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TO THE REGENTS OF THE UNIVERSITY OF CALIFORNIA

Dear Colleagues:

I am anxious to begin the work of the Commission on the Future of the University. A critical
element is to engage Regents in Commission deliberations in the broadest way possible. I would
like to find out if you are interested in participating in one of the Commission's working groups.
It is in these groups that the hard work of gathering data, reviewing past studies, and listening to
subject matter experts will occur. Not all Regents will be able to take on this time commitment
in addition to their other assignments for the University, but I would like to ensure that those of
you who can do so are afforded that opportunity. Your input will be invaluable to President
Yudof and me.

At the present time, five working groups are planned. President Yudof and I have developed a
detailed summary of the working groups' roles, which is attached. In order to keep the size of
the groups manageable, we won't want to have more than a few Regents - or any other
constituency - on each working group. For that reason, it would be very useful if you can be
flexible about which group you will serve on.

Please let me or Diane know at your earliest convenience if you would like to participate and, if
so, your order of preference for the working groups. If you would like to nominate others in our
University community or supporters to serve, please let us know that too. Once we have
received input from everyone, we will be back in touch with working group assignments. When
the Commission's work is complete, we anticipate that its product will be reported to the Board
in a Committee of the Whole - the work of the Commission is simply too central to assign it to
one Board committee. President Yudof and I look forward to engaging the entire University
community in this ground-breaking endeavor.

Sincerely,

Russell S. Gould



 

UC Commission on the Future  
Working Groups 

 
The Commission is charged with developing a new vision for the University within the 

context of the University’s mission and budget, while reaffirming our commitment to 
quality, access and affordability.  UC will continue to play a vital role in sustaining 
California’s economy and cultural life, operating strategically and as efficiently as possible 
within available resources.   
 

UC’s long-held governing principles of maintaining access, affordability, and the 
highest levels of quality in instruction, research, public service, and health care have 
guided the policy decisions of this great University.  In today’s budgetary climate, these 
principles are becoming, in essence, what economists call “competing goods”: One cannot 
be altered without affecting the value of others. Even a world-class research institution 
such as our own does not have the resources to maximize all competing goods 
simultaneously.   
 

In the past, many policy decisions at UC were made one at a time, often without 
considering the impact of changing one variable upon the others. Going forward, we must 
take a competing goods approach: Each solution will affect others to follow. Any increase 
in support in one area inevitably has opportunity costs for other priorities. 
 

The Commission and working groups will identify multiple positive attributes worthy 
of promoting, but priorities must be established to balance the budget.  Some of these 
“competing” attributes include: 

• Graduation in 3 or 4 years – maximum flexibility in degree programs, dual degrees, 
majors and minors  

• Low fees – high financial aid – enhanced student support services 
• Access to all qualified California residents (freshman, transfer) – high proportions 

of graduate and professional enrollment 
• Small classes and student mentoring – highest levels of research and scholarship 
• Instructional delivery costs – low student faculty ratios – state of the art classrooms 

and class laboratories  
• Competitive positioning for research funding – public service outreach 
• Competitive faculty and staff salaries 

The overarching task is to define an overall balance among these priorities that is 
consistent with UC’s mission, commitment to quality, and best serves California.   
 

The working groups will be comprised of a wide spectrum of members drawn from the 
Regents, faculty, students, alumni, administration, staff and other experts not affiliated 
with UC.  Much of the expertise lies with our extraordinary faculty.  Because competing 
goals may span multiple workgroups, the Commission, as a coordinating and deciding 
body, will expect strong communication and coordination among the working group 



 

chairs.  Close consultation with the Academic Senate is essential for recommendations 
pertaining to curriculum and other core faculty responsibilities. 

 
With this background, the working groups are: 
1. Size and Shape of UC 

What is the appropriate size and shape of the University going forward?  
Should the size of graduate programs be rationalized?  Should the size of 
undergraduate programs be reduced, especially for programs that are not cost 
effective? Should there be a new model focusing UC on graduate and 
professional education and undergraduate education that cannot be delivered by 
other public segments? 

• Evaluate the size and breadth of academic program offerings and the 
distribution of these offerings by campus, with a focus on areas of 
specialization.  The group will consider to what degree the campuses 
should be similar or different in their educational programs, or in their 
growth in numbers of undergraduate, graduate and professional students 
among other potential differences.  Faculty research expertise and 
capacity, proximity to and availability of funding, unique resources 
(industry partners, targeted sponsorship, physical location, etc.), and 
other relevant factors will be considered in this process.  

• The workgroup will consider and develop recommendations regarding 
the optimum enrollment mix (freshman, transfer, undergraduate, 
graduate and professional, resident, non-resident, etc.) by campus and 
for the system as a whole.   

 
2. Education and Curriculum 

What alternative educational delivery models will both maintain quality and 
lower educational delivery costs?  

• The workgroup will consider and develop recommendations for 
different models of educational delivery, including:  modifications to 
curriculum and degree programs; modifications on how information is 
presented and how we interact with students; online and remote 
instruction; testing out of required courses; reconfiguration of major 
requirements; limits on the number of units permissible (including 
Advanced Placement units); year-round instruction; three-year 
baccalaureate degrees; student: faculty ratios; etc. The pros and cons of 
each model of educational delivery will be examined, as well as direct 
and indirect cost considerations.  

• Consider how the University works in collaboration with K-12, 
community colleges, California State University, and other partners to 
achieve the highest quality education possible. 

• Consider and examine other models of higher education within the 
United States and elsewhere, paying particular attention to models that 
work in research universities, public universities, and land grant 
institutions. 

 



 

3. Access and Affordability 
How can UC best meet the needs of California and at what levels of access and 
affordability assuming diminishing resources?  Should there be greater reliance 
on California State Universities and California Community Colleges for access?  
Should fees be increased? 

• The workgroup will undertake a comprehensive evaluation of current 
and alternative student body size, and fee and financial aid policies and 
structures, as well as the impact of these alternatives on student access 
and diversity. 

• Consider and examine other fee, aid and access models within the 
United States and elsewhere, paying particular attention to models that 
work in research universities, public universities, and land grant 
institutions. 

  
4. Funding Strategies 

How can traditional and alternative revenue streams be maximized in support of 
UC’s mission?  

• The workgroup will explore and develop recommendations to maximize 
funding from traditional sources including the state, federal, and private 
sectors, as well as identify alternative revenue streams.  New strategies 
will focus on ways to enhance and manage funding for core operations, 
instructional innovations, infrastructure, and capital projects.   

• The workgroup will also develop recommendations for an effective 
advocacy campaign to enlist the University’s supporters in these efforts. 

 
5. Research Strategies 

• The workgroup will consider and develop recommendations for new 
models for various aspects of the research enterprise, including graduate 
student support, support services, research funding, indirect cost 
recovery, collaborations, policies and administration.  New models for 
collaborative research within campuses and across campuses, with 
industry partners, and the development of hybrid models will be 
explored.  

•  Best practices in developing and delivering research experiences to 
undergraduate, graduate, post-doctoral fellows, and professional 
students will also be identified. 

 
These matters have been studied for many years.  The Commission and workgroups 

will rely on previous and ongoing studies by the Office of the President, Academic 
Senate, campuses, and faculty researchers in their deliberations.  Implementation of 
recommendations will be subject to traditional review by the Academic Senate in the 
areas for which it has delegated authority.  For recommendations in all other areas, the 
Academic Senate will have full opportunity for consultation and review.   




