
December 22, 2017 

TO:   Statewide Council Chairs 

FROM: Jim Johnsen 

SUBJECT: Feedback on Charters and Scorecards 

Thanks to you and to members of the councils you chair for drafting charters 

and providing updates on progress being made toward improvements in how 

we operate the University of Alaska system. 

Please find here a set of general comments for all of you to incorporate into 

your work, as well as specific comments for each statewide council. 

GENERAL COMMENTS 

First, it is critical that our councils continue their progress on implementation 

of directions coming out of Strategic Pathways and that you also pursue 

opportunities for progress toward the goals adopted by the Board of Regents. 

These goals are in support of our overarching plan to create a culture of 

education in Alaska. 

1. Contribute to Alaska’s economic development 

2. Provide Alaska’s skilled workforce 

3. Grow our world class research 

4. Increase degree attainment 

5. Operate more cost effectively 

Second, it is important that we are clear about both the scope and the role of 

the councils. Let’s start with what they are not and then move to what they are. 

They are not intended to operate or make decisions that are properly within the 

scope of the several universities and campuses. Rather, the focus should be on 

proposing solutions and initiatives, advising decision makers, and coordinating 

and aligning implementation of decisions on matters of systemwide concern or 

interest.  

I recognize that it will not always be clear whether an issue is of systemwide 

concern or within the scope of a particular unit’s responsibility. When in doubt, 

I would encourage you to raise the issue and talk it through in the council. As 

you do, please consider whether it is within the direction provided to the 

council and whether it has been identified as a system level strategy. Our 

budget planning framework will specifically identify those system level 

strategies. If resolution cannot be reached, then please escalate the issue either 

in a Summit Team meeting or directly to the Executive Council.   
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Third, I expect each council to include a regular review of policies and 

regulations in your area of responsibility with an eye to simplification and 

process improvement. It is clear to me that while many of our policies and 

regulations have merit, there are others that are no longer appropriate or 

necessary. A good example are the regulations and time consuming processes 

around eligibility for the Employee Tuition Waiver.  

SPECFIC COMMENTS 

University Relations (Michelle Rizk) 

The proposed charter and scorecard for this council look good. 

As to specific short term goals of conducting a communications needs 

assessment and forming university level public relations councils, I am pleased 

that the latter goal has been achieved. The communication needs assessment 

should go forward, but I would suggest a more simplified process if that is 

available to you. 

Also, I would appreciate your attention to the issue of branding and logos. I see 

use of a wide variety of logos and I would appreciate your advice on how we 

might increase consistency within each university.  

Academic Council (Paul Layer) 

The draft charter is very well done, especially the section on authority and 

decision process. I do have one suggestion in that section, specifically in the 

second paragraph regarding decisions that do not require Board or President 

approval. I would ask that that sentence be revised to read as follows: “For 

decisions that do not require Board or President approval, implementation 

requires agreement of all AC members. Decisions that do not have agreement of 

all members will be elevated to the President for resolution.”  

In the council’s plan for interacting with other councils, the question is posed 

whether the E-Learning Council and the Community Campus Council report to 

the Academic Council. I believe that in most cases, this makes sense, but to 

the extent issues arise from those two councils that relate more to the work of 

other councils (e.g., IT or Student Affairs), then I would expect direct 

communication with the appropriate council. 

As to near term objectives, I am very interested in hearing from the AC its 

comments on how to encourage and support inter-university collaboration and 

innovation through the creation of faculty “communities of practice.” I 

understand that the AC is giving consideration to input from both HR and the 

Faculty Alliance. 
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I appreciate the update on ongoing work of the AC. In particular, the following 

initiatives: 

 UAF and UAA Engineering alignment 

 Creation of MPA/MPP at UAA 

 Options for a limited set of e-Learning outsources 

 Increasing synchronous class delivery times (class duration and teaching 

days) 

 Distribution of tuition and fees 

 Alaska College of Education 

With specific reference to the MPA/MPP issue, I am comfortable with UAA 

continuing its efforts to develop a joint MPA/MPP program, subject to Board 

approval, but only if (1) it leaves on-line MPA education to UAS and (2) it 

continues to include UAS MPA courses in its approved curriculum.  

And with regard to the Alaska College of Education, I would commend UAS on 

moving forward with the search for Executive Dean and its progress with 

charters for its advisory and steering councils. I recognize that there are 

numerous elements of our transition and, in light of that, I would ask for 

patience and, more importantly, for as much open communication as possible. 

