserves controversy 
into perspective. Last year, the 
University decided on its own to 
spend down its reserves one time to 
keep the institution moving and to 
demonstrate good faith to the people 
of Minnesota by recognizing their 
concerns about University finances. 
But we have taken that spend down 
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as far as we can, and the legislature 
has to understand how much the 
University needs its help right now." 

Heydinger expects the University's 
biennial request to be met neither 
with open arms nor with a cold 
shoulder, but points out there is still a 
good deal of legislative and state 
support out there. "Support for this 
University goes back a hundred 
years," he says. "You can't destroy that 
kind of longstanding goodwill in six 
months. You can badly damage it, but 
you can't destroy it. If we present our 
needs clearly and show the state we 
are being responsive to its citizens, we 
will have a fair chance in the 
legislature. You have to remember 
that last year legislators showed 
restraint in not starting a University 
witch-hunt. In fact, by the end of the 
session, many were stepping forward 
to express their support for this 
institution." 

The selling process actually began 
this summer at a series of town 
meetings held by Sauer throughout 
the state. "These meetings were not 
organized to talk about the biennial 
request," Heydinger says, "but they 
have helped rebuild University 
credibility by getting word out about 
developments here. And they have 
helped us better understand public 
opinion. Minnesotans have 
appreciated these meetings. They feel 
positively about Dick Sauer's candor 
and about the University reaching 
out." 

Heydinger himself will be traveling 
around the state during September 
and October, discussing the biennial 
request with members of the House 
Appropriations and Senate Finance 
Committees. Then, in late November, 
a team of University administrators 
will visit legislators around 
Minnesota to explain the request and 
answer questions. 

A New Lobbyist 
University lobbying efforts in the 
next session will be strengthened by 
the addition of a new staff member in 
Heydinger's office. The position, 
which will be filled by the end of the 
year, includes responsibility for 
coordinating state lobbying efforts 
and keeping legislators up to date on 
University developments 365 days a 
year, not just during legislative 
sessions. Heydinger will maintain his 
lead lobbying role, but hopes this new 

staff position will allow him to devote 
more time to other facets of external 
relations. "Currently, this office has a 
~hree-person lobbying team," he says, 
one representative from health 

sciences, one from the Institute of 
Agriculture, Forestry, and Home 
Economics, and me. This will add a 
fourth full-time presence over at the 
capital, which is critical because the 
legislative process has gotten more 
complex over the past few years and 
we are now involved with more 
committees." 

Heydinger also intends to ask 
members of the University 
community for help. "I believe the 
person responsible for the program or 
area for which we are requesting 
funding is the one who can most 
persuasively argue the case," he says. 
"In addition, I hope to enlist faculty, 
staff, students, and alumni to help us 
let legislators know how important 
our state funding is. The most forceful 
arguments are not made by me
every legislator knows where I get my 
paycheck and how deeply I'm 
involved in this process. The most 
convincing spokespersons this 
University has are its constituents 
and the beneficiaries of its 
programs." • 

DTHE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

Several colleagues have asked me 
recently how University Senate and 
Assembly committees identify the 
issues they work on each year. 
Committee chairs, often with 
suggestions from the membership, 
usually select these issues in the 
beginning of the fall quarter, 
frequently carrying over items from 
the previous year. In addition, 
throughout the year the Senate 
Consultative Committee (SCC) steers 
various issues to the appropriate 
governance committees. Items may 
also be suggested by the 
administration or by any faculty 
member, academic professional, or 
student. 

While it is not practical to promise 
that the senate or assembly will 

address all items suggested, early fall 
is the best time to forward agenda 
ideas to a committee chair. 

It is probably easiest to mail me a 
letter with your ideas, and I will 
forward it to the appropriate 
committee chair or present it to the 
sec for a recommendation or 
disposition. In subsequent issues of 
Footnote we will attempt to keep you 
informed of the major issues 
scheduled for discussion in senate and 
assembly committees during the 
upcoming year. 

Please send your suggestions to: 
Mark L. Brenner, 305 Alderman Hall, 
St. Paul campus. Alternatively, you 
may send me a note via my BITNET 
address: MBRENNER@UMINNl. 

The Senate Consultative 
Committee office is now located in 
328 Alderman Hall, telephone 624-
6239. Gary Engstrand, staff to the 
committee, can be reached at 625-
5259 .• 

DYOUR 
BENEFITS: 
Q&A 

Q. What are cafeteria-style benefit 
packages and where does the 
University stand on the possibility of 
offering one? 

A. In cafeteria-style benefit plans, 
employees choose which benefits 
they want-health insurance, dental 
insurance, life insurance, disability 
insurance, etc. In some cases, 
additional sick leave, vacation leave, 
or cash may be included. 

The advantage is that employees 
select the kind of coverage that best 
fits their own needs: a younger faculty 
member may choose more life 
insurance and less dental insurance 
than an older faculty member. A 
single employee may want less life 
insurance and more disability 
insurance than someone who is 
married. 

In addition to greater choice, 
cafeteria-style plans offer tax benefits. 
An employee usually can pay medical 
and dental premiums and expenses 
that aren't covered (deductibles, co
payments, etc.) with before-tax dollars 
set aside in a reimbursement account. 
Similar arrangements may be made for 
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child care expenses. 

In 1986 the Employee Benefits 
Department studied the possibility of 
offering a cafeteria-style benefit plan 
to faculty and staff and decided that it 
would be in everyone's best interest to 
do so. A first phase will introduce the 
reimbursement account option and a 
second phase will introduce a full 
cafeteria-style plan: the University 
will be implementing a medical and 
child care reimbursement account 
option on January 1, 1989, and the full 
cafeteria plan, we hope, in 1992. 

You will receive a detailed 
explanation of the program and an 
invitation to information meetings in 
the fall. If you have questions before 
that time, contact a member of the 
counseling staff at Employee Benefits, 
612-624-9090. . 

Q. Is there a faculty mortgage plan at 
the University? 

A. The University has had a faculty 
mortgage program since 1986. 
Designed to help retain faculty, this 
program was initially open only to 
tenured faculty and to academic 
professional staff on continuous 
appointment. In order to provide a 
recruitment advantage, the program 
was expanded last year to include 
tenure-track faculty and probationary 
academic professional staff. Since it 
began, the program has been used by 
more than 600 faculty members who 
have obtained mortgages at 
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approximately % percent to 1 percent 
below the comparable market rate. 

The University's program is 
maintained by an external mortgage 
company, and although no discount 
points are charged, applicants are 
expected to pay all usual application, 
closing, and service costs. The 
maximum loan amounts are $168,700 
with maximum 90 percent loan-to
value, and $250,000 with maximum 
80 percent loan-to-value. 

Eligible classifications are faculty 
(94XX) classes with appointment 
types of P (indefinite tenure) or N 
(tenure-track) and professional (96XX 
and 97XX) classes with appointment 
types of G (continuous) or H 
(probationary). The University cannot 
guarantee that eligible applicants will 
qualify for mortgages. Rather, each 
applicant must qualify under Federal 
National Mortgage Association 
guidelines just as he or she would in 
obtaining other mortgages. 

For information on specific 
guidelines and to check eligibility, 
contact Academic Personnel at 612-
624-0880. 

Q. What health care benefits are 
offered to retirees? 

A. Faculty members who retire and 
are receiving a retirement annuity are 
eligible to continue their current 
health insurance benefits at their own 
expense to age 65. At age 65, they are 
eligible to sign up for some form of 
Medicare supplement. 

The current cost of continuing 
health insurance for a retiree under 
age 65 ranges from $72 to $83 per 
month for single coverage and from 
$1 77 to $206 per month for retiree 
and dependent coverage. For retirees 
over age 65, there is a large 
differential in cost, ranging from $7 to 
$97 per month for single coverage and 
from $15 to $195 per month for single 
and spouse coverage. Generally, the 
lower cost programs are health 
maintenance organizations and the 
higher cost programs are fee-for
service. 

Dental insurance can also be 
continued after retirement. The 
current cost is $12 to $13 per month 
for single coverage and $36 to $38 per 
month for single and dependent 
coverage. Rates are the same for all 
retirees regardless of age. 

As a result of a recent change in a 
state law, it is now possible to 
continue all group term life insurance 
for 18 months after retirement. The 
current cost for continuing life 
insurance under the State Insurance 
Plan is a flat $9.52 per month The 
Faculty Group Life Policy may be 
continued at 20 cents per month per 
$1,000. After 18 months, all life 
insurance coverage may be converted 
to a "whole life" policy without 
evidence of insurability. The cost is 
based on age and is usually quite 
high .• 
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University Information Systems: 
An Old Problem, A New Mandate 

Although Governor Perpich's blue 
ribbon commission, appointed to 
study a wide range of management 
and financial issues at the Univer
sity, will not report until Decem
ber, it is a safe guess that one of its 
recommendations will be improve
ment of the University's manage
ment information systems. 

Legislative auditor James 
Nobles, when discussing the 
physical plant audit with regents 
this month, noted the legislature's 
growing frustration with this 
institution's inadequate informa
tion systems. "Over the past several 
years," he said, "the University has 
explained most of its problems by 
blaming them on poor information 
and accounting systems. The 
legislature agrees, you don't have 
good systems. But if that's the 
problem, fix it. Get the systems 
you need. I think people are tired of 
hearing systems deficiencies used 
so often as an excuse." 

Perhaps the most frequently criti
cized component of the University's 
management information systems 
is finance. "We knew there was 
great need for improvement in our 
management systems even before 
the newspaper headlines of Febru
ary and March," says Carol 
Campbell, acting vice president for 
finance and physical planning. 
"One of the conclusions we expect 
to come out of the blue ribbon 
commission is that the University's 
budgeting process is inadequate. 
Our current problems are sympto
matic of a budgeting process that 
doesn't capture plans for how funds 
are going to be spent-it simply in
dicates the size of the available 

balance. This means we have no 
way of doing budget analysis, no 
way to compare what we planned to 
do with what we are actually doing. 
But systems reflect philosophy, so 
the first step is reaching a new 
agreement on our institutional fi
nancial management philosophy." 

The first draft of a statement of 
that philosophy, drawn up in 
Campbell's office, has already 
begun circulating among adminis
trators and will receive widespread 
circulation throughout the Univer
sity. Once budget philosophy has 
been approved, planning can pro
ceed for revamping not only the 
budget system, but its supporting 
systems (payroll, purchasing, 
accounts receivable, etc.). "The 
average age of our automated 
systems is 18 1/2 years," says 
Campbell. "Part of the reason they 
are old and in disrepair is because 
they are invisible to a large part of 
the University community. They're 
easy to ignore, but they allow us to 
carry on the underlying business of 
this institution." 

How the University designs a 
more effective financial information 
system depends on the viability of 
its general ledger, currently under 
evaluation by Administrative 
Information Services. "We have to 
know whether the ledger can 
provide an adequate base for build
ing and integrating future systems," 
says Campbell, "or whether we also 
need to replace the ledger. That 
would be a very major and expen
sive task." 

Campbell hopes that whatever 
shape a new financial information 
system takes, it eliminates many of 

the paper and pc "shadow" account
ing systems that unit managers 
have had to develop to get the kind 
of data they require. "A new 
system would provide department 
heads and deans with user-friendly 
tools to help them plan and monitor 
their annual budgets," she says. "It 
would also mean much greater 
efficiency and integration of inter
nal accounting systems-the 
difference between someone filling 
out one document and laboring over 
a dozen different forms." 

Funding Questions 

Although the ledger assessment 
will be completed by February, 
financial systems development will 
probably have to wait until the 
legislature votes on the University's 
biennial request. "This is an expen
sive, complex, multiyear undertak
ing," Campbell says, "and the speed 
with which it is accomplished 
depends on available funding. I 
would love to have a finished plan 
in place right now, but the nature of 
that plan is contingent upon the 
level of funding. If I have a big 
chunk of money to work with, I can 
approach planning on the basis of 
creating the most rational, func
tional system possible. If I am · 
given minimal funding, I will 
approach planning on the basis of 
survival-which system is going to 
fall apart first. Unfortunately, we've 
been operating in the latter mode 
for the past 15 years." 

Money to support this develop
ment project was originally to come 
from the University's now-famous 
central reserves. Although some 
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funding has been carved out of the 
$2 million earmarked for adminis
trative systems development (which 
includes areas such as records and 
advising) in the regent-approved, 
reserve spend-down plan, Campbell 
cites a $10.5 million backlog in 
unmet systems development needs 
in her office alone. 

"This is an area that has been 
traditionally underfunded," she 
says. "To some extent that was 
understandable. The University 
concentrated for several years on 
improving admissions and records, 
and that was very appropriate 
because the old registration process 
was impossible. But the message 
that has just come from the legisla
tive auditor, and what we believe 
will be coming from the blue ribbon 
commission, is that this institution 
has to pay more attention to its 
infrastructure. You can duck those 
maintenance problems for a while, 
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but they don't go away, they just 
keep getting worse. This office has 
recognized them and has been 
discussing them for a long time. It's 
really been a matter of funding." 

Although the University's 1989-
91 legislative request includes $6 
million for administrative systems 
development, that money again 
covers many areas. "Our portion 
would at least permit a modicum of 
improvement over the next bien
nium," says Campbell, "but if we 
don't get that, the only alternative 
is reallocation and retrenchment." 

Improvement 
Projects Under Way 

Despite the funding questions that 
surround a full-scale financial 
systems revamp, Campbell's office 
has begun three subsystem im
provement projects, which were 
proposed as part of Strategy for 
Focus. 

"For the first time, we are 
automating the University's pur
chasing and accounts payable 
function," says Campbell. "This 
institution is the only one in the 
Big Ten, and probably one of the 
few billion-dollar enterprises 
anywhere, that still has a totally 
manual purchasing and payments 
system. Our new system will 
improve cash management by 
automatically paying invoices by 
their due dates. For the first time, 
we will have full information as to 
what we buy, from whom, and at 
what cost." 

In anticipation of future ac
counting requirements for higher 
education, Campbell's office has 
also begun to enhance its ability to 
depreciate institutional assets. An 
important first step is updating the 
20-year-old property management 
system that keeps track of what 
equipment the University has and 
where it is located. Both the 
automation and depreciation 
accounting projects are scheduled 
for completion by 1990. 

A third project, called the STAR 
system (Student Accounts Receiv
able), will revise an old process that 

requires students receiving financial 
aid to stand in long lines when they 
pick up their checks and again 
when they pay the bursar each 
quarter. The new STAR system 
will: 1) automatically deposit 
financial aid money in a student's 
account, 2) automatically pay 
tuition and fees from a student's 
account, and 3) consolidate a 
variety of separate student fees 
(tuition, housing, lab, library fines). 
Students will receive one statement 
and will be able to pay for every
thing at one time. 

"We have just started this 
project," Campbell says, "so we are 
at least 18 months away from 
completion. But it is going to mean 
a great improvement in the quality 
of student life, especially for under
graduates. Another advantage is 
that once the STAR system is in 
place, incidents like the recent one 
in the Office of Minority and 
Special Student Affairs, where 
someone allegedly was able to play 
housing fees off against financial 
aid, simply won't be able to 
occur." • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

Early in September, the senate's 
Finance and Faculty Consultative 
Committees met with top adminis
trators to review the latest iteration 
of the University's legislative 
biennial request. I would like to 
share with you a few major points 
from our discussion. A full set of 
meeting minutes has been sent to 
deans, directors, and department 
heads. 

One of the obvious differences 
between the current biennial 
request and the one we reviewed 
last month is that the predicted 5 
percent inflationary increase has 
been stripped from all items. For 
example, the requested increase for 
faculty salaries, which last month 



was listed as 9. 75 percent for the 
first year of the biennium and 5.5 
percent for the second year, now 
stands at 4. 75 percent and .5 per
cent. A new percentage increase for 
inflation, which will be factored 
into all items before the request 
goes to the legislature, will be 
influenced by the governor's annual 
year-end recommendation for state 
inflation levels. If the level an
nounced by the governor is deemed 
too low, the University will argue 
for a higher figure. Ultimately, the 
total amount sought for faculty 
salaries for the first year of the next 
biennium will equal4.75 percent 
plus a percentage for inflation that 
is agreed upon by the state and the 
University. 

The 4. 75 percent represents 
Management Information and 
Planning Services' calculation of 
what it will take to bring our 
faculty salaries into a tie for third 
place in the Big Ten. This, of 
course, assumes that there are no 
major salary changes by other Big 
Ten schools, and that we receive a 
realistic adjustment for inflation. 

Seeking a salary increase that 
makes us competitive with the Big 
Ten is a departure from the past 
several biennial requests, in which 
we attempted to recover our salary 
base lost to inflation since 1972. 
While making progress toward that 
goal, we have slipped significantly 
in comparison with our peers. Our 
committees accepted the 
administration's strategy of aiming 
for a salary mean that ranks third in 
the Big Ten, but we voiced strong 
concern about the apparent decline 
of that group compared with other 
major research universities. We 
hope, instead, to promote the idea 
that a more appropriate salary goal 
is to make the University competi
tive with the top five public re
search institutions in the country. 
To move from our current ranking 
of lOth place to 5th place among 
public research universities, we 
would need a 9.6 percent salary 
increase beyond inflation (based on 
1987-88 AAUP data). 

We could also easily argue that 
our new objective should be to 
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Minority Affairs: 
A Systemwide Priority 

Although Dolores Cross, the new 
associate provost and vice president 
for minority affairs, has been on 
campus only a few weeks, she is 
already impressed with the 
University's commitment to her 
office. "I think it comes after a long 
process of reviewing the Taborn 
report and Commitment to Focus," 
says Cross. "And, of course, this in
stitution is sensitive to the general 
concerns of higher education right 
now about decreased access for 
minorities. We are facing a reality 
that by the year 2000, one out of 
every three college-eligible students 
in this country will be from a 
minority group." 

Cross acknowledges two factors 
that may make her job more diffi
cult: Minnesota's relatively small 
population of people of color, and 
the current national political 
climate. "This isn't the sixties," 
Cross says. "There is much more 
ambivalence about minority issues 
now. People are more involved with 
their own survival. It's in this 
atmosphere that we have to plan a 
future for the University of Minne
sota that responds to the reality of 
cultural, linguistic, and racial 
diversity." She identifies one of her 
biggest challenges as the involve
ment of enough people in that 
effort. "I keep saying that I cannot 
do this alone," says Cross. "It has to 
be a University-wide priority." 

On the positive side, Cross be
lieves that Minnesota has a reputa
tion for fairness and accountability. 
"I may be naive about this," she 
says, "but what I have seen myself, 
as well as heard, is that this institu
tion can be depended upon to 
provide well-thought-out critical 
responses to problems and propos
als. Even if people disagree, their 
arguments will be serious attempts 
to contribute to improvement." 

Cross is sensitive to the public's 
continuing concern that the 
smaller, more selective University 
depicted in Commitment to Focus 

planning will have fewer minority 
students. "My answer to that 
concern is that the regents not only 
approved Commitment to Focus, 
they also approved the Taborn 
report that created this office, the 
charge of which is to increase the 
number of minority students and 
faculty. You have to look at the 
balance created by both docu
ments." 

Cross believes that recruitment of 
minority faculty has to go hand-in
hand with retention activities. 
"Right now," she says, "a portion of 
this office's budget is committed to 
minority hires. That money is 
available to help deans and depart
ment chairs hire qualified minority 
faculty. But it is important that the 
college or department have a plan 
for that person once she or he 
arrives. Meeting hiring goals is 
important, but it is equally impor
tant to provide minority faculty 
members the kind of support they 
need to achieve promotion and 
tenure once they're here." 

What really attracted Cross 
about the Taborn report was the 
location of the minority affairs 
office within academic affairs, 
rather than in the student support 
area. "It is crucial to be close to the 
heart of the University," she says, 
"and that is academic affairs. When 
I was doing planning with college 
presidents in New York, it became 
very clear to me that although 
student support strategies are very 
important, academic issues are 
central to any minority program. 
We have to consider new ap
proaches to teaching and to 
content--what is presented about 
minority groups in classes, how we 
are enhancing sensitivity to the 
realities of cultural diversity. From 
my perspective, the placement of 
this office within academic affairs 
widens the possibilities, and that's 
exciting." 
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aspire to a median position among 
the top 30 public and private 
research institutions. In this case, a 
14.7 percent increase above infla
tion would be required to move us 
from our current 26th place to 15th 
(based on 1986-87 AAUP data). 

Using yet another measure (a 
separate study of the top 27 univer
sities conducted by Cornell Univer
sity in 1986-87), the University 
would need a 6.11 percent increase 
above inflation to reach the median 
among those schools. Quite clearly, 
we can make a convincing case that 
our salary target for future biennial 
requests should consider institu
tions outside the Big Ten. 

It is gratifying to note that the 
biennial request contains a number 
of items that reflect recommenda
tions by the senate and by the 
Strategy for Focus task force, e.g., 
faculty salaries, faculty develop
ment, child care, libraries, minority 
programs, instructional equipment, 
funding for academic programs, 
indirect cost recovery retention, and 
academic computing. This list 
clearly demonstrates that much of 
the biennial request was based on 
the considerable efforts of these two 
groups. • 
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Report from 
Consultants 

To help her evaluate the 
University's current minority 
support activities, which are scat
tered throughout many units and 
offices, Cross hired Arthur An
dersen & Co., a Minneapolis con
sulting firm, to identify, profile, and 
catalogue all minority student and 
faculty programs systemwide. The 
firm's September 9 report also 
offered comments and suggestions. 

"There really isn't anything 
earthshaking in their findings," 
Cross says, "things like duplication 
of effort among programs, the need 
for better organization and report
ing, and the need for an overall 
mission statement and for a recruit
ment marketing plan. But their 
recommendations gave me one 
more source, in addition to Strategy 
for Focus and my own observations, 
to use in developing my action 
plan." Cross will be sharing that 
plan with central administrators 
and deans this month. 

Outlined in the plan is Cross's 
intent to ask deans to assume chief 
responsibility for planning how 
their units will meet numerical 
goals in minority recruiting. 
"Rather than impose a plan on 
units, I would like to offer them 
assistance in developing their own," 
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says Cross. "I am reviewing this 
office's budget commitments right 
now to see what kind of resources 
we have to offer departments and 
colleges incentives like small 
planning grants." 

She also believes it is important 
that University efforts to increase 
the number of minority students 
and faculty be consistent with 
Strategy for Focus goals. "I look at 
Strategy for Focus as a train that has 
already taken off," she says, "now it 
is up to us to catch up." 

Cross plans to reconvene the 
Taborn Committee to bring mem
bers up to date on the Andersen 
report and her action plan, and 
hopes to arrange a similar presenta
tion to regents. Meanwhile, she is 
in the middle of hiring three new 
assistants. An executive director of 
policy analysis will be responsible 
for examining precollege activities 
to assure that there is a sufficient 
number of minority students in the 
University pipeline. A director of 
public relations will help Cross 
project an accurate image of the 
University's minority affairs efforts, 
and a special assistant will monitor 
the status of current programs and 
the progress of developing ones by 
gathering, processing, and creating 
reports for various institutional 
constituencies. • 
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The Administrative Boom: 
Gaining Perspective 

The megaversity of the eighties is a 
far cry from the scholarly commu
nity of medieval times, an ideal 
many feel has been regrettably (but 
perhaps necessarily) forsaken in the 
enormous postwar expansion of 
higher education. As a result, 
faculty concern about a burgeoning 
administrative bureaucracy pat
terned on American business is not 
uncommon nor entirely unfounded. 

The microcosm of the Twin 
Cities central administration attests 
to a substantial growth rate over the 
past 25 years. In 1960, it consisted 
of a president and three vice presi
dents. Today, the group includes a 
president, 7 vice presidents, and 18 
assistant and associate vice presi
dents or provosts, with a search for 
an additional vice provost for arts, 
sciences, and engineering scheduled 
to get under way this year. 

University statistics show that, 
while the number of students and 
faculty has doubled since 1960, the 
number of administrators (defined 
here as deans, department heads, 
directors, and their immediate 
subordinates) has tripled. While 
these figures offer black and white 
proof of an administrative boom, 
explaining the phenomenon is more 
complicated. 

The increasing size of the 
University's administrative hier
archy is not a subject that has been 
neglected over the years. David 
Berg, assistant to the president for 
management, planning, and infor
mation services, estimates that his 
office has performed two dozen 
administrative studies in the past 
17 years. 

"We are questioned about our 
high administrative expenditures 
every year by the legislature. Every 
time someone becomes concerned 

about our financial situation, it's a 
case of 'round up the usual sus
pects'-that's administration," says 
Berg. "The major problem with this 
kind of statistical study is that 
usually the people requesting it 
haven't got a clear picture of what 
they mean by the term administra
tion. That has to be carefully 
defined right from the beginning." 

Growth Inevitable 

Berg is not surprised at the rapid 
administrative growth rate-in fact, 
he considers it an inevitability. 
"None of us relishes the growth of 
bureaucracy on any level," he says. 
"We don't hire administrators 
gratuitously; it's done in response 
to a demonstrated need. It relates 
not only to the increased size and 
complexity of this institution, but 
also to factors like socioeconomic 
legislation, new accountability 
requirements, vastly increased 
reporting requirements, and the rise 
of a society in which almost any 
administrative action or inaction 
carries the threat of litigation. 
When I first came here, the Univer
sity had one lawyer; the legal 
department now occupies half a 
floor in Morrill Hall and there are 
some administrative lawyers 
elsewhere. Physical Planning has 
also expanded a lot, as has Em
ployee Benefits. Accounting is 
larger, but not enough larger to keep 
up with demand." 

Berg points to several specific 
developments over the past 25 years 
that have significantly increased the 
administrative workload at this 
institution, and at most other large 
public universities as well. 

"Until the mid-1960s, our 
legislative request tended to be 10 
or 20 dittoed pages and was put 

together by the accountants in a 
few weeks. Internal budgeting was 
pretty simple. Because of state 
requirements, we now spend 
multiples of that time and effort on 
preparation, support, and defense of 
these documents." 

New Reporting 
Requirements 

Since the 1960s, the University has 
also had to deal with all the equal 
opportunity and affirmative action 
legislation, handicapped access, the 
Occupational Safety and Health 
Act, services to the disabled, etc. 
Existing administrative tasks have 
become much more complicated 
and urgent in terms of reporting and 
control. As an example of how 
critical it is that this kind of report
ing is completed on schedule, Berg 
recounts how former president Ken 
Keller was threatened with arrest 
last winter because the University 
was delayed in submitting a report 
to the U.S. commerce department 
detailing certain kinds of commodi
ties purchased outside this country. 

"Federal reporting requirements, 
both for research and for general 
statistical purposes, have escalated 
to become a groaning burden," Berg 
says. "So have state requirements, 
though less so. In the 1950s, the 
entire Higher Education General 
Information Survey reporting 
system had not been designed. Now 
it's required and it takes a lot of 
resources. All of the state and 
federal student loan programs 
developed over the last two decades. 
The provisions of these federal 
programs are very complicated and 
getting more so." 

Laws concerning data privacy 
and publicity are also recent pro-

continued, p. 2 
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ducts. Monitoring and compliance 
with these laws eats up resources, 
and the number and complexity of 
the data bases involved have greatly 
increased. 

"We used to simply count our 
students and issue a press release," 
Berg says. "Now we submit to the 
Higher Education Coordinating 
Board a comprehensive enrollment 
record for every student. Prior to 
1970, we were asked to project 
enrollments past two years only 
once every decade. Now we're asked 
to continually maintain five-year 
projections and to update 20-year 
projections every other year. Prior 
to 1970, nobody paid the least 
attention to the difference between 
head count and full-year equivalent 
students. Today, our state funding 
depends on our ability to trace every 
student credit hour to the unit 
funding the teaching." 

Berg lists other state and federal 
requirements that can increase the 
size of University administration. 
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• The 198 7 legislature created a 
state Office of Science and Technol
ogy. Although it has barely begun 
its work, it has already called for 
extensive reporting and analysis 
that the University has never had to 
do before. 

• In 1960, the University had very 
few unionized employees. Today, it 
engages in collective bargaining 
with the American Federation of 
State and Municipal Employees, the 
teamsters, the police union, the 
faculty unions at Duluth and 
Waseca, and others. 

• Twenty years ago, appeals pro
cesses under the tenure and civil 
service rules were rarities. Today, 
they practically represent an 
internal judicial system. 

• Sunshine laws and certain other 
factors have transformed the 
University into a fishbowl. Inqui
ries from the media and the public 
have multiplied exponentially. Pro
fessional management of communi
cations and public relations is no 
longer optional. 

"Probably much of the social 
and legal change that has prompted 
administrative growth is desirable. 
Perhaps some of it is undesirable," 
says Berg. "But it isn't cost-free and 
it makes little sense to assume that 
it should have been. Of course 
administration has grown more 
than proportionately. If it hadn't, 
this University would not exist 
today." 

This is not to say, Berg adds, that 
there may not be places in the 
administrative structure where 
growth has exceeded necessity or 
where resources are not being 
efficiently used. "This office has 
continually argued for an institu
tionalized continual round of 
support-unit examinations," he 
says. "Although a few have been 
done, our success has been limited. 
Evaluation also takes resources." 

Peer Comparison 

Berg believes that the best method 
for determining whether the 
University's administrative growth 
is out of line is peer comparison
examining how we use our re
sources relative to other institu
tions that are subject to much the 

same pressures and constraints. His , 
office has done much of that kind of 
analysis in recent years. "Compara
tive figures from the Association of 
American Universities Data Ex
change do not indicate that this 
University's administration is a 
cancerous growth, at least not 
much different in degree of malig
nancy from most other similar 
institutions. This kind of research 
can and will continue to help us 
identify areas where we should look 
more closely at administrative 
effectiveness." 

Asked to speculate about the 
next decade, Berg thinks national 
pressures toward administrative 
growth have leveled off over the 
past few years. "I don't think there 
is much reason to believe that we 
are going to be hit with a lot of 
additional requirements," he says. 
"We may, however, continue to 
experience increased litigation, 
which always incurs administrative 
costs. Although the legislature is 
certainly going to tighten up some 
reporting requirements that they 
had gradually relaxed, most of what 
they will want is, and always has 
been, available. I don't think that 
will cost us and the state much ad
ditional administrative outlay." • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

The Presidential Search 

The Presidential Search Advisory 
Committee is now working inten
sively to narrow the list of candi
dates, which includes, as I under
stand it, the names of some out
standing individuals. The commit
tee members and regents have been 
examining the candidates from 
many perspectives and collecting 
information from a variety of 
sources. 

At a recent meeting of the 
Senate Consultative Committee 
(SCC), we discussed possible 
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o YOUR 
BENEFITS: 
Q&A 

Q. Please explain the differences 
between Mills I and Mills II retire
ment fund investments. 

A. The terms Mills I and Mills II 
are obsolete; the .two programs are 
now called the Basic Faculty Retire
ment Plan and the Optional Tax
Deferred Annuity Plan. 

The Basic Faculty Retirement 
Plan is available to all eligible 
faculty and professional/administra
tive staff. Participants contribute 
2 1/2 percent of their salary to the 
plan and the University contributes 
2 1/2 percent of the first $5,000 of 
covered fiscal-year salary and 13 
percent of the excess. Contributions 
can be invested with one of the 
three companies below. (NOTE: 
For each company, different invest
ment accounts are listed according 
to potential rate of return and 
degree of risk-the accounts that 
head each list offer the least risk 
and the least potential return, and 
the accounts at the end of each list 
offer the greatest risk and the 
greatest potential return.) 

TIAA/CREF 

• TIAA Fixed Account: The princi
pal and a minimum interest rate are 
guaranteed. TIAA changes its 
interest rate annually on March 1. 

• CREF Money Market Account: 
This is a portfolio of short-term 
debt securities. 

e CREF Stock Fund: Approxi
mately 70 percent of this stock fund 
is invested in a passive portfolio 
indexed to the Standard and Poor 
500, and 30 percent is actively 
managed in both domestic and 
international issues. 

Minnesota Mutual Life/Northwest
ern National Life 

e Fixed Account: The principal and 
a minimum interest rate are guaran
teed, but the current interest rate 
may be changed at any time. 

• Money Market Account: This is 

a portfolio of short-term debt 
securities. 

• Bond Fund Account: This is a 
portfolio of corporate and govern
ment debt securities rated BBB or 
better. 

• Separate Account A: This passive 
equities portfolio is invested to 
reflect the makeup and weighting of 
the Standard and Poor 500 Index. 
This account is not registered with 
the Securities and Exchange Com
mission as a mutual fund. 

Vanguard 

• Money Market Account: This is a 
mutual fund portfolio of short-term 
debt securities. 

• Investment-Grade Bond Fund: 
This is a mutual fund portfolio of 
corporate and government debt se
curities rated BBB or better. 

• GNMA Bond Fund: This is a 
mutual fund portfolio of mortgage 
debt securities issued by the Gov
ernment National Mortgage Asso
ciation, which guarantees payments 
and principal on these bonds in the 
case of default. GNMA does not 
guarantee principal price fluctua
tions due to interest/inflation rate 
changes. 

• S&P 500 Stock Index Fund: This 
passive mutual fund portfolio 
attempts to mirror the Standard and 
Poor 500 Index in diversification 
and weighting. 

• Windsor II: This is an actively 
managed stock mutual fund. (Please 
note that the Windsor II and the 
Windsor Fund have separate man
agement.) 

The Optional Tax-Deferred An
nuity Plan is available to faculty 
and staff. Participants can contrib
ute more than the 2 1/2 percent 
allowed under the Basic Faculty 
Retirement Plan. Contributions can 
be invested with one or more of the 
five companies listed below. Again, 
for each company, available invest
ment accounts are listed in order of 
their potential rate of return and 
degree of risk. 

TIAA/CREF 
(See this entry under the Basic 

Faculty Retirement Plan.) 

Minnesota Mutual Life/Northwest
ern National Life 

• Fixed Account, Money Market 
Account: (Same as under Basic 
Faculty Retirement Plan.) 

• Managed Account: This actively 
managed account invests in a 
combination of money market 
instruments, bonds, mortgages, and 
common stock. 

• Mortgage Account: This is a di
versified portfolio of mortgage
related securities. 

• Bond Fund Account: (Same as 
under Basic Faculty Retirement 
Plan.) 

• Index Fund Account: This 
passive equities portfolio is invested 
to reflect the makeup and weighting 
of the Standard and Poor 500 Index. 

• Stock Account: This account 
invests primarily in common stock 
all across the industry sector. 

• Aggressive Growth Account: 
This aggressive fund invests in 
companies and industries believed 
to offer the potential for capital 
appreciation. 

Fidelity Mutual Funds 
T. Rowe Price Mutual Funds 
Scudder Mutual Funds 

These three mutual funds offer too 
many investment options to list. 
For example, Fidelity has 76 op
tions, ranging from money market 
funds to extremely aggressive 
growth funds. 

If you have general questions about any 
of the accounts listed above, please 
contact Employee Benefits, 612-624-
9090. For a prospectus and performance 
record for a particular account, you 
should contact the company directly. 
(Company telephone numbers and 
addresses are available from Employee 
Benefits.) 

Q. How can I calculate the maxi
mum contribution for the Optional 
Tax-Deferred Annuity Plan (for
merly called Mills II)? I am not 
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Benefits, from p. 3, 

always sure I am setting aside the 
maximum amount. 

A. The maximum amount a 
faculty or staff member may con
tribute to the Optional Tax
Deferred Annuity Plan is governed 
by three sections of the Internal 
Revenue Code: sections 403(b), 415, 
and 402(g). There is a separate limit 
for each of these sections, and you 
are required to adhere to the lesser 
of the three limits. 

The section 403(b) limit is based 
on years of service, current salary, 
and the amount you have previ
ously tax deferred. The section 415 
limit is based on a percentage of 
your current salary. In section 
402(g), the limit is currently $9,500. 
Unless you have a detailed record of 
previous tax deferrals and familiar
ity with these three sections of the 
tax code, it is very hard to accu
rately calculate your maximum 
contribution. 

