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Alaska Stat« Negislature

HUouhe oFf 'eprcOentatiuf£H

COMMITTEE ON HEALTH. EDUCATION
AND SOCIAL SERVICES

JUNEAU, AKS§8Y
OFFICIAL BUSINESS 1653759
MEMORANDUM
TO: HESS Committee Members
FROM: Jim Nordlund, HESS Committee Staff
RE: HR 2

DATE: February 18, 1987

The subcommittee formed to consider HR 2 and HB 107 (Reps.
EIlis, Koponen and Hudson) met this morning along with
representatives of the Community College Coalition of Alaska.
They have suggested two amendments to HR 2:

1) page 2, line 8: change "Anchorage institution" to
"Southcentral Unit"

page 2, line 13: change "University of Alaska - Fairbanks"
to "Western and Interior Unit"

page 2, line 18: change "Juneau institution”™ to
"Southeastern Unit"

2) page 3, line 18: add: "BE IT FURTHER RESOLVED that
alternate restructuring proposals include clear distinctions
between institutional support services and academic support
services, and that community colleges retain autonomous
academic support services while institutional support services
may be combined into the appropriate Southcentral, Western and
Interior, or Southeastern Unit of the University of Alaska."

These changes are acceptable to the sponsor.



February 18, 1987
University of Alaska
STAFF BULLETIN

TO: Roy Huhndorf, President, and Members of the

Board of Regents
FROM: Donald D. O Dowd

President
RE: restructuring the University

The following documents relate to Item 3 of the Agenda
for the Board of Regents meeting, February 21, 1987.

DDO :dm
cc: Chancellors
RECOMMENDATIONS
TO THE
BOARD Og REGENTS
N
IMPLEMENTATIONTSE RESTRUCTURING
UNIVERSITY OF ALASKA
Donald D 0 Dowd
President
February 16, 1987

I. Introduction

It may be useful to review briefly the background of the
process of restructuring the University of Alaska which has been
underway since the summer of 1986.

The reason for undertaking a massive redesign of_ the
University system stems directly frcm the economic plight of.the
State of Alaska and the University. A review of the University s
economic losses in the last.two years provides a setting for the
recommendations that are being presented to the Board ol

Regents.University % general fund appropriation was

aDDroximatePy $170 million. For FY 86 the legislature
afabropriated” $2 million less for the University, reducing the
general fund total to $163 million. In addition, 1in rr 86 the
University implemented a ~across-the board increase in_employee
comnensation costing approximately $5 million and 1ior which no
State funding was received. Thus, the available operating funds

for all University activities were reduced $7 million in rY 86.
For FY 87, the current year, the legislature reduced the

University ™ general fund budget to 2153 million during the
legislative session. That action was furtner comDounded by an
executive action of the Governor on.. August 15, 1986, tha” reduced
tvio ~sncral fund budset to SI™”* iniiiiou- At one present time the
recommendation of Governor Cowner to the legislature fpr the FY
83 budget 1is $132 million supplemented by an $8.4 million
transition fund that would permit the University to reduce
ooeratjons in, two stagss» bringin N i N ? i ?
generaf %und budget. gHowever,g§zgmillion og.the FY 88 budget 1is
to cover costs of retirement contributions tormerly paid by the



State, therefore the new budget level 1is effectively $130

The planning of the University has to ta into account a
potential reduction in_ University funding over three _year"s of $40
million, plus an additional unfunded $5 million commitment 1in FY
86 for compensation increases, thereby reauiring a $45 million
Grogram_reduction 1in_three years Ir addition to this the

niversity has experienced new costs arising from liability,

fire, property, health, and life insurance premiums, loss of
interest income, and the opening of new Tfacilities which amounts
to $8 million. Therefore, it is possible to say that the )
University hu.s to manage a $53 million, or 30%, erosion 1in its
available ogeratlng funds since June 30, 1985, assuming that the
Governor 3 budget recommendation 1is approved in its current form
by the legislature. Such a Ioss of funds 1in percentage terms has

not occurred at any other ma% public university 1in the United
Spates since World War his 1is the most profound economic
crisis that has been faced by a major university in the public
sector 1in over 40 years. There is no precedent that.can be
examined for guidance and r.o textbook which describes how to cooe

with economic

-1 -
problems of the magnitude that the University is facing. This
observation applies to the State of Alaska just as it does to the
University and it calls fo extraordinary steps to maintain_ the
academic |ntegr|ty and programmatlc quality of the institution.

