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INTRODUCTION 

The purpose of this report Is to describe the planning process at 

the University of Minnesota. This process has been developed over a 

period of several years and has been designed to deal with the envi

ronment that the University Is likely to encounter In the 1980s. 

Section provides a brief historical overview and Section I I some 

comments on the env f ronment of the 1980s and f ts spec fa I demands. 

The pI ann f ng process f tse If can hard I y be character f zed as ent f reI y 

"new" as far as Its main thrust and Its major mechanisms are con

cerned. Its purpose Is to explain the conditions that the University 

Is likely to face a few years In the future and to prepare the Insti

tution to meet these conditions In the best way possible; such activi

ties are wei 1-establfshed In many parts of the University. Similarly, 

the planning effort does not create new decfsfon-makfng and consulta

tive mechanisms; It Is I Inked to existing structures. Its analyses 

draw heavily on exfsftfng sources of data and on existing programmatic 

reviews. The planning process does, however, Introduce a new concep

tual framework and a higher degree of Integration of actfvftfes than 

In the recent past. It Is based on the production of a set of plan

ning documents: a mfssfon statement, a presidential planning state

ment, Including an analysts of the planning environment and a discus

sion of Institutional goals and priorities, unit plans, planning 

memoranda from centeral administration to the units, and an Integrated 

data reference. It f nvo I ves a process of academIc program prIor I ty 
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setting and a process of financial analysis and target setting. The 

pi annfng process ftsel f and Its outcomes are subject to eva I uation. 

The conceptual framework fs described fn Section I I I, while Section IV 

provides an evaluation of the first cycle of planning and proposes a 

set of guidelines for the next cycle. 

In preparing this report, have received assistance from Carl R. 

Adams, David J. Berg, Colleen T. Davidson, Richard B. Heydfnger, 

Cherie R. Perlmutter, and Ann M. Pflaum; earl fer versions had the 

benefit of discussion fn the University's Planning Council. want to 

acknowledge my Indebtedness to alI parties Involved as wei I as my 

fnabflfty to do justice to all their views. 
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I. THE UNIVERSITY'S APPROACH TO PLANNING AND DECISION MAKING, 1975 
TO THE PRESENT 

An Integrated planning and decision making framework for the 

University of Minnesota has been under development for a number of 

years. One of the first steps In Its development came In 1975 when 

the President Initiated the preparation of a mission statement for the 

Un Ivers tty. The purpose of thIs statement was to defIne the fund a-

mental alms of the Institution and to outl lne the organization that 

had been established to attain them. The first mission statement was 

formally approved by the Board of Regents In 1975, and a revised 

statement was approved In 1980. 

A second Important step was also taken In 1975 when the President 

appointed a Planning Council and charged It with the responslbll tty 

for developing a comprehensive planning process for the University. 

The Council Included representatives of the six vice presidential and 

the four provosts' offices, three deans, the chairs of some major 

University Senate committees,~ officio representatives from admlnls-

tratlve units especially concerned with planning, four faculty members 

and two students. After reviewing both theoretical planning models 

and the planning efforts of some comparable Institutions, the Planning 

Council Initiated the first cycle of unlversltywlde planning In 1979. 

The planning process that was chosen Involves alI the units of the 

University and touches all major components of the Institution's 

dec Is I on-mak I ng eye I e. 

The ap preach to pI ann I ng that has emerged I nvo I ves fIve steps. 

Each of the steps Identified Is applicable to some extent at several 

3 
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levels within the University, viz., for the Institution as a whole, 

for major col leglate and support units within the Institution, and for 

departments. The steps are as follows: 

- Gathering and analysis of Information concerning the present 

and future environment of the University or unit. 

Setting of goals; In broader terms what the University or unit 

wll I try to accomplish. 

- Establishment of objectives and priorities; steps that the 

University or unit Intends to take by a specified time In order to 

move towards the achievement of stated goals. 

- Assignment of resources to carry out stated objectives. 

- Assessment of the extent to which goals or objectives have 

been achieved and the efficiency of resource utilization. 

The planning process Is also characterized by the following 

Important features:. 

It views planning as primarily a line function, as an aspect 

of the decision making of line officers, rather than an enter

pr i se separate from reg u I ar decIsIon makIng. 

It views planning, not as an attempt to predict the future, 

but as a continuous process of making day-to-day decisions In 

the light of their Impact on the future. 

