RAC SUGGESTIONS ON COST CUTTING REDUCTIONS

Fall 2008

During the Fall 2008 RAC meetings, a presentation was made by Dr. Jimmy Cheek to the RAC attendees.  The presentation outlined the results on the IFAS budget reduction of 10.26% ($17million) that occurred during FY 2007-08.  Dr. Cheek also outlined the four principles used to make these reductions.  The attendees were then asked to comment on the information provided and to suggest additional ways they felt IFAS should take future budget reductions. A copy of the presentation is posted on the FAC/RAC website.  The results of those five RAC discussions are listed below:

Summary of common issues from all regions based upon the commonality of the responses:

1.
Increase tuition by capping Bright Futures, disconnect it from tuition growth, and

ensure it is more needs based.  Also look at flat tuition.

2.
The four principles used for the 2007-08 budget reductions were appropriate and

should be a good starting point for future reductions.

3.
Investigate academic unit consolidations. Clientele are concerned less with how

IFAS is organized than they are to access to information when needed.

4.
Evaluate administrative function consolidations and eliminate unnecessary

administrative requirements and costs.

5.
Increase the percentage of salaries (faculty and staff) on non-state funds, but don’t

go too far.  There needs to be a good balance between private industry support

and state support to maintain objectivity.

6.
Charge more for services (such as diagnostics) especially to those that request an

inordinate amount of time or effort.

7.
Outsource non-core mission functions and focus on core mission.

8.
Increase communication on core mission, outcomes, impacts of programs, return

on investment.  Utilize the extensive IFAS network (internal and external) to

“spread the word”.

9.
As reduction plans are being implemented, notify clientele and IFAS organization

with the details and rationale so that they are informed and can support.

10.
Eliminate older facilities with high maintenance and utility costs.  Protect

facilities and maintenance funds to avoid “pay me now or pay me later”

situations.  Quality space can increase and maintain morale.

11.
Make greater use of volunteer expertise from clientele and retired faculty and staff

for technical support.

12.
Routinely publish and update information on the relative value of agriculture and

IFAS programs to the state’s economy.
Region 1 – Notes – September 8, 2008

1.
Investigate the possibility of across the board salary reductions in lieu of layoffs.
2.
Increase percentage of salaries on other (non-state) sources of funds, but don’t go too far, need good balance between private industry/state.
3.
Make sure services are provided when needed – clientele don’t care how IFAS is organized as long as they have access to information.
4.
Consolidation of unit “business” functions may create some economy of scale for administrative operations.
5.
Original four principles are still good and provide a starting point for future reductions.
6.
Need a careful analysis of faculty to technical staff ratios and needs.  
Region 2 – Notes – September 8, 2008

1.
De-couple “Bright Futures” from tuition so that individual universities can increase tuition without the legislature having to fund “Bright Future” increases.
2.
Academic unit consolidations (mentioned three times).
3.
Administrative function consolidations between units.
4.
Look at value of administrative requirements or functions (i.e., are there reporting requirements or processes that are no longer needed).
5.
County Extension consolidation if programs can still be delivered, i.e.

expansion of Multi-county agents.
6.
Bring in an efficiency (paperwork) consultant.
7.
Keep pressure on legislature for funding of valuable programs

8.
Evaluate efficiency of program delivery, i.e. are there unneeded duplications of effort.
9.
Do we still need secretaries for individual faculty in a digital age? (noted that we don’t have many of these on state funds).
10.
Look for ways to increase return on investments through sale of service or patents/royalty opportunities
11.
Original four budget reduction principles are ok for a start but will they work again?

12.
Look for technology leveraging of admin functions.
13.
Evaluate zero-based funding models.
14.
Implement TQM – Total Quality Management.
15.
Can we charge for services to someone using “too many resources” (i.e., requesting an inordinate amount of time and effort in relation to other clientele)?
16.
Vehicle reductions and more efficient vehicles.
17.
Don’t overlook little things for savings – they add up.
18.
Take advantage of attrition of faculty and staff.
Region 3 – Notes – October 2, 2008
1.
Cap Bright Futures & disconnect from tuition growth.  Also base Bright
Futures on ability to pay.

