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Preface

The Blue Ribbon Tazk Force on the Nature of the University began
its work to meet the Faculty Senate’s charge by doing many
things. Members of the Task Force examined planning processes
at Western Michigan University. We looked at the short term
future of the University, seeking options for dealing with fund
reductions that would maintain program quality and the essential
nature of any major university. Members. explored communica-
tion patterns within the University and between the University and
its nufnérous external constituencies. We had-extensive discus-
sions on how to determine the nature of WMU—both what is is
and what is should be. Overall, we attempted to involve all compo-
nents of the University in our explorations, becauss only by doing
this could we hope to provide the Faculty Senate with a compre-
hensive set of recommendations that would serve to assure the
continued high quality of Western Michigan University and that
could receive the attenition and support of the University com-
miunity.

The Chair of the Task Force and various Task Force committees
met individually with members of the administration, university
faculty, and many others to explain what the Task Force was
planning, what it had done, and to receive their reactions and
ideas. Task Force committees met with other individuals and
groups throughout the wider university community. One com-
mittee created work groups, adding other members of the Uni-
versity community to draw directly on their knowledge and ex-
perience. We invited current Chairperson of the Board of Trustees,
Fred Adams, to join the Task Force.

In our discussions as a Task Force, it was clear that there are
many different perceptions of what WML is and of what it should
be. The Task Force did not want to simply add one more percep-
tion. Rather we attempted to pull together diverse elernents of the
community in a problem solving mode, to narrow differences, and
to move toward greater consensus about the nature of the Uni-
versity. Collectively, we need to address the problems and oppor-
tunities facing Western Michigan University. This report provides
a starting point for the dialogue.
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Introduction to the Work and Reports of the Task Force

This report represents the work of the Blue Ribbon Task Force on
the Nature of the University. The Task Force was constituted and
charged by the Faculty Senate Executive Board in November of
1982 (see “Charge to the Task Force™). Since its first day-long
session in January of 1983 and through the Winter of 1985, the
members of the Task Force have pursued an assessment of the
University. During this two-vear plus period, our work has been
accelerated by a pattern of events not foreseeable at the com-
mencemnent of work. During this time, the University concluded
its first public capital campaign, culminating in the Fetzer Busi-
ness Development Center which opened in November of 1983, The
University embarked on an institution-wide intellectual skills
program to assure that basic writing, mathematics, and reading
skills were satisfactory for college level work for admitted stu-
dents. The landscape of Western Michigan University was changed
by the demise and reappointment of another vice president for
academic affairs. The controversial Hay job classification and
compensation system was implemented for clerical, technical,
and administrative personnel. For the first time in its history, the
University closed a major professional academic unit—The School
of Librarianship. A bitter faculty strike in September (1984) occur-
red. [t made-explicit issues of administrative control and power: a
degeneration of the academic climate existed throughout the Fall
of 1984. Also in this time period, the University made some formal
policy declarations and commitments to the pervasive issue of
student retention. A renewed major commitment of resources was
made in pursuit of professional accreditation for engineering
programs in the College of Engineering and Applied Sciences.
Throughout the University, a renewed commitment to research
and scholarship was evident.

Institutional enroliment continued to decline. Institutional
initiative on a majar reorganization of colleges within the Uni-
versily was begun and subsequently suspended. Several senior
administrative officers (including the president) have resigned or
are planning to resign from office. The number of faculty relire-
ments is escalating and the issue of faculty replacement and'or
position transfers provides the potential for accidental or deliber-
ate restructuring of the academic program dimensions of the
University.

At the state level, a modest economic recovery has emerged
since the Task Force began its work. The recent report, “Putting
Our Minds Together: New Directions for Michigan Higher Educa-
tion,” from The Covernor s Commission on the Fulure of Higher
Education in Michigan (December, 1984), has clearly defined the
threats to higher education in Michigan and provided a sure-to-
be-disputed agenda for improvements in the Michigan system.
The defined nature of Western Michigan University in this report
changes the characterization of the University. Its classification as
a “Ceneral State University" would deprive Western of its historic
and continuing capability in the generation and dissemination of
knowled@e and of its stature as a Ph.D. granting institution. At all
times, the Task Force reaffirmed the institution's tradition and
commilment to research programs and activities which are cen-
tral to the life of any senior university. However, the Governor's
Commission Report brings the reality of favored state funding for
“premier” institutions closer and probably eliminates the option
of niew dectoral programs for Westérn—and presents a tough fight
for us to retain current doctoral programs. Governor James Blan-
chard has made two eight-vear Democratic trustee appointments
which could lead to a lessening of the “Kalamazoo Connection” on
the Board of Trustées of the University.

Several national commission reports on elementary and secon-
dary public education acress the country have accelerated the
public’s concern aboul education at all levels. The re-election of
President Reagan for “four more vears™ may further jeopardize
financial aid assistance programs for pruspective Western stu-
dents—who are projected to be fewer in number, less economical-
Iy advantaged, and more diverse in ethnic and racial composition
than at any time in the history of American higher education.

In the context of this pattern of internal and external events
during the past thirty months, the Blue Ribbon Task Force sub-
mitted a series of reports to the university community with speci-
fic recommendations to the Faculty Senate. These reports with
recommendations on Budget Savings (June, 1983); Planning
(October, 1983); Communications (February, 1984); New Prog-
ram Initiatives (May, 1984); and the Nalure of the University
(December, 1984/January 1985} have been approved following
presentation, debate, and modification, on the floor of the Senate,
In developing the work of the Task Force, the members believed it
important to define our operating assumptions and to end our
work with Task Force conclusions thal represent dominant issues
for Western Michigan University. Members of the Task Force do
understand the magnitude of the challenge and work facing this
University—the best efforts of all are essential if the historical
strength of the University is to be maintained and if appropriate
new directions for institutional development are to be successful
and complementary.

Task Force wark included the collection of primary research
data {the Institutional Goals Inventory and the Institutional Func-
tioning Inventory); interviews with all vice presidents and the
president; open hearings and extended separate consultations
with faculty colleagues on the range of topics covered in the Task
Force's many reports; and hundreds of contributed thoughts,
memns, and advice from those throughout the University in-
terested in our deliberations. From this process and with thigty
maonths of collective effort, certain operating assumptions became
apparent:

1. That the choices and consequences of institutional design
should reflect a commitment to organizational development
and instructional excellence for students, faculty, and staff,

2. That problems are natural to the organization. Problems at
Western Michigan University (and higher education in gener-
al} have increased as a function of student needs, fiscal press-
ures, enrollment trends, and diverse orientations among an
increasingly heteérogeneous faculty.

3. That colleges and universities differ significantly in their
capacity to deliver educational programs; and that these dif-
ferences in capacity and performance are determined by orga-
n:;tiunal resources, arrangements, processes and [ead-
ership.

4. That universities are both centralized and decentralized
simultanegusly—and as an organizational type present a uni-
gue mix of the two—dependent upon the type of organization
and the trust placed in particular individuals and units based
upon historical performance and behavior.

5. That organizational structure and patterns of activity are not
immutable and that change is hath healthy and invigorating.

. That there is a new cast on the paradox of professional auton-
omy for the taculty, Faculty work increasingly demands the
simultaneous exercise of individual professional judgment
informed by specialized knowledge and the close collabora-
tion with other faculty possessing complementary skills and
knowiedge. Boundaries between disciplines are less clear and
meaningful.

7. That groups within a university are inherently competitive,
One consequence is that the stalus quo i3 often maintained
{especially in times of institutional stress) by a system of only
partly conscious trade-offs.

8. That the departmental chair is the key to linking the faculty
group and the educational process with the university's admi-
nistrative hierarchy. The faculty’s work climate is affected by
structure, by management style, and by the work process; and
for faculty members, the departmental chair is the primary
transmitier and mediator of climate in the University at large.

9. That the conflict between: (1) control and administrative
efficiency, and (2) the pursuil of professional standards and
student service is nof inevitable. The challenge is to achieve
integration between them while disparate orientations and
activities occur. Itwill not be easy because existing tendencies
are to cast recommended solutions in terms of erther increas-
ing bureaucracy or increasing autonomy, each imperial, and
with each advancing at the expense of the other. This may or
may not he exacerhated by the presence of an organized
faculty with a collective bargaining agent. The same issues
exist throughout higher education regardless of the presence
or ahsence of faculty unions.

10, That if the University is to be either praised or blamed for its
performance, then its various groups and publics must be
imformed by an accurale appreciation of the conditions neces-
sary to conduct work in a professionally effective way.

Charge To The Task Force

In the light of so many distinct, simultanesus planning efforts
now accurring at the University, there s a need for a Faculty
Senate task force to provide an overview of these processes so that
the end result will not be an inchoate mass of principles and
conflicting recommendations. We cannot stop, however, with
merely this monitoring function, bul must foster a positive
orientation in the examination of the University—its goals, its
structure, its substance.

The charge to this Task Force is to focus on and assure the
conlinued high quality of Western Michigan University. Un-
doubtedly changes will conlinue to occur at the University even as
the Task Force proceeds to fulfill ite charge; this further enhances
the need for the Task Force to focus on the fabric of the University
regardless of shifts in staffing. structure, or form.

Perhaps the best way to formulate the Task Force's charge is to
pose it in the form of questions to be answered:

1. What is the nature of this University and what should it be?

2. What changes will be necessary to bring about “Western as it
should be?”

3. Within the constraints of the foresecable fulure, how can
progress be made toward “Western as it should be?” Can we
plan in the context of alternative futures and plan effectively?

4. What will be the impact of proposed reductions on the nature
of the University and what kinds of alternatives might be
available to best protect academic integrity? Consider here
both academic and nonacademic functions.

5. In the shart run, what is the place of the development of new
programs?

6. By what means can we maintain some of Western's unique
assets which serve a scholarly community extending bevond
this institution?

To accomplish the preceding, the Task Force will have to focus on
the way in which Western should identify. maintain. and build on
the strengths of the University.

The Task Force should expect to make periodic reports Lo the
Senate: the first should occur no later than the March Senate
meeting. Subsequent reports should occur at three month inter-
vals.

18 Novernber 1982 (Executive Board Action)

Task Force Conclusions

A. Regarding the Nature of the University:

1. Western Michigan University should publicly pick a direction
or directions upon which to focus its efforts rather than Lrying
tn do everything. We need to be more selective and delibera-
tive, particularly in program acceptance and program develop-
ment.

2. The Univérsity must maintain a curriculum which balances
liberal and professional education for all students,

3. The University must actively address not only student reten-
tion, it must also respond to “new stream” students and tradi-

tional students who will be more economically disadvantaged
and diverse.

4. Western Michigan University must become 2 major resource
for economic development in southwestern Michigan. If it fails
to do so, Western will surrender leadership to Grand Valley
State College in southwestern Michigan.

B. R

1. The University must develop a strategic planning process with
specific reference to policy formulation and implementation as
contained in our reporl on planning dated October, 1953,

2. Development of this strategic planning process must incorpo-
rate genuine participation and shared planning by major con-
stituent groups within the University.

3. Traditional fiscal tracking must neither lead nor direct
strategic planning. Rather, academic and institutional prog-
ram developments from the strategic planning process must
be followed by subsequent acquisition andior allocation of
funds to support strategic planning decisions.

While these planning recommendations do reinforce the earlier
work of the Planning Committee of the Task Force, they also
indicate the critical necessity for some kind of strategic planning,
its participatory nature, and the fundamental premise that such
planning must fead Western's institutional, academic, and prog-
rammatic planning. This does not mean that the Task Force has
not recognized Western's academic and financial strengths and
weaknesses, but rather that the University must be more collec-
tively and academically deterministic aboul its development and
patterns of service to a dramatically changing student mix and set
of environmental influences. In the final analysis, working
strategic planning depends upon, and can only succeed with,
active presidential leadership.

C. Short Term Future:

1. Short term budgetary savings must be pursued as urgently as
possible in order to preserve vital university programs and
personnel, and provide funding for new WMLU initiatives. {Pre-
cious time, and thus money, must not be squandered during
periods of financial and political exigency.)

2. The following areas lend themselves to such cost reduction:
maore atiractive faculty separation options; a prudent bul less
conservative retirement projection model for WMLU; a more
innovative faculty sharing and retooling incentive Strocture;
expeditious movement of the College of Business o the west
campus; and the rapid development of a long-term plan for the
east campus that will generate income for the University.

By far, the greatest expenditure in the university budget is for
personnel salaries and fringe benifits. The lifeblood of Western
Michigan University is its highly trained faculty and support staff,
In a time of budgetary exigency, this tempting target for reduc-
tions must be protected to the maximum extent feasible. All
faculty members and administrators constitute WMUs future; and
in many cases, the appointment of younger faculty members has
been a necessary institutional response to new program nesds.

The basic way to protect individuals from institulional separa-
tion is to identify alternative cost cuts on a university basis that
canmeet the statewide demand for greater economy and efficiency
without compromising program effectiveness. The Task Force
had, therefore, earlier pinpointed the above shorl-lerm oplions for
cost reductions. These options required rapid and high priorty
action by central administration and need the support of the
university community. It is our conviction that sufficient consen-
sus can be achieved with reference (o these items to make cost
reductions. If these options are treated as routine matters, to be
handled through routine procedures and channels, the University
shall once again find itsell confronted with the necessity for
personnel cuts. We urge that concerted action be taken soon.
Faculty Senate support, on a unanimaous vote, already was given
for these options in June of 1983, The Task Force urges thal a
more concerted effort by central administration be made to
achieve these proposed savings even with the slight improvement
in state funding.

. Communications:

1. Develop an objective program of institutional self assessment
and performance analyses based upon widely accepted instru-
ments (IFL, CIRP, and image studies) and methods; and report
the findings from this program on a regular basis to the
university community,

2. Develop and implement appropriate communication strategies
based upon self assessment and analysis.

3. Systematically evaluate the effectiveness of these strategies
and modify them accordingly.

All members of the university community must recognize that
communications of high quality and effectiveness are imperative
requisites in our pursuit of institutional and programmatic dis-
timetion. This is not only because of the centrality of communica-
tions bo university life, but also because such quality and effective-
ness bettéer position Western Michigan University for student
recruftment programs, fund development, and external under-
standing and support. Information transmitted must be clear and
accurate; communication with students should be of the highest
caliber; and externally used documents, publications, and reports
should be of outstanding quality. Such an effective, institutionally
based communications strategy can evolve best when built upon
an objective program of assessment and evaluation of com-
munications associated with the University. The Task Force does
recognize that these recommendations may well require further
fiscal support. Thére is simply no viable alternative to a first class
communication strategy for the University if we are to develop and
coherently present the University to its multiple clients and public
with strength.



Supplement to the Western News, April 17, 1986 + Page3

EES e e e —eeeaSss—————————— —————————— ]

E. New Program Initiatives:

1. The University should encourage, support and formally reward
individuals or units that develop and implement community or
regional service and/or outreach programs beyond the campus
and the traditional curricula. s

2, The university community must develop better and possibly
different recruitment, advising, and retention programs for
nontraditional students as well as for traditional students.

3. The University should, at a minimum, push all groups for
program initialives which recognize and incorporate the
changes in student mix, aspirations, and mobility factors.

An exceptional opportunity is available to Western Michigan Uni-
versity. Because of its strong history of service and area involve-
ment, coupled with a heterogeneous faculty in a range of excep-
tional academic programs, this University may be uniguely
“ready” to consciously maximize educational programs in diffe-
rent settings and for a “new stream” of clients. Concrete demon-
strations of university service, involvement, and instruction to
groups rebuilding the state’s human and economic resources
could provide Western with a differential advantage over other
institutions of higher education at least in the southern and
western part of the state. Whether larger regional (Great Lakes

states) programs can be articulated is unknown, but certainly the
University's push for immediate area récognition can be fostered
by such emphasis.

The Task Force makes these final recommendations recogniz-
ing that a necessary and new balance must be found if the Uni-
versity is to mature and remain a dynamic, competitive provider of
educational, artistic, economic, and community services.

Recommendations on Budget Savings

This report is the first of a series of reports to be made by the Blue
Ribbon Task Force. It is based on the work of the Task Force's
Committee to Examine the Short Term Future made up of Fred
Adams, Billye Cheatum, Peter Kobrak, and Ellen Page-Robin. The
Committee pursued its budgetary task by forming a work group
that drew its membership from the faculty, the administration.
and the Board of Trustees. The members were Bob Beamn, Milt
Brawer, Don Lick, Mike Ross.and Carol Sheffer. The Task Force
would like to thank these individuals particularly for the time,
energy, thought, and graciousness that they brought to this
assignment.

When the Task Force began its deliberations on budgetary
analysis, WMU's short term future looked grim. State budgetary
reductions and gimmicks and the threat of mass faculty layoffs
made planning the University's long range future appear some-
what akin to rearranging the deck chairs on the Titanic. In recent
maonths that threat has been reduced. A somewhat stronger state
economy, higher state Laxes, and greater sympathy for the plight
of Michigan higher education on hath sides of the state legisiative
aisle have stabilized the short term fiscal challenge confronting
WML,

It is the Task Force's view, however, that WMU continues to face
the likelihood of budgetary cuts that will compel us to downsize
our Untversity so that it is more in accord with Lhe state’s declin-
ing population and declining student enrollment. The governor is
moving rapidly to form a commission on the future of Michigan
higher education whose mission will be to maintain the quality of
our colleges and universities but reduce them in quantity—either
through reduction in the number of higher educational institu-
tions or, more likely, through some combination of steps that
would promote consolidation and efficiency, The limited resurg-
ence of the automobile industry, the state’s shifting demaog-
raphics, and the persisting need to “improve Michigan's image”
serve as reminders that while we can, and should, strive to im-
prove even further the fine quality of our lives, economieally, at
least, we are unlikely to be what we were.

WMU's budget during the next two years should yield few
unpleasant surprises. Nevertheless, if we are o avoid future finan-
cial crises, the University must act prudently now. If we use the
next two years wisely to prepare for the future, then preliminary
analysiz of the budget suggests that much can be done Lo reduce
long term academic damage and facilitate expansion in those areas
with growth potential for the University and the state. If, however.
we squander this time, we shall find ourselves in two years precise-
Iy where we were early in 1983,

The following agenda for budgetary reduction does not, in our
view, require dramatic and wholesale changes, It should enable us
to preserve our sense of purpose and institutional integrity. In-
stead, it consists of a series of incremental changes whose sum
total should yield substantial financial savings and more efficient
use of a multi-talented faculty. The several proposals will, howey-
er, require (lexibility on the part of many of us individually and a
collective commitment to implement such changes promptly. In
dealing with these issues, procrastination and an insufficient
sense of urgency could prove greater enemies to our future than
controversy and conflict. We have already lost precious time, and
cannot now allow prior conditions and events to stand in the way
of making those changes that are, indeed, necessary. In accord
with its conviction that time is of the essence, the Task Force is
bringing the following proposals to the Faculty Senate in June
{1983} rather than delaying this step until the fall.

Proposals For Reduction In WMU's Budget
In recent years, two goals have become intermingled—namely,
saving money and reallocating resources. While these goals are
related, the Task Force recommends that they be pursued separ-
ately during the coming vear. Resource reallocation requires
participatory planning and consensus building that can and
should be encouraged to enhance WMLU's effectiveness. However,
there are also a number of savings that can be achieved separately
and distinctly from taking fundz from one part of the University
and assigning them to another. We can build a leaner and stronger
budget base in part by cuts that inconvenience but do not elimin-
ate academic programming. It is thus the goals of economy and
efficiency that have led us to the following recommendations. The
initial six items are proposed for immediate action and the final
five items for further study,

L. Budget-cutting Alternatives Recommended for Immediate Im-

plementation

1. More attractive separation options, including retirement,
should be developed which both provide sufficient incentives
for those faculty members who wish to leave and a supportive
university environment for those older faculty members who
choose to remain. The incentives should include availability of
office space and secretarial staff {these courtesies would be
made available to present as well as future retired faculty).

Report to the Faculty Senate, June 2, 1983

A sensible university retirement policy must strike a delicate
balance. On the one hand, older faculty members represent valu-
able resources in an institution dedicated to the development of
human capital. Furthermore, their personal ties to colleagues,
students, and alumni often run long and deep. On the other hand,
some of these faculty members are working in academic fields
which have experienced declining enrollments in recent years. An
effective retirement policy should thus facilitate retirement in
those cases where the faculty member can be spared and where the
older faculty member feels personally comfortable in taking such a
step. The Task Force, however. rejects any formal or informal
influence brought to bear on such individuals to compel their
retirement. Additional steps should be taken to ease this transi-
tion—including the addition of specialized retirement counseling
in WMU's personnel department, greater use of arrangements that
allow faculty members to “phase out™ over time and the provision
of adjunct appointments, office space, and secretarial assistance
for those retired faculty members who with to confinue their
scholarly and personal affiliation with the University. An addition-
al concern is that programmatic integrity must be maintained in
those areas where retirements oceur,

2. A prudent, but less conservative and potentially maore accu-
rate, retirement projection model should be put into place by
WMU in coming years.