Employee Benefits will do these 
calculations for you upon request. 
In addition, Employee Benefits 
recently obtained a computer 
program that automatically calcu
lates your maximum contribution 
for each separate pay period. This 
system does have limitations and is 
not applicable to every faculty 
member's situation. Interested 
faculty should ask for a review of 
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their eligibility. If the system is 
applicable, they may fill out a new 
salary reduction agreement (such 
changes are allowed only once 
annually, but can be made at any 
time during the year) that requests 
an automatic maximum deduction 
for the Optional Tax-Deferred 
Annuity Plan in each pay period. 
Faculty members electing this 
method should be warned that the 
contribution level could vary during 
the year, raising the maximum 
amount deducted to a figure that 
may be more than the participant is 
willing to contribute. • 

Chair, from p. 2 

scenarios of the interview process 
for finalists. Assuming these final 
candidates will meet with a range of 
key University groups (such as 
deans, vice presidents, chancellors, 
legislators, and alumni), we con
cluded it would be appropriate for 
them to meet, as well, with the 
Student Consultative Committee 
and the Faculty Consultative 
Committee. 

During the committee's discus
sion, we considered the idea of 
asking each finalist to make some 
type of public presentation. I want 
to point out that The Minnesota 
Daily erroneously reported that we 
had "flip-flopped" on this question. 

400531220 

In fact, we seriously considered 
both the merits and problems of a 
public forum, then concluded it 
would not be a good idea. There was 
a clear consensus on this decision, 
the exceptions being one faculty 
member and, apparently, the Daily 
reporter. While a speech or presen
tation might have had some public 
relations impact, we felt little 
would be gained in the overall 
search process, which has to remain 
our top priority. 

In addition, problems could have 
arisen because of such public 
appearances. Candidates who are 
well known would likely draw a 
larger audience than candidates 
who are not, and individuals with 
special knowledge of Minnesota 
would have an extra edge. One 
result of such a forum could be the 
public's expectation, based solely 
on the speech, that a particular 
candidate would be selected. 
Meanwhile, the advisory committee 
and regents would be considering 
all the information generated during 
the search process and might select 
another candidate, producing a 
greater public outcry against the 
decision than if there had been no 
speech at all. 

I am certain all parties hope that 
our search for a new president will 
succeed and that we will hire the 
very best candidate available. • 

MRS PENELOPE S KROSCH 
U ARCHIVES 
10 WA LIB 
MINNEAPOLIS, MN 

55455 

A Newsletter for Faculty and Administrators 



UNIVERSITY OF MINNESOTA 

0 October25, 1988 0 Volume 2, Number 5 0 Published by the Faculty Consultative Committee 

Ten Years Hence: 
Prospects for the Post-Rajender Decade 

In retrospect, few would deny that 
the "Rajender years" were neces
sary and beneficial, if painful. Equal 
employment opportunity require
ments set by the 1980 legal decree 
have to some extent mandated 
fairness in hiring practices for 
faculty and professional women at 
the University. As a result, the 
proportion of women in all faculty 
ranks has increased significantly, 
although some would complain that 
the pace of such change is too slow. 

Thanks to the decree's explicit 
claim procedures, 325 women have 
been better able to pursue sexual 
discrimination grievances against 
the University by using a more 
efficient, less expensive and time
consuming method than full-blown 
formal litigation. Indeed, the cost to 
the University in settlements and 
attorney's fees has been high 
(approximately $7 million so far), 
but most claimants and petitioners 
would agree they have paid dearly 
too, in frustration and fatigue. 

While the Rajender decree may 
have sensitized the University 
community to sexual discrimina
tion practices and contributed to 
the growth of internal support 
groups such as the Faculty Advisory 
Committee for Women (FACW), the 
decree's procedures have created 
bitterness and backlash among 
males in some academic areas. 

The final success of the Rajender 
consent decree has yet to be meas
ured, especially in light of a troub
ling reminder that some of the old 
problems may persist nearly a 
decade later. Right now, attorneys 
are in the process of settling a major 
petition that accuses the University 
of gender-based salary discrimina
tion. According to University 
attorney William Donohue, "All 
that can be said at this point is that 
this petition is the source of a good 

deal of controversy and strong 
opinions on both sides. We are 
hopeful that a compromise agree
ment can be reached within the 
next several months." 

The University's voluntary two
year extension of the Rajender 
decree should provide enough time 
to determine which of its proce
dures should be preserved and 
which discontinued when it expires 
in 1991, a topic that will receive the 
attention of the senate's Equal 
Employment Opportunity for 
Women Committee (EEOWC) 
during the coming year. 

While Patricia Mullen, director 
of the Office of Equal Employment 
Opportunity and Affirmative 
Action (EEO-AA), credits the 
consent decree with bringing more 
women to campus and putting in 
place more equitable hiring and 
evaluation procedures, she would 
like to see a few changes made. For 
example, she favors an EEO-AA 
system that does more strategic 
monitoring. "This office needs to 
devote a greater percentage of staff 
time to proactive analysis and less 
on reviewing after-the-fact paper-

continued, p. 2 

Message from the President 
Earlier this month we celebrated a 
week-long University homecoming. 
By any measure, it was an extraordi
nary series of events in scope and 
logistic complexity, managed 
impressively by the Minnesota 
Alumni Association staff and 
volunteers. It was also a week of 
events involving unprecedented 
participation of colleges, depart
ments, and individual faculty 
members that produced an aca
demic focus rarely, if ever, achieved 
for this kind of celebration. 

As you know, the homecoming 
week theme was "There's Just One 
U." From my perspective, I can't 
help observing that there is an 
element of wishful thinking in that 
theme. At least for much of 1988, 
there often seem to be two. 

The U of headlines and sound 
bites has had one big problem after 
another, resulting in a cumulative 
perception of an institution in 
trouble. Behind the headlines, 
careful readers may well have 
recognized that some of the prob
lems were not fundamental to the 
health of the University. Indeed, 

some of the problems were long 
recognized within the University 
community and are being ad
dressed. Some were isolated inci
dents that can happen within any 
large organization and have nothing 
whatever to do with the strength of 
this institution. 

The other U-I hasten to say the 
real U-just finished the most 
successful fund-raising campaign in 
the history of public higher educa
tion, a campaign whose original 
goals seemed overly ambitious for 
Minnesota. Its faculty and staff 
contributed $11.3 million in a 
campaign that set out to raise $3 
million. Its scholars won over $180 
million in grants and contracts at 
the very time some of the funding 
sources were working with static or 
declining research budgets. 

This month's news included a 
new National Science Foundation 
(NSF) grant of $1.5 million for the 
Minnesota Supercomputer Center, 
providing supercomputer time to 
scholars from Minnesota and nine 
other universities. 

Last month's news was the NSF 
continued, p. 4 
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work," she says. "Instead of review
ing documents at the end of a 
search saying a department intends 
to hire so-and-so, if I could receive a 
collegiate progress report partway 
through-something like 'We've 
had a lot of women applicants for 
department A, but we aren't getting 
many for department C'-then this 
office could try to build up the 
applicant pool for department C." 

Mullen believes three meetings a 
year with high-level collegiate 
administrators to discuss depart
mental progress on various searches 
would make the affirmative action 
system more effective. "Then I 
could become involved at points 
when something positive can still 
be done about the situation," 
Mullen says. "Right now, I use veto 
power at the end of the process if I 
think a hiring decision is discrimi
natory, but short of that I am often 
left thinking that if they had just 
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tried a little harder they could have 
found a black woman. We are 
talking here about the difference 
between eliminating discrimination 
and implementing affirmative 
action; those two activities demand 
different kinds of monitoring." 

She also questions the wisdom 
of advertising for all faculty and 
administrative positions in the New 
York Times and the Chronicle of 
Higher Education (required by the 
consent decree). "I am not con
vinced that is our most efficient use 
of dollars for this purpose," Mullen 
says. "The money might be better 
spent by increasing the number of 
candidates brought to campus to 
five or more in order to include 
women or minorities who wouldn't 
be invited if we only interviewed 
three candidates." 

One of Mullen's biggest con
cerns is that the awareness initially 
created by the Rajender decree will 
be dulled over time. "I hope the 
affected constituents understand 
that part of their business-perma
nently, forever, until they die-is to 
ensure that sensitivity to discrimi
nation doesn't disappear," she says. 
"If you are not in the power group, 
you need to take care of yourself
you will never be able to rely on 
any external thing to do that for 
you. Our challenge is to keep the 
subject of sexual discrimination in 
the foreground during the post
Rajender years." 

Despite progress made under the 
Rajender decree, Mullen has strong 
feelings about the limitations of 
legislation. "A legal decree can 
resolve disputes, but it can't change 
the intellectual process leading to 
the kind of flawed judgments that 
result in discrimination," she says. 
"Laws tell people to do this, but 
they are free to continue to think 
about it however they like. We may 
not be able to change what people 
feel in their hearts, but we have to 
try to change their thinking pro
cess. In an institution dedicated to 
the discovery of truth, discrimina
tion is a dangerous fraud that has to 
be eliminated-not only through 
the policing activity of this office, 
but by faculty members reminding 
their colleagues that hiring and pro
motion decisions tainted with 
prejudice subvert the entire intel
lectual enterprise." 

For the past several years the 
qualitative and cultural issues 
associated with sexual discrimina
tion have been overshadowed by 
decree-related lawsuits, but Mullen 
believes that emphasis is shifting. 
Last year her office and the office of 
the vice president for academic 
affairs created a position responsible 
for developing an all-University 
plan to improve the campus work
ing climate for academic women. 

This new position was a re
sponse to: 1) the affirmative action 
recommendations in the Academic 
Priorities document, 2) last year's 
resolution from the Twin Cities 
faculty assembly asking for more 
progress on achieving gender and 
race diversity, and 3) growing 
concerns among faculty women 
about sexual harassment. 

Janet Spector, an associate profes
sor of anthropology who was chosen 
for the position, has never thought 
of her job in terms of replacing 
Rajender mechanisms. "My plan," 
she says, "is a sweeping initiative 
for change that addresses one of the 
most challenging issues facing 
higher education today-how 
institutions are going to respond to 
their increasingly diverse popula
tions. Universities were established 
by and pretty much for privileged 
males, but that norm is obsolete. 
The image of faculty as white, 
male, middle-class scholars with no 
responsibilities outside the ivory 
tower and with a network of wives 
and secretaries to support them not 
only doesn't fit women, it no longer 
fits most of the male faculty mem
bers here. There is no doubt about 
increasing gender, class, and cul
tural diversity in higher education, 
the only question is whether the 
University responds to it or deterio
rates into an institution filled with 
conflict and contention." 

Not surprisingly, Spector has 
taken an anthropological approach 
to her task-studying the Univer
sity as a culture. "There are all 
kinds of different pieces to this 
picture-all interrelated. If you 
tinker with one, it reverberates 
through the others. My ultimate 
goal is to improve the professional 
climate not just for faculty and 
professional women, but for every
one, because we are all linked 
together." 



Minnesota Plan II 

After interviewing dozens of faculty 
women and men, Spector drafted 
her plan and began the broad 
consultation process that led to the 
new Minnesota Plan II. "In putting 
this plan together, we have had 
lengthy, productive discussions 
with faculty members and adminis
trators," Spector says, "but, in a 
way, we have worked outside the 
usual collegiate and senate struc
tures, because those structures can 
be part of the problem. We can't 
wait for them to say, 'That's a good 
idea, yes, we'll pass it.' At this 
point, the plan doesn't demand 
approval, it charts courses of 
action." 

The plan's name derives from its 
1960 predecessor, the University's 
original Minnesota Plan. A Carne
gie-funded effort responding to 
women's changing educational 
needs and interests, that ground
breaking plan established several 
innovative programs including 
Continuing Education for Women 
and the Minnesota Women's 
Center. "From 1960 to the early 
1970s, this university was recog
nized as a pioneer in women's 
programming," says Spector. "I 
want to reinvoke the spirit of the 
Minnesota Plan because it is a very 
positive piece of our history-one 
we can build on and reinfuse with 
the kind of energy that happened 
here 30 years ago." 

Minnesota Plan II, although 
ambitious, is not a long list of 
specifics; part of its force is its 
simplicity. Essentially, it contains 
four objectives and two recommen
dations. The objectives are: 1) to 
improve recruitment, retention, 
recognition, and development of 
women; 2) to restructure the 
curriculum to reflect the new 
scholarship in women's, minority, 
and third-world studies; 3) to 
change institutional norms, atti
tudes, and values that negatively 
affect women's workplace; and 4) to 
improve institutional decision
making and administrative ac
countability through training and 
review. 

Spector and Mullen agree the 
greatest challenge is implementa
tion. To remain flexible enough to 
respond to the variety of women's 
experiences in different areas of the 

University, the plan recommends 
only two actions: creation of an All
University Commission on Women 
and establishment of unit planning 
groups. The commission was 
officially appointed and charged in 
mid-October; unit planning groups 
probably will be established by 
November. 

The commission will function 
fairly independently, according to 
Spector, with its own staff and 
budget. Its job will be to coordinate 
and monitor the changes implied by 
the plan. For example, the commis
sion might develop all-University 
policy initiatives, consult with and 
advise central administration about 
women's concerns, interview 
candidates for top administrative 
posts, and conduct an administra
tive performance review related to 
Minnesota Plan II. 

Administrative evaluations are 
key to the success of the plan. 
Spector has outlined a process in 
which the department head or dean 
fills out a self-evaluation, the 
women supervised by that person 
complete parallel questionnaires, 
and all forms are reviewed by 
Spector's office. "In some parts of 
the University, women are fright
ened by that prospect and have 
already told me they would be 
retaliated against if they responded 
to such questions truthfully," she 
says. "Of course, in other parts of 
the University, deans and depart
ment heads are doing a wonderful 
job. 

"These evaluations will provide 
us with baseline information. The 
first year, we'll discuss with admin
istrators any discrepancies between 
their self-evaluations and their 
evaluations by subordinates. If 
problems continue to appear the 
second year, the administrator's 
supervisor will have to start looking 
at merit pay. Any review system 
depends on sanctions and incen
tives. That also means units and 
administrators who are doing well 
should get more than praise-they 
should be given tangible rewards, 
maybe new faculty lines." 

Spector sees the commission as a 
valuable resource for the Univer
sity's top administrators. "There 
has never been a visible and repre
sentative group that a president or 
provost could consult regularly on 
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Chair, Faculty Consultative Committee 

As this Footnote goes to press, the 
regents will be acting on the bien
nial request, which seeks an in
crease of $131 million (above infla
tion) in the University's operating 
and maintenance (0 & M) budget. 
Considerable concern has been 
focused on the impact such an 
increase would have on tuition. 
Present state law requires that 
community colleges, state universi
ties, and this university fund 33 
percent of instructional costs 
(included in the 0 & M budget) 
through tuition. If the legislature 
approves our proposed 0 & Min
crease, it's conceivable that tuition 
would have to go up 15 to 16 
percent for the first year of the 
biennium, and 8 to 10 percent for 
the second year in order to meet 
increased instructional costs. 
Understandably, students are appre
hensive. 

We face a dilemma. Our current 
funding level is grossly inadequate, 
yet we want to avoid imposing 
unreasonable burdens on students 
or creating insurmountable finan
cial barriers that reduce access to 
the University. It is essential that 
while we vigorously support the 
legislative request for the full 
budget increase, we simultaneously 
pursue new strategies to offset a 
tuition increase. 

President Sauer and Vice Presi
dent Heydinger, in collaboration 
with other state higher education 
system administrators, will begin 
exploring the possibility of asking 
the legislature to change the state 
law to a percentage lower than 33. 
If such a change is sought, we 
should all be its advocates. 

A second approach to the prob
lem was recommended by the State 
Higher Education Coordinating 
Board. Under the University's 
current tuition policy, undergradu
ates subsidize students in certain 
professional colleges (medicine 
dent~s~ry, pharmacy, and veterinary 
medtcme). Our 1989-91 biennial 
request contains a special state ap
propriation item asking for financial 

continued, p. 4 
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designation of Minnesota's Center 
for Interfacial Engineering as one 
of four engineering research 
centers announced, a potential 
grant of $12 million in NSF funds 
and $15 million in private funds. 
One of the other three centers, 
Wisconsin's $14 million Center for 
Plasma Engineering, involves as 
much as $2.8 million in work that 
will be done at Minnesota. 

Earlier in the summer, the U.S. 
Department of Education an
nounced its largest grant this year 
to a National Center for Research 
in Vocational Education. Minne
sota is one of the six institutions 
making up the center and should 
receive $3.5 million over the next 
five years. 

These are only a few of the 
examples, but the common thread 
is that funding agencies and 
private donors simply do not 
throw money around indiscrimi
nately to universities and scholars 
who can't deliver. With very few 
exceptions, contributions, grants, 
and contracts are awarded on the 
merits of the proposals and the 
capabilities of faculty to deliver 
teaching, research, and service. 

Judged by those standards, the 
core of this university is alive and 
well, and those indicators of good 
health kept right on coming 
through the last nine months. 
They're still coming, and I am 
doing my best to make that clear 
to the public and its representa
tives. • 
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the full range of women's issues or 
events involving women," she says. 

The commission might also 
decide to conduct orientation ses
sions to provide training and infor
mation about sexual harassment, 
establishing productive collegial 
relationships, and classroom dynam
ics to all new faculty members. As a 
small step in that direction, the 
University is hosting a welcoming 
reception for women faculty and 
professional/administrative staff on 
Wednesday, October 26, at the 
Humphrey Institute. 

Unit Planning Groups 

Ann Burkhart, associate professor of 
law and a member of the FACW 
executive committee, is impressed 
most by Minnesota Plan Il's recom
mendation to establish collegiate 
unit planning groups. Once created, 
these groups will evaluate the 
working environment for women in 
their respective units and develop 
specific plans for improvement. "It is 
important that we address the 
different needs of each individual 
unit rather than try to apply the 
same broad guidelines to every area," 
she says. "This is the first time I see 
the potential for change infiltrating 
the entire University community, 
not just the top levels of administra
tion. If Minnesota Plan II is as 
successful as it looks like it could be, 
there won't be a need for the FACW 
anymore." 

Equally enthusiastic about the 

orientation toward action is Gloria 
Williams, associate professor of 
home economics and chair of the 
senate EEOWC. "We certainly have 
needed these kinds of suggestions 
for ways to hold people account
able. We keep writing all these 
policies, yet people seem constantly 
to evade them." 

In the next decade, Spector looks 
forward to a transformed academy. 
"Ten years from now I hope it will 
be unthinkable to hear banter about 
what a woman is wearing, or 
anything else that demeans or 
devalues people on the basis of 
discrimination. Through this plan, I 
am visualizing what this place will 
look like as we move into the next 
century, and trying not to get 
bogged down with cynicism. I was a 
student in the sixties, and that 
experience is at the root of my 
activism and hope. I believe you 
just have to do things." • 

Chair, from p. 3 

aid for professional college students. 
Another strategy is to ask the 

legislature to allow the University 
to reclassify certain items currently 
considered instructional costs, but 
more accurately categorized as 
service to the state (some of our 
veterinary medical activities, for 
example). 

We have to make every effort to 
increase our 0 & M budget, with 
the direct effect of improving 
quality-but we can't let that 
improvement come at the expense 
of students. • 
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The State of Academic Computing: 
Senate Committee Report Cites "Chaos" 

Last February, in response to 
growing concern about the state of 
University computing activities, 
the senate established a Committee 
on Computing and Information 
Systems to evaluate and make 
recommendations about University 
computing, telecommunications, 
and information systems. Headed 
by Associate Professor Arthur 
Norberg, director of the Charles 
Babbage Institute, the committee 
defined its initial focus as centrally 
funded academic computing. 

Early this fall, it issued a sober
ing report to the Senate Consulta
tive Committee (SCC) urging that 
the University take immediate 
action to correct deficiencies and to 
introduce new management strat
egies. "Failure to change substan
tially the organization of computing 
and to increase its level of funding 
by a large increment will cause the 
University to fall from its position 
as a competitor with Big Ten class 
universities and become a second
or third-rate institution within a 
decade," the report says. The 
committee's findings will be 
discussed at the November 17 Uni
versity Senate meeting. 

After a thorough review of sys
temwide activities last spring, the 
committee concluded that comput
ing, especially on the Twin Cities 
campus, is in a "chaotic" state. Its 
report targets issues of governance, 
financing, and distribution, in 
particular 1) lack of policy and 
management coordination, 2) the 
need for network development, 3) 
imbalance between administrative 
and academic computing resources, 
and 4) unequal computing access 
among various disciplines and 
colleges. 

The problem of poor policy and 

management coordination seems 
due in part to the fact that the 12 
major University computing centers 
report to a variety of central admin
istrators, making it difficult for any 
one person to have an overview of 
the total computing operation or 
sufficient knowledge to undertake 
institution-wide planning. 

This administrative disarray is 
largely a result of the fragmented 
way computing activities have 
evolved at the University, with 
each center developing indepen
dently, often relying on different 
machines, software, structures, and 
procedures. While in the beginning 
this kind of compartmentalization 
may have been acceptable, changes 
in computing have made it increas
ingly expensive and counterproduc
tive. One of the committee's 
recommendations, especially for the 
Twin Cities campus, is a shift in 
computing emphasis from centers 
to users, with better integrated 
planning and policies driving 
hardware and budget decisions. 

To ensure more coherent man
agement, the committee also 
recommends that the planning 
process for University computing be 
substantially restructured, starting 
with immediate appointment of a 
chief information officer. This 
person would supervise the direc
tors of all University computer 
centers and the director of telecom
munications and would be respon
sible for achieving a user-oriented, 
adaptable computing system. Such 
a system would emphasize accessi
bility, flexibility, transparency (use 
of a single computer for varied tasks 
without requiring users to memo
rize arcane commands for each 
different task), and transcendency 
(with any computer and one net-

work connection, users have access 
to other data bases and computing 
facilities, and to technical advice). 

Also reporting to the chief 
information officer would be a 
newly appointed network director. 
Although the University began 
network development years ago, it 
lags behind many other universi
ties. The need for a modern net
work will only intensify as the 
number of on-campus microcom
puters increases over the next few 
years. In 1986, Associate Vice 
President V. Rama Murthy ap
pointed an all-University commit
tee to recommend improvements 
in the way networking was being 
planned and implemented, but that 
committee's most significant 
recommendations are on hold until 
funding is available. The senate 
committee on computing estimates 
that $4 million will be required for 
network development during the 
next biennium (and $10 million for 
the following biennium) to improve 
the University's electronic mail and 
document distribution service, to 
ensure compatibility among local 
area networks, and to provide 
access to a range of other networks. 

Computing Inequities 

Compared with its peers, the 
University spends too much of its 
computing budget for administra
tion and too little for academic 
purposes. For example, 1988-89 
University expenditures for aca
demic computing centers will total 
$4 million, while expenditures for 
Administrative Information Ser
vices (AIS) will total $11 million. 
"AIS is a business," says George 
Wilcox, associate professor of 
pharmacology and a member of the 
senate computing committee. "In 

continued, p. 2 
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some ways, it is almost a monopoly. 
When a department needs to do data 
processing, it contracts with AIS for 
a sizeable fee. This kind of 
chargeback system has allowed AIS 
not only to survive, but to grow. It 
is not anyone's conscious doing, but 
what has evolved is that depart
ments end up spending a lot more 
on administrative computing than 
they do on academic computing. 
That is a gross mismatch in terms 
of what other universities are 
doing." 

The committee also calls attention 
to the problem of unequal comput
ing access among disciplines and 
units. Faculty and students in 
technological and scientific fields 
traditionally have had access to 
microcomputers, sophisticated 
workstations, and minicomputers, 
while others have done without. 
Yet, as the report notes, networking 
and software developments have 
made computers indispensable for 
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nearly all disciplines. 
Psychology professor Bruce 

Overmier, an SCC member, attrib
utes much of the access disparity to 
the general misperception that the 
liberal arts have less need and use 
for computing facilities. "Students 
and faculty in the liberal arts have 
the same access as students and 
faculty in other disciplines have to 
computer labs," he says. "The real 
inequality is in the way resources 
are provided to colleges and depart
ments. There is no discriminatory 
intent here, but central administra
tors seem to misperceive the level 
of need for computing facilities in 
the College of Liberal Arts. The 
attitude is that computer scientists 
use computers and psychologists 
use couches. That's not an accurate 
representation of either area." 

Unfortunately, some of the 
University's computing problems 
can be solved only with dollars. To 
achieve goals set forth in its report, 
the senate committee estimates $17 
million would have to be added to 
the $52 million 1988-89 University 
computing budget. By 1992, that 
budget must grow to $78 million. 
Recognizing that these are substan
tial increases, the committee em
phasized that careful consideration 
had gone into its expenditure pro
jections and that some figures even 
represented under -estimates. 

Income Strategies 

Although University mainframe 
computing generates some income, 
decreased patronage by outside 
users (who had subsidized internal 
users by paying higher fees) com
bined with increased internal use 
has left a revenue gap that will 
continue to widen unless new 
funding strategies are devised. 

Costs associated with personal 
computers are also predicted to 
increase. Exacerbating current 
access shortages, the demand for 
microcomputers, high-performance 
workstations, and available exper
tise (like that provided by the 
microcomputer group) is expected 
to rise dramatically as the Univer
sity develops a more sophisticated 
network. Providing and upgrading 
enough workstations to accommo
date the estimated 40,000 students 
and faculty presently without 
computer access will cost $49 
million over the next four years. 

Wilcox points out that competitors 
such as Michigan and Berkeley 
already provide computer access for 
all of their students and faculty. 
"We're going to have to wait five 
years to say that about the Univer
sity/' he says. "We're in the middle 
of computerland here in Minne
sota-we should be the leaders in 
this area." 

To help offset the high cost of 
improving computing capability, 
the committee recommends that 
the University begin collecting 
larger ($300 per year), more equita
bly assessed computing fees as part 
of students' standard educational 
expenses. Such student fees could 
generate an estimated income of $1 
million to $2 million per year. This 
practice is already established at 
some other public universities, 
including Michigan. 

Maintaining the University's 
supercomputer prominence repre
sents another big expense, but the 
committee believes such promi
nence is politically mandated by the 
state's position in the supercom
puting field. As the report notes, 
faculty concern about resource 
tradeoffs between academic com
puting and the Minnesota Super
computer Institute (the academic 
arm of the University's supercom
puting operation) may be caused to 
some extent by misperceptions 
about the nature and value of 
supercomputing, for example, that 
it is inaccessible to the average 
faculty member and is of question
able worth to the University at 
large. To increase faculty under
standing and appreciation of super
computing as an integral part of the 
full computing spectrum, the 
committee encourages the Univer
sity to initiate new ways for involv
ing faculty from many disciplines in 
supercomputing, and to communi
cate to the entire faculty 
Minnesota's supercomputing 
achievements. This initiative has 
already begun with the September 
issue of the faculty-staff Update. 

Overmier agrees that there is 
widespread faculty misunderstand
ing about the Supercomputer 
Institute. "I shared some of that 
misapprehension," he says. "As a 
psychologist, I never thought I 
would have reason to call on the 
Supercomputer Institute. When I 



did, I wasn't certain I would receive 
a positive reaction-! thought they 
might simply discount applications 
from social scientists. That wasn't 
the case. As it turned out, they not 
only accepted the application, but 
provided support money to help my 
department bring to the University 
the very promising young scholar 
who was requesting the supercom
puting support. Domain didn't 
concern them at all. Their judg
ments were based solely on the 
nature of the project and the 
uniqueness of the supercomputer 
application." 

One of the next tasks of the 
Senate Committee on Computing 
and Information Systems, to be 
undertaken in January, is a detailed 
analysis of University supercom
puting, including an evaluation of 
its academic importance. • 
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REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

Last May, the University Senate 
voted to instruct an ad hoc commit
tee to propose a restructure of 
senate and Twin Cities Assembly 
committees. The proposal of that 
ad hoc committee, chaired by Tom 
Scott, will be acted on at the No
vember 17 senate/assembly meet
ing. The Faculty Consultative Com
mittee has already endorsed the pro
posal, and the Senate Consultative 
Committee will have reviewed it on 
November3. 

The detailed proposal will be 
published in the November 10 
Daily, as part of the senate meeting 
agenda. The major impact of the 
proposal, if passed, will be to reduce 
the number of senate/assembly 
committees from 41 to 18. 

The responsiblilities of the 
Educational Policy Committee will 
be expanded to encompass activities 
of the following committees: 
honors programs, international 
programs, summer sessions, exten
sion and community programs, edu
cational development, undergradu
ate education, University-ROTC, 
convocations and the arts, calendar, 
and academic support services. 

Although there will be only ten 
regular faculty and five student 
members, the Educational Policy 
Committee will be free to form ap
propriate subcommittees staffed by 
additional faculty and students. 
Some of these subcommittees 
might have regular meeting sched
ules, while others might have short
term duties. 

The functions of the Finance 
Committee will be merged with the 
Planning and the Physical Plant and 
Space Allocation Committees. This 
reconstituted Finance and Planning 
Committee should permit a much 
closer examination of the relation
ship between budgeting and plan
ning activities. It is likely that 
subcommittees will be used by this 
group as well. 

The Faculty Affairs Committee 
will take on activities of the Tenure 
and the Faculty Retirement Plan 
Committees, and the Judicial Com
mittee will incorporate the role of 
the Academic Freedom and Respon
sibility Appeals Committee. 

A new Support Service Commit
tee will be formed to combine the 
responsibilities of the Placement 
Services, Transportation and 
Parking, University Bookstores, and 
Housing Committees. 

Finally, the Animal Care and 
Use of Human Subjects in Research 
Committees will become adminis
trative committees, each reporting 
to a central administrative officer or 
group. Each of these committees 
will have one member from the 
Research Committee. 

I congratulate Tom Scott, Doug 
Pratt, Phil Shively, John Fossum, 
Kelly Otto, Martha Kvanbeck, Gary 
Engstrand, and Marilee Ward for 
preparing such a creative proposal 
to improve the operation of senate 
and assembly committees. • 

DLETTERS 
It is clear from your October 11 
article on "The Administrative 
Boom" and from the incredible 
amount of paper that now flows 
across the desk of every faculty 
member-to say nothing of the 
flood of it in which administrators 
of even the smallest departments 
swim-that administrative work 
has grown dramatically in the past 
25 years. 

What is not clear, from my own 
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15-year experience or from your 
article is why these changes call for 
an army of central administration 
officers. Nor does it explain why 
these officers should earn salaries 
roughly (and sometimes a good deal 
more than) twice the salary of very 
hard-working senior faculty and de
partment chairs whose administra
tive load has also grown dramati
cally. 

Couldn't much of the work you 
mention be handled just as well by 
someone of lower rank than assis
tant or associate vice president? 
And by someone receiving a less 
magnificent salary? 

Professor Roland Delattre 
American Studies 

In your article on "The Administra
tive Boom," David Berg claims "We 
don't hire administrators gratu
itously; it's done in response to a 
demonstrated need." What he 
doesn't point out is that it is admin
istrators who decide what consti
tutes a demonstrated need. 

When a need exists for both an 
additional English department 
faculty member (for example) and a 
new administrative position, who 
decides which gets funded? No 
faculty committee passes judgment 
on whether a dean or vice president 
needs a new associate dean or an 
assistant vice president. If they say 
they need them, they get them, 
because it is they who decide. But 
an academic department can go 
seriously, shamefully underfunded 
for 20 years without any power to 
raise the number of its staff to even 
minimally acceptable levels. Part of 
the reason is that someone has to 
adjudicate rival claims. But no one 
does that for administrators except 
other administrators, who are 
bound to treat sympathetically the 
claims of their fellows-or their 
own! 

Since the situation is likely to be 
the same in any university, the idea 
that administrative growth here can 
be limited by comparing it with 
growth elsewhere hardly inspires 
confidence. Put faculty in charge of 
administrative requests for more 
personnel, and then we might see 
some change-put them in charge, 
that is, without making them 
deans. 

Professor George T. Wright 
English 
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OYOUR 
BENEFITS: 
Q&A 

Q. I would like to better under
stand the University's new pre-tax 
deduction programs for employees. 
Which kinds of expenses are 
covered by the programs? Are 
deductions for these programs 
made in a lump sum or incremen
tally? If they are made incremen
tally, can those increments be 
increased or decreased during the 
year? How does the reimburse
ment process work? If too much 
money is deposited in an account, 
what happens to the excess at the 
end of the year? 

A. The Pre-tax Contributions 
program allows eligible employees 
to make pre-tax contributions to 
pay for their University medical 
and dental insurance premiums, 
both individual and family. The 
Reimbursement Accounts program 
allows eligible employees to make 
pre-tax deposits to accounts that 
they can use to pay for a variety of 
health and dependent care costs 
incurred over the year, both for 
individuals and families. Such 
costs include medical and dental 
insurance deductibles and co
payments; medical and dental 
expenses that are not covered by 
insurance or that exceed insurance 
coverage (cosmetic surgery, mental 
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health care, eyeglasses, hearing care, 
etc.); day-care center, nursery school, 
and babysitting charges; and nursing 
or custodial care for elderly or 
disabled dependents who live with 
the employee. 

There is no lump sum payment 
with either option. When you enroll 
in the Pre-tax Contributions pro
gram, your health premiums are paid 
before your taxes are calculated, 
resulting in a lower taxable income 
and less money withheld for taxes in 
each pay period. The total premium 
is automatically deducted from your 
pay in equal amounts each pay 
period during the year, just as Uni
versity health plan premiums are 
normally deducted. When you enroll 
in the Reimbursement Accounts 
program, the total annual deposit 
you decide to make in these ac
counts is also automatically de
ducted from your pay in equal 
amounts each pay period during the 
year. 

Once enrolled in either program, 
you can stop or change your contri
butions or deposits for that year only 
if there is a significant change in 
your family status. Such changes 
might include a change in your 
marital status, a change in the 
number of your eligible dependents, 
a loss of 25 percent or more of your 
income, relocation to a place where 
your medical plan is unavailable, or 
the involuntary loss of alternative 
coverage because of your spouse's 
loss of employment. 

As soon as an expense covered by 
your reimbursement accounts 
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occurs, you can submit a claim and 
proof of the expense to Employee 
Benefits. All your health care ex
penses are combined on one claim 
form that you submit once a 
month; you can submit dependent 
expenses twice a month. Claims 
will be processed as quickly as 
possible, and you will be mailed a 
check reimbursing you for all the 
expenditures you submitted or as 
large a portion of those expendi
tures as is covered by the current 
balance in your appropriate reim
bursement account. 

It is extremely important that you 
calculate as accurately as possible 
the annual amount you want to 
deposit in your reimbursement 
accounts because you lose any 
money in those accounts that is 
unused at the end of the year. To 
help you estimate how much you 
should deduct, worksheets are 
available from Employee Benefits. 

Although these two programs 
won't go into effect until January 1, 
1989, the enrollment deadline is 
December 1, 1988. All employees 
covered under the University's 
health insurance program should 
have received an information 
packet about these programs within 
the past few weeks. Please read the 
information packet thoroughly, and 
call Employee Benefits, (612) 624-
9090, if you have any questions. 

If you have a question about faculty 
benefits you would like answered, please 
send it to: Footnote, 6 Morrill Hall, 100 
Church Street S.E., University of 
Minnesota, Minneapolis, MN 55455. 
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What We've Learned: 
New Public Relations Strategies 

How could a university riding the 
crest of unprecedented fundraising 

· success, with a dynamic, much
respected president and an energetic 
new commitment to quality lose its 
two top administrators, its legisla
tive funding request, and much of 
its support among citizens of the 
state in a matter of weeks? 

At a recent meeting of the 
Minnesota Chapter of the Public 
Relations Society of America, 
Russell Tall, former director of 
University Relations, Richard 
Heydinger, vice president for 
external relations, and David Mona, 
local public relations CEO, shared 
their insights about the nature and 
causes of the University crises 
earlier this year. Collectively, the 
three speakers identified a number 
of contributing factors. 

