Strategic Planning and Budget Committee
Tuesday, March 22, 2016, 12:30 to 2:00 p.m.
Administrative Conference Room

Approved 4-15-16

Attendees: Mary Allen, Lendley Black, Chuck Bosell, Jefferson Campbell, Lisa Erwin, John
Greene, John Hamlin, Amy Hietapelto, Daniel Hsaio, Steve Keto, Jim Klueg,
Wendy Larrivy, Brian Levin-Stankevich, Morris Levy, Heather McLean, Victor
Nemykin, Jerry Pepper, Robert Repinski, Greg Sather, Cheryl Tillman

Excused: John Arthur, Josh Berlo, Carla Boyd, Erik Brown, Denny Falk, Don Fosnacht,
Chris Johnson, Rebecca Katz Harwood, Mary Keenan, Dan Martin, Jeffrey McVay,
Isabel Miera, Kim Riordan, Jen Schultz, Corbin Smyth,

Guests: Paula Rossi for Corbin Smyth, Andrea Schokker, Lynne Williams

Welcome and Approval of Minutes
Victor Nemykin called the meeting to order at 12:33 p.m. Minutes from February 23, 2016 were
approved.

Update on Compact Budget Meeting

Chancellor reported they had a good discussion of the elements of the proposed budget plan at
the Compact Budget Meeting in early March as well as other high priority items, such as
increased UMD police. They also discussed the supplemental legislative budget request for $3.6
million for mining research at NRRI, the Chemistry and Advanced Materials Science building,
and Maurices building. Chancellor hopes to get a preliminary response from the system around
May 1 or sooner. President Kaler generally talks with the chancellors before making final
decisions. Steve Keto added that the advance meeting with Fitz and Julie Tonneson was helpful.
He also expressed appreciation for the work of Mary Allen and Greg Sather. Steve reported there
is still a dispute with the system over UMD’s tuition number for the current year. UMD’s
calculation indicates a $900,000 shortfall compared to $1.7 million according to system folks.
We do not have full access to the data and have asked for an explanation of why they believe our
numbers are wrong. Steve noted that UMD can cover the shortfall this year but is concerned if it
becomes a recurring shortfall. In response to a question about NRRI funding, Chancellor
reported we are working with legislators to increase NRRI’s state special funding and noted that
when Rolf Weberg was hired, he was asked to further integrate NRRI with the UMD campus,
increasing collaboration and connections. Andrea Schokker added that Rolf was encouraged to
hire some joint positions, similar to LLO’s model. She also noted that NRRI has taken cuts
through the budget process, just like other UMD units, and that most NRRI researchers have
only a portion of their salary guaranteed. Chancellor added that NRRI received some positions a
couple years ago through the U of M MnDrive initiative and that SCSE is working closely with
NRRI. He also indicated that Rolf wants NRRI to become more financially independent while
also focusing research in areas of social, political and economic impact. In response to a question
about the impact of increased UMTC enrollment, Chancellor reported that he has expressed
concerns to the Regents, because past UMTC changes have affected UMD enrollment. He also
noted that all of the chancellors are lobbying for a system-wide approach to admissions and
enrollment management, looking more strategically at how recruitment affects the various
campuses. Chancellor said that so far our recruitment is going well for next year. In response to a



question about plan B in case our enrollment is affected, Chancellor said we need to recruit
strategically and that recent funding will help. Brian Levin-Stankevich added that the impact will
depend on where UMTC admits students; there would be a greater impact on the liberal arts. He
also stated that it is critical to begin a continuous improvement process and move resources into
areas with growth potential. He noted the Twin Cities will protect their departments and
enrollment; all state-wide systems have a pecking order. Our system of incremental budgeting
does not have a direct relationship with student enrollment. Brian noted we turn away some
students and need to grow capacity in those areas. Chancellor added that a system-wide approach
to admissions and enrollment management would help, because UMTC has a higher standard
(average ACT of 27 vs. 24 for UMD) and turns away many students a year. Shared student
admissions information could make a difference. Increased retention could also help.

