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Committee:  Jeanne Bapst, Claudia Buchmann, Nicole Cochran, Kim Kinsel, Karen Hutzel, 
Adam Keller, Trevon Logan, Glenn Martinez, Steve McCann, Richard Petty, James Phelan, 
Harald Vaessin, Brian Winer (Chair), Melanie Yutzy1 
 

In response to the effects of the COVID-19 pandemic on the University’s income, the 
central administration in mid-April asked Colleges to consider budget scenarios that cut 5%, 
10%, and 20% from their budgets. Executive Dean Ritter charged our committee to advise her 
about ASC’s response to these reductions, which would be approximately $16M, $32M, and 
$63M, respectively. As instructed by Dean Ritter, the Committee did not discuss new revenue or 
cost saving options beyond the control of her office, including such University-level matters as 
furloughs, salary reductions for high earners, or endowment payouts.   In making our 
recommendations we made certain implementation assumptions such as that ASC endorses a 
‘shared sacrifice’ model in which no particular category of employees will bear an inordinate 
cost and that ASC enrollment, but not accompanying revenue, is likely to increase in Fall, 2020. 
This document summarizes the committee’s recommendations, which we submitted to Dean 
Ritter in stages via the following three reports which we summarize below: 

  
1. Recommendations about cost-saving principles (submitted May 1). This report focused 

primarily on providing general principles and on identifying areas that deserve 
protection as long as possible as well as areas for potential cost savings.   

2. Recommendations about information from units (departments, administrative units, and 
centers) that would form the basis for cuts (submitted June 9) 

3. Recommendations for strategic investment principles to help the College recover 
(submitted August 7).   

 
The three documents were written to provide recommendations to Dean Ritter on a very short 
time scale and therefore do not contain extensive background information.  Nonetheless the 
committee recommends sharing these with the ASC community.  
 

The College has faced budget pressures for many years.  As a result, ASC is already a lean 
operation, and finding budget savings amounting to even 5% will be very difficult and painful. 
Reductions at that level, not to mention 10% or 20%, will almost certainly cause long-term 
damage to the College.  To navigate the difficult choices that lie ahead will require a 
collaborative effort between all the units in ASC.  Transparency and good communication are 
necessary cornerstones of this endeavor.  It is also necessary that all players avoid adopting a 
defensive “protect my turf” attitude, but rather consider how they can contribute to a shared 
sacrifice.   
 
 
 
                                                        
1 Participated April 21-May 25 
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Initial Recommendations: 
Recommendations sent May 1, 2020 
 

The initial set of recommendations was provided to help guide the College response to the 
university request for budget scenarios.  Given the short timescale, the committee’s response 
began with some key principles.      
 

• Priority should be given to maintain resources for assistant professors to keep them on 
track for P&T.  

• Graduate students nearing completion of their PhDs should be given high priority for 
resources to allow them to complete their studies in a timely manner. 

• Diversity and Inclusion must remain a priority during this time of budget retraction.   
• To the extent possible, the College should protect undergraduate students that are 

matriculating or on track to graduate in the coming year.   
• The College is a large, complex, and diverse operation.  Creating “one-size fits all” 

solutions is both untenable and unwise.  Department and Unit leaders know their 
operations best and understand where budget savings can be found and priorities should 
be set.  [This last recommendation led to the next document, which sought input from the 
units.] 

 
The committee then considered five areas for further discussion:  Administrative 

Services/Supplies, Instruction and Programming, Research and Creative Activity, Centers, 
Infrastructure and Space.  For each of these areas, the committee provided a recommendation for 
areas to protect, areas to consider for cost savings, and next steps.   
 
Input from Units: 
Document sent June 9, 2020 
 

The committee created a document to help guide the request for information from 
College units.  The committee viewed this information as a starting point for the discussion 
regarding budget reductions.  Additional conversations will be required.  The document 
reiterated key areas to protect as units consider possible budget saving steps.  We emphasized 
that the College should be protective of our core mission of research and teaching excellence, 
and to be mindful of the impact of our actions on the faculty, staff, and students.  
 
Additional guidance included: 
 

1. Reductions may be for more than one year.  A fast recovery to pre-pandemic revenues is 
unlikely.  In particular, reductions in state support could be long-lasting. 

2. The use of cash reserves will be limited. Given the timing of the budget reductions, we 
anticipate significant cash spending in the first months of FY21, and cash reserves will 
face significant pressure going forward. 

3. Predictions about growth of revenues (from new programs, F&A, etc.) should be 
conservative, well-articulated, and focused, when possible, on net gains at the college 
level (rather than simply redistributing revenues within ASC). 
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The document sought input from the units in seven different areas at varying levels of detail. 
The areas are: Supplies and Services, Instructional Personnel, Creative Expression and Research, 
Space, Centers, Organizational Consolidations, and a final section for additional comments.  
Within these sections, unit leaders were asked to provide some budget information from FY20; 
to identify critical mission items to protect as well as places for potential cost savings; to 
articulate the impact of cuts within the unit; and to offer other ideas and considerations for the 
coming fiscal year. 
 

The committee views budget discussions between the College leadership and unit leadership 
to be critically important.  Budget reductions of even 5% will inevitably cause harm across the 
college and the detailed knowledge that unit leaders possess can help minimize the long-term 
detrimental impacts of such reductions.  
 
Strategic Investment for Recovery:  
Recommendations sent August 7, 2020 
 

Although the primary focus of the committee’s efforts was expense reduction, the 
committee’s charge included the importance of considering opportunities for strategic investment 
even during difficult times.  These investment opportunities can help speed the College recovery 
in the coming years.  Providing investment in targeted areas will help maintain and grow critical 
aspects of the College mission. 
 

Selecting areas for investment should be guided by a strategic plan for excellence and a 
long-term vision of the College.  In July 2019, a committee of distinguished senior faculty 
provided an Excellence Report on the College, and prior to the onset of the COVID-19 pandemic 
the College had started a strategic planning process. The committee recommends the 
development of a Vision Statement and Strategic Plan that builds on the work of these initiatives 
and sets forth aspirational goals for all three of its divisions.  The vision statement and plan can 
help determine the relative importance of different areas for strategic investment.   
 

Revenue is central to the ability of the College to pursue its mission successfully.  Directing 
that revenue effectively is also critically important.  With the existing university budget model, 
college revenue is dominated by credit hour generation.  Therefore, the committee considered 
potential options for expanding the credit hours at the College.  These included advocating for a 
clearer and more consistent Enrollment Management policy at the University level; the 
development of new certificates and minors; and increasing on-line course offerings to expand 
the availability of ASC courses.  The College should support development of these areas and 
provide financial incentives to departments for developing and running successful programs.  
 

As documented in the Excellence Report (July 2019), the reputation of the College, and 
more broadly the university, is determined by the scholarly activities of the College faculty.  
Investing in these efforts, even during budget reduction, is important for the long-term health of 
the College.  Some of these activities provide additional revenue for the College through indirect 
cost return.  The committee provided several areas for consideration, including investing in 
additional grants management support, additional efforts for Advancement, cost-sharing on 
grants, and considering a future Targeted Investment Program as recommended in the Excellence 
Report. 


