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TO:   Jim Golden, Vice President for Strategic Initiatives  
           Provost Michael Halleran 
 
FROM:  Dean Carl Strikwerda  

Destiny Elliot, Fiscal Administrator, Department of Psychology 
Margaret Fonner, Director of Administration and Finance for Arts & Sciences 
John McGlennon, Chair, Department of Government 
Eric Jensen, Director, Public Policy Program 
Thomas Payne, Chair, Department of Music 
Sue Peterson, Dean of Undergraduate Studies 
Diane Shakes, Associate Professor, Department of Biology 

 
DATE:   March 7, 2011 
 
RE:   Business Productivity Project for Arts & Sciences 
 
In response to the charge from President Reveley, the Faculty of Arts & Sciences formed an Arts 
& Sciences (A&S) Productivity Team which has examined both the academic and business sides 
of A&S in order to document our effectiveness and recommend new steps to help make the 
College’s use of resources more productive. We have received numerous suggestions from A&S 
faculty and staff which are incorporated in our third section below. We would appreciate the 
opportunity to meet with you to discuss this report more fully.  
 
Our report falls into four sections:  
 

Section I documents the significant contribution Arts & Sciences makes to the 
College’s economic well-being. It gives examples of how the College has successfully 
done more with less and shows that short-term responses to continuing budget cuts 
are ultimately unsustainable; 
 
Section II documents steps we have taken to use our resources more efficiently;  
 
Section III provides our ideas for further productivity gains by the College as a 
whole or ideas on changes which the College could take which would allow Arts & 
Sciences to be more efficient; 
 
Section IV advocates steps which we believe could generate new revenue for Arts & 
Sciences and the College. 

 
We have tried to avoid documenting or advocating steps which merely shift costs to other units,  
so-called “cost-shifters”.  Within this document, productivity is defined as output / $$.  Raising 
more funds to serve more students does not “increase productivity” if the output only increases 
in linear proportion to the increase in funding.  An increase in funding will only result in an 
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increase in productivity if the fraction (such as number of students or quality of the product / 
dollars spent) increases. An underlying theme of most of the productivity initiatives for A&S, 
past, present, and future, is consolidation and retrenchment.  Like other units, we have 
instituted several measures that have helped improve our efficiency. 

 
I.  Contribution to the College’s economic well-being in the face of diminished funding 
 
The College of William and Mary has a well established and continuing reputation for 
excellence. The College attracts some of the very best students in the nation, in part because it 
offers a world-class education at a “best values” price. At the same time, the College continues to 
attract and retain an outstanding faculty who are dedicated to the ideal of pursuing combined 
excellence in both teaching and cutting-edge research. Over the last several years, the College 
has managed to maintain its outstanding reputation despite repeated rounds of budget cuts.  In 
some cases, this adversity has stimulated the faculty and administration to accomplish the same 
goals by creating new efficiencies or tapping new or alternative funding sources.  In other cases, 
recent budget cuts have been absorbed but in a manner that is unsustainable in the long 
term and which poses real threats to the College’s core mission of educating future 
generations and creating new knowledge.   
 
A. Arts & Sciences continues to offer a high quality education to exceptional students. 

With the second highest graduation rate among public institutions in Virginia, the 
College provides an excellent return in the number of degrees completed.  A wide 
variety of national rankings testify to the enduring reputation of the College for 
achieving academic excellence with lean expenses.    
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B. Opening doors for an increasingly diverse student population.  Arts & Sciences has 
stepped up to meet the new and changing needs of the State, seeking ways to provide 
alternative paths of entry to a four-year degree for a variety of different types of 
students, including accepting more transfer students from local community colleges.  
Between 1999 and 2009 the number of transfer students enrolling at the College increased 
132 percent, and the number of transfer students from VCCS schools and Richard Bland 
College increased 281 percent.  Overall, the transfer cohorts have similar four-year and 
five-year graduation rates and GPAs at graduation as our native students, despite the fact 
that some community college transfer students enter the College with greater academic 
needs, such as in math, science, and modern languages.  The College’s transfer initiative 
has put increased pressure on A&S to offer additional GER seats and on A&S faculty to 
work with students who may not have had the same level or type of academic training as 
our native students.  

 
C. Created on-line giving pages for all Arts & Sciences departments and programs.  In 

2006 A&S launched a multi-party collaboration across campus to make online giving both 
easy and widely available.  By 2008 we had introduced for each of our units (35+) a unique 
Support web page coded to direct online gifts to the appropriate Foundation account.  This 
system architecture has helped to increase private expendable giving to A&S departments 
and programs from approximately $40,000 to more than $300,000 annually.  These efforts 
have had an added benefit of strengthening ties between alumni and their undergraduate 
and/or graduate departments.  As current levels of alumni participation and contribution 
falls short of those at peer institutions, we view this as a potential area for growth. At the 
same time, alumni are most likely to contribute to add value to our programs, not to 
substitute their private dollars for what they see as the state’s responsibility. 

