























necessary for this are ones we possess. They cut a wide swath, encompassing understanding of water
sources, water quantity, water quality, water law, water economics, water policy, and — yes — the
conservation of this precious resource. When Mihai Ducea (Associate Professor, Geosciences) was a
candidate for his faculty position here at UA, he “cut to the chase” and simply talked about “issues of
thirst.”

In this basic example, we find that it is really not so very hard (for departments, colleges, and the
university as a whole) to identify where demonstrable excellence for innovation coincides with greatest
need. At UA, we have a preeminence in “water” across multiple disciplines: As a land-grant institution
we have a special mandate to assist Arizona in

dealing with water-related issues, and we know that

“working on water” will never be parochial, given

the pressing survival needs globally, especially in

sub-Saharan Africa.

Again, this is just one illustration where UA’s
formidable expertise and the world’s needs meet.
The consequences of not succeeding in this realm will
dwarf the Katrina disaster by orders of magnitude.
Drought is the inverse of the flooding, but it presents
similarly drastic outcomes. Poor and oppressed
people and families will continue to suffer the most,
for they won’t be able to get out if the water dries up.

Changing Directions and Focused Excellence

In 2002 the Arizona Board of Regents, through Changing Directions, presented to each of the Arizona
university presidents the opportunity to fashion an institution-specific roadmap of expectations and
approaches. President Likins, as a result, launched Focused Excellence: the notion that since UA cannot
do everything that we have been doing and still meet the quality standards we expect of ourselves, we
must reduce the number of things attempted and thereby increase the quality and excellence of
everything we choose to do.

Focused Excellence is playing out at the overall university level, at the college level, and at the
departmental level, with the long view and determination to steadily reallocate time, money, and
energy toward strategic objectives, while all the time working hard to maintain the necessary comprehensive
quality in order to meet our fundamental mission responsibilities. Achieving this balance, through optimizing
the investment of resources, will be part of the challenge of the next UA president.

Changing Directions and Focused

Excellence were borne of hard times,
where deep local (Arizona) cuts to In 2003, President Likins and Provost Davis convened blue-ribbon
interdisciplinary study teams to explore opportunities for innovation
o ! and cross-university partnership in the following four areas: life
within a backdrop of conspicuous sciences; cognitive sciences and neurosciences; cultural, ethnic,
national climate of steadily reduced gender, and area studies; and earth sciences and environmental
state-government support to public programs. The charge was not one of_creat_ing proposals for reor-
R . . ganization but rather to explore ways in which these four areas — so
institutions of higher learning. important to UA’s future yet broadly distributed across colleges —
Focused Excellence emphasizes could become strengthened by more coordinated and effective
cross-college structures and partnerships.

Focused Excellence Study Teams

higher education were sharply felt




reevaluation of what we are doing, how we are doing it, and how we are Strategic Priority: To build a
world-class and diverse

paying for it. Focused Excellence demands innovation, and there is no academic community at the
one model. Focused Excellence means having programs of consistently forefront of discovery.
high academic distinction. We must focus on fewer things and do those

things well.

A few illustrations will suffice. Astronomy was a natural, given southern Arizona's tall mountains and
clear skies. The region beckoned partnerships, including those with federal agencies, with the Vatican,
and with prestigious universities from around the world. Astronomy required the very best in optical
sciences, paving the way for our College of Optical Sciences, which is best in the world, and whose
range still includes optical engineering but also quantum optics, photonics, and biomedical imaging.

How could UA not invest deeply in anthropology, given our cultural setting and location, and given the
fact that humans have inhabited this region for thousands of years? In present-day Tucson on the banks
of the Santa Cruz River, archeologists have concluded that sites found there represent the oldest,
continuously inhabited area in the United States. Preservations in the semi-arid Southwest provide an
enormously rich record.

Other “naturals” include geology, (now Geosciences), hydrology, and Atmospheric Sciences.
Hydrology is best in the world. Geosciences is dominant in fields like tectonics, where principles and
concepts (developed first, in many cases, locally and regionally) are being used innovatively by UA
students and faculty in mountain belts and high plateaus throughout the world.

T Nestled between astronomy and geosciences is Lunar and
Planetary Sciences (LPL). The accomplishments of LPL are
staggering, including their winning $360 million from NASA

» ' for the Phoenix Mission. The quality of Atmospheric Sciences,
especially in the fundamental research on the development of
Global Positioning System geodesy on the analysis of
atmospheres, is heralded by the leadership of National Oceanic
and Atmospheric Association.

