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SUMMARY

This draft of the NYU Framework 2031, requested by the Executive Committee of the NYU Board of
Trustees, addresses the key concerns, issues, and opportunities that NYU will face over the next two
decades as it approaches its 200" anniversary in 2031. First, this document describes the context and
means by which NYU achieved its rapid rise in academic stature over the past quarter century and
highlights the major challenges and constraints that NYU will face in the coming decades as it continues to
aim for the same advancement. These new challenges range from the nationwide political discourse
increasingly critical of and antagonistic to higher education to the formidable and growing resource
advantages of the wealthier institutions against which NYU is competing for students and faculty. The
negative political climate, driven by public concerns over high tuition rates and access, may well get worse
if it leads to legislation that limits tuition raises, cuts back federal and state financial aid, and curtails

government funded research.

The University, however, must continue to pursue opportunities and not lose sight that its preeminent
task over the coming decades is to nurture its core as a great research university. NYU has built a solid
platform, evidenced by its strong research profile, outstanding faculty, superb student body, distinguished
professional and graduate schools, and creative programs. The Framework must give the highest priority
to sustaining and developing this core of academic excellence and research. A great research university
produces, preserves, and transmits new ideas, insights, and knowledge. Its basic research activities
promote and nurture scientific progress, develop artistic and creative expression, and sustain an informed
democratic society and its political life. In the next quarter century, there will be two to three dozen truly
great research universities in the world. NYU, first and foremost, must secure its place in that group, not
simply by mimicking what other great research universities are doing, but by building on its own unique
strengths, assets, and ambitions. NYU'’s entrepreneurial spirit, attitudinal and locational endowments, and
global reach, imaginatively deployed, can create this future — not just for some select units and

departments as it has successfully done in the past, but for the University as a whole.

The second purpose of this draft is to outline some principles and processes to guide the difficult
choices and bold decisions that NYU has to make in order to succeed. NYU does not enjoy the
endowments of dollars and space of its peers. If the reality is that not all initiatives can be funded, how
should NYU make the judgment among many appealing proposals? The Framework puts forth a set of
overarching principles, or fundamental tenets of quality, that must not be sacrificed; criteria for evaluating
specific proposals for investment; and further considerations or “plus-factors” to be weighed in assessing

proposals going forward.



It is very important to acknowledge what this document will not do. NYU is not yet devising a strategic
plan or a specific set of academic priorities. Some, with good reason, will argue for more immediate and
precise priorities, and undoubtedly, future discussions will have to confront specificity in choices and
directions. But at this stage the goal is to create guiding principles and processes, broad enough to allow
for the flexibility and agility that leaves room for the NYU entrepreneurial spirit, and yet focused enough to
provide genuine direction for choices ahead. The distillation of these principles and criteria is found on
page 14.

|. THE FOUNDATION

NYU today is a confident, reflective community of scholars, artists, and learners that is mindful of its
founding values, animated by its mission as a major urban research university with global reach, and
committed to ambitious yet thoughtful planning. Over the most recent 25 years of its history, NYU’s
ascendancy has been nothing short of stunning — moving it from near bankruptcy in 1975 (when it was
largely a regional institution with several strong professional schools and institutes) to a position of

prominence among the great universities of the world.

Much of the University’s success from 1981 to 2001 was driven by aggressive entrepreneurship —
opportunities identified and seized. The judgments made about investments during this period — recruiting
research faculty, erecting student residence halls, initiating a small set of study sites in Europe, investing in
several innovative programs — were for the most part well considered. Today, NYU faculty are recognized
as leaders in their fields, as is evidenced by their research breadth and depth, the number of distinguished
awards they have received, and the intensifying efforts of other institutions to attract them. The growing
research reputation of many schools and departments has drawn to the University’s Ph.D. and MA
programs outstanding graduate students from all over the world. Not surprisingly, therefore, the NYU
graduate student placement record, both to academic and professional institutions, has markedly
improved. Similarly, NYU's professional schools all have made impressive advances in the past seven
years. And the quality of undergraduate students is higher than ever before, as evidenced by rising
standardized test scores and GPAs, ever more impressive records of leadership, an increased number of
applications, and greater selectivity. Today, an increasing number of NYU’s schools, departments, and

programs are among the very best in the world.