 
D. Increased Summer School revenue 70 percent for the College with no increase in 

faculty salaries, a 20 percent cut in M&O, and an increase in the instructional budget 
of only 27 percent.   

 
Summer School Report – Summer 2003 – 2009 

Year Total 
Students 

Total 
credit 
hours 

Tuition 
Paid 

Instr. 
Salaries 

M&O Net  (Tuition 
less salaries 

& M&O) 

2003 1490 4782 1,151,168 461,353 6,250 683,565 

2004 1266 3993 1,013,818 427,099 6,250 580,469 

2005 1487 4565 1,209,505 485,715 6,250 717,540 

2006 1461 4392 1,218,770 558,955 6,250 653,565 

2007 1515 4584 1,380,926 615,005 5000 760,921 

2008 1572 4709 1,452,650 591,395 5000 856,255 

2009 1647 4898 1,749,270 585,475 5000 1,158,795 

% Change 2009 
over 2003 

11% 2% 52% 27% -20% 70% 

Note: Figures are for Main Campus only and exclude Applied Music courses and related salaries. 
Sources: Student counts, total credit hours and tuition paid extracted from Banner Student System for 

2003-2009.  Year 2002 remains as previously reported from prior student information system.  
Financial information collected from various summer school finance reports (paper files) by 
the Administrative Assistant to Dean of Undergraduate Studies and Dean for Educational 
Policy. 



4 

 

 
E. Arts & Sciences has generated tuition revenues for College operations while retaining 

faculty without regular salary increases and absorbing a decrease in its instructional 
budget.  A&S undergraduate tuition provides over 80 percent of the tuition revenue 
funding the College. Over the last three years, A&S undergraduate tuition revenue has 
increased 37 percent while there have been no regular salary increases given to 
instructional faculty. Meanwhile, A&S has left positions vacant and has increased the 
numbers of students taught.  In 2006-07, each TE faculty member generated $139,041 on 
average in undergraduate tuition dollars. In 2010-11, each generated $194,826.  However, 
in the long term, these changes are unsustainable. Continuing salary freezes have led to 
morale-killing salary inversions between new and mid-level faculty members. Increased 
class sizes threaten the William and Mary “brand” of close faculty-student interactions and 
may ultimately threaten our graduation rates if students are unable to get into over-packed 
introductory courses.   

  

Increase in Student Credit Hours Taught 

  Year * % Change 
over 2006-07 Level 2006-07 2010-11 

Activity/Lesson 2,704 2,982 10% 

Ensemble 737 702 -5% 

Lower Level 76,470 79,958 5% 

Upper Level 68,746 69,594 1% 

Graduate 9,553 10,007 5% 

A&S Overall SCH 158,210 163,243 3% 

 
 

Report on Changes in Student Credit Hours (SCH) Taught, Filled 

Tenured/Eligible Faculty Positions and Undergraduate Tuition Rates 

  

Year * % Change 
over 2006-07 2006-07 2010-11 

A&S Overall SCH 158,210 163,243 3% 

Filled T/E Faculty Positions 365 358 -2% 

SCH per T/E Faculty 433 456 5% 

Undergraduate Tuition - In state 5,180 7,523 45% 

Undergraduate Tuition - Out of state 21,600 28,547 32% 

* YEAR includes Fall and Spring term only.  2010-11 accounts for activity through 1/26/11. 

Output from productivity_1011_CourseEnroll.sas produced by the Office of the Dean of Arts & 

Sciences on 1/26/11. Faculty count derived from Dean's Office's lists of filled tenured/eligible (T/E) 

faculty by year. Undergraduate tuition only rates available at 

http://www.wm.edu/offices/financialoperations/sa/tuition/recent/index.php 

 
  



 

F. Arts & Sciences has absorbed a cut of $958,000 in the Arts &
budget while maintaining student credit hours and course offerings. 
years, A&S has re-arranged courses and used non
teach courses in order to offer our curriculum at lower cost. 
are placing an increased advising and service burden on the remaining tenured and 
tenure-eligible faculty and threaten the College’s long
governance.  

 
G. Expanded reliance on endowment and external grants to replace diminished M&O. 

M&O is the essential element in supporting research and teaching in 
since A&S has no Annual Fund.  M&O allows us to prepare materials for classes, keeps 
basic operations such as postage, fax, and Xeroxing going, pays for service contracts on 
equipment, lets departments purchase essential supplies particular to their 
supports student and faculty research.  While the A&S M&O budget was increased 13 % 
for 2008, it was then cut 5 % in 2009.

