CRITERION TWO:
PREPARING FOR THE FUTURE

The organization’s allocation of resources and its processes
for evaluation and planning demonstrate its capacity to fulfill
its mission, improve the quality of its education, and respond

to future challenges and opportunities.

As a public, comprehensive university within the UW System, UW-L has experienced serious
decreases in state funding of the UW System since the last NCA self-study. This chapter addresses how
UW-L strategically plans for the future and allocates resources with the goal of continuing to
strengthen the quality of its educational programs — a challenging endeavor during these times of

reduced state support.

Core Component 2a: The organization realistically prepares for a future shaped by

multiple societal and economic trends.

To better prepare for a future shaped by social, economic, political, and environmental trends,

UW-L has used the following planning processes and efforts to meet these changes.
Strategic Planning Processes
Institutional Strategic Planning

The University of Wisconsin-La Crosse approved its most recent strategic plan, Building Our
Academic Community of Learning and Inquiry — A Vision for the Future, in 2004. The plan offers a
broad, conceptual framework and reflects the values collaboratively agreed upon by the university
community. In September 2001, the Chancellor issued a charge to the Joint Planning and Budget

Committee to:

“Conduct the UW-La Crosse Strategic Planning Process. This will entail data
gathering from the UW-La Crosse campus community constituencies to include faculty,

staff, students, alumni, and other interested parties in the region to develop the UW-L




Strategic Plan. Components of the plan will include clarifying
and affirming our core values, establishing a vision for the
future, assessing our environments, identifying strategic
issues, and developing strategies to ensure successful
implementation of the plan.” "l
b

o, et
A Future Search Conference in January 2002 was the initial 2 g
forum to clarify and affirm core values and establish a vision for the :
future. Future Search processes are designed to include a representation
of “the whole system” and typically involve a larger number of participants
than alternative approaches to strategic planning. As the title implies, these
processes focus on the aspirations of an institution, avoiding a preoccupation with its problems.
Instead, existing challenges are recast in the context of the future.

UW-L’s Future Search Conference included 120 participants (faculty and staff from all
areas of the campus community, students, alumni, and external stakeholders such as
community leaders and UW system staff). Prior to the Conference (April 2001), a “Strategic
Plan Assessment Survey” was administered through the Provost’s Office to aid in the planning
process. The purpose of the survey was to understand the perceptions of faculty and staff
regarding organizational effectiveness, academic curricula, campus culture, technology,
facilities, and effectiveness of the then existing strategic plan, Forward Together (see Resource
Room 2-1, Forward Together). A companion survey of students also was developed and
administered. In addition, several information sessions were held to explain the Future Search
Conference process. A summary of the Future Search outcomes was made available to the
UW-La Crosse Community. Groups within the Strategic Planning Committee were charged
with taking the next steps (e.g., identifying goals, action plans, expected outcomes, timelines,
and accountability) in developing the seven areas of focus described below that emerged from
the Future Search Conference.

Key Areas of Focus and Review Process. The strategic plan, Building Our Academic Community
of Learning and Inquiry — A Vision for the Future, identified seven key areas of focus to guide the
future of the university. These areas include Academics, Student Development, Diversity, Community,
Globalization, Quality of Life, and Resources. Each component has a vision statement, goals, and
recommended strategies to reach those goals. Viewed as a working document, the plan identifies the
offices and individual positions that are accountable for each strategy, the assessment of each strategy,
and areas for future recommendations.

Upon completion, the plan was distributed to the Faculty Senate, Academic Staff Council, Student

Senate, and senior administrators for their review. The final draft of the plan was posted on the campus




Web site during the 2003-04 academic year for broad campus review and discussion. On May 25,
2004, the Chancellor formally approved this document as “a work in progress.” In his words, the
strategic plan “should be a living document — flexible as progress is made toward stated goals,
responsive to consideration of new goals, and sensitive to the funding landscape that is continually
changing” (see Exhibit I-B in Appendices). In August 2004 the Chancellor charged the Joint Planning
and Budget Committee to “develop an implementation plan of the Strategic Plan ...include timelines
and recommended parties for accountability.” The plan continues to be reviewed under the auspices of
the Joint Planning and Budget Committee with the most recent status review submitted to the
Chancellor in August 2005. The 2004-05 review demonstrates that progress has been made in certain
areas despite budget shortfalls. The following examples illustrate progress in each of the seven areas
(see Exhibit 1-A in the Appendices).

(1) Academics. The General Education Committee submitted to the Faculty Senate in April 2005 a
report that identifies the results of course reviews conducted during 2004-05 and summaries of findings
from other assessment activities collected over the past 10 years. The report concludes with a list of
commitments related to program quality and improvement. Senior surveys administered in 1996 and

2003-04 to assess student perception of the General Education Program were of particular interest in

considering revisions to the program.

One goal under the focus area of “Academics” is to “create a
culture of teaching, scholarship and creative activity, and service
conducive to excellence and quality.” The first action step calls
for an increase in the number of students and faculty
participating in undergraduate research. An allocation of an
additional $20,000 from student differential tuition to support
student research demonstrates action in this area. These efforts
also led to improvements in The Journal of Undergraduate
Research and the Annual Celebration of Undergraduate Research
and Creativity at UW-L. In addition to a focus on undergraduate
research, the Provost’s Office has allocated resources to revitalize the
Center for the Advancement of Teaching and Learning to enhance the efforts of
faculty and staff who are seeking resources for improved teaching and learning.

(2) Student Development. One of the critical goals in the strategic plan was to expand and
enhance the advising and mentoring program. The Student Association, working with the various
administrators, passed an academic initiative (funded via differential tuition) that included support for
advising. With input from the Faculty Advising Committee, a new Academic Advising Center was
formed. In addition, the Student Development and Academic Services Division has continued a

collaborative relationship with general education faculty to enhance the First Year Experience for




freshmen. This program is so successful that it doubled in size between 2003-04 and 2004-05 and
involved 360 students living in a learning-community atmosphere within one residence hall on campus.
Initiatives such as differential tuition allow UW-L to continue to enhance the quality of the educational
experience for students.

(3) Diversity. In 1988, the UW System was the first university system to adopt a long-range plan
for racial and ethnic diversity entitled Design for Diversity. This plan was a system-wide strategic plan
to increase the representation of targeted ethnic and racial groups among students, staff, and faculty.
Plan 2008 is the successor to Design for Diversity and was unanimously adopted by the Board of
Regents in May 1998. The goals are the same, and the UW-L Joint Minority Affairs Committee is
charged with oversight of the university’s plan for 2008, which also reflects the goals and strategies in
the “Diversity” component of the strategic plan (see Criterion One for detailed discussion of the plan).
Cross sectional comparisons of NSSE data suggests that class discussions and writing assignments
include diverse perspectives more frequently in recent years. While UW-L scored below average as
compared to other comprehensive institutions in 2002, by 2004 the score was in the average range.
Additionally, UW-L scores above average in this area as compared to other UW System comprehensive
schools.