In recent years, the University has underestimated the number
of retirements that would occur. The basis for this projection is
the number of compulsory retirements that will take place during
the coming fiscal year. This relatively conservative projection
maodel has somewhat inflated the institution’s apparent personnel
budget. More significantly, it appears that a less conservative
maode] applied to WMU between now and 1990 would reveal that
large numbers of faculty members will retire in the late eighties,
and the University may well be confronted with a shortage of
faculty members in numerous areas.

3. A more innovative faculty sharing and retooling incentive
structure should be instituted. Through such an incentive
mechanism, the University should extend an opportunity for
greater job security to those faculty members who acquire new
skills without “locking into permanent arrangements” those
departments in growth areas.

The University is faced with a difficult task in providing depart -
ments in growth areas with the freedom Lo hire needed faculty
members externally and protect their untenured faculty members
even while providing sufficient inducements to existing faculty
members to engage in faculty sharing and retooling. Nevertheless,
WMU must provide greater financial and personal assistance to
faculty members willing to acquire new skills, and greater subse-
guent job security on an institution-wide (rather than departmen-
tal) basis. The University must find a way to go further in en-
couraging such retraining and meeting the legitimate job expecta-
tions of those tenured faculty members who are themselves de-
monstrating a willingness to adapt to changing teaching needs
within the institution. More accurate retirement projections
should be used to identify where employment needs are likely to
occur, and faculty retooling should be adjusted accordingly. Parti-
cularly in the case of introductory courses at the undergraduate
level, the burden of proof should be on the department that the
faculty member who has engaged in the requisite retraining is
unfit to teach the course. Faculty sharing, which has already
enjoyved some success on campus, should be expanded in scope. In
addition, a comprehensive faculty background inventory should
be utilized which will provide better information on the impress-
ive diversity of our faculty, While taking such steps, however, the
University must take into account the delicate issues of rank,
tenure, and seniority necessary for such a strategy to work. WML
must develop such arrangements in such a manner that the
tenure and promotion of young scholars in the receiving depart-
ment are not threatened, and must be cognizant of accreditation
FEQUiTEmEnts.

4. The College of Business should be moved to the west campus
as expeditiously as possible. Given the energy and maintenance
savings that can result from this move, office space should be
consolidated and classroom space utilized during more hours
of the day to bring about this change.

Downsizing the University’s physical plant is both sensible as a
response to declining student enrollments and a significant
opportunity to save faculty positions—thanks to the considerable
savings that can be achieved in reducing energy and maintenance
costs. Such a move will require a higher utilization rate for
classrooms and consolidation in office space, but declining enroll-
ments dictate that we make these adjustments. The richness of
our curriculum can be preserved in part by sacrificing a cerfain
amount of convenience, The faculty and administration must
wark (ogether (o reduce the tensions that inevitably accompany
such adjustment.

5. Along term plan for the east campus should be developed that
will both preserve that part of the old campus which is an
integral part of WMLI's tradition and utilize this prime land to
generate income for the University.

For many alumni and current students and faculty members in
the College of Business, WMU is embodied largely in the east
campus. East Hall in particular holds many pleasant memaories,
and is significant architecturally for the campus as well. The
University should thus move forward with plans that would pre-
serve East Hall. But the land on the remaining part of the east
campus represents prime real estate, and should be developed in
an appropriate manner for the community and the University. A
second Westnedge is not to be encouraged. WML budget can be
increased through revenue enhancement as well as reductions in
expenditures,

6. Funds should be recaptured from the elimination of debt
service payments as residence halls are paid off, and should be
uged In balancing the general fund.

During the coming years, mortgage payments shall gradually
be completed on several dormitories, As the funds now needed to
pay such interest are no longer needed for this purpose, it should
be accepted university procedure that these funds will become
part of the general fund.

I1. Recommendations for Further Study

Thee following items were sufficiently complex that the Task Force
felt that it could not make a recommendation for action. Instead,
we would encourage central administration to generate the addi-
tional information necessary to make an informed judgment. an
these matlers.

1. The utility of placing in effect a variablé tuition rate during the
spring and summer sessions should be explored.

At various points the Faculty Senate and central administration
have explored alternative tuition proposals. However, we fee] that
circumstances have changed since the last such review in light of
changing enrollment patlerns and the greater ernphasis that WMU
is assigning to spring and summer teaching with the advent of
alternate year appointments. A tuition rate that is held constant
during the spring and summer sessions even while tuition is
raised during the fall and winter semesters might provide both an
incentive for needy students to study at WMU during that period of
the year when the campus is underutilized and a compelitive
advantage over other institutions of higher education. Furth-
ermare, should this altered tuition structure succeed in providing
the necessary incentive o achieve these ends, considerable sav-
ings might materialize. The issues posed by this proposal, howev-
er, are complex, and they must be analyzed more thoroughly
before an informed judgment can be made. In making such a
judgment, though, decision makers should consider whether
such a proposal might be conducted simply on an experimental
basis.

2, Serious consideration should be given to the possibility of
cutting more extensively in intercollegiate athletic funding.

The University spends a substantial amount on intercollegiate
athletics, and the question is whether any of this funding can be
reduced without undercufting either WMLU’s attractiveness to
incoming students or its involvement in the MAC Conference. It
would appear that if significant savings are to be derived from
reducing budgets in the sports area at WMLU, they can only come
from sharply cutting in one or more of our three major intercol-
legiate sports. The pain inflicted in eliminating other sports seems
excessive when matched against the relatively minimal savings
dertved from such a regretiable action. The Task Force is not
necessarily recommending the elimination of a sport, but only
that the allocation of funding for each intercollegiate sport be
reviewed in light of shifting budgetary priorities.

3. Reduction in or elimination of the department of public safety
should be discussed. Alternatives requiring examination in-
clude such strategies as the elimination of daytime patrolling
or “contracting out” the entire police function to the city of
Kalamazoo

Enhancing the safety of all members of the university commun-
ity is vital both for humane reasons and to project a sense of
security to present and prospective WMU students. Nevertheless,
the costs of supporting our own department of public safety are
substantial, and loom particularly large in a budget that has
experienced culs in $0 many academic areas that are central to the
University's mission. Is it possible to eliminate daytime patrolling
and turn over this function to the city of Kalamazoo? Or could we
“contract out” the entire police function? Knowledge of the tech-
nical issues at the heart of this question are beyond the compe-
tence of this Tazk Force, but the matter is sufficiently compelling
that it too should undergo careful review.

4. Administrative overhead expenditures should be reviewed in
order to effect savings. Wherever possible, the amount spent
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on such items as travel, air conditioning, and postage should
be reduced. Administrative consolidation of units in the sup-
porl area should also be encouraged.

There are some administrative areas, such as student recruit-
ment, where it may be necessary to devole more resources lo
administrative overhead in order to conduct an effective program.
Nevertheless, there continue to beé some questionable expendi-
tures in such areas as travel, air conditioning, and postage. There
is no single grand solution to combatting such waste, Rather, it is
& maltter of making numerous small decisions that eventually can
lead to large savings. Everyone in the University community must
assume responsibility for identifying such waste where it occurs,
and eliminating it.

5. WML should look into the feasibility and advisability of strong-
Iy encouraging every faculty member and administrator to take
a sabbatical every seven years.

The sabbatical leave represents bath an opportunity for faculty
members and administrators to sharpen their skills or retool, and
an opportunity for the University to save some personnel costs
where the unit can schedule around the work performed by the
individual. Academic departments and administrative units alike
are reluctant to concede that a member can be spared for a year for
fear that the individual will then be perceived as superflucus and
dealt with accordingly. The university community must come to
accept that dispensing with the services of an indhadual for six
months or a year is a challenge that can be met by administrators
and faculty members alike by scheduling around their work. If a

university is to remain on the cutting edge of change in a period of
rapidly expanding information, sabbaticals must be heavily util-
ized rather than shunned by participants for fear that upon their
return, they will find their desks in the hall.

Recommendations on Budgetary Savings
As approved by the Faculty Senate on June 2, 1983

1. More attractive separation options, including retirements,
should be developed which provide both sufficient incentives
for those faculty members who wish to leave and a supportive
university environment for those older faculty members who
choose to remain. The incentives should include availability
of office space and secretarial staff (those courtesies would be
made available to present as well as future retired faculty).

2. A prudent, but less conservative and potentially more accu-
rate, retirement projection model should be put into place by
WMU in coming years.

3. A more innovative faculty sharing and retooling incentive
structure should be instituted. Through such an incentive
mechanism, the University should extend an opportunity for
greater job security to those faculty members who acquire
new skills without “locking into permanent arrangements”
those departments in growth areas.

4. The College of Business should be moved to the west campus
as expeditiously as possible. Given the energy and mainte-
nance savings that can result from this move, office space

should be consolidated and classroom space utilized during
more hours of the day to bring about this change.

5. Along term plan for the east campus should be developed that
will both preserve that part of the old campus which is an
integral part of WMU's tradition and utilize this prime land to
generate income for the University.

Those recommendations approved for further study:

7. The utility of placing in effect a variable tuition rate during
the spring and summer sessions should be explored.

8. Serious consideration should be given to the possibility of
cutting more extensively into intercollegiate athletic
funding.

9. The reduction, elimination, or contracting out of appropriate
University services shall be investigated.

10. Administrative overhead expenditures should be reviewed in
order to effect savings. Wherever possible, the amount spent
on such jterns as travel, air conditioning, and postage should
be reduced. Administrative consolidation of units in the sup-
port area could also be encouraged. In addition. WMU's im-
proved computer and word processing capability should be
utilized to promote greater efficiency.

11. WMU should look into the feasibility and advisability of
strongly encouraging every faculty member and administra-
tor to take sabbaticals and professional development leaves
EVEry SEVEN years.

Recommendations on Planning

Background

The Commiltée on Planning. a committee of the Faculty Senate
Blue Ribbon Task Force on the Nature of the University, issued its
initial report as part of the Task Force's Preliminary Report to the
Faculty Senate, March 3, 1983 (included as “Charge to the Task
Force” to this report). In that preliminary report, this committee
{Boughner, Delene, Wijnberg) had characierized current plan-
ning efforts at Western Michigan University as basically fiscally
oriented and surrounded by uncertainty because of current state
level economic and budget issues; with a plethora of ad hoc and/or
parallel, segregated constituency planning efforts. It also pointed
out a range of dysfunctional perceptions about planning, e.g.,
directed at immediate problem solving. reactive, characterized by
poor information and communication problems, and hmng no
proactive, strategic emphasis. Additionally, the committee's ini-
tial report identified the range of the various fragmented planning
efforts in a listing comprising six attachments to the initial report.

The Blue Ribbon Task Force of the Faculty Senate was estab-
lished at a critical point in the history of Western Michigan
University. The specific crisis arose from the economic stress in
the supporting environment. Yet, it is reasonable o suggest that
Western, along with other universities of comparable history,
complexity and size, has experienced internal strains which pre-
date the current economic crisis. Although the curreént crisis is
monetary, the strains may be identified a3 relating Lo changes in
the nature of the “work™ and the “work process” within a multi-
dimensional university environment. Thus, the orientation of the
Committee on Planning has been to try and identify specific
components of these changes and to propose ways of meeting
these new conditions.

In pure form the central business of all universities has been the
generation and dissemination of knowledge, Academic disciplines
have historically been orfented towards this end; professional
disciplines, though oriented more to direct practice, have also
been shaped by the academic ethic. Thus the operating core is
peopled by professionals who tend to value scholarship, teaching.
and research, and who jealously guard those perceived preroga-
tives which provide for the autonomy and integrity of these
academic processes. Within the past twenty years, however, awave
of developments has created another sel of more complex and
comprehensive goals and objectives for universities. Audiences
towards whom universities turn now stretch beyond students,
beyond professional peers, to a variety of educational and service
arrangements with the economic sector, with their receiving
communities both governmental and informal, and with specific
population groups, &.g., women, aged, and very young. These
changes require (lexibility on the part of the University and may
require differing sets of skills among and from its professionals.
Moreover, the university leadership must balance competing and
sometimes conflicting traditions, The problems of steering orga-
nizations of mixed tradition with mixed and diverse goals is
formidable. Developing mechanisms and processes for choosing
strategic directions, for developing coordination and linkage
among various parts of enterprise, and for shaping a sense of
coherence and integration was the challenge to which the Com-
mittee on Planning has responded.

We perceive Western as reflecting the dilemmas characterized
by the strain between loosely coupled organizations and the highly
formalized and standardized organizational structure representa-
tive of large scale bureaucracies. The nature of the educational and
research work to be done at universities is typically complex and
not subject to highly routinized or formalized control. Profession-
al and disciplinary traditions shape the expectations and belief
systems of the academic personnel. Coordination requirements
cannot easily be met by external monitoring tools, though clearly
such tools are necessary. The implication is that a very heavy
burden is placed on purposive leadership. Yet purposive leadership
alone cannot solve the coordination and linkage problems created
by changes in organizational mix, complexity, direction, and
scale. Even tradition bound, lumbering, and hybrid arganizations
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such as universities must create néew organizational structures

which facilitate making adjustments and modifications to per-

ceived needs and changing functions. The Committee on Planning

has identified several gaps between what is already in place and the

necessary structures and conditions for improving organizational

direction, coherence, and integrity. They are reflected by the need

for:

+ A systern of making strategic choices.

= Structural mechanisms for expanding the horizontal and ver-
tical linkages hetween the academic operating core and the
strategic institutional processes.

* Processes which renew and support normative group and
leadership functions.

+  Processes which provide support to integrating and coordinat-
ing functions.

Introduction

This report proceeds further. It has resulted from two extensive
discussions with the president: discussions with all vice presidents
at the University, three deans, the presidents of the Faculty Senate
and the AAUP; and three open “hearings” on April 4, 5. and 6,
which were attended by about 35 members of the faculty, In
addition to these discussions on the state of planning at Western,
the Committee has researched and discussed various planning
options and alternatives which might both address some of the
basic issues associated with planning here and effectively provide a
framewaork for institutional planning af Western for these trotuble-
some limes i the stale of Michigan. Thus, this report is not an
idealized, philosophical statement of planning for a perfect world,
but one which the committee believes mirrors the reality of WMU.
This report has three parts: 1) issues and problems surrounding
planning per se as a result of the aforementioned interviews and
hearings; 2) basic concepts essential to effective planning; and 3)
recommendations for a dual-level planning proposal for WMU.

Part |: Issues and Problems Surrounding

Planning

1. Formal (planning) linkages are unclear or unused which re:
sults in a lack of shared information, shared perceptions, and
shared values about the University. Critical information and
criteria for decision making are not known; or not shared; and
not understood.

2. Leaderzhip in formal, strategic {as opposed to operational)
planning is not apparent or is missing at all levels in the
University.

3. Entrepreneurial behavior is the major “planning form” which
is rewarded and used at WMU. As such, it is antithetical to an
institutional planning stance. The single entrepreneur is nof
seen as the problem, but as such entrépreneurial behavior is
the major planning mode at WMU, it has resulted in decisions
on individual programs which do not reflect institutional
coherence. While such individual program developments are
valued, institutional planning must incorporate the basic con-
cept of directional change and be more than the simple con-
sequence of uncoordinated, individual efforts for program au-
thorization and advancement.

4. There is a lack of coherence, ahsence of framework, and un-
clear doctrine about the direction and ideclogy of the Uni-
wersity.

5. Communication on important matters is seen as tangential,
fragmented. informal, missing, poor, nadeguate, and some-
times threatening. 'lhlssntuatmnmay becauudbyahdtd
known institutional policies on major issues.

6. The working environment is uneven at WMU. Individuals cur-
rently find it difficult to concentrate and sustain satisfaction or
pride in their professional lives.

7. A number of planning “structures” are in place—in fact,
perhaps too many (again, see attachments in Appendix I).

Some are not used; others nol valued; and there are missing
integrating components.

8. There isno strategic, innavative, inlegrative institutional plan-
ning—even though planning on a specific content basis does
exist, e.g., curriculum, fiscal, etc. Further, the existing con-
tent planning is not seen as timely, vigorous, or proactive.

Part I1: Basic Concepts Essential To Effective

Planning

1. Planning should encourage, challenge and facilitate revitaliza-
tion and a shared perspective of reality at all levels of the
University.

2. 1t is important that those involved with WMU have a shared
perspective of a university with shared information. This does
mean that information is public and known, but it does not
mean that consensus is always possible, even though desirable.

3. There must be a stated willingness of the four major groups of
WMU to work together in the salution and articulation of
institutional direction and future dimensions. (The four basic
groups are the Board of Trustees, the faculty, the students, and
the administration.)

4. There must be more than a rhetorical commitment to excell-
ence at all levels—bath in the development, revision, and
marketing of the substantive and unique aspects of the institu-
tion.

5. Faculty consultation and participation in planning at the unit/
departmental and College level must be maximized.

6. Decision making, seen as separate somewhat from planning,
should reflect institutional direction and understood priori-
Lies.

7. Civen that the operating core of the University is the profes.
sional scholar and teacher, it is necessary that there be support
for continuing career enhancement and excitement. The in-
trinsic satisfaction of being a scholar, researcher, practitioner,
and teacher must be reflected throughout the University—
and, if possible, with appropriate extrinsic rewards. The heart
of the Bculty's work is within the college. and it is at this level
that opportunities for career enrichment and rewards are
naturally focused. Planning must support constant career en-
richment and challenge. Planning must not be a bureaucratic
ohstacle to the advancement of ideas and programs, and faculty
remain the key to the content dimensions and workahility of
academic programs. Faculty representation of a genuine na-
ture must be encouraged and valued at all levels in the plan-
ning process.

Part lll: A Suggested Planning Proposal
The Faculty Senate Blue Ribbon Task Force believes that there

should be dual activity for planning and action. A dual-impact
strategy is proposed which should encourage planning and idea
generation at levels throughout the University. The proposal rec-
ognizes that the management domain and the academic domain
have differenct axial principles, different success measures, and
different work modes. Moreover, these domains are responsive to
different rhythms of change—management responding to the
economic and technological sector: and the academic responding
to the cultural realm and the professional research and scho-
larship rooted in disciplines of study. The academic community
tends to follow and support the principles of autonomy and self-
regulation while the management community tends to follow and
support the principles of fiscal stewardship and operating efficien-
cies. The recommendations of this Committee are based on the
central fundamental goal of revitalizing the University through
the following strategy. This strategy is based on the hasic concept
that change, and preferably directed change which enhances the
whole University, is both inevitable and desirable.
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Institutional Planning Board

The major new element for institution at WMU is an Institutional
Plarming Board (not to be confused with the current office of
institutional research). This Board will be an advisory group to the
president of the University and should be broadly representative of
internal constituencies at Western. This group will be a coordina-
tive, integrative and representative Board for institutional
strategic planning. It will be proactive, focusing its primary efforts
at three levels: 1) short term (1-3 years) internal developments at
WMU which define the nature of the University in a programmatic
or resource dimension with particular reference to long term
implications; 2) external developments in the larger community
which signal opportunities or threats to the University, &.8., new
manpower requirements, environmental trends, legislative man-
dates, etc.; and, 3) a major long term future orientation thal
should become the major focus for the recommended Institution.
al Planning Board. While the Board initially may focus on current
issues which are ripe for resolution within the University, its
growth and maturation will be as a long range strategic group
serving a major advisory role to the president of the University, As
such, the Board will have to share as complete a data base as is
available to the president of the institution.

Recommendation One:

The Faculty Senate Blue Ribbon Task Force recommends that an
INSTITUTIONAL PLANNING BOARD be established at Western
Michigan University.

The characteristics of the Institutional Planning Board (IPB) are
thus recommended to be: advisory, representative, coordinative,
integrative, and flexible in examining institutional alternatives for
long term development and resource allocation. It must regularly,
through required procedural processes, inform the University
with an invitation for advice and comment about the issues being
discussed and the planning framework for University growth and
development. Such procedural processes should include a manda-
tory “laying on the table” for 30 days those recommendations
which the Board is formally making to the president for university
community comment and advice.

Recommendation Twe:

The Faculty Senate Blue Ribbon Task Force recommends that the
Institutional Planning Board be charged to examine and develop
institutional alternatives for both development and resource
allocations. and shall share its recommendations with the uni-
versity community before transmittal to the president.

The IPB must be able to have productive relationships with deci-
sion makers and impact on the criteria for institutional decisions.
Waorkability of the group is somewhat dependent on size, while
recognizing the fundamental criterion of being representative.
The group must have the confidence of both the president and the
Board of Trustees if it is to be functional.