In the face of the dramatic economic problem which has
continued to row during the course of efforts tc restructure the
University, the President of the Board_ of Regents asked the
President of the University 1in the Sprln% of 1986 to begin a
process of reexamining every aspect of the University and to make

recommendations to the Board of Regents for changes that would be
ﬁproprlate in these extraordinary circumstances. Tn narri cni?r
t President was asked to find wa.vs of S|mpI|fy|ng r.hs
‘orgariYzatTional an~g~~admfinrstmative structure of the restitution so
"that it could operate more economically 1in a period of restricteaT
State resourcffst it was clear to the President thtiL he hee-3~ed" fb
examine— tire—entire programmatic and organizational structure of
the University and recommend to the Board ways 1in which the
University could adopt a less expansive and expensive management
structure and still deliver a respectable array of services to
the people of the State. It was recognized that the University
would have to be smaller, serve fewer people, and provide a
narrower array of programs than it hei done 1in a period when it
had far greater resources with which to respond tb public needs.
It 1s generally agreed among corporate managers that when an
institution or a business experiences a dramatic loss in revenue
or business volume, that it must reorganize 1its structure so as
to be responsive to the new condition. Very few organizations
are able to operate in a much Jleaner environment with the full

array of programs_and personnel which existed at a more affluent
and expansive period. Corporations, businesses, and government
institutions must all reconsider their structural elements at a
time when thex art dealing with a dramatic loss of volume or
activity. erwise managerial wisdom says the 1institution is
doomed to failure and wil disappear from the business scene. It
was this concern which motivated such careful and intense
atten%io to the University ™ organization 1in this difficult
period.

From late August through early October the President and the
University administration conducted an intensive examination of
ever;, major administrative unit of the University. Svery effort
was made to understand che programmatic commitments of the units,
"he clienteles they serve, the priorities that they attach to
their programs, their administrative organization, and the ways
in which various segments of the University relate to one
another

-2-

After this review careful attention was given to a number of
different organizational structures which mignt permit the
University to continue to provide high quality services to the
public while reducing the administrative ove”nead which had
accumulated over the years. There is no Question that the
University has the most elaborate~admlhistrnfive structure” of any
puolic~universit7- fh ~tne ~nation__in relation to the" numb"dr of -—-
"*oeopTe ft serves and tne numoer oi programs that it oii'ers ""This



comes about because of the wide dispersion of population
throuqhout the State and the commitment of the University to
establish separately organized and accredited institutions in as
many locations 1in tne State as it could possibly afford. * The
University has acquired an administrator to student ratio
certainly unmatched in public higher education in the United.
States. This 1is. clearly a function of the very small population
centers and efforts to provide comprehensive services at those
locations whenever possible.

After careful study and a great ~of reflection a
proposal was submitted to the Regents whi represented the most
compact administrative structure that cou be" devised for the
University, and continue to provide quali educational services
from regional institutions which would ca their own
accreditation. It was proposed that the versity could succeed
in delivering quality service at all levels, from communit
college throu?h graduate study, to the citizens of the State fronm
three regional centers. The development of a single institution
to serve the entire State did not seem feasible nor did it
promise enough economy to justify the losses in regional services
that would result. To establish more than three institutions 1is
conceivable, but every time_ a new institutional organization 1is
established some of tne savings that could be attained would be
lost. The three MAU model seemed the best and most economical
that could be put forth given the current and projected economic
state of the University.

At a meeting 1in Fairbanks on December 4 and 5, the Board of
Regents gave careful attention to all aspects of the proposal for
restructuring the University of Alaska. At that meeting "the
Board adoutea the three MAU plan which envisions the
establishment of three new regional institutions, each serving a
wider area and _ providing a greater range of services than any of
the current units of the University. These new institutions
would include the array of educational services currently being
offered in each of the regions and would manage these services
with smaller and more compact administrative staffs than are now

in place.
-3-

It is estimated that the savings in administrative
expenditures through restructuring will be in the order of 36 to
S7 million a year on a permanent oasis once the new structure 1is
full in place. This level of savings will probably be achieved
in the summer of 1988 if the program can be expedited.

