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Richard C. Levin X (President Emeritus of Yale University)

In 2013, Richard Levin completed a twenty-year term as President of Yale
University, during which time he rebuilt the campus, redeveloped downtown New
Haven, strengthened the University’s international programs, and co-founded Yale-
NUS College. He is the Frederick William Beinecke Professor of Economics,
Emeritus, and a Senior Fellow of the Jackson Institute for Global Affairs. He is
author of two volumes of essays on higher education (The Work of the University
and the Worth of the University) published by Yale University Press. From 2014 to
2017, Levin served as Chief Executive Officer of Coursera, a provider of open online
education from 150 top universities to 35 million registered learners worldwide. He
continues as a Senior Adviser to his successor. Levin served on President Obama’s
Council of Advisors for Science and Technology. He is a director of American
Express, C3 10T, the William and Flora Hewlett Foundation and Yale-NUS College.
He is a Fellow of the American Academy of Sciences and the American Philosophical
Society. Levin earned a B.A. in History at Stanford University, a B.Litt. in Politics
at Oxford University, and a Ph.D. in Economics at Yale. He holds Honorary
Doctorates from Harvard, Princeton, Yale, Oxford, Peking, and Waseda
Universities, and the Chinese University of Hong Kong.
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i#7% [The German Initiative for Research Excellence as an Accelerator of
Change/]

AN : Iris Wieczorek K (President, IRIS Science Management Inc.)
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Universities worldwide are today faced with similar challenges: to
maintain, or increase, educational and research excellence in an
increasingly competitive worldwide “marketplace” for research and higher
education. To remain competitive, often requires radical organizational
changes. But, for academic organizations with their long tradition of
democratic decision-making, organizational changes are difficult and often
painstakingly slow. Yet, there are examples of universities that have
successfully reinvented themselves. And, often, a key success factor was a
shift in leadership style from “administrating” a university as a democratic
community of scholars to a more conscious “management® of universities
as a competitive enterprise operating in a global market. In Germany, the
egalitarian tradition of academia has been challenged by the German
“Initiative for Research Excellence®, an effort launched in 2005, that
provides large, highly competitive external funding incentives. From 2019,
this effort will further proceed under the label “Excellence Strategy®.

This lecture will provide an overview of the German Excellence Initiative
and its outcomes, and will discuss success factors and future challenges.
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David Sweeney I (Executive Chair, Research England)

After gaining First Class Honours in Statistics at the University of Aberdeen, David
worked at two BBSRC research institutes, as a consultant statistician before
developing mathematical models of plant growth. His work on the computational
aspects of this led into broader applications of IT in education and research, and he
was Director of Information Services at Royal Holloway, University of London, before
moving into university leadership as Vice-Principal (Communications, Enterprise
and Research) in 2004. In this role he was responsible for research strategy and for
developing Royal Holloway’s research-led commercial and consultancy activities. He
joined HEFCE in 2008 as Director (Research, Innovation and Skills) and led the
development and implementation of the first Research Excellence Framework
including the new impact agenda element. He was responsible for research policy and
funding, knowledge exchange and university/business relations. In May 2017 he was
appointed the first Executive Chair of Research England, a new council established
as part of UK Research and Innovation, alongside the seven disciplinary Research
Councils and the UK Innovation Agency. Research England is biggest research funder
in the UK with responsibility for university block-grant funding for research and
knowledge exchange. In UKRI he has particular responsibilities for Place (Regional
Funding), Commercialization and Open Science.

David has been invited to visit many countries to advise on research assessment and
funding, particularly with respect to research impact. He is also co-chair of the
Implementation Task Force for Plan S, the international initiative on full and
immediate open access to research publications. David was awarded an honorary
doctorate from the University of Aberdeen in 2012, was Vice-Chancellor’s Fellow at
the University of Newcastle, NSW in 2015 and is a Fellow of the Royal Statistical
Society.

Graeme Rosenberg K (Head of Teaching Excellence Framework, Office for
Students)

Graeme is the Head of Teaching Excellence Framework (TEF) at the Office for
Students (OfS). He oversees the development and implementation of this new scheme
for assessing the quality of teaching in UK higher education. Before transferring to
the OfS in 2018, Graeme worked at the Higher Education Funding Council for
England (HEFCE), focusing on the evaluation of both teaching and research in UK
higher education. He managed the 2014 Research Excellence Framework, including
pilot exercises on bibliometrics and the assessment of research impact.

Graeme has also been Head of Health Education Policy (2015); and led HEFCE’s
teaching quality assessment functions from 2001-06. This included reviewing the
QAA audit method, setting up the National Student Survey, and developing new
sources of public information about teaching quality. Before joining HEFCE, he
undertook a PhD in History at the School of Oriental and African Studies, London.
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Iris Wieczorek [ (President, IRIS Science Management Inc.)

Dr. Iris Wieczorek studied Japanese and Chinese Studies, as well as Computer
Science, at the University of Hamburg, Germany. She has over 25 years of Japan
experience, and a broad knowledge about the academic and scientific systems in
Europe and Japan. In 2000, she joined the GIGA Institute of Asian Studies in
Hamburg, a member institute of the Leibniz Association, where she has been working
on comparative assessment of the Japanese research and innovation system. In 2008,
she established the Japan Representative Office of the German Research Foundation
(DFG) in Tokyo, and acted as its director until 2012. Subsequently, she founded IRIS
Science Management Inc., a Tokyo-based consulting firm specialized in research
management, policy advice, and support for global cooperation in science and
research (IRIS = International Relations In Science). Moreover, she is member of
various Japanese research policy committees.
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Sunday, August 26 (Sheraton La Jolla, California Room on lobby level)

University Management Seminar

Program Agenda

Start Time Finish Time Activity

Speaker

4:00 PM

5:45 PM

Welcome & Introductions

Background on the University of California System
Evolution of San Diego

Mary Walshok, Associate Vice
Chancellor for Public Programs
and Dean, University Extension

Monday, August 27 (Campus on Villa La Jolla complex, Suite A-124, Green Room)

Start Time Finish Time Activity

Speaker

8:30 AM
9:00 AM

9:45 AM

10:45 AM

11:15 AM

12:00 PM
1:30 PM

2:30 PM

4:00 PM

9:00 AM
9:45 AM

10:45AM

11:15 AM
12:00 PM

1:30 PM
2:30 PM

4:00 PM

5:30 PM

Program Registration — PASSPORTS REQUIRED
Program Overview

UCSD Administrative Structure
e  Overview & Senior Management

Coffee Break

University Research and Regional Development

Lunch

Building Research Capacity — San Diego State University

Community Engagement

Faculty Hiring, Retention, & Evaluation

Nathan Owens, Director, Global
CONNECT, UC San Diego
Extension

Mary Walshok, Associate Vice
Chancellor for Public Programs
and Dean, University Extension

Martin Kenney (via Skype)
Distinguished Professor,

Department of Human Ecology,
UC Davis

Stephen Welter
Vice President of Research and

Dean of Graduate Affairs
San Diego State University

Mary Walshok, Associate Vice
Chancellor for Public Programs
and Dean, University Extension

Carol Padden,

Dean, Division of Social Sciences
Sanford I. Berman Chair in
Language and Human
Communication
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http://extension.ucsd.edu/about/index.cfm?vAction=managementProfiles
https://extension.ucsd.edu/community-and-research/serving-the-community/global-connect/
http://extension.ucsd.edu/about/index.cfm?vAction=managementProfiles
http://hcd.ucdavis.edu/faculty/webpages/kenney/
http://universe.sdsu.edu/sdsu_newscenter/news_story.aspx?sid=73286
http://extension.ucsd.edu/about/index.cfm?vAction=managementProfiles
https://ucsdnews.ucsd.edu/feature/meet_carol_padden_dean_of_social_sciences

Tuesday, August 28 (Campus on Villa La Jolla complex, Suite A-124, Green Room)

Start Time Finish Time Activity

Speaker

8:45 AM
9:15 AM

10:15 AM

11:15 AM

12:15PM

1:30 PM

2:30 PM

3:00 PM

4:15 PM

4:30 PM

9:15 AM
10:15 AM

11:15 AM

12:15PM

1:30 PM

2:30 PM

3:00 PM

4:15 PM

4:30 PM

5:15 PM

Debrief of Previous Day

Role of the Executive Vice Chancellor and Deans at UC San Diego

Faculty Governance at the Campus and UC Levels
e Academic Senate (campus)
e Academic Council (UC system)

Walking Tour of Campus

Lunch at the UCSD Faculty Club

Financial Management at UC San Diego
e  Campus Budget Overview
e Alignment with Strategic Goals
e Allocation Models
e Indirect Cost Recovery

Developing a Long Term Strategic Plan
e Adapting to Changing Conditions

Strategic Plan Implementation
e Case study of division-level strategic plan development
e Tools used
e Participant exercise

Coffee Break

SMART Metrics
e  What SMART metrics are
e  Participant exercise

Elizabeth Simmons
Executive Vice Chancellor for
Academic Affairs and
Distinguished Professor

Farrell Ackerman

Chair, Academic Senate; Director,
Human Development Program;
Professor of Linguistics

Nathan Owens, Director, Global
CONNECT, UC San Diego
Extension

Sylvia Lepe-Askari
Assistant Vice Chancellor,
Campus Budget Office

Angela Song
Senior Director, Organizational

Assessments and Strategy,
Office of Operational Strategic
Initiatives

Kristin Kielich

Engagement Manager

Office of Operational Strategic
Initiatives

Angela Song
Senior Director, Organizational

Assessments and Strategy, Office
of Operational Strategic
Initiatives
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https://evc.ucsd.edu/evc/index.html
http://senate.ucsd.edu/about-the-senate/senate-leadership/division-chair/
https://extension.ucsd.edu/community-and-research/serving-the-community/global-connect/
http://blink.ucsd.edu/sponsor/OSI/team/angela-song.html
https://blink.ucsd.edu/sponsor/OSI/team/kristin-kielich.html
http://blink.ucsd.edu/sponsor/OSI/team/angela-song.html

Wednesday, August 29 (Campus on Villa La Jolla complex, Suite A-124, Green Room)

Start Time Finish Time Activity

Speaker

9:00 AM
9:30 AM

10:30 AM

10:45 AM

12:00 PM

1:30 PM

2:30 PM

3:30 PM

4:30 PM

9:30 AM
10:30 AM

10:45 AM

12:00 PM

1:30 PM

2:30 PM

3:30 PM

4:30 PM

5:30 PM

Debrief of Previous Day

Measuring and Communicating Economic Impact

Coffee Break

Recruiting Talent for Senior University Management Positions

Lunch

Sponsored Research at UC San Diego

Multidisciplinary Research

Overview of Innovation and Commercialization at UCSD

Discussion with the Vice Chancellor for Research

Lynette Essey
Projects Director,

Office of Operational Strategic
Initiatives

Robert Dynes
President Emeritus, University of

California (2003-2008);
Chancellor, UC San Diego (1996-
2003); Professor of Physics

Linda Collins

Assistant Vice Chancellor and
Director, Office of Contract and
Grant Administration

Miroslav Krstic
Associate Vice Chancellor for
Research

Briana Weisinger

Startup Advocate, Office of
Innovation and
Commercialization

Sandra Brown
Vice Chancellor for Research
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https://blink.ucsd.edu/sponsor/OSI/team/lynette-essey.html
http://rdynes.ucsd.edu/
http://flyingv.ucsd.edu/
https://medschool.ucsd.edu/som/psychiatry/research/CASRC/people/investigators/Pages/sandra-brown.aspx

Thursday, August 30 (Campus on Villa La Jolla complex, Suite A-124, Green Room)

Start Time Finish Time Activity

Speaker

8:30 AM

9:00 AM

10:00 AM

10:30 AM

12:00 PM

1:30 PM

2:45 PM

3:00PM

4:00 PM

9:00 AM

10:00 AM

10:30 AM

12:00 PM

1:30 PM

2:45 PM

3:00PM

4:00 PM

5:00 PM

Debrief of Previous Day

Financing Capital Projects

Coffee Break

Philanthropic Giving & Community Supporters:
e Tax Benefits of Giving
e Use of Funds — Research, Endowed Chairs
e Scholarships, Naming Rights, etc.