In order that all components of the University have an oppor-
tunity to participate in the work of the Institutional Planning
Hoard, this commiltee suggests that it be comprised of fifteen to
eighteen members. Those recommended for membership are: the
president of WMU; vice presidents for finance, academic affairs,
and student services; and an institutional plarming officer (not
now present at WMU), It is further recommended that two student
representatives be appointed by the president of the University
upon consultation with the vice president for student services.
Faculty representation is recommended as follows: the president
of the Faculty Senate: the president of the AAUP; and two faculty
each from the ranks of professor, assoclate professor, and assistant
professor who are on continuing appointment at the University. In
addition. the president of Western Michigan University may
appoint three additional members of the Institutional Planning
Board from constituencies not previously listed; e.g., alumni, staff
and service personnel. trustees, etc.

Recomnmendation Three:

The Faculty Senate Blue Ribbon Task Force recommends that the
membership of the Institutional Planning Board be constituted as
outlined in this report.

Operations Consultant and Development Group

The second major new element for incorporation at WMU is an
operations consultant and development group, herein after refer-
red to as THE WALDEN GROUP. This group, while attached to the
office of the vice president for academic affairs, will be an oper-
ational and problem solving group for the operating core of the
University, the members of the faculty.

The rationale for The Walden Group 15 that it provides a “push”
for ideas, innovations, assistance, and reinforcement in concert
with the strategic “pull” associated with the Institutional Planning
Board. It is this Walden Group that supports and reinforces faculty
ideas and innovative developments in the academic affairs of the
University. This group is described as an enabling association of
colleagues who help, encourage, support, and challenge faculty
members with the initiation, growth, and innovation of ideas
which are the natural products of academic life.

The Walden Group can be effective if a few assumptions are
shared, These assumptions are:

1. that faculty members have an understood, rational, and fair set
of professional requirements in their work setting;

2. that there will be increased information exchanged:

3. that there will be an improvement in the shared images of
reality at Western; and

4. that we seek to increase the influence of all persons within the
University within thelr respective domams.

The recommended functions for The Walden Group reflect the
essential and intentional “loose™ character of the group (as
opposed to the more formal and structured character of the IPB.)
Initial functions or tasks are recommended to be:

1. Toreinforce and assist faculty colleagues with idea formulation
and development. In this capacity the group could simply
discuss the dimensions of the idea propased with an individual
or suggest and reference other colleagues with substantial or
tangential expertise in an area.

2. To receive and transmit proposals or ideas tagged as “floaters”

to receive University community reaction and feedback. (These
“floaters” could be transmitted both electronically—or via our
developing compuler network—and anonymously, if desired.)

3. To provide interdisciplinary linkages among between colleges
especially as it facilitates innovative program development
which ignores traditional disciplinary bases. This cross linkage
function by the group could particulaly help colleagues who,
for reasons of organizational health al the department level,
lack a forum for new idea advancement and program develop-
ment of a somewhat different or radical nature.

4. To provide normative signals and reinforcement to faculty on
the broad directional shifts at the University from the work of
the [PB. This group provides an informal forum for the discus-
sion of the implications and academic issues generated hy
Board recommendations to the president. (CAUTION: This
does ot imply that the group is only concerned with ideas or
programs that "fit" with general concepls of university direc-
tion and development. On the contrary, the group shall also be
a place of exchange and provide a forum for the discussion of
ideas which apparently do not mesh with preconceived notions
of development. Individuality will be encouraged here and not
preempted by formal criteria or processes which stultify the
professional growth and development of the faculty.)

5. To possessand provide assistance with technical aspects of idea
imvestigation, e.gl., research methodology, computer linkage,
data provision, and “seed” money for exploration of ideas and
concepls.

Recommendation Four:

The Faculty Senate Blue Ribbon Task Force recommends that

THE WALDEN GROUFP be established at Western Michigan Uni-

versity.

In making this recommendation, the Task Force recognizes that
strategic guidance will flow from the [PB while academic direc-
tional guidance is developed by and flows from all levels of the
acadernic enterprise. This premise reaffirms the primacy of the
department and college as the operating core of academic life and
the university environment.

The Task Force makes no specific membership recommenda-
tions, but the essential set of characteristics for members on The
Walden Group are clear: hoth voung and old members of the
faculty; men and women; minorities; those viewed as “change
agents” or “mavericks”; open, creative people with a substantial
body of knowledge of their own. This set of characteristics could
result in a group composed of “difficult, competent, and articu-
late™ people, and this iz seen by the Task Force as appropriate.
Recommendation Five:

The Faculty Senate Blue Ribbon Task Force recommends that the
membership of The Walden Group be in accordance with the
essential characteristics described above.

Recommendalion Six;

Further, the Faculty Senate Blue Ribbon Task Force recommends
that The Walden Group be supported with modest funding from
the academic affaivs development fund.

It is recognized and noled by the Faculty Senate Blue Ribbon Task
Force that these recommendations, in each case, can only be
implerneénted with the consequent adjustment of and possible
incorporation of existing structures and committees already in
place at the University. Fundamentally, the Task Force is recom-
mending institution of the concept of strategic planning “pull”
from the IPB and goal setting activity which provides some gui-
dance and an authoritative sanction to development and change
efforts at Western, complemented by a developmental "push” from
The Walden Group.

We believe that the two recommended elements, an frstifution-
al Plarming Board and The Walden Group as characterized in this
report will enhance the general life and academic dynamics of this
University.

Summary Comment

Self-guided organizational change requires a long time perspec-
tive. This is not to say that we do not share a sense of urgency or
that we undervalue the importance of short term programming.
The point is that the objective is the revitalization of our university
culture and that recommendations with such potentially perva-

sive implications can only be achieved with sustained effort and
continuity of commitment. While work on short term improve-
ments should be undertaken Lo improve and sustain the immedi.
ate situation and to achieve closure within limated time, we also
need to recognize a long term time frame within which we work to
understand the relationship of particular projects, observed in-
consistencies between goals and behavior, and the misunder-
standings that occur inevitably when one sets about to alter or
even Lo explicate the "culture” of any organization, including a
university.

We offer these recommendations recognizing both the magni-
tude of their scope and the capacity of our colleagues to put them
in place at Western Michigan University.

ACKNOWLEDGMENT: The authors of this report express appre-
ciation and recognize the work of: Douglas R. Bunker, “A Strategy
for Promoting Informed Self Guidance in Organizational Develop-
ment,” Current fisues and Strategies in Organization Develop-
meni, W. Warner Burke (Ed.). New York: Human Sciences Press,
1977.

Letter

Letter of October 18, 1983
To: President John T. Bernhard
Western Michigan University

[Dear Dr. Bermhard:

On October 6, 1983, the Faculty Senate approved the recom-
mendations of the Blue Ribbon Task Force which are concemned
with planning. Those recommendations appear on pages 8, 9, and
11 of the enclosed report. Please note that the Senate altered only
one recommendation (number six on page 11) by striking the
parenthetical phrase “$30,000 to $50.000 per year” from the
staternent.

1t is our intention that, if these recommendations are approved by
you, they will be returned to the Task Force for development of
specific implementation propasals which will be submitled to the
Senate and then to you,

We recommend approval of the attached recommendations.
Cordially,

F. V Hartenstem
Senate President

Appendix |

Preliminary Report R:fsentad tothe
Faculty Senate by the Preliminary Planning
Committee, March 3, 1983

Committee to Examine Planning Process

This committee report Has beenprepared in three sections. See-
tion 1. Refections, is presented as an individual vignette on the
current planning process at WMU. Section 2, Planning of Western
Michigan University University, is a descriptive summary of the
various planning efforts, which are further delineated in the six
attachments to the report of the Task Force, Finally, Section 3,
Results of the Current Planning Situalion, identifies and com-
ments on the major functional and dysfunctional consequences of
planning as currently done by WML,

Interviews with the following people were conducted between
February 15 and March 3, 1983 for the purpose of talking aver
their views on planning:

President: John Bernhard

Vice President for Academic Affairs: Ehrle
Vice Presidents: Wetnight, Coyne, and Hannah
President, Faculty Senate: Ellen Page-Robin
President, AAUP: Mary Cain

Deans: A. B. Clarke and D, Jones

Budget Officer: Bob Beam

Graduate/Research Dean: Laurel Grotzinger
Representing OCHAD: E. Breisach

The Committee anticipates holding two public hearings form
1-3 p.m. on Monday and Tuesday, April 4 and 5, 1983, and expects
to file its report with the Task Force on or aboul April 15, 1983,

Reflections, Charles Leyland, a faculty member in his second year
at Western Michigan University, shifted his stack of mail selecting

Figure 1. Planning At WMU
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the letter from the dean first. He read the letter carefully—it wasa
positive lenure review and Charles wag relieved. He scanned the
remainder of the mail—and found himself thinking on his first
two years at Western.

Charles reflected that he had little understanding of how the
University operated, especially in the areas of planning and deci-
sion making. There seemed Lo be little relationship between plan-
ning, goal setting, and various university structures. His own
professional goals seemed quite clear in his mind but he had an
unclear nolion of his college's and the University's goals. Further,
excepl for initial tenure decisions, most of the decisions he knew
(or heard about) seemed far removed from units affected. His
sense of the climate in his work place was far different from what
he had expected when he was appointed to Western's faculty. The
organizational structure seemed overly formal and communica-
tion occurred in isolated formal structures in a somewhal vertical
fashion. Charles reflected on the fact that he rarely discussed
issues with anyone cutside of his “home college.” There did not
seem to be any process oriented problem sohving—but rather a
series of reactive postures Lo pronouncements from a variety of
university sources. He had expected a more open, flexible orga-
nization and was concerned that he still did not understand the
structure or processes at the Liniversity where he had chosen to
build his professional life and career. Characterizing the Universi-
ty as existing only on the basis of contingency and crisis manage-
ment seemed a little strong to him—perhaps it was the damn
fiseal situation in the state, Then he remembered a conversation
last week with a “greybeard” who had assured Charles that his
confusion about structure and process was nof related to the
current economic mess in Michigan. Jim had asserted, quite
vehemently, that crisis, ad hoc management had existed at West-
ern for a long time.

As Charles tumed from the window to pack his briefcase, he
wondered if he would continue ta be challenged hy his profession-
al work and appropriate rewards. How would Western cope with all
the fiscal pressures? Would the University be able to support his
continued growth as a scholar or would he find himself trapped in
very limited academic profession and wonder how it had happened
to him, and others like him, nation wide? Charlés put on his coat,
picked up his briefcase and went into the hallway. As he walked
toward the stairs he heard a facully member, speaking on the
telephone, say. “The Senale has debated thal issue twice, and, to
my knowledge, the administration still has not decided what
approach Western should take.” As Charles pushed the door open
at the top of the stairs. he realized how little he knew about the
Senate and its role in the planning and the decision making
structure at Western. Well, tomorrow he would ask Jean what that
was all aboul. Perhaps there was a statement on university plan-
ning somewhere that Charles simply did not know about.

Planning at Western Michigan Udmihr There are a multitude

"F' i or i m"mhi Eml_f r.’I"flne mhaih“;h“: =

"Wt‘ﬂﬂiha‘;lhhﬂml'n ﬂ‘ﬂm.mpdamﬁd intorseveral categor-
ies of effort: 1) institutional and budget planning: 2) ad hog/
advisory committees: 3) Faculty Senate councils: 4) academic
affairs administrative planning; 5) functional planning efforts; and
6) seli-study efforts which affect institutional plans. A careful
reading and review of these six attachments makes it clear that
planning does occur at all levels—from departments through the
Board of Trustees. Most of the planning efforts are separated from
one another in almost parallel systems or structures, The graphic
representation on the following page alfempls, to illustrate the
planning efforts which have been summarized in the attachments
to this report.

This representation of current planning efforts at WMU, cou-
pled with the summary descriptions in the attachments, portrays
an institution characterized by segregated constituency planning

mechanisms and effort. Parts of the planning efforts are relatively
fixed and constant (budget process: Faculty Senate councils) while
ather elements develop in response to leadership changes (new
VPAA) or shifting external factors (state fiscal crisis, decline in
number in traditional college-bound age cohort, etc.). This de-
scriptive summary of planning at WMU has had consequences for
the institution which are presented in the last sections of this
repaort. '

Results of Current Planning Situation. The results or consequ-

ences of the diversified planning efforts currently operating at

WML have been both functional and dysfunctional. The items

noted in each category are intended to be representative and

illustrative rather than a comprehensive review of all aspects of
planning.0On the functional side, current planning efforts at WMU
can be characterized as follows:

1. Recent planning has largely been fiscally oriented and gov-
erned by the budget process and the growing state fiscal crisis,
The University has recognized the need for fiscal prudence and,
in the short run and perhaps in the long run, has been well
served by this process.

2. Continuing budget contingencies al the state level have engen-
dered a climate of uncertainty, anxiety, and reactions by the
University which tend to inhibit cooperative, collegial prog-
rammatic planning.

3. The University has attempted to rationalize a planning process
through the University Priorities Project. The Project makes
sense as an attempt to rationalize resource planning and
allocation criteria, but unfortunately its design, implementa-
tion, and execution were flawed to such a degree that similar
attempts to rationalize the system could be suspect. The pro-
ject was further distorted by the accelerating fiscal crisis of the
state of Michigan,

4. There has been recognition by the University for the need and
value of involving persons from a range of diverse groups in
various planning efforts. This is reflected in the recent ad
hoc/advisory committees’ memberships as well as occasional
self-study project(s).

5. One major effort to provide 2 framework for institution plan-
ning has been the University Mission Statement, last amended
by the Board of Trustees in June, 1982,

There have been some dysfunctional consequences of the current
planning efforts at the University. These dysfunctional results ave
summarized as follows:

1. Planning efforts have been directed at immediate problems,
including the specter of faculty lay offs. This type of planning
orientation is not geared to an in-depth understanding of the
fundamental causes. Such a salutions-oriented approach tends
to result in pressure politics iwhich perhaps cannot be avoided)
and fragmentation among constituent groups rather than the
development of a holistic agenda for change and progress.

2, The planning to date has, in large measure, generated a climate
of distrust which is pervasive. The usual “critical tension”
between faculty and administrators has increased dramatically
during the last few years and precltudes. the necessary task of
cooperative long term planning for programmatic develop-
ment and resource acquisition at the University.

3. Operationally, the current planning efforts have resulted in

reactive publicity; poor or inadequate information; weak com-

munications; opriate timing; and anomic behavior by
many persons within the University.

4 There |53 wide spread :percepifon among 'some University

groips that Western does not engage in any proactive, long-
term strategic planning. Similar perceplions exist among
some external constituent groups.

5. There is a lack of perceived coherence between various plan-
ning processes internally, as well as befween the University and
the state of Michigan. However, there is considerable doubt
about whether the state of Michigan has a coherent plan for
higher education.

These are examples of major aspects of the current planning
efforts at the University. It was not intended (o be an exhaustive
inventary but rather a representative group of both functional and
dysfunctional dimensions of planning. The Committee welcomes
your comments and advice on its work.

ATTACHMENTS

Attachment I.
Institutional and Budget Planning Mechanisms

LInstitutional:
1. Boord of Trustees Commiftees: The Board of Trustees has
several committees in which institutional planning issues are

I1. Budget
LvAnnual Budget Cyele at WML

FIGURE |: BUDGET REQUEST PROCESS

Resporsibdity
Date  No, Step Frepare Review
Nov. 1 1 APDF and FRR Proposals to Academic Affairs Depariment Deans Academic Affairs
30 2 APDF and PRR Proposils to Keaders Academic Affairs Readers
Jan, 2 3 Preliminary Guidelines lssued Budget Cabinet/Board Commiltes
Feb. 1 4 Unit Hearings Depariments Deans/Managers
1 5 APDFand PRR Proposals Prioritized Acadernic Affairs Deans Council
Mar. 1 & APDF and PRR Recommendalions from Dean Deans Couneil Academic Affajrs
LT Aggregate Unit Requests Distributed (including APDF and PRRs}  Budget All interested parties incl.
Board Committee
15 8 APDF and PRR’s Discussion Academic Affairs EFC and BFC
Apr. 1 8 Received Governor's Cuidelines Budget Cabinet
1 10 Revised Guidelines Budget Cabinet
1 11 Summarize Reactions to Requests Budget -
1 12 APDF and PRR's to Cabinet Academic Affairs Cabinet
May 1 13 Begin Preparation of Historical Financial Dala & Appendices Budget —
15 14 Cabinel Review of Request Budget Cabinet
Jure 1 15 Board Commitiez Review (PRR's and Price) Budget Board Committee
14 16 File Notices of Intent Budget Cahinet
July 1 17  Prepare Faculty Salary Data for Cost Study Hudget e
15 18 File Management Flan with DM&B Budiet Cabinet
Aug. 1 19 Prepare Cost Study Budget & IR -
18 20  Finalize PRR's Budget Cabinet/Board Committee
Sept. 1 21  Complete Cost Study Budget & 1R Cabinet
20 22 Board of Trustees Approval Budget Board
21 Z3 File PRR with DMB Rudget o
Oel. 1 24 Summarize Reguesi Budget =

reviewed. This is particularly true in the Personnel, Planning,
and Legislation Commiltee: as well as the Committees of
Academic Affairs, Budget and Finance, Student Services. and
Advisory,

2. Mission of Western Michigan University: Originally adopted by
the Board of Trustees, June 13, 1980; Revised Mission State-
ment adopled by the Board of Trustees. June 25, 1982,

3. University Priorities Project: 1980-present. “...project will
identify, describe, prioritize, and specify plans for resource
adjustments for all areas of the University.” (N.B. this was a
statement of mbent.)

4. Program Review System, pilot test conducted during 1979-80
with the departments of accountancy, geology, and home
economics. (The Program Review Advisory Committes con-
cluded that the system was too costly in time, effort, and
money to implement as originally conceived...)

5. Advisory Commuittee on Lomg Range Plarming: (please see
Attachment 11, #3).

6. Program Revision Reguests (PRR): PRR's are developed
annually. While they can be initiated by anyone at WML, the
proposal stage usually involves the primary or affected
academic departmentis); then goes from the dean to the VPAA
as a “college proposal.” PRR's usuaily involve major university
programs that require substantial new funds to the institution-
al fund base, After preliminary review and “approval” by the
VPAA, the proposals are sent to the Facully Senate review
committee, and the dean’s council and president’s cabinet,
where they are rank ordered. After that review round, the
PRR's are sent to the Board of Trustees; and if approved at that
level, forwarded to the state level by the vice president for
governmental relations.

Attachment Il
Recent Ad-hoc/Advisery Committees/Task Forces Affecting In-
stitutional Planning

1. Committee for University-wide (Non-collegiate) Reorganiza-
tion, President Bernhard, December 7, 1982, “...examine the
present structure, functions, and relationships of all university
dimensions, offices, etc, (outside of the academic colleges),
and to suggest what changes ...are desirable—especially in
light of existing conditions and possible future trends.”

2. University Commitiee for Collegiate Hmryaniw.‘fm Presi-
dent Bernhard November 18, 1982, °...to examine the present
structure, functions, and refations of our academic colleges
and then determine what changes are desirable—especially in
light of existing conditions and possible future trends.”

3. Faculty Senate Blue Ribhon Task Force on the Nature of the
University, Executive Board of Faculty Senate, Novernber 18,
1982, ~...to focus on and assure the continued high quality of
Western Michigan University...What is nature of University
and what should it be? What changes will be necessary to bring
about “Western as it should be?...how can progress be made
toward “Western as it should be? Can we plan in the context of
alternative fulures and plan effectively?..."

4. University Priorities Profect Revfew Panel Committee, Presi-
dent Bernhard, September 7, 1982, “...to examine the process
and procedures of the final cycle of the University's Priorities
Project, for the purpose of evaluating past experience and
making recommendations for future improvements.”

5. Advisory Commitiee on Long Range Planning, Article XXXV,
1977-T8 WMLIAALIP Collective Bargaining Agreement, (prop-
osed May 5, 1978; new members constituted, Dctober 1, 1982,
...1) to provide an assembly of university constituents nol
presently available to the University; 2} develop and maintain a
tolal university perspective on all planning activities in the
University; and 3) help maintain the visihility, communica-
tion, and momentum needed o promote effective change in
the University...” (N.B. This “charge” was being reformulated
after a considerable hiatus in which the Committee did not
meet.)

Attachment I11.
Academic Affairs Planning Through Facully Senate Councils

Introductory Commeni: These statements are extracted from
formal statements of charges under the Constitution of the Facul-
ty Senate. Actual practice andfor modes of operations vary among
the respective councils.
1. Budgei and Finance Council: “Review and make re-cumn'h:nda
tions concerning the funding ol academic programs...”

2, Campus Planning Council: “To review all major planning
proposals of the University which call for decisions regarding
building sites, space allocation, long range campus growth and
development, ar which impair, limit, or have major impacis on
the esthetic, physical, or socioecological environment of the
campus, the community, or the region.”

3. Continuing Education Council: °...recommending policies
dealing with continuing education and related public service at
the University.”

4. Educational Policies Council: "...concerned with major educa-
tional policies of the University...shall include the educational
goals and objectives, directions, and priorities for educational
development of the University..."

