From: Mike Alden
Sent: Friday, July 27, 2018 1:29 PM
To: Eduardo Nunez
CC: Garnett Stokes;Janice Ruggiero
Subject: Re: UNM Project Update(07/26/18)

Thanks for the update, Eddie….it’s pretty important that we get these offices consolidated now and move that high
school out of the athletic department.
> On Jul 27, 2018, at 10:34 AM, Eduardo Nunez <nuneze@unm.edu> wrote:
>
> Just an update on a couple of items...
> Lobo Club Finance Committee had a meeting this week (many of the finance comm member are exec. Comm
members), I was able to explain further the process of restructuring the lobo club. They were very supportive and are
excited to moving to a more defined role.
> Office Move to Student Success Center - Had a conversation with Tom Neale today regarding the space and he
advised me that they have a plan but the plan will not allow us to move into the space until next summer (2019).
AMES High School will remain in the current space for this entire Fall and Spring. I explained to him that was not
what we had discussed and our plan was to move in this fall.
> I am planning on speaking with David to get his perspective but definitely need to have a larger conversation.
> Thanks
> Eddie
>
>
> EDDIE NUÑEZ
> DIRECTOR OF ATHLETICS
>
> University of New Mexico
> COLLEEN J. MALOOF BUILDING
> MSC04 2680 | 1 UNIVERSITY OF NEW MEXICO
> ALBUQUERQUE, NM 87131
> 505.925.5510 | nuneze@unm.edu
> GoLobos.com
>
> -----Original Message----> From: Mike Alden <michaelfalden@gmail.com>
> Sent: Thursday, July 26, 2018 10:26 AM
> To: Garnett Stokes <stokesg@unm.edu>; Eduardo Nunez <nuneze@unm.edu>; Janice Ruggiero
<ruggiero@unm.edu>
> Subject: UNM Project Update(07/26/18)
>
> Good morning from Columbia, MO. Hope all os you are well.
>
> Janice, thank you for your leadership on the upcoming trip and work ahead in ABQ. I just received flight
confirmation and look forward to being in ABQ August 6-8.
>
> I understand that we will be working on 3 specific initiatives….although there can be other topics that we might
also consider I’m sure! ICA organization, Lobo Club organization/leadership/structure and office
consolidation/efficiencies.
>
> A couple of things that will be important for you to facilitate/address:
>

> -The Lobo Club will need to know my role, the general agenda/topic and the planning/development process. We
need to meet with Lobo Club exec comittee/volunteer leadership, UNM Foundation, committee developed by
President’s Office, Lobo Club Staff. What are we doing? Why are we doing it? How will we
collectively(critical)do it? What are the plans? What are the anticipated(and hoped for)outcomes? The Lobo Club
has been independent for a long time….and may continue to be so. I’m not sure they are fully up to speed on the
work we will be doing….and communicating, defining, asking, collaborating and involving is so important. We
know that ultimately UNM would want to go on a national search for leadership in late September/October with a
hoped for person in place by Thanksgiving.
>
> -ICA organization work hoping that we can work together to really analyze the organization, help to further define
the culture and expectations, consider policies/procedures guidelines, incorporate thoughts on strategic plan and
ensure the structure/flow/communication/collaborations/etc are laid out and defined in the way best serving your
successes. Will need to make sure we have all materials accessible as necessary.
>
> -Office Consolidation-building and office layouts for the 2 facilities most directly impacted, but we will also want
the master plan of where everyone is, why and how it all works. It will be necessary for you to meet with the high
school that has used space in your athletic department building, communicate and work with them to relocate before
the start of each(UNM and high school)classes begin. It was communicated to me that there is alternative space for
these folks and while it would have been preferable that they would have been alerted to this earlier…..there is
urgency in working with them immediately to get this done. All part of the plan.
>
> Looking forward to seeing all of you soon. Please let me know if there are questions, suggestions, thoughts,
comments and/or if there is further clarification. Thanks for the opportunity.
>
> Mike

From: Mike Alden
Sent: Tuesday, July 31, 2018 4:19 PM
To: Garnett Stokes
CC: Eduardo Nunez
Subject: Re: UNM Update(07/31/18)

