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Strategic Pathways

How do we meet Alaska’s needs for
higher education with fewer
resources from the state?
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Overview / Goals /
Strategic Pathways
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Overview / Goals / Strategic Pathways
Since FY15, our funding from the State of Alaska, our single largest funding source, has been
cut from $375M to $325M (14%). This has resulted in the loss of over 900 faculty and staff
positions and the review of 50 programs for elimination or suspension. For the coming year,
FY18, the Regents have asked the state for $341M and the Governor has included $325M in
his budget request. In light of the state’s severe fiscal condition, legislative support for our
budget is mixed, with some key finance committee leaders suggesting that we be prepared
for another three years of reductions. FY18: $17M (5%); FY19: $12M (4%); FY20: $9M (3%).
At the same time our budgets are being cut, the state needs UA leadership, in these
challenging times more than ever, to build Alaska’s future through stepped up:
• education of the state’s workforce,
• research into topics of relevance and importance to Alaska,
• economic development and diversification based on university intellectual property,
• strength—in conjunction with employers, community organizations, and K-12—a culture
of education that will sustain our efforts in education, research, and economic
development

The Board of Regents has taken bold strides toward addressing this challenge. It approved
Strategic Pathways as the process for making decisions about how to more effectively
organize UA programs and responsibilities in order to step up performance with fewer state
resources. And it reallocated $25M of the FY16 budget to high priority programs in support
of our goals.
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Overview / Goals / Strategic Pathways
Goals

Measures

Wider access to
higher education for
all Alaskans

• Increase Alaskans going directly from high school to college from 47% to 63% (1.3X
increase)
• Increase participation rates of Pell Grant eligible students
• Working with K-12, increase number of Alaskans who are college / work ready

UA research focused
on issues of high state
need

• Continue to rank #1 globally in Arctic research and expand in biomedical and
social/economic research
• Increase engagement with state agencies and communities on Alaskan problems
• Increase research expenditures by 100% by 2025

Alaskans prepared for
Alaska’s jobs

• Increase Alaskans hired into teacher vacancies from 30% to 90% by 2025 (3X increase)
• Increase graduates in STEM fields from 38/1,000 to 59/1,000 by 2025 (1.5X increase)
• Increase graduates in health occupations from 36/1,000 to 45/1,000 by 2025 (1.25X
increase)

A more diversified
knowledge economy
in Alaska

• Increase “New Economy” score from 56 to 64 by focusing on inventor patents, health IT,
export business development, and industry investment in UA research and development by
2025
• Create at least one research park / business incubator, in partnership with the private sector
• Increase corporate use of Alaska’s Education Tax Credit program

A strong education
pipeline, from K-12 to
the workforce

• Increase from 37% to 65% Alaskans with post-secondary education leading to a degree or
certificate by 2025 (1.75X increase)
• Increase the number of K-12 students participating in concurrent enrollment programs

Sustainable revenues

• Increase revenues in order to fund investments in areas of strategic importance and
opportunity
• Diversify revenue sources so we are less reliant on the State; gradually reduce State
appropriation per student to 1.3X of the national average
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• Bring tuition levels up to WICHE median by 2025

Strategic Pathways
Why?
The purpose of the University of Alaska is to serve the wide variety of higher education needs in
our state
• the need to provide access to educational opportunity for all our people
• Higher education attainment is strongly correlated with income, health, civic
participation, success
• Yet our enrollment is on the decline, in terms of our state’s population, by 32% since
1980, from 6.3% to 4.3%; and from 2011, it’s down 17%
• the need to develop a highly skilled workforce for the jobs of today and those for the future
• Our economy needs 65% by 2025 with some higher education; Alaska is at 37%
• We hire 70% of our new K-12 teachers each year from outside Alaska
• the need to understand changes in our environment and how to mitigate the negative
effects and take advantage of opportunities
• We lead the world in research on the Arctic; we must continue our leadership
• Every dollar invested in research at UA returns $4.10 in external funds to Alaska
• the need to diversify Alaska’s economy
• Our economy has for too long been dependent on just a few sectors, with one in
particular playing a dominant role, and it is in decline; what will take its place?
• Alaska ranks near the bottom of the states in terms of our new economy
Because it takes a great university to create a great state.
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Strategic Pathways
Why?
The Strategic Pathways process is based on a few basic observations:
• each of our universities has unique strengths in meeting the state’s needs; we must build on
those strengths
• our campuses cannot be everything to everyone; we must focus on priorities
• our cost structures are high, our administration too large; we must streamline our
bureaucracies