Lunch

Alumni Relations

Coffee Break

Fundraising in Asia

Strategic Academic Development Program (SADP)

e Recently launched program to create new educational
opportunities, including flexible degrees, one-year
master’s degrees, non-degree offerings, and creative

delivery methods

Mercedes Munoz
Executive Director of Financial
and Budget Management

Marlene Shaver
CFO, UC San Diego Foundation

Carol Chang
Chair, Board of Trustees, UC San
Diego Foundation

Sean Burns

Director of Global Engagement
and Advancement, Alumni
Department

Marilyn Li

Associate Director, Alumni
Outreach — Asia, Alumni
Department

Williams Ettouati

Director, SAPD

Director, Industrial Relations &
Development

Associate Director, Center for
Drug Discovery Innovation
Skaggs School of Pharmacy &
Pharmaceutical Sciences
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http://chancellor.ucsd.edu/about-the-office/mercedes-munoz
https://foundation.ucsd.edu/_files/board-of-trustees-bios/shaver_marlene.pdf
https://foundation.ucsd.edu/_files/board-of-trustees-bios/chang_carol.pdf
https://pharmacy.ucsd.edu/alumni/ettouati.shtml

Friday, August 31 (Campus on Villa La Jolla complex, Suite A-124, Green Room)

Start Time Finish Time Activity

Speaker

8:30 AM
9:00 AM

10:00 AM

12:00 PM

1:30 PM

2:30 PM

3:30 PM

3:45 PM

6:00 PM

9:00 AM
10:00 AM

Debrief of Previous Day

International Outreach
e International Research Collaborations with Industry

12:00 PM UC San Diego Jacobs School of Engineering
e  Overview
e Industry Relations and Alliances

e  Alumni Relations and Development

1:30 PM Lunch

2:30 PM Overview UC San Diego Health Sciences

3:30 PM Redevelopment of Hillcrest Medical Center

3:45 PM Coffee Break

5:00 PM Understanding the UC System and California Higher Education

8:00 PM Closing Dinner

Miwako Waga
Director, International Outreach,
Office of Research Affairs

Albert Pisano
Dean, Jacobs School of
Engineering

Jan Dehesh

Director of Business
Development, Jacobs School of
Engineering

Cody Noghera

Executive Director for Corporate
Research Partnerships, Jacobs
School of Engineering

Douglas Ziedonis
Associate Vice Chancellor, Health
Sciences

Robert Clossin
Director, Physical & Community
Planning

John Aubrey Douglass

Senior Research Fellow, Center
for Studies in Higher Education,
UC Berkeley

Mary Walshok, Associate Vice
Chancellor for Public Programs
and Dean, University Extension

UCSD Faculty Club
Seuss Library Room
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https://jacobsschool.ucsd.edu/faculty/faculty_bios/index.sfe?fmp_recid=359
https://medschool.ucsd.edu/about/leadership/Pages/douglas-ziedonis.aspx
https://cshe.berkeley.edu/people/john-aubrey-douglass
http://extension.ucsd.edu/about/index.cfm?vAction=managementProfiles
http://facultyclub.ucsd.edu/directions/index.html

Saturday, September 1 (Campus on Villa La Jolla complex, Suite A-124, Green Room)

Start Time Finish Time Activity Speaker
9:30 AM 11:00 AM Failed Initiatives and Lessons Learned Mary Walshok, Associate Vice

Chancellor for Public Programs
and Dean, University Extension

11:00 AM  12:00 PM Program Wrap-Up and Final Debrief Mary Walshok, Associate Vice
Chancellor for Public Programs
and Dean, University Extension

12:00 PM Program Concludes
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Report of the University Management Seminar

August 26 - September 1, 2018
University of California, San Diego

Provided by: The University of California, San Diego Extension
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Objectives of the Seminar

The executive training seminar was focused on public research university management
and finance issues in the context of reduced public funding. It provided participants
with insight into models and best practices currently in place at the University of
California, San Diego campus, one of ten in the University of California (UC) system. UC
San Diego, is one of the top research universities in the United States. It has a $5.3
billion total budget, 36,600 student enrollments, 2,535 faculty, and over 33,000 staff.
Financially, the university has gone through a series of reductions in funding from the
State of California over the years, going from 13% of the university’s budget in
FY2005/2006 to 7% by FY2016/2017. Special attention in this program was given to
strategic planning, budget operations, and community engagement issues. Senior
management, faculty, and staff from UC San Diego delivered the lectures covering
various academic, business, research affairs, and student service divisions of the
university. The aim was to provide participants from Japanese public universities with
some important lessons learned and possible models for adapting to budget cuts in
operational funding from the Japanese government.

Program Details

A list of participants is included in the Appendix (Section 4). The program agenda,
lecturer biographies, and presentation materials are enclosed as attachments.

Session Summary
3.1 Welcome and Introductions

Following the welcome and introductions, the program began with a brief history of the
UC system and San Diego. California became a state in 1850 following the Gold Rush
and the annexation of new territory at the end of the Mexican-American War in 1848.
The foundations of the University of California came soon thereafter. The College of
California was established in 1853 as a private prep school, which later became the
University of California when it merged with a state-supported school in 1868. The UC
system was founded as a land grant university. Under the Morrill Act of 1862, the
federal government allowed states to sell or grant land for the establishment of
colleges, typically focused on agriculture and mechanical arts. In 1879, the state
adopted a new constitution which included granting the UC system autonomy from the
state legislature. This constitutional autonomy is a defining feature of how the
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institution is governed and managed over the years. However, the state government
still retains leverage because of the operational funding it provides to the UC system.
The system has expanded to ten campuses across the state over the years, turning what
were initially often UC research stations into full college campuses. There was a burst
of new campuses in the 1940s through 1960s, benefiting from the post-war economic
boom, US federal government military spending as part of the Cold War, and federal
investments in basic science research at universities based on a policy developed by
Vannevar Bush. In the 1960s, California adopted a Master Plan for Higher Education
under the leadership of Clark Kerr. This created a three tier system of community
colleges, state universities, and the UC system, all supported by state funding. The
Master Plan served the state well until several economic recessions forced the state to
reduce its contributions. Population growth, changing demographics, and a more
knowledge-intensive economy have also placed challenges on higher education in
California. In recent years, the UC system has adapted by raising tuition rates,
accepting more non-resident student enrollment who pay a higher tuition cost,
expanded the number of Master’s and professional degree, and increased the amount of
scholarship funding.

San Diego’s development was strongly influenced by its geographic characteristics and
the interests of those who settled here. The region has limited resources for agriculture
and is physically constrained by physical borders (mountains to the east, ocean to the
west) and the international border with Mexico. Many early settlers came here for
health reasons, hoping to take advantage of the near perfect climate, and had a distaste
for dirty, large-scale manufacturing found in many mid-west and eastern American
cities at the time. When the US military began looking towards expanding its presence
in the Pacific around the turn of the 20t Century, city leaders were quick to embrace
what they perceived as a clean form of economic development and greater national
visibility. They successfully lobbied to have large naval bases established. Following
the end of the Second World War and during the early days of the Cold War, the then
director of the Scripps Institution of Oceanography pursued the creation of a science
and engineering-focused university. The result of his efforts was the founding of UC
San Diego in 1960 as a comprehensive university that maintained a strong research
orientation. It grew rapidly and is now among the top research universities in the
country.

3.2 UC San Diego Administrative Structure
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Organizationally, UC San Diego has three components: “General” Campus, Health
Sciences, and the Scripps Institution of Oceanography (SIO). General Campus covers
the traditional academic units. Health Sciences includes the School of Medicine and the
healthcare delivery functions of the university such as the hospitals and clinics. SIO,
being the founding part of the campus and the graduate school for ocean sciences is
treated as distinct. Organizational charts for the senior administration showing the
various vice chancellors and their direct reports were discussed. At the core is the
Chancellor and the eight Vice Chancellor positions. The number of Vice Chancellors has
grown over time as the university has needed to adapt to new financial and/or social
conditions. A prime example of the latter is the office of the Vice Chancellor for Equity,
Diversity, and Inclusion, which is important given the socio-demographic profile of
California’s citizenry, as well as the composition of the university’s faculty, staff, and
students. The Executive Vice Chancellor (EVC) for Academic Affairs is considered the
second highest position. On the “business” side of the institution, the campus hired its
first Chief Financial Officer (CFO) following the previous round of state budget
reductions. The CFO implemented important changes to how the university manages
its finances and accounting. The CFO is considered to be the most important non-
academic staff position.

3.3 University Research and Regional Development

Martin Kenney of UC Davis provided an overview of some of the impacts a research
university can have on the economy of its surrounding region. This is an important
consideration for understanding a university’s contributions to society. The university
is one of society’s oldest enduring institutions, with a long history of developing new
technology in addition to the education it provided. As the economy has become more
knowledge-intensive, universities have become increasingly more important. American
universities created a tradition of combining research and undergraduate teaching that
differed from their European counterparts. The United States also lacks a central
ministry that has a high degree of control over universities. This has led to a
competitive environment among universities for attaching students, faculty, and
funding. Universities are also seen as a mechanism for enabling upward social mobility,
a place where culture is preserved, and for creating different values for society. Among
those values is economic development, as enabled through the transfer of commercially
viable research. This builds on a long history, with key examples such as the outcomes
of word done by Galileo and Pasteur. Interest in technology transfer accelerated in the
1980s and 1990s as universities set up offices to handle patenting and licensing.
However, it turns out that licensing income has not made much of an impact for the
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majority of universities. Only a few universities generate income from royalty
payments, and those payments come from a small number of technologies. More
recently, there has been a shift towards entrepreneurship and the encouragement of
faculty or students starting companies. There is a track record of many successful
companies that have ties to university-affiliated founders. There are also different
models for how this takes place, with the models being strongly associated with the
dynamics of the industry in which the technology is commercialized. Examples include
the biotech model, which is very linear, involving the licensing of a university patent to
a company. The software model is more non-linear in comparison, with the technology
being iterated upon by individuals both internal and external to the university in an
open source fashion. No technology transfer office is usually involved in these cases.
There is also knowledge transfer and the impact that can make on an industry. In this
case, the development of Napa’s wine industry has strong linkages with education,
training, and research services provided by UC Davis professors. Nearly 80% of Napa's
wine makers were trained by UC Davis, and over the years, UC Davis has been
instrumental in providing new grape varieties and optimizing them for specific growing
conditions. The wine industry in Napa now generates $5 billion in sales, plus an
additional $1.2 billion in tourism spending. Knowledge transfer also takes place when
university personnel take their information with them when they work in industry,
either by working for companies or providing consulting/advising services. This has
led to the development of new technology clusters in California. In San Diego, both the
wireless industry (Irwin Jacobs with Linkabit, and Ivor Royston with Hybritech) and
the biotech industry clusters have roots to UC San Diego professors who started
companies that later gave birth to numerous other companies in a cascade-like fashion.
The session concluded with some final thoughts about the role of universities in their
regional economy. Research and teaching are still paramount functions. However,
interaction with local industry is important, and the administration should encourage,
but not force, closer ties. Having successful role models is critical. They can assist
successive generations learn valuable lessons.

3.4 Building Research Capacity - San Diego State University

Stephen Welter, Vice President for Research and Dean of Graduate Affairs, described
how San Diego State University (SDSU) became the leading research university among
the 23 California State University (CSU) campuses. SDSU does not fit the model of a
state university as envisioned in the Master Plan for Higher Education. CSUs were
intended to be more practically oriented, non-research focused institutions. Initially,
only UCs were able to offer PhDs. However, SDSU now offers joint doctorate degrees in
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several areas and even its own doctoral in certain professional areas. It has a $134
million research budget, which is about half of the total amount of research in the CSU
system, and it gets more research funding from the National Institutes of Health (NIH)
than UC Riverside, UC Santa Barbara, and UC Merced. About half of SDSU’s research
funding comes from NIH sources.