Over the twenty years from 1981 to 2001, to generate the resources necessary to fund its
transformation, the University employed a number of techniques: increasing the size of the overall student
body by 25% from 1991 to 2001, raising tuition; borrowing; restraining the relative growth of the faculty,
physical plant, and administrative support; and deferring maintenance. As the new century began,

however, it became very clear that these techniques could not be sustained indefinitely. For instance, the
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rapid growth in the size of the student body of the 1990s has been slowed — and is projected to continue at
a more modest rate over the next 20 years in order to maintain an appropriate student/faculty ratio and
class enrollment size and diminish congestion. Thus, a new approach to generating and managing
resources was necessary to maintain academic quality (let alone to enhance it) over the longer term. This
included a twin focus on building community within the student population and reconnecting to NYU

alumni, who had largely been neglected.

By 2002, the situation was even more complex, as the University experienced two seismic shocks that
threatened its previous gains. First, the University discovered, through an analysis of the budget for the
University’s operations outside the Medical Center, a significant structural deficit even as it realized that
increased investment in faculty growth (to rebalance faculty student ratios) and in infrastructure (to
increase academic space and to redress deferred maintenance) was necessary. Second, the University’s
Medical Center was suffering financially, due principally to the hospital’s aging physical plant, changes in
the economics of health care, and complications arising from an earlier merger with the Mount Sinai
Medical Center. While many universities suffered in the national recession which followed 9/11, NYU
faced a set of unique and substantial challenges — and had no choice but to take painful steps to stabilize

its finances.

Fortunately, the University took the necessary action. By 2003, it had addressed the structural deficit
by freezing administrative hiring and all compensation, applying stringent cost controls, and establishing
greater contingency funds -- and it had begun the (now successful) effort to extricate itself from the Mount
Sinai merger. At the same time, the University leadership instituted deliberative processes designed to
develop standards for resource allocation decisions, with careful attention to long term strategic goals.
Today, the University’s financial position (regarding budgetary balance, current cash position, and the like)

is stable and strong.

In turn, the fact that the University had responded successfully to these daunting challenges inspired
confidence among key stakeholders. Thus, in 2002, the Board of Trustees launched the ambitious and
unprecedented $2.5 billion “Campaign for NYU,” which required the University to raise over $1 million per
day, every day for six years. Of special note: six trustees provided the funding for the “Partners’ Plan,” a
signature initiative to increase substantially the size of the faculty in the University’s arts and science core

with a commitment to build on existing quality to attract more of the very best faculty in the world.

The Partners’ Initiative also has underwritten significant capital investments in academic facilities and
in faculty housing improvements to facilitate both recruitment and retention efforts and enlarge the

University’s research capacity. Other benefactors have provided funding enabling increased investment in



the faculties in other schools, financial aid, new academic programs, increased residential capacity,
student wellness programs, new global sites, and the physical plant. In particular, the Campaign for NYU
has catalyzed an enormous amount of investment in expanding and improving the space available to the
University since 2002: more than $1 billion for scores of new facilities construction and upgrade projects
that have benefited every school at NYU and touched almost every aspect of life, including classrooms,
research laboratories, library facilities, residence halls, clinics, theaters, faculty offices, faculty housing,

student facilities, and academic institutes and centers.