In the face of two imperatives—the need to strengthen programs and services, and to do so with
fewer state resources—we will review our major academic programs and administrative services
for how we can create a more sustainable university with more diverse revenue sources, a leaner
university in which we reallocate resources
from programs and services that are:
• not core to each university’s strengths in meeting state needs
• challenged by low enrollment, high cost, or insufficient faculty resources
• redundant with programs at our other universities
to programs and services that are:
• based on each university’s distinctive strengths
• enhanced through technology, collaboration, and consolidation
• focused on wide access to cost effective, high quality programs
Now more than ever, we have the opportunity to lead our state forward through higher
education and this is our chance to help build a great university and, as a result, a great state.
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Overview / Goals / Strategic Pathways
The Board of Regents approved the Strategic Pathways process in January 2016. The process
evaluates how we should organize the university to better meet the state’s needs for higher
education with fewer financial resources.
Strategic Pathways is:
• Inclusive
160 individual faculty, staff, students, and community members from across the state
participated on Phase 1 and 2 review teams (18 participated on more than one team for a total
of 179 team members)
• Transparent
All reports, options, and decisions are public
• Responsive
Literally thousands of inputs from governance, staff, students, and community members have
been considered, with substantial effect on decisions and process improvements
• Effective
In Phase 1, decisions were made to reduce 20 academic & administrative units to 14
• Learning and Improving
From our experience in Phase 1, we have introduced the following improvements:
1. Instead of large campus-wide forums, we are holding individual forums for each area under
review at each university. We will repeat this process in the coming two months.
2. While the Pros and Cons for each option are sufficient in many cases for decision-making, not
in all cases. So we have issued an RFI for cost benefit analysis.
3. Though our Governance organizations have all had representatives on the teams and access
to all the reports, we have invited formal Governance input on all the options.
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Overview / Goals / Strategic Pathways
Strategic Pathways IS NOT a process of revelation; rather, it is one of discovery. Our criteria for
review, from the start of the process through to now, are as follows:
1. Cost effectiveness, an important but not the sole factor
2. Quality of the academic program or administrative service
3. Access to the benefits of the program/service to students, faculty, staff, and community
4. Community Impact on the local, regional, statewide, and even broader communities we
serve
5. Fiscal sustainability, over the long term
Decisions have been made either by management or the Board of Regents in all seven areas
reviewed in Phase 1. Implementation is in planning or under way in seven areas:
Engineering, Teacher Education, Management, Information Technology, Athletics,
Research Administration, Procurement
Our Phase 2 teams issued their reports in mid-January. These have been and will continue to be
reviewed by the Summit Team, and are being discussed with affected stakeholders prior to
recommendations to the Board in June:
Community Campuses, E-Learning, Fisheries, Health, Human Resources, Student Affairs,
Institutional Research, University Relations
Our Phase 3 teams met for the first time in late January:
Arts and Humanities, Facilities, Finance, Land Management, Mine Training,
Risk Management, Social Sciences, Natural Sciences

9

10

Strategic Pathways
Rev: Spring 2017
How do we optimize our statewide system to achieve our goals for higher education in Alaska?
“The University of Alaska inspires learning, and advances and disseminates knowledge through teaching, research,
and public service, emphasizing the North and its diverse peoples." (Regents' Policy 01.01.01)

OUR MISSION

OBJECTIVE

Maximize value to Alaska through excellent, accessible, and cost effective higher education funded by diverse and
growing revenue sources

CORE PRINCIPLES

Focus, Access, Diversity, Excellence, Consistency, Fiscal Sustainability

STRATEGY

Prepare, Restructure, Implement, Refine
UA ANCHORAGE
Comprehensive metropolitan
university in Alaska’s economic hub

