Cct ober 5, 2002

VEMORANDUM

TO The Educational Policy Conmttee:

T. Keister Geer, Chair

El si e Goodwyn Hol | and

H. Tinmothy Lovel ace, Jr.

Don R Pippin

Gordon F. Rainey, Jr.

Eli zabeth A Twohy

E. Darracott Vaughan, Jr., MD.
John P. Ackerly, 111, Ex Oficio

and

The Rerai ni ng Menbers of the Board:

Thomas J. Bliley, Jr. WIlliamH Goodw n, Jr.
Wlliam G Crutchfield, Jr. Mark J. Kington
Thomas F. Farrell, 11 Terence P. Ross
Charles L. d azer Thomas A. Saunders, 111

Warren M Thonpson
FROM Al exander G Glliam Jr.

SUBJECT: M nutes of the Meeting of the Educational Policy
Committee on Cctober 5, 2002

The Educational Policy Cormittee of the Board of Visitors
of the University of Virginia net, in Qpen Session, at 9:55am
Sat urday, October 5, 2002, in the East Oval Room of the Rotunda;
T. Keister Geer, Chair, presided. Don R Pippin, Gordon F.

Rai ney, Jr., Ms. Elizabeth A. Twohy, and John P. Ackerly, |11,
Rector, were present.

Al so present were Thomas J. Bliley, Jr., WlliamG

Crutchfield, Jr., Thomas F. Farrell, Il, Charles L. d azer,
WIlliamH Goodwin, Jr., Mark J. Kington, Terence P. Ross, Thonas
A. Saunders, Il1l, and Warren M Thonpson.

Present as well were John T. Casteen, II1l, Leonard W

Sandri dge, Alexander G Glliam Jr., Paul J. Forch, Gene D.
Bl ock, Robert E. Reynolds, MD., Ms. Patricia M Lanpkin, Ms.
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Col ette Sheehy, Mchael J. Smth, Richard W M ksad, and M.
Jeanne Flippo Bail es.

The Chair reported briefly on the neeting of the Comittee
held in Charlottesville on September 3% (See the M nutes of
that neeting.) He said the Comrittee will hold another neeting
on January 10'", unless the full Board has a special neeting in
| at e Decenber or early January, in which case the Comrittee wll
neet the same day.

The Chair then asked M. Bl ock, Vice President and Provost,
to present the Agenda.

M. Block first proposed three Consent Agenda itens.

The first of these was a resolution approving a new degree
programin the School of Engi neering and Applied Science, to
whi ch Dean M ksad of the School spoke. The new program woul d
of fer the Master of Engineering, Master of Science and Ph.D. in
Conput er Engi neeri ng.

The Committee approved the necessary resolution and
reconmended it to the full Board for approval (see Mnutes of the
nmeeting of the Board of Visitors, Cctober 5, 2002).

The next two Consent itens were Conflict of Interest
Exenptions. The first involved M. Haydn N.G Wadl ey of the
School of Engineering faculty. M. Wadley owns in excess of 3%
of the equity in Cellular Materials International, Inc., a
conmpany with which the University is negotiating research
contracts. The second involved Directed Vapor Technol ogi es
International, Inc., in which four nmenbers of the faculty own
equity in excess of 3% and a fifth will receive consulting incone
in excess of $10,000 annually.

On notion, the Comm ttee approved resolutions granting the
two Conflict of Interest Exenptions, and recomended themto the
full Board for approval. (See Mnutes of the nmeeting of the
Board of Visitors, Cctober 5, 2002.)

M. Block then presented the Action Agenda item a
resol ution approving the Carnegi e Corporation's Teachers for a
New Era Initiative. He explained that in March, the Carnegie
Corporation notified the University that it was one of four
institutions selected to apply for one of four grants to be
awar ded, begi nning in 2002-03, of up to $5million over five
years.
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A group of faculty and administrators fromthe Provost’s
Ofice, the College of Arts and Sci ences and the Curry School of
Education, drafted a proposal which was subnitted to the Carnegie
Corporation on July 15'".  The proposal enphasizes a collaborative
approach between the University and area school systens in
supporting new teachers during the first two years of their
careers. There is enphasis, too, on the cooperative efforts
bet ween the Coll ege and the Curry School in preparing teachers.