It uses an extensive data base but Is not driven by any one 

set of data or analyses. 

4 
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It separates the elements of a planning cycle Into many dis

crete tasks rather than attempting to provide one "master 

plan" for the entire Institution. 

This approach fits wei I with the decentralized, participatory tradi

tion of the University of Minnesota. It Is In basic respects quite 

pragmatic: wherever possible, the planning process Is I Inked to 

existing structures and processes and draws on existing sources of 

data and programmatic analysis. It allows for the exploration and 

definition of Institutional goals, priorities, and assumptions. It Is 

applicable to academic units as wei I as service units. 

Underlying the University's approach to planning Is a belief In 

the Importance of public discussion of major programmatic choices, 

both Inside and outside the University. The University Is one of the 

maJor resources of thIs state; the state has made a substantIa I In

vestment In Its University and has received a substantial return on 

Its Investment. The planning process Is Intended to assist the Uni

versity In stating Its case at a time when crucial decisions have to 

be made. The outcomes of the process are likely to be better, both In 

terms of contents and effectiveness, If the University's choices can 

be considered In the context of the choices confronting the entire 

state and with broad participation by Its various constituencies. 

The development of the approach can be described as evolutionary. 

It does not anticipate an elaborate, and fragile, system that once put 

In place cannot be changed without Jeopardizing the results; rather, 

the system Is built piece by piece In such a way that at each step It 

5 
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Is possible to benefit from the experience gained at the previous 

step. Thus, as wll I be suggested below, Cycle Two of planning should 

draw on the Insights gained from Cycle One and should supplement 

rather than repeat the previous cycle. The pragmatic and evolutionary 

nature of the pI ann I ng effort seems to have stood the UnIversIty In 

good stead. Certainly, a Jess robust approach would not have 

withstood the recent shocks of repeated retrenchments. 

II. THE UNIVERSITY'S PLANNING ENVIRONMENT IN THE 1980s 

The definition of the planning environment of the 1980s hinges on 

the answers to three very obvIous ~nd very comp I ex questIons. What 

changes are taking place In the environment In which the University Is 

operating? What will be the Impact of these changes on the Univer

sity? What should be the University's response? A few hints. 

What changes are taking place? 

Technology: a continuing shift away from basic Industries towards 

high technology; rapid development In such areas as bioengineering, 

computation and commun icatlon, energy. 

Economic and political conditions: continuing state and federal 

budget problems; some efforts to shift responslbllty from higher to 

lower levels of government, and from the public to the private sector; 

Increasing competition for available dol Iars; Increasing turnover 

among politicians; demand for centralized governance structures to set 

(and Implement) priorities In higher education. 

Social and demographic conditions: fewer persons In the strata of 

the age pyramid traditionally considered college-age; new careers and 

6 
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more career switching; new recreational opportunities and demands; 

continuing demand for ful I participation In society by women and 

minorities; greater dependence on worldwide conditions. 

What wll I be the Impact on the University of these changes? 

Overall: a smaller but more diverse, career-oriented, older, and 

part-time student body; less funds from more diverse sources; a con

stant need to restate the University's case; new demands for priority 

setting and coordination with other segments of higher education. 

Instruction: demand for baste communication ski I Is <English, 

foreign languages, computer languages, communication technology), 

baste quantitative ski I Is (math, statistics, computer appl fcatfons), 

and cultural/sclentfffc awareness; demand for professional training 

(technology, computer science, management>; demand for new learning 

contexts and Instructional modes. 

Research: explosive developments In certain fields; new forms of 

Interaction with public and private organizations; Increasing competi

tion for top scholars In certain fields; Increasing pressure to dif

ferentiate among segments of the faculty on the basts of market

abfl tty outside higher education. 

Service: new demand and opportunity for transfer of knowledge 

and skills to broad spectrum of the population. 

What should be the University's response? The short answer Is 

that the University must create a situation that makes programmatic 

change possible In an environment of I fmlted resources. In the 1960s, 

programmatic changes usually consisted of adding programs to what 

7 
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already existed In order to meet new needs. This course of action 

will not be possible In the 1980s. While continuing to pursue all 

potential sources of funding very aggressively, the University must 

set careful programmatic priorities and ensure that funds are assigned 

accordingly. Mechanisms must be maintained for review and decision 

making and for the creation of resource flexibility. 