UA FAIRBANKS
Research university renowned for
leadership in Arctic and the North

Social and economic sciences, health

Arctic, physical, and natural science;
engineering, applied energy

WHO WE ARE

Research

CAMPUS LEAD
FOR THE
STATE*

Teaching

Outreach

COURSES / PROGRAMS
AVAILABLE ACROSS THE
UNIVERSITY SYSTEM

•
•
•
•
•
•

Health professions**
Social and economic sciences**
Business and public policy
Engineering
Logistics
Project Management

• Physical, natural, and related
sciences**
• Arctic / Northern Studies
• Management
• Engineering
• Rural development / tribal mgmt
• Doctoral education
• Mine training**
• Fisheries**

UA SOUTHEAST
Comprehensive university focused on
e-Learning & interdisciplinary studies
Interdisciplinary / environmental

• Marine Biology/fisheries
(undergraduate)**
• Teacher education
• Marine trades
• Mine training**
• Interdisciplinary degrees/ degree
completion

• Aligned with Research and Teaching Focus
•
•
•
•
•

Common General Education Requirements
Liberal Arts and Humanities**
Nursing**
Distance Education**
Career and Technical Education (Community
Campuses)**

•
•
•
•
•
•

Alaska Native Studies
Teacher Education
Management
Wide choice of non-major courses
Dual credit with K-12
Developmental Education

* To the extent areas of research, teaching, and outreach at campuses other than the “lead” campus may be high quality, cost effective, and core to
mission, they may continue to be supported.
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** Under review Winter 2016 / Spring 2017.

Strategic Pathways Phase 1
Focus Area

Decision

Status

Research
Administration

1. Policy leadership at UAF, with service centers at UAA and UAS focused on grants and contracts
management

Implementation
plan being
finalized

Engineering

1.
2.

In implementation

3.
4.

Implement collaborative model with current administrative structure
Require common course numbering/descriptions, a common curriculum committee, joint
advisory board, and course sharing to gain economies of scale (e.g., increasing student:faculty
ratio) for FY18
Report annually to VPAAR on progress
Revisit in 5 years

Teacher Education 1. Assign UAS administrative leadership with provision for place committed faculty and students at
UAA and UAF.
2. Steering Committee in place; first meeting 2/24/17
3. First meeting with NWCCU 2/27/17

In planning,
subject to
accreditation

Management /
Business

Implement 2 deans over 2 schools (UAA and UAF) with programs delivered from faculty at 3
universities
UAS to eliminate “School,” fold programs into School of Arts and Sciences
UAA to report in June 2017 on ending MPA program and starting MPP program

In implementation

Fundraising plan
to be developed

2.

Due to NCAA refusal to consider UA request for waiver of 10 team rule, in order to avoid risk of
violation and sanctions, maintain current number of teams at each campus (13 at UAA, 10 at
UAF). Note recent “intent” in House Finance.
Increase private funding support so on par with private (i.e, tuition) share of academic expense

Procurement

1.
2.
3.
4.

Policy leadership at SW, CPO at UAF, service center at UAA
Long term goal of 20% savings through bulk purchasing and other means
Implement lean process improvement and seek economies of scale
Revisit in 3 years

In implementation

Information
Technology

1.

Reduce embedded IT personnel in operating units (w/partial exception of those on restricted
funds)
Establish IT governance council, chaired by UA CITO, w/ charter approved by UA President &
mandate to prioritize services & reduce unrestricted cost 20% from FY17 to FY18
Implement lean process improvement and seek economies of scale, outsourcing, and cloud
services
Review in 1 year

In implementation

1.
2.
3.

Intercollegiate
Athletics

1.

2.
3.
4.
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Strategic Pathways Phase 2
Phase 2 Review Areas
1.

e-Learning

2.

Fisheries

3.

4.

Community Campuses
13
Health

5.

Human Resources

6.

University Relations

7.

Student Services

8.

Institutional Research

http://www.alaska.edu/pathways/phase-2/
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Strategic Pathways Phase 2
Focus Area

Charge and Scope

Long Term Goals

Community
Campuses

Charge: Develop and review options for organizational restructuring
to include but not limited to consolidation under a single
administration and increased integration with regional universities
that support increased enrollment and student attainment in high
demand vocational fields, lower tuition rates, exclusive
responsibility for developmental education, and other means TBD.
Scope: Administration of community campuses (incl. OEC,
Certificate, Associates programs).