(4) Community. In this key area of focus, the goals align with

other initiatives in UW-L’s efforts to connect to external
communities. With ongoing activities such as the
Chancellor’s Community Council, community listening
sessions, and seminars and training for small businesses
on international businesses, the links to the surrounding
community are strengthened. Further, critical issues
such as alcohol consumption among students are

addressed through the creation of the Mayor’s Alcohol

staff. The university also has assumed a leadership role in
the area of economic development and regularly partners with
the State Bank of La Crosse and the La Crosse Tribune in preparing .
regional economic reports, which are delivered at a quarterly breakfast for the community.

Still another shift in the university’s linkages with the community is the Women in Leadership
Forum. Developed in 2001-02, the program offers seminars for women in mid-management positions.
The lead speaker at the forums is often a senior administrator at UW-L who can offer useful, often
research-based, information for others interested in leadership positions.

(5) Globalization. UW-L has been very active in addressing the “Globalization” focus of the

strategic plan as demonstrated by the number of UW-L students studying abroad and international




students studying at UW-L (see Introduction for specific data). Based on results from the NSSE from
2002 to 2004, more UW-L seniors (19% to 20%) have studied abroad than seniors from similar
comprehensive universities (12% to 15%). In 2004, the Provost appointed an International Task Force
to assess the current global climate on campus, explore what other institutions are doing, and offer
recommendations for the future. Its findings and how they relate to the “Globalization” dimension of
the strategic plan are important to the international future of UW-L (see Resource Room 2-2, Task
Force on Academic Initiatives in International Education Final Report 2004-2005).

(6) Quality of Life. As a result of its pioneering efforts on work/life efforts, UW-L was selected in
2004 as one of five demonstration sites for the UW System Sloan Project for Academic Career
Advancement. This initiative is based on national research and surveys of UW-L employees in which
supervisor support has been identified as among the top three aspects of the work/life balance and
among the top three aspects that hinder work/life balance. Consequently, the focus of this initiative to
meet the goals of the “Quality of Life” component of the strategic plan is to educate department chairs
about work/life issues facing faculty and how UW-L work/life policies and programs can help
employees manage these issues.

In spring 2004, UW-L conducted a “Campus Climate Survey” of all employees that addressed
workload and work/life balance, advancement and recognition, and leadership. Survey designers
devised an instrument that can be administered every two to three years as a means of monitoring
change and/or new initiatives. This survey represents a baseline of information for future surveys to
assess “Quality of Life” issues on campus. Recent efforts by the Joint Promotion Committee to clarify
processes and standards are one example of change initiated by the survey (see Resource Room 1-5b
University of Wisconsin at La Crosse Faculty/Staff Campus Climate Survey Report). Currently, UW-L is
one of seven UW System institutions involved in a pilot project to develop a national measure of
diversity issues, The Equity Scorecard (ES). The ES framework and process is used to enable
campuses to implement effective strategies to close the gap in access and achievement. The framework
was developed by Dr. Bensimon, Professor of Higher Education and Director for the Center for Urban
Education and a team of researchers at the University of Southern California. Participation in this
project will provide UW-L with both UW System and national benchmark data.

(7) Resources. This area of focus is discussed under Core Component 2b.
Accountability Reports

The university annually prepares and submits to the UW System an Accountability Report that
contains numerous goals with measurable outcomes. Specifically, a part of that report, entitled
Achieving Excellence at UW-La Crosse, addresses four UW System goals; each goal has several

measurable outcomes, some of which are benchmarked to other comprehensive universities in the UW




System and the nation. These goals (listed below) and UW-L’s progress toward them help to guide

certain university decisions:

B Provide access to higher education for the citizens of Wisconsin.
B Provide academic support services that facilitate academic success.
B Provide a campus environment that fosters learning and personal growth.

M Provide resources in an efficient and effective manner.

Data collected for these reports provide an invaluable tool for gauging UW-L’s success in many areas

such as retention, graduation rates, diversity, etc. (see Exhibit 2-A in the Appendices).
Program/Unit Strategic Planning

In addition to the campus strategic plan, many units of the university have developed strategic plans
to address their specific areas. Terminology and structure of these plans may differ from the campus
strategic plan. For example, the College of Business Administration identifies its mission, objectives,
and annual goals as required by the accrediting body (The Association to Advance Collegiate Schools
of Business, AACSB). In contrast, the College of Science and Health identifies its vision, mission, and
strategic directions within its strategic plan. The Information Technology Services unit developed a
“Vision Statement for 2010” document. In June 2005, Continuing Education completed a strategic plan
divided into three areas: programs, services, and partnerships. Within each area, the plan identifies
new initiatives, as well as programs, services or partnerships to expand, continue, or phase out.
Graduate Studies began a strategic planning process in spring 2005 with more work being conducted

in 2005-06 under the leadership of a new Associate Vice Chancellor.
Long-Range Facilities Planning

The quality of education that students receive is dependent upon the integration of curriculum,
faculty and staff, and facilities. Facilities and their infrastructures are vitally important in the
recruitment of students and faculty; high quality programs cannot exist if facilities are not adequate for
effective program delivery. Long-range planning is essential to ensure a core of excellence at the
university.

Physical Facilities Improvements. In the past decade, UW-L has experienced significant changes in

its physical facilities including several new buildings:




B In 1995, the Cleary Alumni and Friends Center and Murphy Library Renovation and Addition
were completed.

M In 1996, the Hoeschler Clock Tower, a landmark in the center of the campus, was constructed
with funding from a local family.

B In 1997, the Recreational Eagle Center was completed with funding from student fees.

M In 1998, the Health Sciences Center was built with funding through the La Crosse Medical
Health Science Consortium, a collaborative effort involving UW-L, Gundersen Lutheran Medical
Center, Franciscan Skemp Healthcare/Mayo Health System, Western Wisconsin Technical
College, and Viterbo University.

M In 2000, the Archeology Building and Laboratories renovations were completed.

M In 2001, the Wing Technology Center renovation was completed.

M In 2005, work began on a new Residence Hall.

(For a complete listing of the funding for these projects, see Exhibit 2-B in the Appendices.)

Physical Facilities Planning. The primary goal of the UW-L Campus Physical Development Plan,
compiled every biennium with the most recent version completed in 2004, is to provide a guide for the
development and maintenance of the campus physical facilities and environment in order to support the
university’s academic programs and mission. One of the greater challenges that UW-L faces is the
necessity to create and maintain physical facilities that are adequate to support the expectations of
faculty, staff, and students. Aging buildings and changing methods in the delivery of curriculum are
on-going challenges that must be addressed.

In fall 2003, UW-L hired a consultant to assist in the preparation of the Exterior Master Plan.
Viewed as a long range strategic plan that is aligned with the Campus Physical Development Plan, this
plan provides guidance for all exterior physical developments on the campus for years to come. It also
ensures that any additions of building space or exterior physical renovations to the campus grounds will
result in an appropriate physical appearance and that the functionality of the campus is enhanced by
such activities.

