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|. Overview and Institutional Context

The Virginia Institute of Marine Science (VIMS),uoded in 1940 as the Virginia Fisheries
Laboratory, has grown over the past seven decadescome one of the nation’s largest and most
well-known marine science centers focused on cbasthestuarine research. In addition to the 40-
acre main campus at Gloucester Point near the nadukfe York River, VIMS operates the Kauffman
Aquaculture Center in the low-salinity waters of fRappahannock River and a campus at
Wachapreague in the high-salinity waters of VirgisiEastern Shore. Each of these campuses is
strategically located to provide rich living labtiaes for research and teaching, and easy aazess t
Chesapeake Bay, its tributary rivers and surroundietlands, and to the coastal ocean.

VIMS is part of the College of William and Mary bistunusual in its melding of three essential publi
functions: advisory and outreach services, cutéidge research, and formal and informal education.
The strengths of the Institute are in its diveesauity, interdisciplinary approach to complex stifem
guestions, and provisions of practical solutionpriablems in the marine environment. VIMS fosters
an approach that encourages and facilitates s\tiergiteractions among its core disciplines that
focus on scientific problems which range widelsaale from global to molecular. Much of the work
at VIMS is directly applicable to current and emeggmanagement and policy issues that are
important to the State’s economy, and to the healthsustainability of the Commonwealth’s natural
resources.

Two of the important attributes of VIMS are itsesind its diversity. With over 500 employees
(including 350 scientists, technicians and studettte Institute is large enough to assemble a
competitive multidisciplinary research team fromhin the VIMS community. Nearly every marine
science discipline and sub-discipline is represkotethe faculty, including marine biology and
ecology, marine geology, marine chemistry and gewas$try, physical oceanography, aquaculture,
genetics, immunology, toxicology, and coastal managnt, policy and economics. Examples of
current programs of research and advisory servie@areas of water quality monitoring and
assessment, benthic/shallow-water habitat streasworsestoration, phytoplankton ecology, shellfish
and finfish diseases, fisheries stock assessnm&ngrine processes and numerical modeling, sherelin
evolution, harmful algal blooms, sediment transporhtaminant monitoring and risk assessment,
coastal and ocean observing systems and technglolgy, oceanography, and climate change.

Graduate education at VIMS is conducted througttitteool of Marine Science at the College of
William and Mary. VIMS has a vibrant student bodyapproximately 115 graduate students that is
split about equally between those seeking M.S.RIn®. degrees. In a given year fifteen percent of
the student body may be international. Up to 2@ gate courses are taught at VIMS each year, and
typically an additional 5 graduate/undergraduatgs®s are offered on the main campus by VIMS
faculty. VIMS faculty also participate in educatiprograms that more broadly serve the public: REU
Program (NSF Summer Intern Program); DREAMS (NSFAX®rogram for undergraduates); the
Bridge (NOAA program for K-12 educators); the HRtbnner Program (NSF program for under-
represented PhDs); the National Ocean Sciences @8@AA program for high school students); the
Governor’s School (VA program for high school stot$g, and, public-oriented VIMS After-Hours
Lecture Series and Discovery Labs.

The importance assigned to advisory service anegaci at VIMS can equal that of research and
graduate education, a feature that is unique ammre institutes. Beginning as early as the 1940s,
there was consensus among scientists, electedatdfiand members of the seafood industry that
unbiased science was necessary to balance the ofebgsenvironment, the social infrastructure that
may affect the integrity and health of the estumenvironment, and the elements of the environment
that support economic development. The Virginia&@ahAssembly formally recognized the



importance of separating scientific advice from agament and thereby established VIMS as the
advisory agency. As such, VIMS is identified ins¢¥parate sections of the Code of Virginia where
the mandated advisory service is defined and @dliithe diverse constituency includes the State
Legislature and Legislative Study Commissions,3beretary of Natural Resources, the Virginia
Marine Resources Commission, the Virginia DepartroéEnvironmental Quality, the Virginia
Department of Health, numerous municipalities alahiing District Commissions, maritime and
other industries, and perhaps most fundamentakycitizens of the Commonwealth.