In addicion to approving the three MAU model 1in December,
the Board of Regents adopted a further explication of their
intentions indicating the importance of retaining the functions
of the current CommuniE e new institutions.

h

y Colleges within th

In the plan presented below the spirit and letter of the Regents
motion 1is included in the recommendations for implementation of

the restructuring program. The Regents "motion 1is reproduced in
Appendix A. The complete background of the recommendations
presented to the Board of Regents at the December meeting is
contained in a paper entitle "On Restructurin The University of
Alaska Statewide System", dated December 1, 1986.

I1. Consulting Groups

In order to implement the restructuring plan a series of
oasic decisions must be made regarding each new_ unit of the
University. These decisions concern the academic and
administrative structures of the newly constituted
institutions. This requirement 1is brought about by
the amalgamation of functions and organizations 1into combinations

which have not existed. Prior to working out the details of the
operations of the new institutions it is necessary to determine
the academic structure, the administrative support system, and
the relationships between the existing units once they become
part of a new aggregate of organizations, a regional Jdnstitution.
In order to provide guidance on these crucial, oints.
Consulting Groups*were established at each of the three new units
consisting of approximately 20 representatives; drawn from the
various organizations that are being brought t ther to form the
new units. For example, in Fairbanks represen ives of the
University of Alaska, Fairbanks, the Community lleges at
Kotzebue, Nome and Bethel,Tanana Valley Commun College, the
CCRSE administration and the Cooperative Exten n Service, were

) -



assembled to examine ways in which the new interior and western
institution cculd be organized to provide appropriate services to
ail of the units which have existed as separate activities. The
Consulting Groups were established following the Christmad break
so as to not undertake the examination of important issues while
faculty and students were not available. The Groups were given a

short time to_ examine consolidation issues and then report to the
President their findings so that he in turn could organize
recommendations to the Board of Regents.

It is urgent to complete this process because for every week
that goes by without decisions the university is unable to
realize the savings that will be needed to balance the budget for
the coming Tfiscal year. It should be noted that by Board policy
administrative and professional staff are granted six months
notice before layoff and faculty as a general rule a full year

notice before layoff actions taKe effect. Thus, any actions
which take place 1in February of 1987 do not begin to accrue
savings until August of 1987 in the case of professional staff,
and July of 1988 for faculty members.

_ The three Consulting Groups were asked to respond to a
series of questions drafted for each campus and which represented
decisions that needed to be made early 1in the restructuring
process, cr were necessary in order to give appropriate charges
to the task forces that will be appointed following action of the
Board of Regents in February. The ouestions which were presented
to each of the regional Consulting Groups are contained in
Aﬁpendlx 3 as a part of the bulletin that was used to establish
the Conculting Group process.

Because of the"pressure of time the Consulting Groups did
not submit written reports, but rather shared in oral
presentations the responses to the questions that were asked of

each group. In large part, consensus was reached on the outline
of structural elements that should be included in the new_
institutions. There were reservations expressed by individuals

within the Groups about consensus positions, but generally
agreement seemed to exist on the important points that need to be
resolved in order to move forward with the design of the new
units. Proposals and recommendations which are being forwarded
to the Regents are reflections of this consensus as understood by
the President and members of his staff who took part 1in the

meetings. In cases where consensus did not exist, a proposal is
out forward seeking to gain the best features of several points
of view.

I11. Proposals and Recommendations

The recommendations for action by the Board of Regents are
put forth below as a series of numbered points under each of the
regional wunits. It should be noted that the points under some
units, such as the treatment of vocational/technical education 1in
the Anchorage Southcentral unit, has implications for the other
two units as well. There are several points at which the
recommendation in a given unit will impact upon other units of
the University system and these are not repeated for other
locations.
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to respond to unpredictable opportunities anywhere 1in the
State. The Anchorage office will be required to work
closely with business, industry, government, the
Department of Education, and the public schools ™
developing University vocational/technical programs.
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It is anticipated, that few changes 1in
%gggtionalltechnical offerings will occur before Fall,

5. The Anchorage-Southcentral unit will have a Vice
Chancellor 1or Student Affairs and a Vice Chancellor for
Administration Within each of the Divisions there will
be Deans and Directors as needed to give direction to
colleges, schoo. s, departments, and offices.