 

 
 When we consider increases in the cost of living, measured by increases to the Co

Price Index, M&O has declined precipitously in the last decade.  Our 2010
budget is just $1,167,853 in 1996 dollars.  O
$279,045, in constant dollars, below what it was in 1998

 
Declining Purchasing Power: 

 

At the same time that we have experienced this decline in M&O in both real and constant 
dollars, we have increased the number of faculty members within A&
385 today.  We also have significantly increased our commitment to research and, 
therefore, our costs of supporting research.  The increase in the 2008 M&O dollars moves 
us closer to our 1998 M&O dollars per faculty member but, especi
we remain well below past years.  
member that is, measured in constant dollars, 38 percent below the level we had in 
1998. 
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Arts & Sciences has absorbed a cut of $958,000 in the Arts & Sciences instructional 
budget while maintaining student credit hours and course offerings. Over the last three 

arranged courses and used non-tenure-eligible faculty and adjuncts to 
teach courses in order to offer our curriculum at lower cost. In the long term, these shifts 
are placing an increased advising and service burden on the remaining tenured and 

eligible faculty and threaten the College’s long-term tradition of faculty self

Expanded reliance on endowment and external grants to replace diminished M&O. 
M&O is the essential element in supporting research and teaching in A&S, particu
since A&S has no Annual Fund.  M&O allows us to prepare materials for classes, keeps 
basic operations such as postage, fax, and Xeroxing going, pays for service contracts on 
equipment, lets departments purchase essential supplies particular to their needs, and 
supports student and faculty research.  While the A&S M&O budget was increased 13 % 
for 2008, it was then cut 5 % in 2009. 

1998-99 $1,546,521 
2010-11 $1,624,791 

When we consider increases in the cost of living, measured by increases to the Co
Price Index, M&O has declined precipitously in the last decade.  Our 2010
budget is just $1,167,853 in 1996 dollars.  Our M&O budget remains more than 
$279,045, in constant dollars, below what it was in 1998-99.  

Declining Purchasing Power: Actual Arts & Sciences M&O Compared to the CPI

 
At the same time that we have experienced this decline in M&O in both real and constant 
dollars, we have increased the number of faculty members within A&S from 336 in 1995 to 
385 today.  We also have significantly increased our commitment to research and, 
therefore, our costs of supporting research.  The increase in the 2008 M&O dollars moves 
us closer to our 1998 M&O dollars per faculty member but, especially with the cut in 2009, 
we remain well below past years.  We continue to operate with M&O funding/faculty 
member that is, measured in constant dollars, 38 percent below the level we had in 

 
Sciences instructional 

Over the last three 
eligible faculty and adjuncts to 

In the long term, these shifts 
are placing an increased advising and service burden on the remaining tenured and 

term tradition of faculty self-

Expanded reliance on endowment and external grants to replace diminished M&O. 
, particularly 

since A&S has no Annual Fund.  M&O allows us to prepare materials for classes, keeps 
basic operations such as postage, fax, and Xeroxing going, pays for service contracts on 

needs, and 
supports student and faculty research.  While the A&S M&O budget was increased 13 % 

When we consider increases in the cost of living, measured by increases to the Consumer 
-11 M&O 

ur M&O budget remains more than 

Sciences M&O Compared to the CPI 

 

At the same time that we have experienced this decline in M&O in both real and constant 
S from 336 in 1995 to 

385 today.  We also have significantly increased our commitment to research and, 
therefore, our costs of supporting research.  The increase in the 2008 M&O dollars moves 

ally with the cut in 2009, 
We continue to operate with M&O funding/faculty 

member that is, measured in constant dollars, 38 percent below the level we had in 



 

Declining Arts & Sciences M&O per Faculty Member in 
 

Year M&O 

1995-96 1,296,322

1996-97 1,336,429

1997-98 1,427,571

1998-99 1,546,521

1999-00 1,546,521

2000-01 1,559,021

2001-02 1,536,149

2002-03 1,292,344

2003-04 1,281,171

2004-05 1,304,529

2005-06 1,294,502

2006-07 1,363,062

2007-08 1,542,809

2008-09 1,531,350

2009-10 1,454,782

2010-11 1,624,791
 

 
Yet such cuts to M&O budgets are unsustainable
M&O are continuing only because departments are expending private funds, the research 
stipends given to endowed professorships, and in
individual faculty members. Academic departments have also been forced to make tou
choices about how they use their limited M&O funds to support key functions: maintaining 
and/or replacing equipment that is critical for both research and instructional purposes, 
paying for journal subscriptions, library books, and/or art supplies, fund
to academic conferences, offering special topic classes, and supporting special events that 
benefit not just the College but also the greater Williamsburg community. 
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Sciences M&O per Faculty Member in Constant Dollars

