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These case studies document the experiences of three institutions—Willamette University,

Lorain County (Ohio) Community College (LCCC), and Ohio Univeérsity—in developing

(or, inthe case of Willamette, adapting), implementing, and revising the planning process;

described in A Handbook for Institutional\Academic and Program Planning: From Idea
to Implementation (Kieft, Armijo, and Bucklew 1978). Each case study contains its own
assessment of the effectiveness of the planning process; however, since none of the
institutions has used the process for more than three years, a long-term assessment
cannot be made at this time. )

The case studies are one of a series 5f NCHEMS publications on institutional planning
designea for senior executives, researchers, and others interested in planning. In 1976,
NCHEMS published the Academic Uit Planning and Management (Miyataki and Byers),
a guide for using data about the functions, funding scurces, and outcomes of academic
units. In 1978, as part of its Institutional Academic Planning project, NCHEMS published
Academic Planning: Four Institutional Case Studies (Kieft 1978), which documented
exemplary institutional practice in planning and budgeting. Based on those case studies
and related investigations, NCHEMS staff developed a planning paradigm, later described
in A Handbook for Institutional Academic and Program Planning. For the convenience of
the reader, portions of the Handbook have been included in the introduction to this
volume. ~

Support for the Institutional Academlc Planning project, including work on the
present case studies, was provided by the National Institute of Education. In addition,
the Northwest Area Foundation provided funds that enabled Willamette University to
establish its planning process. Similarly, a grant from the Ohio Board of Regents
permitted LCCC and Ohio University to improve their planning processes. Portions of
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the LCCT and Ohio University case studies have been reproduced from a report to the
Ohio Board of Regents, Identifying and Encouraging Exemplary Projects of Academic
Planning-and Budgeting {(Ohio Board of Regents 1979).

* As a broadly based activity, planning usually invoives scores of persons at any one
institution. At each case-study institution, the planning process was implemented by
institutional staff with limited assistance from NCHEMS consultants. It is, of course,
impossible to acknowledge here all those administrators and faculty at Willamette,
LCCC, and Ohio University who contributed, however indirectly, to this book. We can,
however, thank the researchers and educators who have reviewed various draits of the
" case studies: Ruth Johnson, Dean of Instruction, Arapahoe Community College; Donaid
Habbe, Academic Vice President, University of Montana; William M. Wiebenga, Provost,
Wittenberg University; Melvin Orwig, Senior Vicé President, Higher Education Assistance
Foundation (and former Senior Associate Director of NCHEMS), and Richard Allen,
Maryann Brown, and Kent G Cgruthers of NCHEMS. In addition, we are grateful to Nathan
Gans for editorial advice ano\\support Penny Baskin, Trina Efst, Deborah Fulton, and
Eileen Western for typing the various drafts; Lynn Phillips, for typesetting the book; and
Clara Roberts, for supervising its production.
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Introduction

Backdround

Widespr'éad concern with comprehe‘q'sive,‘éystématic planning in American higher
education is a rélatively new phenomeno‘fm. ven though such planning has long been an

‘accepted fact of government and corporaf€life, not until the last few years have admin-

istrators of most colleges and universities shown an interest in developing similarly
systematic approaches to shaping the futures of their institutions. Until the end of the
so-called era of growth, which occurred for most institutions during the 1970s, planning
usually involved establishing nevs programs, acquiring new resources to suppecrt them,

~or both. Typically, planning was carried out by a few senior administrators, each respon-

sible-for a major function area (such as academic affairs,-student affairs, budget, or

physical plant). And in each area, plari‘ping usually proceeded with a limited awareness

of similar activities in othér areas and with little concern for compatibility.

During the last:10 years, however, this sometimes casual approach to-planning has
been rendered inadequate by the combination of static and even declining enrollments,
persistent inflation, increased competition for funds (both public and private), and public
doubt about the value of higher education. Té chart their futures in the 1980s, colleges
and universities now need to plan in a comprehensive, systematic fashion that integrates

such traditionally disparate activities as program planning and budgeting.

Anticipating this need, the National Center for Higher Education Management

Systems (NCHEMS) in 1973 instituted its Intrainstitutibnal Pla_nn‘ing and ~Man'ager'ner’1_t°.
- project. The primary objective of the project was to help college and university admin- .
istrators examine planning and management concerns at the various levels of program:*

activity—department, school, college, and dyiéiOn. During 1973-74, project staff

1
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developed a faculty/activity matching model, subsequently incorporated in Academic
Unit Planning and Management Manual (Miyataki and Byers 1976). Two years later, the
scope of the project expanded to include institutionwide planning, and its name changed
to the Institutional Academic Planning project.

The purpose cf the Institutionai Academic Planning project was to improve insti-
tutional academic and program planning. Initial project efforts resulted in the publication
¢ Academic Planning: Four Institutional Case Studies (Kieft 1978), an in-depth investi-
gation of planning processes in place at four representative institutions. In undertaking
these case-study activities, the author intended first, to identify and more thoroughly
Lnderstand the issues and complexities of managing institutional change through
processes of planning and resource allocation: end second, to identify and document
institutional practice that could guide other institutions in establishing their own pianning
procedures and processes. They succeeded in providing evidence that institutions can
successfully plan academic programs with limited budgets.

-

A Planning Process

On the basis of Academic Planning and other reséarch, NCHEMS staff began
developing ways to help institutions design, develop, and implement planning processes.
This work culminated in A Handbook for Institutional Academic and Program Planning:
From Idea to Implementation (Kieft, Armijo, and Bucklew 1978). Designed primarily for
institutions not engaged in extensive research, the Handbook is intended to help faculty
and staff improve existing academic- and program-planning processes or design or
implement new ones. It encompasses the entire range of planning concerns, from
designing the process and conducting preliminary studies to implementing the process.
That process is a general one, which can accommodate individual institutional circum-
stances, as the case studies in this volume indicate. In addition, the process is compre-
hensive, program based, and long range. .

The comprehensiveness of the process is evidenced by its consideration of all of
an institution’s programs: instruction, student service, academic support, administrative
service, financial aid, public service, research, auxiliary activities, and development (p. 3).
The process is based on the conviction that especially ‘'when resources are limited,
priorities established and judgments made as part of systematic planning must determine
budgetary decisions’ (p.3).

The process is program based in that both proposals an decisions are program
centered. Such proposals involve initiating, maintaining, improving, reducing, or deleting .
programs; such decisions concern allocating or reallocating resources. Through the
process, resources are channeled to support program objectives and to respond to
evaluations of program eftectiveness. Systematic planning consists of the basic set of
arocedures through which an institution can determine its budget and allot its resources
to its program commitments. . :

The process is long range in that-it does not rerely develop budgets for the coming
fiscal cycle (the limited function of many existing planning processes), but formulates

2 N
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plans for as many as five years hence. As a long-range process, it ‘‘is-designed to both
establish and accomplish program goals as well as establish budgets. The resource-
allocation and budgetary decisions that flow from systematic planning are means to
predetermined ends, not ends in themselves' (p. 3).

The process has three major steps: (1) conducting a preplanning assessment,
(2) describing the context for planning, and (3) implementing and-operating the process.

Step 1—Conductin§ a Preplanning Assessment

The first step in developing a planning process is to assess an institution's need
and desire for it. This assessment should be carried out not by institutional planning
staff but rather by an ad hoc assessment task force, to ensure a broad base of support
for any subsequent planning activities (p. 11). Kieft, Armijo, and Bucklew (1978) aiso
suggest that '

the task force should comprise the organizational ieaders of the institution—deans,
vice-presidents, president, chancellor—and leaders of groups of major institutional
constituents, such as student and facuity (Kieft 1978). Faculty, moreover, should
always be represented on the task force, because many faculty may possess
relevant expertise in such areas as management science, information systems,
and group behavior. Moreover, invoivement of facuity, other major constituents,
and organizational leaders in this initial phase will help the task force remain
aware of internal political considerations, enhance the credibility of the assess-
ment, and increase commitment to policies developed through planning. [P. 11]

The authors also recommended that

In its evaiuation, the task force should determine how well current planning helps
the institution achieve its goals. [P. 11]

The [evaluation] report should conclude with a specific recommendation, on
the order of one of the following:

1. Current planning is effective; desired resuits are being achieved, and no
changes are necessary. '

2. Current planning is basically adequate, and only limited revision and coor-
dination are needed; existing systems and institutional offices can undertake
such changes. ‘

3. Current planning is inadequate; the institution should implement a different
planning process that will involve major institutional commitment.

Many colleges and universities will conclude that the second or third options best
describe their situation. [Fp. 15-16]



Step 2—'Formuléting Planning Assumptions and
Describing the Context for Pianning

Kieft, Armijo, and Bucklew note that numerous factors constitute a context for
planning, including

changes in enroliment and financial aid, faculty-tenure flow, energy costs, social
programs, collective bargaining, increased pressures for accountability and
cost-effectiveness, social security and retirement laws, communication tech-
nology, self-instructional systems, and the roles of the state and federal govern-
ments in institutional matters. . . . In developing a planning process, one may
begin by describing the context for planning. {P. 16]

This description can proceed systeématically. Like the preplanning-assessment
stage, it can be coordinated by a major executive administrator (president, provost,
vice-president for planning) whose involvement will increase the likelihood that the
context will be described in terms of major institutional policy issues. The Handbook
warns that

if left solely to support or planning staff, the description might easily become a
mixture of discrete and unrelated facts and technical data. As {in conducting the
preplanning assessment], faculty with appropriate expertise should be recruited
to produce more accurate, comprehensive, and credible results. [P. 16)

The Handbook also suggdests three projects that are helpful in this phase of planning:

1. Conducting institutional studies—a series of staff and faculty studies to provide
information for planning and formulate a set of assumptions on which planning
will be based '

2. Developing an education plan—a four- or five-year projection of major directions
and goals for the institution

3. Writing a description of the planning process to be implemen..2d—an account of
the procedures to guide planning activities. [P. 16]

Step 3—Implementatioh and Operation

After the context for planning has been described, siaff can begin implementing
the process. The planning cycle comprises a multiyear period.

Every year, detailed plans are formulated for the year immediately ahead and
less detailed, but nevertheless substantive, plans for the subsequent two years. As
the cycle advances, the sacond year, for which less detailed plans had previously
been formulated, will become the year immediately ahead and thus will receive
detailed attention. Also at this point, the less detailed plans that were originally




formulated for the third year in the cycle may require revision, but detailed planning
for that year should be postponed until it becomes the year immediately ahead.
Finally, a new third year will be added to the planning period, receiving less detailed
attention. [P. 41]

. Figure 1 illustrates this cycle. As the figure indicates, when plans are formulated
during 1980-81, ailention to the years 1981-82 will be more detailed; the attention will be
less detailed for the years 1982-83 and 1983-84. As plans are developed during 1981-82,
the year 1982:83 will receive more detailed attention, the years 1983-84 and 1984-85,
less detailed attention. Every fourth 3 _ar the Education Plan and its supporting of
assumptions should be revised; this does not interrupt the arinual formulation of plans.

During each year of the planning cycle, detailed plans are formulated for the next
year according to a 12-month planning calendar, as figure 2 illustrates. During the first
month of the calendar, the planning staff gathers the information required for planning
(including projections of. enroliment, faculty and staff FTE, and costs and revenues).
During the second, third, and fourth months, each individual planning unit (such as an
academic department) prepares its program plan.-Each plén should include ““(1) a set of
program objectives for each year of the cycle, (2) a priority ranking of the program
objectives for the year immediately ahead, () activities planned to accomplish those
objectives,-and (4) the resources required to support the activities’ (pp. 46-47).

During the fifth, sixth, and seventh months, the different organizational units (such
as a division, school, or college) within an institution determine how well the proposals
developed by the individual planning units will help them accomplish the Education Plan.
In determining this, each organizational unit appoints a program-planning committee, in
accordance with its governing procedures. The committee, which represents the individual
planning units that constitute the organizational unit can:

—

. Review and critique each planning unit's program plan

2. Develop and recommend a program plan for the organizational unit to follow
during the next three years

3. Act as the liaison for planning between the organizational unit and all other plan-

ning units and activities [P. 51] '

Kieft, Armijo, and Bucklew recommend that the chairperson of the committee be the
administrative officer (dean, director, vice-president) responsible for the organizational
unit. , : ‘

The program plans developed by different organizational units are reviewed (and,
where appropriate, revised) by an institutionwide group during the eighth, ninth, and
tenth months. The form of this review will depend on the governance structure of the
institution. Most likely the review will be “‘performed either by a group representing
faculty, students, and administrators; a group of executive administrators responsible
for academic affairs, student aifairs, public affairs, administration and support, finance,
and development; or a combination of the two groups' (p. 55).



1980-81

Education Plan and
supporting set of
assumptions

are formulated

Individuai
planning units prepare
plans that contain:

1. Delailed proposals
for 1981-82

2. Less detailed,
but yet substantive,
proposals for

1982-83 and 1983-84

1981-82

* Individual
planning units:

1. Revise in more
detail proposals
for 1982-83, which
is now the year
immediately ahead

2. Revise the less
detailed proposals
for 1983-84 .

3. Add 1984-85 as
the third year ahead
and formulate less
detailed, but yet
substantive, proposals
for this year

1982-83

¢ Individual
planning units:

1. Revise in more

~~ detail proposals
for 1983:84, which
is now the yea:
immediately ahead

2. Revise the less
delailed proposals
for 1984-85

3. Add 1985-86 as

the third year ahead

and formuiate less
detailed, but yet

substantive, proposals

for this year

1983-84

* Individual
planning units:

1,

3.

