
Minutes* 
 

Faculty Consultative Committee 
Thursday, September 24, 2009 

2:00 – 3:30 
238A Morrill Hall 

 
 
Present: Marti Hope Gonzales (chair), Melissa Anderson, Nancy Carpenter, Chris Cramer, Shawn 

Curley, Janet Fitzakerley, Kathryn Hanna, Brian Isetts, Walt Jacobs, Jeff Kahn, Russell 
Luepker, Jan McCulloch, Michael Oakes, Kate VandenBosch, Cathrine Wambach, Becky 
Yust 

 
Absent: Carol Chomsky, Caroline Hayes, Emily Hoover, Martin Sampson 
 
Guests:  Provost E. Thomas Sullivan 
  
Other: Assistant Vice President Sharon Reich Paulsen (Office of the Provost) 
 
[In these minutes:  (1) discussion with Provost Sullivan; (2) committee business] 
 
 
1. Discussion with Provost Sullivan 
 
 Professor Gonzales convened the meeting at 2:05 and welcomed Provost Sullivan.  She began by 
telling her colleagues that when she and Professor Oakes met with the Provost before this meeting to 
preview the issues to be discussed, they told him that the first words out of the mouths of the McKnight 
Land-Grant Professors who visited with the Committee last week to talk about problems were "EFS" [the 
Enterprise Financial System]. 
 
 Provost Sullivan said he would talk about three matters:  EFS, Board of Regents priorities, and 
the financial future.  With respect to EFS, he said the President meets every 3-4 weeks with the principals 
managing EFS.  He suggested that because there are still anxieties about EFS, the Committee meet with 
Vice President Pfutzenreuter and Controller Volna to learn about their work plan for resolving problems. 
 
 The top priority for the Board of Regents, the Provost next said, is the four-year graduation rate 
for undergraduates.  The administration reports to the Board several times per year on the topic.  He had 
with him a copy of Crossing the Finish Line, a new book by former Princeton president William Bowen, 
former Macalester president Michael McPherson, and Matthew Chingos.  [Both Bowen and McPherson 
are economists who have studied and written about higher education for many years.]  He said he has 
shared the findings reported in the book with the Regents.  The Board uses the four-year graduation rate 
measure to judge progress and the attractiveness of undergraduate education at the University, and there 
are goals for the class of 2012 (the current sophomores).  The University has been monitoring the four-
year graduation-rate data for years, and although there has been steady improvement, it is still behind its 
peers and aspirational peers because it started behind them. 
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 The two most salient findings of the research are that (1) the academic profile and preparedness 
of the students, and (2) institutional expectations are the strongest determinants of the four-year 
graduation rate.  The more selective an institution is and the greater the expectations it sets for graduation 
(the "peer pressure" effect), the more likely it is that students will graduate in four years (even controlling 
for demographics).   
 
 Do they control for tuition costs, Professor Luepker asked?  They do, the Provost said.  But 
expectations and attitude are critical.  They found:  (1) a more balanced use of grades and standardized 
tests; (2) with respect to tuition, there is greater price elasticity among lower-income families and less 
elasticity among middle- and upper-income families (so even small or moderate tuition increases have a 
greater effect on lower-income families); and (3) living on campus, participating in honors programs, 
working part-time, taking student leadership roles, etc., are all strong predictors of graduating in four 
years.  Moreover, it is getting the degree that matters, that provides the social and work benefits, rather 
than just attending college.   
 
 What is key, Provost Sullivan said, is that institutions that create higher expectations for student 
success have higher graduation rates.  The authors also conclude that offering more need-based aid is less 
expensive for students than simply keeping tuition low or lowering it. 
 
 They hear sometimes from advisors that there should be less emphasis on graduating in four years 
because this is a research university and attendance is a time for intellectual exploration, Provost Sullivan 
related.  But that is not an argument against graduating in four years.  Those who have graduated in four 
years (such as many of those at the table in this meeting) know that one can engage in intellectual 
exploration, including a double major, part-time work, and international experience, and still graduate in 
four years.  Students must be focused and disciplined to get everything they need for a rich experience, 
and it is not plausible to say that students are less intellectually curious and not getting such experiences 
at peer institutions with higher four-year graduation rates. 
 