5. Craduafe Studies Council: “Recommends policy regarding
graduate education at WMU...shall include...admissions...to
the Graduate College, development of graduate curricula and
approval of graduate programs...”

6. Research Policies Coumeil: *...recommending policies dealing
with the stimulation and execution of research and creative
activity at the university.”

7. Student Services Council: °...recommending policies pertain-
ing lo non-academic areas of student life and their integration
with the academic program at WMU."

B, Undergraduate Stedies Coumeil: ", body.. concerned with the
establishment of new departmental programs, new interdisci-
plinary undergraduate programs...to initiate studies of ex-
isting programs that appear to be uneconomic or to be failing
o meet student needs; with the possibility of recommending
program curtailment or elimination.”



9. Program Revision Request Screening Committee: Evaluales
the PRR's using general criteria of; 1) academic importance; 2)
academic excellence; 3) program need; and 4) outcome mea-
sures. Classifies PRR's into categories of: (a} high priority; (b)
supportable; (c) nonsupportable; and (d) no action (outside the
Commiltee's purview, 1.£., nonacademic PRR's).

Attachment IV.
Academic Affairs Administrative Planning

Introductory Comment: Academic affairs administrative planning
i5 here defined as the regular, recurring administrative tasks
routinely performed annually which affect personnel, curriculum,
programs, and funds for academic departments,

I, Curriculum:

New or déleted programs and course offerings move through the
established Graduate Studies Council and Undergraduate Studies
Council and their respective curriculum committees from the
various college curriculum commitlees. These changes originate
in the some 55 academic departments throughout the University.
The manifestation of curricular change and shift is subsequently
reflected in the course schedule (and at some point in catalog
copy) for semesters/terms. The generation of the departmental
course schedule for upcoming calendar units alzo impacts upon
faculty teaching loads, sometimes requiring adjustment in depart-
mental staff levels or the mix of stalf within an academic depart-
ment. For the current 1983 year, departmental schedules of
course offerings were generated to meet college course schedule
development as follows:

+  Winter Course Schedule; due September 17, 1982,

= Spring/Summer Course Schedules; due December 6, 1982,
= Fall Course Schedule; due January 21, 1983,

1. Personnel Flanning and Budget Reports:

Personnel planning and budget reports are prepared annually
{usually in the fall) by each dean in response to questions and
issues raised by the VPAA. Each college, in résponse to the ques-
tions asked by the VPAA. prepares a personnel planning and

budget report which constitules a review of the prior year and
details the personnel, equipment, and funds requested for the next
fiscal year. The written report is reviewed by the VPAA and his
staff. who in turn hold a “hearing” with each dean separately.
From this hearing, and in light of ongoing developments (fiscal,
curricular, etc.), an operating plan and fiscal base for each college
s developed and approved, subject to later adjustment.

1. Personnel:

New position terms of appointment and authorization for faculty
appointments originate with departments; are reviewed and for-
warded if approved by deans to the YPAA. New faculty position
requests are reviewed and subsequently approved or denied by the
office of the vice president for academic affairs. Administrative
personnel decisions in academic affairs (tenure reviews and prom-
otion) occur in concert with the terms and dates contained in the
operative collective bargaining contract between the AAUP and
WML,

Attachment V.
Other Functional Planning Efforts

1. Financial Forecasting: This is an EDUCOM sponsored educa-
tional financial planning model (EFPM) used to analyze diffe-
rent combinations of growth rabes in tuition, enrollment,
compensation, and inflation. Now used (somewhat) to target
WMU budget reductions from the state given its financial
circumstances.

2. Facilities: The 1970 Campus Development Plan is being re-
placed with a new comprehensive physical development plan
undertaken by the Campus Planning Council {of the Faculty
Senate) in 1978. The work on this Campus Development Plan
is currently being augmented with work on facilities utiliza-
tion and reallocation issues being done by an external consult-
ing group, Blakeslee and Wolfe Associates, Lafayette, Indiana.

3. Nanacademic Personmel Planning: The current fiscal crisis, it
was reported, precludes any long range nonacademic person-
nel planning. Current conditions are such that for the last 18
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months, any nonacademic position which became vacant was
automatically frozen for 30 days and the salary associated with
the frozen position returned to the managing vice president for
reallocation of the funds. Secondly, the position remains
“frozen” unless the managing vice president requests the per-
sonnel department to fill the vacant position. Finally, no new
nonacademic personnel positions are authorized in the Uni-
versity without the approval of President Bemhard,

4. Facully Compensation and Working Conditions: The Amer-
ican Association of University Professors Chapter at Westérn
Michigan University is the collective bargaining agent that
represents the faculty on issues of compensation and working
conditions. This “labor-management” relationship usually in-
volves bargaining of a cvclical nature on these issues at the
University. Thus far there have been no formal long term
planning activities between the two parties.

5. Odher: This category includes planning for capital cutlay; de-
velopment gifts and grants; alumni relations; admissions; and
financial aid. Thesé appear to be quite “localized” planning
efforts which support or form “building blocks™ for more
main-level or institutional planning. Details associated with
these {and possible other, unknown functional areas) were not
available for incorporation into this report. The recently con-
cluded, Partners in Progress Capital Campaign, is an example
of a successiul functional area plan and its execution whichhas
institutionwide impact and benefit.

Attachment ¥1.

Recent Sell-Siudy Review/Planning Efforis

1. Committes on Undergraduate Education (CUE) Report, 1971,
{Follow-up reports, October 1972 and November 1973).

2. Report on Craduate Education at WMU, 1976, (follow-up re-
port, September 1979).

3. Report on Liberal Education at WMU, May, 1978,

4. Intellectual Skills Development Program, Winter, 1980.

Recommendations on Communication
Report to the Faculty Senate February 2, 1984

Introduction

The Committee to Examine Communication, a subcommittes of
the Faculty Senate Blue Ribbon Task Force on the Nature of the
University, issued its initial report as part of the Task Forces
preliminary report to the Faculty Senate, March 3, 1982. That
report addressed four areas of concern: 1) media coverage of WMU;
2) student recruitment; 3) governmental refations; and 4. internal
understanding of planning and administrative procedures. That
preliminary report suggested that external constituencies of West-
emn, such as the media. the legislature, and potential students, did
not have a clear image of what we are like as a university. It further
suggested that a contributing factor to the diffuse image Western
has with external constituencies was internal uncertainty among
faculty, staff. administrators, and students as to the nature of the
University.

In this respect, Western differs little from most universities. As
the Task Force indicated in its recommendations on planning
(October 3, 1983), universities with the size and complexity of
WMU are facing internal strains, partially as a resull of economic
stress, but more generally as a result of the changing “nature of
the work” and the ‘work process” within a multidimensional uni-
versity enwvironment.”

One of the most significant changes that state universities, such
as Western, must face is the vastly increased significance of exter-
nal constituencies. Given that the central mission of the Universi-
ty relates to scholarship, teaching and research, we have tradi-
tionally assumed that the resources for carrying out that mission
would be available. We assumed that others would recognize the
significance of higher education, that funds would be available
from the state legislature, and that students would attend because
that what students traditionally did. That is no longer the case.

Western, like many other state universities, currently faces a
situation of diminished state financial support and declining stu-
dent enroliment. The predominant causes of this condition have
little to do with the quality with which we have been carrying out
our central mission of scholarship, teaching, and research,
Rather, they relate directly to what is happening externally. State
support has decreased because of the Michigan economy and the
chaos of state government finances. Enrollment decline has
occurred because of a decrease in the number of college age
students. Because our fale as a university is becoming so strongly
influenced by external conditions, we need to focus much maore
directly on our relationship to those external factors. The alterna-
tive—to allow external conditions to damage our ability Lo carry
out our central mission—is totally unacceptable,

Recently. we have demonstrated what can be done when we
concentrate our resources on the external environment. After
years of decreasing enrollment, explained away as a function of the
decreasing pool of college age students, a program was put
together in 1982-83 to attempt to halt the decreased enrollment
for the 1983-84 academic year. A coordinated effort, including
administration, staff, faculty, and students, was directed at com-
municationwith potential 1983 enrollees, attempting to influence
them to attend Western. That program was instructive. We in-
creased our freshman and transfer enrollments over the previous
year and achieved a somewhat higher level of enrollment than had
been predicted. The lesson should be clear. We succeeded because
Western is a good place to be, and because we were successiul in
communicating that message to potential students.

A basic assumption of the Blue Ribbon Task Force has been that
Wistern is a strong, young university, We have excellent faculty
with a diverse and complex set of quality programs. In most other
states we would be the outstanding university in the state. Many of
our problems stem from the fact that we are unaware of how good
we areand, in addition, that important external constituencies are
even less aware of how good we are, Effective communication,
among ourselves and with significant external constituencies, is
¢entral to changing this condition.

The Blue Ribbon Task Force has examnined how we communi-
cate among ourselves and how we communicate with external
groups. This examination has been carried out by reviewing West-
em’s “Institutional Advancement Plan” (copy on file in Senate
office) and the “Report of the Committee on University Com-
munications.” {copy on file in Senate office) interviewing indi-
viduals who play key roles in Western's communicative efforts.
interviewing individuals who are the recipients of Western's com-
municative efforts, and comparing Western's overall communica-
tion plan and philasophy with the efforts of comparable universi-
lies.

In the remainder of this report we will describe some of West-
ern's comminication systems and processes, present some of the
problems we think affect Western's communication, and make
recommendations for improvernent.

Internal Communication

The term internal communication, as used here, refers to com-
munication with the people working in an organization—both the
govenors and the governed—~Board of Trustees, administration,
faculty. staff, and students. Typically, “employee relations” is the
shortest term used to describe internal relationships. The nature
of internal relationships will be affected by the quality of internal
communication, and effective internal communication will be
affected by satisfactory intermal relationships.

Deseriptions of Internal Communication

Internal communication can be categorized and discussed in a
variety of ways, However, one of the most useful ways is to
examine the networks through which the communication flows.
Formal networks link people through approved and authorized
channels but also include meetings and methods used to distri-
bute memas, minutes and orders.

Infarmal networks occur when people get together for a cup of
coffee in a lounge or one person stops at the desk of another.
Valuable work is often accomplished through informal networks,
but because of their spontaneous and ambiguous nature, informal
networks are very difficult to discern and describe, Therefore, in
this section of the report, we will limit our discussion to a deserip-
tion of the formal internal communication nebworks that exist
within and among the various units depicted on Western's organi-
zational chart, (see Figure 1) and to those media efforts directed
primarily at the WMU community.

At the top of the chart we have the Board of Trustees, which
meet: regularly on the third Friday of each month except in
August. The Board also has an annual meeting on the third Friday
of January and has the option of calling special meetings. All of the
meetings are open to the public.

Formally, the Board communicates with the faculty, staff, orga-
nizations, and the local community through public comments at
regularly scheduled meetings and through minutes and ctions
which are distributed to the administration, faculty, Faculty Sen-
ate, AAUP, local newspapers and other media. Public comment at
regularly scheduled meetings is encouraged by the Board. Proce-
dures for addressing the Board of Trustees were approved in 1980,

Organizationally, the following nine administrators report
directly to the president: 1) president of the WMU Foundation, 2)
secretary to the Board of Trustees; 3} ombudsman; 4) executive
assistant to the president; 5) university attorney; 6) vice president
for academic affairs; 7) vice president for governmental relations;
B) vice president for finance; and 9) vice president for student
services, Contact between the president and these senior adminis-
trative officials is maintained through the meetings of two
bodies—the president’s cabinet and the president's council.

The president’s cabinet serves in an advisory capacity to the
president. Agenda items are controlled by the president with items
suggested by other administrators submitted in advance of the
meetings. Membership is at the discretion of the president. Mem.
bers discuss current or imminent activities, and administrative
problems that are likely to be of general interest or significance.,
Baoth the president’s cabinet and the council—a larger body set up
for dissemination of information and policy—are avenues
through which recommendations made by advisory bodies are
reviewed before they are implemented. While minutes are kept for
both groups, they are not externally distributed.

The president holds regularly scheduled meetings with the
AAUF leadership and with department chairs. In addition, the
president holds regular open office hours. These provide informal
opportunities for communication.

The president of the WMU Foundation conducts weekly meet-
ings with one member of each of the five aréas that report to the
development office—alumni relations, annual fund. corporation
foundations, development, and planned giving. The meetings are
informational, no minutes are taken, and the meetings are not
open to the public.

There are no formal meetings scheduled between the secretary
1o the Board of Trustees and offices under the secretary’s jurisdie-
tion—affirmative action, commencement, equal employment
opportunity, intercollegiate athletics and Title LX.

The executive assistant to the president meets with the director
of public information on a weekly basis. The director of public
infarmation then serves as a coordinator of activities for the rest of
the offices by holding a weekly meeting with other areas—in-
formation center, news services, publications, and sports informa-
lion. Monthly, the assistant to the president also attends the
meeting that is held between the director of public information
and the directors of each area. Minutes are not kept nor are the
meetings open o the public.

The university attorney has direct access to the president and
also sits in on a number of different meetings held by various other
senior administrators within the University.

The office of academic affairs holds regular meetings that serve
to coordinate efforts within any one area: however, given the
nature of the transition taking place in academic affairs the de-
scription here is somewhat abstract. Meelings with the deans’
counciland organization of chairs and directors are held regularly
and facilitate departmental and collegial communication. By con-
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stitution, academic affairs is also represented on four Senate
councils and has membership in the Senate. The vice president
also meets with the AAUP leadership once a month and the Senate
Executive Board twice a month. Informally, the vice president has
weekly lunches with groups of faculty and chairpersons,

The area of governmental relations essentially includes two
people: the vice president and the vice president’s assistant. Since
the vice presidential position is currently vacant, any description
of the formal internal communication is not appropriate at this
time.

The vice president for finance holds three sets of systematic
meetings. The first set imvolves people from the following areas:
the controller, budget and finance and risk management.
Although these meetings are held systematically. there is not a
formal agenda nor are minutes taken. The second set involves
people from physical plant, personnel, public safety, auxiliary and
the university attorney. As with the other meetings, there are no
agendas and meetings are rather informal, On every other Tuesday
a meeting is held that includes just the directors from each of
seven areas mentioned for the Monday and Wednesday meetings.
Within any of these subdivisions there are staff meetings called
when needed. Sometimes the meetings are conducted weekly.

Within the student services area there are monthly meetings of
the student services' cabinet and the department heads. The
student services' cabinet includes the dean of students, the vice
president’s administrative assistant, and the directors of the
counseling center, placement services, and the health center. The
department heads” meeting includes the cabinet plus the needs of
all other departments within the domain of student services. The
vice president of student services also meets each Friday with the
dean of students and irregularly but frequently with individual
department heads as needed.

Student services also conducts a periodic student needs assess-
ment to help the University more adequately respond to the most
pressing student needs. It is felt that acquisition and use of such
data can also help improve coordination and communication
between various units of the University.

Additional information about Western's formal networks of
internal communication can be obtained by examining those
sections of the WM/ Policy Handbaok related to governance.
Governance of Western Michigan University is under the auspices
of or influenced by the Board of Trustees, the administration, and
the consulting and deliberating bodies. There are five consulting
and deliberating bodies that have distinctively different com-
munication channels with members of the administration: 1)
Administrative Professional Assoclation: 2) Faculty Senate; 3)
Clerical-Technical Organization: 4) president’s cabinet: and 5)
president’s council. Each organization holds regularly scheduled
meetings (usually monthly) that are open to the members of the
specific organization.

Forma! channels of communication between the organization
and members of the administration seem to be separated into
threz levels of accessibility: 1) the Clerical-Technical Organization
and the Administrative Professional Assoclation; 2) the Fagulty
Senate; and 3) the president’s council and the president’s cabinet.
The execittive hoards of the CTO and APA meet once a monith with
the president, the vice president for finance and the director of

emploves relations—minutes of meelings are exchanged.

The constitution of the Faculty Senate offers a structure that
provides avenues for both formal and informal communication
among faculty members and departments and between the Facul-
ty Senate and the administration. Each department is entitled to
at least one representative to the Faculty Senate with an additional
representative for “each additional twenty members or major
fraction thereof." Any member of the Facully Senate as well as
nonmembers may attend regularly scheduled meetings,

Formal communication between the administration and the
Faculty Senate occurs through membership of administrators on
the Faculty Senate, membership of administration officials (by
virtue of their office) on Faculty Senate Councils and items placed
on the Faculty Senate agenda by an administrator. The president
of the University and the vice president for academic affairs both
function as ex-officio members of the Faculty Senate, as do four
ather administrative officers.

The Faculty Senate oversees the function of eight councils
which meet regularly. The scope and activities of these councils
are delineated in the Faculty Senate handbook.

Problems with Internal Communication

While it is true that Western has a reputation as an outstanding
school in teacher education, for example, it is discouraging to
discover that the other excellent programs are often unrecognized
or even unknown by other members of the WMU faculty, adminis-
tration, general public, and even the state legislature. This lack of
recognition, even by our own faculty, hurts the image of Western.
Publicity of data concerning faculty innovations, such as avant
garde programming, centers and institutes, nationally recognized
publications, as well as student and staff achievements should be
used to enhance the reputation and image of Western.

The office of public information makes greal efforts to secure
information on faculty achievements and to gain recognition for
them. However, it is only possible for them to publish’ known
information and faculty are nol always cooperative in notifying
Western of their professional accomplishments. A fuller compila-
tion of achievements would serve the purpose of summing up
Western's accomplishments for distribution on a wider and more
extensive media scale. The general public and the legislature
would then be better equipped to perceive Weslern as a compre-
hensive university which is not the same as the other state colleges
and regional universities.

The only truly effective way to evaluate internal communication
is to systematically conduct a communication audit. Such an
audit was conducted In 1951 by the ad hoc University Communica-
tion Committee. Generaily speaking, the conclusions of that audit
are similar to conclusions arrived at by The Blue Ribbon Task
Force.

Within the organizational hierarchy at Western, it would seem
that each of the major areas does what is necessary to have
systematic, informational and decision making meetings on a
regular basis. The regularity of those meetings is quite often
dependent upon the size of the divisions and the dynamic or
changing nature of the factors with which the division has to deal.

These meetings facilitate the vertical communication within
the organization. Sometimes it might be said that there is more

downward communication than upward communication. That
statement is simply a general observation, since most of the
meetings seem to be informational. Informational meetings by
definition facilitate downward communication and do not neces-
sarily provide time for upward communication.

There are attempts to communicate horizontally within each
area. For examples, there are efforts to communicate horizontally
in terms of academic affairs by the deans’ council allowing deans
from the various colleges to get together. Within the area of
development and alumni affairs horizontal communication s
facilitated by meetings of the directors of the various areas, The
samie holds true within the area of finance by encouraging some
key actors there to get together. Horizontal communication
which imvolves the entire University takes place at the upper
administrative levels through mechanisms such as the president’s
council and the president’s cabinet.

Numerous councils and committees exist at Western. This fact
makes it difficult to keep track of their identities, their charges,
their membership, and their meeting schedules. In other words,
no systern exists that would allow an individual to quickly identify
all of the various groups that are meeling, when they are meeting,
and for what purpose. {Such a system does exist within the Faculty
Senate. The Senate’s handbook contains information about all of
its councils and committees.)

Western is making a legitimate attempt to communicate and
share information. There seems to be a sense of openness at
Western. Most people assume that all of the key actors have good
intentions and mosl people in the communilty feel free to ask
guestiens, and believe that they can very openly contribute to
what is going on within the University. On the other hand, some
individuals do not recebve the information they want or need to
know or when they want it. As one would expect, some members
do not have enough input into the decisions thal affect them.
Similarly, some are not given enough time to plan for the impact
of decisions and new policies, There is sufficient information
within the University; however, some individuals believe that the
community is flooded with unnecessary paperwork.

Internal communication at Western is also facilitated through
various media efforts. At the core of these efforts is the Western
News. It is a weekly “house organ” that is printed every week that
classes are in session. It is in a tabloid newspaper format for the fall
and winter semesters and in a mewsletter (8-44 X 11) format for the
spring and summer sessions. The tabloid newspaper editions are
usually four pages in length, but some editions have been eight
and very rarely twelve pages in length. The newsletter is usually
front and back or two pages in length, but sometimes is four or six
pages and even in the two page format is expanded to 8-45 X 14
size. The primary audience is faculty and staif. Contents provide a
forum and clearing house where various individual and group
accomplishments can be stored. Included are awards, achieve-
ments, announcements, job openings, deadlines, calendars, lec-
tures, conferences, etc.

Although primarily for alumni, the Westerner, printed six times
annually in a tabloid newspaper format, is also circulated 1o
faculty and staff here on campus. It facilitates internal com-
munications, as well as external communication by providing
capsule reports on major activities across all levels of the Uni-
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versity.

The news hotline, telephone 383-6171. is intended for both
internal and external audiences. It is a 24 hour a day recorded
miessage service providing news about the University.

