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Plattsburgh State University

20 May 2003

To: 
Provost Golden

From: 
Strategic Planning Process Committee

Kathleen Lavoie (Chair), Robert Ackland, Patricia Bentley, Jennifer Breyette, Michele Carpentier, Frances Hagen-Dumenci, Bryan Higgins, Diana Laporte, Mark Mastrean, Kathleen McClellan, Edward Miller, Lawrence Mills, E. Thomas Moran, Kevin O’Neill, Suzanne Perley, Susan Spissinger, and Derek Staves

Re: 
Final Recommendations

The Strategic Planning Process Committee is pleased to recommend the attached planning process to you for consideration. We have tried to keep our process thorough yet simple, and inclusive of all stakeholders. We also have built in consideration of the many past planning efforts that have taken place on campus, the most recent example being the Middle States Report, the Branding Strategy and the Diversity Plan.  Our process will allow for inclusion of the collected wisdom of the many stakeholders who see the campus from different perspectives.  We hope that the inclusive nature of the proposed planning process will result in a sense of ownership by the faculty, staff, and students that is crucial in promoting the high levels of energy, creativity, and participation needed for development of the strategic plan. We also hope that consideration of alternatives will allow us to make wise choices for the future in the key areas of enrollment limits and selectivity, academic programs, technology, facilities, fiscal vitality and student life.

We began our work with consideration of Strategic Planning as a formal process that will help Plattsburgh State University identify and maintain an optimal alignment with the most important elements of our environment, and give us a competitive advantage in the coming years. Strategic Planning will take place on our campus in the academic year 2003-2004. We want the plan to cover a five-year period, with yearly review of progress and development of Action Plans to achieve our shared Vision. The planning process will begin again in 2008 for the next five-year period.

A common problem when planning is the use of specialized jargon. We have tried to keep our recommended process simple, direct and in plain language. The planning process calls for the campus, led by a representative Strategic Planning Committee (SPC), to develop Strategic Issues and a shared Vision of “what we want to be” in five years. The SPC will meet with focused subgroups to develop basic strategies that are milestones we will need to meet to achieve our shared Vision.  Each subgroup should specifically consider the many aspects of diversity in their planning. The Strategic Plan will consist of a subset of these strategies that impact the entire campus.  The development process will be broadly inclusive, and the final Vision and Strategic Plan will be approved by campus-wide referendum votes.

The call for specific Action Plans or projects that allow us to make measurable progress towards achieving our Vision will go out to all units on campus.  It is important that development, consideration and assessment of Action Plans become part of normal campus operations. Responsibility for implementation of a specific Action Plan will be the responsibility of the proposing unit with specific links to the budget process. 

We call for the formal establishment of two official planning days; one after commencement, and the second before the start of Spring semester, which will allow the planning process to integrate with the budget process. These Planning Days will include discussion of specific Action Plans, a review of progress and of opportunities. In addition, the opening breakfast for all employees at the start of Fall semester should include a review of achievements from strategic planning.

Our review of materials during our process has led us to develop a few suggestions that are not strictly within our original charge. An article provided by Ms. Frances Hagen-Dumenci entitled Turbulence at Ground Level by Martin and Samels in the February 2002 CASE (Council for Advancement and Support of Education) Reports (pp 46-49), reviews reasons why some liberal arts colleges are in danger of closing. The first problem area identified is the common lack of a distinctive mission for a campus that fails to take the distinctive heritage and role of the campus into account. The second warning sign is one Plattsburgh has begun to work on, and that is development of a distinctive brand identity. A clear and unique mission provides a compelling case for a brand. The SPC may recommend that we review and revise our Mission Statement.

Lastly, an important caveat:

While it is important that we allow the Strategic Plan we develop to provide stability to our planning, we must remain creative and able to respond to external changes in the environment and flexible to respond to unforeseen opportunities.

Please contact us if we can clarify any of our recommendations.

Summary of recommended Strategic Planning Process

Phase I. Create a Vision Statement 


Strategic Planning Committee creates a Vision Statement that

identifies the Strategic Issues PSU will face over the next 5 years.

SPC starts with a review of past planning documents, the former Strategic Plan, Middle States Report, the Branding Study and the Diversity Plan.




