G.D.9

MEMORANDUM

To: Board of Regents

From: Board Office

Subject:  Report on Organizational Review Phases Il and Il Projects

Date: June 9, 2003

Recommended

Action:

1. Receive the report on final results of five Organizational Review —
Phase Il and Phase Il projects; and

2. Approve a project to re-engineer the governance reports as noted
below.

Executive
Summary:

Summary
of Projects

In May 2002 the Board approved a three-phase Organizational Review of
the Board, Board Office and the five institutions. MGT of America, Inc., a
consulting firm from Tallahassee, Florida, was selected to undertake
Phase | of the Review: the identification of areas to be studied to
improve efficiency, effectiveness, and accountability of the Regent
enterprise. Phases Il and Il were to be short-term and longer-term in-
depth studies of the areas identified in Phase |. This report provides the
final results of Phase Il and Phase Il projects.

This memo reports on the six remaining Organizational Review projects.
In all but one project the results of the various efforts are reported. The
exception is the project related to the “Governance Reports” (lI-11) in
which the Board Office is recommending that a different approach be
utilized to review the governance reports that takes into consideration the
Board’s strategic planning and re-engineering efforts. Specifically, the
Board Office proposes that each governance report be reviewed, based
on the following questions:

1. Is there a need for the report?

2. If the report is to continue, with what frequency should the report
be made?

3. Can the report be combined with other reports?

4. Does the report need to be docketed or just “filed?”

Pages 2 through 9 are a brief summary of the final results of Phase Il and
Phase lll Organizational Review Projects.

Exhibit A, pages 11-48, is the full report on each of the projects.




G.D.9
Page 2

‘lled ay) ui sjeussg Ajnoe4 ayy
paJapiIsuoD aq |iim abueyd Joj suonepusWWOoDS) Si
0 oM} pue sjuapnis (e 1oj weibosd 8100 ay) jo Ybus|
Y} 9onpal 0} suoljepuatuwodsal Gunolos pue suondo
uimalAsl st aspiwwod vy weiboid ayy jo cumcm_
y) Buonpas uy sjuspnls 0} snosbejueape usaq aney

Iym Juswauinbas Bunum uopeonps jessusb ay) jo
SAlem B JO uoilejuswaldwi pue pajeulwle usaq sey
9sIn0d Jo Bununod signoq "ease siyl u swesboud
uswdojaasp A)noey |eoads palayo pue Spy |eiaqr]
U} JO Jojeuipioo), e pajuiodde sey emo| uloyuoN
0 Ajusiaaiun sy} ‘ueid oibajens sy yum Judjsisuoy

‘ajenbape ase seonoeid Juaund jey;
1e®4 iie ‘uoisniouoo u; ‘seplod Juswubisse wooissep
U pomoinas BMO| JO ANsIeAlUn Sy  ejnoiued
| -Aiesssosu aseym suojeoyipow opew sAey
UE UONEPUSLUIOdal SIY} PSMBIAS] uonnyisul yoeg

"8A1}92(qo siy} Je pauwiie
aifojelys Jo saqunu e Buyuswadwi s uonnygsul

YooM-INN
SI0WNYM
ondeys

*® J9119g-NSI
‘SafISISANUN

-ins

YyooX-INf oxdeys

‘sjuswainbal uoneonp
[esousB sy sjenjes pinoys emol WwoypoN Jo Aysieaiun ay

‘Sal}ljioe} ssey
o|qejieAe JO asn JUdIDOIYS aIow axew o} saljod juswubiss
LWOOISSB|O SH SSasse-al pjnoys emoj Jo  AjisiaAiun
2y} ‘Jejnoiped U] "S92IN0Sal WOOISSEIO JO 9SN judIoyje alow
axew o) (sBuluwiow Apes pue ‘sbuluaaa ‘shepu ‘spudeami
“@1) sinoy Jejpndod-uou pue jeuompes-uou  Buun
sassejp ajow ajnpayds 0} pabeinooua si Ausisaiun yoegf |

oee ‘Buibusjieyo Ajbuiseasou; SIYA  SUORIPUCD piemoH-AST "SUOI}IPUOD JIIOU0DD JUa.IND Jo JyYbBiY Ul paAaiyoe aq ued
Iwouooa jaund jo by u ozis ssep aonpal alowiyYM-inS|sazis ssep ojenpelbispun aonpas 0} saibojens anjewa)e
} soibajess Sjewsjie paulwexs sey uonnsul yoeg ‘SaNISISAUN Payloym SulwIslep  PNOYs  SaRISIBAIUN juabay ay
"€00Z Aep Aq psjejdwoo
@q Ppnoys siyl -uoneuwlwle Joj Ssasinod  Auspl o
SI uofjeulwexa ay) jo jeob ayl "1qejihs 8sIN0O pue ‘paiayo
S1 95IN02 YoEea Jey) Aep Jo awi} ‘sjuswijoius Jo suosueduwiod |
opnpul  pinoys sisAjeuy  juswebeuew pue swalsAs| |
uolieuliojul pue ‘solwoucdd ‘Bunum ‘ysibuy ‘Buueauibue
‘uoijesijdnp as1noo Alessaoauun yooy-iNnl sonsnels ‘Aiojsiy ‘sonewsylew - 19N Aq eaneoydnp
OU sem aiay) Jey) |98} SOBISISAIUN B} SduBsul ondeys -AigjjAlenusiod se psyuspl usaq aABY Jey} Sasinoo/seale
9AD U] "s8sinod yons Buuayo Aysiaaun juabay ay) alowIyM-iNS[eYl Ul uoHeUIWEXS pajlelop B JONpPUOd pjnoys ‘adujo KsanijaQ
q pamainal sem asinod aanedydnp Ajjenualod, yoeg : SOljiSIaAlUf)|pieog oyl yim uoneynsucd Ui ‘saisiaalun Juabay ayy weiboid jeuononiisu| suljweans ¢-i
suoljepuawwoddy || aseyd
sjoafold
suoIsSn|OuUo) Alewwng dn-mojjo4 SUOIOY papuawLIooay] 100l0id mainay |euoneziuebio

104 Ajjiqisuodsoy

AYVININS 103rodd - Ill ANV Il 3SVHd

VYMOI

40 31V1S ‘SINIOIY 40 quvog




G.D.9
Page 3

‘ueyd

onenpelb seaAuno} ayj jo sieob ay) jJo ainsesw
se ejep sasbaprojTown spnpul 0] papuedxs
pinoys sejey UONUS)SY PpuUB UollenpelIS) uo
odas soueusanob jenuue spuabay jo pleog 8yl O

‘Aenb weiboud Guurejuiew sjym buuueld
uawjjosua Bupueyus jo |eob ayl ym ‘ejep ajel
onenpeib jo b1 ul sjuswasinbas wesboid owwepede
BlA2) 0} SNUNRUOD plnoys sapisieaiun ebay ‘g

‘salsJaniun Juabay sy 1oy Ajuoud ybiy
24 0} aNURUOD PINOYS Sajes uoenpeld pue uonuslal
oje ey} SI0}OB} OIWSPEOE-UOU puB DISpEedE
SaIppe 0} HOJ® PSOJeulpIond pue JudisISuod Yy B

:POpUSLLLLIOOdI
¥IOY) suolejey |euoneonp3 uo sapiWWOY) Jusbay
Y} ‘seibsjens BuisiApe uejd UOIBNPERIO) JEAA-INOH
ue ‘sajes uonenpelb teakino} ‘ejep aaibap-oj-swn
o yjbua) uo spodal jeuonNISU! JO MIIASI B UO paseg

H30Y

"£00Z Aei
Aq pieog ay) o] suoijepuswiwodal Bunussaid ‘salbojens

Buisiape pue ejep ajes uonenpelb ieak-inoj sulwexa pjnoys
(430Y) suojeidy [euoyeonp3 uo dSjIWIWOY Judbay ayL

SuoISnPUo Alewwng

syoeloid
dn-mojj04

ioj Aupqisuodsay

SUONOY PapUSILICIDY 109[014 MaIney [euoneziuebiQ

AYVWRAINS 103rodd - It ANV Ii 3SVHd
VMOI 40 3LV1S ‘SINIOIY 40 quvod




G.D.9
Page 4

"sajiunpoddo yiom pasueyua pue uoowosd

0} UuOlleoNpa 1By} Jayuny o) pasu oym sab69)j00
IUNWWOD BMmo| woy sajenpelb 'S'y'y Jo spasu

Ui 192w o} aq pjnom wesboid sy} jo asodind ay|
BMO] WISYUON J0 Ausiaaiun ayy Aq passyo weisboid
uswabeuepy ABojouyoa] ey} pue  salsIsAUN
usboy saiyy sy Aq paseyo wesboid soipnig
eJaqI7 Jo Jojayoeqg 8y} aq pinom wesboid jo adh sy
0} s|spow 8y} ‘salisioaun Juabay ay) Je ,aousiNg
@1|ddy,, Jo Jojpyoeg e jo Juswdojenep ay) ajebisay

‘pasu Aay} uoneuLIOlUl By} ssadde ued (dygnd
sjuaied ‘sjuapnls) Siasn YOIYm ypm ases sy} aq |m
OLIBJIO BAllenjeAs suQ ‘suolsanb Jwgns o) siasn
04 Ajiunjoddo ue pue ‘slisqom JaYlo 0} SHUI| ‘SDV SE
ons ‘sjusweoueyus ajeudosdde jsabbns pue aysqem
1Yl ajenjeAs (M [1DUNOD ay| “wnosuod sabajjoo

JUNWWoS ay} Jo jsenbal ay} je emo| Jo AysisAiun
Y} Aq padojensp alsqom saipnig [esaqi Jo Jojeyoeg
Ui oq Jm Jutod Burpels syl uonenonie pue Buisiape
0} o)sgam uowwod e Buysigelse ajebisaul

:sdajs uonoe Bumolo} ay)

2jdope |IounNoD g + Z Y} ‘UOISSNOSIP 3|qepuUnos ay)
0 s)nsas ayj Buisn ‘sjuspnig Jojsuei} UO SORIWIWIOYD
OSIApY Uuoslel] 8yl pue ‘ounod z + 2 ‘8430Y

0 slaquisw papnpul sjuedonpred a8yl ‘€002 ‘92
udy uo s|qelpunos uole|Noe ue pasosuods (HIDY)
uoljejdy [euoneonpy uo asspwwo) jusbay ayj

- sjuawaalb
uoijeinoiue weiboid o) weiboid pue 2iseq Yjoq aseasoul pu

80UBYUS O} [IDUNOD Z+Z Y} PUB ‘S1DVT ‘HIDY UIM Hiom
Im 80O pieog ay} ‘AQuoud ybiy e syuswsaibe uonenoe

|
mmomro Juowanoidwi spiebas sjusbsy jo pieog ay) asnedseg

suoIsnjsuo) Arewwng

sjoaloiy
dn-mojjo4

10} AjjIqisuodseay

SUOI}OY PapUBLILIOIDY

108f014 mainay jeuoneziuebio

AYVNIANNS 103rodd - il ANV Il 3SVYHd
VMOI 40 31V1S ‘SINIO3Y 40 auvog




G.D.9
Page 5

‘sayoeoidde aAeussyje aanoays Jo ued
unjeyiew pue juswabeuew jusuwijjoius pajesbajul
e SeY ) jeyl sejeolpul SasIaAlUN 3y} JO yoe3

1enbsnog-ng|

‘uejd oibajens syuabay jo pieog ayy
UM Juslsisuod ase yoiym pue sueid oibajenys niay) ul sjeob
0] Ajleoyioads an jeyy sueid Bunexsew pue Juswoebeuew
uswjjoiua pajesbajul dojpasp pinoys ANSI9AIUN  yoeTe

