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Part I                                                                                                                                                                                                                                                                                                                                                                                                                                                                                           

1997-98 Activities Related to Three Principles

Principle A: Continued emphasis on productivity, efficiency, and cost effectiveness.


Process Simplification, a business improvement approach emphasizing quality, effectiveness, and efficiency, was begun at the University in 1994. It has served since then as an important tool enabling the University to modify administrative processes to meet the unique needs of faculty, staff, and students. During fiscal year 1997-98, four teams implemented recommendations to improve administrative processes, and several teams proposed recommendations for implementation. The continuing improvements being developed through Process Simplification not only make University activities more efficient, they also provide cost savings that provide additional funds for instructional purposes.
 In addition to the Process Simplification program, other departments within the University continue to improve their productivity, efficiency, and cost effectiveness through their own restructuring activities. This section summarizes the University’s progress since July 1, 1997 in building on accomplishments over the past four years. 


The Direct Deposit team analyzed the processing and distribution of payroll/stipend and earning payments with the goal of creating a more efficient and less labor intensive distribution system. As a result of the team’s work, the University implemented a mandatory direct deposit policy for all new employees.  On October 31, 1997, the University ended the practice of manually distributing earning statements at the department level. These new policies free up staff time across the University equivalent to 5 FTE employees.   


The Travel Reimbursement Policies and Procedures team implemented new travel procedures designed to simplify the travel planning and approval process, produce time savings for both travelers and travel processors, increase departmental accountability, and improve customer satisfaction. A “Travel Workbook” on the World Wide Web provides access to the new forms along with other helpful travel information.
 


The Web-Based Forms team, which is working to eliminate or make more efficient the use of paper forms, made significant progress in placing all non-automated human resources, purchasing, and financial administration paper forms on the World Wide Web. Anticipated benefits of the project include an annual combined savings estimated at $13,000 through the elimination of centrally distributed paper forms. 

Another team made recommendations to implement a new employee orientation process that is more effective and efficient for the University. The new orientation process includes a pre-employment benefits sign-up, an on-going education and training effort within the employing department, and an Employee Welcome and Resource Fair. 


Other Process Simplification accomplishments during the period July 1, 1997 through June 30, 1998 include the following: 

· The University saved $1,399,000 by continuing use of the vendor credit card in 1997-98.

· Representing the largest process simplification initiative to date, the Research Administration team presented its final 19 recommendations for redesigning the University’s research administration process. 

· The Classified Staff Hiring team analyzed the employment process from both the hiring official and applicant’s perspective and recommended improvements designed to increase customer satisfaction and help all involved parties understand the employment process. Other benefits include providing hiring officials an easily accessible pool of qualified applicants to meet departmental needs.

· The Faculty Hiring Business Case team reviewed the faculty recruitment and hiring process and identified several areas for improvements in the areas of technology, communication, and training.

· Initial steps were taken during the year to implement a training framework designed by the Enhanced Employee Training team to integrate all available training resources.

· The Student Enrollment Services Process Owners Group (SESPOG) worked on evaluating core operations in the admissions, bursar, financial aid, and registrar’s areas to improve customer service, streamline transactions, and integrate administrative processes among these units. This group also is assuming initial responsibility for implementing the new summer orientation program for first-year and transfer students.

· An important achievement under decentralization is the authority to manage the maintenance reserve appropriation locally. 

· Delegation of post-appropriation review and approval of non-general fund capital outlay projects and lease approvals was granted in 1996 and extended by the 1998 General Assembly to June 30, 2000.  The University selected seven separate areas in which to measure the impact of the delegated authority. A review of these areas of measurement through June 30, 1998 indicates the following: savings in the procurement of architectural and engineering (A/E) services of $279,000 for the University, and $3,100,000 for the A/E community; construction change order approvals averaged 3 days compared to 25 days for change orders requiring State approval; fire safety reviews averaged over six days faster as compared to those requiring State review; real estate transactions were completed in an average of 75 days as compared to 187 days for those transactions requiring State approval; and 38 instances of locally approved initiatives within the authority of the Higher Education Capital Outlay Manual (HECOM) is estimated to have saved more than $353,000.

· The Medical Center completed a two-year effort to redesign its human resource system under codified autonomy received July 1, 1996. This process includes restructuring the Medical Center's retirement plan and implementing new compensation methodologies that focus less on automatic base salary increases and more on rewarding worker performance and contribution. The new system allows the Medical Center to remain competitive with peer organizations and competitors in the private and public sector by adopting the human resource practices, including more modern compensation practices, necessary to recruit and retain a highly qualified workforce in the delivery of quality patient care. The redesign will result in significant budgetary savings estimated to be several hundred thousand dollars. 

 
Effective July 1, 1998, the University has taken a significant step forward in its continuing commitment to become more productive, efficient, and cost effective through its establishment of the Integrated Systems Project (ISP). ISP will combine Process Simplification with a multi-year effort to replace cumbersome, ineffective, and inefficient administrative information systems. The ISP, which has a full-time director appointed on July 1, 1998, was recommended by a task force that met during spring, 1997. The ISP director reports to the Executive Vice President and Chief Financial Officer. The ISP has three specific major goals:
 

1. Process Simplification and Reengineering -- Simplify policies and procedures, wherever possible, so they are easy to understand and use; replace multi-step, paper intensive processes with simplified processes utilizing electronic forms and other advanced technologies; and make the University’s business practices more efficient and effective.

2. Core Administrative System Integration -- Integrate core administrative systems such as finance, budget, payroll, purchasing, research administration, human resources, and student systems to the maximum extent possible. With an integrated system, data would only have to be entered once, at the source, and it would then become available throughout all core administrative systems. Integrated systems will result in more reliable, accessible and timely information available for decisions at all levels. 

3. Technology Replacement -- Replace existing mainframe computer systems with state-of-the-art, client/server point-and-click systems. Administrative systems at the University today are using old technology that cannot provide the level of user friendliness and flexibility that people can now expect from computer software. Also, current systems were built using programming languages and standards inadequate for the University’s current and future information processing needs.

Principle B: Continued reallocation of resources from administration to instruction and, within instruction, from lower to higher priority programs. 


The University always has recognized its central mission as teaching, research, and service. Administrative support services exist to facilitate that central mission. To this end, an analysis of the results of Process Simplification and other restructuring efforts since their beginning show that expenditures for instruction and academic support have increased significantly more than have expenditures for institutional support. Specifically, from July 1, 1992 to June 30, 1997, total expenditures in the academic division for instruction increased 26.5% (from $139.4 million to $176.3 million) while during the same period institutional support increased by only 22.5% (from $25.3 million to $31.0 million). During the same period, total expenditures for academic support (i.e., libraries, computer support, etc.) increased by 53.5% (from $43.9 million to $67.4 million). The combined increase in total expenditures for instruction and academic support is 33.0% (from $183.3 million to $243.7 million)—an increase that exceeds the increase in expenditures for institutional support by about 60%. Audited figures for the period of July 1, 1997 to June 30, 1998 are not yet available, but we have every expectation that this trend continues.


The University’s strategic plan includes a commitment to move resources from lower priority graduate programs to higher priority undergraduate programs. The table below, by showing the decrease in graduate credit hours taught and the corresponding increase in undergraduate credit hours taught, demonstrates the success the University is having in meeting this commitment. During the period shown on the table, 1994 to the present, while the number of undergraduate credit hours taught increased by 7.7%, the size of the faculty increased by only 2.7%, not including the Schools of Law and Medicine. 

Regular Session Student Credit Hours Taught on Grounds


1994-95
1997-98
Change 
% Change

Undergraduate
344,251
370,886
+26,635
+7.7%

Graduate
109,578
103,317
-6,261
-5.7%

1st Professional
49,350
48,838
-512
-1.0%

Total
503,179
523,040
+19,861
+3.9%


The following are examples of administrative allocations of new funds for instructional purposes made possible by cost savings in other areas during the period July 1, 1997 through June 30, 1998. These examples further demonstrate the high priority the University places on supporting its undergraduate programs, particularly through its emphasis on excellence in undergraduate teaching and the use of computer technology.  

· The University continued its support of a program to support faculty members learning to use computer technology in their teaching (known as the “Teaching-Technology Initiative”). The University provided $235,022 for new awards for this program in 1997-98, an increase of about 10% over awards made in 1996-97.
 

· Beginning in 1996-97, the University made a three-year commitment of sufficient additional funding from private University funds to augment faculty salary increases by an additional 2% per year. In the 1997-98 year, the University provided $1,052,647 (annualized amount: $1,642,020) for this purpose.

· For the past two years, the Vice President and Provost has allocated up to $1 million and 20 additional faculty positions to instruction to support efforts to recruit women and minority faculty members. In 1997-98, $765,863 actually was expended for this purpose. For 1998-99, $1,023,300 has been reserved to provide ongoing salary support to 23 minority and female faculty members. Additionally, $75,000 is available annually to help offset recruitment expenses for prospective minority faculty members.

· The Provost has made a commitment to the Faculty Senate to fund at an annual level of $100,000 an initiative that allocates grants of $1,000 to $5,000 to individual faculty members for improving the evaluation of teaching, the development of teaching skills among faculty and TAs, and incentives for excellent teaching. The first grants were made during the 1997-98 school year. Emphasis is given to undergraduate teaching, while not excluding projects aimed at improving graduate teaching. This initiative offers an unprecedented opportunity to improve teaching in all its manifestations at the University. Each spring, a forum organized by the Teaching Resource Center gives participants in this program an opportunity to share their successes with colleagues throughout the University.

· In the 1997-98 school year, with the expiration of a grant from the Hewlett Foundation, the University administration provided $130,000 to support the Freshmen Seminars, a program in which senior professors teach first and second-year undergraduates in small seminars. With an average enrollment of 13 students in each seminar, the purpose of the Freshmen Seminars is to provide students with an opportunity for a small class setting in which they can get to know a senior professor well. About 80 sections of the Freshman Seminars were taught in 1997-98, serving more than 1,000 undergraduates.

· The University continued in 1997-98 to provide increased levels of support for the Teaching Resource Center (TRC), the University’s program that provides assistance to faculty and teaching assistants to improve their teaching. In 1997-98 the budget for the TRC was increased by 12% to provide for an additional staff position as well as for continued support of the TRC’s activities.
 

· Again in 1997-98, as it has done for the past several years, the University of Virginia Bookstore contributed the sum of $250,000 to an “Endowment for Excellence.” The President of the University awards income from this endowment to support various aspects of the academic program. In 1997-98, the funds were used for student scholarships.

Principle C: Use of assessment to measure change and demonstrate the results of the institution’s activities.

 
The University’s Assessment Program in 1997-98 consisted of the following activities:                  

·  Program Review

·  Longitudinal Study of Undergraduate Education

·  Longitudinal Study of Student Development

·  Portfolio assessment of College area requirements

Academic Program Review was begun in the 1996-97 academic year to provide a process of assessment and planning for all academic departments and programs. Program Review begins with a two-year process in which each department collaborates with the Office of Institutional 

Assessment and Studies and the Shannon Center for Advanced Studies. In the first year, the Office of Institutional Assessment and Studies prepares a departmental profile containing an extensive database of historical program data and results from surveys of undergraduate and 

graduate students, faculty, and undergraduate and graduate alumni of the department or program undergoing review. During the second year, the department or program uses this information to prepare an academic plan for review by the Program Review Committee and an external review committee. The process results in an approved academic plan which the department or program follows until its next Program Review update. In 1997-98 the social science and science/math departments in the College of Arts and Sciences completed the second year of their review, and departmental profiles were prepared for the Schools of Engineering and Commerce. While still relatively new, and while it has become a very major undertaking, Program Review already has had an important impact on the assessment and planning process within the academic program. Departments and administrative officials are better informed about aspects of the academic program. In addition, the assessment reports and academic plans have proved to be important for quality assessment and improvement. 


The Longitudinal Study of Undergraduate Education completed its third year assessing the undergraduate class of 1999. In the Longitudinal Study, a cohort of over 500 students is followed from admission to the University to graduation to assess their progress and activities throughout their undergraduate years. The Longitudinal Study has had a significant influence on a number of undergraduate activities, including improvement of academic advising. A new academic advising program was instituted in the College of Arts and Sciences this year at least partially as a result of assessment findings. The newly instituted advising program provides for a lower advisor-advisee ratio, more frequent meetings between advisor and advisees, and provisions for more in-depth communications between advisors and advisees. The Course Offering Directory and additional student information are on-line for the first time in fall, 1998, allowing advisors and advisees greater and more immediate information to help them make sound academic decisions. The Longitudinal Study will be tracking student satisfaction with this new approach to academic advising. 


The Assessment Program completed its four-year study of undergraduate student development in 1997-98. In this study a cohort of 350 undergraduates responded to the Student Developmental Task and Lifestyle Inventory (SDTLI) in spring, 1998. The SDTLI, a nationally normed instrument, measures achievement of certain behaviors and attitudes typically expected of college-age students. The sample of fourth-year students at U.Va. scored at or above national norms in each area measured by the SDTLI, including their ability to establish and clarify goals, develop mature interpersonal relationships, exercise academic autonomy, and maintain a healthy lifestyle. Other findings included the following: 

· 80% of current undergraduates gained practical experience while in college directly related to their educational goals through an internship, part-time work, summer job, or similar employment.

· 71% had a mature working relationship with one or more members of the academic community (faculty member, student affairs staff member, or administrator).

· 77% formed a personal relationship or acquaintance with one or more professors.

· 63% had a serious conversation within the past three months with a faculty member concerning something of importance to them.

· 55% had discussed, in-depth, their educational objectives or plans with an academic advisor during the past twelve months.

· 55% had attended a lecture or program in the last 12 months dealing with a serious intellectual subject which was not required for any of their courses.

· 65% made a positive contribution to their community (campus, neighborhood, or hometown) within the past three months.

    
The Office of Institutional Assessment and Studies also completed the third year of a portfolio study of area requirements in the College of Arts and Sciences in 1997-98. This study is an attempt to assess student learning in general education as a result of courses taken to satisfy area requirements. The study consists of a cohort of students keeping portfolios of their work for these courses, the portfolios being reviewed by teams of faculty members, and the faculty members interviewing the students concerned. With one more year remaining in the study, it promises to produce important findings for consideration of the faculty of Arts and Sciences in their ongoing review of general education and area requirements. Results of the study thus far have been provided to the Deans of Arts and Sciences.

Part II

1997-98 Progress and Results in Seven Subject Areas 

Area 1. Workforce Development


The University of Virginia prides itself on the accomplishments of its graduates in industry, government, and other levels of society.  Educating students to be productive and contributing members of society has long been a valued tradition at U.Va.  This section details the ways in which the University has demonstrated its commitment to this tradition during the past year and summarizes the institution’s response to recommendations in two 1997 reports by the Council on Higher Education: (1) “Study of the Demand for Computer Scientists, Engineers, and Other Technologically Skilled Workers in Virginia;” and (2) “Guidelines for Technology in the Commonwealth’s State-Approved Teacher-Education Programs.”