A college example is Agriculture and Life Sciences (CALS),
which grew as the most important expression of the land-grant
mission, within a state whose needs for technical expertise in
best practices in production agriculture, rangeland
management, and arid lands studies were and are
critically important for sustainability. CALS keeps pace
especially today using the best of genomics research in
application to the needs of farmers and ranchers; and
using GIS technologies in rangeland management. The
legacy of Arid Lands Studies is legendary, with early
years marked by profound contributions by USAID into
the African nations. Academic program reviewers
recently were quite simply “dazzled” by the Ph.D.
students in this program, who come to it as non-
traditional students from a variety of core disciplines.
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What's Ahead: A University in Transition

Societal issues are of such a magnitude of complexity,
research problems are commonly so intractable, and
investment requirements are so large, that there has been a
general evolution here and elsewhere at peer institutions
from single investigator, to team investigations, to
programmatic collaborations, and this is not just in technical
areas. We see this in UA’s history, where, for decades, the
individual, independent teacher-scholar held sway. Added
to that, but never diminishing it, came the robust emphasis
on interdisciplinary research and GIDPs involving
collaborations of individual scholars. Now we see where,
without diminishing the first and second, there is emerging
attention paid to interdisciplinary research and outreach
involving collaborations of individual programs. What
appears to be recognized is
that innovations that will
rise to the challenges today
cross so many disciplinary
and programmatic
boundaries that solutions
can be found in reasonable
time frames only by
programmatic, including
college, collaborations.

We notice that sponsor agencies and external funders are
also emphasizing formalized collaborations in
interdisciplinary programs, to the development of more
massive organizational constructs, expressed by centers and
institutes that galvanize cross-disciplinary activity between
departments, divisions, and colleges.

Universities who dare move in this direction recognize from
the start that innovative, entrepreneurial leadership must
draw from all revenue sources (private, philanthropic,
federal, state, tuition) new resources to achieve
sustainability. The investments required exceed what state
governments can reasonably achieve, and indeed surpass
what can be reasonably expected in traditional independent
“principal investigator” models.

Who Benefits?
It is within such a fertile, collaborative, innovative

environment that we can carry out our most important
mission: to educate the next generations of undergraduate,
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UA’s Advantage in the Life and
Biomedical Sciences

Significant statewide and national impor-
tance has been placed, in recent years, on
how strategic investment in outstanding
programs in basic life sciences and bio-
medical sciences can create the opportu-
nity to advance both the State and its insti-
tutions of higher education or be left be-
hind. Key events include the 2001 launch-
ing of UA’s initiative to bring together sci-
entists from 5 disciplines—agriculture,
medicine, pharmacy, basic science and
engineering—to solve complex biological
problems. Thus, BIO5 — a collaborative
research institute was formed. In 2002, the
non-profit research organization Transla-
tional Genomics Research Institute
(TGEN) was founded, with a mission to
make and translate genomic discoveries
into advances in human health. TGEN
collaborates with UA, NAU, ASU, and
other private and public sector entities to
move research discoveries quickly into
applied arenas. In 2004, the President of
Arizona Board of Regents, the President of
UA, and the President of Arizona State
University signed an agreement to build
The University of Arizona College of Medi-
cine Phoenix Program, and The University
of Arizona College of Pharmacy Phoenix
Program. Together, these ongoing efforts
create the “moment” for a “focused excel-
lence” university-wide push toward an ex-
cellence in the biosciences and biomedical
sciences that is consonant with the revolu-
tion in biology and its translational opportu-
nities and applications.

UA’s College of Medicine has adopted
similar strategic thinking in identifying five
emphasis areas around which it will cluster
faculty expertise and research and clinical
initiatives: cancer, diabetes, neurological
disorders, cardiovascular biology, and bio-
medical imaging. These areas are inten-
tionally chosen as they invite multidiscipli-
nary approaches to implement new diag-
nostic, prognostic, and therapeutic strate-
gies.

UA’s special role derives in part from its
basic strengths in life sciences, and the
enviable situation of UA being the only
university west of the Mississippi that has
all four colleges of Medicine, Nursing,
Pharmacy, and Public Health. This fact
provides enormous opportunity to fulfill the
national health sciences mandate to

innovate” in health sciences education
through inter-professional training.




graduate, and professional students in environments of engagement that are learner-centered and fed
by the energy and fruits of new discovery and innovation.

Indeed, when we ask top high school scholars why they are
interested in UA, they respond time and time again —
because of the opportunities for interdisciplinary study,
and because of the opportunities to do independent
research, even as a freshman.

Integral to the innovative and collaborative environment
we cultivate is the University’s adherence to value
diversity and inclusiveness. Our own determined mission
and vision for diversity at The University of Arizona find
roots from the legacy and heritage of this region, and our
diversity goals emphasize the environments which we
must establish, ones that are diverse, fair, and hospitable.