Administrative Restructuring Task Force Update

Chancellor sent out the roster of members last week, and Brian reported that the two task forces
met jointly on Thursday, laying out the timeline and hearing what led to the dean proposal for a
three collegiate entity model. Brian distributed a breakdown indicating administrative costs for
the five colleges. Creating a mythical third college (assuming only for discussion purposes that
LSBE and SCSE retain their structure and receive additional staff to even out staffing per
student) would save $1.2 million. Brian noted that they also discussed centralization vs.
decentralization of the functions colleges rely on. For instance, a single office could offer
functions such as human resources and budgeting. Questions being examined include what do
people in the colleges rely on, what is best for students in the college structure, and what models
do other institutions use? The faculty task force will meet weekly through this semester,
providing possible models to Chancellor. The staff task force will meet through the summer,
working through what is feasible and what are the impacts on systems like billing, making sure
we don’t create impossible situations for any office. The main focus will be on the administrative
overhead cost of operating a university and the current model of five administrative centers.
Steve added that implementation planning will occur in the fall when the faculty task force
returns. Brian indicated that the continuous improvement process, which is part of our
accreditation, also needs to be part of the budget discussion — how could resources move
predictably and effectively? We also need a process that raises a red flag when enrollment issues
arise so we can create improvement, response and/or marketing plans.

In response to a question about size of restructured departments, Brian said that part of the
optimization discussion would be determining what is a precariously low number of majors and
what constitutes a low enrollment course. These should trigger discussion/action at the collegiate
level. An appropriate discussion for the task force might be what is the appropriate ratio of
administrative staff support to faculty FTE; it is very inconsistent now (similar admin support for
6-7 as for 30 FTEs). Brian said that while a target of 15 was the starting point for conversation,
research and outreach factors might result in variation from the target. Chancellor added that
there is room for discussion on the number but that a guideline is needed. In response to a
question whether three colleges is the preferred model to save $1 million or if all options are on
the table, Brian replied that Josh Hamilton had explained why the deans came to the three-
college model as preferred, but all options that result in enough savings can be considered. He
indicated that the discussion of centralization/decentralization is important. Brian added that in
the Higher Learning Commission meeting this morning, they proceeded as if there are still five



academic groupings, because those discussions cannot wait until a new system is determined.

Proposal for Marketing/Recruitment Funding

Lynne Williams reported that the system provided an opportunity outside of the compact budget
process for proposals to help with retention and graduation goals. About 2/3 of UMD’s proposal
was funded — $650,000 recurring to support recruitment, retention and marketing. This will be
divided among admissions, financial aid, and university marketing and public relations, some of
it available for the current fiscal year. Admissions will hire a business analyst, focused on back-
end data of trends and opportunities, and an associate director of admissions. Financial Aid will
hire a scholarship administrator and a financial educator to help prospective students and
families, especially helping low income and first generation students to navigate the financial aid
process. Lisa Erwin noted that the current financial educator position supports currently-enrolled
students. There is also some additional base funding for admissions marketing, outreach and
direct-mail efforts. University Marketing and Public Relations will hire a full-time videographer,
which will greatly change the way we communicate with campus and prospective students, and
will also receive $150,000 additional base funding for high-level university-wide marketing and
brand awareness. Lynne noted her office currently only has $40,000 for institutional marketing —
a very small amount compared to our competitors. Lynne described her office as doing the big,
top-of-mind awareness and branding, creating student interest and driving traffic to our website.
Admissions then steps in with direct marketing and closes the deal. Lynne reported that $95,000
of this year’s funding will be earmarked to promote graduate programs. This marketing will help
fulfill the strategic plan and raises the caliper of UMD as a whole. The reputation of the campus
rises with awareness of research and graduate programs.

Lynne returned to the discussion of the impact of UMTC enrollment, indicating that 50% of our
applicants also apply to another U of M campus. About 15% of those UMD accepts end up
enrolling at UMTC, so decisions to increase enrollment at UMTC do affect UMD. Lynne added
that President Kaler’s statement that each campus provides a unique experience is true. There is a
distinct, unique experience at UMD, and if we do a better job communicating this, we should be
able to compensate for their enrollment changes. We need to sell ourselves better, find the
students who fit here, tell our story, and make that connection early on. In response to a question
about college/department requests to target specific groups, Lynne noted that marketing at the
institutional level will be very broad — general awareness for UMD. At the Admissions level,
discussion is needed about how to strategize, looking at programs with both capacity and
demand. Lynne and Mary Keenan will meet on Friday to start talking about strategy for both
undergraduate and graduate programs. SEM will also address this, and Lynne will meet with the
Grad Council in the next week or so. Lynne noted that graduate programs need to be ready for
the influx of applicants before we do a big increase in marketing. We need a plan for the
communication flow (day 1, day 5, day 15, etc.) and need to track all the points of contact so we
can show the return on this investment. Social media is also now in the mix. In response to a
question about faculty involvement, Lynne replied that the marketers needs information on the
unique selling points of various graduate programs so that the messaging is right. Lynne and
Mary Keenan will work with the Grad Council on a strategy for which graduate programs to
focus on initially, based on capacity and demand. Lynne noted that graduate students want to
hear directly from the faculty. Lisa Erwin added that the faculty voice is also good for
undergraduates. Lynne mentioned that faculty input on their specific audiences is helpful,



