
Minutes* 
 

Faculty Consultative Committee 
Thursday, May 29, 2008 

1:15 – 3:00 
238A Morrill Hall 

 
 
Present: Gary Balas (chair), Nancy Carpenter, Carol Chomsky, Shawn Curley, Dan Dahlberg, 

Marti Hope Gonzales, Michael Hancher, Carolyn Hayes, Lois Heller, Emily Hoover, Jeff 
Kahn, Judith Martin, Michael Oakes, Nelson Rhodus, Geoffrey Sirc, Jennifer Windsor, 
Becky Yust 

 
Absent: William Durfee, Barbara Elliott, Mary Jo Kane, Martin Sampson, Cathrine Wambach 
 
Guests:  Vice President Richard Pfutzenreuter; Associate Vice President Robert Kvavik 
  
Other: Kathryn Stuckert (Office of the President) 
 
[In these minutes:  (1) the University budget; (2) policies and the Faculty Senate; (3) metrics and 
measurements] 
 
 
1. The University Budget 
 
 Professor Balas convened the meeting at 1:00, welcomed Vice President Pfutzenreuter to discuss 
the University budget, and asked for a motion to close the meeting.  The motion passed unanimously. 
 
 The Committee and Mr. Pfutzenreuter had an hour-long wide-ranging discussion of the 
University's revenues and expenses, cost pools, major cost drivers, the core versus other investments, 
sponsored research, foundations, financial models for a "top three" position, among other things. 
 
 Professor Balas thanked Vice President Pfutzenreuter for the candid discussion. 
 
2. Policies and the Faculty Senate 
 
 Many policies at the University are established by administration and do not require faculty 
approval.  Professor Balas asked for a discussion of which administrative policies should be brought to 
the Faculty Senate for discussion or decision.  He said he thinks the faculty appreciate being engaged in 
the discussion of policies that affect them and that he cannot see the downside to having such discussions.   
The process may take longer but there is more support for the policies as a result of the discussions.  He 
suggested that the Committee may wish to take a look at a list of the policies and identify the ones that are 
of most importance to faculty.   
 

Professor Chomsky said the exercise can also remind faculty about the content of policies that 
affect them.  It can also identify instances when policy is at variance with reality—when the reality is 
acceptable—so methodically reviewing them will allow bringing them into alignment with practice.   
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 It was agreed the Committee would review a protocol on how to approach administrative policies 
in a uniform manner in order that it is clear which will go to FCC, which to the Senate, and so on.  
Professor Chomsky said that when this Committee considers a policy, it should remember each time to 
make a decision about whether or not it should go to the Senate. 
 
3. Metrics and Measurement 
 
 Professor Balas welcomed Associate Vice President Kvavik to the meeting to discuss his work on 
metrics and measurement.  He noted that the Committee has been interested in the subject for a number of 
years and has appointed a subcommittee to look at metrics and measures for research and scholarship.  
The Committee has seen that metrics are important to the Board of Regents and that they drive policy 
decisions.  The Committee also understands from Vice President Brown that the process of reviewing and 
adopting metrics may be restarted and new committee appointed, and that he would be involved, so would 
like to hear his thoughts on the subject. 
 
 Dr. Kvavik said he was solely responsible for the document that had been circulated to the 
Committee and that none of the senior officers have accepted it; it is a work in progress.  He became 
interested in metrics and measures because he felt the University had a fragmented effort that was not 
working well—there was good work being done but it did not add up—and that the University is not 
using or analyzing the data well nor is it collecting data systematically.   
 
 There are chain-of-command issues that have been addressed.  Dr. Dohm, the head of the Office 
of Measurement Services, now reports to Dr. Howard, Director of Institutional Research.  Mr. Martens, 
head of the Office of Continuous Improvement (which helps rethink business processes), now reports to 
the planning office.   
 
