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Fducation is not the filling of a pail, it is the lighting of a fire.

— Williarn Butler Yeats

Our unwavering confidence has been that public university education
s a public good, and that the public invesiment in such endeavors is
 repaid to society many fold, and in countless ways...

© — UW System President John C. Weaver, speaking to the Board of Regents, April 18, 1975

© Copyright 2004 University of Wisconsin Board of Regents
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Since ifs inception as a4 state, Wisconsin
has supporied public higher education
for its citizens. One of the first acts of the
new state government was the establish-
ment of the University of Wisconsin at
Madison, a public educational
institution.* Since that tirae, the university
has evolved into 2 system comptised of
26 campuses and 2 statewide UW-
. Extension.? This support has survived
- wars, the Great Depression and other
economic downturns, and has resulted in
one of the finest systems of higher
education in the world. .

“This report marks the conclusion of a
year-long study by the Board of Regents
in collaboration with students, facuity and
staff, campus and system administrators
and others. To address the needs of
Wisconsin's future, we first iooked inward
for additional efficiencies and revenue
streams, as well as for ways that new
technologies can enhance our service to

- students and the state. We also looked at
~ways that legislative changes can Dbeter
enable us to fulfill those missions.
“The study was motivated by a decade
-~ of static or declining state support for the
University of Wisconsin System, culmi-
nating with the largest base budget cut in
its history in the 20032005 biennium.
Even though the university was author-
ized to raise tuition significantly o
partially replace state aid, the net effect
was still nearly a $100 million shortfall,
- without a conscicus, deliberate decision
by Wisconsinites to disinvest in their
- unjversity. Because enrollment targets
were not rolled back beforehand,
students were forced w0 pay higher
uition, o help fund their own financial
aid, and still face farger class sizes, fewer
course offerings and sections, and longer
time to degree. In short, quality was
compromised. A policy decision has been
- wade de facto as Wisconsin has shified.
- fom g owstuition/low-aid philosophy o
| an average-tuition/uncertain-uid reality.
-+ The one overarching fact that emerges
o from this study is that there are no

P

substitutes for adequate, stable state
support for our instructional mission.
Because most state support pays for
instructional salaries, the only way the
university can maintain current levels of
enrollment opportunities for Wisconsin
citizens is with adequate state support
per student. Additional cuts 1o our base
budget can only result in fewer instruc-
tors and reduced enroliments ~ there can
be no other outcomes.

General themes that arose from the
study include continuing access to higher
education at an affordable cost; main-
taining the quality of the educational
experience; providing service to the state
by educating its citizenry; and helping 1o
solve its problems and stimulating its
economic development. Because the
university has proven iself an invaluable
asset for the state in these areas,
Wisconsin will make a grave error if it
does not reverse the trend of diminishing
support for its university system as we
enter the new global information
economy.

Several key findings of the year-
long charting study stand out:

¢ There are no alternative revenue
streams that can ake the place of
adequate, stable state support for the
university's instructional mission.

¢ Sustainable, state-supporied financial
aid for students is necessary if we are
to avoid pricing lower-income
Wisconsin families out of higher
education.

s The Board of Regents needs 1o
manage the process 1o set competitive
salaries, restore faculty numbers for
better instructional quality and manage
unclassified positions in order to
attract and retain the esteemed faculty
and adminisrators necessary for
quality higher education,

¢ Incressed funding for diversity initia-
dves is required if we are to improve
that aspect of the university experi-

ence and more closely mirror the
diversity of the state's citizenry.

® A significant investment in information
technology, distance education, on-
line learning, and other new modali-
ties, can transform higher education in
Wisconsin and connect us to research
communities worldwide.

* If we can change the way we do
business in such areas as capital
projects, procurement and rigk
management, significant savings may
accrue that can help pay for some
of the necessary university invest-
ments.

These topics and others are examined in
mote detail in the following report. The
fact is if Wisconsin can find ways to rein-
vest in its university system and effect
necessary management flexibilities
outlined above, the system can reinvent
itself and chart a new course for
Wisconsin into the new global informa-
tion economy. Conversely, if it fails to do
50, Wisconsin will sacrifice its world-class
university system as a critical tool to
reverse a course of economic and soci-
etal decline. In a recent article, UW-
Madison Chancellor John D. Wiley
writes:

I want to send a wake-up call to the
citizens of Wisconsin regarding our
economy and our educational system.
The ailing economy poses @ serioits
threat to our schools and colleges and
unless we act now to protect funding for
education, the state’s future will be
bleak. More than a decade of state
budget cuts and partially offselting
fuition increases bave left the base oper-
aring budgets of Wisconsin's public
bigher education systems in the worst
condition since the Grear Depression.
Access 1o, and affordability of the
wniversity system gre already endan-
gered at precisely the lime when the
Wisconsin economy needs more high-
paying jobs and a more bighly educated
workforce™?



The regents must send a wake-up calt
as well: Wisconsin cannot continue ifs
rrend of diminishing state support for its
universities, replaced in part by mition
dollars. The last budget cycle went far
beyond trimming far - to the point that
the meat an<d bone of quality higher
education were cut. A similar budget in
the next cycle may send the system
plummeting into an irreversible, down-
ward spiral.

Wisconsin has experienced tough
budget climates before. In his remarks to
the regents in 1975, then-President John
C. Weaver observed: “The immediate
public policy issue becomes clear. If we
are to fulfill our missions as historically
defined, we need to be certzin the state
still supports those missions, and
suppotts them with the full realization
that they cannot be fulfiled on the basis
of static or declining resources. If we are
to plan for long-term fiscal austerity and
retrenchment, this needs to be directed
with the complete understanding that this
will require a most basic change in direc-
tion for the State of Wisconsin — a delib-
erate decision to constrain, for fiscal
reasons, the levels of access to educa-
tienal opportunity that have historically
been provided.™

President Weaver's words hold just as
true today as they did nearly 30 years
ago. He continues: “We should give fair
warning, and we nst continue 1o warn,
that we cannot go on reducing faculty
and staff, as well as support for instruc-
tional materials and eguipment, and
simudtaneously undertake ihe teqching of
ever-tncreasing numbers of students. To
attempt such is an inescapable proscrip-
tion for irreversible mediocrity.”? If we
are to avoid that mediocrity, the state
must reinvest in its system of public
higher education or the system must
downsize so that those students that it

6

can enroll will receive the traditionally
high quality education they deserve.

At the end of World War 11, our
naton's economy had not vet begun to
take off and thousands of our soldiers
were mustering out of the military and
reaurning home. Controversial legislation
was pushed through the federal govern-
ment that became known as the G.1 Bill,
A massive infusion of support for higher
education — in the form of facilities,
program revenues and scholarships —
created unprecedented access to higher
education and trained the doctors,
lawyers, teachers, statesmen, engineers
and other professionals who buile the
modern nation that we enjoy today. In
Chancellor Wiley's words, “Those deci-
sions created the engine that powered the
state and nationgl economies for the
second balf of the entive tiwentieth
century.”

A reconumitment to higher education
is necessary for Wisconsin today if we
are to chart a new course for Wisconsin
in terms of both quality of life issues for
our citizens and economic stimulus for
our state. Consider again the words of
President Weaver: “Decisions of great
importance should not be taken withouit
some senise of bistory.,. We should remind
ourselves that for well over.a century, the
people of Wisconsin... bave bad great
Jaith in public bigher education. Above
everything, I would covet the hope that
through the difficult days of decision that
lie immediately abead, the citizens of
Wisconsin will sustain that faith. 7

In conclusion, the decisions facing
leaders in state government for the future
are both patently simple and excruciat-
ingly complicated. And history points out
that this conundrum is not a new
phenomenon. If Wisconsin consciously
decides at this time - against all common
sense — that it must continue its rend of

withdrawing public support for its public
universities, then the UW Systern must
sheink until its available resources are
adequate to support a quality higher
educadonal experience for those students
it can enroll.

if, on the other hand, Wisconsin and
its leaders choose to continue, and rein-
vigorate, our fong history of public
suppott for open access to public higher
education for our citizens, then the
necessary state resources must be found
to fund our campuses and provide
adequate financial aid for our students.

Wisconsin sustained its faith in its
university system 30 years ago — and
many times before and since then —
and, like President Weaver, we are
hopeful that it will do so again, for this
day. The university stands ready to help
begin Charting a New Course for
Wisconsin's Future, ¥

For an extensive list of resources used,
schedules for the committee meetings and
minuites, please refer to the Charting a
New Course for the UW System web
resource ai:

hittp://www.uwsa.edu/srvpadm/
study/index him
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er Education at Risk: The National

Context

Observers have called the current climate
public higher education’s “perfect storm,”
the confluence of forces that threaten the
operation and effectiveness of many
colieges and universities across the
United States. Certainly, ecucational
-leaders are accustomed 1o the boom and
- bust funding cycles that generally paraliel
the nation’s econonic health. But there is
an ominous quality 1o the current situa-
tion that is causing & collective shiver
“from coast to coast.