including specialized places to advertise or lists to use. Testing of markets occurs regularly,
trying venues to see if they are effective. Lynne noted that internal marketing is also needed;
some UMD students are not aware of our graduate programs. In response to a question about
advertising through KUMD radio, Lynne and Lisa noted that KUMD is heavily funded by grants
and student fees, with some O&M funding, and they have guidelines to follow for advertising
and public service announcements.

Lynne reminded the group that it takes time for marketing plans to move the needle; sometimes
it takes 2-3 years to increase undergraduate enrollment. Things move a little faster for graduate
programs.

Constitution and Bylaws Change for SEM Membership

An amendment to change SEM membership was distributed. Jim Klueg reported that the
proposal adds students and a specific staff representative to the committee. Jim noted our
students don’t get consistent messaging on the value of a UMD education (for example,
successful alumni). It was noted that a constitutional change requires a 2/3 vote by all current
governance committee members and the process takes time, so a change is not likely in time for
fall 2016. Lisa Erwin requested a second official representative from Student Life (currently one
person fulfills two roles), and the committee referred the proposal back to SEM to determine that
change, clarifying 16 vs. 17 members, and then bring it back to the April 15 meeting. University
Coordinating Council (UCC) will ultimately develop the mechanism for multiple constitutional
amendments to be considered. In the meantime, students and Jodi Jersett attend meetings as
guests.

Strategic Enrollment Management Subcommittee (SEM)

Jim Klueg, Co-chair, reported the subcommittee met twice since the last meeting, with retention
dominating most of the discussion. Jodi Jersett is attending informally and has provided
information on student debt and 30-60-90 plans, getting out the message of completing school in
four years if possible, because of the financial impact of taking longer. Ian Pannkuk walked them
through communications to prospective students and the improved number of contacts. They
were advised on more welcoming catalog language for nontraditional students (for example an
ACT from five years ago is no longer a valid indicator for success). They are having a breakfast
reception to celebrate the units that submitted retention action plans.

Facilities Subcommittee

Jefferson Campbell, Chair, provided an update on the Medicine Wheel Garden Project. Pat
Keenan presented the transportation impact study to the Facilities Subcommittee. A potential
parking lot of 140 spaces would not interfere with the proposed garden, and in fact the garden
would help with water overflow from the parking lot and help with abatement for Tischer Creek.
This means that parking water management money could be used to help build the garden
(covering % of the cost). That would take monetary pressure off the UMD departments who
would co-sponsor the garden. Fundraising would supply the remaining funding needed beyond
parking funds. Planning for the garden would occur this summer. In response to a question about
replacement parking for the Chemistry and Advanced Materials Science (CAMS) building,
Jefferson indicated that this parking lot would be one of several solutions. Lisa Erwin said that
400 spots would be lost during the CAMS construction, with 200 spots lost permanently. A team



from five UMD co-sponsoring departments would take responsibility for maintaining the garden.
Jefferson reported that John Rashid indicated that Facilities Management could help support the
garden because it would partly handle water flow from the parking lot. A motion to recommend
support for the proposed UMD Medicine Wheel Garden Project using land by the old
Stadium Apartments passed unanimously (made by John Hamlin, seconded by Morris Levy).
Victor will bring the motion to UCC. Lisa clarified that a new parking lot will be built at that
location.

A request was made for Pat Keenan to present the transportation study to Strategic Planning and
Budget. Lisa Erwin will follow up with Pat.

New Business
No new business.

Next Meeting Date
The next committee meeting will be April 15, 2016 from 10:00 to 11:30 a.m.

The meeting adjourned at 1:48 p.m.
Respectfully submitted,
Betty Greene