Revise in more
detail proposals
for 1984-85, which
is now the year
immedialely ahead

. Revise the less &

detailed proposals
for 1985-86

Add 1986-87 as

the third year ahead
and formulate less
detailea, but yet

substantive, proposals 3,

for this year

1984-85

* Education Pian and
supporting set of
assumptions are revised

* Individual
planning units:

1. Revise in more
detail proposals
for 1985-86, which
is now the year
immediately ahead

l2. Revise the less

detailed proposals
for 1986-87

Add 1987-88 as

the third year ahead
.and formulate less
detailed, but yet
substantive, proposals
~ for this year

Fig. 1. Planning cycle. {Adapted from: Raymond N. Kieft, Frank Armijo, and Neil S. Bucklew., A Handbook for Institutional

Academic and Program Planning: From Idea to Implementation (Boulder, Colo.: National Center for Higher Education
Management Systems, 1978): p. 42.] ‘




MONTH 2—MONTH 4

MONTH 1 MONTH 5—~MONTH 7 MONTH 8—=MONTH 10 MONTH 11-MONTH 12
Y Review and Cripof | "ooew anE Clque of - peyioy gng Agprova
reparation of Individual P Crganizational-Unit of Institution's
Information for Program Plans neivicual Frogram Program Plans and Pronram Plan and
Planning by Individual Plans and Preparaion | proporpion of tiution's| | oo o e
. of Organizational-Unit Implementation of
Planning Units Program Plan Program Plan by Planning Dacisions
‘ : Institutionwide Group
1, Enroliment 1. Planning unit 1, Organizational unit - | 1. Inslitutionwide 1. Review of inslitution’s
projections appoints committee appoints commiltee group formed program pian by senate,
: : president, and board
2. Faculty-FTE 2. Program plan 2. Review and critique 2. Review and critique of of control
projections developed of planning units organizational units' ‘
program plans program plans 2. Approval and adoption of
3. Staff-FTE a. Program objectives | 3. Program plan developed | 3. Institution’s program Ingtitution’s program plan
projections b. Planned activilies plan developed 3. Implementation of
¢. Resources required \,|  Planning decisions:
4, Cost and o Curricular review
revenue | Fa\cully recruitment
projections o Staff recruitment

¢ Personnel action
+ Palicy action

+ Budget description
+ Equipmen! orders
+ Renovation orders
+ Supplies orders

-

Fig. 2. Annual planning calendar, fAdapted from Hay“mond N. Kieft, Frank Armijo, and Neil S. Bucklew, A Handbook for

Institutional Acader:ic and Program Planning: From Idea to Implementation (Boulder, Colo.: National Center for Higher
Education Management Systers, 1978): p. 43 |
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The authors note that

whatever the composition of the [review] group, it [might] ba\éﬁaired by the ex-
ecutive-administrator (president, provost, executive vice-president) who directs
and administers the entire planning effort. This institution-wide group [can]:

1. Review and critique each organizational unit’s prcgram plan

2. Develop and recommiend a program plan for the institution to cover the next
three years '

3. Act as a liaison for planning between the institutional and the organizational-

< unit levels [P. 55]

Since the institutional program plan can serve.many purposes, no single
format is suggested. Public institutions can use the pian as a resource-request
document for funders in the state cr community-college district. Private institutions
can use the plan to organize fund-raising and development activities and inform
trustees or church-related groups. of institutional direction. ... Regardless of
how the plan is used to help raise funds, it should provide the framework and
rationale for the a//ocat/on and reallocation of resources and for the forthcoming
institutional budget. .

Thedast two months of the year encompass the final rewew approval, and
implementation of the institutional program plan, especially recruiting faculty or
staff, ordering equipment and supplies, and approving curricula. In addition, final
budgets are prepared during these-months according to planning decisions. These
tasks, however, should now be easier, since the various planning units and the
planning staff have already completed most of the work during the preceding 10
months. . ..

Final review and approval of the institutional program pian will probably involve
the senate, president, and, ultimately, board of control. Institutional policy will dictate
the process for this review; however, its timing is critical, since implementation
will often include recruitment of faculty and staff, which should not be started too
late in the year. Sufficient time is required for equipment and supply orders, which
are often made competitively. Proper timing is necessary, too, for decisions about
space and renovatior, since certain times of the year are usually better suited for
improving physical plant and assigning or reassigning space. Similarly, curriculum
decisions need to be made by certain dates so that the institutional bulletin will
reach students at the appropriate time.

Implementahon of the results of one year marks the begmnlng of the next. At~
the end of the year, projections are revised and recast in terms of the pxpenence
of the past 12 months. [Pp. 55-56]

-The principal advantages of the sample process summarized above lie in its
Japtability and its emphasis on the daily process of planning and on the necessity of

~ N\ . g . .
inte gplanning and resource allocation into a single system. The Handbook, which
describes the\p(ocess in more detail, does not extensively discuss the more technical
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aspects of planning; for such a discussion, the reader should consult the comprehensive
discussions of these aspects already published (and cited in the Handbook) or the forth-
coming Supplement to the Handbook for Institutional Academic and Program-Planning,
which contains sample procedures and formats that institutions can use in planning,
with or W|thout modification,

Characteristics of the Case-Study Institutions

These case studies document three attempts by-institutional staff, with assistance
from NCHEMS, to adapt and impiement parts of the process described in the Handbook.
In this respect, they differ from the earlier set of case studies, contained in Academic
Planning, whose primary purpose was to document existing institutional practice (practice ..
on which the Handbook was in part based). The three institutions whose experiences in
planning are examined here differ in both institutional type and mission; the case studies
of their experiences have been arranged according to the relative complexity of the
planning processes.

Willamette University, located in Salem, Oregon, is a private, liberal-arts institution
with two professional schools (law and administration). its enroliment totals about 1,800.
Supported by an endowmernit of @pproximately $30 million, Willamette enjoys considerable
flexibility in planning for the 1980s. At the time of this writing,.Willamette had just completed
implementing a planning process similar to the one described in the Handbook. Thus the
emphasis on the case study of Willamette's experience lies in preimplementation and
initial implementation activities.

The Willamette case demonstrates that broad participation in planning is attainable
(though not easy) and that the development and implementation of institutional plans
are inseparable—ultimately the same persons must be responsible for both phases.
However, the relative newness of the planning process now in place at Willamette
preciudes an assessment of anything beyond the initial effectiveness of the process.
Institutions considering implementing a systematic planning process, and institutions
similar to Willamette in size or mission, should find the account of Willamette’ S experlenoe
espeC|ally useful.

. Lorain County Community College (LCCC) is a comprehensive community college
located about 20 miles west of Cleveland, Ohio. From 1974 to 1978, LCCC staff deveioped
their Long-Range Plan 1978-83, a description of social and economic trends likely to
affect the college over the next five years and a statement of institutional mission and
objective. To implement that plan, LCCC staff developed a process similar to the one
described in the Handt-ook; in fact, LCCC adopted many of the Handbook's procedures
and forms. An additional dimension of the LCCC's planning experience has been inte-
grating the planning process with management-by-objective (MBO) procedures used by

" the college since 1973. Though community colleges and. institutions using an MBO
system should be especially interested in LCCC's experience, most of the lessons learned
at LCCC should be applicable at any type of institution.

Located in the rural community of Athens, Ohio University is a comprehensive,
state-supported, primarily residential school, with an enroliment of about 13,500 students.




Ohio University has a relatively complex planning process, initiated in 1976, that evolved
simultaneously with the process set forth in the Handbook. (Planning staff at Ohio
University are led by the provost, a coauthor of A Handbook for Institutional Academic
and Program Planning.) As a result, the case study describing Ohio University’'s ex-
perience shows how a weli-developed and rather complex planning process, supported
at high levels of the administration, has evolved during the last three years. In particular,
the case study demonstrates how the task of lmplementlng an effective planning process
is even more difficult when it follows less than successful attempts. Extensive faculty
and staff participation at Ohio University in defining goals and objectives and proposing
new program directions had produced no visible results, a fact attributable to recurring
fiscal crises. Since such past involvement had little or no relationship to the process of
resource allocatfan, enthusiasm for a renewed planning effort was slow to develop, and

'the outcome was viewed with widespread skepticism.

Nevertheless, there were several positive forces that led to successfully imple-

~ menting a renewed planmng effort. Since this planning process was started, strong

programs for Computer Services and Analytical Research evolved and a new medicai -
school was inaugurated, both with remarkable success. These factors, coupled with the
appointment of several key personnel not familiar with the university's recent past,
afforded the impetus to launch the process. Institutions of similar size and mission, as
well as institutions whose previous planning efforts have produced mixed resuits, will
want to pay special attention to Ohio University's experience. ‘

" Summary of Case-Study Findings

Despite the differences among these three institutions in size, mission, governance,
and degree of experience with planning, several generalizations (some of which were
noted in the Handbook and Académic Planning: Four lnst/tut/ona/ Case Studies) can be
made about the|r0€ollect|ve experience:

e Planning can be comprehensnve, that is, it can incorporate major institutional
resource-allocation issues, such as those dealing with personnel, support funds,
equipment, and space. As most institutions plan for the eighties, they cannot
afford the luxury of making isolated budget judgments.

e Planning can be long range, that is, it can do more than develop budgets for the
~-coming fiscal cycle (the limited function of most existing planning processes).
‘e Planning can integrate budgcting and program-planning activities. To planprograms

without budgeting adequate resources for planning will most often be inefiective.

S e ‘New interest in planning is often triggered by new institutional leaders. At two of

the three case-study institutions, the impetus to improve planning came from the
arrival of the new president.

e Strict schedules and calendars for planning activities are helpful. In most cases,
plannlng responsibilities place an additional burden on staff already performing
full-time duties. Such schedules and calendars can place planning on equal footing
with other formally established institutional responsibilities. |

10
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* Planning can also be given adequate visibility and be supported by a strong
commitment (or better yet, participation from top-level institutional executives).
Such visibility and commitment can help plannlng successfully compete for staff
time.

e Successful plannlng can be supported by accurate, reliable, and timely inforrnation
about an institution’s internal and external environment. At each case-study
institution, one of the first stages in the development of a planning process was
the discovery of the need for better information for planning. Each case-study
institution also learned that providing such information can easily consume
additional staff time and other resources. 4

* The design of a planning process often requires a balance between broad partici
pation and centralized authority. Uniess those affected by the planning process
feel that they have some voice in making planning decisions, planning can lack
the broadly based institutional support required for success. On the other hand,
the central administration must retain sufficient control over the process to
ensure that plans formuiated are consustent with both institutional mission and
fiscal realities.

« To achieve broad support, it is helpful to involve leading faculty and admlnlstrators
who command the respect of their colleagues.

* Planning retreats can help give visibility to planning, generate -support for the .
process, «.nd facilitate communication between those directly involved in the
process and those affected by it. -

e Finally, a planning process should most often contain procedures for revision. As
each of these case studies emphasizes, planning staif receive, throughout the plan-
ning process,.information about the etfectiveness of the process. Improving that
effectiveness is predicated on modifying the process in light of such information.

Each of the following case studies is divided into four sections. The first section
provides background information about the institution’s size, mission, and governance
structure. The second section offers a brief history-of planning at that institution. The
third section describes in detail current institutional planning activities, which are then
assessaed in the fourth section. All three case studies document the adaptation and
implementation of the planning process outlined in A Handbook for Institutional
Academic and Program Planning. For more information ahout that process itself, the
reader is referred to the Handbook.

11
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Willamette -
University

'FRANK ARMIJO AND RICHAKD S. HALL

Background

~ Willamette University was founded by the Methodlst Church in 1842 as the Oregon

Institute. Located in Salem, Oregon, it has as its mission to provide liberal-arts education

for students in the Northwest. The liberai-arts focus was later broadened by'the addition

~0of a law school, a college of music and theater (merged with the College of Ltberal Arts

in 1977), and, in 1974 a graduate school of admlnlstrauon The most rec@t mission
statement of the institution emphasizes a continuing commitment to the liberal arts, as
well as a commitrment to professional and graduate programs that build on a'liberal-arts

‘education. Accepted by the various colleges within the umversuty, th|s mission is used in

developing program offerings.

Willamette's location (across the street from the state capltol) gnves it polltlcal
visibility and provides some interesting educational opportunities. Many of Willamette's
academic programs, for example, are enhanced by internships and clinical programs
related to state government.

‘Willamette is governed by a board of trustees that mcludes “representatlon of the
several constituent groups which support the university’’ (Articles of Incorporation ‘and
Bylaws 1978, p. 3). The members, who serve three-year terms, are mostly prominent
Oregon business leaders] several, reflecting the institution’'s Methodist affiliation, are

. clergymen. The current membership of the board is about 40; a maximum of 60 is

authorized by the Articles of Incorporation and Bylaws. The board supports the adminis-

tration and normally eschews involvement in the internal‘operations of the university.
Willamette's enroliment has'been relativély stable. Like many other private liberal-

arts institutions in the Northwest, it cantinues to attract many out-of-state students. (In -

v~

~
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the 1970s, about 45 percent of the total enroliment of the institution were from other
states.) Of the 1,830 students enrolled in 1978-79, 70 percent were in the undergraduate
hberal-arts program and 30 percent were in the Law School and the Graduate School of
Administration.

Because of relatively stable enroliments and conservative financial management,
the university has enjoyed small operating surpluses during most recent years. Tuition
accounts for 75 percent of all educational and general income; earnings from an endow-
ment of approximately $30 miliion, together with gifts, grénts, and miscellaneous
income, account for the remainder. This situation has given the school a revenue cushion
over the years. Among the results of these financiai policies have been a well-maintained
campus with several new, debt-free buildings and a development program geared largely
to funding additional facilities.