Fairbanks-Interior and Western

e in creating a new

or University, one

%es, plus a vast rural
a reasonable degree

The organizational problems that a
institution by joining together
urban and three rural Community
education region, were worked ou

of consensus by the Consulting Group. The needs expressed

bv the rural "representatives are r ected in the design

which has emerged. At the same ti the concerns for
continuing services to University sidential students and
the citizens of the Tanana Valley gion are addressed 1in
the plan

There are a number of detailed issues which must be worked

out 1in this unit in the future, but these can be

accommodated within the structure which is presented here
for consideration.

1. A new College will be created that combines the elements
of the existing College of Human and Rural Development,
the new University Centers at Bethel, Kotzebue and Nome
and rural services to the Inte ior, Bristol Bay, and the
Aleutians. The Correspondence Study unit, will  be
included in this College

2. A second new College or unit will be established by
combining the services of Tanana Valley Community “College
with elements of the Division of Conferences and.
Continuing Education This new College, delivering
community cervices and continuing education, will provide
training 1in general education, applied sciences,
vocational and technical studies and developmental
studies for the Fairbanks area.

3. Faculty in tne new Colleges will be appointed 1in
appropriate academic disciplines and assigned and
supervised by the College Dean or Center Director
depending on the location of their services. Courses and
faculty at the University Centers will be authorized by

the appropriate school or department in the University.
Each Center will have funds and authority to offer
courses in response to local needs on a demanu basis.

Vocational and technical programs will be authorized in
cooperation with the Statewige Center for Vocational and
Technical Education.

4. The Cooperative Extension Service will coordinate the
delivery of services throughout the State. The Director
of CES will report to the Academic Vice Chancellor and
directly supervise the generalist agents working
throughout the State. the specialist ag<n+s 1in
agriculture, fisheries, home economics, ““and other fields,
will be assigned to their respective Colleges, with their
field services coordinated by cz,S. Close cooperative
agreements will be developed between CES and the
Colleges. The ANHRDP wil be transferred :o the new
College serving rural Alaskans.



C. Juneau-Southeast

The structure that_ 1is proposed for tbe Juneau-Southeast
institution recognizes both the 1linn ced size of the Juneau
program and the 1mportance of incorporating educational
services at_ Ketchikan and Sitka as an integral part of the
new enterprise. The proposal for integrat?ng tnese programs
seems to have had general acceptance by the participants_in
the Consulting Group and 1is advanced for your consideration.

structure of the Juneau-Southeast unit

1. The administrative
should consist of a Chancellor > Office to which report
an Academic Vice Chancellor or Dean of Faculty, Directors
of University Centers 1in Ketchikan and Sitka and a Vice
Chancellor for Administration. The academic departments,
divisions, schools, or colleges report to the chief
academic officer.

2. The academic program structure should be kept as simple
as possible in view of the enrollment in the Southeast
region. The Master ™ of Education program provides a
desirable link to regional ublic schools and a valuable
service to the region and should be continued The
Master  of Public Administration lacks an adeauate
faculty base and will be reorganized when a University
public policy faculty is assembled as a unit. The
Master ™ of Business Administration will be phased out;
the Master » in Fisheries will be awarded by" the new
statewide fisheries unit at the Fairbanks institution;
and the Master 3 in Vocational Educs.tion will be moved to
the Anchorage—Southcentr%I unit.

3. AlIl faculty 1in the Juneau-Southeast unit will oe
appointed 1in appropriate academic departments. The
faculty assigned to University Centers will be suDervised
by the Center Directors The Centers will have progranm
and budget flexibility to approve courses and instructors
in response to local needs In addition, vocational and
technical programs will be authorized for regional
delivery in cooperation witn the Statewide Center for
Vocational and Technical Education.

It is evident 1in the above that many 1issues remain
unresolved in the formation of the new University. Many of these
concerns must await the formation of task force groups that will
give intensive study to details of academic and administrative

organization for each new unit. It should be noted, however,

that there 1is no known instance when a redesign of a public
university of this magnitude has been attempted in higher
education except over a period of many years. This University is
forced to do in weeks and months that which ordinarily takes
years, but it is dealing with_ an economic situation tne likes of

which no other modern university has encountered.