SDSU achieved its research excellence despite significant challenges in recent years. In
2008, the state cut 50% of its funding to the CSU system, which was a huge financial
blow to absorb. SDSU has also had to replace 40% of its faculty in the past five years,
and saw a decrease in those that were tenure track professors until 2016. Yet, it has
seen its research productivity increase. The number of proposals has increased, total
research funding has increased, as has the ratio of research funding per faculty
member.

Several strategies have enabled this research success. One was to focus on areas of
excellence and implement cluster hiring. In a cluster hire, multiple people are hired at
the same time to do team science, which has been shown to outperform work done by
individual researchers. The cluster hires come from multiple disciplines and represent
multiple departments or colleges within SDSU. Criteria for selecting the hires and what
sorts of work will be done are determined at the department level. The approach
appears to be working. Teams form strong bonds and are even starting to establish
“clusters of clusters” by working with other teams that were formed from a cluster hire.
Another strategy has been to help early-career faculty not just write grant proposals,
but actually win them via a fellowship program called the Grants Research and
Enterprise Writing (GREW). Faculty who went through GREW have a grant acceptance
rate of 40%, which is above the national average of about 20%. SDSU has also
implemented an incentive program where a portion (10-20%) of overhead from
research grants goes back to the department for discretionary use, such as to reinvent
in the lab, support postdocs, or pay summer salary. Finally, engaging philanthropy has
also proven to be an effective strategy for funding research. SDSU recently completed
its latest fundraising effort, having raised $815 million, well above the $500 million
goal. Some of this money is used for endowed chairs, where a $2 million donation is
put into an account and the interest generated can be used to support faculty salaries.
Endowments for graduate students and research efforts have also been set up with
philanthropic donations.

3.5 Community Engagement

143



Community engagement is the public-facing element of the university. Those external
to the university interact with it for different things. For instance, industry needs
employees with the right skills. Healthcare services provided by a university improve
the quality of life for those who live nearby. There university can also offer
professional certifications for career development, and lifelong learning so that people
can stay intellectually engaged as they get older. The university can also play a role in
civil society. This can be done by acting as a convener for meetings or events, providing
a venue for discussions, or having faculty or staff contribute to civic discourse through
their research. Community engagement is woven into the land grant university
tradition in the United States. Universities established under the land grant system
received land and financial support in return for providing practical training and
education, usually with an agricultural focus to improve productivity, but also in the
mechanical arts. Over time, universities expanded the types of services it offered to
include healthcare (via hospitals and clinics), industrial affiliate programs to link
knowledge within the university to industry, developing internship programs or
community service opportunities, alumni relations, continuing education, technology
transfer, and business incubation among others.

The Extension division of UC San Diego is the continuing education arm of the
university, and one of the more “outward-facing” units of the campus. It provides
education and training opportunities for those anywhere between 18 years of age to 80.
It is also fully self-supported, funding itself through course tuition, fees, and contracts,
making it a revenue-generating part of UC San Diego. In addition to its classes, UC San
Diego Extension manages UC TV, a digital television network that creates programing
for the entire UC system. Its programs receive about 5 million views per month, and its
YouTube channel alone has nearly 400,000 subscribers. As part of its community-
serving mission, UC San Diego Extension is spearheading the building of a new location
in downtown San Diego on behalf of the campus. The new building will create a
connection point for people in the community who may not have interacted with UC
San Diego before. In addition to classes being offered at the new location, there will
also be frequent events related to arts, culture, and lecture series. As a last example, UC
San Diego Extension also manages several pre-college programs for those in the
kindergarten through 12t grade range. This includes programs to prepare high school
students for college, entrance exam preparation offerings, and Sally Ride Science to
stimulate greater interest in science among children.

3.6 Faculty Hiring, Retention, and Evaluation
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Carol Padden, Dean of Social Sciences, began by providing an overview of her division.
Social Sciences has nearly 40% of all undergraduate degrees awarded by UC San Diego.
These degree programs are housed within ten academic departments. The division has
230 faculty, 640 graduate students (most of whom are PhD candidates), and 7,600
undergraduate students. Within UC San Diego, it is the most “efficient” division in that
it has the most number of undergraduate students taught by the fewest number of
faculty. Many of the graduate programs in the division are highly ranked. Despite its
strong reputation, it still has to fiercely compete against other top universities to attract
the best faculty and students. The division has a $10.7 million budget for faculty
salaries and operations. Dean Padden described the various staff positions within the
division office. That includes two Associate Deans who assist with faculty reviews.
About one-third to one half of the 230 faculty are evaluated for tenure or promotion
annually, so this workload is significant. There is also a lot of competition when a new
position is offered. It is not unusually to receive 600 applications for a single job
opening.

Dean Padden then turned to describing the process for faculty hiring and retention.
This begins with a department recommendation to the Dean’s office. If the Dean
concurs, a recommendation to the EVC’s office. The EVC receives a report from the
Committee on Academic Personnel, which is a confidential committee of faculty from
across campus. For all hiring, promotions, tenure, and acceleration decisions, the
Committee on Academic Personnel review and evaluate candidates for quality of
research, teaching, and service. Members of this committee are made by the Academic
Senate, which is unusual for an American university. It is more typical for deans to
appoint members to personnel committees rather than an academic senate. At UC San
Diego, the Committee on Academic Personnel can override a dean on issues. As such,
deans have less power than their peers at other universities. If the Committee on
Academic Personnel approves, as does the EVC, then the recommendation for
hiring/promotion goes to the Chancellor’s Office for final sign off. In a situation where
the EVC and the Committee disagree, the EVC can overrule the Committee with the
Chancellor’s support. However, the EVC must go before the Committee and explain the
reason for the decision. While a lengthy process, having four levels of approval has its
benefits. It provides for a thorough review and can shield a dean or department from a
potentially ugly situation since they are not the only ones who must approve. When
reviewed, faculty get two opportunities to show they are contributing. If no change is
determined at the end of the second review, it triggers a special third and final review.
Dean Padden noted that such instances are very rare. About 85% of tenure cases get
approved. UC San Diego tends to hire high performing individuals and there is also
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some peer pressure to be productive so that you are seen to be keeping up with your
colleagues.

3.7 Role of the Executive Vice Chancellor (EVC) at UC San Diego

The Executive Vice Chancellor (EVC) for Academic Affairs is considered to be the
second most important position after the Chancellor at UC San Diego. For instance, the
EVC runs the university in the absence of the Chancellor. One of the major functions of
the EVC is to review all personnel decisions, e.g. hiring, promotions, tenure reviews,
etc., that take place. There are about 700 decisions that need to be made each year.
The EVC is also involved in all major planning issues. A Vice Chancellor (VC) will meet
with the CFO to discuss the budget, and if things look good, the VC will then meet with
the Chancellor to discuss. The EVC is present in those meetings. However the planning
process is mostly centralized with the Chancellor and the CFO.

Elizabeth Simmons joined UC San Diego as EVC in September 2017, coming from
Michigan State University. In the interview-styled session, EVC Simmons noted that
higher education institutions in the United States are facing different issues depending
on their location. The number of high school graduates peaked about ten years ago,
resulting in many universities having to compete for fewer students. However, there is
strong demand in California because of demographic reasons. The UC campuses tend
to have significantly more applications than there are spaces available. Another
challenge facing universities is dealing with incoming students who are not sufficiently
prepared. These students are smart and eager to learn, but have a hard time keeping
up with the pace and level of college courses. Universities and faculty therefore need to
provide resources to support these students. Turning to a different topic, EVC Simmons
discussed the balance between research and teaching responsibilities at a major
research university like UC San Diego. She noted that there is wide diversity of fields at
a comprehensive university. There must be recognition that there are differences
between those fields in how to judge the excellence of faculty, while making sure that
the faculty can teach well. At the same time, one needs to understand that some faculty
will teach better than others and that some need to spend time on research. So the
balance can be like walking a tightrope. In the end, she noted that a university should
want its faculty to be good at teaching for the amount of teaching that is being asked of
them. These requirements, meaning the amount of teaching and research asked of
faculty, are set by the faculty at the department level. Service is another factor in
evaluating faculty, and that component tends to become a bigger component as one
becomes more senior.
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EVC Simmons then described faculty hiring and reviews. There are four major
professor ranks (adjunct, assistant, associate, and full) and steps within each rank.
Every rank and step has a set compensation level, with the compensation increasing as
one goes up the ladder. Reviews are held to assess where the faculty member is at and
how well he or she is progressing. If they are performing well, they can jump steps.
The EVC meets every week with the chair of the Committee of Academic Personnel to
discuss the files the Committee reviewed the prior week, which usually total about 25.
The EVC then makes a decision to approve or not before sending it on the Chancellor’s
Office. Instances in which the EVC disagrees with the Committee and overrules their
decision are rare, perhaps happening in 1% of cases. Those are usually about half-step
salary bonus considerations and not usually about whether to grant tenure or not.

In a question about evaluating the work of faculty in areas outside of her expertise, EVC
Simmons answered that she gained a lot of insight while serving as dean in an
interdisciplinary department. She had to learn as she went, but she frequently
consulted with colleagues who had relevant expertise, observed what her peers said,
and took training courses offered by a professional association. At UC San Diego, she
also learns a lot from her conversations with the chair of the Committee on Academic
Personnel. She noted that serving on that committee is a good training ground for
those that want to move into administration.

EVC Simmons concluded the session with comments about one of the strengths of the
UC system is that it has been careful to write down its policies and procedures to
ensure transparency and consistency. Each campus can make small adjustments to
those policies to fit its needs. The emphasis on faculty governance is also a real
strength, particularly at UC San Diego. It provides another level of review on the
administration.

3.8 Faculty Governance at the Campus and UC System Levels

The UC system has one of the stronger systems of shared governance compared with
other American universities, with the faculty gaining a larger role when the UC Regents
began delegating functions to it in the middle of the 20t Century. It is unique in terms
of its power versus the administration and the state legislature. The Academic Senate is
the maintainer and advisor on academic values and policies. It approves course
curriculum and structure, as well as sets requirements for student admission and
graduation. The Senate also advises on budgets as the affect the academic mission. The
UC President is the pivotal coordinator and negotiator with the state, channeling the
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input from the Senate and Board of Regents. This structure helps the ten campuses
speak with one voice, having resolved their differences internally.

There is a two-tiered structure of faculty governance in the UC system. There is the
Academic Senate at the UC system-level comprised of representatives from the ten
campuses. Itisled by a Chair and Vice Chair and has 22 standing committees to set
policy. The Senate meets once a month in Oakland. There is also the Assembly of the
Academic Senate, which is a legislative body to provide wider representation to
departments, schools, and colleges.

Each campus has its own divisional Academic Senate. The Chair of a campus Academic
Senate is the representative for that campus at the UC system Academic Senate. The
Chair and Vice Chair of a campus Senate is elected by the faculty and serves anywhere
between one to four years, depending on the campus. It is an autonomous body, equal
to the Chancellor for matters within its purview. Each campus Senate also maintains
numerous committees to review new proposals for courses, degrees, faculty hiring, etc.
Among these is the Committee on Committee. While oddly named, it is one of the most
important committees since it is responsible for the complicated process of appointing
faculty to serve on the other committees. The campus Senate is also supported by staff.
The staff provide the infrastructure and institutional memory that enables the Senate
and its committees to function effectively. At UC San Diego, a lot of time is spent
maintaining a good working relationship between the Senate and the administration.
The Chair and Vice Chair meet with the Chancellor and EVC frequently and they work
collaboratively to build a vibrant community on campus.