The two most immediate space needs described in the Campus Physical Development Plan are the
shortage of adequate general access classroom space and the lack of modern residence hall facilities.
The first steps in addressing these needs are the addition of a new academic building on campus and a
new residence hall. It is anticipated that construction of the new academic building will commence in
fall 2008. Construction of the new residence hall is under way with completion planned for summer
2006. Renovations and additions to Cowley Hall, the Center for The Arts, and Mitchell Hall have also
been identified as critical items. Finally, the plans to construct a new outdoor stadium, track, football

field, and surrounding field areas have been publicly announced. The stadium is of particular interest




to the La Crosse community because UW-L has hosted the
Wisconsin Interscholastic Athletic Association Track and
Field Championships every year since 1990. This event is
well-attended and has a significant economic impact on
the community. The stadium is used for a variety of
activities such as area high school events, local special
community events, commencement, etc.

To fund these ambitious projects, UW-L will request

funding from the State Capital Budget and through a
Comprehensive Campaign sponsored by the UW-L Foundation. In
spring 2005, a feasibility study regarding UW-L’s fundraising history and the

potential of a Comprehensive Campaign was completed. On September 23, 2005, the UW-L

Foundation approved the Comprehensive Campaign.
Information Technology Services Planning

The purpose of the division of Information Technology Services (ITS) is to provide campus-wide
technology services for UW-L and the La Crosse region in support of the mission of the UW System,
the core mission of the University Cluster of the UW System, and the select mission of the University
of Wisconsin-La Crosse. In the division’s 2005 strategic plan, the vision for what ITS will represent by
2010 includes improvements in four major areas that include connectivity, teaching and learning,
research, and administrative support. Information technology at UW-L is central to the success of the
students, faculty, and staff. Although difficult to measure, superior information

technology services as described below will be expected at a high quality
university such as UW-L and will provide significant value to the
campus community and the rest of the world through the
connectivity of the Internet.
Connectivity. By 2010 (as identified in the ITS vision
document), wireless connectivity will be a ubiquitous

commodity across the campus both indoors and outdoors. The

-., wireless network will be fast, secure, and available to both
. UW-L community members (students, faculty, and staff) and
“ g campus visitors. Wireless connectivity will be used for telephone
services, voice-over IP (Internet Protocol), streaming video,

instruction, collaboration, meetings, and all functions available on the




current data network. To accomplish this, the institution needs more wireless

access points and more effective tools for management of our wireless
system.

Teaching and Learning. The number of faculty and
instructional staff effectively integrating technology in teaching
and learning processes will continue to increase through the
year 2010. Ubiquitous wireless and mobile solutions will make
teaching and learning more dependent upon technology and
less dependent on time and place restrictions. Learning will
involve active experiences that continue to evolve. Students will
become more responsible for their learning; e.g., making
decisions on where to search for information and how to organize
and present it. The impact of technology on teaching and learning will
re-shape traditional and non-traditional classrooms and will increase faculty
demand for support and training in instructional design and use of technology.

Distance learning will be an integral part of the 2010 learning environment as envisioned by ITS.
This encompasses not only traditional interactive television but also online web solutions using course
management systems such as Desire2Learn and video-over IP solutions to deliver the classroom to
students anywhere. These virtual learning experiences will be available to both traditional and non-
traditional students with many courses delivered entirely online or as hybrids. Faculty lectures and
laboratory presentations will be simultaneously available in the classroom or online as they are
captured on digital media. Captured lectures will be made available on a server 24 hours a day, seven
days a week for students to view later. Such delivery removes the time and place constraints of the
material and even allows students who attend in person to view material on demand for examination
review or to accommodate special learning needs.

Research. In 2010, ITS will support the research of faculty, students, and staff by providing high
speed electronic connectivity across the campus and to the rest of the world. This high speed
connectivity will allow for collaboration between UW-L researchers and their colleagues around the
world. Assuming resources are available, ITS will provide a physically and electronically secure
environment for computer equipment used by campus-based researchers at their request. UW-L’s
virtualized server environment and SAN (Storage Area Network) could be utilized to host specialized
applications and store large amounts of data for researchers. Upon request, ITS can also provide advice
on appropriate hardware and software configurations to meet the needs of researchers. An advanced
web survey tool for data collection also will be required for all levels of researchers who gather both

quantitative and qualitative data. This advanced system will facilitate both the creation of valid and




reliable surveys and the gathering of data from the desired
sample. Statistical analysis may be provided through this
system or downloaded to SPSS or other analysis tools.

Administration. In 2003, the administration decided
to migrate the university’s administrative systems off the
main frame environment. The architecture that UW-L
adopted will make possible the development and support
of heterogeneous technologies and applications. UW-L is
building platform-independent programs and platform-
neutral data models that can be reused regardless of
business model changes or changes in information technology
infrastructure. This architecture will allow the institution to
leverage existing development investments and focus on new business needs
rather than replacing programs and redesigning databases when new requirements emerge.

In 2010, with the infrastructure described above, UW-L will have in place the data tracking system
and communications systems necessary to support a targeted and highly selective admissions process
starting from the point of registering a student’s initial interest in UW-L to his/her enrollment. UW-L’s
records and registration system will be available to the students through the Web. Using online services
in a consolidated portal, students will be able to apply for admissions, be accepted, register for
classes, apply for housing and financial aid, pay tuition and fees, access the library, check their
academic progress, communicate with their instructors, access course materials, and complete course
requirements. Financial Services and Human Resources systems will be rewritten by 2010 to take
advantage of the new platform. A new budget system will be developed in Financial Services that will
easily be loaded into an upgraded accounting system. These systems will be integrated with the Human
Resources system and the purchasing and charge-back systems. UW-L will continue to emphasize a
single point of entry for data with electronic access wherever data is used.

The database will be re-developed as an object-relational, normalized database. The institution will
have a data warehouse and data marts that will support ad hoc queries and a library of standard
queries making data readily available to decision makers across the campus as well as more easily
supporting local, UW System, state, and federal reporting requirements.

Reaching the vision that has been described will take a significant commitment of resources into
Information Technology Services. However, by reaching the state of technology described, the campus
will have the information technology environment required to keep pace with the needs and

expectations of our faculty, students, and staff.




Environmental Scanning

UW-L, like other colleges and universities, must plan based upon assumptions about future societal,
economic, political, and governmental trends that are likely to change. Adaptability and flexibility,
especially at times that involve budgetary challenges, are essential. Therefore, the university uses
several approaches to remain abreast of these trends.

Career Services. The Career Services Office provides valuable information about the job market,
placement rates, internship opportunities, and salaries of recent graduates. It provides the campus with
an annual update on the most recent class of graduates as well as a view of the graduates of the last
five years to establish trend data.

Administration. As discussed in the Introduction in response to a concern, there are multiple
opportunities for new trends to be recognized via a number of regularly scheduled meetings. At the
college level, each dean provides a forum for department chairs to provide input on current trends and
planning for the future. Similarly, the Provost meets bi-monthly with the deans to provide an
opportunity for sharing important planning information. Monthly meetings are held with leaders of
other administrative units that report directly to the Provost. At the most senior level, the Chancellor
meets weekly with the senior administrative staff. Finally, all academic units rely on regularly
scheduled faculty meetings (such as department and committee meetings) as well as an informal
network to inform their leadership of relevant information that they have obtained through professional
development and research.