2.
Flat rate tuition and phase in Bright Futures cap.
3.
Outsource non-essential core functions and concentrate on core mission.
4.
Differential cost of delivery of services (like diagnostic work) for big

users with ability to pay.
5.
Solicit RACs with political connection to help with changes needed.
6.
How do we maintain core faculty – principle #1 & 2 inter-dependent
7.
Move more staff to non-state funds and keep faculty on state funds.
8.
Maintain faculty based research
9.
Principle 1 change the word “accomplished” to “facilitate”
10.
Focus on outcomes and use commodity groups and RACs to

communicate core mission,  impacts (past & future) of programs
11.
Cost less to keep good faculty than to recruit and hire new ones


of equal quality

12.
Use more volunteers and create a “master scientist” program using

retired faculty

13.
Fund raising events

14.
Pursue other “outside” funds

15.
Country/state of origin visibility

16.
Administrative consolidations and explain why internally and externally

17.
Four principles still valid as starting point

Region 4 – Notes – September 10, 2008
1.
Protect facilities & maintenance; pay me now—pay me later maintenance costs.  Quality space maintains and increases employee morale.
2.
Because tuition mainly helps teaching --- research & extension are separate budget, we may need different strategies for budget reductions and legislative funding.
3.
Utilize and take advantage of resources and capacity at RECs for teaching

4.
Original four budget reduction principles were and are appropriate.
5.
Need information to industry/clientele on need for technical support funds
6.
Clientele should make a point to show up at development recognition events – impact of presence of agricultural community is tremendous on university leadership.

7.
Be sure to invite policymakers to any public events, particularly during election season.  Engage as individuals in the political process.
8.
Communication on value in IFAS to local/state/national economies. Sell ourselves on national level.
9.
Business function consolidations. But IFAS must communicate with clientele what actions are planned so that they aren’t surprised and can provide backstop.

10.
Primary consideration is to maintain service to clientele & access to faculty & information.
11.
Series of data/graphical analysis were suggested:

a.
Need data (graph) on value of agriculture relative to rest of state’s
economy to demonstrate stability of performance of the agriculture sector.
Should update frequently, perhaps quarterly. 
b.
Percentage of total agriculture economic impact vs. IFAS general revenue
funding.

c.
Need bullets to sell IFAS– now. Such as 4th largest Ag college; return on
investment from IFAS funding, i.e. every state GR dollar leverages 87
cents in outside funding; tuition rank in nation; percent of “Ag products” nationwide that are from Florida; demonstrate basic economic impact of UF.
d.
Farm Facts & FYIFAS good vehicles for distributing bullet points and
timely information.
12.
Add to the end of the first budget reduction principles –“and protect integrity of IFAS research”, i.e. base positions and recommendations on science and publish it.
13.
Establish a planned & funded marketing plan to “sell” IFAS services

14.
Eliminate old buildings with high maintenance and utility costs.
15.
Look for opportunities for 4/10 work schedules
16.
Look to increase revenue streams from other sources of funds and increase


conversation with legislature on the value of IFAS.
17.
Need to increase PO&M funding for old buildings – need to let folks know the need.
Region 5  - Notes – September 10, 2008
1.
More coordinated effort (less duplication) in research programs.
2.
Must identify basic functions/programs that must be maintained.
3.
CALS should maintain quality education with low student/faculty ratio
4.
Recruit good students from other colleges in and out of CALS
5.
Establish more paid interns - feeder system for future employees within and outside of IFAS.
6.
Evaluate how responsibilities are delegated to unit heads.  Are they prepared for  admin/management functions? If not, spend more time training them.
7.
Centralized business units, specialized equipment and trades personnel
8.
Contracts at local level vs. statewide building contractors; use more hard bids; evaluate value of prime vs. subcontracts; involve more local unit personnel in construction oversight.
9.
Get advice from staff on how to do more with less. Reward good ideas

10.
Look at administrator costs

11.
Use more clientele volunteers for technical support
12.
Original four principles were appropriate
15.
State University System (Board of Governors) should standardize and exert more control and leadership.