One of the 1issues which is not yet addressed and will have
Co be resolved in the weeks ahead, is the organization of the
several faculties which were described in the December report
These are the faculties of fisheries and marine sciences, health
ar.d medical teaching and research, public policy studies, and
international trade.

The status_of Prince William Sound Community College has not
yet been determined. Prince William Sound Community College
receives a substantial annual operating appropriation from the
City of Valdez, and therefore 1is 1in a special category. It 1is
olanned to present at a later date an alternative ge§ign that
will encoura?e local governments to provide a specified portion
of the annual operating budget of a local educational unit as a
means of attaining or retaining community college status.

The fisheries program has been under discussion, but, cpver”l
of tne key University figures m fisnenes administration have

been out of the State on official business and have_ not been able
to meet to formulate alternatives for the organization of the
fisheries and marine science unit. The 1international trade
program has moved forward a _ little more quickly than originally
anticipated because of the initiative announced 1in January b
Cover .nor Cowper. In the public policy and health and medica



area"s task forces must be created and results developed for
consideration by the Board on the organization and location of
these new enterprises.

-10-
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It is a pleasure to report that the Consulting Groups for
each of the new units believe that open admission a commitment
to developmental education, services to non-traditional students,
and a concern for assisting people in finding their way 1into and
through higher education, are ah obligation of every unit. This
consensus developed quickly and universally in the “Consulting
Groups and will e included in the mission statements and values
of each of the new 1inst tutions.ll
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Each of the Consulting Groups quickly agreed on the pattern
of community advice that would be most usefu for the new*
units. It was agreed that the University Centers should have
locally based advisory groups and that tnese groups 1in turn
should contribute to institutional advisory groups which would

represent the communities and regions served by the new
catnouses. = A careful plan of designing, selecting, and organizing
thebe advisory structures will be developed for the
institutions. In addition, a number of advisory groups to
specific programs and activities will continue to exist and even
oe expanded with the creation of the new University structure.
Because of the great concern expressed over maintaining the
integrity of the Community College mission, it mav be appropriate
to set up a mechanism which woul guard this process from year to
year. For example, the new institutions could be asked to report

annually to the Board of Regents, as the CCRSE units do today*, on
the characteristics, status, and success of the Community College

mission.
In addition, the statewide administration might be asked to
H N

nold ﬁublic hearings each y”ar in which Re j?ent” could ""a”»*" N
and the community would be" asked to comment on the success ofthe
Community College mission of each of the new institutions.

A third alternative might be to ask outside professionals
who are expert in the community college area to visit the i
tampuses periodically and report on_ tne effectiveness with which
the Community College mission is being maintained and delivered.

Each of these steps would provide the Board of Regents with



a reading on the maintenance of the Community College mission in
the University through 1its three comprehensive regional units.
IV. Next Steps

The selectior. of Chancellors for the Anchorage-Southcentral
and Juneau-Southeast institutions is scheduled to take place as
soon as possible after the February Board of Regents meeting.
These selections will be made from people already in the
University and technicallr will be promotions within the terms of
the University & personne policies. The reason for proceed” *hg
in this manner 1is to quickly identify individuals to give
leadershi to the new institutions. It will be necessary to have
persons who can devote full time to the creation of the new
structure for both the Anchorage and Juneau based institutions so
that the administrative and academic programs can be ready to go
into operation at the earliest time without interrupting the on-—
going processes of the eX|st|ng12

campuses. The University faces the unusual situation of having
to bring new units into existence while existing campuses
continue to provide a full array of services to their
communities. The new Chancellors will have responsibility within
guidelines established by the President and the* Board for
establishing the administrative structures, selecting people to
fill the available positions, developin? procedures for operating
the new institution, and working out al the transitional”
problems.