Training Students to be Technologically Competent


Technological competency is a vital asset for the graduating student preparing to enter the workforce. Such competency may be nurtured in a variety of ways. Although the University does not require that every student take a course in computer science, the number of students doing so has risen considerably in recent years. In 1997-98, there were 3,410 enrollments in computer science courses compared to 2,994 in 1996-97, an increase of 14%. In 1997-98, 283 students majored in computer science compared to 232 in 1996-97, an increase of 22%. The total number of degrees conferred in computer science increased in 1997-98 by 9%. In 1997-98 there were 61 computer science degrees awarded (39 B.A., 15 M.A., and 7 Ph.D.) compared to 56 degrees in 1996-97 (30 B.A., 20 M.A., and 6 Ph.D.). 



As a result of increased student interest in computer science, the University planned this year to seek funding to implement a new course for undergraduates designed to provide students with 

foundational skills to succeed as students and as employees upon entrance into the workforce. While technology was once thought to be useful only to specialists, now it is recognized as essential to productive employees in many academic fields and types of businesses and industry.  While the funding was not approved for 1998-99, the University expects to re-submit the request for the 2000-2002 biennium.  A current computer literacy course that is offered for non-computer science majors will serve as a point of departure for the new course.  However, the new course will incorporate methodologies and techniques relevant for research in different disciplines.  Three-quarters of the course will be dedicated to core technical issues (identical across the disciplines) and one quarter will be specific to students in history, English, biology, and other disciplines.  Based on the level of interest in an existing computer literacy course, as well as in computer science generally, the University anticipates that several sections of the new course will be necessary to meet student demand. The three-credit course will be academically rigorous, taught in two large lecture sections plus one small recitation section weekly with a maximum of 20 students in each section. The course may be offered on a pilot basis, if funding is approved, for two years.  There is a possibility that the course might be required of all undergraduates at some future date.  


Student enrollments in the School of Engineering also increased in 1997-98, primarily because of an unusually large first-year class. The number of Engineering undergraduates increased from 1,735 in 1996-97 to 1,793 in 1997-98, an increase of 3%. The number of undergraduate Engineering degrees conferred increased from 331 in 1996-97 to 336 in 1997-98. Graduate enrollment in Engineering declined slightly in 1997-98. 


The University continues its commitment to the Commonwealth Televised Graduate Engineering Program offered by the School of Engineering in cooperation with the Division of Continuing Education. Engineering degree programs are offered in several in-state and out-of-state locations. Total enrollment in the program remained approximately the same in 1997-98 (558 students) as in 1996-97 (565 students). From 1983 to 1998, the total number of engineering degrees awarded has been 566. In the 1997-98 alone, 52 engineering degrees were awarded through this program. 


The University’s Division of Continuing Education has begun a new certificate program at its Northern Virginia Center in Falls Church to meet the training needs of the next wave of technology leaders.  The “Technology Leadership Certificate Program” is a one-year program with a curriculum designed by an advisory board composed of representatives from Lockheed Martin, SAIC, EDS, NASA, U.S. Department of Treasury, and other industry leaders.  The program uses a team-management approach and emphasizes problem-solving and decision-making skills. In addition, each course includes a work-based project. Instruction in the program is focused on the specific needs of the technology industry in Northern Virginia.  Course work in the program can be tailored to an organization’s specific needs and schedule, and contracts can be arranged for individual classes or the entire certificate program. 


The University commends the recognition contained in the Council’s report entitled, “Study of the Demand for Computer Scientists, Engineers, and Other Technologically Skilled Workers in Virginia,” that students can be technologically competent (i.e., “computer literate”) and able to fulfill the needs of a technologically centered workforce without majoring in computer science and engineering. Rather than adopt a series of core requirements for technological competency and literacy, the University has adopted a less centralized response allowing technology to infuse the broader curriculum as a natural outgrowth of the academic nature of each discipline. Through its commitment to intensive faculty development in instructional technology, physical improvements to classrooms and labs, user-training programs, electronic centers in the library, and infrastructure enhancements, the University has achieved considerable progress in infusing the entire curriculum with technology.   


In this connection, the University believes its students become technologically competent through a variety of approaches. One of the most important of these is the use of instructional technology by faculty in their teaching. In surveys conducted as part of Academic Program Review, it was found that 73% of faculty in the School of Engineering and Applied Science use computer-based instructional technology in their teaching. In the School of Commerce, 75% of faculty report use of computer-based instructional technology in their teaching. In the Social Science and Science/Math departments of the College of Arts and Sciences, 51% of faculty use of computer-based instructional technology in their teaching.


In a survey conducted in 1997-98 of the student body by the University’s Center for Survey Research for the Department of Information Technology and Communication, students were asked to rate themselves on a 1 to 5 scale of computer competence (with 1 being the lowest and 5 the highest rating). The mean rating for undergraduates in all of U.Va.’s undergraduate schools was 3.17. For students enrolled in U.Va.’s graduate and professional schools, the mean rating was 3.27. 


This same survey asked both undergraduate and graduate students how and how much they used computers during the 1997-98 academic year. The table of survey results below shows that a large percentage of U.Va students are committed to technological competence and are receiving significant experience in using computer technology. 


In addition to fostering competency in the use of computer technology among students, the University continues to believe that the overall general education skills students obtain while enrolled at the University contribute significantly to the development of a competent workforce. In 1997, the National Association of Colleges and Employers (NACE) conducted a survey of employers to determine skills they would most like to see in college graduates they hire.
 The list of top 10 most desired skills is shown in the table opposite with the mean score each received on an importance scale of 1 to 5, with 5 being most important.


The survey also asked employers to suggest curriculum changes that would better prepare students for the work force. The respondents’ top suggestion was to help students become better writers, better speakers, and better communicators. Employers reported that they prize candidates with integrity, motivation, and communication skills. Moreover, survey respondents said whether they are looking for computer programmers, retail managers, or accountants, they want entry level candidates with proven “people” skills.


University assessment results show that U.Va. is successful in helping its students attain these skills. A survey of alumni of U.Va.’s undergraduate classes of 1982, 1987, and 1992 found that alumni said their “personal qualities” were the single most important factor in enabling them to obtain their first jobs. Evidently, the graduates obtain fairly good jobs as well since the data suggest they do not change positions often. This survey found that U.Va. alumni 10 years after graduation had held a mean of 2.9 jobs, those 5 years after graduation had held a mean of 2.0 jobs, and alumni 2 years after graduation, 1.2 jobs.

Training Future Teachers in Instructional Technology


Technological competency is particularly essential for those students who, upon graduation, will enter the workforce as elementary and secondary teachers. The Curry School of Education is a nationally recognized leader in preparing future elementary and secondary teachers in the technology area. During the past year, the School was selected for case studies on best practices of the integration of technology in teacher education by the American Association of Colleges for Teacher Education (AACTE) and by the International Society for Technology in Education (ISTE). In addition, the Curry School was the recipient of the first annual AACTE Innovative Use of Technology Award. This award was developed to recognize teacher education institutions that model the innovative use of technology for others in the profession.


In summer, 1997 a cross-disciplinary institute, the Curry Center for Technology and Teacher Education, was established to build upon the foundation of prior informal relationships and collaboration among Curry faculty working in the area of technology and teacher education. The Center includes collaborating faculty drawn from several disciplines, including educational technology, teacher education, and policy studies. Center faculty and affiliated graduate students are developing educational materials and software to prepare pre-service and in-service teachers to use technology to enhance and extend students’ learning. This development is taking place in the context of graduate seminars and courses. These products are being field tested and evaluated in courses in the Curry five-year teacher education program and in neighboring K-12 schools.


Center faculty and students are also in the process of developing an infrastructure to facilitate these development efforts. With internal and external support, the Collaborative E-Learning Laboratory (CEL) was established on the top floor of Lambeth House, a building adjacent to the Curry School. This lab will also be used to explore how collaborative classes can be conducted. Collaborating classes will permit instructors from different universities to pool resources to create a richer experience for future teachers. Experimentation to determine an effective mix of audio and video technologies to support such collaborations will begin during the fall 1998 semester.

Area 2: Technological Competence of Graduates


As indicated in the previous section on workforce development (pp. 7-10), a number of measurements suggest that technological competence among U.Va graduates is quite high and likely will increase even more in the years ahead. These measurements include large and increasing student enrollments in computer science and computer-related courses, heavy student computer use, and plans for a new University-wide course, possibly required, that would provide even more students with formal opportunities to learn technological competence. This section provides additional detail relative to current and future student and graduate technological competence, including faculty use of instructional technology in the classroom, student use of computers, students’ evaluation of their competence in this area, and alumni data related to computer skills and use.

Teaching and Classroom Computer Technology


Surveys for Academic Program Review have found that substantial numbers of faculty members report the use of computer technology in their classes, an indication that students are being increasingly involved in the use of this technology in their academic work.


In a survey of faculty in the School of Engineering and Applied Science conducted as part of the Academic Program Review process, 73% of faculty said they had used computer-based instructional technology in teaching. Fifty percent had distributed course materials electronically, 46% had developed class home pages, 44% used computer-based presentations, and 29% held class in specially equipped classrooms. A similar survey of School of Commerce faculty revealed that 75% used computer-based instructional technology in teaching. Of those commerce faculty members, 49% distributed course materials electronically, 20% developed class home pages, and 14% held class in specially equipped classrooms. In another survey of social science and science/mathematics departments in U.Va.'s College of Arts and Sciences, 51% of the faculty said they had used computer-based instructional technology in teaching. Of those who had used such technology, 84% believed it improved the quality of their teaching, and 74% believed it helped their students learn more.


Data from the Department of Information Technology and Communication show that approximately 600 course sections offered by the University now have components on the World Wide Web. Those components range from simple course syllabi to sophisticated Web-based applications tailor-made to help communicate the primary content of individual courses. Nearly 300 course sections use class-specific newsgroups as a means of promoting communication between instructors and students and between the students in the class themselves.


The University has invested substantial resources to provide the facilities necessary to support the integration of learning and technology. University-supported computer labs are located in all academic areas and in a number of student dorms. The labs were upgraded in 1996 with new PC and Apple Macintosh computers. The University has completed a five-year program to provide modern, high-speed data network connections by fiber-optic cable to all buildings on Central and North Grounds, and by wire within all other buildings. In addition, the University has increased the number of enhanced technology classrooms from 11 in 1997-98 to 13 in 1998-99, with 17 more such classrooms scheduled to be completed before 2001. In 1997-98, there were more than 10,250 course registrations for classes held in the 11 technologically equipped classrooms.


The University Library contains six digital centers, which together comprise one of the finest digital libraries in the world. The Electronic Text Center led the way for creation and dissemination of digital text and has become the model for such centers throughout the world. In recognition of this, the centers will host the premier gathering of computing humanists in summer, 1999. The centers have received grants from the Mellon Foundation, the Getty Institute, IBM, and the National Endowment for the Humanities. The archives and interfaces created by the centers are provided free to Virginia’s Virtual Library (VIVA), thus spreading this important new technology throughout the Commonwealth.

Student Use of Computers

As reported in the section of this report concerned with workforce development [See table on p. 8], assessment data shows that 85 to 88% of U.Va. students, both undergraduate and graduate, own their own computers and use them extensively. These data tell us that a substantial percentage of U.Va. students use computers for their class work and in their personal lives. The large numbers of students who own and use their own computers are indicators of high technological competence.


With each passing year, more of the basic information for being a U.Va. student is available for student (and public) use on the world-wide web. University catalogs now are on line. Also on line is the University Course Offering Directory, which provides immediate information about all courses offered, including course availability, during the registration process. All University library catalogs, including periodical listings, have been available electronically for several years. Beginning in 1997-98, correspondence between the libraries and students concerning overdue notices and other matters were placed on line as well. The Yahoo! Internet Life magazine ranked the University, along with Virginia Tech, among the 16 “most wired” institutions in the nation.

Student Estimates of Their Own Technological Competence

Several assessment activities have provided information on student estimates of their own technological competence. In the longitudinal study of the class of 1999, 85% of first-year students reported their familiarity with using computers was stronger at the end of their first year than at the beginning. Likewise, 72% of second-year students reported their familiarity with using computers was stronger at the end of their second year than at the beginning of their second year. Thirty-eight percent of second-year students said they would rank their own computer skills as “above average” when compared to all other students. Nearly 13% of second-year undergraduates rated themselves in the top 10% of all students in computer skills. In a survey in spring, 1998 of graduating seniors of the School of Engineering, 38% ranked themselves in the top 10% of their class in their computer skills, while 84% ranked themselves “above average.”


Another survey, conducted annually for the past several years by the University’s Center for Survey Research, has asked students, both undergraduate and graduate, and faculty about their computer skills. The survey asked respondents to rate themselves on their computer competence and technology on a 1-5 scale with 1 being the lowest rating and 5 being the highest rating. The table below shows the mean responses for both students and faculty. Significantly both students and faculty report an increase in their confidence in their own computer skills from 1995-96 to 1997-98. 

Mean Self Ratings of Computer Competence and Experience
Year
Faculty
Undergraduates
Graduate Students

1995-96
3.02
2.82
3.19

1996-97
3.01
2.94
3.14

1997-98
3.23
3.17
3.27

Alumni Survey Responses

The University conducts a number of ongoing surveys of alumni as part of its assessment activities to determine the extent to which graduates are benefiting from their U.Va. education. All of these surveys find very high satisfaction rates (over 90% satisfied or very satisfied) among alumni with their U.Va. educational experiences and with their lives overall. U.Va. alumni also reported very high satisfaction rates with their jobs and with their incomes. Indeed, the studies found that U.Va. alumni have much higher incomes than the overall U.S. population, even when controlling for educational level. These findings indicate that U.Va. graduates have the skills and abilities to fill needs of the workplace, and that evidently they fill these positions extremely well.


A survey conducted in 1992 of graduates two, five, and ten years out found that 15% of graduates from those three years were employed directly in computer-related occupations. This figure does not include graduates who were employed in other occupations in which some level of computer use also would be assumed, such as lawyers, doctors, professors, health care workers, and business or office administrators. This same survey found that 31% of alumni in these three classes reported their U.Va. educations were “very important” in helping them learn to use computer technology. Another 43% said their U.Va. education was “somewhat important” to their achieving that goal.