If we push it I think it’s feasible….my agreement with you guys is over April 30….we could do April if that is more
comfortable for you?
> On Jul 31, 2018, at 1:48 PM, Garnett Stokes <stokesg@unm.edu> wrote:
>
> Mike, this all looks good, except I don't want to overpromise on delivery dates. Is end of March feasible? G
>
> -----Original Message----> From: Mike Alden <michaelfalden@gmail.com>
> Sent: Tuesday, July 31, 2018 11:15 AM
> To: Eduardo Nunez <nuneze@unm.edu>; Garnett Stokes <stokesg@unm.edu>
> Subject: UNM Update(07/31/18)
>
> Good morning and hope all is well. Just wanted to shoot a quick update and a couple of considerations.
>
> We are pretty much set for the in person visit/trip August 6-8. Will be a productive couple of days as we continue
to proceed with organizational structure revision, Lobo Club organization and positioning and office
consolidation. Will be able to complete work by end of August⽍ 0..the office consolidation requires the movement
of that high school from the athletic department offices….important as we have discussed.
>
> Conference call is set for discussion of Lobo Club. Eddie put that together and it will be from 2:00-3:00
pm(MST). I sent both of you guys suggested discussion points….Eddie will be coordinating the call.
>
> These “next steps” and what I am suggesting to consider:
>
> With the implementation of shared services in several areas, efficiencies implemented, reduction in number of
sport programs, revision of organizational structure, Lobo Club positioning, office consistency/consolidation,
etc…..you may want to consider the revision of the strategic plan. The one you have is outdated and not useful…..it
would also be important to communicate to folks that, due to all of these efforts as described and more, that you’ll
be updating and revising your strategic plan for ICA. Look for a completion date by March of 2019…..that will
allow for proactive education, communication, collaboration and inclusive efforts.
>
> Please let me know…..I am suggesting that you can continue with momentum for everything you are doing at
UNM and in ICA by doing this. Given the decision and approval of the reduction of sports, this would be especially
important to get moving ahead.
>
> Please let me know.
>
> Mike

From: Mike Alden
Sent: Monday, August 6, 2018 2:31 AM
To: Jalen Dominguez
CC: Eduardo Nunez;Janice Ruggiero
Subject: UNM Lobo Club Revenues/Expenses(08/06/18)

Good morning, Jalen and hope you are doing well. I am leaving soon for ABQ and look forward to working with all
of you over the next several days.
I’ve been reviewing the strategic plan, memorandum of understanding(DRAFT)and policies and procedures which
were provided to me by Eddie and Janice.
It would be helpful if I can also get the financials for the current and past few years. If you could provide me the
revenues and expenses that you have handy for FY14, FY15, FY16, FY17 and FY18 and the projected FY19
numbers? If that much information is not possible it would be helpful to see what you currently have in your
records. I will be particularly interested in your cash revenues, GIK revenues(and any breakdowns of these
numbers), total member numbers, etc. If you have separate premium seat sales responsibility, those would be
helpful as well.
I’m sorry for the lateness of this request. I’ve been traveling and had forgotten to reach out to Eddie, Janice and you
for this information. Please include Eddie and Janice in any response.
Look forward to seeing you soon.
Mike

From: Mike Alden
Sent: Friday, July 6, 2018 1:21 PM
To: Eduardo Nunez;Garnett Stokes
Subject: UNM Project Update(07/06/18)