 Professor McCulloch said her question to the group is that when one brings up the question of the 
future of higher education, one presumption is that institutions will need to look different.  She said she 
worries when the University compares its graduation rates to benchmarks but does not look at the future.  
What plans are there to accommodate what is coming?  People will be shopping around, taking one 
course at the University and another at Mankato and another from Argosy; the University needs to 
accommodate that pattern because it will be the plan for students in the future.  Provost Sullivan said the 
point is well taken and the cohorts now coming to the University and other universities will have jumped 
around more institutions than has been true in the past.  (One Committee member noted the experience of 
Sarah Palin.) It is not a pattern the University is used to, he agreed.  There is another idea, concept, that is 
just beginning to make itself known, and that is the three-year degree.  That idea was the subject of 
discussion among the AAU provosts at their most recent meeting.  That is more like the European model, 
Professor Gonzales commented. 
 
 Irrespective of what the future may hold, Provost Sullivan continued, Bowen and colleagues 
demonstrate that across the country, whether because of political leadership or for other reasons, the four-
year graduation rate is a determining factor in evaluating undergraduate programs—and the rate plays into 
ratings as well.  The University must structure its educational infrastructure so students can graduate in 
four years, because there are significant costs incurred when they do not:  opportunity costs for the 
students because they are in school rather than a career, costs to the institution for maintaining services, 
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reduction in access because of spots students take that could be taken by new students, and increased 
student debt loads. 
 
 Professor Wambach said that Minnesota has been inadvertently conducting an experiment on the 
three-year degrees.  Many students come to the University with a large number of AP and PSEO credits—
but they do not graduate early.  It appears they use the credits to double-major and engage in intellectual 
exploration.  Provost Sullivan said Professor Wambach was correct:  Many students come out of high 
school with a significant number of college credits but that has not helped the four-year graduation rate.  
Those students, he agreed, appear to be following up their intellectual curiosity and take more courses.  
There has been some discussion internally that because the technology now permits the University to 
know when a student has completed all the major and liberal-education requirements, when the student 
remains enrolled and does not graduate, the institution should simply issue the degree—and invite the 
student to continue in a graduate or other programs after graduation. 
 
 Professor Isetts said that the private institutions have high expectations.  Is there a difference 
between public and private institutions on this score?  If the expectation is there, and the peer effect is 
there, the graduation rate is higher, Provost Sullivan responded, and noted that generally private schools' 
graduation rates are higher, but so too are those at many public institutions.  The authors cite a number of 
examples of public institutions with higher graduation rates. 
 
 Professor Hanna recounted that she works with a lot of students who are pre-professional who 
have the perception that two majors are better than one, so they take longer.  She also noted that the recent 
graduate who spoke at the freshman convocation as an inspiration to incoming students, took five years 
because of her  double major and work in a lab. Professor Hanna also works with interns who extend their 
stay, and with students who stay in order to retain coverage under their parents' health insurance.  She 
said she is leery of rigid benchmarks.  Provost Sullivan responded by asking why the University of 
Minnesota differs from its peers.  The four-year graduation rate at the Twin Cities campus is 46.3%.   He 
noted graduation rates from several large public research universities:  Penn State 68%, Berkeley 69%, 
University of Washington-Seattle 54%, UCLA 67%, Michigan 72%, Illinois 67%.  Washington in 
particular is very similar to Minnesota in that it is a large urban public university.  These numbers suggest 
Minnesota is behind its peers. 
 
 Professor Kahn said that one of the most interesting features of the data he has seen reported is 
about the performance of students who could have enrolled at more-selective institutions but did not do so 
for various reasons—mostly financial ("undermatching" is the term used).  Rather than over-performing 
at the less-selective institution, those students perform more-or-less as do their fellow classmates.  The 
upshot appears to be that, as Provost Sullivan articulated, the institution's ethos has a large impact on 
performance.  He inquired whether by being more selective the University could change the ethos or 
whether they are related or independent of each other.  The University has become more selective, but if 
the four-year graduation rates remain lower than what the institution wishes, how does it change the 
ethos?  Provost Sullivan agreed that the issue is institutional ethos and the need to set expectations.  
Professor Kahn then asked whether, if increased selectivity will help increase the graduation rate (and it 
sounds like the findings discussed would support that conclusion as part of what needs to happen), the 
Board of Regents are on board with continuing to move in that direction in the context of the land-grant 
mission.   
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 Professor Curley inquired if there are ways universities can create graduation expectations.  The 
authors do not have a prescriptive list, Provost Sullivan said.  But the expectation has to be established 
from recruitment to graduation.  There must be a "that's how we do it here" ethos, augmented by peer 
pressure. 
 