It is anticipated that at some designated date, such as_
Au%gst 1, 1987, the seven campuses and the CORES administrative
offices in the Southcentral region will cease to_exist and the
following day the new Southcentral institution will be 1in
place. This has to be done in such a way that all of the
procedures and the programs move smoothly from the old structure
to the new one without a loss of control or the failure of some
sKstgm to operate. All ofthe business, student records,
physical plant, and academic activities have to go smoothly frcm
the old to the new operation. Many people will nave to change
jobs and activities or. that day as they move from serving one
Iinstitution to serving a new one. A great deal of work will have
to be done to create a smooth transition of records and processes
for all people involved. For example, a student®"s record will

ion from _an existin institution to the
I whichindicates that student is
n which is a designated successor to the

have to reflect a transi
new one with a clear tra
enrolled in an 1 stltuﬁ!

i

earlier enterprise. T is not an easy operation and there are
very TfTew precedents for making the changes that are proposed.

A number of steps will have to be taken to design the new
merged offices for each of the new institutions. The offices of
ayroll, purchasing, accounting, admissions, records, etc.. will
ave to be established, drawing upon personnel from the existing
campuses. This process has already begun for the Anchorage-
Southcentral 1institution. A committee has been set up
corresponding to each of the offices to be merged, consisting of
representatives from the three existing units. These groups are
designing plans for the new offices that will emerge from the
existing offices. ) i i i i

The second step in this process will be t'o appoint directors
for these new offices from among the available staff and then
fill each of the positions in tne new offices starting at the
senior professional 1level and working through the classified
oositions. In this process, of course, some people will receive
layoff notices as the offices contract to the number of
administrative staff who will _ be required to provide services in
the consolidated mode. A similar procedure will be established
at both the Fairbanks-Interior -Western, and the
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Juneau-Southeast campuses- Because the CCREE pe”~”orin01 have

be involved in all three of these procedures, it was decided not
to undertake all three studies of campus consolidation at one
time. Appendix C contains a_memorandum on this process that has
been shared in recent days with all employees.

~The next stage in developing new unit programs will be to
appoint a series of task forces which will study the many
guestions that have to be answered 1in the creation of the new



programs. The plan calls for establishing a main task force for

eac new unit, chaired by a Chancellor or Chancellor-designate,
and made up of representatives of the component organizations
that will come tp?ether to form the new institution. The"se
groups in turn will appoint a number of working groups, or teams,
to address specific problems that need resolution. For example,
one team_ might draft a mission statement for the new

institution. Another team would be concerned with the nature of
faculty appointments 1in the new institution and how faculty would
move Tfrom their curreni ranks and appointments to positions 1in
the new institution. A third task force might 1identify the
organization of student services in a new institution oased on a
ditferent academic structure Tfrom the ones which exists 1in the
pro?rams that are bein merged. The task forces and study groups
wil be made up of members of the University ® faculty, staif and
students, as well as community members who are particularly
interested in aspects of the institution being addressed. It 1is
conceivable that as many as ten to fifteen working groups would
be identified in one of the new institutions to cope with a range
of crucial problems that have to be resolved.

The task forces will screen and integrate the information
from the work groups and send it along to statewide i
administration for final review and approval or recommendation to
the Board of Regents 1in instances in which policy changes are
involved.

The main task forces will be appointed in the ten days
followin% Board action while the supporting groups may require
another ew weeks to be completed. A relatively vigorous
timetable will be assigned to task forces so that the process of
creating the institutions can move swiftly. o

The goal of this effort is to move to a transition date when

0
the existing campuses are phased out at 11:59 p.m. of one day and
the new campuses come into existence at 12:01 a.m. of the

succeeding day. ldeally, these dates will be during summer of
1987 so that the basic administrative structures of the three new
institutions will be 1in operation for the next academic year. It

is essential that progress be made so that funus can be captured
Eg gget the rigorous udget targets which face the University in
) ~14-

It is likely that some features of the existing institutions
will persist for another year, sinceit will take time to
determine in a clear and unambiguousmanner the best courses of
action to advance various elements of the new institutions. For
example, 1t is likely to take a_fullyear to undertand clearly
how vocational/technical education should beorganized in the
University so as to provide, with available resources, the best

services throughout the State. It may take another year to
arrange the changes 1in programs and personnel necessar to fit
the plans that will be developed this year. Some of the changes

that are essential for the long-term well-being of the University
can only be achieved slowly and cautiously if they are to be
successfull. i i
It is most regrettable that some Feople will have to be laid
off in the months ahead and others wil be unsettled by the
relocation of duties and responsibilities. Every effort will be
made to assist people in finding other alternatives within the

University and in the community at large, and to ease the
transition to a new employment status.