 
% 

change   
Constant 

$ Positions 
$ : 

Position

1,296,322   1,296,322 336 3,858

1,336,429 3.09%   1,300,609 342 3,803

1,427,571 6.82%   1,358,107 344 3,948

1,546,521 8.33%   1,446,898 346 4,182

1,546,521 0.00%   1,419,040 349 4,066

1,559,021 0.81%   1,379,064 352 3,918

1,536,149 -1.47%   1,316,083 358 3,676

1,292,344 -15.87%   1,095,511 361 3,035

1,281,171 -0.86%   1,063,574 361 2,946

1,304,529 1.82%   1,048,712 366 2,865

1,294,502 -0.77%   1,014,969 372 2,728

1,363,062 5.30%   1,025,149 376 2,726

1,542,809 13.19%   1,159,567 378 3,068

1,531,350 -0.74%   1,090,917 381 2,863

1,454,782 -5.00%   1,058,571 384 2,757

1,624,791 11.69%   1,167,853 385 3,033

 

cuts to M&O budgets are unsustainable. Everyday operations that rely on 
O are continuing only because departments are expending private funds, the research 

stipends given to endowed professorships, and in-direct costs from the external grants of 
individual faculty members. Academic departments have also been forced to make tou
choices about how they use their limited M&O funds to support key functions: maintaining 
and/or replacing equipment that is critical for both research and instructional purposes, 
paying for journal subscriptions, library books, and/or art supplies, funding faculty to travel 
to academic conferences, offering special topic classes, and supporting special events that 
benefit not just the College but also the greater Williamsburg community.  

Constant Dollars 

$ : 
Position 

3,858 

3,803 

3,948 

4,182 

4,066 

3,918 

3,676 

3,035 

2,946 

2,865 

2,728 

2,726 

3,068 

2,863 

2,757 

3,033 

 

. Everyday operations that rely on 
O are continuing only because departments are expending private funds, the research 

direct costs from the external grants of 
individual faculty members. Academic departments have also been forced to make tough 
choices about how they use their limited M&O funds to support key functions: maintaining 
and/or replacing equipment that is critical for both research and instructional purposes, 

ing faculty to travel 
to academic conferences, offering special topic classes, and supporting special events that 
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H. The bottom line is that Arts & Sciences’ ability to offer a high quality of education for 
our students has been sorely tested by the combination of budget cuts, declining M&O 
per faculty member, and increasing numbers of students. 

 
Since out-of-state tuition is the largest single source of revenue for the College, our ability to 
offer a high level of quality in our educational offerings is essential to maintain the financial 
stability of the entire institution.  Given that out-of-state students at the College receive little 
financial aid and that out-of-state students pay almost 70 percent of the tuition, we are able to 
raise revenue through tuition primarily because of the academic reputation of Arts & 
Sciences.  Our ability to maintain that academic reputation depends on core investments in 
tenure eligible faculty, laboratories, and support for teaching.  
 

 
II.  Steps taken to use our limited resources efficiently. 
 
A. Arts & Sciences Administrative Support for Instructional Programs 

 
1. Re-allocated funds to create new faculty positions. Since 2005, Arts & Sciences 

has re-allocated funds to create 19 new faculty positions in departments and 
interdisciplinary programs with the highest student demands.  These positions 
restored the faculty positions lost during the previous recession of 2001-04 and have 
helped us maintain our student-faculty ratio of 12-1 which was being eroded due to 
the loss of these positions and the increase in the number of students.  

 
2. Combined budgeting for SSRL, Adjuncts, and NTE course coverage to 

maximize value of replacement faculty.  The Dean’s Office instituted a practice of 
combined budgeting for these categories of replacement faculty rather than 
maintaining separate pools of replacement funds.  This allows the Dean to allocate 
funds to hire replacement faculty more efficiently.  By determining replacement 
allocations in this manner, students benefit from a comprehensive analysis of 
course/seat needs to staff required major and GER courses.  Graduation rates are 
protected as students do not have to delay completion of required courses for 
completion of degrees.  Seat availability/needs analysis has also been enhanced 
through increased automated reporting from the College’s student information 
system. 

 
3. Arts & Sciences Finance/Budget Reconciliation Reporting Group.  A group of 

A&S department chairs and administrative/fiscal managers worked with IT and the 
Enterprise Information Systems staff to review Banner reporting options for 
department and program budget reconciliation.  This was an effort to reduce effort 
required on behalf of the administrative staff while giving the department and faculty 
members the information they need to maintain a balanced budget.   