While the data above is for graduates of some years ago, the University currently is conducting alumni surveys of recent graduates through Academic Program Review. While complete data from these surveys is not yet available for this report, another indicator of the technological competence of U.Va. graduates is that over 90% of recent graduates who responded to a survey returned their surveys on a computer disk. Fewer than 10% of alumni use a paper copy of the survey instrument in our most recent survey. This finding suggests that computer use is widespread among U.Va. graduates, regardless of their major field of study, and that their technological competence is quite high.

Area 3: General Education 


Each of the undergraduate schools of the University
 has its own curriculum, including general education and other course requirements. The faculty of each of the undergraduate schools has jurisdiction over the curriculum and academic requirements for their respective school. This section focuses on the general education requirements and outcomes for students in the College of Arts and Sciences, the University’s liberal arts and sciences college and also the University’s largest undergraduate college. Of the 12,296 undergraduates enrolled at the University in fall, 1997, 9,164, or approximately 75%, were enrolled in the College of Arts and Sciences. Students enrolled in the other four undergraduate colleges also take many of their liberal arts and sciences general education requirements or electives in the College of Arts and Sciences.

Requirements for General Education


The curriculum requirements for undergraduates enrolled in the College of Arts and Sciences balance student responsibility with faculty guidance. Students meet each semester with an assigned academic advisor to discuss course selections and other academic as well as non-academic issues. Working together, students and advisors devise individual courses of study that combine (1) broad acquaintance with the liberal arts and sciences with (2) opportunity for intellectual growth, through exploration of unfamiliar parts of the diverse academic offerings of the University, and (3) a requirement for significant depth of knowledge and skill in at least one scholarly discipline. The faculty of the College regard the entire curriculum as offering students a broad, general education within the framework of 120 credit hours required for the bachelors degree. 


The three substantive components of the College degree take the form of (a) area requirements (which include required competencies in writing and foreign languages and courses in the traditional areas of humanities, social sciences, and natural sciences and mathematics as well as courses in the areas of non-western perspectives and historical studies)
; (b) electives (with the opportunity to include a limited number of courses in schools other than Arts and Sciences); and (c) the major.


These requirements demonstrate the faculty's underlying commitment to balance within the overall context of general liberal education. This commitment is consistent with the broad mission of the University and with the position of the College as the Jeffersonian center of the institution around which the professional schools, graduate and undergraduate, are arrayed and within which students may pursue a variety of educational strategies.


The area requirements component of the curriculum comprises a maximum of about 50 of the 120 total credit hours required for graduation. Because many undergraduates enter the College with high test scores, advanced placement courses from high school, and/or skill competencies established in other ways such as through placement tests offered by the University, some students are not required to complete the maximum number of 50 credit hours. However, these students graduate with the full complement of knowledge that the general education sequence requires even though they may have attained some of that knowledge in ways other than taking courses while enrolled at the University. Students entering the College with lower skill levels must commit more of their time to the basic requirements than do those students with prior competencies in order to graduate with the degree qualifications established by the faculty. The faculty's commitment to balance among the several described components of its degree in Arts and Sciences has remained constant as the University has changed and grown since 1969-70 (with the addition of significant numbers of women and minority students). The structure of the curriculum represents the faculty’s commitment to the kinds of knowledge, habits of mind, and skills that the College wishes to impart to graduates headed toward positions of responsible leadership in the society of the twenty-first century. 


The faculty is committed to students taking courses to satisfy area or general education requirements that are as rigorous as all other courses. The faculty has not, therefore, authorized special general education versions of subjects taught. The curriculum is rigorous in that both majors and non-majors take the same courses. This position is consistent with the distinctive ability of the University of Virginia to offer undergraduate education in the context of a leading research university, with teaching that emphasizes dissemination of the most current knowledge available. An underlying outcome of the area requirements is thus to acquaint students with a substantial portion of the full range of subjects taught in the College, at demanding levels of intensity, so as to enable realistic, informed choices of major fields and, eventually, of careers. This approach to general education is undoubtedly successful at the University in large part because of the quality of the undergraduates. The faculty believes that undergraduates with SAT scores of 1220-1370 (middle 50% of enrollees) need to be encouraged to make independent choices, to plan within an umbrella structure, and to learn from their mistakes. On the whole, students obviously do very well, leading to the University's 1997 ranking as the top public institution in the country and among the top 25 of all public and private institutions. 

Assessing General Education
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Most Important Goals

Mean 

Response*

Percent "Very 

Important"

1. Learn to think analytically and logically

1.54

58%

2. Learn to write clearly and effectively

1.41

51%

3. Gain knowledge and skills for a career

1.41

51%

4. Gain a broad, general education

1.71

74%

5. Learn to get along with different kinds of people

1.31

44%

6. Gain self confidence

1.35

46%

7. Learn to speak clearly and effectively

1.25

42%

8. Acquire knowledge to use computers

1.05

31%

9. Learn Science & Scientific Method

1.23

38%

10. Enchance my Creative Abilities

1.1

32%



The University assesses the success of area requirements in several ways. A recent alumni survey conducted by the Office of Institutional Assessment and Studies asked alumni and alumnae to rate the importance of their undergraduate experiences in achieving their most important goals. The results are shown in the table on this page. 

   
This table shows not only that U.Va. undergraduates have clearly articulated general education goals, but also that they feel their U.Va. experiences helped them achieve those goals. The responses to Item # 4 in this table, “gain a broad, general education,” is especially significant. Note that 74% of respondents stated their U.Va. education was “very important” in their achieving this goal. Moreover, the mean response rate for this item, 1.71, is the largest such response on the table. 


The University also uses employment data to evaluate the success of overall education, general as well as within the major. In 1997, the University of Virginia conducted a follow-up study for SCHEV and DPB of alumni and alumnae who had graduated between July 1, 1993 and June 30, 1994.  Overall, only 4% of U.Va. graduates two years out reported that they were involuntarily unemployed. Moreover, 84% of graduates reported that their U.Va. education had prepared them well for their jobs. Other surveys of U.Va. alumni and alumnae indicate that approximately 65% of baccalaureate graduates receive a graduate or professional degree within ten years of receiving their undergraduate degrees, evidence of sound preparation at the undergraduate level. Finally, an alumni survey conducted in 1992 of the undergraduate classes of 1982, 1987, and 1990 found a very high satisfaction rate. These alumni rated their satisfaction with “education outside the major” at a mean level of 3.95 on a 5.0 scale. 


As described in the previous section on the University’s assessment programs, the Office of Institutional Assessment and Studies has completed the third year of a portfolio study of area requirements. This study is an attempt to assess student learning in general education as a result of courses taken to satisfy area requirements. The study consists of a cohort of students keeping portfolios of their work for these courses, the portfolios being reviewed by teams of faculty members, and the faculty members interviewing the students concerned. With one more year remaining in this study, it promises to produce important findings for consideration of the faculty of Arts and Sciences in their ongoing review of general education and area requirements. A report on findings of the study thus far has been provided to the Deans of Arts and Sciences.
 


The following is a detailed description of current competency and area requirements for the College of Arts and Sciences. 

Competency Requirements

 
Composition (3 credits, or exemption) ENWR 101 is required during the first year unless exempted. Students may be exempted upon recommendation or a score of at least 720 on the SAT II Writing Test. Second Writing Requirement (typically a 3-credit course). Students must complete in any department in the College an additional course whose written work meets the criteria for this requirement. There are no exceptions to the second writing requirement. Courses elected under this heading may also be counted toward completion of other segments of the area requirements, as well as toward a major or minor. 

 
Foreign Language (0-14 credits, through the 202 level; 201 for B.S. in Chemistry; or exemption, depending on previous work) Placement in a language sequence is by SAT II Subject Test score and departmental recommendation. Students are exempt who scored 660 or above on an SAT II Subject Test in French; scored 650 or above on an SAT II Subject Test in German, Italian, Latin, or Spanish; scored 640 or above on an SAT II Subject Test in Chinese or Japanese; or scored 560 or above on an SAT II Subject Test in Hebrew. Once placement occurs, the foreign language requirement is fulfilled by the completion of each course in sequence (no skipping). Credit for introductory language courses is disallowed if it duplicates foreign language credits offered for admission to the College. 

Area Requirements

 
Natural Science and Mathematics (12 credits) A student must pass twelve hours of natural science and/or mathematics courses (exception MATH 100 and MATH 103) from at least two departments. Students are strongly encouraged to include courses in mathematics, the physical sciences, and the biological sciences. These courses may be chosen from the departments of Astronomy, Biology, Chemistry, Environmental Sciences, Mathematics, Physics, and Statistics. Courses taken for this requirement may count also toward one other area requirement. 

 
Social Sciences (6 credits) A student must pass a minimum of two courses (three or more credits each) from the departments of Anthropology, Economics, Government and Foreign Affairs (except GFPT), Psychology, and Sociology, or from the programs in Afro-American and African Studies (AAS), Linguistics (200-level or above), and Women's Studies (WMST). Courses taken for this requirement may count also toward one other area requirement. 

 
Humanities (6 credits) A student must pass a minimum of one course (three or more credits each) from two of the following three groups of departments and programs: 

  
Literature -- Classics, Comparative Literature, English (except ENWR 100 and 101), and foreign literature (Asian and Middle Eastern Languages and Cultures, French, German, Slavic Languages and Literatures, and Spanish, Italian, and Portuguese courses in translation and all courses above the 202 level). 

 
Fine Arts -- Art (and Art History), Drama, Music, and Architectural History courses AR H 100, AR H 101, AR H102, AR H 150, and AR H 203. 

 
Moral, Philosophical, and Religious Perspectives -- GFPT, Philosophy, and Religious Studies. Courses taken for this requirement may count also toward one other area requirement. 

 
Historical Studies (3 credits) A student must pass a minimum of one course (of at least three credits) from the Department of History or a course from another department that is substantially historical, as recognized by the faculty. Courses taken for this requirement may count also toward one other area requirement. 

 
Non-Western Perspectives (3 credits) A student must pass a minimum of one course (of at least three credits), from any department, among those recognized by the faculty as dealing substantively with a culture other than the Western cultural heritage, including minority sub-cultures in the West. Courses taken for this requirement may count also toward one other area requirement.

Area 4: Post-Tenure Review


There is a significant amount of performance evaluation of faculty of the University of Virginia. Students evaluate all courses, authorities in the field evaluate research and scholarship, and review panels of specialists judge grant proposals. In addition, rigorous reviews are required for awards of tenure or promotion at the University. Further, in 1995, the Faculty Senate passed a resolution that requires additional faculty evaluation at all levels, including post-tenure review. The relevant portion of the resolution is as follows:

“All faculty members, in all stages of their careers, should undergo rigorous, consequential, and documented annual performance evaluations . . . In the event that improvements in performance are necessary, the faculty member and his or her supervisor should work out an appropriate response . . . Subsequent annual reviews should monitor the process.”

Summary of the Overall University Policy


Following the resolution adopted by the Faculty Senate, the University adopted an overall policy requiring annual performance reviews of all faculty members.
  The dean, department chair, or unit head conducts an annual performance review of all faculty members. This review includes student evaluations of each course taught, supplemented in appropriate cases by teaching portfolios, peer attendance of classes, or other measures of teaching performance. As part of this review, each faculty member must submit an annual report in a prescribed format that summarizes teaching, research, service, and outside consulting activities for the reporting period as well as other information deemed relevant by the provost, dean, department chair, or unit head.


This annual review provides an occasion for self-evaluation and reassessment of the role a faculty member is playing, which may evolve significantly during the course of a career. It is an opportunity to acknowledge and recognize good work, point out areas for improvement, and, in a few cases, identify productive new uses of a faculty member's talents. 


A clear link between annual performance reviews and faculty rewards is expected. In the event that improvements in performance are necessary, the faculty member and her or his supervisor should develop an appropriate response. In the event of more serious deficiencies that render the faculty member's performance unacceptable in one or more respects, the supervisor should take measured steps to require that performance be brought to an acceptable level within a prescribed period of time or, if performance does not improve to an acceptable level, appropriate sanctions should be imposed in accordance with procedures outlined below.


It is the responsibility of each school or unit to publish written policies describing how these requirements will be implemented and of each dean or unit head to ensure that they are implemented in a meaningful manner. Each college or school has a copy of their Faculty Performance Review Policy on file in the Provost's office. For example, the policy of the largest college, the College and Graduate School of Arts and Sciences, requires that each department chair assign a rating of “excellent,” “very good,” “good,” “fair,” or “poor” in the three categories of teaching, research, and service. The department chair then meets annually with the Dean and Associate Deans of the College to review the chair's salary recommendations in light of the faculty members' performance ratings. If a faculty member shows a pattern over time of only “fair” or “poor” performance in one or more categories, a specific action is taken - the extent of the action dependent on the severity of the deficiency. It can range from asking the faculty member to work with the chair on reassignment of duties to improve productivity; seek training or mentoring to improve teaching or research; and/or to prepare for the Dean a written plan for improved performance. In cases of persistent deficiency, a formal review by an Ad Hoc committee may be undertaken. Recommendations from such a committee can range from reprimand to dismissal.


Each year, the deans, in their annual reports to the Provost, identify how many cases of “action” have been taken during the previous year, and the results of those actions. In the academic year 1996-97, the annual performance reviews resulted in at least 60 “actions taken,” including thirty-eight targeted discussions between the faculty member and dean about deficiencies in performance, the development of eight individual faculty improvement plans, and thirteen negotiated separations or retirements. In the academic year 1997-98, twenty more cases were added as needing targeted discussion. Looking at this sum of fifty-eight cases for the two years, the current results are as follows: nineteen faculty (as a result of their performance evaluations) have retired or have retirement agreements currently in effect; seven other faculty have resigned or have not been re-appointed; eight faculty are still under (or are newly under) formal performance plan reviews; twenty faculty are being monitored by their chairs for specific performance issues; and four faculty (originally targeted last year) have now been reviewed as performing in a satisfactory manner. 

Merit Pay 


It is the policy of the University to award salary increases for faculty members based on merit. Annual performance reviews are timed so that the information collected can be used, in addition to other available information, in setting annual salaries.

Sanctions for Unacceptable Performance 


In cases where the annual review reveals unacceptable performance in any area of the faculty member's responsibility, the dean, department chair, or unit head meets individually with the faculty member to discuss appropriate remedial measures and actively monitors the situation during the ensuing academic year and in subsequent annual reviews. In cases that are difficult to evaluate, the dean, department chair, or unit head may choose to appoint a peer review committee to conduct an in-depth review of the faculty member's performance and, if the review warrants, to recommend appropriate remedial action. If a peer review committee is appointed, it should include representation from a field, department, or school other than the one to which the affected faculty member is assigned. It may include representation from another university. In all cases of unacceptable performance, it is the responsibility of the department chair to keep the dean informed (and of the dean or unit head to keep the provost to whom she or he reports informed) of the nature of the deficiency, any proposed remedial action, and the results of subsequent monitoring.