‘s|ieob pue ue|d oibajel)s s AjsiaAiun

noYoI4|uoe® UyiM JuSISISUOD aie Jey) swiesboid pue S9SINOD JBYO
9 ‘uassnwsey (o} SBARUBOUl oAey jualpedap/seba)j0o Jey) OS SSNUIAR)
‘ondeys-fg][looyos sewwns Bunnquisip Jo spoylaw aAlEUIS)E SjenjeATe
"SUOISS3S-1a)ui PUE [00Y9S Jauluns Bunp
, 'SUOISSaS-IBIUI PUE JOWILLINS JO 35N JoyINy uoenpesb 1o} pannbai sasmod oyweds-auldiosip JayQe
) pesj Aew jey} tepus|ed onuspede sy ul sabueyd ‘sjuawasinbay uonenpelb uoneonpe
uLBpISUOD si NG| ‘uonippe u| ‘(siesk ojewsoje llesousb ayy jo ped ese jey) sesinod jie spnpul b Jey
1 $881n00 Buliayo) suoisiral 19Bpng Jusoa 0} pajere  SUOISSas-JaMuI, Ul pue ‘Jawwns ay) Buunp sassep Jeyo
anssi ssaippe O} Spew Uasq OABY SUOHESLIPOW
vw;m_R% mmmn SABY  Sjuswjjoius  Jewwins ondeys-iSt ‘suejd jusloBeuew JUSWI0IUS JidY) JO Jusuodwod
0 Sp3dse AeY pue pasealsoul aAey SJUSWIOIUD yooy-iNAlieIBaIUl ue se jooyos Jawwns Jo asn ojeasb ayew
swwns ‘jeousb U]  ‘pepuswwodal  sease .
U Jo yoea papnpul jey) sBuuadyo |ooYOS JaWwWNs alownym -ing -SenisIaAlUn
0 sishleue ue uayepepun sey Ausisaun yoeg ‘SomsIoAln U202 Ul Jo Yoes Aq paspisuco aq pnoys Buimolioy ayy
sjoeloid
suoisnjouo) Alrewwng dn-mojjo- SUOIOY PapUSWILLOISY 100l0id Mainay |euoneziueblo

10} Ajiqisuodsay

AYVININNS 103r0¥d - Il ANV Il 3SVHd

VYMOI

40 31V1S ‘SINIO3Y 40 Qivog




G.D.9
Page 6

*9NURUOD 1M SHOYS
SaYl 'PoIoBUS M9} B pue ‘Ajquiessy [elausn oy}
0 uoISses £00g Sy} 10} weibold aane|siba spieog
Y} U pansind a1om Jaljal AiojejnBal 10} seele [eIoASS

sispunes yieX-iNfA
otz wed

30O pieog

ﬁ ‘Bunespy preog 200z 49010

sjuabay jo preog sy} Aq peaoidde suopoe uo dn-mojjo4

salnjels Aioje|nboy
9jelS 0} SUOHeIHIPON %885 O1-II

‘Buniesw pieog £00z Joquisides ayl je pajussaid
( O} Pa|NPayos S| UONEBWLIOJUI SIY] "UONEJO||eal B JO
oniuyep ayi Butpnjour ‘Aoljod jusuno sy} asiAe) pue

pleyieyos

-INf) uessnwsey
? Hoxold ‘yens
‘1BISIPIYO-NSI|
Buno Bnog-IAS

‘sjeod s,preog ay) Buinaiyoe premo) ssesboid
arensuowap o) walsAs Buipodas e ubisep pue sainypuadxe
uoljeoojjeas jJo sadA} jo uomuyop itesd e dojensp
‘suonniisul syl yum Bupiom ‘say0 preog sy} ey} jsenbay

aiA8l 0} 90IJO preog ay) paisanbal Ing ‘4002 A4 10} ‘SanISIaAIUN
olsinal 8y} peroldde pieog ayj ‘Bunesw preog Aepy| uosyoupusH qeg ‘sieak sl Ixau
Y} Je pajuesaid sem suopneooljjeas uo Aojjod pasiral 8010 precg| eui 104 Aoljod uonesojfesl e 10j pasu ay) uliyesl pieog ayj 532014 Uojedoleay anoxduwy /-
‘uolyelsuab anusaal
Ul safusioniun ayy isisse ybiw eyl ssonoesd 1seq Aumuspl
0] suonjiisul Jaad Ypm }NSuUod 0} SSRISISAIUN L) }senbay
*S8NUBASI JBUILIBS pUE ‘|00Yds
lowwins ‘uoneonps Buinuiuod enquisip pue ‘Io} JuUNoooe
‘oSeaioul O] SPOYloW SAjBUIS}E djenjeAs O} SollISISAIuN
3U} 19841p ‘S-|| W)} JO 9 UOHEBPUSLULIOIB LYIM UoouUnfuoo uj
‘sjesse
SWil-9U0 UBY} J19Yjel S83IN0S djqeureiurew pue Buuunosy
OUBWOY-INN
CEIETEY uessnwsey
9SEBIOU| BASIYOR O} SeAnemul ooeds Bupjepspun 2 NId ‘esudisius ajeaud yum uonieduiod
Je  pue suognjsul Juebey oy e seonoeid ‘usppe-ASi[bulpiebol yeg Jeideyy SpoJ BMO] jo suoisinoid eyl
C_ODCO jo tm& se wO_:CDtOQQO M3U _N_~CQHOQ uosuyop b‘_w._.ua pue swesboud pue suoissiul sy} Yim JusisISuod SaiiAloy
e jo Aupqises; ey perefnseAul pue ‘suopmusul ‘SenisIeAlUN
sad Jo sonAoe oyl pameines  ‘semunuoddo| uosyoupueH geg U0 SHOYo saipunpoddp
unelaush anuanal pssapisuod Apuiol senisieAiun ayL 35JO pieog|buneisusb anueAsl snooj o} saljisioaun oy} abeinosu] JusWwiaoUBYUT SNUBASY MBIASY |
sjosfoid
suolsnjouon Arewwng dn-mofjo4 SUOII0Y pPapusWIWLIOdaYy 108014 mainay jeuoneziuebiQ

104 Ayliqisuodsay

AUV
VMOI

ANS 103ro¥d - il ANV Il 3SVHd
40 31V1S ‘SINID3YH 40 advosd




G.D.9
Page 7

'€002 lled aje| ul pieog
Y} 0} papodal aq jjim JUSLISSASSE SIY) JO SYNSal Y|
sjuswannbal AiojnjE}S SB YONS SUOHEIAPISUOD JBYJ0
ue saAnoslqo oibejens s,pieog ay} yum uonouNfuos
1 Buniodas Buiquoo 1o seunuoddo ‘Buiuodas
0 Aousnbay wnundo sy ‘podes yoes oy pasu
U} UOIRISPISUCD OJUl 9)B} pINOM JUSWISSISSE SIY|
spodas eouewanoh |ie Jo Juswissasse aAIsuayaIdwod

S)EUSpUN  PINOYS  UOHBHNSUOD  [euoinsul
leudosdde yum aoyQ pseog ay) Jey) spuswwosal
ue spodas aoueusanob sy} ssasse o} awi siy) Je Aem
3q a8y} Jou st | O Agq padojanep suodas aoueuwsanob
0 ISl pejosies ay) jeyj si99) aoy0 pieog ayj

‘awiy jo pouad e Jano
ul-paseyd aq o} wajsAs SN ke jo Juawdojensp ay} sapisuodf

eseg Hoqoy
:30JO pieog

‘ajeudoidde swaap ) se podas yoes Joy fesodosd ayj 1dope
pue sabueyo oyoads pasodoid ay) mainal pinoys sjuabay
jo pieog soy] -sebuey) pspuswiwodsy ldopy p dajg

"0Je ‘spodal Jayjo yum uoieuiquio
0] Uy} ‘uoijeutwi|d podas 0} uaalb ag pinoys uonesspIsuod
isiy 9y} ‘sl Jey] -oAoqe paquosap sabueyo jenuejod
po 1s1t ay) woy yohked sjqises) Isaybiy ayi pleIk pnoys
sbueyo pesodord oy} ‘seinomied u| -i0jeuIpiood podal
oyl Aq papuswwodas aq pjnoys sabueyo oypads ‘syodel
paynuapt ay) Jo sisAjeue yydap-ui alow e uo paeseg -poday
peysjeg yoeg o} sabueypn oywadg asodoid ¢ de)g

‘(018 ‘onjea mo| ‘1509 ybiy ‘6°9) wodas ay
ul pazuewwns sBuipuy ay) ssalppe 0} painjonis aq pjnoys
IMBIND) BY) ‘1ejnoiped u) “pels jeuonniisul jeudosdde yum
UOHE)INSUOD Ul MajABL pajielop e Bupjeuspun ypm pabieyd
2Q pInoys podas paynuspl yoea o} IOJEUIpIO0D By} Se
pajeubisap Ajjuaund s; oym Jaquiawl Yejs aoyi0 pieog ay
‘PaWLYU0D Usaq sey sHodal Jo Isif Hoys ay) 9ouQ “Modoy| |
pejos|es yoe3z jo sbuiwoopoyg oyioadg ajenjeas :z deig |

"M3IA31 pajielep aJow e Jo} sapuoLd ale spodas paynuap
U} 1B} UWLIUOD Pue }Si| aU} M3IAS) pinoys sjusbay jo preog
ay] -supoday JO ISI] HOUS 8y} puswy 10 UuLyuoy) :i doig

uuewdpeds-INN

yeleg yaqoy :suodas edueusanoh sjuebay jo pieog ay) Jo} sassaooid

spoday 8oUBUIBA0L)
JO MBIADY JaYlN4 1oNpuod Li-l

suoisnjpuo) Aiewwng

‘90jO pieogimeinal dejs-inoy S |OW JO UOISIaA paypow e anoiddy
sjoelold
dn-mojjo4 SUOIJOY papuUsLLIWO0oSy

10} Aypiqisuodsay

100014 mainay jeuoieziuebiQ

AYVINNNS 103rodd - Il ANV 1l 3SYHd
VMOI 40 31V1S ‘SINI93Y 40 Qivog




G.D.9
Page 8

"JJels |[e O} a|gejieAe apew pue ‘owi)
USJSISUOD ‘UOWIWICD B JB PaJayo aq pincd suonedijdde
qemyjos dopjsep uo Buen senbes ‘jeseuss) e

‘Ajises alow gejs usamiaq

Jep jo Bulleys ay} ajej|ioe} 0} paysligelse aq pinoys
00UOS 8y} Je ISAISS Blep By} UO SajY UOWLWO)) e
‘looyos ayy

0 spaau ay) josw 0} 9jge ag Jou Aew Aay} esnesaq
S300Y pue oidJexes|i4 uey} Jayjo sweiboid aseq
jep |euonippe o) usAlb aq pinoys uoneIapISu0D e

"apeibdn o} (000°01$
00'9$) spuny Aesssoou oy} Buipusds opisuod

ue suoneoldde wajsAg juswabeueyy uonoesslU|
ARBJSIUIWPY (S40Q) Sudieasay [o)uod ejeq Jo
Jysusq pasessoul ay) ajenjieAs pjnoys |ooyos ayj e

‘suesw jenuew ybnoiyy
sulejufew 1o Bupoe; Ajuaund ase jey) soibouAs
Jeald pINOd S3|NPOW S8DIN0SA) UBWINY PUR [eldueul
Uy} sejeibojul jeuyl suemyos ioinduiod poyIOMION e

:MaiABI
U} WOy paYINsal yoiym ‘suoepuswiuodsss Bumojjol
Yy Jusweidun o) Bupyom si joOYOS Byl Yels
oddns pue aapessiulwipe 109jes Jo sanjiqisuodsal
ue sojo) oy} pue sassaoosd  eAnessiupE
0 M3IASI B P3JONpUuod [N Pue NS] Wol SouBjsiSSE
um jooydg Buimes Jybis pue ajieig Emo| ayj

uewuny] swuaqg
‘SSs4l

350 pieoyg

zajezuoo eueigfiybis pue sjjieig emoj je sseooid sajessiujwpe 1o8jes
Fo moalnal Yidsp-ur ue aeuspun o) jesodoid ay) jdeooy

‘looyos Buiaes
| sssai
Je sainpad0id SAleNSIUIWLPE MBIADY G-Il

SUOIJEPUSWIWIOIAY ||| 9SBYd

suolsnpuo) Aewwng

sjoafoid
dn-mojjo4 SUOII0Y pPepuUaWIWIOIDY
10} Ajliqisuodsay

138loid mainay jeuoneziuebiQ

AUVIANNS 103roxd - Il NV 1l 3SVYHd
VMOI 40 31V1S ‘SINI93Y 40 Quvog




G.D.9
Page 9

‘saakojdws panjea s jooyosg
Yy} ojeosidde pue oziubooss pjnom jeyl jooyoss
Yy 1o} weiboisd suonejes sskojdwe ue aziuebip e

'sassao0id Bupjew-uolsioap
ue sojA)s HIoM Ul SSOUBIBYIP JO SNjeA ay) pue sojhls
Jom Ul seouaiayip pue syibuains Buipuejsiapun woyy
1J9USg PINOM |00YDS 3y} JO SiojeNsiuIWLIPe BAY Y o

