
 Minutes∗ 
 
 Faculty Consultative Committee 
 May 3, 1990 
 
 
Present: Warren Ibele (chair), Amos Deinard, Norman Kerr, J. Bruce Overmier, Ronald Phillips, 

Burton Shapiro, Michael Steffes, Charlotte Striebel, James VanAlstine 
 
Guests: Assistant Vice President Carol Carrier, President Nils Hasselmo, Barbara Muesing, 

Maureen Smith (Brief) 
 
 
1.   Discussion with Assistant Vice President Carrier 
 
 Professor Ibele welcomed Dr. Carrier to the meeting.  She began her comments by informing the 
Committee that her office has compiled an inventory of TA development activities from everywhere on 
campus; the inventory will be continually updated and made available to those who wish to use it. 
 
 She next told the Committee about efforts underway in faculty development.  A proposal is being 
developed for the Bush Foundation on faculty development for newer faculty and focussed on 
undergraduate teaching (per Bush guidelines).  If the grant is obtained it would be for $200,000 per year 
for three years with a possible renewal for three additional years.  An advisory committee has been 
established to plan the proposal; part of the effort has been a survey sent to all 1169 faculty at the 
University who have been here between one and eight years (inclusive).   
 
 Dr. Carrier distributed copies of the survey as well as responses from the 50% who had responded 
by the date of this meeting (additional responses are expected and many had been received which were 
not included in this preliminary summary).  Some of the findings: 
 
 -- Faculty look to their department heads for information and support as they come into the 

University.  Senior faculty are also a source of help.  Most, however, do not say they have 
a mentor, although several Committee members observed that "mentor" is a strong term.  
Departmental secretaries are also a big help. 

 
 -- Of the items that cause stress for faculty, research and scholarship are high on the list; 

teaching causes less stress than expected, in part, perhaps, because many are coming in 
with experience--a surprising amount of experience, in some cases. A more cynical 
explanation is that since teaching is not considered important it doesn't cause stress.  The 
multiple roles faculty are expected to play is also a source of stress.  Several noted that 
research and scholarship should be a source of stress; faculty who don't establish 
themselves in these areas will not survive.  It was also suggested that senior faculty might 
rate these two items the same way. 

 
 Once complete, Dr. Carrier said, the results will be used to shape the Bush proposal to ensure that 
the actual needs of faculty are addressed.  
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 It was interesting, thought one faculty member, that about one-third of the faculty regard 
themselves as good at teaching and related activities--which reminded him of the statistic that 80% of all 
teachers believe they are in the top 10% of teachers.  Another pointed out that student evaluations of 
instruction also consistently rank 75-80% of the faculty as above average or much above average; the 
Lake Wobegon syndrome appears to prevail. 
 
 On other matters, the review of the Bush Sabbatical program has been completed; Academic 
Affairs, she reminded the Committee, decided to award $15,000 or 30% of the individual's salary.  
Decisions have been made for this year on the Morse-Alumni award winners for contributions to 
undergraduate education (with a greatly enhanced award); the award ceremony, the 25th anniversary of 
the program, will be on May 16. 
 
 The pilot program for first-year faculty has been completed; it went well but the attendance was 
disappointing.  Upon being asked why they did not attend, the response has been that new faculty are 
interested but "totally overwhelmed."  That is important information which will be taken into account in 
future programming; people who did attend, however, thought very highly of the sessions.  It was 
suggested to Dr. Carrier that at some point a follow-up study be conducted to determine if those who 
participated turn out to better understand and have a more informed view about the University than those 
who did not; if there is no difference between the groups the program is not worth the effort.  Dr. Carrier 
concurred and said that such plans were afoot.  It may also be worth considering, as part of the proposal 
to the Bush Foundation, whether money should be funneled back to colleges and departments--which may 
have ideas about what can most effectively be done for their junior faculty. 
 
 One Committee member recalled the Swan committee report on faculty vitality and its 
recommendations and suggested that it may have been lost among the concern about faculty salaries.  Dr. 
Carrier pointed out that one of its recommendations was that the sabbatical program be expanded, and 
supplements ($150,000) provided so that more faculty could afford it; there has not been any money set 
aside for that purpose.  Sabbaticals are under-subscribed; about one-third of those eligible take advantage 
of them--whereas the single quarter leave program is always over-subscribed.  A more flexible approach 
might be in order, she suggested, such as perhaps two quarters off at two-thirds pay (rather than a year off 
at half pay).  The present plan, several Committee members observed, entails a significant financial 
sacrifice for faculty who take the full year. 
 