 
4. Increased use of electronic resources across Arts & Sciences.  
 

a. Extensive use of Blackboard.  As many as 70% of all A&S courses utilize 
Blackboard for electronic syllabi and to disseminate course materials.  In the 
last two years A&S has used Blackboard for review of tenure and promotion 
cases, thereby eliminating the need for printed files, which are often several 
binders thick and reducing the amount of time faculty committee members must 
spend in Ewell Hall reviewing the files. 
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b. Replacement of printed/mailed alumni newsletters with electronic versions.  

Newsletters to department and program alumni are vital means of 
communication and promotion of alumni giving, and have required significant 
costs in printing, postage, editing and processing.  Many departments have 
moved to electronic versions which allow more timely information to be 
included, and eliminate the costs of printing and postage as well as wages to 
label and sort the newsletters.  The newsletters also allow for easy on-line 
contributions in support of the department by alumni, significantly increasing 
donations.  One large department found that the printed newsletters barely 
generated the alumni donations to pay for its printing and postage, but now 
generates thousands of additional dollars at a fraction of the cost. 

 
c. Faculty use of electronic resources.  Faculty members have increased the use 

of electronic readings and resources, making College expenditures on 
collections such as JSTOR more cost effective and significantly reducing 
student costs for texts.  Faculty have also encouraged more use of e-books and 
leased texts through the College Bookstore and other vendors, also reducing 
student costs and potentially reducing student financial aid needs.   

 
5. Phased out PsyD Program.  William & Mary phased out participation in the 

Virginia Consortium Program in Clinical Psychology when resources were 
insufficient to support the consortium's planned conversion from the PsyD degree to 
the PhD degree.  Phase-out of the William & Mary PsyD program is enabling 
strategic reallocation of funds (1) to existing A&S graduate programs such as the 
Psychology Master's program, (2) to Psychology Department faculty positions in 
support of the heavily-subscribed Psychology Bachelor's and Master's degrees, as 
well as the interdisciplinary Neuroscience Bachelor's degree, and (3) to the College's 
operating budget.   

 
B. Improvements in Academic Support Programs 

 
1. Academic Advising  

 
a. Employed a graduate intern from the School of Education to assist the two 

professional advisors on staff in effectively meeting the growing demand for 
services generated in part by co-enrolled and transfer students. 

 
b. Consolidated faculty advisor training to include a new advisor training module 

in an effort to capture new and returning advisors in one session prior to the 
start of the academic year. 

 
c. Streamlined international transfer credit process to reduce staff time devoted to 

capturing credit evaluations from department chairs. Students now are tasked 
with this responsibility which allows them to hold necessary conversations for 
chairs to fully evaluate courses and credits earned. 

 
d. COD petitions are now scanned and placed online to reduce paper waste 

associated with reviewing petitions. 
 
e. Instituted walk-in hours to more efficiently serve students.   
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f. Partnered with Career Services to create targeted programming, which helps to 

increase our outreach to students and remain proactive in addressing possible 
advising issues.  

 
g. Began using social media to target student populations for programming based 

on their social class status needs (sophomore = preparation to declare a major) 
 
h. Limited Admission and Advising trips to community colleges to only those 

institutions that have a substantial transfer student history with the College in 
order to continue building relationships with these institutions while cutting the 
overall cost of travel associated with the visits. 

 
i. To streamline costs professional advisors have applied for and received awards 

granting partial scholarships to professional conferences.  This has reduced 
overall cost while enhancing professional development. 

 
j. Continued to work with the Registrar’s Office to develop Banner reports.  This 

allows us to proactively address advising issues around missing graduation 
requirements, declaration of major, underload of credits, missing GERs, and the 
48-hour rule, and to target communication with students about these issues. 

k. Initiative underway to consolidate and enhance processes surrounding the 
assignment of freshman-sophomore advisors to new students using new 
technology. 

2. Charles Center 
 

a. Interdisciplinary Programs 
 

i. Undergraduate interdisciplinary degree programs are mostly 
administered by the Charles Center.  This centrality results in notable 
efficiency, since the Center can serve as a home for interdisciplinary 
programs that over time may emerge, flourish, and, in some cases, out-
live their usefulness. 

 
ii. The Charles Center does not require or receive additional staff or 

budgets for new or growing interdisciplinary programs. 
 

iii. The Center provides primary support to interdisciplinary programs 
without need of extra office space, administrative assistance, and M&O. 

 
iv. Interdisciplinary degree programs can be terminated without firing or re-

assigning office staff or closing budgets.   
 

v. Examples include: 
 

1) The ongoing creation of the minor in Public Health. 
 