Funds awar ded under the Initiative will go to the Provost’s
Ofice for dissem nation to the Curry School, the Coll ege and
area school systens.

The goal for the Initiative at the University, the Provost
said, is to perfect a nodel teacher education programthat
“attracts sone of our nost proni sing young nen and wonmen and
transfornms theminto superb teachers.”

M. Bl ock proposed a resolution endorsing the University’s
participation in the Initiative. On notion, the Commttee
approved the resolution and recommended it to the full Board for
approval (see the Mnutes of the neeting of the Board of Visitors
of Cctober5, 2002).

M. Block’s custonmary report was brief and emnphasi zed the
2002-03 Goal s for the Educational Policy Conmittee (a |isting of
these goals is appended as Attachnment A), which he and the Chair
have worked out together.

He then introduced M. Mchael J. Smith, Associate
Prof essor of Politics, who is Chair of the Faculty Senate for
this acadenmic year. M. Smith gave an el oquent discourse on the
affects of the state budget cuts on the faculty and the
University (the text of his remarks is appended as Attachnent B).

On notion, the nmeeting was adjourned at 10:35 a. m

AGG j b

These m nutes have been posted to the University of Virginias
Board of Visitors website.

http://ww. virgini a. edu/ bov/ educati onal m nut es. ht i



2002-03 Goals for Ed Policy Commttee

* Develop a close and productive working
relationship wth academ c | eadership

« Partner in conplex decision-naking
regardi ng current budget situation

« Help plan for the University in the 215
century (e.g., faculty entrepreneurship,
I ntell ectual property issues,
Institutional conflicts of interest)

e Partner in inplenenting strategic
pl anni ng derived from 2020, Envi sion, and
school - based pl anni ng process

o Assi st in identifying resources to
pronote growt h in academ c excell ence



Attachment B
Remarks to the Board of Visitors by Michael J. Smith, Chair of the Faculty Senate

October 5, 2002

(After an introduction and report on upcom ng Senate activities, M.
Smith turned to a discussion of the state of faculty norale in the m dst
of the current budget crisis.)

In ny years teaching about the cold war and the nucl ear stalemate |

| earned that the Chinese character for “crisis” conbines two i deas—
danger and opportunity—and 1'd like to spend a nonment tal king about
both in the current situation

Concerning the dangers, | will put it baldly. 1In a highly conpetitive
environment it is difficult, if not inpossible, to naintain and strive
for excell ence when

e there is a sustained freeze on hiring,

» when faculty salaries are flat or declining
relative to our peers, with no relief in sight

* when we continue to | ose sone of our best graduate
student prospects because they receive better
offers, often fromuniversities bel ow our |evel

« when even matching state support for grants that
can be leveraged is cut, and the grant goes to

wast e
e when our wonderfully well-run library has to cut
its acquisition budget in ways that will |eave

significant, and perhaps permanent, gaps in our
collections. These insidious cuts are | ess

vi sibl e than the shortened hours, but to faculty
per haps of even greater concern

« when they teach in buildings that are cranped,
badl y equi pped, and | ack space for conferences,
sem nars, meetings

e when they see their courses getting larger and
they continue to turn away students fromtheir
over subscri bed cl asses
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Why would a hiring freeze be damaging to faculty norale? |In some ways
it’s actually nore damagi ng than salary stasis—+ew of us got into this
line of work because we thought we’ d get rich—though of course the

sal ary slippage doesn't hel p.

Faculty nmenbers know that a conpetitive university needs to identify,
recruit, and integrate into its university life the talented researchers
and teachers of the next generation. It's the way we keep in touch with
the | atest research, with broader trends in the disciplines, with
col | eagues at other, often higher ranked, institutions. W call our
former teachers and col |l eagues to ask “Who's your best graduate student
this year? Who can you send us to help in this area we are trying to
strengthen?” Recruitnment and hiring at every level is the vital path to
continuing renewal of the departnents, of bringing in new ideas and
energy, indeed of enlivening older faculty. And the freeze frankly
damages our broader reputation out there. Last year in ny departnment—
and not only mine—we had to call candidates at the airport to tell them
not to cone. A talented young woman who was a prom sing candi date for
position was already here for a job talk that had to be cancell ed
because there was no | onger any job.