II.VIMSMission

The Virginia Institute of Marine Science has a éapart mission of research, education and advisory
service, each encompassed within an overarchingof@ahieving and maintaining a national and
international position as a premier coastal mastience institution. This mission involves making
seminal advances to our understanding of marinemgsthrough research and discovery, translating
that knowledge into practical solutions to compksues of societal importance, and providing new
generations of researchers, educators, problererspland managers with a marine science education
of relevance and unsurpassed quality.

Meeting this mission requires that VIMS: 1) addresting edge scientific questions, 2) develop and
apply technologically-advanced approaches to thasstions, 3) communicate research results and
new technologies to both professional and publdiences, 4) provide consultative assistance to
facilitate the application of new knowledge to piead problems, and 5) train future generations of
young scientists to continue this tradition.

[11. The Planning Process

Beginning in summer 2007, VIMS Dean and Directdid@/ells conducted a series of meetings with
departments, centers and other administrative tmitform them of the strategic planning initiagiv
and to seek advice on how the planning procesddpooceed. A 12-member Steering Committee
for Strategic Planning was then appointed thauihetl representatives from the VIMS Council (an
outside advisory body), the Academic and Facultyr@ds, the academic departments and centers,
and one representative each from the professianaltf, classified employees and graduate students
(Appendix A).

In early fall 2007, VIMS obtained strategic plarngiand facilitation services from the Performance
Management Group at Virginia Commonwealth UnivgrdfMG@VCU). PMG personnel have
considerable experience working with public seefpencies on organizational planning and
development activities.

Nine interactive work sessions were held with tteee8ng Committee over the course of
approximately 8 months. These sessions resulted in
= Development of a VIMS Vision Statement;
=  Completion of a Strengths, Weaknesses, Opportsritiel Threats (SWOT) analysis relative
to each aspect of the VIMS Mission;
= Analysis of current best practices that shoulddiained, practices and policies that should be
eliminated, and initial development of new initiets that should be implemented,;
= |dentification of strategies for improving the gityaband impact of research, education and
advisory services; and,
= |dentification of broad goals and objectives witlygested strategic actions to meet the goals.



VIMS faculty and staff were invited and encourage@rovide input on the draft Vision Statement
and SWOT analysis. Seventy-four responses weetvextincluding 325 written comments.
Approximately one-half of the faculty responded anovided many of the written comments. This
information was summarized and presented to theri@geCommittee prior to development of
strategies for action.

PMG staff and the VIMS Director collaborated oniardsiting all of the information into an

integrated strategic planning document. This docunsintended to serve as a planning guide during
the next four years as VIMS seeks to build uponsarehgthen its strong reputation and track record
of success, and to become the most distinctiveeaniting institution possible. It is recognizeath

the plan is not a substitute for the necessityxef@sing administrative prerogative and that,&o b
effective, there must be provisions for updatirg pkan annually.

IV.VIMSVison Statement

Increased World Class Recognition: The Virginia Institute of Marine Science will begarded as
one of the top-tier marine science institutes mworld and an exceptional employer for marine
science professionals. VIMS will be recognizedna&ssingle most authoritative and credible source
for the latest research information and advicendigg mid-Atlantic estuarine and coastal
environments. VIMS research activities will fositmiprovement of the environmental health of
Chesapeake Bay, lead to more intelligent developaieroastal areas, and produce graduates who
can and will make a difference at the local, reglpnational and international levels.

Full Support for the Three-Part Mission: Resources will be available and allocated to fallpport
all three components of the VIMS mission, to inéud
= Conducting discipline-specific and interdisciplipaesearch in estuarine, coastal and
oceanographic science;
= Educating and training students, coastal decisiakers and citizens; and,
= Providing advisory services to resource managerecy makers, industry and the public.
Staff throughout the organization will have a sg@ense of shared purpose and understand how the
three parts of the mission interrelate in mutuallpportive ways.

Integrated Thematic Resear ch Centers: Cutting-edge technical research centers will augdrien
core of VIMS research activities. The topic-speaiésearch centers will serve as focal points for
scientific and advisory services, and for leverggiesources. Centers will be staffed by multi-
disciplinary teams of researchers and studentgéfilatt critical core competencies of VIMS. The
centers will provide opportunities for collaboraipartnerships that span the globe.