Meet 90% of
projected labor
market demand in CTE
by 2025. Increase
access to the
university, decrease
unnecessary
duplication, and
increase efficiency.

E-Learning

Charge: Develop and review options for organizational restructuring
including but not limited to further decentralization, consolidation
at one campus, or consolidation at SW of functions that support
significant enrollment growth and student attainment through
outsourcing, automation, intercampus collaboration, process
standardization, and other means TBD.

Increase access to the
university, decrease
unnecessary
duplication, and
increase efficiency.

Fisheries

Charge: Develop and review options for organizational restructuring
that strengthen fisheries programs at the undergraduate, associate
and certificate levels.
Scope: Undergraduate, associate and certificate fisheries programs.

Meet 90% of
projected labor
market demand by
2025.

Health

Charge: Develop and review options for organizational restructuring
that strengthen workforce development for nursing and allied
health professions in high demand.
Scope: Nursing and allied health.

Meet 90% of
projected labor
market demand by
2025.
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Strategic Pathways Phase 2
Focus Area

Charge and Scope

Long Term Goals

Human
Resources

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration,
process standardization, and other means TBD.
Scope: All of HR across the system.

Reduce operating
costs.
Align with UA
priorities.

Institutional Charge: Develop and review options for organizational restructuring including
Research
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration, data
and process standardization, and other means.
Scope: All of IR across the system.

Reduce operating
costs.
Align with UA
priorities.

Student
Services

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support significant enrollment growth and
student attainment through outsourcing, automation, intercampus
collaboration, process standardization, and other means TBD.
Scope: All functions related to recruiting and retention, financial aid, and the
registrar across the system.

Reduce operating
costs.
Align with UA
priorities.

University
Relations

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration,
process standardization, and other means TBD.
Scope: Public affairs, marketing and communications across the system.

Reduce operating
costs.
Align with UA
priorities.
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Strategic Pathways Phase 2
Timeline
Design process, solicit team members, and select teams (Sept.)
Meeting 1 (Oct. 4 & 6)
Review charge, scope and goals of the team
Discuss interests, standards, benchmarks
Generate options, outline pros/cons
Update community
Meeting 2 (Nov. 7-8*)
Discuss pros/cons of options from Meeting 1
Evaluate options in relation to interests and standards
Identify most viable options for presentation to Summit Team
Update community
 Teams present to UA President and Summit Team (Jan. 18)
 UA President engages public/UA stakeholder groups for feedback
UA President presents options to the Board of Regents (March 2)
UA President engages public/UA stakeholder groups for feedback
Board of Regents decisions (June)
(*Nov. 8 meeting postponed due to flight cancellations.)
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Strategic Pathways Phase 2
Focus
Charge and Scope
Area
E-Learning Charge: Develop and review options for
organizational restructuring including but not
limited to further decentralization,
consolidation at one campus, or consolidation
at SW of functions that support significant
enrollment growth and student attainment
through outsourcing, automation,
intercampus collaboration, process
standardization, and other means TBD.

Long Term
Goals
Increase access
to the
university,
decrease
unnecessary
duplication,
and increase
efficiency.
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Strategic Pathways Phase 2
e-Learning
Options:
1. Cooperative
Decentralization

2. Complete
Outsourcing to
Vendor

3. Consolidate Support
Services at One University

4. Centralization at
UA Statewide

5. e-Learning InterUniversity
Consortium

Pros

Builds on recent
growth; easiest
to scale;
maintains local
support for
faculty and
students

Aggressive out of
state marketing;
standardized student
services; potential
short term savings

Statewide marketing;
supports strategic
enrollment management;
decreases duplication;
streamlines vendor
management

Statewide (SW)
marketing;
supports strategic
enrollment
management;
decreases
duplication;
streamlines vendor
management

Formalized intent to
increase quality;
capitalize on
institutional strength;
promotes shared
strategies for
enrollment
management