Good afternoon and hope you are well. I had a good conversation with Brian Curtis today(1130 am-1215 pm)on
final ICA plan and communication strategy. I would encourage the four of us to get together on a conference call to
discuss, answer questions and further prepare.
Some focus areas I discussed with Brian:
-Introduction…..it is important to provide a context from ICA to what is being addressed, why it is being addressed
and some history. Brian is doing a good job at all of this….
-It’s important to note the the critical driving forces that are positioning UNM for these decisions are the financial
audits, the Title IX report, accumulated debt of $4.9M and edict by the Board of Regents. It’s important to note
these reports and circumstances are offering no alternative than to do what you are doing.
-It’s important that the plan address revenues first….how are we going to generate monies for the program and what
are the general considerations. The most important piece in budgeting is to determine reasonable revenues BEFORE
you determine how you’re going to spend it. UNM has done the opposite and that’s why UNM is where UNM is
today.
-Second….address expenses….what are things we see static, growing, consolidated, etc.
-Third….cost containment strategies. These are HR functions, academic services, consolidating business operations,
etc….being cost effective through shared services and other decisions. You are also eliminating some sports…..that
is just ONE of the several cost containment strategies and it should be treated as such. While it is certainly the most
visible, the most passionate and emotional….it is only ONE of several cost containment strategies and should be
communicated as such.
-Fourth….debt service, accumulated debt payments, plan and schedule…..this is an area of quite a bit of focus by
UNM, the Board and others….it’s needs its own section and how it will be addressed
-Fifth….you should lay out FY17 actuals, FY18 anticipated, FY19 budgeted and FY20 projected. This needs to be
shown in a spreadsheet/budgeted format. You’ve already got your budget approved for FY19 so it should already be
determined for your revenues and expenses(it’s already July so that should be done:)!). You need to project how the
budget will look in FY20(with a disclaimer that you will continue to refine that budget through the first 2 quarters of
FY19).
-Attachments…..attachments at the end and as appropriate.
The current DRAFT is a bit “wordy”, and I told Brian that. We don’t want to go overboard in trying to answer all
anticipated questions….it will be too long. This needs to be efficient and address the salient points with attachments
for those that want to look “deeper”. As ICA presents the ICA Plan to Garnett, she needs to approve it and present
it…..and needs to do so in “user friendly” and efficient bullets….not “run on” descriptors.
I would recommend having all of this completed and in DRAFT form by July 15th….that allows for turnaround to
finalize by Garnett. Also allows for pre-presentation discussions with those constituents and others Garnett and
Eddie deem necessary. You’ll have to have some discussions before you present your final plan.
Looking forward to working with you as you finalize the plan and to implementing everything in FY19 and
FY20. Please let me know if you have any questions.
Mike

From: Mike Alden
Sent: Tuesday, July 24, 2018 4:22 PM
To: Garnett Stokes;Eduardo Nunez;Janice Ruggiero
Subject: UNM Project Update(07/24/18)

Good afternoon, Garnett, Eddie and Janice. Hoping that you are well on this Tuesday afternoon in July. I’m
currently traveling from Phoenix to Columbia, MO.
Now that the ICA plan has been presented and unanimously adopted by the Board of Regents, we will continue to be
working on the implementation phases of that plan. Initially, of course, with the shared services models and the
reduction of sports, there is much to do in incorporating each of these pieces. As we are combining service areas,
additional implementation meetings will be required to allow for “over communicating” on the work all of us will be
doing throughout the University. These are solid models….but we need to continue to refine and create that “team”
effort with clear communication and partnerships. As we phase out soccer, skiing and beach volleyball, our primary
attention is to support our student-athletes in these sports throughout the year, as they continue their education at
UNM and also if they are considering transferring to another institution. ICA is doing a great job supporting the
men and women student-athletes….and that certainly will continue at a high level.
Three “next step” pieces include:
-Lobo Club-organizational structure, communication flow, financial modeling and recruitment of team staff
members is a priority. With the restructuring of department and recent reductions, the Lobo Club will need to take
on a much more visible, collaborative, customer service and revenue generating role. UNM will be working together
as a group in August to put all of these areas in place. It should be anticipated that a national search for a new
Director should result in a person in place by November of 2018. ICA and their team, as well as Lobo Club Board
and community members and the UNM Foundation folks are critical in all of this work.
-ICA Organization-Eddie and his team are revising the organizational structure of ICA to be more efficient and
effective. The external side is critical to be operating at a much higher level.
-Office Consolidation-WIth the restructuring of ICA and the organizational work with the Lobo Club, UNM needs
to consolidate the ICA Administrative Offices in one facility…..and that facility is actually one of the nicest ICA
administrative buildings in the country:). When that takes place, it allows UNM to also provide a much more
visible, accessible location for the Lobo Club and some of the sport programs. Lots of opportunities here with
limited costs.
In August, in addition to the myriad of issues and daily work in ICA, and the continued work with the shared
services and sport reductions, we will have plans in place by August 31 for these three pieces of ICA.
Much more to come. Please let me know if you have any questions.
Mike

From: Mike Alden
Sent: Thursday, July 26, 2018 10:26 AM
To: Garnett Stokes;Eduardo Nunez;Janice Ruggiero
Subject: UNM Project Update(07/26/18)