History of Planning at Willamette University
The university has taken several approaches to planning since the early 1970s. In
the first years of the decade, as part of an effort headed by the vice-president for finance
and planning, planning questionnaires were distributed to academic departments and
other units for the purpose of compiling academic statistical information and budget
requests. Units answered these forms and returned them to the central administration,
but untess their responses were reflected in the next year's budget, the unit never heard
of them again. This practice was not popular with faculty and, in fact, was often viewed
as evidence of the central administration’s insensitivity to academic matters. -
Shortly after his arrival in autumn of 1973, President Robert Lisensky appointedthe
Committee for Institutional Change (COMIC). He did sc in response to widespread
uncertainty about whether the faculty and the administration were both committed to the
institutional mission and willing to work together to support it. COMIC was to review the
financial and physical resources of the institution and to determine areas of immediate
and critical concern. Specifically, it was to: '
1. Study recent Carnegie Commission reports on higher education cT
2. Survey colleges and students for ideas for enhancmg Wullamette
3. Correspond with and visit campuses on which major mstltutlonal changes had
occurred ' : -
Invite consultants to the campus to discuss ideas for enhancing Willamette
5. Identify specific areas for which task forces should be created to help shape the
direction of the institution '

»

-
*

In its report published in January 1974, COMIC identified nine areas of concern:
- Skyrocketing operating costs ¥
e Declining national birthrates
e Reduced financial resources, both public and private

- 16
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* Dissatisfaction with a lack of diversity in small colleges and universities like
Willamette

e Decreasing enroliments |n undergraduate programs and the potentlal impact on

professional schools

Current student demand for vocational-technical learning

Growing two-year options at community colleges

Diminishing importance placed on college degrees

Intense competition among private colleges for students

COMIC also proposed establishing three task forces to study institutional modes of inquiry
and intercollege relationships and to help coordinate Willamette's.academic activities.

Out of these efforts, despite an expressed disappointment with the slowness of the
results and the lack of solutions to many problems reviewed, emerged two academic

- - .governing bodies..The Academic Council, composed of faculty elected by their peers as

well as the deans of the three schools within the university, was given authority over
academic issues. The Faculty Council, also composed of faculty elected by their peers,
was given authority over such matters as promotion, tenure, and grievances. At present,
establishing a third council, to be concerned with professional issues such as faculty
development, is being considered.

COMIC also recommended adding a section to the unrversrty s mission statement:

We believe that it is through liberal-arts education that questions of the future,
involving moral judgement, social and technical complexity, creative leisure and
personal abilities to adjust to rapid change, can be expressed more adequately.
[P. 2]

In addition, COMIC's report provided a justification for a few faculty to experiment with
ways to make the traditional liberal-arts curriculum more responsive to the current
needs and interests of the students. But its most importani contribution, according to a
proposal submitted later to the Northwest Area Foundation, was the awareness that the
university could not continue with business as usual in view oi the many problems that
would confront higher education in general and Willamette in particular in the future.

To extend the work of COMIC, the Contingency Planning Committee (CPC) was
appointed in spring 1976 to review in greater detail which changes were necessary and
how they might be effected. This new group consisted of eight faculty members, two
vice-presidents, the dean of the College of Liberal Arts, and the president. In appointing

- CPC members, the president sought to include those persons with broad faculty support;

severalof the members had expressed therr interest in planning, as a result of the COMIC
report.

During summer 1976, CPC was expanded to include deans of the other two
schools of the university and was renamed the University Planning Committee (UPC).
The vice-president for student affairs (later to take on additional responsibilities and to
be called the.vice-president for administration) and one faculty member from the
Department of Mathematics acted as planning assistants to this group. The president’s

17
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charge to the committee was comprehensive:

The University Planning Committee Shall. sérve as the facilitator of the planning
process. Il wiil be their responsibility to make assignments and to develop guide-
lines for the task to be performed. They shall prowde the basis for com-
municating the process to the total university and will be responS|b|e to develop
the final report. [P. 2]
The presideht recognized, however, that “‘the dilemma we face is the'impact of this
work on an-already strained system. The faculty is not anxious to engage in additional
committee assignments and yet, at the same time, do want to participate in the
process’ (p. 2).

Early in their deliberations, UPC members discussed preparing a five-year institu-
- tional plan that would be revised each year. The committee felt that five years was the
longest period that could be addressed intelligently. UPC recognized that such a plan
would entail a thorough understanding and appreciation of the university’s mission, a
knowledge of its present educational programs and financial systems, and an anaIyS|s
of the larger environment in which it functions.

The committee first determined agenda items for planning purposes and reviewed
enroliment, financial, staffing, and envircnmental data. The data had been collected from
all departments and administrative units by the two planning assistants. At this time,
planning at Willamette was relatively decentralized. For the most part, each unit func-
tioned according to the needs determined by its constituents and the vice-president to
whoi it reported. The vice-presidents and the deans operated relatively autonomously
and, as a consequence, established their plans and procedures at their own speed and
on an ad hoc basis. In short, there was little communication among the vice-presidents
and deans about planning priorities and activities; indeed, there was no universitywide
planning effort. Neither was the board of trustees significantly involved in planning.

Develbping a Planning Process, Assumptions, and a Context

In a memo to UPC dated September 28, 1976, the president reminded the committee
that ‘

Because of the growing complexity and interdependency of both the internal ana\
external variables of such an institution, the functions of a university must form a
system. We can no longer use a single variant analysis and an analytical
approach, but instead we must concentrate on the holistic interrelationship of the
different parts. Any analysis of a university must view that institution as a complete
adaptive system. [P. 1]

Referr ng to ideas in Academic Unit Planning and Management (1976) the president

stressed the importance of awareness of the external environment, of the interrelatedness
of dlfferent parts of the university, and of the university’'s commitment to its mission. But
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extensive work on the mission statement, he warned, would itself provide littie basis for
action. Programs of action originating within academic units—the critical points for
policy implementation in a university—-must provide the strategies for academic planning.

The president’s charge to UPC at that time was to coordinate the investigation of
* the five major components of the university planning system: academic units, academic
support, personnel, enrollment, and physical space. Furthermore, UPC was to facilitate
the planning process, aSsign special studies to provide information needed for planning,
develop guidelines for planning, communicate the process 10 yarious members of the
university, and develop reports. Each academic unit was to identify and analyze its
functions, demands, resources, and outcomes, using guidelines provided by the Academic
Unit Planning and Management Manual.

On October 7, 1976, UPC endorsed the following as its statement of purposes and
responsibilities. The statement had been prepared by a UPC cochairperson in response
to a request from the president. '

1. Purposes o
a. Analyze the environment in which Willamette University exists and functions
b. Analyze the current programs and operation of Willamette by using the best
means available within higher education
c. Develop a clear understanding of Willamette’s mission and the broad state-
ments of its goals and objectives :
Prepare a plan for Willamette educational programs as prorected from June
1977 to June 1982

e. Develop a financial plan to support such an educational program -

f. Reconcile the two previous purposes by making the appropriate adjustments
2. Responsibilities -

a. Understand Willamette’s mission -

b. Become knowledgeable about Willamette's present educational programs
and the financial systems that support the programs; compare the mission
and programs with those of other similar institutions

C. Communlcate with faculty, students, and administrators about UPC purpose
and responsrbllrtles and gather from them information, ideas, and insights
about their own areas of responsibility

d. Check for consistency among the university's purposes and goals and among
programs of the various components of the university

e. Determlne priorities for specific programs and specific directions Yor the
university based on the information gathered through several activities

f. Raise QUestions about the mission, purposes, and programs of Willamette and
challenge the entire community to maintain Willamette's academic and

~ financial health

g. Recommend to the- presrdent faculty, and to all interested parties changes in

- the umversrty s programs that will improve its general health

1
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By the end of November, UPC had prepared questionnaires to help departments
and administrative units analyze their present programs and trends for the next five
years. A preface to the questionnaire repeated COMI!C's 1974 analysis and its optimistic
challenge to the university—‘through careful evaluation of its resources and aspirations,
Willamette possesses the ability to build upon its strengths to respond positively to
pressures independent higher education faces’ (p. 1). The questionnaires are included
in appéndix 1. . ,

The UPC cochairpersons—the chairperson of thé Department of Mathematics,
and the vice-president of administration—were released from their teaching to help
plan activities for the spring.semester of 1977. Working with the committee, they
gathered statistics on enroliment, attrition, academic departments, and administrative
units. Using both the data gathered and the questionnaire results as a basis for discussion,
they interviewed persons in each unit of the university. Summaries of these interviews
were developed and shared with the committee. The interviews identified a few areas

“where problems existed, but in general confirmed that morale at Willamette was good.

The interviews also elicited ideas for change and improvement that should be given
further study. Most importantly, interviews helped promote the idea that planning is
worth the effort, if conducted with adequate participation and discussion. Interviewers
also discovered that staff were willing to participate in a formal planning process.
By April 11, all questionnaires were completed and returned; all 35 interviews with
personnel from academic and administrative units were completed; enroliment, financial,
and personnel data from the Rast five years had been compiled and checked for accuracy;
and interpretive summaries were being prepared. Shortly thereafter, the UPC cochair-
persons sent a memo to the full committee outlining what seemed to be critical planning
issues. Among those issues were liberal studies, the faculty role in determining curriculum,
organization of academic units, library services, attrition, academic schedules, enroliment,
financial aid, computer services, and physical plant. Th= memo also suggested a revised
schedule of meetings for spring, summer, and early fall.
During spring 1977, Willamette was visited by staff of the Academy for Educational ’
Development (AED), who, through a grant from the Kellogg Foundation, were assessing
planning at 20 selected institutions. After the visit, AED provided Willamette with a critique

~of the university’s current issues that had not been fully developed. Many of those

issues had been identified already by Willamette staff. =~ :

AED observed that administrative planning at Willamette amounted G informal,
isolated planning carried out by the various segments of the university. Plans developed
by administrative offices were not well known to faculty members or, in most cases, 10
the three deans (all of whom depended on central-administrative support services).
Nevertheless, planning was a widely recognized topic on campus and expectations
were high regarding its usefulness.

AED acknowledged Willamette's desire to improve planning and to open the review
of institutional direction to all members of the university community. (Wiilamette had
committed the initial staff resources necessary to establish a planning process.) The
academy also observed that the fiscal surpluses and stable enroliment Willamette had
enjoyed probably would not continue past 1979. The AED report recommended that"

s
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Willamette begin strategic and technical planning soon instead of postponing it until the
inevitable crisis began.
The AED report included other important observations:

1. UPC did not appear to have the external environment clearly in mind in its delibere-
tions. The studies necessary to document the impact of the external environment
had not been completed. Committee members might bring the perspectives of
their own areas of academic concern or administrative tasks, but no broad
viewpoint was represented on the planning committee. The committee had failed
to consider such statistics as the number of coilege-age students in Oregon and
neighboring states, number of part-time students in Salem and the surrounding
area, levels of gift and grant support, support for student aid, the needs of the

" local and state governments, and alumni concerns about thé university
2. Little technical support was available for the planning process. The administrative

analysis of the external environment) were not actively involved in planning
activities. Without involving the business, admissions, and information-services
officés in the planning process, efforts to gather background material were often
duplicated; in addition, much of the data was based on inconsistent data definitions.
For example, the business office and the registrar defined full-time student
ditferently. , :

3. UPC lacked a clear 'sense of jts role and scope in the planning process. For
example, when this issue of merging the School of Music with the College of
Liberal Arts arose, UPC members were not certain whether theirs was a decision-
making or an advisory role. How active were they o be, they wondered, in recom-
mending university policies with regard to mission, program mix, student/faculty
ratio, percentage of tenured facuity, and level of funding for various programs’?
The members were particularly concerned about the relationship between UPC
and the deans, faculties, and various administrative and governing bodﬁz within
the university (such as the Administrative Council, Academic Council, and Faculty
Council). In addition, members believed that if the UPC role was in fact reactive,
then faculty participation in its activities in many instances would bear the taint of

~ rubber-stamp approval of administrative plans. -

4. There was a need for a person to be responsible for coordinated data collectio
as a part of the continuing planning process. Until spring 1977, data for planning
were developed by the two planning assistants. However, their work was under-
taken on an ad hoc basis and would likely be discontinued during the early phases
of planning. As a result, it would be necessary to devise procedures and assign
responsibility for continuing data collection and interpretation. This would ensure .
that planning would be supported by the most recent and accurate information.

5. There was a need for better coordination of administrative functions. Identifying

' clearly the areas of responsibility and interest of each of the university's operating
offices was difficult. Willamette was attempting to manage a relatively complex
operation with its small staff; in addition, various administrative functions had not
been clarified.
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In general, the AED report recognized Willamette’'s commitment to integ}ating-
planning into institutional life. Moreover, the report obsgrved that the university's primary

“challenges in the next few years would be to focus planning activitigs on the need to

e Reconcile the liberal-arts curriculum with the increasing vocationalism of students

* Make the cpre curriculum accessible and attractive to part-time and adult
students

¢ Shift faculty resources into disciplines whose enrollments had grown

e Plan tenure decisions to allow future flexibility in staffing

An additional challenge. the report concluded, was to integrate planning into the
daily operations of the university through a systematlc budgeting process and periodic
evaluation.

Current Planning Activities .
To discuss and analyze the experiences of 1975-1977, including information gathered
through administering the planning questionnaires and developing the AED report, UPC
meetings were held during summer 1977. On September 9, 1977, UPC made its one-year
progress report to the university. Convinced that cooperation from the university com-
munity was essential for effective planning, the committee decided to keep faculty and
staff apprised of its progress ‘and the issues:

The committee has identified several issues on which planning decisions must be .
made. We have also agreed that there are certain aspects of our present programs
and operations which the University should carefully examme to determine
whether changes should be made.

We intend during the fall semester to initiate discussion of the alternatwes‘
for resolving those questions and to stimulate the appropriate faculty groups and
administrators to consider them and make decisions and plans. [P. 1]

In its report, contained in appendix 2, UPC urged faculty and staff to examine the
information and to respond.