Community. In addition, administrators, faculty, and staff rely on networking within the campus
community as well with individuals, organizations, and agencies in the area to stay apprised of trends
within their disciplines. For example, the Chancellor’s Community Council invites members of the
La Crosse community to discuss issues and listen to UW-L speakers present on topics related to their
teaching, research or the university. College of Business Administration faculty join community
business leaders in “Taking an Eagle to Lunch,” providing effective networking opportunities for both
faculty and students. The Small Business Development Center provides advising and resource
information for individuals in the area who are interested in starting a small business. In turn, it
provides information to the campus about economic, business, and market trends. Teacher education
spurs multiple partnerships between UW-L and school districts in western Wisconsin and southeastern
Minnesota. Examples of the partnerships include outreach programs for teachers and students
sponsored by the Mississippi Valley Archeology Center and the work of National History Day, which
in collaborating with area teachers, engages middle and high school students in historical research.
Additionally, no less than 700 UW-L students work in clinicals and student teaching, reaching over

10,000 K-12 pupils in classrooms across the region. Finally, numerous academic programs and service




units utilize community members on advisory committees to provide input to enhance the quality of
their programs. Several examples include the Student Health Center, Masters of Software Engineering
Industrial Advisory Board Committee, and the Teacher Education Governing Council.

Institutional Research. The Institutional Research Office serves as a collection and dissemination
source for a variety of information that relates to the campus community and responds to both internal
and external requests for data. The “Fact Book” provides historical information on student enrollment,
faculty workload, retention, and graduation rates. Common data as well as “Fast Facts” for student

recruitment processes are also readily available.

Core Component 2b: The organization’s resource base supports its education and
programs and plans for maintaining and strengthening their

quality in the future.
Budget Processes/Historical Funding Overview

Since the last NCA review at UW-L, the budget for higher education across Wisconsin has shrunk
significantly. Although UW-L has experienced major budget reductions, support for undergraduate and
graduate instruction and its improvement has remained the institution’s first priority. The historical
overview summarizes the budget process at the UW System and campus levels, historical funding, and

actual changes in funding (see Figure 2-1; see Exhibit 2-C in the Appendices for full summary).
UW System Budget Process

As part of the UW System, UW-L receives part of its funding from the State of Wisconsin. Within
the System, the Board of Regents reviews and approves university budgets and establishes the
regulatory framework within which the individual campuses operate. However, the ability of the Board
of Regents to carry out these functions is limited by the budgetary control of the state. For example,
for the 2005-07 biennium, the Board of Regents proposed four new spending initiatives and 20
statutory language proposals. Three of the new initiatives were rejected, and the other was funded for
only a tenth of the amount requested. Of the 20 statutory proposals, three were included in the
Governor’s budget. Thus, the Board of Regents often is faced with merely applying the State mandated

cuts to the various institutions.




Figure 2-1. GPR Budget Summary
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Source: UW System Red Book

UW-L Budget Process

In determining resource allocations and preparing for the future at the campus level, the university
has refined its processes as well as broadened participation over the past 10 years. In 1996, UW-L
began a new integrated budgeting and planning process in which the strategic plan, Forward Together,
was reviewed annually by the colleges and administrative divisions. In alignment with the strategic

plan, the colleges and units set priorities and goals. Following their review, an updated strategic plan




went from the Provost’s Office to the three governance groups, i.e., faculty, academic staff, and
students. Input from these three groups resulted in a second draft of the strategic plan which then went
to the Chancellor’s Cabinet followed by a review by the Joint Budget Committee. After this university-
wide committee review, the budget recommendations were sent to the three governance groups who
then responded with the final updated strategic plan going to the Chancellor for approval. This process
worked well when the purpose of the budget exercise assumed increasing budget allocations from the
state and system, however, was difficult to employ during times of significant budget reductions (see
Figure 2-2).

Beginning in 2001, the Joint Budget Committee was renamed the Joint Planning and Budget
Committee. The logic behind the name change was to emphasize the planning aspect of the committee
and that planning occurs before resource allocations. The committee also became more inclusive in that
the college deans and dean of students became voting members of the committee. Prior to the change,
the deans served as administrative consultants. The annual budget process also changed during this
period, and the Joint Planning and Budget Committee played a larger role in the process. The Joint
Planning and Budget Committee reviewed college and division requests for funding as well as Faculty
Senate and academic staff council issues that required funding. Upon completion of its review, the
committee recommended institutional funding priorities for consideration by the three governance
groups. After the governance groups assessed the priorities list, the Chancellor’s staff developed a
second draft of budget priorities. The three governance groups provided input on the second draft with
a final draft of budget proposals developed by the Provost and Vice Chancellor for Administration and
Finance and submitted to the Chancellor (see Figure 2-3).

During the same period that the Joint Planning and Budget committee was being restructured, the
university began the process to draft a new strategic plan. The process originated in the Joint Planning
and Budget Committee and was led by a faculty member who was also the chair of the committee. A
new strategic plan, Building Our Academic Community of Learning and Inquiry — A Vision for the
Future, was the result. This working plan is in effect in 2005-06 with annual updates provided by the

Joint Planning and Budget Committee (see Institutional Strategic Planning in Core Criterion 2a).
Funding Trends, Budget Reductions, and Shortfalls in Tuition Revenue

In 1970, the UW System accounted for 17% of the state budget. In contrast, today it is 7%. State
support for UW-L has declined each year since 2002 and is now less than funding from tuition.
Because of the trend of declining state support of higher education and the reluctance of the UW
System to change its relative support among campuses, UW-L is one of the few comprehensive
campuses where students pay a larger percentage of the cost of their education than does the state (see
Figure 2-4).




Figure 2-2. Current UW-L Annual Budget Process
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Figure 2-3. UW-La Crosse Annual Budget Process 2001-2003
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UW-L has experienced budget reductions in the last three biennia — $1,985,993 in 2001-03,
$2,539,350 in 2003-05, and $1,861,436 in 2005-07. The state limited the initial fiscal year 2006
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reduction of $1,275,000 to non-instructional areas, i.e., to those not directly delivering instruction in

the classroom. The remaining cut of almost $586,436 for fiscal year 2006 is not limited to non-

instructional areas.

Another area limiting UW-L’s recent budget is a shortfall in meeting revenue projections from

tuition. Each year UW-L files an Academic Fee Income Report (AFIR) that identifies the total revenue
expected ($37,569,918 for FY 2006). UW-L is required by the Board of Regents to meet its revenue

projections to maintain its total budget authority. Any revenue not collected results in the return of a

portion of UW-L’s budget to UW System. Revenue projections depend upon the number of students,

the mix of students, and their distribution among semesters. In fall 2001, UW-L agreed to increase the

number of non-resident students in return for being allowed to keep the tuition revenue portion of its

GPR budget. UW-L has not reached its revenue targets in recent years, mainly due to not enrolling

enough non-resident students. The problem with recruiting more non-resident students is partly because

the State of Wisconsin required the Board of Regents to double the non-resident tuition the year after

UW-L’s target for non-resident students was increased. (The Board of Regents took this step to

compensate for reduced state support of higher education.) The precipitous decrease in the number of

non-resident students attending UW-L suggest that demand is sensitive to cost. The other problem

experienced in meeting revenue targets has been lower than projected summer school enrollment.