 Dr. Carrier was cautioned by one that all focus and effort should not be on new and junior faculty; 
most departments are "tenured up" and many of the faculty will be here a long time.  Attention must be 
given to ensuring that senior faculty remain vital, that they remain innovative contributors to their 
disciplines.  A sabbatical program is one tool which can be used.   
 
 On another topic, it was recalled that the Senate voted down the proposal for faculty evaluation, the 
other side of which is faculty development.  At some point, it was suggested, the topic will have to be 
dealt with again.  The Senate vote was not surprising, in some respects; another pointed out that when the 
total amount of money available for raises is about equal to inflation raises for some will mean "cuts" for 
others.  It will probably be necessary to return to the Senate and have an evaluation program tied in with a 
faculty development proposal.  And the proposal itself, the Committee agreed, had not been well-framed. 
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 There needs to be sufficient funds, it was argued, so that all who are performing adequately could 
receive cost of living increases each year; in addition, there must be a pool of funds which can be used to 
award merit increases, which would be based on periodic reviews. At present departments vary 
considerably in the quality of the annual reviews they conduct; it is also not clear to many faculty the 
criteria that are used.  Nor, it was added, does the rhythm of research fall into neat annual patterns; 
writing a book or conducting crop research often takes a period of years, during which there will be little 
to show for the effort.  The periodic review, with sufficient funds, would be a more appropriate 
mechanism.  Dr. Carrier concurred and noted that such a plan is very similar to how the step system 
works.  She also reported that Dr. Kuhi has expressed interest in appointing someone to gather 
information about the various salary plans which exist, which information could then be provided to a 
task force to make recommendations about what the University should do.   
 
 The present system, it was remarked, works fine for the "stars," who are mobile enough that they 
can command the salaries they want.  The system does not work, however, for the majority of the faculty. 
Another added that the system specifically does not reward excellence in undergraduate teaching; the 
"stars," moreover, can move around in part by ignoring undergraduate education. 
 
 Another possibility pointed out by one Committee member would be for faculty to switch places 
with a colleague at another institution; it would serve the same purpose as the sabbatical without the cost. 
 
 Dr. Carrier next turned to materials outlining the appointment and review provisions for deans.  
College constitutions have a variety of provisions; President Hasselmo, she reported, is moving toward a 
system of three-year initial appointments with annual reviews thereafter.  Recommended language to that 
effect is being considered by the Cabinet and Board of Regents.  Also distributed was a list of all current 
deans, their initial dates of appointment, and date of their last review (if any).  One dean is currently being 
reviewed; preparations for another review are in progress.  One objective is to organize the procedures 
which govern the reviews--to at least bring some uniformity to the process.  The intent will also be to 
have uniform appointments--which will make the review schedule more manageable.  The reviews in 
some cases, under the current arrangements, "have gotten lost" in the press of other business. 
 
 Committee members urged that the annual reviews be pro forma in some years but extensive in 
others; annual extensive reviews would be a waste of effort but the faculty must be assured there will an 
episodic major evaluation.  Dr. Carrier concurred.  There was also concern about the deans becoming 
"lame ducks" after the three years; the faculty might not take the dean seriously.  Dr. Carrier rejoined that 
the dean could be renewed for year after year; concern remained, however, that some efforts may take a 
long time and cooperation by the faculty might be diminished if the tenure of the dean is uncertain.  Even 
with a contract, Dr. Carrier pointed out, there are reviews.  There must also, it was said, be an explicit 
definition of what the major review will consist and when it will be conducted.  Another observed that 
even a longer-term appointment is not an absolute contract; the President has the authority to remove a 
dean who is not performing well. 
 
 President Hasselmo told the Committee that the reason for the initial three-year appointment and 
annual appointments thereafter is the problem the University has had with long-term appointments, 
terminations, buy-outs, and so forth.  The review process can be separated from the employment contract; 
there is no reason there cannot be a major periodic review after the initial three-year appointment. 
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 One Committee member urged that the University keep in mind that administration is not 
necessarily a life-time move.  Administrators are, first of all, faculty members; being removed from a 
deanship or department headship is not a bad thing.  If individuals are brought in only as administrators, 
however, then a problem is created. 
 
 Professor Ibele thanked Dr. Carrier for her presentation. 
 
2.   Discussion with President Hasselmo 
 
 Searches  Professor Ibele welcomed Dr. Hasselmo to the table and began by noting that the 
Committee wished to raise with him the general subject of searches.  Both because of legal reasons and 
because of administrative successions, the searches recently have taken a long time and, in the view of 
some, involve too many people.  The Committee would like to participate in a discussion of the review of 
the search process. 
 
