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Additional	Proposed	Groundrules:	
• Focus	on	interest	and	options	–	avoid	jumping	to	positions.			
• 
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• The	decision	making	process	will	not	be	only	driven	by	finances	–	that	we	will	keep	student	
needs	at	the	core	

• A	hope	to	organize	the	diversity	–	to	educate	the	leaders	to	face	the	challenges	of	the	21st	
century	

o With	more	coast	line	than	the	rest	of	the	states	combined,	we	need	to	lead	on	
fisheries	and	other	topics	

o We	need	to	learn	to	be	systems	thinkers	so	we	can	educate	students	as	systems	
thinkers	for	the	future	

o This	is	foundational	for	who	we	are		
o Be	agile	in	organizing	ourselves	to	match	the	effect	we	want	to	have	in	society	

• Hope	there	is	sufficient	administrative	support	should	we	move	to	single	accreditation	
• Hope	that	the	voices	of	27,000	students	(17,000	FTEs)	and	the	many	community	members	

are	heard	in	this	process	
• Hope	that	we	can	continue	to	serve	students	well,	including	those	without	access	(GER	

process	was	helpful,	but	limited	by	finances)	
o Appreciation	that	the	faculty	senate	has	supported	the	ANT	graduation	requirement	
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• Hasty	decisions	without	thorough	analysis	and	data	to	support	taken	into	account	
• A	fear	of	job	loss	–	for	ourselves		and	our	colleagues	(faculty	and	staff)	
• 
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• Continuous	process	improvement	business	models	
• A	world-class	indigenous	studies	entity	(college,	program,	research,	etc.)	
• Founded	on	the	basis	of	critical	learning	and	critical	thinking	
• 
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9. the	number	of	doctoral	students	in	Spring	2019	
	
Discussion:	

• The	three	IR	officers	should	review	the	data	before	sharing	
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• Important	to	attend	to	additional	responsibilities	of	full-time	faculty	relative	to	adjuncts		
• The	models	for	cuts	were	made	with	data	–	there	was	a	state-wide	plan	that	already	exists	

o 
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• 
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• Continued	focus	on	high	impact	job	areas	in	Alaska	
• Stability	of	the	trained	workforce;	employees	who	know	what	

it	is	like	to	live	in	Alaska	
• Developing	the	next	generation	of	professionals	–	long-term	

horizon	
• Partnerships	connected	to	research	activities	and	local	

campuses	
• Human	skills	to	navigate	changes	across	one’s	career	

Board	of	Regents	 • Simultaneously	being	responsive	to	the	current	financial	
situation	(to	the	governor,	legislature,	and	citizens	of	the	state)	
and	responsive	to	university	systems	and	processes	for	
governance	and	decision	making	

• Ensuring	accreditation	
• Independence	for	political	processes	–	the	original	intent	for	

having	a	Board	of	Regents	
• Avoiding	sanction	by	AAUP	
• Focusing	on	the	mission	of	the	university	system	
• Responsible	to	the	community	of	Alaska	with	transparency	
• Audited	and	un-filtered	information	on	the	state	of	the	

university’s	finances	
• Protecting	their	legitimacy	and	reputation	in	this	process	–	

able	to	make	adjustments	given	the	change	in	the	situation		
Legislature	and	
Governor	

• Timely,	constructive,	and	effective	actions	by	the	University	of	
Alaska	–	demonstrating	responsiveness	to	the	needs	of	the	
state	

• Acknowledgement	of	the	Legislature’s	authority	in	
appropriating	funds		

• An	interest	in	a	population	of	graduates	who	will	remain	in	the	
state	

• Maintaining	the	Ted	Stevens	legislative	internships	(soon	to	be	
open	to	graduate	students)	

• Advancing	economic	and	resource	development	(identifying	
new	sources	of	revenue	for	the	state	that	can	come	from	the	
university)	

• Understanding	fully	what	a	modern	university	is	and	can	be	in	
Alaska	–	as	a	connector	to	the	people	they	serve	