Sports line, telephone 383-GOLD, provides sports information
for bath internal and external audiences 24 hours a day; iL, too, isa
recorded message service,

Tel-1J, a dial access information service, alsoisintended for both
internal and external audiences. It is an audiotape library that can
be accessed by calling 383-1444; there are hundreds of tapes
available for playing on such topics as academic programs, admis-
sions information, student services activities, residence hall in-
formation, student financial aid and scholarships information,
university health center services, and so on.

The office of public information provides a variety of services to
radio and television broadcast and cable outlets, the purpose of
which is to 1) extend the reach and visibility of the institution; 2)
recognize student, faculty, and staff achievement: and 3) provide a
public service. Those broadcast/cable services include: “Bronco
Football*—a thirteen week series of 30-minute highlights; “WMU
Presents™—a 30-minute quarteérly television news magazine,
“NEWS/CALL" and “Sports Call"—twin services for radio, provid-
ing news and sports “actualities™ (taped interview comments):
“Focus"—a weekly radio interview program; and “Look lo Wesl-
ermm™—a 12-minute color shidetape presentation.

Depending on the importance of the message and how narrowly
an intended audience can be defined, direct mail is also used. In
addition, 24-hour recorded messagies and message taking services,
closed circuit television, printed publications are employed, again
depending upon the message and the intended audiences.

Western also attemnpts to disseminate information to students
through the Western Herald, WIDR, and Student Services' Instant
Information Line. Other sources of information for faculty and
stafl include the Merald, WMUK, the Halamazoo Cazeffe and
other off-campus news media outlets.

Many colleges, departments, employee groups have newsletters
for members in their individual units.

Specific Problems

1. Communication is generally one-way, from top to bottom.
There is not enough feedback, not enough exchange.*

2. There is not enough horizontal communication across differ-
ent levels and divisions of the university.

3. Nosystem exists as a quick reference for identifying university
committess and coundils.

4. Many members of the WMU community do nol get the in-
formation that they want and need to know in a timely
fashion.*

5. Most members believe that they do not have enough input into
:_.‘-acisium that affect them: typically they are told after the
act.*

6. Members believe that they are not given enough time to plan
for the impact of decisions and new policies.®

7. Members do not feel adequately informed about whal the
major, higher level policy bodies are thinking about or plan-
ning. With or without input, they want to know what is going
of, what changes are under consideration.”

8. The community is flooded with paper (but not about the right
things or in the right form).*

9. Members believe that their contributions and potential are
often not respected or recognized.”

* indicates a problem similar to one identified in the Denenfeld
Report

Internal communication at Western is probably not suffering
from any unique problems. The University should follow up on the
recommendations resulting from the communication audit that
was conducted in 1981, and should set up a series of studies
focusing on more specific problems,

External Communication

Owver the past ten years Western has come to depend increasingly
on a variety of public relations efforts to enhance its image, recruil
students, acquire funds, and consolidate public support. During
this period many agencies and units on campus, seeing the im-
portance of such external communications, have devoted their
energies to the multifaceted task of promoting Western's image
and activities to our various constituencies, However, for avariety
of reasons, there has never arisen a central or cohesive structure
through which these public relations activities could be coordin-
ated.

In view of this situation, the Blue Ribbon Task Force has
attempted to compile a comprehensive list of those organizational
units at WMU which deal regularly and significantly with people
from outside the University. It has also tried to indicate, when
possible, channels of accountability being used by these units,

The list is as follows:

Federal Relations (moriberd)
(VP Hannah) and Secy. Brinn Presidenl
State Relations
Asst. VP Kowalski (Finance VP and President)
Local Refations (mordbund)
(VP Hannah) President
Trustee Relations
Secy. Brinn President
Development and Alumni
Dir. Gabier President
Gary Fund
Dir. Doalitthe Athletic Direclor
Alumni Relations
Pir. Strong Dhr. Gabier
Admissiors Office
Dir. Dempsey T
Public Information
Dir. Matthews. Execulive Assistant (o the
President
News Services
Diir, Stevens Director of Public Information
Publications
Dir. Smith Divector of Public Infermation

Sports Information
Dir. Bealty Director of Public Information
Information Center
Dir. Peterson Executive Aszistant Lo the
President
Center for Environmental Afairs
Dir. Kaufman Dean of Arts and Sciences
YPAA
WESTOPS
Diir. Wood VPAA
Wi
Manager VP Student Affairs
International Ed. and Programs
Dean Greenberg YPAA
International Student Sermices
Dir. Jackson VP Student Aff.
Carver English Language Center
{TEFL}
Dir. Davidson Dean Burke
Miller Auditoriurm
Dir. Newhouse Asit. VP Carr. VP Finance
Plaza Arts Circle
Dir. Pontello Miller Auditorium Director
WHLK
Dir. Wondliff VPAA
Studert Recruttmint
Dean Burke Pregident
Division of Contfnwing Educalion
Dean Burke VPAA
Telowrision Services (INC-DAS)
Dir. Woodliff VPAA
Archives
Dir. Mann Dir, Woodlifl VPAA
Specialived Operations—probably not
within purriew of Task Force
Sports Medicine
Student/Landlord Services (Com-
muter Student Services)

Distributive Education Programs
Testing and Evaluation

Speech and Hearing Clinmic
Blind Rehabilitation

Speakers’ Bureans

Collegiate Public Service Activities

Activities of four departments in
College of Fine Arts

BRSI in College of Business

Institute for Technological Stu-
dies in College of Engineering and Ap-
plied Sciences

Center for Human Services in
College of Health and Human Services

Center for Social Research and
Institute for Government and Politics
in College of Arts and Sclences

Each with a separate reporting
and accounting structure,
Each with a separate reparting
and accounting structure.

It is readily apparent lo anyone who looks at the above list that
the activities being described—while complex and of tremendous
importance to the University—are not carefully or coherently
organized. Many offices report directly to the president of the
University, some to vice presidents, others to deans, chairs, or
directors. While in some cases this diversity of structure no doubt
works well, in many cases the image of the University could be
enhanced and clarified by a greater sense of focus in these activi-
ties. The following chart shows how the above list iz organized in
terms of reporting structure.

President

Federal, State and Local Relations
Trustee Relations

Development and Alumni

Student Recruitment

Erecutive Assistant fo the President
Public Information

News Services

Publications

Information Center

Sports Information

Division of Continuing Education
DIC and Archives
International Education

Oithers

WIDR

International Student Services
Career English

Miller Auditorium

College of Fine Arls

Collegiate Institutes and Centers

Although the structure outlined by this chart suggests that all
information ultimately goes to the president, it is clear that below
the level of the president, there is little coordination.

1. The executive assistant to the president’s position is geared Lo
the news media and general university public refations.

2. The VPAA, while having a broader purview of the University,
focuses primarily on academic programs and not on public
relations.

3. The others (vice presidents, chairs, and directors) alse have
administrative duties and interests not specifically oriented
towards public relations.

A public relations committee is established as an advisory group
under the chairmanship of Joe Gagie, execulive assistant to the
president. An institutional advancement plan was developed for
the 1982-83 academic vear. Many positive goals and recommenda-
tions came from that report, but many items still remain to be
acted upon.

The news media—radio, television, and newspapers—are the
primary means by which information about Western is transmit-
ted to the general public. Accordingly, the Task Force has inter-
viewed people in key positions with the major television, radio,

and newspaper outlets in western Michigan. It has also met with

administrators at Western whose duties include some element of

external communication.
As a result of its meetings and deliberations, the Tazk Force has
identified the following specific problems:

*  Regarding the office of public informaifon—

1. Recent changes in personnel, coupled with reductions in staff
and cuts in operating budgets, have made it increasingly diffi-
cult for the office of public information to provide critical
support to both student recruitment and development
(fund raising) efforts of the University.

2. The director gets incomplete or improper information, and
quality varies by departments across the University; therefore,
it is difficult to communicate information properly.

3. People within departments often have no knowledge of how to
publicize their acthvities, or where to send relevant informa-
tion.

*  Regarding media refations—

1. Television, radio, and news media do not have an accessible list
of faculty and staff who are experienced in news-related fields
and who could be interviewed or used as consultants.

2. The media also lack sufficient information about outstanding
programs at Western, both academic and public outreach.

3. At The Grand Rapids Press, information about Western comes
to the editor third hand, as part of Booth syndicate releases
from The Kalomazoo Gazetle. The same pattern holds for
some broadcast media.

= In addition, we perceive several broadly refaled problems
nﬁnmrfwhm all external cormmumicalions:
. The image of Western is often unclear.
The information emanating from Western's various offices is
not as appropriately chosen or coordinated as it could be.
There appears Lo be no systematlic attempl to analyze aud:-
ences.
4. There appears to be no systemalic plan (o evaluate public
relations technigques.
* Terry Denbow, director of public relations at MSU, echoes the
sentiments of other university public relations officers contacted
by this committee when he says, “There must be a clear under-
standing of institutional goals and objectives behind all messages
emanating from a university.”
Although the University already intends to address many of the
problems outlined above, and has taken several steps in the direc-
tion of their remediation, much still remains to be done.

ot

General Recommendation

The University should establish a cabinet level office for unbversity

relations. The main purpose of this office would be:

1. coordination of the University's communication efforts related
to governmental relations, alumni and development. and pub-
lic relations (internal and external);

2. development of image studies for assessing pem?uo
Western by important constituencies such as: faculty, staff, -
current students, potential students, parents of potential stu-
dents, community leaders, state legislators, etc.;

2.1 tosee that a long range plan for conducting these image
studies is developed and implemented

2.2 to see that data from such studies are made available and
used when making decisions related to the effectiveness of
external communication efforts

3. development of potential questions for asseéssing perceptions of
members of the university community in relation to matters
that affect internal communication;

3.1 to see that a long range plan for conducting these com-
munication audits is developed and implemented

3.2 to see that data from such studies are made available and
used when making decisions related to the effectiveness of
internal communication efforts

4. assessmient and appropriate implementation of the 1981 De-
nenfeld report on internal communications;

5. assessment and appropriate implementation of the institution-
al advancemnent plan generated by the public relations advisory
committes;

6. implementation of the recommendations contained in this
report;

7. the coordination of all relevant public relations activities de-
scribed in this report.

Recommendations: Internal

1. Information Collection and Dissemination

1.1 Continue periodic surveys of employee groups and stu-
dents to ascertain their:*

1.1.] response to proposed policies, and communicate
with them about the disposition of the results;

1.1.2 needs and concerns, and communicate with them
about the disposition of the results;

1.1.3 perceptions of their role in decision making and be
as responsive as is practical to their desires and
frustrations in this regard.

1.2 Encourage all units to hald regular stafl meetings, prefer-
ably at least monthly, to accomplish at least the fol-
lowing.*

1.2.1 inform all staff of policy changes. decided on or
under consideration;

1.2.2 provide opportunity for input on policy or proce-
dure changes:*

1.2.3 facilitate expression of concerns, needs, and sugges-
tions for improving,

1.2.4 express and clarify the accuracy of rumaors;

1.2.5 acknowledge and praise the accomplishments of
staff members;

1.2.6 clarify and discuss written communications.

1.3 Expand and improve the uses of print and electronic media
such as newsletters, magazines, radio, television, cable
access and videotape.**

1.4 Foster civility, courtesy, responsiveness, helpfulness, and
the importance of clear and open communication at every
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opportunity. And, when appropriate, provide training and
development opportunities, and make these considera-
tions a part of regular promotion and hiring policies.*

2. Participation and Consultation
2.1 Wherever practical, decentralize decision making and au-
thority in order to provide for more consultation and
participation in the decision making process.*

2.2 Central administration should take more initiative to
mieet with university personnel and students and should
be mepﬁ-uz Lo invitations from various units within the
University, ™
The University's central leadership—academic and nona-
cademic—should report orally or in writing to the West-
ermn community at least once each semester on university
matters of broad interest and concem. Reactions and
response should be encouraged.

Although writlen communication is essential, oral/

informal reports and exchanges should be employed
whenever possible.

Design and distribute a comprehensive directory of all
committees, indicating purpose or charge, membership
and meeting schedule,

Publish and distribute (excluding necessarily confidential
items) the agenda of the president’s cabinet, president’s
council, and deans’ council, so that there is general timely
awareness of what matters are being considered by the
University's major decision makers and to allow time for
suggestions and proposals from the university com-
mumnity.

2.3

3. Rewards and Recognition
4.1 Continue and expand featuring/picturing individuals and
units from all employee groups in the Western News.**

1.2 Promote the expanded university suggestion program and
publicize the suggestions, winners, and awards, at least in
the Western Herald and the Wesfern News.®

3.3 Expand recognition system (e.g. 25 Year Club, letters from
the president) for long term service.

3.4 Explore additional means of recognizing and publicizing
accomplishments within the university community.

Recommendations: External

1. Western Michigan University should develop specific guide-
lines (along with appropriate forms) for the submission of news
release information from the faculty.

3. The University should expand and continue the use of weekly
or monthly calendars of all special events occurring at Western
for circulation on and off campus."”

3. Each department and college should appoint a public relations
liaison whose duty it would be to transmit data to the office of
public information.

4. News releases about faculty and programs should be more
widely distributed, especially in those areas from which West-
ern attracts large numbers of students (e.g., Grand Rapids and
Detroit).

5. The office of public information should develop institutional
“fact sheets,” such as WMU Success Stories, Fall 1983, which
can be used in a variety of public relations efforts. These fact
sheets should be widely circulated on campus as well.**

5.1 The office of public information should compile a list of
faculty members whose expertise is pertinent to lecal,
state, and national news stories. This list should be up-
dated yearly and sent to all regional broadcast and print
miedia.

5.2 The office of public information should compile a descrip-
tive list of Western's outstanding programs to be sent
to local print and broadcast media as a reference source.

6. The office of public information should make special efforts to
see that current and accurate information is available at all
switchboards concerning activities of particular interest (e.g.,
homecoming. sports matches, arts events, and other major
presentalions).**

* supports a recommendation of the Denenfeld Report
** gupparts a goal of the Institutional Advancement Plan

Letter

Letter of Fehruary 7, 1984

To: President John T. Bernhard
Western Michigan University

Dear Dr. Bermhard:

At its meeting on February 2, 1984, the Faculty Senate considered
the report of the Blue Ribbon Task Force concerning communica-
tions and approved thes recommendations stemming from the
report.

On behalf of the Senate, | herewith comvey that report and those
recommendations to vou for your consideration.

Cordially,

Fred V Hartenstein
President

{Attachments and figures noted in the report are available for
inspection in the Faculty Senate office.)

—_———— e e e ——

Recommendations on New Program Initiatives

These recommendations on WMU program development initia-
lives are based on the work of the Task Force's Committee to
Examine the Short Term Future (Fred Adams, Billve Cheatum,
Pete Kobrak and Ellen Page-Robin). The Committee pursued its
tazk by involving a number of members of the university com-
munity in a work group on “new program development initia-
tives." The Blue Ribbon Task Force would like to thank the
members of this work group, which met regularly for two semes-
ters and also did considerable individual work on these recom-
mendations. Sterling Breed, John Lindbeck, Becky Quinlan,
Chuck Shull, Carol Smith, George Vuicich, and Morvin Wirlz
demonstrated the energy, enthusiasm, and creativity that is evi-
dent in many places through WMU, and make us confident that
the recommendations can not only be passed but successfully
implemented.

The Nead To Think Ahead Together. For over 20 vears, WML
hias experienced cyclical growth roughly correlated to the increase
in Michigan's white, middle-class population. During this period
of growth, attention to student needs, particularly at the under-
graduate level, has generally focused on this relatively young and
well defined cohort. Even during the turbulence of the sixties and
seventies, changes in program offerings and delivery mechanisms
at WMU have remained incremental and traditional in their
orientation. Numerous program changes have occurred, but these
adaptions were initiated primarily at the departmental level. De-
partments could alter subject matter but could not significantly
impact on the development of new delivery systerns and new
programs to match new ewolving demographic groupings. As a
consequence these groups filter into the University in uncertain
and small numbers.

The Need To Move in New Directions During the Eighties.
Significant national demographic trends, continuing alteration of
Michigan's economic, social, and political structure, and emerg-
ing changes in postgraduate education compel us to think about
educational directions in which we may be insufficiently involved
or absent. In figure one, we have diagrammed the considerations
that must dictate our course, as we ponder our future. The major
differentiation is between "mainstream university education” and
“new stream university education”.

The development of new consumer groups means that program
development must increasingly take into account their special
interests as well as their demographic characteristics. Financial
aid, recruitment, and retention must be attuned to them. The
educational content of programs must embrace both pedagogical
and androgogical approaches; what the adult student feels inter-
nally motivated to learn for vocational and/or personal reasons
and what the professional educator believes the student thould
know. These dual molivations must move us (o alter not only
program content but also the process and the structure. The
challenge will be Lo simultaneously balance pedagogy and androg-
oy to strengthen our liberal arts as well as expand the vocational
horizons of our offerings. The capacity to balance these competing
interests may be key to shaping a high performance educational

m.

The Need To Think Regionally. Western has failed to identify
itself sufficiently as a regional institution. one whiose educational
boundaries potentially extend from Muskegon, Grand Rapids, and
even Lanzing, to Marshall, Battle Creek, Kalamazoo, and Benton
Harbor. Were we to Lap sticcessfulby the educational market within
sputhwestern Michigan, this University could mot only meet the
difficult challenges of the coming years, but emerge larger, stron-
ger, and healthier in 1990. The assumption of such a regional
identity does not require that we abandon our vital international,

national, and local activities, but rather that we assign a higher
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priority to regional activities while supporting and facilitating the
coexistence of other competing priorities.

The themes of thinking ahead together. moving in new direc-
tions, and thinking regionally underlie our suggestions for new
progiram initiatives, The list is merely suggdestive; it will be the task
of the whole university community to decide, [t is imperative,
though, that WML meet the challenges we have identified if it is to
achieve its own "excellence.” Like the companies identified by
Peters and Waterman in fn Search of Excellence, let us “get on
with it.”

Recommendations on WMU Program
Development Initiatives

I. Improve and expand the interface between WML and all other
educational institutions which are providing educational service.

WMU has a distinct regional competitive advantage in the
quality and scope of its course offerings. It should be possible to
draw on this competitive advantage by drawing closer to other
educational levels throughout southwestern Michigan, WML has
already devoted considerable thought to such linkages, as evi-
denced by the Recommendations Resulting from the College of
Educalion Forum conducted during the 1982-83 academic year
and by such models as our summer program for junior and senior
high school students contemplating health careers. The challenge
now is to develop such ideas and implernent them more widely.

The Carnegie Commission as well as the National Commission
on Public Education have emphasized the need for closer ties
batween university faculties and the public schools. If educational
guality is to be improved not only must this link be forged but the
help must be continous and not sporadic as is found in too many
*government support programs.” Stressed in the reports are:

1. the need for direct collaboration with university faculties:

2. sponsorship of special on-campus programs to enrich the
experience of high school students and school personnel; and,

3. collaborative curriculum development projects.

The Provision of University Experfise. WMU could provide
individual school districts with invaluable assistance which they
cannot afford to staff directly. While some of this staffing function
can be carried by intermediate school district
5, the need and the demand exceeds their fiscal and personnel
TESOUTCES,

The Expansion of On Campus Classes for High School Stu-
denits. While WML already permits same high school students into
its classes this activity could be expanded, thus reducing some
financial pressure on secondary schools. Further, it would extend
the range of course offerings to our area high school students, and
secondarily serve as a recruitment device for WMU. Offerings need
not be limited to gifted students but could be provided to all
capable students with relatively specialized interests. Following
the example of the division of continuing education, courses could
be offered on either a credit or no—cmht basis.

Staffing, Consulting, Teaching in Nontraditional Sectors.
Rapidly :Iunmng educational and training needs have propelled
companies, public agencies, and the military to spend large sums
of money on staff development. The University's diverse staff
expertize should be selectively made available, on a regularly
scheduled basis, to assist in such training activities. Both con-
sultative roles and credit producing activities could be considered.
Faculty members have already been engaged in such nontradi-
tional educational experiences, e.g., Texas Medical Association,
Bronson Hospital, Kalamazoo Public Welfare Department, and
accounting.

I, Invoive senior citizens more fully on campus in regular
eourses, special courses, workshops, WMU cultural life, and
dlmihphumml in the Valley Il complex.
Academically WMU is well positioned to meet the needs of an
aging regional population. Such programs as gerontology, blind
and speech rehabilitation, occupational therapy and social work
are already visible. We need, however, Lo publicize our current
activities more vigorously to the senior citizen community. Do
they all know that classes are availahle free of charge to anyone

over sixy (SCOPE); that there is an elderhostel; and, that we have a

popular Sunday meal program? The very participants in this latter

activity offer a ready made constituency for new innovations,
Civen the existing capabilities of WML we considered a number
of innovative ideas which are presented here as examples;

1. Utilizing students in the college of business to assist senior
citizens in the preparation of their tax returns.

2. Using sociology students to conduct a study on the extent to
which WMU is “senior citizen minded” as represented by its
policies and practices concerning such things as reduced costs
of Lickets Lo athletic events, Miller and Shaw Theatres.