A principal goal of restructurin% is to protect as much as
oossible of the service delivery capability of the University and
maintain and even strengthen the quality ox" the programs offered
at locations throughout the State. Every effort'is being made to
orsserve the best m the University in the hope that the future
will provide an opportunity once again to build toward new levels
of effectiveness for the University of Alaska.
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Appendix A

Board of Regents ” Meeting
December 4-0, 1986

PASSED AS AMENDED:



The Board of Regents approves the general concept of
restructuring of the University of Alaska as presented by the
president, and instructs the president to prepare detailed
|mplement|nﬂ plans 1in accordance therewith. The Board further
instructs the president that the restructuring plan for
|mplementat|on accomplish the following to the gr eatest degree

possible:

1) Incorporation of specific details for assuring that multi—
part mission statements, 1identity, vocational education, and
local mechanisms for |nput are met.

2) That in the convalidation of functions currently performed
in the universities, community colleges, dlstancq delivery,
and related program offerings within_the stem into the new
three (3) regional administrative units, t e aresident
creates separate sub-units 1in each of the new" three (3) MAUs
to preserve the accountability of:

a. individual and unique missions, and
b. the budget identity of the existing organizational

functions.

ucts the president to seek final
plans prior bo their
motion is effective December 5, 1986.

The Board further 1ins
Board approval of suc
implementation. This

tr
h

APPENDIX B
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DI
1-21-37
Questions to be addressed by the Consulting Groups

Fairbanks

1. How should the extension service, the cqmmunit¥ college and
the university faculties be integrated in the hew .
institution? (CCREE,CES and UAF faculty must be included 1in
the solution.)

2 What structures are required to Drotect and maintain
essential elements of the community college missions,
including urban (TVCC) and rural units?

3 What should be the roles, organization, Jlocation and
interrelationships of student suDport services, such _as
developmental education, counseling, admissions, registrar
and financial aid?

4. Where should the extended rural collegebe located 1inthe
structure of the new institution?

a. How will the extended rural college relate toCHRD, X-
CED, RAHI, etc.?

b. How will academic and §upport|ng administrative services
be provided to rural sites

C. What administrative linkage are reauired between the
Fairbanks campus and other S|tes

5 Where should the CES and correspondence studies be located
in the new instituti
a. What will be the relationship.of CES faculty to

departmental school or college faculty?
b. What will be the relationship _ CES to the research
units, including the Agriculxuie and Forestry Experiment
Station?
n anw flhriniH the "statewide"™ facultv of f1l sdat-#

science be structured to operate effectively across the
State and to integrate smoothly with the new institution?

7. What structural and administrative arrangements are required
to reduce duplication and enhance complementarity between
CSS, community college, and conference and continuing
education functions?



8 What advisory structures are needed for the new institution,
including linkages to rural Alaska?

9. What elements should_ be included in the mission statements
for the new |nst|tut|on? What one should be excluded?

APPENDIX B
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Questions to be addressed by the Consulting Groups

Juneau

1. What programs. should be offered as an integral oart of the
new institution?

2. What programs offered from other UA units should be brokered
by the new institution?

3. How should the new institution be structured to best deliver
and broker the programs 1identified in "#1 and ft2 above?

4. How can the institution best provide academic and_ supporting
administrative services to outlying communities 1in southeast
Alaska?

5. How will community college faculty be integrated with other
faculty in the new institution?

6. What 1is the best communlty/reglonal advisory structure for
the new institution?

7. What elements should be clu ded in the misison statement
for the new institution7 Wha elements should be excluded?

APPENDIX B
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Questions to be addressed by the Consulting Groups

Anchorage

1. What elements should be included in the mission statement
for the new institution? What ones should be excluded?

2. What should be the administrative structure of the new
institution?

a What administrative units should rerort directly to the
Chancellor? to the Vice Chancellors?

b. Where should the major academic units, including
voc/tech, be located in the organizat ion?

c. How should the Mat-Su, Kenai, Kodiak, and Prince Willianm
Sound campuses fit into the institutional structure?

d. How should the voc/tech unit be linked toextended
sites, e.g., community college 5|tes7

e. What structures are required to otect and maintain
essential elements of the communlty college issions?