 What about transfer students, Professor VandenBosch asked?  She said she did not know of 
metrics for their performance but the same arguments about costs apply to them as well.  She said she has 
the perception that the time to degree for transfer students is worse than students who come directly from 
high school because the transfer students lose credits in transferring and may not be as well prepared as 
they should.  Provost Sullivan said Professor VandenBosch is correct and that he has asked Vice Provost 
McMaster to look seriously at transfer-student issues.  The graduation rate for transfer students is not 
counted for or against Minnesota or anyone else.  The authors of Crossing the Finish Line, however, 
found that community-college students who transfer to four-year institutions graduate earlier than those 
who enter as freshmen. 
 
 Professor Yust said she is swayed by the data on selectivity.  She said the Twin Cities financial 
aid director, Chris Wright, has compelling data that students who are admitted to the University but not 
academically prepared either do not graduate or take longer to do so—or they transfer to another 
institution and in many cases run out of financial aid.  Provost Sullivan said that Vice Provost McMaster 
has a report that could be presented to the Committee on this subject. 
 
 Professor Wambach said that universities with higher graduation rates may also be streamlining 
their curricular processes so that, for example, access to courses is not a problem for students.  Students 
have said that is a problem here when their curriculum is rigidly structured (e.g., in engineering and 
nursing).  There needs to be communication inside the University about offering courses, sequencing, and 
so on, especially for critical courses.  Provost Sullivan agreed and added that there probably needs to be a 
broader understanding of the times when courses are offered (students or parents may say that a course is 
not offered, but what they discover is that the course is not offered between 9:00 and 2:00 but is offered at 
other times).  That suggests an opportunity for e-education, Professor Cramer commented. 
 
 Professor Cramer said he thought the idea of awarding the degree once the student has met 
requirements is a very good one.  They automatically award an M.S. degree in Chemistry when a student 
has met all the criteria, so that if someone drops out before obtaining the Ph.D., he or she at least has a 
usable degree in hand.   
 
 Professor Cramer also asked if there are differences between colleges when one compares 
Minnesota and Washington, for example.  Would it create an incentive to post differences by department?  
Provost Sullivan said the University does not have comprehensive data with that level of specificity from 
other institutions in order to compare departments across institutions, but he agreed that there is likely 
considerable variation among the colleges.  He noted that the University does have the data for its own 
departments.  So a little shaming might help, Professor Cramer suggested.   
 
 Professor Oakes asked what the deans at the University's aspirational peers are doing in terms of 
expectations.  What is his instinct?  Provost Sullivan said that some institutions have been doing so well 
for so long that that is just the way it is.  The rest of the institutions are working on it.  At Minnesota, 
adoption of the 13-credit rule had a big impact; there is a notable spike in the graduation rate data 
following its adoption.  But there has to be continued thought about how to communicate the expectation 
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of graduation in four years.  Tuition also plays a role.  Financial aid director Chris Wright believes 
strongly that part-time work also helps; sometimes, however, students take on too much work, so the 
University can encourage part-time work but also needs to caution students about doing too much.  On-
campus work (as opposed to working off campus) also correlates more highly with graduation.  It is, 
however, difficult to structure and manage work and aid for 55,000 students. 
 
 Provost Sullivan moved next to the question of the financial future and said he would share some 
thoughts about what will happen over the next two years as the federal stimulus funds disappear and how 
to help colleagues understand the urgency of the situation.  This is different from the budget reductions in 
2003-04 because of the global recession, he said, and it will be important to communicate this urgency 
and yet the "difference" we now see because the University faces a "sea change" that "we have never 
seen." 
 
 The administration will begin communicating about the problem, with the help of this 
Committee.  The key is continuity, underscoring the momentum that began with strategic positioning.  
How can the University finance continued momentum with the new financial realities that it faces?  How 
is it to do long-range financial planning?  The President is setting up a steering committee that will follow 
up on the "financial future" committee that has prepared a report for the Regents.  The steering committee 
will be the connection between the work of the earlier committee and the ongoing discussion about the 
scope of the mission in the context of how we "finance the future." 
 
 The next steps can be previewed in a straightforward way, Provost Sullivan said.  The call to re-
examine the scope of the mission should be about defining academic priorities (and the facilities and 
infrastructure that go with them) and how to achieve them.  It will be necessary to look at resources and 
revenue enhancement (how to grow the budget) as well as cost-cutting efficiencies.  The effort requires 
thinking about "who we are and what we should be" and how to get there with the resources needed.  
Also part of the consideration must be the "tradeoffs" that will be required.  The approach need not be 
complicated, he said.  The President will engage the Regents in these discussions and they also have to 
take place throughout the campus, he concluded. 
 
 There will be blue-ribbon committees in each college, the Provost reported, as well as the central 
committee to look at higher-level issues (such as interdisciplinarity and public goods).  The central and 
collegiate discussions and recommendations will converge in the compact discussions in the spring. 
 
