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Selected Faculty from Budget-102 Unlts
University of Hawall at Manoa

26 June 1998

Memorandum
To: Dean 0. Smith
Interim Senior Vice President, University of Hawaii, and
interim Executive Vice Chancellor, Univearsity of Hawaii at Manoa

From: Vertical Cuts Committee
Rebecca L. Cann
Professor of Genetics and Molecular Biology

MarHyn F. Dunlap
Specialist in Pacific Biomedical Research Center

Barry LaBonte
Astronomer in institute of Astronomy

Ralph Moberly, Chair’
Professor of Geology and Geophysics

Thomas A. Schroeder
Associate Professor of Meteorology

Craig R. Smith
Professor of Oceanography

Harry Y. Yamamoto
Professor of Plant Molecular Physiology

Subject: Final Report

Attached is the Final Report of the 1997-1998 Vertical Cuts Committee, commissioned
by Dr. Carol Eastman, with additional charges by you.

We have rearranged some sections and added others, but essentiaily the form remains
that of the two earlier versions, with an Executive Summary hefore introducing the
main body of text. There is our assembly of information about units at Manoa with
respect to the criteria we were to use, followed by discussion and recommendations. The
final section of the text has our opinion of what units should be preserved from
budgetary cutting during times of fiscal difficulties, and why they should be saved. An
appendix has background statements and tables.

As it is past mid-May, we trust that we are no longer obligated to keep these
recormmendations confidential.



REPORT OF THE 1997-1998 VERTICAL CUTS COMMITTEE

EXECUTIVE SUMMARY

Expanded Charges and Summary

On March 27, 1998, the Vertical Cuts
Committee (VC), selected from faculty of
Budget 102 units and advisors to the
Administration, discussed its reports with
Executive Vice President Dean Smith, who
then asked the VC to combine its two earlier
reports and edit them for final submission after
mid-May. Thus, this is the final report.

Upon submitting ifs report of Budget 101
units on fanuary 29, 1998, to Dr. Smith, the VC
was asked by Dr. Smith to expand its scope of
inquiry and recommendations to include the
research units of the University. An initial
evaluation of those units had been submitted
October 17, 1997, by the Academic Affairs
Prioritization Committee. We were also to
read that report and to reconsider our own
report in light of it.

Additional findings and recommendations
were submitted 27 February as a new section to
the January report. In a discussion with Dr.
Smith on 27 March, it was apparent that some
of our phrases required editing for clarity, Oux
Executive Summary now reads as follows:

Goal

This committee was formed to identify
how to reorganize the academic and research
units of the University in a way that
maintains, even improves, its standards in the
context of a contracted state budget.

Methods

The instructional units of the University
cannot be considered in isolation. Adhering to
the criteria of centrality, comparative
advantage, demand, cost, effectiveness, and
quality, we have examined Manoa's programs
and made recommendations based onan
integrated view of the instructional, research,
and service missions of the University, Our
guides have been the Mission Statement,
current drafts of the Strategic Plan, our
intention to maintain our status of a Research
University I in the Carnegie classification, and

information we have been able to gather from
the University or outside sources.
Recommendations of broadest import are
summarized here.

Recommendations

We have reconsidered our report in light
of the other report and our expanded mandate,
and see no reason to change our January
recommendations, except for additions below,
and in the sections on research. We give
specific points of agreement or disagreement
with the other report on pages 148-150, and in
the concluding section we combine our January
and February opinion about where cuts might be
and should not be made, in planning for budget
reductions.

1) The following academic and research units
should be integrated into a single school of life
sciences. The goal is to improve the visibility,
effectiveness, and quality of the University in
using its comparative advantage in biological
sciences, and perhaps human medical sciences,
to perform its mission. SILS, the School of
Integrated Life Sciences, would have two broad
departments, of Molecular and Cellular
Biology and of Ecology, Evolution and
Conservation Biology, as well as a number of
ORUs. Existing units that could be integrated
into this school are these:

s Biology Program, Botany, Microbiology, and
Zoology from the College of Natural Sciences;

* Anatomy and Reproductive Biology,
Biochemistry and Biophysics, Genetics and
Molecular Biology, Pharmacology, Physiology,
and Tropical Medicine and Medical
Microbiology from the School of Medicine;