UPC continued its work through the fall semester. At the beg‘nnmng of the spring
1978 semester, it released a draft of the Planning Outline, based on both the information
gathered over the previous two years and the committee's discussions about institutional
priorities. This draft was primarily the work of a subcommittee composed of the chair-
person of the mathematics department, vice-president for student affairs, vice-
president for financial affairs, and the president. The report, its authors conclude,
“represents our best effort at looking at where we are and considering, in the light of
that and the externalities noted, where we might think about going."

The Planning Outline is prefaced by a list of comprehensive planning assumptions

‘that are considered inescapable external conditions related to the national economy,
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hlgher education in general, and pnvate higher education |n _particular.”Among those
assumptlons are:

° The decision not to radically change the mission and programs of Willamette and
to accept being slightly smaller if that were to be the resuit of not changing

 The recognition of the need to improve classroom, office, and library facilities for
the College of Liberal Arts

e The recognition of a need to respond to pressures which were expected to affect
the financial health of the institution through inflation '

The report uses a columnar format to specify, for different institutional areas (such as
enroliment), facts, assumptions, goals, activities for their achievement, and persons
responsible for achieving them. Debate, UPC feilt, would be most fruitful with regard to
-goals:

“The goals are “just that—goals.- And goals usually-are. -neither .capable of.
documentatlon nor written in stone. These goals range from very specific to very
general and are in no way ranked in order of importance. Ali are open to discussion,

. -and we invite and urge your comments and suggestions in our meeting. It is our
belief that from our mutual efforts can come a strong and positive future for our
institution.

The Planning Outline is revnewed and updated annually The latest versnon (1 979) appears
as appendix 3.

On January 15, 1978, a dinner meeting was held for faculty and students to discuss
the Plaiining Outline. A week later, the board of trustees held a two-day retreat with UPC
members to review the document. At the retreat, trustees offered suggestions. for

‘clarifying several goal statements; nevertheless, their general reaction was positive,
indicating their support to develop a strategy for implementation.

- During the 1977-78 academic year, UPC members and others recognized that
additional resources were needed to support new and existing planning activities at
Willamette. In the past, all staff work necessary for planning had been done by two part-
time staff members (who had other responsibilities of higher priority). To institutionalize
planning properly, UPC believed that this initial ad hoc effort should be followed by
activities supported by regular staff appointments. As a result, in spring 1978, the
university submitted a. proposal to the Northwest Area Foundatlon requesting-support
for two years to plan varjous changes.

The primary focus of the proposal was to support |mplementat|on of the goals
established in the Planning Outline for the academic program of the College of Liberal
Alts. These goals reflected a conviction that the so-called cafeteria style of education,
in which students pick from a range of often unrelated courses, should be replaced by a
more structured curriculum and more coherent courses of study. Specifically, these

~ goals were to:
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1. Return to required courses or course alternatives that introduce students to
* broad areas of knowledge in their freshman and sophomore years

2. Focus mterdrscrplrnary courses on values and ways to apply knowledge to
achieve those values

Encourage each department to require basic and related courses for a major
Relate off-campus study experiences more coherently to the on-campus liberal-
arts curriculum ‘

5. Ensure that career-oriented programs adequately emphasrze intellectual skills

> w

The specific activities that the Northwest Area Foundation was asked to support
were ' '

1. Creating a planning team, consisting of a director of university planning and
research and a consultant from NCHEMS to assess the feasibility of proposed
goals. Together, the two would be responsible for working with the university

~ e community-in-developing.a.strategy to ensure that planning \ would become central

to the managernent of the university.

2. Refining academic goals and developing strategies. This activity was to consist of .
preparing a ‘‘more detailed and specific draft statement of goals for the College of
Liberal Arts,” (p. 8) based on the modified and refined Planning QOutline and on
discussions with various constituencies of the university. This draft statement was
to be reviewed and modified at a faculty conference in August 1978. Conference
participants would agree on a somewhat precise'irrterpretation of the academic-
program goals aof the college and on strategies needed for implementation.

3. Determining department and division self-study and goal and strategy selection.
Using specific goals as guidelings, each academic unit of the college would
develop a set of goals and strategies for itself. This process would consist of
preparing a position paper to be reviewed by faculty, students, alumni, outside
consultants, and planning staff.

4. Selecting a liberal-education strategy. The dean of the College of Liberal Arts,
~with the. cooperation of the planning consultant, would be responsible for estab-
lishing both a framework for new liberal-education programs and a specific format
for the first year of the program. -

5. Acqu:r/ng a detailed college-strategy consensus. The drrector of plannrng and
‘research would be responsible for synthesizing strategies-developed by different

“ ' units and the College of Liberal Arts, for eliminating inconsistencies in those
P strategies, and for presenting the proposed strategy at a facuity retreat scheduled
) for May 1979.

6. Preparing for implementation. Throughout the summer-of 1979, until the winter of
1979-80, the units and committee dealing with liberal education would prepare to
implement strategies. This would involve planning for-activities such as shifting
many faculty responsibilities and teaching assignments, and reorganizing the
academic and administrative decrsronmakrng structure within the Col!ege of
Liberal Arts.
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7. Implementation. The goal-is to implement 60 percent of the total new program
before the end of 1980-81, 80 percent by 1981-82, and the remainder by 1982-83.

The proposal also acknowledges that such sweeping changes in academic programs
could involve incurring new expenses for support services integrally related to the
academic program. Among these support services are the library, course schedule and
faciltiies, housing, and counseling and admissicns. The grant awarded by the Northwest
Area Foundation covers the cost of hiring consultants and providing fac_ulty release time
to redésign support programs. '

- The general role of the planning consultant, as noted earlier, was to check the
feasibility of goal statements and to develop an implementation strategy. The consuitant
also was to (1) help the director of planning and research devise suategies; (2) work
directly with several task forces assigned to develop specific goals for such issues as
financial aid, student attrition, and cocurricular activities; and (3) aid deans in negotiating
with the necessary standlng campus committees about goals for .curricular changes.

~ After closely examining recent planning “accomplishments, @’ more specnflc set of

activities was developed for the consultant, who was to heip:

1. Define the composition and role of UPC, including methods of appointment
2. Define more clearly the position of director of planning and research and develop
" ways of communicating to faculty and staff the responsibilities of the position
3. Develop and test a planning process and integrate it into the management of the
university
4. Integrate planning and budgetlng functlons

Developing the Willamette Planning Process

During summer 1978, discussions were held to determine the composition and role
of UPC. Those discussions (attended by the president, the vice-presidents for admin-
istration, development, and finance; the director of planning and research; and the
planning consultant) resulted in (1) determining the composition of UPC, (2) delineating .
UPC responsibilities, (3) adapting the planning process described in A Handbook for
Institutional Academic and Program Planning (1978) (the Handbook seemed to satisfy
the current planning needs), and (4) exploring:-ways to integrate planning 7 nd budgeting.

UPC Membership. The prlnClpaI concerns with regard to committee membershlp
were to:

;-

e Maintain continuity with previous planning efforts and groups (that is, COMIC and
CPC), to avoid provoking resistance among or confusnng those who had been .
involved in plannlng

e Achieve appropriate representation from the three schools of the university (Col-
lege of Liberal Arts, Law School, and School of Administration)

e Ensure coordination among different units of the central administration
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With these cnncerns in mind, discussion participants decided that UPC should consist of:

The director of planning and research (as chairperson)

The president

The vice-presidents of administration, development, and finance

The deans of the liberal arts college and the schoois of Iaw and of administration
A faculty member from the Law School

A faculty member from the School of Administration

Five faculty members from'the College of Liberal Arts

A student from the Law School :

A student from the School of Administration

Two students from the College of Liberal Arts

The administrators on the committee, all of whom are on the University Administrative
Council, serve in an ex officio capacity, to ensure coordination between the two groups.
‘The students on UPC are appointed by the president, who acts on the advice of the
'student-body president and the dean of the school in which each student is enrolled.
A -The president alsp appoints faculty members from the College of Liberal Arts with the
advice of the college's Faculty Council. He appoints faculty from the law and adminis-
tration schools, on the basis of advice from the deans and faculty of those schools.
UPC Responsibilities. The summer discussions focused on the duties of COMIC,
the CPS, and the university's past planning staff as well as the responsibilities of com-
parable committees at other institutions. Discussion partncnpants concluded that the
planning committee should

1. Atthe begin_ning'of each planning cycle, analyze and assess the effectiveness of -

the planning process during the previous year

2. On the basis of their analysis and assessment, recommend to the president
changes to improve the effectiveness of the process

3. Also recommend to the president prlormes among prograrns and guidelines for
developing the institutional budget

4. Review proposals submitted by the various planning units for amending the five-

year plan
,\)6. Recommend changes in the five-year plan to the president, on the basis of that

review

Developing a Planning Process. The planning process developed in those summer
‘discussions was an adaptation of the process described in A Handbook for Institutional

- Academic and Program Planning (1978). According to that process, an institution for-

mulates an education plan, or statement of institutional goals, every five years. To
accomplish those goals, faculty and staff engage in a three-year planning cycle. In this
“cycle, detailed plans are formulated each year for the subsequent year, and less detailed,
but ne_vertheless substantive, plans are made for the subsequent two years. As the cycle
advances, the second year, for which less detailed plans had previously been formulated,

26

37

“x



becomes the year immediately ahead and thus receives detailed attention. Also at this
point, the less detailed plans that were originally fcrmulated for the third year in the cycle
may require revision, but detailed planning for that year is postponed until it becomes
the year immediately ahead. Finally, a new third year is added to the planning period,
receiving less detailed attention. (For example, when plans are formulated during
~1980-81, the years 1981-82 will recieve more detailed attention and the years 1982-83
~and 1983 84 less detailed attention. Then, as pIans are formulated during 1981-82, the
‘ /aear 1982-83 will receive more detailed attention; the years 1983-84 and 1984-85 less
detailed attention.) Every fourth year, in addition to the annual formulation of plans, the
education plan is revised. A more detailed description .of this process can be found in
chapter 4 of the Handbook.

In adapting the Hardbook, Willamette expanded the planning scope from three to
five years and proposed to revise the education plan each year (instead of every five
years). These modifications were made .to maintain continuity with previousplanning
efforts at Willamette, to promote flexibility, and to ensure that planning decisidns would
be based on timely information, particularly about institutional goals.

Following is a summary of Willamette's planning process. (See figure 1, p. 32, for
chart of the operations of the process, prepared by the director of planning and
research for the benefit of UPC members:) : .

A. Apr|| -August: Assessing Informat|on from Planmng

, In the first step, the director of planning and research, with help from the vice-

presndents and deans,- assessed the information needed for planning (for example,
information related to academic programs, budgets, and enroliments). The resuIt of his
assessment an annual progress reporvwven to UPC.

B. June-August: Updating Information and Prolect|ons ,

Staff at Willamette realized they would have to continue to devote considerable
time to gathering information for planning. They diso realized that the ad hoc and rather
isolated nature of such activities could jeopardize the ultimate efficiency and effec-
tiveness of the planning efforts. The president and his advisors therefore decided that
the director of planning and research should coordinate the gathering of data related to
planning, identify the categories of mformatlon needed for planning, and as5|gn respon-

d

sibilities for collecting data. The director of planning and research |dent|f|edthe following .

& .categories of information requned for plannlng

Enrollment
Academic programs
Faculty -
- Academic support
‘Facilities
Student services
-‘Development.
Institutional support

]
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9. Auxiliary enterprises 4 .
~* 10. Budget

A more detailed description of the categories, together with data-collection regpon-
sibilities and exhibits of data formats for the categories of enrollment and academic

* programs, appears in appendix 3. N

After these categwries had been identified, the director of planning and. research
updated information in each category. (To expedite the updating of financial informa-
tion, Willamette plans tc buy a new computer.) In the interest of cost effectiveness, the
director decided to work strictly on data interpretation and other similar tasks requiring
special expertise. The duties of data cotlection, which he previously had handied, were
assigned to other staff. '

C. Throughout the Planning Cycle: Conducting Special Studies
To ensure that planning decisions are based on comprehensive, current information, -
the director of planning and research is to conduct and commission on a continuing

. basis, special studies about key areas of institutional life. Most studies are conducted

during the summer (but they may be done as needed). These studi(es are of three types:

 Special studies of current programs and resources, such as those of computing .
or library resources. The most important of these were self-studies conducted by
each department (most involving an outside consultant).

e Continuing studies of internal information, such as attrition studies.

e Continuing studies of external information, including national and regional trends.

Results are submitted to the UPC. (A discussion of methods for conducting such studies
‘can be found in chapter 3 of A Handbook for Institutional Academic and Program Plan-
ning and Supplement to the Handbook.)

] .