Mutually Beneficial Business Partner ships. The VIMS campus will serve as the hub of a regional
business center comprised of industry and resgmntherships. The flow of research from this
endeavor will act as an economic engine that suppeaching and research activities. Business
partnerships will demonstrate the value of ongeesgarch activities that contribute to the economic
well-being of the Commonwealth.

Expanded Facilitiesto meet Critical Needs: A VIMS Campus Master Plan, developed through a
comprehensive needs assessment (including therE&tere Laboratory), will guide the coordinated
development of critical facilities. Facilities Wwikflect sustainable construction practices and
environmentally sensitive design and maintenarexadstrds. An on-site conference center, housing
for visiting researchers and students, dining iféed, storage space, and a revitalized boat lzaxin
aquaculture center will be added to support rebeteaching and advisory servicéhe VIMS



campus will have well-designed and attractive emtigs and a unified image that reflects its world
class reputation.

Increased Revenue Streams: VIMS will have a productive and expanded developnmeagram that
helps identify and secure major financial contrids to support research, education, and public
outreach Major development constituencies will be engaigedIMS activities, and a targeted
communications program will create greater awareaesong key constituents. Additional funds will
be freed through creative and effective cost samiegsures, and new sponsored inter-institutional
research opportunities will be explored aggresgivel

Expanded Educational Opportunities: The graduate marine science program will contitsierack
record of sustained excellence. VIMS will colladier with the main campus to develop graduate and
undergraduate programs of mutual benefit. A VIMStdoctoral scholars program will be in
operation. Numerous professional development iiking opportunities will exist for VIMS faculty
and staff.

V. Weaknesses, Challenges and Opportunities

m Diversifying and enhancing the funding base: The funding formula at VIMS has changed
dramatically over the past two decades. Now maae tine-half of the total VIMS operating budget is
derived from grants and contracts, and an astorg36% of the research expenditures are from
external (non-state) sources. Although the statlgéiihas grown considerably in recent years, much
of this money has necessarily been directed torgeaperations of the institute, rising energy sost
and, on occasion, new state initiatives. VIMS hgsa of raising significant new funds from private
and corporate development activities to supporide wange of immediate needs, and to provide
budgetary flexibility to meet unforeseen challenges

m Establishing theinstitution in aleadership rolein monitoring, modeling and research in
Chesapeake Bay: VIMS already provides top-notch basic and applesarch, and collaborates with
other institutions, agencies and organizationstgae programs in the Bay. However, there is a need
for better focus, coordination and disseminatiomfidrmation at both state and federal levels, and
pressing need for better assessment and verificafiprogress in Bay cleanup efforts. VIMS is well-
positioned to assume a leadership role in thisionigdsecause of our advisory mandate, our unbiased
and balanced approach to science, and our divensitystrength in research.

m Enhancing the advisory service mission to become more proactive: Because VIMS is on-call as
the Commonwealth’s scientific advisor, there arayri@risis-mode” requests. They can range from
telephones calls that seek answers to specifidiqnage.g. regarding a fish kill) to requests for
spinning up large research programs that may ldeedor years or even decades (e.g. oyster
restoration). The advisory function at VIMS seaek®é&come involved in emerging issues well before
they reach crisis level, to educate state and &agencies about the importanceaggriori research
and planning, and to educate the public about vailseience in their daily lives.

m Forging new and effective partner shipswith industry: The VIMS-Industry Partnership has
provided over the last several years a sampleeopdissibilities that exist for collaboration. Our
relationship both with large corporations and srwadél firms has led to joint proposals, initiative
and several collaborative projects. We believe titerte are vast unexplored opportunities for ingust
collaboration on environmental, economic, militand educational projects, all with mutual benefits
derived from the complementary strengths of théneas.



m Leading discussionsat the Federal level regarding the next generation of marineresearch:
Scientists are well aware that science does net tjappen” and that programs at the Federal level
owe their origins not only to national needs bsbédb forward-thinking ideas that often result from
leadership at academic institutions. VIMS has #hent and desire to be a significant voice in these
discussions that steer science. VIMS faculty alyesmive each year on dozens of invited panels,
commissions and committees, both state and federdiserve as a vital link to Federal managers in
Washington. Since 2005 W&M has no longer employgdwwernment relations/lobbying firm to assist
with the Washington “connection” and those act@atnow fall to the significantly understaffed VIMS
administration.