The campus Senate and its various processes can be complicated and slow moving at
times. However, it provides an important check and balance. It allows for a
deliberative approach. While there is tension inherent in these processes, on the whole
it is one of the reasons for why UC San Diego has become such a strong university.

3.9 Financial Management at UC San Diego

The session began with an overview of the key staff responsible for budget and finance
decisions at UC San Diego. The university has a total budget of $5.3 billion, with $2.5
billion of that coming from Health Sciences, which includes medial teaching, research,
and healthcare services provided by the hospitals and clinics. The core operating
budget for UC San Diego is $1.4 billion, and research funding is approximately $1
billion. Financial management decisions are guided by the five strategic goals that were
adopted a few years ago. The campus-wide goals are reinforced by tying the allocation
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of resources to how they align with the goals. Over ten years, UC San Diego’s revenue
mix in terms of percentage by source has change significantly. The state only provides
7% of the budget, whereas ten years ago it provided 13%. Tuition revenue from non-
resident students grew dramatically from 1% of the budget to 7%. The clinical
enterprise also grew from 35% of the budget to 42%. Undergraduate enrollment
growth has been a big driver for a lot of budget considerations. Applications have
doubled since 2012 and enrollment has increased 26% to over 28,000 in the same time
period. This requires additional investments in personnel, facilities, housing, and other
services to accommodate the increase.

Developing the campus budget follows a process and 18-month timeline that parallels
the UC system/state budget process. Consultations are made on campus, which are
then fed up to the UC Office of the President (UCOP). UCOP then develops a proposed
budget for the system, which is submitted to the Governor’s office. The Governor
incorporates that request into his overall state government budget, which is then
provided to the state legislature for review, revision, and approval. Once the state
budget is approved, funds flow back to the campus. The discussion then turned to
recent investments and goals under a ten-year plan. Within that plan is a goal to hire
150-200 new faculty by 2022, meeting the enrollment goal of 40,000 students,
investments in infrastructure, and new sources of revenue to make up for the declines
in state funding. Lastly, the session touched on indirect cost recovery (ICR), which is an
important financial issue for a research-intensive university like UC San Diego. The ICR
rate on federal R&D grants is negotiated with the US government. The current
approved rate is 55%, although the “true” calculated rate is 62%. The campus
negotiated an increase to 58%, which will be phased in over the next few years. The
speaker then discussed how those funds are distributed throughout campus.

3.10 Developing a Long Term Strategic Plan

Prior to Pradeep Khosla becoming Chancellor, UC San Diego did not have an overall
strategic plan. Chancellor Khosla felt that such a plan would help create a unifying
vision, establish clear priorities, and help the campus react better to changing
conditions. That began a 15-month process to gather data, conduct outreach and solicit
feedback from a large number of stakeholders, formulate the goals, and develop a
roadmap for implementation. Once completed, the plan had a clear mission and vision
statement as well as five overarching strategic goals. However, getting agreement on
the mission and vision statements took weeks to sort out. Ultimately, the Chancellor
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ended up making the final decision on the wording. The end result is a living document,
where changes can be made based upon the needs at the time.

3.11 Strategic Plan Implementation

Implementation of the strategic plan is enabled by linking the allocation of budget
resources to how the activity or initiative would align with one or more of the goals.
Buy-in and support from the Chancellor has also been critical to seeing individual
departments follow through on the strategic goals. ArtPower, a performing arts
organization on campus, asked the Office for Operational Strategic Initiatives (OSI) for
assistance in developing their own 3-5 year strategic plan that aligned with the campus
goals. This was presented to participants as a case study. A project timeline was
developed, and then surveys and numerous interviews with campus stakeholders were
conducted. From this, OSI staff worked with ArtPower on a SWOT analysis of the
finding. This led to a process of aligning the findings with the campus strategic plan
using a balanced scorecard approach to define core values, as well as the mission and
vision statements. The participants then conducted an exercise with the EcoCycle
methodology to analyze programs, strategies, and stakeholder relationships as one
begins thinking about adoption and implementation. Key lessons learned from the
implementation process are the importance of support from leadership, engagement
beyond the academic community, assigning clear leadership and responsibility for each
initiative, and define clear program management and methods to track implementation.

3.12 SMART Metrics

Once a strategic plan is developed, metrics are needed to track progress and ensure
accountability. Such metrics should be specific, measurable, actionable, relevant, and
time-bound (SMART). Not all metrics are good or useful, however. Examples
highlighted what makes for a better metric. The participants engaged in an exercise to
develop metrics for one of UC San Diego’s goals, and then compared those to the
metrics the campus is currently using.

3.13 Measuring and Communicating Economic Impact

In 2008, UC San Diego released a report showing its economic impact. The report,
using data from FY2006-2007 and written by the consulting firm CBRE showed that for
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every dollar invested in the university, an additional $30 were generated via things
such as university expenditures, wages, capital improvements, student spending,
healthcare-related spending, and other means by which the money flowed into the
economy at the city, county, and state levels. These impacts were calculated using an
IMPLAN model, a widely-used software package developed by a third party, and
accounted for direct, indirect, and induced impacts. This was done to provide a
quantifiable measure for the role of the university and its value to the broader
community. The report also enables advocates to communicate what the “return on
investment” is for money put into supporting research and education. Audiences
include students and their parents, alumni, industry (particularly corporate donors),
grant funders, and government.

A new report with updated data is expected to be released in the next few months. A
different consulting firm, Tripp Umbach, was selected for the new study after a
competitive bid process. The cost for the study is in the range of $65,000-$80,000. UC
San Diego provided the data, which helped keep the cost lower than what it would have
been otherwise. The new report will put more emphasis on both visuals, presenting the
data in clear and bold ways, and on narratives that tell stories about the universities
effect on the economy. The previous report provided lots of important data, but
seemed rather dry. A comparison with economic impacts done by other universities
highlighted elements that could be done better. The new approach will hopefully aid in
making the data more accessible and relatable. When completed, the report findings
will be segmented by audience, focusing on the data that is most relevant to that
audience.

3.14 Recruiting Talent for Senior University Management Positions

Robert Dynes served as President of the University of California (2003-2008). Before
that he spend 13 years at UC San Diego, first as a Professor of Physics (1990-1995),
then as Senior Vice Chancellor for Academic Affairs (1995), and finally as Chancellor
(1996-2003). Prior to that, he worked at Bell Labs from 1968 to 1990. During his time
at Bell Labs, he came to understand the philosophy behind research, development, &
delivery (RD&D), with the delivery portion meaning moving the new technology into
actual use in society. This approach has greatly influenced his view toward to his work
throughout his career, and it is something that he looked for in others when he built his
management teams. This is particularly important in a public university that has a
mission to make a positive impact.
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President Emeritus Dynes believes that it is important that those in senior management
positions should have an appreciation of academic culture. Academic experience and
credentials are not needed for every position, such as CFO for example, but it can be
critical for others. A reference for the academic world is important regardless,
however. People who are motivated to do good by the institution, not just themselves,
are ideal. Dynes commented that when recruiting for a senior administrative position,
there are advantages and disadvantages to looking internally and externally. An
external search is good if one wants a large pool of people with a wide range of
experience. However, Dynes suggested to avoid an external search unless the
university is well connected to the community it wants to recruit from. Otherwise, it
will have limited knowledge of the people it is considering in comparison to how well it
knows those when recruiting internally. Search firms can help with an external search,
but Dynes cautioned that the university is ultimately responsible for what happens. It
should not compromise on a candidate. The university needs to have a high degree of
confidence that it is making a good hire. If there are any red flags when reviewing a
candidate, stop, and start the search over again with new candidates. He also
commented that good candidates will usually place the amount of compensation as the
the third or fourth most important criteria. They usually want to know who their
colleagues will be, who they will report to, and what the climate of the institution and
quality of life in the area are like. Compensation amounts usually follow these
considerations.

Dynes noted that his own thinking on administration evolved during his career. Richard
Atkinson, who was then Chancellor of UC San Diego, recruited Dynes from Bell Labs,
and Atkinson had in mind early on that Dynes would eventually fill a senior
administrative position. Dynes was attracted to UC San Diego because of its vibrant
culture, with great people who were putting RD&D into action. Atkinson encouraged
him to interact with multiple parts of campus so that Dynes could learn about what was
going on in different disciplines. Dynes as also asked to be on various search
committees, review committees, and advisory boards, giving him additional exposure
to administration and the breadth of the university. Dynes was motivated to get
involved in administration because it seemed stimulating and fun. He helped build the
institution, being involved in the founding of new labs and even schools. When he
became Chancellor, he then looked for people who had similar experiences to himself.

The session also touched on Dynes’ role since he retired from being President of the UC
system in 2008. He returned to UC San Diego where he maintains an affiliation with the
physics department. He is still actively involved in research and also advising the
university’s administration. However, it is important to note that he is not paid for this
work. This is done purely on a volunteer basis. University policies and the Academic
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Senate provide a check on retired senior leaders to prevent undue influence. With that
check, these retired leaders can still be an important part of the university’s
administrative infrastructure, passing their knowledge and experience on to others.

3.15 Sponsored Research at UC San Diego

Sponsored research at UC San Diego follows a lifecycle beginning with pre-award
activities, conducting the research once and award has been granted, and the closing
out the award. The Office of Contract and Grant Administration (OCGA) provides
support to researchers all throughout this lifecycle. This is fairly extensive given the
scale of UC San Diego’s research. During FY2018, the university hit a record amount of
research funding, totaling $1.21 billion from a variety of sources. This marks the fifth
consecutive year of funding over $1 billion, and the university is ranked 7t in the
nation for federal research expenditures according to the HERD survey. The majority of
funding comes from federal agencies, with NIH being the largest. Industry support
amounted to $193 million, or 26% of total research funding. Multidisciplinary research
increased by $56 million to $241 million in total. The number of proposals also
increased by 161 to 4,881, with a 39% success rate.

OCGA staff help faculty and staff in a variety of ways, including reviewing proposals,
negotiating terms in agreements with a variety of sponsor types (government, industry,
non-profit organizations, other universities, etc.), and collecting and reporting data on
the research enterprise to stakeholders. OCGA also has offices in different parts of
campus to provide specialized services to different departments, such as those in
Health Sciences and SIO. Since industry sponsors often have different processes and
expectations, OCGA staff work with faculty to help reach an agreement that works for
all involved. Lastly, to streamline a lot of internal processes, OCGA has developed
several web-based systems for departments and PIs to submit proposals and
agreements for review and approval.

3.16 Multidisciplinary Research

Senior Associate Vice Chancellor for Research Miroslav Krstic began the session by
describing several mechanisms UC San Diego uses to promote multidisciplinary
research. These include Organized Research Units (ORUs), the Center Launch Program
which enables faculty to pursue large grants to establish new research centers, the
Frontiers of Innovation Science Program, Academic Senate research grants, and
support for work in the arts and humanities as well as the social sciences. The majority
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of the session was devoted to ORUs. There are 17 ORUs within the “general campus”,
plus a few in Health Sciences. ORUs are like a department, but they are not permanent
and do not have any teaching responsibilities attached to them. To ensure that it is truly
multidisciplinary, the ORU must bridge two or more Dean or Vice Chancellor areas.
Once established, ORUs are financially supported via the indirect cost (IDC) it generates
from the research grants is researchers are awarded. Dr. Krstic provided a breakdown
of IDC, showing how out of the 55% charged to the grant, the actual amount for
allocation turns out to be 6% per dollar awarded. This is because IDC is not applied to
tuition and equipment, and about 74% of IDC goes to pay for items such as bills, loans,
libraries, etc. The amount of grant revenues from ORUs varies from $31.5 million for
the San Diego Supercomputer Center (SDSC) to $260,000 for the Center for Iberian and
Latin American Studies (CILAS). This is not a strict formula. Money from IDC
generated from the larger ORUs is used to support operations costs of the smaller ones.
To ensure that ORUs are fulfilling their mission and operating effectively, reviews are
completed about every five years and involve several stakeholders, including
committees of the Academic Senate. A thorough, approximately, year-long review
process was adopted to ensure an independent, transparent, and objective decision is
made. This came about because of controversies in the past when ORUs were
terminated and the rationale for those decisions was not clear to everyone. There are
four possible outcomes for a review: 1) A five-year extension; 2) Termination; 3)
Transitioning the work of the ORU to a center under a Dean or academic department;
and 4) a three-year probationary period where the ORU must attempt to address
shortcomings, followed by another review. Key metrics for evaluating an ORU are
research productivity, relation to other academic units, governance and inclusiveness
to other disciplines (i.e., it must truly be interdisciplinary), and diversity and equity.
Shutting down an ORU can be a traumatic event, so to ensure that the system is
functioning properly, a full evaluation of the system takes place about every 2-4 years.
There have been four reviews in the past decade. While a bit cumbersome, it has
helped maintain the credibility and integrity of the ORU system.