Therefore, because of not meeting non-resident and summer school targets, UW-L has been required to

give back substantial sums of their budget allocation to UW System.




Timing of Budget Reductions

The timing of reductions in state funding pose an additional problem because the reductions
commonly have come on increasingly short notice, requiring a rapid response that does not allow for
UW-L’s normal planning and budget processes to follow a strategic course of action. Although the
fiscal year begins on July 1, the last three biennial budgets were not passed until the following summer
or fall. Notice of budget reductions was particularly short for fiscal year 2006. For example, UW-L
had approximately five weeks from the time it received official notice of the amount of the budget
reduction for fiscal year 2006 until it had to submit to UW System the reductions for UW-L. In

addition, the university later received an additional budget reduction for fiscal year 2006.
Budget Reduction Processes

2001-03 and 2003-05 Biennia. In these biennia, the budget reduction process began with the
Provost and Chief Budget Officer directing all unit leaders to submit plans for budget reductions within
their units. The Chancellor’s staff reviewed the budget reduction plans; then, the Provost and Chief
Budget Officer compiled the budget reduction plans for review through the budgeting process described
in the beginning of this section, which began with review by the Joint Planning and Budget Committee.

For the fiscal year 2003 budget reduction, the campus developed three main criteria for reductions:

B No across-the-board cuts.
B Protect as much as possible of the instructional mission.

B Campus would meet the fall 2002 enrollment target range.

For the fiscal year 2004 budget reduction, the following “General Principles for Rescission

Exercises” were established:

B Model should include multiple scenarios.

B No across-the-board cuts.

B Avoid “nickel and diming.”

B View the exercise from a campus perspective.

B Recognize our role as a “team” player with UW System. We need to let people know the issues.
M Sacrifice ”"short-term” pain for “long-term” gain.

B Communicate regularly with constituents.




M Dispel rumors.

B Expect to become advocates for higher education.

B Look at each vacancy from the perspective “what will be the return on investment?”
B To the extent possible, we need to continue “business as usual.”

B Look for revenue possibilities.

2005-07 Biennium. As discussed earlier, the response time for UW-L to decide upon the first set
of budget reductions for fiscal year 2006 was very short (approximately five weeks), and the reductions
were directed from the state to come from non-teaching areas (i.e., areas not directly delivering
instruction in the classroom). Therefore, the Chancellor did not use the process described for the
previous two biennia. He did, however, seek input from the campus. Moreover, in explaining the
criteria used for the cuts, the Chancellor stated the following to the campus community “To make
these cuts, certain principles were followed. You may notice that some are the same as were used for

the last budget cut. Those principles are:

B Flexibility is necessary.

B No across-the-board cuts.

B Maintain a long-term campus perspective.

B Communicate regularly with the campus community to dispel rumors.

B Look at each vacancy from the perspective of investing in quality and value-added activities.
M Continue to meet our quality objectives in new and creative ways.

B Increase current and create new revenue possibilities.

In addition, the concepts of opportunity and humane treatment were incorporated. Some positions
were vacant, and, especially where there was an intersection between a vacant position and opportunity,
it was more humane to make cuts in these areas than to release people from university employment.”

Because a second budget cut was imposed for fiscal year 2006 (the current year) and because
UW-L did not meet its 2005 summer school enrollment target, the university is currently planning for
these budget shortfalls. The Joint Planning and Budget Committee held hearings for this purpose in fall
2005. As UW-L reaches enrollment targets, particularly with non-resident students, the financial

position will improve.




Maintaining/Improving Quality and Flexibility

Budget reductions and other budget stresses have occurred in eight of the 10 years since 1996. Still,
preserving academic program quality has been the first priority when faced with these reductions. As a
result, budget reductions have never been across-the-board. UW-L has a two-prong strategy for
improving quality and maintaining its reputation of providing high quality educational programs while
faced with the challenges of reduced state funding, budget reductions, and changes in the metrics used
to evaluate UW-L. The first is adapting to the changes by improving the use of internal resources

(including the centralization of salary savings), and the second is creating a new model of support.
Centralizing Salary Savings

Permanent salary savings occur when an individual retires or leaves and is replaced by a lower
salaried individual. Until recently, salary savings stayed with the unit in which the replacement
occurred. As the retirement wave began to build in the mid-1990s, it was clear that the distribution of
faculty replacements was not necessarily an effective allocation system. In 1999, the Joint Budget
Committee recommended that salary savings be centralized; the Chancellor approved this
recommendation. This action resulted in salary savings annually being designated for the following
uses: faculty promotions, a distribution to the academic units, and a portion for areas of greatest
institutional priority (the Joint Planning and Budget Committee makes funding recommendations for
distribution of this portion).

Faculty Compensation. One area identified as an institutional priority was the improvement of
faculty compensation. Through the work of the Promotion, Tenure, and Salary Committee, a process
was developed to relieve severe salary compression among the professorial ranks, while simultaneously
giving financial opportunity to junior faculty. (In part, compression came about by hiring newer faculty
at relatively high salaries compared to salaries of faculty who had been at the institution for longer
time). At that time, salaries for full professors were 18% below their peers at comparable institutions.
In 2001-02 and 2002-03, part of the annual faculty compensation package (pay plan), the Chancellor’s
discretionary portion of the pay plan, along with a portion of the centralized salary savings was used to
provide lump sum increments for associate and full professors. Although junior faculty were given a
lesser percentage of the compensation plan, they were provided other incentives, i.e., monetary
increments for promotion to associate and full professor were increased from $500 and $1000,
respectively, eventually to the current level of $3,000 and $5,000. Collectively, these actions greatly
relieved salary compression among the professorial ranks and provided process that would minimize

future compression if future annual pay plans were sufficient. Moreover, because of these actions,




Figure 2-5. UW-L Faculty Salaries Compared to Peer Group Median
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UW-L advanced from sixth in 1999-00 to first in 2001-02 (and in subsequent years) among the
UW System comprehensives for average full professor salary. Overall, however, faculty salaries at
UW-L continue to be below the median for our peer institutions, and the gap is increasing (see
Figure 2-5).

Although the 2001-03 biennium had pay increases of 5.2%, recent pay plans have prevented
improvements and even the maintenance of salary structure. In the 2003-05 biennium, there were no
faculty salary increases in the first year and 1% in the second year (plus a $421 lump sum). The
2005-07 biennium saw an improvement with a 2% increase for the 2005-06 academic year, 2%
increase for 2006-07 and 1% in spring of 2007. Still, salaries for existing faculty have not kept pace
with the increases in entry-level salaries, eroding some of the gains against compression and inversion
problems that earlier actions had reduced. Shortages of faculty in certain disciplines have exacerbated
the problem. The Governor’s proposed budget earmarks $5 million for UW System to address faculty
retention in high demand areas; UW-L will receive $71,936.