• Bad judgment, bad timing, and 
bad luck. Bad judgment led to 
spending and saving without proper 
reporting and to an underestimation 

~ of the situation's severity (resulting 
I in former president Kenneth 
! Keller's decision to go to Hawaii). 
i Bad timing meant the legislature 
1
1 was in session, able to conduct 
' { immediate audits that led to further I 

1
. damaging stories on the reserves. It 

was the University's bad luck that 
1 the original issue-the cost of 
! kitchens, picket fences, and door

knobs-was one an average citizen 
could relate to more easily than to 
other University financial com
plexities. 

• Specificity of Commitment to 
Focus. "In retrospect, I wonder if 
our plan should have been so 
precise," Heydinger says. "The 
evolution of this institution is a 
highly public process, a herky-jerky 
one at that. Maybe we should have 
taken one step at a time in laying 

out our strategy for change." 

• Lack of a good public relations 
plan for Commitment to Focus. 
Heydinger regrets that University 
administrators didn't develop a 
public relations plan as elegant as 
their academic plan. "We empha
sized the wrong things in explaining 
Commitment to Focus," he says, 
"stressing what would be changed 
or eliminated rather than the 
positive outcomes. We should have 
articulated a vision of what the 
University would be like in 1995. 
Instead, the message we sent was 
that the University was in bad 
shape and that its degrees weren't 
what they should be." 

• Commitment to Focus message 
too complex. Mona believes that 
public misunderstanding of Com
mitment to Focus was a result of 
the University's complicated, 
defensive explanation of the plan. 
"The University should have 
concentrated on telling the simple 
classroom story Keller related about 
his own experience," Mona says. 
"When he came to campus in 1964 
he taught a class with 30 students 
all of whom he knew by name. 
Today, that same class has 200 
students and is taught by a teaching 
assistant with very little personal 
contact. Instead, the University 
tried to share all the details of the 
plan's implementation. The lesson 
is to keep messages simple; compli
cated messages don't translate well 
in the media." 

• Minnesotans' attitude toward 
excellence. Although administra
tors knew that they were about to 
ford the mainstream of Minnesota 
populism, Heydinger now questions 
whether they understood the 
breadth and depth of the waters. "In 

a certain way, the societal outlook 
of Minnesotans is fundamentally 
against excellence," he says. "It 
seems this state wants to be third or 
fourth in everything, but first in 
nothing. Meanwhile, the national 
higher education footrace gets more 
competitive every year, and the 
University has to make decisions 
about what it wants to be very good 
in and what is going to have to take 
a back seat." 

• Lack of institutional pride. It 
might have helped matters if the 
University community had demon
strated more instit~tional pride 
during those troubled weeks. "I am 
not fault-finding," says Heydinger, 
"because if this kind of spirit is 
lacking here it's because we have 
done very little to promote its 
growth. But it did hurt us when the 
University was under attack and 
the public didn't see faculty, staff, 
and students rallying to its de
fense." Heydinger also acknowl
edges that many people did offer 
their assistance and support, but the 
University had developed no means 
for them to put that support into 
action. 

• Controversy surrounding Keller. 
A lawsuit had alleged his appoint
ment was made unfairly, he lost 
favor with athletic boosters because 
of his handling of the Madison rape 
scandal, and opinion about his 
Commitment to Focus plan was 
divided. When the time came for 
University administrators, faculty, 
and regents to speak in his behalf, 
response was weak. "What troub
led me most was the perception by 
many that Keller, after 24 years 
here, was somehow an outsider," 
Heydinger says. "I see that attitude 
exhibited more than rarely in 

continued, p. 2 
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Public Relations, from p. 1 

Minnesota-that people are suspect 
if they don't have Scandinavian, 
middle-class values or looks. If the 
University wants to be a player in 
the world of international higher 
education, we are going to have to 
put those biases aside and recognize 
others can bring us vision and 
leadership." 

• Communication weaknesses. 
When the negative news coverage 
began, there was no designated 
public relations advisor within the 
University responsible for "sound
ing the alarm" when issues weren't 
being addressed or perspectives 
weren't being considered by admin
istrators. Neither did the University 
have a clear institutional media 
relations policy. If a reporter called 
staff or faculty, they had no idea 
whether to notify someone, who 
that someone would be, or how 
they should respond to requests for 
interviews, files, and other informa
tion. Mona blames some of the 
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University's miscalculations during 
the crises on the lack of hard 
information about what its publics 
were really thinking. Communica
tions decisions were being based on 
anecdotal impressions, rather than 
documentation of public opinion. 

Heydinger gives fairly high 
marks to both the legislature and 
the media throughout the 
University's ordeal. With the 
exception of a few columnists and 
television news spots, he believes 
media reporting was accurate. "The 
excessive coverage was largely due 
to an unfortunate market situation 
in the Twin Cities," he says. "Three 
networks and two newspapers and 
no one wanted to be outdone. An 
important question that emerges 
from all this is whether the media 
has a responsibility to draw a line at 
some point, and back off for the 
good of an institution and a society. 
Institutions are like human beings, 
you have to give them a little 
breathing space, a chance to correct 
their problems." He credits legisla
tors with admirable restraint. "I ex
pected the legislature to sway like a 
reed in the wind," he says, "but its 
leadership demonstrated good 
understanding, firm control, and a 
long-term perspective. Out of 201 
legislators, only two or three came 
out openly against the University." 

New Tactics 

Out of these analyses of what went 
wrong have emerged some new 
strategies. Under the guidance of 
acting director Scott Elton, Univer
sity Relations has begun to chart a 
long-range communications plan by 
hammering out its first mission 
statement in 20 years. That state
ment attempts to create an optimal 
balance between the department's 
centralized and decentralized public 
relations activities. The appoint
ment of a new director within the 
next few months will further define 
new departmental directions. 

While University Relations will 
continue to handle central admin
istration communications activity, 
Heydinger hopes it will serve 
increasingly as a resource center for 
smaller University public relations 
offices. He believes the trend at the 
University should be toward col
leges and large departments having 
their own public relations special-

ists to carry out basic communica
tions tasks, calling as necessary on 
a central communications unit for 
advice, training, and assistance. 
Patterned on the success of quasi
decentralized fundraising efforts 
introduced during the Minnesota 
Campaign, Heydinger's plan recog
nizes that those directly involved 
with the operation of a particular 
unit are usually better able to make 
decisions affecting that unit. 

University Relations would 
continue to carry out duties best 
accomplished centrally, including 
the articulation of University-wide 
communications policies, proce
dures, and standards and special 
projects such as the development of 
a media training program for 
University administrators (already 
under way) and communications 
research. The collection of public 
opinion data has already begun. 
Last summer Heydinger's office 
commissioned the School of Jour
nalism and Mass Communication 
to conduct a state opinion poll 
about the University. Of the 820 
adult Minnesotans polled, 84 
percent have at least "favorable 
impressions" about the Univer
sity-surprisingly, its highest 
opinion poll rating since 1964. 

The University's new sensitivity 
to public issues is nowhere more 
evident than in its communications 
plan for the upcoming biennial 
request. Heydinger's legislative 
approach attempts to put the 
troubles of the past year into 
perspective by revisiting the 
University's long and distinguished 
history. Emphasis is also placed on 
the extremely competitive milieu 
for research universities. Once 
context is explained, the University 
intends to lay out its full range of 
needs so legislators and the Minne
sota public can see exactly what is 
required to move the institution 
ahead. 

Supporting the efforts of all the 
University's lobbying constituen
cies will be a coordinated series of 
publications, including a brochure 
summarizing the legislative request 
in lay terminology and a newsletter 
to keep lobbying support groups up 
to date on legislative developments. 

During November and Decem
ber, the University will hold a 
series of meetings around the state 
to discuss the legislative request 
and answer questions about Univer-



sity issues. Selected legislators, 
University administrators, faculty, 
students, and alumni will be 
invited. Next January, a Volunteers 
Day will provide lobbying volun
teers with further insight into the 
legislative process and a better 
understanding of the University's 
proposed lobbying effort. In Febru
ary, a reception with legislative 
leadership, University Senate 
leadership, and University adminis
trators will be held at Eastcliff to 
introduce the new University 
president. During this time, some 
regents will be hosting receptions 
for legislators from their own 
districts. 

Based on the success of 
homecoming's "Academia in 
Review," the University will 
transport displays and demonstra
tions of faculty and student re
search to the state capitol for one 
day in February. Legislators will be 
invited, along with student and 
faculty volunteers. Heydinger hopes 
for a big show of support from the 
University community. "It's vital 
we get as many faculty and students 
as possible over there that day," he 
says. "If only twelve people show 
up, we will end up demonstrating 
lack of support among University 
constituencies." 

Faculty members are already 
actively involved in lobbying plans. 
The University of Minnesota 
Faculty Association is in the 
process of surveying state legisla
tors to find out where they stand on 
issues and within the next few 
weeks will be sending a written 
survey to faculty members asking 
their opinions about what the 
University's legislative priorities 
should be. The Faculty Consulta
tive Committee (FCC) will host its 
own legislative reception sometime 
before January. Professor Irwin 
Rubenstein, FCC legislative liaison, 
began sending biweekly letters to 
legislators in October. The series of 
16 letters describes University 
contributions to the state in areas 
such as agricultural research, 
technology transfer, special high 
school programming, and library 
services. While Rubenstein devel
oped the idea to introduce himself 
to legislators, he says the letters are 
an expression of his personal pride 
in this institution. Copies of the 
letters will also be sent to all 
Minnesota news editors. 

Heydinger is the first to ac
knowledge the critical importance 
of a successful biennial request this 
session. "So far, despite damage 
done last winter, we have been able 
to hold our own," he says. "But if 
we get a negative signal from the 
legislature this year, erosion could 
occur very quickly. The University 
could go into a fast decline where it 
loses top faculty. There is already 
some evidence that a greater num
ber of faculty than last year are con
sidering offers from other schools. 
Right now, they're waiting to see 
what happens here. As one faculty 
member put it, 'I don't have my 
bags packed, but I've gotten my 
suitcases out from underneath the 
bed."' • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

Two weeks ago, Interim President 
Richard Sauer announced he will 
leave the University December 30 
to assume the position of president 
and CEO of the National 4-H 
Council. President Sauer took on 
the responsibility of leading this 
institution at one of the most 
troubled times in its history, acting 
decisively on a number of impor
tant and difficult issues. 

His stated objectives, which he 
recently shared with the Faculty 
Consultative Committee (FCC), 
have been to 1) restore trust and 
credibility with the faculty, staff, 
students, regents, legislators, 
alumni, and state citizens; 2) regain 
lost momentum for institutional 
change; and 3) build the support 
necessary for continued and in
creased public and private funding. 
His progress toward reaching these 
objectives has been impressive. He 
has also pursued a course aimed at 
improving University financial and 
personnel management in order to 
ensure that the presidency of this 
institution is as attractive as pos
sible. 

One of the hallmarks of Presi
dent Sauer's term has been his 
openness and candor. He sought 
input from most sectors of the 
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University prior to development of 
the biennial request rather than 
simply seeking reaction to a fin
ished document. He involved 
chancellors in meaningful decision
making processes to enhance com
munication and cooperation among 
all campuses. Astutely understand
ing the need for further clarification 
of the University's financial state, 
he formed a special committee 
composed of state legislators and 
administrative leaders to examine 
institutional financial practices. He 
managed to be accessible to and 
forthright with the state govern
ment without jeopardizing Univer
sity autonomy. 

President Sauer will be leaving 
behind a better and stronger Univer
sity. On behalf of the FCC, I want 
to thank him for his many fine 
contributions toward improving 
this institution. • 

o YOUR 
BENEFITS: 
Q&A 

Q. Can you provide a simple but 
comprehensive outline of faculty 
benefits? 

A. Faculty benefits are admin
istered by two offices: Employee 
Benefits and Academic Affairs 
Personnel. The initials EB or AA 
following each item below indicate 
which office can provide further in
formation. Eligibility requirements 
differ for many components of the 
benefit package; some administered 
by Academic Affairs are considered 
privileges rather than rights. 

Basic Faculty Benefits 

Health Insurance A range of 
options is provided through the 
state employee benefit plan. 
Through the Pre-tax Contributions 
program, you can pay your health 
insurance premiums with pre-tax 
dollars, lowering your taxable 
income. (EB) 

Dental Insurance Three options are 
available through the state em
ployee benefit plan. (EB) 

Life Insurance A range of $15,000 
continued, p. 4 
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to $45,000 (your annual salary 
rounded to the next highest 
$5,000) is provided through the 
state employee benefit plan. An 
additional $20,000 is provided 
through the University. (EB) 

Faculty Income Long-term Disabil
ity Insurance 60 percent of salary 
over past 12 months is provided by 
the University, up to a limit of 
$3,250 per month. (EB) 

Faculty Retirement Plan Regular 
pre- or post-tax deductions of 2.5 
percent of your salary are matched 
by the University and invested in 
annuity, money market, bond, 
stock, or mutual funds or insured 
plans such as TIAA-CREF, as 
selected by you. Details in October 
11 Footnote. (EB) 

Faculty Mortgage Plan Home 
mortgages are offered at below
market rate. (AA) 

Academic Tuition Benefit Full 
tuition for faculty members is paid 
by the University. (AA) 

Resident Tuition Rate Available 
to immediate family of faculty. 
(AA) 

Sabbatical Furlough Half salary for 
special study and research during 
the annual length of a contract is 
available as a privilege to full-time 
faculty after six years of service. 
(AA) 
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Faculty Benefits Package 

Single-Quarter Leave Full salary for 
one quarter of special study, re
search, or self-improvement pro
grams is available to tenured or 
tenure-track faculty after two years 
of service, and thereafter every three 
years. (AA) 

Parental Leave Six weeks maternity 
leave with pay is available; two 
weeks leave with pay and four weeks 
leave without pay for paternity leave. 
Two weeks leave with pay and four 
weeks leave without pay is available 
to both female and male faculty who 
are adopting. (AA) 

Sick Leave Leave with pay up to two 
weeks per year. (AA) 

Vacation Full-time, 12-month 
faculty earn two days per month 
after one month's service for a total 
of 22 days per year. (AA) 

Jury Duty Leave without pay. (AA) 

Military Service Two weeks per year 
with pay. (AA) 

Leaves without Pay Faculty on 
eligible leaves without pay may have 
retirement benefits restored retroac
tively upon return to the University. 
(AA) 

Optional Faculty Benefits 

Dependent Health Insurance Same 
options are provided as for basic 
benefits. Through the Reimburse
ment Accounts program you can set 
aside pre-tax dollars to pay for a 

variety of health and dependent care 
costs. (EB) 

Dependent Dental Insurance Same 
options as for basic benefits. (EB) 

Additional Life Insurance Up to 
$105,000 is available with proof of 
insurability. (EB) 

Spouse Life Insurance Spouse life 
insurance up to the total amount of 
additional life insurance you carry 
is available. (EB) 

Dependent Life Insurance A maxi
mum of $3,000 per dependent. (EB) 

Accidental Death and Dismember
ment Insurance In addition to the 
basic and optional life insurance 
coverages provided; both offer 
double indemnity for accidental 
death. (EB) 

Decreasing Term Life Insurance 
This $15,000 coverage decreases to 
zero by the age of 65. (EB) 

Accident and Sickness Income 
Continuance Short-term disability 
insurance offering six-month 
coverage from the first day of an 
accident or the eighth day of an 
illness. (EB) 

Optional Tax-Deferred Annuity 
Plan Regular pre-tax pay deduc
tions determined by you and not 
exceeding IRS limits are invested in 
annuity, money market, bond, or 
stock funds selected by you. Details 
in the October 11 Footnote. (EB) • 
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Indirect Cost Recovery: 
Senate Research Committee Recommends Allocation Principles 

Over the past several years, indirect 
cost recovery (ICR) discussions have 
become a standard item on the 
Senate Research Committee's 
annual agenda. That's not 
surprising when you consider that 
ICR is expected to generate $30 
million this year, $23 million of 
which will be available to the 
University for research support. To 
provide central administration with 
clearer guidelines for allocating ICR 
funds, the Research Committee has 
approved a new set of principles 
that will be forwarded to the senate 
for discussion early next year. 

Professor Robert Bruininks, 
Research Committee chair, and 
Professor David Hamilton, last 
year's chair, both emphasize that 
these allocation principles elaborate 
upon rather than replace the ICR 
policy passed by the senate in 1986. 

That policy was formulated jointly 
by the Research and the Educa
tional Policy Committees to 
express faculty support for a better
defined process of distributing 
available ICR funds among central 
administration, colleges, depart
ments, and individual investigators. 
It specified that half of ICR funds 
should be retained by central 
administration for the systemwide 
support of research and half should 
be distributed on a proportionate 
basis to the colleges that generated 
those funds. In years when 
budgetary considerations warrant a 
decision by central administration 
to give less than half to colleges, the 
collegiate share of ICR should never 
drop below one third. 

The senate policy further states 
that ICR funds received by colleges 
should be allocated as follows: one 
third to the generating colleges, one 
third to the generating departments, 
and one third to the generating 

principal investigators. This 
formula could be changed by a 
faculty vote within the college. 

Despite a request from the senate, 
its ICR policy was never brought to 
the regents for approval. And 
although former president Kenneth 
Keller introduced his own ICR plan 
(central administration would 
retain two thirds of ICR funds and 
colleges would receive one third) to 
the regents in 1983, that plan was 
never brought to a vote. 

Until last April, when the 
regents voted that at least one third 
of ICR funds should be returned to 
collegiate units, the University's 
ICR policy specified only that "a 
portion" of available ICR funds 
should be included in the regular 
recurring budget, "a portion" 
should be allocated for nonrecurring 
items, and "a significant fraction" 
should go back to the generating 
units. 

ICR allocation issues are a 
relatively recent development. 
Until 1976, the legislature routinely 
subtracted total ICR dollars from· 
the University's proposed opera
tions and maintenance budgets. In 
the past several years, the 
University has successfully argued 
that real costs were being incurred 
to maintain grants and contracts, 
particularly as federal reporting 
requirements increased. 

"The University was having to 
assume additional responsibilities 
in areas like effort reporting and 
protocol review," says Bruininks. 
"At the same time we were 
incurring overhead costs. If I 
employ ten people on a grant, they 
all use the library system, computer 
labs, and other University facilities 
requiring light, heat, space, and 
maintenance. All of those things 
cost money." 

Gradually, the legislature has 
allowed the University to recoup a 
larger portion of ICR funds (this 
year, all but $7 million of the 
projected $30 million) to aid 
research. During the upcoming 
legislative session, the University 
will be lobbying to recoup the full 
ICR in the future. (A recent 
Research Committee telephone 
survey of ten other large research 
universities revealed only three 
other cases of legislative ICR offset.) 

The administration's 1988-89 
budget plan for the projected $23 
million ICR fund breaks down into 
roughly three categories: $10 
million for systemwide infra
structure support (recurring ot 
"fixed" costs); $6.5 million for 
University allocations (used mainly 
to match major research initiatives); 
and $6.5 million for collegiate 
allocations. Because these cate
gories cannot be mapped precisely 
onto those set forth in the senate 
policy's allocation plans, it is not 
immediately apparent from the 
budget what current distribution 
percentages are. Bruininks believes 
that, when broken down, the 
proposed budget represents more of 
a 66/33 than a 50/50 split between 
central administration and colleges. 

Fixed Costs 

One of the most important issues 
addressed by the Research 
Committee's allocation principles 
is determination of fixed costs. 
Some feel that there has been a 
tendency for ICR to be viewed as a 
discretionary fund for central 
administrators. "It should always be 
kept in mind," says Hamilton, 
"that faculty generate ICR and they 
should reap the benefits from it." 

"In the past few years, central 
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administration changed the level of 
fixed costs deducted from ICR from 
around 40 percent to 60 percent 
without explanation," says 
Bruininks. "The committee felt it 
was a mistake to let one part of the 
ICR budget control the other parts, 
so we are recommending that fixed 
costs be more tightly defined and 
that they not exceed 30 percent of 
the annual ICR budget. 

"We are also recommending that 
the actual components of the fixed 
cost category be changed only after 
careful discussion and consultation 
with senate committees, and that 
fixed cost budgeting be done within 
the constraints of available money. 
Overcommitment should not be 
allowed." To these ends, the com
mittee is asking central adminis
tration to establish, in consultation 
with senate committees, criteria 
and procedures for future alloca
tions of its discretionary ICR funds. 

The Research Committee would 
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like to limit components in the 
fixed-cost category to the Office of 
Research and Technology Transfer 
Administration, environmental 
protection, Graduate School 
research, and departmental 
administration. Although the 
current ICR budget also earmarks 
$4.25 million in fixed costs for 
libraries and computing, committee 
members believe this practice 
should be discontinued. "In the past 
few years, over $300,000 per year in 
ICR has been used to cover budget 
shortfalls in the University 
Libraries," says Bruininks. "The 
first year it was an understandable 
emergency measure to bail them 
out of an overdraft. We all agree 
about the tremendous importance 
of the libraries, but to use ICR 
money for this purpose year after 
year just isn't sound management." 

One of the committee's 
principles states that "ICR should 
support the Universitywide 
infrastructure of research, but 
should not replace recurring state 
funding for items that are basic to 
the research enterprise such as 
library acquisition and computing." 
As Hamilton puts it, "If Minnesota 
wants a major research university, 
it should be willing to pay for items 
that accomplish that goal." 

Others believe that support of 
infrastructure costs such as 
libraries, services, fuel, and utilities 
is the most appropriate use for all 
ICR funds. Ettore Infante, dean of 
the Institute of Technology, feels 
strongly that the senate-approved 
ICR policy is unwise. "All the 
discussions that have taken place in 
the past four years regarding the 
allocation of ICR funds can only be 
interpreted by outsiders as an 
argument as to the ownership of 
this very sizeable, largely unbud
geted pot of money," he says. 
"These funds are to cover real 
expenditures incurred by the insti
tution. I simply feel that they 
should be spent for the precise 
purposes for which they have been 
collected-to strengthen and 
support the University infra
structure, which is essential to the 
conduct of research activities." 

Rather than providing matching 
money for grants and incentives for 
principal investigators out of ICR 
funds, Infante believes that such 
expenses should be completely 

disconnected from ICR. "These 
should be 0100 items," he says, 
"separately budgeted for these 
purposes and totally unrelated to 
'slush funds' obtained by carving 
out the ICR." 

Collegiate Allocations 

Collegiate ICR allocations are used 
primarily to cover administrative 
and overhead costs associated with 
research, to contribute to set-up 
costs for new professors, and to 
stimulate and support research 
activity in the unit. 

One concern many principal 
investigators share is that not 
enough of the ICR money their 
grants generate filters down to 
themselves or to their departments. 
Regents' Professor Paul Gassman 
was Research Committee chair in 
1986 when the senate voted to pass 
the policy distributing one third of 
collegiate ICR funds to principal 
investigators and one third to 
departments. He believes there is 
strong support on campus for that 
approach. 

"When you receive a grant, the 
funds in that grant are very 
specifically allocated to certain 
items," says Gassman. "Many 
agencies won't allow you to include 
in a grant the kinds of peripherals, 
such as typewriters or word
processing equipment, that a good 
research operation routinely uses. 
Many times departments are 
reluctant to supply those kinds of 
things as well. If unrestricted ICR 
funds go back to principal 
investigators, they can then 
purchase these necessary items that 
the grant disallows." 

Bruininks cites his own case as 
an example of the increasing 
problem investigators have in 
covering inflation. "Principal 
investigators have real costs that 
could be covered with ICR funds," 
he says. "This year I have a grant 
for nearly $600,000 and I have been 
told I will have to eat all my 
inflationary increases for salary. So 
what I end up doing is cannibalizing 
the budget. This is a five-year grant, 
and I may have to cannibalize it for 
five years. Grant and contract 
budgets have become very tight. No 
one has done a systematic study of 
the extent to which grants and 
contracts have kept up with the 
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Student Services 
Hub Planned 

If the current effort to develop a 
more rational facilities plan for 
academic student support units on 
the Twin Cities campus is success
ful, the annoying student run
around may be only a memory in 
years to come. 

"What we're looking at," says 
Robert K vavik, assistant vice 
president for academic affairs, "is 
the possibility of taking Nolte, 
Nicholson, Williamson, and maybe 
Pillsbury and creating a student 
services hub in the center of cam
pus. In some ways, it would be like 
having a shopping mall downtown 
and convenience stores located in 
the suburbs-the major student 
service units would be located 
centrally in one place, with 
subunits (maybe computer informa
tion terminals) at other locations 
around campus. Our planning is 
focused on more than just build
ings; it involves the full range of 
equipment necessary to provide 
friendly delivery of a whole host of 
student services, and the most 
effective placement of that equip
ment." 

K vavik sees the plan for physical 
consolidation of student services as 
an opportunity to provide a road
map for both new and continuing 
students. "Coming to the Univer
sity can be like landing in Oz," he 
says. "We have to make it as simple 
and convenient as possible for 
students to learn about the range of 
academic destinations and path
ways. Right now, international 
students have to walk a mile to two 
houses down on River Road. The 
one-stop shop for a campus of this 
size may be an impossible ideal, but 
at the very least we can end the 10-
mile hike!" 

According to James Preus, 
coordinator of Student Support 
Services, the idea to locate student 
service units in a single area 
emerged during discussions about 
the 1982 plan for the east bank. 
Among that plan's goals was to 
establish a sense of place for under
graduate core disciplines by creating 
a humanities corridor from Folwell 
to Fraser Halls. As part of this 
corridor, Fraser would be renovated 

for use by the English, composition, 
and American studies departments. 
The current biennial legislative 
request contains a $762,000 item to 
plan this renovation. 

As a result of this shift, the finan
cial aid and registration offices now 
housed in Fraser would have to 
relocate. The original idea was to 
move them first to temporary space 
and then to permanent space, but 
administrators worried about the 
negative effects of a double move. 
"The problem was the cost and 
disruption caused by relocating 
twice," Preus says. "Financial aid 
and registration are both heavily 
computerized, and rewiring is 
extremely costly. Two moves 
would also exacerbate the student 
runaround, not a trivial considera
tion since those two departments 
alone handle a quarter of a million 
student contacts each year." 

Preus and David Lilly, former 
vice president for finance, both felt 
that since financial aid and registra
tion had to find permanent homes, 
the time was right to consider the 
physical consolidation of other 
student support units. Although it 
was generally agreed that a "one
stop shop" was a good idea, no 
action was taken until the Aca
demic Priorities document proposed 
a single entry point for undergradu
ate admissions and a restructured 
advising/counseling service. These 
plans for structural unification of 
some student support areas 
breathed new life into hopes for 
physical unification. 

At the same time, two buildings 
opened up in the area around 
Williamson, the probable location 
for a unified student support service 
hub: Nicholson was vacated by 
General College, and Pillsbury 
would become available when the 
geology department relocated to the 
proposed earth sciences building. 

Under Kvavik's leadership, 
student support service administra
tors have been discussing which 
units should be involved in the 
consolidation, how units should be 
grouped, and whether the Univer
sity should build a new facility. "I 
have never heard people so enthusi
astic about anything," says Kvavik. 
"At meetings with the president 
and vice presidents there has been 
unanimous approval of the idea." 

Although no plans have been 

finalized, the hub area logically 
might include admissions and 
records, financial aid, registration, 
the bursar, student accounts receiv
able, orientation, prospective 
student services, student publica
tions, counseling and advising, and 
portions of minority affairs, merit 
programs, international education, 
and handicapped resources. 

Detailed planning for the hub is 
contingent on the structural status 
of Nicholson and Nolte. "Nolte is 
certainly salvageable," says K vavik, 
"but needs renovation. Because it 
was designed to be a residence hall, 
its interior space is clumsy and 
inefficient. Nicholson's survival, 
however, is a real question mark. It 
was built in 1890. Even to use it as 
"swing space" (allocated for tempo
rary use) requires an investment in 
renovation. To use the building for 
another 20 years means major 
remodeling. It could tum out to be 
less expensive to tear it down and 
build a new structure, but then you 
are whipsawed-do you try to 
preserve a historic building at high 
cost or put up a new one for less 
money?" 

Because the $200,000 needed to 
cover pre-planning costs for this 
project is part of the current bien
nial request, the legislature plays a 
key role in the implementation 
timetable. "My guess is that we 
will get the pre-planning money," 
Kvavik says, "either from the 
legislature or from internal realloca
tion. If this remains a high priority 
item for the next president and 
Twin Cities provost, which I hope 
it will, that means planning money 
for architectural design will be in 
the next capital request. I am 
hopeful the legislature would 
approve it because it represents an 
attempt to upgrade basic facilities 
for undergraduates. As to when a 
one-stop shop would actually be in 
operation-! would say five or six 
years is the quickest we could 
implement all the changes." 

Reorganization of freshman 
admissions and entering advising/ 
counseling is scheduled for imple
mentation by falll990, and will be 
one of the major tasks assigned to 
the new Twin Cities vice provost 
for arts, sciences, and engineering. 
A search committee for that posi
tion should be in operation by the 
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cost of living, but I know from my 
own experience they haven't even 
come close." 

Principal investigators also put 
returned ICR funds to use as seed 
money. "Grant money is allocated 
to carry out a particular kind of 
research," Gassman says. "But 
with ICR money, researchers can 
explore new areas where, down the 
road, they will be applying for and 
getting new grants. Funds used 
this way feed on each other nicely, 
increasing the variety of research 
and the opportunity to do new 
things." 

Other faculty complain that not 
enough ICR money is filtering 
down from the collegiate level to 
their departments. "I'm still in the 
process of looking into the 
complexities of this, but as far as I 
can see my department is getting 
very little ICR money despite the 
fact that there is substantial 
research activity here," says 
sociology professor Jeylan 
Mortimer. "I have over a half
million-dollar grant, which 
generates about $220,000 in 
indirect cost money for the 
University, and mine is only one 
of several grants in the depart
ment. Yet I found out this 
department was only only getting 
back $1,400 in ICR. Maybe there 
are reasonable explanations for 
this, but it certainly doesn't seem 
like we are getting our fair share." 

Although there have been a few 
disagreements about ICR policies 
between the administration and 
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the Research Committee over the 
past few years, Bruininks thinks the 
issues have been openly discussed. 
"I don't feel that we've had any real 
difficulty as faculty members in 
expressing our point of view and 
having it respectfully heard," he 
says. "It will be interesting to see 
how the discussion of these 
principles and ICR in general will 
proceed from here." • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

This fall I have received several calls 
and letters each week from faculty 
expressing specific concerns. Hear
ing from colleagues is helpful be
cause it keeps me current on how 
other faculty are thinking about 
prevailing University issues. What 
has surprised me is that many of the 
people calling were not aware that 
one of the primary functions of the 
Faculty Consultative Committee is 
to present issues of concern to the 
president and other administrators. 

I hope people continue to call or 
write me with their questions and 
comments. In case you can't reach 
me, please call Gary Engstrand at 
625-5259 and leave a message (an 
answering machine is connected to 
his line). The office address is 305 
Alderman Hall, 1970 Folwell Ave., 

'HIP~·~ i 'I ' . ·~..,,.. I) L ' \._-

St. Paul, MN 55108. 
One issue on which I would like 

to hear your comments is how we 
might improve the distribution of 
faculty salary increases. Although I 
am a strong proponent of merit
based salary increases, I believe 
there is considerable room to 
improve the current system. One of 
the key elements of a better merit 
system should be an objective and 
fair evaluation procedure. Another 
might be the distribution of 
increases based on a salary pool 
larger than a single department, 
allowing colleges to equally reward 
faculty for similar productivity even 
though some are in "poor" 
departments while others are in 
"rich" departments. The Senate 
Committee on Faculty Affairs 
(SCFA) has been studying the merit 
system and should report their 
findings winter quarter. Please let 
me know your views on this 
matter, and I will forward your 
comments to SCFA. • 
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end of fall quarter, in the hope of 
filling the position by next August. 

Meanwhile, Kvavik is making 
some shifts to test the one-stop 
shop concept, assigning temporary 
space in Nicholson to international 
education and student learning 
centers. Nolte, too, will be increas
ingly devoted to student services; it 
already houses Continuing Educa
tion and Extension counseling and a 
portion of minority affairs will 
move there in the future. • 
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Restoring Trust: 
Blue Ribbon Commission Recommendations 

Although the Blue Ribbon 
Commission that was established 
last March to recommend changes 
in the University's financial man
agement issued a report in early De
cember, the implementation of that 
report has become more urgent in 
the past few weeks. Governor 
Perpich is witholding his support of 
most of the University's biennial 
legislative request until the Univer
sity proves that it is solving its past 
management problems, notably 
those identified by the commission 
and the legislative auditor. 

President Nils Hasselmo has 
already begun to respond to the 
commission's recommendations by 
signing the local accounting firm of 
Touche Ross to develop a five-year 
plan for financial system develop
ment at the University. When that 
plan is delivered later this month 
and after discussion at the February 
regents' meeting, Hasselmo will 
assign an implementation team. 
Ideally, the team head would be the 
new vice president for finance, but 
the timing of that appointment is 
still uncertain. The names of final 
candidates for the position were 
forwarded last week to Hasselmo, 
who will interview finalists before a 
selection is made. 

The 90-page commission report 
concludes that the University is 
soundly managed and that account
ing is thorough and accurate. It 
identifies problems with out-of-date 
budgeting and financial reporting 
systems, with the deteriorating 
relationship between regents and 
the president, and with the apparent 
slippage of the University's aca
demic reputation. Commission 
chair Edson Spencer notes that 
correction of financial system 
deficiencies and restoration of the 
University's national ranking will 
require not only dedication by the 
Board of Regents and the new 
president, but also substantially 
increased legislative appropriations. 

He stressed that the success of 
Commitment to Focus depends on 
the "ability to attract exciting new 
faculty leaders in a very competi
tive environment in the 1990s. The 
highly successsful capital fund drive 
and the funding of 12 7 new faculty 
chairs will help to establish the 
salary levels necessary to retain and 
attract a top-caliber faculty. But 
more needs to be done." 

The report contains recommenda
tions in three areas: governance, 
financial management, and organi
zation. Commission recommenda
tions on governance were heavily 
influenced by the report of three 
senior advisers, retired chief execu
tives of major university systems 
who were employed as consultants. 
Their findings focus on the relation
ship between the president and the 
Board of Regents, the selection of 
regents, the autonomy of the Uni
versity, and administrative struc
ture. The report of the senior 
advisers was distributed last month 
by Faculty Consultative Committee 
(FCC) chair Mark Brenner to deans 
and department heads. 

Many of the commission's 
recommendations reflect the senior 
advisers' concern about the increas
ingly adversarial relationship that 
had developed between the presi
dent and the regents. Quoting the 
senior advisers: "The failure of the 
Board of Regents and the adminis
tration to work together reflects 
more than a clash of personalities, 
although that played a part. The 
apparent stress derives from the 
lack of a clear understanding of the 
role and responsibility of the board 
and the individual board members, 
particularly and especially distin
guishing policymaking functions 
from administrative responsibili
ties .... The Board of Regents is 
constantly challenged to understand 
and to honor the extent and the 
limitations of its power. Self
discipline of a high order is re-

quired, especially now, to affirm the 
role and function of the board." 

The senior advisers also empha
size the president's role in creating 
more positive regent-president 
relations. "The orientation and 
continuing education of the board is 
the inescapable personal responsi
bility of a president-daunting as 
this task may seem at times .... 
Sharing information-the bad and 
the good-with the board is the 
necessary point of departure .... It 
is not enough for an administration 
to report on potentially sensitive 
financial matters and hope that the 
information is received as delivered. 
In dealings with the board, and for 
that matter with all elements of the 
University community, it is essen
tial for the administration to 'go the 
extra mile'-to make certain that 
the essence of the information was 
not only heard but understood." 

To help usher in a new era of 
improved communication and 
understanding between the presi
dent and regents, the commission 
believes: 

• The president must be the spokes
person for the University. The only 
acceptable line of communication 
should be from the regents through 
the president to the institution, and 
vice versa. 
• The only spokesperson for the 
Board of Regents should be the 
chair. Although debate is necessary 
in developing policy, once policy is 
decided all regents must support it 
publicly and privately. 
• The president must do a better job 
of preparing for the regents concise, 
understandable reports on impor
tant policies and issues that require 
their attention. At the same time, 
regents have an obligation to know 
what questions to ask. 
• The Board of Regents should 
strongly resist suggestions that it 
establish its own separate staff. 
Such a step would only drive a 
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wedge between the regents and the 
president. 
• The University should publish a 
document setting forth the gover
nance powers, duties, and responsi
bilities of the regents and the 
president, based on the commis
sion's recommendations. In addi
tion to regularly evaluating the 
president's performance, the regents 
should periodically evaluate their 
own performance against this 
governance code. 