Consider these naiional trends:

» Serious budget deficits requiring tax
hikes and spending cuts are leading to
significant declines in state spending
on higher education in half the U.S.
states.

e These cuts in public university
budgets come on the heels of a 20-
year decline in some measures of state
support for public higher education.
{In 1981, state appropriations for

higher education per $1,000 of -

" personal disposable income averaged
$10.45 nationally, In 2001, such
support had dropped o $8.60.) !

s Demand for public higher education is
growing, thanks to both demographic
pressures and an economic downiurn

-that is spurring the jobless and under-
employed 1o seek more education. In
2001, there were 6.2 million students
enrolied at public four-vear colleges
and universities. In 2011, there are
proected to be more than 7.2 million. 2

s University endowments and other
investments are suffering at the very
time when private sources of funding
could cushion the blows of public
funding losses.

+ Colleges and universities are obliged
o lmprove their information tech-
noloay infrastrictures — a new and
costly necessity for delivering quality
education.

s States ape increasingly wming o
nublic universities to enhance focal
and regional economies by stepping

up research and development break-
throughs, forming partnerships and
preparing the next generations of
professionals, managers and skitled
workers.

« Competition for all sources of revenue
is intensifying. Public universities,
tosing ground to prison and health
care spending, are increasingly
focused on raising private funds, In
turn, private colleges and universities
are lobhying to expand their share of
the state revenue pie.?

In short, public universities across the
countey are struggling to educate more
students and are grappling over fewer
dollars while striving to preserve quality
and meet greater and greater public
expectations. All this suggests a
Mounting crisis.

“A range of wends and indicators tells
us that there are some important differ-
ences between this bust and the last,”
chserves Travis Reind!, director of state
policy analysis at the American
Association of State Colleges and
Universities. “Ride it out’ simply won't
work.”

Faced with major funding shortages,
many public universities are ralsing
tuition at a gatloping pace. For the
20032004 academic year, many students
and their families were confronted with
steep increases over the previous year:*

University of Arizona — 39%

University of California System — 30%
State University of New York System — 28%
University of Oklzhoma - 27.7%

Texas Tech University — 22.7%

University of lowa ~ 19.1%

University of Virginia - 1696

Clernson University — 18.8%

Univessity of Missouri, Columbiz — 18.1%
University of Wisconsin System — 18%
University of Kansas — 17.7%

Auburn University — 17%

University of Nebraska, Lincoln ~ 15.6%
Eniversity of Kentucky - 14%

University of Minnesota, Twin Cities - 13.3%
Georgia State University — 13%

University of Maryland System — 13%
Unfversity of llinois System ~ 10%

According to the National Association of
State Universities and Land-Grant
Colleges, more than 25 state universities
or university systems implemented fall
2003 wiition increases of berween 10 and
20 percent. Another 13 public universities
or systems planned even higher
increases, Only one state, Mississippi, did
not raise its 2003-2004 tuition rates for its
four-year campuses.’

There is a prosounced shift of funding
of higher education from the state to the
student or family, according to Will
Dovle, a senior policy analyst with the
National Center for Public Policy and
Higher Education. “At a dime when
peopie can least afford these kinds of
increases, they are being asked 1o
shoulder greater responsibility.”®

In some cases, public universities aim
to softer the hlow by raising the twition
for new and continuing students at
different rates, Continuing students at
Penn State experienced a 9.8 percent
increase in tition and fees for
20032004 while tuition and fees for
Penn State freshmen were 15.8 percent
higher.

The University of Ulincis {Urbana-
Champaign and Chicago campuses)
embarked on a differendal pricing policy
in 2001, when it added a surcharge to
freshman tition, citing the need for
predictability of college costs.
Universities in Indiana, Chio and
Pennsylvania followed the example.

Now, universities across the country
are mulling other differential pricing
strategies, from offering tuition discounts
1o assigning different wition rates based
on family incomes, courses of study
selected, or the dme of day & cowrse s
offered.”



The last notion, offering lower prices
to students wha take classes during
unpopuiar hours of the day, has the
added benefit of improving efficiency.
The University of Oregon has already
adopted the strategy and others are
considering it.

Pricing tuition based on class time is
very promising because i improves
productivity and can, in the jong run,
promote access, according to Kristin
Conklin, a senior policy analyst for the
National Governors Association.

This search for new wition strategies
is part of an intensified debate regarding
managing universities in 4 public envi-
ronment, For decades, public university
leaders have been calling for greater flex-
ibility in running their institutions —~ with
- mixed results. In that same period,

" goverrors and state policymakers have
clamored for direct evidence that
students are truly learning. The past
decade saw a wave of accountability
measures imposed and reports issued.

Deciining state tax support is height-
ening university motivation 1o seek
management fexibility, says Richard
Novak, executive director of the Center
for Public Higher Education Trusteeship
and Gavernance at the Association of
Governing Boards.® The question Novak
poses is whether increased flexibilify is a
“way to make public universities more
private in nature, or simply a new way
of doing business that will enable them
o survive.

Survival of public higher education is
prompting a variety of discussions nation-
wide. According to Brown University's
Funures Project, approximately 18 states
have put in place, or are currently
considering, some sort of enhanced
maragement flexibitity combined with
heightened accountability ?

A few states have mdically altered their
relationships to public universities,
creating “charter programs.” In 2002, the
Colorado School of Mines and the State of
Colorado ratified 2 five-vear “performnce
contract” that Hnks aggressive perforny-
ance goals with the broad flexibility to
manage operations and set tuition.

The Colorado agreement, which is

between the university’s Board of
Trustees and the state’s Commission on
Higher Bducation, is effective umil 2011,
The Board sets tuition and reports
planned increases to the Legislature for
budget authority purposes, The Bouard of
Trustees agrees (o increase financial aid,
improve retention and graduation rates
and strengthen the engincering and
applied science school's quality. In
return, the Commission relinquishes its
program approval authority and other
performance funding requirements.®

A dozen years ago, St. Mary's College
in Maryland becaine the first public
coliege to achieve such a charter agree-
ment. The college receives funding in
block grant form (with inflationary
increases) and manages itself, mcludmg
setting tuition, _

But most of the flexibility debate
revolves around actions requiring less
than full charter status. On the financial
side, public universities are calling for
the freedom to deposit specific funds
outside state treasuries and ouside state
investment channels. Public universities
seek more flexibility in spending and
carrving forward state funds, in control-
ling positions and in setting tuition and
fees. On the administrative side, they
seek freedom from state personnel

systems and certain colléctive _bargaining _

agreements,-and they also seek the
opportunity to purchase goods and serv-
ices and make contracts independently.

While policymakers consider the rami-
fications of such actions, public universi-
ties are attempting to cope with the
short-term effects of the “perfect storm.”
“Campus Cutbacks Hit the Classroom,”
announced the New York Times last fail
in a front-page asticle by Greg Winter,'?

In Winter's piece, students report that
they are having a much tougher time
getting the courses they need. “After
whittling away at staff, coaxing faculty
members to juggle more classes, strip-
ping sports teams and trusting aging
roofs to hold out a few years longer,
many public universities have reluctantly
begun chopping away at academics,
making it harder for studenis 1o graduate
on time,” reported Winter.

He also found that various public
universities are canceling classes, elimi.
nating programs, dropping majors,
closing off-site classrooms, doubling
some class sizes, shortening library hours
and offering fewer feshman seminars,
The University of California delayed
opening an entire campus,

In 2 spring 2003 article, “Universities
Bear Down on Budgets,” the Des Moines
Register stated that classes were cur and
research farms were slated o close at
Towa's three public universities. The
previous fall, the lowa Board of Regents
voted to increase base tuition by 17.6
percent. But that sharp increase did not
entirely offset drops in state suppost
totaling $159 million since 2001, the
newspaper reported.

At the University of Nebraska- Lzﬂcoln
last fall, in response to a deepening
budget crisis, leaders cut temured faculty
and whole departments, directly affecting
a few hundred students and a few dozen
professors. Thus far, reported Seth Stern
of the Christian Science Monitor,
Nebraska’s actions are among the most
extreme of university responses w
budget woes. “But if the economy’s slug-
gishness continues, other states may face
the same dilemma as Nebraska’s flagship
campus in Lincoln: whether to sacrifice a
few programs and profebsers i pxeserve
quality averall ™"t

Former University of Nebraska
President L. Dennis Smith compared the
cuts 1o “eating our own seed com. If you
have an economy that's struggling, &
doesn't make sense to eliminate the
engine that drives it,"2

Nationwide for the 2003-04 academic
year, 25 states anticipated budget cuts for
higher education. The deepest cuts were
expecied in Colorado (13.7 percent),
Caltfornia, Oklahoma, South Carolina and
Wisconsin.

*Councll for Education Policy Research and
Improvement - July 9, 2003,
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Public Higher Education at Risk: The Wisconsin Context

Does the University of Wisconsin System
find itself in the eddy caused by these
powerful national trends?

Consider the following:

© Last fall, the System sustained a $250
million cut, the largest in its history. It
followed 2 $50 million cut the
previous year. In the same biennial
budget (2003-05), the State of
Wisconsin is paying less than 30
percent of the university’s costs for the
first time in the UW System’s 30-year
‘history, (In 1973, Wisconsin's tax
dollars supported approximately half
of the UW budget.)

Wisconsin is now significantly below
the average in state appropriations for
higher education per $1,000 of
personal disposable income. In 2001,
the national average was $8.60.
Wisconsin was $8.20. In 2003,
Wisconsin fell to $7.90.

Student demand for public higher
education in Wisconsin-is strong and -

enrolled at UW System campuses. One
in every three Wisconsin high school
seniors enrolis at a UW campus imme-
diately after graduation, Enrollment -
has grown by more than 8700
students in the last ten years while
budget cuts have reduced faculty by
676 in that same period.