m Sustaining excellencein graduate marine science education: Maintaining excellence will require
vigilance and commitment to an education thatm®uative, relevant and on the frontiers of the
discipline. It will also require creating an endoamh for graduate student support so that financial
assistance is at least at the level of our pedétutiens. Inherent in a quality education is the
requirement that time for both masters and doctiggtees be kept to a reasonable length without
affecting the quality of the graduate experienoe, that there is long-range plan for recruitment of
high-quality students that our peer institutions seeking to attract. Very good opportunities exist
further collaboration with W&M (both graduate anmibdergraduate), and there is considerable interest
in adding new courses for W&M undergraduates thaild/be taught in the summer at the Eastern
Shore Laboratory.

m Improving the condition of buildings and facilities: VIMS faculty and staff continue to be
scattered throughout the campus in small outdatédibgs, some well beyond their useful life and
slated for demolition. The quality of laboratoryasp has improved dramatically with the completion
of the new Marine Research Building Complex; howegtree overall Facilities Condition Index, as
reported to the State Council of Higher Educatshgws too many buildings that are “fair to poor”.
Especially troubling is the lack of adequate Maiatgce Reserve funds to maintain buildings, thus
requiring a default strategy of deferred maintesaiscalating energy costs at a time of state lhudge
cuts is currently presenting a huge challenge.

m Maintaining a safe, sophisticated and effective resear ch vessel fleet: The underpinning of most
research programs at VIMS is access to the waséetysand reliability have become driving
functions in vessel operations, and new complexsg questions affect types of vessel platformis tha
are suitable to the meet the institutional missidiMS owns and operates an aging fleet of
approximately 30 vessels that range in length fi@nft to 80 ft. Several of the larger vessels are i
need of replacement but, at present, the costsrahibitive (~$4-6 million for vessels in the 50-80
size class). Moreover, research vessels are edinaoity expensive to maintain and operate, suah th
decisions made now, especially for the larger Ussgséll have significant financial implicationsifo
decades into the future.

m Managing long-term data sets: Information and its communication are fundametdalll three
components of the VIMS mission. Build-out of ocedoserving systems at VIMS has created new
data management needs and stretched internal taesilior staying at the cutting edge of

information acquisition and delivery. Moreover, manf the old fisheries and water quality data sets
are still in paper form. Developing a suitable eysfor long-term archiving with adequate backup
systems now confronts the Institute. In additioiM8 must enhance the quality and access as well as
search capabilities of the data archive.



V1. Goals, Objectives and Strategic Actions

Goal One: Create an institutional climate and agenda to enhance the quality
and impact of research, education and advisory serv  ices.

Objective: Focus research efforts on projects that fostialmaration and have a high rate of return
to VIMS. Projects should have a direct and stnatgtionship to VIMS’ core mission, provide an
opportunity for high-quality results with impacend contribute to the reputation and sustainatulity
the institution.

Strategic Actions:

= Focus on issues that offer a high collaborativeealch as the effects of climate change and
environmental impacts of declining water quali§reate cross-disciplinary research centers
or clusters that are focused on common researdl.goa

= Create a white paper program that pursues a pveaapiproach to identifying critical
environmental issues and opportunities in Virgiaiag that offers VIMS’ positions on
emerging topics of high impact.

= Review annually the plans, priorities and perforogametrics of major funding agencies to
better anticipate and plan for responding to thategic needs.

Objective: Increase the diversity of education products@mubrtunities.
Strategic Actions:

= Continue to strengthen mutually-beneficial educstidies to William and Mary through
collaborative course offerings.

= Create a VIMS post-doctoral program that has acdéelil source of funding.

= Establish a visiting scholars program to expanchieg and research opportunities.

= Develop and provide professional training and/etifteation programs for K-12 science
teachers and working professionals.

= (Create a professional training graduate studehtfpatscience teachers and environmental
management professionals.

= Establish collaborative links to other educatidnatitutions that complement and expand
upon course offerings and resources available [itSV|

= Develop short courses and workshops for coastatidaemakers.

= Explore ways to increase the number of availaldehmg assistantships.