2) The evolution of the Comparative Literature major into Literary and 

Cultural Studies several years ago. 
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3) The merging of African Studies and Black Studies into Africana 

Studies.   
 
4) The termination of the Urban Studies program. 
 

b. Scholars Programs 
 

i. The Charles Center is the administrative home for the Monroe, Murray, 
and Sharpe Scholars programs, as well as the emerging program that is 
associated with William and Mary Scholars.   

 
ii. A wide range of efficiencies results from the consolidation of these 

programs under the Charles Center, such as:   
 

1) Programming lunch seminars for students in some or all of these 
groups.   

 
2) The inclusion of students from all of these groups in the Center’s 

ambitious “prestigious scholars” support and preparation program. 
 
3) Moving the Murray Scholars Program and the Sharpe program from 

administration by the A&S Dean to the Charles Center. 
 
4) These efforts at consolidation have resulted in the greater visibility 

of these programs on campus, more robust administrative support 
through the Center’s resources, and the development of a new 
interdisciplinary minor in Community Studies because both Sharpe 
and Interdisciplinary Studies are housed in the Charles Center. 

 
iii. Consolidation of the Volunteer Services Office (previously under 

Student Affairs) with the Sharpe Community Scholars Program created 
the Office of Community Engagement and Scholarship (OCES) so that 
the programs may share office staff and equipment, coordinate their 
efforts with the community, and share programming initiatives, such as 
speakers, courses and conferences. 

 
c. Student-Faculty Research 
 

i. The Charles Center has placed considerable emphasis over the past 
fifteen years on undergraduate research and student-faculty research 
collaborations.   

 
ii. This strategy is unique in American higher education, and the most 

productive way to integrate the teaching and research missions of the 
university. 
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iii. This integration results in significant savings: 

 
1) Thanks to grants received by the Center from the Mellon 

Foundation, it has been able to integrate research experiences into 
the credit-bearing curriculum of the College.  This integration cuts 
costs considerably.   

 
2) Earlier, the College emphasized summer programs for students 

working in faculty labs and other research venues.  This was 
expensive because each of these students has to be funded 
individually.   

 
3) Now, the most recent Mellon grant awarded to the Center funded 95 

projects that embedded serious research experiences into courses, 
study abroad programs, and similar initiatives.   

 
4) Thus, instead of the Center paying each student $3,000 (or more) to 

conduct research, the students now pay us for research experiences 
when they pay their tuition.   

 
5) There will always be an important place for funding summer 

research students.  However, the more we are able to “teach with 
research,” the more research experiences we will be able to make 
available to our students at considerable savings.   

 
d. Faculty Development 
 

i. The Charles Center administers most of the College’s teaching 
enhancement and faculty development programs.   

ii. It has always emphasized the consolidation within each program.   
1) Since the Charles Center coordinates both faculty development and 

undergraduate research, it has been able to integrate the two in 
strategic and productive ways.      

2) For example, the Center has worked closely with IT to ensure that 
the College gets the most out of new investments in technology that 
promote teaching and research.   

3) The Center has been particularly attentive to helping faculty 
coordinate teaching practices in Film Studies with new technology, 
as it has become available. 

4) It has also placed considerable emphasis on faculty-student research 
in our new faculty orientations, in workshops associated with the 
Teaching Project, and similar functions. 

5) In addition the Center has provided follow-up funding to new faculty 
(and others) who wish to experiment with faculty-student research. 

 
 

3. Graduate Studies 
 

a. A&S graduate students enrich the undergraduate program by serving as tutors, 
writing preceptors, lab and discussion section leaders, graders, teaching 
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assistants, and instructors in courses with enrollments of approximately 15, 000 
undergraduate students annually. 

 
b. Graduate students are essential for research productivity in the A&S units that 

have graduate programs, and these units generate >85% of the F&A (indirect 
cost recovery) in A&S. 

 
c. 23% increase in number of applications for admission to A&S graduate 

programs over past two years (Fall 2008 to Fall 2010). Have converted to >95% 
electronic application submissions. 

 
d. Developed and implemented continuous enrollment policy requiring A&S 

graduate students to register continuously until degree completion. 
 
e. Designed electronic spreadsheets and tracking system for administering A&S 

graduate financial aid budget. 
 
f. Developed and implemented A&S policies conforming to Commonwealth 

guidelines for graduate student financial aid eligibility. 
 
g. Instituted requirements and procedures for institutional compliance committee 

oversight and responsible conduct of A&S graduate student research. 
 
h. Posted in one website location all revised and streamlined student/faculty forms. 
 
i. 88% increase in number of oral and poster presenters and 157% increase in 

number of attendees at the Graduate Research Symposium since Spring 2008. 
Developed online abstract submission and symposium registration processes.   

 
j. Initiative underway to design databases for quantifying A&S graduate student 

retention rates and time-to-degree. 
 
k. Initiative underway to develop online template for submission of graduate 

student accomplishments to the Graduate Portfolio website. 
 
l. Continuing work with Development Office to increase contributions by A&S 

Graduate Studies Advisory Board membership. 
 