 As he listens to this discussion, Professor Luepker commented, he wondered about the timeliness 
of the plan.  The University must do something, and doing nothing is not a plan.  But if the "budget cliff" 
is coming in two years, the University better have a plan in place before it arrives.  In terms of putting the 
discussions in the colleges, he noted that the Mayo Clinic supports health-care reform but says it needs 
more Medicare money to continue to make its contributions.  Like Mayo, every college is going to say 
that it needs to be a priority and should be emphasized.  How will he handle that, he asked the Provost?  
This is not a new problem; everyone believes that what he or she is doing is important and deserves more 
resources and support. 
 
 Provost Sullivan said that Professor Luepker had put his finger on a problem.  He maintained that 
people need to think about these issues in the context of urgent times, and how they can be University 
citizens and think about what is best for the institution, not only one's department or college, so that the 
forward momentum can be sustained.  There will be broad consultation within the colleges, and with the 
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right leadership within FCC and beyond, and a call to citizenship, one hopes that one's colleagues and 
campus leaders will rise to the occasion.  At the central level, there will be continuing discussions about 
priorities.  Tradeoffs will be made—they have to be.  The projections now are that the State of Minnesota 
will face a $7 billion deficit in 2011 (as reported this week by the state economist), so the University 
knows what it will face.  He said he hoped people could put aside parochial interests and think about the 
University as an institution and how it should move forward toward enhancing quality. 
 
 Professor McCulloch said she agreed and asked how to help people rise above their disciplinary 
home and self-interest.  It would be best if units can make suggestions first and not feel they have lost 
control of the situation (as some did when the Wave I mergers took place).  Professor Jacobs said he 
shared the concern about how to motivate people and wondered if the Provost should explore adding a 
layer of anonymous visioning so people can explore restructuring without fear of attack.  That would 
allow people to make suggestions, perhaps about their own colleges, without worrying about the reaction.  
The administration could then examine the suggestions. 
 
 Professor Curley said he has mentioned before that there is a natural tendency for any system to 
grow, to see what more it can do, and so expand to do those things, because all ideas are good ones.  One 
issue always comes up:  the expansion of central administration.  In addition to looking at programs, there 
needs to be a look at the central administration as well.  It should not be the central administration doing 
the looking, because it sees all the good things that the central administration is doing; there needs to be 
an external perspective brought to bear on the analysis.  That would also help to avoid the problem of the 
administration's lack of credibility to make decisions about others when it cannot do so about itself.  
There needs to be a credible external review of the central administration. 
 
 Professor Gonzales thanked the Provost for joining the meeting. 
 
2. Committee Business 
 
 Professor Gonzales brought up several items that required Committee attention. 
 
-- There can be one last call for nominations for the position of faculty legislative liaison, to be sent 
to all faculty, after which Professors Gonzales and Oakes will contact Committee-approved nominees to 
find out if they have any interest in the position.  She said she hopes that the Committee can meet with 
one or two candidates and agree on an appointment by the end of the semester. 
 
-- The President is appointing a steering committee on the financial future, as the Provost 
mentioned, and has indicated that he wishes three faculty members to serve.  The Committee discussed 
possible suggestions for appointees, including faculty with recent experience in faculty governance who 
come from different parts of the University. 
 
-- Professor Carpenter will take a careful look at the list of issues that were raised when FCC 
members visited the Morris campus in 2006 and 2007 to identify the ones that need further attention when 
a subset of FCC members visits the campus next month. 
 
-- Committee members expressed varying levels of concern about the conduct and rapidity of the 
search for the vice provost and dean of graduate education. 
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-- In response to a comment from one of the administrators in the Academic Health Center about the 
discussion of e-education at a recent meeting, Professor Gonzales will indicate a willingness on the part 
of the Committee to have another discussion of the subject.  The Committee agreed that e-education is a 
governance issue primarily to the extent that faculty are required to deliver more of it, and thus this 
Committee can consider the impact of e-education on faculty members.   It also appears that e-education 
at the University is fragmented, given that some of the McKnight Land-Grant professors recounted stories 
about learning that an online version of a course they were teaching on campus was being offered at the 
same time—and being taught by individuals whose credentials were perhaps not comparable to those of 
the faculty. 
 
-- The focus of the intellectual future discussion at the November 5 meeting will be the scope of the 
mission of the University. 
 
 Professor Gonzales adjourned the meeting at 3:50. 
 
      -- Gary Engstrand 
 
University of Minnesota 
 
 


