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University of North Florida
October 29, 2025 at 9:00 AM EDT
Virtual

Attendance
Present:
Jason Barrett (Chair), Amelia Dyal, Kevin Hyde (ex officio), Allison Korman Shelton, Paul McElroy
Absent:
Jack Boyle, Nik Patel
Minutes
Call to Order 
Chair Jason Barrett called the meeting to order at 9:05 AM.
Public Comment 
Karen Stone, Vice President and General Counsel, confirmed there were no requests for public comment. VP Stone also confirmed a quorum.
Approval Item 
SPMI-1: Consent Agenda 
· February 12, 2025 Draft Strategic Plan Implementation and Monitoring Committee Meeting Minutes 
Chair Barrett asked for a MOTION to approve the February 12, 2025 Draft Strategic Plan Implementation and Monitoring Committee meeting minutes. Trustee Hyde made a MOTION to APPROVE, Trustee McElroy SECONDED the motion, and the committee unanimously approved the minutes.
Discussion Item 
DISC-1: Update on the Strategic Plan Key Performance Indicators
Dr. Paul Eason, Vice President for Strategy and Innovation, reiterated the university’s mission, vision, and values as outlined in the strategic plan. He emphasized that the vision of becoming the destination for choice, talent, and public and private investment continued to drive all aspects of the plan. Dr. Eason noted the institutional aspirations of achieving a top 100 ranking in U.S. News and World Report and reaching 25,000 students by 2028. 
VP Eason reviewed the key performance indicators (KPIs) from the strategic plan. Under Student Success, he noted that most goals were on track or met except for the FTIC four-year graduation rate, which remained below target but showed improvement. VP Eason explained that the metric had reflected admissions policies from six years earlier and the impact of the COVID-19 pandemic. He noted it was a lagging indicator expected to resolve over time and anticipated further gains in the coming year. VP Eason stated that the university had already met its 2028 goal for median wages in previous years and that official numbers were pending. 
Research and industry contract metrics are scheduled for spring 2026 reporting and are currently on track. VP Eason cautioned that federal funding challenges could affect R&D expenditures but noted that Dr. Kimberly Mayer, Chief Research Officer, was recently appointed and actively addressing these issues. He confirmed that the university exceeded its goal for doctoral degrees by one.
Regarding partnerships, VP Eason explained that revised criteria was implemented, and the goal of creating ten new partnerships this year was met, increasing the total from 48 to 58. He projected that the 2028 goal of 88 partnerships remained on track. He reported that 351 community partners served on UNF boards, a slight increase from last year, and clarified that this metric was treated as a point of pride rather than a growth target.
VP Eason announced that enrollment in community-engaged courses surpassed the goal of 6,710 students, reaching 7,115 students. He noted that many community-engaged courses qualify as experiential learning, contributing to the objective of ensuring all students complete an experiential learning experience prior to graduation.
For faculty and staff success, VP Eason indicated that compensation data will be reported later; as of spring 2025, average faculty compensation was on track and above the 2028 goal. He cautioned that fluctuations could occur due to retirements and hiring trends. He concluded by commending Teresa Nichols, Vice President of University Development and Alumni Engagement (UDAE) and Executive Director, UNF Foundation, Inc., for exceeding the fundraising goal of $33M by raising $34.9M and noted continued progress toward the upcoming year’s target.
VP noted that aside from the four-year graduation rate, all KPIs were on track, emphasizing the importance of data-driven strategic planning in shaping the university’s progress.
Trustee McElroy asked which strategic goal appeared most difficult to achieve by 2028, noting that retention and graduation metrics seemed particularly challenging. VP Eason responded that the 90% retention rate for APR (retention with a 2.0) represented the most ambitious target, describing it as achievable but requiring sustained effort. He added that improving the FTIC four-year graduation rate remained difficult due to historical factors such as prior admission cycles and the impact of the pandemic. While acknowledging these constraints, he expressed confidence that current initiatives would continue to drive progress toward both goals.
President Limayem agreed that the university would reach or come close to the 90% APR retention goal. He emphasized that the FTIC four-year graduation rate posed the greatest challenge because it depended on consistent retention across multiple years. President Limayem affirmed that clear directives had been issued, with the provost holding deans accountable and detailed plans actively in place to monitor progress.
Trustee Barrett inquired about progress toward the university’s overarching enrollment goal. Vice President Eason responded that the topic would be addressed shortly. 
VP Eason highlighted significant progress in key metrics, noting that FTIC retention and APR reached record levels for the university. He explained that the narrowing gap between retention and APR indicated the effectiveness of student success initiatives, including personalized support for freshmen, which strengthened the incoming cohort.