= Utilize more fully the opportunities and facilitiesailable at the Eastern Shore Laboratory for
teaching.

Objective: Develop partnerships that maximize and enharsmareh, teaching and advisory
capabilities.

Strategic Actions:
= Establish a formal business structure to facilithtedevelopment of mutually beneficial

commercial partnerships in fields such as aqua@jlpharmaceuticals, biosensors,
alternative energy and other areas of opportunifyartner with the private sector.



= Expand venture capital opportunities and createead fund” program to help faculty and
staff explore new ideas and initiatives that offetential for revenue generation. Engage the
VIMS Council to assist with business opportunities.

= Develop a program for faculty out-placement dutimg summer months and during paid
sabbaticals.

Goal Two: Closely align compensation and recogniti on with the provision of
high quality services that are directly linked to t he VIMS mission.

Objective: Ensure that all faculty and staff are clearlkéid to the fulfilment of the VIMS mission
in a way that addresses the long-term strategits gddhe institute.

Strategic Actions:

= Review and approve all work profiles at the appiadprDepartment Chair and the VIMS
Director levels to ensure adequate distributiohuwhan resources to provide advisory,
research and educational services.

Objective: Review and, where appropriate, establish newniinges for seeking and obtaining
research funding tied to institutional priorities.

Strategic Actions:

= Assess new models for faculty contracts that réuee contract periods, grant-supported

salary obligations, research overload, and oth#ompthat may have mutual benefits to
VIMS and to the faculty.

= Resist implementation of across-the-board spenditgwhen funding levels are reduced.
Target reductions to those programs that do natigeecas high a return on investment as
others and/or do not support institutional priesti

= Use a proportion of the ETF monies to match puretas$ the most productive programs.

Objective: Ensure that participation in and contributionsdlwvisory service activities are recognized
and rewarded in a manner comparable to that felarek and education.

Strategic Actions:

= (Clearly define what constitutes advisory servid@ggrating state mandates with academic
research pursuits.

= More effectively utilize faculty expertise acrobe tinstitute to serve the advisory mission.
= Establish a mechanism for providing financial resgaor bonuses to faculty and staff who
provide outstanding advisory services.

= Establish an efficient and effective advisory seevracking system.

Objective: Establish incentives for participating in andpding high-quality educational
opportunities.

Strategic Actions:

= Decrease reliance on faculty research grants amtamds for graduate student support.



Provide opportunities for faculty and staff to irape teaching effectiveness through
professional training courses.

Establish a mechanism for providing financial resgaor bonuses to faculty and staff who
provide outstanding educational services and/ainlgutside funding for education

programs.

Include student input into course evaluation qoestito provide the best possible feedback on
teaching effectiveness.

Goal Three: Ensure that faculty, staff and student s have the resources they
need to provide research, education and advisory se  rvices.

Objective: Strategically explore upgrading and expansiofadiities, and opportunities for
obtaining private funds to meet future needs.

Strategic Actions:

Establish a standing committee of faculty, staff atudents to address infrastructure
limitations and to prioritize areas of highest ned@the committee should consider, at a
minimum, needs for:

0 Housing for visiting scholars and students (12-@&fms)
Commons area to facilitate collegial interactiond axchange
Dedicated meeting space for training and lectures
Boat basin expansion and Aquaculture Park
Vessel replacement, especially the Fish Hawk andEale
Parking lot upgrades and signage
Technology enhancements
Maintenance of existing facilities and equipment
Use of environmentally appropriate and sustainkridscaping and building
practices

o0 Land acquisition for future expansion
Revise the VIMS Master Plan to reflect prioritizeekeds and establish a capital improvement
plan and funding campaign. Engage the VIMS Colndiking a leadership role on a
project-by-project basis.
Expand development and communications programggpast increasing private resources
and endowments over time.
Engage the VIMS Council and VIMS Foundation Boargarticipate in the upcoming W&M
campaign to help build resources for VIMS.

O O0OO0OO0OO0OO0O0Oo

Goal Four: Clearly communicate the value of VIMS i  n helping to protect
Virginia's environment, furthering knowledge throug h research, and
preparing future scientists and professionals.

Objective: Develop a public outreach and education markginogram targeted to stakeholders,
current and potential funders and the citizenhef@ommonwealth.