Cons

Fewer
opportunities for
economy of
scale; most
duplication and
least
standardization

Vendor offers
programs, not
courses; work and
revenue sent out of
state; limits UA
course development
and delivery

Disruptive; expensive to
implement; geographical
separation of staff and
academic units

Inconsistent with
SW mission;
disruptive
transition; most
expensive to
implement

Requires more
staffing; may create a
red-tape effect

Initial Thoughts: Build on Option 1, capture benefits of Option 5 through creation of UA eLearning Council chaired by VPAAR or designee, and explore Option 2 for small number of pilot
programs with high market potential outside Alaska, due to specific Alaska niche.
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Strategic Pathways Phase 2
Focus
Charge and Scope
Area
Fisheries Charge: Develop and review options for
organizational restructuring that strengthen
fisheries programs at the undergraduate,
associate and certificate levels.
Scope: Undergraduate, associate and
certificate fisheries programs.

Long Term
Goals
Meet 90% of
projected labor
market demand
by 2025.
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Strategic Pathways Phase 2
Fisheries

Options:
1.One Fisheries Baccalaureate
Degree at UAF
(Status Quo)

2.Strengthening UAF/UAS
Fisheries existing program
structures

3.Jointly Offered Programs
with Stronger Integration
btwn UAF & UAS

4.Jointly Offered Programs
with Stronger Integration
btwn UAF, UAS, & UAA

Pros

Least cost and undisruptive;
maintain connection between
graduate and undergraduate
program; no required
duplication of content

Minimal upfront costs;
potential to increase student
recruitment, retention,
engagement, graduation, and
job placement

Increased collaboration;
efficiency for student to navigate
between programs (AS and
BS/BA); enhanced sustainability
and stability

Increased collaboration; improve
access for students in
Anchorage/Juneau; potential to
develop partnerships in
Anchorage area

Cons

Will not meet charge

May not meet charge and goal

Difficult to coordinate course
offerings & program assessment;
challenges in recruiting new
students to enroll; investment
need

Large upfront costs; duplication
of program content at UAA and
UAS; difficult to coordinate
course offerings & program
assessment

5.One Fisheries Program administered
from either
UAF or UAS

6.One Consolidated Fisheries Program
administered at UAF

7.One Consolidated Fisheries Program
administered at UAA

Pros

Increased capacity to deliver Fisheries
related programs; access for locals;
students able to migrate between
certificates and degrees (AAS, BS, BA)

Most necessary programs and degrees
already established

Increased access for residents; Expanded
access to State and Federal internship
programs

Cons

Substantial transition time to develop
programs; degrees would require
reaccreditation at campus; eliminate
established programs at UAF

Need to re-create UAS-Sitka associate &
certificate programs; need to develop AS
degree

Increased confusion (UAA has never had a
Fisheries program); most faculty and
students are at UAF; disruptive, expensive
and time consuming

Initial Thoughts: Option 3, as it builds on current strong collaboration toward growth in enrollments and goal
attainment.
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Strategic Pathways Phase 2
Focus Area

Charge and Scope

Long Term
Goals
Community Charge: Develop and review options for
Meet 90% of
Campuses organizational restructuring to include but projected labor
not limited to consolidation under a single market demand
administration and increased integration
in CTE by 2025.
with regional universities that support
Increase access
increased enrollment and student
to the
attainment in high demand vocational
university,
fields, lower tuition rates, exclusive
decrease
responsibility for developmental education, unnecessary
and other means TBD.
duplication,
Scope: Administration of community
and increase
campuses (incl. OEC, Certificate, Associates efficiency.
programs).
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Strategic Pathways Phase 2
Community Campuses
Options:
1.Consolidation Under a Single
New Stand-Alone Administration

2.Consolidation Under a Single
Administration in an Existing University

3.Increased Integration with
Regional Universities

Pros

One major administrative unit;
quicker degree program
development and implementation;
consistent processes & procedures

One University focused on CTE; Statewide
collaboration; increased matriculation at
lead university; reduced competition
among community campuses

Increased collaboration and efficient
use of resources; senior
administrative reductions; focus on
regional universities

