


like to receive overhead fram research. On the other hand, without
space, there is no overhead to share. It is for this reason, primarily,
that space seems to be the number one priority, given that we already
have faculty who are capable of doing research.

On the other hand, for many reasons it doesn't make sense
to allocate all overhead cbtained fram new research to pay for space.
Strictly as a rule of thumb, perhaps we could say to the faculty
samething like the following: if you bring in $30,000 per year
in research funds, and have no space suitable for your research
on campus, you will autamatically win a ticket to space off the
campus for as long as your research continues at the mentioned rate.

But what about accomodating a research team and their
graduate students? If we take a minimum-sized team of perhaps
three faculty and six graduate students, we are talking in the
neighborhood of $250,000 per year as a grant or contract amount
that would be appropriate to justify moving the project into the
off-campus space.

Assuming that these ideas do not seem unreasonable, we still
have not solved the space problem because there remain questions of
timing. We are told that once an agreement to lease for a year has
been signed, we may normally have a 60-day delay before the space
can be occupied. Also there may be additional expenses for furniture,
computers, copiers, telephones, etc.

Should we not strive to anticipéte the need for a lease,
and go ahead and lease some space in anticipation of the need for it?
A MASTER LEASE would allow @I to lease a building and then sublease
parts of it. If we staggered subleases so that we had expirations
every two months or so during a year, we would never be more than
two months away from having space opening up for research, provided
we allowed tenants only 60 days notice or less before terminating
their leases.

If we don't want to lease a whole building, then perhaps we
could lease a floor, if we can establish a high probability of
grants or contracts caming in. Or perhaps we could even convince the
CIT to pay for such a lease, if they could see the logic in having

space as our top priority.



2. FULL-TIME GRADUATE. STUDENTS—-A SECOND PRIORITY.

Given that we have faculty qualified and experienced in doing research.
Suppose that we have ample space, adequately equipped at least for
paper-type research (i.e., research done largely at one's desk and
through interaction with colleagues), not requiring expensive
technical equipment; how do we stand then?

There are two reasons why we are still not in good shape, both having
to do with the shortage of full-time graduate students. On the one hand,
the faculty have to do everything, and since they are part-time on research
this means that progress is likely to be rather slow. Also it means that
tasks that are essentially routine for them, but which would be great
learning experiences for graduate students have to be done by faculty.

This arrangement is undesirable, from the faculty point of view.

But moreover, as we are an educational institution, we are
really obligated to involve the graduate students (and sometimes undergraduate
students) in the research. We cannot do this much now because we don't
have the students.

Conversely, if we had the students, we couldn't have them working
on a research team with faculty wvery conveniently if we had no space.

But if we have space, then we are ready to grow the graduate students into
research colleagues.

Again, if QU has little funds to bring in graduate students,
then why not take the state monies saved as a consequence of putting
faculty part-time onto research projects, and use it to hire graduate
students. This is a bootstrapping formula much like the one for getting
the space, except that the source of the funds is modified samewhat.

Finally, in order to get graduate students to come here,
the faculty are going to have to go ocut and recruit them. Here is
another way we will have to use funds; probably taken from the same
overhead monies that we use to get the space. Of course if faculty
don't recruit, we might build up a sufficient mumber of graduate
students in ten years; but we are talking about SOON.

We must keep in mind that we want cur faculty to stay on campus
or as near as possible to do their research, and not go gallivanting out
to same company or federal installation.



But our faculty won't recruit if they don't see the opportunity
to do research. This is why we have to give them assurance that
a) The space will be available
b) Money will be available to pay for the graduate students
c) Morey will be available to pay for their travel to
recruit full-time graduate students
This set of circumstances should be sufficient to stimulate motivated
faculty to move as quickly as possible in the research area.
If we do this well, there will come a time when we no longer
need to base our progress on boostrapping.

3. EQUIPMENT FOR RESEARCH--A THIRD, AND MUCH LOWER PRIORITY

Research involving information technology often involves
expensive equipment that may become obsolete soon. We don't have the
money to do everything we might like.

If we don't do anything involving equipment, there is a great
hazard that our work will be much too academic to be useful. But there
are several answers to this issue that don't require significant

expenditures:

a. We can probably make deals with local companies to use same
of their equipment on a part-time basis at no cost.

b. We can probably use mainframes and microprocessors to do a
lot of the research, thereby saving a lot of money that would
otherwise be needed; which suggests that it is wise to invest
in these areas to make usage very convenient to the researcher.

c. If special equipment is needed, we may often be able to get
it free; which says that we need to build up a budget for
maintenance--an expense that is much lower than initial
purchase for many kinds of eguipment.

d. The most camon rule should be that the sponsor must provide
the necessary equipment as part of the grant or contract.

With these potential solutions available, we can see that equipment should
really be very low on the priorities compared to space and full-time
graduate students. On the other hand, we have to work on equipment
availability to prevent the research fram being sterile.
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4. OVERHEAD INCENTIVES--A FOURTH PRIORITY

We are a long ways fram steady-state in research, and we
cannot expect to have an overhead policy that ignores the dynamics
of our research buildup; such as we might get if we copied an
established research university.

Nevertheless we have to realize that we are competing with
established universities for research faculty; and that there are
certain benefits to getting incentive-type overhead returns to those
parts of the university that work hard to bring in research dollars.
Among these include simply the human factor of 'recognizing that while
some of the overhead goes to other purposes, at least same of it
cames back to allow the appropriate researcher, chairperson, and
dean some discretionary funding. Without the special freedam that
can be gained with return of overhead money, some of the most useful
actions associated with continuing and growing research activity
are inhibited or prevented.

Therefore, I believe, it is important to distribute parts
of overhead funds to the researcher, to the department, and to the
school, or other component of the university, in order to allow
them to enjoy certain appropriate activities that they couldn't

undertake without it, such as:

e Giving small,special encouragement to faculty that
need something special to help them get started in
research

e Pay for overseas travel to scholarly meetings, oOr
for travel in-state as a supplement to other travel funds

e Allow payment for meals for visitors that may become sponsors
or that may become faculty, or in other ways may help the
research

e Allow for printing brochures, etc., or letterheads, to
give more visibility to what is happening

e Allow payment for visiting speakers for seminars