* Animal Sciences, Entomology,
Environmental Biochemistry, Plant Molecular
Physiology, and Plant Pathology from the
College of Tropical Agriculture and Human
Resources;

* Pacific Biomedical Research Center;

+ Cancer Research Center of Hawaii;

¢ Lyon Arboretum;

¢ Waikiki Aquarium.,



2) Certain units should be integrated into a
single school with an Asian-Pacific-Hawaiian
focus, encompassing both research and
instructional resources. The goal is to improve
the visibility, effectiveness, and quality of the
University in using its comparative advantage
in human resources to perform its mission.

+ Anthropology, East Asian Languages and
Literatures, Ethnic Studies, Hawaiian and
Indo-Pacific Languages and Literatures,
Linguistics, and Asian-Pacific-Hawaiian
scholars from Geography, Philosophy,
Religion, and Sociology, from the Colleges of
Arts and Sciences;

+ the School of Hawaiian, Asian, and Pacific
Studies.

+ Elements of the Social Sciences Research
Institute.

3) The Colleges of Arts and Sciences should be
merged into a single college comprising strong
undergraduate programs based on the
departments of

* Art, Chemistry, Economics, English,
European Languages and Literatures,
History, Information and Computer Science,
Mathematics, Music, Philosophy, Physics,
Political Science, and Psychology, with a goal
of maximizing the effectiveness of the college.

These additional units should be examined for
merging into fewer, broader units within the
college, with the goals of minimizing
administrative overhead and duplication and
maximizing the resources available to the
college for performing its mission.

* American Studies, Sociology; Women's
Studies

» Theater and Dance; Music

¢ Communication, Journalism, Speech;

* Religion, Philosophy.

Elements of Social Sciences Research Institute
should be added under Arts and Sciences to aid
its research and service obligations. See also
recommendation (9).

4) Units are listed here that ranked in the
lower one-half of a list based on the criteria we
were given with the charge to set units into
priority. They should be examined
individually to determine if they can be
eliminated or, in some instances where some
criterion identifies their importance, to see

how they can be improved, Some units are
parts of other recommendations; e.g., mergers.
The goal is to free resources to apply to higher
priority units. We realize, however, that legal
or other factors we were not asked to consider
may preclude strict adherence to the order of
this list:

* Sumumer Session and Continuing Education
(tied, lowest); Pharmacology , Liberal Studies,
Anatomy and Reproductive Biology, Women's
Studies, Biochemistry and Biophysics, Public
Administration, Medicine, Urban and Regional
Planning, Interpretation and Translation
Studies; Dental Hygiene, Decision Science,
Second Language Acquisition, Communication,
Doctor of Education, Speech, Physiology,
Journalism, Food Science and Human Nutrition,
Speech Pathology and Audiology, Special
Education, Biosystems Engineering,
Educational Foundations, Management and
Industrial Relations, Population Studies,
English as a Second Language, Envirorunentat
Biochemistry, Educational Technology,
Marketing, Kinesiology and Leisure Science,
Counseling and Guidance, Animal Sciences,
Tropical Medicine and Medical Microbiology,
Educational Administration, Classics, Cell
Molecular and Neurosciences, Mechanical
Engineering, Business Admin. Special
Professional Programs, Theatre and Dance,
Russian (and misc. Eur. Lang.), Human
Resources, Social Work, Law, Educational
Psychology, German, Sociology, French,
Agricultural and Resource Economics, Financial
Economics and Institutions, Religion, American
Studies (last four tied at median of list).

5) The following units should be examined
individually to determine if their doctoral
degree programs can be eliminated. The goal is
to refocus the units on their more important
undergraduate instructional mission.

* American Studies, Economics, English,
English as a Second Language (Second Language
Acquisition), Geography, Mathematics, Music,
Nursing, Pharmacology, Philosophy, Social
Welfare, Sociclogy, and Theater.

6} Schools and Colleges:

+ The following schools should be examined
individually to determine whether they can be
made substantially self-sufficient, or else be
eliminated. The goal is to free resources to
improve higher priority units that have



special advantages or serve special needs in
Hawaili.