Now of course we all recognize here, and across the land, the reality of
budget crises. But it does seemto have hit here in Virginia earlier
and deeper: the misguided policies and practices of the 1990s hit us
hard. Quite frankly, we are in danger of |osing good faculty at every

| evel .

By now I’ m sure you' ve heard so much about ‘faculty retention’ that it
may sound |i ke sonme kind of digestive disorder, but | would I|ike to put
this in some context. The problemruns deeper than neeting offers to
highly visible faculty with conpetitive counter-offers, though of course
that’s inportant. The deeper, less visible, problemarises with

younger faculty, those about ready for tenure, or those recently

t enur ed. They begin to cast their nets widely; they listen
attentively, rather than divert, the polite, early probes from
Princeton or Yale or Chicago or Duke or M chigan about their possible
availability. Wrd begins to get out that people in Virginia are
nmovabl e; nore faculty begin to get inquiries. Once begun, the process
escal at es—especi al |l y when we ourselves are not hiring.
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Per haps nost dangerously, without a sense of |light at the end of the
budget crisis tunnel, faculty in general, but younger faculty in
particular, could beginto give up on the institution. | really worry
about | osing the next generation of |eaders here. Wthin the past nonth,
I have nmet informally with several younger colleagues asking for advice
because they received nibbles fromother places. They ask ne, “How | ong
will this crunch last? Can you tell when it will get better? Wen wll
nmy departnment be able to hire again? WIl we ever get research or travel
support? WIIl the South Lawn project really happen? Can we ever expect
the state ever to neet its fair share? Wen do you think we and our
poorly paid staff will ever get a raise?” | cannot honestly give good
or encour agi ng answers.

Per haps you wi Il | have heard about the recent call fromsone Arts and

Sci ences faculty to convene, for the first time in over a decade, the
“Assenbly of Professors.” | won't say nuch about this now, because the
nmeeting hasn’t yet happened and | expect that the discussion that cones
out of the assenbly will result in sone resolutions that the Senate wll
take up and pass along to you. But | can say that it was called by

dedi cated faculty on the front |ines—+the chairs of departnents and
progranms who see the effects of the cuts already and who dread even nore
the effects of the cuts ahead. These people are by no neans wil d-eyed
revol utionari es. They are people devoted to the university who find

t hensel ves al arnmed and frustrated—as we all are—at the current

situation. They are the ones who neet the students who can’'t get into
the classes they need to fulfill require-nments; they' re the ones who are
scranbling to find the tenporary hires to fill in the gaps. They are the
people who tell faculty that travel to that scholarly neeting cannot be
funded, or that the grant proposal has to wait because we cannot count
on the matching funds. And al t hough know t hey know and appreciate the
fact that they have a Dean, a Provost, and a President who's conpletely
on their side, they also know that those students are still there, the
staff is overworked, and they want desperately to neet those needs but
cannot. They want to support that prom sing young person who needs sone
time to wite, but the resources aren’'t there, and the needs seem ngly
endless. 1t’s no wonder that they feel bel eaguered. They care about
this place and are deeply concerned about its future.

So without dramatizing the situation too rmuch, | believe that we are in
a perilous monment with respect to faculty commitnent and norale. It's
hol ding, but it cannot continue as it is now indefinitely. | don't

think it's exaggerating to say we are in a crisis.