D. September: Recommendations of General

Program Priorities and Budget Guidelines -

~ The recopamendations were based on an assessment-ty UPC, and the administrative
council assedsed the planning process, which compared accomplishments with the
goals spelled ot * in Planning Outline (January 1979).-They-aiso examined updated enroli- -
ment and financial projections, and results of special studies, library and computer needs,
and media-service studies. The. director. of planning recommended te UPC general
priorities among programs and guidelines for developing the budget for 1979-80. The
recommendations included proposals with significant budgetary implications submitted

by planning units. (Incidentally, the budget guidelines and priorities for 1978 were written
in a generai form; thus wide administrative intérpretation was possible, reducing contro-
versy. The following year, however, budget guidelines and priorities were specific and
therefore the subject of vigorous debate among UPC members. Also of interest is the

fact that the 1979-80 budget assumed an increasing enroliment; the budget for 1980-81

has been prepared on the assumption of a slight enrollment decrease.) '

9
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E. October Establlshmg Genéral Program Pr|or|t|es and Budget Gurdellnes

- UPC forwarded these recommendations to the Administrative Council for approval.
~Since the members of the Administrative Council are ex officio members of UPC, this
step is largely pro forma. -

LS

F. October-April: Updating the Plan"

On the basis‘of budg 2t guidelines and priorities, the deans, vice-presidents, heads
of nonacademic divisions (such as physical plant) and the director of planning and
research updated ‘the plan and subsequent budget proposals for the next two years.
They also formulated general directions for their units for the.coming three and four
years. After these activities had been completed, a package consisting of the updated

& Planning Outline, budgeting proposals, and statements of directions was submitted to

UPC for discussion and revisions; the package was disseminated through the university
during May 1979. This supported an intent set forth in Planning Outline:

Certain issues have received special attention this year. The goals have been
more specific and activities have begun to achieve them. This second report
contains some of the biases and unevenness of the first. It is very much biased
toward identification of issues and areas of the University which are of special
concern. The draft /s not a comprehensive description of the University. It js
intended to give a complete listing of areas w+ believe need attentlon in pianning
for the next few years. .
- G. May: Budget Approval - :
The university submitted a preliminary budget to the board’s Financial Affairs
Committee for approval at its December/January meeting. The a‘iministration will then
- ask the board's Executive Committee for approval of tuition, r:um/board, and salary
policy for the upcoming yeat at the board’s February meeting. The so-called final budget
is reviewed in April by the Financial Affairs Committee and by the Administrative Council
in May The full board approves the budget that same month.
N
H. May-June: Preparing Annual Plannlng Priorities Reports (APPRS) _
Admlnrstrators list their work priorities for the comlng year. However, because of the
number of administrators taking summer vacations, these lists are usually not completed
until August tco late to be of maximum use in planning. As a result, next year tha@director
of plan \{ng and~r@search is suggestlng that such lists be completed by June 15.
l.-Ways tNere Explored to Integrate Plannmg and tludgeting
Formerly the Budgetary Advisory Committee {BAC) had reviewed the budget guide-
.lines each year, suggested alternative approaches, and :eviewed the business office's
compilation of preliminary budgets (as well as the prelimine iy institutional budget after it
had been developed by the Administrative Council). ..~ also met with the Financial
Affairs Committee of the board of trustees tc discuss budgetary issues. The committee
was composed of six faculty members, six ¢* dents; a member of the classified staff,

29



”~ ,/‘

( , -

P g

and'/the members of the Administrative Council. Many members of the university com-
munity questioned the effectiveness of both the budgetary process and BAC. The BAC
has since teen abolished. )

At a meeting on August 21, 1978, the ditector of planning and research briefed
UPC members about planning activities during the summer and in particular about
progress made in revising the January Planning Outline to facilitate budgeting. The
agenda for the briefing included

¢ UPC membership and functions
e A draft of the Planning Outline
* Progress cn ievision of the January Outline

The committee approved the progress of work during the summer and expressed
enthusiasm ahout the evolution of the planning process.

J. Faculty Retreat :
The grants awarded to erlamette by the Northwest Area Foundation included
support for 2 fall retreat for faculty of the College of Liberal Arts, at which time the faculty
were to discuss and modify the draft (of goals for the college) and agree on an inter-
pretation of the academic-program goals and on implementation strategies.
The goals of the retreat, held in late August, were to ;

1. Encourage faculty to reassess college curriculum and to develop the new mode!
. Work toward agreement » - - form of model (including its structure, the values
that it would embody, ai .icula)

3. Inform the faculty about and gain their support for conductrng self-studies,
curriculum workshops, and planning activities

4. Continue and increase support for accomplishing the goaIs of the College of
Liberal Arts ' ‘

5. Inform faculty of the progress in planning

6. Agree about and foster acceptance of priorities among the goals of the College of
Liberal Arts

7. Agree on plans to accomplish college goals, as well a° develop a formal planning
process '

8. Enhance faculty and staff morale for the coming academic year

N

To accomplish these ambmous geals, a varied program of/speakers meetlngs and
discussions was organized by the director of planning and research and the dean of the
College of Liberal Arts. /

The focus of the retreat was the report from the Commrttee on Graduation Require-
ments and Guidelines. This report, on which the dommi tee had been working for several
months, included (1) a ratinnale for considering cqrjﬁhg (2) notes about a Willamette
mission statement, a hypothetical statement of goals of the College of Liberal Arts; and
(3) a proposal of new graduation requrrements for |mplement|ng those goals. The proposal
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consisted of a carefully designed, flexible program of generél education that would be
required of all students. Participants discussed the relationship between these various

- issues and the traditions of liberal education; faculty governance was a: topic as well.

Retreat partncnpants concluded that the committee should continue to sohc:t faculty
comment and to work on its report.

1. Depart/ﬁenta/ and Program Self-Evaluation
Retreat participants also discussed the Northwes't- Area Foundation grant and
ways jn which the grant could help departments and areas improve their curricula. At

- the rétreat, a steering committee was formed composed of seven faculty members, the

dean of the College of Liberal Arts, and the director of planning and research. The
commitiee was to'guide departmental self-evaluation to-meet the planning needs of the
university, to evaluate activities conducted under the Northwest Area Foundation grant;
and to satisfy the self-study requirements for accredltatlon by the Northwest Association
of Schools and Colleges (NASC).

These self-studies for NASC are ambitious, requiring an analysns of each department

“and program. Each unit was to submit, by November 21, a preliminary draft of a six-month
" plan for evaluating its goals, curriculum, staff, and teaching methods. The plan was also

to address the adequacy of the unit’s physical facilities, the quality and achievements of
its former students, and chariges required to maintain and improve its effectiveness.
Between November 1979 and April 1980, each unit will implement this plan, with advice
from students, alumni, colleagues, and outside consultants. A review report for the entire
college is due May 1. This report will include a. summary of analytical activities and
conclusions, in addition to recommendations and proposals for change.

2. Second Annual P/ann/ng Activities Progress Report

While these major changes in the curriculum of the uollege of Liberal Arts were
being discussed, the director of planning and research, in conjunction with UPC, released
his secend Annual Planining Activities Progress Report, designed to inform faculty, staff,
and trustees of the scope and focuses of planning activities. The Progress Report
describes the continuing and accelerated examination of the liberal-arts curriculum by
faculty and progress toward drafting a final report by the Committee on Graduation
Requirements and Guidelines.

The report also notes that most undergraduate faculty believe that the present
academic organization does not provide for sufficient cooperation, cooidination, and
leadership. Senior administrators at Willamette hope that work conducted under the
Northwest Area Foundation grant wijll help address this problem. *

Finally, under the heading “Institutional Support,” UPC describes its own function:

A major goal of this year is to move the role of the planning committee and the
planning function from an ad hoc basis to that of a well-defined regular part of the
functioning of the University. Some changes have been made in the membership
of the committee, and a procedure for replacmg faculty and student members
has been'agreed upon. An annual planning process (which ties planning very
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.- - -closelytothatof the-budget) has been drafted and will be used on a trial basis this
year. The function of the planning committee in this process is to review proposals
to amend the five-year plan, recommend program priorities and budget guide-
lines, recommend revisions in the pian, and assess planning accomplishments.

This report, released September 15, appears in appendix 4.

ACTIVITY RESPONSIBLE COOPERAT!ON PRODUCT STARTY FINISH
) Information fo1
Planning .
3. Yea: ! assessment. Planning stalt Deans. VPs Annual Assessment 4115178 8/10178
Programs Staf!
Budget
Enroliment
b Updating Intormation Planning staf! — Information Report for Next 6101178 8120178
ang Projections Division staf! Planning Peniod (for Planning
Commultee)
¢. Specral Studies Planning statf Appropnale Reports Start at
! . olfices various Times’ —_
1. a. Analysis/Assessment Planning staff Ptanning staft Recominend General Program © 9/0v/78 10/01478
of Planning Prcnties nd Budget
Achievermnents \ Guicehnes
b Establishment of Adminisirative Councit —_ 10115178
General Program
Prionties & Budget
Guidelines
fit  Updauny Plan Proposals DepisiDivisions Planning statt Proposed Rewision 1n Plan 10/15/78 11115178
~ ‘andIdeas for year 2, year 3. (Deans, VPs} Including Year 2 Budget
¢ and years 4-5 Proposals '
V. a. Review/Recommend Pianning Commiltee Statf Recommendation (to Ag Council) 12115178
Detailed Plans for or Year 2 Programs :
Year 2;,Directions
for ‘fsars 3-5.
Budget for Year 2
b. Decide Year 2 Plan Administrative Council Planning Committee Year 2 Plan & Budget (rough) 115179
staft
V. Updating 5 Year Plan Planning COmi-hmae DeptiDivision stat! Recommend New 5 Year Plan 115179 5101179
Study Proposals for Years
3:5 i.e. New Programs.
Construction, etc.
LVI. Preparation tor Adminisirative Council Staff Budget 5101179
. Implémenting Year 2 Plan . :
Detailed Budget
ViI. Approving Revised 5 Adminisirative Council Planning Committee Revised 5 Year Plan 510i79
Year Plan
Vit Preparing New APPRS Adminisirative Council -— APPRS 5101179 » 610579

O

ERIC

Aruitoxt provided by Eic:

Fig. 1. Operationé-process at Willamette University.
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Assessment

At the beginning of the seventies a lack of trust and cooperation between Willamette
faculty and administration had developed, caused partially by the faculty perception
that their participation in institutional decisionmaking, including planning, was at most
token. Faculty had been asked to provide information for planning, but could find no
_evidence that what they supplied had influénced decisionmaking. In addition, faculty
. received no feedback concerning the adequacy of their input. Faculty, thus, viewed -
whatever resources were used for planning as wasted. There was also at least implicit
disagreement among certain internal constituencies concerning the institutional mission.
Certain administrative statements and actions at that time suggested a more vocationally
oriented institution than allowed for by Willamette's traditional liberal-arts mission.

The resolution of such problems and the initiation of the emphasis on planning
started in 1973 with the arrival of a new president and his recognition of the poor insti-
tutional climate that then existed. To alleviate the trust problem, a series of ad hoc com-
mittees (first COMIC and then CPC) were established; the committees emphasized -
faculty and administration participation and identified and studied critical issues and
concerns of the institution. From this work came not only the identification of important
issues and the reaffirmation of Willamette's liberal-arts mission, but also the establishment -
of two permanent faculty committees: the Academic Council, which deals with academic
program matters, and the Faculty Council. The Faculty Council, which addresses faculty
personnel issues (including promotion and tenure) was intended to enhance facuity
participation in the decisionmaking and governance of the institution.

The president, other senior administrators, and a sall group of faculty recognized
that a well-defined planning process that encourages broad participation is an asset in
making the critical and difficult decisions of the future in identifying further areas’ of
change that will affect Willamette. Out of this recognition came the decisions (1) to
establish planning as a continuing management function {in the past, it has been viewed
as an ad hoc activity); (2) to plan comprehensively and long-range (in the past planning
was decentralized and done for one year only); and (3) to appoint a permanent ccmmittee
(UPC) to coordinate planning at Willamette. Following is an assessment of Willamette's
planning experience. The assessment is organized around two related, but.distinguishable
issues: first, the resources required for developing and implementing a planning process;
‘and second, the problems encountered in that development and implementation.

\

Resources

Willamette, like many other institutions, underestimated the resources—people,
“time, expertise and informaticn—needed to develop and implement.a planiing process.
Initially, the resource issue at Willamette was related to an attitudq. shared by some
administrators and faculty, that planning was not part of their job, and it was viewed as
an extra activity. This attitude is changing as it becomes clear from the events of the
past two years that planning has affected institutional decisionmaking. Specifically,

!
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s peoplewhos&partlopatron in_planning at one time was perfunctory are now rnvolved
substantively. T o

Expertrse gained mainly through experience, has also helped to alleviate the
resource problem. For example, in developing their first plan (Planning Outline 1978), it
was recognized that information, both internal and external to the institution, was important
to planning, but no strategy to identify information that would be useful for planning at
Willamette was developed. As a result, information was gathered and developed in an
ad hoc and unstructured way, which turned out to be time consuming and inefficient.
Since then, an information structure has been developed that clearly defines the infor-
‘mation appropriate for planning at Willamette. The use of this structure in developing
the Planning Outline (1979) has greatly improved the efficiency of data collection and use.

' In generating information for planning from internal sources, staff realized that the
/fata and computing systems of the institution were inadequate. Much time was spent
on such activities ‘as trying to reconcile data gathered from different sources, such as
the business office and registrar’s office. It became clear from this time-consuming
activity that better integration and quality of information were needed. A thorough study
of the university's data and computing systems followed, and as a result an improved
and integrated data system is being developed and a new computer to support it has
been purchased. (The new computer will also enhance Willamette's academic computing
capabilities.) The fact that Willamette staff members have experience working with-and
analyzing current data systems already has improved their efficiency in developing and
using information in planning.
_ Developing expertise in gathering and using external data has also improved
efficiency of information collection and use. The time-consuming task of identifying
what information is available and from what sources will not have to be repeated in future
iterations of the plannrng process.

The commissioning of taculty members with relevant skills to do special studies to
support planning has been successful and will be continued. These studies have not only
supplied impartant information for planning, but have also enhanced faculty participation
in the planning process.

~ Support received from the Northwest Area Foundation has enabled Willamette to do
departmental self-studies. These studies not only provide an opportunity for departments
to evaluate their strengths and weaknesses, which contributed valuable information for-
planning, but also helped faculty to develop skills in evaluation methodclogy useful in
future planning activities, including future departmental self-studies. Willamette is
exploring ways of designing future departmental self-studies that can be supported solely
by internal resources.