3.17 Overview of Innovation and Commercialization at UC San Diego

UC San Diego has made major efforts to develop and promote a strong ecosystem for
innovation and entrepreneurship across the campus. Like the structure of the
university itself, this has largely been done via a decentralized model. However, more
recent efforts have tried to better coordinate these activities and make resources
available campus-wide to support faculty and students. Example elements of the
ecosystem include maker spaces, events and competitions, funding programes,
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incubators/accelerators, information portals, and other means of assistance. The
ecosystem of support is now fairly broad, and offers services for different stages of
development depending on the need of the founding team or individual. There has also
been increased effort to collaborate with external entities involved in entrepreneurship
so that there is a continuum of support once an idea or startup begins its path to
market.

Administratively, much of this activity is coordinated through the Office of Innovation
and Commercialization (OIC). OIC was formed four years ago as part of a restructuring
to improve commercial outcomes from university research, as well as to give greater
visibility to innovation and entrepreneurship across the campus. This was recognition
of the fact that commercialization is more than just licensing, and that the university
plays a large role in the San Diego region’s economy because of the talent it develops.
OIC is focused on developing a culture of entrepreneurship and entrepreneurial
thinking on and off campus, rather than be limited to just technology transfer. The
restructuring included creating a new Associate Vice Chancellor (AVC) position and
having the campus technology transfer office report to the new AVC. In the past,
technology transfer reported directly to the Vice Chancellor for Research. Besides the
work related to technology transfer, OIC looks to streamline processes and policies
(called “open flow innovation” by OIC), increase education and awareness among
students and faculty, and promote greater coordination of activities across the campus.
It has launched its own initiatives, such as hosting conferences and events, hired
several external experts to serve as entrepreneurs-in-residence to coach and mentor
those on campus, and the development of new certificate programs and short courses.

3.18 Discussion with the Vice Chancellor for Research

Sandra Brown, UC San Diego’s Vice Chancellor for Research, held a Q&A-style session
with the participants. She began by provide some information on herself. Her
background is in psychology, which is unusual for this type of position. Vice presidents
for research often come from the basic sciences. However, having an understanding of
administrative skills and multiple approaches in research is what is important, rather
than what academic disciple one comes out of. Experience working with multiple
disciplines is an advantage in this role, as well as understanding how funds are
managed differently in different parts of the university. That she is a woman is also
unfortunately unusual. Only about 15% of vice presidents of research at US
universities are women. When asked if her background in psychology was helpful in
her position, she said that understanding issues around conflict management can be
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helpful, although that depends on the nature of the problem. If a conflict arises within a
department, then the department chair usually takes care of it. However, her office
becomes involved it the conflict goes beyond the department. She then acts as a
mediator. Dr. Brown also noted that she continues to be involved in research in her
field, which again is another unusual aspect for someone in her position. She is
currently co-principle investigator (PI) on two large research consortia. She has some
time each week set aside for these projects, but her co-PI handles most of the day-to-
day work on them. Still being engaged in research has a benefit in that it can make it
easier to relate to faculty when looking at ways to support their work.

Part of her job is to be in communication with the other VCs of research at the other UC
campuses. While the research portfolios at the campuses vary in size and scope, they
all have to follow the same rules. To that end, they hold a conference call once per
month and then meet in person three times per year. They discuss their challenges and
share lessons learned. These discussions also enable opportunities to partner for
grands. They also discuss issues that they may want to bring up to the UC president.

Like most senior positions at the university, her term as Vice Chancellor for research is
for five years. She is currently in her second year of her second five-year terms. The
position is by appointment by the Chancellor and is subject to a comprehensive review
at the end of the term, should the current VC and the Chancellor wish to continue for
another term. This review involves all deans, the academic senate, representatives
from the research centers and institutes on campus, as well as external stakeholders
such as industry, other universities, and government representatives. Dr. Brown'’s
review involved about 180 people. At the end of the review, a report summarizes all
the comments and provides a recommendation on whether the term should be
renewed. This is submitted to the Chancellor for a final decision. Dr. Brown was
motivated to seek a second term so that she would have the time to see the changes she
put in place during her first term take hold and come to fruition. For instance,
significant changes were made to the way technology transfer is managed. This took
six years. Another example is the expansion of multidisciplinary research. She said
that going forward, she would like to help the university do a better job getting the
outcomes of its research into society.

Decisions about policies or research priorities come about in discussions between the
EVC, the VC of Health Sciences, and the VC of Marine Sciences. These academic leaders
look at where research is heading and how it aligns with the campus’s strategic goals.
Dr. Brown's job is then to facilitate so that PIs can conduct projects that fall with those
goals. The strategic planning process is also helpful in identifying areas where the
campus can make important new hires.
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3.19 Financing Capital Projects

How the university currently finances capital projects is a clear example of a response
to reductions in funding from the state. UC San Diego has many needs in its capital
plan. There are buildings that are reaching the end of their lifecycle and need to be
replaced. There are also unfunded state mandates, such as new seismic codes or
environmental regulations that require changes to current buildings, or a new building
to be constructed if it is less expensive than retrofitting an existing building to be in
compliance. Enrollment growth also drives demand for new buildings. In addition to
construction, there is also a backlog of operations and maintenance across campus. In
the past, the state provided about 40% of the funding for capital projects. However,
following the cutbacks after the 2008 recession and the need for the state to reduce its
overall bond debt, it now provides almost no funding for capital projects in the UC
system. In 2013, the UC Regents took over managing $200 million of the state’s general
obligation bond debt since it had a better credit rating that the state. UC then
refinanced this debt and has put it to use to support its finances.

Following these changes, the state and the UC system started employing a three-year
plan for capital projects. The state agreed to give each UC campus $50 million to use
over a three-year period for deferred maintenance or projects that address seismic, life
safety, or enrollment needs. While helpful to some degree, the $50 million does not go
far. For instance, UC San Diego has $1.2 billion capital need for 2017-2027. The money
from the state has to be leveraged with other funding sources to be put to effective use.
Of that $1.2 billion, nearly $790 million will come from the campus. The source or
sources for almost $380 million has yet to be identified.

Filling the $380 million gap has led to a shift in non-state sources of funding. These
sources include non-resident student tuition, generating income on interest from mid-
to long-term financial investments, and self-supporting revenue streams such as rent
on housing. Another source is the use of philanthropic donations. While it is a long-
standing tradition for donors to support the construction of a building (and have it
named in their honor), UC San Diego has began pushing donors towards creating
endowments rather than paying for construction. Money from the endowments can
then be used to support operations and/or programming. Another response to the
decrease in state funding is the allowance of internal loans for equipment acquisition
and creating a funding backstop for capital projects. This system acts like an internal
bank, but it is only used for short term, low risk loans.
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Public-private partnerships (P3) are also being employed to finance capital projects.
There are three examples of how the university works with a private entity. This
includes a ground lease where the university leases its land to a private entity, and that
produces income for the university. The second type of P3 is a ground lease-lease back.
In this case, the university leases land to a private entity which in turn leases some or
all of the building it constructs back to the university. The university therefore does not
have to pay for the construction of the building, but still gains the benefit of using it.
This is done for programmatic purposes that further the university mission. The third
type of P3 is a build-to-suit where a developer builds a building (often for specialized
use) and sells it to the university.

3.20 Philanthropic Giving and Community Supporters

Charitable giving is part of a broader culture within the US. In 2015, total charitable
giving in the country totaled $477 billion following annual increases since 2009. Of
that, 73% was given by individuals, followed by foundations at 15%, bequests (wills
and trusts) at 7%, and corporations at 5%. There are many motivations for giving a
donation. Personal reasons tend to be more important than the tax benefits, which
usually fall fairly low on the list of motivations. That said, the tax benefits do provide
some incentive. If an individual meets the government requirements, they may deduct
up to 50% of their adjusted gross income. Corporations are generally limited to
deducting up to 10% of their pre-tax revenue for one year. As with individuals,
motivations for corporate giving vary. It may be done as part of their corporate social
responsibility, support research in an area relevant to the company’s business, or can
help with brand recognition.

There are different types of gifts besides cash. These can include charitable trusts and
donor advised funds (DAFs). If a donor wants to make a large gift and get the
deduction, but does not know where to give, he or she can place their money in a DAF
and still receive the deduction. This creates more time for the donor to make a decision
on where the gift will go. It also offers multiple opportunities for recognition as the
money flows through the DAF and is re-granted elsewhere.

Charitable giving has become an important resource for higher education in the United
States, equaling about $4.3 billion in 2017. Giving to the UC system totaled $2.1 billion
in FY2015-16. Unlike giving overall, foundations were the largest donor type, followed
by individuals, and then corporations. Much of the foundation giving was focused on
health-related research areas. Alumni giving totaled only about 10%, which is below
what it typically seen with private universities. Foundations are a large source of gifts,
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typically because of the medical research in areas the foundations which to support and
the UC system has five medical centers.

UC San Diego received $213 million, with 51% coming from foundations. Again, this is
driven by a focus on health-related research, which the university has strengths in.
Only 2% of the total amount came from alumni, but 23% came from unaffiliated
individuals. The university is able to attract charitable gifts because of its strong
reputation for innovation and collaboration. It also has a diverse set of capabilities that
attract a wide range of interests. The university works hard to bring the community in
to learn about the institution, and has invested heavily in creating a strong, professional
staff who can effectively communicate the value and impact of a gift. The staff,
numbering around 120 people across campus, also do a good job in keeping donors
engaged with the university, through event and activities, in addition to their
stewardship responsibilities to ensure that the gift is used well. The Chancellor and
university leaders are all involved in developing a strategy and providing the
compelling stories that can attract donors.

The UCSD Foundation is a separate legal entity through which gifts are provided to the
university. It has a two-tier governance structure, with a 42-member board of trustees
made of volunteers from the community and professional staff. The Chancellor serves
as the president of the board. The Foundation currently has about $900 million in
assets.

In addition to charitable giving, the university relies on a range of volunteer and
support groups. There are about 80 such groups, which are mostly formed from
donors. The Chancellor’s Associates is one example. Individuals who donate $2,500 to
support student scholarships can become a member. The Student Foundation is
another example, where students learn how to manage a charitable fund under the
mentorship of UCSD Foundation board members.

The session concluded with a discussion about how to increase donations to a
university. It is hard work. However, the speakers stressed consistency and
relationship building. Proper engagement with people who have a curiosity about a
subject or issue may often result in a philanthropic donation. It was also noted that
large donation may come from unexpected places. Alumni may not give much while
they are alive, but it is not uncommon for a large bequest via their will or trust after
their death. The lesson here being that a university stands to benefit it if treats all
donors, even the small ones, well.
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3.21 Alumni Relations

Enabling alumni to share their time, talent, and treasure (meaning money) with the UC
San Diego community is part of the vision statement for UC San Diego’s alumni
relations team. However, before making an ask for time, talent, or treasure (with time
being the most important), it is critical to build trust. To do that, alumni outreach and
engagement at UC San Diego is organized into six units: alumni relations, alumni
publications, international fundraising, annual giving (for small donations), career
center (recently integrated into the alumni department), and pipeline development.
Engaging early on while people are still students can lead to philanthropic donations
later. The Tarnside Curve of Involvement is a good illustration of the relationship
between engagement and giving over time.