3. Enabling senior citizens to “buy in" o the University's excel-
lent health services facilithes.

4. Create an information desk at the downtown library Lo provide
information on university events.

5. Develap joint programs with existing agencies for seniors, €.4.,
Helen Coover Center, Red Cross, etc.

6. Integrate WMU's own emeriti professors on university coun-
cils, commiltees and normally within colleges and depart-
ments...

7. Converl dormitories inte low income housing for senior
citizens, as is done in other parts of the country with the help of
federal funds.

In all of the above suggestions, senior citizen involvement might

well be viewed as a case of making a virtue out of a necessity.

Senior citizens might be viewed as an important new consti-

tuency.

I11. Assign a high aniversity priority to fully utilizing WMU's
resources in supporting Michigan's economic development.

As Trustee Fred Adams pointed out in a paper presented at the
1983 Association of Coverning Boards conference. Michigan col-
leges and universities have already begun “strategically develop-
ing certain economic growth projects they would never have been
dreamed of ten years ago.” These projects include an innovation
center and also an office of independent business research at The
University of Michigan, an industrial development grant at Cen-
tral Michigan University, an industrial application research pro-
ject at Michigan Technological University, an industrial incubator
program at Northern Michigan University, a robotics center at The
University of Michigan, and a business and development institute
at Saginaw Valley State Colleges.

Economic development education has also received some atten-
tion recently, Oakland University formed an economic education
and retraining program. The University of Michigan's industrial
development division has charted the course. It trains profession-
als and nonprofessionals in economic development using its own
Michigan economic development education manual, a speaker’s
bureau, and a series of ilms and videotapes. These one-day semi-
nars and courses literally extend throughout the state, and use a
variety of community college facilities and other resources.

Elsewhere in the Midwest, other universities have used some-
what different models to assist statewide economic development.
Ball State received special funding from the Indiana legislature’s
budget commitlee to establish a community and business de-
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velopment service center; an economic developmentl Academy
that provides annual training to the community, as well as eoono-
mic development leaders and a center for entrepreneurial services
and applied research which emphasizes the need to involve vir-
tually all of the major institutions within a community. At South-
ern [llinois Universily, the aréa development office supplics exten-
sive technical and research assislance to not-for-profit groups as
well as the public and private sectors.

It is beyond the scope of this report to recommend what particu-
lar form WMU's participation in this field should assume. The
actions of these other universities throughout the Midwest do
suggest, however, that WMU has remained too passive and frag-
mented in its response to these challenges. We have failed to
marshal our resources in creative ways that would enable us, for
example, to tackle on a team basis the multipie problems of a
Benton Harbor or even the more direct economic development
issues confronting other, healthier southwestern Michigan com.-
munities such as Kalamazoo or Battle Creek. As elsewhere in the
nation, our communities have continued to place excessive emph-
asis on real estate and tax avoidance, and too Little on these more
creative, but more complex, approaches that appear to hold grea-
ter promise.

IV. Train the structurally unemployed on a tuition-free space-
available basis.

Projections indicate that, though Michigan’s unemplovment
level will drop, structural unemployment in the state will remain
high for at lzast the next decade. Many people who are out of work
are those whose skills have become obsolete or those who have no
salable skills in an ever more highly trained work force. As a state
institution of higher education, it would appear that Western
Michigan University has an opportunity and, perhaps, a cerlain
obligation to meet the needs of this segment of our society—in
some cases, our own graduates,

Across the country there have been attempls by colleges and
universities to meet the needs of unemploved persons within their
areas by opening tuition-frée, and on a space-available basis,
courses Lo enhance emplovability, In some cases, course offerings
hiave been restricted to basic courses in mathematics, English,
compuber sciences, and others. In other cases, unemployed per-
sons may move toward a degree in-a field which interests them
and/or retrain to enter another field when their basic occupational
field has been closed to them.

The experiments by various institutions have had different
kinds of outcomes. The first college to announce such a program
was a small private institution which was overwhelmed by the
response and had to drop the program within a year. The Mas-
sachusetts state system as a whole has adopted such an approach.
Community colleges have been urged through their national
associations to develop plans for the unemploved. A similar plan,
proposed at WML within the past year by the Faculty Senate, was
not accepted by the administration.

Themajor problem for Michigan state-supported institutions in

providing this-humane public service seems to rest with state
accounting procedures which réquire an identified source of tui-
tion income for all students enralled in courses. Where such a
source does not exist externally, internal sources must be Lapped
to provide the necessary documentation.

This obstacle to meeting the higher education needs of struc-
turally unemploved persons arose through legislative action and
state bureau regulations, In order to make WMU courses available
on a tuition-free, space-available basis, we will, therefore, need to
work through political channels to have the regulations changed
by law., We recommend that Western Michigan University assume
the lead among Michigan higher education institutions in re-
questing the state legislature to pass a joint resolution urging that
all Michigan colleges and universities receiving state funding—
including both public and private institutions—be mandated to
adopt such a provision.

Although many plans can be devised to accomplish this goal,
the following seems to be a workable one. Courses will be open on
a space-available, tuition-free basis to in-state unemployed per-
sons (or perhaps those in Kalamazoo County in an initial demon-
stration project). “Unemployved persons” will be operationally de-
fined as those who are currently drawing unemployment benefits,
those whose benefits have already run out, or those who are
receiving some other form of public assistance. This definition
would appear to be one which can most easily be verified,

If this plan is followed, there would be little additional cost to
the institution except that of providing entrance tests, as neces-
gary, and some academic counseling. New sections would not need
to be added. Students entering under this program would be
informed at the outset that they could enroll only on a space-
available basis and, therefore, might have difficulty in completing
same sequences of courses. They would be expected to complete
any needed remedial work as expeditiously as possible.

If a student under this program were to become employed after
starting classes, it is proposed that hisher tuition waiver would
continue for a period of several months after work has begun-—
perhaps six months to one vear—thus recognizing the devastating
economic effects of unemployment on individual and further
encouraging them to continue their education. Following that
grace period, they would be expected Lo pay normal tuition and
fees and would be eligible to enroll in classes in the usual way.

Admission of structurally unemployed Michigan citizens into
our classrooms offers important advantages for the state, its
colleges and universities generally, and WMU in particular. WMU
would do well during this economically tense decade to demons-
trate visibly and vigorously to our taxpayers that we remain
concerned aboul the short and long term well-being of the unem-
ployed, and that we want to add to the educational levél and
occupational preparation of a most economically vulnerable seg-
ment of the state's population. Such training on a space-available
basis would also add in particular to the number of local students
enrolled in these state-supported and state-assisted institutions.

Michigan colleges and universities would add students at little
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cost, and possibly augment their ability to field underenrolled
classes needed by other students. Such a policy would also in-
crease the mix of students and life experience on the campus thus
enriching the college or University as a whole, Furthermore, the
institution itself would be perceived throughout the state as pro-
viding a public service of considerahle magnitude.

As the lead institution in this endeavor, WML could reap wide-
spread attention and positive regard from many persons in the
state who know [ittle of this instifution. Once persons aré on
campus, the chance of their staying to completion is, of course,
higher than if they had not had the initial experience. For institu-
tions such as ours which need to look toward nontraditional
populations to enhance our student bady, thiswould seem an ideal
way to bring onto the campus persons who otherwise might not
ever consider themselves as potential college students/graduates.

V. Develop a workload system and other incentives for commun-
ity service and also for interdisciplinary and interdepartmental
activities,

Our concern with the faculty workload definition occurs be-
cause the current measures used to describe the workload give a
distorted picture of faculty activity at WMU. The mission state-
ment of WMU suggests that there are four major components of
WMLU's role and mission:

1. To provide challenging learning experiences, which will facili-
tate the synthesis of knowledge, critical thinking, effective
communication, and creative activity.

2. Toencourage, facilitate, and reward research, scholarship. and
creative activity.

3. To apply knowledge through professional consullation and
public service activities.

4. Toprovide leadership, sponsorship, and participation in cultu-
ral events and civic activities.

Yel the measures used to describe faculty workload, such as

student faculty ratios, credit hour production and cost per credit

hour, focus exclusively on teaching. There are no measures that
include research, professional activities or cultural and commun-
ity activities.

We believe that this distorted picture reduces WMLU's ability to
obtain funding because it does not accurately depict the guality
and complexity of the University. We also feel that insufficient
internal distribution of data on faculty teaching, research, and
community and university service reduces the awareness within
the university community of the quality, complexity and diversity
of faculty activity.

Comparisons are frequently made among instifutions of higher
education in Michigan. Too frequently WMU ends up being com-
pared with Eastern, Central, and Northern Michigan Universities
for one type of data and to a separate list of colleges and universi-
ties for another type of data, For financial purposes, wewould be in
a better position If we were compared with the big three. Only by
focusing on research, professional and ether common activities,
can we effectively differentiate: WML, fromi universities fosusing
muore heavily on undergraduste teachirg and niake infeffective
case that we are more similar to the big three and should be funded
accordinghy.

In comparing WMU with Michigan colleges/universities in the
same budget category. (which excludes U of M, MSU, and WSU),
however, we can make that following observations:

1. Student Program Mix—Our student/program mix includes
upper division and graduate level students, This means our
instructional costs tend to be higher since specialized upper
division and graduate instruction is more expensive.

. Programs—WMLU's undergraduate and graduate programs

réepresent considerably more diversity than other Michigan

schools within our budget category. We have more programs,
more cholces, more classes and more faculty to serve this
diversily.

Colfeges and Deparimenis—In support of this diversity, we

have more colleges, departments, and-other related organiza-

tional structures.

. Acadernic Standards—WMU has high academic standards.
Library Holding—Cur library holdings, academic computer
services, and other instructional support activities are more -
complex and more costly.

Achieving a university that is balanced in perspective, attractive
to students, and responsive to change is at least partially tied to the
degree to which the system encourages the nonclassroom (or
non-credit hour) endeavors of individual faculty members to be

acknowledged as part of the total education process,

When the state of Michigan was economically solvent, approp-
riations to state colleges and universities were frequently based on
the number of students enrolled and academic class level of the
student. Attention was then directed toward the faculty/student
ratio. During the last few years, however, appropriations have
heen so meager that the state office of management and budget
simply raises or lowers the amount of money allocated to each
state institution on a percentage hasis. Attention has, therefore,
shifted away from the faculty/student ratio and more toward total
credit hour production by the college or university.

Shifting from Released Time to Assigned Time. Mwmsm
Michigan University there seems lo have been a shift toward
decentralization of decision making concerning faculty workload
and credit hour production to the dean and department level. The
diversity of departments and even colleges within the University
has necessitated a certain amount of flexibility and difference
among the total number of credit hours produced by individual
faculty members, tolal departments, and even colleges. Some
faculty members may teach classes with few students so long as
the total department or the college produces the expected number
of credil hours. There is also-the possibility that a college may
produce less than the expected mumber of credit hours but
another college makes up the difference. Accountability seems Lo
rest at the department, college, and total university levels and
leans toward the tolal number of credit hours produced by the
University rather than the faculty/student ratio,

While such flexibility exists in practice. however, emphasis
persists in theory on the traditional means of accounting for
faculty members’ time. When community service and interdisci-
plinary activities are contemplated, the necessity to teach courses

N e
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and produce credit hours are cited as barriers to such faculty
redeplovment. Deviations from this internally impased adminis-
trative norm must be approved as “released time” which must be
“paid for” through some more commonly utilized rationale such
as research,

This recommendation to encourage more communily service
and interdisciplinary projects requires widespread acceptance
within the University of a less stringent definition of what consti-
tutes a faculty member’s “load.” The heart of the change would be
to abandon the concept of “released time™ and utilize instead the
concept of “assigned time. " This concept has been implemented at
the University of Tennessee by chancellor John Reese. In this plan,
each faculty member was assigned a percentage of time to be spent
in “comrmunity serivce.” Activities were mutally agreed upon by
the faculty members and the appropriate administrators. Such a
plan eliminated the “hit or miss” procedures which break the
continuity of support to outside groups and which can penalize
some faculty members for their willingness to be of service. Such a
rubric also provides a mechanism for meeting the “community
service” requirement for tenure and promotion, and thus serves as
an incentive for faculty members to engage in such activities.

Creating Incentives. Other incentives could also be structured
to encourage more innovative delivery of programs and services
that extend beyond normal campus activities. The division of
continuing education pays an “energy increment” for each mile
that a professor travels to an off-campus site on programmatic
business. That energy increment should be raised to compensate
faculty members at a more attractive level for the time that they
spend on the road. Awards should be given for meritorious off-
campus service in order to underscore that it is WMU policy to
encourage such activities. Greater emphasis should be placed on
joint administrative, faculty, and potential clientele involvernent
in off-campus seminars and other activities designed to identify.
encourage, organize, and implement new programming opportu-
nities. Finally, faculty members should be encouraged Lo lake
more “comp time” during the day when irvelved in teaching-as-
part-of-load at an off-campus site in the evening or on weekends.

V1. Build alliances for future programming with companies,
schoaols, institutes, the military, and other societal groups where
university resources are insufficient for WMU 1o meel a particu-
lar challenge alone.

Former Director of the National Institute of Education, Harold
Hodgkinson, in 1983 wrote that while 12 million students attend
colleges and universities in the U.S., another 46 million adults are
now educated by a “second system” of postsecondary “providers”
in business and industry, government, and the military. This
group, composed primarily of workers in the 35 to 44 age group,
seeks skill development and professional growth which can lead to
additional career opportunities. Given Michigan's financial base
and the scarcity of professors in a number of these emerging fields,
we recommend that WMU explore entering into joint program-
friliig arranigements with these other institutions. While we might
find it necessany to surrender some decision malang autonomy in
making such agreements, there would be considerable mutual
gain. WMU might find it possible, for example. to work more
clnsely with such southwest Michigan institutions as the Upjohn
Institute for Employment Research, the Upjohn Corporation it-
self, the Kellogg Corporation, and the several military bases in
Michigan. In entering into such arrangements. we could benefit
from the experience that we have already gained from such suc-
cessful models as the paper science and engineering department’s
arrangement with its Paper Technology Foundation and the paper
industry more generally, the relationship established by the de-
partment of educational leadership's relationship with Selfridge
Air Base, and progiram models established by the division of
continuing education throughout the southwest Michigan region.
To tap into this market, WMU would have to emulate these
departments in drawing closer to such institutions, but the oppor-
tunities for training and educating their employees would open up
exciting vistas for professors and students alike. Such future
arrangements may include consortium agreements that link uni-
versities and businesses, and external degrees devoid of residency
regquirements and pursued where the students are.

Adapting For "New Stream Students”

Lafd Off Workers. A §9.2 million tuition-assistance program
announced jointly in December, 1983, by General Motors Cor-
poration and the United Auto Workers underscores the potential
of such arrangements. Designed to serve as many as 70,000
laid-off workers, the plan requires only that workers select courses
at accredited or licensed schools. The plan is intended to permit
these workers to select virtually any type of vocational training or
education that they regard as appropriate for their personal situa-
tion and goals. While in theory such a proposal need not require
WMU to change its institutional arrangements to meet the plan’s
terms, in practice it would presumably be necessary to meet the
expectations of this new clientele group.

Even before GM and the UAW announced this plan, WMU had
begun to work on a proposal that reflects the type of approach
needed to attract this new clientele group. The general university
studies curriculum, using the technical-scientific studies area of
concentration, wanted to broaden the hase of its potential stu-
dents.

This program was designed for these interested in technical
studies, including the study of aviation, automotive technology,
electronics, manufacturing, supervision, and industrial vocation-
al education. Students who have completed a two-vear, vocation-
al-technical study program atl a community college, or who have
achieved a comparable level of preparation through a combination
of study and work experience, have been accepted into, and gradu-
ated from, this curriculum.

Joermeyman or Masiters in Special Trades, Frequently a stu-
dent's past study and work experience have been evaluated for
credit on an individual basis. Consideration is now being given Lo
the granting of block credit for those who have attained a
certificate/card for having completed a lengthy supervised study
and work experience in a skilled trades area, Atternpts are being
made Lo work with the labor and trade councils in a cooperative

effort to determine the needs of those individuals who have -

attained the status of journeyman or master in their specialized
trade. If a degree would be of interest or benefit to those indi-
viduals, the University has the curriculum in place to meet this
need. The University has already received the encouragement and
endorsement from one trade council for the development of sich a
cooperative effort.

Minority Secondary School Students. WMU will also need to
develop expanded informal arrangements to meel the needs of
other societal groups where there are no intermediary institu-
tions. In Michigan, 21 percent of public school enrollments now
consistent of black students. This number is projected to increase
simply in terms of relative population growth, but that growth
pattern may be enhanced on a comparative basis with the move-
ment of a larger percentage of students within the more mobile
white majority ta the sunbelf. Out of sheer self interest, higher
education needs to do evervthing within its power Lo ensure
success of this minomty group within the public schools in order
that these students become college eligible. Closer linkages be-
tween WMU and the public schools are thus necessary to reduce
the attrition of minority group students before they reach college
and to foster an image in the minds of those students of WMU asan
mstitution interested in working with them if and when, thanks
partly to the assistance of our faculty members. they decide to
continue their education. The special programs for black students
on campus are welcome additions to what we already offer, but the
effort advocated here would reguire the participation of more
extensive portions of our university community.

Full-time Homemakers. Another sociétal group, smaller in
number, is composed of full-time homemakers who desire full-
time careers. These women often need childcare programs and
course offerings in the later afterncons, early evenings, and on
weekends that all too frequently are now unavailable when they
are needed, i

Exciting Oufreach Arrangements. WMU should also develop
and strengthen those mechanisms already in place that are specifi-
cally designed to deliver noncredit public service activities, and
build alliances with companies, schools, the military, and other
societal institutions. Housed in the college of business, the Busi-
ness Research and Service Institute provides a wide variety of
semninars that emphasize business applications, BRSI is located in
the Fetzer Business Development Center, and designs customized
programs for companies. The Institute of Technological Studies in
the college of engineering and applied sciences links WMU and
industry through collaborative service, training, and research
efforts. The Center focuses largely on strengthening the presence
of technology within the southwestern Michigan region. Located
within the college of fine arts. the Community Arts Program acts
as a community resource which bath exposes and invalves citizens
in music, dance, art, and drama. In addition to its adult activities,
CAP runs an orchestra, band, and chorus for voung people. Within
the college of health and human services, the Center for Human
Services promotes and facilitates activities focused on clincial
education, community services, and research, The Center for
Social Research, situated in the college of arts and sciences, s
engaged primarily in using the social sciences for applied research
and program evaluation. On a university-wide basis, the division
of continuing education’s office of conferences and institutes
provides updated training for a variety of professional groups,
implements in-service training courses and programs, and runs
enrichment programs for the community. Finally, there are
numerous individuals and units that periedically link up with the
community on an ad hoc basis. In short, the mechanisms are in
place virtually in every college to enable us to expand our noncre-
dit activities, The emphasis should thus focus nef on new struc-
tures, but rather on innovative programming arrangements that
will enable us to build on the structures that we already have in
place,

VI1. Monitor on a continuing basis student academic problems
and also student nonacademic problems.

As higher education shifts from a seller’s to a huyer’s market, it
will become increasingly important to monitor both the academic
and nonacademnic problems identified by students and student
support staff. The university community will have to become more
sensitive to these issues, and where it is deemed legitimate, more
responsive to such issues, It will be neceszary bath to undertake
exit interviews with all departing students and to implement
monitoring with continuing students on a regular, periodic basis
rather than on the ad hoc basis through which too often we treat
such problems now. The following list, obtained from the
ombudsman’s office, represents the type of problems most fre-
quently raised by the students seeking his assistance.

A. Studenl Acsdemic Preblems
Problems of Admistions and
Admiusion inte curficulum or program
Admission into the University

Getting into specific courses

Probiems Melated to Instructor's Teaching

Problems of Acadermic Requirements
Centification requinements

Program, departrment ar university degree requirements

Cancellation of schedulé
Health maintenance fee
Refund for dropped classes
Redidency stalus
Problems of Academic Stalus
p ic eobat}
Dasmissal from unmversity
Withdrawal from university

B. Stadent Nonacademic Problems
Financial Problems and Complainis

Lown application refused or amount reduced
Need for financial axd

Onwies WML maney

Scholarship or loan cancelled

Problems of Housing

Family housing

Cantract cancellation

Maimtenance

Problems of Auto Lse and Police

Parking permits

Parking tickets

Distance from class budbding to lighted parking nts
Problems of Student Employmend
Conditions of emglomenl

Termiration of employment

Problems of University Facilities and Service
Mistreatment by university employees
Unbversity libraries (lost books)

FPersonal Problemas

Emaotional distress

Financial problems

Legial problerns

Senate Action on New Programming

Proposals

I. Recommendations on WMU Program Development Initiatives

1. Improve and expand the interface between WMU and all other

educational institutions which are providing educational ser-

VICES.