It would be most helpful if the provosts would inform each other of significant 

events or other activities that be of interest to Education faculty and staff on 

our several campuses. This way, we communicate the kind of enhanced 

coordination our key stakeholders expect to see from us. 

In addition, I am interested in suggestions for how we might adopt efficient 

ways to assess and provide credit for prior learning and experience. This will be 

key as we seek to serve more effectively that large population of Alaskans with 

some college and no degree. 

Finally, I want to ensure that we are capturing the data we need to measure 

our progress with workforce focused certificates and endorsements in a single, 

easily accessed system. An example is the large number of certificates 

produced each year by MAPTS.  

Business Council (Myron Dosch) 

The charter and scorecard are well done and I appreciate the progress on 

automation already in process. I would suggest a section on authority and 

decision process, not unlike the section on that topic in the AC charter. 

I am interested in a report on progress being made on consolidation and 

increased consistency in several areas of Strategic Pathways, e.g., procurement 
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and grants and contracts administration. On procurement, I see that a SLA 

has been completed between Statewide and UAF. What is the status of 

consolidation with UAA and UAS? On research administration, I look forward 

to continued progress on UAF’s leadership in this area with service centers at 

UAA and UAS.  

I appreciate the progress being made on process automation and strongly 

encourage use of remaining funds on processes that will improve our student 

facing processes. The “gateway” being led by Student Services would seem to be 

an ideal application of those funds.  

On the Facilities Council, I appreciate the discussion reflected in the Notes on 

various metrics. I am confident that we will find ways to operate more cost 

effectively through more efficient space utilization and, perhaps, allocation of 

staff 

Community Campus Directors Council (Gary Turner) 

The council’s charter and communication plan are well done. The scorecard is 

well presented. 

I especially appreciate the CCDC’s input on directions coming out of Strategic 

Pathways. My response to CCDC comments follows: 

1. On increasing integration with main campuses, I appreciate that in some 

ways this might constrain community campuses’ flexibility and limit 

their ability to operate at a lower cost basis than a nearby main campus. 

My intent is for the main campuses and the community campuses to 

collaborate in such a way that especially lower division courses, 

including GERs, are offered more cost effectively. I would appreciate 

ideas for how this can be accomplished. I am particularly aware of and 

concerned about the comparatively low student:faculty ratios at our 

universities and at our community campuses. Along with increasing 

enrollment, are there ways to reduce costs through increased 

collaboration between the community campuses and the main 

campuses? 

2. On increasing collaboration across the community campuses, I support 

your suggestion for more course sharing, I support tuition discounting 

for selected CTE courses and certificates (holding the community 

campuses harmless financially, to the extent possible given our budget), 

and consideration of revenue sharing when a community campus hosts 

students taking courses from other campuses. I think your suggestion of 

a split 80/20 has merit and I would strongly encourage this proposal (at 
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80/20 or some other share) be pursued expeditiously. This has been a 

major issue for many years and it would be good to resolve it soon. 

3. As to expansion of e-Learning for purposes of increasing enrollment and 

increasing cost effectiveness, I take your point that some courses make 

more sense to emanate from the community campuses rather than the 

main campus. That said, there is a strong case, especially for upper 

division and graduate courses, that the community campus serve as a 

support rather than the source for such courses. An additional 

consideration is the high compensation cost resulting from the 

geographic differential at some of our more rural campuses, where it 

would make more sense to develop and deliver courses from lower cost 

locations to students at those higher cost locations. I appreciate the 

CCDC interest and support for expanding student access to courses and 

programs across the UA system. AVP Oba is on point with a small team 

of campus experts to develop a plan for building out a student access 

gateway. I expect to see the proposed project plan in the coming month 

or so and I would anticipate moving forward quickly to implement. 

4. As to partnerships with tribal and other community organizations, I 

accept your suggestions. I would add to your third point regarding 

expanded visibility Alaska Native courses, expanded visibility of a wide 

array of relevant courses and programs to our partners in Alaska Native 

communities across the state. 

5. In response to your general input, please estimate the impact on tuition 

revenue that might result from eliminating out-of-state tuition for 

courses and programs at our community campuses. I agree with your 

suggestion to seek additional funds to bring down tuition at our 

community campuses; at the same time, however, our community 

campuses will need to operate more cost effectively, especially in terms of 

how valuable faculty resources are deployed. 

Development and Alumni Council (Susan Foley) 

The proposed name of the Council, Development and Alumni Council, is fine, 

as is the charter. 