UNF is expected to achieve 86 points in PBF metrics this year. VP Eason reported UNF achieved its highest fall enrollment in history with 17,680 students, with a record FTIC enrollment of 3,172 students. VP Eason emphasized that these gains positioned the university for continued enrollment growth.
VP Eason also announced that UNF moved up four places in the U.S. News & World Report rankings to 122, acknowledging that while progress was steady, additional measures were needed to reach the top 100 goal by 2028. He noted that a dedicated task force had been formed to accelerate ranking improvements, with further details to be provided later in the meeting. President Limayem emphasized that UNF will reach the top 100 in the U.S. News & World Report by 2028.
VP Eason concluded by highlighting additional points of pride. He noted that the Wall Street Journal ranked UNF third among all institutions in Florida, including both public and private universities, calling it a significant achievement. He also commended the foundation’s fundraising progress, reporting $18.2 million raised toward the $35 million annual goal. He emphasized that this figure did not yet include the anticipated year-end and fiscal-year donation pushes, expressing confidence that the foundation, under VP Nichols’ leadership, was on track for another successful year.
DISC-2: UNF’s Pathway to U.S. News & World Report Top 100 Public University and Update on Performance Based Funding Changes 
Dr. Abby Willcox, Associate Vice President of Institutional Research and Performance, presented an update on UNF’s progress toward achieving a Top 100 ranking. She announced that UNF reached a ranking of 122 this year, climbing four places. She reviewed key ranking factors, noting positive trends in graduation rates, financial resources per student, faculty salaries, full-time faculty percentage, SAT scores, and research citations. Retention remained stable due to the three-year average calculation, but recent improvements are expected to impact future rankings significantly.
She highlighted areas needing attention, including increased borrower debt and Pell student graduation rates. These metrics will take time to improve as lower-retention cohorts cycle out. Dr. Willcox emphasized that reputation and six-year graduation rates are the most influential factors for advancement. She explained that the Reputation Task Force, which includes academic deans and key leadership, is aligned with strategic planning efforts to improve these metrics. Currently, 52% of ranking factors are addressed through existing initiatives.
Strategic goals include a 92% retention rate and a 60% four-year graduation rate, equating to a 72% six-year graduation rate. Achieving these targets would position UNF within the Top 100. She demonstrated an application that IR developed in partnerships with ITS that models ranking impacts based on metric changes, showing that modest improvements in retention and graduation rates could secure this goal.
Dr. Willcox outlined an additional pathway involving reputation enhancement, aiming to raise the peer assessment score from 2.3 to 2.4. She compared UNF’s performance to several Top 100 universities, noting that UNF outperforms them in graduation and retention rates but lags in reputation. She stressed the importance of reputation, citing examples from the State University System (SUS) where peer assessment scores significantly influenced rankings.
Finally, she reviewed UNF’s movement from 126 to 122 and compared it to other institutions at the same level last year, noting that most declined while UNF advanced. Dr. Willcox expressed confidence in reaching the Top 100 with continued focus on strategic goals and reputation improvement.
Dr. Limayem observed that Texas San Antonio’s eight-spot improvement occurred without a change in peer assessment. Dr. Willcox confirmed the increase was driven by a higher six-year graduation rate. Dr. Limayem emphasized that improving the four-year graduation rate is critical, as it directly strengthens the six-year graduation rate and overall rankings. 
Dr. Willcox noted that UNF now shares the 122 ranking with several institutions, some of which declined from the previous year. She emphasized that every institution at this level holds a higher peer assessment score than UNF, underscoring its impact on rankings. Despite this, UNF leads in retention among these peers, though its six-year graduation rate remains an area for improvement. She highlighted the importance of benchmarking, citing FIU’s significant gains in peer assessment as a model to study. Other institutions, including FAMU and FAU, have also improved, with FAU’s rise possibly influenced by its Final Four appearance, demonstrating the effect of reputation on rankings. Dr. Willcox concluded by inviting questions on UNF’s path to the Top 100.
President Limayem explained the rationale for creating the Reputation Task Force. Previously, responsibility for improving reputation was diffuse, resulting in limited progress. Dr. Willcox’s analysis highlighted that increasing the peer assessment score is critical to UNF’s pathway to the Top 100, prompting the formation of a dedicated team with clear accountability, timelines, and tactics.
The President noted that past efforts relied on a broad communication approach, which was ineffective. Instead, the Reputation Task Force will implement a targeted strategy, focusing on leaders at institutions ranked within the top 200–250—those most likely to value UNF’s progress—rather than top-tier universities. This approach ensures that outreach influences respondents whose votes carry equal weight in rankings. The team’s mandate includes refining this strategy and generating innovative ideas to raise reputation scores, while the Reputation Task Force continues work on improving six-year graduation rates.
