MEMORANDUM

TO:
Committee on Planning and Priorities
FROM:
Steering Committee 

RE:
Department/Program Strategic Planning
DATE:

Background:
A regular process of strategic planning and assessment is essential for a college to maintain and enhance its quality and effectiveness.  This is recognized by Middle States as one of their fourteen accreditation standards, “Planning, Resource Allocation, and Institutional Renewal” and is described in their publication Characteristics of Excellence in the following way:
An effective institution is one in which growth, development, and change are the result of a thoughtful and rational process of self-examination and planning, and where such a process is an inherent part of ongoing activities.  The nature and quality of planning are among the basic indicators if institutional strength.  At its best, institutional planning stimulates imaginative and creative proposals and approaches for strengthening the institution. 

The importance of such planning became a central feature of TCNJ’s 2004 Middle States self-study, whose conclusion noted that, “to continue in its accomplishments, TCNJ needs to foster a mature culture of planning and assessment.”  More specifically, among its recommendations, the report stated that “Each area of the College (including each department and school) should submit annual reports documenting progress made in implementing that area’s strategic plans.”   This idea is carried forward in a May, 2005 paper from the Faculty Senate entitled “Department/Program Strategic Planning” (attached) which acknowledged “the need for a regular process of strategic planning and assessment for departments and programs.”  The process, as described in that paper, would be “introspective” and include “both an assessment of current practice and long-range planning.”  The Faculty Senate has asked the Steering Committee to direct the appropriate governance committee to develop a policy and guidelines for this process.  
Charge:

TCNJ has not had a formal department review process since the one mandated by the no-longer-extant New Jersey Department of Higher Education.  It now is appropriate and timely to move forward to create a process which is consonant with the current thinking at the college and which reflects the college’s own commitment to self study rather than one from a government agency.  The Steering Committee is dividing the development of a process into two parts.  As the first part, it is asking the Committee on Planning and Priorities to define the elements of a departmental/programmatic strategic plan that would be in accord with the college’s planning framework.  These elements should include points such as:  areas for review (e.g., enrollment patterns, student learning outcomes, faculty resources, and infrastructure and administration), the frequency of such planning activities, the role an external reviewer might have in the process, how the planning process might be linked to programmatic accreditations, and a process for review of completed plans.
As you examine the issues and develop your recommendations, please consider Middle States materials, the report from the Faculty Senate, and the steps of the TCNJ governance process (including the use of testimony) described below, as well as materials from other institutions.

Once CPP has recommended elements of a plan to Steering, as the second part, the Steering Committee will assign charges to appropriate committees to recommend means for implementation.
Timeline:
The Steering Committee requests that you complete this charge by December, 2005 so the issue can move to the second part of the process.
TCNJ Governance Processes

Step #1 -- Identifying and reporting the problem:  When a Standing Committee receives an issue from the Steering Committee, the first responsibility is to clearly articulate and report the problem to the campus community through regular updates to the campus community and the Governance Web Page (www.tcnj.edu/~steering ).  The problem may have been set out clearly in the charge received from the Steering Committee, or it may be necessary for the Standing Committee to frame a problem statement.  The problem statement should indicate the difficulties or uncertainties that need to be addressed through new or revised policy, procedure, or program.  The problem statement should be broadly stated and should include a context such as existing policy or practice.  Problem statements may include solution parameters but should not suggest any actual solutions.  Clearly stated problems will lead to better recommendations. 

Step #2 -- Preparing a preliminary recommendation:  Once the campus community has received the problem statement, committees can begin to collect data needed to make a recommendation.  Committees typically receive input through committee membership, formal testimony, and open comment from affected individuals and all stakeholder groups.  Committees must be proactive in inviting stakeholder groups (including Student Government Association, Staff Senate and Faculty Senate) to provide formal testimony prior to developing a preliminary recommendation.  When, in the best judgment of the committee, adequate clarity of the principles contributing to the problem are known, a preliminary recommendation should be drafted and disseminated to the campus community through regular updates and the Governance Web Page. 

Step #3 -- Making a Final Recommendation:  Committees must use sound judgment to give the campus adequate time to review the preliminary recommendation before making their final recommendation.  Again, committees are expected to be proactive in receiving feedback on the preliminary recommendation.  If a full calendar year has passed since the formal announcement of the preliminary recommendation, the committee must resubmit a preliminary recommendation to the campus community.  When, in the best judgment of the committee, the campus community has responded to the proposed resolution of the issue, the committee shall send their final recommendation (complete documentation) to the Steering Committee.

Testimony

The presenting of testimony is central to the concept of shared governance.  All stakeholder groups will have an opportunity to provide input into governance issues through direct membership as well as invited testimony.  Individuals appointed or elected to the governance system are expected to take a broad institutional perspective relative to issues being considered.  In contrast, invited testimony will reflect the stakeholder perspective on the issue being considered.  Committees are expected to be proactive in inviting stakeholder groups to provide testimony at both step # 2 and #3 of the process.  Committees need to identify stakeholder groups that are interested in each particular issue and invite their testimony at scheduled Committee meetings or hearings.  Committees should report in their minutes which groups were targeted as stakeholders, how testimony was invited, the form of the testimony (written, oral, etc.), and the substantive content of the testimony.  