3. How should the community college and universit faculties be
integrated in the new iInstitution? (ACC, CCRES and UAA
faculty must be included in the solution.")

4. What should be the roles, organization, locations and
interrelationships of student support services, such as
developmental education, counseling, admissions, registrar
and financial aid?

5. How should the centers or faculties 1in health and medical
sciences, 1international business and -crade, and public
policy be organized 1in the academic structure?

5. What community advisory structure(s) should serve the new

institution? (Anchorage, Mat-Su, Kenai, Kodiak, Prince )
William Sound, and some 'sites where voc/tech instruction, if



edelivered, must be considered.)

February 13, 1987
T0: Faculty and Staff

FROM: Donald D. O Dowd
President

RE: administrative staff reductions

In recent weeks 1 have been so distracted by the restructuring
process, the new legislative session, and our extraordinary
financial crisis that |1 have neglected to “hank you for your
continued dedication in serving our students, our oublics and the
citizens of the State.

realize that our financial challenges are creating a level of
nsecurity for many members of the University. I understand
ese concerns and | am attemoting to reduce, offset and
eliorate them. It is clear* that many of you feel a great sense
frustration and helplessness because there 1is nothing you can
directly to correct the situation. I wish it were oossible to
t

n
0

ise each of you the jJjob security you deserve, bu I cannot
% costs

jobs
, that

you that assurance. V/e must reduce administrativ
tantially, and this will mean a significant loss o
ughout the University. Please be assured, however
ss-the-board layoff notices will not be issued to

ngstr%tive staff unless we are faced with additional major
e cuts.

roposal is targeted to save at least S6
strative costs on a full year basis. However,

ill not start to- accrue until July 1, 1988.

the level of administrative savings that we

have to reduce staff for FY 88 and beyond.
se we could have followed would have oeen to
ff notices to all ootentially affected

However, | believe it is incumbent on the
its employees with as much resoect and
Therefore, my plan_1is to establish the
three new institutions as soon as
administrative oositions for these new
budget provided; and, finally, take
offs as necessary.

ttain, we w
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e administrative savings will com
ill help reduce the number of layoffs
we will make every effort to dace
s o are on layoff status into openings as they
e. Therefore, 1 am asking each Chancellor at tn
to hold open vacant positions to the extent possible unt
structure of the new institutions 1is in place”
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It is not possible to provide an exact schedule of the events
that will occur in the next couple of months, but 1 can give you

some general information.

I will make snecific recommendations on restructuring_ to the
Board of Regents on Februarﬁ 21. Spme key restructuring
decisions will be made at that meeting with follow-up decisions

at the March 11-12 meeting.

I have asked the three Anchorage Chancellors to have their staff
members in the administrative areas that will be consolidated
éaccounting, admissions and records, budgeting, etc.) to begin
eveloping recommendations on a transition”from the current
office structure to the new consolidated offices. I anticipate
that these recommendations will be ready for consideration in
early March. Work on consolidating administrative offices for
the new Fairbanks and Juneau institutions will be 1initiated after
the Board of Regents meeting on February 21. The current CCRES



units wil.1l be impacted on the same time schedule as tha.t which
applies to the new institution into which they will merge, as the
schedule for setting the administrative structure will apply
equally to all units involved. Not all administrative areas will
be affected by the restructuring process, such as those offices
idated and offices which are currently staffed at

already conso a i " _cur )
levels that require the continuation of existing personnel in

order to provide adequate service.

As indicated in an earlier memorandum, | expect to apooint
Chancellors to the new Anchorage and Juneau institutions by the
end of February.

Later in March, we will select individuals for the administrative
management positions of the consolidated offices within the new
institutions. These selections will be from current employees,
unless there are some unusual circumstances. Following these
actions, appointments will be made at each level 1in the
administrative offices until the new staff|n£ pattern is
completed and all layoffs have been announced.”

| appreciate your_contlnuin? dedication and good work during this
extraordinary period. I will try to keen you informed, steo
step, of_ the activities that must be taken so that che University
can survive as a high quality institution desDite shrinking
resources.
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