 The President agreed that the subject needed attention.  With the expiration of the consent decree 
there is a need to determine what the procedures of the future will be; there are several groups which have 
been considering this for some time and recommendations will be forthcoming soon.  It should be 
possible, he said, to bring recommendations on post-Rajender search policies to the Committee by early 
Fall, after the several groups have provided comments; the recommendations would cover both faculty 
and administrators (with whatever differences between them might appear reasonable).  One option might 
be a continuous search process (which permits opportunistic hiring). 
 
 In general, the President commented, there must be a balance between the policy that controls the 
process and the needed flexibility to be opportunistic in the best sense.  One can suspect that the 
University has lost talented individuals because of the protracted search process. 
 
 His own view of the vice presidential searches, he said, is that their length has in part had to do 
with requirements for advertising and waiting to conduct interviews; another factor has been the sheer 
number of applications which have been received (up to 300 and more in some cases).  There are, 
however, procedural issues which must be addressed, including, perhaps, the size of search committees.  
Smaller committees, he opined, would probably be better; to have distinct representation for various 
constituencies is not the best solution, he added, and said it would be better to select individuals who are 
trusted broadly within the constituencies. 
 
 The President was asked if he was satisfied, once the names had been submitted to his office, that 
the process ran smoothly.  The President said he thought it did; any pressures, for instance, that he 
received were entirely within expectations.  It was clarified that the Committee had not received copies of 
the itineraries of the candidates; President Hasselmo said that all groups should so that each knew who 
was interviewing the candidates.  The pattern has largely been the same, he said. 
 
 He has also done some assessment of the slate of candidates before it was brought forward; on 
occasion the checking has been very time-consuming.  In one instance he asked the committee to re-
assess its slate and to do some additional interviewing before bringing the final slate forward.   
 
 Meeting of American Association of Universities; teaching and research  The most striking element 
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of the AAU meeting was the first session ever held devoted to undergraduate education--which everyone 
attended.  Interest in the subject is widespread; it puts the efforts at Minnesota in a national context.  The 
issues discussed were familiar ones:  the reward system for faculty, the way faculty responsibilities are 
defined, the question of flexibility within the requirement for scholarly activities and teaching; effective 
evaluation (possibilities of assessment may be part of the discussion for the University); and the reasons 
why undergraduate education has become a major concern (such as the break-down of the model of the 
18-to-22-year-old student and the development of a scholarly community/intellectual environment when 
there is such heterogeneity in the student body).   
 
 Another question raised has to do with the relevance and importance of some faculty scholarship.  
His strongly-held view, he said, is that the requirement of scholarly productivity is the essence of this 
kind of institution--but there are questions; he invited FCC to review the issue and try to ensure that there 
is a definition of research and scholarship which responds to the requirement.  It should not be 
misinterpreted as a publication requirement but is, rather, a requirement to be a part of a disciplinary 
community and to make contributions to knowledge.  The University needs to examine the issue to be 
sure that contributions are evaluated.  There are ideas emerging about what constitutes scholarship, 
broader definitions which include such things as synthesis.  He has, he said, no recommendations about a 
redefinition but clarity about expectations in terms of scholarship is very important to the University and 
warrants FCC consideration.  Accountability to the state requires, too, that the University be able to 
identify its scholarly activities. 
 
 The department, said one Committee member, is central in terms of what the definition might mean 
to individual faculty members and students.  It is the department which both identify with and have in 
common.  There are a host of skills required to have an effective department, including teaching and 
research; one question is how an individual faculty member remains vital.  Research and production of 
new knowledge is one way; consulting, the right kind of summer employment, and sabbaticals and leaves 
are others.  This is an issue constantly confronted by small liberal arts colleges (including, for example, 
Morris). 
 
 Another Committee member suggested that the University needed also to look beyond the 
department because cross-disciplinary efforts are often not recognized; service to the University should 
also be considered--it will receive little credit when merit increases are determined by scholarship and 
service within the department. 
 
 The University could also develop ways for more faculty to be involved with undergraduates; there 
are a number who have never taught an undergraduate and who are focussed on research and graduate 
education.  While that may not be bad, if undergraduate education is to be enhanced one way would be to 
allow all students to have the benefits of what those faculty have to offer. 
 
 The President said that there are models of what could be called the "integrated" department, where 
the various responsibilities are in balance--not that all faculty participate in every activity but where the 
totality has a concern for undergraduate education as well as graduate education, research, and service.  A 
discussion at the institutional level might enhance the chances that the right culture would emerge in more 
departments; sometimes a nudge, drawing to the attention of a department the kind of balance which 
should obtain, is sufficient.  The Senate structure, he said, could help carry that debate more than it has in 
the past. 
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 The coordinate campuses have a difficult time opening lines of contact with colleagues on the Twin 
Cities campus in the same research.  The proposal to bring new faculty outstate almost ignored the 
coordinate campus faculties; it is those people who are working in a vacuum.  It would also be useful if a 
faculty member from the Twin Cities could occasionally rotate out to one of the coordinate campuses to 
teach for a quarter. 
 