• Being	able	to	“do	less	with	less”	according	to	the	Governor	(the	
legislature	did	not	agree)	

Funding	agencies	 • A	source	of	innovation	with	new	proposals	and	ideas	
• Confidence	that	the	University	will	deliver	on	commitments	

under	grants	and	contracts	(stability)	
• Compliance	with	research	policies	and	procedures	(Title	IX,	

IRB,	etc.)	
Arts	 • Arts	continue	to	be	embedded	successfully	and	deeply	in	

community	
• University	as	a	source	of	collaboration	with	arts	organizations	

(including	student	pathways	to	future	careers)	
• Significant	facility	needs	addressed	(studio,	concert	halls,	etc.	

and	class	sizes	matched	to	learning	in	these	settings)	
• Importance	of	protecting	free	inquiry	–	particularly	research	

on	environmental	impacts	and	climate	change	
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• The	importance	of	collaboration	between	the	humanities,	
sciences,		social	sciences,	and	the	arts	

• Special	accreditation	
• Integration	of	Indigenous	and	local	knowledge	into	all	

research	and	disciplines	
• 
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Phase	4a:		Alignment	
	

:")+/%'";'-3)5+1*+/&'
• A	sustainable	higher	education	system	and	a	sustainable	society	
• Maintaining	the	reputation	and	excellence	of	the	university	system	

	
:")+/%'";'<)%23)5+1*+/&'
• Understanding	of	appropriate	levels	of	state	support	for	the	university	
• Misalignment	around	the	appreciation	for	the	complementary	roles	of	workforce	

development	and	liberal	education	
• The	distinct	missions	of	the	three	universities	–	at	present	
• The	question	of	the	nature	and	roles	of	leadership	in	programs	across	the	campuses	
• A	misalignment	between	a	desire	to	centralize	and	the	diversity	across	the	university	
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Second	Session	(Anchorage	and	on-line):	
	
Welcome:	

• Thank	you	to	all	for	being	here	today.	
• The	process	following	this	session	includes	the	following:	

o 
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§ Immediate,	glide	path,	or	longer	with	accreditation	timing	
o How	

§ Reduced	state-wide,	more	reliance	on	faculty	governance,	chandellor-led	
process	

• Research	more	integrated	into	academic	units	rather	than	separate	institites	and	caners		
• Making	sure	that	there	is	single	academic	oversight	of	distance	offerings	in	the	system	
• A	multi-part	option	as	part	of	the	way	forward:		

o 1)	Slow	down	the	current	process,		
o 2)	develop	big	picture	view	of	what	is	a	good/great	university	(I	have	strong	views	

on	this),		
o 3)	decide	on	some	reasonable	metrics	(if	possible)	for	those	qualities,		
o 4)	institute	a	process	for	developing	a	set	of	plans	to	move	forward	which	can	be	

evaluated	against	the	agreed	to	metrics,			
o 5)	work	out	the	way	forward	toward	the	“best”	plan.			

I	can	imagine	various	structures	BUT,	there	is	no	necessity	to	destroy	a	basically	
good/working	structure	just	for	the	sake	of	change.		Existing	systems	can	often	be	
improved	without	changing	the	basic	structure,	thereby	avoiding	the	trauma	
associated	with	major	structural	change,	the	destruction	of	the	good	parts	and	the	
unexpected	impacts	of	those	major	structural	changes.	

• Focusing	on	process	and	timeline,	
o Don’t	make	a	decision	on	the	12th	about	a	single	accreditation,	but	instead	adopt	a	

time	line	for	fuller	consideration	
• Agreement	on	taking	more	time	
• Look	at	INDS	(interdisciplinary	studies	degrees)	models,	working	within	campuses	to	see	

what	works	locally,	to	see	what	the	strengths	are	
• Like	the	idea	of	lateral	councils	

o Example	of	an	honors	program	
o Climate	studies	is	an	example	of	a	cross-disciplinary	model	

§ Option	for	minors	
• Exploration	of	models	like	ASU	that	allows	for	both	disciplines	and	new	interdisciplinary	

program/degree	options	
o Note	that	this	was	implemented	in	a	top-down	way	at	ASU	and	that	was	problematic		