Involve senior citizens more fully on campus in regular

courses, special courses, workshops, WMLU's cultural life, and

through residential placement in available university resi-
dence halls.

3. Assign a high university priority to fully utilizing WMU's re-
sources in supporting Michigan's economic development.

4. Develop a workload systern and other incentives for commun-
ity service, research and creative activities, and also for inter-
disciplinary and interdepartmental activities.

5. Build alliances for future programming with companies,
schools, institutes, the military, and other societal groups
where university resources are insufficient for WMU to meet a
particular challenge alone.

6. Monitor on a continuing basis student academic problems and
also student nonacademic problems.

B

Amended and approved by the Faculty Senate, May 3, 1954,
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Recommendations on the

Nature of the University

Report to the Faculty Senate, December 1984/ January 1985

A. Introduction

Tradition as a guiding principle has played a major role in shaping
universities of the past; the fulure seems likely to be more influ-
enced by the imperatives for change. With the exception of a few
“prestige” universities, most, as our own, will be compelled to seek
their futures less in fixed images of themszelves than in evolving
conceptions of what they should be. In contemplating the future,
members of the Blue Ribbon Task Force have been challenged to
select from our past those elements of continuity which lend
definition, stability and purpose to our identity.

The Blue Ribbon Task Force has searched for institutional
direction between the polarities of tradition and change. We have
attempted to push forward the definition of the future by sighting
patterns of emerging conditions and making recommendations
rather than by identifying terminal institutional goals. Of particu-
lar importance will be Western Michigan University's response to
the conditions identified by the Task Force. These conditions will
affect decisions within which we should collectively determine the
nature of the University and of the desired fulures.

Members of the Task Force began its search for university
futures by stating orienting dimensions which helped define the
issues and conditions at hand. Next, we identified the contextual
backdrop. Finally, we have expressed in concrete Lerms specific
recommendations congruent with our orienting dimensions and
context aboul the future nature of Western Michigan University.

The Principal Orienting Dimensions

Our perceptions and biases have been both informed and limited

by our identification of principal orienting dimensions. We have

attempted to counter our bias through extensive interviews con-
ducted throughout the university community, by data collected
systematically in the form of an Institutional Goals Analysis and an

Institutional Functioning Inventory, and through extended dis-

cussions of our differences on the Task Force. In these discussions

we were guided by two considerations: 1) focus on the University
as a whole, and 2) problem identifications and problem solving.

The following framework was used by the Task Force to do its

work.

1. Educational direction should reflect a commitment to diversi-
ty for students, faculty and staff,

2. Educational design should reflect a commitment to instruc-
tional excellence for students, faculty and staff.

3. Universities differ in thti;ﬂpar.'mr to deliver educational prog-
rams. These differences require different strategic choices for
differing institutions and the development of an appropriate
identity and role for each.

. University structure must be both centralized and decentral-

ized for optimum function. Maintenance of collegiality facili-

tates effective administrative leadership based upon faculty
participation in the decision making process.

Organizational structure and patterns of activity are not im-

mutable. Deliberate change can be both healthy and invigor-

ating.

. Faculty autonomy demands both the exercise of individualized
faculty judgment and close collaboration with erganizational
structires.

. Departmental chairs and deans are key Lo linking the faculty
with the University’s administrative hierarchy.

. Western Michigan University can exercise control over its own
destiny

The B!ue Ribbon Task Force believes that the University must

make choices and that such choices should be reflected in a more

pragmatic, less idealized statement aboul the nature of the Uni-

versity. It is recognized that some colleagues may believe such a

task of institutional choices is both unnecessary or unmanage-

able. We think not for the following reasons:

1. Resource fimitations do not pérmit the University to do every-
thing individuals within it wish, The competition between
university segments stretches all resources thinner and thin-
ner until depth is left nowhere. Individuals engage in unit
protectionism and strong programs are seen as a threat to
weaker programs. In consequence, less isnof more for the long
term strength of the University—all programs could become
diminished. Choices have to be made about the nature of WMU
of all will become maore impoverished and the students will be
increasingly underserved by educational programs here.

2. The curriculurm at WMU, and nationwide in other universities,
is under siege. Growing cost constraints are pushing the Uni-
versity's program mix and depth into narrower units oriented
almost exclusively toward job preparation and employment
opportunities. This is compounded by both parents and stu-
dents who see university education largely in terms of jobs,
jobs, and jobs. They do not either understand or value universi-
tv level education as a means of unifying society and preparing
individuals for increasingly complex lives. At one end of the
spectrum the push for employment and “return on invest-
ment” from funds expanded is a clear danger to the essential
nature of university education which has at ils core a civilizing
base which is the foundation for all life and not simply occupa-
tional success. This University must not deny its essential
nature by permitting curricular erosion to proceed further.

3. Enrollment trends are sel for this and other universitics
through the year 2002—at least in terms of the traditional
college age cohort of 18 to 22 years old. We know from the
demographic research by Harold Hodgkinson that the mix
within that age cohort has changed dramatically. Estimates
are that about 30 percent of incoming freshmen will be minor-
ity studenis b 1995—only ten vears away. Further, the per-
centage from that cohort attending college s declining; and
finally those that are continuing on into higher education from
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that smaller group are increasingly poor in economic terms,
These three trends will have an enormous impact upon institu-
tions like Western. The impact of these trends could be mod-
ified by strong, aggressive action—i the University chooses.
We cannot simply “wait and see” if these trends mature in the
composition of the 1995 freshmen class. (Our need for collec-
tive university determination in this area is more crucial than
in any other part of the University.) There are associated lssues
of affirmative action, excess plant capacity, program delivering
systemns. and measures of success which are intrinsically re-
lated to these enrollmeént and student mix trends. Concurrent-
Iy, the issues on “mainstream” students aswell as international
students are linked to our choice between a drift toward open
admissions or a policy of selective admissions. We do not see
enrollment declines as inevitable unless we elect that course.
The clock is ticking and our ability and willingness to make
hard decisions now will determine the future of Western Michi-
gan University.,
These three items—enrollment, curriculum and resources—are
issues requiring resolution and choice. Our success in dealing
with them will partly determine whether the University can collec-
tively engage in productive discussions about its nature and con-
sequent future. Il we lack the capacity to define our nature as a
university for the future, we shall continue to drift—and unfortu-
nately find ourselves in the backwater of higher education. West-
ern Michigan University has all the ingredients and abundant
talent necessary to determine its nature and thus its future, The
members of the Task Force urge all persons who care deeply about
the viability of this University to address this task—collectively,
humanely, and with a sense of urgency. As we begin the task
together, let us make the most of our rich tradition of service,
research, programmatic distinction, and concern for students.

B. Contextual Issues Relating to the

Nature of the University

The most difficult assignment for the BRTF was characterizing the
nature of WMU. Ultimately we agreed that it was our responsibility
tor diz 50 (in relatively specific terms) with the hope of provoking
university-wide discussion and action. Before turning to our re-
commendation on what the nature of WMU should be, we would.
therefore, like to share with you some of the ideas that moved us in
the direction of those recommendations.

1) Students and their Needs—Current and Potential
Education historically and presently is directed at maintenance,
not innovation. This creates certain dangers, given the explosive
rate at which technological advancement is taking place. As we
progress along various technological fronts, there is less and less
room for error, Mistakes tend to have more elaborate repercus-
sions, We need people, therefore, who are educated beyond main-
taining existing technology. The primary feature of innovative
learning is anticipation, a concept that Western should address in
terms of educational offéerings as well as policy decizions.

Overall student mix is another area that will impact heavily on
what the University will need to provide for students. Currently we
are a university focused primarily on meeting the needs of tradi-
tional college age students. Changes are underway, however, that
will increasingly bring a differént type of student to the University
and will thus necessitate the meeting of somewhat different needs.
There areé three major changes in student mix that we need to
concern ourselves with: 1) increasing percentage of black and
other minority students. 2) increasing percentage of international
students, 3) increasing percentage of nontraditional students.

Since the post-World War 1l American baby boom, minority
birth rates have remained relatively high. Latino birth rates are
presently twice those of white, and 60 percent higher than for
blacks. By 1990, 20-25 percent of the total U.S. population will be
minorities and among the young cohorts (18-22) more than 30
percent will be minorities. Increasingly these students will end up
in college classrooms, including c¢lassrooms at WMLL Possibly the
majority concern that this Unbversity should focus on is the
change that is going to occur and how we may or may not be
prepared for that change.

Western already has significant experience in educating inler-
national students. We presently (1385) have a population of 1,098
students from 63 countries, 372 of whom are in graduate prog-
rams. Trends suggest that an increasing number of international
students will be looking toward the U.5. for undergraduate and
graduate level education. This provides WMU with an opportunity
to recruit students in an aréa where we already have experience.

In 1983, 5,000 WMU students were classified as nontradition-
=25 years or alder. The National Center for Educational Statis-
tics predicts that, by 1990, the nontraditional student population
will make up 48 percent of the 12.1 million college students. This
is an increase of 20 percent over 1970 and 10 percent over 1980,
Again, this presents WML with a major opportunity for recruit-
ment.

If WMU is to take advantage of the opportunities provided by
this potential new mix of students, we must actively prepare to
meet the somewhat different needs of these students. Current and
past efforts to serve minority students, international students, and
nontraditional students have met with mixed success. Therefore,
we need to look at the most promising programs that are under-
way, facilitate a high level of coordination among these programs,
and encourage expanded participation and administrative sup-
port. With commitment and careful planning we can assure that
the quality of programs currently available to meet the needs of
traditional students is supplemented by programs of equal quality
to meet the needs of WMU's newer types of students.

Although WMU will see an increase in minority, international,
and nontraditional students, most of Western's entering students
will remain in the traditional student category. Thus, it may be of
value to consider some quantitative and qualitative characteristics
of this group. Quantitatively, a steady drop in the number of
Michigan 12th grade enrollments is projected until 1985-86. This
will be followed by a four year plateau, and finally another drop
which will continue through the 1993-94 year. The Michigan
numbers parallel national projections which indicate 16 straight
years of decrease in the size of high school graduating classes with
a turnaround coming by 1998,

Qualitatively, about 80 percent of the freshmen who come to
WMU are in the upper 50 percent of their high school graduating
class. Between 10 percent and 15 percent are in the upper 10
percent of their class. These numbers have not varied sw.ﬂmuy
since 1977, but there is considerable lack of specificity in our
admission system since no rankings exist for 20 percent of the
entering students. ACT scores [or entering students have not
changed significantly for the past nine years {The scores were 19.8
in both 1974 and 1983 with a high plateau of 20.0in 1981 and 1982
and standard deviation of 5.0).

Detailed high school class rank and ACT score comparisons
with other colleges are apparently hard to obtain. The WMU
undergraduate admissions office is sure that The University of
Michigan has higher class rank and ACT scores than WMU and that
all institutions are losing ground to EMU because of [ts scho-
larship program, but otherwise is hesitant to speculate about
compartsons. The Graduate College has indicated that it does pot
have methods or instruments of evaluation which give compara-
ble quantitative date for similar institutions.

The fall enrollment patterns at WMU for 1974-1984 vears show:
*  Lower division on-campus enrollment was highest in 1979

(8.698) and 1980 (8.647) with a large drop to 8.058 in 1981 and
to 7.271 in 1982, There was a moderate drop to 7,064 in 1983
and only a 0.2]1 percent drop to 7,049 in 1984,

* Upper division on campus enrollment was highest in 1980
{8,368) and 1981 (8,465) with a large drop to 8,152 in 1982,
and amoderate drop to 7,995 in 1983 and another large drop to
7.714 in 1984,

= Masters and specialists degree on-campus enrollment. excepl
for the 1980-81 plateau, shows a steady drop from a high of
4,127 students in 1975 to a low of 2,049 in 1984,

*  The number of doctoral students on campus rose from 180 in
1979 to 261 in 1983 with an approximate 20 percent jump
from 1981 to 1982 This trend has not continued, however,
since the number for 1984 was 232,

Off-campus undergraduate enrollments, with roughly 3 per-
cent of the undergraduate population, have been up and down
with a high of 667 in 1979 and a 1984 enrollment of 610.

+  Off-campus graduate enrollments, with a population that has
been roughly one-fourth to one-third of the on-campus gradu-
ate population, have been up and down but a high of 1486
students in 1979 made the off-campus graduate population
greater than 40 percent of the on-campus graduate popula-
tion. Presently, the off-campus graduate student population of
1,386 is 43 percent a< large as the 3 216 on-campiis graduate
enrollments,

s+ The fulltime/parttime student ratio has remained relatively
constant al 572 except for 1952-83 when the number of full-
time students was down slightly more pmpomun-nlrlv tham
the number of parttime students.

s There was a steady rise in the female population to a pﬂk of
10,235 in 1979 and then a decline for each yvear through 1983.
The fenale population rose by 11 in 1984. The male population
peaked in 1976 at 11,111, showed a plateau in 1978-81 and
large drops in 1982, 1983 and 1984, Every year the number of
males has exceeded the number of fermales, but for the vears
15978, 1979, and 1980 the difference between the two popula-
tions averaged less than 250, Presently there is a female
student population of 8,897 and a male population of 9.340.

*  Nonresident students generally comprised about 10 percent of
the population, For 1982 and 1983 the figure was slightly less
than 10 percent but for 1975-81 it was slightly above 10
percent and it is slightly over 11 percent for 1984,

* The fulltime equivalency (FTE) enrollment figures generally
p;glel the total enrollment figures with a precipitous drop in
1982,

«  Average credit hours for students range from a high of 11.9toa
low of 11.7, Before 1980 we varied between 11.8 and 11.9 with
only one year {1975) showing 11.7. In 1980 we were at 11.9,
then dropped to 11.8 in 1981 and Lo a low of 11.7 for 1982,
1983, and 19584,

The latest graduation and attrition rates at WML are available
for students who entered in 1975, 1977, and 1978, The four year
rate (percent graduating four years after entry) is 25 percent, the
five year rate is 42 percent, and the seven year rate 48 percent. All
rates parallel closely the national statistics for similar institutions.
The data also indicates that after ten years about 680 percent of an
entering class will graduate. Compared to WML and CMLI's five
year rates of 42 percent, U of M and M5U have rates for the same
period that are in the 54 percent to 56 percent range. Western has
two older studies that have also addressed graduation and attrition
and in all three studies the results were essentially the same.

2) Perceptions of WML

A Phi Beta Kappa commilftee thal recently evaluated WMLU's
application for a local chapter has shared its perception of WML,
The Phi Beta Kappa committee was “troubled by the ACT scores of
students entering Western Michigan University,” indicaling that
“they were well below the average for the instibutions considered
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likely candidates for new chapters.” In other parts of the Phi Beta
Kappa report there is mention that there were “particularly warm
feelings about the university” in relation to specific programs with
which some committee members were familiar. However, other
than this comment relating to specific programs. the only remark
of considerable oplimism expressed in the committee's letter isa
staternent referring to the faculty. The sentence is one in which
the committée says, “Although the committes was impressed by
the strength of the faculty. it was disappointed. as hardly needs
mentioning, by the salary figures.” The Institutional Goals In-
veniory {IGI) was developed by Educational Testing Services,
Frincelon, New Jersey. as a tool to help institutions of higher
education delineate goals and establish priorities among them,
The instrument is not designed to tell universities what to do in
order to reach the goals. Rather, it provides a means by which
individuals and constituent groups can contribute their thinking
about desired individual goals. Summaries of the results can then
provide a basis for deliberation toward final definition of institu-
tional goals.

The IG1 was administered by the WMU office of institutional
research in the Fall of 1983. A total of 207 faculty and academic
and other administrators returned usable answer sheets, The
instrument asks respondents to respond to goal statements by
indication uha! &5 and what should be on a rank order scale of one
to five. The scale ranged from 1 = of no importance to 5 = of
extremely high importance.

The Task Force selected, for primary study, those guestions
which had a difference of 1.1 or more between “whal should be®
respanses. For example. question 9, “to hold students through-
ot the institution to high standards of infellectual performance”
had a mean response of 2.6 for “is"” and a mean response of 4.3 for
“should be” or a difference between the two means of 1.7. Follow.
ing that example, Table | below summarizes twenty questions (out
of the 100 questions on the instrument) where the difference
between “is” and “should be” was 1.1 or higher by respondents.

On the surface it was postulated (from the Phi Beta Kappa and
IG1 materials) that WMU's present faculty is stronyg and capable of
performing research, advancing knowledge, and therehy bringing
a higher reputation to our academic standing. To achieve these
goals, however, there must be not only faculty credentials but aizo
a commitment from the major policy making bodies that direct
WMU's eourse. Furthermore, there is a need to have a student
body whose mean academic potential approaches that of the
faculty. Some of the iterns which ranked the highest in difference
on the Gl focused on such guestions relating to improved
academic performance such as the need for high standards, life-
long leaming, intellectual, and cultural pursuits and, in general,
teaching students how Lo synthesize knowledge and increase their
seli-directedness while acquiring competencies in the basics. All
of these considerations were ranked ahead of an itemn relating to
research for the purpose of advancing knowledge. This seems to
indicate that the faculty and administrators at WMU are very
realistic aboul the capability of the students wilh whom they are
working and that the major task at WMU is not to challenge the
gifted but rather to prepare the average student to hecome a
contributing and productive citizen.

The cther categiory, improvement in the climate, supports this
conclusion. The highest difference was found in the question
related to creating an intellectually stimulating place which has a
climate of mutual trust, an organization that is open and candid,
and administrators and faculty as committed to the institution as
to their professional careers. Specifically, faculty and administra-
tors who come to WMU are as well qualified to be invohed in
knowledge producing activity as the majority of faculty members
in most complex, research oriented universities. There is, howey-
er, a limit to that type of support at WML, and there is also the
consideration of the mean academic standing of the entering
students,

The Institufional Funcfioning fnventory (IFT) was developed by
Educational Testing Services, Princeton, New Jersey, lo assisl
colleges and universities in selfstudy and evaluation. The IFI helps
an institution take stock of itsell by systematically evaluating its
strengths and weaknesses, the concerns of people at the university
regarding programs and priorities, and its readiness and climate
for change. Specifically, the IF1 yields an analysis of the institution
in terms of the following 11 dimensions:
= Intellectual-Aesthelic Extracurricular Activities

Freedom 4

Human Diversity

Concern for Improvement of Society

Concern for Undergraduate Leaming

Democratic Governance

Success in Meeting Local Needs

Concern for Advancing Knowledge

Concern for Innovation

Institutional Esprit
The Inventory consists of 132 short statements divided equally
among the eleven scales, Two-thirds of the statement are opinion
items that call for a response of Strongly Agree, Agree, Disagree,
or Strongly Disagree. The remaining items are essentially factual
and require a response of Yes, No, or Dont Know. Appropriate
responses require a knowledge of university policies and practices,
The Task Force recognizes that the knowledge level of respon-
dents in a complex university will vary.

One of the strengths of the [F1 is the availability of comparative
data from similar imstitutions. WMU's responses are presented in
the context of 31 other public universities.

The IFl was jointly administered at WML by the office of institu-
tionial research and the Blue Ribbon Task Force in January of
1984. The response rate for faculty members was 75 percent (291
usahle returns from a lotal random sample of 389) persons). The
response rate from administrators was 71 percent (100 usable
returns from a total random sample of 140 persons). The adminis-
trative respondents included chairs, deans, and academic as well
as nonacademic administrators at the University. Tabulation of
the data was done by ETS in Princeton in February 1984, Copies of
all the dala are available in the Faculty Senate office.

3) Influence of Size and
In looking to what the nature of WMU should be, several condi-
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Table 1. Positive Differences. 1G]

Croup A: fmprove Acodernic Performance end Intellecius] Attitudes

Difference Between

*is” and “Shoudd Be Items.

