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INTRODUCTION
Established by the Board of Trustees of the University of Connecticut in 1999, Tri-Campus unites three of the university’s five regional campuses – Hartford, Torrington and Waterbury - under one administrative umbrella. The Tri-Campus structure was conceived, in part, to aid and facilitate the development of four-year degree programs; promote cooperative scheduling; allow for the sharing of resources and faculty; and enhance student recruitment. Additionally, it was hoped that this administrative structure would help the three campuses to establish a stronger academic presence in Storrs (Appendix 1). 

The Vice Provost for Undergraduate Education and Regional Campus Administration appointed a task force to ascertain the strengths and weaknesses of Tri-Campus (Appendix 2). In carrying out its charge, the task force reviewed the history of Tri-Campus and how it has evolved over the last ten years. The task force recognized that the Tri-Campus administrative structure played an important role in the ability of the three campuses to develop four-year degree programs and to establish majors, and was interested to determine how future academic successes might be linked to this structure. In regards to resource allocation and budgeting, the task force wished to ascertain if the perception that the three campuses were better off as a unit was, in reality, true or not.

The task force used the following to gather information: 

· On-line surveys conducted by the university’s Department of Public Policy.

All 330 faculty and staff (153 regular faculty and staff; 177 special payroll faculty/staff)

were sent surveys with a resulting 43% response rate.  
5827 student surveys were distributed with an approximate 11% response rate (Appendix 3).
· Faculty/Staff Forums and Student Forums held at each of the three Tri-Campus locations for a total of six forums (Appendix 4).
· Letters received from selected individuals requesting observations and comments on Tri-Campus (Appendix 5).
· Interviews conducted with the Regional Campus AVP/Directors, Campus Directors and Former Tri-Campus AVP (Appendix 5). 

· Enrollment, staffing and budget data since Fall of 1996 (Appendix 6).
· Article in the UConn Advance informing the university community on the charge and activities of the Tri-Campus Task Force, with an invitation to contact any task force member to share observations and comments.
· Email sent through Tri-Campus LISTSERV to all faculty, staff and students communicating the interest of the task force for input on Tri-Campus.

PREFACE TO RECOMMENDATIONS

To provide context, the task force compared Tri-Campus to the other regional campuses using data from Fall of 1996 (around the time Tri-Campus was conceived as “Hartorrbury”) to Fall 2006.  While keeping pace with enrollment growth, Hartford, Torrington and Waterbury have individually and collectively lost ground to Stamford and Avery Point in terms of resource allocations during the last ten years.  Dramatic undergraduate enrollment growth is colliding with significant resource constraints, compromising the academic integrity of each of the three regional campuses. Data revealed the following:

Enrollments. Tri-Campus is over twice the size of Stamford and nearly four times larger than Avery Point.  Hartford, the largest of the regional campuses, has 22% more traditional FTE undergraduate students than Stamford.  With 15% more sophomores and 24% more freshman than Stamford, Waterbury will soon become the second largest regional campus.
Studying the traditional fulltime student populations over the last ten years, the task force learned that 
Tri-Campus has grown by 69%; Hartford has grown by 74%; Waterbury has grown by 141%; and 
Torrington has grown by 8%.  During the same ten year period, Stamford grew by 109% and Avery Point 
by 34%. 

Tri-Campus offers six majors, three of which are interdisciplinary. Stamford offers ten majors with two interdisciplinary majors and Avery Point offers three interdisciplinary majors. Excluding BGS, Business & Technology and Psychology appear to be the largest majors at all the regional campuses, while Sociology and Maritime Studies seem to be the smallest in terms of the numbers of juniors and seniors enrolled. 
Faculty and Staff.  In 1996, Hartford had thirty-three full-time faculty, Stamford had twenty-six, Waterbury had twenty-one, Avery Point had twelve and Torrington had six. Stamford now has forty-one FTE faculty positions on its permanent “teaching” budget (an increase of +58% over 10 years) and Avery Point now has eighteen (an increase of +33%).  During the same ten year period, the combination of Hartford, Torrington and Waterbury plus “Tri-Campus” had a net increase of seven FTE faculty positions (from 60 to 67 faculty).  Fifteen FTE faculty were assigned or reassigned to “Tri-Campus” while Hartford lost six positions, Torrington lost three positions and Waterbury gained one FTE faculty.  A number of faculty assigned to Tri-Campus teach graduate, as well as undergraduate courses, and some do not teach undergraduate courses at all.  
There are similar trends with respect to staffing.  The ratio of students to staff at Tri-Campus is 32:1 while the ratio at Stamford is 22:1 and 26:1 at Avery Point. Hartford, the largest regional campus, has a distressing 52:1 student to staff ratio.