Section Relief. Because of budget cuts and enrollment issues, the portion of salary savings for
which the Joint Planning and Budget Committee makes funding recommendations was temporarily
redirected for section relief in 2004-05 and 2005-06 ($194,000). Section relief is designed to support

mainly instructional academic staff to teach additional class sections to meet student needs.
Instructional Academic Staff Contracts

More than 90% of the budget is in personnel. Because faculty members are generally required to
have multiple-year contracts, the greatest area of flexibility in the instructional part of the personnel
budget is with instructional academic staff (IAS). To maximize this flexibility, the institution took
action to limit the number of multiple-year contracts and eliminated “rolling” contracts for IAS (e.g., a
three-year rolling contract would be extended each year so that the academic staff member always had
a three-year commitment). Further university action in the 2003-05 biennium moved almost all
academic staff to contracts of one academic year or one semester. As a result, a substantial portion of
the instructional budget reductions came from instructional academic staff (IAS) who generally teach
more sections and lower level classes than faculty. While budget realities have necessitated these
contract restrictions and reductions in the number of IAS, there are two significant negative outcomes:
(1) challenges to meeting student credit hour targets and subsequent revenue targets, and (2) reduced
morale of IAS.

New Model for Financial Support

The new model of financial support recognizes that state support is waning. The available ways to
balance the budget include creating more revenue from student tuition and fees, grants, outside
supporters, and increasing efficiencies that reduce costs. Since tuition is set at the state level, this
section addresses the institution’s success in securing grants and fund raising. Because of the decreases
in state support for higher education over the past decade, UW-L has recognized the need to seek other
funding sources. For example, in recent senior administrative searches such as the 2000 Chancellor
search and the 2001 search for a College of Business Administration Dean, greater emphasis was
placed on the candidate’s ability to fundraise. For each position, duties included an increased
percentage of time to be spent in external activities related to fund raising.

Grants. Grants and contracts demonstrate UW-L’s ability to compete successfully in securing
outside funding. Although grants and contracts can be measured including or excluding financial aid to
students, the data in this section excludes financial aid to students. Although excluding financial aid
reduces total extramural dollars, it is more representative of what faculty and staff actually bring to the

campus. UW-L grants have almost doubled in the past five years to a total of $11.4 million in 2003-04




(see Figure 2-6). For the first time in 2003-04, UW-L had the most grant money of any comprehensive
university in the UW System.

Figure 2-6. UW-L External Funding 1995-2005
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Fundraising. In 2005, the UW-L Foundation commissioned a feasibility study regarding its ability
to raise funds. One of the findings of the study was that the events of 9/11 contributed to a major
discontinuity on fundraising. Since 9/11, however, fundraising has increased, and 2004-05 should
represent another step forward with plans in place for a comprehensive campaign (see Table 2-1).
Further, fundraising increased 12% from 2000-01 to 2003-04. In comparison to nine other UW System
comprehensives, however, UW-L ranks sixth in net gifts and pledges. Put another way, UW-L has net
gifts and pledges of a quarter of UW-Eau Claire, a third of UW-Stevens Point, and a half of UW-

Whitewater. However, UW-L is investing more time and effort in Table 2-1.
fundraising as a long-term, ongoing process. Approved in Fundraising History
September 2005, the comprehensive campaign will be the largest Year Number of Contributions

Gifts
2000-01 11,103 $1,188,745

9001-02 | 13,504 $1,115,071

9002-03 13,149 $1,266,230

Marts Lundy, the consulting firm that prepared the feasibility 9003-04 _ $1182,611
study, has provided a developmental audit to evaluate the 9004-05 19315 $1 448 838

fundraising effort that the university has undertaken, which
demonstrates further evidence of the increased emphasis and

commitment to fundraising.

resources, trends, and potential donor base of UW-L. They also Source: UW-L Foundation




identified potential giving in the $17 to $59 million range. The campaign will not go public for the
first 18 months but shall be in a “silent phase” to secure leadership gifts. The campaign will extend
until 2010.

Selective Increases in Fees and Differential Tuition. An unfortunate reality of decreased state
funding, is a need to find ways to generate revenue to maintain and improve a variety of programs. As
mentioned in the Introduction, the students approved a differential tuition initiative; students pay $20 in
excess of their tuition each semester. The university matches this amount, raising a total of
approximately $775,000 per year. An Academic Initiative Oversight committee comprised of students
and administrators oversees the use of the funds. Currently the funds are used to support an Academic
Advising Center ($375,000),
international education b il ol oo wivel w Diees=
($195,000), diversity (including | THE AGQdemic) dvising Centetr
the Campus Climate Coordinator, e

$185,000), and student research ($20,000). Other UW-L programs have instituted differential tuition to

cover costs. Specifically, some programs in the health professions (e.g., Occupational Therapy, Physical
Therapy, Physician Assistant Studies) are more costly to deliver than most programs at the university;
moreover, there are not internal resources to reallocate to these programs. In recognition of these
factors, the university assesses a differential tuition of 20% in addition to regular tuition to these
students to help pay for these costs.

Other programs assess extra fees associated with specific classes or activities. For example, several
of the health profession programs (e.g., Nuclear Medicine Technology, Clinical Laboratory Science,
Radiation Therapy, Clinical Microbiology) require students to complete clinical experiences in the
field. Clinical partners require the university to pay capitation fees to help cover the costs of teaching
and supervision of UW-L students at their institutions. Because these fees increased significantly in
2004, the university began assessing the students a “clinical experience fee” to pay for the increased
cost of the capitation fee.

Innovative Programming and Delivery. Several programs have been developed that involve off-site
courses, either via distance learning, online courses, or UW-L instructors traveling to different sites.
For example, UW-L recently began an online certificate program in Dosimetry. The program is built
on a service-based pricing model such that the cost of the program is totally covered by the tuition
dollars. As one of only two such programs in the country, the program is in high demand. Currently,
students enroll from across the nation and it is expected that students from other nations will begin to
enroll as well.

In 1997, the Office of Continuing Education in collaboration with the Department of Educational

Studies has offered a Masters of Education Professional Development, Learning Community Track




program. Since 1997, there have been 54 learning communities across the state of Wisconsin, enrolling
more than 4,500 students. Each learning community is led by ad hoc faculty or faculty reassigned from
other duties; therefore, the cost to run the program is minimal.

Finally, UW-L’s Masters of Software Engineering program developed a partnership (currently in its
first year) with South Central University for Nationalities (SCUN) located in Wuhan, China. A cohort
of 20 to 30 Chinese students enroll each year. Their first year of coursework is completed in China,
with two of those courses taught by UW-L faculty during the first summer. The second year is taught
at UW-L. This agreement is financially beneficial to both institutions as it employs a shared tuition

model.

