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Iron and Silk
Half an academic year into his ser-

vice as dean of the Faculty of Arts and Sci-

ences (FAS), William C. Kirby uses his first

annual letter to set the priorities that will

shape the College and the Graduate School.

The letter—disseminated in early February

and available electronically at www.fas.-

harvard.edu under “Dean and Administra-

tion”—places particular emphasis on re-

viewing the undergraduate curriculum;

o≠ering students “an increasingly interna-

tional education, at Harvard and abroad”;

expanding facilities for scientific research;

and increasing the size of the faculty

“significantly.”

At the same time, Kirby conveys some

sense of his style (including humor) and

his approach to managing the faculty’s

a≠airs to achieve its aims. No

sooner does the letter list goals

for growth than the dean cau-

tions that “we aim to do all

this, and more, as we enter a

period of greater financial

constraint than any of us

would have predicted a year

ago.” With FAS expenses ris-

ing more rapidly than revenues

(see page 61), Kirby, an historian

of contemporary China, invokes a

phrase from that culture and interprets it

thus: “ju an si wei: ‘in a time of peace, antici-

pate danger.’ We must and we will be am-

bitious. We will be prudent, so that we

can be ambitious.”

Rethinking undergraduate studies re-

mains a central mission (see “College

Studies,” January-February, page 61). The

four committees charged with assessing

breadth and depth of knowledge (a com-

mon core of learning, and concentration

studies), teaching, and the wider student

experience of undergraduate education,

are being appointed now, Kirby disclosed

in a late-January interview, and may be

announced even as this issue goes to press.

But his letter could already list areas of

broad agreement on needed change. For

one thing, direct faculty-student contact

should increase. Students should face

fewer formal course requirements. A Har-

vard education ought to promote “sci-

entific literacy” and “international and

global studies,” with more undergradu-

ates pursuing those opportunities abroad.

The o∞ce of international programs, in

fact, is now located prominently in Uni-

versity Hall, the FAS headquarters, sym-

bolizing the importance Kirby places on

implementing the new, more liberal,

study-abroad rules. The o∞ce’s new di-

rector is Jane Edwards, the head of inter-

national studies at Wesleyan University

since 1994. And work is under way to

make it easier for students who venture

afield to satisfy Core curriculum and con-

centration requirements. Every depart-

ment, Kirby said, is asked to “find a way to

make it possible for students to study

abroad—to advise students how to do it,

not how not to do it.”

He is also ready to move beyond the cur-

rent advising system. Kirby said advising

often fails because it is o≠ered chiefly in

“the incredibly frantic, hectic first week of

classes” each semester when syllabi are

still being photocopied and books are not

yet all on the Coop shelves. As such, he

briskly writes, it “has simply not worked.”

Better advising will be a concern of the

curriculum review. Competent advising

ought to comprise “reflection and long-

term thinking” about students’ course of

study. In the meantime, the shift next fall

to early course selection for the spring

2004 term ought to confer many logistical

benefits, but the dean sees possibly large

academic gains as well: “The idea of advis-

ing people before they choose their courses

may sound revolutionary,” he said, “but

we’re going to try it.”

Kirby must also find space for undergrad-

uate activities and the faculty. The Rieman

Center for the Performing Arts, home to un-

dergraduate dance programs, reverts to

Radcli≠e Institute use in 2005, making it ur-

gent to find an alternate venue (see page 6).

Other kinds of performance space are also in

tight supply, Kirby writes, and the

hoped-for renovation of the Hasty

Pudding Theatricals building

(now under FAS control) has

proved more di∞cult and

costly than thought. Also

looming is the reversion to

Radcli≠e of Byerly Hall—

now home to undergraduate

admissions and financial aid

and the graduate-school admin-

istration—at the end of 2006.

Much the most daunting space

challenge is the shortage of scientific labo-

ratories, which the letter deems “acute.”

The envisioned solutions will be complex

and costly, and may extend farther than

had been imagined. Beyond the new ge-

nomics center and expansion of the Sci-

ence Center, Kirby reports on advanced

development work for a new physical-sci-

ences laboratory, adjacent to the McKay

labs, and construction beneath the lawn-

cum-volleyball court in the Biological

Labs courtyard. If all goes well, those

buildings might be in use in two to three

years. Were the stars aligned, Kirby said,

two new laboratory buildings, just now

being planned, could be functioning at the

frontiers of the “North Precinct” (see page

64) within the next five years. All told,

those projects might bring a few hundred

thousand square feet of facilities on line.

Ambitious as that sounds, the dean said,

“In terms of the long-term growth in the

sciences, it will in time be barely enough.”

Hence the need to think outward and
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inward. A near-term solution for the sci-

entists might be the Watertown Arsenal

(see next article and “In Watertown, a

New Frontier?” May-June 2001, page 69).

Unlike Cambridge space, “It is there,”

Kirby said, and such uses are permitted.