Mission

Strategic Issues



Vision Statement

Approval of the Vision Statement by campus-wide referendum

Phase II. Development of the Strategic Plan

Strategic Planning Committee works with interest groups to identify 

Basic Strategies to achieve the Vision Statement. Each group includes considerations of Diversity in their planning.


Academic programs; Enrollment limits and selectivity; 

Facilities; Fiscal vitality; Student Life; Technology

SPC uses the basic strategies to identify select global Strategies as the Strategic Plan for the campus to address the Strategic Issues identified 

in the Vision.


Approval of the Strategic Plan by campus-wide referendum

Phase III. Implementation of the Strategic Plan


Development of Action Plans (who will do what, when and how) 

with a detailed budget by each unit as part of normal operations.

Each Action Plan needs a Key Manager and may need a Champion.


Discussion of Action Plans at Planning Day(s) in January to coincide with 

budget planning, and at May Planning Day(s) for inclusion in the final budget.

Phase IV. Yearly Review and Renewal

Assessment

Call for new Action Plans and discussion

STRATEGIC PLANNING PROCESS RECOMMENDATIONS 
While it is important that we allow the Strategic Plan we develop to provide stability to our planning, we must remain creative and able to respond to external changes in the environment and flexible to respond to unforeseen opportunities.

Spring 2003( Fall 2003  Getting Started: The Strategic Planning Committee

A. Strategic Planning at Plattsburgh State will cover a five year period. For planning to begin in the Academic Year 2003-2004, we will plan ahead to the academic year 2008-2009. 

B. Institutional Planning Day(s) should be built into the calendar for the Monday following Spring Commencement, and a new Planning Day added to the calendar in January before the start of Spring classes. These Planning Days should feature Town Meetings to allow for broad-based discussion of proposed Action Plans to meet specific goals and advance our Mission and Vision. These Planning Days may include speakers and may feature an intellectual component appropriate to Planning. The timing of these two Planning Days allows Strategic Action Plans to be integrated with discussions of budget, as explained later.

C. The Strategic Planning Committee (SPC) is established.  This group must be inclusive of all units and bargaining units while trying to keep numbers manageable. We recommend using a process that seeks nominations and volunteers to stand for election within each unit, similar to selection of the 1999 Planning Council. In addition, a Vice President, and the President of the Student Association (or their designee) should be a member.  The campus Planning Officer and a member of the College Council serve ex officio. The President and Provost can also appoint up to three additional members to create balance with the elected members. The chair of the SPC is elected by the members from within the Committee.

Fall 2003 Developing the Vision and Strategic Issues

A. The Strategic Planning Committee reviews past planning work on campus. The information is available from the Middle States Group and is in Special Collections in Feinberg Library. The Middle States Report includes a review of past Planning efforts on campus. Also to consider is the 1999 work of the Planning Council, and the recently completed Branding Study. The (soon-to-be developed) Diversity Plan is an important document to include. After review, the SPC may recommend changes to the campus Mission Statement. 

B. The first charge to the Strategic Planning Committee is to revise the existing campus Vision Statement. The Vision establishes the reasons for our existence, the strategic “ideal” of what we want to be in five years and the critical issues facing us in the realization of that ideal.  The Vision will serve to guide our strategic planning efforts, recognizing the need to maintain flexibility to respond to changes and opportunities. The SPC should consult widely in development of the Vision Statement and consider Vision Plans and alternatives already developed by units on campus. The final Vision Statement should be brief; limited to one focused paragraph with one to two pages of context or explanation.  

C. If the campus has not already done so, we recommend the SPC begin the process of developing a set of “core values” for the campus to accompany the Vision Statement and Mission Statement.

D. The campus community needs to accept the Vision Statement as a part of the everyday functions of the college. The Vision Statement must be discussed widely on campus, to include all units and shifts.  Discussions led by members of the Strategic Planning Committee would include: Open Forums (hosted by the Interim President and the Provost with the SPC) that are scheduled to reach as many members of the campus community as possible; an Open Forum for students co-hosted with the SA; and to the College Council.

E. After discussion with each of these groups, acceptance of the Vision Statement as a shared direction for the future of Plattsburgh State would be endorsed by a referendum vote of the entire campus and students during Fall 03/Spring 04. The referendum should be conducted electronically through the Office of the President, with a paper ballot provided to any staff member who does not have ready computer access.