• Consider	different	modalities	of	education,	within	existing	programs	
• A	challenge	for	a	group	this	large	with	the	breadth	of	disciplines	makes	it	hard	to	reach	

consensus	
• Reductions	come	from	within	similar	departments	from	the	ground	up	

o With	a	facilitated	retreat	with	faculty	from	all	institutions	teaching	that	subject,	get	
to	know	one	another,	talk	about	the	students	who	might	be	similar	or	different	
across	institutions	and	come	up	with	the	best	ways	to	collaborate	and	coordinate	

o Do	so	in	a	way	to	address	the	fiscal	issues	
o We	all	fear	the	email	that	says	this	is	what	is	happening	to	your	program	

• Adopt	a	more	gradual	“glide	path”	for	restructuring	to	allow	consideration	of	a	wider	range	
of	options	and	to	gather	data	on	the	costs	and	benefits	of	all	proposed	restructuring	options	

o Importance	of	data	on	costs	and	benefits	of	options	–	one	UA,	back	office	
consolidation,	etc.	

• Importance	of	regional	sovereignty	
o A	mix	of	in-person,	on-line,	and	hybrid	modalities	
o Explore	areas	of	complementary	expertise	
o Use	this	not	only	to	rethink	the	university,	but	also	STEAM	programs	and	others	that	

can	bring	in	new	revenue	(with	“A”	for	arts	and	possibly	“H”	for	SHTEAM)	
• Regardless	of	system	accreditation,	consolidate	similar	programs	for	statewide	

coordination	such	as	in	health,	or	aquodic	ecosystems	
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• There	is	an	org	chart	that	is	out	there	with	research	separated	into	separate	entities	(slide	
30	of	the	Board	of	Regents	presentation)	

o Have	an	integrated	college	of	environment	
• As	part	of	the	process,	we	should	be	able	to	meet	in	person	with	the	other	programs	that	we	

are	asked	to	collaborate	with.	Without	knowing	our	potential	partners,	it	is	hard	to	evaluate	
the	utility	of	collaboration	versus	competition.	

• Multiple	structures	that	support	collaborative,	interdisciplinary,	student-directed,	place-
based	education	and	draws	from	indigenous	intellectual	authority,	and	Humanities,	Arts,	
Natural	Sciences,	Social	Sciences,	and	outdoor	studies.	

• Better	financial	analysis	and	disaggregated	accounting	of	institutional	support	spending	
across	the	system,	including	Statewide.	(differentiated	from	instructional	spending,	
academic	support,	student	services	and	student	aid).		Student	services	and	student	aid	took	
almost	20%,	each,	in	cuts	in	the	period	from	2013-2018. 	

• Collect	data	from	representative	samples	of	students	across	the	system	–	what	they	want	
and	what	they	need	–	not	imposing	our	view	as	the	only	one	that	matters	

o In	a	careful	good,	systematic	way	–	not	just	the	student	government	leaders,	but	a	
true	cross-section	done	in	way	consistent	with	scientific	practices	

o Example	of	a	survey	planned	on	barriers	to	student	success	
• The	importance	of	maintaining	traditional	disciplines	as	well	as	interdisciplinary	domains	

o Interdisciplinary	minors	can	serve	students	to	be	exposed	to	a	broader	cultural	
context	

• Use	the	current	structure	to	make	the	budget	cuts	as	needed	–	take	the	one	university	off	
the	table	–	decouple	it	from	the	three-year	budget	time	frame	

o Remove	the	pressure	cooker	on	the	structure	discussions	
• There	is	need	for	a	clear	sense	of	the	process	and	where	the	leadership	will	come	from	

o A	view	of	a	bottom-up	process,	plus	a	collaborative	process	through	the	Chancellors	
o An	issue	about	buy	in	when	change	comes	from	the	top	
o A	need	to	use	the	wisdom	in	the	university	so	that	the	strategic	plan	can	be	built	

together	
• There	is	discussion	on	distance	education,	which	needs	academic	oversight	in	disciplinary	

areas	
o Right	now	anyone	can	offer	any	course	anywhere	in	the	system,	without	oversight,	
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smaller	program.	So,	we	definitely	need	to	slow	the	process	down	to	make	sure	makor	
mistakes	are	not	made.	