According to the senior advisers, 
nothing is as important to the 
future of the University as the 
"fundamental rethinking" of the 
selection process for regents. 
Arguing against the selection of 
regents as representatives of par
ticular political parties, pressure 
groups, ideologies, or communities, 
both the advisers and the commis
sion recommend that the legislature 
explicitly state in the criteria for 
regent selection (currently being 
developed by the recently estab
lished Regent Candidate Advisory 
Council) that individual regents 
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should represent all the people of 
the state. 

Other commission governance 
recommendations, also influenced 
by the senior advisers, concern ac
countability and autonomy-issues 
that surfaced in the legislature 
following disclosures about Eastcliff 
and budget reserves. While recog
nizing that the welfare of the 
University depends heavily on the 
goodwill of the political leadership 
of the state, the senior advisers 
emphasize that the University has 
the right and obligation to chal
lenge intrusions it believes to be 
clearly improper. "In our view," 
their report states, "any attempt to 
strip the University of Minnesota of 
the protections of the Constitution 
would be deeply divisive, catapult
ing the University into a political 
maelstrom." 

Balancing these constitutional 
assurances of autonomy is the Uni
versity's obligation to be fully ac
countable not only to the legisla
ture but to private donors and to 
federal, state, and private agencies 
for grants and contracts. The com
mission, however, does recommend 
that, because of their special nature, 
the selection process for University 
president, and regents' meetings 
where the performance of regents, 
the president, or other individuals 
is formally discussed, should be 
exempted from Minnesota's open 
meeting laws. 

Financial Management 

The commission endorsed all the 
major recommendations made by 
Coopers & Lybrand, a Minneapolis 
consulting firm retained to study 
the University's financial manage
ment systems. Perhaps the most 
challenging of those recommenda
tions calls for the University to 
develop an aggressive, comprehen
sive plan to: 1) integrate planning, 
budgeting, and funding for both 
academic and nonacademic areas; 
2) enhance the budget development 
process and reporting system; 
3) revise and better enforce finan
cial policies and procedures; 
4) replace computerized financial 
information systems; 5) reverse the 
deterioration of the physical plant 
operation; and 6) develop a compre
hensive audit plan. 

It's estimated that these correc
tive measures alone would require 
three to five years and $12.5 to $18 
million. In a recent discussion 
with the FCC, a representative from 

the governor's office said that the 
University is likely to receive only 
part of that total-from $4 to $6 
million-in the coming biennium 
in order to start making the re
quired improvements. 

The formidable task these 
recommendations present to 
administrators is evident in the fact 
that Coopers & Lybrand knows of 
no other case in which a university 
has attempted this scale of change 
in management systems. In light of 
the unusual size and complexity of 
the task, as well as the necessity to 
move quickly, the commission 
advises the University to take the 
following initial steps: 

• Hire a strong chief financial 
officer at the earliest feasible date. 
• Develop a plan for implementa
tion of the commission's financial 
management recommendations for 
approval by regents and legislative 
review before the end of the 1989 
session. 
• Begin immediate planning for the 
overhaul of computer-based finan
cial systems; the first system 
redesigned should be the budget 
system, which should be opera
tional in time for the 1991 legisla
tive session. 
• Document and distribute by April 
existing institutional financial 
policies and procedures in an effort 
to increase compliance and to train 
personnel to use the current system 
as effectively as possible. 
• Act promptly on the recommen
dations in the legislative auditor's 
report on physical plant operations. 

Organization 
Rather than undertake major 
administrative restructuring, the 
commission supports the view of 
the senior advisers that many of the 
University's governance problems 
can be solved by adopting new 
procedures. They suggest that, 
although the president should 
continue to have both systemwide 
and Twin Cities campus responsi
bilities, chancellors should be given 
more managerial authority in areas 
such as personnel and student 
policies, tenure and appointment 
procedures, and financial and 
physical plant planning and should 
participate in all phases of institu
tional planning and resource 
allocation. 

The commission urges the 
University to establish a president's 
cabinet, consisting of top central 



staff and the chancellors, to meet 
monthly with the president to 
discuss the work of the University, 
regents' agendas, and other policy 
and administrative matters. 

The only new position proposed 
by the commission is a vice presi
dent and chief administrative 
officer, who would be assigned 
responsibility for physical plant and 
space planning, human resources 
(personnel, benefits, and employee 
and labor relations), and support 
services (food service, parking, 
printing, laundry, etc.). This ap
proach (endorsed by the FCC) 
would allow the current vice 
president for finance and physical 
planning (retitled the vice president 
and chief financial officer) to 
concentrate on the core functions 
of systems, finance, planning, 
control, and asset management. It 
would also relieve the vice presi
dent for academic affairs of respon
sibility for support services and 
allow the new vice president to 
focus on improving the physical 
plant operation. • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

Governor Rudy Perpich recently 
announced that, other than adjust
ments for inflation, he will not 
support the University's biennial 
request this session. His explana
tion is that he wants the University 
to correct its management deficien
cies before new funds are allocated. 
As one FCC member stated, it 
seems extraordinary for a governor 
who describes himself as an advo
cate of education and research in a 
"brainpower state" not to support 
that state's flagship university. If 
the governor persists in his current 
plan, this will be the second year 
the University receives no portion 
of the legislative allocation for 
higher education. 

The ramifications are great. The 
educational environment for our 
students will deteriorate due to 
crowded classrooms, inadequate 
computer facilities, and limited 
library resources. The impact on 
the faculty will be immense. With 
the salaries of full professors 
already $9,000 below the mean of 

the top 30 research institutions, 
retention problems will be com
pounded. To protect our faculty or 
to implement any of the initiatives 
from "Academic Priorities," major 
retrenchments will be necessary. 

In the next few years higher 
education will experience a dra
matic increase in retirements; at the 
same time there will be inadequate 
numbers of qualified replacements. 
We must begin now to make the 
University an attractive place so we 
can be competitive in recruiting 
desirable new faculty. 

While this is all unsettling, we 
do have many supporters in the 
state and the legislature. It is 
essential we faculty and our friends 
contact our legislators immediately. 
This is especially important for 
those of us in the Twin Cities 
metropolitan area, since our legisla
tors normally do not consider the 
University their first responsibility. 

Although the University has had 
troubles this past year with some 
administrative actions and support 
service units, there have been many 
indications that collegiate and 
departmental programs have been 
functioning exceptionally well. We 
spent $220 million on research 
(ranking seventh in the country for 
total research expenditures) and we 
received an unprecedented $360 
million in private donations. No 
other institution has ever received 
that sum in private gifts in such a 
short period of time. Even more re
markable is the fact that over 80 
percent of those contributions came 
from within the state. We have 
hired an outstanding new president, 
who is moving aggressively to 
recruit first-rate vice presidents. 
There are many additional success 
stories from all sectors of the Uni
versity. Students and faculty should 
not be punished for problems that 
are now rapidly being corrected. 

We are at a serious crossroads. If 
we receive legislative support for 
our biennial request, we are poised 
for great success. Now is the time 
to actively lobby the legislature. 
Tom Nelson has recently been hired 
as the University's state lobbyist 
and Irwin Rubenstein (FCC legisla
tive liaison) and Geoff Maruyama 
(University of Minnesota Faculty 
Association president) continue 
their efforts to promote faculty 
priorities to legislators. But they 
need your support. I urge you to call 
or write your legislator now to pro
mote the University's biennial 
request. • 

o YOUR 
BENEFITS: 
Q&A 

An outline of faculty benefits contain
ing four errors appeared in the Novem
ber 22 issue of Footnote. In order to 
accommodate faculty who wish to save 
this outline for reference, the entire list 
is being run again with the corrections 
underlined. The editor apolo$izes for 
any confusion that resulted from the 
initial list, and suggests that faculty 
interested in obtaining detailed 
descriptions of any items in the benefit 
package contact the appropriate admin
istrative office. 

Faculty benefits are administered by 
two offices: Employee Benefits and 
Academic Affairs Personnel. The 
initials EB or AA following each item 
indicate which office can provide 
further information. Basic eligibility 
requirements are noted for each benefit 
administered by Academic Affairs. 

Basic Faculty Benefits 
Health Insurance A range of 
options is provided through the 
state employee benefit plan. 
Through the Pre-Tax Contributions 
program, you can pay your health 
insurance premiums with pre-tax 
dollars, lowering your taxable 
income. (EB) 

Dental Insurance Three options are 
available through the state em
ployee benefit plan. Through the 

· Pre-Tax Contributions program, 
you can pay your dental insurance 
premiums with pre-tax dollars, low
ering your taxable income. (EB) 

Life Insurance A range of $15,000 
to $45,000 (your annual salary 
rounded to the next highest $5,000) 
is provided through the state 
employee benefit plan. An addi
tional $20,000 is provided through 
the University. (EB) 

Faculty Income Long-term Disabil
ity Insurance 60 percent of salary 
over past 12 months is provided by 
the University, up to a limit of 
$3,250 per month. (EB) 

Faculty Retirement Plan Regular 
pre- or post-tax deductions of 2.5 
percent of your salary are matched 
by the University (up to the first 
$5.000 of covered salary and 13 
percent of the excess over $5.000) 
and invested in annuity, money 
market, bond, stock, or mutual 

continued, p. 4 
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Benefits, from p. 3 
funds as selected by you. Details in 
October 11 Footnote. (EB) 

Faculty Mortgage Plan Home 
mortgages are offered at below
market rate. (AA, tenured and 
tenure-track) 

Academic Tuition Benefit Full 
tuition for credit courses is paid by 
the University. (AA, all faculty 
employed 75 percent time during 
quarter or semester) 

Resident Tuition Rate Available 
to immediate family. (AA, all 
faculty employed 75 percent time 
during quarter or semester) 

Sabbatical Furlough Half-salary 
for special study and research up to 
the annual contract length. (AA, 
tenured and tenure-track; after six 
years service) 

Single-Quarter Leave Full salary 
for one quarter of special study, 
research, or self-improvement 
program. (AA, tenured and tenure
track; two years service initially 
and thereafter every fourth year; 
competitive) 

Parental Leave Six weeks paid 
leave for maternity; two weeks 
paid and four weeks unpaid leave 
for fathers and adoptive parents. 
(AA, all faculty; minimally nine 
months' employment at half-time 
or more and currently employed 
half-time or more during the leave) 
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Faculty Benefit Package 

Family and Personal Leaves without 
Pay May extend leave for birth or 
adoption of child to one year. (AA, 
all faculty; minimally a nine-month 
annual contract) 

Sick Leave Informal sick leave up to 
two weeks with pay. Leave docu
ment required beyond two weeks; 
health care provider's certificate may 
be required. (AA, all faculty) 

Vacation Two days per completed 
month's service, total of 22 days per 
year. (AA, all full-time faculty with 
12-month annual contract; initial 
eligibility 11 months employment; 
maximum accumulation and payout 
upon termination of service is 22 
days) 

Jury Duty Leave with pay. (AA, all 
faculty) 

Military Service (USA) Two weeks 
per year with pay; additional time is 
unpaid. (AA, all faculty) 

Retirement Benefits during Unpaid 
Leave Unpaid leaves that enhance 
faculty expertise and benefit the 
University may be eligible for 
retroactive restoration of retirement 
benefits if certain conditions are 
met. (AA, all currently vested 
faculty; see policy reissued Dec. 2, 
1988) 

Optional Faculty Benefits 

Dependent Health Insurance Same 
options are provided as for basic 
benefits. Through the Reimburse
ment Accounts program you can set 

aside pre-tax dollars to pay for a 
variety of health and dependent care 
costs. (EB) 

Dependent Dental Insurance Same 
options as for basic benefits. (EB) 

Additional Life Insurance Up to 
$105,000 is available with proof of 
insurability. (EB) 

Spouse Life Insurance Spouse life 
insurance up to the total amount of 
additional life insurance you carry 
is available. (EB) 

Dependent Life Insurance A maxi
mum of $3,000 per dependent. (EB) 

Accidental Death and Dismember
ment Insurance In addition to the 
basic and optional life insurance 
coverages provided, both of which 
offer double indemnity for acciden
tal death. (EB) 

Decreasing Term Life Insurance 
This $15,000 coverage decreases to 
zero by age 65. (EB) 

Accident and Sickness Income 
Continuance Short-term disability 
insurance offering six-month 
coverage from the first day of an 
accident or the eighth day of an 
illness. (EB) 

Optional Tax-Deferred Annuity 
Plan Regular pre-tax deductions 
determined by you and not exceed
ing IRS limits are invested in 
annuity, money market, bond, or 
stock funds selected by you. Details 
in the October 11 Footnote. (EB) • 
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Retirement Planning: Sooner is Better 
Retirement planning is not a 
burning issue for most 35-year-old 
faculty members. They may receive 
information from investment 
companies in the University's 
faculty retirement plan, but proba
bly few take time to read those pub
lications carefully or to seek guid
ance from University retirement 
counselors. 

Because faculty who do begin 
planning their retirements early 
have an edge, Employee Benefits 
director David Swanson is trying to 
move his department more in the 
direction of long-range faculty 
retirement planning-a move 
encouraged by the Faculty Retire
ment Committee and the Senate 
Committee on Faculty Affairs. 

"We do a good job of introducing 
newly eligible faculty members to 
the University's plan," he says. "We 
mail them materials and set up a 
personal appointment to answer 
questions, explain basic coverage, 
and review their choices. But from 
that introduction until they near 
retirement, the responsibility for 
planning has been theirs. Our 
counselors have been available, but 
it has been up to faculty members 
to contact us. The department's 
computers can calculate maximum 
contribution to annuities and make 
financial projections, for example, 
but we haven't attempted to make 
that service available to everyone." 

Swanson is trying to change that. 
"The problem is that people get 
interested in retirement planning 
too close to retirement," he says. 
"We want to get faculty involved as 
early as possible so they have the 
opportunity to set aside more 
dollars. The University offers good 
investment vehicles in its Basic 
Faculty Retirement Plan and in its 
Optional Tax-deferred Annuity 
Plan-but the optional plan isn't 
being used by nearly enough 
faculty. 

"If you enter the University plan 
at the ideal age and retire after 30 
years of service, you are going to 

have a very good pension. But many 
people are not going to be here that 
long, or their salary patterns are 
going to deviate from the standard. 
There are all kinds of variables that 
can affect the kind of annuity 
income they will receive. What's 
important is that faculty under
stand as accurately and as soon as 
possible what they can expect in 
pension income and how they can 
increase that income." 

Helping faculty understand the 
wide variety of investment options 
currently available and the increas
ingly complex web of tax legislation 
is no easy task. "What we are 
dealing with is a moving target," 
Swanson says. "New laws related to 
various aspects of retirement 
planning are coming fast and 
furious from Washington. It's not 
only vital that our counselors know 
about all the changes affecting our 
program, they also have to know 
about all the changes that don't 
affect our program, so they can 
reassure constituents who call and 
are upset after reading about some 
new law in the paper." 

The new tax laws that have 
most affected University benefits 
are those putting restrictions on 
tax-deferred annuities such as the 
Optional Tax-deferred Annuity 
Plan. "Until now we've had 
enormous flexibi~ty in that pro
gram," says Swanson. "You could 
take the money out whenever you 
needed it by simply paying the 
taxes due. In 1989 that flexibility 
was eliminated; now you can take 
the money out only in the event of 
death, disability, termination of 
employment, or other hardship 
situations." 

One way for faculty to become 
more familiar with the issues and 
choices involved in retirement 
planning is to read closely the 
literature sent out by companies 
like Minnesota Mutual Life/North
western National Life and TIAA/ 
CREF. "Don't sell those reports 
short," Swanson says. "Those two 

companies in particular are produc
ing much better publications than 
they used to. Take time to study 
them, and read the quarterly retire
ment plan newsletter published by 
Employee Benefits." 

Although some ideas are still 
on the drawing board, Employee 
Benefits is in the process of imple
menting new ways of assisting 
faculty in retirement planning. An 
additional counselor has been hired 
to assist the department's two 
certified financial planners. A 
glossary of financial terminology 
and a recommended reading list on 
financial planning will soon be 
available to faculty members, and a 
series of faculty retirement plan
ning seminars will begin this 
month in Duluth and continue in 
February on the Twin Cities 
campus. 

Employee Benefits counselors 
can explain investment options and 
provide general guidance, but they 
cannot provide financial or estate 
planning services. Faculty who 
want personalized in-depth analy
sis and advice are encouraged to 
seek professional financial or legal 
assistance. Employee Benefits does 
not make professional referrals, but 
couselors offer a set of criteria to 
help locate reliable financial and 
legal advisers. 

Long-Range Planning 

Three questions to consider in long
range retirement planning are: At 
what age do I want to retire? What 
kind of annual income will I require 
after retirement? What kind of 
investment strategies do I want to 
pursue to accumulate that retire
ment income? 

None of these questions is 
simple, especially if retirement is 
30 years away. But, Swanson says, 
the time to start thinking about 
them is as soon as you become 
eligible for the University's retire
ment plan. Early planning is espe
cially important in determining 
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investment strategies. 
"If your goal is to retire early," 

says Swanson, "one of the things 
you want to look at immediately is 
the Optional Tax-deferred Annuity 
Plan. That gives you one more way 
to accumulate tax-deferred retire
ment income. Early retirement has 
a substantial impact on the size of 
your pension income, because those 
last years before retirement are key 
in terms of amassing the most 
dollars. Every year you take off at 
that end is very, very significant. If 
you are interested in getting maxi
mum retirement income, you 
simply work as long as you can 
because it's during those final years 
that the money really builds up." 

Deciding how much you will 
need to live on after retirement is 
also more difficult the farther you 
are from retirement age. But no 
matter how much guesswork is 
involved, an early projection of your 
retirement income is a vital step in 
planning. Initial estimates can be 
refined in later years when your 
standard of living, family status, 
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and salary pattern are better estab
lished. 

In addition to basic living 
expenses, variables to consider in 
calculating post-retirement ex
penses include inflation, health 
insurance premiums, taxes, and 
special expenses (for example, 
travel). 

"The most valuable message you 
can get across to faculty about 
retirement planning is the reality of 
inflation," says Gordon Heistad, 
professor emeritus of psychiatry 
and former head of a financial 
planning service for faculty. "Using 
a conservative estimate of annual 
inflation, say 5 percent, and a stand
ard formula for figuring out how 
many years it will take for the cost 
of living to double (divide 72 by the 
annual rate of inflation), you see 
that 14 years after retirement you'll 
need twice as much money per year 
to maintain the same standard of 
living. Those are scary figures." 

"Part of our faculty retirement 
plan's strategy is that people will 
have more retirement income than 
they require at the point of retire
ment," Swanson says. "Then, with 
inflation, that balances out over 
time. One of the best inflation 
hedges is simply not to spend all 
the retirement income available to 
you during those first retirement 
years. Continue to set money aside. 
If you have different sources of 
retirement income, don't bring 
them into play all at once. If you 
retire at 62, start by drawing on 
Social Security and your retirement 
plan annuity without touching 
other tax-deferred annuities or your 
personal investment program until 
later years." 

C. Arthur Williams, professor of 
finance and insurance, believes 
diversification can help combat 
inflation. He advises a mix of 
stocks, bonds, individual retirement 
accounts (IRAs), other tax-deferred 
annuities, money market and 
mutual funds-but cautions that it 
is important to understand all the 
withdrawal restrictions. "With 
some tax-deferred annuities," he 
says, "for example, Minnesota 
Mutual Life/Northwestern Na
tional Life, you can leave a small 
amount in the program and with
draw a large lump sum at retire
ment; others like TIAA/CREF allow 
you to withdraw a small lump sum 
but the remainder has to be left as 
an annuity." (These TIAA/CREF 
restrictions are gradually being 
removed.) 

The expenses of a retiree are not 
the expenses of someone supporting 
children, and retirement expenses 
typically go down after a certain 
period of time, Swanson says. 
"Maximum expenses are frequently 
incurred during the first years after 
retirement when you are doing all 
the activities you've planned for. 
But as people get older, they usually 
don't travel as much, and some may 
not drive anymore. Expenses tend 
to stabilize at a lower level." 

He also cautions against making 
comparisons between gross salary 
and retirement income. "Some 
faculty look at their gross salary and 
their projected retirement income 
and feel they can't afford to retire. 
Any comparisons should be made 
with net salary." 

It is important to set dollars 
aside for health insurance premi
ums, which Swanson believes will 
continue to increase substantially. 
"This is going to be a volatile area 
in the '90s," he says. "A lot of 
changes are going to occur. Because 
this is such a serious national 
problem, there will undoubtedly be 
some legislation. But right now, the 
rapidly rising premiums are pretty 
discouraging." 

The rate of Medicare deductions 
from retirees' Social Security 
benefits is also on the rise. Williams 
says that the Medicare program is 
in much more trouble than the 
Social Security system. Unless 
changes are made, he believes Medi
care won't last to the tum of the 
century. This year, a new Medicare 
law also levies a surtax on federal 
income tax payments made by re
tirees 65 and older. (It is estimated 
that by 1993 the rate for this surtax 
will be $42 per $150 of tax liability, 
up to a maximum of $1,050.) 

Taxes on annuity income 
should also be figured into retire
ment expenses. "Tax-deferred 
annuities are a big investment 
advantage," Swanson says, "but 
that money is going to be taxable at 
some point, so you have to plan for 
that." 

Once you have decided the age at 
which you want to retire and have 
estimated your ideal retirement 
income, the big question is how 
best to accumulate dollars. As a 
first step, the counselors in Em
ployee Benefits can help you obtain 
estimates of your Social Security 
benefits. (Social Security benefits 
can begin as early as age 62; full 
benefit is available at 65.) 

If you are young, the real ques-



tion may be what shape the Social 
Security system will be in by the 
time you retire. Although Williams 
says the system is in decent condi
tion right now, problems loom 
ahead. "Studies show that there is a 
chance during the next 75 years 
that Social Security outgo may 
exceed income," he says. "Not sur
prising when you consider that the 
percentage of people over 65 is ex
pected to double in the next 50 
years and that the life expectancy of 
a child born in 2000 will be 100 
years." Williams believes there is 
plenty of time to bring the Social 
Security system back into financial 
balance. "But whatever changes are 
made," he says, "younger people 
are probably not going to get as 
good a deal on Social Security as 
retirees are receiving today." 

Investment Options 
Participants in the Basic Faculty 
Retirement Plan choose among 
three companies offering a wide 
spectrum of investment opportuni
ties. Faculty contribute up to 2.5 
percent of their annual salary to the 
plan, and the University contrib
utes 2.5 percent of the first $5,000 
of that salary and 13 percent of the 
excess over $5,000. Through the 
Optional Tax-deferred Annuity 
Plan, faculty can invest more of 
their salary (not exceeding IRS 
limits) in stock, bond, money 
market, annuity, or mutual fund 
accounts. 

Age plays a role in investment 
strategy. "If you take a very conser
vative position when you're 
young," says Swanson, "you won't 
experience a lot of losses. But 
inflation is a factor before retire
ment, too, and you may not be able 
to accumulate as many dollars as 
you would have liked. Generally, 
the further you are from retirement 
the more risk you can afford to 
take, and the closer you get to 
retirement, the more conservative 
you want to become." As Williams 
puts it, "At 60 you can't say, 'Well, 
if the market goes down, I'll just 
wait until it comes back up."' 

A mistake some people make is 
placing too much confidence in one 
investment, only to find out upon 
nearing retirement that the yield 
will be less than expected. Swanson 
cites the distorted projections that 
occur in some defined contribution 
plan annual reports. "Early on, 
when the individual's base salary is 
lowest, this kind of plan looks 
much better than it really will be. 

It's not uncommon to see a pro
jected retirement income that 
exceeds the base salary because that 
salary is probably going to increase 
substantially. As time passes, and 
more dollars go into the plan, it's 
not going to amount to as much as 
it initially appeared. If a formula is 
set properly there will be a relation
ship between your final salary and 
your pension income, but that only 
becomes clear nearer to retirement. 
It's important for our counselors to 
sit down with faculty to explain 
present and future values of the 
various investment options." 

Upon retirement, faculty face 
another important financial deci
sion. A few years ago the University 
introduced an option whereby 
faculty can roll over a lump sum 
from a Minnesota Mutual Life/ 
Northwestern National Life annuity 
or a Vanguard mutual fund account 
into an IRA. "The advantage of 
staying with the insurance company 
life annuity is that you can't outlive 
it; you can be guaranteed a certain 
income each month until you and 
your spouse die," says Swanson. 
"The disadvantage is that there are 
limited ways to transfer that money 
to the next generation. The advan
tage of rolling over to an IRA is that 
you manage your investments 
yourself. Potentially, a very wise, 
investor could preserve the principal 
while generating enough income to 
cover retirement expenses. People 
should realize, however, that there 
are Internal Revenue Service re
quirements as to the amount that 
must be withdrawn from an account 
beginning at age 70 1/2." 

Swanson says that a fair number of 
faculty elect the rollover option, 
especially when outside interest 
rates are higher than those offered 
by annuities. Heistad doesn't 
recommend IRA rollovers for 
everyone, but urges people consider
ing them to compare the rate of 
return from US Treasury Bonds (an 
ultrasecure investment instrument) 
and the rate they can expect to 
receive from an annuity. "In many 
cases, the two figures are nearly 
identical," he says. "That means by 
investing exactly the same amount 
of money in an IRA rollover, you 
could expect to receive the same 
income per year as provided by the 
annuity, and still have 100 percent 
of the principal left." 

For more information on retire
ment planning, Swanson invites 
faculty members to contact Em
ployee Benefits, 250 Administrative 

Services Center, 1919 University 
Ave., St. Paul, MN 55104, (612) 624-
9090 .• 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

In a December 1 Senate Consulta
tive Committee meeting, the day 
after his election, President Nils 
Hasselmo announced that one of 
his immediate priorities was deter
mining his administration's organi
zational structure. Encouraged by 
the president to share our views on 
the subject, members of the Faculty 
Consultative Committee (FCC) 
developed a number of recommen
dations. In a mid-January meeting, 
Hasselmo reacted to our comments 
and circulated drafts of a system 
and a Twin Cities campus adminis
trative organizational chart. Space 
permits review of only a few major 
discussion points. 

We agreed with the president's 
idea of two administrative clusters, 
one centered around a senior vice 
president for academic affairs and a 
second around a senior vice presi
dent for finance. (Vice presidents 
have system responsibility, while 
provosts and vice provosts have 
campus responsibility.) While 
endorsing the importance of the 
general counsel position on the 
president's staff, we recommended 
that the vice presidential title be 
removed. We also recommended 
that the vice president for external 
relations and the offices of Manage
ment Planning and Information 
Services and Equal Employment 
Opportunity/Affirmative Action 
report to the president in a staff 
capacity. 

In the system organization, we 
suggested that the vice presidents 
for agriculture, forestry, and home 
economics, and for the health sci
ences, as well as a chief information 
officer and an individual responsible 
for research, all report to the senior 
vice president for academic affairs. 
We also endorsed the practice begun 
this year of including chancellors in 
vice presidential meetings that 
address system issues. While we 
were less definitive about who 
should report to the senior vice 
president for finance, we did concur 
with the Governor's Blue Ribbon 
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o YOUR 
BENEFITS: 
Q&A 

Q. In terms of Social Security, 
what might be the best month to 
select for retirement? 

A. The best month to retire in 
terms of Social Security depends 
on each individual's particular 
situation, especially on variables 
such as employment contracts, 
outside income, consulting fees, 
etc. A related question is how you 
can use the Social Security earning 
limitation to best advantage. To 
understand that, you have to be 
familiar with the rules governing 
the earning limitation. After 
retirement, you can earn a certain 
amount of money annually with
out losing Social Security benefits. 
If you exceed the earning limita
tion, your Social Security benefits 
are reduced by $1 for each $2 you 
earned. 

For 1989, this earning limita
tion is $6,480 per year (for persons 
under 65) and $8,880 per year (for 
persons aged 65 to 69). There is no 
limitation for individuals 70 or 
over. 

During the first year of retire
ment, you are eligible for a 
monthly test, separate from the 
annual limit. In other words, you 
can earn 1/12th of the annual 
amount each month after retire
ment (regardless of the salary 
previously earned during the year) 
without losing any benefits (see 
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examples 3 and 4). 
The following are examples of 

how the earning limitation would 
work: 

1. Faculty member retires January 1 
and applies for Social Security as of 
that date. You receive full Social Se
curity benefits for the year. 

2. Faculty member (aged 65 or over) 
applies for Social Security January 1 
but continues to work until he or she 
earns $8,800. You receive full Social 
Security benefits for the year. 

3. Faculty member earns $23,000 
between January 1 and June 30, 
retires on June 30 and applies for 
Social Security at that time. Social 
Security benefits would be payable 
between July and December subject 
to the monthly earnings test. 

4. Faculty member (aged 65 to 69) 
earns $23,000 between January 1 and 
June 30, retires June 30 and applies 
for Social Security at that time. Then 
he or she goes back to work part 
time and earns under $7 40 per 
month (1/12th of $8,800). Social 
Security benefits would be payable 
between July and December as long 
as the $740 per month earning 
limitation was not exceeded. • 

Chair, from p. 3 

Commission recommendation that 
there should be an individual respon
sible for administration and, possi
bly, an individual responsible for 
finance (depending on the skills of 
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the senior vice president for fi
nance). 

The Twin Cities campus organi
zation centers around the same two 
senior officers. We suggested that 
the following report to the provost/ 
vice president for academic affairs: 
the new vice provost for arts, sci
ences, and engineering (Hassselmo 
wants to remove "faculty" from 
that title); the vice provosts for 
agriculture, forestry, and home 
economics, and for the health 
sciences; a chief information officer; 
a dean of students (vice president if 
there is system responsibility); the 
dean of the Graduate School; and an 
individual responsible for research. 

We believe that the University 
would benefit from the addition of 
an academic officer responsible for 
establishing institutional research 
policies and coordinating major 
cross-collegiate research initiatives. 
We do not, however, want deans to 
lose their current responsibilities 
for research activities in their units. 
President Hasselmo said that 
combining the responsibilities of 
Graduate School dean and vice 
president for research worked well 
at Arizona, where an associate dean 
managed the day-to-day activities of 
the Graduate School. 

I want to emphasize that these 
ideas are by no means final. Presi
dent Hasselmo will be consulting 
further with deans, faculty, and 
administrators before he presents 
his plan for administrative structure 
to the regents in February. For a 
more detailed description of our. 
meeting with Hasselmo, refer to the 
January 19 FCC minutes recently 
mailed to department heads. • 
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Merit Pay: Answers Lead to Questions 
Professors Robert Kudrle and 
Geoffrey Maruyama are the first to 
acknowledge the limitations of 
their recent study of the Univer
sity's merit system. "Far from 
having all the answers," says 
Kudrle, "we now have a longer set 
of questions. Because many of our 
statistical findings are consistent 
with different interpretations, we 
better recognize how complicated 
this issue is." 

The study, titled "Discretion in 
Faculty Salary Adjustments," was 
undertaken last year at the request 
of the Senate Committee on Faculty 
Affairs (SCFA) and is summarized 
in the article to the right. Although 
results do establish the extent to 
which faculty are differentially 
rewarded, they don't address the as
sessment process underlying those 
differences. "The figures show that, 
at least in one way, the merit 
system isn't a charade," Kudrle 
says. "Within each college, there is 
a broad range of percentage salary 
increases each year. That is proba
bly no surprise to people. Perhaps 
more interesting is that over the 
four-year period 60 percent of the 
faculty can be classified into one of 
eight "trajectory" groups. But we 
still don't know how units make 
decisions about who receives what, 
and those criteria are at the very 
heart of merit pay." 

While most faculty members 
embrace the idea of rewarding 
excellence, many identify problems 
that impair the effectiveness of the 
University's merit system. This 
controversy tends to focus on two 
issues: the need for criteria and the 
diminished effect of merit increases 
in the face of declining salary levels. 
An article in the December issue of 
Academe says: "The apparent 
justice of merit's case-that the 
best ought to get the most-falters 
over definitions of 'the best' and 
goes off the rails altogether when 
years of low budgets have kept 
salary increases below peer averages 
and even cost of living increases. As 

one colleague put it when a flush 
year arrived after a dozen meager 
ones, 'This isn't merit pay; it's back 
pay."' 

For Professor John Fraser Hart, 
geography, the chief problem is lack 
of a generally accepted definition of 
merit. "The merit system is a great 
theory that breaks down in prac
tice," he says. "It's a slippery 
concept. I can say X has an enor
mous amount of merit and you can 
disagree and we have reached an 
impasse. Without consensus at the 
unit or department level on what 
criteria are being used to make 
merit judgments, the system has 
the potential to cloak favoritism." 

One SCFA member agrees: "As 

things stand now in many depart
ments, chairs make unilateral 
decisions on merit. What I hear 
from other faculty is that your 
salary goes up if you're good friends 
with the chair and your research 
fields are closely related, but if the 
chair happens to dislike you or you 
are on opposite sides of the fence on 
some issue in your department, 
then you simply have to outlast the 
person and hope that a better 
administrator follows." 

Mark Brenner, chair of the 
Faculty Consultative Committee 
and a strong supporter of merit pay, 
thinks the University needs a more 
effective evaluation process. "I'm 

continued, p.2 

SCF A Merit Study Results 
Data used in the Senate Committee 
on Faculty Affairs merit study, 
"Discretion in Faculty Salary 
Adjustments," were provided by the 
Office of Management and Planning 
Information Services. The study 
focuses on whether the discretion 
given to administra.tors in the early 
1980s to provide differential re
wards was actually used and how 
consistently the faculty was re
warded over the period from 1983-
84 to 1986-87. 

Eight homogeneous "trajectory" 
groups of faculty members were 
identified and analyzed. Each group 
was differentiated by its relation
ship to the annual declared average 
University salary increase (the 
portion of salary increase provided 
centrally by the University) and/or 
to the annual actual average Uni
versity salary increase (the full 
increase awarded, including both 
central and unit monies). During 
the four years studied, those average 
percentages were: 1983-5, de
clared-6, actual-7.9; 1985-6, 
declared-4.5, actual-6.2; and 
1986-87, declared-5, actual-5.8. 

The eight groups, along with the 

percentage of the faculty studied 
(total population of 1,950) that fell 
within each group, were: 

Group One (7.2 percent)-persons 
whose salary increase was above the 
declared University average every 
year. 
Group Two (17.3 percent)-persons 
whose salary increase was above the 
declared University average every 
year and in some years was above 
the actual University average. 
Group Three (1 percent)-persons 
whose salary increase was between 
the declared University average and 
the actual University average every 
year. 
Group Four (21.6 percent)-persons 
whose salary increase never ex
ceeded the actual University 
average and in some years fell 
below the declared University 
average. 
Group Five (7.7 percent)-persons 
whose salary increase was below 
the declared University average 
every year and above one half of 
that average every year. 
Group Six (5.9 percent)-persons 
whose salary increase was below 
the declared University average 

continued, p. 4 
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used to departmental management 
by objectives," he says, "in which 
individual faculty members state 
their own specific goals and plans 
for improving their teaching and 
research during the year. At the end 
of the year, those goals serve as the 
basis for merit evaluation by the 
department head. The only way to 
have a good merit system is to 
improve communication between 
faculty and evaluators." 

Brenner views University-wide 
merit criteria as inappropriate, but 
favors adoption of a standard merit 
review process whereby faculty 
members set their own criteria and 
objectives. "If those criteria are un
acceptable to the department head 
or the merit committee," he says, 
"there has to be early feedback so 
individuals clearly understand 
performance expectations. Like
wise, at the end of the year, the 
department head or the committee 
should constructively critique the 
faculty member's year-end activity 
and achievement report. Rather 
than just saying 'Good job and 
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here's so many dollars,' they should 
specify areas where improvement is 
required. People have to know up 
front what criteria they are going to 
be measured against." 