The UW System, like its counterparts
nationwide, is struggling to meet the
costly information technology needs of
its students, faculty and staff, UW-
River Falis Dean Barbara Nemecek
recently noted the difficulty of keeping
current with both software and hard-
ware. “if you don't have the latest
technology, then the students are out-
of-date before they wke their first joh.
That deesn’t help studenss or
employers, and it damages the repua-
tion of our progiam.”

sill growing, Last fall. 160,703 studerits

¢ Over the past several years the UW
System made a particular commitment
to the State of Wisconsin to enhance
and support economic development,
convening a series of statewide
Economic Summits and proposing
innovative pubtic-private partnerships.
In the latest biennial budget the UW
System sought nearly $77 million in
GPR and fees 1o continue its economic
development initiatives, but received
no new money.

* From 1993 to 2003, state spending on
the UW System grew by 29 percent.
During that same decade, state
spending on the Department of
Corrections grew by 251 percent, K-12
schools by 134 percent, and Medical
Assistance by 41 percent.

imperiled by the recent deep budget
cuts, the UW System increased tuition by
about 18 percent for each year of the
biennium, thus raising $150 million to
cover 60 percent 'of the reventue Joss,
Program ‘cuts and other cost-saving
measures will make up the remaining
$100 milkion,

“More than a decade of state budget
cuts and partially offsetting wition
increases have left the base operating
budgets of Wisconsin's public higher
education systerns in the worst condi-
tion: since the Great Depression,” wrote
UW-Madison Chancellor John Wiley in
the November 2003 issue of Madison
Magazine. “Access to and affordability
of the university system are already
endangered at precisely the time when
the Wisconsin economy needs more
high-paying jobs and a more educated
workforce.”

“It's 2 singular moment for public
higher education nationally and in
Wisconsin,” ohserved UW System
President Kathagine C. Lyall last fall. “We
really need & management blueprint going

forward, because it's clear that we can’t
just lurch from one financial crisis to the
next. That's no way to run the System.”

Despite the sharply higher tuition and
best efforts to manage and minimize the
impact of budget cus, the loss of stte
dollars is negatively affecting students,
faculty and staff across the UW System. A
few examples:

J UW-Eau Claire wants to enroll more
returning adult students who could
study for their degrees part-time. But
budget cuts have limited the univer
sity’s ability to offer cousses at hours
that would be convenient to part-time
students. “There are many things we
could be doing but aren’t able o do
s0 because owr limited financial
capacity forces us to focus upon our
core mission of serving traditional-age,
full-time students,” said Chancellor
Donaid Mash.

LI UW-Whitewater is finding it increas-
ingly challenging to hire facuity.
Leading candidates in many searches
decline to come for interviews after
fearning of both the salary limits and
teaching loads, according to John
Heyer, dean of the College of Ans
and Communication. For the first
time in his 24 years of administrative
experience, Heyer said he is fosing
his top faculty choices to colleges in
the South, including Louisiana and
Mississippi.

U Wisconsin needs teachers who are
specifically trained to teach English 1o
nof-native speakers, and UW-River
Falls has a program for that special-
ized teacher training, However,
staffing problems, including lost puUsi-
tions, retirements and frozen
searches, are leaving the program at
half-capacity.
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UW.Green Bay's students are coping
with larger class sizes and fewer
student employment opportunities.
The university's library is shortening
its hours and budget cuts are reducing
both statfing and book purchasing,
The cuts in the library's evening hours
have the greatest impact on returning
adult students who can only get to the
library at night. Carol Blackshire-Belay,
dean of Liberal Arts and Sciences, said
she is particulasly concemed about
general education class sizes for
incoming students. “A class of 40
transformed into a class of 90 just is
not the same class,” she observed.

UW-Madison is addressing some of
its budget shortfall by cuts in
programs, up to 200 fewer coufses
and larger class sizes. The higher
tuition is also expected to drive away
some stuctents from all but the
highest-paying careers because of
escalating concerns about repaving
student loans. Some studenzs may
avoid professions such as teaching
and nursing, which Chancellor John
Wiley believes is already happening.™

i UW-Marinette has had a 47 percent

increase in enroliment over the last
four years. However, the campus has
been unable 1o hire the geography,
mathematics and chemdstry positions
that were approved to meet basic
Asscciate Degree curricular needs, The
campus is serving the financial and
administrative support services needs
of 560 students with two academic
staff {including the campus dean) and
2.4 FTE clerical staff. The campus can
keep the bookstore open only 12
hours per week,

J UW-Rock County enrollments have

grown by 50 percent over the past
five years, withowt additional student
services advisofs to accommodate the
additional student advising. Forty-three
percent of the students are returning
adults who usually take evening
courses, However, the campus does
not have the funds to keep the busi-
ness office and student services office
open into the evening through the
semester, and there is no evening
tutoring available.




Chartine Study Process and Focus
& J

“Decisions of great impaortance should
not be taken without some sense of
history...We should remind ourselves that
for well over a century, the pecple of
Wisconsin have held certain propositions
to be self-evident:

(13 That Wisconsin's citizens should
have ready access to higher educa-
tional opportunity of quality and
relevance ¢ their purposes, interests
and abilities.

{2) That personal and societal need for
knowledge constantly increases as a
direct function of the complexity of
society and the mounting aspirations
of our citizens.

Our unwavering confidence has been
that public university education is a
public good, and that the public invest-
ment in such endeavors is repaid to
society many fold, and in countless
ways..”

~ LW System President John C. Weaver,
speaking to the Board of Regens, Aprii- 18, 1975

Nearly 28 years later, on April 11, 2003,
the UW Systemn Board of Regents
comunitted itself to a year-long strategic
planning study of public university
education in Wisconsin, Regent Guy
Gottschalk was named the study's chair.
(See the executive summary and sections
one and two for the background and
process.i Regent Gottschalk shared former
President Weaver's remarks, suggesting
they might inspire the study they were
about to undertake. (See the fidl text of
Weaver's remarks in Appendix B}

Three key drivers motivated the study:
the changing state fiscal environment; the
growing demand for educational serv-
ices; and the sapidly evolving technolog-
ical and economic envirenments,

Regerits, Chancellors, and UW System
officials, along with faculty, staff,
students and community members,
formed five subgroups o cover the
waterfront of Wisconsin public higher
education issues and challenges, organ-
ized as follows:

1. Revene Authority and Other
Opportunities:
Regent Roger Axtell, chair

2. Achieving Operating Ffficiencies:
Regent Mark Bradley, chair

3. Re-Defining Educational Quality:
Regent Fred Mohs, chair

4. The Research and Public Service
Missions:
Regent Danae Davis, chair

5. Our Parmership with the State:
Regent David Walsh, chair

(For a complete Hst of study pariicipants,
see the inside front cover of this report.)

Study leaders agreed thal thvee
conmon themes would inform
their efforts: '

Educational Quaklity - maintaining the
high quality of a TiW education;

Access and Affordability - keeping
UW education open and affordable; and

Serving Wisconsin Directly - serving
Wisconsin through educating its citizens,
solving pressing problems and stmu-
lating economic development.

The study involved nine months of
work, nine full-group and 49 subgroup
meetings, and relied on 2 variety of
information-gathering methods,
including an examination of actions
maken in other states, discussions with
studenyts, focus groups with business

leaders in five areas across Wisconsin, a
study by Arthur Gallagher & Co. on
how to cut administrative expenses, and
dialogues with legislators.

The working groups held public hear-
ings, invited expert testimony, comrnis-
sioned studies, held discussions with
legistative leaders and heard presenta-
tions by national experts on topics
including financial aid, wition policy,
federal higher education policy and
student access.

Public input was encouraged via e-
mail. (For a full listing of all published
resourees, tnchding presentation mate-
rials consulted by the subgroups, visit
butp:Fwwonw. uwsa.edu/srupadm/stusdy
resources.btm.)

The 27 study recommendations are
presemted in thvee categovies:

Self-Help — actions the UW System must
rake to maintain access, quality programs
and efficiency.

State Help Needed — actions the state
must take to maintain affordability and
access for low- and moderate-income
students.

Joint Efforts — steps that require both
UW Systemn and the state to act 1o
enhance diversity, serve more aduli
students, and incentivize the develop-
ment of programs to meet future state
needs.
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%‘? ﬁd@ Recommendat

ations and Benefits

1. The UW System should suppost
and carefully evaluate an innovative
pilot program developed by UW-
Platteville, targeting nonresident
student recruitment to meet pariic-
ular Wisconsin workforce needs.”

UW-Planeville leaders and UW System
Administration, working with the
Wisconsin Departments of Administration
and Workforce Development, developed
an innovative program to use the instruc-
tional capacity of the underutilized
Platteville campus more efficiently and
strategically. With some modest invest-
ment, the campus is beginning a pilot
program 10 atiract out-of-state students (o
sefected programs in engineering and
technology.

The program includes several benefits.
New nonresident student tuition would
fund some capital construction on the
campus; the campus and its programs
would be more fully utilized; and
Wisconsin would atgract some additional
highly educated people to the economi- -
cally challenged southwestern area.
When the program is fully implemented
(in 10 years, with 2,000 additional
nonresident students) it is estimated that
there will be a $25-million-per-year
economic impact for the region.