The long answer Is, of course, the entire outcome of the Unlver

s I ty's pI ann I ng effort. 

Setting A&ademlc Program Priorities 

In the first cycle of planning, academic programs have been 

reviewed on the basis of col leglate plans and the following set of 

criteria establ !shed In consultation with the Senate Consultative 

Convnlttee: 

"Quality- Particularly In academic programs, It Is difficult, as 

a practical matter, to build quality In a conscious and del 1-

berate way. Where It occurs, It Is often the result of the happy 

combination of opportunity, good luck, and foresight. Thus once 

a University has achieved a high level of quality In a program, 

It should make every effort to preserve It; and where an obvious 

opportunity exists to make a substantial Improvement In quality 

with a realistic Investment of resources, It should be taken." 

"Connectedness - This somewhat awkward word refers to the extent 

to which the programs of a department or col lege serve other 

departments and colleges. Where this connectedness Is high, It 

Is unrealistic to consider extensive reductions In Its activities 
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un I ess a I ternat I ve arrangements can be made to provIde for the 

Instructional or support activities." 

"Integration- The University's particular commitment to teach

Ing, research, and service suggests that those programs that 

Integrate all of those activities well are especially appropriate 

and Important. In large part, this Is because the University Is 

committed to and responsible for both the generation and trans

mission of knowledge, and those activities are best stimulated 

and provided for In an atmosphere In which Individual faculty and 

programs are comm ltted to both." 

"Uniqueness- It Is certainly true that the University's land

grant mission suggests that where we have a unique and useful 

program, we should have a strong commitment to maintain lt. 

However, In making this determination, It Is also Important to 

consider whether the program Is appropriate to the University's 

role and strengths, and whether It could or should be offered 

elsewhere." 

"Demand - Demand Is obviously an Important factor, but we must be 

careful not to Interpret It too narrowly. That Is, we must avoid 

considering demand to be measured only by the number of students 

seeking admission to regular, ful 1-tlme undergraduate or graduate 

programs. Part-time students and outreach audiences must also be 

considered In assessing demand and, from another point of view, 

the needs of employers for Individuals trained In certain disci

plines constitute a form of demand. Moreover, the demand for the 

9 
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other "products" of the University, such as Its research contri

butions to the solution of pressing economic and social problems 

and Its contribution to the qual Jty of I ffe are equally val fd 

J ssues to be cons J dered J n assess J ng thIs factor." 

"Cost-effectIveness - Whether In an era of growth or contrac

tion, our aspirations are always I lmlted by the resources avall

ab I e. Thus we must contInua I I y examIne our programs to see If 

there are less costly ways to offer the same program or more 

efficient ways to accomplish the same ends. Yet cost alone must 

not govern our decIsIons, for the effectIveness of the program 

must also be weighed. When taken together, cost and effective

ness provide one Important measure of whether we are putting our 

funds to best use." 

Because of the retrenchments of 1981-82, special attention was 

given to the Identification of programs that should be el lmlnated, 

reduced, or reorganized. The most Important task of the next cycle of 

planning will be to refine the academic program priorities, paying 

greater attention to program development, and to ensure that resource 

decisions are Indeed made In accordance with these priorities. 

Allocation of Resources 

In addition to programmatic priorities, a number of resource 

allocation questions have received attention within our planning 

effort. 

The first of these questions Is that of Internal equity: Is a 

particular unit appropriately funded In comparison with Its peers In 
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other fnstftutfons and other units wfthfn the University? Extensive 

com parr sons have been used to estab I r sh "appropr rate" budgets tak r ng 

Into consideration both the quality of units as they now exist and the 

potential for quality Improvements In the future. 

The second question fs that of realistic expectations: What 

funding levels are within real Istre I fmfts for the rnstrtutron as a 

whole and for the Individual units by the mfd-1980s? In deal fng with 

thfs question, ft fs Important to provide some room for Institutional 

aspirations while at the same time keeping the Institution's financial 

feet on the ground. A "high target" has been set for each unit to 

allow some room for program development; a "low target" has been added 

to prepare for a possibly less affluent future. Since the targets 

have been made partly dependent on projected enrollment declines, even 

the "hfgh targets" I fe below the current funding level for many units. 

The third question Is that of budgetary flexibility: How can the 

fnstrtutron retain some leeway for programmatic development, and sud

den retrenchments, while faced with a general decline In resources? 