Depending on the context and the severity and duration of the unacceptable performance appropriate remedial action may include the development of an agreed-upon work plan, a reassignment of duties and responsibilities, written notice that performance in named respects must be improved, or other actions designed to improve the faculty member's performance within a prescribed period of time. In more extreme cases where the unacceptable performance has not been or is not likely to be corrected by such action, the faculty member may be suspended or terminated from University employment.


Termination of a faculty member's employment before the end of a specified term or after a faculty member has been granted tenure is rare, but possible. It can occur if the University faces financial stringency. Or it can occur for adequate cause revealed by the faculty performance review process or in other situations where adequate cause exists.


Suspension of a faculty member from University employment is also available as a sanction for unacceptable performance disclosed as part of the faculty performance review process or as a disciplinary sanction for a serious breach of University policy.


Restoration of employment following a suspension will occur if and when the faculty member can demonstrate that the cause of the suspension has been addressed and the behavior leading to the suspension is not likely to be continued. A suspended faculty member may be terminated from University employment if the criteria for “adequate cause” listed in the section entitled “Termination of University Employment” have been met.


The University's policy does not contain any specific time limit (in terms of number of years) governing when a faculty member would be subject to dismissal if performance did not improve. This is deliberate. Such a limit is likely to become an entitlement--that is, rather than assure that someone who deserves it is dismissed by at least a certain period of time, it can prevent timely dismissal of persons who should be dismissed before the limit expires. The system is designed to be flexible. Deans and department chairs are expected to continue to react contextually to the variety of situations that will present themselves. Experience with the policy in the two years in which it has been formally in effect seems to bear out this expectation. The policy seems to be working as intended.

Area 5: Minimizing the Cost of Education


At the University of Virginia there remains a continued emphasis on providing a quality education at a good economic value. During the 1990s there has been increased scrutiny placed on the cost of higher education, both nationally and in the Commonwealth. In 1997, the National Commission on the Cost of Higher Education was established to address concerns and questions from the national arena. In 1998, concerns are evident at the state level, as Gov. James Gilmore created the Blue Ribbon Commission on Higher Education, and the General Assembly formed the Joint Subcommittee Studying Higher Education Funding.


The National Commission on the Cost of Higher Education’s report entitled Straight Talk About College Costs and Prices defines several terms that are helpful in discussing the price and cost of higher education. Cost is defined as the amount of money required to provide higher education or the amount incurred by the institution in the provision of higher education. Price is defined as the tuition, fees, and other expenses that students and families actually pay. At the University of Virginia, the price of education has remained value-priced, while costs of education have been managed with a commitment to reengineering administrative structures and operations and by increased reliance on private support to fund the margin of excellence.

The Price of Education to Students


The price of education at the University of Virginia remains a relative bargain when compared with national universities of similar academic standing. After reviewing selectivity and cost factors, Kiplinger’s Personal Finance Magazine selected the University as the second-best value among the nation’s state universities in its September, 1998 issue. Additionally, the University again was ranked in the top ten among all universities for Best Value-Sticker Price in the 1999 U.S. News & World Report rankings. Excluding U.Va., the average tuition (including out-of-state tuition and fees for the other two public institutions included in the top 25) for the top 25 universities in 1998-99 was $21,278. U.Va.’s 1998-99 out-of-state tuition and fees were $15,814. If the out-of-state sticker price is considered a best value, in-state tuition and fees provide an even greater value at $4,866. Such recognition is further evidence of the University’s commitment to provide a quality education at a reasonable price.


Increases in the price of education for Virginia residents at the University of Virginia have not been as drastic as at other colleges throughout the nation. According to Straight Talk About College Costs and Prices, the sticker price of education increased by 132% nationally between 1987 and 1996. At the University, the sticker price for in-state undergraduates has increased 120% over the same time period. The increase for out-of-state students is approximately 164%, given a conscious effort by the state to reduce the general fund subsidy of out-of-state students. Price, or tuition and fees, for undergraduate in-state students remains considerably lower than the total cost the institution bears. Additionally, discussions of price do not begin to evaluate the many returns on investment received by the institution, society, the Commonwealth, and the student.

The Cost of Education to the Institution


The cost of education at the University of Virginia remains relatively low when compared to the University’s peers. Its standing among the top 25 universities in the nation evidences the University’s efficient use of available resources. Despite having a financial resource ranking of 63rd and a faculty resource ranking of 52nd, the University ranked 22nd overall and tied for 1st among all public institutions in the US News & World Report’s 1999 rankings of America’s best colleges. These figures indicate an institution wisely targeting resources toward those activities and operations that enhance academic quality. According to Straight Talk About College Costs and Prices, the instructional cost of education per student increased by 57% nationally between 1987 and 1996. At the University, the instructional cost of education per student increased 48% over the same time period.


A significant out-of-state enrollment, at 35% of total enrollment, makes the University a truly national university and provides revenue that would otherwise have to come from the general fund. The tuition freeze for in-state undergraduate students has resulted in shifting a greater proportion of the costs of providing education to out-of-state students. In 1997, in-state undergraduate students pay 40% of the cost of education, while out-of-state students pay 133%. The cost-shifting is dramatically illustrated by looking at figures from 1987 when in-state students paid 26% of the cost of education and out-of-state students contributed 74% of the cost of their education. Additionally, the University has been able to capitalize on the competitive strengths of its professional and medical schools by increasing tuition to levels more comparable with their peers. By increasing the tuition of graduate professional and medical schools, the University is able to re-direct its resources towards the costs associated with providing undergraduate education.


The University remains committed to its three-fold mission of providing instruction, research, and service to the citizens of the Commonwealth and the world. While striving to achieve these goals, the University also has implemented and strengthened institutional cost controls in order to manage the increasing cost of providing higher education in today’s market. The University has expanded capacity, educating over 1,000 more undergraduates since 1990 with few additional state funds and increasing use of current facilities. Since 1994-95, University academic departments overall have taught 7.7% more undergraduate credit hours, with only 2.7% more full-time instructional and research faculty, not including the Schools of Law and Medicine.


The University has been extremely proactive in finding ways to minimize costs and maximize the value of services received. Process simplification efforts at the University have focused on decentralizing procedures to improve customer service and reduce costs, resulting in administrative cost savings that have been passed on to improve academic offerings. Decentralization of procedures originally performed at the state level has provided savings in the form of time efficiencies, and U.Va. has obtained greater purchasing power by participating in purchasing cooperatives. The University remains a fiscally strong institution, as only one of three public institutions of higher education awarded the Aa1 bond rating from Moody’s. This rating allows the University to finance capital projects at a lower cost than almost any public university in the nation.


The University has a strong tradition of sharing its facilities and resources with other institutions and agencies, including James Madison University, the Small Business Development Corporation, Clinch Valley College, and the Southwest Virginia Higher Education Center. U.Va. has worked closely with Piedmont Virginia Community College, including development of a part-time adult education degree program that will improve access to local residents. The University continues to use consortia and joint planning arrangements to maximize access to programs otherwise prohibitively expensive to maintain by one institution. Finally, the University is in the midst of a $1 billion campaign to raise private funds to supplement public funds and tuition revenue in providing competitive faculty salaries and increased student financial aid.


The University has been able to maintain successfully the price of an education, including tuition and fees, at a level that earns the institution the national recognition of being a “best value.” And, despite comparatively low resource levels, the University continues to provide an educational quality matched only by the best institutions in the nation. The University will continue to find innovative ways to increase quality and service to its students and to the citizens of the Commonwealth by implementing cost savings measures, including process simplification,  and sharing arrangements.

Area 6: Use of Technology and Results of its Implementation


As the Commission on the Future of Higher Education in Virginia said in its January, 1996 report, “Advanced communications and computing technology…is a major part of both the form and the content of higher education as we know it today.” The commissioners, who couched their report in terms of restructuring efforts underway at all of the institutions, went on to say that “nowhere do we see more opportunities to depart from the old ways and attempt new approaches than in the area of technology.” At the University of Virginia, the commission's words resonated with the philosophies behind many projects then under way or planned. Many have since begun to show important and positive results. This section describes highlights of those results for the 1997-98 year.

Integration of Technology into the Curriculum


Approximately 600 course sections offered by the University now have components on the World Wide Web. Those components range from simple course syllabi to sophisticated web-based applications tailor-made to help present the primary content of individual courses. Nearly 300 of the course sections use class-specific newsgroups as a means of promoting communication among the students and between instructors and students in the class. In 1997-98, there were more than 10,250 course registrations for classes meeting in the 11 classrooms that have been specially equipped under a multi-year program of classroom enhancement.


As reported on the section on “Technological Competence of Graduates” (see p. 10), a survey of faculty in the School of Engineering and Applied Science conducted as part of  academic program review found that 73% of faculty said they had used computer-based instructional technology in teaching. Half of those faculty members had distributed course materials electronically, 46% had developed class home pages, 44% used computer-based presentations, and 29% held class in specially equipped classrooms. A similar survey of School of Commerce faculty revealed that 75% used computer-based instructional technology in teaching. Half of those distributed course materials electronically, 20% developed class home pages, and 14% held class in specially equipped classrooms.


In another survey of social science and science/mathematics departments in U.Va.'s College of Arts and Sciences, 51% of the faculty said they had used computer-based instructional technology in teaching. Of those who had used such technology, 84% believed it improved the quality of their teaching, and 74% believed it had helped their students learn more. Some of the surveyed faculty remain reluctant to use technology, citing among their primary reasons a lack of appropriate fit between technology tools and their subject matter, the “off-academic-discipline” time required to become technologically proficient, and the intimidation they feel when confronting the rapidly changing and complex world of sophisticated computer use (as it appears to them).


The University traces a substantial part of the increased use of technology in teaching to the Teaching and Technology Initiative (TTI), a program the University established three years ago. The TTI is a partnership between the Office of the Vice President and Provost and the Office of the Vice President and Chief Information Officer. The program provides assistance to a core group of faculty, chosen through a yearly proposal process, who are interested in developing new computer-based methods for teaching and learning. Designed precisely to help faculty overcome impediments to incorporating information technology into their teaching (especially of undergraduates), the program has sponsored twelve fellows each year for the three years of its existence. It provides fellows with resources for educational innovation: time, technical support, access to new teaching technologies, software to create multimedia tools, and hardware for development and presentation of materials. After a year of support to develop new approaches to their courses, the fellows often return to the classroom with a very different approach to course materials and instruction, a difference that is being noticed by students. The TTI already has earned both national and international notice. In 1998, staff and faculty fellows were invited to the National Learning Infrastructure Initiative conference to present a “Best Practices” session. Also in 1997-98, officials of Oxford University in England collaborated extensively with representatives of the University to adapt components of the TTI program for their own use.


A more discipline-specific and older University program, the Institute for Advanced Technology in the Humanities, has its own strong international reputation for pioneering the scholarly use of information technology in the humanities disciplines. The institute's fifth annual set of project reports dealt with topics ranging from archives of William Blake and of Walt Whitman to the interplay between ethics, capital markets and political economy. Brief glances at the project web sites confirm that they are not only valuable as university-level educational resources, they are excellent sources for serious students at all levels, including those in the high schools of Virginia.
 Other continually developing electronic resources at the University, such as the library's electronic centers, share that important quality and have added new scholarly materials this year.


Among other highlights of progress in integrating technology in the classroom this year, the University: 

· offered a new set of Teaching, Learning and Technology Workshops for faculty and graduate students;

· initiated planning, including a funding request, for a new course in foundation skills in using technology (see p.7 for full discussion of this item);

· opened the New Media Center expanding its support of faculty and graduate student use of new media to undergraduate students as well.  The new media center also added 3-D and VRML services;
 and 

· initiated cooperative work between faculty using the New Media Center and Virginia Tech's CAVE project.
 

The University also added a new set of rooms in 1997-98 to the inventory of enhanced-technology classrooms available to faculty. In addition to an assortment of rooms managed by schools and departments, the University centrally funded (and oversees the maintenance and support of) thirteen enhanced-technology classrooms, with more scheduled for inclusion in a plan developed by the Office of the Vice President and Provost.

Improving Communications Infrastructure


During the year, the University joined the cooperative buying venture for high-capacity networking connections to the rest of Virginia and the world known as NET.WORK.VIRGINIA. This concept, designed by Virginia Tech, is in line with the recommendations of the Commission on the Future of Higher Education in Virginia 1996 report, which urged that this type of infrastructure be “bought,” not “built.” Meanwhile, the University continued its support of the development of the next iteration of the Internet, known as the Internet II project.
 Locally, the University completed its multiyear project to extend the current generation of network cable infrastructure (fiber-optic cable between buildings and “twisted-pair” within buildings) into all of its primary buildings and into student housing.
 

Information Technology Serving Higher Education's “Customers”


In addition to the previously noted major project for replacing the University's primary administrative systems with an integrated suite of new computing applications, many other projects contributed to realizing the goals of restructuring in the past year. Among them are:

· Building on the success of the user-friendly telephone-based voice response system for student use in registering for courses, work began in spring, 1998 on a web-based version of the printed Course Offering Directory allowing students to get more detailed and current information about courses for which the are considering enrolling.
 Such information includes the number of students who have requested the course thereby allowing students a better idea of their chances of successful enrollment.

· The standard collection of primary site-licensed software that University students would need was distributed by CD-ROM to all incoming students last year.

· A study of University web sites reported in the June 17 online Chronicle of Higher Education ranked U.Va.'s site as eleventh in “.edu” sites in the nation for number of visitors in May. The U.Va. site had received previous national recognition as one of the best in the country.

· Developments such as these led to a major improvement in a pertinent national ranking:  Yahoo! Internet Life magazine ranked the University, along with Virginia Tech, among the 16 “most wired” institutions in the nation.
 

· The University continued expanding the array of administrative data available through the Information Warehouse.
 New in the warehouse in the past year are student data, human resources (personnel/payroll) data, and facilities data. This project has been a principal component of our restructuring effort for several years, and it is aimed at opening access to administrative information in order to empower employees to make creative use of the information for the University's benefit.

· The national higher education computing organization EDUCAUSE this year recognized a training program which certifies staff as qualified to provide basic computing support in their departments (known as the “Computer Survival Skills” program) as a best practice in the nation.

Area 7: Economic Development


The University continues to be committed to promoting economic growth and development in the surrounding community and in the Commonwealth. A 1995 study of the Virginia Business Higher Education Council analyzing 1994 data compiled by the Virginia Employment Commission, found that more than 10,000 jobs, in addition to employees of the University, were created by University expenditures.
 These 10,000 jobs generated in excess of $168 million in compensation paid to the jobholders. The University promotes economic growth and development in a number of important ways in addition to its total expenditures. Perhaps the University’s most important contribution to the economic well-being of the Commonwealth, as well as the nation and the world, is the institution’s continuing ability to produce graduates of the highest quality who fill workplace requirements and leadership positions in all aspects of society. This subject has been addressed elsewhere in this report. This section of the report addresses areas or programs other than instruction that had a particular impact on economic growth and development in 1997-98.      