Other Concerns 

Faculty are also concerned about 
the way merit awards are made: 
some units award increases as a 
percentage of an individual's base 
salary; other units award lump 
sums. Both methods raise questions 
of fairness. 

Brenner believes lump sum 
payments can cause compression
younger faculty members get bigger 
percentage increases than full pro
fessors with larger base salaries. 
Professor Alan Hunter, animal 
science, agrees such payments work 
against senior faculty-especially 
after years of lean budgets and 
small average increases. "The way 
things are set up in my department, 
professors have less money to live 
on than they did five years ago," he 
says. "Their lump sum merit raises 
haven't come close to matching 
inflation. The only way the prob
lem can be solved is to use the cost 
of living as a minimum salary in
crease base for meritorious faculty, 
then build additional dollars onto 
that. If inflation isn't covered, merit 
increases are meaningless." 

Percentage merit increases can 
be just as divisive. "For example," 
says Kudrle, "take two faculty in 
the same department, a full profes
sor and an assistant professor. In a 
certain year they both write one 
article, employing roughly the same 
approach, and both articles are pub
lished in the same refereed journal. 
Does that mean both people get the 
same percentage merit salary in
crease? An assistant professor could 
be pretty upset by that, because the 
higher base salary is leveraging 
whatever the professor does, mak
ing it more important than what
ever the assistant professor does." 

Coming from a department that 
awards percentage merit increases, 
Professor Shirley Garner, English 
literature, draws the same conclu
sion as Hunter-the merit "pie" is 
too small. "The merit system here 
has been diversionary," she says. 
"A lot of time is spent determining 
how a tiny pot of money will be 
divided. There is so little money 
that people who are truly outstand
ing are simply not eligible for merit 
pay increases. In a large department 
like mine, it's unlikely anyone 
could be eligible for a merit in-

crease two years in a row because 
there are so many meritorious 
faculty that the chair can't recom
mend them all each year. Fre
quently, a senior faculty member 
who makes a large salary, no matter 
how meritorious he or she may be, 
has to be removed from merit 
consideration altogether because 
that individual's raise alone would 
consume too much of the depart
mental pot. Another injustice is 
that very good faculty in mediocre 
departments are often better re
warded than very good faculty in 
very good departments because that 
pot has to be divided among many 
meritorious people. These are all 
symptoms of a merit system gone 
awry." 

If there is a bottom line to 
faculty opinion about the state of 
the merit system, it may be cap
tured in a comment by Kudrle: "All 
of us who have been asked to horse 
around with the deck chairs want to 
cry out that the iceberg really has 
split the ship and it's going under. 
However tiresome that may be to 
hear, it's important we keep saying 
it. We all want to make the merit 
system as fair as possible, however 
we differ in our ideas of how that 
should be done-but there is just 
too little money to work with." 

Recent SCFA discussions about 
the merit system typically end in 
unanimous recognition that enlarg
ing the size of the faculty salary 
increase pie is more important right 
now than deciding how to cut it. 
As revealed in an American Asso
ciation of University Professors 
(AAUP) press conference held last 
month at the University, faculty 
salaries here have fallen far behind 
peer averages and continue to be 
eroded by inflation. Although the 
University ranks 15th in quality 
among the top 30 public research 
universities, its faculty salaries rank 
near the bottom. Full professors (40 
percent of the total University 
faculty population) make an average 
of nearly $10,000 less than full pro
fessors in these top 30 schools. Be
cause of state underfunding, the 
average University faculty member 
has lost the equivalent of a full year 
and a half's salary over the past 17 
years. 

Some faculty, weary of inade
quate merit increases, try to close 
this ever-widening salary gap 
through retention money-they 
apply for and are offered a higher
paying position at another school, 
then see if the University will meet 
that offer. In the past several years, 



the University has handled an 
average of 25 retention cases per 
year. Last year that figure jumped 
to 75, and indications are that may 
double this year. 

Professor Bruce Overmier, 
psychology, says that, although he 
believes the intention of the Uni
versity salary increase system is to 
reward academic excellence, some 
faculty now are questioning 
whether it rewards entrepreneur
ship instead. 

"A salary increase system that 
focuses primarily on the retention 
of faculty who have outside offers 
will necessarily give the advantage 
to people in fields that are rapidly 
expanding, independent of meritori
ous performance," he says. "Faculty 
who are in less 'marketable' disci
plines probably won't be able to 
come up as easily with competing 
offers, thus they won't be candi
dates for the potentially dramatic 
salary increases that can result 
from retention bids. 

"The University absolutely 
needs to have the means to retain 
outstanding faculty, but if signifi
cant salary increases are tied only 
to market conditions, we are going 
to fail to reward many meritorious 
people who choose not to play this 
'game.' There are some highly 
marketable faculty who simply 
would rather devote time to teach
ing and research than job applica
tions. Only a salary increase system 
truly aimed at discovering merit 
will identify and reward such 
people, and presumably it is exactly 
this kind of dedicated scholar we 
want to retain." 

Merit Alternatives 

Garner, a member of the SCF A 
subcommittee beginning to study 
alternative ways of distributing 
merit pay, thinks the Berkeley 
"step" system may offer hope. "As I 
understand it, in the Berkeley 
system, you move through a set of 
predefined steps within your rank. 
There are clear expectations about 
what is required to move up each 
rung of the ladder. When you are 
ready to advance to the second step 
in the associate professor rank, for 
example, you present documenta
tion of your achievements and on 
the basis of that you either move up 
or not. You are competing with 
yourself, not your colleagues. You 
don't have to be ranked against 
fellow faculty members because 
there is no limitation on how many 

people can be meritorious in a given 
year. That means if twenty people 
in the department are ready to move 
to the second step in a particular 
year, they will all advance; everyone 
who demonstrates merit is re
warded." 

The Academe articles explore a 
few other approaches to merit pay. 
One suggests that annual merit 
reviews artificially segment faculty 
careers, and that reviews should be 
conducted over longer periods of 
time. "Rather than having merit 
hopes rise or fall annually based on 
changing personalities or uncertain 
workflow complications, a faculty 
member might receive an estima
tion of merit embracing a period of 
several years. Such an estimation 
might be subject to annual adjust
ment, with enhancement or deterio
ration to be anticipated over a 
period of years, but would not be 
subject to sudden elimination based 
on transitory criteria or events. A 
longer-term approach to merit 
review would recognize faculty 
workflow as generally steady in its 
demands, with gradual ebbs and 
surges. It would eliminate annual 
'all or nothing' turmoil as well as 
the consternation accompanying 
small or inexplicable differentials. It 
would encourage people who have 
been denied merit increases or 
experienced deterioration in their 
merit awards to rekindle and work 
their way back." 

Another Academe article pro
poses that universities not only 
recognize individual merit, but also 
reward meritorious group perform
ance. For example, departments 
would be able to select their own 
reward (such as funds for under
graduate or graduate assistance in 
research or curriculum develop
ment, support for a department
sponsored seminar, increased 
departmental indirect cost recovery, 
or increased allocations for merit 
pay or travel awards) for high 
achievement in areas such as 
teaching and advising, research, 
publications, and affirmative action. 
This policy, which is more common 
in corporate than academic settings, 
offers a number of benefits. "First, 
the system would bring more con
gruity between words and actions 
and less hypocrisy. Second, to the 
extent that deeds are more powerful 
cues than words, group rewards for 
group performance would commu
nicate a clear message about institu
tional values and desired behavior. 
Third, the system would link 
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institutional strategies to depart
mental actions. Often when a 
college or university develops a new 
strategy that requires departments 
or colleges to behave differently, the 
reward structure remains un
changed and individually oriented. 
To the degree that some rewards are 
related to a department's ability to 
advance institutional strategies, the 
system creates a collective incen
tive to do so. Finally, and most 
important, a system with some 
rewards for group performance may 
actually help faculty members 
discover or rediscover the intrinsic 
rewards that derive from collective 
efforts and collegial activities, 
especially in an increasingly splin
tered, fragmented, and specialized 
profession." • 

Note: Academe is the bulletin of the 
American Association of University 
Professors. The November-December 1988 
issue is entirely devoted to discussion of 
merit pay. 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

During the past weeks, several 
faculty members and I have met 
with the governor, testified before 
the house Higher Education Com
mittee, and participated in four 
"social" meetings with metropoli
tan legislators to discuss the Uni
versity's biennial request. We have 
tried to make clear the negative 
message the governor's proposed 
budget conveyed to the faculty. 
Buttressing our efforts have been 
the many letters of support for the 
University sent by faculty mem
bers. 

In response to the obvious 
concern about University manage
ment practices and physical plant 
operation expressed by Governor 
Perpich and a few legislators, we 
have stated that, while faculty 
welcome improvement in those 
areas, we do not believe it is appro
priate to punish students and 
faculty for problems they had little 
role in creating. 

To communicate his concern for 
the faculty, Governor Perpich will 
participate in a special meeting of 
the University Faculty Senate 
February 23 (details on page 4). 
This gesture is a very positive sign, 

continued, p. 4 
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every year and in some years fell 
below one half of that average. 
Group Seven (.5 percent)-persons 
whose salary increase was below 
one half of the declared University 
average every year. 
Group Eight (38.6 percent)
persons whose salary pattern fit 
none of the above categories. 

Conclusions 

The SCF A report says: "The fact 
that the lion's share of the faculty 
fell into one of our seven groupings 
suggests two conclusions. First, 
the discretion given to administra
tors and faculty committees to 
award salary increases unequally 
and presumably on the basis of 
merit was exercised to what most 
observers would probably consider 
quite a high degree. Secondly, the 
concept of 'trajectories' cancer
tainly be sustained within the 
entire faculty. In other words, not 
only is discretion exercised in each 
year, but there is considerable 
consistency of awards from one 
year to the next." 

A distribution of the eight tra
jectory groups classified by the 
reputation of the faculty members' 
departments indicated that better 
departments have slightly higher 
percentages of faculty who fall 
consistently in Groups One and 
Two; a very large percentage of the 
faculty in the top ten departments, 
however, do not fit into a trajec
tory group. 

Analysis of retention in the 
eight trajectories showed that a 
very high 53 percent of faculty re-
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Merit Pay: Answers and Questions 

Perpich to Meet with Faculty Senate 

ceiving retention monies did not fit a 
trajectory group. The report con
cludes that "those seeking evidence 
that departments use external 
retention monies to 'spread the 
wealth around' will find some 
support here. While departments 
could be differentially placed to 
reward faculty consistently above 
the actual University average (Group 
One), persons with particularly 
strong performances, particularly for 
such a short period of time as four 
years, might be expected to be 
consistently in at least Group Two. 
Alternatively, one might well 
conclude that retention cases are not 
necessarily the strongest faculty, but, 
instead, faculty willing to 'work the 
system' by getting a job offer from 
another university." • 

Chair, from p. 3 

and I hope we can all approach this 
discussion in a constructive manner. 

Meanwhile, we will continue to 
emphasize the faculty successes 
that constituted the University's 
good news this year, as well as the 
current vulnerability of that faculty 
to recruitment by other universities 
and the private sector. To retain 
excellent faculty, we must be able to 
offer a competitive salary increase 
and enough support to allow them to 
do their jobs effectively. This in
cludes adequate funding to provide a 
quality education to students. 
Although it is unlikely we can ob
tain all the funding sought, we must 
continue to press for a funding in
crease substantially above inflation. 

Legislators expect considerable 
interaction with our faculty and 
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students. Several have the impres
sion that faculty have an air of 
arrogance. We must dispel that 
image. As faculty in a public insti
tution, we have the responsibility 
to demonstrate our interest in im
proving the quality of life for the 
people of Minnesota. To me, this 
means we all have to commit time 
to promoting the activities of the 
University with the citizens of the 
state. One aspect is each of us 
lobbying our own legislators. 

Several years ago, the University 
of Minnesota Faculty Association 
organized a successful series of cof
fee get-togethers in faculty homes 
throughout the state. Feedback has 
suggested that many positive 
impressions were formed, so we are 
attempting to organize similar 
socials this year. I hope many of 
you are willing to participate. 

I am convinced a strong faculty 
voice in promoting the University's 
biennial request will improve the 
probability of a significant increase 
in state funding. Please continue to 
write letters and attend meetings 
with legislators, and join us on Feb
ruary 23. There could be no better 
illustration of our collective con
cern than a full house for the 
governor's visit. • 

Meeting with Governor 
Governor Rudy Perpich will meet 
with the University Faculty Senate at 
3:15 on Thursday, February 231 in 25 
Law Building on the Twin Cittes 
campus. The governor will accept 
written questions from the floor and 
will have the opportunity to ask 
questions of the faculty. All faculty 
are encouraged to attend. 

A Newsletter for Faculty and Administrators 



UNIVERSITY OF MINNESOTA 

0 February 28, 1989 0 Volume 2, Number 12 0 Published by the Faculty Consultative Committee 

Financial Decentralization: 
University Considers "Responsibility Center" Budgeting 

If a proposal recently developed by 
the University budget management 
office is adopted, this institution 
could join Harvard, Southern 
California, Johns Hopkins, and 
Indiana as one of the the first 
universities in the country to 
decentralize financing. The plan 
represents a management shift from 
traditional top-down budgeting to 
"responsibility center" budgeting. 
While most universities control 
finances centrally, using surpluses 
in one area to offset deficits in 
another, the responsibility center 
model grants academic and non
academic units more financial 
autonomy. 

Nick LaFontaine, director of 
budget management and author of 
the plan, emphasizes the impor
tance of the consultative process in 
reaching a decision on whether the 
University implements the pro
posal. "Whatever budget plan we 
end up with has to be something 
the University community can 
endorse. So far, we have discussed 
this proposal with the regents, the 
deans, and the Senate Finance 
Committee, but we haven't actually 
pushed for opinions yet because we 
wanted to give the new president 
and the finance vice president a 
chance to look over the plan first." 

As of two weeks ago President 
Nils Hasselmo had not yet studied 
the plan, but Vice President Gordon 
Donhowe says he supports responsi
bility center budgeting. "The 
proposal is not pefect, but it gives 
us the tools we need to carry out a 
focused strategy and to manage our 
resources, both from the viewpoint 
of the overall institution and the 
individual colleges. This plan is one 
of the most thoughtful discussions 
on this subject I've read." 

Two types of responsibility 
centers are proposed: revenue 
centers (academic or auxiliary) and 
support centers. Revenue centers 

function somewhat like private 
enterprises that are responsive to 
supply and demand. While many 
University auxiliary units (for 
example, bookstores) already 
operate as revenue centers, this 
proposal extends the practice to 
academic units. Support centers are 
centralized units (library, comput
ing services, physical plant, finan
cial aid, president's office, etc.) that 
provide indispensable services to 
revenue centers, but generate little 
income. 

Under the responsibility center 
model, academic revenue centers 
(colleges) retain their own tuition, 
gifts, grants (including their full 
share of indirect cost recovery 
money), and other revenues (such as 
their share of University invest
ment income). Each college must 
also cover its own teaching, staff, 
supply, and equipment costs, as 
well as its share of central adminis
trative and support services costs 
(space, accounting, library, comput
ing, etc.). Collegiate budgets, and 
indeed the entire University budget, 
would be framed in the context of 
all funding sources: internal, exter
nal, restricted, and unrestricted. 
This is a departure from past years 
when the state appropriation (22 
percent of the University's total 
revenue) has been the focus for 
University budget development. 

uw e are trying to establish a 
more sensitized relationship be
tween revenue generated and 
services delivered," says LaFon
taine. "Research and public service 
activities in academic units are 
already closely related to revenue: if 
someone takes away money, 
activities are curtailed. If more 
money comes in, new initiatives are 
undertaken. But that link doesn't 
exist on the instructional level. 
This plan, for instance, would 
permit a unit to raise its tuition rate 
to help finance academic plans. 

"Planning is going to be inti
mately tied up with budgeting. Too 
often our planning consists of either 
retrenchment, targeting only what 
to cut, or visionary exercise, dream
ing about what we would like to do 
regardless of what we can afford. 
The responsibility center concept 
encourages realistic planning and 
fiscal accountability by tying future 
activities to available revenue." 

Professor Warren Ibele, chair of 
the Senate Finance Committee, 
applauds the intent to align plan
ning and budgeting. "We are obli
gated to consider a budget system 
that permits everyone to see that 
faculty plans arrived at through the 
governance process are indeed 
driving budget decisions. We should 
be able to track those plans in our 
budget requests and internal 
allocations." 

Units Have More 
Authority 

Because collegiate budgets would be 
more dependent on demand for . 
programs offered, and because all 
income sources and support service 
use would have to be accounted for, 
the decision-making responsibility 
of deans would increase signifi
cantly. "Different roles for unit and 
central administrators would 
emerge," says LaFontaine. "In 
simplistic terms, you might say 
that deans would determine the 
'whats' and central administration 
would determine the 'haws.' This 
system attempts to clarify some 
fuzzy authority boundaries, espe
cially in micromanagement. Decen
tralizing financing would let depart
ment, collegiate, and central admin
istrators know exactly what budget 
authority is vested with whom." 

Those who examine the proposal 
often comment about the increased 
workload for deans and other center 
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administrators. LaFontaine argues 
that there are tradeoffs involved: 
"Full implementation of this 
budgeting proposal relies on a good 
financial management database and 
integrated accounting and reporting 
systems. We are creating the new 
database right now. Touche Ross 
developed the plan, we're in the 
final stage of selecting a software 
vendor, and the next 90 days will 
serve as a trial period for the newly 
installed system. Our target date for 
full implementation is early 1990. 

"This new database is going to 
make administrators' lives much 
easier. We haven't been providing 
them with the right kind of infor
mation. It's like receiving a bank 
statement-what's printed there 
doesn't capture your whole finan
cial situation or help you plan for 
the future. For the first time we will 
be able to answer questions like: 
What is the status of the order I 
placed two weeks ago? Have we 
been invoiced yet? Has the check 
been sent?" 

Even with a new financial 
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management system in place, 
Professor David Dittman, account
ing department chair, believes 
responsibility center budgeting 
implies additional administrative 
help at the college level. "If this 
proposal is implemented," he says, 
"each college is going to have to 
have a financial manager, a trained 
accountant who understands the 
University budgeting system at 
each level." 

The proposal doesn't call for 
zero-based budgeting, but base 
allocations for both revenue and 
support centers would have to be 
justified every year. "Over time," 
LaFontaine says, "budget incre
ments have crept up despite the fact 
that some units deliver less service 
than five or ten years ago. Unfortu
nately, scaling back budgets to 
more precisely fit unit activities is 
often equated with program re
trenchment. But we are not talking 
about impacting the program at all, 
we are simply saying that units in 
which enrollment has dropped may 
now need to offer a particular 
course only once a year, rather than 
three times a year. That doesn't 
mean the course won't be offered. I 
also want to make clear that this 
budgeting strategy doesn't imply a 
one-to-one relationship between 
allocation and student credit 
hours-obviously other variables 
have to be considered. We would 
start with a figure that represents 
what is required to support a base 
program, then add funds to reflect 
enrollment." 

Incentives, Penalties 
Dittman, who strongly supports the 
general philosophy of the responsi
bility center model, believes it 
provides needed incentives for 
academic units to be more sensitive 
to their student populations, 
existing and potential. "Take an 
example from my own experience," 
he says. "The University of North 
Carolina, with centralized budget
ing, had no incentive to start an 
evening MBA program because 
faculty in the college knew that all 
resulting revenues would be confis
cated and reallocated to other units 
by central administration. Just 
down the road, Duke University, 
which has a responsibility center 
approach and where I was teaching 
at the time, had tremendous incen
tive to start an evening business 
program and did. It become very 
profitable and allowed the college 

to pay competitive market salaries 
to faculty, as well as offer other 
perquisites. 

"Right now at the University of 
Minnesota, where units continue to 
be funded at the same level regard
less of decreasing demand for their 
services, what incentive does a unit 
have to provide high quality educa
tion except its students? In fact, 
there is a reverse incentive effect
if I do a bad job teaching and fewer 
students enroll, I will have more 
time to do research and still be 
funded at the same level." 

One of the aims of responsibility 
center budgeting is to encourage 
fund-raising entrepreneurship 
among collegiate faculties and ad
ministrators. LaFontaine believes 
that activity may be more easily 
carried out at a collegiate than at a 
central level, since the chief 
allegiance of Minnesota alumni is 
to their college. He emphasizes, 
however, that successful external 
fund-raising would not have an 
impact on how much state money 
an academic unit is allocated. "We 
can't penalize colleges or profes
sional schools for having wealthy 
graduates. By the same token, any 
additional faculty or staff hired 
through external funds would be 
using centralized support services 
and the unit would have to cover 
those chargeback costs." 

Central administration would 
offer its own financial incentives by 
retaining a funding pot to reward 
colleges whose program planning 
supported central goals. 

Other rewards and penalties 
would also come into play. "Right 
now, we have some units that have 
spent more than they were allo
cated," says LaFontaine. "Since we 
have no mechanism to penalize a 
unit for doing that, they can con
tinue year after year with negative 
balances, which I believe is inappro
priate. If they are going to borrow 
money, which in essence is what 
they are doing, they should have to 
pay for the use of that money. What 
I am suggesting in this plan is that 
units running deficits should be 
charged interest. Likewise, if a unit 
accrues a surplus, within limits, it 
should be paid interest on that 
money. We don't want to encourage 
hoarding funds-the annual alloca
tion is intended to cover annual 
costs. But units should be rewarded 
for good fiscal performance." 

Dean Paul Magee of the College 
of Biological Sciences (CBS) believes 



there are strengths in the responsi
bility center concept but objects to 
the revenue-driven tone of the 
written proposal. "The document 
states that the unit's ability to 
generate revenue is the broad gauge 
of its success. I find that totally 
inappropriate to a university, and I 
think my views are shared by a 
number of deans. What's important 
in a university is qualitative, not 
quantitative, output. Revenue is 
low even on a list of quantitative 
outputs because we are not here to 
generate income. We are here to do 
research, to teach students, and to 
provide public service. The idea 
that in some sense revenue produc
tion will drive funding from central 
administration makes us into a 
corporation, which we clearly are 
not." 

Expansion and smoothing of the 
University planning and budgeting 
cycle would be another outcome of 
the new plan. "When the state 
legislature concludes in May, they 
will tell us what our appropriation 
is going to be for the next two 
years," says LaFontaine. "The 
problem is that that leaves us only 
four or five weeks before the begin
ning of the next fiscal year to put 
together our budget. On the other 
hand, we know our allocation for 
the following year 13 months in 
advance. 

"What I am recommending is 
that we go ahead and develop our 
budget in March, deciding what 
salaries and tuition will be. When 
the appropriation is made in May, if 
we have guessed wrong, we either 
add to or subtract from the reserve 
to carry out our plans. Then during 
the second year of the biennium, 
we have ample opportunity to bring 
our budget and the allocation into 
compliance. For example, if during 
the first year we planned for faculty 
salary increases of 4 percent and the 
state appropriated 4 1/2 percent, we 
would add the extra 1/2 percent 
onto the faculty salary increase 
during the second year of the 
biennium. We don't have to sit 
back and wait for the legislature to 
vote. We can be more proactive, do 
our planning earlier, and use the 
reserve as a cushion." 

Each fall, deans and other respon
sibility center administrators would 
develop a budget for the upcoming 
year, as well as budget projections 
for the subsequent three years. In 
January, revenue and support center 
budgets would be submitted to 

central administration, which 
would then prepare a University
wide budget for regents' approval. 
After board action, center adminis
trators would develop their budgets 
in greater detail. 

"Currently," says LaFontaine, 
"we ask academic units to account 
only in a few broad areas: salaries, 
fringe benefits, and supplies, ex
penses, and equipment (SEE). This 
proposal asks that those categories, 
especially SEE, be further item
ized-telephone costs, travel, etc. 
This would insure that standard 
expenses are planned for and gives 
us a cleaner way of reporting back 
how allocations compare with 
expenditures as the year proceeds." 

Service Chargebacks 
Controversial 

Chargebacks for support services 
would also figure prominently in 
collegiate budget development. 
According to the proposal, revenue 
centers would pay for their use of 
centralized services as a way of 
subsidizing the operation of support 
centers. This chargeback scheme is 
a chief source of controversy even 
among proponents of the budget 
plan. 

"There are potential problems in 
the way revenue centers would be 
billed for support services," says 
Dittman. "For instance, if a revenue 
center is limited to purchasing these 
services from the University, that 
creates a monopoly. And monopo
lies tend to provide lower output at 
higher prices-why work hard to be 
competitive when there is no 
competition? They also typically 
allow service providers to backlog 
orders and remain unresponsive to 
customer needs. As a revenue center 
administrator, I wouldn't have a 
problem with receiving a price list 
of University services, providing I 
had the opportunity to seek compet
ing bids externally. But the snag 
there is that if units purchase 
services outside, volume drops in 
University support centers, driving 
up the price of service in order to 
cover their fixed costs." 

Others worry that revenue 
centers would be paying for central
ized services they have little or no 
role in evaluating. "The quality of 
service would definitely have to be 
measured by users," LaFontaine 
says. "Since there are no standard 
mechanisms in place for doing that 
now, we would have to develop 

ways for users to participate in 
support service review." 

How to determine space 
chargebacks (heat, lights, mainte
nance, custodial services) poses 
another challenge. "If space 
chargebacks are calculated on the 
basis of square footage," Dittman 
says, "that fails to take into consid
eration the vast differences in the 
quality of space around campus. 
People in very low quality spaces 
would be paying the same rate as 
those in high quality spaces. If 
space costs are monitored on the 
basis of individual buildings, that is 
a disadvantage for people who are 
arbitrarily assigned space in energy
inefficient buildings." 

Magee objects on other grounds: 
"The theory behind this idea is that 
units with more space than they 
can support will have to give up 
that space because they can't afford 
the overhead. I think there is an im
plicit suggestion in this proposal 
that if you do research you should 
support some of your space on soft 
money. But units like the College of 
Liberal Arts are going to have to 
support their space from the money 
allocated to them by central ad
ministration because they get small 
numbers of grants compared to, say, 
what the Medical School gets. 

"And there may be other strong 
educational reasons for giving a unit 
more space than it can support on 
external funding. Suppose we have 
older faculty members in CBS who 
are no longer competitive for grants, 
but who participate in the under
graduate research program. It may 
very well be that, in the crunch, the 
lab or labs they occupy would be 
too expensive for this unit to keep if 
we have to pay for space. Yet these 
people are carrying out an impor
tant educational mission." 

Dittman suggests that, instead of 
the proposed chargeback system, 
money should be held back cen
trally to cover the base operational 
costs for support centers. Their 
services should be offered free to 
users, and they should be managed 
using efficiency measures. "This 
support service chargeback problem 
isn't a fatal flaw in the proposal," 
he says. "It's a minor issue. There 
are ways to handle it." 

Whatever modifications are 
eventually made to the proposal, 
LaFontaine believes the University 
must decide before this legislature 
adjourns whether to adopt responsi-
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bility center budgeting. "It's im
portant to demonstrate to legisla
tive and executive leadership that 
the University has determined 
how it wants to develop its future 
budgets. Also, since the proposal 
suggests a planning and budgeting 
time frame that might conflict 
with legislative action every two 
years, we need legislative input on 
whether that makes sense. We 
don't want to embark on a strategy 
only to find it is inconsistent with 
their needs and desires. Making a 
decision by May would also 
dovetail nicely with the develop
ment timetable for our new 
financial management database 
and system." 

Ibele believes that financial 
decentralization necessarily has to 
be accomplished differently at 
different institutions, and that 
modifications in the current 
University proposal are inevitable. 
"Every concept like this one is 
going to be adapted to fit the re
quirements of the particular 
institution; there is no single 
system used by everyone. Given 
the highly participatory nature of 
this University, there aren't going 
to be any precipitous changes 
made." • 

For further discussion of responsibility 
center budgeting and the experiences of 
those universities that have implemented 
it, refer to the Business eJ Philanthropy 
section of The Chronicle of Higher 
Education, page A25, January 25, 1989. 

Note: The Chair's Report will 
return in the next issue. 
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0 LETTERS 
Salary allocation decisions for 
faculty and staff are accompanied by 
perennial concern and frequent 
disappointment. The article on 
merit-based salary increases in the 
February 14 Footnote identified two 
sources of this disappointment
inadequate funding for merit adjust
ments and inadequate or inaccurate 
assessment of merit. This letter 
explains a third source. Assuming a 
percentage merit increase system, 
employees of average productivity 
almost inevitably get below average 
percentage salary increases. 

Every department and administra
tive unit starts with a salary increase 
pool comprising a salary base and a 
percentage markup on that base. 
With few exceptions (retention 
cases, special merit, and promotions) 
that pool is divided among faculty in 
the unit. If one particular faculty 
member receives a large salary 
increase it reduces the amount 
available to other faculty. 

A percentage increase merit 
system will reward average produc
tivity with average percentage salary 
increases only if two critical assump
tions hold: 1) the distribution of 
faculty by productivity assessment is 
unimodal and normal, and 2) highly 
paid faculty are no more or less 
meritorious and productive than 
low-paid faculty. In reality, these 
two distributional conditions rarely 
occur. 

Specifically, most academic units 
contain a larger proportion of highly 
productive faculty than faculty with 

below average performance. The 
result is that a larger proportion of 
the salary increase pool is used to 
reward above average faculty than is 
"saved" by giving low salary incre
ments to below average faculty. 

The fact that both of the afore
mentioned distributions are skewed 
means that the primary way to 
generate funds to implement a 
merit system and to compensate 
faculty for above average productiv
ity is to provide less than average 
salary increases for faculty with 
average productivity. 

Given the underlying distribu
tions of productivity or merit scores 
and current salary levels, it is very 
likely that an average productivity 
employee will receive a percentage 
salary increase that is less than the 
percentage markup on the unit 
salary base allocated by central ad
ministration. • 

Professor M. D. Boehlje 
Chair, Agricultural eJ Applied Economics 

NewsLog 
The University News Service has 
recently launched NewsLog, a 
weekly two-page listing of 
University news and events. 
NewsLog is mailed to reporters, 
editors, and producers at 
newspapers and magazines and 
radio and television stations. 
Faculty are encouraged to send 
ideas for inclusion to NewsLog, 6 
Morrill Hall. Deadline is noon, 
Friday, two weeks before an event. 

A Newsletter for Faculty and Administrators 
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A University Report Card: 
"Midquarter" Progress Briefs Converge on Action 

The kinetic energy captured in 
President Nils Hasselmo's Univer
sity "report card" is persuasive. 
Presented last week to the regents 
and the governor, and soon to be 
shared with greater Minnesota, this 
set of six detailed activity reports 
offers compelling evidence that the 
University has been earnestly, 
briskly translating promises into 
results. As the president himself 
acknowledges, the reports "barely 
scratch the surface" of all the work 
done by regents, administrators, 
faculty, and staff over the past 
several months. But until now, this 
busy hum of productivity hasn't 
seemed to carry to the capitol in St. 
Paul. The hope is that these six 
action agendas, signaling a new era 
of administrative responsiveness at 
the University, will speak loud and 
clear. 

In January, Hasselmo identified 
half a dozen areas that his adminis
tration would assiduously track for 
progress in meeting both internal 
goals and externally recommended 
improvements. These areas are 
accountability, undergraduate 
education, research development, 
managerial effectiveness, govern
ance and administration, and public 
service and technology transfer. By 
February, faculty-administrative 
teams had been assigned to map out 
specific achievements, current 
efforts, and well-defined future 
tasks in each area. 

Hasselmo's language and con
duct during his first two months in 
office reveal a predilection for 
action and communication. He 
continues his untraditional use of 
the monthly president's report to 
the regents as a vehicle for deliver
ing trenchant messages on Univer
sity issues. Significantly stepping 
up the flow and quality of informa
tion to the governor and legislature 
by initiating a variety of routine 
reporting procedures, he has as-

sumed personal responsibility for 
the achievement of full institu
tional accountability. Having 
swiftly streamlined administrative 
structure, Hasselmo continues to 
recruit top talent for his vice 
presidential cabinet. He seems 
determined to prove as quickly as 
possible that the University can not 
only chart and hold its course, but 
also put on sail. 

The accountability report card 
alone tallies impressive University 
accomplishments. 

Physical Plant: Within eight days of 
the release of the physical plant 
audit by the legislature last August, 
University administrators presented 
to the regents a plan that responded 
to each of the audit's 58 recommen
dations. Thirty-two of those recom
mendations had been implemented 
by January; another 10 will be 
realized by the end of June. Over
sight of the physical plant operation 
has been transferred to the senior 
vice president for finance, specifi
cally to a newly created (yet to be 
filled) position of vice president for 
administration. Later this month, 
nationally known consultant James 
Brinkerhoff, who has been hired by 
the University, will report on the 
extent to which the physical plant 
has solved problems outlined in the 
audit. 

Financial Management: Although 
the comprehensive financial man
agement system recommended by 
the blue ribbon commission will 
cost around $9 million and take 
four to five years to finish, the Uni
versity is already working with the 
accounting firm of Touche Ross on 
design. The system's most impor
tant component, the general ledger, 
is being developed right now. A 
database software package has been 
selected and an in-house trial for 
that package will be carried out 
over the next few months, with 

implementation scheduled for 
August 1990. In addition, enhance
ment of three University financial 
subsystems (property accounting, 
accounts payable/purchasing, and 
student accounts receivable) will be 
completed within the next year and 
a half. This spring, the University 
will delineate changes in its future 
budgeting process, deciding whether 
and how to decentralize financing. 
To ensure clear communication and 
consistency in the future, all Uni
versity financial policies are being 
reviewed and documented for 
distribution in April. 

During the past few months, the 
University appointed Gordon 
Donhowe as its new senior vice 
president for finance; produced and 
widely circulated a full-scale Uni
versity financial report for 1988 (the 
first one in nearly 10 years); con
verted its budget to include esti
mates of all income and all expendi
tures; adofted spending guidelines 
for centra reserves; and designated 
an audit compliance officer to 
follow up on recommendations 
made by internal and external 
review agencies. 

Instructional Outcomes: A surpris
ing range of University projects is 
under way to improve the measure
ment and reporting of academic 
outcomes. A new system of track
ing the progress of freshmen and 
transfer students is already operat
ing. This year for the first time, the 
University is also participating in 
the Cooperative Institutional 
Research Program's freshman 
survey, which monitors student 
experience to help institutions 
tailor services to meet needs. Last 
spring, a University assessment 
project measured sophomore 
academic performance against 
national norms (University students 
scored above the 75th percentile). A 
survey of Twin Cities baccalaureate 
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graduates conducted last year will 
help identify major areas of student 
satisfaction and dissatisfaction with 
a University education. This kind of 
information will establish an 
institutional baseline against which 
to measure future student experi
ence and performance. 

Another research project sched
uled for completion this year will 
identify factors that contribute to 
student retention and student drop
out. Results will help target the 
most cost-effective areas in which 
to introduce change. Also in the 
works is a plan, funded by a grant 
from the Higher Education Coordi
nating Board (HECB), to assess the 
impact of undergraduate education 
on students' critical thinking 
abilities. Implementation of the 
study, designed jointly by faculty 
from Duluth, Morris, and the Twin 
Cities, is contingent upon the 
funding of HECB's legislative 
request. Over the past several 
months, University administrators 
have identified 18 key indicators 
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(for example: preparation require
ments, undergraduate curriculum, 
grades received, teaching assistant 
training, student course evalu
ations) for measuring University 
instructional outcomes. Before the 
end of the year, a database for all 
the indicators will be designed to 
serve as a basis for gauging future 
progress toward academic goals set 
in Commitment to Focus. 

The University has been forging 
ahead in other areas as well. All six 
of the blue ribbon commission's 
recommendations on governance 
and administration have already 
been implemented. Hasselmo has 
announced his intention to con
tinue the "dual hat" organization. 
Promotion and management au
thority will be further decentral
ized, and chancellors will figure 
more prominently in system-wide 
discussion and decision making. 
Roles and responsibilities for 
campuses and individuals will be 
refined over the next few months as 
policy is drafted for the president's 
cabinet and organizational charts 
are finalized. By July, the Univer
sity decision-making process, 
including charters for all major 
governance and administrative 
committees, will be defined in 
writing and communicated to all 
managers. 

