
 
 

October 10, 2013 
 
To the University community: 
 
Last spring we designed the Focusing on Our Future process in response to a clear directive 
by the Board of Regents to become a more focused, efficient and effective University.  
 
Today, with the release of my decisions on Pacific’s administrative units, we are concluding 
the first part of the Focusing process. I thank everyone involved in the administrative 
process, from those who participated in planning the process, to those who compiled data, 
collaborated on reports, reviewed recommendations, and provided debate and feedback. 
Your work has been vital to ensure that we are providing the excellent education our 
students expect and deserve, and that we are spending their tuition dollars wisely. The 
second part of the Focusing process, academic planning and alignment, began last month. I 
also thank all the faculty and staff who are currently engaged in that important process. 
 
Focusing on Our Future’s administrative process has been time consuming, but also 
extremely valuable. As a University, we have come together within and across units to review 
our administrative activities for effectiveness and efficiency. It has been informative to 
identify where we provide superior service or programs  to benefit our students, where we 
have need for future enhancements, and where we can reduce or stop doing things in order 
to direct energy and resources to our highest priorities.  
 
In early September, the Provost and Vice Presidents recommended actions for each 
administrative unit within their division. The President’s Advisory Council with additional 
student, staff and faculty members (known as PAC+) looked at the recommendations from 
a holistic perspective and also sent their review to me. I studied both the VP 
recommendations and the PAC+ review carefully, and listened very seriously to the 
extensive feedback I received from the University community and other stakeholders. At the 
Board of Regents meeting, I shared the campus recommendations, feedback, and my 
decisions with the Board.  
 
Board Chair Kathleen Lagorio Janssen asked me to communicate the following: 
 

The President shared with us the extensive and thoughtful process that has occurred so far, the input 
provided by the University community, and the rationale for her decisions. The Regents considered 
the issues seriously, asking many questions about the decisions and how they would affect the 
strategic future of the University. We firmly support all the President’s decisions and believe they will 
be key for fulfilling our directive to focus Pacific’s resources and efforts on programs and activities 
that will most benefit our students and our graduates. We extend our appreciation to the University 
community for their participation in this valuable process for Pacific’s future.  

 
Actions 
In the enclosed report, you will see that we will enhance several administrative units that are 
crucial for the implementation of the Pacific 2020 strategic plan: the Center for Teaching and 



Learning; Office of Financial Aid; Information Technology; Office of Communications; the 
Budget office; the Career Resource Center; and Student Support Services. 
 
Note that while Legal Affairs, Development, and Beyond Our Gates will be maintained (not 
enhanced), I have offered further comment on them because of the shifting and/or critical 
nature of the services they provide. 
 
I supported all but one of PAC+’s recommendations. “Benefits – Non-salaried,” was the 
one exception. This area addresses Pacific’s tuition remission program. Tuition remission is 
an important program that helps us recruit and retain top talent, as well as live up to our 
educational mission. The total cost of this program, however, has increased from $1.6 
million to $2.85 million over the past four years. My decision is to affirm Vice President 
Cavanaugh’s recommendation to appoint a University committee to study the program and 
recommend ways to reduce its rate of growth. Note, however, that any changes that occur to 
the program will only impact new employees hired after July 1, 2014. 
 
Several choices reflected in this report were difficult to make, yet necessary from an 
institutional perspective. One key instance is Men’s Volleyball. I have upheld the 
recommendation to eliminate Men’s Volleyball as an NCAA Division I sport at Pacific, 
effective June 30, 2014. Vice President Leland and I have also determined that there will be 
no opportunity for external fundraising to preserve the team’s varsity status. Beginning July 
1, 2014, the team will transition to a club sport in a highly competitive club league that 
includes UC Berkeley. Note that all current men’s volleyball scholarship recipients will retain 
their scholarships through their projected graduation date. 
 
The decision to eliminate one sport, rather than cut resources to all sports, is the right 
decision given our goal to enhance the excellence of our overall athletics program. Men’s 
volleyball was chosen for elimination because of our commitment to the West Coast 
Conference and the mix of teams we need to compete in that conference, men’s volleyball’s 
comparatively short time as a varsity sport at Pacific, and its competitive posture. 
 
Our men’s volleyball athletes are highly valued members of our community. I salute their 
inspiring school spirit, integrity, teamwork and athleticism. They have comported themselves 
with great dignity over the past difficult weeks. I have the highest respect for their advocacy 
on behalf of their team and their coach. While I very much hope that these men will choose 
to finish their degrees at University of the Pacific, for any who wish to transfer to an 
institution that offers Division I men’s volleyball, we will do everything we can to help them 
make a successful move.  
 
 
Next Steps 
The next step for the administrative process is to implement the decisions. By November 1, 
Cabinet members will submit an implementation plan to me that lays out key actions, target 
dates, and responsible parties. I anticipate that while some actions will be implemented 
relatively quickly, others, particularly three-city actions, will require several years to take 
effect.  



 
Budget reallocation plans will be treated separately from the administrative action 
implementation plans. More information about the budget reallocation process will be 
released in the coming weeks. In the October 14th Pacific Insider we will announce a 
voluntary early retirement opportunity that will be open to tenured faculty on the Stockton 
campus who are at or near retirement age and have continuity of service to Pacific. 
 
The Focusing on Our Future process is happening in two phases – administrative and 
academic – but ultimately it is one effort with a single set of goals: to ensure that everything 
we do is of the highest quality and impact. The academic planning and alignment process 
that began in September will continue through the spring. School-based administrative units 
will also be reviewed in the spring. On May 1, 2014, I will issue a single final report to the 
University community that integrates our administrative and academic actions and sets a 
course for us to fulfill the Board’s charge to focus on our future. 
 
Once again, I thank our entire University community for their engagement in Focusing on 
Our Future. This initiative will lay the groundwork for us to secure our place as a leading 
university in California, and the first choice for all talented students seeking the high-quality, 
teaching-focused education we provide. 
 
Sincerely, 
 

 
 
Pamela A. Eibeck, PhD 
President 
 