As to progress, I support the goal of assessing barriers to greater effectiveness 

in alumni engagement and philanthropic giving and, based on that 

assessment, a set of recommendations about how our development officers’ 

work might become more focused on development work (as opposed to other 

non-development related activities). 

In addition, I am most interested in our progress toward making the dates for 

scholarship availability earlier in the year so that we are in a stronger position 
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in relation to other universities as we compete for students. My review of the 

scorecard did not indicate when we would be in a position to implement the 

change, so I would like to see that at our next meeting. 

Human Resources Council (Keli-Hite McGee) 

The proposed charter looks good. Please add Mary Gower to the Council, for 

the primary reason that Title IX and HR issues sometime intersect. In addition, 

I would like to add an attorney from the General Counsel’s office. 

I am particularly interested in how the HR plan you are working on will 

advance UA’s larger plan with its goals, strategies, and measures. I am pleased 

to see a plan for employee development, in general, and leadership 

development in particular. 

In addition, I think it would be very helpful to include the major compensation 

project HR is leading on behalf of the university system. This is a very 

important initiative given our interest in recruitment and retention of top 

quality faculty, staff, and students. 

I appreciate the detailed updates on the various HR projects. In light of the 

recent action taken by the federal government on income taxes, I would expect 

changes to be needed in our system. I would like our employees to be informed 

about those changes prior to them taking effect. 

Institutional Research Council (Gwen Gruenig) 

The charter looks good and I support the scope as defined. I appreciate 

continued progress on creating the collaborative knowledge network. I am 

pleased that you are taking an incremental approach, not letting pursuit of the 

perfect get in the way of gradual improvement. 

I am particularly interested in how IR will support our larger plan, especially as 

it relates to growing enrollment and increasing completion. 

As to the scorecard (updated October 2, 2017), I appreciate the update. I would 

like to better understand some of the issues, especially Action Item 3.1, so 

would ask that I be included in your next IR Council meeting. 

Information Technology Council (Karl Kowalski) 

I appreciate the work of the ITC in leading the ongoing process of ensuring that 

our information technologies optimally support our mission priorities. In 

addition, I appreciate the group’s patience as we await arrival of an external 

review of our IT governance, organization, and finance. This report is imminent 
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and will be made available to the ITC, the Summit Team as well as front-line IT 

employees for input prior to decisions on how we will move forward. 

With respect to the cost savings initiatives to date, it would appear that the 

percentage of reductions thus far (18.9%) is the result of dividing reductions to 

date over several years ($12.2M) into a single year “All-in IT Spend” ($65M). 

While the reductions are real and they are appreciated, this is not an accurate 

depiction of “in-year” cost reductions. 

I think the proposed IT Cost Savings Initiatives make sense. I would expect that 

before implementing them, IT’s customers will have had a chance to provide 

input, especially to the extent these or any other changes might impair their 

work. 

The IT scorecard is well organized and informative. 

I also look forward to seeing how the ITC plans to support the university’s 

larger plan for Creating a Culture of Education in Alaska. 

Finally, while addressed below in more detail in the section dealing with the 

Student Services Council, I am committed to full implementation of a “gateway” 

that will allow students easy and convenient access to all of our courses and 

programs. By full implementation I do NOT mean that we need to modify all the 

supporting systems, only that we do enough in the near term to improve 

student access. I do not want the perfect to get in the way of the good. 

Research Council (Larry Hinzman) 

The charter for the council looks good. We discussed adding a few members to 

the Council, such as an Institute Director, a dean, and a faculty member from 

each university to be selected by the chancellor after consulting with faculty 

senate leadership. 

I appreciate the progress reported in the scorecard.  

I am particularly pleased with the recent legislative briefings that have been 

organized by members of the council. These were well received and I look 

forward to additional opportunities to highlight our work during the upcoming 

legislative session and beyond. 

Finally, as in the case of other councils, I am very interested in ideas from the 

Research Council for advancing the research goals that are key part of the 

University’s long-term plan. Specifically, I would like monthly reporting 

progress made on commercialization of our intellectual property. 
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Student Services Council (Saichi Oba) 

Finally, while addressed below in more detail in the section dealing with the 

Student Services Council, I am committed to full and expeditious 

implementation of a “gateway” that will allow student easy and convenient 

access to all of our courses and programs. By full implementation I do NOT 

mean that we need to modify all the supporting systems, only that we do 

enough in the near term to improve student access. I do not want the perfect to 

get in the way of the good. 

I appreciate the progress made on options for the OEC/1-year certificate 

courses discount. I look forward to seeing the additional “capacity analysis” so 

that a decision can be made soon. 