In Hasselmo's words, "This insti
tution depends ... upon finding and 
developing good managers, defining 
their responsibility and authority, 
providing them the tools, and 
holding them to a high standard of 
demonstrated effectiveness. 11 While 
some headway has been made 
toward those goals, the report card 
on managerial effectiveness states 
that the entire University commu
nity must become more involved in 
supporting and enforcing adminis
trative excellence. Most exciting 
are plans for the near future. By 
October, a University committee 
will recommend ways to make the 
time-consuming, inefficient admin
istrative search process more effec
tive. Plans for a training program 
for administrators, which are being 
developed by the vice president for 
academic affairs, should be com
pleted by the year's end, and a 
mentor system that assists new ad
ministrative appointees will be 
functioning in each vice presiden
tial area by late this summer. A 
new performance evaluation system 
is being promoted by the Univer
sity personnel office, and a program 

to recognize administrative merit 
will be developed over the next 
several months. To maintain 
momentum in this drive for mana
gerial effectiveness, an advisory 
group of Carlson School of Manage
ment faculty and key alumni in 
management positions will con
tinue to counsel the University. 

Undergraduate 
Education 

Improvement of undergraduate 
education continues as one of the 
linchpins of Commitment to Focus. 
In the past five years, the Univer
sity has released 13 reports about 
undergraduate education, focusing 
on the freshman year, general 
education requirements, and 
international education. While the 
undergraduate education report card 
lists recommendations already 
implemented, it emphasizes that 
many others are on hold until 
additional resources are identified. 
Twin Cities initiatives, like those 
listed below, clearly demonstrate 
the University's determination to 
enrich and enliven undergraduate 
experience. 
• Created a new position of vice 
provost for arts, sciences, and 
engineering, with primary responsi
bility for undergraduate education 
• Created and filled a new position 
of associate vice president for 
minority affairs 
• Expanded and encouraged special 
learning opportunities like under
graduate research, private sector 
internships, and study abroad 
• Completely revamped the under
graduate curriculum in the College 
of Agriculture (Project Sunrise to be 
implemented this fall) 
• Developed more effective under
graduate advising techniques (the 
College of Liberal Arts' award
winning cluster advising system, 
the Institute of Technology's peer 
advising program, and the pre
management advising program) 
• Introduced better strategies for 
training international teaching 
assistants (new departmental and 
collegiate training and mentoring 
programs that supplement English 
as a second language requirements) 
• Advanced plans for freshman
sophomore seminars, cross
collegiate learning, and a consoli
dated honors program 
• Automated the library card 
catalog and check-out systems 
• Reduced registration waiting time 



this year to six minutes (from 73 
minutes seven years ago) 
• Promoted use of student com
plaint/compliment forms and hot 
lines to sharpen institutional 
responsiveness 
• Began construction C?f. a new 
recreational sports facihty for 
students and faculty 
• Will appoint a committee to 
revise liberal education require
ments (spring 1989) 
• Will extend class periods to 50 
minutes (winter 1990) 
• Will simplify the undergraduate 
admission process (one entrance 
standard by 1991) 
• Will renovate 1,200 student study 
spaces (23 percent) and remodel21 
classrooms (by December 1989) 

Other convincing evidence that the 
University's fundamental missions 
were not interrupted by last year's 
controversies is cited in the re
search report card: faculty attracted 
$180 million in outside research 
funds in 1988, and that figure is ex
pected to increase to ~200 million 
in 1989 (a 25 percent mcrease over 
the past two years); 24 fac~lty 
inventions were patented m 1988 
(fourth largest number among all 
American universities); and two 
large competitive grants were 
awarded to the University for the 
creation of centers for interfacial 
engineering and mathematics and 
its applications. 

State benefits from such research 
are the focus for the outreach, 
extension, and technology transfer 
report card. Future initiatives in . 
this area include: enlarging the Um
versity graduate program in Roches
ter, establishing a $3 million-S 
million Technology Development 
Fund in cooperation with local 
venture capital companies to help 
develop faculty discoveries with 
commercial potential, founding a 
Center for International Economic 
Policy in the Humphrey Institute to 
fill an important gap in the state's 
policy analysis capability, and 
strengthening Institute of Technol
ogy outreach programs for talented 
and minority high school students. 

Interested faculty can obtain 
copies of these six detailed action 
agendas from the Offi~e of t~e Vice 
President for Academic Affairs, 213 
Morrill Hall, 100 Church Street 
S.E., Minneapolis, MN 55455 (612-
625-0051) . • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

During last November's Board of 
Regents meeting, at which the 
biennial request was approved, 
students made a dramatic plea not 
to increase tuition at a double-digit 
rate. Total funding of the Univer
sity's 1989-91 legislative. requ~s~ 
this spring would result m a tmtwn 
increase greater than 25 percent. 
Given the governor's current budget 
recommendation, the likelihood of 
such an increase looks very remote 
right now. However, students' 
concern that tuition will exceed 
their financial capacity is justifiable. 
To address that concern, Interim 
President Richard Sauer appointed a 
special administrative co~mitt~~ 
last fall to review University tmtwn 
policy. . 

Chaired by Nicholas LaFontame, 
director of budget management, the 
committee shared its interim report 
with the Senate Consultative 
Committee (SCC) early this month. 
The tuition committee compared 
our rates with those at other institu
tions and examined several of the 
University's current tuition poli
cies. While University tuition 
(average net dollars p~r stu~ent) has 
increased faster than mflauon, the 
report concluded that it is ~ssen
tially equivalent to the natwnal 
average. We are 2 percent below the 
average tuition of the Big Ten, 7 
percent abov~ the tuiti~n ~ean of 
public Amencan Associatwn of 
Universities (AAU) members, ar;t~ 
20 percent below the average tmtwn 
of private AAU institutions. 

The March 1 Chronicle of Higher 
Education speculates that during 
the coming year tuition will likely 
outstrip inflation for the nin~~ 
consecutive year (average tmtwn 
increase projections for this year 
range from 7 to 10 percent, with a 
few schools as high as 15 percent). 
Using College Board data pres~nted 
in the same article, compoundmg 
year-by-year tuition increases for 
the past 10 years reveal~ a .250. 
percent increase at :pubhc .mstttu
tions and an even higher figure at 
private universities. 

The tuition committee recom
mends that the regents 1) accept the 
implication of increased tuition 

associated with the budget request 
and 2) leave all tuition policies of 
the Graduate School intact. At the 
same time, committee members 
believe that every effort should be 
made to increase financial aid to a 
level commensurate with the rising 
cost of University attendance. 
Several controversial recommenda
tions were also offered by the 
tuition committee, but President 
Hasselmo has asked that they be 
reviewed by the vice presidents of 
academic affairs and student devel
opment. These deferr~d r~com~en
dations include estabhshmg a smgle 
tuition rate for upper division 
courses, eliminating tuition band
ing (waiving additional tuition 
charges for students taking 15. to18 
credits per quarter), and chargmg 
higher tuition for postbacca~aureate 
professional programs. Judgmg by 
the concern expressed by sec 
members, it seems very appropriate 
that these recommendations be 
further considered and possibly 
modified before they are accepted. 

Quite separately, Vice President 
Heydinger and I would like to t.hank 
all faculty who made presentatwns 
at or attended the recent Research 
Day at the capitol. My understand
ing is that the event left a very 
positive impression of ~h.e .man~ 
important research actiVIties gomg 
on at the University. • 

o YOUR 
BENEFITS: 
Q&A 

Q. Please explain the University's 
phased and early retirement plans 
for faculty. 

A. To facilitate change within 
units the vice president for aca
demi~ affairs may give a college 
permission to make either of these 
two options, phased retirement or 
terminal leave/early retirement, 
available to tenured faculty mem
bers. The administrator requesting 
this permission must demonstrate 
that the use of these retirement 
options, not available to the faculty 
in general, is in the best inter~st of 
the University. Once such retue
ment arrangements are made 
binding, they can be changed only 
by mutual consent of the parties in 
writing. 

The terms for phased retirement 
are: continued, p. 4 
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Benefits, from p. 3 

• Only tenured faculty members 
at least 52 years of age are eligible. 
• The faculty member must agree 
to take full retirement at regular 
benefit levels on a specified date 
no later than 10 years after the 
beginning of phased retirement. 
The agreement cannot extend 
beyond the University's manda
tory retirement age (currently 70). 
• The leave without salary must 
be for at least 25 percent and not 
more than 75 percent of a faculty 
member's annual appointment 
term. 
• The phased retirement agree
ment must be in writing and 
signed by the faculty member, the 
appropriate academic adminis
trator(s), and the provost and vice 
president for academic affairs. 
• Contributions to the faculty 
member's retirement plan will be 
based on an unreduced salary level. 
If the leave is for more than 50 
percent time, a portion of the 
University's contributions may 
have to be reported as taxable 
income. 
• Contributions to a faculty mem
ber's Optional Tax-Deferred 
Annuity Plan are subject to limita
tion under the Federal Tax Code, 
which takes into account actual 
salary and University retirement 
contributions. 
• Social Security coverage is based 
on actual earnings. 
• State plan insurance coverage for 
health and dental benefits and 
term life insurance will continue 
for the duration of the faculty 
member's phased retirement. 
(There is conversion at the time 
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the individual retires.) 

The terms for terminal leave/early 
retirement are: 
• Tenured faculty members younger 
than 62 years of age are eligible for 
terminal leave; tenured faculty 
members from the age of 62 to 64 are 
eligible for early retirement. Both 
options offer the same terms. 
• Remuneration is provided accord
ing to the following schedule. 
62 to 64 years of age: maximum of 
half-year's salary paid over one year 
59 to 61 years of age: maximum of 
one year's salary paid over two years 
56 to 58 years of age: maximum of 
one and a half year's salary paid over 
three years 
55 years of age or younger: maxi
mum of two year's salary paid over 
four years 
• Contributions to the faculty mem
ber's retirement plan will be based 
on the actual salary paid on regular 
payroll as described in the previous 
item. 
• Contributions to a faculty mem
ber's Optional Tax-Deferred Annuity 
Plan are subject to limitations under 
the Federal Tax Code, which takes 
into account actual salary and 
University retirement contributions. 
• Social Security coverage is based 
on actual earnings. 
• State plan insurance coverage for 
health and dental benefits will 
continue for the duration of the 
payment schedule described above. 
The coverage may be extended for 18 
months following the leave period at 
the faculty member's expense. The 
life insurance policy may be con
verted at the faculty member's 
expense, but must be done prior to 

400531220 

the start of the terminal leave/early 
retirement. 

Q. I am an actively employed 
faculty member over age 65. Will I 
have to pay the new Medicare 
surtax? 

A. Yes. The Medicare Cata
strophic Coverage Act of 1988 
requires that all individuals who are 
eligible for Medicare Part A for 
more than six full months during 
1989 will have to pay the new 
Medicare surtax. This is true 
whether or not the individual is 
actually enrolled in Medicare 
Part A. 

You are eligible for Medicare 
Part A on the first day of the month 
in which you reach age 65, if you 
are eligible for (even if you are not 
receiving) monthly Social Security 
benefits. 

The surtax is payable with the 
federal income tax return and is 
based on your federal tax liability. 
The rate is $22.50 per $150 of 
federal tax liability, with a maxi
mum surtax of $800 per eligible 
person. The rate and the maximum 
amount payable will increase in 
future years. • 

Nominations are being accepted for the 
annual President's Student Leadership and 
Service Awards. In May, 200 students from 
the Twin Cities campus will receive this 
honor for their 1988-89 contributions to the 
University or surrounding communities 
through leadership, service, or research. 

Faculty who want to obtain nomination 
forms or additional information should 
contact Kathleen Rice, 624-5101. 

MRS PENELOPE S KROSCH 
U ARCHIVES 
10 WA LIB 
MINNEAPOLIS, MN 

55455 
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New University Grievance Policy Goes to Vote 
Drafting a new, streamlined sys
temwide grievance policy for 
faculty, staff, and students has con
sumed a lot of time. The three 
person ad hoc committee (Associate 
Professor Amos Deinard, Professor 
Fred Morrison, and Associate 
Professor Charlotte Striebel) as
signed that task two years ago by 
the Senate Consultative Committee 
acknowledges the process has been 
slow but thorough. "We have 
received a great deal of input from 
deans, department heads, and 
senate committees," says Deinard, 
"and many of those comments will 
be reflected in the final version of 
the policy." That version will be 
voted on at the senate's April20 
meeting. 

The idea of revising the current 
University policy arose out of three 
concerns: 1) there were too many 
portals of entry for grievances; 
2) many grievances were being 
dropped simply out of frustration 
with the slow, complex review 
system; and 3) many departmental, 
even collegiate, grievance rulings 
were viewed as mere rubber stamp
ings of a department chair's prior 
decision. 

One of the biggest improvements 
in the proposed policy, according to 
Deinard, is that a single process 
with a single entry point will serve 
all members of the University 
community (except cases covered 
by specific exclusion clauses in the 
document). A University grievance 
officer would be appointed to func
tion as the initial contact for any 
University personnel who wish to 
file grievances under the policy. 

This move toward centralization 
is questioned by some faculty 
members. Kenneth Zimmerman, 
associate dean of the Graduate 
School and grievance officer in that 
unit for 15 years, fears a University 
grievance officer might discourage 
informal conflict resolution within 
departments. "This revised policy is 
a laudable attempt to try to simplify 

the whole grievance process and to 
solve the problem of multiple 
jurisdictions that has plagued that 
process in the past," he says. "My 
concern, which I hope will be 
addressed in the final draft of the 
policy, is with the creation of a 
highly centralized grievance process 
with a substantial role for the 
University grievance officer. I 
believe that conflict resolution is 
best accomplished as close to home 
as possible. In order to be helpful in 
these situations, you have to know 
the way particular colleges and 
departments operate. I don't see 
how a single person can have that 
mastery of the whole University, 
and without that knowledge it's 
difficult to be insightful in pointing 
out paths to informal resolution. To 
make an agreement just and lasting, 
you have to have a lot of activity at 
the decentralized level." 

Deinard says that, under this 
policy, conflicts don't have to go 
immediately to the University 
grievance officer. Although griev
ances will no longer be initiated at 

the departmental level and will be 
referred to collegiate rather than 
departmental grievance commit
tees, departmental grievance 
officers can still attempt to settle 
disputes locally and informally, 
before one party files a formal 
grievance. "One of the functions I 
see the departmental officer serving 
is to encourage people to get into 
mediation as early as possible," says 
Deinard. "Tenure denial cases do 
not lend themselves to mediation, 
but that opportunity does exist in 
work-place grievances or grievances 
that may lead to dismissal for 
cause. 

"A good new source for media
tors is Professor John Clark's Con
flict and Change Center. A group of 
staff and faculty have just com
pleted mediation training and are 
available to University personnel on 
the Twin Cities campus without 
charge. It's important that the 
University know these people are 
here. If a situation has mediation 
potential, a departmental officer 

continued, p. 2 

Mediation Services Now Available 
at Conflict and Change Center 

The University, the state govern
ment, and major local corporations 
increasingly are encouraging the 
early resolution of internal disputes 
through informal mediation. The 
Twin Cities hub for this kind of 
activity is the University's two
year-old Conflict and Change 
Center, a project of the Center for 
Urban and Regional Affairs that is 
being directed by sociology profes
sor John Clark. 

"The Conflict and Change 
Center was established to build 
systematic understanding about the 
origins, processes, and conse
quences of conflict," Clark says. 
"Part of our mission is to explore 
how new social technologies and 
new methods for handling disputes 

are adopted by various organiza
tions. This includes expansion of 
the University's capability to use 
alternative conflict resolution 
methods. These methods in no way 
challenge existing grievance sys
tems, they are more supplementary. 
New emphasis on mediation--a 
neutral third party facilitating 
conflict resolution between two or 
more parties--arises out of the phi
losophy that people may find it 
more satisfying to work through dif
ferences themselves rather than 
hand them over to a judicial pro
ceeding. Settling disputes infor
mally and early on also means that 
the formal judicial systems may be 
less clogged with cases." 

continued, p. 4 
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Grievance Process, from p. 1 

ought to refer the parties to them." 
(See article on Conflict and Change 
Center on page one.) 

To ensure impartiality, the new 
policy proposes that one third of the 
membership on any collegiate 
grievance committee be from 
outside the college, and that the 
committee chair also be from 
outside the college. A new Univer
sity Grievance Committee will be 
appointed by the senate to handle 
grievances 1) that involve central 
University offices, 2) for which no 
appropriate committee exists, and 
3) where it is deemed that justice 
cannot be served if the case is con
ducted in a college. While students, 
professional and administrative 
staff, and civil service employees 
will be represented, the majority of 
members on this committee will be 
faculty members. 

Some people question the quasi
legal nature of the proposed griev
ance process. They worry that 
mechanisms such as the power of 
subpoena and punishment of 
perjury, which safeguard the integ-
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rity of legal proceedings and protect 
litigants, respondents, and wit
nesses in courts of law, do not exist 
in University grievance hearings. 
As one faculty member puts it, 
"Penalties for perjury ensure, as 
much as possible, that testimony 
will be truthful, and the power of 
subpoena ensures that all germane 
testimony is heard. Without the 
power to penalize perjury, false 
testimony could be made at a 
grievance hearing, where people do 
not testify under oath, then a tape 
of that testimony might be later in
troduced as evidence in a court of 
law. Without the power of sub
poena, there is no way to force 
people with relevant information to 
testify. A section of the proposed 
grievance policy addresses a per
son's duty to testify, but there is 
only a vague threat of public cen
sorship for those who fail to fulfill 
that obligation. You can take the 
point of view that everyone who 
knows something pertinent to a 
case will testify and that they will 
all tell the truth, but the fact that 
these mechanisms are necessary in 
courts of law is evidence that is not 
always the case." 

Deinard points out that such 
mechanisms have never existed in 
University grievance or in Senate 
Judicial Committee hearings. 

Law professor Fred Morrison no 
longer recommends, as he had for 
years, that the University seek the 
power of subpoena. "That sugges
tion has been turned down continu
ously by the University on the 
grounds that this is the kind of 
organization in which people 
should and do live up to their 
responsiblities without compul
sion," he says. Morrison believes 
that a taped recording of grievance 
hearings would be admissible in a 
court of law only if a witness had 
changed his or her story between 
the University hearing and testi
mony in court. "A judge won't 
listen to tapes of John Smith's 
testimony; he will bring John Smith 
into the courtroom and take his 
testimony under oath. However, if 
at a University hearing John Smith 
said a red car ran the stoplight, then 
in court he says it was a yellow car, 
a tape could be admissible." 

As for legal representation at 
grievance hearings, the same policy 
will apply that now applies to 
Judicial Committee hearings. If the 
grievant does not use an attorney, 
neither may the respondent. If the 
grievant does use an attorney, the 
respondent may use the University 

attorney. 
One of Deinard's concerns about 

faculty grievance proceedings in 
particular is the availability of 
trained advocates who assist 
grievants and respondents in lieu of 
legal representation. "We need 
some kind of program to train 
faculty to be effective advocates in 
all kinds of grievance hearings," he 
says. "Too often a faculty member 
who wants a hearing has difficulty 
finding an advocate who is both 
willing and competent. I think 
more faculty would feel comfort
able playing lawyer on a modifed 
basis if they knew more about what 
is required. A few older faculty have 
acted as advocates many times, but 
they're retiring and very few 
younger faculty have any experi
ence in this area. The Judicial 
Committee is discussing how the 
University should go about training 
advocates and I'm hopeful we will 
see some new activity in this area." 

Chronology of the 
Proposed University 
Grievance Process 
1. The grievant files a written 
statement of the grievance with the 
University grievance officer. 

2. The University grievance officer 
forwards the written statement of 
grievance to the respondent, re
questing a formal answer within 10 
days. 

3. At this point, the officer can : 
a) require any party to submit a 
more detailed written statement; b) 
dismiss any grievance that is 
frivolous or that is outside the 
jurisdiction of this University 
grievance policy; or c) attempt, if 
the parties desire, to bring in a me
diator. 

4. For cases that aren't dismissed, 
the officer sets a schedule for 
discovery (30 to 60 days). 

5. Normally, the officer refers the 
case to the appropriate collegiate 
grievance committee. If there is 
reason to believe that justice cannot 
be served on the collegiate level, the 
officer can refer the case to a joint 
committee from two or more col
leges or to a panel of the University 
Grievance Committee. 

6. The officer sets a timetable for 
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the hearing and a deadline for the 
final report. The hearing must 
begin within 30 to 45 days of 
receipt of the case. 

7. Hearing panels, which preside 
over and conduct the hearing, 
consist of three members of the 
designated grievance committee. 

8. Once the hearing is over, the 
panel prepares a preliminary 
report summarizing evidence and 
recommending action or the 
affirmation of action already 
taken. This draft report is circu
lated to the parties and to any ad
ministrators responsible for its 
implementation. They are given 
10 days in which to respond. 

9. Within 90 days of the begin
ning of the hearing, the panel 
prepares a final report, which is 
sent to the University grievance 
officer. The officer sends copies 
to the parties and to any adminis
trators involved. If a voluntary 
formal settlement is reached, 
that written document serves as 
the final report. 

10. Any party to a grievance or 
any University administrator re
sponsible for implementation of 
the final recommended action 
can, within 10 days of the final 
report, file an appeal with the 
University grievance officer. The 
University Grievance Committee 
then reviews the final report for 
the case and determines whether 
the parties were afforded due 
process. It does not review 
evidence unless it is found that 
due process was denied. 

11. If no appeal is filed, those 
responsible for implementing the 
decision in the final report must 
notify the University grievance 
officer within 30 days of the steps 
being taken to implement that 
decision. 

12. Within this 30-day period, the 
president or provost may request 
that the University Grievance 
Committee review a decision in 
light of its impact on University 
policy. The committee prepares 
a final report, which is sent to 
the president, provost, parties, 
and the University grievance 
officer. The president notifies 
the officer, the committee, and 
all parties within 30 days of steps 
taken to implement the commit
tee's decision. • 

o THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

The other day a colleague inquired 
how the lobbying effort is going. I 
answered that we have been trying 
to present a clear, consistent faculty 
voice at the legislature, calling for 
funding to provide an increased, not 
a stand-still, budget. Just to cover 
inflation (at five percent per year) 
and increased health insurance 
costs, the University needs $87 
million. An increase that could 
meet some of this institution's 
critical needs would be over $150 
million. 

Irwin Rubenstein and Geoff 
Maruyama have been doing a 
wonderful job, attending legislative 
hearings and visiting personally 
with legislators. Part of our testi
mony was presented by Robert 
Sloan, local president of the Ameri
can Association of University Pro
fessors. He explained how our 
faculty salaries have slipped com
pared with peer institutions. As I 
wrote last fall, this year's biennial 
request sets our salary target as a tie 
for third place in the Big Ten. At a 
recent Faculty Consultative Com
mittee (FCC) meeting , President 
Hasselmo agreed it would be appro
priate to reexamine the composition 
of the peer group we use for salary 
comparisons. Provost Clark will 
soon convene a small group to 
identify that list of peer universities 
for future biennial requests. FCC 
members believe these universities 
should be chosen using a set of 
criteria including amount of exter
nal research money brought in by 
faculty, competition with Minne
sota for faculty and graduate 
students, and national rankings. 
The University must be prepared to 
live with this new comparison 
group for some time. 

As reported by the press, the 
University is likely to make a 
substantial out-of-court settlement 
for all female faculty and profes
sional-administrative staff covered 
in a 1983 petition. The settlement 
will be distributed among 1,500 
women who were employed as of 
September 1988 and remain em
ployed at the time of distribution. 
Adjustments will be made to their 
salary bases; there are no provisions 
for back pay. I cannot make detailed 
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comments on the negotiations, but 
I can say the FCC has been con
sulted several times on this subject 
during the past year. Although there 
are different interpretations of 
statistical analysis of the data 
(collected between 1983 and 1987), 
both parties prefer a compromise 
settlement over litigation. The FCC 
has tried to be fair to the plaintiffs, 
while asserting that all salary 
adjustments should maintain 
academic integrity. It is hoped that 
this settlement will resolve 
the long-standing claims of the 
petitioners. • 

0 LETTERS 
The February 28 Footnote opened 
with the following sentence: 
If a proposal recently developed 
by the University budget manage
ment office is adopted, this insti
tution could join Harvard, South· 
ern California, fohns Hopkins, and 
Indiana as one of the first universi
ties in the country to decentralize 
financing. 

The reference to Hopkins sounds an 
ominous note for me. As a former 
member of the Hopkins faculty, one 
who has followed its fortunes in 
campus public relations media and 
in the national press, I know that 
decentralized budgeting has proved 
to be a disaster for the School of 
Arts and Sciences (SAS) at Hopkins. 
Hopkins' president, Steven Muller, 
has recently taken to writing 
acutely apologetic newsletters. 
Decentralized budgeting is now 
forcing Hopkins to jeopardize its 
distinctive excellence in the arts 
and sciences. 

At Minnesota, CLA can't be 
expected to survive decentralized 
budgeting any better than SAS at 
Hopkins, where, generally, condi
tions are more favorable. 

The process may work at Har
vard, but Harvard has advantages 
that Minnesota lacks. "Every tub on 
its own bottom," the budgeting 
slogan at Cambridge, makes sense 
only because every tub at Harvard is 
filled with money, drawn from 
strong endowments. We can't 
model ourselves on Harvard in this 
respect. 

The precedent at Hopkins is a 
strongly negative one. I urge the 
Faculty Consultative Committee to 
study the effects of the experiment 
there, before Minnesota repeats 
Hopkins' mistakes. 

Professor Michael Hancher 
English 
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Budget Proposal Revised 
A second draft of the "responsibil
ity center" budget proposal out
lined in the February 28 Footnote 
is now being written to incorpo
rate suggestions from deans and 
other faculty. Once this revision is 
complete, a group of deans will be 
consulted to ensure the changes 
have addressed their concerns. 

The second version of the 
budget proposal will include the 
following modifications: 

Collegiate revenue sensitivity: 
• Less emphasis will be plac~d on 
encouraging revenue generatiOn. 
• The revised proposal will more 
clearly explain the fact that financ
ing of collegiate plans_ is_not an 
automatic or mechamstic pro
cess-judgment will be required 
before an increase or decrease to 
any collegiate budget is imple
mented, regardless of whether the 
change is induced by volume or 
other factors. 

Support service chargebacks: 
• Support service costs will be 
attributed, but not charged, to 
responsibility centers. The calcu
lated assessments will be moni
tored for reasonableness and 
accuracy. Any decision to intro
duce chargebacks will be deferred 
until some future date. 

Timing: 
• More fact-finding will be done to 
assure the prudence of recom
mending regential action that may 
precede legislative action. 
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Planning objectives: 
• A more detailed discussion of how 
responsibility centers_dev_elop . 
planning goals and obJectives will be 
included to clarify that process. • 

Mediation, from p. 1 

So far the center has trained 16 
I • 

mediators, representmg a cross-
section of faculty, civil servants, and 
professional and administrative staff. 
These volunteers, each with 40 
hours of training, are available to re
spond to requests from all:y l_'win 
Cities University party wishmg to 
explore mediation as a mean~ of 
settling a dispute. "Our mediators 
can handle disputes ranging from 
disagreements over possessions and 
time allocation to the state of 
existing interpersonal relationships," 
says Clark. "Parties _involved couJd 
be individuals or umts or categones 
of people. For example, one unit may 
believe it doesn't have access to 
certain resources that another unit 
has and wants to change that situ
ation. Or maybe members of a 
certain personnel category in a 
department believe they are being 
maltreated and want to pursue 
informal ways of improving the 
working environment. 

"One of our goals is to help 
people develop the_ confidence that 
conflict is okay. Differences among 
people are inevitable, and handling 
conflicts that can grow out of those 
differences is not only normal, it is a 
good way for people to learn. _The 
reason we call this the Conflict and 
Change Center is because the two 
are so often linked with each other. 
Change might generate conflict, or 

conflict might result in change." 
Those on campus who are 

interested in trying the mediation 
process are invited to call the center 
at 625-3046. Such services are 
currently available only on the 
Twin Cities campus, but Clark says 
he would not be surprised if other 
campuses eventually requested 
mediator training as well. If the 
caseload in the Twin Cities grows 
too large, more mediators could be 
trained. 

The center itself plays a facilita
tion role in getting the process 
started. "Once we talk with a caller 
and understand the problem," Clark 
says, "we contact a mediator if it . 
seems appropriate. If t~e l?ro~le_m Is 
covered in some other )unsd1ctwn, 
we provide referrals. If it turns out 
that mediation is a reasonable 
option, we give one of our me~a
tors the names of the two parties 
involved in the dispute, then they 
give both parties a call t_o get the 
ball rolling. We hope th1s leads to 
the parties eventually sitting down 
together with the mediator to work 
things through face-to-face. 

"In no sense do we want to sup
plant or to divert people from pur
suing traditional grievance pro
cesses but we do believe that if 
things' are dealt with directJy at the 
very beginning of the conflict there 
is a better chance that relationships 
won't deteriorate to a level that 
affects the productivity of the 
individuals or units involved. 
Traditional adjudication options are 
still available if mediation fails." • 
For information about other activities in 
the Conflict and Change Center, read the 
May issue of Update. 
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Merit, Market, and Equity: 
New Strategy Proposed for Faculty Salary Increases 

If the University is serious about 
implementing the recommenda
tions in last year's Academic 
Priorities document, finance vice 
president Gordon Donhowe be
lieves it is time to bring planning 
and budgeting into alignment. "In 
public organizations," he says, "the 
backbone of how one executes any 
strategy or carries out any purpose
ful activity is the budget system. If 
our institutional budgeting is 
essentially increment-to-base and 
makes no distinctions between 
activities we wish to advance and 
activities we wish to retard, then 
we may be talking about a strategy 
but we certainly aren't implement
ing one. A strategy implies the goal 
of concentrating resources." 

While Donhowe acknowledges 
the University's top priority right 
now is securing an acceptable 
legislative appropriation, the biggest 
challenge facing his office is deter
mining the most effective way to 
distribute that appropriation. To 
this end, he and Nick LaFontaine, 
director of budget management, are 
proposing a new budget strategy and 
principles for 1989-90. This strat
egy uses Academic Priorities as a 
blueprint for retrofitting programs 
and budgets within available re
sources. "In previous years," says 
LaFontaine, "the Board of Regents 
has simply approved the same 
percentage increment on the 
academic salary bases and the 
supply, expense, and equipment 
(SEE) budgets for every college on 
the Twin Cities campus. The rank 
funding adjustment and some soft 
funding allocations have been 
differentially distributed according 
to Academic Priorities, but next 
year we hope to distribute all new 
resources coming into the Univer
sity on that basis." 

One of the most controversial 
parts of this proposal is the alloca
tion method for faculty raises. In 
addition to obvious faculty concern 

about this issue, the legislature has 
expressed considerable interest in 
how the University will handle 
salaries next year, especially in the 
event of a small appropriation. Don
howe's plan is to separate 1989-90 
faculty salary increases into three 
distinct components: merit adjust
ments, market adjustments, and 
equity adjustments. 

In a departure from past practice, 
the merit award system would be 
broken down into separate person
nel and funding policy decisions. 
Central administration would 
continue to set an aggregate average 
merit increase figure to be met by 
every Twin Cities college, but merit 
allocations made to colleges would 
vary according to plans outlined in 
Academic Priorities. For example, 
college A, a unit targeted for reduc
tion, might receive no merit alloca
tion and college B, a unit targeted 
for increased support, might receive 
an allocation nearer to the an
nounced average merit increase. 
The average merit increase awarded 
to faculty in both colleges, however, 
would still have to equal the cen
trally set figure. In colleges receiv
ing reduced merit allocations, inter
nal funds would have to be found to 
make up the difference. 

"Our proposal doesn't prescribe 
how a college might reallocate 
internally to come up with the 
necessary merit increase funds," 
says LaFontaine, "those decisions 
would be made by deans and depart
ment heads. The intent is to force 
colleges targeted for reduction to 
begin, in some way, to constrict 
their program. Because SEE budgets 
are already so tight, and since salary 
money represents about 85 percent 
of any unit's budget, it is inevitable 
that salary money will have to be 
shifted in order to refocus our 
academic emphases. There is just 
no way around it. These internal 
reallocations would, in all likeli
hood, involve closing out an open 

faculty or civil service position or, 
in larger units, capturing surplus 
funds when faculty retire and 
replacements are hired at a lower 
rate." 

Market adjustment, the second 
faculty salary increase component, 
would vary from college to college 
and would reflect the "competitive
ness" of University average salaries 
in each college as compared with 
salaries in similar disciplines at 
peer institutions. "Market-related 
salary issues have always been 
discussed at the University," says 
LaFontaine, "but this is the first 
time we are consciously carving out 
a portion of the increase money 
specifically for differential market 
adjustments." He anticipates that 
collegiate allocations for market 
adjustments would range from zero 
to as much as 5 percent of the 
collegiate salary base. Although 
central administration has only 
begun to discuss how market 
adjustment calculations would be 
made, it looks as if the average 
salary rate at peer institutions 
might be based on Association of 
American Universities Data Ex
change statistics (the Big Ten and 
the Big Eight). The net effect of 
market adjustments would be to 
shift salaries toward the peer group 
mean. Colleges in which faculty 
salaries are farthest below the mean 
would receive market allocations, 
and colleges where salaries are 
above or near the mean would not 
receive market allocations. 
Whether this practice continues 
past next year depends on how 
much progress is made in raising 
faculty salaries to a competitive 
level. 

Two million dollars, roughly 1 
percent of total academic salaries, 
will be devoted to equity adjust
ments next year, the result of a Ra
jender class petition in the final 
stages of settlement. There will be 
no discretionary opportunity for 

continued, p. 3 
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0 THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

After January 1, 1994, the cap on 
mandatory retirement--age 70--will 
be removed. In order to maintain 
the vitality of the faculty, and avoid 
discrimination against older faculty, 
it is essential that the University 
establish a set of recommendations 
addressing this issue. In cooperation 
with Provost Clark, I have ap
pointed a Task Force on the Elimi
nation of Mandatory Retirement for 
Faculty. This task force, to be 
chaired by Steve Scallen (law), will 
commence activity this quarter by 
determining the specific issues its 
members wish to address. During 
the summer, with staff aid, the 
committee will collect appropriate 
data-demographic profiles of the 
faculty, current retirement patterns, 
the effect of existing retirement 
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laws on retirement decisions, 
evidence we have that faculty will 
change retirement timing, and 
faculty attitudes about the removal 
of mandatory retirement. By next 
fall, we hope the task force will be 
ready to develop recommendations. 

Other task force members in
clude: Richard Arvey, industrial 
relations; Mario Bognanno, indus
trial relations; Jean Bader, geriatric 
center; Tom Clayton, English; 
Richard Goldstein, mechanical 
engineering; Anne Pick, Institute of 
Child Development; George Sell, 
mathematics; Suzanne Sherry, law; 
Mary Corcoran, educational psy
chology (emeritus). 

The group's primary objective 
will be to develop clear perform
ance-based standards for continuing 
appointments of tenured faculty 
members that avoid age discrimina
tion. Policies need to be generated 
that will insure continuing faculty 
turnover. The task force will be 
considering practices that address 
annual review and salary awards 
and a range of retirement incen
tives. 

If you have any specific recom
mendations on this most important 
subject, please send them to Steve 
Scallen, 410 Law. • 

0 LETTERS 
From the Legislative Liaison. 

When our faculty salaries sink 
further in comparison to other top 
public institutions, things are really 
getting bad. Citizens in this state 
deserve as good a university as do 
citizens in Wisconsin, Illinois, and 
Michigan. 

We Minnesotans have indicated 
in many polls our support for both 
K-12 and higher education. Over 
the past decade, however, our 
support has not been translated into 
action by the governor and the 
legislature. This is demonstrated by 
a March 1989 analysis of state 
budgets done by William Riemer
mann, senate research. When 
corrected for inflation, state support 
for K-12 increased by only 1 percent 
over the past 10 years. But, because 
of the decline in students, actual 
support per student has increased 
by 7.75 percent. 