The answer fs obviously that a certain proportion of the budget must 

be freed up. In discussions with the units a margin of flexibility of 

about 10 percent of the budget has been he I d up as a des r red goa I r n 

the next two to four years. About ha If of th f s f I ex f b II f ty wou I d be 

created In order to make possible programmatic changes wfthfn the unit 

Itself; the remaining half would be available for reallocation. 

Finally, In addition to "appropriate budgets," "budget targets," 

and "marg f ns of f I ex fbI I I ty," the dIscussIons of f I sea I constra 1 nts 
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have dealt with the question of "paths": How Is a unit to reach the 

budget target set for the mld-1980s? The "paths" may vary greatly 

among units, since they will depend on such factors as the occurrence 

of vacancies, be they from retirement, resignation or termination, the 

need to allow students enrolled In a particular program time to com

plete a degree, and changes In enrollment. As planning progresses, 

these "paths" w II I be charted wIth IncreasIng precIs I on. 

To respond to these questions, the University needs to develop 

two kinds of financial planning, strategic fiscal planning and contin

gency planning. Strategic fls~al planning concentrates on the Unlver

s I ty's II ke I y resources over a per I od of sever a I years. The process 

results In a strategic fiscal plan that serves a basic purpose. It 

provides an assessment of economic conditions related to the Univer

sity's Investment alternatives, tuition policy, prices for the sale of 

goods and services, and Incentives for developing sponsored research 

and service support. This assessment Is used to support decisions 

about planning and about the acquisition and assignment of resources. 

Contingency planning clearly must build on the results of normal 

planning. However, faced with sudden retrenchment, It may be neces

sary to Inform each VIce President of the magnitude of the cuts that 

must be made In the units reporting to him. In such a situation, the 

VIce Presidents are responsible for alI consultation and documentation 

required to make the specific decisions affecting the units assigned 

to their offices. In addition, or alternatively, the Institution may 

be able to accelerate certain program reductions and delay program 
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additions that were already scheduled to take place. (It would be 

very undesirable to make sudden programmatic decisions under the 

pressure of a budget cut.> In order to achieve the acceleration, 

early retirement, phased retirement, or separation pay arrangements 

may be used as Inducements to faculty and staff. If It becomes neces

sary to declare financial exigency, certain extraordinary measures may 

be possible, although the legal status of the concept of financial 

exigency Is far from clear. In making programmatlcal ly-based cuts, It 

may also be necessary In a crisis to consider the extent to which a 

particular decision would lead to Immediate economies, Including 

economies fn physical plant and/or services. 

Given the problems associated wfth sudden programmatic changes, 

ft seems clear that contingency planning must concentrate on the 

creation of flexible resources. In thfs connection, the "margins of 

flexfbfl tty" that we are trying to create fn various units assume 

maJor Importance. These flexible resources can mfnfmlze the program

matic damage that Is done by a retrenchment, not to mention the damage 

In terms of personal careers and lives caused by Involuntary termina

tions, while stfl I being put to good short-term use. Finally, contin

gency planning can Identify assets that might be sold or various kinds 

of financing arrangements that may be possible as temporary measures. 

In one form or another, alI of these posslbfl ltles are being 

explored wfthfn the planning effort. Let us now turn to the organiza

tion of thfs effort as It has emerged over the past several years. 

The outl fne wfl I place planning fn the broader context of fnstftu-

13 
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tiona! decision making. 

Ill. DESCRIPTION OF PLANNING AND DECISION MAKING FRAMEWORK 

In order to show how planning operates, we will deal briefly with 

the following aspects of the decision making process at the 

University: 

- Four major components of Institutional decision making. 

- The assignment of responsibilities. 

-The flow of planning and budgeting activities during a 

biennium. 

The guiding principle underlying the decision-making framework 

that Is described Is that of the Integration of different types of 

decision making. This Integration Is accompl lshed by relating the 

purposes of dIfferent processes to each other, by ensurIng that the 

products of one process are appropriate to and used In other pro

cesses, by assigning the responsibility for Initiation, recommenda

tion, and final decision making to specific groups of participants, by 

making overlapping and Interlocking staff assignments, and by sched

ul lng events appropriately. 

The Qpmponents of Institutional Decision Making 

Four major components of Institutional decision making are shown 

In Figure 1 Cat the end of the paper): planning, resource acquisi

tion, resource assignment, and evaluation. 