Research Funding


Research at the University generates additional income from a number of sources outside the Commonwealth, including national foundations and U.S. government agencies. It has been estimated that $1 million in research funding creates approximately 33 new jobs in the area, in addition to employees of the University itself. Using this formula, the $3.7 million increase in University research funding in 1997-98 can be said to have created an additional 122 new jobs in Charlottesville and throughout Central Virginia in 1997-98.

The Batten Center


The Batten Center for Entrepreneurial Leadership in the Darden Graduate School of Business Administration was founded in 1996 through a generous gift from the Frank Batten family of Norfolk. The Center’s focus is on how value and wealth are created in business and society. In addition to the Batten Center's considerable teaching and research mission in entrepreneurship, the Center also is a sponsor of the Virginia Venture Forum, which is specifically intended to aid faculty research commercialization.

U.Va. Research Parks 


The University of Virginia Foundation continues to develop its two research parks: the 54-acre Fontaine Research Park, zoned for 400,000 square feet of development near the central Grounds, and the North Fork Research Park, located eight miles north of the Grounds adjacent to the Charlottesville-Albemarle airport. The North Fork Research Park is a master-planned 532-acre park that will allow up to three million square feet of development. Its most prominent addition during 1997-98 was Pharmaceutical Research Associates Incorporated International (PRA) which recently broke ground for a facility to house its Charlottesville staff of 100-150 persons.
 

Virginia Gateway


In December 1997, the University announced a strategic partnership with Piedmont Virginia Community College and the Charlottesville-Albemarle Community to enhance the regional environment for knowledge-intensive industry. The director has been hired and the office now occupies new quarters in the Charlottesville downtown area, adjacent to the Chamber of Commerce. Gateway was designed to assist knowledge-intensive industries in the region; to enable technology transfer from the university to the local community; and to integrate the resources of the university and Piedmont Community College to address businesses' education, training and development needs.
 

University of Virginia Patent Foundation and Technology Licensing


The University of Virginia Patent Foundation (PF)
 has recently hired a new director, and three new licensing associates. In addition to several new technology licenses, the PF aided in the negotiation of two University research contracts which were closely linked to the PF technology licenses. The two research contracts had combined revenues of greater than $2 million per year. They will permit the creation of several new research positions. In addition the PF has negotiated several technology licenses with Virginia corporations, including local start-up businesses.

SBIR Conference 


On September 23-24, 1997, the University hosted 500 attendees at a workshop on the Small Business Innovation Research (SBIR) program, the Small Business Technology Transfer (STTR) program, and the Advanced Technology program (ATP). The workshop recognized outstanding efforts of current grant awardees and also provided information to interested Virginia entrepreneurs. Distinguished speakers at the workshop included Roland Tibbetts (as the "father" of the SBIR program) and Becky Norton Dunlap, then the Commonwealth of Virginia's Secretary for the Environment. 


The University of Virginia, again in partnership with Piedmont Virginia Community College and the Charlottesville-Albemarle Chamber of Commerce, has continued to support the Central Virginia office of the Small Business Development Center. The SBDC is part of a statewide network with the goal of growth and development of the economy by providing management, technical, and other assistance to existing and potential small and medium sized businesses. In 1997-98, their activities resulted in the creation or retention of 104 jobs, capital investment of more than $4 million, and Small Business Development Administration loans of $777,000.

PART  III

STRATEGIC PLAN FOR THE UNIVERSITY OF VIRGINIA

1998-2000 BIENNIAL BUDGET SUBMISSION

CRITICAL ISSUE #1

Promote and sustain an environment that will guide the core educational mission into the next millennium

GOAL A

Attract and retain a high-quality and productive faculty



Objective
Strategy
Progress Update June 30, 1998

1.  By 1999-2000, to regain nationally competitive position in faculty compensation.


(a) Secure increased faculty salary funding of at least 6.5% for each year of 1998-2000 biennium to return the University to the 60th percentile of its faculty salary peer group.  

(b) Monitor faculty salary increases at peer institutions to accurately adjust peer salary benchmarks annually.  

(c) Using private funds, augment instructional faculty salaries an additional 2% per year over state increases for the three-year period ending 1998-99.

(d) Monitor number of faculty to which counteroffers are made as well as number of faculty lost to other universities each year, identifying areas of particular vulnerability.  This information will be included in annual reports submitted by deans each June.


(a) The General Assembly appropriated 6.5% increases for the University’s instructional faculty for each year of the 1998-2000 biennium.  However, based on realistic projections that the University’s salary peers will increase their own salaries by 3.5 to 4.0%, the University’s average should reach only the 45th to 50th percentile of its SCHEV peer group by 2000.

(b) The University continues to monitor annual faculty salary increases for institutions included in the SCHEV peer group as well as the larger Association of American Universities (AAU) group.  This close monitoring of peer increases has led the University to conclude that state increases of 6.5% annually will be insufficient to attain the 60th percentile goal by 2000.

(c) In 1995-96, the Board of Visitors approved a three-year plan to supplement state increases to instructional faculty salaries in the five non-professional schools by approximately two percent annually.  Including supplements expected for November 1998, the cumulative three-year supplemental increase for faculty in the five schools amounts to approximately 5.75%.

(d) It is clear that we continue to be vulnerable to "raiding" by other institutions.  In 1997-98, in the College and Graduate School of Arts and Sciences (our largest school), we lost seven faculty to outside offers: four senior faculty and three assistant professors.  Salary was certainly a factor in most cases but research incentives and a better research environment often weighed heavily, as did professional opportunities for spouses.  We managed to fend off outside offers to nine excellent faculty, all senior, through counter-offers of increased salary (averaging $15,000 additional), summer support, promotion in some cases and spousal hires.  In the School of Engineering and Applied Science, six faculty were lost: two senior and four assistant professors.  All left for higher salaried positions. In the law school, where salaries are generally more competitive, three outstanding senior faculty (two of whom were women) were lost to outside offers with significant inducements in the form of interest free loans and low cost mortgage financing.  In the other schools combined (Education, Architecture, Commerce, Medicine and Nursing), a total of five more faculty were lost, making for an overall loss in the University of twenty-one faculty (eleven Associate and Full Professors, and ten Assistant Professors).  Of these twenty-one, ten were in Engineering or Science/Medicine, where laboratory facilities and research support were significant inducements for relocation.

2.  Monitor and address problems of salary compression in the middle faculty ranks.


Every two years, the Office of Institutional Studies will produce an analysis of average faculty salaries by department and rank for each school in the University.


Each year, through the AAU Data Exchange, the average faculty salaries by rank and CIP are available for selected disciplines. In the spring of 1999, Institutional Studies will prepare the analysis of average faculty salaries by rank and department for the 1998-99 academic year, for all UVa departments.  These analyses will be used to judge the degree of salary compression compared to the University's AAU peers.

3.  Recruit and retain excellent minority and female faculty, thereby increasing representation to levels reflecting University student population.  


(a) Allocate a minimum of $1,000,000 and 20 loan lines each year from the Provost to support school efforts to recruit female and minority faculty members.

(b) Deans will continue to provide updates on their in hiring minority and female faculty members as part of their annual reports.

(c) Provide at least $2,000,000 per year for start-up research or laboratory costs associated with faculty hiring, especially in the sciences, of which a portion will be targeted toward the recruitment of accomplished junior and senior minority and junior faculty.  The impact of these funds on recruitment will be addressed in deans’ annual reports.


(a) For 1998-99, the Provost has allocated $800,165 in salary and fringe benefits support to 23 minority and female faculty members.  This represents a slight increase over the $765,863 allocated to 20 faculty members in 1997-98.  A total budget of $1,023,300 has been reserved to provide ongoing salary support to schools recruiting minority faculty members.  An additional $75,000 is available annually to schools to help offset recruitment expenses associated with prospective minority hires.

(b) Though a number of women faculty were hired in Arts and Sciences this year, due to various retirements, there were no significant changes in the gender and racial composition of the faculty.  The Darden School hired four new tenure-track candidates, including one woman and two minority faculty members.  The Curry School of Education made nine new hires for the coming year, of which seven are women (one Asian and six Caucasian), effecting a significant increase in women faculty.  The Law School made three entry-level appointments this year, of which two were women.  They also made three senior hires of nationally prominent scholars, all of whom were male.  Since two senior women were lost to outside offers this year, the gender balance of faculty remains about the same.  The School of Engineering and Applied Science hired two women faculty, making a total of twenty tenured and tenure-track women, or 14% of the faculty, one of the highest proportions in the country.  There are currently three African-American and three Hispanic tenured and tenure-track faculty in the School, making up 4% of the Engineering faculty.

(c) This year the Board of Visitors approved a special $1.4 Million distribution from the John Lee Pratt Fund to support the recruitment and ongoing work of an internationally acclaimed evolutionary biologist and to support the purchase of an additional nuclear magnetic resonance imaging unit for the School of Medicine.  The scarcity of set-up funds of this kind remains the single biggest impediment to the recruitment of outstanding faculty in the sciences.

4.  Identify and recruit the most promising junior faculty in this country and abroad.


Each school will report—through the deans’ annual reports-- on its success rate each year in hiring the top candidate from each tenure-track search.
Overall, recruitment has been reasonably successful but, in a number of instances in 1997-98, our top offers to new assistant professors were rejected. In total, we were turned down by twenty-four recruits (sometimes successive recruits for the same position) for positions in Arts and Sciences, Architecture, Engineering and Applied Science, Law, Medicine and Nursing.  In Engineering, seven beginning offers were rejected, six in the discipline of Computer Science where we have difficulty competing with other opportunities open to this candidate pool.  In Arts and Sciences, resources were a major factor in refusals of seven top faculty candidates.  Competing offers of significantly higher salary and of improved laboratory facilities (particularly in the case of three science offers) won out.  The absence of start-up funds for our scientists is a major impediment.  We did, however, make two highly distinguished appointments in Arts and Sciences, as well as two other very good professorial appointments.

5.  Acquire resources for recruitment of outstanding senior faculty in areas of critical need or opportunity, using endowed chairs, the Shannon Center for Advanced Studies, and other special means of recognition and support to attract leading figures in areas of particular importance.


(a) Increase number of endowed chairs that permit salary enhancements outside the state average limits.

(b) Secure adequate funding for the research start-up costs associated with new faculty hires, especially in the sciences.

(c) Secure additional funding for Shannon Center for Advanced Studies to regain its original effectiveness in drawing world-renowned scholars to the University’s faculty.

(These strategies will be monitored using existing fiscal year and development reports.)


(a) With the establishment of twelve new endowed chairs in 1997-98, the total number of endowed chairs has risen to 404 for the University as a whole.  The presence of these endowed chair professorships across the Grounds continues to assist the University in attracting and retaining faculty members of the first rank.

(b) See notes above in #3.c. The Deans of both the College and Graduate School of Arts and Sciences and the School of Engineering and Applied Science continue to address this problem in their annual reports. In Arts and Sciences, it is noted that the inability to provide start-up costs will be particularly troublesome as the College faces waves of retirements in several of the science departments in the next few years, and a primary goal is to find increased funding for this purpose.
(c) Some additional private funding has been secured this year for the Shannon Center for Advanced Studies, which has become an increasingly important resource in faculty recruitment and retention.  Some of the donated funds have been designated in such a way as to qualify for "Eminent Scholar" matching money and provide for salary supplementation.  This year, release time for scholarship, or summer support (for one, two and sometimes three years) from the Center has been a factor in the successful retention of a number of faculty receiving significant outside offers.  Funds have also been available for dissertation support for graduate students of selected faculty, so that they can work with the faculty being supported by the Center.

GOAL B

Increase the University’s competitive position among its peers in enrolling the best graduate students who will become tomorrow’s teachers and scholars



Objective
Strategy
Progress Update June 30, 1998

1.  To revise the current formula for allocating fellowship funds to graduate programs by funding graduate programs on the basis of appropriate size rather than actual size and measures of quality and effectiveness.

 
Develop in 1997-98 a centrally maintained graduate student database to monitor vital statistics of graduate student and program performance (e.g., admissions data, Ph.D. placement data, time-to-degree rates, etc.) which will serve to inform the distribution of graduate aid dollars each year.
The Provost’s Office is working with the Office of Institutional Assessment and Studies and the schools to identify 6-8 appropriate performance measures and benchmarks to guide allocation of a portion of the graduate support budget in February 1999.  The measures selected will assess performance against internal longitudinal and external peer benchmarks. The new funding model will be finalized by the Vice Provost for Graduate Studies, working in conjunction with the newly appointed Graduate Council, during fall 1998 for implementation in spring 1999.



2.  To award the top 10% of entering graduate students with award packages totaling $15,000 plus tuition and fees in order to compete with graduate packages offered by universities with which the University competes for the best graduate students in the nation.


(a) By 1998-99, identify and secure new and reallocated fellowship funds, private and state, to provide additional and supplemental funding to the existing President’s Fellowship program.

(b) By 1998-99, develop and enhance capacity of departments and schools to assess the effectiveness of these top offers on student yield.


(a) While the specific President’s Fellowship program has not received additional funds, the Provost allocated $750,000 for a permanent Graduate Enhancement Fund in the Graduate School of Arts & Sciences beginning in 1998-99.  

(b) As part of the new performance measures associated with the revised graduate support funding model, schools will be required to report to the Provost annually the yield rates for the top 10 to 20% of applicants.  These data will be aggregated from admissions records maintained by individual department.  Data on yield rates for selected cohorts of students in several departments are available from the 1998 admissions cycle.  Complete data will be reported from the 1999 admissions cycle.



3.  To maintain graduate teaching assistant stipends competitive with those offered by peer institutions.


(a) Define appropriate comparative peer group for teaching assistant stipend levels by June 1999.

(b) Identify data sources necessary to maintain accurate and consistent analyses of the University’s teaching assistant stipends in comparison to peer institutions by June 1999.

(c) Secure funding each year to increase stipends at a rate equal to or greater than inflation as defined by the Consumer Price Index.


(a) The peer group is designated as the 60 Association of American Universities (AAU) member institutions located in the U.S.

(b) Comparable data on teaching assistant stipends are collected annually through the Association of American University Data Exchange (AAUDE) in which the University participates.  The AAUDE group is considering collecting and reporting the data by department level in future years.  Also, the Provost’s Office has received access to and completed preliminary analysis of comprehensive data on graduate funding patterns, including teaching assistantship stipends, at major research universities (AAU/AGS Project for Research on Doctoral Education).  The discipline-specific data allow for analysis of the stipend amounts, distribution of stipends, and differences by stage of doctoral study.  Thus far, usable data has been identified for fifteen universities in ten disciplines.  The disciplines included in the AAU/AGS Project represent a reasonable sample of graduate disciplines.  Data are currently available for 1993-94 to 1995-96 and continues to be updated.  