Although state support for 
higher education has increased by 
19 percent over the same period, 
the number of students has in
creased. The net effect has been an 
8 percent drop in per-student fund
ing. Higher education now has a 

92-cent dollar with which to 
purchase instructional necessities. 

During the same time period, 
funding for all other major divisions 
of state government (except trans
portation) grew by far greater 
percentages. Human services grew 
by 45 percent, state departments 
grew by 31 percent, and the open 
and standing portion of the budget 
grew by 31 percent (all corrected for 
inflation). 

The University and higher 
education as a whole have not 
received their fair share of state 
budget growth during the past 
decade. Students, staff, and faculty 
have been shortchanged. To begin 
to remedy this, the University has 
asked for a total increase this 
biennium of $250 million. A 
standstill budget to cover inflation, 
increased health insurance costs, 
operation of new space, and mission 
differentiation requires an $87 
million increase. 

Ordinarily, legislators hear little 
from their constituents-10 phone 
calls or letters on a single issue is a 
firestorm. Thus, it is relatively easy 
for faculty, staff, and students to 
influence their legislators to vote 
for increased University funding. 
Call or write your representative or 
senator as soon as possible. Impor
tant decisions are about to be made. 
To obtain the phone numbers and 
addresses of your legislators, check 
with your department office or call 
the Public Information Office, 296-
2146. 

Ask your legislators to speak in 
support of the University to at least 
one of the following: speaker of the 
house Bob Vanasek, senate majority 
leader Roger Moe, chair of the 
House Appropriations Committee 
Glen Anderson, chair of the Senate 
Finance Committee Gene Merriam, 
the chairs of the Education Divi
sions of the appropriations commit
tees, Lyndon Carlson (house) and 
Gene Waldorf (senate), or their own 
caucus when it meets to discuss 
party priorities. Also ask your legis
lators to please call or write you to 
tell you what they have done and 
what the response was. Let me 
know their answer. 

If you come from a town in 
Minnesota, I also urge you to write 
a letter to your hometown newspa
per stating your origins and why 
you feel a strong University is 
important to all the citizens of this 
state. 

Professor Irwin Rubenstein 
FCC Legislative Liaison 
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deans or department heads in the 
distribution of these funds; individ
ual recipients will be identified in 
the settlement. "These equity ad
justments," says LaFontaine, "dem
onstrate that the University is 
beginning to address some impor
tant long-standing problems. As 
opposed to wringing our hands 
about how little money is left for 
merit adjustments, we ought to 
recognize that correcting pay 
inequities that have accrued over 
time has to be an institutional 
priority. The same thing can be said 
about market adjustments. The 
administration is finally paying 
attention to salary pressures that 
could rob us of some very good 
faculty. Equity and market adjust
ments may mean that individual 
faculty members or individual units 
may not benefit in the same way 
they would have with the old 
allocation method, but the Univer
sity as a whole will be better off." 

In response to a request from deans 
for an illustration of how this 
tripartite salary increase strategy 
would work, the budget office 
quickly prepared in late March a 
hypothetical budget based on a 4 
percent inflation allowance from 
the legislature. LaFontaine empha
sizes that this inflation figure is 
only an estimate and the budget 
example built around it would 
change if that figure dropped below 
or rose above the 4 percent esti
mate. In the hypothetical budget, 
academic salary increase figures 
were broken down as follows. 
While all Twin Cities colleges 
would be expected to provide 
faculty an aggregate average merit 
increase of 3 percent, collegiate 
merit allocations would equal only 
2 percent. Those units targeted for 
reduction in Academic Priorities 
would receive even less. The 
market adjustment would equal 1 
percent of total faculty salaries, and 
would be selectively distributed to 
colleges in amounts determined by 
their deviation from average salary 
levels at peer schools. (This market 
allocation could not be used for 
merit pay.) The provost's office 
would retain $500,000 for retention 
cases, and $2 million (approxi
mately 1 percent of total academic 
salaries) would be distributed in 
equity adjustments. Attached to 
this budget example was a table 
outlining individual allocations to 
each Twin Cities college. 

"Some of the deans have re-

sponded very positively to this 
proposal," says Donhowe, '' espe
cially those who are strong sup
porters of Academic Priorities and 
who believe that the faculty must 
see solid evidence that the admini
stration is serious about imple
menting those recommendations. 
Other deans, whose units might 
be negatively affected, are still 
very cautious about it. I under
stand that. Under those circum
stances, I would be cautious, too." 

Faculty Response 

When the proposal and the hypo
thetical budget were discussed at a 
March 30 Faculty Consultative 
Committee (FCC) meeting, 
response was less than enthusias
tic. "I think to some extent our 
negative reaction was prompted 
not so much by Donhowe's 
proposal as by the recognition of 
how little money there is to work 
with next year," says FCC chair 
Mark Brenner. "We were angry 
with the messenger who brought 
us bad news from the Capitol, and 
that was unfair. He's responsible 
for distributing money, not 
creating it. We can't squeeze larger 
salary increases from a stone 
unless we are willing to make 
Draconian cuts in other areas of 
the University budget. On top of 
that bad news, we had just re
ceived data from the Association 
of American Universities' chapter 
president Bob Sloan that con
firmed the steady decay of Univer
sity faculty salaries from 1985-86 
through this year. We are now 
$4,400 behind the mean salary for 
all ranks, and what we see in 
Donhowe's budget example 
implies we are going to slip even 
further." 

Brenner and other FCC mem
bers did, however, express some 
reservations about the proposal 
itself. The packaging of the budget 
strategy was one cause for con
cern. "There are two serious 
problems with the way this budget 
proposal has been presented," says 
Brenner. "One is the terminology. 
The proposal says that some units 
will receive less salary increase 
money and other units will 
receive more salary increase 
money, when in essence what is 
really meant is that positions will 
have to be collapsed in units tar
geted for reduction. It's a very fine 
line of definition, but an impor
tant one. When someone speaks 
about salary increase dollars, that 

money is perceived as directly avail
able to individuals, whereas positions 
are line items for other people. So a 
proposal to remove salary increase 
money is perceived by faculty to 
involve personal sacrifice. This 
causes a lot of unnecessary anxiety. 

"The second problem is that the 
table of allocations for individual 
units attached to the budget example 
was not clearly enough labeled as 
illustrative only. It showed that 
certain units would be getting market 
adjustments and other units would 
not. When we raised questions about 
how those decisions were reached, 
we were told that the example was 
not based on real analysis and was 
hypothetical. Yet, because the names 
of real colleges were used and be
cause some of the figures, such as 
those for equity adjustment, were 
real, many people believe this is a 
preliminary, not a hypothetical, 
budget run. High expectations have 
now been set in units slated to 
receive market adjustments in this 
example, just as faculty in units tar
geted to receive no market alloca
tions are now depressed." 

Donhowe acknowledges that there 
may be problems with the proposal's 
terminology and packaging, but says 
that "the plough is already to the 
furrow on this proposal. It's too late 
to reshape it now." 

The chief concern of FCC member 
Bruce Overmier is that market 
adjustments fail to take into consid
eration the quality ranking of a unit. 
"There is a substantial correlation 
between the quality of a unit and the 
salaries the unit has to pay to main
tain that quality," he says. "Faculty 
with the best reputations and whose 
scholarship is most broadly recog
nized are the most sought after, thus 
the most mobile. Under this plan, 
units that have spent a lot of money 
attracting and holding highly recog
nized faculty are going to suffer over 
time. If a high-quality unit happens 
to be slightly above the market mean 
for salaries, it will receive no market 
adjustment and its salary level will 
drift back down toward the average. I 
am not opposed to those units with 
salaries below the mean being given 
the opportunity to rise-that will 
provide them the money to bring rec
ognized scholars to campus and that's 
a good thing for all of us. But salary 
increases should also recognize 
quality differences among units. 
Otherwise you are assuming that all 
units are of the same quality, which 
we know is not the case." 

continued, p. 4 
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Emphasizing that market ad
justments would be made at the 
collegiate level, Donhowe says the 
assumption is that deans would 
make distinctions of quality 
among departments and allocate 
accordingly. "Determinations 
about quality are best made by 
academic, not financial, adminis
trators," he says. "Decisions about 
departmental allocations have to 
involve human judgment as well 
as calculators." 

Some faculty members question 
whether a 3 percent merit increase 
warrants the amount of faculty 
and administrative time invested 
in merit assessment. "There was a 
lot of sentiment on the Senate 
Faculty Affairs Committee (SCFA) 
last year that the salary increase 
pot was too small to distribute 
according to merit," says former 
SCFA chair Geoffrey Maruyama. 
"People felt when there was that 
little money, it should be distrib
uted across the board. The cost of 
assessing merit in terms of time 
and energy just isn't worth incur
ring for a spread of raises that 
might be only 2 percent. And that 
was last year, when units were 
given 4 percent merit allocations. 
Next year, it looks like we may be 
talking about allocations of 3 
percent to colleges, and after they 
hold back something for retention, 
the merit pot could end up less 
than 3 percent. 

"Part of the logic of distributing 
merit over the past few years has 
been that inflation was fairly low, 
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so even with low merit increases we 
were talking about real raises. With 
inflation pegged at 5 percent for the 
coming year, a 3 percent average 
merit increase means that everyone 
will take a loss." 

Despite their criticisms of the 
proposal, some FCC members 
believe it is fundamentally sound. 
Brenner thinks the market adjust
ment concept is reasonable, but has 
doubts about implementing it before 
the University is in a position to dis
tribute adjustments that cover salary 
loss due to inflation. "I think it's a 
basically good plan," says FCC 
member W. Phillips Shively. "The 
regents adopted Academic Priorities 
a year ago and it's time we got 
started on it. One good thing about 
this proposal is that it doesn't call 
for everything at once-its imple
mentation is obviously going to be 
tempered by consideration of 
circumstance. It has to be. My other 
reaction, which is not related to 
Donhowe's plan at all, is that, at 
least in this initial presentation, the 
amount of money we are talking 
about is disappointingly low. It is 
not going to take us very far in 
making improvements in the Uni
versity and it certainly means our 
salaries are going to fall further 
behind." 

Donhowe is sensitive to and 
shares this disappointment. "I can't 
change, short of alchemy, the size of 
the appropriation. What I can do is 
determine how to distribute that 
money equitably, while still moving 
this institution forward. The gover
nor's original $34 million University 

budget increase recommendation 
put us very far back in the pack. 
Even his recommendation for an ad
ditional $50 million is uncertain. If 
we end up modestly better than the 
governor's recommendation we will 
be doing very well. You have to 
remember the legislative atmos
phere we entered at the beginning 
of this session-an unhappy but 
very real legacy of the events of the 
past year and a half." 

Pointing out that students are 
being asked to pay substantial 
tuition increases next year, LaFon
taine hopes faculty concerned about 
University pressures for cost con
tainment reflected in the budget 
strategy understand those pressures 
are directly related to the restraint 
of tuition rate growth. "While this 
budget strategy may not provide as 
much money as people would like 
to see for their programs and 
salaries, we have to remember the 
students. We have to become more 
careful about how we allocate and 
use resources because we are asking 
our customers to pay a lot more." 

Consultation about the proposed 
budget strategy will continue 
throughout the coming weeks, but 
Donhowe doesn't believe campus 
consensus about the plan will ever 
be reached. "I imagine there will be 
a split vote on this," he says. "But 
obviously, I hope we can proceed 
with these plans, even if modifica
tions are made along the way." The 
1989-90 budget strategy and prin
ciples will be presented to the 
regents this month; regents will 
vote on the principles in May. • 
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Prepublication Embargo Policies: 
Researchers Confront New Pressures from Media 

One need look no further than the 
recent local controversy over the 
release of information about DNA 
photographs or the current national 
debate over cold fusion discoveries 
to find evidence that scientific 
researchers are increasingly caught 
between media pressure to an
nounce their findings and prepubli
cation embargo policies at major 
journals. So much so that the 
American Medical Association and 
Northwestern University are 
cosponsoring a May conference to 
examine the role of the lay press in 
communicating science news to the 
public. 

Until the past few years, scien
tific journal editors were vigilant 
chiefly in identifying embargo 
policy violations involving multiple 
publication (the same data appears 
in two or more journals) or split 
publication (data is split up and 
published in more than one jour
nal). "Newspaper stories have rarely 
prevented publication of scientific 
discoveries in Nature," says Alun 
Anderson, Nature's Washington 
editor. "They have seldom given 
more than a brief account of what's 
happening, so even if word of a 
discovery got out, scientists still 
needed real data. But now that 
media interest in science is hatting 
up, we are beginning to get much 
more press coverage. 

UN ewspapers have added staff 
who not only attend specialty 
meetings but who can understand 
and report what is presented there. 
That's a new phenomenon. Scien
tists are coming under completely 
new pressures from the media. We 
at Nature certainly don't want to 
prevent researchers from reporting 
their findings at scientific meetings, 
but we don't look at all favorably on 
press conferences. The Pons and 

Fleischmann case highlights the 
problem. They have submitted their 
paper to us, but contrary to reports, 
we have not accepted it yet. It is 
still under consideration and a 
decision will be made shortly." 

Dr. B. Stanley Pons and Dr. Martin 
Fleischmann held a press confer
ence in March at the University of 
Utah to announce a fusion break
through. The press conference was 
called because a reporter was about 
to run a story on the discovery and 
the university wanted to make sure 
accurate information was released. 
Although articles about the pur
ported discovery have already ap
peared in The New York Times, The 
Chronicle of Higher Education, 
Business Week, The Christian 
Science Monitor, and Science, as 
well as in local papers, the data that 
would explain it were submitted for 
publication in Nature one day after 
the press conference. 

Despite the high professional 
credibility of Pons and Fleisch
mann, most researchers remain 
skeptical because they do not have 
enough information to duplicate the 
experiment. Journalists and scien
tists can only speculate that, if the 
research is valid, it could relieve 
worldwide energy shortages and 
earn its discoverers a Nobel Prize. 
Adding to the confusion is a claim 
by Brigham Young University that 
scientists there have been working 
on the same kind of experiments 
but have not publicized them to 
avoid endangering publication of 
their results. 

Pat Swan, associate graduate 
school dean, is concerned that these 
controversies may be giving Univer
sity faculty members too conserva
tive an impression of how, when, 
and to what extent they can share 
their research findings. "An aca-

demic community needs the free 
exchange of ideas," she says- "the 
kind of exciting, productive talk 
that goes on among researchers. I 
hate to see things happen that tend 
to make people more close
mouthed about their work. Al
though faculty continually voice 
uncertainty about where to draw 
the line in discussing their research, 
there are periodic flurries when 
these concerns come to the fore. 
With what's happened here and at 
Utah, faculty are again questioning 
when it is safe to talk and when it 
is not." 

Journals are often reluctant to go 
mto much detail about their pre
publication embargo policies, 
preferring to make judgment calls 
on the basis of individual cases. 
"There are always grey areas when 
you deal with embargoes," says 
Jeffrey Termani of Science. "Our 
goal is to help scientists talk about 
their discoveries as much as they 
can while protecting them from the 
possibility of forfeiting publication. 
But it's not a matter of saying in 
cases A and B, do this, and in cases 

continued, p. 2 

Readership Survey 
After you have read this issue of 
Footnote, please take a few min
utes to complete the annual read
ership survey on page three. Your 
reply will help us make this news
letter more responsive to your 
needs. Please detach the 
completed form, fold it so the 
Footnote mailing address faces 
outward, and drop it in campus 
mail. For those on the Crookston 
and Morris campuses, please 
staple the folded form, stamp, and 
send it through the U.S. mail. We 
appreciate your assistance. 
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C and D, do that. It's better if 
scientists simply call us and explain 
their particular circumstances. 

"Most problems can be ironed 
out with a single telephone conver
sation. We recognize there are 
legitimate reasons for prepublica
tion announcements, not the least 
of which are congressional testi
mony, certain laws and statutes, 
and questions of public health. We 
don't want researchers to feel they 
are under the sword of Damocles. In 
fact, the majority of our callers are 
surprised at the extent to which 
they can discuss their discovery 
prior to publication." 

Because one of the goals of Science 
is to enhance communication, 
researchers are frequently allowed, 
within guidelines, to present papers 
at scientific meetings in advance of 
publication. Typically, however, an 
editor will ask them not to give 
away the whole paper at the meet
ing, leaving something for the 
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article to come. Those decisions, 
too, are made on a case-by-case 
basis. It also is permissible for 
researchers to discuss data among 
themselves in a private lab setting 
prior to publication. "Our only 
interest is in the public release of 
information," says Termani. 

While sometimes problematic 
for researchers, embargo policies 
protect the public by helping to 
control the flow of information to 
journalists. Termani's office works 
regularly with scientists and uni
versity media relations departments 
to set up press conferences that 
insure adequate explanation of 
scientific research to the press. "We 
try to provide journalists not only 
with valid data," he says, "but time 
enough to write accurate stories 
that put these discoveries into 
perspective for the public. This is 
precisely what hasn't happened 
with the fusion discovery. Even 
scientists don't know what to make 
of it." 

Tension for Editors, Too 

Researchers may face new pressures 
from the media, but embargo 
policies generate tension for editors, 
too. Anderson is caught between 
pressure from researchers and the 
media to acquaint as many people 
as quickly as possible with new 
research findings and his journal's 
responsibility to protect the public 
from false claims and unrefereed 
work. "These two pressures," he 
says, "are not unlike those exerted 
on the Food and Drug Administra
tion (FDA) in licensing new drugs. 
They want to get that drug out very 
quickly because lives might be 
saved, yet they want to make 
certain it is safe and effective. 
Actually, we operate much like the 
FDA, asking people not to release 
information about their work before 
it has been properly refereed, but 
refereeing important data very 
quickly. For instance, if someone 
came to us claiming a cure for 
cancer that wasn't just craziness, 
we would check that out within a 
couple of weeks. Checking out less 
urgent research might take six to 
eight weeks." 

He relates a story about the 
potentially harmful consequences 
of prepublication research an
nouncements. "Recently, Nature 
published an article on the link 

between schizophrenia and a 
certain kind of chromosomal defect. 
News that we were going to publish 
this article got to the press several 
weeks before it actually appeared. 
During those weeks, I had dozens of 
calls from social workers and 
psychiatrists asking what they 
should tell their patients. And there 
were calls from schizophrenics as 
well, asking whether this meant 
that their disease was incurable. 
You can begin to see, by that 
example, the significance of em
bargo policies. Premature an
nouncements, especially about 
medical discoveries, tend to raise 
false hopes or precipitate unneces
sary alarm. They can cause great 
distress for people." 

It is editors who decide whether 
an embargo has been broken. 
Criteria used are the kind and 
amount of information released. 
"The weighting of these criteria can 
vary from report to report," says 
Termani. "In one scientific area, 
specific data may not be important 
while in another area it may be 
crucial. Photographs may be the 
whole story in one report and 
useless in another. The amount of 
information released is also a 
consideration. If a newspaper 
reporter attends a meeting and 
writes a story simply announcing 
that Dr. So-and-So has been able to 
achieve X, without saying how it 
was achieved, that could be fairly 
unimportant. But if the reporter 
goes into detail about the scientific 
method or the researcher provides 
that reporter with additional 
information or materials unavail
able at the meeting, that could be a 
problem." 

Prepublication embargo restric
tions at Science and Nature fall 
somewhere between the New 
England Journal of Medicine's 
(NEJM) strict "Ingelfinger Rule" 
and the liberal policy of Physical 
Review Letters (PRL). The Ingelfin
ger Rule, named after the editor 
who established it, forbids the pub
lication of any information any
where on an article accepted by 
NEJM. This does not apply to 
abstracts presented at scientific 
meetings. Adhering to this rule is 
complicated by the fact that report
ers can purchase advance copies of 
the NEJM. Last year Reuters wire-

continued, p. 4 
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service broke an NEJM prepublica
tion embargo, claiming it had re
ceived confirmation about the 
discovery from a source other than 
the journal's advance copy. Reu
ters was consequently stricken 
from the list of advance copy 
subscribers. 

Physical Review Letters editor 
Gene Wells believes that, among 
topical journals, the New England 
Journal of Medicine and Physical 
Review Letters are about as far 
apart as possible when it comes to 
prepublication embargoes. "We do 
have restrictions against multiple 
or split publication, in fact we ask 
for copyright transfer, 11 he says. 
"And we have refused publication 
in cases where we judged a manu
script was too close to work 

FffiTNOTE 
6 Morrill Hall 
100 Church Street S.E. 
University of Minnesota 
Minneapolis, MN 55455 

IN THIS ISSUE 

Prepublication Embargo Policies 

Annual Readership Survey 

Footnote 
6 Morrill Hall 
100 Church Street S.E. 
University of Minnesota 
Minneapolis , MN 55455 

already published by the same 
author. But newspaper articles don't 
threaten us much. While media cov
erage could possibly influence our 
decisions, we have no rule that 
makes research that has appeared in 
newspapers ineligible for publica
tion. For instance, if we received a 
manuscript on cold fusion right now, 
we would definitely give it a careful 
review even though it may have 
been discussed in The New York 
Times. Our referees may be upset by 
prepublication press coverage and 
argue that the manuscript is no 
longer newsworthy, but we don't 
automatically discount it. 

"Whatever an author does to 
achieve publicity-press conferences 
or television interviews-doesn't 
have much to do with the kind of 
solid scientific material in PRL. 

Newspapers are never going to print 
the tabular results of an experiment 
or the supporting evidence for a 
discovery. Their readers couldn't 
understand it. Instead, they focus 
on the announcement-such-and
such a discovery has been made. We 
are interested in the documenta
tion, the kind of scientific persua
sion that doesn't appear in the 
popular press. 11 

• 

NOTE: The Chair's Report will 
return in the May 9 issue. 
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The Red Queen's Race: 
It's Not Over Yet at the Legislature 

"Now here, you see, it takes all the 
running you can do to keep in the same 
place. If you want to get somewhere 
else, you must run at least twice as fast 
as that." The Red Queen in Alice in 
Wonderland by Lewis Carroll. 

When the house appropriations 
subcommittee recommended a $95 
million biennial increase for the 
University in early April, Professor 
Irwin Rubenstein, legislative liaison 
for the Faculty Consultative Com
mittee, greeted the announcement 
with ambivalence. "The good news 
was that the recommendation was 
$13 million more than the gover
nor's in a year when state funds are 
very tight. The bad news was that 
the University's funding level rela
tive to other higher education 
systems in the state is only slightly 
under two to one. I question 
whether that level of funding can 
begin to correct the disparity in 
University faculty compensation 
compared to our peer institutions." 

Rick Heydinger, vice president 
for external relations, agrees that 
competition for state money has 
been unusually keen this year. 
"With each session, pressure seems 
to mount," he says, "and legislators 
increasingly find themselves unable 
to satisfy even a modest portion of 
the needs put forward. Tremendous 
'escalators' are being built into the 
state budget as costs increase and 
services improve and expand." 

Resource scarcity for higher edu
cation is illustrated by the fact that 
the University's request for a $259 
million increase exceeds the total 
funding pot of $253 million that is 
available to the house this session 
for increases to all higher education 
systems in the state. Professor 
Geoffrey Maruyama, president of 
and lobbyist for the University of 
Minnesota Faculty Association, 
believes inadequate funding of 
higher education in general and the 

University in particular stems from 
the governor's low January recom
mendations on spending limits. 

"Once the governor partitions 
the pie by placing spending ceilings 
on each division, in order for 
legislators to get more money into 
higher education they have to take 
money out of another division, 
which means somebody is going to 
feel they've lost something. Even 
though the governor held some 
money back and recommended 
more for the University, his first 
low recommendation makes it very 
tough to find additional funds, 
despite legislators' desire to do so." 

Further complicating the situ
ation is the dependence of the 
University's increase on Minne
sota's projected revenue stream. 

Legislative Synopsis 
January 
Legislative session begins. (In 
October 1988, the University sub
mitted a 1989-91 budget request for 
a $259 million increase over its 
$806 million base budget ($63 mil
lion of that increase would cover in
flation; $17 million to cover health 
care premium increases is not 
included.) 

Governor recommends a $32 
million biennial increase for the 
University. 

February 
Governor says he will recommend 
an additional $17 million for the 
University. Gus Donhowe is ap
pointed senior vice president for 
finance 

Governor meets with the faculty in 
a special University Senate session, 
assuring them the University will 
get more money. 

March 
Governor recommends an addi
tional $50 million for the Univer-

"The legislature's higher education 
package is contingent on a certain 
amount of revenue being generated 
by, among other things, a proposed 
tax on charitable gambling," says 
Maruyama. "But there seems to be 
a big outcry against that tax bill 
from some quarters. If the bill 
should fail, state revenue projec
tions would go down and that could 
affect the University's appropria
tion. It's conceivable that even 
something like the recent closure of 
ETA and the resulting loss of $95 
million in personal income could 
mean state spending cuts. 

"That's especially dangerous for 
the University, because the only 
places significant money is avail
able this session are higher educa-

continued, p. 2 

sity, bringing his total recommen
dation to $82 million. (This $50 
million includes the $17 million he 
promised in February. The $82 
million total exceeds the cost of 
inflation and health care premiums 
by only $2 million.) 

April 
House appropriations subcommit
tee recommends a biennial increase 
of $95 million for the University. 
This includes health care premium 
costs. 

Senate finance education subcom
mittee recommends a biennial 
increase of $94.5 million for the 
University. This includes health 
care premium costs. 

May 
Both houses vote on their respec
tive appropriations subcommittee 
recommendations. The two sets of 
approved recommendations are 
reconciled by a bicameral confer
ence committee and voted on by 
both houses. A final set of recom
mendations is submitted to the 
governor for approval in late May. 
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tion, K-12 education, and property 
tax relief. We face stiff competition 
if legislators are forced to choose 
between taking money away from 
higher education or from causes 
that can claim large constituencies 
in every legislative district. Tax 
payers are everywhere and every 
district has a school board. The 
danger goes beyond possible cuts. 
There has been a lot of media 
coverage about the strong support 
for increasing appropriations for 
both these areas. We can only hope 
there won't be any dramatic 
changes between now and the end 
of the session to affect the current 
house and senate recommendations, 
because, if for some reason they 
need to take big chunks of money 
from higher education, they will 
take it from the University." 

By late April, the house tax 
committee had already added $14 
million in tax relief to its omnibus 
tax bill, a move Tom Nelson, 
director of state relations, says 
could affect the University's in
crease. 
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In light of the lean state budget, 
Rubenstein believes the legislature 
is being sensitive to the Univer
sity's needs. "Minnesota legislators 
are, on the whole, trying hard to 
distribute scarce resources in the 
fairest way possible," he says. 
"They have a lot of things to think 
about, and, in regard to higher 
education, they started from a long 
way back due to the governor's 
actions. But I'm optimistic about 
future sessions given the continued 
growth of the state. I have a lot of 
confidence in the University's new 
leadership. In the next few years, I 
think they will be able to put 
together budget requests that 
intelligently and forcefully express 
the needs of the University in ways 
to which the legislature can re
spond." 

Echoing that praise, Maruyama 
believes Gus Donhowe has been a 
big plus in the University's lobby
ing efforts this session. "There is a 
real difference for legislators in 
dealing with someone they trust 
and dealing with someone they 
aren't sure whether to believe," he 
says. Nelson points out that Don
howe's presence has gone a long 
way in building confidence among 
legislators that the University is 
taking care of problems in Physical 
Plant. 

Despite the advantages of a new 
administration and the efforts of 
supportive legislators, even if the 
University ends up with $100 
million, it will represent the lowest 
percentage increase received in the 
past 20 years. Heydinger notes that 
while the University's high water 
mark was a 30 percent increase in 
the 1971 biennium, the base budget 
was only $131 million at that time 
(it is $806 million this biennium). 
Over the last three biennia, percent
age increases have ranged from 18.2 
in 1983-85 to 14.7 in 1987-89. 

Governor's Strategy Has 
Adverse Effects 

Heydinger, too, attributes the 
University's low anticipated in
crease to the governor's $34 million 
initial recommendation. "Governor 
Perpich made a political judgment 
that the state of Minnesota was not 
prepared to support the University 
until it demonstrated significant 
progress in solving its problems or 
at least a change in attitude," he 
says. "While his strategy did cause 
University supporters to rally 

behind the cause of this institution, 
he underestimated its adverse 
effects-on faculty morale and on 
the amount of time and energy the 
University would have to expend 
just to get its recommendation up 
to a break-even level, $80 million." 

Faculty morale is the main point 
the two faculty lobbyists have tried 
to drive home this session. "The 
events of last year, the governor's 
small recommendation, and news 
about the low position of our 
average faculty salaries have had 
profoundly demoralizing effects on 
faculty," says Maruyama. "Belief 
that we would be better off in a few 
years has been replaced by fear that 
we could be worse off, and that 
makes people more receptive to 
offers from other institutions. We 
have tried to make legislators 
understand that faculty need a clear 
sign that this state recognizes the 
crucial role of its flagship univer
sity-a message that may have to be 
partially symbolic this session 
because there isn't as much money 
as we need." 

Although happy about the house 
subcommittee's recommendation to 
add an annual2 percent (on top of 5 
percent inflation) to faculty salaries 
in order to restore purchasing power 
lost in the 1970s, Maruyama and 
Rubenstein are still concerned. 
Rubenstein worries that legislators, 
having added 2 percent this session, 
will feel next time they have put 
the salary situation right. "They 
will have done what they commit
ted themselves to do, but the fact 
we are moving ahead doesn't mean 
we are catching up." 

Maruyama believes that legisla
tors do not fully appreciate the 
University's argument for higher 
faculty salaries. "The case has been 
well made, but there is still mixed 
reaction to it, partly because legisla
tors don't understand the market
place," he says. "They want to 
compare us with other teachers in 
the state system. We haven't made 
it clear to them why we are differ
ent. They don't stop to consider 
what people with 9 or 10 years of 
college education are earning 
outside academia. Although many 
may recognize losing faculty is 
risky and costly, the rank-and-file 
legislator who isn't closely con
nected with higher education 
appropriations doesn't get enough 
exposure to these issues to 
acquire the necessary depth of 
understanding." 

According to Rubenstein and 



Maruyama, two negative percep
tions about the University seem to 
be common among legislators. The 
first is that the University could be 
an endless sinkhole for money. 
"You put the money in, but you 
don't know where it goes," says 
Maruyama. "All you know is that 
it's gone. To change that percep
tion, our new central administra
tive team is trying to show as 
clearly as possible where dollars go, 
how they are spent, and what they 
produce." 

One myth Rubenstein would like 
to dispel is the belief of some 
legislators that the Twin Cities 
campus doesn't give the other 
University campuses a fair shake. 
"If you look at data from the Uni
versity's Office of Management 
Planning and Information Serv
ices," he says, "you see that fully 
allocated state expenditures per 
full-year student for 1989 are 
estimated at $7,731 in Crookston, 
$5,274 in Morris, $7,833 in Waseca, 
and $6,205 in Duluth. On the Twin 
Cities campus, even excluding 
high-cost professional and graduate 
programs, the expenditure per 
student is estimated at $6,692. 
These figures show that the Twin 
Cities campus is providing Minne
sota with a real bargain-educating 
a lot of students relatively cheaply. 
The University hasn't skimped in 
funding outstate campuses. Other 
data support this as well." 

Enrollment-Driven 
Funding a Concern 

One major concern shared by the 
·University's entire lobbying team is 
the significant increase this bien
nium in state funding for the state 
university and community college 
systems. The $100 million hoped 
for by the University represents 
only a 12 percent increase over the 
last biennium, while community 
colleges anticipate nearly a 30 
percent increase and the state 
university system a 22 percent 
increase. To a great extent, these 
increases reflect enrollment pat
terns. Several years ago Minnesota 
adopted a new enrollment-driven 
formula to fund state higher educa
tion. As a result of the University's 
academic planning and a projected 
decline in the state's student 
population, undergraduate enroll
ment on the Twin Cities campus 
has been curtailed over the past few 
years (spring 1989 enrollment on 

the Twin Cities campus is down 
2.9 percent from the same time 
last year). This curtailment and an 
unexpected increase in the state's 
student population has meant 
rapid enrollment growth for other 
state higher education systems. 
The legislature's continued 
attraction to enrollment-driven 
funding has led the regents and 
President Hasselmo to question 
whether enrollment reduction is 
still a politically sound strategy. 

"Our enrollment plan was 
based on a fundamental assump
tion that the state's undergraduate 
population would decrease," says 
Heydinger. "But that fundamental 
assumption has not proved true. 
Instead, the reverse has happened. 
So now, other systems are request
ing not just program improvement 
money from the legislature, but 
also money to satisfy a significant 
increase in demand at those 
institutions. 

"When the University adopted 
Commitment to Focus, we said 
that if enrollment didn't decline as 
expected, we would have to re
examine our approach and return 
to the legislature for advice on 
how to proceed. No decision has 
been made yet about changing our 
present enrollment management 
policy. We are simply communi
cating our concern about this 
situation and waiting to see what 
kind of final appropriation we 
receive. Part of this is posturing
we need to send a message to the 
legislature that we cannot con
tinue to suffer relative to our peers 
within the system or our peers 
across the nation. When dollars for 
enrollment growth are taken out 
of the funding pot first, then 
program improvement monies are 
allocated proportionally across the 
board, the unique role and needs 
of the University are not being 
recognized." • 

0 THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

At our most recent Faculty Con
sultative Committee (FCC) 
meeting, we unanimously en-

3 
dorsed senior vice president Gus 
Donhowe's strategy for differentially 
distributing new money to reflect 
Academic Priorities planning com
mitments. It is our understanding 
that all deans will distribute the same 
average percentage increase for merit 
to their faculty regardless of the 
amount of new money the unit 
receives from central administration. 

Yet to be resolved is the issue of 
selectively providing a portion of the 
salary increase to either colleges or 
departments for the purpose of 
marketplace adjustment. The original 
proposal was predicated on the idea 
that colleges that were, on average, 
underpaid compared to equivalent Big 
Ten colleges would receive additional 
money to bring them up to the mean. 
The actual computation would be 
based on departmental data, then ag
gregated to assess the college's mean. 
Thus some colleges would receive 
extra funds for marketplace adjust
ment while others would receive 
none. 

Most FCC members have ex
pressed concern over this part of 
Donhowe's proposal. As one member 
aptly stated, the likely outcome will 
be to move all departments toward 
mediocrity. Our top departments 
would not receive extra money 
because they are probably paying 
above-average salaries. Weaker 
departments would receive an in
crease because they are probably 
paying below-average salaries. We 
contend that departmental quality 
must be a factor when considering 
the issue of marketplace adjustment, 
and that departments should be 
compared to their appropriate peer 
departments, not just arbitrarily 
equated with similar Big Ten 
departments. 

In other business, the FCC has 
begun consideration of a proposal 
from the Medical School to extend 
the tenure probationary period for its 
faculty from six to nine years. The 
Senate Committee on Faculty Affairs 
had a split vote on this proposal. 
Some issues are 1) whether we should 
continue to have a uniform proba
tionary period for all colleges, 2) the 
consequences of deviating from 
probationary practices at other 
universities, and 3) acceptable alter
natives that would allow Medical 
School faculty, especially clinicians 
who must carry out responsibilities 
other than teaching and research, 
more time to pass probation. We will 
discuss this topic this month. If a 
recommendation is developed for the 
senate, it will not be drafted before 
next autumn. • 
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0 YOUR 
BENEFITS: 
Q&A 

0. Why has Minnesota Mutual 
We abolished the elevated interest 
rates paid on fixed account contri
butions during the high interest 
period 1982-84, while TIAA has a 
continuing policy of paying higher 
rates on such contributions? 

A. Minnesota Mutual Life's 
fixed account recognizes that the 
return on a deposit depends on 
when that deposit is invested. 
When market interest rates in
crease or decrease significantly 
from the rate being credited to new 
deposits, a new "generation" of 
deposits is started. After that time, 
all new deposits are part of the 
new generation and receive inter
est that reflects current market 
yields. Prior generations of depos
its continue to receive interest 
that reflects the investment 
performance of assets acquired at 
the time those deposits were 
invested. 