Room might also be found nearer at hand

by rejiggering existing uses and examin-

ing how much square footage each scien-

tist needs to operate e∞ciently. Moreover,

in the sciences, he notes, among those fac-

ulty members who have reached 70 years

since 1993, more than one-third have not

retired (see “A Slightly Grayer Faculty,”

November-December 2002, page 60).

Without making any policy conclusions,

he suggests the need to monitor matters

closely, ensuring that “no matter the ca-

reer stage of an individual faculty mem-

ber, the allocation of space and other

forms of support is reasonably aligned

with each colleague’s contributions to re-

search, teaching, and citizenship.”

The letter reports two internal FAS ini-

tiatives that will also a≠ect faculty life.

First, Kirby projects legislation this spring

making teacher education and profes-

sional preparation a formal part of gradu-

ate students’ experience. Although those

students pick up skills de facto through

their work as teaching fellows, some se-

ries of seminars, colloquiums, and regular

training exercises may be proposed for

their curriculum.

Second, academic planning will begin

to “refine our estimation of how much

growth” in the faculty ranks is needed to

achieve teaching and research goals, and

“where that growth ought to occur.” This

work parallels the undergraduate curricu-

lum review, but it is also quite separate.

“We have lots of good information about

the individual units of the faculty as they

are now constructed,” the dean said, refer-

ring to departments, programs, and acade-

mic centers. That information is not

matched by equally good understanding

of “connectivities” among departments

and scholars in the humanities, social sci-

ences, and sciences, and, increasingly, across

divisional lines. The planning process

seeks to surmount departmental barriers

for a wider perspective; so may a proposed

structure of divisional deans for the life

sciences and other areas, much like the

current deanship for the Division of Engi-
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Harvard University Press’s backlist is both one of its greatest blessings on the
world of scholars and a strong source of income—but only when solid senior-citizen
books are kept in print and not allowed to slip into the forlorn territory of “out of
stock indefinitely” (OSI) or “out of print” (OOP).

Print-on-demand (POD) technology has been available for years and has been used
by many trade publishers to have single copies of books that are no longer available in
the publisher’s own first or subsequent printings made by a quick-printer virtually
overnight. The publisher licenses the text to the quick-printer—and gives up both a
significant share of the royalties and control over the physical quality of the product.
Such an arrangement has not appealed to the custodians of the Harvard University
Press backlist.

Now, however, the press has formed a partnership that does please—with Acme
Bookbinding, a Boston institution more than 175 years old and headed by Paul Parisi
’75—one that will allow the press to retain the rights to books and maintain control

over the quality of their production.
“Acme, like HUP, is committed to pre-
serving the past, while at the same time
making use of the latest technologies to
move publishing forward,” says William
Sisler, director of the press. Acme has
been binding single copies of books for li-
braries for ages and is used to meeting
high standards. “The printed word helps
keep alive the philosophies that shaped
our democracy,” says Parisi. “Putting back
into print, in a beautiful, high-quality vol-
ume that will last forever, a classic work of
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To launch the new print-on-demand
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available 100 of its “classic” backlist titles.
If you want a copy of Byron’s Letters and
Journals: “In My Hot Youth,” 1798 -1810,

edited by Leslie Marchand, volume one in the 12-volume edition that began to appear
in 1973, you or your bookseller will send the order to the press’s warehouse. The
order will then register at Acme via an electronic-data-interchange transaction, which
will initiate the manufacture of the book and its delivery within days.

“The books in this program are printed as facsimiles of the last edition,” says John
Walsh, production manager at the press. “There will be no compromises to typefaces,
or to font sizes and margins, and the books appear in their original trim size. Acme has
carefully scanned every page of the original. The books are printed on papers that
match the weight, shade, caliper, and opacity of those earlier editions.They are bound in
cloth, with headbands and reinforced endpapers.” The books will differ from the origi-
nals in that their bindings will be ink-jet printed, not stamped, and thus must be of light-
colored cloth, while the originals might not have been; the books will not be jacketed,
but many customers will be libraries, which have no use for book jackets; and the
halftones may be somewhat darker and less sharp than the originals.The technology is
capable of producing four-color work. Walsh believes that a new standard has been cre-
ated, “a benchmark for digital book production.”

Additional out-of-print books will join the 100 starters on a continual basis. Soon,
there’ll be no more OSI or OOP at HUP with POD.

Lord Byron on Demand
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neering and Applied Sciences. Lacking

such breadth, Kirby writes, “we cannot be

sure (or at least I cannot be sure) that we

are doing our best.”

The commitment to “doing our best” re-

quires more than programmatic measures.

The dean’s letter takes pains to restate the

faculty’s clear commitment to the funda-

mental principles of free speech in the

wake of heated campus disputes during

the fall term (see “Raised Voices,” Novem-

ber-December 2002, page 52, and “Poetry

and Politics,” January-February, page 72).