Achieving and sustaining these goals requires work at
every level, from individual programs within departments,
to UA’s Office of the President, and the Arizona Board of
Regents. Diversity is central to our productivity and
excellence. Our diversity should be yet another strong
expression of our cultural environment, our history, our
broad geographic location, with greater success in the
recruitment and retention of faculty, staff, and students,
both women and men, who are Native Americans,
Hispanic/Latino/a, Asian/Pacific Islanders, as well as
citizens from other nations. Our African American
populations are small in southern Arizona, and yet it is
critically important for UA to work continuously with our
community to have UA be a place that is diverse, fair, and
hospitable in attracting and retaining faculty, staff, and
students from all underrepresented groups.

We have a concentrated wealth of knowledge beyond

precedent that is available within the region as primary
sources, not archived at some distant metropolitan center. To borrow a phrase from writer/naturalist
Janice Emily Bowers, the University of Arizona both stewards and celebrates a sense of place.

Our heritage is a foundation for resilient adaptations and creative opportunities, and thus the University
forms the core of an enduring society. In providing for our students a learning environment that
celebrates discovery and innovation and that honors and respects the many backgrounds we all come
from, we foster in all who call the University their “academic community” the capacity to be great
thinkers, learners, leaders, and responsible citizens prepared to serve their communities.
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Shared Governance in Doing Business and Enhancing Innovation

UA continuously strives for the perfect balance in our efforts to recruit and retain outstanding faculty,
professionals and staff, to serve students and society to the finest degree possible, and as a consequence
to advance within the ranks of AAU institutions nationally. As is evident from this essay, UA’s greatest
strength resides in its faculty and staff, whose direct insights, vision, and decisions express the
distributed entrepreneurship which continuously leverages UA’s advancement.

Central control is utterly essential for stewardship in areas of budget, expenditures, recruitment
planning, compliance, fairness and equity, compensation, and overall accountability to itself and to the
Arizona Board of Regents. Distributed responsibility and entrepreneurship are absolutely essential for
wiser decision making, locally, within this multi-faceted complex university. The glue that connects
central control and distributed responsibility is shared governance, such that major decisions related to
fundamental mission policy and protocol require mutual engagement by central administrators,
department and college leaders, and faculty and staff leaders. Over the long haul, this results, in better
decisions.

The innovative capacity of UA is fostered by
a woven arrangement not unlike a
magnificent Tohono O’odham basket in
which the academic “line” structure of the
university composed of 19 colleges and more
than 120 departments is crisscrossed by 15
interdisciplinary programs and numerous
centers and institutes and additionally cross-
linked by a weave of shared governance
councils comprised of faculty, staff, and
student leaders whose voices participate in
the framing and changing of policy.

Furthermore, because of innovative grassroots leadership, UA has gained extraordinary insight on
matters of gender and diversity. One emblematic example: The GRACE Project (Generating Respect for
All in a Climate of academic Excellence) was a study of the causes of disparity between male and female
faculty in the College of Medicine in track assignment, promotion to higher ranks, and leadership
positions, with the ultimate goal of identifying and implementing solutions to documented barriers. The
ongoing efforts of the GRACE Project were recognized in 2004 through a Progress in Equity Award from
American Association of University Women Legal Advocacy Fund.

Though far from where we ultimately wish to be, our innovative shared governance leadership is
equipping UA with the transformations required for recruiting and retaining faculty and students in a
way that is competitive within the challenging national market place.

Our mantra is to do all of this in ways that maintain the trust of the people through being stewards of

knowledge, stewards of resources, and stewards of Arizona’s sons and daughters, helping them to be
change agents in a world requiring innovation.
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Full Participation and Full Engagement

The finest private corporate organizations have long recognized that fully engaging the human
resources within an organization moves that organization successfully toward meeting and then
exceeding objectives. At UA we see this in an analogous manner in the classroom, where fully engaging
students in “learner-centered” environments produces results far exceeding “straight lecture.” UA, with
its extraordinary faculty and academic programs functioning in a “changing directions” environment,
leads in ways that interlink central control and distributed entrepreneurship.

I close by going back to my sky island archipelago reference. The University of Arizona has been a
natural laboratory and repository for the heritage of this region almost since its inception. The record of
this institution demonstrates that the cultural, physical, and intellectual landscape supports academic
environments of high evolutionary potential — what I could call high innovation capacity — and
engenders programs of extraordinary reputational height. Where else would you want to be?

Photographs by: George H. Davis, Jay Rochlin, College of Fine Arts, Karli Cadel, Lori Stiles, A. Espinoza, Robert Walker.
Map rendering by Susie Gillatt, (after McLaughlin, Steven P., An Overview of the Flora of the Sky Islands, Southeastern Arizona:

Diversity, Affinities, and Insularity. In USDA Forest Service General Technical Report RM-GTR-264, Biodiversity and Manage-
ment of the Madrean Archipelago: The Sky Islands of Southwestern United States and Northwestern Mexico, 1994, p. 61.)
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