Now that brings nme to the “opportunity” part. This budget crunch nay
for the first tinme (at least in ny relatively short period here), make
it possible for us to address the structural underfunding by the state.
I remnd you of the dinensions of that shortfall. President Casteen's e-
mail to the staff, announcing additional cuts, put this quite

el oquently:
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Virginia's policies toward its public colleges and universities, and in
recent times its financial strategies, have noved well beyond the point
at which thoughtful people will be nmerely concerned. The State has
funded and allowed to be paid to faculty average sal ari es consi stent
with its published and | awful benchmarks for these salaries in only one
of the last 12 years. By the legislature’s own cal cul ation, the
aggregate shortfall (operating and mai ntenance funds together) for all
of hi gher education is now no |less than $300 mllion per year. By and
large, the political values that gave rise to this scandal are now

hi story. Yet the danage remai ns and nust be acknow edged as a
fundanental and untenable failure of political |eadership —even as the
ongoi ng recessi on conpounds the problens that both we and | eaders in

Ri chnond face.

How can this be an opportunity? | believe the crisis allows us to set
out a vision in which tuition revenues can adequately fund the core
m ssion of the university. W need to nove ourselves to nake this

happen. | recognize that this nmeans a significant rise in tuition—well
beyond the one-tinme surcharge you are considering now. And, frankly, |
hope you will consider an anount |arger than $200 that can really begin

to address our short termproblenms. (As a parent | would pay it, not
quite gladly, but certainly with the recognition that it’'s fair, it’'s
necessary—o, it’'s nore than necessary, it’'s vital

Dean Ed Ayers and others have laid out a vision in which we phase in a
tuition rise that brings us to |l evels conparable to those at the

Uni versity of Mchigan. As long as we build in additional financial aid
to guarantee access to famlies who need help, this phased and fair rise
intuition seens to nme, and | believe to the vast majority of faculty,
the only way we can control our own destiny. (If there's an alternative
pot of revenue that the state is about to create and allocate to us,
Larry Sabato hasn’'t told nme about it yet; and even now there seens to
be no politician willing to speak the word “tax”—even if we know t hat
peopl e woul d not oppose a rise in the so-called sin taxes. Virginia's
cigarette tax is anong, if not the, lowest in the nation.) Adequate
state funding seens |ike an increasingly distant dream |In this
context, the forner president of University of M chigan, Janes
Duderstadt, said recently "M chigan decided in the 1970s that the state
woul dn't support a first-tier university, so it set out to build one by
itself."

Now | don't think we should entirely give up on the state, and perhaps

t he one encouraging feature of this crisis is that the Governor is not
blaming us for the state shortfall and attacking the whole prenise of
the research university. Nevertheless, it’s worth noting that even
Mchigan, with its relatively high tuition rate, still spends $17, 000 of
state funds per student conmpared to Virginia' s $13,000. So it seens
clear that we cannot in the foreseeable future rely on anything |ike
adequat e funding even by the state’s owmn fornmulae. W are falling
behi nd every year, and at some point quite soon, our rankings and
reputation will suffer accordingly. And though of course we are
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enornously grateful for the financial support of our donors, we know
that even historically high levels of private support cannot nmeke up for
the I evel of cuts that we are sustaining.

In the view of nany faculty, this crisis opens up the space for us to

set our tuition levels rationally and in ways that will make possible
t he sustained quest for excellence in a public university that many of
us on the faculty so desperately hope for. Many of us chose to build

our careers here because we were conmitted to schol arship and teaching
in a public setting precisely because of its greater accessibility to

all our citizens, and because Virginia had al ways seenmed a pl ace t hat

val ued excell ence. Thank heavens our al umi do.

So we urge you to take a long view of the requirenents of that

excel lence and to lay out a plan that allows us to control our own
destiny. Even at the levels of Mchigan, the University of Virginia
woul d be well worth the noney—and we can take care to ensure that
financial aid rises to neet the needs out there.

Faculty give extraordinarily of thenselves every day to this institution
and to the comunity we live in, and | can tell you that no group is
nore ready to help but, at the same tine, no group is nore di smayed at
the prospect of a slow (or not-so-slow) slide to nediocrity. There’'s

t he danger again. But | can prom se you that should you nove
significantly to solve the underlying problem of our chronic

under fundi ng, you could count on a revitalized faculty working together
wWith you and our admnistrators in every way possible to get through
this current crisis, and to nove forward to genui ne excellence. That's
t he opportunity—+ hope we seize it.



