 School of Music
Strategic Planning Sessions:  Future Staffing Issues

Tuesday, May 17, 2011
Present:  Biran, Christensen, Doane, Hatteberg, Hawley, Heim, La Barbera, Lloyd, Mattingly, Oliphant, Potochnic, Rafferty, Ramach, Robinson, Rouse, Satterwhite, Speck, E.Tidwell, Tracy, Tunnell, Wallace-Boaz, Weeks, York

Background from Dean Doane:
      The role of program faculty in the continuation of degree programs in the School of Music is the single most important factor in the viability of those programs. The expansion of degree programs over the past ten years (music therapy, jazz studies), growth in graduate enrollments, expansion of our degree programs to areas of interest (digital composition, jazz composition and arranging, vocal jazz), and expansion of degree programs to areas of capability and interest (doctoral studies) are all issues that have brought or will bring, additional stress to a faculty infrastructure already challenged by reliance on a strong pool of part-time lecturers and limitations on expansion of faculty resources because of general economic conditions in the university and Commonwealth.

      Yet, change is inevitable. While the environment is certainly challenging at present, there will be opportunities to alter our general direction, as well as the specific foci of the school. With regard to the prospect for new faculty lines as part of the university budgeting process I do not hold out hope for any substantial and immediate relief, except to the extent that special circumstances provide additional resources and/or we can identify and cultivate potential donors who would be willing to make substantial gifts directed to endowed professorships. That effort is part of our multifaceted general fundraising initiatives for the school.  

      However, a more immediate demographic factor in our school is the possibility of major changes in personnel through retirements. Among the regular faculty the school witnessed the retirement of three faculty members and a resignation of an additional faculty member in 2011. Presently, we have 34 regular faculty, of whom 11 are eligible to retire, with another six eligible to do so within three years.  Among our 14 staff, three are presently eligible to retire, with another two eligible within three years.  Within the three-year window these figures represent 60% of the present faculty and 36% of the present staff who could conceivably change through retirement. The figures become more striking when considering the changes that present themselves in adding the factor of full or nearly full-time term faculty who presently play integral roles in our academic programs. While not substantial in number throughout the school, these faculty members are nevertheless critical in maintaining the viability of our present array of programs. 

      Under the assumption that the near future may bring us, at best, a zero sum situation with regard to funds available for new faculty lines, except that which is provided by donor gifts, the faculty and staff positions that are created through retirements or resignation of faculty remain among the most viable of our personnel resources. So, the question is presented of how these potential positions should be configured. Replacing faculty with identically-qualified faculty is one option, but other options lie in reconfiguration or redirection of positions and qualifications.

      In discussing these ideas it is critical, albeit difficult, that we approach these topics from the perspective of the entire school rather than our personal interests and background, or the interests of any particular area of the school. As we talk about the future of the school, it might be useful to use the perspective of discussing our school as a consultant would see it – with insight and expertise, but not the personal stakes developed after years of experience, service, and commitment.

     Since conversations on these topics in2009, additional factors or trends have started to emerge as considerations in 2011. Among these:

· Student enrollments for music majors are essentially flat, with overall credit hour generation the same.

· Historical record of credit hour generation in music courses by non-majors remains below national averages.

· There is increased interest in revenue generation in academic units as a substitute for further budget reductions. Consequently, revenue from program budgets, building rentals, concert and recital revenue, sponsorships, etc. come more to the forefront of our thinking.

· As tuition costs continue to rise, the effects of under enrollments on tuition generation in the school are accentuated. Therefore, maintaining the number of majors in the school is critical at present and, if the university adopts some sort of new budgeting system that relies on credit hour generation in the future, the ability to boost all enrollments will be extremely important.

Among the challenges for us as a school is to determine our plans with regard to potential staffing changes and to plan for a future that none among us can predict. This planning can take several directions, but it seems to me that this process may be separated into several discrete parts.  

1. Among our present programs, where do we fall short in faculty resources?

2. Among our present programs and course offerings, which may be phased out or made more limited in scope than at present?

3. Among programs offered, what programmatic enhancements should be made that will require additional faculty expertise not presently obtainable without new personnel?