UC San Diego has over 185,000 alumni, with 70% residing in California. Long term, the
alumni department has adopted a strategy to place more of an emphasis on career
services with a focus on those who have an unclear career path. To learn how to better
serve alumni, the department recently conducted a survey. While the response rate
was not what was hoped for (about 2,000 respondents), they were able to get some
insight in what alumni are seeking when they connect with the alumni department.
Among those are social experiences, career and professional development (including
networking and learning about new career opportunities), and lifelong learning to
improve or gain skills. As a side note, one important lesson learned is that the survey
was probably too long, taking about 18 minutes to complete. Those who did not
complete the survey usually stopped at about 8 minutes. Going forward, the alumni
department is looking at doing micro surveys on Facebook and post event surveys.

The alumni department uses several strategies to manage and maintain the network of
alumni. One is digital outreach via social media and emails. There are frequent events
(to showcase university leadership, faculty, and/or successful alumni). The alumni
department is also launching an exclusive social network for alumni to help them better
connect, get referrals and introductions for jobs, etc.

Lastly, in addition to the networking benefits the alumni department is providing, it
also offers things such as library access, discounts on continuing education courses
through UC San Diego Extension, and partnership programs for discounted rates on
services such as hotels and insurance.

3.22 Fundraising in Asia
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The international fundraising unit within the alumni department was created six
months ago and currently has two staff. UC San Diego has a significant number of
international students, about 8,000, currently enrolled. About 5,000 of those are from
China (150 are from Japan). Parents of these students are the primary focus of the
fundraising outreach. When parents are approached by the fundraising staff,
particularly those who are in a culture that does not have a similar tradition of
philanthropy like the U.S., there is often confusion about why the university is asking
for more money beyond what they have already paid. Tuition is $38,000 per year and
the family must demonstrate their ability to pay for all four years for an undergraduate
degree. That is a big financial commitment. The fundraising staff therefore have to
explain what can be done with the money and the value of the donation. Funds can be
used to enhance the extra-curricular experience of students, for career development,
and creates new opportunities to get engaged in research.

In addition to current international students, UC San Diego now has a significant
number of international alumni. Many of these are now in the 20s and 30s and have
returned to Asia to work. They are also prospects for fundraising.

Fundraising in Asia has unique challenges. There are cultural sensitivities that one
must be aware of and be respectful of. People are not used to being asked for money, so
there is a lot of education and relationship building that must take place. Fundraising
staff has to spend time explain why the university is seeking the money and how that
money will be used. Trust is important. Impact reports and regular updates are helpful
for people to get an understanding of how the university is using the funds.
Communication methods are also critical. The fundraising staff need to know where
people like alumni are and what sorts of tools people use to communicate. These can
be country-specific. For instance, the social media platform WeChat is incredibly
popular in China. If the fundraising staff are not using WeChat, they are going to have a
hard time finding and staying in touch with people in China. Another strategy is
engaging international students while they are at UC San Diego. This can include
hosting receptions for international students and their parents when school starts,
campus tours, specialized services from the career center, etc. This will make follow-on
engagement after they graduate much easier.

3.23 Strategic Academic Development Program (SAPD)

The Strategic Academic Development Program (SAPD) is a new initiative to create
educational offerings, with an eye towards more flexible and creative formats, such as
online programs and the like. Williams Ettouati is the Director of SAPD, having recently
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taking on the appointment. Prior to joining the Skaggs School of Pharmacy as a
professor, he worked in industry for many years. With SAPD, he is hoping to bring a
more business-like approach to the university for creating new programs in response
to a rapidly changing competitive environment for education. UC San Diego has been
slow in adopting online learning at a time when people are increasingly turning
towards online options and other institutions have been investing heavily in online
offerings. UC San Diego is also under financial pressure, so new educational programs
that are responsive to the market are likely to create new revenue streams that can be
reinvested into enhancing the research and education enterprise.

SAPD was launched to stimulate new ideas and test them using a bottoms-up process,
informed by market research, and supported by experts. These ideas can include
flexible and/or sequential degrees, mini-master’s degrees, more online content, and the
like. The benefits are better leveraging of existing content and faculty excellence,
increasing student recruitment and preparation, greater reach in terms of the size of
the audience and its diversity (especially for online courses that may have thousands of
students around the country and world), better alignment with the needs of students
and employers, creating a pipeline of engagement through sequential programs,
reducing demand on the university’s physical infrastructure via the use of online
courses, and improving UC San Diego’s position in the competitive education market.

The rollout process has included numerous conversations with faculty, deans, and
administrators. While contentious among some who believe in a traditional approach
to how education should be delivered, the initiative gained sufficient support from
faculty and administrators to proceed. During a three-year phase-in period the
administration will cover the upfront costs of those program selected as demonstration
projects. The first round of proposals was recently reviewed. Of the 29 applications, 11
were selected for demonstration projects based on their creativeness and how they
help the campus achieve its strategic goals. These demonstration projects then get
support in terms of market analysis to identify competitive differentiation as well as
instructional services for faculty to create online courses. The demonstration projects
will then begin the path towards gaining full approval. For for-credit programs, they
must be viewed by the appropriate council (undergraduate or graduate), then the
Academic Senate, and finally the UC Academic Senate/UCOP. The approval process for
new degrees is slow and conservative, but it is hoped that those that have gone through
SAPD will have a higher probability of acceptance because they have already undergone
significant review in the application and demonstration process.
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3.24 International Outreach

Miwako Waga, Director of International Outreach, assists in developing research
collaboration with other universities and industry. She is based within ORA and works
in conjunction with other units, including OCGA, the Office of Innovation and
Commercialization, Government and International Relations, and Postdoctoral and
Visiting Scholars. Collaboration is often focused in the departmental areas of
Engineering and Health Sciences, as these receive a significant amount of foreign
industry awards to UC San Diego. Geographically, there is a focus on Asia, and
specifically Japan as it was the top source of foreign industry awards in FY2014 and
FY2016. In terms of overall international gifts, South Korea was the top source from
FY2012-2015. Japan steadily increased from 2014 to becoming the leading source in
FY2016. Outreach activities to continue and grow these international connections
include events (tours, conferences/symposia, etc.), media promotion and publicity,
facilitation of relationship building, cooperation with external organizations, the
development of research agreements, and the establishment of the Tokyo Office in
2016. The Tokyo Office, located in the Nihonbashi area, provides increased
opportunities for UC San Diego to collaborate with entities in Japan. The office is
available for UC San Diego staff on a recharge basis to use for meetings and events. The
discussion then turned to different types of corporate partnership models. These can
include sponsored research agreements, membership in various research centers and
institutes, undirected research (gifts), and service agreements (contracts). The various
uses and benefits of each were described.

3.25 Overview of the Jacobs School of Engineering

With over 8,700 student enrollments, the Jacobs School of Engineering is the largest
engineering school in the UC system and one of the largest in the country. It conducts
$186 million in sponsored research annually, and licenses 30-50 inventions to spinouts
or corporate partners each year. It is also ranked in the top 10 public engineering
schools in the United States, and is the top ranked UC engineering school for patents
and startups. The Jacobs School is organized into six academic departments, two of
which, Nano Engineering and Structural Engineering, are considered non-traditional in
terms of their focus. Two-thirds of its research funding comes from federal and state
government sources. About one-third comes from industry.

When it comes to partnering with industry, Dean Al Pisano noted thatitisa
requirement now and not something considered optional. The Jacobs School generates
a lot of talent who then go on to enter the workforce. While the school does not do job
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training per say, it does train its students in the fundamentals they need to be
successful in their careers. Because of this role in creating talent, the Jacobs School
actively builds relationships with companies around a variety of topics - from
curriculum to the direction of research to internships. These efforts are important in
that they help the school retain relevancy in the type of work that it does, but it also
helps foster more creative, innovative ideas among faculty, researchers, and students.

Dean Pisano highlighted types of industry engagement mechanisms such as the agile
research centers, institutes, and the corporate affiliates program. There are currently
11 agile research centers. These centers are joint initiatives created by faculty from the
Jacobs School partnered with those from different parts of UC San Diego. To gain
approval, three to eight faculty members must prepare a 45-minute presentation to the
Dean. If approved, the Dean’s office will provide three years of administrative services
at no charge as the centers are not large enough to support administrative staff on their
own. If the center secures sufficient funding from industry, the center will continue to
receive support from the Dean’s office, but also must start repaying the Dean’s office for
the initial support. So far, they have seen that faculty that participate in the centers
write better research proposals and are more competitive in getting funding. Agile
centers average four faculty members and 30 graduate students. The Dean has found
that the centers also are effective at bringing together faculty who would otherwise be
working in isolation. Additionally, the centers create another entry point for industry
into the university.

Institutes with ties to the Jacobs School must cross boundaries with other parts of the
UC San Diego campus. For instance, the Institute for the Global Entrepreneur is a
partnership between the Jacobs School and the Rady School of Management. The
creation of institutes is typically driven by the dean, who then recruits faculty to work
in the associate area of research. Engagement with industry of a key metric. For
instance, the Institute for Contextual Robotics has been able to support 50 faculty
members because of industry funding.

The final initiative to encourage industry engagement is the corporate affiliates
program (CAP). This is a membership-based mechanism for industry to engage with
faculty and students. It also provides an opportunity for industry to have input on the
research direction of the Jacobs School. The CAP is described in more detail in a
following session by Cody Noghera.

Before concluding the session, Dean Pisano gave another example of a strategy that
deliberately mixes curiosity-driven and use-driven research along with industry
involvement. The Collaboratory for the Digital Future will be a new building and
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research initiative that will focus research that meet five criteria: It must create new
data streams, provide real time analytics, lead to actions and agents (those committed
to taking action), must be cyber secure, and also lead to commercialization. The
Collaboratory will establish grand challenges in vertical markets and target companies
in those markets for involvement. Companies that want to participate will be asked to
provide funding that can support the building, faculty, students, and/or research. They
may also sit on advisory boards and be part of joint lab meetings. This initiative will
help companies better understand trends in pre-competitive areas, while helping the
university research community learn what challenges industry face so that it may
inform their research.

3.26 Business Development at the Jacobs School of Engineering

Business development is about building relationships with industry that lead to long
term benefits for both organizations. It is not sales, which is a common misperception.
Ideally, a person with a strong background in industry, who has the knowledge of how
companies operate, and a broad network of contacts, will be a good candidate for
conducting business development. They are able to keep tabs on what is going,
meaning they conduct market research to spot emerging trends and what things
companies are interested in. They then inform the Dean and faculty of new
opportunities. As such, being a good communicator is a critical part of effective
business development.

Jan Dehesh provided an example of business development based on a Silicon Valley-
based Fortune 500 company she has been engaged with. Jan did research on the
company by looking at its website and press releases to see what the company says its
interests are. In this example, the company’s interests included internet-of-things, 5G
wireless, and promoting greater diversity in its workforce, among other items. Jan then
developed a profile of the capabilities the Jacobs School already has in those areas, as
well as what is planned in the future. The profile was presented to the company to
highlight that the Jacobs School is a leader in these fields and its capabilities are aligned
with the company’s interests. After nine months of discussions, the company is now a
member of the Jacobs School’s Corporate Affiliates Program, has sponsored $1.8 million
in research, and is currently in discussions about involvement with both the Contextual
Robotics Center and the planned Digital Collaboratory. A relationship is now clearly in
place. The Dean can contact the company president directly and vice versa.