Good morning from Columbia, MO. Hope all os you are well.
Janice, thank you for your leadership on the upcoming trip and work ahead in ABQ. I just received flight
confirmation and look forward to being in ABQ August 6-8.
I understand that we will be working on 3 specific initiatives….although there can be other topics that we might also
consider I’m sure! ICA organization, Lobo Club organization/leadership/structure and office
consolidation/efficiencies.
A couple of things that will be important for you to facilitate/address:
-The Lobo Club will need to know my role, the general agenda/topic and the planning/development process. We
need to meet with Lobo Club exec comittee/volunteer leadership, UNM Foundation, committee developed by
President’s Office, Lobo Club Staff. What are we doing? Why are we doing it? How will we
collectively(critical)do it? What are the plans? What are the anticipated(and hoped for)outcomes? The Lobo Club
has been independent for a long time….and may continue to be so. I’m not sure they are fully up to speed on the
work we will be doing….and communicating, defining, asking, collaborating and involving is so important. We
know that ultimately UNM would want to go on a national search for leadership in late September/October with a
hoped for person in place by Thanksgiving.
-ICA organization work hoping that we can work together to really analyze the organization, help to further define
the culture and expectations, consider policies/procedures guidelines, incorporate thoughts on strategic plan and
ensure the structure/flow/communication/collaborations/etc are laid out and defined in the way best serving your
successes. Will need to make sure we have all materials accessible as necessary.
-Office Consolidation-building and office layouts for the 2 facilities most directly impacted, but we will also want
the master plan of where everyone is, why and how it all works. It will be necessary for you to meet with the high
school that has used space in your athletic department building, communicate and work with them to relocate before
the start of each(UNM and high school)classes begin. It was communicated to me that there is alternative space for
these folks and while it would have been preferable that they would have been alerted to this earlier…..there is
urgency in working with them immediately to get this done. All part of the plan.
Looking forward to seeing all of you soon. Please let me know if there are questions, suggestions, thoughts,
comments and/or if there is further clarification. Thanks for the opportunity.
Mike

From: Mike Alden
Sent: Wednesday, July 25, 2018 8:19 AM
To: Eduardo Nunez;Janice Ruggiero
CC: Garnett Stokes
Subject: UNM Update(07/25/18)

Good morning, Eddie and Janice. Janice, looking forward to us working together to put together this upcoming trip
to ABQ. Hoping to finalize this week….much to do:)!
One particular area of importance is the moving of the high school which is currently located in your athletics
building. This is a primary importance…..that will certainly not be seen as appropriate to have a high school located
in the same building as an intercollegiate athletics program. Further, the relocation of that high school will create
the needed space to efficiently consolidate the operational/administrative efforts of ICA.
Please let me know your thoughts on plans to meet with, communicate and assist the high school with
relocating….this really needs to be done now if possible. Janice, you had indicated previously that there were
alternative locations for this to move to another place not far from the current spot. If there are agreements that I can
review, that would also be helpful.
Finally….floor plans for your athletics buildings(where you will be consolidating and where you will be revising for
Lobo Club and sport programs)will be necessary. If you could please send to me.
Look forward to visiting soon.
Mike

From: Mike Alden
Sent: Tuesday, July 31, 2018 11:15 AM
To: Eduardo Nunez;Garnett Stokes
Subject: UNM Update(07/31/18)

Good morning and hope all is well. Just wanted to shoot a quick update and a couple of considerations.
We are pretty much set for the in person visit/trip August 6-8. Will be a productive couple of days as we continue to
proceed with organizational structure revision, Lobo Club organization and positioning and office
consolidation. Will be able to complete work by end of August…..the office consolidation requires the movement
of that high school from the athletic department offices….important as we have discussed.
Conference call is set for discussion of Lobo Club. Eddie put that together and it will be from 2:00-3:00
pm(MST). I sent both of you guys suggested discussion points….Eddie will be coordinating the call.
These “next steps” and what I am suggesting to consider:
With the implementation of shared services in several areas, efficiencies implemented, reduction in number of sport
programs, revision of organizational structure, Lobo Club positioning, office consistency/consolidation, etc…..you
may want to consider the revision of the strategic plan. The one you have is outdated and not useful…..it would also
be important to communicate to folks that, due to all of these efforts as described and more, that you’ll be updating
and revising your strategic plan for ICA. Look for a completion date by March of 2019…..that will allow for
proactive education, communication, collaboration and inclusive efforts.
Please let me know…..I am suggesting that you can continue with momentum for everything you are doing at UNM
and in ICA by doing this. Given the decision and approval of the reduction of sports, this would be especially
important to get moving ahead.
Please let me know.
Mike