(c) The General Assembly has approved November 1998 increases of 3.1% for graduate teaching assistant stipends at the University of Virginia, compared to CPI inflation of 2.9% in 1997.

4.  To increase tuition adjustment and tuition remission funding at levels consistent with tuition increases each year, controlling for the increasing gap between in-state and out-of-state tuition rates.


For 1998-2000 and beyond, secure increased flexibility from the state to transfer state funds between tuition adjustment and remission as relative increases in out-of-state versus in-state tuition require.
We applied to the state for authority to use a portion of the incremental out-of-state tuition revenue to provide funding for tuition scholarships for graduate students receiving academic year fellowships in excess of at least $8,000.  We will be using up to $4.95 M (which represents 1/2 of 1% of the out-of-state tuition) for this purpose.  This will allow us to provide full tuition scholarships to a number of highly qualified graduate students whose reliance on fellowship aid makes them ineligible for the traditional forms of tuition support (the tuition adjustment and remission awards associated with graduate assistantships).  This will allow the University to compete in some measure with peer institutions that typically affix tuition waivers to high profile fellowship programs aimed at their most competitive applicants.

GOAL C

Create and sustain an information technology/resources infrastructure that will position the University to take full advantage of future technological innovations.  Maintain leading position in technology for instructional, administrative, research and patient care applications.



Objective
Strategy
Progress Update June 30, 1998

1.  Projecting from current patterns of use of the information technology, improve the infrastructure and applications environment to ensure that they can meet the demands imposed by increased infusion of information technology in all aspects of University life.
(a) Administrative Systems - The University is beginning a major overhaul of its mission-critical financial, human resources, and student applications, resulting in an integrated set of applications, built with consistently designed, highly flexible, input/output user interfaces conducive to the reallocation/redefinition of business functions.

(b) Departmental Support - Over the past two decades, the University has evolved from having a small number of computers, managed as institutional resources, to having thousands of personally used and managed microcomputers and hundreds of departmentally managed servers and shared peripherals.  Expected upgrades phased over the five-year replacement schedule will identify and correct gaps in departmental computing resource needs and present capabilities.

(c) Research Support - The University has engaged in major research-computing initiatives that enable us to participate in the national program that replaces the previous supercomputing program and that will support the development of the applications and technologies necessary to realize major advancement in Internet-style communications and functionality.

(d) Instructional and Academic Support - The University is closing the first phase of its Teaching Technology Initiative and preparing to move to phase two, which will continue to remove barriers to the emergence of new paradigms for teaching and learning and to upgrade classrooms to support modern teaching.

(e) Leverage Central IT Services for Greater Benefits at the Departmental/Unit Level - This project represents the next phase in a long-term effort to improve computing support at the "local" level.  It includes a range of techniques from the establishment of central departmental computing support liaison positions (aimed at brokering support for departmental/unit staff, serving as backups for them when needed, and advocating on their behalf to the central organization) to training assessment tools that help local staff design training programs tailored to the needs of their departments or units.

(f) Year 2000 - The Year 2000 project will continue to retrofit all systems that currently use two-digit dates in the year field so that they will operate properly in the year 2000. Administrative applications supported by ITC and customer applications, along with all external/internal interfaces to these critical business systems, will be century retrofitted to function properly in the new millennium.  The University's PC and UNIX environments, including the telecommunications infrastructure, will be made Year 2000 compliant as required.  This will allow students, faculty and the administrative departments to continue communicating the necessary information to fulfill the University's mission of high-quality education, research and public service.


(a) The University hired a national consulting firm to assist in specifying requirements for the new system, issued an RFP for an integrated-systems vendor and its implementation partner, and has begun evaluating responses to the RFP.

(b) In addition to expansion of existing programs aimed at addressing the issues of departmental computing and its support, the University this spring began a study of new approaches to getting and keeping current the "desktop computing" environment.  University leaders will hear results of the study in September.  The University introduced its now-nationally-recognized "computer survival skills" workshop series that is open to all but specifically aimed at departmental staff who are not computer-support professionals.  The series is in high demand.

(c) The University continues its charter member role in the Internet II project, the benefits of which are coming first to researchers here.  In addition, the University began its first use of its NSF-supported high performance connection through the vBNS system and its involvement in the PACI partnership led by the U.C. San Diego.  This year's participation in IBM's SUR program led to significant improvements in computing for researchers here, and in February, the University entered into a strategic, multi-million-dollar alliance with the IBM Corporation to accelerate the integration of leading-edge IT into education and research here.

(d) University leaders have adopted a plan for renewal of the TTI program, with new provisions for broadening its benefits to more faculty.  Modernization of more classrooms continued in accord with a multiyear plan.  At the conclusion of the academic year, the University's Faculty Senate and the University Committee on Information Technology were preparing a coordinated effort of issue-exploration and formal-plan-development for the coming year.  In recognition of the University's technology-enhanced learning environment, the University was one of the top 25 institutions listed in the annual Yahoo "most wired universities" ranking.

(e) The desktop computing study that began in Spring 1998 (see b., above) is also aimed at leveraging central IT services for greater benefits to department and units.  The central computing organization, ITC, reorganized its specialized consulting and departmental support divisions to maximize benefits for departments and units.

(f) The massive Year 2000 effort was on schedule and somewhat under its projected budget at the close of the fiscal year.  Work to repair all major administrative systems except those dealing with personnel and payroll will be complete by December 1998, and the HR systems will be complete in Spring of 1999.



2.  Explore via specific projects new ways to apply information technologies that directly contribute to improved accomplishment of the University's mission.
(a) Develop new Budgeting/Funding Models for IT - Seek to identify new ways of funding information technology services that can be available to individual users, units, and central information technology providers within the persistent conditions of growth of demand and budget constraints.
(b) Find Ways of Involving Students More in the Development and Maintenance of the University's IT Environment - Students can gain practical experience that provides useful job skills that also are highly valued in their academic context by providing IT-related services to the University.  The University by the same means can save money while providing to future employers experienced graduates whose skills in work related to information are both varied and deep.  And students can reduce their financial burdens of attending the University by earning money through this kind of work.  This project seeks to identify new ways to make use of students in this context.

(c) Manage Bandwidth and Other Limited Resources in Networked Information Technology - Many activities involving use of networked communications in the University consume network resources to a high degree.  This project seeks to Develop means by which access to those resources can be mediated and by which, for example, bandwidth can be reserved.  The effect of a successful project will be to reduce the need to "overbuild" capacities to handle high peaks of demand by moderating those peaks through effective management.

(d) Enable Mass Electronic Delivery and Its Savings over Traditional Means of Communication - Limitations - not only technical ones but current cultural assumptions as well - restrict how much electronic techniques can be the vehicles for mass communication that now takes place using higher-cost means at the University.  This project aims to Address the technical limitations and use policy debates to help change cultural assumptions.  This project also explores the greater use of newer variants of "push" technology to accomplish some mass communication.

(a) A technology fee authorized by the General Assembly in 1998 will help fund some of the planned improvements in the information technology environment for students.  This fee, which will be dedicated only to projects that impact students, represents a welcome and essential new revenue source.  Studies continue on mechanisms that may more fairly distribute the growing costs of meeting growing demand.

(b) Students are playing ever more important roles in the University's IT environment as service providers.  This past year, students have been recruited to assist on the Year 2000 project, to serve as Web developers, and to serve in higher numbers as dormitory computing advisors and peer consultants.

(c) In addition to continuing development -- and evaluation of techniques developed elsewhere -- to more effectively "manage" bandwidth, the University is exploring a range of other means to reduce the demands on bandwidth.  One such project now in production in the University environment is the video-streaming server.  Through this site, freshly videotaped versions of graduation addresses by Governor Jim Gilmore and Christopher Reeve were made available to the entire Internet soon after the speeches were given, and live video broadcasts using the same technology are much easier to accomplish.

(d) ITC developed a new means of generating large-population mailing lists through its information warehouse, and it put into production a mail-management systems to control the flow of large-scale mailings so they would not adversely affect normal mail traffic.  Refinements to both systems that will enable their wider use for appropriate communications are in development for the coming year.



GOAL D

Strengthen the financial support for the University’s program of undergraduate medical education; increase General Fund support to replace declining clinical revenues which have been supporting a disproportionate share of the educational effort



Objective
Strategy
Progress Update June 30, 1998

The true cost of medical education, including both direct and related patient and practice-based costs, has been estimated.  Stable, long term funding sources must be found to support the full cost of  medical education. Continued cross-subsidization with clinical and research funds, which will not be possible in the future, provides mixed incentives for productivity of faculty. Preparation for this reduction in clinically-derived income is essential for continued success of the education program.

(a) Having completed and revised a study on the cost of medical education with MCV and EVMS, it is apparent that there is a large shortfall in the amount of General Fund support provided to Virginia’s medical schools relative to their peers.  This shortfall, combined with the significant amount of free care provided to the indigent citizens of the Commonwealth by the faculty physicians,  threatens the long term competitiveness of the University’s medical education program.  Seek state support to replace clinical revenue currently used to fund medical education. 

(b) Increase tuition for both in-state and out-of-state medical students to help fill the funding gap.


(a) The University included a request for funding of medical education in the submission to the Governor during October 1997.  The Governor’s budget did not include the requested funding.  (Request $3,413,212 for 1998/1999 and $3,967,461 for 1999-2000).

On the advice of House and Senate staff members we submitted a request to the General Assembly in January 1998 for funding of the non-reimbursed costs of indigent care provided by School of Medicine faculty.  It was suggested by SCHEV and the legislative staff that the indigent care route was more appropriate and that it would receive less resistance than the medical education funding formula.  We submitted a carefully documented request for $2,000,000 in 1998-1999 and $4,000,000 in 1999/2000 to the Governor.  The General Assembly appropriated only $400,000 for each year.  It is our intent to move forward again with a request for indigent care funding that will increase funding for indigent care over four years in order to match the percent funding received by the hospital.

(b) The School of Medicine started a multi-year plan to increase tuition rates to levels that are more comparable to its peers and will help provide increased funding for the school.



GOAL E

Provide the mechanisms and the environment necessary to position the University to increase its share of federal scientific research and to expand research opportunities through partnerships with industry



Objective
Strategy
Progress Update June 30, 1998

1.  Promote active partnerships with business and industry in support of economic development efforts:

· Cultivate collaborative ventures which involve the University with the state, industry and other Universities conjoining research, teaching and service and which involve both faculty members and students. 

· Partnerships with business, industry, and other colleges and universities have the potential to diversify research funding, promote a healthy regional economy, and sustain the health of the medical center.  Key sectors include technology, biotechnology, healthcare and workforce training. 


(a) Beginning in 1994-95, reallocate funds in the provost’s areas to increase the benefits of faculty research for business and industry. 

(b) In order to preserve the economic benefit to the local community, the University will maintain its strong research base at or above inflation-adjusted levels.  

(c) Continue to develop buildings at Fontaine Research Park and the University of Virginia Research Park at North Fork that will have a relationship with the University and support the University’s mission. 

(d) Establish an industrial relations position within the vice provost for research office.

(e) Return a larger portion of royalties and indirect cost recoveries to principal investigators who are awarded grants from industry.

(f) Intensify efforts for public outreach.


(a) The program to provide benefits to faculty with new business and industry contracts has just been renewed.

(b) The 97-98 research funding level was $163,700,000, which is 2% greater than in 96-97.

(c) The University of Virginia Foundation continues development of our two research parks: the 54-acre Fontaine Research Park, zoned for 400,000 square feet of development, is near the main Grounds; the North Fork Research Park, located 8 miles north of the Grounds and adjacent to the Charlottesville-Albemarle airport, is a master-planned 532-acre park, and may allow up to three million square feet of development. Our most prominent addition during 97-98 was Pharmaceutical Research Associates Incorporated International.

(d) A position has been established for an industrial relations person with the office of the Vice President for Research; it is expected that a search will begin this year. 

(e) The program to provide indirect cost recovery for new industry grants has just been renewed.

(f) The Office of the Vice Provost for Research has become the Office of the Vice President for Research and Public Service. A new position, Public Service Programs Coordinator, has been established, and a search will begin late summer ’98.

2.  Improve administration of grants and sponsored programs
(a) A Process Simplification team is currently reviewing the grants and contracts process with the aim of reducing the time and effort it takes to initiate and process a proposal and award; reducing the amount of time spent processing and reviewing charges to the accounts and the preparation of related fiscal and technical reports.

(b) Improve processes and support for patenting, licensing and development of intellectual property through enhancement of interactions with industry to promote applications of discoveries and to increase research funding levels.  Educate faculty on these processes to provide information on and resources to support development of such relationships. 


(a) The Process Simplification Team has just completed a year-long review of the grants and contract process and their report has been accepted by the administration. Implementation of the proposed revisions will begin this fall.

(b) The Patents Foundation has recently hired a new Director, reorganized the Board of Directors, hired several new licensing associates and revised their computer, data management and accounting systems. The number of invention disclosures has increased approximately 60% (over 96-97), the number of patent application has increased to 36. Four licenses have been recently signed on University intellectual property with accompanying research contracts to support additional research on-grounds; three licenses were signed with start-up companies in the Commonwealth.

3.  Diversify revenue stream for sponsored research to offset decreasing federal support
(a) Develop closer alliances with corporations, foundations, and other universities can lead to a more diversified revenue stream for faculty research and lessen the dependency on federal research support. 

(b) Continue to increase the dollar amount of externally sponsored research each year, despite increasing national competition and declining federal resources. 


(a) Research support from non-federal sources was $40,718,000 in 97-98. In addition, as mentioned above, recent intellectual property licensing efforts have also resulted in new University research contracts. Also, we have formed a strategic alliance with the IBM Corporation to accelerate the integration of leading-edge information technology into education and research at UVA.

(b) Research revenues for 1997-98 were $163M, this represents an increase of 2% from the previous year.