‘uoneziuebio
Y} Ssosoe sjeuoiiel sy} pue abueyd ayj 9jesIuNWWoo
ue ulopad Aay) sannp sy} Yim JUsjsISuoD alow aq 0}
S0IAISS SAIRIISIUIUPY JO JOJORII] 8Y} PUB S90IN0say
BWNH Jo Jopang aul jo sapy qof ayy puswy e

‘sonjuoud jeuoneziueblo pue ‘sawono

Ba} palissp ‘suofejoadxa qol jnoge ssokojdwo
ojul pinoys (sjueid syl Ajenuue-ss jses)
e seakojdwe 0) uoneuuoul sapinoid jey} padojeasp
pInoys uejd UOREOIUNWIWIOD [RWIBIUI UY e

suoisnpuo) Alewwing

sjoafold
dn-mojjo4

10} Ajjiqisuodsay

SUOHOY PapUBILLIOIDY

100f01d Mainay jeuoneziuebip

AUVININNS 103roudd - lil ANV II 3SVYHd
VMOI 40 31V1S ‘SINIOIY 40 qvog



Strateqgic Plan:
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The Organizational Review, because of its scope, addresses almost all
aspects of the Board’s Strategic Plan but especially addresses K.R.A.
4.0.0.0 “providing effective stewardship of the institutions.” K.R.A. 4.2.0.0
in particular addresses the improvement of the operational effectiveness

h/aa/docket/june/gd9

and efficiency of the institutions.
Approved: 4”‘5% S M ‘

Gregory S. Nichols
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INSTITUTIONAL REPORTS ON PHASE Il AND PHASE IIl PROJECTS

Recommended
Action

SU! Response

Phase II-3 — Streamline Instructional Program Delivery

Q The Regent universities, in consultation with the Board Office,
should conduct a detailed examination in the areas/courses
that have been identified as potentially duplicative by MGT —
mathematics, history, statistics, engineering, English, writing,
economics, and information systems and management.
Analysis should include comparisons of enroliments, time of
day that each course is offered, and course syllabi. The goal of
the examination is to identify courses for elimination. This
should be completed by May 2003.

University of lowa:

The MGT report recommended the following in its report:

“The Regent universities should examine in detail in Phase Ill the
duplicative courses identified in Phase Il. Analysis should include
comparisons of enrollments, time of day that each course is offered, and
course syllabi.

If every student could be accommodated in the remaining classes, and
assuming that the average professor teaches 3-4 courses per year, this
could mean the potential to eliminate 13 to 27 faculty positions, at an
annual savings that would vary from about $60,000 per faculty member
at UNI, $70,000 at ISU, and $85,000 at Ul. The total of all these
potential reductions could result in potential savings of up to $1.9 million
per year. This calculation assumes that full-time faculty members are
teaching these courses.”

As shown in Attachment A, “every student” could not be accommodated
in the remaining classes, since the possibly overlapping courses do not
overlap in time or session of offering, nor is there sufficient “excess
capacity” in any of these courses to accommodate large numbers of
additional students.

In the past two years, the College of Liberal Arts and Sciences
eliminated 96 courses. The College’s management of its courses
ensures that only those courses that can be justified by the curricular
need and resource availability are offered. Similarly, the College of
Engineering has dropped 9 courses in the past two years. Like the
College of Liberal Arts and Sciences, the College of Engineering has
been vigilant in managing its curriculum. In a few cases, courses
identified by MGT have been eliminated, but not as a result of the MGT
report. This is perhaps not completely surprising, since the MGT group
had limited time and resources for their examination of the entire
University’s curriculum. While we have not eliminated any courses on
the basis of the MGT report, we continue to monitor departmental
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curricula and enroliments in all of our courses, and at some future date,
it is indeed possible that some of the courses listed above will be
eliminated.

The University’s academic leadership is acutely aware of the potential
for course duplication and is vigilant in monitoring courses and course
development through well-established systems that are in place to
ensure it does not occur.

lowa State University:

A review was conducted of the specific courses identified by MGT of
America, Inc. The matrix comparing the courses and explaining
necessary/unnecessary duplication is attached. (Attachment B)

The following points amplify the information in the matrix:

e The goal of reducing course duplication is important if efficiencies
can be found as a result of doing so. In many cases, however,
reducing duplication itself is not an opportunity for increased
efficiency because the underlying issue is class size. For example,
General Chemistry is taught to thousands of students per year. It
supports general education in numerous areas of science and
engineering and also is one foundation area for liberal education in
many fields. There are several versions of general chemistry that
have been designed to enhance and coordinate with particular
curricula, such as engineering. The courses are taught in large
lecture sections, with recitations and laboratories in some cases.
Class size determines the number of sections that need to be
offered, and increased efficiency is achieved solely by increasing
class size. Reducing the menu of specialized courses would not
lead to greater efficiency. Rather it would decrease the
effectiveness of the courses for meeting student needs.

e The colleges and departments are block-budgeted at lowa State.
The budget challenges over the last few years, resulting in fewer
faculty, coupled with increased enroliment over all, have resulted in
increased class size and the elimination of unnecessary duplication
wherever it existed. The average class sizes have increased
consistently, and the trend seems to continue. The opportunities for
further efficiencies in these areas are minimal. Also, there are very
few low enroliment courses at lowa State, and the ones that exist
are justified locally by priorities such as requirements for majors,
graduate level of the course, availability of a specialized instructor,
etc. In many instances, courses are not offered in alternate years to
enhance enroliment.

¢ In many cases, there is excellent justification for courses that seem
very similar to be offered. For example, courses have different
prerequisites and different target audiences. In other cases, such
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as statistics, the use of statistical methods vary significantly among
disciplines. Thus, it makes sense to offer discipline-specific sections
that focus on techniques and applications unique to the discipline. It
also makes sense to offer service courses through the statistics
department for those disciplines that don’t need courses more
tailored to their field of study. Ultimately, the block budgets and the
budget stresses we face mitigate any tendency to proliferate such
offerings beyond what is deemed necessary in the field.

¢ In many instances, there are undergraduate and graduate courses
with the same names. Of course, the level of the courses and the
expectations for prerequisite skills and abilities are different. In such
cases, there actually is no duplication.

University of Northern lowa

The organizational review report indicated that UNI currently offers 36
courses that MGT considered to be potentially duplicative. To examine
this issue at the individual course level, each Dean conducted an
analysis of each course listed from their college, taking into
consideration the academic focus of the course, its place in the
curriculum (lower level undergraduate, upper level undergraduate,
graduate), enrolliment, the frequency with which the course is offered
and other factors that explain the course’s placement in that particular
area of the curriculum.

Eighteen of the 36 identified potentially duplicative courses were
statistics courses. At least a basic understanding of statistics is a
fundamental requirement for many majors in the university including
majors in the social sciences, the natural sciences, business and
education. Statistics courses are differentiated by difficulty/level, with a
range from introductory lower level courses (with no prerequisites and
unrestricted admission) to advanced courses for Mathematics majors
and doctoral level courses (with numerous prerequisites and restricted
admission). Statistics courses are also differentiated by content. For
example, “Introduction to Quantitative Methods in Political Science” uses
political data to teach Political Science majors statistical techniques
relevant to the study of Political Science while “Psychological Statistics”
is a course for Psychology majors with specific psychological
applications. Statistics courses in the Natural Sciences are generally
calculus-based, while those in the other colleges are not. Different
disciplines tend to use different statistics based on research
methodologies typically used in the discipline; for example, survey
research vs. experimental design. The general education course,
“Introduction to Statistical Methods” is an introductory course used as a
prerequisite for many more advanced discipline-specific statistics
courses, such as “Business Statistics.” Though there are many statistics
courses in the university curriculum, almost all are heavily enrolled and
designed to meet a particular need, either at the introductory or
advanced level. The analysis of potentially duplicative courses
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concludes that, though in some cases courses are similar in some
content, they are not duplicative.

An analysis at the course level of other UNI courses listed as potentially
duplicative indicated that in several cases the two courses varied
significantly in terms of level of difficulty and/or were designed for
different types of students. For example “Context of Contemporary
Education” is a doctoral level course with enrollment limited to doctoral
students, while “History of Education” (cited as potentially duplicative) is
an undergraduate course for students in the College of Education. In
another example, “Philosophy of Science” is an undergraduate course in
the Philosophy department taken primarily by philosophy majors as an
elective, while “History and Philosophy of Science” (cited as potentially
duplicative) is a graduate course in Science Education taken primarily by
teachers studying for a Master's degree in Education. “Research
Methods in Social Relations” is an introductory course for three majors in
the Social Sciences while “Survey Research Methods” (cited as
potentially duplicative) is an advanced course that requires successful
completion of the introductory course and junior standing for admission.
Generally speaking, lower level courses usually do not have
prerequisites and serve to establish a basis of content knowledge for
upper level courses taken in the junior and senior year. Undergraduate
and graduate courses are distinct from each other in terms of
prerequisites and admission standards (undergraduates are not
generally admitted to graduate courses) and in terms of level of difficulty.
Though in some cases such courses may have similar course titles and
even address similar or related content, they are not duplicative.

A final category of analysis of the MGT-identified potentially duplicative
courses relates primarily to the distinctiveness of courses based on
content. Though courses in different departments and colleges may
have similar titles, their content is designed specifically for students in
particular majors. Thus, “Social Work Research” in the Social Work
department, cited as potentially duplicative when compared to “Research
Methods in Social Relations,” has specific content related to the
qualitative analyses applied to Social Work practice and necessary for
the professional preparation of licensed Social Work professionals.
“Matrices with Applications” offered in Mathematics and cited as
potentially duplicative when compared to “Mathematical Economics” in
the Economics Department covers entirely different sets of knowledge
and has significantly differing prerequisites.  Similarly, “Condensed
Calculus”, also cited as potentially duplicative when compared to
“Mathematical Economics” is a completely different course. Analysis at
the content level reveals there is no unnecessary duplication of courses.

It should also be noted that, when course enrollments are taken into
consideration, the frequency that a particular course is offered becomes
a factor. More specialized courses in majors with relatively low
enroliments are offered less frequently to insure that when they are
offered, enroliments are adequate to justify the course offering.
Introductory courses in high demand are offered more often. If, at the
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close of registration, a course does not meet enrollment expectations;
the course (with some exceptions) is cancelled and facuity are
reassigned.

Conclusions Summary Conclusions:

Each “potentially duplicative” course was reviewed by the Regent
university offering such courses. In every instance the universities feel
that there was not unnecessary course duplication.

o T R O R ——SS——————
S  ———————

Recommended 0 The Regent universities should determine whether alternative

Action strategies to reduce undergraduate class sizes can be achieved
in light of current economic conditions.

SUI Response University of lowa:

This is a worthwhile goal, and the University is always interested in
analyzing opportunities that result in attracting quality students and
faculty. To implement strategies that reduce undergraduate class size
requires that we deal with the challenges in our current environment.
We are managing increasing enrollments, combined with declining
faculty support in our efforts to reduce undergraduate class size. We
strive to align our resources and maintain small class sizes, however,
given the recent enrollment trends, it is not without significant
challenges.

As part of its annual Performance Indicator review process, the Board of
Regents assigned a target class size for each institution. For the
University of lowa, the target class size is 32 students per class. In fall
1998, the average class size was 32.4 and in fall 2002, it increased to
33.2. MGT reported that while all three universities made good progress
in this area, the average class size increased during the past two years.
To remedy this, MGT offered several strategies to achieve the smaller
class size while staying within budget limitations. MGT’s
recommendations appear below followed by our responses:

Use Additional Teaching Assistants, Part-time Clinical, or Adjunct Staff

To manage with the additional enroliments without the additional faculty
support, we employed greater numbers of non-tenure track faculty. We
believe that utilizing this strategy continues to be an appropriate short-
term solution but it is not a long-term substitute for maintaining quality
and class size. It is our long-term goal to have 60% of our undergraduate
courses taught by tenure and tenure track faculty. In our recent
submission to the Regents, we reported that 55.7% of our courses are
taught by tenure and tenure track faculty. Implementing the strategy of
employing additional non-tenure track faculty undermines this objective
in its attempt to reduce the class size.
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Capping Enroliment

The University of lowa does not cap enrollment. Enroliment capping
suggests that once we meet an enrollment quota while the admissions
deadline is still open, we discontinue admitting any students—regardiess
of their qualifications. Rather than refusing to admit students during this
open period, we rigorously enforce our own admissions’ standards and
deadlines.