o This	may	be	useful	when	there	are	duplicate	and	“random”	offerings	of	online	
classes,	but	when	there	are	integrated	departments	and	programs,	this	would	be	
disastrous.		The	problem	is	lack	of	coordination. 		

o Regarding	oversight	and	distance	-	I	don’t	disagree	with	the	comments,	but	
some	programs	do	have	coordination	of	distance	classes.	

• We	need	to	get	a	better	sense	of	the	process	of	how	these	decisions	will	be	made	in	a	
way	that	takes	advantages	of	the	wisdom	embodied	in	the	universities	and	our	
communities.	

• Add	the	glide	path	plan	to	the	notes	document 	
	
Phase	5a:		Potential	Consensus	Recommendations	

• ="+%*+%$%&



 20 

	
	
Concluding	Comments:	
• A	recommendation	to	socialize	the	glide	path	document	more	broadly	
• The	Board	does	feel	a	sense	of	urgency	
• Appreciation	for	the	work	to	give	real	thought	and	consideration	of	real	action	
• This	is	a	journey	to	reimagine	the	university	
• These	views	will	be	taken	into	account	
• There	are	both	long-term	and	short	term	fiscal	challenges	
• There	will	be	challenges	with	small	and	large	programs	
• There	will	be	issues	of	services	that	are	and	are	not	centralized	
• The	engagement	of	all	groups	is	gratifying	
• Use	this	as	springboard	to	facilitate	cross-governance,	and	cross-departmental	conversation	
• This	is	an	experiment	in	technology	and	appreciate	the	efforts	of	all	with	this	
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Appendix:	
	
Overall	Session	Overview:
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• Maintains and continues to foster stronger connections between institutions of 
higher learning and communities across the state. 

• Provides Alaskans with options. 
• Leverages existing and significant investments in branding and marketing. 
• Promotes higher rates of giving, because donors are more likely to give to their 

local university than to a university system. 
• Promotes alumni support, because alumni are more likely to stay engaged with 

the institution they know and love, rather than with a university system. 

!++'0&:3".0"607."#&;/-<7"

• Chancellors work together to surgically reduce costs at each university and to find 
natural consolidations that generate cost savings without added administration and with 
the least reduction in enrollment. 

• Consolidations are economically driven and a collaborative process among 
the chancellors at all three universities. 

o Historically, it is such consolidations, rather than consolidations 
imposed by the president, that have succeeded in saving money and 
maintaining student access. 

o By	contrast,	enrollment	in	education	programs	across	the	state	
is	down	30%	(268	students)	from	a	year	ago	this	week,	in	the	
wake	of	the	top-down	elimination	of	UAA’s	School	of	Education	
and	consolidation	into	UAF’s	School	of	Education. 

o 
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• 
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Currently each university is required (without a service agreement) to use tuition and research 
dollars to support a large statewide administrative unit with expenditures exceeding $55M. 

 
With changes in university policy or structure the Consortium Model could realize the following 

objectives, generating additional cost savings: 

• Continued reduction of systemwide costs and additional exploration of cost 
sharing alternatives through Lead University and Consortium approaches. 

• Increase of tuition at UAF (and possibly elsewhere) to match tuition rates 
at peer institutions 

• Increase in donations and separate endowments through regional partnerships 
as each university is permitted to manage its own foundation account. 