4.  Promote translational research by seeking innovative partnerships for basic, applied, and translational research with other academic institutions, corporate entities and public agencies. 
(a) Promotion of translational research will be an important success factor as the University competes for tertiary and quaternary service contracts and for grants and contracts to support research.  To support the development and enhancement of this discipline, the School of Medicine should develop specialized course work and programs to bridge the gap between basic and clinical research.  In addition, a program offering PhDs for MDs should be developed to increase expertise in translational research

(b) The goal of increased volume and enhanced quality of translational research can be achieved through recruitment of established, nationally recognized leaders in the many disciplines where translational research is expanding.  The School of Medicine can become a stronger academic force through the careful selection and recruitment of such researchers, based on institutional needs as determined by the Dean and department chairs.  Funding and space allocation, underwritten with institutionally-generated funds would be administered based on clinical, programmatic and academic needs determined by these same individuals, without the need for an additional administrative structure. 
(a) Many efforts in the school of medicine are designed to increase translational research, including efforts to promote interdisciplinary research interactions, especially collaborations between basic scientists and clinicians. Also, a course in molecular medicine has been established for graduate and MD/PhD students to facilitate their appreciation and understanding of the bench-to-bedside development of ideas.  Similarly, all medical students are given opportunities for research experience and approximately 50% of each finishing first year class spends eight weeks in a summer research program supported by grant funds and the dean’s office.

(b) Examples of translational research-oriented investigators in the School of Medicine include Leland Chung, Ph.D., Prof. Of Urology and member of the Cancer Center, Dan Theodorescu, M.D./Ph.D., Asst. Professor of Urology, Vic Engelhard, Ph.D., Prof. Of Microbiology, Craig Slingluff, M.D., Assoc. Professor of Surgery, and most recently, Brent French, Ph.D., Assoc. Professor of Biomedical Engineering and John Oshinski, Ph.D., Assoc.  Professor of Biomedical Engineering.

(a) Enhance technology transfer between research and industry


(a) Increase number and dollar value of research projects and partnerships with industrial sponsors.

(b) Simplify systems for technology transfer in ways that will provide appropriate financial incentives for the University and for industry.


(a) As mentioned above, we have recently signed several large new agreements with industrial sponsors in connection with licensing activities. 

(b) We are working with the Patent Foundation to simplify the disclosure process, the provisional patent filing process and the technology licensing process.

6.  Focus on improvement of infrastructure
(a) Invest in research infrastructure in order to keep pace with changing demands of industry and to reposition departments in light of changes in specific disciplines.  Provide adequate funding for new and replacement equipment, especially high performance computing equipment, also requires attention.  This is especially important in the areas of translational research and technology transfer. 

(b) Provide faculty with necessary and appropriate tools -- e.g. laboratory equipment, facilities, library resources, computers and databases. 


(a) During the year, the University joined the cooperative buying venture for high-capacity networking connections to the rest of the Virginia and the world known as NET.WORK.VIRGINIA (http://www.networkvirginia.net/).  This concept, designed by Virginia Tech, is in line with the recommendations of the Commission on the Future of Higher Education in Virginia 1996 report, which urged that this type of infrastructure be "bought," not "built."  Meanwhile, the University continued its support of the development of the next iteration of the Internet, known as the Internet II project (http://www.internet2.edu/).

Locally, the University completed its multiyear project to extend the current generation of network cable infrastructure (fiber-optic cable between buildings and "twisted-pair" within buildings) into all of its primary buildings and into student housing (http://www.itc.virginia.edu/rewire/home.html). 

(b) In 1997-98, $5,987,178 was available from Equipment Trust Funds, of which approximately $1.5 million went to ITC for upgrades in equipment, and an additional $1.5 million went directly to improved desk-top computing for faculty members.  The remaining $3 million went toward laboratory equipment, appropriate classroom equipment, and matching funds for research-generated monies for laboratory equipment.



7.  Encourage participation in research and scholarship
(a) Participate in advanced research and scholarship programs including National Science Foundation (NSF) metacenter, NSF connections, Internet II, and provide advanced support for research. 

(b) Promote the publication of scholarship by supporting noteworthy publication projects such as Callaloo, the Virginia Quarterly Review, and the Papers of George Washington and James Madison. 

(c) Increase endowed leaves to allow faculty concentrated blocks of time for scholarly pursuits.
(a) Examples of such advanced programs include our participation in the “supercomputing center” at UC San Diego. The University of Virginia is a member of the National Partnership for Advanced Computational Infrastructure (NPACI), an NSF consortium based

at the San Diego Supercomputing Center and funded at approximately $35 million per year. Other key members include the U Michigan, UT Austin, UC Berkeley, and Caltech.  UVa's primary contributions to NPACI are through the Legion research project in the Department of Computer Science, and through the Institute for Advanced Computation in the Humanities (IATH).  Legion is developing a high-performance computing infrastructure that assists faculty and researchers in physics, biochemistry, astronomy, and engineering, while IATH is exploring the role of technology in humanities research.

(b) These scholarly publications continue, and enjoy continuing support from both internal and external sources.

(c) The Shannon Center continues to provide support for summer research.

CRITICAL ISSUE #2

Ensure the ongoing structural integrity and future preservation of the University’s physical assets 
GOAL A

Provide facility and utility maintenance, repair and renovation programs at a level sufficient to reduce the existing deferred maintenance backlog and to avoid future backlog accumulation.



Objective
Strategy
Progress Update June 30, 1998

1.  Reduce the current 9.6 percent facilities condition index to 5 percent by the end of the 2002-2004 biennium.


(a) Use biennial maintenance reserve appropriations to accomplish major repairs and replacements of deteriorated and obsolete building subsystems and utilities infrastructure. The 1998-2000 capital budget requests $15.2 million for this purpose.  $16 million is requested in 2000-2002 and $16.8 million in 2002-2004.

(b) Increase available funding in the major maintenance and routine maintenance categories of the E&G operating budget sufficient to deal with deterioration at the rate at which it occurs  (the condition of maintenance equilibrium).  University policies will be adopted to provide the required level of funding in the case of self- sufficient units.  

(c) Provide major renovations of selected classroom, historic and research spaces which correct existing deferred maintenance while also providing functional improvements, for example, Clark Hall and Fayerweather Hall renovations projects in the 1998-2000  capital budget request; Rouss Hall , New Cabell Hall and Cocke Hall in 2000-2002; and other capital projects with renovations of lesser scope. 

(d) Reduce or eliminate, in a systematic way, fire protection and safety deficiencies in University buildings.  The capital budget request includes major projects at a high priority in each biennium.  For example, the 1998-2000 proposal includes $1,400,000 for improvements: Fire Protection and Safety.  The project will provide fire alarms and reporting, emergency egress and emergency lighting in Jordan Hall, Fayerweather Hall, Maury Hall, the Academical Village and other miscellaneous areas. Similar projects in additional buildings are included in the 2000-2002 and 2002-2004 requests. In addition to the capital projects, University policy requires that, if appropriate and needed, up to 10% of the cost of departmentally funded renovation projects will be spent on fire protection and safety work. Also, the facilities maintenance budget funds minor safety improvements as needed to assure a safe environment.

(e) Invest in the preservation, restoration and protection of the historic Jeffersonian village.  Private gifts will supplement specific capital appropriations for renovations, maintenance reserve and the operating budget.


(a) The 1998-2000 maintenance reserve allocation is $8.3 million, a little over half the recommended amount.  While this will fund many needed repairs, it is not sufficient to serve as the major contributor in reaching the goal of a 5% FCI in 2004.  Even if the maintenance reserve portion of the E&G backlog remained static for the next five years we would need more than this current allocation to reach a 5% FCI.  Because of the aging facilities and the relatively high inflation rate in construction activities, a large initial investment is needed to reduce the backlog figure to a level with which smaller allocations in the future can keep pace.

(b) While budget increases for new facilities were available, the University’s request for $2 million in additional maintenance funds was not addressed in the 1998-2000 budget.  Without additional resources the University is unable to achieve an equilibrium maintenance funding level necessary to prevent future accumulation of deferred maintenance. 

(c) The University’s highest priority project, the renovation of Clark Hall, was supported with $18.8 million in general funds.  Non-general fund project authorizations will help address maintenance issues in other facilities.

(d) Substantial progress has been made in this area.  A 1998-2000 capital project was funded for $1.4 million, which will provide increased fire protection for Maury, Fayerweather, the Academical Village and other facilities.  In the last several years over $350,000 from local funds have been used to install the most basic level of fire protection in identified buildings.  This spending is guided by a long-range plan, developed by Facilities Management and fire protection experts, which prioritizes each building and the type of work needed in it.  This plan identified the most critical fire protection work as phase one, which we expect to complete by the end of FY 99.  Phases two and three will follow.

(e) This continuous program, now in its fourteenth year, currently includes the initial phase of student room restoration, seminal research and experimental exercises to determine the best restoration techniques for damaged Lawn columns, intensification of the cyclical inspection and repair regimen for colonnade decks, rebuilding of outmoded electrical systems, execution of a number of appropriate fire-protection measures, and selected disability access projects.  Most importantly, the years 1998, 1999 and 2000 will witness restoration of Pavilion VII, the oldest and now the largest of the ten pavilions as well as the most public of Jefferson’s buildings with the exception of the Rotunda.

2.  Provide for the ongoing needs for maintenance, repairs, grounds care, custodial services, and utilities as new facilities are occupied.  Maintenance funding will be at an equilibrium level including provision for a reserve for major system replacements.


Seek state support for operations and maintenance costs of E&G facilities.  Identify appropriate funds in self-supporting operations to meet the costs of new buildings as they come on-line.
The University calculates the future O&M costs of new facilities based upon a reinvestment rate formula related to the value of the capital investment.  SCHEV has endorsed this concept in the fixed asset guideline publication.  This rate is published by NACUBO and is between 1.5-3.5% of the current replacement value.  NACUBO goes on to say the reinvestment rates of less than 2.5 percent of current replacement value may cause further deterioration of some facilities, and it is fair to say that reinvestment rates of 2.0 percent or less are probably inadequate to prevent on-going facility deterioration.  While the 1998-2000 biennial budget included an increase in the maintenance reserve appropriation, it did not address resources sought to augment the operating budget for routine and preventive maintenance.  Additional funds are needed to increase the reinvestment rate to an acceptable level.

GOAL B

Upgrade and replace obsolete and deteriorated utilities plant equipment and distribution systems sufficient to provide reliability and capacity to accommodate future consumption projections.



Objective
Strategy
Progress Update June 30, 1998

Develop plans to improve the reliability 

and promote the long term serviceability of utilities infrastructure over a 10-year  horizon.
Provide for major utility infrastructure upgrades and replacements in the biennial capital budget. For example, major utilities infrastructure replacements in the 1998-2000 budget total $10,900,000 in general funds and  $4,450,000 in nongeneral funds for Steam Tunnel Replacement, East Precinct Chiller Plant, Olsson Hall Chiller Plant, Central Grounds Electrical Upgrade, Fire Protection and Safety, and North Grounds Mechanical Plant Chillers.


The University established a 10-year Utilities Master Plan (UMP), dated November 1995 that documents deficiencies in the utility infrastructure.  The UMP is continuously updated with information obtained from system studies.  Examples include evaluations of the central chilled water plants in the Health Sciences Center, McCormick Road, and Central Grounds; sanitary sewer inflow and infiltration studies; Main Heat Plant and piping distribution study; and the Water Resources Master Plan development.

A six-year capital program for utility infrastructure improvements was developed and submitted as part of the University’s capital program for 1998-2004.  The 1998-2000 budget provides funding for steam tunnel repairs, for the East Precinct Chiller Plant, and for fire protection and safety improvements.  The Olsson Hall and North Grounds chiller plants were recommended for energy loans.  We have recently been advised by DMME that these projects do not qualify for the energy loan program because of insufficient paybacks.  Based on DPB’s earlier instructions we will resubmit these projects as Governor’s budget amendments for 1999.  Other fund sources continue to be identified to accomplish the work including the Maintenance Reserve program, energy grants, and operational funds.  Operating funds are regularly invested to correct deficiencies, replace deteriorated systems, improve reliability and safety, and reduce energy costs.

CRITICAL ISSUE #3

Assure appropriate level of support for the Medical Center 

that will enable it to operate competitively in its market 
GOAL

Address the ongoing requirements of indigent care to the citizens of the Commonwealth.  Address and respond to the impact of proposed cutbacks in Federal funding of Medicare and Medicaid reimbursements and graduate medical/nursing education.  

  

Objective
Strategy
Progress Update June 30, 1998

1.  Ensure balanced support of the academic and clinical missions.  The temptation to simply reduce funding of the education and research programs in parallel with reductions in financial margins of the clinical enterprise in this resource-constrained era must be rejected.  New sources of funding of the core functions of education and research must be found and costs must be reduced across the enterprise to extend the benefits of the remaining funds. 


(a) Increase external funding of education and research.  Increase state and other extramural funding of the education and research activities of the HSC to maintain the excellence of these programs and to ensure that UVa achieves its vision of becoming one of the top ten academic health science centers in the U.S.

(b) Close the gap between the cost of providing care to the indigent citizens of the Commonwealth and the amount of funding received for that care.  UVa must be provided with adequate funding of indigent, Medicare and Medicaid patients from the Commonwealth of Virginia and the Federal government, sufficient to cover the full cost of providing those services.  Both the Medical Center and the Health Services Foundation, which provide hospital and physician services as partners, must be funded to serve those patient populations and to support the Graduate Medical Education programs which are fundamental to the UVa HSC mission. 

(c) Continue to implement cost containment policies across the HSC. Faculty, staff and students must become more aware of the need to contain costs as they work and study.  Stringent conservation efforts, elimination of waste and control of use of resources - space, equipment, supplies and human effort -  must be implemented in all areas, including the clinical enterprise, classroom, administrative areas, research laboratories, and all other settings in the HSC.


(a) The School of Medicine sought increased state funding as described under Critical Issue #1 – Goal D.  The result was relatively small and far less than requested.  Concurrently, the School of Medicine has continued to increase its funding of sponsored programs from the NIH.  Awards from the NIH in 1997-98 increased 3.2% or $1.9 million above what they were in 1996-97.  The School of Medicine has also continued its efforts in the University-wide capital campaign and has been quite successful.

The School of Medicine has initiated an incentive plan directed at faculty active in research.  This plan rewards those achieving increased numbers of, and/or, increased amounts of, external funding for research.

(b) Indigent care support from the Commonwealth for the Medical Center has not increased.  For 1997-98 State support covered only 73% of the cost of providing the indigent care services for the Medical Center, down from 100% coverage five years ago.  The calculated figure for 1998-99 is only 64%.  Our inadequate State support for indigent care is adversely affecting our ability to carry out our fourfold mission of patient care, education, research, and community service.

(c) General and specific policies regarding cost containment and resource conservation have been developed and promulgated throughout the Health Sciences Center, especially within the Medical Center.  The fruits of these endeavors are now beginning to be recognized and measured.

2.  Centralize organizational and management policy.   


(a) Centralize policy formulation across the HSC.

(b) Institutional visions and values derive from those of leadership.  These must be articulated clearly to the entire organization, so that the HSC at large can follow the direction of the leaders.  Institutional size, workforce complement and capital investment must then derive from the strategic direction of the entire UVa HSC. A centralized governance and decision-making body must develop these with input from faculty and staff.  This body will also be responsible for management of the HSC, and will set the clinical, educational, and research direction for the institution for the foreseeable future.