Under this pilot program, students
from neighboring Towa and llinois
would be offered tuition incentives to
attend UW-Plateville and earn degrees
in engineering, technology and other
disciplines with high workforce demand.
These students would mot reduce UWs
enrollment of Wisconsin students. Area
fegistators, community and campus
teaders strongly support the pilot, which
coult serve as & model for other UW
camnpuses. Kentucky has fad a similar
program in place for several years and
considers it fiscaily sound.

*This pilot program came 1 the Board's atten-
ton during the course of the study, T w
approved by the Bowrd of Regents ¢
spring,

[
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2. The UW Systemn should re-examine
the wition charged to ponresident
undergraduates, with the goal of
charging a more competitive market
price.

After recent large increases, ition for
nonresident students is well above
competitive levels, and, voting with their
feet, many potential UW students are
choosing to go elsewhere,

Traditionally, Wisconsin has been one
of the more successful states in attracting
nonresidents, who pay 4 premium 10
attend a UW campus. The additional
dollars they generate subsidize Wisconsin
residents by keeping in-state tuition low
and expanding access in-state.

However, over the past five years,
there have been dramatic increases in
nonresident tuition — UW-Madison's
nonresident twition rate is NOW more
than $18,500 per vear.

As a result of the higher rates, 360

- nonresident students were lost
- systemwide during 2003-04, with a

resulting revenue loss of approximately
$4.7 million. The impact varied by inst-
tution, but the revenue drop was a
particular challenge at U'W-Green Bay
and UW-Stevens Point, destabilizing
those campus budgets.

Returning to more competitive non-
resident tuition should have two positive
consequences, attracting additional
stucents — and revenue — o UW
campuses and encouraging highly
educated people from other states o live
and work in Wisconsin.

3. The UW System should continue to
evaluate alternative fwition models,
including resident tuitdon Sexibility,
per-credit wition, nonresident tuition
and cohort tuition. The goal is to
identify opportunites for muiedziog
revenue needed 1o preserve access,
affordabilicy and goality programs.
Sanilarly, (he conoept of 2 tultion
bond and loan forglveness program

should also be siudied.

The application of basic economic princi
ples can have far-ranging effects on
student behavior in terms of degree
completion, speed of masiculation and
other factors. How long it mkes a student
to complete a degree, the number of
courses aken, ete. all have considerable
impact on campus resousces and access
opportunities for other sudents. .

There is considerable interest nation-
wide in differential tuition approaches,
and the committee helieves further study
of these approaches is warranted.

4. The UW System should continue
efforts to help siudents efficiently
earn colfege credits and degrees,

AL least three areas have yielded success

and may provide fuiure opportunities:

a. Fnabling srudents to earn college
credits for high school work:
Programs that allow students to earn
coliege credits for high school work
have expanded educational options
for those students, provided more
than $10 million of savings to
students and families in 2001-02
alone, and vielded millions of
dollars in more efficient use of
faculty, staff and classroom
resources. More than 74,000 college
credits were awarded in 2001-02 for
Advanced Placement and retroactive
credits at UW institutions. (This is
equivalent to access for 600 addi-
tonal students.)

b. Pacilitasing transfer of general educa-
Hon requirements: The seamless
wansfer of hasic college course credits
saves students money and time, The

ster is working o improve the

transfer of these general education
credits, One ffvampie is the cument

LW-River Palls pllot program, using

the natonal Course Applicabittty

Systermn (CAS to provide trunsfer

degree audits so that prospective




transfer students and advisers can
evaluaie how transfer credits will
apply.

¢, Using distance educarion to serve
more students: Distance education
offers the potential 1o expand learning
opportunities ouside traditional
campus houndaries and to improve
learning on campus. Distance educa-
tion can supplement on-campus
instruction, provide degree or certifi-
cate programs off-campus and offer
continuing education options.

The UW System operaies, or is 4
contributing pasiner in, several nation-
wide distance-education networks and
encourages distance-education program-
ming through various structures and poli-
cles. Distance education offers the
potential to increase enrcllment at UW
institutions; all UW Colleges offer
degrees serving working adults.
Partnerships with the Wisconsin
Techsical College System could both
increase enrollment and enhance credit-
wransfers,

5. The UW System should imple-

ment a process for examining

and stream¥ining administrative
services.

- Potential benefits include improved coor-
dination, implementation of good busi-
ness practices and financial savings that
can be applied © instructional and other
sudent needs,

The UW has alreadly begun a
purchasing review 1o assess potential
savings from higher education consostia.
Gther functional areas to be reviewed
include: auxiliary fund managemens;

information technology management;
fravel management; and human resources
management. The reviews should wvolve
the Board of Regents, top management
within UW System administration and the
mstitutons, institution saff and, when-
ever possible, outside consultants,

6. The UW System should establish
pilot programs o promote adminis-
trative and programunatic collabora-
tHon among UW institutions — an
expansion of current ad boc collabo-
railve ¢fforts,

Coliaborative partnerships can maximize
the use of combined resources of
multiple campuses, reduce duplication,
save money through shared programs
and increase access to certain academic
programs around the state,

The results of these new pilot
programs should be disseminated within
the LW Systern and the greater
Wisconsin educational community. UW
collaborative programs already exist in
scme disciplines, In some cases, they
arise 10 meet high stedent demand In
areas such as nursing or business. Others
give students access (0 programs in
certain specialized, low-enrollment aress,
such as rare foreign languages.

7. UW System Adminisiration and
individoal UW institutions should
comntinue thelr efforts to atiract
increased federal research funding.

ETW-Madison is highly successful at
atiracting federal research doliars -
currently ranking ninth nationally.
Federal dollars have been critical to UW-
Madison's international reputation as a

research [eader, and these funds have
had profoundly positive effects on
Wisconsin's economy, generating thou-
sands of fobs and more than $1 billion in
incomes annually.

Of course, not all UW instinigions have
research missions, nor the infrastructure
necessary for atracting major research
funding. However, research opportunities
are Initigted by individual faculty ar all
UW campuses as a way of providing
undergraduate research experiences for
students and faculty,

These goals can be enhanced by
building more effective working rela-
tionships with the Wisconsin congres-
sional delegation and conununicating
institutional goals and objectives. UW
System should continue efforts to advo-
cate on behalf of all UW institutions in
Washington, D.C., working with
Wisconsin's congressional delegation to
compete for federal research and other
funding.

8. The Board of Regents should adopt
& systematic planning process for the
UW System.

The Board of Regents, the UW System
President and representatives of key UW
stakeholder groups would identify a
vision; consider the operational environ-
ment, plan and innovate, and tzke action.

The established process would be
desigried 10 strengthen educational
quality, prepare the UW Systern to
compete with new higher education
organizations and respond 10 changing
economic conditions, and help 1o iden-
tify andd implement best practices,

[
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9. The UW System should extend the
ways it works with and assists
Wisconsin businesses, local govern-
ments and the public by

a. Finding more effective ways 1o inform
ard help local businesses access
faculty and staff expertise and
programs;

b. Developing partnerships with the
private sector to address specific
Wisconsin workforce issues in such
areas as mamufacturing, health care
and new technologies;

¢. Better informing stakeholders of the
value of a liberal arts education and
UW expertise in ianguages,
economics, history and other fields,
and how it can be accessed; and

d. Recognizing and celebrating univer-
sity faculty, staff, students, and
university leaders who are having a
major impact on the economic
health of their communities.

Universities are increasingly viewed as
economic engines. Indeed, the UW
System has made economic develop-
ment a priority mission, from convening
econonkc summits and encouraging
public-private partnerships to training
students in high-demand technical disci-
plines, Sl

- However, local business executives,”
community leaders, and legislators are
generally less aware of university
resources available to assist local govern-
ment and the private sector.

The Wisconsin Economic Summits, the
Wisconsin Small Business Development
Centers, and the UW Systern Business
Consortium are models of existing part-
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nerships that extend UW expertise
beyand the campus.

16. The UW System should examine
alternatives for increasing the
aumber of nursing students to help
address the shortfall in nursing
professionals in Wisconsin. The UW
System should work with private
industey to facilitate the expansion of
the capacity of nursing programs,

Wisconsin and the nation face a severe
shortage of nurses, due to increased
demand, an aging workforce, a shortage
of nussing faculty and an aging society.

There are already initiatives under way
at UW-Madison, UW-Mitwaukee and
UW-Oshkosh to expand the capacity of
musing programs. But there are
constraints on what can be accomplished
without additional resources, faculty,
clinical practice sites and facilities with
more laboratory equipment.

The examination of alternatives for
increasing the number of nutsing
students should include seeking addi-
tional financial support from Wisconsin's
private health care sector. The shortage
of registered nurses is a national chal-
lenge. It has been estimated that,
because of retirements of current nurses,

- merely maintaining the poot of nurses
‘nationally requires a dramiatic expansion

of enrollments in educational programs
leading to a nursing degree, In addition
to being critical to ensuring quality
heakth care, it must be noted that
creation of additional nurses represents a
“brain gain” for Wisconsin in terms of
creating higher paying jobs.

