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COLLEGE OF FOREST RESOURCES

 PRELIMINARY STATE BUDGET REDUCTIONS, FY2010
In organizing the thinking underlying reductions in state budgets for FY2010 in the College of Forest Resources (CFR), the following principles were developed and followed:
· Priorities should reflect our core mission: 1) instructional, 2) research, and 3) service programs - in that order.

· Think strategically, with a 5-10 year outlook and our College mission, vision and goals in mind; protect strengths and look for substitutions for state funding.
· Maintain flexibility and take advantage of the least disruptive opportunities; look for efficiencies.

· Currently filled tenured and tenure-track faculty positions will not be subject to budget reductions; try to minimize impact on filled staff positions. 

· Ensure process transparency.

· All permanent state budgets will bear some impact, recognizing the possibility of targeted reductions, related to the degree of alignment with mission priorities. 

· Act with the expectation that there could be another equally large cut required in the second year as the economic downturn may persist. 

· Consider the advisability of eliminating functions now, given the need for substantial reductions and the dire outlook for the future; be aware of the impact of eliminations/reductions on other connected areas.
· Consider the impact of the formation of the College of the Environment.
The process to date. An ad hoc committee comprised of faculty (including three from our Elected Faculty Council), a graduate student and staff was charged with providing advice to the Dean regarding potential budget reduction scenarios to CFR's state-funded budgets. The committee reviewed all permanent state budgets along with the functions provided and interviewed all managers of those state budgets. Each budget manager provided information on all their sources of revenue and how they are currently expended. Each manager also provided information on how they would absorb state budget cuts in four different budget reduction scenarios (8%, 10%, 12%, and 25%), and what the impacts of those reductions would be for their units. A principle embedded in our process is that individual managers know best how to implement their reductions. The overall college assessment provided perspective on where state funding should be directed. Committee recommendations were the result of assessing each area according to the strength of connection between state fund expenditures and our core mission. The ad hoc committee recommendations have been shared with the Elected Faculty Council (EFC) for further comment. All reports and other budget information are available on the web, and a mechanism for individual comments and recommendations has been established. The Dean will consider all recommendations received as he makes final decisions on state budget reductions for the College. The directions outlined in this report are still preliminary. 
An early realization was that, with one-half of the state budget in protected filled faculty positions, the average reduction percent applied to all other portions of the state budget must be twice (2X) whatever percentage is ultimately mandated for the College. Further, at budget reduction levels being considered, we are facing a dire situation--reductions higher than can be absorbed by making marginal adjustments. Rethinking of what is done and how it is done is required even at the low end of the prescribed scenarios, and requires that some areas will absorb a greater than 2X reduction. We have focused on the 10% level in this memo; at somewhat lower or higher levels, adjustments (not to exceed three open faculty positions) will be made accordingly, but the strategic directions outlined herein will be maintained.
Impacts: overall instructional mission. Proposed actions do not reduce filled tenured or tenure-track faculty positions but will certainly impact their teaching and administrative responsibilities as auxiliary teaching by research/WOT faculty decreases and fewer TA and staff support positions are available. These teaching support reductions will have ripple effects on many other functions, including fewer special graduate seminars, larger class sizes, reduced offerings and potentially fewer field courses and experiential learning opportunities. Our enrollment has been increasing and we expect to continue to serve a growing and diverse student body. The faculty will need to evaluate carefully its curricular offerings as impacts of reductions are clarified, and apply new approaches, strategies, and philosophies to ensure access to excellence for new and continuing students. However, at these levels of reduction, the quality of the student experience will suffer, but we hope not to negatively impact time to degree. 
Impacts: research. Teaching faculty will have less time for research as they take up some of the teaching formerly done by research/WOT faculty and as they do without the teaching support provided by TAs. Although a portion of state-funded faculty salaries will still be available for mandatory research cost-sharing requirements, meeting these requirements in other ways – where needed -- will be constrained. There is likely to be increasing reliance on RCR returns to cover basic needs, at least in the near term. It is essential to find ways to promote and enable cutting-edge research and scholarship, a distinguishing characteristic of the UW. Our recent faculty hires, experts in a wide range of cutting-edge interdisciplinary areas, are well positioned to be successful in the grant arena. However, a continuing problem is that one of our primary funders, USDA Forest Service PNW Research Station, does not pay indirect costs. We must put increasing energy/support into continuing to increase research funding----particularly from agencies that pay indirect costs.