Faculty strongly support this approach over the president’s One University Model, recognizing 
the significant threats his model poses to accreditation, student-facing services, and 
innovation. 
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Additional	document	that	is	relevant:	
	

 
 

An Assessment of 
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August 23, 2019 

The August 13 Compact signed by Governor Dunleavy and Board of Regents Chair John Davies 
provided relief from the worst-case scenario of cuts and gave UA a “glide path” to manage 
declining state support. In response to the July 30 motion passed by the Board of Regents, 
President Johnsen charged the Statewide Committee on Arts, Humanities, and Natural and Social 
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The University of Alaska is no longer facing a cut of $135M. Still, we must address the prospect 
of a $25M reduction in state funds this year with the prospect of an additional $45M reduction in 
funds the following two years. A $70M cut over three years necessitates the serious 
consideration of structural changes to the university system across the state. 
  
Given the gravity of the changes that must be considered, and the potential for harm, we should 
allow time for evidence-based decision making and a well-informed and considered approach to 
all options. 
  
Hasty decisions could result in: 
  

● Loss of accreditation for individual programs or for the university 
● Negative impacts to students if programs are eliminated or consolidated 
● Significant declines in enrollment 
● Loss of highly qualified faculty and staff 
● Unnecessary cuts to programs and offerings 
● Loss of trust and relevance with our local communities and environments1 

  
Because the $70M reduction will be spread out over three years, we have time to make structural 
changes in a thoughtful, well-informed way. We have been given a “glide path;” we should use 
it. 
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In order to make an evidence-based decision about university structure, the single accreditation 
plan needs to be subject to a process of development and evaluation that involves a comparison 
with alternative models of restructuring. This will ensure the greatest benefits to students across 
Alaska while being cognizant of financial realities.  

 
Notably, the recent attempt at a merger of public two-year colleges in the State of Connecticut 
provides an important warning. Even after considerable cost-benefit analysis and planning, the 
application for accreditation for this complex merger of multiple institutions was rejected by the 
accrediting commission because the plan failed to “ensure minimal disruption to students” and 
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In July, the chancellors and president put forward budgets for a collective $135M in across the 
board cuts to their respective units. These budget proposals can serve as the starting point for 
developing a plan with faculty and staff governance to meet the $25M shortfall this year as well 
as the reductions anticipated in the next two years. Collectively, the budget proposals submitted 
to the board in July cut $50M in administration. This suggests that between the three universities 
and the statewide administration, cuts could be sustained during FY20 that for the most part do 
not directly impact academic programs. This approach is the most prudent option to provide 
minimal disruption to students.  

 
During AY20, each administrative unit, in collaboration with its faculty, staff, and students, 
should develop a budget plan to respond to these cuts during the next three years. The first year 
(FY20) should avoid cuts to academic programs. The second (FY21) and third year (FY22) 
should seek to avoid disrupting students' academic programs as much as possible through the 
implementation of mutually advantageous collaborations, partnerships, and consolidations of 
programs across the system.  Such an approach may emphasize the great advantages of 
maintaining separate university accreditations.  

 
Should the Board of Regents eventually decide in favor of a plan of single accreditation, 
consolidations that are implemented by the separate MAUs will make the transition to a single 
university less disruptive to students.  Consolidations also will pose less of a threat to university 
accreditation.  
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We recommend that during the AY20, alternative restructuring plans are developed, including a 
comprehensive cost-benefit analysis of each alternative and a detailed account of how each 
model satisfies common criteria for evaluating each alternative.  

 
We recommend that the foundational criteria for evaluating these plans should be student access 
and excellence in teaching, research, and public service. The plans developed presumably would 
include the “New UA” single accreditation plan and the three-university consortium model but 
other plans may be developed and evaluated during this time.   

 
Plans originating from academic programs expressing mutual desire for restructuring should be 
encouraged, incentivized and given preference.   

 
During AY21, a process of evaluation of these alternative plans should take place, utilizing the 
criteria developed during AY20. This process of evaluation should end with a decision by the 
board regarding the implementation of one of these plans. To best protect the integrity of the UA 
system, accreditation review at UAF should proceed without including substantive change for 
consolidation to a singly accredited institution. Note the outcome of the Connecticut single 
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During AY22, the implementation of the selected plan may begin. If this involves a move 
towards single accreditation it is during this year that applications for the substantive change 
process might begin.  
"
"
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