University Council
Eastern Oregon University

Meeting Minutes

March 20, 2009

Opening:

The regular meeting of the University Council was called to order at 9:05 am on March 20, 2009 in Inlow Hall 201 by Kathryn Shorts, Council Recorder.

Members Present:  Dan Mielke, Thacher Carter, Marilyn Levine, Chrystine Brown, Vivian Petersen, Kathryn Shorts, Liz Burton, Anna Maria Dill, Steve Clements and Joe Corsini
Members Absent:  Katy Barnett, Greg Monahan (Faculty Senate Rep), Janet Jessup, Charles Martin,
Guests and Observers:  Carolyn Prescott, Financial Aid Committee
Approval of Minutes:  Minutes from the March 6, 2009 meeting will be emailed to the members of the Council next week. 

Agenda Items: 
Announcements:

The Classified Staff will have an open forum on Wednesday, March 25 at 2:00pm in Ackerman.  The University Council is hosting the event in order for the Classified Staff to have an opportunity to give input and make recommendations on the Budget Reduction process.
Committee Reports: 

Diversity Committee: Karen Clay Co-Chair of the committee asked Chrystine Brown to announce that the item the committee wanted to report on has changed and they do not have an update on this time. The Council will invite the Diversity Committee to the April 17, 2009 meeting.
Financial Aid Committee: Carolyn Prescott handed out Financial Aid Committee meeting minutes dated 03/13/2009.  The committee also brought forward a motion to change the duties of the committee in regards to the scholarships. Marilyn Levine made the motion to accept this amendment to the constitution.  Anna Maria seconded the motion.  Dan Mielke asked if the committee reviews other scholarships.  Carolyn stated that all other scholarships are funded by a matrix such as based on need, or a department faculty such as a theater department scholarship.  The vote passed unanimously. 
Carolyn noted that Shari Carpenter, Business Faculty stepped down from the committee. Kathryn Shorts will contact the college to request a replacement. 
Budget and Planning Committee – The committee did not have any members attend. The Council will invite the Budget and Planning Committee to the April 17, 2009 meeting.
Old Business:  

New Business:

· Discussion on the Budget Reduction Process – Timeline

Steve Clements, Joe Corsini and Kathryn Shorts met this week to come up with a schedule for meeting the Budget Reduction timeline.  Steve sent out an email to the campus for general campus input.  All recommendations need to be sent to Steve or Kathryn by March 31, 2009.  Steve will then forward all input received to the Council members for discussion at the next meeting on April 3, 2009.  After the Council has vetted the information we will need a Council member to compile the information over the weekend to meet the deadline on April 6, 2009. 

Steve asked all members of the Council to communicate with their constituencies in regards to this process and give them the opportunity to participate in this process. Marilyn noted that if the University does sustain large cuts how will those cuts affect shared governance. The Council will need to be to asses the affect cuts will have on organizational structure and shared governance.
Liz Burton feels that the Regional Centers do not have a direct line of communication with the flattening on DDE.  Although they are in located within advising, there are times that actions are being taken without getting buy in from the Regional Centers.  Then once the announcement of the changes happens it is too late to give the input. Sometimes the decisions being made are not in the best interest of the University not because of intent but because of lack of information.  Marilyn Levine suggested that the Regional Centers use the new list serv for Arts and Sciences Online and Onsite Faculty and Advisors.  This listserv does represent all the employees at a distance. 
Dan Mielke stated the Faculty Senate met and came up with a list of budgetary resolutions.  When it was finished none of the resolutions had any budgetary impact. The only way to affect the budget is to have decisions made as to what department or position isn’t necessary anymore. According to Dan, the faculty has a possible salary reduction scenario that as you inload the online classes into the on campus faculty it reduces the overload costs but does not reduce revenue. Liz stated that online courses are a product that generates revenue. Who is responsible for assessing the impact of changing the faculty for online courses and the quality of instruction?  What happens if it is the load that determines who teaches a certain section not student preferences and proven success with online course work.  Steve asked Liz to write something to this concern and we will include it in the recommendations to the Cabinet. 
The Council agreed that in making decisions the University should be relying on its Strategic Plan. It needs to be used as a guide but the Administration also needs to remember that the ideas put in the plan are ideas to move forward from where we are now when we had the fiscal means for new initiatives and programs. If these initiatives are vital to the progress of the University then funds need to be reallocated to support those programs. Marilyn Levine wanted to make sure everyone understands that the first pressure we have is not the budgetary issues but accreditation.  We have to be responsible to students and not let them down during a budget crisis.  We have to increase the quality of education.  Dan agreed that accreditation recommendations and strategic plan need to be reviewed together because we need a fix to the Library for compliance with accreditation but the library is not a priority on the strategic plan.  The Council agreed that the University will need to position ourselves after these cuts so that when things improve we can move forward following the strategic plan.
Another recommendation by the Council is to look at revenue. We must have a solid viable on campus program and there is no way we can turn our back on the online and regionals. Retention efforts also in time create revenue.  All of the First Year Experience efforts need to be maintained to help retention.   