VP Eason provided an update on the Reputation Task Force. The group has met and developed a list of 12 ideas, with the most significant being the strategy proposed by Dr. Willcox and discussed by the President. The initial plan is to organize a symposium or conference at UNF or in Jacksonville for universities ranked above 100, focusing on best practices and featuring authoritative speakers on key metrics. UNF aims to lead this initiative and position itself as a champion for collaborative improvement.
VP Eason emphasized the critical role of marketing and communications, noting the strategic approach introduced under Vice President of Marketing and Communications, Andrea Jones’ leadership. He outlined plans for the next Reputation Task Force meeting to narrow the list to three priority ideas and create a comprehensive playbook for messaging and outreach. The goal is to target the right audience to influence U.S. News & World Report peer assessment scores—a challenging but essential component of UNF’s strategy. Coupled with anticipated improvements in four- and six-year graduation rates, this targeted approach will drive progress toward achieving a Top 100 ranking.
Dr. Willcox noted that deeper analysis of the data reinforced the critical influence of peer assessment on rankings. She observed that UNF outperforms several institutions in retention and graduation rates yet remains behind due to reputation scores. 
Dr. Willcox reported significant developments regarding performance-based funding (PBF). She noted that recent changes proposed by the Board of Governors (BOG) have evolved over the past six weeks and will be voted on next week. UNF anticipates earning 86 points this year based on normalization for metrics 6 and 8. Importantly, funding for this cycle will remain tied to the current model, even as two models run simultaneously.
She outlined major changes planned for 2027, including splitting existing metrics and introducing new ones. Metric 3 (cost to student) will be divided into two five-point components: current cost and the percentage of Florida resident undergraduates without loans. Metric 7 (University Access Rate) will also split, incorporating Pell student graduation rates, while metric 9B will be replaced by a new measure for SUS transfer students. Metric 9A will increase to eight points, benefiting UNF due to its record three-year graduation rate for Florida College System transfers.
Dr. Willcox emphasized that starting in 2027, normalization will end, and each institution will follow its own framework aligned with SUS30 strategic plan goals. She stressed the need for focused preparation now. Additional changes include removing students who transfer to another SUS institution from graduation cohorts, which could raise UNF’s rate by five percentage points, and adjusting timelines for engineering graduates to improve four-year graduation rates. UNF is already reviewing course scheduling to align with these updates.
Dr. Willcox reported that 76% of Florida resident undergraduates at UNF do not carry student loans, placing the university just behind FSU. She noted ongoing efforts to expand financial aid strategies to maintain this advantage. She also outlined changes to PBF 4 metrics: students transferring to another SUS institution will be removed from the cohort, potentially improving graduation rates by five percentage points. Another change allows engineering students an extra term to count toward the four-year rate, benefiting UF and Florida Poly more than UNF. UNF is reviewing course scheduling for engineering majors to help them graduate within the revised timeframe.
Dr. Eason highlighted that UNF’s engineering programs are structured efficiently, requiring only 120 credit hours due to innovative cross-crediting with general education. This approach reduces the need for a fifth year, which benefits graduation rates for engineering students compared to other institutions.
Dr. Willcox reviewed proposed changes from the BOG affecting performance metrics. She explained that removing SUS transfer students from the academic progress rate (APR) cohort would significantly improve UNF’s scores, raising last year’s APR from 82.6% to 84.4%, and the Fall 2024 cohort from 85.9% to 87.5%. She noted concerns about the new SUS transfers three-year graduation rate metric, where UNF currently performs below peers. The metric includes students with widely varying credit hours, creating challenges for accurate measurement. Dr. Willcox suggested aligning definitions with AA transfer standards, which could raise UNF’s rate to 60%.
She also discussed changes to Metric 10, the Board of Trustees Choice Metric. The BOG will offer new options, and UNF’s Board will select the most appropriate measure. Dr. Willcox indicated that undergraduate internships may align best with UNF’s experiential learning goals. She concluded that, despite these changes, UNF is positioned strongly for 2026, with expectations of achieving at least 86 points. She invited questions and feedback to share with BOG staff.
VP Eason encouraged the Board to share suggestions for the Reputation Task Force, either during the meeting or afterward, and then opened the floor for additional comments.
Trustee McElroy noted the gap between current enrollment of 17,680 students and the strategic goal of 25,000. He suggested that a future update outline plans for achieving this growth through recruitment and engagement, as well as strategies for aligning resources to support expansion. 
VP Eason agreed and emphasized that the legislative budget request (LBR) is focused on strategic growth rather than growth. The LBR includes resources to support students through additional faculty for general education courses, adequate housing, advising, and other high-touch initiatives. VP Eason stated that updates on progress toward the LBR will be provided in the spring and confirmed that this will be the focus of the next update. 
Adjournment 
With no further business to discuss, Chair Barrett adjourned the meeting at 9:55 AM.
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