The University will continue to address the shortage of space with which it lives, and has acquired a
number of buildings totaling 600,000 square feet for deployment as classrooms, studios, offices, and
academic space in the near future. For the longer term, through its NYU Plans Space 2031 initiative, the
University is undertaking, for the first time in its history, a comprehensive space planning effort. The rate of
planned future increases in student enrollment at the Square will be minimal (0.5%), far lower than the
2.5% growth rate that characterized the past decade. The aim is to provide the necessary square footage
(estimated at 6 million square feet) to advance NYU’s academic trajectory while committing the University
to contextual development that respects the character of the neighborhoods, improves the streetscapes

and green spaces it shares with the community, and aims for a high standard of architecture.

. MAJOR CHALLENGES

The University has taken impressive steps, both to secure the gains that have been made and to
maintain the momentum which has characterized its recent history. Yet serious challenges lie ahead both
for research universities in general and for NYU in particular. The University will need to be especially

creative and nimble if it is to realize an agenda of continued advancement.

1) NYU, Along With All in American Higher Education,

Will Face Serious Domestic Challenges

There is increasing public pressure for access to higher education, which perhaps is linked to the
perception that the Bachelor’'s degree has become as essential as the high school diploma was a
generation ago. However, society has not shown a willingness to support higher education to the degree it
does secondary education, and, without these public resources, only a very small handful of the wealthiest
colleges and universities (less well endowed universities like NYU not among them) are in a position to
offer sufficient financial aid to address the needs of all who wish to attend. As a result, American higher
education — especially as incarnated in the great research universities — is coming under increasing

criticism and political pressure, even as it is the envy of the world. This pressure takes various forms:



reduced funding to support research and creativity, especially the kind of basic scientific research and
research in the humanities, social sciences, and the arts that is the heart and soul of the research
university; a failure to appreciate the complexities of higher education finance (especially in research
universities), manifested frequently in simplistic talk of the relationship of costs and tuition and in poorly
conceived attempts to legislate “price controls” for tuition; regulation of higher education, ranging from
various “output” studies (often driven by extremely narrow visions of the purpose of a higher education) to
unfunded mandates (ranging from detailed data compilation to homeland security measures); and calls for

accountability (without accompanying understanding of its meaning in the educational context).

Demographic challenges also exist: future enrollments will be affected by the declining rate of growth
of only 5% in high school graduates from 2004 to 2017, down from the 24% increase observed during the

previous 12 years.

Finally, universities will face intensified external requests for greater efficiencies, including an

expectation to exploit technology to lower or contain the cost of providing higher education.

2) NYU, Along With All in American Higher Education,

Will Face Serious Challenges From Abroad

Until 10 years ago, a great river of faculty and student talent flowed from around the world to
America’s great research universities. Then, both Europe (which created an educational common zone)
and Australia/New Zealand aggressively began to recruit foreign students (with Europe seeking parity with
the United States in this regard). China is now building up to ten research universities each year, and India
also has begun intensive efforts to retain its faculty and students. After 9/11, the United States began to
impose restrictions on faculty and students from abroad, ranging from visa screens to export rules. Thus,
even if the number of foreign faculty and students coming to U.S. colleges and universities is relatively
stable, the nation’s share of the very best is diminishing. The flow of intellectual brainpower worldwide is
far more complex than it was a decade ago, and NYU, along with all research universities, will be forced to

deal with this change.

3) NYU Will Not Have the Financial Resources to Do All It Will Wish To Do

NYU’s history, to a large extent, has defined its financial position and its resource constraints. With a
long history as a regional school serving the working class, NYU did not enjoy decades — and generations
— of support from wealthy alumni. Its financial condition was at times tenuous, even critical, so it was not

able to build resources from within. While NYU's stature and standing have risen since 1981, this was



accomplished largely through its entrepreneurial academic initiatives. It is only in the last decade that NYU
has been able to capitalize on its transition to a residential campus and its growing reputation to develop a

fundraising base.