Noting the relatively larger numbers of FTE undergraduate students and the comparatively smaller numbers of faculty compared to Stamford and Avery Point, the task force explored “course coverage” at the Tri-Campus.  Unfortunately, we could find no useful 1996 data on Special Payroll. The 2006 Permanent Special Payroll Budget for Hartford is $272,651, Torrington is $145,326 and $169,628 for Waterbury; for Stamford $500,000 and $340,858 for Avery Point. The Permanent Special Payroll Budgets of Tri-Campus combined is $692,839, totaling $148,020 (or 21%) less than the combined budgets of Stamford and Avery Point. 
          RECOMMENDATIONS

No matter what new administrative structure is adopted for the Tri-Campus, the task force agreed that
1) there is a need for budget parity among all five regional campuses; 2) greater autonomy for the Hartford, Torrington and Waterbury campuses is important; 3) coordination and cooperation between all five regional campuses should be improved and 4) academic integrity and leadership should be enhanced by the  administrative strructure.
Recommendation #1. Budget Parity.  No structure will be effective if Hartford, Torrington and Waterbury continue to be under-resourced relative to the other regionals.  Using the Stamford regional campus as a model, staff and faculty resources should be allocated to Hartford, Torrington and Waterbury using an enrollment based formula with the objective of achieving a 17:1 student/faculty ratio and a 22:1 student/staff ratio.  To achieve greater academic integrity, a goal should be set whereby the proportion of undergraduate courses taught by full-time faculty shall exceed 40%, with a long term goal of more than 50%.
Recommendation #2. Majors/Four-year Degree Programs.  With appropriate resource allocations -

and only with appropriate resource allocations - increase the number of majors available on the Hartford, Torrington and Waterbury campuses and hire sufficient full-time faculty so that students can complete majors at their campus of choice.  Emulating the Stamford model of 22:1 student/staff ratio, provide adequate and appropriate student services on site at each campus to meet the needs of students in four-year degree programs (in particular, Career Services and Internship support services). Some administrative coordination across all regional campuses is necessary to maintain and develop four-year degree majors. 
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Recommendation #3.  Coordination & Cooperation:  One lesson learned from Tri-Campus is the value of cooperation and coordination between regional campuses.  The task force recommends that the Vice Provost consider how to improve cooperation and coordination between all of the regional campuses on such things as course scheduling, student services, recruitment and retention.
Recommendation #4. Administrative Structure. There is no structural option that is preferred by a clear majority of all constituencies, nor is there one recommendation endorsed unanimously by the task force members.
Primary Recommendation.
One Associate Vice Provost at each campus who also serves as Campus Director.  The Associate Vice Provost is responsible for academic and non-academic administration and reports directly to the Vice Provost for Undergraduate Education and Regional Campus Administration. The AVP must be qualified administratively, academically, and eligible for tenure within an academic department at UConn. 

This structure is endorsed by the majority of the task force members and, based on information gathered from the surveys, is supported by half of the faculty and a strong majority of the staff. 

Rationale:

· Provides senior academic leadership at Hartford, Torrington and Waterbury campuses. 
· Provides greater autonomy for the three campuses. 
· Helps to create academic parity between all five regional campuses.  
· Allows for face to face contact for each campus with University leaders throughout the University.
Secondary Recommendation.

One AVP and Three Campus Directors.  The Associate Vice Provost is responsible for all academic matters and reports directly to the Vice Provost for Undergraduate Education and Regional Campus Administration.  The Campus Directors are responsible for the operational aspects of their campuses, including the operational budgets, and work closely with the Associate Vice Provost and other Campus Directors to identify curricular needs and to develop programs that reflect the missions and strategic plans of their individual campus.
This structure is endorsed by some members of the task force, several of the solicited letters and, based on information gathered from the surveys, is supported by half the faculty but is not a top choice of the staff. 

Rationale:
· Provides centralized senior academic leadership for the three campuses. 
· Separates academic and operational sides of the house.  
Third Option.

Three Campus Directors with Faculty Advisory Board for Academic Affairs.  The Faculty Advisory Board  reports to the Vice Provost for Undergraduate Education and Regional Campus Administration. The Campus Directors have operational responsibility.  Academic responsibility lies with the VP and the Advisory Board.

This model is unanimously rejected by the task force.  It is supported by survey results.  The rationale for this model is unclear to the task force.  We note that, despite the best of intentions, there is great concern as to what will actually happen to regional campus priorities.
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CONCLUSION
Reorganizing the Tri-Campus administrative and academic structure should be done with care and deliberation.  Those most affected by any reorganization should be consulted and involved in the decision making process when appropriate. 
If additional resources are not allocated to the Hartford, Torrington and Waterbury campuses, the viability of enrollment goals, academic goals, four-year majors, and student services needs to be reassessed.

The task force commends all of those who have worked diligently to achieve the goals of Tri-Campus and   to move the Hartford, Torrington and Waterbury campuses forward. 
We wish to thank all those who took the time and made the effort to participate in this review and assessment.
Respectfully Submitted,

Pamela Bramble (Chair), Associate Dean for Academic Affairs, School of Fine Arts and Associate   
       Professor of Art

Tracie Borden, Assistant Director for BGS

Nadine Brennan, Executive Program Director

Angela Brightly, Executive Assistant

Katherine Brophy, Associate Professor in Residence, Family Studies

Roger Chaffin, Professor, Psychology

Robert Fisher, Director, Urban and Community Studies

Tessie Naranjo, Assistant Finance Director

Glen Richardson, Director, Tri-Campus School of Business

Mark Robbins, Associate Professor, Public Policy
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