Core Component 2c: The organization’s ongoing evaluation and assessment processes
provide reliable evidence of institutional effectiveness that clearly

informs strategies for continuous improvement.
Institutional Assessment

To direct strategies for continuous improvement, UW-L collects evidence in many forms about its
institutional effectiveness in a variety of ways and from a wide range of constituents. In general,
assessment activities occur at three levels: institution-wide, general education, and individual programs.
At the institution-wide level, in addition to assembling and analyzing internal data related to our
academic and service programs, UW-L takes part in several national surveys including National Survey
of Student Engagement (NSSE, 2000, 2001, 2002, 2003, 2004, 2006), Faculty Survey of Student
Engagement (FSSE, 2003, 2004), Beginning College Survey of Student Engagement (BCSSE, 2005),
and the ACT Critical Thinking test (2003). Additionally, in 2004 all faculty and students were invited
to complete a survey to assess Campus Climate. The General Education Program has been assessed in
a variety of ways. In each of the academic years, beginning in 1995 and ending in 1999, assessment of
the General Education Program focused on one or two components. Most recently, since the
development of general education student learning outcomes, all general education courses were
assessed to determine the outcomes each course addressed. Finally, individual programs, both academic
and service, undergo regular assessments (see Criterion Three for a discussion of Academic Program
Reviews). All pieces of evidence from these activities help UW-L maintain and enhance the quality of

programs and services to effectively address the university mission.




Strategies For Improvement: Areas of Focus
Focus on Students

Perhaps the most visible measure of institutional effectiveness is reflected by information about the

students. Data provided by UW-L’s Institutional Research Office includes the following:

W Profiles of students that enroll at UW-L. For example, the incoming freshmen for 2004-05 had
an average ACT score of 24.9, which ranks second only to UW-Madison when compared to all
the public universities in the state. By 2004, 79% of incoming freshmen graduated in the top
25% of their high school class.

B Enrollment figures continue to indicate that UW-L is a “school of choice” among the
UW System comprehensive institutions. Application numbers have steadily increased for the past
decade, and in 2004-05, UW-L had 6,226 applications with a final freshmen class of 1,546.

Bl Retention rates for students who returned to UW-L after their freshmen year (86%) rank second
in the UW System to UW-Madison.

B UW-L’s six-year graduation rate increased from 46.1% in 1997 to 59.5% in 2003.

B The results of the Graduating Senior Survey of General Education, 1996, helped guide some of

the current changes in general education.

For a more detailed discussion of these measures of institutional effectiveness, refer to the
Introduction.

Career Services.The Career Services Office provides support for vocational and professional goals
through a variety of activities, corresponding to the strategic plan “Student Development” area. For
example, the office creates an annual report on Employment and Post Graduation Education. This
report includes information on the percentage of graduates who obtain employment within their field of
study, average salaries, and percentages of those seeking continuing education. Among students who
graduated in the 1996-97 academic year, 95% were employed, 78% of those were employed in an area
related to their major. By 2002-03, 98% of graduates were employed, 87% in an area related to their
major. Information also is available by colleges and indicates those fields that are in high demand in
the job market (see Resource Room 2-3, Career Services Annual Reports). The Career Services Office
also coordinates an assessment of graduating seniors. During the 2003 academic year, the office
significantly revised the assessment instrument. Results of the assessment are used to establish goals
and plans for upcoming years. Results of the 2004 administration of the survey indicated that students
receive a great deal of career information from faculty. In response, Career Services increased outreach

to faculty and updated their Web page so that faculty had more resources to share with their students.




Additionally, students reported they wanted more information about
career planning earlier in their tenure at UW-L. Career Services
is now working more closely with staff in the Academic
Advising Center, who typically see younger students, to offer
joint programming about graduate and professional schools as
well as broad career planning.

Student Health Center (SHC). The SHC mission is to be
the preferred primary clinic for students by providing exemplary
student-centered health care. Staff strive to exceed the expectations of
students. Related to the strategic plan “Quality of Life” area, staff work to
support the ideals of higher education and to promote academic success. Services offered by the SHC
have a positive impact on student retention. About 33% of students report the services they received
helped their ability to go to class. About 23% of students found the services helpful in their ability to
complete assignments, and 20% stated the services helped them stay in school.

Individual Programs. Highlights of individual program success stories also provide insight into the
campus efforts to provide students with a high-quality educational experience, corresponding with the
“Academics” area of the strategic plan. For the past 10 years, accountancy students from UW-L who
take the Certified Public Accounting (CPA) exam rank #1 or very close to the top spot when compared
to other colleges and universities across the country. The Physician’s Assistants (PA) program shows
similar results when compared to 130 PA programs that participate in the certification exam. In the
past nine years, the Physics department went from five majors and five faculty members to 139 majors
and eight faculty members and has made several major contributions to the field with its undergraduate
research projects. In addition, 17 of the Theater Arts graduates have received full-tuition scholarships
to attend graduate school since 1999 totaling over a half a million dollars.

Community Contributions. The strategic plan envisions an interconnection between the campus
and the community. The contributions that UW-L students make in the community represent an indirect
measure of institutional effectiveness. These contributions range from formal service-learning
agreements that are integrated within the framework of a class to student volunteerism and activism.
According to results of the NSSE in 2004, by the time they are seniors, 52% of UW-L students have
participated in some sort of practicum, internship, or clinical assignment, and another 29% have plans
to do so. Additionally, NSSE results from 2000 through 2003 suggest that UW-L seniors were
significantly more likely to participate in a community-based project as part of a regular course than
students at similar comprehensive universities. Student participation in the annual “Good Neighbor
Day” in the city of La Crosse as well as student service on the City Council and County Boards are

examples of the positive influences that the institution has upon the community.




Focus on Staff

Another major measure of institutional effectiveness, corresponding the “Quality of Life” area of
the strategic plan, involves information that relates to faculty and staff engagement and effectiveness
within the campus community. The concerns of employees relate to issues such as work environment,
perceived support for professional development and scholarly activity as well as work/life balance.

Planning processes that address these types of issues are as follows:

B The “Plan 2008: Phase II” informs the campus community of the strategies it will undertake to
increase diversity efforts and create a climate that is inclusive and free of bias. UW-L has
reinvested $100,000 to support these efforts and recently received a grant exceeding $2 million
to enhance a Hmong presence in Teacher Education, precollege programming, and outreach to
diverse communities in Western Wisconsin. In addition, student differential tuition will fund a
diversity recruiter in the Admissions Office and the development of a diversity resource center.

M In spring 2004, a “Campus Climate Survey” was administered to all faculty, staff, and graduate
assistants. Results of the survey were reviewed by the Affirmative Action and Diversity Council
and resulted in a list of recommendations and strategies to improve issues that were raised.
UW-L recently hired a Campus Climate Coordinator, in part, as a result of one of the
recommendations.

M The Instructional Academic Staff (IAS) Task Force submitted a list of recommendations about
IAS (non-tenured teaching staff) concerns regarding their contracts and governance
representation. These findings were based on the results of a survey of instructional and non-
instructional academic staff that was completed during the 2004-05 academic year.
Recommendations include offering multi-year contracts whenever possible, establishing a
mentorship program, having Faculty Senate govern all IAS (previously some IAS were governed
by Academic Staff Council and others by Faculty Senate dependent upon length of service), and

creating an IAS Faculty Senate Committee. This committee continues to review IAS concerns.