Law, Medicine, Public Health, Social
" Work

* The following colleges and schools should
reestablish their missions, size, organization,
and resource base with the important goal of
improving Hawaii in two critical areas: public
education and a technology-based private
economy.

Arts and Sciences, CRDG, Education,
Engineering, SILS, SOEST, and to the extent of
its languages, A-P-H focus.

* The following additional units should be
examined for consolidation and internal
reorganization, with the goals of minimizing
administrative overhead and refocusing the
schools on their missions.

School of Architecture, Urban and
Regional Planning, College of Business
Administration, IRC, Schoo! of Travel Industry
Management

¢ The following programs should be
eliminated, and their responsibilities and
fiscal advantages and disadvantages should be
transferred to colleges and departments willing
to assume them. :
Continuing Education, Summer Session

7) The body of our report contains many
recommendations of how to maintain and
improve quality at a first-class research
university, in particular in times of fiscal crisis
when new attitudes about responsibility,
delegation, reorganization, planning,
personnel, and reallocation of existing resources
are as important as wholly new resources.
Greater autonomy is of paramount importance.

None of our units is yet at the level of
achievement expected in first-class research
universities; further, too many programs
approaching that level have already been
harmed by past budget cuts, With respect to
"Manoa in the Year 2007," we identify four
aspirations that can be achieved:

* Academic programs that can be improved to
rank in the top quartile in national surveys:
Oceanography, Geology and Geophysics,
Astronomy, Psychology, and Ecology,
Evolution, and Conservation Biology.

¢ Academic programs that can be improved to
rank in the top half, perhaps top third:
Political Science, Physics, Chemistry,
Anthropology, Linguistics, and Molecular and
Cellular Biology.

* A guide towards attaining international
preeminence in Asian scholarship.

* Recommendations to aid UHM's return to
the top 50 universities in extramural funding.

8) The University must define and implement a
process for measuring the effectiveness of its
units. The goals are to aid internal oversight
and provide evidence to the people of Hawaii
of the value of the University to its graduates
and the State.

9) ORUs and Schools under SVPRGE.

* Facilitation of research is the subject of a
number of individual comments and
recommendations in the body of our january
report and in the newer sections on research.

¢ Organized Research Units (ORUs) are vital,
but vary in mission, size, and other aspects.
Each should be examined, asking, Does it
belong properly under a vice president, a dean,
or a chair? After outside review, is its mission,
organization, size, or even its existence still
valid?

» Centrality is not applicable to ORUs, and
the criteria of cost, effectiveness, and quality
largely have the same measure, Therefore we
cannot assign numbers to ORUs in such a way as
to meld them fairly within the 101-budget
programs listed in recommendation (4) above.

s We endorse the other committee's comments
against legislative mandates. Activities of
these units fall outside UHM's mission. They
should recharge to cover their expenses, or be
cut:

Environmental Center, IRC

¢ Certain 102 units serve specific State and
Pacific needs, but costs of providing the service
are not fully recovered. These units should be
examined to see if they can recharge to cover
their expenses, or have their organization and
mission changed, or be cut:

CRDG, JABSOM, WRRC



* Certain ORUs have greater education and
public-service responsibilities than research
ones. These units should have their 102
allocations replaced by 103 and be placed
within SILS:

Lyon Arboretum, Waikiki Aquarium

¢ CTAHR

Evaluate, by an external committee using
appropriate criteria, the college, its new
reorganization plan, and its proportion of 101,
102, and 103 funding, with respect to its present
and future mission for

Undergraduate education

Graduate education and research in basic
science, biotechnology, and specialized
agriculture.

Extension service and the support of
farming, families, youth and communities (its
federal mandate )

* JABSOM

Both comimitiees agree that (1) the
medical school cannot function as currently
underfunded, and (2) the clinical and basic-
sciences parts of JABSOM should be split and
basic sciences placed somewhere else. We
believe, however, that our solution of placing
thern in SILS has more foresight with respect
to the UHM mission and resources. We
recommend against placing CRCH and PBRC in
JABSOM.

¢ SOEST

HIMB requires a hard examination of its
mission and of the organization, staffing, and
facilities appropriate for any changed mission.