E!~2!!!2a 

Planning deals with a choice of goals, objectives, and general 

priorities. It also addresses assumptions about the technological, 
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economic, social, and pol ltlcal conditions Inside and outside the 

University. An assessment of the performance of the Institution may 

also serve as a basis for planning. 

The planning process produces an Institutional planning state

ment, which contains an analysis of both environmental factors and the 

directions In which the Institution Intends to move, and a strategic 

fiscal plan, which describes anticipated resources over five to seven 

years and sets guidelines for specific resource acquisition andre

source assignment decisions. As part of the planning effort, each 

major unit In the University produces a unit plan which Is matched by 

a unit planning memorandum that Incorporates the response of central 

administration to the unit plan. 

B~!2YC£!-~£9Yl!l!l2~ 

Resource acquisition deals with the decision to seek specific 

resources from specific potential sources of Institutional support. 

Resource acquisition Is a part of planning that focuses on obtaining 

resources for programmatic needs. The resource acquisition process 

starts out with an assessment of potential sources of funding such as: 

tuition and fees, current appropriations requests, capital requests, 

Investments, federal funds, private and foundation funds, and sale of 

goods and services. This assessment focuses on two to three years and 

results In a current appropriations request to the state, a capital 

request to the state, and a document that we can refer to broadly as a 

"development plan." This plan would Include consideration of how 

other publlc~and private sources of support would be developed. 

1 5 
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B!~QYC£!-~~~Da[m!n! 

Resource assignment de a Is with the decision to make resources 

available to units in support of their operations. At this point, 

control of the resources is passed to the unit receiving the assign

ment. Resource assignment refers both to the transfer of f i nanc i a I 

resources and to the assignment of facilities and personnel. Resource 

assignment is based on, for example, the interpretation of unit plans 

in terms of specific needs, assessment of effectiveness and efficiency 

through program reviews, requests from units, and formulaic distribu

tions of tuition income. The process of resource assignment results in 

a two-year budget (which comprises the second year of one legislative 

biennium and the first year of the next>, an annual budget, and, from 

time to time, temporary funding. 

s:!~!Y~!l2!! 

Evaluation is the assessment of the efficiency of goal attainment 

and the effectiveness of operations. It occurs at both institutional 

and unit levels. Institutional evaluation typically assesses progress 

toward goa I s such as those stated in the Un i vers i ty' s mission state

ment and the institutional planning statement. Unit evaluation also 

exists within the University; it includes both academic and non

academic units. The graduate program reviews with their use of in

ternal and external reviews are an example of unit reviews. 

Since evaluation with Its function of measuring and guiding Is a 

critical element In the decision processes of an institution, It Is 

Important that the University ensure that the evaluation processes are 
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Integrated and credible. An Inventory of existing assessments Is 

being refined. It will Include Internal evaluations as well as 

evaluations or accreditations by outside organizations. 

Assignment of Responsibilities 

In Figure 2 (at the end of the paper> the major participants In 

the various decfsfon-makfng processes are Identified. The ultimate 

decision-making power, of course, rests with the President and the 

Board of Regents, except that within various units a line officer, for 

example, a vice president with line responsfbflftfes, makes many final 

decisions. In the framework that Is outlined here, the President 

serves as the chief planning officer of the University. The Budget 

Execut f ve, whIch current I y cons f sts of the V f ce Pres I dents for Aca

demic Affairs, Health Sciences, Finance and Operations, and Adminis

tration and Planning, serves as the agent that pulls together recom

mendations and spells out options for the President's consideration. 

Within each process, one of the vice presidents Is responsible for 

Initiating action: In planning the task tal Is to the Vice President 

for Administration and Planning, In resource acquisition to the VIce 

Pres I dent for FInance and Operatl ons, f n resource assIgnment to the 

VIce President for Academic Affairs (In his capacity as chair of the 

Budget Executive>, and In evaluation to the several vice presidents. 

Under resource acquisition the VIce President of Institutional Rela

tions Is assigned responslbllty for the final preparation of the 

current appropriations request and the capital request to the state. 

Under resource assignment, the VIce President for Finance and Opera-
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tlons Is assigned responslblllty for the final preparation of the two

year budget and the annual budget. 