11. The UW System should support
continwed participation in the
Wisconsin Campus Compact.

The Wisconsin Campus Compact is a
consortium of public and private colleges
and universities dedicated 1o introducing
more service-learning irsto the cariculum
and to encourage student “citizenship”
through volunteer activities. It is the only
campus compact in the United States thar
is using a statewide extension network
— in our case UW-Extension — to
enhance student service-learning oppor-
nities,

The American Democracy Project,
aimed at producing “graduates who
understand and are committed 10
engaging in meaninghul actions as citi-
zens in a democracy,” is another
example of service learning involving
multiple UW campuses. In Wisconsin it
involves UW-Eau Claire, EW-Green Bay,
UW-La Crosse, UW.-Parkside, [JW-
Oshkosh, UW-River Falls, UW-Stevens
Point and UW-Superior. It is coordinated
by the American Association of State
Colleges and Univessities and supported
by The New York Times, Campus
Compact and other national partners.

Wisconsin Campus Compact is also a
partner in the New Voters Project, 2 non-
partisan effort funded through the Pew
Charitable Trusts, It is designed to '
increase voter participation in 18-24-
year-olds by five percent in the
November 2004 election.




State Help Needed: Recommendations and Benefits

12, Wisconsin must stabilize state
GPR support for higher education.

All potential revenue streams were
reviewed, seeking alternatives to replace
declining state tax support of public
higher education. Each potential revenue
source has serious limirations and is not
consistent with supporting undergraduate
education. Federal funding is restricted to
student financial aid and research.
Corporate and foundation funds are
restricted to highly targeted purposes,

- and ragely involve continuing support.
Private donors typically balk at funding
basic educational expenses.

If Wisconsin's citizens are to compete
and thrive in the increasingly competitive
global marketplace, they must have
access to top-quatity higher education
opportunities. Prosperity is inextricably
linked to individual educational attain-
ment and general workforce preparation.

For more than 150 years, Wisconsin

-tax dollars have supported and sustained

. publi¢ higher education of exceptional

quality and value to the state, Wisconsin

st continue this commitment. It is

much easier and more cost effective o

sustain quality than to rebuild i once it

is lost.

The UW already trails its peers in
many critical areas of investrent. Further
reductions are sure to have dire conse-
quences with respect to educational
quality, access, and state econornic
impact.

13. Wisconsin must increase student
fnancial aid to ensure access for
students of afl income levels,
including a “hold harmiess” program
that would provide students from the
lowest income level with grants o
cover the costs of tultion increases.

Access to education is hmdamental o
Wisconsin's future prosperity. Future

economic growth and vitality depend on
an educated workforce. Today, 70
percent of “new economy” jobs require a
college degree. Our goal is for all quali-
fied students 10 be able to enter the UW
System,

Financial aid is key to providing
access for those who cannot otherwise
afford higher education. Lack of access
will perpetuate the cycle of poverty for
Wisconsin's poorest students and their
families.

We find a disturbing trend: fewer and
fewer low-income students in Wisconsin
are enroiling in UW institutions,
Specifically, 37 percent of new UW
freshmen from the lowest-two family
income quintiles enrolled in 1992. Ten
years later that measure was 30 percent.
Over this period, Wisconsin has moved
from a low-tuition/low-aid philosophy to
an average-tuition/uncertain-aid reality.

In this environment, declining low-
and moderate-income access must be
reversed by providing adequate financial
aid 1o ensure access o students from all
income groups. It is estimated that this
wiil require an additional $30-35 million
GPR in the 20052007 budget,

Further, more financial aicd for disadvan-
taged students is vital if UW institutions
are to attract and retain a student popula-
tion that mirrors Wisconsin's citizenry.

In future budget requests, the
committee recorumended that the W
System consider:

a. Expanding the “hold harmless”
program to include students from
the rwo lowest-income quintiles;

b, Using financial aid as an incentive
for state “brain gain” in targeted
professions, such as nursing,

14. The S$tate of Wisconsin should
provide the UW System the authority
and state tax dolfars to:

a  Hire an additional 300 faculty to

preserve exlucational quality and
te address strategic research areas;
b. Provide competitive facuity and
administrative pay plans;
¢. Controf its own non-GPR positions
if it is to attract and retain high-
quality faculty and administzators.

Budget cuts over the past decade have
severely reduced the nunbers of faculty
across the UW System. Student-faculey
ratios are important indicators of quality.
The UW weuld need to hire an addi-
tional 280 FTE faculty simply to bring the
student-faculty ratio halfway back to its
1992 level.

Recent dramatic reductions in
Wisconsin's per student funding are
threatening the TTW's core instructional
mission and quality. Preserving quality
simply by raising tuition is not the
answer — it strangles access and is insuf-
ficient to meet core needs,

Restoring 300 of the 670 faculty cut
aver the past decade would begin to
improve student-faculty contact and help
campuses strategically address areas of
greatest need ~ especially those disci-
plines that attract tremendous interest
from students.

UW faculty brought in $609.8 milkion
in federal and private research funding in
200203, and the UW's annual impact on
Wisconsin's economy {5 $9.5 billion.
Universfty research spawns new compa-
nies and increases technology-refated
jobs.

But the research enterprise is the sum
of the efforts of individual faculty and
staff. On average, each faculty member
attracts $100,000 of external research
funding to the UW. Fewer faculty
reduces the UW's competitive advantage
in the fight for federal dollars. Additional
faculty will also permit a strategic
rebuilding of the capacity to conduct
scholarly research in arens of state and
national need.




Comipetitive pay plans are essential to
retain faculy and administrators whose

teaching, research and managerial talents

have nide the UW System one of the
finest in the world.
In the past vear, three chanceliors

voluntarily left the systemn and more may

follow. Additionaily, the Board recenily
concluded a search o find a new UW
System President.

The gap between faculty salaries ar
UW and peer institutions s widening.
UW faculty were 6 percent below their
peers in salary in 2003-04. In order to
awract and retain quality faculty, it is
extremely tmportant for the UW System
at least 1 be at the peer median,

Position control issues can significantly

hamper UW institutions’ ability to

acldress students’ needs. While state laws

do allow the UW System to create posi-
tions using state tax dollars, the 2003-03
budget called for a reduction of 650
positions in the UW System, resulting in
a contradiction to current authority. In
addition, specific program revenues and
dcademic fees have some position
conirol] flexibiity, but not enough to be
responsive 1o student demands.

15, State policymakers should
sirearline the overly burdensome
and ﬁm&caﬂsﬂmiag capital building
program process by modernizing
statutes and procedures to match
capital budget methods 1o accepted
national practice.

It is estimated that such sreamlining
with respect to facilities constructed
using program revenues (PR} alone
would save the UW System $400
million over 20 years.

This streamlining can be achieved by:

a, Project enumeration: The curent
process adds about three years to
achieve project approval. The State
Building Commission should have the
auihorty t approve, ar any tine, a
project for which adequate gift, grant
or siher cash funding becomes avail-
able. Brumeration of projecis using
bonding should be limited 1o projecs
over 4 certain dolar threshold (51
miflion or $5 million).

b.

<

b

d.

€,

Competitive services: Wisconsin's
Division of State Facilities provides
project management and construction
supervision services to all building
projects for a fee of 4 percent. The
state’s managerment and supervisory
services should be optional and
chosen on the basis of their competi-
tive cost effectiveness.

Flexibie bidding: UW building proj-
ects must use the tradittonal design,
bid and construct process. A change
allowing state agencies 1o use open,
competitive processes, such as
nwltiple bid, single-prime, design-
build or construction manager would
promote efficiency in both schedules
and budgets.

Process improvements; Other
process improvements could shorten
the time for, and reduce the costs of,
UW building projects. One example:
The Governor and Department of
Administration (DOA) Secretary must
sign contracts, change orders and
other documents, and bidders take
these delays into account. Requiring
documents to be signed within 45
days would reduce delays and costs.
Financing: UW nsttudons tradition-
ally finance ali capital projects through
state-issued tax-exempt bond _
proceeds. If the Board of Regents
were authorized to issue its own PR
bonds for projects fully supported
with program revenue, savings in time
and cost {0 complete constriction
would be significant. In addition, a
burden on state bonding would be
fifted,

16. The State of Wisconsin should
create flexibility in the procurement
process  permit more efficient
purchasing of goods and services
directly in the marketplace, and
permit the UW System to take
advantage of discounts availabie
through higher education consor-
tiam coniracts.

4. Priclog The UW should be able w
take advantuge of special pricing
opportunities and pusicipate in higher
education consortia without seeking
siare approval. The UW Svstern would

centinue © follow all statatory
purchasing requirements and use state
contracts when cost effective, Seven
of the Big Ten universities have inde-
pendent purchasing authority and
reap significant cost savings from
consortial purchasing, The UW would
continue to work coflaboratively on
contracts with the Wisconsin
Technical Colleges and K~12 schools
It is estimated that more than $1
million of savings could accrue to the
state from the Big Ten Consortium
contract for office supplies alone, with
the UW Syster realizing more than
$600,000 in savings.

b. Processing: Sole-source processing
time could be streamlined if stase
DOA approval were not required. The
state review process takes an average
of 44 days to approve 95 of every 100
UW requested contracts. Swrely a
better business process can be found
for these purchases.

17, The State of Wisconsin should
create the anthority for the UW
System o assume all university cash
managemeni and investment respon-
sibilities currendy performed by
DOA.