Also, with Northwest Area Foundatron support -a director of planning was hired
who supplied most of the staff support necessary in developing the Willamette process.
However, grant money will not be available in future years, and in a recent reorganization,
the position of director of planning was not filled. The vice-president for academic affairs,
a new position, has been assigned primary responsibility for planning; his staff, on a
temporary basis, will provide support for planning. Staffing decisions for planning are
being delayed until a clearer picture emerges of staffing needs for the improved data
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and computing systems. It is hoped that a position can be created that supplies planning
support as well as the additional support needed in the data-and computing-areas.

Willamette has not found a complete solution for providing resources for planning;
however, developing staff expertise and demonstrating that planning does and will effect
decisionmaking has significantly closed the gap between needed and available resources.

i

Process

The Willamette planning process was designed during summer 1978 by the director
for planinina and an NCHEMS consultant. Early drafts of the process were reviewed by
the president and vice-president of administration, revisions were made, and finally the
process design was presented to the members of the UPC for their comments and
suggested revisions. The process, which relied heavily on ideas from A Handbook for
Institutional Academic and Program Planning (1978), was approved by the UPC at an
early September meeting. Implementation started immediately. The process, as de-
scribed on pages 26 to 31 of this document, is based on the premise that developing and
~ impiementing institutional plans are inseparable activities, and consequently the same
group of persons should be responsible for both activities, Essentially, this meant that
planning at Willamette would consist of an iterative process between planning units
~ (usually departments) and the UPC, resuiting each year in a budget and detailed plans

for the year immediately ahead and less detailed plans for the remaining four years. The
process did insure campuswide involvement and worked especially well for academic
departments. The process, however, needs better definition concernirég the involvement
“of the support areas of the. institution. During the first implementation of the process,
. academic-unit and support unit plans were prepared and came to the UPC at the same
“time. This created some confusion and extra work, because many of the support-unit
plans supposedly were to be based on the needs of the academic units. A revision in the
process is being considered that would require a draft of academic unit plans to be
prepared first, to be used by support units in preparing their plans. This revisior: ..: the
process could result in more productive iterations between the academic planning units
and support planning units. -

The relationship between the UPC and planning units is fairly well defined (good for
academic units and improving for support units), but the relationship between the UPC
and other important committees such as the Academic Council (responsible for academic
program) and the Faculty Council (responsible for faculty personnel) is not clear. Although
this lack of clarity did not cause problems during the 1978-79 implementation, there is a
potential for conflict. The planning process that will define the roles of such committees in
planning will be refined during the next year. Also, an evaluation of planning activities of
the past year has led to the decision to abolish the Budget Advisory Committee. It
became clear that many of the functions of the BAC could be more efficiently handled
by the UPC. Having the UPC more involved in reviewing financial data may also further
strengthen the already existing integration of planning and budgeting.

Although Willamette was able to implement its process as designed, there were
some problems with planning units completing assignments on schedule. During the
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first implementation, the flow of information from planning units to the UPC was often

— slowerthanmscheduled;—complicating-the—assessment—task- and-comprehensive-plan
development by the UPC. One reason was that once the immediacy of budget-building
receded, most of those involved in budgeting turned their attention from planning to the
daily responsibilities that they had put aside to work on planning. More specific information
provided to planning units earlier in the process will help to solve this problem.

An issue related somewhat to the schedule problem concerns responsibility and
authority with regard to planning. During the past year, the director of planning had the
responsibility for the smooth and successful operation of the planning process, but it
was not clear what authonty he had. As mentioned earlier, in a recent reorganization the
director-of-planning position has been left vacant and the vice- -president for academic.
affairs is now responsible for planning-and is the chairman of the UPC. He clearly has ~ -
the authority to see that planning runs on schedule. .

At the end of the first year of planning, evaluation of planning accomphshments

~ was done as a part of the evaluation of administrators. Although these evaluations
provided valuable feedback that will be used in improving the process, there is an
expressed need for an annual evaluation that focuses on the process itself rather than
on individuals. For example, planning-unit involvement and problems were not evaluated
in a formal way and hence valuable insights about weaknesses in the process and how it

" might be improved were. lest, Willamette is desngnlng a formal evaluation process for
planning that will solve this problem.

Although the format of the Willamette plan has not changed (Plann/ng Outline, 1979
has the same format as Planning Outline, 1978), the quality andGTility of the document -
has improved. The section titled Planning Assumptions has improved because of the
better use of external information. The Goals sections have improved because of ex-
perience and.a conscious effort to make the goal statements more Spec: ific. In some
cases, because of added specificity, it has been possible to link goal statements with
budget figures.

In general, establishing planning at Wlllamette as a regular management actlwty '
(as opposed to an ad hoc activity) is viewed as a success by the participants, because nt
has enhanced participation and improved decisionmaking.
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TO: Administrative Council o November 29, 19]6'

FROM: The University Planning Committee | “

Willamette University exists. in a world of higher education‘vexperiencing different
pressures from a variety of directions. One need -only reread the sober analysis of
Willamette's Committee for Instltutronal Change whicn observed the warning signals in .
1974:.. -

““As- birthrates decline, and fewer people of traditional col'ege age choose to
~ attend'college or opt for vocational training, it is increasingly difficult to.maintain
“our. accustomed student-population and profile. In order to attract and retain
students, we must offer programs and project an image which permit us to
compete favorably witiy other private—and even public—schools which are also -
battling to survivé in this environment. Costs will continue to rise but tuition
cannot rise indefinitely or we will price ourselves out of the market. Neither can -
we rely to the extent we previously have on the resources of the Board of Trustees
and a few-other generous donors."”

Yet, Willamette enjoys distinct advantages of geographical .location, commitment to
teaching, diversity of curricula, and abundance of facilities which will assist the Univer-
sity to meet these challenges Through careful evaluation of its résourcés and aspira-
tions, Willamette possesses the ability to build upon its strengths to respond positively
to pressures independent higher education faces. As the COMIC report declared, “As a
minimum, we must |mprove our effectrveness—as rnslructors as admrnrstrators as
decision- makers."’ :

To maintain program flexibility and the capability to make voluntary decisions about the
institution’s future, the University has inaugurated a five-year planning process designed
to identify contingencies which the future may hold and alternatives which may be

- available in adapting to changing conditions. Five distinct phases are ‘under way in
rmplementatron of the pIannrng process. Analysis of purposes and functrons is being
undertaken in regard-to academic units, academic support units, personneI enroliment,
and physical plant. This evaluation will lay the base for an integrated University five-year
plan which can be reviewed and updated annually. The University Planning Committee,
broadly representative of faculty and administration, will coordinate the overall planning
effort.

The enclosed questionnaire document is designed to provide guidance for administrative
unit planning analysis. The quality of insights developed in the administrative unit
analyses will go far in shaping the wisdom and foresight in the five-year institutional.
planning document. These judgments will prove valuable in assisting colleges, depart-
-—- ments, and programs to adapt to changing needs and opportunities.
41
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For the purposes of this questronnaire the Committee would like you to make the
followrng assumptlons

1. The size and composrton of the undergraduate student body will not markedly
change. - .

. 2. The size and composition of the teaching staff will not markedly cnange.
The University mission was eloquently expressed-in the COMIC report:

" “The Committee endorses Willamette's commitment to the liberal arts and to
professional and graduate programs which build on a liberal arts education.
Liberal arts goes considerably beyond any specific program. By liberal arts we
refer to an attitude or-approach to learning which involves a respect for ideas and -
cultures, and the goal of intelligent, sensitive insight into the human situation. We
believe it is through liberal arts education that questions of the future, involving
moral judgment, social and technical complexity, creative leisure and personal
abilities to adjust to rapid change, can be addressed most adequately. The
framework for dealing with such questions traditionally is developed through
liberal arts undergraduate programs. The development of professional expertise
through graduate training presupposes the values implicit in the liberal arts

-framework. Thus the Committee sees a contrnurng and indissoiuble link among
the colleges and programs at the U |versrty

If at all possible, please submit your report responding to the questionnaire to Larry
Large by December 15, 1976. Please address all questions to Sam Hall or Larry Large.

Thank you in advance for your cooperation. '

/ ! | 42




ACADEMIC SUPPORT UNIT.

FIVE-YEAR PLANNING 7
QUESTIONNAIRE

-Academic S'upport Unit_ | Reporter

Please indicate the method(s) used to arrive at the conclusions stated here.
division or-departmentél meeting of all staff
discussion with mduvudual members of 1he staff wutnln the functional

unit ‘
discussion with students

other (describe) (e.g. meetings with university personnel attached
to other units) ‘ ‘

I. ADMINISTRATIVE FUNCTIONS
. 1. What are the broad objecti\ves of your administrative Lmit?
2. What is the current demand for services from yoﬁr. unit?

3. How do you measure and evaluate demands for services made upon your unit?
4 ' — '

"4, Identlfy the major transactions or activities of this unit and the approximate
number handled annially. Note any major changes ir. the past five years.

5.- Identify and discuss current educatlonal and financial issues that mvolve your
unit.

6 Identlfy and dISCUSS probable educational and financial issues which will affect

your unit during the next five to ten years.



10.

11.

12.

13.

3

. Identify and evaluate alternative delivery methods for the services rendered by

your unit.

. What are the essential activities conducted between June 1'and August 15 within

your unit? .

!

. What significant summer activities should be shifted if a plan were developed to

reduce or eliminate summer staffing? ~

Please develop cost comparlsons which indicate current trends of your unit and

~comparative data which you may have-about other institutions. {Please consult

your area Vice President or Dean in completing this section:)

Please develop a five-year plan for your unit which includes both a program"
description and estimated costs. (Do not account for inflation.)

Descrlbe present phys:cal space reqmrements and proiect reqmrements for the -
next flve years for your umt .

. ~
'

Please summarize briefly the annual priority planning'report or-TbPS_ as sgbmitted‘ i
for your unit for the current academic year. ' ‘ ’

1I. RESEARCH AND COMMUNITY SERVICE

. Admmzstrators and staff participate in a variety of activities that relate to th'e

mission of the University. Three of these areas are Research, University and
Community Service. List the names and contributiéns of persons in your unit
engaged m\these_areas _

Research
University Service

Community Service
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2. What unique services and/or contributions does your umt make to the cultural
enrichment of:

The University

‘The Community . ,
| , .

| )
K o '
,f I1l. GENERAL CONCERNS

1. Should the vaersnty adopt a core of liberal arts courses or experiences requured’
of all unde[graduate students? If so, what might these be?

2. Describe any new programs WhICh your unlt feels the University should develop
during the 'next five years, the level and sources of resource support such pro-

" grams mlght have and their impact on the programs of your unit and other units.

3. What proposals for administrative reorganization should the University cansider
in developing the five-year plan, e.g., reorganization of colledes, departments o, .
administrative offices; combinations of functions or programs;-etc.?”Should any
units or offices be strengthened or created? Curtailed or eliminated? "

4. Does the Unfvers}ty mission statement serve adequately as a framework of goals
for your unit’s proga}am objectives? How might the mission statement be improved?

If at all possible, please ?etUm the completed questionnaire to Larry Large (after clear-
ance-with your area Vice Presudenﬁ:or Dean) prior to December 15, 1976. Also, please
address all queshons tor Larry Large or Sam Hall

-

\Thank you. | v~

112076
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TO: Faculty and Staff I . DATE: 9/8/77
. AN
FROM: University Planning Committee

I

SUBJECT: Progress Report a

\

\\

The University Planning Committee was appointed approximately
one year ago by President Lisensky.l We believe that it is im-
portant now to report on what we have done during the year, the
tentative conclusions we have reached, and the activities we propose
_for the 1977-78 academic year. ' . S

: As was stated in a mgmorandum last autumn, the committee has
defined its role to be th# of facilitators and coordinators of
planning at Willamette. We have attempted to analyze the environ-
ment in which Willamette functions and the current programs and
operation of the University. 'We have compared the programs of
the University with its stated mission and goals. We wish now to
prepare, as best we can, projections and plans for the University
. during the next five years. o
The committee has identified several issues on which planning
decisions must be made. We have also agreed that there are certain
aspr.cts of our présent programs and operations which the University
should carefully examine to determine whether changes shéuld be
made. We intend during the fall semester to initiate discussions
of the alternatives for resolving these questions and to stimulate
the appropriate faculty groups and administrators té consider them
and make decisions and plans. : ' :

——

As presently conceived, éhe final report (plan) written by the
committee will consist of five components. These will address the
areas of enrcllment and students, curriculum and academic organ-
_ization, administrative and support services, physical plant and
faciiities, and personnel. The remainder of this report is

partitioned along similar lines and presents some of the committee's
data, conclusions, and concerns in those areas.

I. Enrollmentvand_Students.

A. The widely\publicized decline in the number of high school

graduates will ‘'begin in 1980. The projected effect on

~ enrollment at Willamette is shown on the sheet attached.
The projection of undergraduate enrollment assumes that
‘Willamette will continue to attract the same fraction of
high school graduates that it has in the past and that
there will be no change in the attrition rates.  The pro-
jection shows| that. ‘enrollment should reach its maximum -at
about 1300 st henté'during the period 1978-1982 and thed\\\;
decline rapidhy to less than 1200 by 1984-85. There seems™ .

]\

A list of'preéentf@émbers of the committee is appended,
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University Planning Committee
Progress Report, p. 2 '

' to be consensus on the campus that a student body of
approximately 1300 is more desirable. The University
must decide whether there are changes we can or wish
to make that will ¢nable us to counteract the effect of
the decline in the number of 18-year old potential students.