Offering Additional Classes During Semester Breaks and Summer
School

The University of lowa successfully employs this strategy and will
continue to do so to the extent possible. During the budget rescissions,
the summer school budget was impacted more than most in an attempt
to shield other academic units. In order to protect tuition revenue and
cause the least harm to students, we consciously eliminated those
specialized courses from the course offerings and opted to concentrate
our resources on those courses that yielded the greatest student
participation. Thus, our summer class sections decreased by 20.3%
between summer 1998 and summer 2002 and our enroliment decreased
by only 1.5% over this same time period.

In addition, the University is now in our third year of offering three-week
inter-session courses during the winter break. The winter session has
grown from 100 students in FY 2001 to 448 students in 2003. We
expect to continue to grow this program.

Requiring Faculty to Teach One Additional Class Per Semester

For our tenure and tenure track faculty, the University of lowa subscribes
to a standard post tenure effort allocation policy, where faculty’s efforts
are allocated accordingly: 40% instruction, 40% scholarship, and 20%
service. At the Dean’s discretion and Provost’s concurrence, a facuity
member may substitute the effort by adjusting his/her instructional loads,
scholarship expectations, or service efforts. Managing faculty portfolios
provides flexibility to the Deans, and it allows the faculty to play to
his/her strengths, which collectively builds up the entire unit. By offering
this policy, we found that 24% of those faculty with individualized
portfolios had greater than unit norm instructional responsibilities during
this current fiscal year.

Secondly, when a faculty member satisfies his/her teaching, scholarship,
and community service expectations, he/she may teach an additional
course for extra compensation. This solution not only benefits the
faculty member, but also enhances the students’ classroom experiences.

Cutting Budgets on Other Areas to Free-Up Funds for Class Size
Reduction

Our strategy is aimed at keeping class sizes as small as they can
possibly be given our financial constraints. In recent years, we have
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added course sections and specifically targeted freshmen to benefit from
these newly added sections. Our goal is to enroll students in courses

appropriate for their first year, so they progress through their curriculum
with a solid foundation.

Eliminating the Offering of Certain Specialized Classes

Our Colleges vigilantly monitor classroom enroliments and search for
any savings whenever it is academically reasonable to do so. In our
Course Changes Report prepared for our June 2003 submission to the
Regents, we report a decrease of 92 undergraduate courses between
FY 02 and FY 03. Of that decrease, 79 of the courses were in the
College of Liberal Arts and Sciences. While the number of courses
decreased, we experienced a modest increase in section offerings
during that same period of time. We may conclude that in general we
are concentrating our instructional efforts in classes that yield greater
student participation.

Modifying the Pedogogy to Teach Classes in other venues. including
web-based courses

The University of lowa does offer web-based courses and will continue
to analyze the economic viability and the academic appropriateness of
these courses as cost savings solutions. Our Division of Continuing
Education is coordinating an effort with the Colleges of Liberal Arts and
Sciences and Engineering to implement pilot web-based courses in
several departments and video streaming courses to Rockwell in Cedar
Rapids, respectively.

“Rolling Back” the Class Size Target to the Level Pre-Budget Stringency

Even though we have increased our class size, we have used a strategy
that employs a combination of pedagogy and one that employs the best
use of our facilities.

lowa State University:

Class sizes at lowa State have increased as a result of budget
reductions in the last few years. This has been an inevitable result of
the reduction in faculty lines coupled with increased enrollments. The
problems have been particularly acute in first and second year general
education type courses, where large lectures have been the norm and
increased class size is primarily related to classroom availability.
Another area where class size has increased is in combining smaller
sections into larger ones. Specifically, the biggest pressure for
classrooms is in the 90-100 seat range, as sections of 30-50 are
combined. This has resulted in fewer sections being offered and fewer
elective choices for students.
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For several years, ISU has approached the issue of having large classes
by focusing on improving instruction in those courses. The
improvements have included:

* Greatly increasing Supplemental Instruction (Sl)
Expanding tutoring

* Increased participation in Learning Communities for first year
students, including linked and clustered courses as well as peer
mentoring to enhance student achievement.

» Rapid expansion of the use of WEB CT for course management
and student-faculty interaction.

» Targeted improvements in technology in large classroom settings
coupled with expanded faculty development on the effective use
of technology in large class settings.

e Workshops, faculty forums, and other faculty development
opportunities focused on enhancing pedagogy in large classes.

University of Northern lowa

Undergraduate class size at UNI has, historically, been relatively low,
with an emphasis on individualized learning being a value specified in
UNP’s strategic plan. However, according to UNP's annual report on
performance indicators (G.D. 5c, January, 2003), undergraduate class
size has increased as a result of enrollment growth and recent budget
reductions. According to Indicator 1.1.2, average undergraduate class
size for lower division courses increased from 35.8 in 2000-01 to 36.7 in
2001-02. Average undergraduate class size at the upper division
increased from 25.6 in 2000-01 to 26.8 in 2001-02.

The reversal in progress made toward reduction in average class size is
directly attributable to the significant deficit of tenured and tenure-track
faculty that is closely tied to current budgetary constraints. It is extremely
difficult to reduce undergraduate class size with the current budgetary
climate; however, following the MGT preliminary report, the university did
undertake several steps. Key among these has been the effort to enable
students to graduate with fewer credit hours, thus reducing the total
student credit hours taught by the university. At the recommendation of
the Provost, the University Curriculum Committee and the Faculty
Senate approved the reduction of the total credit hours required for the
Bachelor of Arts degree from 124 to 120 and for the Bachelor of Science
degree from 130 to 126. Under the direction of the Dean of the college,
each department has been asked this year to carefully review the
requirements for each major; with the intention to reduce the length of
the major where feasible and/or reorganize major course requirements
and electives to allow more flexibility for students. Increased emphasis
at all levels of curriculum planning has been placed on the Faculty
Senate’s definition of a Bachelor's degree as being one that can
reasonably completed in eight semesters of full-time study. A
Professional Education Task Force has also spent the past year
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studying the sequence of courses in the teacher education program and
considering possible reduction in the length of the program. Since
teacher education majors constitute about % of the university’s
enroliment, a reduction in the number of credit hours earned and in time
to degree for education students could help reduce class size overall for
the university. It is worth noting that education majors, on average,
complete significantly more credit hours before graduating than do non-
education majors. A recommendation from the task force is due in Fall,
2003.

An overall strategy has also been implemented to reduce enroliment to
better fit the current resources available while still maintaining quality of
instruction. There are serious negative consequences to reduced
enroliment including reduced access to higher education for students
who are not admitted or cannot afford to enroll and the cost to the
university of lower tuition revenues. This reduction in overall enrollment
will at least contribute to a slowing of the negative direction of class size
strategic indicators, though budget deficits are expected to continue to
have an overall negative impact.

Conclusions Summary Conclusions:

Each institution has examined alternate strategies to reduce class size in
light of current economic conditions. While increasingly challenging,
each institution is implementing a number of strategies aimed at this
objective.

e R R R R RRRERRRRREEEEEEEEESSEE=————
e e A S —

Recommended 0 Each university is encouraged to schedule more classes during

Action non-traditional and non-popular hours (i.e., weekends, Fridays,
evenings, and early mornings) to make more efficient use of
classroom resources. In particular, the University of lowa
should reassess its classroom assignment policies to make
more efficient use of available class facilities.

SUI Response University of lowa:

The University of lowa experienced a 4.4% increase in our student
stations occupied in our general assignment classrooms between fall
1999 compared to fall 2002. We experiment with a variety of schedules
and found students have shown less interest in the course sections that
are offered early in the morning and on Fridays. While it is possible to
schedule more classes during these times, we do not anticipate the
demand to increase significantly. The University has always and will
continue to offer a number of general education approved courses
during all hours of the day—including significant numbers of rhetoric and
foreign language courses that meet at 7:30 in the morning and many
courses and discussion sections offered during the evenings and on
Fridays.
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As our student enrollment has grown and our faculty numbers have
declined, our institution has always and will continue to look at best
utilization space practices when scheduling classroom space.

In its report, MGT advised the University of lowa to seek efficiency
among the colleges that own their own space. Most of the campus
subscribes to the general assignment classroom policies, however, the
professional schools “own” their own space, located on the west side of
campus. Whenever it is practical and feasible, we search for ways to
economize and share space, however, there are inherent problems
doing so. First, the professional schools, including the Health Sciences
and the College of Law, are not within close proximity of other parts of
campus. This makes sharing classroom facilities limited to sharing with
each other, since the walking time to get from one side of campus to the
other exceeds the standard ten minute break scheduled between
classes. Secondly, the professional schools have varied scheduling
practices that are incompatible with one another. The College of
Medicine subscribes to an entirely different schedule than the College of
Law, or even the College of Nursing. In order to share space, it is critical
that each unit have the same schedules, however, we do not advocate
synchronizing classroom schedules for the Health Sciences or College
of Law for the purpose of improving classroom efficiency because their
unique schedules support unique curricula.

lowa State University:

Classroom utilization is an often-cited measure of how well university
space is being used. One reason for its inclusion is its simplicity. Two
measures are universally used to describe classroom use:

= Average number of hours per week that classrooms are
scheduled

= Average percentage of filled seats when the rooms are used

On the other hand, there is a temptation to over emphasize the
importance of quantifying the use of such a small part of the total space
inventory. At ISU the classroom space accounts for less than five
percent of the total space. These measures for ISU are shown in the
table below:

FF97 | F98| FF99 | FF 00| FO1
Hours per week 28 27 27 27 26
% Station 70 68 69 78 81
Utilization

At a time when enroliment levels have been increasing, one would
expect the hours per week should be increasing as well. The budget
reductions and reversions of the last few years are probably driving the
number of sections down because there are fewer faculty to teach the
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sections, or smaller sections are being combined into large sections
taught by a single person. The percent station utilization increases
suggests that sections are more full than they have been in the past.
This is caused by reductions in the number of sections and students
having to find open spots in existing sections.

These numbers are also easily manipulated if too much value is placed
on their importance. For example, at ISU some of the smalier
classrooms are not as well used as they should be because increasing
sections sizes have grown beyond the capacity of the rooms. If 15 rooms
with fewer than 10 hours per week are removed from the classroom
inventory and reallocated to departments as conference rooms, the
average weekly hours and percent station utilization would increase to
27 hours per week and 83 % station utilization for Fall 2001. We have
always chosen to not use reallocation of classrooms just to make the
measures look better.

In addition to the measures of how well classrooms are used, the
question of when classrooms are used is an important consideration.
Faculties, and students, are notorious for wanting to schedule classes in
the prime time of 9:00 AM to 3:00 PM. While this is convenient for
everyone it would require significantly more classrooms, and student
choice is limited because classes are so tightly packed into so few hours
of the week.

Every effort is being made to encourage departments to spread their
course offerings more evenly throughout the week to minimize the need
for additional classrooms and maximize student-scheduling options. The
chart below illustrates how the hour-by-hour peaks and valleys of 40
years ago have been minimized by our attempts to more evenly
distribute course offerings. The most obvious change is the increase in
noon through mid-afternoon classes, which tends to flatten the daily
loads. The other obvious change is the drastic reductions in Saturday
classes.

University of Northern lowa

As departments and colleges work with the Scheduling Office to plan
the schedule of classes in advance of each semester; classroom
facilities are assigned based on a number of factors including class size,
length of class period, classroom/lab design, room size, pedagogy
requirements, technology and specialized laboratory and/or equipment
needs, location, etc. In addition to using standard daytime hours,
evening, Saturday and distance education courses are also offered.
Courses are also offered off campus on a regular basis at UNI-CUE (the
Center for Urban Education in downtown Waterloo), at Central
Intermediate School in Waterloo, at Allen College, at Hawkeye
Community College and at the John Deere Westfield Training Facility.
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We have experimented with adding additional evening courses, but have
concluded that it is less effective at this time than might be the case in
larger metropolitan areas where there are more non-traditional students
seeking evening programs. The majority of UNI students are of
traditional age and daytime courses have consistently been their
preference. Over 80% of UNI students are employed in part-time work
either on or off campus and a daytime schedule of classes allows them
to both attend classes and work to support their education costs. Thus,
courses are currently distributed throughout the day, responding to
student needs and space availability. The number of ICN, continuing
education, correspondence and web-based courses has expanded and
both part-time non-traditional and fullitime residential students take
advantage of these opportunities.