Impacts: vacant faculty and staff lines. We will lose approximately three open faculty positions and one vacant staff position, all of which have temporarily funded other functions, including some central to our operations. These functions will need to be eliminated or curtailed. Examples are TAs, supplies, equipment, phones, summer salaries for administrative faculty, and travel.
Impacts: layoffs. We intend to institute efficiencies across administrative functions although there are limits to how far this can go and still meet organizational needs. At this scale of reduction, some staff FTE reductions and in some cases layoffs cannot be avoided. These positions have not yet been identified, and alternative arrangements are still being sought.
Impacts: teaching assistants and other students. There will be fewer TA opportunities because two-thirds of our recent TA funding levels have been provided by temporary funding using open faculty positions. RA opportunities may also be reduced because research/WOT faculty formerly teaching will need to provide more of their salary from research funds. At the same time, it is hoped that higher levels of grant awards will provide increasing RA opportunities. As our endowments have lost value, scholarship/fellowship funds will support fewer students. Although we wish to minimize impacts on student services, at these levels of reduction it is not possible to completely protect any staff area. Expected increased enrollments will put additional pressure on services we are able to provide.  Students will need to wait longer to access available functions. Graduate students who specifically desire teaching experience will have fewer opportunities through traditional TAships. 
Other impacts: outreach/service. Although all three basic functions of the UW (teaching, research, outreach/service) are essential to producing the excellence expected of a top-tier research university, shrinking state funding will support less of the outreach/service function in order to maintain instruction and research. Further, teaching faculty will have less time for outreach/service. CFR has a relatively large number of centers, many of them partially state-funded. Some of these involve physical facilities away from campus with already insufficient maintenance and utility budgets that must be protected if the facilities are to remain open.
Other impacts: unintended consequences. There is concern that the erosion of state support for public service/outreach, and to some extent research, will cause a downward spiral in levels of quality. The strength of our programs, and many other UW programs, is the inherent interrelationship and interconnectedness of teaching, research, and service. Carving away at any one of the constituent parts will no doubt have unintended consequences. We need to be mindful of maintaining our ties to partners/collaborators and constituents that are critical to our financial and operating support. Since much of this work is reflected through our research centers, these decisions will be made by individual center directors.
Other impacts: facilities. The preservation and maintenance of UW facilities will be substantially reduced. Much of the unit funding previously provided to improve facilities will be unavailable as it will be used for basic support. 
Other impacts: effect on mission. The funding profile of CFR will change as a result of these large reductions in state support. Research and private funding will become more important. Will this fact alone cause unintended adjustments in our mission? We hope not, but the leverage provided by a reliable State funding level is at risk.
Ability to substitute other funds:
--Carryover balances. The ability this year of carrying over GOF balances into temporary GOF funding next year will allow us to complete our new faculty start-up RA obligations. DOF balances, other than new faculty start-up budgets, are expected to be small. Some RCR balances, other than new faculty start-up balances, may need to be used to smooth the effects of budget reductions.  
--RCR. Some portion of RCR may need to be directed to general operations. We are analyzing how best to shift state funded staff to RCR budgets in the short term.
--Current use gifts. Many of the accounts on the current use gift report provided are misclassified. In fact only one account is available for general use, and the balance shown includes $29,000 in memorial gifts that the donor wishes to be moved to an existing endowment.  
--Endowment balances. Again, most of these accounts are restricted. Only one is available for general use and currently covers a substantial amount of Advancement operating costs as well as other events and activities within the College.
--Professorships/Chairs. Most of our professorships and chairs are not large enough to provide any significant portion of replacement faculty salary funding. Two possible exceptions are the Corkery and Denman chairs – although endowment language may preclude such actions. 
The following table summarizes the expected scale of actual FTE loss across categories at the 10% reduction level. 

	Category
	Preliminary FTE Loss
	Notes

	Vacant faculty
	3.0 maximum
	Some institutionalized functions attached to these positions (TAs, ops, admin for faculty)

	Auxiliary faculty
	0.5
	Research/WOT faculty

	TA/RA
	3.0 minimum
	Minimum of 18 fewer quarters

	Vacant staff
	1.0
	These have been funding special needs

	Filled staff
	5.0 minimum

	Made up of layoffs & FTE reductions; some reinstatement may occur via alternative funds


With this level of FTE reduction, clearly business as usual is not in order. In order to be sustainable over the expected duration of the economic downturn there must be a conscious decision regarding what functions will be totally eliminated. What emerges on the other side of this budgetary crisis will be different. 
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