4, Investments: DOA, working through
the State Treasurer and State of
Wisconsin Investment Board, currently
holds and manages all UW System
cash other than tiust funds, The UW
Systewy’s auxiliary enterprises and
federal financial aid appropriations are
credited with interest eamings; tuition
and other program revenue balances
are 1ot

The UW Systern Financial
Administration and Trust Funds staff
could maintain, manage and invest all
prograin revenue balances and could
increase interest earnings by using
longer-term investments than those
used hy DOA. The state could
provide the UW its GPR in 12
monthly installments, as is the prac-
tice elsewhere in the Big Ten. The
W System would he able to use I8
aecounting system o improve cash
flow and maximize earnings.

Intevest eatniings on UW balanoes




now total $5 mitlion annually, of
which the UW System receives $2
miltion and DOA $3 millon. With the
proposed UW System investment
process, the interest earned could
increase o as much as $15 million
annually, based on historical earnings
and fund halances,

b. Banking contracis: The UW System
should have the authority 10 enter into
banking contracts without the
approval of the state Depository
Setection Board, as well as to monitor
its own gecounting transactions.

The UW System would be able to
establish its own banking relationships
via competitive processes, reducing
delays caused by the additional step.

18. Consistent with national practice,

the UW System should have the

- authority to retain and reinvest the
proceeds from the sale of buildings

o Jand i acquived or bullt with

program revenue or gift funds {not

GPR),

The net proceeds from the sale of state
buildings or land, including all UW prop-
erty, are currently credited to the state’s
budget stabilization fund, rather than
returned to the stale agency. I, for
_rexample, the UW System ‘sells’a building
it had built with prograid revenue (non-
GPR dollars), it luses its initial invest-
ment, and there is an adverse fiscal
impact on the budget of the related
auxiliary operation. Similasly, if the UW
sells fand or a building received as a gift,
it loses the value of the gift.

With the authority to retain and rein-
vest the proceeds of sales, the fiscal

integrity of auxiliary operations would
be maintained, actions would be consis-
tent with donors’ intent and there would
be greater oppottunity for real estate
reinvestment and more efficient asset
management,

19. Consistent with national practice,
the UW System’s position control
authority (ability to create and
abokish positions) should be
expanded to include program
revenue operations not previously
Histed in the statutes.

The statutes should be amended to
include expanded UW position control
for operations and programs such as
physical plant service departments;
distinguished professorships; matching
funds transferred from other state agen-
cies; Intercoliegiate Athletics auxiliary
enierprises; non-dncome sports; and gifts
and grants. Changes would be consistent
with the handling of other PR funds.
Most public universities have the ability
10 create positions based on need,
regardless of funding source.

20. It is essential that the quality of
W brary and technology resources
be preserved with adequate state

support.

Great libraries and up-to-date technolog-
ical resources will underpin all great
universities in the 21% century. There is
temendous pressure 0n Cur campuses to
meet the ever-increasing costs of hook
and journal purchasing and to continu-
ally upgrade the technology required for
scholarship and research,

For the 2005-2007 biennium, the
projected rates of inflation for books and
journals are 4 percent and 10 percent
respectively. The stress on library
resources will only escalate.

After implementing every strategy to
increase efficiency, a university
committed 1o quality must maintain its
library collection, student access o that
collection and its technological infrastruc-
tre, 1t is estimated that the U System
requires an additicnal $3 million annually
to adequately support its Ebraries.

21. The State of Wiscousin should
address UW campus lafrastructure
needs related to research capacity,
including fanding to retaln top
researchers in response to cutside
offers for more money;
additional/remodeled research space;
and support for research proposal
development,

For more than 150 vears, the faculty
and staff of the University of Wisconsin
have worked with government and citi-
zens all over the state to solve pressing
state problems. University of Wisconsin
researchers have made similar contribu-
tions to national and international
ptoblem-solving. UW facuity will not be
able 1o sustain. these efforts without
comparable state investment in infra-
structare,



Joint Efforts: Recommendations and Benefits

22, Encourage preparation and
participation in higher education by
expanding the PEOPLE program (UW-
Madison) or other successful pre-
college models to work with African
American, American Indian, Asian
American (especially Southeast Asian
American), Latino and disadvantaged
students to encourage participation
in higher education. The Mibwaukee
Partaership Academy, a commurnity-
wide partnership devoted to the
quality of teaching and learning in
Milwaukee Public Schools, and
similar programs, should be strongly
supported.

UW System and individual campuses
have made serious and sustained efforts
to divessify the student population by
race, ethnicity and income, but more
should be done, and an additional $5
million is needed to take these addi-
tonal steps.

Diversity in higher education encom-
passes many important issues: recruit-
ment of faculty of color; ensuring access
so students of color and economically
disadvantaged students who are academ-
ically prepared for college, and can be
adntted to, and enrolled, in higher
edueation institutions; and making sure
academic and cultural programs further
understanding and functioning in a multi-
cultural and international environment.
The Board of Regents recognizes that
diversity achieves the fundamental goal
of producing educational benefits for all
UW studenss.

Work with K~12 students 1o encourage
and support college aspirations should
include scholarship and mentoring
programs. Pre-college programs should
focus on at-risk students and provide
incentives for staying in school, and
preparing for and attending college,

i8

Any plan to increase eligible students
of color and economically disadvantaged
students for the UW System must focus
on the Milwaukee schocls and their
students, as well as other high school
districts with low graduation rates.

23. The UW System, with the sepport
of state tax dolars, should establish a
Wisconsin Research Opportunitics
Fund to increase federal grants by
matching funds for federal and/or
business research partnesships,

Two simidar funds are UW-Madison’s
Industrial and Economic Development
Research Grant program and the UW
System Applied Research Grant program,
Both supply small seed grants for faculty
to work with Wisconsin businesses on
high-risk, explotatory research that could
lead to ongoing private or federal
research funding.

It is estimated that $5 million GPR in
the next biennial budget is needed to
provide seed grants for the majority of
faculty members whose work cannot be
covered through the existing funds and
to extend the reach of the existing funds.

24. The UW System, in partnership
with the Wisconsin Technical College
System, and supported by state tax
doliars, should collaborate on the
following three initiatives:

a. A Center for Adult Access, A Brain
Gain Strategy for Wisconsin: This
center would expand postsecondary
oppertunity for adult students.

b, IW-Stout Technology Proposal: This
proposal would allow UW-Stout o
become a portat for technical college
graduates, creating a seamless transfer
of credits and developing an effective
collaborative model for workforce

preparation in higher education,
¢, Northeast Wisconsin Educational

Resource Alliance (NEW ERA): This

consortium of leaders in norheast

Wisconsin's 13 public colleges and

universities fosters regional partner-

ships to serve educational needs. The
group works 1o provide resources for
communities, businesses and local
governinent and to drive regional
economnic development.
Wisconsin's per capita annual income
($30,898) is below the national average
of $31,632 and considerably below that
of neighboring Minnesota’s $34,443,
There is a need to create more high-
paying job opportunities in Wisconsin,
and to prepare Wisconsin's workforce to
fill those jobs,

For several years, UW System
economic development efforts have
emphasized generating additional college
graduates in Wisconsin. These initiatives
will focus on adult students committed to
living in this state. The combined state
support required for these three
programs would be $2-3 milfion for the
biennium.

25, The UW System should create,
with state tax support, educational
quality grants. The grants would
promote fundamental changes in
teaching, student learning, and orga-
nizational systems,

Work supported by the grants would
develop models that would enhance the
quality of education, prepare UW gradu-
ates 1o contribute 1o the commmmunities

and economy of Wisconsin, and increase o
operating effectiveness. Pilots supporied
by the fund would include incorporating
technology in teaching, experiential
{active) learning, and re-engineering
instructional services delivery.




26. The UW System, with state tax
support, should establish a
Systemwide incentive fond to
encourage faculty and staff collzbo-
ration across campuses for
preparing competitive research
grant proposals and to take advan-
tage of funding opportunities
requiring geographic/interdisciphi-
nary diversity,

Successtul examples of such collabora-
tions include the Wisconsin Space Grant
Consortivin, the official face of NASA
Wisconsin; the WiSys Technology
Foundation, Inc., which identifies innova-
tive technologies throughous the UW and
brings them to the marketplace; and the
Academic Advanced Distributed Learning
Co-Lab, 2 joint effort of the UW System,
the state’s technical colleges, and the U.S,
Depariment of Defense, which has posi-
tioned Wisconsin as the definer of

- national standards for online leaming.

27. The UW System should continue
an extensive examination of UW Risk

Management programs.

The UW System participates in the State
of Wisconsin's risk management
progran.

The committee would like to see
insurance coverages reviewed and
expenses timmed if possible. An outside
consultant has reviewed current UW
coverage and costs and has evaluated
opportunities for change in the
Wisconsin insurance program. These
opportunities should be pursued.
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qualzty of life f@s ur citizens. mﬁi ecopomic stinulus f01 -gur state.
A great futme beckons. The Unwemty of Wlseonsm Systém stands ready
to do all that it can to ‘ensure such a future for all Wisconsin citizens. But
the university can oﬁl dor-this if it, w0, remains gt atfand has the support
and investment of its g{)vernment and s people
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Statement by President Jobn C. Weaver, in presenting bis report to the Board of Regents in response
to the Governor's request on reducing the scope of the University of Wisconsin System

0,00 a.m., Friday, April 18, 1975
Clarke Smith Room, Van Hise Hall
Madison, Wisconsin

On October 8, 1971, in my concluding
remarks to one of the former Boards of
Regents, 1 observed that we stood at “the
“sunmit of an institutional divide ~
‘ divide formed by the conclusion of one
era, the anticipation of another.” I noted
" at that tme, that “Your University has
-never before feared change; it need not
fear it now. Indeed, if it is to atizin its
rightful destiny ~ if it is, in fact, o vali-
date its greatness — it must always be
ready to meet the demands of change
with weil-considered change.”
Just a bit over three yeass old, this
Systern of Universities has made signifi-
¢ant moves in the direction of change,
and it has done so while coping with
- unprecedented problems and demands.
 Some feel we have moved too fast; -

~ others, that we have been too slow.
Importandy, | hope we have always
been well focused on our most basic
responsibility, that of assuring that the
quality and strength essenilal to universi-
ties worthy of the name have been
protected and retained.