Making even more efficient use of classroom facilities remains an
ongoing priority, requiring continued communication and cooperation
between and among academic units and the Registrar's scheduling
office. Offering additional courses and programs during non-traditional
hours for academic programs that particularly may appeal to non-
traditional students continues to be studied.

Summary Conclusions:

Each institution reviewed this recommendation and has made
modifications where necessary. In particular, the University of lowa
reviewed its classroom assignment policies. In conclusion, all feel that
current practices are adequate.

e R R R R R RS BEEDD——————.

O The University of Northern lowa should evaluate its general
education requirements.

University of Northern lowa

One objective of the UNI Strategic Plan, “Focused on Excellence” is to
strengthen the UNI general education program and simultaneously
increase understanding of and commitment to the role and value of a
liberal arts education as the foundation of a university education
(Objective 1.2, UNI Strategic Plan.) The current UNI general education
program, titled the Liberal Arts Core, consists of 47 credit hours of
coursework in a variety of disciplines. In some areas a particular course
is required (Humanities, Oral Communication, Personal Wellness,
Capstone) while in other areas students choose from a menu of selected
courses (Civilizations and Cultures, Social Science, etc.) The Liberal
Arts Core is required for all students and is considered to be the
foundation for the major and for the overall university education.

To help achieve the strategic planning objective for general education,
we have recently appointed a Coordinator of the Liberal Arts Core, a
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faculty member with an administrative assignment, and we have offered
special faculty development programs in summer for faculty who teach
courses in the general education program. The name of the general
education program has been changed to “Liberal Arts Core” and the
American Association of Colleges and Universities “Statement of Liberal
Learning” has been added to the UNI catalog to bring more visibility to
the importance of the LAC in the students’ university experience.

Since the first MGT report, the Liberal Arts Core committee of the
university, with the leadership of the Coordinator of the LAC, has been
charged to study the overall organization of the Liberal Arts Core (i.e.,
the general education program) and make recommendations as to how it
could be further strengthened and possibly reduced in length. At the
recommendation of the LAC committee, previous restrictions on double
counting of LAC courses have been eliminated. This has effectively
reduced the length of the program for some students because they can
now apply more courses in the Core to also meet requirements in their
major. A waiver of the general education writing requirement has also
been implemented for students admitted with high test scores, reducing
the length of the Core for those students. Calculus has been added to
the Communication Essentials/Quantitative Techniques category, which
reduces the general education requirement for most science students,
since they can now count the course for both meeting their LAC
requirement and as a major requirement. Overall, these changes reduce
the length of the program as it affects the student’s program of study.

The Liberal Arts Core committee has also been reviewing options and
soliciting recommendations to reduce the length of the Core program for
all students. Two recommendations, one to change the Humanities
requirement from eight credit hours (two four-hour courses) to six credit
hours (two three-hour courses) and another to eliminate the Capstone
course or redefine it to provide increased flexibility have currently been
proposed and will be on the Senate agenda in the Fall, 2003.

Summary Conclusions:

Consistent with its Strategic Plan, the University of Northern lowa has
appointed a “Coordinator of the Liberal Arts” and offered special faculty
development programs in this area. Double counting of courses has
been eliminated and implementation of a waiver of the general education
writing requirement which have been advantageous to students in
reducing the length of the program. A committee is reviewing options
and soliciting recommendations to reduce the length of the core program
for all students and two of its recommendations for change will be
considered by the Faculty Senate in the Fall.
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0 The Regent Committee on Educational Relations (RCER)
should examine four-year graduation rate data and advising

strategies, presenting recommendations to the Board by May
2003.

RCER:

The Regent Committee on Educational Relations (RCER) was assigned
responsibility for examining four-year graduation rate data and advising
strategies at the Regent universites and making appropriate
recommendations. RCER reviewed each institution’s report that
included (1) “length of time-to-degree” data, and (2) four-year graduation
data and Four-Year Graduation Plan advising strategies.

The four-year plan is structured as a contract between the university and
the student, describing the obligations of each party. The university
promises that graduation in four years will not be delayed by the
unavailability of courses. In turn, students promise that they will meet
the benchmarks that have been established for monitoring progress
toward the degree.

Students are offered the plan for only one major and they must take
advantage of advising and early registration and notify their major
department in a timely manner if they need help getting into a required
class. In turn, the university helps the student get the course(s) they
need.

The contract specifies that the university will pay the cost of tuition and
fees if a student in good standing on the plan must take coursework
beyond four years due to course unavailability. Since the pian was
implemented, none of the Regent universities have had to pay for
additional coursework.

The Four-Year Graduation Plan contributes to timely graduation by
helping students set goals and engage in long-term planning. Explicit
long-term planning gives students a better sense of how each semester
contributes to their goals. Advisors use the published benchmarks to
help students plan for prerequisite sequences and for courses that may
not be taught every semester. The Four-Year Graduation Plan structure
places complex information in a context that can be easily understood by
students, encouraging them to take charge of their educations.

The Four-Year Graduation Plan has also resulted in better departmental
planning and improved course availability for all students, not just those
on the Plan. It has also resulted in eliminating barriers to graduating in
four years and in using the four-year plans as advising tools to enhance
student success. ‘
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The University of lowa first offered a Four-Year Graduation Plan to
entering freshmen in 1995. More than 45% of the entering class of 1995
signed up for the plan. In 2002, almost 75% of the entering class signed
up for the plan. Approximately 46% of students who enrolled in the plan
have graduated within four years. The rate for students from the same
entering classes who did not enroll in the plan is 27%.

In Fall 1995, there were 138 students (4.4%) who enrolled in the
four-year graduation plan. In Fall 2002, 399 students (10.4%) enrolled in
the four-year graduation plan; this represents an increase of 189.1%.
The University has identified a goal to enroll 50% of the Fall 2002
entering freshman class in the four-year graduation plan. The four-year
graduation rates for the seven years prior to the plan average 21.3%; the
four-year graduation rates for the four years after implementing the plan
have averaged 27.4%.

Though a UNIGradPact (a four-year degree guarantee) for many
academic programs was made available and has been promoted for
several years as an additional graduation initiative, there has been little
interest from students for voluntary enroliment. Therefore, UNI’s primary
focus has been to work with each student to meet personal goals and to
ensure that there are no institutional barriers to impede a student’s goal
of graduating in four years. With this focus and the implementation of
the accompanying strategies, the percent of students who graduated in
four years has increased by 26% since 1991.

Graduation rates, though important for assessing persistence, may not
be as relevant to the issues being addressed by the four-year graduation
plan as is “length of time to degree.” This measure counts those
students who graduate and calculates their average time-to-degree.

At the University of lowa, time-to-degree has fallen substantially in
recent years, from 4.58 years for the entering class of 1988 to 4.35 years
for the entering class of 1996.

For the entering class of 1996, approximately 59% of the completers
graduated within four years; 36% graduated within five years; and 5%
graduated within six years. However, there was a significant difference
between women who graduated within four years (66.5%) and men who
graduated within four years (47.9%).
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At lowa State University, students take approximately 4.66 years to
graduate from the time they enter. This includes all majors, some of
which are designed to take longer than four years (e.g., Architecture)
and also includes students who participated in internships, cooperative
education, study abroad, and service learning as well as those who have
minors and double majors.

For the entering class of 1996, approximately 43% of the completers
graduated within four years, 47% graduated within five years, and 10%
graduated within six years. However, there was a significant difference
between women who graduated within four years (52.3%) and men who
graduated within four years (36.0%). ..
At the University of Northern lowa, the time-to-degree has decreased
from a high of 4.70 years for the entering class of 1991 to 4.57 years for
the entering class of 1996.

For the entering class of 1996, approximately 50% of the completers
graduated within four years, 43% graduated within five years, and 7%
graduated within six years. However, there was a significant difference
between women who graduated within four years (54.5%) and men who
graduated within four years (43.6%).

The Regent universities use a variety of strategies to enhance student
success, including the four-year graduation plan, academic advising, and
academic assistance. By focusing on student retention, especially
during the first year, the Regent universities have been able to improve
graduation rates.

More than 90% of entering students at the University of lowa receive
individual professional advising at the Academic Advising Center during
at least their first year. Students are required to meet with their advisors
regularly for planning and registration. Advisors teach students how to
plan their academic programs of study; select courses each semester;
explore possible majors; seek information on- and off-campus; and solve
academic problems. Because academic advisors establish continuing
personal contact with students, they are a major force for student
retention.

The following are retention programs directed at first-year students.

The College Transition is a first-year experience course created for SUI
students. The course helps entering students make the transition to
university academics and the university environment. Assignments
emphasize self-reflection and improvement, as well as information and
skills that students need to succeed. The class is taught in small
sections with an emphasis on class discussion. The enroliment has
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increased from 140 students in Fall 2001 to 1,000 students in Fail 2003.

Courses in Common (CIC) is a block-scheduling program that provides
first-year students an opportunity to take two or three courses with a
group of about 20 other first-year students. Each CIC “option” is
composed of general education or major courses that students typically
take during their first semester. A key benefit of CIC is the opportunity to
establish social and academic connections quickly. Approximately 95%
of student participants have indicated that they would recommend CIC to
a friend. Instructors also report benefits — CIC students have better
attendance, class participation, and peer interaction than first-year
students in general.

lowalLink is a first-year academic support program for recruited students
who show potential for academic success but do not meet the
University’s admission standards. lowaLink helps students develop the
knowledge and skills essential for academic success at the college level
through a combination of instructional and academic support activities.
Each student works with an academic support team composed of
instructional and student services personnel. Required instructional
components include a two-semester first-year seminar, enrollment in
specific general education courses, and study groups.

College Success Seminar (CSS) is a one-semester-hour course
designed for first-year students who have been placed on probation.
The purpose of the course is to teach students critical academic skills
and to support them in making positive changes in their lives. Although
CSS cannot prevent all students from eventual dismissal, those who are
motivated to change are helped in clearing probation and positioning
themselves for a successful college career.

OnLine@lowa introduces students to the broad range of electronic
resources available to them at the university. The course consists of
electronic assignments that students complete independently at their
own pace. A Library and Information Science professor develops and
oversees the course; teaching assistants answer students’ questions
and keep track of their progress. This course has become more
important as the university provides more services and information to
students through e-mail and the world wide web.

Learning Communities are floors within residence halls in which students
who share interests can live together and participate in special
programming. Currently, the Learning Communities include Honors,
Business Leadership and Entrepreneurship, International Crossroads,
Women in Science and Engineering, Men in Engineering, Health
Sciences, and Performing Arts. In Fall 2003, a community for transfer
students will be opened; in Fall 2004, a community for students
interested in writing will be opened.
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The College of Liberal Arts and Sciences offers a large selection of one-
and two-semester-hour First-Year Seminars. These are small-
enroliment classes taught by regular faculty and designed to introduce
freshmen to the intellectual life of the university.

ISU has a goal of achieving a 70% six-year graduation rate. To achieve
that goal, the University has focused on improving first-year retention.
ISU uses a coordinated set of strategies to enhance student success,
including the Four-Year Graduation Plan (Soar in Fourl!), academic
advising, academic assistance, Supplemental Instruction, new-student
programs, learning communities, residence hall academic programs,
enhanced use of technology in large courses, and faculty development
through the Center for Teaching Excellence.

During the current academic year, the University has made an enhanced
effort to enroll students in the Four-Year Graduation Plan program Soar
in Four! and has taken the following steps:

« Set specific goals for participation in each college.

e Provided advisor training sessions in each college on how to use
Soar in Four! as an advising tool.

» Emphasized graduating in eight semesters rather than four years to
account for the importance of internships, cooperative education, and
study abroad in various academic programs.

o E-mailed all students who completed 14 or more credits during the fall
semester to inform them of the benefits of signing up for the four-year
plan.

¢ Included more tips to advisors in the Advisor’'s Newsletter.

e Began updating college four-year graduation templates on the web
for orientation.

All academic programs have either professional advisors or faculty
advisors who counsel students regularly. In many departments,
professional advisors help students with academic planning and
registration issues while faculty focus their advising on professional and
career matters. A quarterly newsletter provides information to advisors;
an e-mail network provides information that needs to be disseminated
between issues of the newsletter. The Advisors’ Handbook is updated
annually.