1.7 High standards of intellectual performance

L6 Lifelang comenitmend 1o beanning

15 Stiadent frae tirms on intellectusl snd cubtursl sctivities
14 Synthesis of

1.4 Increase in stwedent’s selfdirected hearmning

13 Campetency In haties

12 Texching to encourage schalarly inquiry

Ll Research b sdvande kntswlidge

Crowp B: Improoe the Olimate e Which We Work and Erchange Ideas
DHfference Between

“Is" and “Should Be™ ltems

LA Intelbectually stimuolating place

1.7 Climaste of mutual trust

15 The organization i epen and candid

15 Commitment to institution i 36 $rong 38 16 profes-
sioral caneer

13 Participation in decidbons thal affect vou

13 Fducational innvation i accepted

13 Institutional planning

12 Reputahie academic standing

12 Curricular or institutional innevations are readily miti-
aked

12 Sufficient informal discussions between students and
{zcuilty ocour

Ll Regular evidence s provided that the institution is
achigving its goals

L1 Climate of open differences

Oy three of the 10 1G] quecstions had a mean difference that was higher for i
than for “should be™. In the order of increating magnitude of dilfevence, these three
fems are: 1. applyingd cost eriteria in deciding among alternative programs, 2,
mavemend toward a policy of open admissions, and 3. movement (o excel in intercol
begiate athletic programs.

tions have a heavy impact: 1) we start with an established base—
WMU as it currently is: 2) there will be a continuing decline in the
number of traditional college students for the remainder of This
century; and, 3) there is little likelihood for substantially in-
creased financial support for higher education in Michigan over
time. Each of these conditions impacts heavily on the options
available to us for the future, Any feasible charactenization of the
nature of WML in the future must take into account those three
conditions,

If we examine the last two external conditions it becomes clear
that their impact i= going to push WMLU in the direction of
becoming a different university. With a declining population of
traditional college age students and no hope (or a financial bailout
from the state, the current nature of the University must change.
I e do nothing, we will become smaller, Even if we energetically
pursue effactive recruitment policies and work at effective student
retention, the likelihood is still that we will become smaller. The
existing pool of traditional college students will decline so that we,
along with other institutions, will be competing for a continually
decreasing number of students.. Even if we win that competition
and increase our proportion of those students, there is no guaran-
tee that we will not become smaller. If our student population
declines, and if there is no influx of financial assistance from the
government, ultimately our faculty size and program complexity
could decrease because we may not have the financial resources to
support a university of our current size and complexity—at least
from traditional funding sources.

Certainly the above scenario is nol new. It s an exiension of
what has been happening at WMU (and many other universities)
for the past few years. The key question is- what to do about it

We can do nothing, and we will become smaller. We can opt to
become smaller and work to redesign WMLU along lines that would
create the best possible smaller university. Finally, we can opt fo
resist the external conditions pushing us in the direction of
becoming a smaller university and seek to maintain or develop
further our current size and complexity, realizing that there is no
guarantee that we will succeed. The Blue Ribbon Task Force
recommends thai we choose the last course, seeking tocarve out a
role for WMU that will alloee us, as an institution, fo resis!
doumsizing that, in our view, will decrease the quality of our
University.

4} Developing a Comparative Advantage

If WMU is to maintain size and complexity, it will still have Lo
change as a university, In the face of declining numbers of tradi-
tional students and decreased federal and state financial aid to
higher education, we will need to develop a comparative advantage
over other institutions, We will need to give students specific
reasons Lo select WMU instead of another college or university. We
also need to develop more successful techniques for oblaining
money, both from the state legislature and from other sources,

How do we develop a comparative advantage? A starling point
for doing so is making sure we have a service that people want.
What is our service as a university? Western's mission statement
suggests that multiple services from WMU are education, re-
search, community service, and cultural enhancement. As we
stand today, that is what we offer to potential students, to the state
legislature, and to other potential supporters of the University.
WMU offers these services in competition with Kalamazoo Col-
lege, Michigan State University, and all other institutions of high-
er learning throughout Michigan, and to a lesser degree, from the
remainder of the country.

What is it that we as a university can do best? How can WMU
arrive at the point where students might say, “if | want X, WMU is
the best job of any university in the state in this area?” When we
can answer this question. then we will have a defined comparative
advantage. Our challenge then will be to effectively communicate
with students, the state legislature, and other constituencies
about our capabilities and strengths.

One way of moving toward that comparative advantage is
through redefining our mission so that it is not all-inclusive. If we
could concentrate on a more limited set of programs, WMU would
be more likely to develop a comparative advantage, Moreover, This
limited area musl be one for which there is external demand.

Finally, we should give preference (in most cases) Lo those prog-
rams which basically are already in place or to those programs
where we have a clear ability to excel,

C. Recommendations

The following recommendations are made to encourage discus.
sion about the kind of university WMU should be. The BRTF is
convinced, as indicated above, that we cannot do evenything,
Cholces about direction and nature must be made. Such choices
must involve the entire university community, and at some point
there must be a beginning dialogue. We view the following recom-
:”wn&atim'rs as the beginning of the dialogue about the nature of
ML,

1. Western should be the kind of academic institution that helps
students and faculty develop those gualities of mind and those
skills which will enable them to appreciate and cope with uncer-
tainty, complexity and change in environments and people; de-
velop repertoires of meaning and a basis for understanding and
judgment; engage theirwork situations with the capacity to create
new problem setling and problem solving visions; and make
flexible adjustments in practice/work/life Lo new information and
perceptions and to a changing environment.

1. Western should provide a unique blend of professionalifiberal
education where students of the professional schools receive o
strong grounding in liberal education and where students pur-
suing nonprofessional degrees are exposed in o substantiol way fo
professional orfeniations.

The pace of change in today's society is rapidly accelerating. We
are educating students who will face an increasingly complex
society; one that in all likelihood will be dramatically different
within a few short vears after their graduation from the one in
which they received their education. Drawing on our particular
strengths as an institution, we must prepare them to face that
developing, changing society.

Western hasthe resources and many of the programs necessary
to provide students with an outstanding combination of liberal
and professional education. Whether students receive their de-
grees from the college of arts and scrences or from one of the
professional colleges, Western has the ability to ensure thal stu-
dents have been exposed to and received the benefits of both the
liberal and the professional experience. By even more effectively
linking the college of arts and sciences and the professional
programs, we can turn out even stronger, more productive gradu-
ates,

Western can provide its students with the career opportunity
whichwill allow them to find jobs and the liberal experience which
will allow them to adapt to a future in which their careers may
change dramatically. In many cases, Western already does this.
With a reasonable number of changes, requiring few new re-
sources, we could ensure this kind of educational experience for
all our students. The gains would be stronger students, more
competitive in the job market and better able to deal with the
future; and, if effectively developed. a reputation that would
attract stidents to WMU for these very reasons.

2. Western should encourage the maintenuince, and ont a selective
basis, the development of outstanding programs of regional ard
rutffonal renown, stech as our curren! programs of biind rehabi-
litation, graph theory and Sscience.

Throughout the University there are high quality programs—
some with national reputations, others with broad reghional repu-
tations. These programs currently attract high caliber students to
WMU, because, for students interested in these areas, WML is one
of their top choices as a university. Students interested in these
areas think of Western as “the place to go” rather than as a 3rd or
4th choice if other universities do not work out.

The encouragement of excellence in programmatic develop-
ment, particularly if emphasized in both internal and external
communications, will strengthen the image of WMU generating
quality students and additional indirect resource support for the
University.

3. Western should continue fo encourage the generation of new

Research and creativity are crucial lo the maintenance of inlel-
lectual and academic quality. Western's contributions to original
knowledge are myriad, including the works of writers, composers,
scientists, historians, engineers. visual and performing artists,
and others. The ferment generated by these activities is an integral
and essential part of university life.

4. Western should rededicale itself fo the support and develop-
menl of the College of Education and its programs.

Western first won an enviable reputation, and to some degree
national renown, as a teachers’ college. By means of a variety of
teacher training programs and lab schools, we reached out to
bring new ideas, innovative practices and a stimulating presence
into classrooms. WMU became a vital influence-—a rich re-
source—on the educational scene, as its faculty and area teachers
came logether in campus classrooms, labs, workshops and, of
equal if not greater importance, where our clientele labored. This
mingling, this interchange between university faculty and school
faculty proved mutually enriching, reinforced teachers’ and admi-
nistralors’ ties to WMU and influenced their students’ choice of
college. We should take advantage of this experience and of the
presence of thousands of WMU alumini in area schoals, businesses,
industry, public service and government, to renew and revitalize
our teacher training and educational service activities. In the very
broadest sense, we should reach out with our best in response to
the changing and often special needs présent in these areas of

opportunity.

Il. Western should be a service centered, interactive university
responsive to students and. through open public service, to exter-
nal groups, This interactive nature should be based on a respon-
siveness to emerging opportunities for programs and services that
are both technulogically sophisticated and sensitive to the needs of
each individual.
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knowmn for ifs personalized, concerned, and

anced approach mprnudnu.!fﬂdmttd fulfilling m#r_wawn
ence that alfows and encourages them to become reffective practi-
tioners amid leaders in their professions amnd local commumities.

WUM is already recognized as a place where faculty work with
students in a "hands-on” way to help them gain a quality educa-
tion. Students are not ignored or shunted off to graduate assis-
tants, but are carefully nurtured by faculty who view them as
central to the life of the University.

WML is moving toward greater use of computer science and
other technological advancements to enrich the education of its
students. [f we carefully link the notion of using the latest tech-
- nological advancements for education with our traditional con-
cern for working personally with students, we can develop a
réputation as a“high touch. high tech” university thal will provide
potential students with a strong reason for altending WMU, and
pride in being a WMU graduate.

2. WMU should strive to provide a rewarding educational experi-
ence for qualified students with good potential from less advan-
taged intellectual environments with the support and enrichment
mwﬂfuﬁuﬂﬂmm:wmﬂrﬁfrmﬂmmmm-

For many veéars the majority of Western's students have come
from the middle academic range of their high school classes—
from the 40th to the 75th percentile. This condition is likely to
remain unchanged. WMU has offered programs aimed at students
above the T5th and below the 40th percentiles (the honors college
offerings and several programs connected with the intellectual
skills development activities), and should continue ta do so, West-
ern’s major emphasis, however, should be on those students who
comprise the bulk of our clientele.

University slatements of mission and purpose should empha-
size the positive aspect of our position: we provide an essential
kind of education—both practical and theoretical—to a class of
American citizens who, two generations ago, would have been
discouraged from seeking education bevond high school or trade
school. We al Western should be proud of our often-demonstrated
capacity to take students who need and desire a given kind of
education, but who lack the resources to pursue it at an elite or
private institution. We offer not only an excellent range of prog-
rams, but also easier access, being able, as we are, to challenge
both well prepared and modestly prepared students o achieve al
the top of their abilities.

3. Western should maintain a reputation for being willing fo
innmovale—io Iry new programs arid new approaches, to be al the
forefront of developments in its areas of specialty.

Innovative programming will become a langer part of the cur-
ricular mix of program offerings at Western. The blend be-
tween“old” and "new” academic programs must shift, given the
emerging rales of change and technology which increasingly
permeate academic life. Program life cycles will becorme shorterin
duration, and program content shifts will accelerate as disciplin-
ary lines merge and shift. The University must develop curricular
implementation and review mechanisms which encourage a grea-
ter portion of “high risk”™, innovative programs. The curricular
approval process must be more flexible, timely, and resource
driven to support a higher proportion of innovative programs in
Western's academic program offerings.

4. Western should place emphasis on the application of research
so that if is kmown for a feculty and graduates that con deal with
practical problems in assisifng governmeni, educafion, business,
and industry.

Western's greatest research and programmatic strengths in-
clude applied, vocationally oriented fields. In research, we are
more likely to produce advances in application. We should con-
tinue to build on our work in applied research, and establish a
reputation as a university where faculty do research that benefits
people and organizations within the region. We should develop
further our reputation as an institution that solves problems-and
that teaches our students how Lo solve problems. If people want to
know more about technigues for providing solar energy or about
computerization techniques for their business or school or about
how to assist the blind or physically disabled to rehabilitate their
lives, Western should be the recognized place for secking assist-
ance.

This research can establish or reinforce Western's relations
with the community and the region in which it exists, Already, in
many places throughout the Universily, research is being done
that can benefit Kalamazoo, Battle Creek, Grand Rapids, and other
communities of the region. Western needs to encourage such
research as a way of providing services to constituencies outside
the University. We could establish a reputation as the universify lo
come to for assistance in dealing with practical problems for
people, organizations, and communities throughoul Western
Michigan.

I Western should encourage and develop an atmosphere that
places heavy emphasis on serving students effectively and compas-
sionately.

Students are the central internal constituency of the University.
We need to develop enabling strategies and services that will
encourage them lo enroll and remain al WMLU. Recruitment.
admissions, financial aid, advising, orientation, tuition structure,
teaching practices, and other areas of university life need to be
examined from a student perspective. Effective service of student
needs must have a high priority throughout the University.

1. Western should seek to aggressively recruil and refain sfu-
dents, both traditional and nontraditional, through the mosi
modern fechnigues, including effective wse of financial assist-
ance.

Student recruitment programs must be integrated with reten-
tion strategies and financial aid management. The University
must select targeted strata of students, defined by ability, and
project objectives for recruitment against these strata. Recruit-
ment objectives must then be coordinated with dynamic retention
programs which ensure the retention of those students most
actively sought through recruitment. Following closely upon the

“pull” to Western we need to plan effective strategies for success-
fully “pushing” students through the University and develop prog-
rams which allow students to reach maximum potential quickly.
Interwoven throughout, and as an enabling support system, finan-
cial aid must support those objectives of recruitment and reten-
tion. Financial aid must be aggressively managed and in a2 publicly
effective way for prospective and present students demonstrating
that financial aid works for them. This requires, within both
external and institutional guidelines, more flexible and creative
financial aid programming—directly linked to the recruitment
and retention objectives of the University.

L. Western should develop a tuition structure based on an innova-
five mivture of financial aid, stete assistance, and msiftutional
funds which makes untversity education more affordable to resi-
dents of Michigan and, when possible, fo nonresidents.

As a public institution, Western Michigan University should be
committed to a tuifion structure that provides an affordable
education to students throughout the state. Trends of the past five
years have seriously eroded this affordability, both through the
reduction of federal and state aid and through the increase in
tuition rates, Western is not alone in facing this problem, but it
miust Lake an active, crealive role in addressing the issues of access
and affordability.

The University must aggressively identify sources of funds for
student aid; it must address the proper mix bebween loans and
grants; it must guestion whether there should be ceilings on
tuition costs. Western should approach additional fees on top of
tuition with extreme care, recognizing that such fees are often
hidden and directly affect currently enrolled students; and it must
play an active part-—both in Lansing and in Washington—in
educating and influencing legislators.

3. Western should enshance the recruitment and successifiel educa-
fion of students with unigue needs by creating an envirorment
that meets these needs.

Traditional students, in the 18-24 age range, have historically
provided the bulk of Western's student population. That fact is not
likely to change, and all projections indicate a continuing decline
in the size of this group. It will be necessary for the university 1o
emphasize its ability to serve nontraditional or “newstream” stu-
dents as well as mainstream students. The projected decline in the
18 to 24 year old population can be offset, in part, by programs of
recruitment and retention zimed at older students such as those
who are altering professional paths in midlife, minorities, and
handicappers.

4. Western should provide a friendly, helpfid enviromment for
students, polenitfal students, and their parenfs.

All of us at Western—ifaculty, administralors, secretaries, and
others—interact with students. At times, under the pressure we
face, we neglect their importance to the University. It is essential
that all of us work to maintain Western's image az a helpful,
friendly place to be. We need to institute workshops in conscious-
niess raising and take other steps to address the 1ssue of a ess than
friendly and helpiul attitude on the part of faculty and staff toward
students, potential students, and parents,

IV. Western should serve as a cullural, recreational, entertain-
ment, educational, economic, and technological resource center
for southwestern Michigan,

Western offers awide range of facilities and resources including
libraries, theaters, galleries, the Fetzer Center, sports medicine,
the stadium, Read Fieldhouse, WMUK, computer labs, the student
center, Cisterian Studies, Medieval Institute, health and therapy
clinics, the automotive lab, anechaic chamber, computer aided
center, Asylum Lake, the Adult Fitness Center, the Merze Tate
Center, engineering research and development centers, the Eva-
luation Center, the Testing Céntér, and the greenhouse——to name
a few. Such facilities could and should more emphatically help to
make Western fhe regional university for all of southwest

1. Western should serve as the university for providing commun-
ity service, governmental, business and economic consulfing, for
the western part of lower Michigan.

Western has the talent, the resources, the facilities, and, in
some cases, the institutional structure bto bécome a major re-
source which local governments, school districts, and local busi-
ness and industry can use to assist in problem solving and general
development. We need to develop an identity as the Uriversity to
which such organizations throughout the western parl of lower
Michigan naturally draw on inas many ways as possible. Currently
we are in cornpetition with other institutions in this region (e.g.,
Central and Grand Valley); and we need to differentiate ourselves
from them in terms of quality. availability. commitment, and
other relevant crileria, such that Western will become identified
as the regiomal unipersity for the western part of lower Michigan.

2. Western should serve as a cullural center for southwesiern
Michigan.

Western currently makes a significant contribution to the
cultural life of southwestern Michigan, particularly the Kalama-
zo0 area, through the staging of plays, music and dance perform-
ances, art exhibitions, and lectures and commentary on the fine
arts. As the IF1 results reveal, Western's faculty and administrators
indicate knowledge of cultural programs (theatre, dance, music
and visual Arts) well bevond the comparable data for other public
institutions. The IF1 supparts the claim that our academic com-
munity recognizes and acknowledges the wealth of cultural events
produced by Western.

Western has the only college of fine arts in the Michigan
organizational structure of universities—public or private. This is
no accident, The existence of that college reflects WML's con-
tinuing commitment to the fine arts. The college performs a
tréemendous service to WML as well as to the community at large.
During 1983-84, there were approximately 900 college of fine arts
events and projects performed for some 250,000 people—maost in
the space of an eight month academic year. Few institutions can
boast of this amount of cultural activity.

These programs, and the personnel connected with the fine
arts, provide a wonderful opportunity for Western to again empha-

size its reputation as the university in southwestern Michigan,
The programs attract people throughout the area to our university
and the fine arts. Personnel are an invaluable resource for assist
people and organizations who are interested in the fine arts. The
University should continue to support these areas, attempting to
expand the role that we play in the fine arts in the region.

The dividends from such activity can be great. Our reputation in
the fine arts can attract students, financial contributions, and
support in Lansing. We need more consciously to use this reputa-
tion as a way of enhancing the credibility and the reputation of
Western as an excellent university,

D. Summary

If Western were to follow these recommendations, it would be a
medium size complex regional university with excellent liberal
arts and professional programs; maintaining a continuing tradi-
tion of excellence/quality in teacher education, and developing
further a commitment to helping the region through the sustain-
ment and development of applied professional programs. It would
be a resource for students of potential who could benefit from an
education tailored to meet their academic needs,

What we do in the next few years will significantly shape our
destiny for the remainder of this century. We can react, vacillate,
or continue to seek random targets of opportunity wherever they
imay be found; but Lo do $0 s Lo lose control of our own desting. We
wiuld presumably remain a university in the year 2000, buf one
shaped primarily by accident and driven merely by such externali-
ties as the state of Michigan's economy, the quantity and quality of
students who decide to attend, and the uncertain generosity of the
state legislature. The alternative—which the Task Force strongly
supports—is that we seek aggressively to control our own destiny,
realizing that like all universities we have become much more
dependent on external factors, but seeking to reduce their impact
by building a consensus throughout the University as to what we
are and where we should be going.

Our goal is to be recognized as an institution of guality in
everything we do. By consciously focusing our efforts as a uni-
versity—by nol trying to do everything—we can increase the
probability of doing very well what we choose to do. We can
establish, in short, a reputation for excellence.

Recommendations

As amended and approved by the Faculty Senate on December 6,
1984, and January 10. 1985.

1

1. Western should provide a unique hlend of professional/liberal
education where students of the professional schools received a
strong grounding in liberal education and where students
pursuing nunpmfemum.l deerce:- are exposed in a substantial
way Lo professional arientations.

2. Western should encourage the maintenance; and ona selective
hasis, the development of outstanding programs or regional
and national renown, such as our current programs of blind
rehabilitation, graph theory, and papeér science.

3, Western should continue to encourage the generation of new
knowledge through research and creative activities.

4. Western should rededicate itself to the support and develop-
ment of the college of education and its programs.

i
1. Western should be a comprehensive university that is especial-
lv kniown for its persanalized, concerned. and technologically
#dvanced approach to providing students a fulfilling college
experience that allows and encourages them to become reflec-
live practitioners and leaders in their professions and local
communities,
2. Western should strive to provide a rewarding educational ex-
perience for qualified students with good potential from less
advantaged intellectual environments by providing the sup-
port and enrichment that will allow them to successfully com-
plete their college career,
Western should maintain a reputation for being willing to
innowate—to try new programs and new approaches, to be al
the forefront of developments in ils areas of specialty.
Western should place emphasis on the application of research
50 that it is known for a faculty and graduates that can deal with
practical problems in assisting government, education, busi-
ness, and industry,

3

B

4

1

1. Western should seek to aggressively recruit and retain stu-
dents, both traditional and nontraditional, through the most
miodern technigues, including effective use of financial assist-
ance.

2. Western should develop a tuition structure based on a mixture
of financial aid, state assistance, and institutional funds which
makes university educalion more affordable to residents of
Michigan and, when possible, to nonresidents.

3. Western should enhance the recruitment and successiul
education of students with unique needs by creating an en-
vironment that meets these neéeds.

4. Western should provide a friendly, helpful environment for
students, potential students, and parents.

w

1, Western should serve as the university for providing commun-
ity service, business and economic consulting. working with
local governments (the center of knowledge and resources) for
the westérn part of lower Michigan.

2, Western should expand its role as a cullural center for south-
western Michigan.