165



3.27 Jacobs School of Engineering Corporate Relations

Corporate relations at the Jacobs School is handled by five people plus support staff.
Cody Noghera, the Executive Director for Corporate Research Partnerships, provided
some recommendations for how to approach industry engagement. One of the primary
functions of the corporate relations team is to facilitate companies that want access to
talent at the university and also help students find jobs. Companies are also looking for
solutions to relevant problems. For their part, universities must determine if and how
they align with these motivations, and Cody offered some self-reflective questions that
universities should consider before proceeding. He then turned to describing the
Corporate Affiliates Program (CAP), which has more than 70 members who pay annual
membership dues at a tiered rate based on company revenues. All members receive
the same benefits. The total amount received in dues from the CAP is typically around
$1 million per year. Companies are interested in joining the CAP for a variety of
reasons. These include access to talented students (who may become interns or hired
after graduation), learning about faculty research that is relevant to their products
which could lead to follow-on grants or contracts, and providing input into the research
mission of the Jacobs School. In addition to various activities conducted by the CAP,
members may attend three board meetings per year. Meetings provide an opportunity
for companies to network with students and faculty who are given opportunities to
present, as well as interact with the Dean. The Dean provides an overview on his vision
for where the school is going, and then asks for feedback. Among the key lessons
learned from years of experience with the CAP is to take a team approach and to
determine where companies fit in to a spectrum of engagement. Metrics should be put
in place to help track progress. Cody also noted the importance of packaging strengths,
such as grouping faculty who have skills and knowledge that align with company
interests. There are also opportunities for researchers from CAP members to work at
UC San Diego under the Visiting Industry Fellows program. The corporate relations
team also organizes a research expo to give companies a flavor of the work being done
by Jacobs School faculty and students. One major benefit of the expo is that it drives
more interactions with industry, which may lead to deeper relationships and positive
outcomes in the future.

3.28 Overview of UC San Diego Health Sciences

Healthcare and education are both industries that are under a lot of pressure. In the
United States, federal and state funding to education has decreased over time, while the
costs to deliver these services have increased. Administrators and managers are
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therefore looking for ways to do more with less. Public universities need to be able to
adapt to a changing landscape. Before getting into an overview of UC San Diego’s
Health Sciences, Doug Ziedonis shared the principles he has adopted for how he is
adapting to the new landscape. This includes clarifying the brand of the institution and
aligning with the right partners, preparing and supporting its young medical faculty
and students to help them avoid burnout later in their careers (through coaching and
mentoring programs, for example), defining key priorities and seeking new funding
sources (e.g. industry, philanthropic foundations, venture capital, etc.), and making
clear decisions on what the institution will do and what it will not do.

The UC system has five medical centers. UC San Diego has one of these and it offers
teaching, research, and clinical health under its Health Sciences division. Of the $1.2
billion in research being done at UC San Diego, $687 million or more than half of the
total, is conducted within its Health Sciences division. UC San Diego Health Sciences is
divided administratively between its academic enterprise (the School of Medicine,
Skaggs School of Pharmacy, and a soon-to-be-launched School of Public Health) and the
clinical enterprise that includes the hospitals and clinics that provide healthcare
services. It recently conducted its own strategic plan to identify six topics and enabling
technologies that it will focus on in the coming years. This includes starting the School
of Public Health, which will bring together collaborations between disciplines across
campus. The school will be organized by topics and cross cutting threads, such as the
integration of data sciences, ethics, and global health issues.

In a response to a question about hiring, Dr. Ziedonis replied that Health Sciences
conducts faculty hiring differently than the main campus. Salaries of main campus
faculty are paid for by state funding. In Health Sciences, only about half of the faculty
get state money, and blended sources tend to be common. Every Monday, new hires are
reviewed by the Associate Vice Chancellor, and how the positions are funded are
discussed. Faculty can earn outside money, from consulting for instance, but this must
not create any conflicts of interest. These issues and others are discussed before a final
decision is made.

3.29 Redevelopment of the Hillcrest Medical Center

Robert Clossin, Director of Campus Planning, provided an overview of UC San Diego’s
planned redevelopment of its medical center in Hillcrest. This provides a good case
study of many of the issues the university has faced following reductions in state
funding. These include responding to unfunded mandates, no longer receiving state
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money for capital projects, developing alternative revenue sources, continuing
excellence in research and education, serving the public, and community engagement.

The Hillcrest Medical Center is located near downtown San Diego, about 20 kilometers
south of the main campus. Itisa 62 acre (0.25 square km) site that has 40 buildings
including a 400 patient bed hospital, research labs, in-patient healthcare, a trauma
center, and a burn center. The hospital was originally the County Hospital. Following
UC San Diego’s founding in 1960 and the opening of the School of Medicine in 1962, it
took over the County Hospital in 1966 and has operated it since.

Being prone to earthquakes, the State of California has mandated that hospitals meet
certain seismic safety standards to better withstand damage. To meet these codes,
hospitals must be retrofitted, completely rebuilt, or closed if they cannot comply. The
State is not providing funding for entities trying to meet these goals. UC San Diego
determined that in order to meet the standards the come into place by 2030, it would
be more cost effective to completely rebuild the Hillcrest Medical Center rather than
retrofit it, and began an intensive planning process two years ago. The vision is for a
new hospital, new outpatient facilities, 950 housing units for faculty and staff, and some
mixed-use units. The total cost is estimated to be around $2 billion ($1 billion for the
hospital portion, about $500 million for outpatient services, and the remainder for
housing, research labs, etc.). Reconstruction will take place from 2019 to 2033, and is
complicated logistically in that the new hospital must be built while the existing
hospital is in continuous operation, and is complicated financially since the State of
California no longer provides funding to the UC campuses for capital projects. The
housing will essentially be self-financed via a public-private partnership (P3), with
revenue generated from renting the units. The remaining amount will have to be
funded through a combination of philanthropic donations, university investments, and
debt-financing. Because the hospital is in a heavily residential area, the university has
undertaken a significant community engagement and communication effort to allay
concerns and hopefully avoid any future litigation that could delay the project.
Numerous meetings were held with community groups and representatives from the
City of San Diego government through town hall sessions, open houses, advisory
councils, presentations to community groups, and meetings with elected officials. So
far, there have not been too many serious concerns raised. As this is a university
hospital, most residents have been understanding. However, increased traffic has been
an issue people have brought up. As such, UC San Diego is incorporating transit options
to mitigate the increase. The next major step in the process is the release of an
environmental impact report (EIR), which is require by state law for major
construction projects. EIRs are often used as opportunities by opponents to file
lawsuits to challenge projects. Again, because of the extensive outreach the university
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has made with the community, it is hoped that things will go smoothly without any
legal challenges.

3.30 Understanding the UC System and California Higher Education

This session provided an overview of the higher education system in California and the
role of the University of California within it. California was the first state in the United
States to develop a coordinated, multi-tiered approach to higher education. This is
usually dated to the adoption of the Master Plan for Higher Education in 1960, but it
actually goes back to the 1920s when the tripartite structure of the University of
California, the California State University (CSU), and community colleges were all
operating. California was also the first state to have a multi-campus university system
when the southern branch of the California State Normal School joined UC Berkeley in
the UC system as UCLA in 1919.

Today the tripartite system in California has nearly 3 million students enrolled across
10 UC campuses, 23 CSUs, and 110 community colleges. The community colleges have
the vast majority of students, numbering 2.1 million. This is followed by the CSUs with
478,600 students, and then the UC system with 272,600 students. This sprawling
arrangement continues to work because of mission differentiation that has created
distinct and complementary roles for each of the three types of institutions. The UCs
and CSUs have coordinated admissions requirements to reduce competition over pools
of potential students. They also attempt to coordinate their outreach efforts to high
school students and teachers. Lastly, there is the transfer function that allows students,
primarily from the community colleges, to enter a UC or CSU after completing their
two-year associate degree. This has proven to be an effective mechanism for putting
people on the path to a bachelor’s degree. About 26% of UC students are transfer
students.

Focusing on the UC system, while it is has ten campuses now, it operates as a single
institution is several aspects. It has a single governing board, the UC Board of Regents,
a central administrative office, the UC Office of the President, and strong faculty
involvement through the system-wide Academic Senate. The UC campuses have a
shared mission and operational policies (admissions, tuition, personnel, etc.). There
are differences between the individual campuses as they meet the needs of their
regional communities, and there is occasional tension between them. However, by and
large, the ten campuses operate as a single, coordinated system fairly well.
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The future does pose significant challenges. The UC system must make a decision to
grow or not grow and ensure that it is financially sustainable either way. There are
pressures to accommodate student enrollment growth because of the demographics of
the state’s population, and there are financial concerns as well. The state government
provides less funding, and the UC has its own financial obligations that it must meeting,
such as growing pension costs for its retiring employees. These are and will be sorted
out in the years and months to come.

3.31 Failed Initiatives and Lessons Learned

This session was devoted to hearing about the experiences and circumstances around
the failure of two initiatives undertook in starting new professional degree programs:
the School of Architecture and a proposed merger with an existing law school, the
California Western School of Law (more commonly called Cal Western) with UC San
Diego.

Following the successful launch of the School of International Relations and Pacific
Studies (IR/PS), UC San Diego’s international affairs school (now known as the School
for Global Policy and Strategy), in 1986, then Chancellor Richard Atkinson looked to
start another professional school. There was a lot of real estate development going on
at the time, and architects and real estate businesses in the community liked the idea of
a school for training new talent. Following the suggestion from a San Diego-based
architect who was a member of the UC Board of Regents, Chancellor Atkinson formed a
small, interdisciplinary committee to review the idea of starting an architecture
program. Within UC San Diego, the engineering, urban studies, and visual arts
departments supported the idea. The San Diego community voiced support. The other
two architecture schools in the UC system, at UCLA and UC Berkeley, both were
surprisingly helpful and supportive. Combined, the wide range positive feedback
helped get the proposal approved by the Regents in 1989. The Chancellor then had a
faculty committee recruit a dean. They hired Adele Santos from the University of
Pennsylvania, and in 1990, she put together a five-year plan and budget for how the
school would grow. She then begin hiring new faculty. The new architecture school
was publicly announced with a high profile symposium that included several famous
architects as speakers and had about 1,000 attendees. Despite the public support and
fanfare, an economic recession hit soon afterwards. This forced the state to cut its
funding to the UC system. UC San Diego ended up with a permanent cut of $40 million.
This meant many programs had to review their future plans. Being new, the School of
Architecture was particularly vulnerable. Other departments that were facing their
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own cuts were reluctant to share resources with the new school. This was also
complicated by the strong personality of Dean Santos. She was a vocal advocate for her
school, which should be expected, but she had created a bit of an adversarial climate on
campus. Additional resources were not forthcoming, meaning that the architecture
school was not going to develop into a full program in the near future. In the end, the
faculty members she recruited knew their future at UC San Diego was limited and
began looking elsewhere. By 1993-1994, even Dean Santos decided to leave and the
school was shut down. The broader San Diego community was very disappointed as
they had always been strong supporters. For the faculty that had been hired, they were
able to transfer to the architecture schools at UCLA and UC Berkeley. This highlighted
an advantage that UC San Diego has being part of a multi-campus system. Tenure is
system-based, not campus-based, which helped make the transfers easier. One key
lesson learned was that the university had not considered seeking philanthropic funds
to make up for the state shortfall. That strategy had not been necessary in the past, and
so it did not occur to anyone to be an option. However, this lesson was taken to heart
later when the Rady School of Management was founded. Philanthropic donations
were sought from the beginning in that case because administrators knew that they
could not rely on the state to provide all the funding.