III. Proposed College-wide Productivity Gains 
 
A. Examination of administrative and operational programs to ensure the most effective 

use of resources.  
 
1. Campus-wide telephone costs.    A&S M&O budgets subsidize the IT budget 

$227,000 annually for phone lines which require little or no maintenance while many 
phones in A&S are rarely used. Two departments are participating in a pilot project 
by removing unused phones.  Overall it is agreed that removal of telephones may not 
be in the best interest of the faculty or students.  However, the College must realize 
the most efficient way to cover the actual cost of the service provided and fund those 
costs directly within the IT budget, rather than continue to charge operational units 
service rates no longer tied to realistic costs. 
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2. Purchase or lease of office equipment.  Examine the most efficient way to handle 

the acquisition and/or use of office equipment such as copiers and printers.  For 
example, departments and programs should be permitted to purchase copiers with 
maintenance agreements, when more cost effective. A department producing 250,000 
copies per year reduces copy expenses (including machine purchase, maintenance 
agreement, toner and drum) by forty percent compared to centralized leasing (1.5 
cents vs. 2.5 cents per copy). 

 
3. Group van rentals or shared ownership of vans to decrease rental costs.  Conduct 

a cost-benefit analysis on renting, leasing and owning vans to ensure that the most 
cost-effective methods of transporting students on field trips and exercises is used. 

 
B. Expand web-based requests, reports and notifications to cut down on paper shuffling 

and campus mail losses.  Examples of this are the IT Help Desk’s request, response and 
customer service survey, and the Grants Office’s Award Notifications.   

 
C. Allow off-campus contracting on small (<$100,000) construction jobs to cut down on 

inflated construction job costs.  Currently, renovation projects to modernize classrooms, 
improve laboratories, and create new learning spaces are almost all paid for out of the A&S 
instructional budget. Since there is no budgeted line for these projects, the funds have to be 
taken from salaries freed up by faculty on leave or faculty positions deliberately left vacant. 
Examples of these kinds of projects are the creation of new space in Washington Hall’s 
fourth floor, the move of Psychology from Bell to Tyler to accommodate Human Resources, 
the construction of the Center for Geospatial Analysis in Swem, and all start-up construction 
to support laboratory renovation for new faculty. These projects have large management 
fees and contingency costs which account for about 40 percent of the agreed-upon costs. 
Allowing A&S to contract with off-campus construction firms, after passing code review, 
would save money and allow campus construction offices to concentrate on larger 
construction projects.  

 
D. Clearly label financial transfers.  Departments/Programs currently are not provided with 

backup documentation on expenses that are posted to their index by units outside the 
department. The Banner transaction descriptions are often a number or name that does not 
track back to anything meaningful for the Business Manager.  Requiring a campus wide 
standard for meaningful and clearly stated transaction descriptions would eliminate the time 
burden on staff to identify costs posted to departmental indexes which originate outside the 
department or program.    

 
E. Allow Arts & Sciences Dean’s Office to balance deficits/surpluses in all A&S 

department and program indexes before end of the year roll back to the College.  
Currently, end-of-year M&O surpluses in A&S departments and programs are recovered by 
the College without benefit to the department/program in the following year.  However, a 
deficit at year-end results in beginning the following year with a forfeiture of base budget in 
the amount of the deficit.  There is no incentive to departments and programs to be fiscally 
conservative and many spend surplus end-of-the-year money on items that may not be a 
priority.  A&S would like to propose that the College examine a process by which the 
Dean’s Office would balance the surpluses and deficits among its departmental indexes each 
fiscal year, returning to the College a lump sum A&S balance.  In turn, the Dean’s Office 
would work with the Office of Finance to reward departments/programs with a year-end 
surplus by adding one-time funds to their beginning balances up to the amount of the 
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previous year’s surplus (or a portion thereof depending on overall A&S surplus).  These 
funds could come from the funds forfeited by A&S departments who ended the previous 
year in a deficit or with the aid of the Office of Finance from Carry-forward approved by the 
Commonwealth.  Internal balancing of indexes would significantly reduce the number of 
transactions needed by the Office of Finance.  In addition, fiscal management would be 
rewarded.  This proposal would require an approved approach for requesting state carry-
forward in which the department, Dean’s Office and Budget would work together to reward 
those departments and programs who are able to spend more conservatively in any given 
year.   