Steve Clements mentioned the College of Business is working on reopening the certificated programs for all the laid off workers in the regional that have federal dollars for retraining.   We as an institution have to come forward with these items to gain enrollment. Anna Maria agrees that serving these workers supports our mission in providing higher education to the region. 

Liz Burton added to the list that the University needs to have qualitative analysis of services provided to the campus.  Her example of this is the IT department and how vital the service is they provide to the online program.  This is the time to look at quality not just an across the board cuts.  Steve added that these qualitative evaluations are very helpful but we do not have anything is place at this time. Liz added that making decisions with data that doesn’t have qualitative assessment only allows for the same poor decisions to be made again. Liz is going to write up these concerns for the Council to add to the list of recommendations. 

Dan Mielke asked Liz Burton if things were better when the Distance Education Division still existed.  Liz supports the integration but the problem with the implementation of the integration is that it is invisible for anyone but the frontline and end users to know. Liz stated that we have never been good about collecting information at Eastern and when we do we never test it to see if it is good data.  We might have more graphs and more numbers but the quality of the information has not improved and the way it is assessed and presented is completely invisible to those who give the information and the outcomes are always surprising to us. 
All of the items discussed today will be included in a list of bullets for the Council to review at the next meeting.  After the Council is done vetting the list it will be posted to the Councils’ webpage for access. It is expected that once the draft plan is released by the Cabinet then the campus will have a lot more to talk about and can take action on information.  More special meetings may be called at this time.  Liz stated that the Council needs to remind people of the dates on the flow chart to be aware of the times for input.

10:04 am Meeting was adjourned

Minutes submitted by Kathryn Shorts, University Council Recorder
Next Meeting April 3, 2009 2:00 in Inlow 201

University Council Recommendations for Budget Reductions (Draft unedited items)
· Strategic Plan: The University Council strongly urges the Cabinet to relying on the Strategic Plan when making Budget Reductions with the acknowledgement that the ideas put in the plan were to move forward from where we are now when we had the fiscal means for new initiatives and programs. If these initiatives are vital to the progress of the University then funds need to be reallocated to support those programs even during the current fiscal crisis. The University will need to position itself after these cuts so that when things improve we can move forward following the strategic plan.
· Accreditation Report: The University Council acknowledges the extreme importance our current Accreditation status. The accreditation recommendations and strategic plan must be reviewed together. i.e. Library Facilities
· Revenue: The University Council reminds the Cabinet that all programs involved with retaining students generates revenue over time. All First Year Experience programs must remain in order to continue retention efforts.  
· Reallocation: The University Council acknowledges that during times of financial crisis reallocation of funds is necessary …
· Shared Governance and Organizations structures: The University Council requests that 
· Implementation of Certificate Programs: The University Council supports to efforts by the Administration and Colleges to reopen the Certificate Programs to for the displaced workers in Union County receiving Federal retraining dollars.  This opportunity for enrollment growth cannot go unanswered.
· Inload of online courses: The University Council is concerned about the process of inloading online courses into faculty load. Though this is potential savings to the University the impact of changing the faculty for online courses because of load and not proven success with online teaching could negatively impact enrollment. Online courses generate revenue…
· Qualitative Analysis: Concern that data used is only fiscal and related to positions instead of quality of service: (See below description from Liz Burton) 
Budgeting Considerations 2009-2011:  Interdepartmental Services

The University Council supports informed budgeting that incorporates interdepartmental communication, cooperation, and assessment, and demonstrates department-wide input from within each unit.   In each budget proposal, we recommend that unit leaders note the information sources used in their decision-making.
Budget reduction proposals for units serving multiple campus constituencies should incorporate data from key stakeholders as in the following examples:

· Information Technology would cite input from departments serving online students

· The Learning Center would cite input from Admissions and the Academic & Career Advising Center

Potential revenue loss from service reduction should be addressed, as well as projected savings.  Data-supported projections should address possible adverse effects on recruitment, enrollment, and retention, and should cite the information sources accessed in the budgeting process.

We believe that the above suggestions demonstrate the shared governance model adopted by the University, and will result in stronger and more unified support of the final budgeting decisions.   
