4. What new programs would we like to bring to the school in the next five to ten years that will prepare students for new fields of music study? What new programs will bring new enrollments to the school? What faculty resources would be critical to secure in order to bring these new programs to viability?

5. Among these new programs, how do we apportion other resources to bring the overall support to a point of viability of these new programs?

These are big topics and questions that we will not likely be able to bring to closure in a few short meetings, but if we can begin thinking about the issues together we will be more prepared to react strategically when the near future becomes the present.

                                                                 Christopher Doane     5/11/2011

DISCUSSION
· Chris asked for opinions about last Saturday’s commencement, where there were more graduates and a larger audience than anticipated. Other than it being a long day for those who attended the main event at 2:00, everyone agreed that the personal recognition alone is worth maintaining our event just as it is. 

· Steve Rouse shared his discomfort and reluctance to discuss filling current and future vacant faculty positions in this open forum.

· Jazz faculty are discussing ways to become more aligned with student needs to help them be more successful as working musicians; need to build in more video editing, business education, etc. 

· A barrier to growing our graduate program is the number of graduate course offerings and limited rotation on which they can be offered.

· What happened to plans to develop an interdisciplinary Ph.D.?  Even though a shell of a curriculum had been developed by the ad hoc group, there was a realization that we can’t just slap on a whole new degree without additional faculty resources AND scaling back somewhere else. Planning stalled for various reasons, principally due to reluctance on the part of the group to propose reductions in our master’s programs to accommodate the Ph.D. Such a program would also require a great deal of staff support.  

· Impetus to develop and promote online courses and majors and non-majors:  Faculty need time and training. Technology training and skill development could easily be done during the summer, and the Delphi Center is already a strong, willing partner, ready to assist whenever faculty seek it. Renato Vasconcellos will offer an online course in Brazilian studies this fall through SoM, one he’s been working on for two years. He’ll be here in June and would be quite willing to share what he’s learned about the process. Doug Shadle will offer MUH 317 online this summer for the first time and again in the fall.
· Some of our current courses could be modified to include some online components, freeing students from a rigid course schedule. Instruction can be delivered over Skype, oovoo.com, and portions of most classes are very adaptable to online delivery.

· Jennifer Potochnic suggested an untapped market for mid-career applied teachers like herself seeking streamlined Ph.D. programs. 

· Mike Tracy noted a great need and readiness in South America and other locations for courses we now offer, that there are built-in audiences who would readily pay. Question of intellectual property/ownership of new course content (School’s or individual’s?). 
· The dean commented that we missed the administration’s expectation for tuition revenue production by $653,000 this year, reminding the group that only music majors count in this formula. Losses like this don’t really position us well to request funding for new initiatives. 

· What financial assets do we have?  our credit-bearing courses; Community Music Program; Dance Academy; summer camps, clinics, etc. Speaking about the CMP, Stephen Mattingly would like to see more classes over one-on-one instruction, such as class guitar, class piano. 

Chris announced a change in focus for faculty meetings next year. After we determine how to take care of faculty business and curricular issues through other means, he wants every monthly meeting to be a strategic planning discussion. 

Wednesday, May 18, 2011 

Present:  Biran, Byrne, Christensen, Doane, Hawley, Heim, La Barbera, Lloyd, Mattingly, Oliphant, Rafferty, Ramach, Tracy, Tunnell, York
DISCUSSION

· Bruce Heim reported on an entrepreneurship conference he attended at Vanderbilt in winter 2010. He distributed a handout on the increased focus on entrepreneurship in the arts. http://www.polyphonic.org/
· We have an obligation to better prepare students for music careers in today’s climate, for life after music school, music career education/survival skill topics. These types of sessions could be opened to the public.
· We should try again, after little headway several years ago, to collaborate with the College of Business to tap into their well-established entrepreneurship program. Perhaps something like a certificate program in arts leadership (12-16 hours) in conjunction with the bachelor’s degree that would include elements of fund raising and grant writing.
· Undergraduate advising: With an undergraduate advising load of 280 students, some available faculty funds could be earmarked in this area, especially in light of Beth Loree’s retirement looming in the next few years if not sooner. The dean suggested that possibly underutilized faculty could be given this extra assignment. There was strong agreement among those who remember the days of faculty advising that this work must rest within the domain of professional staff. 
· What can we stop doing to redirect resources? The dean suggested phasing out the organ performance degree. Discussion on this topic also included harp.