Cons

Highly disruptive; 3-5 year
implementation timeline; increases
competition for enrollment and
tuition revenue

Highly disruptive; 3-5 year
implementation timeline; increases
competition for enrollment and tuition
revenue; gaps in program offerings

Loss of connection with community;
fewer local course offerings;
potential need to hire more support
staff at regional university

4.Community Campuses Become
Learning Centers
Pros

Cons

Community facilities could be
utilized – reduced infrastructure
costs; require innovation to meet
community needs; drive prioritized
collaboration

Loss of federal funding; extensive
cost benefit analysis required;
reduction
of access to local course
Options
continued…
offerings and student support

5.Create Community Campus
Partnerships to Establish Tribal Colleges

6.Enhanced Collaboration and
Alignment Among Community
Campuses Across UA System

Expand partnerships with AK Native
institutions; access federal and partner
funding; enhances K-12 pathway;
enhances cultural relevancy and
Indigenous knowledge

Short timeline; coordinated
curriculum; maximize student
recruitment and retention; increased
access to specialized programs
statewide

Long term process; accreditation issues;
possibility of increased competition with
UA; unknown if community infrastructure
would support student enrollment
numbers

Getting buy-in; determining
equitable resource distribution;
distribution of authority for
implementation

Initial Thoughts: Task CC Directors to develop a plan that captures the advantages of Option 3 and
Option 6, and explore Option 4 and/or Option 5 at selected locations.
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Strategic Pathways Phase 2
Focus
Area
Health

Charge and Scope
Charge: Develop and review options for
organizational restructuring that strengthen
workforce development for nursing and allied
health professions in high demand.
Scope: Nursing and allied health.

Long Term
Goals
Meet 90% of
projected labor
market demand
by 2025.
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Strategic Pathways Phase 2
Health
Options:
1.Expansion of Current
Model

2.Senior Level Position
(Vice President, Health
Programs)

3.Single College of Health,
Matrix Organization

Pros

Produce greater number
of graduates; fulfills
community college
mission; familiar structure
and collaboration

Elevates healthcare
programs as a UA priority;
unified vision/message;
system engagement

Single point of contact;
increased collaboration;
multi-site research
opportunities; unified
programs & vision/message

Cons

Does not meet charge; no
advocacy and authority at
senior level; maintains
silos; no flexibility to meet
needs of students,
programs and
communities

Increase in staffing; possible
conflict of authority with
chancellors, deans,
directors, etc.; does not
address the goal

Loss of
authority/accountability;
longer effort and
implementation timeline;
impacts to accreditation;
front end investment

Initial Thoughts: Strengthen intercampus collaboration under Option 1; rather than new SW
position, assign incoming UAA dean/vice provost to lead SW health program planning
(“reporting” to VPAAR); near term focus on Nursing program expansion; status quo for other
health occupations.
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Strategic Pathways Phase 2
Focus
Charge and Scope
Area
Human
Charge: Develop and review options for organizational
Resources restructuring including but not limited to further
decentralization, consolidation at one campus, or
consolidation at SW of functions that support
improvements in service and cost effectiveness
through outsourcing, automation, intercampus
collaboration, process standardization, and other
means TBD.
Scope: All of HR across the system.

Long Term
Goals
Reduce
operating
costs.
Align with
UA priorities.
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Strategic Pathways Phase 2
Human Resources
Options:
1.Continued
Implementation of
Statewide
Transformation and
Establishment of HRC

2.Consolidated
Administration,
Decentralized
Consultation

3.CHRO Direct
Oversight of
Campus HR

4.Autonomous Regional
Offices

Pros

Standardization,
communication and
collaboration; localized
HR decisions; gain
efficiencies and reduce
cost with automation

Consistent interpretation
& application of HR
policy and procedures;
trust, communication &
collaboration; less cost

Direct CHRO
supervision; HR
directors not making
decisions for the
entire system

Localized HR
functions/work; policies
& procedures developed
to fit individual campus
needs; authority resides
at campus

Cons

May cost more; no
increase in cost
reduction; no
appearance of change

Does not address
inherent inefficiencies;
perceived loss of control
at campus level; loss of
HR techs.