Each college offers entering students an orientation class that provides
information needed by new students to be successful. The orientation
classes are generally run by advisors and involve the students in
academic planning. This year, there has been an enhancement of the
orientation classes to reinforce the goals of the four-year graduation
planning effort. Advising is routinely assessed through student feedback
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surveys and through special studies undertaken periodically by the
University Academic Advising Committee.

One of the most successful academic assistance programs has been
Supplemental Instruction (SI). This peer assistance program is targeted
at large classes with a history of lower student success. The
supplemental instruction peer tutors are trained to provide additional
sessions each week in which students learn specific study strategies for
difficult courses. Trend data have shown that Sl participants get higher
grades than they would have otherwise and that the drop rates and
course repeats have been significantly reduced through Sl.

The Academic Success Center provides a variety of other services,
including tutoring, referrals for counseling, assistance to students with
disabilities, and minority student support programs. In addition, each
college office has advisors who provide direct support to students or
referral to other services needed. The Student Answer Center is another
important source of assistance to students.

Learning Communities are theme-based academic programs, some with
residential components, that support new students in acclimating
themselves to the University, focusing on their learning, and connecting
with more experienced peer mentors. Many have linked courses in which
the faculty cooperate and coordinate curriculum. The data have shown
that Learning Community students have higher persistence, higher
satisfaction with the institution, and enhanced academic focus.

The Learning Community program was recently ranked 5" in the nation
by U.S. News and World Report, national experts have indicated that the
faculty and staff have the best record of scholarly work related to learning
communities of any college or university in the country.

This office is responsible for university orientation and the new student
days program, “Destination lowa State.” These programs have a distinct
focus on academic success and are designed to increase matriculation
and prepare students for their academic work. They also provide
leadership opportunities for upperclass students, including Cyclone Aids
and the new student days student leaders.

In the Residence System, the master plan focuses on academic success.
Hall directors and their resident assistants undergo significant and
sustained training in academic matters and are supported by an
administrative unit devoted to enhancing academics.

The Center for Teaching Excellence has a variety of programs to
enhance success of first-year students. Faculty development activities
and programs include workshops on teaching large classes, effective use
of technology in introductory courses, teaching and learning circles for
teachers of introductory courses, Faculty Forums, and resource materials
for teachers of large classes. The College of Liberal Arts and Sciences
has identified master teachers of large classes who conduct seminars
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The goal of academic planning is to provide students with support to
determine and achieve their academic, personal, and career goals in a
timely manner while using university resources as efficiently as possible.
Students’ academic planning is increasingly supported through innovative
web-based planning tools and communication systems that link students
and prospective students directly to faculty and advisors in academic
programs of interest and that provide students with immediately

- accessible information needed for academic planning.

The Office of Admissions coordinates new student orientation. During
orientation, students learn abut academic advising and work with a
faculty or professional advisor to initiate a program of study in their major
or to plan a program of Liberal Arts Core courses that they will pursue
until they determine a major. Students who enroll in the College of
Business Administration (CBA) or the College of Education (COE) are
introduced to the College Advising Center in the CBA or COE. Staff in
these centers, in addition to faculty advisors, assist students to prepare
their plans of study and other advising matters. Students with majors in
other academic colleges are assigned faculty advisors when they enroll
in the program. Deciding students are assigned a professional advisor in
Academic Advising Services. Peer advisors also provide advising during
orientation and registration in advising centers and in residence halls.

The Program of Study Initiative (POS) is an innovative web-based
academic planning system for students and advisors that provides on-line
support for academic planning. Phase | of the POS provides students
and their advisors with on-line access to updated degree audits. The
program also offers the ability for students and/or their advisors to run
hypothetical degree audits. These “what-if” scenarios help students think
about possible changes in their academic programs (such as the addition
of a minor or a change in major) and the consequences of those changes
on academic progress. Phase | of the POS now serves all students,
academic departments and advising staff and has been an effective tool
for enhancing advising and academic planning.

Phase Il of the POS will provide electronic interactive access to a four-
year plan of study for every major. Consulting with their advisors,
students will be able to select, move, delete, or add courses; drop-down
features will allow students to link with course descriptions in the catalog
and review advising information and program requirements. The goal of
Phase Il is for students and their advisors to be able to create, view,
monitor, and update a highly visual, interactive, and personal four-year
academic plan and to use their individualized plan to guide academic
choices throughout their academic experience.

The Integrated Student Services Center, a one-stop shop to be located in
Gilchrist Hall, will allow students to move from generalized inquiries to
specialized help with a minimum number of steps in a single location. It
will integrate access to information and services, including academic
advising, career services, scheduling, admissions, and financial aid, by
providing more integrated and convenient student services and improving
coordination with academic departments.
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The University has engaged in an on-going review of “institutional
barriers” to graduation. Last year, the University reduced the total
number of hours required for a Bachelor of Arts degree from 124 to 120
credit hours and the Bachelor of Science degree from 130 to 126 credit
hours. In addition, the University changed a policy restricting the
“double-counting” of core and major courses, thereby reducing the length
of some academic programs. Academic deans, department heads, and
faculty are reviewing the length and requirements of majors and minors
with a goal of ensuring maximum flexibility for students in course
offerings and sequencing. This effort may result in a reduction in the
number of required hours for some majors/minors. The Liberal Arts Core
Committee is reviewing the requirements for and length of the general
education program.

Despite the intervention strategies implemented by the Regent
universities to enhance retention and graduation rates, there are a
number of student factors that can affect four-year graduation:

« Students who come to the universities better prepared academically
graduate at higher rates than students with lower qualifications.

o Students who change their majors might require additional time;
furthermore, a change of major might require a transfer to another
institution where the new choice is available.

» Student employment/increased employment often has an adverse
effect on the number of credit hours a student can complete per
semester, slowing progress toward graduation.

e Students often enroll in non-required internships, practica,
cooperative education, and study abroad programs to enhance their
programs of study at the expense of additional credit hours and time
beyond what is needed to earn a degree.

» Students often enhance their educational programs with second
majors, second/third minors, program certificates, and additional
areas of teacher licensure to make themselves more marketable,
which contributes to additional time and credits to degree.

The Regent universities should be commended for their on-going efforts
to assist students to achieve academic success. Each of the institutions
is committed to providing a coordinated set of strategies aimed at student
retention and, ultimately, graduation. The strategies are targeted not only
on enhancing academic success, but also on assisting students to
achieve social and personal satisfaction.

The structure of the Four-Year Graduation Plan is being used by a
majority of students, not just those who actually sign the contract, to
guide and direct their programs of study. The average time-to-degree is
approximately 4.5 years which is consistent with the choices many
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students make, e.g., second majors/minors, internships, study abroad
programs. The Regent universities have been diligent about examining
and minimizing institutional barriers that affect time-to-degree.

Summary Conclusions:

Based on a review of institutional reports on length of time-to-degree
data, four-year graduation rates, and Four-Year Graduation Plan
advising strategies, the Regent Committee on Educational Relations
(RCER) recommended:

a. A consistent and coordinated effort to address academic and non-
academic factors that affect retention and graduation rates should
continue to be a high priority for the Regent universities.

b. Regent universities should continue to review academic program
requirements in light of graduation rate data, with the goal of
enhancing enroliment planning while maintaining program quality.

c. The Board of Regents’ annual governance report on Graduation and
Retention Rates should be expanded to include time-to-degree data
as a measure of the goals of the four-year graduation plan.

0 Because the Board of Regents regards improvement of
articulation agreements a high priority, the Board Office will
work with RCER, LACTS, and the 2+2 Council to enhance and
increase both basic and program to program articulation
agreements.

Summary Conclusions:

The Regent Committee on Educational Relations (RCER) sponsored an
articulation roundtable on April 28, 2003. The participants included
members of RCER, 2 + 2 Council, and the Liaison Advisory Committee
on Transfer Students. Using the results of the roundtable discussion,
the 2 + 2 Council adopted the following action steps:

a. |Investigate establishing a common website for advising and
articulation. The starting point will be the Bachelor of Liberal
Studies website developed by the University of lowa at the request
of the community colleges consortium. The Council will evaluate
this website and suggest appropriate enhancements, such as FAQs,
links to other website, and an opportunity for users to submit
questions. One evaluative criterion will be the ease with which
users (students, parents, public) can access the information they
need.
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b. Investigate the development of a Bachelor of “Applied Science” at
the Regent universities. The models for this type of program would
be the Bachelor of Liberal Studies program offered by the three
Regent universities and the Technology Management Program
offered by the University of Northern lowa. The purpose of this
program would be to meet the needs of A.A.S. graduates from lowa
community colleges who need to further their education for
promotion and enhanced work opportunities.

_—_-__——_—-—___.—'_.'_______—___

Q The following should be considered by each of the Regent
universities:

= Make greater use of summer school as an integral
component of their enroliment management plans.

® Offer classes during the summer, and in “inter-sessions”
that might include all courses that are part of the general
education graduation requirements.

= Offer discipline-specific courses required for graduation
during summer school and inter-sessions.

® Evaluate alternative methods of distributing summer school
revenues so that colleges/department have incentives to
offer courses and programs that are consistent with each
university's strategic plan and goals.

University of lowa:

In its report, MGT advised the University of lowa to seek efficiency
among the colleges that own their own space. Most of the campus
subscribes to the general assignment classroom policies, however, the
professional schools “own” their own space, located on the west side of
campus. Whenever it is practical and feasible, we search for ways to
economize and share space, however, there are inherent problems
doing so. First, the professional schools, including the Health Sciences
and the College of Law, are not within close proximity of other parts of
campus. This makes sharing classroom facilities limited to sharing with
each other, since the walking time to get from one side of campus to the
other exceeds the standard ten minute break scheduled between
classes. Secondly, the professional schools have varied scheduling
practices that are incompatible with one another. The College of
Medicine subscribes to an entirely different schedule than the College of
Law, or even the College of Nursing. In order to share space, it is critical
that each unit have the same schedules, however, we do not advocate
synchronizing classroom schedules for the Health Sciences or College
of Law for the purpose of improving classroom efficiency because their
unique schedules support unique curricula.

When offering summer session courses, our objective is to offer
flexibility, rather than making summer session a requirement to acquire a
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baccalaureate degree within four years. We recognize that
approximately 40% of aur students are from out-of-state, and of those
students who are from within the state, very few are from lowa City or its
surrounding areas. Many students return to their home towns to work,
others leave to acquire internships in their fields of study. We do not
want to penalize these students by sequencing courses in such a way
that it makes summer school a requirement.

Lastly, the University facilities are used by other organizations
throughout the summer, including: sports camps, academic camps, and
other special interest groups. We view this as an opportunity for
community outreach, by encouraging young people from across the
state to enjoy our facilities in such programs.

Summer course offerings are developed jointly between the Colleges
and the Department of Continuing Education. The Colleges decide on
the curricular needs and provide proposals to Continuing Education, who
then analyzes the economic viability of the proposals. Together they
decide which courses to offer during the summer and winter sessions.

The summer session budget was impacted by the budget rescissions
that occurred over the past three years. To deal with these reductions,
the University modified the section size requirements, where class size
increased from 10 to 15 students per class for the undergraduates and 6
to 10 students per class for graduates. This change allowed us to meet
student demand at a reduced cost to the University. When it was
implemented, this policy resulted in a decrease in the number of course
offerings and a 15% decrease in section offerings compared to the
previous year's data. Despite this policy change and a significant budget
reduction of 11.3%, the summer session program did not significantly
compromise enroliment—which showed a decline of 1.3% from the
previous year

The University offers both general education and discipline-specific
courses during the summer and winter sessions. We do not intend to
permanently eliminate the courses that do not meet the revised
enroliment policy, rather we will work with the Colleges and offer these
courses in alternating years. For example, the Colleges will advertise
those courses that historically do not meet the minimum enroliment
requirements, i.e. some of the foreign language classes, and advise that
these courses will be offered every other year. It is our expectation that
students will incorporate these offerings into their curriculum sequencing
plans if they desire.

We are committed to offering a full array of courses, but we need to
consider the economic feasibility of providing such offerings.
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Prior to 1996, the University only offered an eight week summer session
term to our students. Since that time, we added a three-week summer
session term that now commences immediately after the spring session
and a variety of other four-week sessions—which were all added to
increase flexibility and attract both faculty and students to the summer
session programs.

In January 2001, we added a three-week winter session. The winter
session enrolled 100 students during the first offering, and it enrolled 448
students in its third year. The summer and winter sessions are
opportunities for the University to increase our tuition revenues, while
simultaneously provide more opportunities and flexibility for our students.