Differences among the interest 
rates credited to various genera
tions of deposits eventually 
diminish because the income from 
the original investments support
ing each generation is reinvested at 
prevailing market rates. Thus, the 
average interest rate for each 
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generation converges toward a 
common rate. When the differences 
between two or more generations of 
deposits become relatively small, 
those generations are combined and 
one melded interest rate is credited. 

This method of creating and 
combining generations of deposits is 
a compromise between simplicity 
and equity. A system that main
tained dozens of generations indefi
nitely would be more equitable, but 
very cumbersome. A system that 
always credited one interest rate 
would be simple, but not equitable. 

The three generations of deposits 
that existed prior to 1988 were 
merged because the differences in 
their interest rates had become 
small. While there is currently only 
one interest rate, a new generation of 
deposits will be created if market 
rates increase or decrease 
significantly. 

Q. Which of our health insurance 
plans allow faculty to use the Uni
versity of Minnesota Hospital and 
Clinic (UMHC)? 

A. You have access to UMHC in 
two ways-through open access 
health plans and through physician 
referrals. Open access plans, in 
which you choose the doctor and 
hospital you want, allow you to use 
UMHC for all your medical care. 

Other health plans allow you to use 
UMHC if your plan physician refers 
you for specialized care. A written 
preauthorization from your health 
maintenance organization is 
required. 

Health insurance plans that allow 
you to use UMHC include: 

Blue Cross/Blue Shield Aware Gold 
Limited 
(open access) 

Group Health, Inc. 
(physician referral) 

HMO Gold 
(physician referral, open access to 
UMHC Family Practice Clinic) 

MedCenters Health Plan 
(physician referral) 

Physicians Health Plan 
(physician referral, deductible and 
copayments for physician services if 
you don't have a PHP physician 
referral) 

Share 
(Physician referral) 

Traditional Fee-for-Service 
(open access--UMHC doesn't offer 
this type of plan, but you may be 
covered through your spouse) 

Medicare 
(for family members of faculty or 
for those faculty approaching 
retirement) • 
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Rajender Petition Nears Settlement 
As settlement of a petition alleging 
salary discrimination against 
University academic women 
entered its final stages in mid
March, the Special Masters author
ized release of a progress report on 
settlement discussions. The report, 
issued by both parties in the dis
pute, states that each side has made 
significant compromises in order to 
avoid litigation yet resolve histori
cal issues of pay inequity. 

When final agreement is reached 
in the next few weeks, it will 
represent the first class action, and, 
consequently, the largest overall 
financial settlement yet under the 
Rajender decree. As a result, ap
proximately 1,500 female faculty 
and professional-administrative 
(P & A) staff on all University cam
puses will receive salary increases 
over the next two years. Those 
increases will total $3 million-
$2 million to be paid in 1989-90 and 
$1 million in 1990-91. While no 
back pay is included, the increases 
will apply to base salaries, which 
means that the increases will be
come a recurring part of the Univer
sity budget. 

The three original petitions com
bined in this case were filed in 
1983. Over the next four years, the 
petitioners, University administra
tors, and attorneys worked together 
to develop the data base necessary 
to carry out the two parties' sepa
rate statistical analyses. That data 
base was completed in 1987. Last 
year, the parties exchanged their 
statistical reports and began to 
explore the possibility of an out-of
court settlement. They have now 
agreed on all but a few remaining 
terms. 

The class is defined as all female 
academic employees who were 
employed at least 50 percent time 
by the University in September 
1988 and who remain employed at 
the time of distributions. Non-

regular faculty are excluded except 
those on fixed-term and temporary 
appointments who have been em
ployed at 50 percent time or more 
for more than two years. 

Particularly important is the inclu
sion of P & A and non-tenure-track 
female employees. "We have argued 
on behalf of professional-adminis
trative employees that women 
represent a higher proportion of that 
classification than of regular faculty 
and that that classification is lower 
paid than the regular faculty classi
fication," says Carolyn Chalmers, 
attorney for the plaintiffs. "The 
question is whether the P & A 
category, by virtue of the categoriza
tion itself, has disparate adverse 
impact on women. It is significant 
that P & A, non-tenure-track, and 
part-time or temporary female 
employees are included in this 
settlement. Those are people who, 
from a legal standpoint, are some
times difficult to include in class 
definitions. The settlement sum is 
much larger because they are 
included." 

According to Bill Donohue, 
University attorney, the University 
believes that P & A employees per
form different functions than 
faculty and that their salaries differ 
accordingly. "To compare the two 
groups is to compare apples and 
oranges," he says. "When the P & A 
category was created in 1980, it was 
in recognition of this fact. The 
P & A group is included in the set
tlement because they are governed 
by the Rajender consent decree, and 
it seemed patently unfair for 
women in the civil service to 
receive comparable worth adjust
ments and women faculty to receive 
adjustments under the settlement, 
but for P & A women to receive 
nothing." 

Critical negotiation problems 
have resulted from the two statisti
cal analyses undertaken to deter-

mine whether salary discrimination 
had occurred. "Our report," says 
Associate Professor Charlotte 
Striebel, statistician for the peti
tioners, "concluded there was a 12 
percent unexplained difference 
between the average salaries of men 
and women, after corrections are 
made for what I consider to be valid 
variables, like highest academic 
degree and seniority. The Univer
sity concluded that difference didn't 
exist." 

Methodological differences in 
the two analyses explain these di
verging conclusions. "Because the 
economists who have done the Uni
versity's analysis seem to be build
ing a model of the way salary 
decisions are made," Striebel says, 
"they have introduced a lot of 
variables. My philosophy has been 
to try to measure the difference 
between men and women, particu
larly those differences that might 
reasonably be attributable to 
discrimination. In doing that, I have 
been very careful about introducing 
variables that may themselves be 
tainted by discrimination. For 
example, rank is a suspicious 
variable because there is statistical 
evidence in my report that women 
are not promoted as often or as 

. rapidly as men. I also question the 
so-called market factor. Basically, 
that means how our salaries com
pare to salaries for similar positions 
at other institutions. To me, that 
simply justifies differences in 
salaries between men and women 
on the basis that everyone discrimi
nates against women." 

Dr. Rebecca Goodman, statisti
cian for the University report, 
believes that study tried to take 
into account all variables that affect 
the setting of salaries. "That in
cludes such things as highest 
degree, experience, rank, time in 
rank, and market," she says. "Our 

continued, p. 2 
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study showed a difference existed, 
but not a statistically significant 
difference." According to Donohue, 
the University thought it was im
portant to include rank because it is 
a rough measure of quality and 
market because salary decisions are 
driven by market factors (for ex
ample, the market for engineers re
quires that the University pay them 
a higher salary than required by the 
market for most CLA departments). 

As a compromise, the parties 
agreed to use market and rank data 
that distinguishes between tenured 
and untenured faculty, but that 
treats full and associate professors 
as a single group both at the Univer
sity and in the market data reflect
ing salaries at other universities. 
Based on this new analysis, the 
average annual salaries of female 
academic employees at the Univer
sity are $2,254 below comparable 
male employees for 9-month ap
pointments and $2,755 below 
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comparable male employees for 12-
month appointments. Striebel says 
that by agreeing to this compromise 
model, petitioners will get about 
half of what they originally wanted. 

Regents' Approval Next 

"In June," says Donohue, "we 
expect to present a final settlement 
to the Board of Regents. If they 
approve it, the agreement will then 
be subject to court approval and 
there will be a fairness hearing in 
front of a federal judge. All class 
members will receive notice of that 
hearing, as well as full explanation 
of the agreement. In addition, all 
members will be given the opportu
nity to opt out or not participate in 
the settlement." 

If 10 or more women ask not to 
participate, agreement is not 
effective. The University, however, 
can waive its rights under the opt
out agreement, and accept a higher 
number than 10. According to 
Donohue, the University's hope in 
entering into this settlement is to 
wipe the slate clean, because it 
would not be practical to spend so 
much money on a settlement and 
still face a large number of individ
ual claims. "I think if we can 
effectively communicate to class 
members what the agreement is, 
what it means, and how it works, 
we will not have significant opt 
outs," he says. "Once that particu
lar hurdle is cleared, we truly have 
an effective settlement. As soon as 
that happens, we will notify indi
vidual class members about the 
amount of increase each will be 
awarded under two of the agree
ment's three distribution mecha
nisms, and then we can begin to 
distribute the money." 

As currently constructed, the 
settlement has three methods for 
distributing equity raises. Of the $3 
million total, $1.5 million will go 
toward an across-the-board raise of 
3 percent for all class members. 
Another $1 million will be distrib
uted by a formula agreed to by both 
parties. "This formula is what I 
would describe as a crude regres
sion," Donohue says. "Based on 
data from this regression, we can 
identify the difference between a 
woman's actual and predicted 
salary. Some female academic 
employees make more than their 
predicted salaries and some make 

less. We will divide all class mem
bers into four groups and assign 
from one to four points to each 
group, depending on where the 
salaries of group members fall on 
the regression. Those who are most 
'disadvantaged' receive the most 
points. All the points are totaled 
and a dollar value is assigned to 
each point. Each class member is 
then awarded the dollar value of her 
total points." 

The agreement's third distribu
tion mechanism earmarks $500,000 
to accommodate women who, after 
receiving salary increases through 
the first two methods, still believe 
they did not get enough money. "It 
allows them to come in and say, 
'My salary is still too low and here 
are the reasons why,"' says 
Donohue. "A special committee 
appointed in the agreement will 
evaluate those claims and make a 
decision. Most of the mechanics of 
that committee's operation are 
spelled out in the settlement, and 
members will be announced with 
the final agreement." Chalmers 
believes this kind of individualized 
determination process will espe
cially benefit the members of 
traditionally female-dominated 
departments. 

In addition to making financial 
equity awards, the settlement looks 
to the future by including a non
retaliation provision. "This provi
sion will help ensure that these 
equity increases do not result in 
reduction in the pay women would 
otherwise receive through the merit 
or retention systems," says 
Chalmers. "The agreement requires 
that the University maintain the 
data base developed for the statisti
cal studies and that the data be 
public. For the next three years, the 
University also must undertake 
annual gender-based studies of 
regular pay increases to assess 
whether they are having any dispa
rate impact on women. Those 
studies will be provided to inter
ested faculty committees." 

One message Donohue wants to 
clearly convey to academic admin
istrators is that all calculations 
regarding distribution of the settle
ment money will be made centrally. 
Departments will be responsible 
only for the accounting normally 
associated with salaries. "Depart
ments won't be receiving a pot of 



settlement money they then have 
to decide how to distribute," he 
says. "Nor will they have to take 
this money out of their merit 
increase salary pool. The merit and 
market components of next year's 
faculty salary increase strategy are 
completely separate from the 
equity component." 

While departments won't have 
to take the equity money out of 
their salary budgets, it will come 
from the University's legislative 
appropriation, generally reducing 
the amount of funding available to 
do other things. • 

0 THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

Early in May, the Senate Consulta
tive Committee (SCC) considered a 
number of issues that should be of 
interest to you. Most of these items 
will have been either acted upon or 
reported as information at the May 
18 senate meeting, but it is impor
tant they be shared with all faculty. 

• To the consternation of Twin 
Cities faculty and students, in 
February the Twin Cities Assembly 
passed a calendar for 1990-91 
limiting spring break to only three 
days. Because of the unusually early 
start of the state fair that year, 
second summer session had to be 
moved up to avoid scheduling con
flicts on the St. Paul campus. Ev
erything else had to be moved up as 
well, leaving an abbreviated spring 
break. It appears we are locked into 
an early summer school schedule 
because dorm space for late sum
mer has already been committed to 
the Special Olympics. To keep 
these commitments and still 
expand spring break, Professor 
Montgomery of the Calendar 
Committee has proposed dropping 
the study day and compressing the 
exam schedule by replacing one 
exam day with exams offered Friday 
and Saturday nights. Those two 
exam nights would be reserved for 
courses held during hours when the 
fewest classes are scheduled. The 
sec unanimously voted to present 
this altered schedule to the senate 
this month. 

• After discussing with President 
Hasselmo the implications of the 
Senate Committee on Educational 
Policy's (SCEP) recent 7-3 vote 
against changing to semesters, 
sec members decided not to 
present a motion for such a change 
to the Twin Cities Assembly. 
While there was considerable 
sentiment that this issue should 
not be revived for the next several 
years, we agreed with the presi
dent that it could be reopened pro
viding advocates for semesters 
carry the burden of proof. 

• The speedy integration of Con
tinuing Education and Extension 
(CEE) and day-school records was 
recommended by SCEP. The SCC 
endorsed this as a priority issue 
and voted that it should go to the 
senate. 

• SCEP also proposed a policy to 
have class hours per week equal 
the number of course credits. The 
proposal recognizes that excep
tions will occur and laboratory 
sessions would be credited at a 
reduced ratio. While SCC gener
ally agreed with the proposal, 
members decided to introduce the 
subject for discussion at the May 
senate meeting. Senate action 
will thus be delayed until next 
fall. We are one of the few institu
tions in the country to offer so 
many courses that do not match 
contact hours with credits 
awarded. Some of our colleges 
strictly follow a 1:1 ratio, while 
others vary substantially. The ar
gument in favor of such variation 
is that we should be flexible 
enough to recognize that instruc
tion can extend beyond the formal 
classroom. 

• SCEP forwarded a recommenda
tion from its Committee on 
Undergraduate Education for a 
program that would award 
$900,000 over four years for devel
opment of improved large-class 
instruction. Departments would 
be expected to pick up any added 
costs after the first year. sec 
returned the proposal to SCEP for 
further refinement, pointing out 
that the pressing problem is not 
lack of innovative ideas for teach
ing large classes, but lack of ade
quate regular funding for such in
struction. It was also pointed out 
that academic affairs does not 
have $900,000 available for this 
proposal. 

3 
Members of SCEP should be ap
plauded for their hard work and 
thoughtful contributions on these 
and other items this year. • 

Training Program for 
Academic Administrators 
Begins Next Fall 

Over the past few months, Academic 
Affairs and Management Planning 
and Information Services (MPIS) have 
begun planning a new administrative 
training program scheduled to debut 
next fall. 

The idea is not new. Discussion 
about the critical need for such a 
program appeared in the Merwin 
report on faculty vitality in the early 
1980s, the Swan report on faculty 
development in 1987, and last year's 
Senate Judicial Committee report on 
the adjudication of faculty disputes. 
Long-standing faculty concern about 
adequate administrative preparation 
and support has now been matched 
by an enthusiastic mandate from 
President Nils Hasselmo and Acting 
Vice President Shirley Clark. 

Program coordinator Tim 
Delmont, MPIS, has conducted in
depth interviews and a systemwide 
focus group meeting with faculty, 
staff, and administrators that have 
yielded a preliminary plan for new 
orientation and briefi.ng activities to 
begin next fall. This spring, Delmont 
and Carol Carrier, assistant vice 
president for academic personnel, 
will draft a plan for summer review 
by Clark, deans, and the Senate Com
mittee on Faculty Affairs. 

To supplement orientation and 
briefing activities, Delmont hopes to 
implement two other focus group rec
ommendations this summer: 1) a 
handbook for academic administra
tors that provides an overview of the 
University's organizational structure 
and information and advice about 
institutional politics and culture, and 
2) a plan for a series of follow-up 
leadership seminars that deal with 
key administrative issues, such as the 
management of laboratories. "Orien
tation will provide the first taste of 
administrative preparation," says 
Delmont, "but we know there are 
several major issues that are too 
complex to be presented during those 
sessions. We hope to offer one-stop 
seminars on those issues, inviting 
administrators who would be most 
interested." Additional activities 
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probably will be developed in the 
coming year. 

The orientation series, which is 
designed primarily for new depart
ment chairs/heads and could span a 
full year, would likely cover two 
broad areas: key administrative 
practices (personnel and budgeting) 
and collegial relations (creation of a 
supportive climate for faculty, 
curricular and scholarly leadership, 
and decision-making processes). 
New deans and the several new vice 
presidents to be appointed within 
the next half-year will participate in 
individual orientation briefings 
specifically tailored to each 
position. 

"What the University is trying to 
do-conscientiously looking at the 
human side of management-hasn't 
been done on this scale and with 
this much collaboration at any 
other large university," says 
Delmont. "Some, like Wisconsin, 
Illinois, and Texas, have attempted 
orientation programs, but have not 
provided follow-up support or 
additional services. Nor have they 
sought the kind of systemwide 
input we have. Our best ideas have 
come directly from faculty, staff 
administrators, department chairs, 
and deans." • 

Footnote's summer schedule: 
June 27, July 25, August 29 
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A change in Bush Sabbatical Pro
gram funding has been made by 
Educational Development. Instead 
of providing 30 percent of salary, 
Bush sabbatical grants will now 
provide a lump sum payment of 
$15,000. Faculty Consultative 
Committee (FCC) members unani
mously disapprove of the change on 
the grounds that it discriminates 
against higher paid faculty and 
because the policy shift was made 
without adequate faculty consulta
tion. The committee will be dis
cussing possible action in regard to 
this change. 

Next year's senate commmittee 
chairs will be: Warren Ibele (me
chanical engineering), faculty 
consultative; John Clark (sociology), 
educational policy; David Dittman 

. (accounting), faculty affairs; Walter 
Weyhmann (physics), finance and 
planning; David Noble (history), all
University honors; Laura Cooper 
(law), equal opportunity for women; 
Jane Carlstrom (communication 
disorders), handicapped services; 
Jack Merwin (educational psychol
ogy), intercollegiate athletics; Amos 
Deinard (pediatrics), judicial; 
Stanford Lehmberg (history), librar
ies; Bernadine Feldman (nursing), 
student affairs; Florence Ruhland 
(nursing), student behavior; and 
Larry Bowers (laboratory medicine 
and pathology), support services. 

Shirley Clark, acting vice president for 
academic affairs, has accepted a rec
ommendation from the Senate 
Committee on Educational Policy 
(SCEP) for the appointment of a 
University-wide task force to 
examine current liberal education 
requirements. The membership and 
charge for that task force, which 
should be in operation by next fall, 
is now being determined. 

At its May meeting the senate will 
be voting on a SCEP proposal to en
hance the annual Morse-Alumni 
awards that recommends each 
award include $2,500 for the recipi
ent and $2,500 for the recipient's 
home unit (for the awardee's use in 
furthering undergraduate education) 
every year for three years. 

FCC members have expressed 
concern to President Hasselmo that 
the final composition of several of 
the various vice presidential and 
provost search committees differs 
radically from their original mem
bership suggestions. Hasselmo said 
that, although the starting point 
had been the list of names from 
FCC, many on that list had declined 
to participate. He assured members 
that he tried to compose representa
tive committees and intends to 
superintend the searches closely, 
making sure no stone is left un
turned in finding the best possible 
candidates. It was requested that, in 
the future, the president consult 
with FCC whenever search com
mittee composition is drastically 
altered from its recommendations. 

Rajender Pay Petition Nears Settlement 

New Administrative Training Program 
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Task Force Evaluates Support Units 
As part of the University's continu
ing commitment to improve aca
demic programs, a Twin Cities task 
force chaired by Professor Richard 
Goodrich recently reviewed nine 
service units with major academic 
impact. Goodrich emphasizes that 
the committee's work is only the 
first step toward enhancing and 
better monitoring support unit per
formance. During the next few 
months, the provost's office and the 
senate will determine which of the 
committee's recommendations will 
actually be implemented. 

General 
Recommendations 

Although task force subcommittees 
examined nine units individually, 
the report includes a set of recom
mendations applicable to all Twin 
Cities support and service units. 
These are: 
• require unit mission statements 
• require annual presentation of 
unit objectives to appropriate vice 
presidents 
• conduct periodic financial audits 
• conduct regular in-depth unit 
reviews 
• appoint faculty-user consultative 
committees to guide units' strategic 
planning and operating policies 
• conduct regular surveys of user 
and potential user satisfaction 
• improve information to potential 
users about services provided 
• initiate unit personnel training 
and recognition programs. 

Highlights from the commit
tee's report are below. 

Intercollegiate Athletics 

The task force offered a dozen 
recommendations designed to move 
intercollegiate athletics closer to 
the University's academic mission. 
Surveys revealed that faculty and 
administrators have relatively little 
interest and involvement in inter
collegiate athletics. In addition, 

there is considerable disapproval of 
recent scandals and concern about 
the way athletics distort academic 
priorities (lower academic standards 
and provide special privileges to 
athletes). These feelings seem to be 
aimed more at men's than women's 
athletics. Three quarters of the 
respondents argued for modest re
forms and one quarter for radical 
reforms in the unit's operations. 
Among modest reformers, 72 per
cent favored a "get tough" policy. 

To address these concerns, the 
task force recommends that athletic 
staff become more involved in the 
University community (through 
committee membership or post
game talks) and faculty become 
more involved in athletic programs 
(through "guest coach" and faculty 
mentor programs). Committee 
members believe it is essential that 
athletic directors be made aware of 
prevailing faculty sentiment as 
revealed in the survey, so they can 
make efforts to regain public trust. 

Although there is evidence that 
the grade point averages and gradu
ation rates of athletes have im
proved in the past few years, the 
problem of "fragile" students (ad
mitted through General College 
because they are inadmissible 
through other colleges) remains. 
The report noted that the highly 
successful Academic Counseling 
Unit, which assists both the men's 
and women's athletic programs, is 
overworked because of the burden 
of fragile students. Committee 
members recommend that the Uni
versity recruit better qualified 
student athletes and shift the role of 
that counseling unit toward career 
planning and other kinds of assis
tance. They also suggest that 
athletic scholarships be offered only 
to students who meet admission re
quirements of degree-granting 
colleges and that athletic adminis
trators be routinely evaluated on 
their success in meeting academic 
expectations. 

The report favors tightening of 

administrative accountability for 
athletic directors, pointing out that 
the men's athletic department 
failed to submit a planning docu
ment to the provost in both 1987 
and 1989. In addition, the commit
tee recommends that the reporting 
line for athletic directors be 
changed from the president to a 
vice president, and that the selected 
vice president exercise stronger 
authority over athletic program 
budgeting and planning. 

Personnel 

Personnel includes employment, 
labor relations, employee benefits, 
and organizational development. 

This unit, according to the 
report, views its chief clients to be 
civil service employees. Managers 
who hire and supervise those em
ployees have no direct input to the 
department, resulting in the belief 
of many that personnel does not 
sufficiently meet administrators' 
needs. In response, the task force 
recommends that 1) the personnel 
department mission statement be 
revised to indicate that its primary 
clients are employers and employ
ing units, and 2) an oversight 
committee of academic administra
tors be established to advise the 
director of personnel. 

The committee counsels the 
department to change its approach 
from reactive to proactive, espe
cially in the employment area, 
where focus should be more on in
suring successful hires than regulat
ing the process. Surveys revealed 
broad-based dissatisfaction with the 
Job Evaluation Questionnaire, lead
ing the task force to recommend 
that time required to prepare and 
evaluate the questionnaire be 
reduced and that supervisors be 
allowed to include required and de
sired skills in position descriptions. 

Another recommendation 
suggests that personnel work with 
units to identify important secre-
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tarial skills, then develop and ad
minister to applicants appropriate 
tests for those skills. The commit
tee believes such skill-testing 
should be expanded to a broader 
range of civil service positions. 
Also, career development programs 
should be enhanced to ensure that 
employees have advancement 
opportunities. 

Physical Planning 

Physical planning comprises space 
programming and management, real 
estate coordination, building 
planning, engineering and architec
ture, and construction 
administration. 

The report cites evidence that 
physical planning and academic 
planning are poorly integrated 
(academic priorities and building
use plans are treated as separate 
issues; physical planning often lacks 
adequate program information 
before capital requests are submit
ted to the legislature, resulting in 
uninformed estimates). Physical 
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Advancement Office in Waseca and the 
University Relations office in Duluth. 

Footnote is intended as a communica
tion forum for its entire readership, not 
as an official document of the Faculty 
Consultative Committee. Letters on 
University issues are invited from 
faculty and administrators. Letters 
selected for publication, which may be 
edited for length, in no way reflect the 
opinions of Footnote's publishers. It is 
suggested that letter writers limit 
themselves to one double-spaced page. 
Send letters to Footnote, 6 Morrill Hall, 
100 Church Street S.E., Minneapolis, 
MN 55455. 

The University of Minnesota is commit
ted to the policy that all persons shall 
have equal access to its programs, 
facilities, and employment without 
regard to race, religion, color, sex, 
national origin, handicap, age, veteran 
status, or sexual orientation. 

planning's lack of consultation, 
especially since its advisory com
mittee disbanded several years ago, 
has meant unilateral decisions that 
sometimes seem unwise or capri
cious. The task force recommends 
formation of a vice presidential
level administrative committee to 
systematically consider all aspects 
of planning, and th~ establishment 
of a new planning commission to 
specifically assist physical 
planning. 

A user survey indicated wide
spread dissatisfaction with the 
quality and cost of physical plan
ning. Many respondents com
plained about delays in planning, 
design, and construction, which 
increased cost and were due to poor 
communication between the unit 
and its clients. To address these 
problems, committee members 
asked that: 1) the rate structure be 
reviewed to assure reasonable 
charges, 2) a stronger advocacy role 
on behalf of academic departments 
be adopted by physical planning in 
arranging remodeling and construc
tion work, 3) the accuracy of cost 
estimates be improved, and 4) all 
costs incurred by units to comply 
with code requirements be paid by 
central administration. 

The interface between physical 
planning and physical plant opera
tions (PPO) is described in the 
report as problematic. Physical 
plant operations complains that it 
must maintain buildings for which 
it had no planning input (for ex
ample, buildings have been de
signed with windows or skylights 
that are inaccessible for cleaning). 
Units reporting a malfunction in a 
new facility often get caught in 
crossfire between the two depart
ments, each claiming the other is 
responsible for a solution. Accord
ing to the report, "The high level of 
academic department frustration 
with these two support units 
cannot be overstated." 

Three final recommendations ask 
that the senior vice president for 
finance immediately address the 
communication, coordination, and 
management problems in physical 
planning; that a space assignment 
protocol be established; and that 
the Minnesota Space Facilities 
Model be revised. 

Physical Plant 
Operations 

Physical plant operations includes 
remodeling, custodial and grounds, 

environmental, heating plant, and 
maintenance. 

Survey responses from deans, 
directors, and department heads 
indicate that 44 percent think 
PPO's overall service is good to 
excellent, 43 percent think it is 
average, and 14 percent think it is 
poor to terrible. In contrast, 46 
percent of principal investigators 
rate it poor to terrible and 19 
percent think it is good to excellent. 
Both groups were very dissatisfied 
with costs. 

The committee observes that 
recent organizational changes have 
not improved the situation at PPO, 
urging continued effort at imple
menting legislative audit recom
mendations. Members suggest that 
PPO be better integrated into new 
building and remodeling projects; 
that it implement a clear, consis
tent rate policy that takes into 
account competitive rates of out
side providers; that the all-Univer
sity hazardous waste committee be 
reconstituted; and that a compre
hensive review of building condi
tions be conducted to determine the 
extent of deferred maintenance 
needs. Differing from the legislative 
audit, the task force also argues that 
non-University utility customers 
should be charged at least as much 
as University units are charged. 

Purchasing 

Over 95 percent of all survey 
respondents indicated a neutral to 
very satisfied response to the 
services provided by this unit, 
noting that major improvements 
have been made over the past sev
eral years in meeting the needs of 
academic departments. The task 
force agrees with unit administra
tors that purchasing's highest 
priority is the computerization of 
records and integration with the 
University's general ledger. Because 
nearly one fifth of faculty respon
dents expressed strong negative 
opinions about the current regents' 
policy requiring competitive bid
ding for all purchases over $2,000, 
committee members recommended 
that policy be reviewed in consulta
tion with academic users. 

Student Support Services 

Student support services comprises 
admissions, prospective students, 
registration, and financial aid. 

Although considerable effort in 
this unit has gone into planning 
during the past few years, consulta-



tive activity with faculty and 
academic administrators has been 
limited. The task force recom
mends that: 1) faculty be routinely 
involved with the development of 
student support services' strategic 
plans, 2) the vice president for 
student affairs report directly to the 
senior vice president for academic 
affairs, and 3) more attention be 
paid to the needs of graduate and 
professional students. Committee 
members argued for a broader 
mission definition for financial aid, 
giving the office more flexibility in 
using both merit-based and need
based aid to support academic 
goals. 

Concerned that expenditures are 
higher than for similar units at peer 
institutions (for example, costs per 
recipient in financial aid are be
tween 50 to 100 percent higher 
than at peer schools), the task force 
acknowledged the unusually wide 
spectrum of services provided by 
this unit. However, to assure the 
operation is as efficient as possible, 
the committee asked that a group 
be appointed to examine unit mis
sion and priorities and that all 
current positions in the unit be 
checked for accurate level and wage 
classification. 

Support Services 
and Operations 

Support services and operations 
(SSO) includes income-generating 
operations such as bookstores, 
printing and graphic arts, food 
service, housing, transportation, 
and technical services. 

To improve the level of faculty
student input, the task force 
suggests that SSO's current advi
sory committees be replaced with a 
single consultative committee that 
focuses on planning and policy. 
This is consistent with the senate's 
recent creation of a new Support 
Services Committee, chaired next 
year by task force member Larry 
Bowers (two other task force 
members will also serve on that 
committee). Members also recom
mend that a study be undertaken to 
identify other University income
generating units that might be 
more appropriately placed under 
the SSO management umbrella. 

Survey respondents were more 
dissatisfied with parking than any 
other campus service. While the 
University pursues long-term solu
tions to this pressing problem, the 
committee strongly urges explora-

tion of short-term solutions such 
as leasing of additional space and 
maximum use of contract ramps 
during off-peak hours. 

University Police 

The task force survey indicates a 
general satisfaction with the 
service of the University Police. 
However, 72 percent of the re
spondents were concerned with 
the security of personal property 
on campus. In response, the com
mittee recommends that the 
police, in consultation with a 
proposed faculty-user committee, 
formulate a policy for improving 
campus security. 

University Relations 

University relations includes news 
service, special events, and publi
cations. The task force reports 
that the unit, although a steady 
supplier of high-quality publica
tions and press releases, has been 
in a "crisis of mission and leader
ship, and has lacked coherence, di
rection, and purpose." Committee 
members are hopeful that a new 
director soon to be hired will take 
an assertive leadership role and es
tablish a recurring funding base for 
unit operations, which rely in
creasingly on soft funding. 

Unconvinced that recent 
proposals for the further decen
tralization of University commu
nications activity will improve 
internal and external relations, the 
task force favors the strengthening 
of central coordination through 
the establishment of a University
wide Communications Council 
composed of deans and communi
cations managers from each 
college. To make a confused and 
redundant internal communica
tion system more rational, mem
bers also propose the development 
of a plan to efficiently distribute 
information to academic units. • 

Task force members included: 
Professor Richard Goodrich 
{chair}; Professor Larry Bowers; 
Ellen Dahl, civil service; Professor 
Vernon Eidman; Ivan Fletcher, 
MPIS; Associate Vice President 
Edward Foster; Professor Virginia 
Gray; Professor Darrell Lewis; 
Professor Bruce Overmier; Myrna 
Smith, associate to the Graduate 
School dean; Professor Matthew 
Tirrell; Matthew Traxler, student; 
and Carol Balthazor, staff support. 

0 THE 
CHAIR'S 
REPORT 

By Mark Brenner 
Chair, Faculty Consultative Committee 

At a May FCC meeting, Dean Brown 
proposed that the tenure probation
ary period for the Medical School be 
extended from six to nine years to 
allow adequate time for faculty to 
establish research records. Under the 
current system, faculty must have 
their files ready for evaluation in only 
four and a half years to allow time 
for the tenure review process and for 
notification provisions. Dean Brown 
argued that is too short a period to 
establish a proper publishing record 
in first-rate journals and to obtain 
grant funding. This is especially a 
problem in the clinical sciences, 
where research often involves investi
gation of patient experiences over 
time. Dean Brown's proposal calls for 
a thorough review of all probationary 
faculty every three years. Those 
whose accomplishments warrant it 
could be promoted early. 

One FCC member pointed out 
that some sciences require faculty 
hires to have three years of post
doctoral experience, in essence 
already giving faculty nine probation
ary years. Another agreed that a 
longer probation would let new 
faculty attempt more creative, high
risk, or long-term research. Some 
faculty have expressed concern that 
an extension would lead to escalation 
of requirements for tenure. Several 
FCC members concurred, but said 
tenure decisions would benefit from a 
larger information base. Many felt we 
should consider extending probation 
for the entire University. We decided 
to create a task force to examine all 
the issues and possibly to develop a 
proposal for senate review. 

My term ends this month, so this 
is my last column. It's been a chal
lenging, rewarding experience. I was 
especially fortunate to have an out
standing group of faculty colleagues 
who so effectively contributed to the 
FCC. We have established a warm 
working relationship with the presi
dent and the senior vice president; 
their receptivity to our concerns and 
questions has been appreciated and 
will be the foundation for continued 
positive interaction. The creative, 
energetic support of Gary Engstrand 
was invaluable, and Gayle Grika has 
done a marvelous job developing 
Footnote as an important communi
cation vehicle for the faculty. • 



0 YOUR 
BENEFITS: 
Q&A 

Q. What are faculty options for 
purchasing post-retirement long
term care insurance? 

A. Although there is strong need, 
the University does not offer 
faculty a long-term care insurance 
benefit, either on an employer-paid 
or employee-paid basis. This is a 
relatively new product still in its 
first stages of development, and 
although benefits and coverages for 
this kind of product have gotten 
better over the past few years, 
there is still need for improve
ment. In addition, since there has 
been limited claim experience on 
this product, insurance companies 
have a difficult time determining 
what the actual cost is going to be 
in the future. We believe it is best 
for the University to continue 
studying these issues before 
offering or endorsing a product. 

If you would like to find out 
more about long-term care insur
ance, contact one of the agencies 
below. Both offer publications on 
this topic. 

Health Insurance Association of 
America 

Information Service 
1001 Pennsylvania Ave. N.W. 
Washington, DC 20004 
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Support Service Unit Task Force Report 

State of Minnesota 
Department of Commerce 
Insurance Division 
Metro Square Building 
7th and Robert St. 
St. Paul, MN 55101 

Q. What has happened this year 
with the Reimbursement Accounts 
program for setting aside pre-tax dol
lars to cover anticipated medical 
expenses? 

A. As you recall, last January Em
ployee Benefits temporarily sus
pended participation of the highly 
compensated (those earning over 
$52,235) in the Medical Reimburse
ment Account program. This deci
sion was based on the fact that the 
University must now satisfy a series 
of federal nondiscrimination tests on 
its welfare plans (health, dental, re
imbursement accounts, etc.). Since 
that date, we have been working 
steadily to resolve this issue, but 
because of lack of regulations from 
the Internal Revenue Service, it has 
been difficult, if not impossible. 
Therefore, until some guidance is 
available, we will have to continue 
the suspension. 

There is now proposed legislation 
before the Congress that would sim
plify the nondiscrimination testing, 
but if it is passed it will eliminate 
the medical and dependent care 
reimbursement accounts for some 
highly compensated employees. 
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0. What kinds of proofs of medi
c'"J' bills are acceptable for the Re
imbursement Accounts program? 

A. In addition to the claim form, 
acceptable proofs of payment 
include: 

Prescription drugs: Some form of 
receipt from the druggist showing 
the co-payment required and a 
cancelled check (or photocopy of 
the check) showing the co-payment 
was paid. 

Spouse's health insurance premi
ums paid through another em
ployer: Photocopy of spouse's pay
check stub showing health insur
ance premium deduction or a signed 
statement from the spouse's em
ployer stating the amount of health 
insurance premiums paid. 

Deductibles and co-payments: A 
statement from the health or dental 
insurance carrier stating what de
ductibles or co-payments the 
employee is responsible for and a 
cancelled check (or photocopy of a 
check) showing that the deductible 
or co-payment was paid. NOTE: 
expenses cannot be reimbursed 
through the account if paid by the 
employee's or the employee's 
spouse's insurance company. 
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