Financially, it means tempering expec-

tations built up after the success of the

University Campaign and the booming

endowment growth through fiscal year

2000. Although FAS continues to generate

surpluses, the $22.5-million cushion in

fiscal year 2002 was half that of the year

before. Those reserves, Kirby said, are a

significant source of funding for future

construction.

His letter outlines “a time of serious

constraint.” Distributions from the en-

dowment and investment income now

make up half of FAS’s income—but after

three years of large increases in the endow-

ment payout (as much as 28 percent in

fiscal year 2000), such revenue will grow

only 2 percent this year and for the foresee-

able future. Tuition, the principal source of

unrestricted funds, will grow only mod-

estly—and actually declined during the past

fiscal year, after disbursements for scholar-

ship aid. Operating expenses are growing,

as anticipated—a reflection of those en-

dowment funds used to expand the fac-

ulty and create new facilities—but are

now outstripping revenue growth (10.3

percent versus 9.3 percent), according to

the financial exhibits in the dean’s letter.

Computing, faculty and sta≠ compensa-

tion, and operation and maintenance of

new and expanded buildings show partic-

ularly pronounced rises. The letter projects

operating deficits two fiscal years hence,

and depletion of unrestricted reserves by

fiscal year 2007, if current projections are

sustained. So, beyond exhorting thrift,

Kirby said he foresaw “serious decisions

soon to avoid the serious situations our

sister universities are in” (an allusion to

budget cuts at institutions such as Stan-

ford, Dartmouth, and Duke).

Withal, the dean found reason in the

faculty’s situation for “optimism com-

bined with the need to be practical.” He

manifestly enjoys the work he has gotten

himself into. His letter deems the revised

FAS website “positively cool.” Citing

abundant comment from faculty mem-

bers, students, and alumni on the curricu-

lar review, he pronounced himself “really
delighted,” full of anticipation of academic

and organizational rewards to come.

“Our present situation is sound,” his

letter concludes. “Our ambitions for the

future are great. Our financial outlook is

sobering.” Hence the imperative of an

“agenda of renewal” proceeding from a

base of “humility, self-reflection, and,

where needed, self-criticism.” All are

urged to take inspiration once again from

China’s wisdom: “Xing yuan zi er, deng gao
zi bei: ‘To go a great distance, one sets out

from the nearby; when ascending heights,

one starts from below.’”

The Watertown
Agreement
The fact that harvard has agreed to

pay Watertown $3.8 million annually plus

3 percent compounded over 52 years (see

“Watertown-Gown,” November-Decem-

ber 2002, page 54) as part of a revenue-

protection agreement has not gone un-

noticed in the University’s other host

communities. In the public discussion fol-

lowing the annual town-gown report pre-

sented by Harvard to the Cambridge plan-

ning board, one resident noted that the

University pays $6.3 million in taxes and

payments in lieu of taxes (PILOT) on its

entire Cambridge campus while Water-

town receives $3.8 million (with an escala-

tor) for the 30-acre Arsenal property. But

the Watertown payments, say University

administrators, reflect the tremendous

impact that Harvard’s acquisition of a

fully improved property—representing

one-third of that town’s commercial tax

base—could one day have on Watertown. 

Because the payment was based on

property taxes due on the Arsenal prop-

erty during a booming economy, and the

vacancy rate there recently has soared as

high as 50 percent, the deal appears to be a

win for Watertown. Harvard has yet to

convert any of the property to tax-exempt

use, yet is still responsible for making the

payment as though the property were

fully occupied. But chief University plan-

ner Kathy Spiegelman, director of the All-

ston initiative, says that during the 52-year

term of the agreement, fluctuations in the

real-estate market will dwindle to relative

unimportance. What the University really

values, and what led to a breakthrough in

the year-and-a-half-long negotiation

process, was Watertown’s agreement to

allow Harvard to use the buildings and

the property for a range of academic pur-

poses without having to seek special zon-

ing permission each time.

“That is a surprisingly valuable com-

modity for Harvard,” echoes Mary Power,

the University’s senior director of com-

munity relations, “particularly in the face

of downzoning petitions and neighbor-

hood objections to use of Harvard’s cam-

pus in Cambridge.”

But even the road to the Watertown

agreement was not without its share of

media hoopla and political intrigue. Wa-

tertown’s initial negative reaction to news

of the Harvard acquisition was under-

standable, says Spiegelman, given the

property’s history. Town leaders had

worked diligently to turn the former mili-

tary installation into a viable, commer-

cially zoned, business center. They had se-

cured millions in federal funding to clean

up the site and intended to lease it to a de-

veloper—but were persuaded, in a late ne-

gotiation, to sell it to him instead. When

the developer resold the property, and res-

idents learned that a tax-exempt institu-

tion was the buyer, it seemed their worst

fears had been realized—all their work

The main Arsenal complex building, now
home to several commercial businesses
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