Individual effectiveness measures of all faculty, academic staff, and administrators consists of an
annual evaluation conducted on the basis of UW System policy and rules established by the UW-L
faculty and administration. This evaluation serves as a basis for improvement of instruction and/or
assigned duties as well as a basis for making promotion, retention, and salary recommendations. No
university-wide quotas or rules are established in regard to merit compensation decisions, rather
distribution of merit compensation is determined by individual departments and units according to their

bylaws and/or departmental rules.




Focus on Programs

UW-L devotes significant effort in assessing its academic and non-academic programs and has
developed major initiatives to improve assessment of student learning outcomes (see Core
Component 3a).

Non-academic units utilize an annual review process that results in an annual report with
recommendations for improvement corresponding to the “Student Development” area of the strategic

plan, among others. Additional efforts by various units are highlighted as follows:

B In 2004, Murphy Library staff conducted a survey of faculty, staff, and students to better
understand user perceptions, ideals, and minimal expectations related to three library dimensions:
library collections and resources, physical space/environment, and service.

B In spring 2005, the Disability Resource Services conducted a survey of students with disabilities
on campus to better understand their perceptions, opinions, and experiences of being a student
with a disability at UW-L.

B Units within the Division of Student Development and Administration regularly request feedback
from the students who use their services and make improvements based on the feedback they
receive. Yearly retreats and division meetings address these types of issues as well.

B The Office of University Graduate Studies is developing an exit survey for graduate students.
Focus on Community

Finally, partnerships and informal networks with the community are important sources of
information to determine institutional effectiveness. The La Crosse Medical Health Science Consortium
was mentioned in Criterion One as an example of a unique partnership within the La Crosse
community that has led to innovative initiatives in health care education and programming. This
partnership is important to university community relations, corresponding to the “Community” area of
the strategic plan. Administrators at both UW-L and the La Crosse School District have combined
resources to jointly fund a Grant Writer position to facilitate collaborative grant projects between
UW-L and the La Crosse School District. The development of an “International School” at a local
elementary school is one example of the success of this program. Another is a grant to enhance special
physical education opportunities for elementary-aged children in the summer and in co-curricular
activities within the school district. In fall 2004, this program received $520,000 to fund similar
programs in teacher education, relating to the “Resources” area of the strategic plan. These types of

partnerships continue to enhance the vitality of UW-L.




Core Component 2d: Al levels of planning align with the organization’s mission, thereby

enhancing its capacity to fulfill that mission.
Planning Linkages

Planning at UW-L aligns with the UW System, the Board of Regents, and the State of Wisconsin
down to the units that comprise UW-L and out to the alumni, supporters, and the community. As a
student-centered institution, where the instruction of undergraduate and graduate students is the highest
priority, all levels of planning align with this student-centered mission.

As discussed under Criterion One, the UW-L Mission starts by recognizing the University of
Wisconsin System Mission and the Core Mission before addressing the Select Mission of UW-L. The
strategic plan expands upon the institution’s priorities with the seven key areas of focus. Under the
auspices of the Joint Planning and Budget Committee, the strategic plan is annually reviewed to ensure

further planning alignment with the organization’s mission.
Recommendations

Recently UW-L has been forced to react to a variety of budget constraints where the primary
consideration was financial. In the near future UW-L may have some substantial decisions to make.
Therefore, it is critical that the university through its decision-making processes is prepared to address
potential challenges and opportunities.

Alternative Funding. Although it is impossible to quantify the probability of success, UW-L
should continue to press UW System and the State of Wisconsin for advantageous funding based on its
record of success. The criteria promulgated by UW System suggest that UW-L will report excellent
numbers in the coming biennium and is an institution that warrants significant additional investment by
the state. However, in the event that such funding is not received, either by a new UW System
reallocation or increased state funding, UW-L is looking for new ways to bring in revenue, such as
developing a tuition program that is managed by the campus and is unique to UW-L’s distinctive
academic program array. In the fall 2005 address, the Chancellor told the faculty and staff that UW-L
must “begin blazing a new path to secure the funding needed to keep it a sought-after school” (see
Exhibit 2-D in the Appendices).

Strategic Plan Revision and Mission Statement Update. Complementing the search for alternative
sources of funding is the recommendation under Criterion One to revisit the mission statement. If the
university is redefining its role as a public, comprehensive regional institution, the mission statement

should reflect these changes. The second recommendation under Criterion Two is that the strategic




plan be reviewed and revised with specific, measurable outcomes and be aligned with any changes in
the mission statement. Once revisions have become formalized, UW-L should develop an iterative
process for Mission and Strategic Plan review; each could be on a three-year cycle with a different
beginning date. (One example of improving alignment among processes and the inclusion of measurable
outcomes involves the Accountability Report. Because the goals in the Accountability Report directly
relate to some of the areas of focus identified in the strategic plan, UW-L might improve its planning
processes by aligning and integrating the Accountability Report goals, action plans, and measurable
outcomes with those of the strategic plan.)

Guiding any revisions to the mission statement and strategic plan, however, should be the goals set
forth by the Chancellor in his fall 2005 remarks. In this address, he proposed a pilot program where
UW-L would:

B Enroll more resident and non-resident students.

M Increase the annual number of degrees awarded.

B Continue to increase diversity of the campus community.

M Sustain the current level of academic excellence.

B Maintain current retention and graduation rates.

B Generate financial aid; creating more access to low-income students.

B Maintain and/or increase array of resource-intense allied health programs.

B Self-fund the necessary increase in faculty/staff FTE.

Visibility of Mission Statement and Strategic Plan. The third recommendation is to place the
institution’s mission statement and strategic plan more prominently on the Web site. By giving these
two documents more visibility, the likelihood that the campus community will embrace and promote
the mission and vision increases substantially. The August 2005 status review of the strategic plan

included the following statement:

“Two major stumbling blocks remain for campus buy-in of this plan: Communication
and a sense of priorities. While many of these implementations are exemplary, there
must be a coordinated communications effort to ensure the universality of effort, idea
and acceptance. This lack of (or perceived lack of) communication is a perception
that must be treated as serious and sincere. A successful Strategic Plan and

University must have transparency.”




While placing the strategic plan and mission statement more prominently on a Web site does not
ensure endorsement, a heightened visibility does allow campus members to be knowledgeable about the
university’s vision and goals. Only with this knowledge can informed dialogue occur.

Joint Planning and Budget Committee. The fourth recommendation addresses the composition of
the Joint Planning and Budget Committee. While the inclusiveness of the committee is to be
commended, the large membership discourages effective and timely decision-making especially during
budget-reduction periods that often require quick responses. A proposed solution to this challenge is to
create an executive committee within the Joint Planning and Budget Committee. The executive
committee could work to set agendas and to direct the activities of the whole committee, similar to the
Faculty Senate executive committee. It could also meet on short notice and be available during the
summer.

Data on UW-L Graduates. The fifth recommendation is to develop a process for gathering
longitudinal data on UW-L graduates. While Career Services collects data on initial placement and
starting salaries, the institution should be aware of its graduates’ on-going professional and financial
development. By aligning the data gathering efforts of the Alumni Association with Career Services,

more longitudinal data should be available to the campus.