The ‘projection for law enrnllment assumes that we will
continue to have more qualified applicants than we can
‘accept. The number of such applicants will probably
decline during tne next five years and it is possible
that the projection is optimistic. The College of Law
should decide to what extent, if any, it is willing to
reduce the enrollment i1 order to maintain the admissions
standavds of the Col.iege. |

‘ Future enrollment of the Atkinson School cannot be
estimated with confidence. The School is studying its
enrollment experieuce and will modify its recruitment .
program in- the light of t™e results of the study. The
admissions program has been strengthened by the appoint- -
ment of a Director of Admissions and Placement. The
committee is encouraging the continuing appraisal of
progress in this area. :

; & _

B. - The profile of new ‘students for the past four years show
that they are nearly all 17-19 year old Caucasian Christians
with superior high school credentials. 1In addi ion, the
majority have family incomes well above the national
averages. A significantly large number of them hope for

. careers in medicine, law, or the fine arts.
The planning reports. and the conversations the committee
‘has had with persons on campus provided a number of
suggestions aimed at attracting a different kind of student
to the existing programs at Willamette. None of these

\ seem to the committee to have both wide enough support and

\ -~ potential for a significant enough impact on enrollment ..

' to warrant planning commictee action at this time.

students at Willamette with those for\comparable univer-
sities shows that  fewer of our students. stay until
. graduation. Studies done at Willanette on the "problem'
N have yielded little that helps in explaining or under- '

, ‘ standing the situation. The planning committee is gathering
data which it hopes will at least allow us to understand
what is happening and allow us to conjecture intelligently
about why it is happening. '

N - C. ‘Comparisch of the retention rates fo:\;ndergraduate

“ .
vy .

(
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D.

Total financial aid to students is now approximately
$1,500,000 in grants and work plus $500,000 in loans.
Included in this is about $500,000 of Willamette's
unrestricted income. This amount .seems to be significantly
more (proportionally) than that spent by universities
comparable to Willamette. The committee is attempting

to determine whether this is a sign of strength or:
weakness at Willamette and whether a change in financial

aid policy is desirable.

Curriculum and Academic Organization

A.

The Faculty of the College of Law should begin now to

Plan for whatever participation it intends in the programs
of continuing legal education which will probably become
mandatory for attorneys in Oregon. The trend toward
certificated specialization in law and the related issue
of appropriate options in the third year of the curriculum
should also be evaluated.

The Faculty of the Graduate School of Administration will
naturally make adjustments to its curriculum as enrollment
increases and faculty are added. The committee wishes to
encourage the development of programs which can serve
local adults interested in continuing their education on

'a part-time basis.

/

The Undergradﬁate Facuity shouldvconsider whether the
curriculum should be adjusted to respond to changes in

- societal demands, shifts in student interests and career

plans, and growth of new fields of knowledge. While such
activities are, of course, a part of the normal routine
of the faculty, the planning committee thinks it appro-
priate to emphasize some particular issues it believes
the faculty must confrornit as we prepare a long-range plan:

(1) Most faculty believe that the present academic
organization is not providing the structure for
sufficient cooperation, coordination, and leadership.
Many faculty suggested to the committee that it would
be better if individaal faculty members were to broaden

- the scope of their direct involvement and, in turn,

, relinquish some of their accustomed personal peroga- .
tives in academic matters. The opinion was expressed
repeatedly that faculty should cooperate more, assume
a more active role in determining the curriculum of
the whole college, and take the initiative for leader-
ship in academic matters more often.

51
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Conflicts in scheduling classes because of a course
schedule which concentrates most of the classes in a
few time blocks and because of a lack of information
about the intents of other departments, inadequate
advising because of the lack of broad knowledge of
the curriculum, the inability of departments to

‘ attract sufficient support for their programs, a

o . concern that academic standards and the quality of
the overall programs for graduation have been -dropping,
and a lack of coherence in revisions of the curriculum .
have been pointed out to the committee as problems
which exist and might be resolved by some kind of
academic reorganization.

The undergraduate faculty .should make a decision on
whether to return to some kind of divisional system

of grouping faculty» for administrative and curricular
purpeses. It should also consider whether the present
committee structure and the assignments of the com-
mittees should be modified. The planning committee. .
believes that the Academic Council and the department |
chairmen should give these topics attention as soon 0

as possible. \

The committee is also concerned because it is not cleag
that appropriate mechanisms exist for making the \
decisions on priorities and reallocation of resources’ \
which will be necessary if we are to modify the
curriculum and also teach fewer students.

(ii) The role of physical education and intercollegiate-

. athletics in the curriculum needs to be reexamined.
Clarification of the status and academic responsi-
bilities of the faculty is needed. The recent
administrative reorganization has given responsibility
for the direction of intercollegiate athletics to
Vice President Large. S : -

Administrative and Suppoft Serivces

A. The committee has tried to compare administrative costs of
‘'Willamette with those of other universities. This has been
difficult because of a lack of uniformity in the ways .that
expenditures are reported and because many universities are
unwilling to cooperate in detailed comparative analyses.
The committee is obtaining additional data which it hopes
will enable it to make some reliable comparisons.

29
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The Law Library has a continuing problem of obtaining

sufficient funds to maintain the desired holdings.

Pat Stockton, University Librarian, is revising the Program
Statement for Modification of Willamette University Library
(December, 1975). This revision should be available scon

for dlscussion by the planning committee and other interested
persons.

The area of support services singled out for improvement
most often in the information provided to the planning
comnittee is the Media Center. While many of the problems .
mentioned last winter were transitory, there remains a

‘need to decide what level of support, in terms of equipment

and service, we wish to maintain and to ensure that the
Media Center receives the direction it needs. 1In addition,
the language laboratory needs maintenance and techmical
support which the committee believes should be the respon-
sibillty of the Medla Center. e "

It will probably be. necessary or de31rable within the next
five years to replace all of the computing and bookkeeping

-~ systems on campus. The planning committee will be asking

the Computer Advisory Committee, Mr. Harris and Mr. Giles
for a report on the projected instructional and adminis-
trative needs and the alternatives for meeting them.

As might be inferred from the enrollment prOJectlons the
admissions staff will be facing increasing competition and
pressure in recruiting new students. In many universities, !
the faculty have a continuing,. active role in. determlnlng ’
admissions policies and standards. While the committee is |
not prepared to recommend that we should do this at :
Willamette, we do believe it worth considering. The

faculty of some Willamette departments (Physical Education,
Music, Theatre) do play an actlve role in recruiting new
students.

-Assumlng that inflation will continue at an annual rate of

5% or more, the Unlver81ty will face some difficult
challenges in fund raising. The planning committee will
be developing projections of income and expenditures for
the next five years. Planning for Development Office
activities will depend heavily on the decisions that are
made in the other areas. President Lisensky has stated
that he will begin this year to devote more of his time

"to this area.
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Plant and Physical Facilities

The data available to the committee indicates that Willamette
has much more space available for academic use than most
universities our size. Rapidly rising energy costs and the
projected decrease in the number of students make it appro-
priate that we seek opportunities to reduce the amount of
-space used and schedule use more efficiently.

A. The only new building presently under consideration is a
new library. ~The consultant who was .on campus during the
spring to look at the present facilities and give an
opinion on the.plans for modification of the library
program believes that the presernt stacks area can not be
renovated to suit our needs. He recommends construction
of a new building. The committée hopes that a decision
car. be made in the next year on what direction we intend
tc take to improve the library facilities. - -

B. “A decision on the exact nature of proposed renovation of
" the old gym for theatre must be made immediately. A °
challenge -grant which would provide some of the funds
necessary is available from the Kresge Foundation.

C. The planning committee has had prepared an inventory of
the present condition of the space used for academic
purposes. It hopes that this can be used to prepare a
plan of systematic minor renovation of classrooms, labora-
tories, and faculty offices. Decisions on priorities for -
major renovations will also be made. '

Personnel .

A.’ A plan for staffing the projected operations of the
University must await substantial progress on the other
components of the plan. The program for evaluation of
‘administrators which will begin this year should provide
detailed descriptions of the function of the administrative
positions and give a basis for planning to.meet adminis-
trative personnel requirements in the future. A program
of support for professional development of administrators.
is in effect. ' - ' - '

B.  The committee believes it important to establish priorities
and make plans for changes in faculty staffing. 1In addition
to the changes that may be caused by the curriculum planning
there are two types of change for which the faculty needs to
set policy and plan. :

w 61



University Planning Committee
~ Progress Report, p. 7 :

The student- -faculty ratio is a focal p01nt for debates on
the efficiency and the effectiveness of education. The
ratio in the College of Law:is presently about 25:1. It
has ranged from 29.5:1 to 25.2:1 during the past five years.

- The planning report of the ‘College stresseéd the importance
of attempting to reducé this to 20:1.  This would require
about 3 new full time professors. While attempting to do
this would seem to be counter to present trends, we must
dec1de whether to plan such a change.

The student faculty ratio for the undergraduate colleges
has been nearly constant -at 12.7:1 for the past five years.
(It was higher in earlier years.) Such a ratio is lower
than that at comparable institutions (13.5-14:1) and =~
significantly lower than that at public and larger schools.
The committee believes that.any reductions in the number of
students should be matched with appropriate'reductions in

" faculty and that in the event of increases in students‘an
attempt should be made to avoid adding faculty.

The commlttee supports the efforts of those groups who

are working to develop processes which will assist faculty
who wish to improve their professional skills. However,
it wishes to emphasize the need to make plans for our
response to shifts in curriculum and enrollment

‘\ There seems to be consensus that the Univers1ty should
\ give high priority to the support of faculty who wish to
\ obtain additional traianing which would qualify them to
teach in new fields whenever it is decided that the program
.. of their present field of competerice is to be reduced T
\ - this is to be more than an impractical platitude, we must
_ plan carefully how this can be done and allocate resources
\\ to support the process.
Thi

is report of the committee has attempted to 1nclude -the

most important items of which’the committee wishes its colleagues
to be sware. We have gathered a great deal of additional information
"and data which is available to those interested. We de appreciate
the help that has been given us in gathering information and wish to

include as many as possible in the process of learning and planning
" in which Ve are engaged. Suggestions and comments about this report
would be most welcome. _ '
\ . . 1

\
\
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Data .

1971-72
1972-73
197:-74
1974-75
1975-76
1976-77

IProjdctiona

1977-78
1978-79
1979-80
1980-81
1981-82
1982-83
1983-84
1984-85

Fr.

435

- 403

395
391
430
422

421
431

435

433

419
402

387
374

s0.

373
316
328
324
321
359

348
347
356
359
357
246
332
319

FALL TERM HEADCOUNT DATA AND PROJECTIONS

Jr.

250

252
251

248
280
244

285
276
275 .
282,
285y
283"
274
263

*Tuition Full Time Equivalent

Assunptions

én.

243
199
223
210
196
210

193
226

219°
218

223
226
224
217

Spac,

19
17
17
17
13
11

12
12
12
12
12
12
12

12

Total

U.G. Law
1320 387
1187 411
1214 403
1190 - 380
1240(1180) *

GSA

70 (50) *

382(367)* 100(79)*

1246(1184)* 385(376)* 121(77)*

1259

1292
1297
1304
1296
1269
1229
1185

385(375)% 120(80)*

385
385
1385

.. .385.

385
385
385

140 {100) *
165 (125) *
175{145) *
180(150) *
180 (150) *
180 (150) *

-180(150) *

Total

- 1707

1598
1617
1649

1724

1752

1764
1817
1847
1864
1861
1834
1794
1750

(1611) *
(1524) *
(1515) *
(1558) *
(1626) *

- (1637) *

1) W.U. Freshmen will be proportional td number of Oregor High School Graduates.

This assumption is the one used by the Oregon Zducational Coordinating

Commission.

(Congtant =‘.0132)

2) W.U. Retention Rates will Equal the Average Rate for the Past Three Years.

3) Special Students Will,ﬁe Constart.

- 4) Law Will Continue at Presently Determined Capacity.

Ay

6/29/77 R. S.
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€. lUNlVERSlTY COMPUTING

The Univeraity cnmﬁutlng and data
ptocesaing equipment is rapldly ¢
approaching chsolescence:

The NCR 400 inalntennnce support:
{s scheduled to end early in
1980,

- The [P 2000 maintenance support
{s acheduled to end Jate in 1981,

The 184 1130 i of an enrller
generation of equipment.

[ .

85

D. PLANT SERVICES

No'orderly, systematic program hen ¢
existed for the regular mafntenance
of wechanical equipment, bufldings
or furnishings, end mechanica) -
falluren have been frequent, coatly,
often untinely, while the older .
hulldings 6 their futnishings have
been deterloriatlng more rapldly
than should be expected irom normal
vear & tear.

INSTITUTIONAL, SUPPORT -

ASSIMTTIONS

Fquipment ceplacements will
be pecessary to avold ger-
fous disruptions of mervices
to students,, acadenic mup-
port & odminiatrative sup-
port, K

4
'/ ’

A systematic program for
preventative maintensnce
vil] reduce the frequency

& cost of equipment fallures
and rerult In more attractive
buiidings and furqlnhinga.

GonLS

To provide a reliable,

coat-effective computing
capability Eor atudents,
faculty & administrators,

Nevelop and implement a
cost/effective program

for preventative main-

tenance,

|

NTVINIES

. r
K:'Eyiizﬁn'requlrompn!n
atudy to specify aystem per-
gonnel, noftware, ond hard-
vare {or all adminlstrative

users,

B. Acguisttion or leage of
nev mystem,

3, Evaluate academic needn and
comnigsion a aystems require-
ments atudy for academic
comput ng,

Develop & preventative nain-
tenance progrom,

Retrain & veataf{ peraonnel
to {nplement a: preventative
mintennncw_yntm.