 The intent is to identify a goal and timeframe and then to measure trends.  The intent also is to 
then go deeper into the data and ask what is making things happen (e.g., funding to the writing initiative), 
look at where investments are being made and ask if they are working.  It may be, hypothetically, that an 
initiative is wrong, or implemented wrong, or the measures are wrong.   
 
 Professor Yust suggested that graduation rates could be an intervening variable to a more valued 
outcome; will the effort stop there?  It will not, Dr. Kvavik said.  The University measures many things, 
some by transactions, and the results are reported internally and externally.  There are also strategic 
measures.  For example, again hypothetically, undergraduates are accumulating more and more debt; how 
many credits are they being required to take?  Is the University paying students in jobs too well so they 
are comfortable staying longer than they should?  The problem may not lie in student financial aid but 
elsewhere. 
 
 The University needs to ask every vice president to identify a small number of key performance 
indicators; in his view, Dr. Kvavik said, they are trying to do too much and are under-resourced to 
measure many things.  It would be better to find a small number of measures that align with the pillars of 
the strategic-positioning process and to incorporate them in a set of metrics and measures to see if the 
units are achieving the goals.   
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 Professor Balas asked if there are metrics in place for the investments that have been made so that 
it can be said whether they are successful or not.  Dr. Kvavik said the University has not done enough 
such measuring.   
 
 Professor Hancher inquired about the relationship between assessment and analytics.  One is 
methodological, a set of tools to do the assessment, Dr. Kvavik explained, in order to get a more robust 
strategy (was this effort worthwhile?).  In his view, the University does not do enough post-spending 
analysis.   
 
 Who needs to get on board to support the analysis and implementation, Professor Windsor asked?  
It starts with his planning office, Dr. Kvavik responded, but unless the University wants to manage by 
evidence rather than anecdote, the effort is not worth doing.  Colleges vary in their level of ability to do 
analyses and they all need to be enabled to do what is needed.  Why is that a collegiate decision, Professor 
Yust asked; are not metrics something Morrill Hall would want to look at across all colleges?  There is a 
set of measures that each vice president should implement, Dr. Kvavik said, but the deans have not been 
given the tools they need.  They need to receive statements about whether they are balancing their 
budgets; they need to be provided more reports in order to track things.  PeopleSoft can send timely 
messages to the deans about issues so that the deans can respond.  Can colleges ask for and receive data 
from Institutional Research, Professor Windsor asked?  They can, but they have to get in the queue, Dr. 
Kvavik said.  They should be generating reports and meeting with the deans to find out what reports they 
can use.  For example, there should be automatic reports to advisors about students at risk; the same kind 
of service can be provided to deans about financial and other data—and the deans should be able to 
analyze patterns. 
 
 Who makes the decisions about what the right metrics are to capture what the University is doing, 
Professor Balas asked.  Dr. Kvavik said he would propose to make whatever metrics are used as public as 
possible so that deans, faculty, and students can look at the data and raise questions about them.  And one 
could look at outliers, Professor Hoover added, to see which units are doing well and which are not.  
There is no way to find that out now.  It would be helpful, for example, Professor Yust said, if department 
heads could receive an automatic email notifying them who has not turned in grades when they are due.  
Dr. Kvavik said the University has the tools to provide that service but he does not have the individuals 
who can write the program—but it would save department heads a lot of work and students a lot of 
complaining. 
 
 If better information to those in management roles would make the University work better, why is 
it not a goal to make that information available, Professor Martin asked?  Someone must choose, 
Professor Hoover responded.  Such information can link to graduation rates, for example, Professor Yust 
observed.  Dr. Kvavik said that for him, the use of reports and dashboard indicators is only limited by 
one's imagination. 
 