The discussion then turned to the proposed merger of an existing independent law
school into UC San Diego. The idea of having a law program had long been considered.
In fact, that had been Chancellor Atkinson’s initial preference before starting IR/PS.
However, the cost and concerns about competition with the other law schools in the UC
system meant the idea was put on hold for many years. It resurfaced in the early- to
mid-2000s when the dean of an independent law school, Cal Western, offered to merge
all of its assets into UC San Diego. As in the case of the School of Architecture, a faculty
committee was set up to review the concept. Some committee members were very
skeptical as to Cal Western’s motivations. Cal Western, while a decent local law school,
was not highly ranked nationally. This meant that there were also concerns about its
quality of its faculty in terms of contributing to legal research and scholarship at a level
expected for a UC professor. That said, Cal Western did have some specialties in health
law and maritime law, which could make for interesting connections with UC San
Diego’s strengths. A merger would also be less costly than starting a whole new school
from scratch, although new financial resources would need to be secured either way.
New faculty or researchers might have to be hired to raise the academic quality, for
instance. In the end, financial considerations were largely responsible for killing the
proposal, especially following the 2008 recession. Several financial models were
developed, and none penciled out favorably. Further, the concerns over both the
quality of faculty and the types of students were difficult to overcome. To attract top
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tier students, it was suggested that UC San Diego would have to heavily discount tuition
for the first few years, compounding the difficulties with the finances. The last key
factor was the retirement of Cal Western’s dean who had been the primary champion
on their end. The dean who came in as a replacement was in favor of remaining
independent. A lesser factor was resistance from the other law schools in the UC
system. That could have been overcome, but it would have required some political
maneuvering. The proposal was “tabled” in 2009, and by 2011 it was clear that a
merger would not take place.

Among the lessons learned from both examples are strong leadership from the top,
being collaborative with faculty to get their buy-in, and adapting to the change in the
culture of philanthropy to support academic programs in lieu of state funding.

3.32 Program Wrap Up and Debrief

The program concluded with an opportunity for the participants to discuss points they
heard over the course of the week-long program. Overall, participants appreciated the
quality and transparency of the information shared by the speakers. They were
impressed by the attitude at UC San Diego to try new things and challenge the status
quo. Yet education importantly remains core to the university. They also noted that it
was helpful to see that there is a career path into administration, unlike at Japanese
public universities where faculty spending time in administrative roles is more limited.
Similarly, participants noted that non-academic university staff are often specialists,
filling roles in areas such as business development, fundraising, corporate relations,
finance, and the like. There is a level of professionalism that develops because the staff
remain in these roles for a long period of time. This is in contrast to Japanese
universities where staff tend to be generalists and rotate into different positions every
two to three years. At the top level, it was also noted that the Chancellor at UC San
Diego has significantly more power than his counterpart at a Japanese university. This
enables some things to happen more quickly and definitively, although they may not be
as consensus-based. Among the topics that were particularly illuminating were the role
donations and philanthropic giving plays, the connections with a wide range of
community members and stakeholders (alumni, parents, etc.), conducting an economic
impact report (something several participants had never considered before, but clearly
saw the value of), and hearing about how retired administrators and professors can
become part of the administrative infrastructure.

For any future groups, participants stated that it would be helpful to have some
examples of US university systems that have less autonomy from their state
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Appendix

government compared with the UC system. These would be more analogous to the
Japanese context, and may provide some additional insights into adapting to budget
reductions. Additionally, some participants asked for greater detail in how UC San
Diego responded to cuts, meaning the processes used and the timeline, rather than just
noting the outcomes.

4.1 Participant List (UCSD and Japan)

UCSD Participants

Farrell Ackerman, PhD, Chair, Academic Senate; Director, Human
Development Program; Professor of Linguistics, UC San Diego

Sandra Brown, PhD, Vice Chancellor for Research, UC San Diego

Sean Burns, Director of Global Engagement and Advancement, Alumni
Department, UC San Diego

Carol Chang, Chair, Board of Trustees, UC San Diego Foundation

Robert Clossin, Director, Physical & Community Planning, UC San Diego
Linda Collins, Assistant Vice Chancellor and Director, Office of Contract and
Grant Administration, UC San Diego

Jan Dehesh, Director of Business Development, Jacobs School of
Engineering

John Aubrey Douglass, Senior Research Fellow, Center for Studies in
Higher Education, UC Berkeley

Robert Dynes, PhD, President Emeritus, University of California; former
Chancellor, UC San Diego, Professor of Physics, UC San Diego

Lynette Essey, MBA, Projects Director, Office of Operational Strategic
Initiatives, UC San Diego

Williams Ettouati, D.Pharm, Director, Strategic Academic Development
Program; Director, Industrial Relations & Development; Associate Director,
Center for Drug Discovery Innovation, Skaggs School of Pharmacy and
Pharmaceutical Sciences, UC San Diego

Lori Hullings, Associate Director, Academic Senate Staff, UC San Diego
Martin Kenney, PhD, Distinguished Professor Department of Human
Ecology, UC Davis

Kristin Kielich, MBA, Engagement Manager, Office of Operational Strategic
Initiatives, UC San Diego

Miroslav Krstic, PhD, Senior Associate Vice Chancellor for Research;
Director, Cymer Center for Control Systems and Dynamics, UC San Diego
Sylvia Lepe-Askari, Assistant Vice Chancellor, Campus Budget Office, UC
San Diego
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e Marilyn (Mengying) Li, Director of Development, Asia, Alumni Department,
UC San Diego

e Mercedes Muioz, Executive Director of Financial and Budget Management,
UC San Diego

e Cody Noghera, Executive Director for Corporate Research Partnerships,
Jacobs School of Engineering, UC San Diego

¢ Nathan Owens, Director, Global CONNECT, UC San Diego Extension

e (Carol Padden, PhD, Dean, Division of Social Sciences and Sanford I. Berman
Chair in Language and Human Communication, UC San Diego

e Albert Pisano, PhD, Dean, Jacobs School of Engineering, UC San Diego

e Marlene Shaver, Assistant Vice Chancellor of Advancement Services, UC
San Diego & CFO, UC San Diego Foundation

e Elizabeth Simmons, PhD, Executive Vice Chancellor for Academic Affairs
and Distinguished Professor, UC San Diego

e Angela Song, PhD, Senior Director, Organizational Assessments and
Strategy, Office of Operational Strategic Initiatives, UC San Diego

e Miwako Waga, Director, International Outreach, Office of Research Affairs,
UC San Diego

e Mary Walshok, PhD, Associate Vice Chancellor for Public Programs and
Dean, University Extension

¢ Briana Weisinger, Startup Advocate, Office of Innovation and
Commercialization, UC San Diego

e Stephen Welter, PhD, Vice President of Research and Dean of Graduate
Affairs, San Diego State University

e Douglas Ziedonis, MD, MPH, Associate Vice Chancellor, Health Sciences, UC
San Diego

[apanese Participants

e Toru Aoki, PhD, Professor, College of Informatics, Shizuoka University

e Masaaki Goto, PhD, Vice President, Saga University

e Kei Hashimoto, PhD, Vice Director-General, Institute for Promotion of
Higher Academic Education and Professor, Utsunomiya University

e Toru liyoshi, PhD, Deputy Executive Vice President for Education, Director
and Professor, Center for the Promotion of Excellence in Higher
Education, Kyoto University

e Koichi Ishimori, PhD, Professor and Dean of Faculty of Science, Hokkaido
University

e Kanetaka Maki, PhD, Assistant Professor, National Graduate Institute for
Policy Studies; Associate Professor, Waseda University

e Nobuhiro Matsushita, PhD, Professor, Department of Materials Science
and Engineering, Tokyo Institute of Technology

¢ Yumiko Onishi, Professional Staff, National Graduate Institute for Policy
Studies
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e Takeshi Oriyama, PhD, Vice President, Ibaraki University

e Kaoru Tamada, PhD, Vice President, Kyushu University

e Masahiro Terada, PhD, Dean of Graduate School of Science and Faculty of
Science, Tohoku University

e Takahiro Ueyama, PhD, Executive Member, Council for Science,
Technology, and Innovation, Cabinet Office, Government of Japan

4.2 Program Agenda (electronic file attached)
4.3 Lecturer Biographies (electronic file attached)

4.4 Text and Presentation Materials (electronic files attached)

175



6.5 LUAR—IEILIXRE HETOIT S L4

176



UNIVERSITY
LEADERSHIP
PROGRAMME FOR
JAPANESE
UNIVERSITIES

21 - 23 JANUARY 2019



Programme Schedule

DAY 1: MONDAY, 21 JANUARY 2019

Timing Activity Location
9.15am Bus to NUS Carlton Hotel,
Contact Person: 76 Bras Basah Rd, Singapore
: 189558
Amber Tan: +65 90601220
Jessie Lee: +65 96677879
10am — 12pm Keynote Speech: NUS Vista,
Managing a leading global university: 21 Lower Kent Ridge Rd,

What does it mean to inspire, Singapore 119077, Level 6

educate and transform

By Prof Philip Liu Li-Fan
12pm - 2pm Lunch NUS Nexus,

21 Lower Kent Ridge Rd,
Singapore 119077, Level 5

2pm —4pm Lecture: NUS Vista,
Academic and Administrative Management in | 21 Lower Kent Ridge Rd,

Teabreak at 4pm a Global University Singapore 119077, Level 6
By Laura Lim

4.30pm —5.30pm | Lecture: NUS Vista,
Campus planning and Infrastructure 21 Lower Kent Ridge Rd,
Development Singapore 119077, Level 6
By Prof Yong Kwet Yew

5.30pm — 6pm University Town Tour University Town

6pm to 8pm Welcome Dinner University Club,

11 Kent Ridge Dr, Shaw
Foundation Alumni House,
Storey 4, 119244

8pm Bus to Hotel Carlton Hotel
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DAY 2: TUESDAY, 22 JANUARY 2019

Timing Activity Location
9.15am Bus to NUS Carlton Hotel,
76 Bras Basah Rd,
Singapore 189558
10am — 11am Lecture: NUS Vista,
Advancing Student Development 21 Lower Kent Ridge
By Prof Peter Pang ngos;ggi%c\),ﬁ 6
1lam - 1pm Lecture: NUS Vista,
Impact and Governance: 21 Lower Kent Ridge
Redefining relevance in research ?ngSYIggaL%(\)/;el 6
By Prof Yoon Soon Fatt
3pm — 4pm Lecture: NUS Vista,
(Teabreak at Preparing students for the VUCA World 21 Lower Kent Ridge
o By Joan Tay 18077, Level
4.30pm — Lecture: NUS Vista,
5.30pm Entrepreneurship as a driver for growth 21 Lower Kent Ridge
By Dr. Lily Chan 18077 Level
530 PM -6 PM | Tour @ BLOCK71 BLOCKT1,
71 Ayer Rajah
Crescent, Singapore
139951
6pm Bus to Hotel BLOCKT71,
71 Ayer Rajah

Crescent, Singapore
139951
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DAY 3: WEDNESDAY, 23 JANUARY 2019

Timing Activity Location
9.15am Bus to NUS Carlton Hotel,
76 Bras Basah Rd, Singapore
189558
10am — 12pm Lecture: NUS SCALE,
NUS as an institution for lifelong learning for a tech- | University Town, Education
driven future Resource Centre , 8 College
By Dr Chan Mun Kitt Avenue West, #02 - 16,
Singapore 138608
12 pm —2pm Lunch NUS SCALE,
University Town, Education
Resource Centre , 8 College
Avenue West, #02 - 16,
Singapore 138608
2pm —3pm Lecture: NUS SCALE,
Internationalisation and Institutional Partnerships University Town, Education
Resource Centre , 8 College
By Dr Andrew Wee Avenue West, #02 - 16,
Singapore 138608
3pm — 3.30pm Yale-NUS College Tour Yale-NUS College,
(Teabreak at e . - #01, 16 College Ave West,
3.30pm) Tourf2, /NABH (T7E) 220, Singapore 138527
4pm — 5pm Lecture: NUS Central Library,
Technology Enhanced Education — Good Thing, or 12 Kent Ridge Cres,
Flash in the Pan? Singapore 119275
By Prof Erle Lim
5pm — 6pm Imaginarium Tour NUS Central Library,
12 Kent Ridge Cres,
Singapore 119275
6pm Bus to Hotel NUS Central Library,
12 Kent Ridge Cres,
Singapore 119275
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