Proposals for major change often arise
out of some immediate dilemma or
problem. The issue now before us, as to
whether the State of Wisconsin wishes,
oF 18 able, to continue s present level of
public university commitments and ©
piedge ongoing support for higher
educational opportunity and the
advancement of knowledge emerges in
just this fashion. There is an ever-present
danger of oss of perspective in
caiimm}m i et with o question of this
shorf notice, and i an
i.fi'}"v'{f{ HUOMH W !‘;3?{:‘ J?T{fﬁf [~ % \iﬁ(”iﬂih

-\i“:hfm icma_‘.zmug e o T

TR ;?%,.;i‘:si{. interest,

The repogt which [ present 1o you this
morning reflects our staff effort 1o speak
truthtully, sensitively, responsibly and
responsively to the difficult assignment
you gave us. It is offered as a contribu-
tion toward informed public judgment.
We do not attempt to hide our belief in
the priceless cause of public higher
education, nor do we avoid our respon-
sibility to answer the concerns that have
been laid before us,

You have our report, findings and
recommendations regarding the
Governor's request for specitic plans that
might be utilized in reducing the scope of
the University of Wisconsin System over
the decade ahead. I respectfully recom-
mend the transmission of this report o
the Governor and the State Legislature, Tt
is, I believe, fully responsive to the initial
request as well as o the subsequent
companion reguest from the President of

~this Board. Hopefully it will provide solid

foundation for rational public considera-
ton and debate. It seeks 1o provide cur
elected representatives — the persons ulii-
mately responsible for the final decision
in such fundamenial public policy matters
-~ with a clear statement of the policies,
priogities and consequences inherent in
any immediate moves designed to reduce
the scope of this system.

The Report [ bring vou is divided into
three major parts, preceded by 4
Summary and Prologue:

Part One discusses the implications of
enroliment forecasts, educational oppor-
tunity, campus sizes and missions,
p;'(}g'rzzm afferings and evolving societal
needs, in relatdon © guality and cow,
thus providing the matriy for any ¥ mig-
mr*g, planning effon;

Part Two »gdﬁ ey sg,w% directly o
the request of :
Hoard o

oy CueTent imuzmrgr_ ARSI
orocedurss and directions:

L f L}iff

Part Three responds directly to the
Governor's directive, in presenting
ariteria, procedures and legislative
language by which the State could, if i
deems such action to be in the public
interest, take immediate steps 1o initiate a
reduction in the scope and size of the
University System.

This Report is not advanced as an
“either/or” matter; none of the partici-
pants in the public policy arena can
pretend to final knowledge. The Report
is, in wuth, an “if/then” exposition,
aimed at serving the needs of informed
judgment. Even our listing of a decision
agenda for state governiment at the end
of the Report provides options, and not
just the choice between change and no
change.

What emerges in the relationships
hetween Parts Two and Three i in the
nature of a dilemma, On the one hand
we have a commitment to serve
Wisconsin citizens who seek and can
profit from higher educational opporta-
nity. The numbers of these citizens will
steadily increase, at least thiough the next
six years, and most likely will continue to
increase, even if at a slower rate in-the
foreseeable years which follow,

On theé other hand, we cannot serve
effectively a constantly growing demand
for our services on the hasis of static or
declining real dollar resources: even
though that is precisely the situation we
now face.

in the Prologue © my report  outline
the dimensions of our current budgeniry
ravail i summary dezil, and then note
the magnitude of our potential difficulties
when viewed against the even grimmer,
3@1&;@?-1’:;:’;{?@ budgetary assumptions. I i

ipotant o grasp the implications of an

expectation thar we meel the bulk of our
progam needs over e nexy decade
exchustvely throueh intornad surgery. Bt

worth noting that fust @ repdace the

)



nineteen miltion dollars in funding,
eroded from our supply budgets by infla-
tion in this biennium, would, on this
basis, require the complete elimination of
two of our smaller four-year universities
or the entire fourteen campus Center
System. So drastic 2 move as this would
only allow us to stay even with our
1972-73 purchasing capability. It
assumies, unrealistically, and incidentally,
that the students and faculty of those
campuses would no longer be a System
responsibifity.

The immediate public policy issue
becomes clear. If we are to fulfill our
missions as historically defined, we need
to be certain the state still supports those
missions, and supports thern with the full
realization that they cannot be fulfilied
on the basis of static or declining
resources. If we are to plan for long term
fiscal austerity and retrenchment, this
needs o be directed with the complete
understanding that this will require a
most basic change in direction for the
State of Wisconsin — a deliberate decision
to constrain, for fiscal reasons, the levels
of access to educational opportunity that
have historically been provided. We akso
need some indication of how minor or
major such constraings as may be envi-

" sioned are o be.

I obviously am not neutral on the
issue posed by this request, nor am [
ohlivious to the current fiscal dilemma of
this State. [ happen to believe that this
Board's present cowse of action, and the
State's traditional commitment to public
higher education, should be sustained, If
we face hard times now and then, we
will seek to limit cur requests o only
those things we consider to be the irre-
ducible minimum. Economic history is
not simply a story of unrelenting down-
turns, However, [ am persuaded that this
state will recover from its momentary
distress, [ am convinced that advanced
public education for our citizens is an
essential ingredient in that recovery, as in
long term economic growth and social
InProvement.

Let me now state, as imply as 1 know
how, what T see to be the heart — the
true essence — of this document. n
attempting this, I am fully mindful of the
fact that we are dealing with an enor

meusly conplex set of issues, Many
things, good and bad, have been said
about universities, but no one has ever
claimed that they are easy institutions
understand, nor that they work with
simple problems. In addressing
ourselves professionally to the sensitive
and tightly interwoven fabric of prob-
lems in long-range planning for this
System, we have necessarily pursued a
variety of intricately involved topics, all
of which affect our judgments and
recommendations,

Nevertheless, and at the cost of some
oversimplification, let me set forth
succinctly what | believe this Report says
to the people of Wisconsin. Let me do
this by first stating what it does not say.
It I will try my hand at delineating
what it does say. In turn I will wy my
hand at delineating what it does say.

The Report does not say that the
University of Wisconsin Systemn, and its
array of instuations, is now pesfectly
attuned to the task of providing the best
possible higher educational service to the
State of Wisconsin. Changes have been
made in the last three years. Planning
aimed at change and adaptation is
continuing. Like all dynamic institutions,
we can improve, and we urgendy seek
improvement. -

The Report does not, -as some have
urged would be useful, ignore 125 vears
of history and speculate on how one
would redraw the higher education map
of Wisconsin if he were free 1o start de
nove, The history of our institutions —
the youngest as well as the oldest - is
closely intertwined with the histories of
comnuaities, regions, the state, the
people who serve in those institutions,
and the people they serve. We could no
more abandon this history than we could
abandon the accidents of our state
boundartes, the cultural and ethnic back-
grounds of our citizens, or the places
where our people concentrate them-
selves to live and work, We have no way
of assuming the advantage of hindsight
for a return 10 2 new and sudden
moment of improved creation. Instead
we must keep asking constanily how we
can best use now, and for womortow, the
resources of people, libraries, and labora-
tories we aow have. This is the planning

goal of the University System. This is a
goal that seeks foresight, not hindsight ~
a foresight to carry us toward the 21%
Century with a wisdom derived from a
careful reading of history

The Report does not say that we
have reached the highest level of effec-
tiveness possible in bringing educational
services of quality to the people of
Wisconsin, We have steadily sought 1o
become more effective. We would
gladly invite comparisen of our record
for “productivity,” efficiency and effec-
tiveness with the record of any univer-
sity, or system of universities, in the
nation. In spite of this, we continue o
seek and to achieve improvements.

‘The Report does not say that the
choice is between the System as it now
exists in alf its details and a System
which has been directed to reduce its
scope. Qur own planping assurnptions
and procedures, outlined in the Report,
anticipate and call for change. They envi-
sion the possibifity of alternation, phase
down, or even phase out of institutions
at any point in time when enrollment
and resource forecasts make such moves
desirable or necessary,

The Report does not say that the
chofce is between unlimited growth in
tax resources for the University System,
and fong-term fiscal austerity. We are
acutely conscious of the fiscal problems
that face our State government, and of
the fact that unlimited access to new
resotrces in not a realistic possibility for
any public instirution. Thoughtful people
will differ as 1o the priority to be assigned
to higher education among the many
claimants for public dollars; they will,
indeed even differ regarding the extent to
which government can fuily support
maximun access o educational opportu-
nity. Notwithstanding these things, there
still is cleatdy a choice — a choice
between those who would join me in
saying that strong education has built
Wisconsin's very foundations — that
quality education is, indeed, sull its
greatest strength and asset, both for today
and womorrow, and that we have a state's
future at stake in keeping the opportunity
for it open and fully available; and there
are those who would say that such a goal
is no longer realistically possible. ¥ is r}w



crucial choice that now hangs in the
balance of public decision, and that lies
at the vortex of this Report.