Ocean Engineering should be incorporated
into a larger unit, either within SOEST or
within the College of Engineering.

INTRODUCTION

The first five sections that follow were to
introduce our report that was submitted on 27
January 1988 as a final draft lacking only a few
minor parts. At that time, however, we were
given additional charges, which we completed
on 27 February (see cover memos in Appendix
1). By that time some of our earlier report had
been leaked and questions were in the
newspapers. On 27 March we were asked fo
complete and submit our final report, and so the
three final sections of this introduction have
comments about our further charges and
experiences.

The Reason to Examine Programs

The University of Hawaii's budget has
decreased substantially in recent years, and it
is likely to remain reduced in the near future.
Slices from departmental allocations, removal
of equipment funds, cancellation of scholarly
books and journals, deferred maintenance of
buildings, suspension of hiring, and other
measures including increases in tuition allowed
the University to remain solvent with no
closure of programs. The result, however, is
that existing programs are ineffective from
lack of tesources, and are destined to diminish

further in quality. Of equal or greater concern
is the lack of funds to mount new programs and
augment existing ones that are urgently
required for the long-term benefit and the
general well-being of the State of Hawaii.

Further budget cuts would lead to program
closures. Senior Vice President Carol Eastman
asked deans and directors to set their programs
into priority and recomumend vertical cuts (June
27, 1997). The Mission Statement and the
Manoa and unit Strategic Plans recognize the
difficulty of building quality in times of fewer
resources. Manoa is “to identify lower priority
unifs and programs for possible reduction,
merger and consolidation, transfers from state
general fund support, and closure as strategies
for meeting the goals of the strategic plan”
(Manoa draft, covered by memo of Senior Vice
President Carol Eastman, June 30, 1997).
Criteria for establishing priorities were set by
Dr. Eastman (Appendix 2).

Main Guidelines
Early in our work we became convinced of
three overarching concepts, which we have
followed in addition to the usual academic



guides of the primacy of students, and of
faculty responsibilities in each of instruction,
research, and service:

1. The presence and organization of colleges
and schools at UHM should be based on the
principal external criterion affecting them:

(a) College of Arts and Sciences mainly by
centrality, (b) professional schools and colleges
by demand, and (c) special cross-disciplinary
schools by comparative advantage.

2. All criteria must be examined for each
program; no one criterion should be sufficient o
increase or cut an individual program;

3. Help for certain existing and new programs is
more important for this State institution than
any desire to keep the status quo. To free the
resources for nourishment requires substantial
reorganization, not superficial trimming,.

Will Change be
Planned or Unplanned?
- If you don't know where you are going, you'll
end up somewhere else (YogiBerra)

We committee members are all scientists, a
group perhaps more aware of the inevitability
of change than any other academicians but
historians. We study the evolution of stars and
of life; calculus is the language of change.

We worked knowing that universities
evolved over many years and continue to do so.
A brief history of those changes (Appendix 3) is
not to show trends to predict the future, but to
impress on our readers the certainity of change.
Students search for departments as job-
availability changes. Faculty members resign;
new ones are hired; curricula mutate.
Leadership by chairs, deans, and presidents
changes. Faculty, administrators, and regents
must choose wisely which programs to close or
reorganize. If the resources gained are large
enough, then the BOR can direct the change at
Manoa for the overall, long-term benefit of
Hawaii, rather than merely react to random
changes that otherwise are inexorable.

Initial Charge to
Vertical Cuts Committee
Recognizing the futility of asking anyone to
recommend culs in one's own program, the senior

vice presidents for Academic Affairs and for
Research appointed faculty committees to
examine each other's programs. Thus, this
committee is composed of faculty in units that
reported to Senior Vice President Dean O.
Smith. Dr. Edward Laws served as our laison
with the administration.

We were charged to set into priority those
units that reported either directly or indirectly
1o Senior Vice President Carol Eastman, and to
recommend units which could be cut with Ieast
adverse impact on the University of Hawaii.
Our secondary assignment was to identify those
consolidations or other cost-saving measures
that would allow UH to use its limited
resources more efficiently with minimal impact
on essential programs and priorities.