Given the additional opportunities to raise more revenues, the University
developed a partnership with the Colleges and offered an incentive plan
for their participation in the summer school sessions. Summer session
2002 was the first year of this program, and it was met with tremendous
enthusiasm from the Deans. Summer session 2002 generated $400,000
in flexible funds, which were allocated to the participating Colleges in
non-recurring dollars. Allocations were distributed in proportion to the
student credit hours produced by each unit.

Since we have only operated this program for one year, we will continue
to refine our allocation methodology to ensure our incentives are
properly aligned with our objectives. Given the tight budget
circumstances, and the ability to earn additional dollars, we believe the
Colleges will be more entrepreneurial and strategic in the summer
session course planning.

lowa State University:

In 2002, the Provost appointed an administrative task force to study
ways to enhance summer school. The following objectives were
identified:

e Develop strong financial incentives for departments to expand
enroliments and student credit hours

¢ Increase enroliments, student credit hours, and tuition revenue

o Better meet the academic needs of students and the programmatic
needs of departments

The task force recommended that two working groups be formed:

Financial Working Group

This group was charged with developing the details of the initial financial
strategy, including the distribution model for the current summer budget
funds and the method of distributing incentives funds that might be
generated.
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Data Development and Communication Working Group
This group was charged with compiling and analyzing basic information
required for decision-making relative to Summer Session 2003 (analysis

of summer session demographics, focus groups, critical course needs,
etc.) and beyond.

As a result, the Registrar’s Office is working more closely with colleges
and is providing data on courses with wait lists in fall and spring
semesters so that summer offerings can be planned accordingly.
Planned changes in the financial model for summer session which will
provide incentives for increased enroliments and tuition growth, colleges
are even more likely to plan summer sources in order to meet student
demand for courses to complete their degrees.

A particular challenge is to grow the summer enroliment in such a way
that it increases overall revenue. That means attracting different groups
to summer school than have been previously served. Otherwise, there
will be a shift in the courses taught, but no increase in revenue.

Changes in the academic calendar are currently underway and could
lead to a fuller use of summer and inter-sessions as regular
opportunities for offering courses that fulfill general education
requirements. However, colleges are looking at expanding the offerings
of such courses based on the market studies and incentives. In
particular, high demand courses are being targeted to try and level some
of the academic load.

Several financial models have been evaluated with the goal of providing
incentives to colleges and departments to offer more courses during the
summer session thereby increasing enroliments, student credit hours,
and tuition. Presently a transition with several phases to a more
entrepreneurial model of allocating resources for summer and
recognizing performance is being proposed. Phase one will extend two
to three years during which increased student credit hours will be
rewarded with financial incentives. During the last year of phase one,
the impact will be evaluated and modifications made if necessary. The
next phase will modify the historic method of allocating base resources
to colleges for summer session and move toward a model that is based
on student credit hour generation. A possible final phase would consider
a move toward a trimester calendar.

University of Northern lowa

Two years ago, UNI reorganized the summer school schedule to provide
more options for students, including the addition of a May term that
begins the Monday after Spring graduation. For Summer, 2003, the
following options are available: an eight-week term from June 9 — August
1, three four-week terms from May 12 — June 6, June 9 — July 3 and July
7 — August 1, and two six-week sessions from May 12 — June 20 and
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June 23 — August 1. The May term has been particularly popular with
students because it allows them to stay on campus for several additional
weeks in Spring to complete additional coursework, while still being able
to pursue summer employment June through August. For the past two
years, over 2,000 students have enrolled for at least one course in the
May term.

The general enroliment management strategy for summer school has
been to assess the demand for particular courses in the general
education program (the Liberal Arts Core) and in upper level courses in
various majors and then offer courses where the highest enroliments are
predicted. The goal has been to utilize summer school to assist students
to advance more efficiently toward graduation and/or toward the
completion of an additional desired major, minor or program certificate.

The net result of these efforts has been a 10.1% increase in FTE
summer school enroliment from 2000 to 2002. According to the Final
Summer Enroliment report (September, 2002), 6,214 students
participated in summer school at UNI in 2002.

The anticipated demand for courses in the general education program
(the Liberal Arts Core) is carefully monitored throughout the academic
year (including summer), with regular reports of enrollments and
projected demand provided to the Deans and the Associate Provost on a
regular basis. The Deans of the three Arts and Science colleges consult
in advance to coordinate scheduling of Core general education courses
during the summer. During summer school registration, additional
sections of courses in the general education program are added on
demand to the degree that budge reallocations can be made by the
Deans and/or by the Associate Provost to support additional sections.

It should be noted that the largest cohort of students in summer school
for the past several years has been juniors, most of whom have
completed all but the last two courses in the general education program
(Capstone and Non-Western Cultures). For example, in Summer, 2002;
the headcount enrollment for summer courses included 505 students
taking lower division undergraduate courses, 2,905 students taking
upper division undergraduate courses, and 2,046 students taking
graduate courses. In most colleges, the highest demand for summer
school courses is for required courses in undergraduate majors and
graduate programs with the largest enroliments. For example, demand
is consistently high for core courses in the Professional Education
Sequence required for over 3,000 teacher education majors and for
courses in the Business Core in the College of Business with over 2,800
majors. Teachers pursuing graduate education also constitute a
significant portion of summer school enroliments.

At the department and college level, every effort is made to plan summer
school offerings that match as closely as possible demand for courses in
the general education program and the need for courses in the major. A
large number of courses in the general education program are also
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offered through Continuing Education via guided independent study, the
ICN and through web-based instruction. These courses are available to
students on a flexible schedule throughout the year, including summer.

The summer school budget is currently administered by the Associate
Provost who serves as Director of Summer School, with summer school
aliocations provided to each college. College Deans work with
academic department heads to review enroliment trends and anticipated
demand for courses at the departmental level and to develop summer
school schedules based on those factors within their summer school
budget allocation. Colleges also fund additional summer school
offerings through their own college budgets if additional course offerings
are needed and a special needs fund is also utilized for high priority
additional course needs. This approach to the administration of summer
school has led to it becoming increasingly cost effective during the past
five years. Formerly, instructional costs for summer school exceeded
tuition revenue. However, through careful management and reallocation
of resources to match demand, tuition revenues now significantly exceed
instructional costs. The Academic Affairs division has put a proposal
before the Cabinet to develop an alternative method of administering
summer school revenues that would provide incentives at the college
level for further increasing efficiency.

Summary Conclusions:

Each university has undertaken an analysis of summer school offerings
that included each of the areas recommended. In general, summer
enroliments have increased and key aspects of summer enroliments
have been reviewed. Modifications have been made to address issues
related to recent budget revisions (offering courses in alternate years).
In addition, ISU is considering changes in its academic calendar that
may lead to fuller use of summer and inter-sessions.
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0 Each university should develop integrated enroliment
management and marketing plans that tie specifically to goals
in their strategic plans and which are consistent with the Board
of Regents Strategic Plan.

University of lowa:

In 1996, the first enrollment management committee was formed by
Provost Jon Whitmore to deal with what was then a small dip in
enroliments. The committee is chaired by the Associate Provost for
Undergraduate Education and consists of: associate deans for
undergraduate programs in all undergraduate colleges and other
collegiate directors, directors of the offices of Academic Advising,
Admissions, Student Financial Aid, the University Registrar, Evaluation
and Examination Services.
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The primary focus initially was recruitment of both special populations
(high performing students, non-resident students, minority students,
students from western lowa) as well as our core in-state group from
eastern and central lowa. In this phase we developed the National
Scholar Award (for non-resident students), the lowa Scholar Award (for
lowa students) and the Valedictorian Award and also began to develop
radio ads for western lowa.

As enrollments began to increase, the group's focus shifted to supporting
our enrollment goals through intensified targeting of high performing
students and improved programs for retaining students through to
graduation. In this phase we added the College Success Seminar
(aimed at freshmen who were placed on probation after the first term)
and The College Transition (a course for first-semester freshmen). We
also set about increasing the number of both residential and non-
residential learning communities.

More recently we have again shifted the focus to providing better and
more detailed projections of incoming and returning undergraduate
classes and refining a funding mechanism for ensuring that the courses
students need are available when they need them. We have also spent
considerable effort working on the other half of the management
equation: that is, controlling enroliment in times of excess demand.
Toward this end, we have begun a detailed examination of our
admission and recruitment processes, our yields from various groups,
and academic outcomes stratified according to various possible
predictors. The goal of these more recent activities is to allow us to
reliably bring in a class of new freshmen that fits our resources in terms
of faculty, classrooms, and residence beds.

As our enrollment management system has evolved, the lines between
the admissions/recruiting function and other retention-oriented functions
have blurred. This has come about in large part because the enroliment
management team includes professionals from all the offices that serve
undergraduates. By working together we find ways to achieve strategic
goals that would not be easily done by single units. Recruiting top
students involves admissions (which does the outreach), financial aid
(which finds ways to compete using scholarships), and colleges (who
develop the programs that appeal to students). Retaining new students
involves orientation and advising staff (who run our first year transition
course), residence services (which supports residential learning centers
and houses 90% of the freshman class) and academic technologies staff
(who help us teach students to be in control of their own programs).
Making sure that classes are available when students need them
involves colleges, advisers, and staff from the office of the registrar. By
cooperating and pooling expertise, we make the whole more than the
sum of its parts.
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lowa State University:

lowa State University is committed to providing a coordinated series of
action steps, which work toward realization of the goals and strategies
identified in the lowa State University Strategic Plan, 2000-2005.

lowa State University enrollment management and marketing plans tie
specifically to goals in the lowa State University strategic plan, which are
in turn consistent with the Board of Regents Strategic Plan.

University of Northern lowa

Two strategic planning goals relate directly to UNI's enroliment and
marketing plans:

e Board of Regents strategic plan, Key Result Area 3.0.0 for
diversity states:

“Establish policies to encourage continuous improvement of
the climate for diversity and ensure equal educational and
employment opportunities.”

e UNTI’s strategic plan, Goal 4.0 states:

“Strengthen a university culture characterized by diversity,
collegiality and mutual respect.” Objective 4.1 within the goal
is to “increase the number of American ethnic minority
students and international students enrolled at UNI by 2005
consistent with the BOR strategic plan.”

Since UNI implemented its strategic plan in 2001, a university-wide
strategy has been developed to bring together all institutional units with
responsibilities for enrollment management and marketing; utilizing the
expertise in those units to focus on achieving Goal 4.0 (as well as the
Board’s objectives in Key Result Area 3.0.0). These inter-divisional
teams have been charged to analyze appropriate data, develop and
implement appropriate action steps and monitor and evaluate their
effectiveness in achieving diversity goals.

The Multicultural Coordinating Council has grown from a “virtual
department” concept created by the Vice Presidents for Academic Affairs
and Educational and Student Services. The goal has been to create a
new cross-unit team to develop and implement a comprehensive plan for
the recruitment and retention of minority students. The mission of the
MCC is “to coordinate efforts for the recruitment and retention of African-
American, Hispanic/Latino American, Asian American and Native
American students by providing and promoting a supportive academic,
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social and cultural environment.” Due in part to the success of the MCC,
for the past three years we have increased minority enroliment by %2%
each year. The current enrollment of minority students is 5.3 %. Of
particular note are successful efforts to recruit outstanding out-of-state
African American students to the UNI School of Music, successful
recruiting of Latino community college graduates from the San Antonio
area and the recruitment of minority graduate students from traditionally
Black colleges and universities. The Spring, 2003 commencement saw
the graduation of the largest number of minority students in the history of
the university.

The Enroliment Management Committee, a cross-university group
formed in 2001, is also providing leadership to tie enroliment and
marketing plans more closely to strategic planning goals. The task force
is currently working closely with consultants who have been retained to
assist the university in creating new strategies for recruitment,
particularly of out-of-state students. A campus wide discussion is
currently underway with staff, faculty and administrators from Academic
Affairs, Educational and Student Services, Information Technology
Services, Marketing and Public Relations, Financial Aid and other areas
regarding enhancement of the university’s website. The focus of this
discussion is the creation of a more effective virtual tool for marketing
the university to prospective students and their parents and for
communicating more effectively with prospective and current students.

A coordinated strategy is also in place for the recruitment and retention
of international students. The Office of International Services (in the
Division of Educational and Student Services) and the Office of
International Programs (in Academic Affairs) work closely with the
Assistant Director of Admissions for International Relations to achieve
strategic planning goals in their area. Though international admissions
have declined slightly (due to current economic conditions and
international events), we now have a long-term strategy in place that will
continue to help us to link our integrated enroliment and marketing plans
more closely to strategic planning goals.