Today, NYU is better off than it was, but not wealthy. It has been successful, but is not comfortable. It
is the largest private university in the country in terms of enrollment, but has only the 32nd largest
endowment among all universities, including the public universities (21* among private universities).
Furthermore, of the 22 private universities with endowments over $2 billion, NYU has the lowest
endowment per FTE student, at $62,000. Moreover, the gap between NYU and its peer institutions is even
larger than these numbers suggest Of those 22 private universities, the 21% and 20™ ranked institutions
have endowments per FTE student that are two to three times larger, respectively, than that of NYU. The
19 other institutions all have endowments per FTE student of at least $275,000. Overall, NYU does not
just compare poorly against the wealthiest institutions: among private universities with the 100 largest

endowments, it ranks 91% in endowment per FTE student.

These unavoidable facts have important consequences. Even the best endowed of NYU'’s peer
schools feels constrained to make choices among attractive academic options, with the result that certain
opportunities must be passed,; this reality presses itself upon NYU a fortiori. Mounting a first class
research university program is enormously expensive, and the operative element which drives the expense
— research — cannot be compromised without sacrificing the excellence of undergraduate education, the
guality of student life, the extent of financial aid, or the maintenance of facilities. This is the world in which
NYU lives.

The ramifications are clear. Absent the kind of endowment support others enjoy, tuition revenue
drives the University’s capacity to pursue initiatives from faculty growth to financial aid, from program
support to facilities. With further growth in the size of NYU in New York City both very costly and very
limited, increases in tuition revenue in the years ahead will be modest. The Higher Education Price Index,
which measures the cost of providing a steady state higher education, rises more rapidly than inflation
because it is highly sensitive to rapidly rising prices in areas like construction and the latest technology;
therefore, whatever increases do occur are unlikely to generate funds for enormous investment in new
initiatives. Clearly, this presents a university like NYU, which is largely tuition dependent, with a major

challenge as it seeks to expand its program and personnel (especially faculty) and remain competitive.

Nowhere is this challenge more compelling than in the domain of financial aid, particularly as a
growing number of the nation’s wealthiest universities have recently introduced aggressively generous

financial aid programs targeted at middle income students. While NYU already devotes a substantial



amount to undergraduate financial aid — about $150 million annually — it does not have the resources to
match such initiatives. At the same time, NYU has a greater number and proportion of extremely needy
students than its peers: thus, it has at least double the percentage of Pell Grant-eligible students (the
neediest ones, as defined by the U.S. Government) of institutions like Harvard, Yale, and Princeton. As
the University pursues its founding and continuing commitment to provide access to the neediest of
students, it confronts a widening chasm in terms of its ability to meet the full need of even these, its most
needy. As the wealthiest of universities extend aid to students from middle class families who feel the real
pressures of tuition costs, NYU will have to discipline itself if it is to avoid diverting aid from the neediest to

offer more to the less needy, simply as a response to actions taken by wealthier peers.
Finally, although NYU’s location is one of its strongest assets, there are two potential downsides: the
cost of doing business in New York rises unrelentingly, and the University’s fortunes could be affected

adversely should the City suffer a serious economic downturn.

4) NYU Will Not Have Sufficient Space to Do All It Will Wish To Do

As NYU recreated itself between 1981 and 2001, it did not expand either its faculty or its classroom
and office space commensurate with the elevation of its new status or the size of its student body; that
adjustment must now occur or the quality of the NYU educational enterprise will suffer. And, of course,
any expansion in the size of the faculty (such as the Partners’ Plan) or in the scope of program (ranging
from sorely needed classrooms, studios, and labs to additional undergraduate, graduate, and faculty
housing) will demand space. But space is in short supply — very short supply. If Columbia at 230 gross
square feet per student rightly describes itself as “space deprived” vis a vis peers, NYU at 160 gross

square feet per student is space starved.

With City leaders predicting that New York’s population will grow by 15% (one million people) over the
next 25 years, the need for space will outstrip supply — and will be even more expensive than it is today.
Even if the University were able to identify and develop over the next 25 years the six million additional
square feet contemplated in the NYU Plans Space 2031, it still would occupy far fewer square feet than
most of its peers. In the best case scenario, therefore, NYU will have to make very difficult choices about
how it allocates the precious space that it has and that it will obtain. Additionally, the acquisition or
renovation of that space will consume valuable financial resources — thereby exacerbating the pressure of

all other claims on its already challenged financial resources.