- em

Aotdance of preventative
maintenance prohlems in

* bulldings and renavation plans,

i,

RESTOISIBILTY . T

A. Mdergen & Cn, éprlng.

V.P. Finaner Summer
PMr,, Computer 1979
Service
Finanedal MF.  Summer
Committee 1979
V.7, Finance
"’ﬁi}.. Computer
Setvire
Unfv, Computer  FY 1979-
Comnlttee N
Neans
Mr., Computer
Services
Dr., headenlc
(omputing
DMr. of Plant FY 79-811-
b ongotog
Mr. of Plant nnpolng

Mr. of Persomiel

Architects
Me, of Plant

¥

ongoling
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T0:  Willamette University Community o 1 May-1979
FROM:  Universlty Planning Committee |

The pages which follow constitute a sumnation of the Planning Committee's work during the past year, It-

{s what we view as the "first annual revision" of the draft written in 1978 19 and distributed on January 13,
1978, : |

If one conpares this draft with the first, 1t should be clear that certain-issues have received special
attention this year, The goals have been made more specific and activities have begun to achieve them, This
second report Contains some of the blases and unevenness of the first, It is very much biased toward identi-
fication of 188ues and areas of the University which are of special concern. The draft 15 not a comprehensive
description of the University. It is intended to give a complete listing of aress we believe need attention
in planning for the next few years. | \ |

\

The core of the introductory memo for that draft is still pertinent,

"As we Jovk toward the 80's, it seems sensible, and perhaps inperative, that we plan with some care if we
ate to pregerve the academic excellence of the Institution and meet with intelligence the challenges that
obviously lie ahead.... MehuwmgMWmm,muﬁmgr@ﬁ%MswrhM¥ﬁmtulmhmatWae%
are and congidering, in the light of that and the externalities noted, where we might think about going..., -
These goals range from very specific to very general and are in no way ranked in order of importance. All
are open to discussion, and we invite and urge your comments and suggestions.... It is our belief that from
our mutual efforts can come a strong and positive future for our institution." -
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COMPREHENSIVE ASSUMPTIONS

General Economy

. Produc

Inflation will continue in thé foreseeable futurc at a minimum of seven percent per year.,
The “eqntinuation of a four to five per~ent annual growth rate in the Gross National
is not likely over the next five years. National expenditures on education
nt of Gross Netional Product (currently just over seven percent) is not

as a per
likely to

Higher EJduration’ in General

1.

~

The impact on higher edncation of in.lation and wage-price guidelines and controls will
continue ¢o be more severe than on most other sectors of the economy because there are
few opportunities to increase productivity. The greater tue rate of inflation, the
greater the cost pressure on higher ed-:atiom.

The number of persons in the traditional ag: ;roup (19-21) will decline during the next
five years by seven percent. ‘

Further increases in the percentage of student" of college age actually attending
college are unlikely.

The. growth of the community and junior colleges will contjnue but at a reduced rate.
Institutions will be engaged in an aggressive search for students to maintain enrollments.

Cost reduction efforts will be necessary to maintain priority programs and achieve com-
pensation levels which offset financlal pressures on faculty and staff.

External student finarcial aid fund sources will continue to increase, but at rates

. lower :than in recent years.

Private Higher Education

Enrollment patterrs for private higher education in general will follow the decline in

. .e total number of college.age students nationully.

Tuition rates will not continue to increase in relation to student costs.

I. reased attention to general education and continuing elucation with a focus on liberal
education will dominate cux:iculum planning.
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1. There has been & nationvide decrease
" In the number of persons spplylng for

law school, Current first year enroll-
sent 1o higher than planned or desired.

1
|

& The qualifications of entering
students have been approximately the
gane the past three'years. (LSAT 614,

-G.P.A 3,35), This de slightly sbove
the national norm. '

3. The numbers of minority students
{n the entering classes in the last
three years have been: 1976--;
1977=-12; 1978==17, (Ve include
Blacks, Hispanics, Native Anericans,
and Asian-Awericans in out defini-
tion).

ALL students are graded by the same
standards. Some minority students come
_ to lav school with weaker academic
backgrounds than non-minority students
and can benefit from a tutoring
progres. o

« &, Placenent of low graduates in de-
sirable positions is becoming increas-
ingly difficult. -

ASSUMPTIONS

1, As the applfcant pool
decreasen, competition for
students will increase,

2, We wish to maintaln high
standards, even at the cost
of some decrease {n the

nuaber enrolled.

3. ¥ desire to help increase
ninority representation in

the Bar and apprectate the
" odded dimension that minority

students bring to the total |
lav school experfence of

+ other studeqts,

We vish minority students to '

|
r

succeed academically and do
not wieh to use a double
standard in measuring
acadenic perfornance.

4, We are not dofng a8 vell
a8 ve ghould In discovering
opportunities for placement
of graduates,

COLLEGE OF 1AW
ENROLIMENT

aans
1, Achieve enroliment at

the intended naxinal size
of the college.

2, Haintaln hiﬁh standards

of adnllqlon.

3, Continue and improve our
ninarity student program,

&, Have a placement office
that provides career
counseling, actively meekn
to discover law positions,
and helps to place students
in clerkshipa and permanent
positions,

Develop a finaneiel aid program

ACTIVITIES RESPONSIBILITY
1, Enroll 140 new flrat'yur Do

students in (all of 1979, Adwjastons ntaff

/
2, Expand appl{cant pool
through all possible weans:
personsl visits, correspondence,

brochures, Cooperate with the .-+
Vest Coast Recruitiog Consortium.

2, Dean
Mnissicns etaff

3. Seek out and edelt qualified - 3. Dean
winority students, Hinarity Student
' ' Comnittee

that asaists qualified minority
studente to attend WUCL.

Coutinue. to exyiriment vith
tutoring progrems to develcp a
method that will aininize
scadenic attrition.

4, Dean
Placement Mr,

4, Viait lav firma throughout
the Northwest. Conduct place-
ment ‘seninars uaing lavyers
thfjudggu.

4ok

% f,
I, o;igg;g'ppportunitien for

* cdiopetationiuth GSA 1n

. 4
placeméﬁ?ﬁ§r a
\)

oy

<>

3
g

TINE

Spring,
Sumner

Fall,
Winter J

Fnli.
Winter

Fall,
~ Winter,
© Spring
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1.1) ‘Average onnual full-tlne
equivalent (FTE) students
have lncrensed:

A9 50

19756 19
1976-1 i
1977-18 18

102 {eat)

1978-19

h) Avetage attrition of full-
tine atudents {rom entry until
begluning of - second year was
9% for the flrst three years
of the school, but rose to b1%
from 1977 to 1978, (Some of
the gtedents vho are not
retained a8 full-time students

~ continue as part-time atudents,

Includlng Jolnt degree students
In the third and fourth years.

2.a) Women accuunted for about
20% of the full-time students,
about 301 of part-time slu-
dents, dueing the years
1976-17 through 1978-179

b) Entering full=time atudents
vere 137 minoritles in 1976,
9% {n 1977-78 and 108 0 1970~
1.,

¢} Mnisslong decisfons are
based on academic petformanre,
Graduate Hanagement Admiasions
Test or Graduate Record Exami~
natiun acores, .non-school
experfence, references, and,

ATKINSON CRADUATE SCHOOL, OF ADMINISTRATION

ASSMITIONS

1. Enrotiment can be
increancd sreadlly to
capacity of the Seeley
Hadd Wldg., 150 FI¥
students.

Average

Fall full-tine 87

Fall entering,
full-time

Atrition of full~time
students from entry
unti] heginning of
second year will be
reduced from ahout 404
to 30% by 1961-82,

1. Increase earollment to capaclty

anunal FIE

Fall part=tine 40

FNROLIMENT

g

78-79  79-R0 R0-B1 B1-R2 B2
‘ -8}

102(est} 125 137 150 150

13b 125h p30b 140

o 15h g gsh B

Fal} contlnulng
full-tlme

Retention ratdo
fal) to fall 602

BB 55w
65 65" 6" 65
O 60 69 6o

nIncludcs Joint degree atudents taking Jess
than # full load At the Atkinmon,Scliool,

l’lncluclesr Inint depree students- taking & full
* load at the Atkinson School (12 hours or more),

2, The number and proportion of
women studeats can be {ncreased
through appropriate recrnitment,
scheduling of clasaes, and sup-
portive sctvices to women students,

The nunber and propottion of

minority students can he incrensed
through appropriate rectultment and
gsupportive services to minority
gludents,

The school will nv&ld the haslep
of admigsions deciafons solely un
GPA and test scores.

where feantble, personal Interview.

2, Achieve deslred COmpﬁnitlon of
the student body.

Increase petcentnge of women
students.

Increage proportton of minority
students.

Ralse moan CHAT acore and CFA.

1, Ttenslfy recrujtment

ol forta ty ohtnln desfred
numher of entering full-
LIne students

Improve retention ratie

hy hetter melectlon, by
progrom changes to meat
student needs, and by fn-
crenging full-time faculty.

Malntaln a constant level
of part-time Btudents,

Tocrease mallings, vislta-
tiona to arear cost of the
mountnin Atates,

Al

2, Speclal efforts to
recrult mid-cateer vomen
through vomen's groups
and speclalized Informa-
tlon channels, Develnp &
hrochure,

Develop & hrochure directed

to minority student, Seck
minnrfty scholarslilpn,

‘Expnﬁd npplicant pool
 through al} feasihle means,

Mtract applicante with

denlred acorea throngh per-
fionalLzed recrnittng
practices,

WSO ILLTY

1, Mreetor of
Mndsatang

Uractor of
Mrisgions

Faculty
Prector of
Aintaalons

Werttor ‘of
Mninslons

2. Wrector of
Mninalons

‘D1reclér of
Mminslons

lienn of Atk{ngnn

School

Mroetor of
Mintsefons

v

1A

cont lunlog

continning

continuing

cont iniing -

contdnulng

Mily 15,'719
Complete by
July 15,'19

cont T ing

continuing

-3
<
1



Atkinson Graduate School--Enrol lnent, cont'd,

ms ASSURTTIONS GonLs vy NSHISIBILITY TUF

d) A large proportion of the  Availability of adequate financtal  Increase scholarship ssiatance Find raising Pepn of G.S.A,  contining
new students need financial sid, both grants and loans, is proportionately to growth tn the

ald (501 of full-tiwe essential to obtain the desired full-time student body and tultion, ‘ . Doyl opment

entering estahlighed need composition of the student body, : 0ffice

In 1978; sbout 18% of need
vas met through grants;
the remainder through loans.

3. The Director of Admissions- 3. Effective career planning and Strenpthen career placement Provisira c( cureer - Mrector of cont imsing
and Placenent devotes the placesent service 18 o primary  sgervice, ‘ plannlap 14 i Joh- Mnlssions &
sajority of his time to admis- factor in attracting Aludents, finddne wkijle, Plarement
slons, leaving Little time for ‘ ‘
placement,
q
w0 ’ Ry
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l. Nearly all students are full-tine,
18-21 years old,

2. Yunber of nev freshmen han been
roughly proportional to the rumher
of Oregon high achool graduates.
This nunber (1.5, grads) will peak
{n 1979 and decrease 112 below the
peak by 1984,

3. The numher of minarity students
{s small, less than 53 In recent
yeats. Delinition of “alnority"
students; Black Aericans, Uispanic-
Mmericans (Including Chicanos),

Native Americons, and Aslan-Amerlcans °

(Mawaiians not included),

; .
4, Moan CPA at 3.4 In academic sub-
Jects. OF our freshmen, 771 say they
have high acadenlc ability-~compared
tn 5B nationally and 86X 1n ten
"comparahle” colleges.

1

1, Deatre to have anme

COMLECE, OF LIRERAL ARTS
STUENT RODY CIARACTERISTICS

ASSTIONS Coms

1. Hevelop small self-
support Ing: contnutug educa-
tlon programs, Inerense
appeal to.non-t raditional
ape stulents, eapeclally
teansfors,

adult part=time stwlenta
but 90+ will remaln Cull-
time, 18-22 years old,

2 To maintaln out share of
potential new students,

Enrol Iment projectinna:

Total

Fran, Trang, New
+1977-18 386 78 Lbh
Y978-19 388 B9 4N
1979-80 400 85 485
1980-81 400 90 - 490

1991-82 285 91 478 .
1982-83 270 96  46h

Metual

2, Compet{tion for vell-
qualiffed students will
tncrense

N [

1. Achileve an entollment of
10X minority atudents with

3, Wish to have a aigni-
ficant number of minority

" students to help us fulf{ll ecmphasle upon extending the

existing base of Block
students and with further
efforts to attract stulents
g, of other miuority groupe.

our misaion a8 a liberal
arts college,

[

4, To attract students 4t &, Attract better students.

18 necessary to be percelved Increase GPA to 3.6 and per-
as an excellent acrdemic ceptlon of abllity/prepara-

{nntitytion, tlon, ete,, to R2L,

vy RESTOISIBILITY L
1. Completion of geant proposale 1. Chd, Nean  Marel 1979 //
to Kellngg Foundation; develop-  Ralph Wriphti  Ongolup i
nent of 1979-80 pliot program,  Academle Comnctl, .
hasorsment nf academlc programn  Adnisalons

in termn of needs of non-

traditdonal age atudents, Tn-

creased adpiaslonn efforts to

atiract tranafers,

2, Development of a comprelien= 2. Adnlssions,
sive adnlsnions recruitment V.P, for Univ,
strategy, for the 1980's, Inelud- Relations,

lug larger partic!pation of - Alumn{ Relations,
alnmnd, Faculty, atnfl and Acndentc Alfalra
studenta,

Sopl. '19

1, Aetive recrultnent progrom 3, AMmlrslons,  Unulng
incloding Involvement of atalf  Student Alfalrs,

and atudents, minority student  Hlnority Action
brochure, and increoned visits, Comittee

esprcinlly dn Portland, to schuols

vith large minority entollnents.

Aiguat '79
& ongolng

4, Contimied ef forts to review + &, C.lA Dean
and npgrade quality and reputn~  and Faeully,
tion of acadonir proprans, {.e,, Acadenlc Counc!|
curtent Notthweat Area Founda-

tlon prant depar