· Kimcherie Lloyd reflected that these kinds of discussions will never be productive in the end until a clear vision for the School is delineated by the leadership. What do we want to be, focus on, be known for…a fully staffed orchestra or a chamber orchestra? ensembles? bands? choral ensembles? We cannot continue to go in so many directions. The faculty needs clear direction on these crucial matters from the dean. Whatever the focus is deemed to be, it must be supported by the dean through appropriate scholarship and other support. 
· Dror Biran stressed that faculty entrepreneurship as a way to bring in funding is becoming increasingly important. Mike Ramach volunteered to help with this kind of initiative.

Thursday, May 19, 2011 

Present:  Banks, Biran, Byrne, Christensen, Doane, Hatteberg, Hawley, Heim, King, La Barbera, Lloyd, Mattingly, Oliphant, Potochnic, Ramach, Satterwhite, Shadle, Speck, Tracy, Tunnell, York
DISCUSSION 

· Chris reported learning from business dean Charlie Moyer that their faculty recently passed a new undergraduate business minor without prerequisites, which could open the door for collaboration as suggested in session 1.
· He also learned from the Provost that the Council for Postsecondary Education has set as a priority for next year to reduce undergraduate degree programs to 120 hours. Thus we will need to get more aggressive about this topic as well.

Dean: What new programs for music majors should we focus on to increase enrollments? 
· Jennifer Potochnic reported that she floated the idea of a Concert Club with her students, where a group would pick out and attend four concerts per year together. There was great enthusiasm about the concept. 

· Chris would like to see us get closer to the HEADS national average (46%) in credit hours generated by non-music majors; we are currently at 41%.  He suggested there are moral, not financial, reasons for our gen ed offerings to expose university students to the arts. He’d also like to see us move from 350 toward 380 music majors.
· Demand is strong, ever growing, and the climate is ripe to develop a recording technology program. There’s already quite a bit of faculty expertise on hand to help get this started. 
· Kimcherie Lloyd expressed her view that Music Education is in crisis and needs to be turned around with new faculty resources to become the best such program in the state. This would go hand-in-hand with eventually building our recruiting pool. Others who voiced strong support were Kent Hatteberg, Ansyn Banks, Paul York.

· Paul added that the string faculty doesn’t participate very much in the Music Ed program now and would like to become more involved. Given the incredible talent pool in our current faculty, he’d also like to see us develop a CD label or equivalent vehicle to capitalize on what we have. A Grawemeyer series could be a likely focus for such development. 
· We have to put ourselves out there where the students go, to apps, FaceBook, iPads, etc. and make ourselves, our product, available the way they use technology. To get up to speed and sustain such new initiatives, we need another focused staff position.

· When the dean asked whether directing resources to Music Education trumps all other suggestions made, there was a resounding, unanimous YES.  Update on MEd resources:  As new Marching Band Director, Amy Acklin will maintain her teaching of two classes on a periodic basis. Doug Jones has been appointed full-time for one year to supervise student teachers, other clinical education supervision, and general music ed courses. Sidney King is now full-time, having taken on supervision of string education courses. This coverage plan still leaves gaps in choral music education and instrumental music education. 

· There was support for creating an emphasis or program track in middle/high school instrumental/choral music education. In general, the entire Music Education curriculum must be reworked to be more aligned with needs of students, such as preparation for new teachers to produce school musicals. 
· Kent Hatteberg noted that we have so many strengths here, with so many incredible things going on all the time, that we are failing to promote. 

· Greg Byrne wondered if we could organize a state music tour with some of our premier ensembles.

· Fred Speck mentioned that a motion from Undergraduate Studies should be coming in the fall regarding a mentoring program for at-risk music majors.

· Mike Ramach would like to have future discussion about developing alternate venues and community outreach opportunities.
DBH  5-19-11