(a) The Vice President and Provost for Health Sciences has created a Health System Senior Staff (HSSS) composed of physician, administrative, and nursing leadership to oversee the entire clinical enterprise and to set the vision and direction for this clinical enterprise.  Institutional policy is now set at the HSSS level, and applies to the entire clinical enterprise.

(b) Strategic planning is an ongoing endeavor of great seriousness in the HSC.  The 1995 HSC Strategic Plan has largely been implemented in the Schools of Medicine and Nursing, and new initiatives are underway.  The UVa Health System is likewise involved in new planning endeavors.



3.  Achieve integration of financial and management systems of the HSC and the UVa health system. 


(a) Integrate finances and management of the HSC.  While the Board of Visitors provides oversight of policy making and general finances, the HSC would benefit from integration of financial activities, including prioritization of capital investments, and coordination of management of routine operations within the Schools of Medicine and Nursing, the clinical enterprise, and the HSC Library.

(b) Integrate finances and management of the clinical enterprise.  In order to function as an integrated delivery system, with seamless, coordinated care provided in a cost effective manner, the UVa Health System must operate using uniform accounting and management processes with aligned incentives supported by a common, shared “bottom line”.  Until such integration occurs, the patient experience will remain uneven and costs will remain higher than those of local competitors who do not share the “burden” of education and research to a comparable extent.  


(a) Initial steps have been taken to identify and compile financial reports and budgets for the entire HSC and Health Services Foundation in a single merged format.  A new Chief Financial Officer for the HSC is being recruited and financial integration of all HSC components will be a key responsibility of this person.  This process will enable the Vice President and Provost for Health Sciences and staff to more swiftly and knowledgeably lead and manage the complex and somewhat separate elements of the HSC.

(b) The Health Systems Senior Staff (HSSS) integrates finance and management of the HSC with oversight by the Board of Visitors.  Capital budgets and operating budgets are now reviewed, modified and approved by HSSS prior to submission to the Board of Visitors.  At the operational level, management and finance are being integrated within multidisciplinary service centers.  A common approach to a system-wide information infrastructure serving the entire clinical enterprise has been embraced.  Additional support for the educational enterprise continues to be a necessary component of the clinical enterprise, but this becomes more difficult to fund each year. 

4.  Align incentives and compensation with budget and operational performance according to objective standards and measures. 


(a) Establish productivity standards across the clinical enterprise.  Uniform productivity standards applied across the clinical enterprise must be implemented to align effort with compensation with the goal of meeting institutional needs. These standards must be internally consistent and externally benchmarked. Two such measures include Relative Value Units per clinical faculty (internal) and Medical Group Management Association clinical productivity averages by specialty (external), with others to be defined.  

(b) Simplify financial transfers to eliminate inappropriate cross subsidization.  Cross-subsidization through the myriad of processes currently used, widely perceived as rewarding unproductive practice, must be ended in favor of an open process where cross-institutional financial performance is measured and rewarded or sanctioned, and funds provided where needed and where institutional objectives can be furthered.  

(c) Align incentives for individuals with institutional goals.

(d) Structure and align compensation and other reward systems so that the attaining of UVa Health System business objectives is uniformly beneficial to individuals and departments.  Measures of individual performance should be established and agreed on in advance, and should include productivity, patient satisfaction, efficient use of clinical and other resources (space, equipment, human resources), and similar measures to be determined.


(a) Within the four missions of the HSC (education, patient care, research and service) the HSC is working toward a widespread appreciation of the need for development and implementation of productivity standards.  This is especially true in the Medical Center and Clinics where the University Hospital Consortium (UHC) sponsored benchmarking program (HBSI) has been adopted to enhance the ability to set utilization productivity targets.

(b) The Medical Center Allotment Process by which it shares a portion of its financial resources with the Dean of Medicine and clinical departments has been exhaustively studied and revamped to promote accountability, productivity and alignment with institutional goals.  The result is a 3% “across the board” reduction of allotment funds for 1998-99.  The Medical Center, Dean’s Office (Medicine) and HSF are currently participating in the UHC Funds Flow Project with 14 other academic health centers to clearly identify and track all funds flowing between these units.

(c) The Faculty Remuneration policy has similarly been exhaustively studied, discussed and revamped to promote individual and unit based productivity, accountability and alignment with the HSC goals.  This plan standardizes and aligns physicians performance in 

academic, patient care, and teaching endeavors with subsequent salary changes.

(d) A gainsharing plan for the Medical Center employees and physicians has been developed and implemented.  It has initially been judged as successful in providing incentives for all employees toward cost containment, resource conservation and productivity.  Specific standards and benchmarks have been established in many situations.  A new human resources program in the Medical Center places emphasis on success in these functional behaviors of productivity and accountability.



5.  Integrate the full continuum of care delivery under a common management framework.
Centralize management of operations across the integrated UVa health system.  The fully integrated UVa Health System must be operated under cohesive and centralized management, with uniformly high expectations of quality, productivity, and service at all delivery sites.  Systems, processes and resources must be integrated so that the customer encounters an efficient, seamless delivery system characterized by minimal gaps in service and duplication of effort, and conservation of resources.


A new position of Chief of Staff in the Health System has been established to stimulate and promote integration of clinical care elements.  A new clinical and administrative information system for the Health System is currently being sought, and promises to support the concept of integration.  A new Chief Information Officer has just been selected.



6.  Align the clinical departments and service centers.
Establish an organizational structure and a set of leadership roles to integrate clinical departments and service centers.  Full implementation of the service center concept requires that the clinical departments become active participants and proponents of that form of management.  Physician leadership from each clinical area of focus must be appointed to work in partnership with administrative leadership to assure high quality care, efficient service and customer satisfaction across the full continuum of care.
The new Chief of Staff, along with the Dean of Medicine and Medical Center Executive Director are actively working to integrate the multidisciplinary medical service centers with the clinical departments.  Considerable success has been achieved already.  New leadership is being developed and new systems put into place.



7.  Operate using high performance business principles.


Centralize authority and responsibility for priority setting on investments.  Decisions on major investments of the UVa Health System must be made with the knowledge and approval of authorized representatives of that enterprise, based on comprehensive analysis using common, consistent definitions and assumptions.  Decisions on investments must be based on complete business plans. Entrepreneurial spirit and efforts by individual faculty and departments must not be inhibited.  Creativity, innovation and well considered risk will carry the HSC into the future more surely than will an ad hoc, incremental, or slow moving approach in an era of rapid environmental change.


The new Health System Senior Staff organization brings together the key leaders of the Health System for policy and operational decisions.  Utilizing new educational experiences from the Darden School, lessons from other academic medical centers, and years of professional experience, the HSSS is providing the business oriented paradigm required in today’s world of health care.  The addition of a new CFO in the near future will strengthen these efforts even more.



CRITICAL ISSUE #4

Achieve process improvement through further delegation of appropriate operational functions
GOAL

Achieve process improvement through further delegation of appropriate operational functions 

  



Objective
Strategy
Progress Update June 30, 1998

1. Explore opportunities for local decision-making over procurement of information technology and telecommunications services and products. 


Develop appropriate language for revising the appropriations act and institute a pilot program.
We are assessing the current need for this strategy by reviewing our original intent and our experience over the past year with existing processes.

2. Ensure equitable treatment of agencies with decentralized programs and services with those utilizing state provided programs (e.g., health care plan). 


Request an adjustment to the Activity Based budget to correct the surcharge appropriation made in connection with Key Advantage.  This appropriation should have been calculated on all plans equally.
The Department of Planning and Budget (DPB) recognized the need for equitable treatment of agencies with decentralized programs, specifically the health care plan.  DPB has made the appropriate adjustment to the Activity Based Budget to correct the surcharge appropriation made in connection with Key Advantage and treated the University in the same manner as other state agencies in addressing health care cost increases in the 1998-2000 budget.

3. Evaluate the success of the two-year pilot project for post-appropriation review of non-general fund capital outlay projects and lease approvals. 


(a) Conduct a self-audit on implementation plans and propose ways to further enhance the process.

(b) Seek approval to move from pilot to full implementation.


(a)  Background

The Commonwealth of Virginia, 1996 HB30 ( 4-5.08 delegated authority to five institutions including the University of Virginia to evaluate the potential for reduction in the time and cost of developing and managing non-general fund capital outlay projects, as well as local real property lease approval authority.  The institutions were authorized to enter into a two year pilot project wherein they were delegated all post-appropriation review, approval, administrative and policy and procedure functions performed by the Department of Planning and Budget, Department of General Services and the Division of Engineering and Buildings subject to the conditions specified in HB30.  The 1998 HB30 extended the pilot program until June 30, 2000.

The Board of Visitors of the University of Virginia established policies, procedures and guidelines for the pilot project in the University’s HECOM.

Progress

The University’s program for determining the impact of the delegated authority governed by HECOM measures seven (7) separate areas.

· HECOM Term Contracts vs. the State Construction and Professional Services Manual (CPSM)

· Request for Proposal (RFP) Savings

· Savings from Fire Safety reviews by Assistant State Building Official (ASBO)

· Construction Related Change Orders 

· Increased Stakeholder satisfaction

· Real Estate Transactions 

· Savings through Expedited Procedures

An interim progress report outlining the results in these seven areas was submitted to the Secretaries of Administration and Finance and to the staff of the money committees in September 1997.  A similar report will be filed in September 1998.

(b) The University’s experience would appear to justify moving to full implementation of the program.  We are awaiting direction from the Secretaries of Administration and Finance and staff of the money committees who are responsible for conducting a formal evaluation of the pilot program this fall.

4. Secure approval for the use of innovative techniques and strategies that depart from normal state practice when the benefits can be justified (e.g., competitive negotiation and use of construction management for large capital outlay projects). 


(a) Continue the University’s work in the area of process simplification. 

(b) Through this process and through ongoing innovative thinking, identify additional areas where benefits can be derived through the use of new or alternative methodologies.  Seek approval to pilot new concepts.


(a) Refer to discussion provided in update to restructuring initiatives.

(b) Over the last year the University has worked cooperatively with other institutions of higher education and with central state agencies to identify opportunities for streamlining processes and increasing delegated authority from the state to the institutions.  Achievements include 1) raising the capital outlay threshold for renovation projects from $250,000 to $500,000; 2) delegating approval authority for the University’s master plan to its Board of Visitors; 3) approval of a pilot stepless pay plan for classified employees; 4) participation on a technical advisory group to the Commission on the Reform of the Classified Pay Plan; 5) authority for the Chief Facilities Officer to sign and issue building permits for all University construction; and 6) authority to use alternative construction management techniques on the expansion of Scott Stadium to include competitive negotiation and a construction manager at risk.



Top 10 Most Desired Skills


Interpersonal skills		4.67


Teamwork skills		4.65


Analytical skills			4.56


Oral communication skills	4.53


Flexibility			4.52


Computer skills			4.32


Written Communication skills	4.12


Leadership skills		4.08


Work experience		4.05


Internship experience		3.77











�
% Undergraduate          students�
% Graduate/Professional        School Students�
�
Personally own a computer at school�
85%�
88%�
�
Use a computer for word processing�
98%�
97%�
�
Use a computer for internet resources�
93%�
88%�
�
Use a computer for sending/receiving e-mail�
99%�
96%�
�
Use a computer for on-line information�
62%�
53%�
�
Use a computer for producing spreadsheets�
51%�
41%�
�
Access U.Va. network from off-grounds using modem�
43%�
58%�
�









� For more details on Process Simplification, see http://minerva.acc.Virginia.EDU/~process/.


� For the “Travel Workbook” and other travel information, see http://minerva.acc.Virginia.EDU/~travel/.


� For more complete details about the ISP, see: http://minerva.acc.virginia.edu/~iscat/Q&A.html. Future restructuring reports will describe the ISP’s work and accomplishments.





�  For a more detailed description of the Teaching-Technology Initiative, see: http://www.itc.virginia.edu/virginia.edu/winter97/tti/all.html. 


�  For more detailed information of the TRC, including its success in focusing faculty efforts on teaching excellence, see:  http://www.virginia.edu/~trc/home.html.


�  For additional information on the “Technology Leadership Certificate Program” of U.Va.’s Northern Virginia Center, see: http://uvace.virginia.edu/northern.


�  “Job Outlook ’98,” Journal of Career Planning and Employment, Vol. LVIII, Number 2, Winter, 1998, pp. 56-65.


� For more information on the University’s six electronic text centers, see: http://www.lib.virginia.edu/ecenters.html.


� There are five undergraduate schools: the College of Arts and Sciences, the School of Engineering and Applied Sciences, the School of Architecture, the School of Commerce, and the School of Nursing. The School of Education is now primarily a graduate school.


� A complete listing of the area requirements of the College appears at the end of this section.


� For a complete copy of this new policy, see:   http://minerva.acc.virginia.edu/~provost/reviews.htm.


�  Mr. Stuart Lee, Head, Centre for Humanities Computing at Oxford, has worked and consulted extensively with Mr. John Alexander of the University’s Department of Information Technology and Communication (ITC).


�  For more information on these programs, see: http://Jefferson.village.virginia.edu/reports.html.


�  For more information on the new media center, see: http://www.itc.virginia.edu/itcweb/support/instruction/mrc/home.html.


�  For more information on the CAVE project, see: http://www.sv.vt.edu/future/vt-cave/.


�  For more information on enhanced technology classrooms, see: http://www.itc.virginia.edu/itcweb/facilities/classrooms/home.html.


�  For more information on NET.WORK.VIRGINIA, see: http://www.networkvirginia.net/. For more information on the Internet II project, see: http://www.internet2.edu/. 


�  For more information on the U.Va. Network cable infrastructure, see: http://www.itc.virginia.edu/rewire/home.html. 


�  For the electronic version of the Course Offering Directory, see: http://www.virginia.edu/~regist/oregpage/cod.html. 


�  For more information on this article, see: http://www.chronicle.com/free/98/06/98061701t.shtml.


�  For more information on this ranking, see: http://www.zdnet.com/yil/content/college/colleges98.html.


�  For more information on U.Va.’s information Warehouse, see: http://warehouse.virginia.edu.


�  For more information on this recognition, see: http://www.educause.edu.


� Virginia Business Higher Education Council, The Local Economic Impact of Virginia’s Public Institutions of Higher Education, July, 1995, p.6.   


� For additional information about the research parks, see: http://intercom.virginia.edu/uvaparks/.


� For more information on Virginia’s Gateway, see:    http://www.virginia.edu/~research/information/gateway.html.


� For more information on the Virginia Patent Foundation, see: http://www.uvapf.org/.
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