Whae the Report does say is that if
there is a public finding by the
Legislature that resources for additional
students and continued progress will not
be, or cannot be, or should not be,
forthcoming in the next decade, then it
is clear that the size of the System must
be reduced, and an unequivocal
Legislative directive must be given to the
System to take such action. Obviously,
such a finding, and such a directive,
would represent a most fateful public
policy choice for the State of Wisconsin.

It is an almost desperately fateful

. choice, because of a few irrefutable facts:

First, unless artificial constraint is
applied, enroliments in the System will
continue 0 grow for at least three more
biennia. After that the possibilities are
several: growth may continue, or level
out, or decline. But no one can judge
now what will occur six, ten or fifieen
years from today, unless restraining deci-
sions are made now that will operate o
limit access to our University System,

Second, the University of Wisconsin
System cannot — | repeat, cannot —-

- provide education of quality for more
~students without appropriate, compen-

sating increases in resources. Our serv-
ices are provided by people, for people.
We should give fair warming, and we
must continue to warn, that we cannot
go on reducing faculty and staff, as well
as support for instructional materials and
equipment, and simultaneously under-
take the teaching of ever-increasing
nunmnbers of students. To atempt such, is
an inescapable proscription for irre-
versible mediocrity. I find # hard
believe that anyone would find this an
accepiable alternative,

Third, it follows clearly that ¥ our
fiscal future includes no enlargement of
our present resources, bevond provisions
for salary and price increases, then we
CANNOL - | repeat cannot - provide

educational opportunity for all of the
Wisconsin citizens who would, if
permitted, seek such services,

The matter can be stated simply. A
vast array of Task Force data, thought-
fully prepared and painstakingly
analyzed, reveals this truth: A direction
given now to reduce significantly the
scope of the University of Wisconsin
System over the next decade, is also 2
directive to reduce access to educational
opportunity for some part of our people.
No other consequence can lead from the
established facts.

In concluding my comments; let me
ask your indulgence to step back for a
few minutes from the trials of the
moment in order that we may remind
ourselves of those things the universities
of Wisconsin have meant, and mighs
continue to mean for our people.
Decisions of great importance should not
be taken without some sense of history,
and in the Profogue of my Report I
speak briefly to such mateers.

We should remind ourselves at this
time that for well over a century, the
people of Wisconsin have held certain
propositions to be self-evident:

(1) Thatr Wisconsin's citizens shoulkd
have ready access to higher educa-
tional opportunity of quality and of
relevance to their purposes, inter-
ests, and abilities.

(2 That personal and societal need to
knowledge constantly increases as a
direct function of the complexity of
society and the mounting aspirations
of our citizens.

Our unwaveting confidence has been
that public university education is a
public good, and that the public invest-
ment in such endeavors is repaid o
sociery many fold, and in countless ways:

wi The investment is repaid through the
lives and taxes of ditizens who realize

more fully their potential for making
wise personal and civic decisions, and
who develop the skills needed for
productive lives and careers.

L3 The invesiment is repaid through the
functioning of communities of scholars
which bring the power of vibrant,
useful knowledge to bear on the
problems of people and their institu-
tions.

{d The investment is repaid further
through the impact of knowledge on
the intellecrual, cultural and economic
vitality of society in general,

U The investment is an expression of the
fact that what a society honors and
values best describes its goals,
Wisconsin has honored the search for
and transmission of knowledge and, in
so doing, has established 2 quality of
life that even in the face of sacrifice its
citizens have been unwiiling to do
without,

These beliefs and their consequences are
both present fact and matters of history.
The issues now before the State of
Wisconsin is whether it wishes, or is
able, to continue its adherence 1o these
beliefs.

I must now rest my case with you. In
e, you must, without delay, place our
case before the people of Wisconsin.
You and 1, and others, who live day by
day with the destiny of our public
universities, have a deep and abiding
concern for their health — for their
ability to retain their longstanding tradi-
tions of intellectual pioneering for the
pubiic good. The people of Wisconsin
have had great faith in public higher
education. Above everything, [ would
covet the hope that through the difficult
days of decision that lie innnediately
ahead, the citizens of Wisconsin will
sustain that faith.
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LEGISLATIVE AUDIT BUREAU

The Bureau is a nonpartisan legislative service agency responsible for conducting financial and
program evaluation audits of state agencies. The Bureau's purpose is to provide assurance to the
Legislature that financial transactions and management decisions are made effectively, efficiently,
and in compliance with state law and that state agencies carry out the policies of the Legislature and
the Governor. Audit Bureau reports typically contain reviews of financial transactions, analyses of
agency performance or public policy issues, conclusions regarding the causes of problems found,
and recommendations for improvement. - - ' .
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hearings on the issues identified in a report and may introduce legislation in response to the audit
recommendations. However, the findings, conclusions, and recommendations in the report are those
of the Legislative Audit Bureau. For more information, write the Bureau at 22 E. Mifflin Street,

Suite 500, Madison, W1 53703, call (608) 266-2818, or send e-mail to Leg.Audit.Info@legis.state.wi.us.
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FAX (608) 267-0410
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Senator Carol A. Roessler and

Representative Suzanne Jeskewitz, Co-chairpersons
Joint Legislative Audit Committee

State Capitol

Madison, Wisconsin 53702

Dear Senator Roessler and Representative Jeskewitz:

We have completed an evaiuatlﬂn of Umvers1ty of Wisconsin (UW) System staffing, as
requested by the Joint Legislative Audit Committee. In fiscal year (FY) 2002-03, UW System’s
operating expenditures were $3.3 billion. Approximately one third of that amount—

$1.1 bﬁhenw-was funded wzth genem} purpase revenue.

To understanci changes in staffmg levels, we analyzed payroﬂ data for three years: 1998, 2003,
and 2004. From March 1998 to March 2004, the number.of employees on UW System’s payroll
increased by 10.6 percent, so that in March 2004 UW. System had 31,971.8 full-time equzvaient
employees in permanent; project, and limited-term positions, There were declines in the. .
numbers-of project and limited-term employees during our review period, but.an meaﬁmg
number of permanent staff. For example, UW System’s payroll mcreased by 89.3 permanent
positions from March 2003 to March 2004.

At the reqnest nf the'A d:t Comxmttee we' f_ocused nn the number and types of adzmmsixatzve

positions. UW System 1 records positions andféxpendmires with “activity codes” that are used by

colleges and universities throughout the United States. However, Instztutmnai Support '

the activity code for system-wide management and other administrative costs, does not include all

posmans wlth adxmmstrahve duties. Our anaiysm of job titles: and position descnpﬁons indicates
004, 8,037.7 positions, or 25.1 percent of all filled' positions throughout UW System,

performe& administrative functions. Administrative expenditures totaled $495.0 million, or

15.0 percent of all UW System axpenmtures, in FY 2002»03 ﬁlﬂ Iatest year for whmh complete

information was avazlabie =

Our report c::)ntams mcemmendauons far unproved reportmg and suggests careful review of
issues relating to Jegislative control of UW System posztzons, the relatmnsh:p between uw
System and the Sta’te and ensurmg smdent access. = - .

We appreaate the courtesy and cooperanon extended to us by Uw System staff. A response
from the UW System President feiiews the appendlces

Respectfully submitted,

%,:q, /@a{m

Janice Mueller
State Auditor

M/KW/ss



Report nghhghts =

Growth in pmymm*"
' revenue~funded
positions has nearly

offset reductions in

Gﬂﬁ-funded pasltiaas. :

In Marcb ,zaw,

one-quarter of UW

System employees had

administrative duﬂes.

Pay Inmeases far more .
than three-quarters of
UW System staff have
 been larger than those -
of other state employev.s o

The costs
of administrative

services performed -

by contractors
are understated,

: Aud;t Comnuttee, we evaluated

The Umversity of Wisconsin ({}’W) System includes 26 campuses

‘and an extensmn service that provide instruction, research, and

public service statewide. Tt is governed by a 17-member Board of
Regents and directed by the UW System President. Its current

‘biennial budget is$7.1 bz]lmn

UW System’s ma]or fundmg sources are program revenue, which
includes tuition and fees; federal revenue, including. funding for

research; and general purpose revenue (GPR) of $1.9 billion in the

: 2003—05 blenmum That amoant ;reﬂects a $250.0 million reduction,
_primarily in UW Systam s genezal program operations

appropnahen The reduction was $110.0 million in fiscal year

: (?‘:{) 2003—-04, and $140.0 mllhﬂn in FY 2004«{)5

UW System offmals are c:)nceme__ t_hat these GPR reductions have
affected instructional quality and aperaﬁans Some legislators,
however, have questioned the efficiency of UW System’s

-administrative staffing and service deﬁvery, as well as its non-

instructional costs. Therefore, at the request of the Joint Legislative

* staffmg 1eveis th.reughaut UW System including
- changesin administrative staffing from
FY 1997-98 through FY 2003-04;

* staffing costs, including salaries for classified and
“unclassified staff and executive salaries; and