 The 2% retrenchment and the bonding bill  One Committee member noted the difficulties 
departments are having with the 2% retrenchment and inquired if it was proper to impose the 
retrenchment on the State Specials, where the legislature has provided funding for a specific purpose.   
The President responded that the legislature has identified broad categories of Specials within which the 
University can transfer funds.  This understanding will be honored in the 2% reallocation, although the 
President said he could not say if there was in fact a net transfer from the Specials and that if there were it 
would be a problem.  He promised to follow up on the matter.  
 
 Asked how the University would handle the one-third contribution it was expected to make to the 
debt service for construction, the President said that assessment of the possibilities has only begun.  
Whether or not each building can be constructed remains to be seen; it will depend on timing and 
availability of funding, sources for which could vary with the building (i.e., ICR funds could be used for 
research facilities; charges for a service facility, tuition for an instructional facility after 1990-91--
although this would be unlikely).  
 
 If the funding were to come from additional retrenchments, the President was warned, the 
implications for departments would be severe.  The current plans for retrenchment are frightening in what 
they will require; to add to the cutbacks would be devastating, it was said. The President said that the 2% 
retrenchments will be a way of life; whether or not construction can be accommodated within that margin, 
perhaps by slowing down academic program changes, has not yet been determined and must be analyzed. 
These retrenchments, however, the President was told, are cutting deeply into departments.  The President 
acknowledged that difficult choices must be made but pointed out that the retrenchment is needed in order 
for the University to begin new programs and to put resources into areas that are desperately underfunded. 
 
 One Committee member speculated that in most colleges each department is being assessed 2% 
"and clearly that has got to change; that is not going to work in the future."  Another observed that there is 
no decision-making at the unit level; there is no disagreement with the University's objectives but the 
problems are considerable.  The President affirmed that the 2% cuts are quite specifically not to be across-
the-board; hearings with all of the deans were designed to look at priorities for new investments as well as 
the impact of the 2% retrenchment. The faculty, he was told, are not getting that message.  The President 
said that the message had to be made clear. 
 
 It was recalled that Senior Vice President Donhowe had been asked if the deans understand what is 
being said; he explains that they have been told but he does not know if they comprehend.  The 2% cuts, 
Mr. Donhowe told the committees, will continue every year for some years, until deans make decisions 
that they have refused to make.  They have continuously made across-the-board 2% cuts and not making 
the decisions they are supposed to--which is to cut out programs.  Mr. Donhowe had also said that the 
deans may not do so this year, or next year, but they will have to do it at some point. 
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 The President pointed out that performance-based budgeting is being adopted; decisions this Spring 
will require assessment and some very strong signals may have to be sent.  Those deans which engage in 
across-the-board cuts will have to be told that this is unacceptable and that next year a programmatically-
based plan for retrenchment will be expected.  The President said he was very concerned that the 
traditional flexible resources--graduate assistantships and the supply budgets, for instance--are being 
invaded over and over again--that, he said, cannot continue. 
 
 How many years can a dean not do what is requested before the contract is not renewed, inquire 
one Committee member (apropos the earlier discussion of appointment and evaluation of deans); "not too 
many" said the President. 
 
 Asked if this message to the deans has been explicit, rather than implicit, the President said it has 
been very explicit.   
 
 The President was asked about the extent to which faculty across the University are maximizing 
efforts to obtain external funding through grants.  Professor Ibele noted that the Senate Research 
Committee regularly receives reports on this matter and observed that opportunities to obtain external 
funding are greater for some colleges than for others.  It was suggested that faculty members whose entire 
salary is paid from 0100 funds have a "comfortable" life because they know their salary is secure, even if 
it is not the greatest salary--and they do not have to go out and work for any of it (as contrasted to those in 
units whose salaries are only partially funded from 0100 dollars).  Another pointed out that money 
allowed for grants from some agencies depends on the college in which one is appointed; some will not 
permit any academic year salary to be paid if one is in an arts college whereas they will allow up to 50% 
of salary on the agency budget if the applicant is from a medical school.  The same grant coming out of 
two different departments will have it handled in two different ways. 
 
 The President noted that colleges have become much aggressive in seeking grants, as well as in 
fund-raising. 
 
 The Committee adjourned at 11:40. 
 
      -- Gary Engstrand 
 
University of Minnesota 