Strategic Actions:

= Use the VIMS website to more effectively commurecdtMS research accomplishments
including return on investment for advisory actast

Produce a VIMS Annual Report and develop sciencengonication programs modeled after

other successful programs.

= Advertise the quantitative metrics of research essgincluding publications, formal
presentations, grants and citations and makedilyeavailable both internally and externally.

= |everage connections of VIMS Council members tahdaey audiences.

Objective: Strengthen relationships with state and fedeaethers and key decision-makers for
critical stakeholder groups.

Strategic Actions:

= Conduct regular visits with members of the GenAsslembly and sister state agencies to
communicate success, assess needs and cultivétiersaldpportunities for cooperation and
collaboration.

= Conduct regular visits with federal partners amdkeholders to communicate success, assess
needs and cultivate additional opportunities fayparation and collaboration.

= Engage on a regular basis industry and foundatomers as well as other stakeholders,
calling on the expertise and assistance of the V@é8ncil.

efficiencies and enhance capabilities.

Goal Five: Make strategic investments in faculty a  nd staff to achieve greater “

Objective: Improve administrative capacity to support adsisoesearch and education services.

Strategic Actions:

= Objectively evaluate the need and develop a plaméreasing administrative and technical
support in key areas of the Institute to improwartefficiency and effectiveness.

= |mprove administrative management tools, such agémeral fund and advisory service
tracking systems, to provide on-line, up-to-daferimation for faculty and staff.

= Restructure the Office of Research and AdvisoryiSes to be more proactive, further
investing in issue-based projects, a white papegrnam, and strengthening the internal
management.

= |nvest in development staff who will identify andrpue additional avenues for generating
funding for VIMS through the VIMS Foundation witlagicular emphasis on naming
opportunities and unrestricted and restricted emaemis.

Objective: Identify ways to further develop high-performifagulty and staff.

Strategic Actions:

= Conduct a talent inventory of all faculty, espdgi#those who hold tenured and tenure-eligible

positions, and staff to identify and prioritizeestgths and gaps in research, education and
advisory services.



= |dentify areas of critical need and strategic depaient relative to VIMS’ mission, and hire
accordingly as faculty and staff retire.

= Achieve sustainability and effectiveness by hiniagearch faculty, when appropriate, into
positions that do not have explicit and irrevocabbeching responsibilities.

= |dentify and cultivate faculty and staff who demivate management and leadership
capabilities, then develop a succession plan tiibsupport their professional development
and prepare them for increased responsibility awistbn-making.

VII. Plan Implementation

Strategic actions form the basis for implementatibthe VIMS Strategic Plan. These actions provide
a structure that will shape plans and guide effilotsards achieving the broader goals set forth abov
However, it is clear that not all of the strategitions can be undertaken simultaneously and that
prioritization is essential to success. Priorifimatwill bring discipline to the process, allow fiaore
effective tracking of progress and will help createsalistic relationship between actions to beriak
and the timeframe for successful completion.

A new round of significant and potentially damagstgte budget cuts will make implementation of
some strategic actions especially challenging. Witiigh percentage of the state operating budggt ti
to salaries and benefits of permanent employeers ik limited flexibility for moving funds from en
program to another and for creating new initiatitrest require additional funds. Thus, high priority
strategic actions, listed below as year-one plaresthose that do not require a new source of fonds
significant reprogramming of existing funds.

Year OnePlans:

= Create a white paper program that pursues a proactipproach to identifying critical
environmental issues and opportunities in Virgirgagd that offers VIMS’ positions on
emerging topics of high impadthis effort has already been initiated with a ection of
white papers focused on the impacts of climate gham coastal waters and aquatic habitat.
These white papers will serve as a model for dstaibfy a formal mechanism for other topics
to be addressed using a similar format. (Respansiiffice: Research and Advisory Services).

= Utilize more fully the opportunities and facilitiagailable at the Eastern Shore Laboratory
for teaching.The ESL provides a rich laboratory for teachingd &raining, and there is
considerable interest in expanding summer courfeeings. The primary hurdle has been
funding. Discussions are underway, and final régmius in sight, to establish an automatic
transfer of tuition and fees into the VIMS budgat dll courses taught at the ESL during
summer schoo[Responsible Office: Dean of Graduate Studies).