[ll. NYU'S DISTINCTIVE ASSETS

NYU is not without considerable assets to address both the external and internal challenges just
described. These assets not only provide a foundation on which to build capacity to meet the challenges,

but also signal opportunities available uniquely to NYU.

1) NYU’s Locational Endowment

In recent years, the University has become increasingly aware of the great value of its location. In the
wake of 9/11, NYU decided to affirm aggressively its connection to New York. Founder Albert Gallatin’s
vision of NYU as an institution “in and of the City” — has become part of the University’s collective story and
strategic thinking. And the University has lived these themes: NYU was the first New York institution to
break ground for a new building after 9/11 (the Law School’s Furman Hall, on 9/20/2001) and the first New
York institution to lease space downtown after 9/11 (SCPS in the Woolworth Building, early in 2002). NYU
is a major public citizen and employer in New York — and has assumed a leadership role in promoting

sustainability and public service.

Of equal importance, the University consciously has begun to integrate the special qualities of New
York into the presentation and development of its programs, especially for undergraduates. Both the “New
York experience” and the “internship experience” the City provides long have been attractive hallmarks of
an NYU education. More recently, the University has begun to emphasize its ecosystematic relationship
with the City (no gates or quadrangles separate NYU from the City’s streets) as well as the relationship
between the complexity of New York City as a community (as not only a world city but also a literal
miniaturization of the world — the first city to combine the global and local) and the complexity of NYU as a
community. NYU is striking: it is a place where students learn the techniques of building a community out
of microcommunities — balancing interests and avoiding the ill effects from seeking either the comforts of
homogeneity or the isolation of subcommunities that thwart interaction with others. By explicitly
incorporating each of these special qualities, the University has transformed potential weaknesses (lack of
a traditional campus, size, and complexity of the community) into strengths. And by presenting a more
accurate picture of NYU in admissions materials, the University has attracted students more likely to be
happy and thrive here.

In addition to these broad thematic connections to New York, the University has seized upon other,
more concrete advantages associated with its location — such as resources and opportunities in
Performing Arts, Entertainment, Fine Art, Law, Business and Finance, Mathematics, Education, Media,

Communications, and Public Service, among others — all of which are powerful draws in the recruitment



and retention of the world’s top faculty and students. For example, the Center for Genomics and Systems
Biology expands NYU's science base by capitalizing on its locational endowment, building connections to
NYU Medical and Dental Schools and to sister NYC institutions, including the American Museum of Natural
History, the New York Botanical Garden, and Cold Spring Harbor Labs. New York’s rich cultural
environment and its numerous major arts institutions, as well as a longstanding independent intellectual
and literary culture, appeal to and support the work of faculty and students in the humanities disciplines.
Similarly, the unique intensity and density of Washington Square and New York City can be tapped to
promote greater interdisciplinary and inter-school collaborations and partnerships, as well as foster

associations with other academic institutions.

NYU’s expanding global presence is another manifestation of its geographical preeminence. The
society of this century is increasingly global. Created and shaped by the transportation, information, and
communication revolutions and by unprecedented migration patterns during the last century, this global
society will grapple with worldwide problems in health, environment, population, poverty, economy,
education, politics, and the complex relationships among cultures. The welfare and even the very
existence of the world’s inhabitants will depend upon the solutions found to these transnational, global

problems.