Marginal
improvement in
overall efficiency;
alienation from
clients

Net increase in staffing;
triplication of cost &
procedures; loss of single
vendor cost savings;
increased risk &
inefficiency

Initial Thoughts: Build on current progress through Option 1; formalize role of HR Council as part of
Summit Team, led by CHRO; focus on process improvements and tandardization across UA,
simplification, and automation.
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Strategic Pathways Phase 2
Focus Area Charge and Scope

Long Term
Goals
University Charge: Develop and review options for
Reduce
Relations organizational restructuring including but not limited operating
to further decentralization, consolidation at one
costs.
campus, or consolidation at SW of functions that
Align with
support improvements in service and cost
UA priorities.
effectiveness through outsourcing, automation,
intercampus collaboration, process standardization,
and other means TBD.
Scope: Public affairs, marketing and communications
across the system.
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Strategic Pathways Phase 2
University Relations
Options:
1.Hybrid Decentralization

2.Centralized at Statewide

3.Centralized at each
University

Pros

Unified message with
department level interests;
increased collaboration;
strategic allocation of funds;
equity in service

Unified external message; one
voice; reduce costs;
standardization

Strategic allocation of funding;
standardize job classifications
& hiring practices; coordinated
message & collaboration;
eliminate redundancies

Cons

Confusing reporting lines; no
cost savings; fewer number of
generalists; difficult to
maintain brand integrity;
competing messages

Standardized without campus
input; against shared
governance model; decreased
brand integrity, community
affinity; creates lack of trust

Impacts well-functioning units;
match priority to staffing
levels; departments may lose
specialized focus

Initial Thoughts: Formalize PR Council as part of Summit Team, chaired by AVP Public
Relations, with key PR leaders from each university, to develop UA wide strategic
communication plan addressing UA interests with broad Alaska audiences. This will be in
alignment with PR plans at each university focused on meeting university and program level
audiences through Option 1. Due to unique needs, size, and structure of each university, do
not recommend centralization at Statewide. As part of standardization, implement key
elements of Option 3, e.g., across UA a uniform set of job descriptions, media relations
protocols, branding standards, and professional development programs.
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Strategic Pathways Phase 2
Focus
Charge and Scope
Area
Student Charge: Develop and review options for organizational
Services restructuring including but not limited to further
decentralization, consolidation at one campus, or
consolidation at SW of functions that support
significant enrollment growth and student attainment
through outsourcing, automation, intercampus
collaboration, process standardization, and other
means TBD.
Scope: All functions related to recruiting and retention,
financial aid, and the registrar across the system.

Long Term
Goals
Reduce
operating
costs.
Align with
UA priorities.
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Strategic Pathways Phase 2
Student Services
Options:
1.Lead Campus

2.Consolidate All
Functions at One
Campus

3.Consolidation at
Statewide

4.Consolidation of Tasks
Between Universities
and Statewide

Pros

Support at each
campus; restructure
process with common
standards; efficiency in
economy of scale

Consistency;
efficiency in
economy of scale;
implement unified
recruitment strategy;
cost savings

Eliminate redundancy;
consistency; efficiency in
economy of scale;
modernize and automate
processes

Current strengths;
reallocation of
resources; eliminate
redundancy; efficiency
in economy of scale;
potential for reduction
in costs

Cons

Leadership challenge;
decreased services; loss
of collaboration

Leadership
challenge; decreased
services; loss of
collaboration

No direct student
experience; faculty service
impact; bureaucracy;
maintaining 3 university
policies

Removal from process &
decision-making;
perception of Statewide
owning tasks & growing
staff

Initial Thoughts: Based on Option 4, formalize Student Services Council as part of Summit
Team, chaired by AVP Student Services. Council will drive standardization, simplification, and
automation of ‘back room” processes to free up human resources for the “front room” to
improve the student experience and recruitment, retention, and completion.
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Strategic Pathways Phase 2
Focus Area
Institutional
Research