Summary Conclusions:

Each of the universities indicates that it has an integrated enroliment
management and marketing plan or effective alternative approaches.
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MGT Recommendation |l-4: Review Revenue Enhancement
Opportunities

Encourage the universities to focus revenue generating efforts on:

Activities consistent with their missions and programs and the
provisions of lowa Code Chapter 23A regarding competition with
private enterprise.

Recurring and maintainable sources rather than one-time assets.

In conjunction with recommendation 6 of Item /I-3, direct the
universities to evaluate alternative methods to increase, account
for, and distribute continuing education, summer school, and
seminar revenues.

Request the universities to consult with peer institutions to
identify best practices that might assist the universities in
revenue generation.

Revenue enhancement strategies are an integral part of the
management processes at the University of lowa, lowa State University,
and the University of Northern lowa. In addition to being a fundamental
management practice, strategies that increase revenue and reduce costs
have been an ongoing approach to managing the shortfall in state
revenues. The Universities will continue to pursue all opportunities to
generate revenue that is in accordance with institutional purposes and
missions.

Since the last report, officials at the institutions met with one another to
consider ideas, reviewed the activities of peer institutions to identify
additional revenue enhancement opportunities, and investigated the
feasibility of new opportunities. This document reports on the status of
projects that have been accomplished since the last report, are under
consideration, or will be pursued in the future.

The most significant change at the University of lowa is accelerating the
billing and collection of tuition and fees. The goal is to implement this
change in Fall 2004. The University is bringing a new tuition
assessment and billing system on-line beginning Fall 2003 and does not
want to complicate the introduction of this new system by changing the
timing of the billing process.

ISU currently has an accelerated billing schedule.

UNI is taking strong steps to recruit more out-of-state students to
campus to increase out-of-state student tuition income to the University.
Currently, the percentage of out-of-state students is 5.7% of total
enroliment and 4.5% of undergraduate enroliment. The goal is to
increase out-of-state enroliment to 10% in the next five to ten years.
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At the University of Northern lowa, efforts are being made to increase
grant support, specifically federally funded grants. Staff support in the
colleges and cross-college collaboration are both strategies that are
being utilized in this endeavor. For example, the Performing Arts
Center, which currently requires general fund support, is looking for
grant opportunities, particularly for educational activities.

Contract and grant growth continues to be a strong focus at the
University of lowa and lowa State University.

lowa State University is considering providing cell phones and selling
long distance services through an ISU card system to students, faculty
and staff. These options are dependent on obtaining discounted services
that are more attractive to employees and students than those available
elsewhere in the marketplace. At the present time, service providers
that offer plans have not been identified that would generate a significant
volume of interest. Costs associated with administrative and marketing
responsibilities would also need to be clarified with any potential service
providers. Institutional officials will continue to monitor the marketplace
for these services to determine if there is revenue generation potential in
any type of affinity plans

The University of Northern lowa has secured a new and significantly
better ATM contract on campus in addition to a new contract in the
residence halls for TV services. With the renovation and construction
project in Maucker Union, retail and food service revenue should
increase. Administrators are also looking for other opportunities with the
new facility (i.e. rental kiosk for outside vendors, and rental fees/service
charges for the use of meeting rooms and equipment will be revised.

Central support costs are being distributed more equitably to all revenue
generating activities via a uniform administrative charge implemented in
the FY04 budget. In turn, the revenue generating units will incorporate
these costs into their external pricing structures. Where appropriate,
incremental tuition and fee revenues are being shared with the units
providing the services in order to provide an incentive to expand revenue
generating instructional.  Significant efforts in this regard relate to
summer session, study abroad and continuing education.

Wellness services are being offered to employees for a fee. Staff
development is organizing development and training classes that are
also offered to area businesses. The revenue raised helps fund
positions within the University. The courses that are offered are offered
to departments at a very reasonable price but eliminate the travel related
costs normally associated with attending seminars.

A bill, enacted by the state legislature, effective in July will give more
flexibility in the type of investments that can be purchased by
incorporating language to be “effective maturity of 63 months”. This
should have a positive effect on investment returns.
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Summary These revenue-generating initiatives are part of ongoing practices at the
Regents institutions. Best practices at colleges and universities
throughout the nation with respect to increasing revenue and decreasing
costs are examined and implemented when appropriate. The universities
participate in organizations and networking activities that allow them
access to this kind of information and innovative ideas. Since generating
revenue has always been a focus of the institutions, it is not anticipated
that significant amounts of funding are likely to be discovered, but
creative approaches will be pursued and applied in the future.

Conclusions Summary Conclusions:

The universities jointly considered revenue generating opportunities,
reviewed the activities of peer institutions, and investigated the feasibility
of all potential new opportunities as part of ongoing practices at the
Regent institutions and are undertaking specific initiatives to achieve
increased revenues.

MGT Recommendation l-11: Conduct Further Review of
Governance Reports

5 lAnnual Report and Ten-Year Plan of the Residence Systems v v v 3
49 |Annual Energy Conservation Report ‘ v v v 3
66 |Annual Purchasing Report v v v 3
69 |Annual Report on Deferred Maintenance v v v 3

6 |Proposed Residence System Rates V4 v 2
13 [Parking Rates (all universities) v v 2
19 [Annual Report on Faculty Activities v v 2
20 |Preliminary Operating Budgets v v 2
29 |Preliminary Operating Budgets v v 2
36 |Preliminary Requests for Operating and Capital Appropriations v 2
37 |Preliminary Five-Year Capital Program v v 2
38 [Annual Internal Audit Plans v v 2
42 [Annual Student Financial Aid Report v v 2
50 [ISU Stanton Memorial Carillon v v 2
57 |Annual Regents Merit System Report v v 2
61 |Comprehensive Fiscal Report for Previous Year v v 2
65 [Fall Enroliment Report - Part i v v 2
68 |Annual Fire and Environmental Safety Report v v 2
83 |Annual Report of Professional Development Assignments v v 2
88 [low a State Center Annual Report v v 2
90 |ISU Alumni Association v v 2

A Reports are flagged if their score within the specific category falls more than one standard deviation above or below
the: mean score of all reports in an adverse direction. All reports that were flagged in 2 or more categories were
included in this exhibit.

B Refers to Question 3 of the survey which inquired whether report should be changed.
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Approve a modified version of MGT’s four-step review process for
the Board of Regents governance reports:

Step 1: Confirm or Amend the Short List of Reports. The Board
of Regents should review the list and confirm that the identified
reports are priorities for a more detailed review.

Step 2: Evaluate Specific Shortcomings of Each Selected Report.
Once the short list of reports has been confirmed, the Board
Office staff member who is currently designated as the
coordinator for each identified report should be charged with
undertaking a detailed review in consultation with appropriate
institutional staff. In particular, the review should be structured to
address the findings summarized in the report (e.g., high cost, low
value, etc.).

Step 3: Propose Specific Changes to Each Selected Report.
Based on a more in-depth analysis of the identified reports,
specific changes should be recommended by the report
coordinator. In particular, the proposed change should yield the
highest feasible payoff from the list of potential changes
described above. That is, the first consideration should be given
to report elimination, then to combination with other reports, etc.

Step 4: Adopt Recommended Changes. The Board of Regents
should review the proposed specific changes and adopt the
proposal for each report as it deems appropriate.

Conclusions Summary Conclusions:

The Board Office feels that the selected list of governance reports
developed by MGT is not the best way at this time to assess the
governance reports and recommends that the Board Office with
appropriate institutional consultation should undertake a comprehensive
assessment of all governance reports. This assessment would take into
consideration the need for each report, the optimum frequency of
reporting, opportunities for combining reporting in conjunction with the
Board's strategic objectives and other considerations such as statutory
requirements. The results of this assessment will be reported to the
Board in late Fall 2003.
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Phase Ili-5: Review Administrative Procedures at IBSSS

Accept the proposal to undertake an in-depth review of select
administrative processes at lowa Braille and Sight Saving School.

IBSSS:

The lowa Braille and Sight Saving School met with selected personnel at
the University of Northern lowa and lowa State University to determine
ways to improve efficiency and effectiveness through the use of
technology in business and human resources activities, student record
keeping and overall efficiency and effectiveness.

The following issues were examined regarding the use of technology in
administrative procedures at IBSSS:

® Viability for IBSSS to use Oracle applications for administrative
functions as part of UNI's MEMFIS project;

® Feasibility for IBSSS to maintain current software and undertake
upgrades/enhancements in the business and human resources
areas, including student record keeping;

® Ability to maintain all student record keeping in one of the existing
data bases, FileMakerPro or Access;

® Need for IBSSS to undertake a general search for administrative
software, including student record keeping

The following issues were examined regarding administrative and
support staff functions at IBSSS:

® Some administrative and support staff expressed a frustration with
eroding specialization and overlapping duties and unclear
accountability.

® Some administrative and support staff suggested that five full-time
administrators for IBSSS in the face of diminishing resources is
wasteful and unnecessary.

® Some administrative and support staff suggested that management
styles conflict and that the conflicts never get resolves, but everyone
does what they are told.

® Some administrative and support staff expressed frustration at how
any effort that is not directly related to students and education is
devalued and marginalized.

A consultant from the University of Northern lowa examined the use of
technology in business and human resources activities and student
record keeping. A consultant from lowa State University examined the
need for re-alignment or re-engineering of administrative and support
staff functions in business, human resources, and educational services.
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The complete list of recommendations made by the consultant regarding
the use of technology in business and human resources activities and
student record keeping is included in Attachment A (pages 5-7). The
following recommendations from the study are endorsed by the School:

IBSSS will not pursue the use of UNI's MEMFIS administrative
system at this time.

A networked application with integration between the financial and
human resources modules could create synergies that are currently
lacking or maintained through manual means.

The School should evaluate the increased functionality of Data
Control Research’s (DCR’s) Administrative Interaction Management
System applications and consider spending the necessary funds
($6,000-$10,000) to upgrade.

Consideration should be given to additional data base programs
other than FileMakerPro and Access because they may not be able
to meet the needs of the School.

Common files on the data server at the School should be established
to facilitate the sharing of data between staff more easily.

General, regular training on desktop software applications could be
offered at a common, consistent time, and made available to all staff.

According to the consultant, with improved communication within the
management team, organizational effectiveness can be nurtured and
does not require reorganization or elimination of positions. There were
four recommendations made by the consultant and endorsed by the
School (Attachment B, pages 9-10):

An internal communication plan should be developed that provides
information to employees at least semi-annually. The plan(s) should
inform employees about job expectations, desired team outcomes,
and organizational priorities.

Amend the job titles of the Director of Human Resources and the
Director of Administrative Services to be more consistent with the
duties they perform and communicate the change and the rationale
across the organization.

All five administrators of the School should participate in a Myers-
Briggs or comparable personality profiling system that would be
useful to highlight strengths and differences in work styles and the
value of differences in work styles and decision-making processes.

Organize an employee relations program for the School that would
recognize and appreciate the School’s valued employees.
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Conclusions Summary Conclusions:

The lowa Braille and Sight Saving School with assistance from ISU and
UNI conducted a review of administrative processes and the roles and
responsibilities of select administrative and support staff. The School is
working to implement the following recommendations, which resulted
from the review:

Networked computer software that integrates the financial and
human resources modules could create synergies that are
currently lacking or maintained through manual means.

The School should evaluate the increased benefits of Data
Control Research’s (DCR’s) Administrative  Interaction
Management System applications and consider spending the
necessary funds ($6,000-$10,000) to upgrade.

Consideration should be given to additional data base programs
other than FileMakerPro and Access because they may not be
able to meet the needs of the School.

Common files on the data server at the School should be
established to facilitate the sharing of data between staff more
easily.

General, regular training on desktop software applications could
be offered at a common, consistent time, and made available to
all staff.

An internal communication plan should be developed that
provides information to employees at least semi-annually. The
plan(s) should inform employees about job expectations, desired
team outcomes, and organizational priorities.

Amend the job titles of the Director of Human Resources and the
Director of Administrative Services to be more consistent with the
duties they perform and communicate the change and the
rationale across the organization.

All five administrators of the School would benefit from
understanding strengths and differences in work styles and the
value of differences in work styles and decision-making
processes.

Organize an employee relations program for the School that
would recognize and appreciate the School’s valued employees.
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