 
F. Eliminate or decrease use of eVa or revamp the eVA fee application imposed by the 

state.  At the very least allow flexibility rather than forcing 100 percent compliance. 
 

1. Regardless of how beneficial the eVA process may be for certain types of purchases 
and for record-keeping, enforced adherence across the board is detrimental to a 
number of types of purchases that some departments count on.   

 
2. The practices forced upon departments by eVA and its enforcement through 

Procurement supposes that all equipment and vending practices are somehow 
equivalent, and that this saves money.  On the contrary, not all supplies and suppliers 
conform to the expected types of standards that eVA imposes, and mandatory 
compliance with eVA will have serious effects on some departments’ abilities to 
procure goods and services from vendors who are unable or unwilling to register with 
eVA.  

 
3. Not all vendors required for the buying or renting of certain items reside within the 

continental U.S.  Attempting to fill such orders has–in at least one department–caused 
years of unproductive negotiations with Procurement.  These have slowed down the 
process of having our faculty spend their start-up funds, and have forced them to 
justify the suitability of such products with Procurement, who should not be the 
ultimate arbiter for the specific needs of the department or program. 

 
4. In addition, when purchasing or renting from entities that offer or control rights to 

unique products, some departments do not have a choice to go with more than one 
vendor.  These vendors, likewise, are frequently companies that do not suffer serious 
consequences from their lack of participation in the eVA program.  Hence, an 
enforced participation in eVA would stifle a department’s or program’s choices when 
searching for particular goods and services.  The imposition of eVA has eaten up 
valuable faculty and staff time, and overall the program does not always result in the 
best price for the type of goods needed or demonstrate savings.  Flexibility is 
certainly required on this front. 

 
G. Coordinate contacts with potential international partners for graduate and 

professional programs across College.  Currently, potential international partners contact 
various professional schools and the Graduate Office of A&S with limited coordination 
among these units. A single office, with adequate staffing, would prevent duplication of 
effort and missed opportunities for international collaboration, particularly among graduate 
and professional schools. 
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H. Centralize graduate admission processes in Arts & Sciences.  Achieve economies of 
scale by providing centralized staffing for receipt of application and admissions data and 
input into Banner within and across W&M schools.  For example, the Office of Graduate 
Studies and Research has no staff positions dedicated to recruitment and admissions.  To 
manage our admissions process, we use the time of our office manager and our 
registrar/administrator of student services.  The College prohibits use of student hourly 
employees to input admissions data.  Currently, our office creates the applicant’s initial 
Banner record, then staff in each of eleven different A&S departments/programs input the 
remainder of the applicants’ data into Banner.  Application and admissions data would be 
handled much more efficiently and accurately in a timely manner within and across schools 
by centralized staff. 
 

I. Initiate electronic compilation of graduate admission files.  Improve processing of 

applications for admission by compiling electronic components of application into a single 

electronic file for review by departments/programs.  Develop electronic exit survey for 

A&S graduate students and online template for alumni to provide information on post-

graduation accomplishments.   

 
IV.  Steps which could generate new revenue for Arts & Sciences and the College 
 
A. Allow Arts & Sciences to control budgeting for Summer School, with the power to set 

faculty salaries in a more entrepreneurial fashion to attract the best instructors and offer the 
courses most in demand.  Tuition revenues could be split between central administration 
and A&S so that the total revenue grows. Under the current system, A&S has not been able 
to raise faculty salaries in over ten years, our ability to offer targeted classes with the most 
demand is limited, and A&S has to fund publicity to grow summer school enrollment out 
of its own resources with no resulting income.  

 
B. St. Andrews-William and Mary Joint Degree Program will, when fully in place in 

2014, bring 80 more undergraduates to campus which will result in $2,400,000 in 
additional tuition at current levels of $30,000 per student. This tuition rate is more than 50 
percent greater than the average tuition revenue per student of William and Mary’s current 
students.  While a significant portion of the revenue will go to five new faculty and staff 
positions to support the program, the program will generate significant revenues for the 
College.  

 
C. Summer Security Institute.--Move to a new flat fee model for the D.C. Summer Security 

Institute (DCSSI).  Under the current fee structure, which is prohibitively expensive for 
most out-of-state students, the DCSSI primarily benefits in-state students, unnecessarily 
restricts demand, limits revenue, and prevents DCSSI from expanding in size and scope.  A 
new funding model based on a flat fee, similar to a domestic study away program or study 
abroad program, would generate more revenue for DCSSI, the Washington Office, and the 
College, while also increasing student demand for the program. 

 
 
 