= Establish a formal business structure to facilitie development of mutually beneficial
commercial partnerships in fields such as aquacaltpharmaceuticals, biosensors,
alternative energy and other areas of opporturgtpartner with the private sectoMembers
of the VIMS Council have been working informallyttvithe Office of Research and Advisory
Services to explore establishment of business @atips. This holds considerable promise
and, with continued leadership by the VIMS Counadln be developed into a plan during the
next year(Responsible Offices: Research and Advisory Sesyi¢édMS Council).

= Assess new models for faculty contracts that réuate contract periods, grant-supported

salary obligations, research overload, and othetiaps that may have mutual benefits to
VIMS and to the facultylhis strategic action has been elevated to yearpoiority because
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of back-to-back state budget cuts. The VIMS FacGlbyncil, in consultation with the Dean
and Director, has recently undertaken an exhaustiwiew of academic contract models,
some of which may be applicable to faculty at VIMSiormal report and recommendation
will be forthcoming during the next one-yegResponsible Offices: Faculty Council; Dean
and Director).

Establish a standing committee of faculty, staff atudents to address infrastructure
limitations and to prioritize areas of highest ne€te intent of this strategic action is to
enhance communication and broaden the represantatiscussions of infrastructure needs
and, because it is unlikely that state funding dlavailable for a new campus master plan,
to also provide advice on the best and highesbliee limited footprint at VIMS.
(Responsible Offices: Dean and Director; Plannimgj Budget).

Use the VIMS website to more effectively commumi¢i¥lS research accomplishments
including return on investment for advisory actast A significant redesign of the VIMS web
site, undertaken simultaneously with strategic ipilag, is now close to completion. The
website offers a new “look and feel”, enhanced enhimanagement and better tracking
options forreporting advisory service activitie$Responsible Offices: Communications;
Research and Advisory Services).

Produce a VIMS Annual Report and invest in comnatioiaos to support development
functions.VIMS produces brochures and other documents writietargeted audiences, such
as the Investors’ Report, but does not have an AlrRaport that provides highlights of
institute activities and accomplishments of facusthaff and students. An Annual Report can
serve as a marketing tool and help establish a ViM&nd”. (Responsible Offices:
Communications; Development).

Ongoing Multi-Year Plans:

Several strategic actions that have been identifi¢kde plan are already underway and will be
continued as multi-year activities.

Continue to strengthen mutually-beneficial eduasidies to William and Mary through
collaborative course offeringgRkesponsible Offices: Academic Council; Dean ofdbiate
Studies).

Conduct regular visits with members of the Gen@sembly and sister state agencies to
communicate success, assess needs and cultivat®aaldopportunities for cooperation and
collaboration(Responsible Offices: Dean and Director; Reseanch/avisory Services;
Planning and Budget).

Invest in development staff and participate in Wé&inpaign planning to identify and pursue
additional avenues for generating revenue for VIMth a particular emphasis on naming
opportunities and unrestricted endowment fufRissponsible Offices: Development; VIMS
Council; VIMS Foundation Board; Dean and Director).

Implementation Committee:

An administrative office has been assigned to thkdead in implementing each strategic action. A
committee will be appointed to review quarterlylwithe Dean and Director the progress on strategic
plan implementation. Because the strategic platiwing document” the intent is to update therpla
annually and to incorporate it more fully into d@yeay plans and operations of the Institute.
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Appendix A

VIMS Steering Committee for Strategic Planning

Name Department Representing
Charlie Brinley Council Member VIMS Council
Cameron Blandford Council Member VIMS Council

Elizabeth Canuel
Carl Hershner
Linda Schaffner
Kim Reece

Carl Friedrichs
John Olney
Willy Reay

Lyle Varnell
Maria Minko Gill
Heidi Geisz

Physical Sciences
CCRM
Biological Sciences
EAAH
Physical Sciences
Fisheries Science
CBNERR
DRAS
Sponsored Programs

Biological Sciences

Faculty/Acad&niencil Chair
Faculty/Faculty Council Chair
Faculty
Faculty
Faculty
Faculty
Research Faculty/Center Director
Professional Faculty
Classified Btaf
Graduate Student
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