The name of our committee, perhaps rooted
in the wording of Dr. Eastman's June 1997
memos, is unfortunate in its connotation that we
wield a hatchet. Faculty members, students,
and citizens of Hawaii may read our report
prejudiced by the term 'vertical cuts’. We
stress that we are establishing priorities based
on given criteria, and making recommendations
in the face of declining quality and resources. It
is the University Administration that may or
may not act on our advice.

How the Committee Worked

Our earliest meetings in July and August
1997 explored the scope of work. The
committee elected its Chair and commenced
gathering information. We decided upon
working definitions of the criteria we were
charged to apply to programs. The criteria
were the six combined from Dr. Eastman's
memos of June 27 and 30, namely centrality,
comparative advantage, dermand, cost,
effectiveness, and quality. We attempted to

define each one unambiguously.

We proposed that the final report be in two
main parts. The first we organized around the
six criteria, as an evaluation of existing
programs. It has the material we consulted,
mainly in the form of tables, and any
conclusions based on a single criterion (e.g., on
centrality alone). The part concludes with a
matrix of our group opinion (ranking vote) for
each of the criteria against each UHM unit.
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Opportunities in research

Changes in the near future: New policies
described above will allow the following
changes in research as a component of
academic life at Manoa.

The Manoa this commiftee envisions will
have more research and scholarship at the
undergraduate level, even though there will
be a lesser range of fields training PhD
researchers. Extramural research has an
additional academic dividend in the
excitement of students working with active
researchers, using state-of-the-art equipment
obtained from research grants.

Manoa must make a greater attempt to
work with industry, and in particular with
small entrepreneurial high-tech and
information-based industry, both for their
own long-term funding opportunity and for
the development of a better economic base for
the state.

Longer-term opportunities: In the time-span

of the next 15 to 20 years, the balance between
research funding sources and research
opportunities based on comparative
advantages will remain strongly in Hawaii's
favor. In the natural physical advantages,
IFA and SOEST will continue to increase
their sponsored research at whatever the
rate is of new State resources given to them to
seed new growth. Opportunities based on the
biological sciences should show a spurt in
growth when the life sciences are integrated
and have a strong leader in their new school.
Shortly, however, they too will be restricted
to whatever rate they receive an investment
in new resources.

Opportunities in the basic physical
sciences and in engineering already appear to
be limited by the aspirations of the faculties
who are already here. As their hiring
opportunities arise, those departments
should increase the proportion of faculty
willing and able to generate funded research.

In the time-frame beyond 20 years,
research in the social sciences (and in joint
science-social science) will be aided by
changes in the source of funding. Predictions
are that federal funding will shift more

towards addressing societal issues, and so
also there are predictions for a new wave of
private foundations as the new generation of
wealth from the information explosion is
returned to society.

Qpportunities reguire investtnent: The

central administration, not just the SVPRGE
alone, must realize that in research as in
anything else, an investment in greater
productivity must be made in order to increase
a given level of returns. Greater productivity
can come from additional or more active
people, more funds, newer equipment,
changed regulations, and other factors.

Individual Pls, with their technicians,
secretaries, laboratories, and facilities,
reach a saturation point beyond which they
can take on no new obligations, To be able to
do more, the university needs either to
provide the present researcher with more
funds, or add more researchers and staff, or
both. That is to say, there has to be a new
investment of capital in the form of people
and things, in order to propose new projects
and thereby reach a higher level of
extramural funding. Again, we urge readers
to look at the Utah example in Appendix 10.

When the decision to invest is made, the
university has to follow through on its
commitments

Institutional factors regarding research
Duplication:  Research is expensive, and
the UH System cannot afford to duplicate
Manoa's research in the 4-year and
community colleges. Besides their expense, it
takes time to duplicate libraries,
laboratories, and other infrastructure — a
time that may allow an opportunity to pass
by us. If a field at Manoa has bungled its
research and training effort and some group
at, say, Hilo or West Oahu, is qualified and
has a good research plan, move that faculty
to Manoa and move out the failed Manoa unit
-- but don't duplicate!

no if ickles down):
The university should obtain its own legal
counsel, who we hope is sufficiently familiar
with the private sector so as to be able to
advise us in joint industry-university
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