 Professor Windsor asked how what Dr. Kvavik is doing intersects with the work of the FCC 
subcommittee.  For example, the subcommittee will likely recommend tracking the number of national 
awards and external grant applications and support for those activities.  Do his proposed metrics link to 
award applications and large grant applications?  They could if the Committee or the faculty identify them 
as a priority, Dr. Kvavik said (he agreed that the University does not nominate enough of its own people 
for awards).  Such data could link to strategic goals, Professor Windsor pointed out.  Dr. Kvavik agreed 
the University should track applications. 
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 There is much data in the system, Dr. Kvavik went on to observe.  For example, Senior Vice 
President Cerra receives data that crosses people with laboratories to see who is generating money and 
who is not (it may be that a lab or individual is not expected to generate money, but at least they know).  
Some would favor a metric that calls for generating X$ for every square foot of medical laboratory space; 
similarly, some would say that every general-purpose classroom should be used at least 32 hours per 
week or there will be a shortage.   
 
 Professor Hancher asked if they are taking ideas from elsewhere and if there are success stories 
that can be used.  Dr. Kvavik said that one organization that can be looked at is the University of Phoenix; 
if it moves, they measure it, he said.  They have an incentive to do so, of course:  the bottom line.  That is 
like data-dredging, Professor Yust commented; the University needs to decide what is important and 
measure that.  Dr. Kvavik agreed; one can make the process so costly that no one will use it.  They will 
ask the vice presidents what it is important that they accomplish and then try to set up tools to track 
progress.   
 
 Is there any appetite among the senior officers for knowing the answers, Professor Martin asked?  
Dr. Kvavik said he believes there is, but they don't have the tools to do what they need.  The President 
emphasizes the subject and it will be the focus of the President's retreat later in the summer. 
 
 Professor Balas said he wished to return to the question of "what are we tracking?" because that is 
driving policy decisions.  Are the data about the 25 metrics being presented to the Board of Regents really 
reflective of what is considered important to the education, research, and outreach missions of the 
University?  Dr. Kvavik said he is not confident they are.  Some are included because they allow the 
University to make comparisons with peers (e.g., the measures from the Florida rankings of public 
research universities).  The metrics committee identified some other measures, for which data are 
produced, but that goes to Professor Balas's question:  how do those measures align with strategic 
positioning?  It could be that they do, or that they do not. 
 
 Professor Windsor asked why not pick the Office of the Vice President for Research or the 
college, something that resonates with the academic mission?  Dr. Kvavik agreed.  He will visit with the 
deans and ask what tools, issues, and reports they need to manage the colleges.  To support faculty 
academic work, Professor Windsor emphasized.  Professor Yust contended there is a difference between 
operations and academic units; what operations units say and what academic units say.  That is true, Dr. 
Kvavik said, but the deans are asking if they are getting value for money, so the operations units are 
obliged to demonstrate they are or the issue will be raised at the cost-pool committee.   
 
 Professor Balas said that if there is a new metrics committee, this Committee would like to see a 
greater faculty voice in the metrics the University tracks and presents to the Board of Regents and to the 
public.  Dr. Kvavik agreed.  It is important to have faculty representatives on the metrics committee so 
there is a faculty voice in determining what gets measured.  Dr. Kvavik agreed.  If the faculty and 
administration do not have ownership in the metrics, and are not consulted on them, they will be 
worthless.   
 
 The current 25 metrics are still being tracked and presented to the Regents, Professor Balas said.  
They are still there, Dr. Kvavik agreed.  There was no discussion about what might happen to them in the 
future. 



Faculty Consultative Committee 
Thursday, May 29, 2008 
 
 

5

 
 Dr. Kvavik said, apropos the handout he had provided, that there are parts of it he does not like.  
What the University has had is an approach whereby everyone goes out and measures things; there are 
different approaches, and some work, and some vice presidents are using some measures, but they do not 
all roll up to strategic positioning and provide a comprehensive report that this Committee could read.   
 
 Professor Balas concluded the discussion by repeating that the Committee is very interested in 
metrics and how they link to strategic positioning, and it is interested in playing a positive role.  He 
thanked Dr. Kvavik for joining the meeting and adjourned it at 3:25. 
 
      -- Gary Engstrand 
 
University of Minnesota 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


