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You asked me t o  t h i n k  a b o u t  the  future f u n d i n g  of  the department and 
t o  share  these  ideas a t  a faculty  meeting.  1'11  present  the  thoughts 
t h a t  I discussed w i t h  you for you t o  use as you see f i t .  

1. Our t r a d i t i . o n a i  p a t t e r n  o f  sharing funds and  resources has  been 
succ2ssfut . I t  accounts i n  part fo r   t he   sp i r i t  and qual  i ty  of the 
department. TiiS.; pattern can also be defended for i t s  economies i n  
large equipment,  expendables,  space a n d  technical   s taff .  The 
scientific. interactions  generated by t h i s  sharing are  a priceless 
d i v i d e n d .  

2 .  The sharing pa t te r l :  has been o f  crucial  importance t o  facul ty  mem- 
bers  getting  .started a n d  has relieved  anxieties  about working o n  
i m p o r t a n t  problems t h a t  seemed t o  be 1 ess  fashionable and therefore 
less  fundable. The p a t t e r n  has a1 so made possible a greater   f lexi-  
b i l i t y  i n  the   s ize  and operations o f  a research group from an ebb, 
say, dur ing  a sabbatical per iod t o  a surge when a "breakthrough" 
comes. 

3. However, a1 1 patterns i n  our a f f a i r s  must be continually adapted t o  
the  variety o f  external a n d  internal changes t h a t   a f f e c t  us. 
(Evolution is  essential   for  survival .) For this reason, I agree 
t h a t  i t  is   appropriate t o  consider  the  recent  changes imposed on us, 
our  responses t o  them, and how we should  prepare for the  future .  

4 .  The princf pal external changes are  the  sharp decl i n s  i n  f u n d i n g  
sources  (federal, f o u n d a t i o n ,  S t a n f o r d )  and the resu l tan t   g rea te r  
e f for t s  needed t z  get  the money a n d  t o  account f o r  i t .  The princi-  
p a l  intern27 chatlge i s  the matur i ty  of  vir tual ly   a l l   our   research 
g r o u p  as exp ressed  in  size a n d  fundabili ty.  

5 .  We have % d j ~ ! s t ~ d  t o  s t ra ins  i n  the  past by u r g i n g  some faculty mem- 
bers t o  a p p l y  f3r more  money t h a n  they t h o u g h t  they needed or could 
g e t  gracEfu7iy .  These adjustments  included:  obsolescence i n  e q u i p -  
ment, p r o l o n g e d  need for some faculty memb.ers t o  apply  for more  money 
t h a n  they need or can easi ly  account for, hardships i n  p r o v i d i n g  
assured  p3stdoctoral  stipends, and constraints on individual  venture- 
someness (e .g . ,  expansions i n  group s ize  a n d  operat ions) .  

6 .  I would suggest  several moves t h a t  may improve our financial   security 
without  distorting  the  traditional  pattern: 
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a .  O b t a i n  a real   ist ic  estimate of wha t  each facul ty  member 
(research g roup)  spends  in  order  to  determine  whether  there are 
gross  inequities i n  spending or income. Such accounting measures 
should be designed t o  provide  only  reasonable  estimates and 
should be used as  guides. I believe  increased  accountability 
will lead t o  economies, increase  the  incentive t o  get more f u n d s  
and will   ei ther show the absence  of  gross inequi t ies  i n  support. 
obtained by faculty members or  will help  eliminate them. Should 
a s t r ic ter   external  a u d i t  ever be imposed', we would of  course be 
less  v u 1  nerable by h a v i n g  such an accounting. 

b. Increase  the  aggressiveness o f  getting  federal and foundation 
grants a n d  S t a n f o r d  funds. Our competitors have become  more 
vigorotls. I never  heard o f  anyone being given a grant  or budget 
he d i d n ' t  appiy  for, or more money than he asked fo r .  Prudence 
and inf la t ion  dictate  t h a t  we leave a generous  margin for u n -  
anticipated  costs a n d  budgetary  cutbacks which Congress and others 
may impose. 

c .  Seek new support, as from an Industrial  Associates Program. Paul 
has already  discussed and should soon a g a i n  b r i n g  up the  merits 
and problems o f  such a venture. I t h i n k  we should  consider this 
as a t o p  priority item and do i t  soon i f  we do i t  a t  a l l .  Me're 
already a l i t t l e   l a t e  i n  gett ing  into this k i n d  of  venture a n d  i t  
may soon become too  competitive t o  make i t  a t t r a c t i v e .  

Investigate Program Grants. We have more t o  o f f e r  i n  conjoint 
e f fo r t s  between our groups t h a n  most of the  departments which now 
enjoy  the  luxury o f  such grants.   I t   deserves prompt invest igat ion.  

d .  Impose economies i n  personnel  costs: These generally  account  for 
70 t o  80% of  o u r  budget. A number o f  the  sitpporting  functions we 
now provide.cou1 d be taken up by our  students and  fellows without 
straSn and i n  some instances w i t h  considerable  benefit.  We now 
ask f o r  v i r t u a l l y  nothing from them i n  housekeeping r e spons ib i l i t i e s .  
Such participation would  make  them  more concerned w i t h  laboratory 
e t iqde t te ,  t r a i n  them i n  laboratory management, save us money and 
improve t h e  place. We used this  device  successfully  for many years 
and ab.niioned i t  for lack of  adequate  direction. W i t h  Terry 's  
o r g a E i z z t i o n  and  faculty  cooperation under your leadership i t  coutd 
work a g a i n .  

e .   Finally,  t h e  chairman should  involve  every  faculty member i n  the 
financial   responsibil i ty for the whole department. This should 
include  speci f i c  assignments  as we1 1 as  regular  reports , a t   l e a s t  
annually, i n  a declarative and  analytical  tone. 
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