Higher education must provide the next generations with the knowledge, information, and intellectual
tools to address successfully these immensely important global issues. Great research universities,
through the research and scholarship of their faculties, are well-equipped to step into this role as the
principal incubators and engines to produce new ideas that will transform society. However, tying
universities to a single location may limit their capacity to capitalize fully on highly fluid knowledge and
talent markets. The leading research universities of this new century will feature global academic programs
and may need to take bold organizational steps — indeed, bold transformational steps — to establish the
requisite educational and academic infrastructure to meet the challenges ahead. One of these challenges
is how, as the University extends its locational endowment to sites across the world, to be in and of the
place, while being in and of the whole - the Global Research University. Thoughtful deployment and use of
technology will be among the means employed to link people and communities with one another and with

the resources they need throughout the world.

NYU, located in one of the world’s key intellectual, cultural, and educational capitals, is positioned,
perhaps uniquely well, to lead this transformation. It is fortunate in that over time, it has developed a rich
lineup of global study and research sites, specifically tailored programs, and institutional international
relations that engage the community in New York and also attract international faculty and students. Given

its valued and time-proven entrepreneurial spirit and tradition of offering higher education within an
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international university that is “in and of the city,” NYU clearly can exploit opportunities to deliver education

that is “in and of the world.”

2) NYU’s Attitudinal Endowment

NYU'’s spectacular advance in recent decades can be seen in retrospect to have flowed from a
distinctive institutional “personality” — aggressive entrepreneurship, creativity, opportunism, a willingness to
take risks, agility in decision making, and a readiness to work with colleagues across boundaries in a
“common enterprise of excellence.” The Partners’ program and NYU'’s global initiatives, described in
section V, exemplify the continuing entrepreneurial spirit of the University. Efforts like those undertaken
more than a decade ago by the Law School to bring the humanities and social sciences within the School
(and vice versa) have created a unique and intellectually satisfying interdisciplinary environment that is

emblematic of NYU'’s brand of excellence.

Indeed, the willingness of the University’s key stakeholders to view NYU as a “common enterprise” is
particularly crucial to the University’s ability to maximize its advantages and, concomitantly, its advance.
Synergy in program — multiple advances from a single investment of financial and spatial resources — must
be an important feature of NYU’s strategy for its future — not only to extend the impact of limited resources,
but also to build a web of professional, programmatic, and personal scholarship that is not easily
penetrated or duplicated by universities with larger financial or spatial endowments. While it is true that
dedication to a common enterprise may sometimes interfere with or be constrained by focused
entrepreneurship, trying to make these elements of attitudinal endowment work together is a great

challenge that NYU must meet.

The University nurtures this common enterprise spirit, knowing that it requires a considerable
commitment of time and energy, and a certain level of boldness and creativity. As an example, the
University achieved over $10 million in administrative savings in the FY 2008 budget through consolidation
and synergy, thereby liberating resources for investment in faculty, financial aid, programming, and
facilities In the years ahead, the University must not lose this edge, but must cultivate and build on its
distinctive character and spirit of common enterprise in both the academic and administrative realms. It
must consider opportunity costs, but not at the cost of missing key opportunities; it must think of the

University’s goals over generations, but not at the cost of spontaneity.
Part of NYU's attitudinal endowment is its willingness periodically to “survey the landscape” of activity

around it, searching for new areas of inquiry, and to engage in a reevaluation and redefinition of what may

constitute its program and occupy the attention of leading faculty. As it looks to the future, NYU must
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make room explicitly for the unimagined. It has done this in the past to good result. Thus, NYU must

continue to recognize the need for periodic reassessment and reexamination.

IV. THE TASK AHEAD

Faced with these challenges, the University will have to maximize every advantage it has, and in
particular, to seize the advantages flowing from its special assets. It will be necessary to choose among
deserving proposals and initiatives; inevitably, some within the community will be disappointed. Therefore,

every decision must be made in a manner so that all involved understand the reasons.

As decisions are made, the task at hand must be kept in view. Over the past 25 years, NYU has
transformed itself into a leading research university. It has built a solid platform, evidenced by its strong
research profile, distinguished faculty, outstanding student body, and innovative programs. The University
must give the highest priority to sustaining and developing this core of academic excellence and research.
By 2031, financial and competitive pressures may well narrow the number of 