Charge and Scope

Long Term
Goals
Charge: Develop and review options for
Reduce
organizational restructuring including but not
operating
limited to further decentralization, consolidation
costs.
at one campus, or consolidation at SW of functions Align with
that support improvements in service and cost
UA priorities.
effectiveness through outsourcing, automation,
intercampus collaboration, data and process
standardization, and other means.
Scope: All of IR across the system.
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Strategic Pathways Phase 2
Institutional Research
Options:
1.Further
Decentralization

2.Consolidation at One
Campus

3.Consolidation at UA
Statewide

4.Collaborative
Knowledge Network

Pros

Quick implementation;
unit-level
collaboration; units
could promote data
access, have
customized reporting

Standardized system;
one location;
automation potential;
campus collaboration;
easy to scale

Standardized system;
one location;
automation potential;
alignment for
statewide initiatives;
easy to scale

Transformative;
promotes collaboration
& efficiencies; hiquality product & fast
response time

Cons

Mixed knowledge base;
more energy &
resource use; data
competition & silos

Hard to implement;
challenges
accreditation support;
potential “shadow” IR

Hard to implement;
challenges
accreditation support;
potential “shadow” IR

Hard to implement;
requires investment
and more resources

Initial Thoughts: Option 4, the Collaborative Knowledge Network, has the greatest potential
to move UA forward. The Network will be led by a Council that is connected to the Summit
Team with members consisting of the key IR staff at Statewide and each university. Success
here will drive improved decision-making in all aspects of university operation, especially in
academics, student recruitment and retention, and management decision-making.
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Strategic Pathways Phase 3
Focus Area

Charge and Scope

Long Term Goals

Social and
Natural
Sciences

Charge: Weigh the options of pursuing collaborative opportunities
including but not limited to common course numbering, common
catalogue, course sharing, common curriculum committees.
Scope: UAA College of Arts and Sciences, UAS School of Arts and
Sciences, UAF College of Liberal Arts, UAF College of Natural Sciences
and Math (Math).

Achieve better
coordination and
leveraging
between the
campuses to
improve UA
student success
and potential cost
savings.

Arts and
Humanities

Charge: Weigh the options of pursuing collaborative opportunities
including but not limited to common course numbering, common
catalogue, course sharing, common curriculum committees.
Scope: UAA College of Arts and Sciences, UAS School of Arts and
Sciences, UAF College of Liberal Arts.

Achieve better
coordination and
leveraging
between the
campuses to
improve UA
student success
and potential cost
savings.

Mine Training

Charge: Weigh all options for delivery of mine training across
campuses and sites, to include the possibility of a lead
university/campus coordinating statewide programs and activities.
Scope: MAPTS, UAS Center for Mine training.

Determine the
optimal delivery of
mine training
across the system.
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Strategic Pathways Phase 3
Focus Area

Charge and Scope

Long Term Goals

Finance

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration,
process standardization, and other means TBD.
Scope: All Finance functions.

Optimize
resources and
align with UA
priorities.

Risk
Management

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration,
process standardization, and other means TBD.
Scope: All Risk Management functions.

Optimize
resources and
align with UA
priorities.

Land
Management

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration,
process standardization, and other means TBD.
Scope: All Land management functions.

Optimize
resources and
align with UA
priorities.

Facilities

Charge: Develop and review options for organizational restructuring including
but not limited to further decentralization, consolidation at one campus, or
consolidation at SW of functions that support improvements in service and cost
effectiveness through outsourcing, automation, intercampus collaboration,
process standardization, and other means TBD.
Scope: All Facilities functions.

Optimize
resources and
align with UA
priorities.
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Strategic Pathways Phase 3
Timeline
 Design process, solicit team members, and select teams (Dec.)
 Meeting 1 (Jan. 30-31)
 Review charge, scope and goals of the team
 Discuss interests, standards, benchmarks
 Generate options, outline pros/cons
 Update community
 Meeting 2 (Feb. 27-28)
 Discuss pros/cons of options from Meeting 1
 Evaluate options in relation to interests and standards
Identify most viable options for presentation to Summit Team
Update community
Teams present to UA President and Summit Team (April 11)
UA President receives feedback (April 11 – June 1 and ongoing)
UA President will present options to the Board of Regents (June 1-2)
Board of Regents decisions (September)
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Strategic Pathways

Discussion
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