Fall 2003(Spring 2004 Developing the Strategic Plan

A. Using the Mission and the Vision statement as a guide to the critical strategic issues facing Plattsburgh over the next five years, we need to determine how we will achieve our Vision in a way that everyone will understand. The Strategic Planning Committee works with the following themed subgroups: Academic Programs, Facilities, Enrollment limits and selectivity, Fiscal vitality, Student Life, and Technology. Whenever possible, use already existing groups where they best seem to fit into the planning and specifically include Vice Presidents and Deans as appropriate. Members of the Strategic Planning Committee will actively meet with the subgroups for discussion and planning.

B. Each subgroup will be asked for basic strategies for what they are going to do to achieve the Vision in five years, and to consider and present alternative scenarios. Each subgroup should specifically consider relevant aspects of the Diversity Plan. Subgroup meetings must be open, and new information constantly sought.  How will each subgroup contribute to meeting the challenges and opportunities of the Strategic Issues identified in the Vision?

C. The Strategic Planning Committee will craft the subgroup reports into a campus-wide Strategic Plan consisting of a few basic strategies that impact the entire campus for each Issue identified in the Vision.  Many of the basic strategies developed by each subgroup will remain the responsibility and focus of the groups, committees, and units that made up each subgroup, and not reach the level of campus-wide impact.  We want the Strategic Plan to define the “Big Picture” for the campus.

D. It is important for the SPC to have discussions of the developing Strategic Plan with the new President and to allow for modifications from the President that can be discussed by the campus community.

Fall 2004. Approval of the Strategic Plan.

A. The Opening Breakfast/Planning Day in Fall 04 can feature a Town Meeting for discussion of the Strategic Plan, hosted by the new President. All members of the campus community should be invited and encouraged to attend. The Strategic Plan should be presented to all units for discussion, to the students and to College Council.  Approval of the Strategic Plan would be by referendum ballot of the entire campus community and students, again conducted electronically through the Office of the President, with a paper ballot provided to any staff member who does not have ready computer access.

B. The Strategic Planning Committee is released.

Fall 2004-Spring 2005 Development of Action Plans and Implementation

A. The members of the Strategic Planning Process Committee feel strongly that a reason for only partial success of recent planning implementation efforts was the disconnect of the implementation process from normal operations on campus.   Development of specific Action Plans will be done by units across campus as a part of their regular planning and budgeting.

B. Action Plans define who will do what, when and how in order to achieve the Vision and address specific Issues. Each Action Plan needs to include a detailed budget and have measurable outcomes/milestones to ensure easy assessment. The tactics used in the Action Plans must be specific. Each Action Plan must have a Key Manager identified who is responsible for completion of the plan, and, whenever possible, a Champion who will ensure that the Action Plan is visible to the campus, yet subject to regular reality checks.

C. The Action Plans must link to the Budget Process, which is a rolling two year process. Budgeting begins with a year of planning followed by a year of using the budget, concurrent with planning for the next year. November to March is the time frame for development of the budget for the next fiscal year. The Budget gets further refined in June and undergoes assessment in June of the following year, allowing for refinement of budget development for the next fiscal year.

D. Units should come forward with any Actions Plans that require funding from outside the Unit in November-March.  Campus-wide discussion of priorities takes place at May Planning Days, and are added to the budget refinement process in June for consideration for funding the following year. 

E. Reality Check: In all cases, we need to stop and ask if we can really do this Action Plan right now, or are there events that are beyond our control that might force a delay, a change, or cause us to seek alternate funding instead?

F. Final approval of specific Action Plans rests with the President.

While it is important that we allow the Strategic Plan and process we develop to provide stability to our planning, we must remain creative and able to respond to external changes in the environment and flexible to respond to unforeseen opportunities.

Yearly 2005-2008 Assessment

Each unit conducts an assessment of each Action Plan on a yearly basis.  Since each Action Plan must be specific and measurable, they should be easy to access. Progress in the strategies used to achieve the Vision will be discussed at Planning Days, along with new Action Plans developed by units.

Fall 2008 Development of a new Strategic Plan

Success in addressing the Strategic Issues will modify our Mission and Vision and lead to a new Strategic Plan every Five Years. The next Strategic Planning Committee should be instituted in Fall 2008 to work through the last year of the Vision, develop a new five year Vision and Strategic Plan to begin in 2009.

Repeat.
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