Each of the four major processes In Institutional decision

making, planning, resource acquisition, resource assignment, and 

evaluation needs to be served by staff representing appropriate vice 

presidential offices as well as by the Office of Management Planning 

and Information Services and the Budget Office. The task for this 

staff Inc I udes, for examp I e, the preparatl on of schedu I es-, agendas, 

and the carrying out of major program analyses. Specific tasks, such 

as data gathering and c~rtaln types of specific analysis, are assigned 

to Individual staff members as needs arise. For each of the three 

major Institutional decision-making processes, the Initiating vice 

president and the VIce President for Administration and Planning serve 

as staff coordinators for the particular process. 

The Planning Council, which Includes central and collegiate ad

ministrators and faculty/student representatives from the Senate Plan

ning Committee and the Senate Finance Committee, assists the President 

and the vice presidents In the development of the decision-making 

processes and makes recommendatl ons concernIng the Issues to be ad

dressed In planning. Planning decisions are reviewed at various 

stages with the Senate Planning Committee and the Senate Consultative 

Committee. Similarly, decisions regarding resource acquisition and 

resource assignment are discussed with the Senate Finance Committee 

and the Senate Consultative Committee. 
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The Planning and Budgeting Cycle 

Figure 3 Cat the end of the paper) shows a biennium divided Into 

a planning year and a budgeting year. This biennium consists of the 

second year of one legislative biennium and the first year of the 

next. This arrangement reflects the need for decision making with a 

capability to anticipate the action that takes place In the legisla

ture and to respond to the actual decisions that come out of the 

legislature. 

!h!-~l~~~!~a-Y!~r 

The sequence of events during the planning year Is as follows. 

First, the general· directions In which the Institution wishes to move 

are spelled out In the Institutional Planning Statement. As we pro

gress through new cycles of planning, It Is expected that the original 

statement wll I be refined and revised at the beginning of each cycle. 

It wll I also be supplemented by a Strategic Fiscal Plan. The units 

update their plans In light of the directions set In the Institutional 

Planning Statement and the specific Institutional agenda that Is set 

for a particular planning cycle. Planning conferences are then held 

with the units and Initial planning memoranda are Issued. Projects 

approved for further development of specific current and capital 

request proposals are Identified and proposal development Is Ini

tiated. After the units have revised their plans In I lght of ques

tions and positions stated In the Initial planning memoranda, each 

I lne vice president holds conferences where specific Issues are ad

dressed. (These conferences actually occur during the fa! I of the 
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budgeting year.) Final planning memoranda are then issued and a 

report cal Jed the Program Priorities Summary is given to the Board of 

Regents and other appropr fate Un Ivers fty bod f es. The f f na I pI ann f ng 

memoranda are the products of the planning year and serve as the 

starting point for the decision making that takes place during the 

budgetf ng year. 

In!_§ygs!!lns_Y!~~ 

As a first step during the budgeting year, budgeting principles 

are spelled out and discussed with the Board of Regents and other 

appropriate bodies. The principles outline the approach to be used in 

implementing the programmatic changes that have been identified in the 

final planning memoranda. Budgeting conferences, which may be com

bined with the final planning conferences, are then held with the 

units in the University and a two-year budget plan, based on the 

planning memoranda and the resource guidelines described In the Stra

tegic Fiscal Plan, is prepared and reviewed with the Regents and with 

appropriate bodies in the University. Units for which Items wfl I be 

included in the biennial request work with the VIce President for 

Institutional Relations In the preparation of request documents. The 

final biennial request is presented to the Regents and other appro

priate bodies in the Institution. 

Executive and legislative hearings then follow according to the 

schedule set by state government. By that time, the institution is 

already Into the planning year of the next planning/budgeting 

biennium. 
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IV. OVERVIEW OF PLANNING CYCLES 

Cycle One. 1979-82 

The results of the first cycle of planning can be summarized as 

foil ows: 

- A basic planning process has been established, based on a 

new conceptual framework but building on established processes. The 

first cycle has produced such important products as: 

Revised Mission Statement- The Mission Statement adopted by 

the Board of Regents In 1975 has undergone a major revision; 

the new statement was approved by the Board In July of 1980. 

Institutional Planning Statement - The President has Issued 

an Institutional Planning Statement which provides an analy

sis of the conditions that the University is likely to 

con front in the 1980s and a statement of goa Is and prior 1-

tles for the Institution. 

Unit Plans -The forty major planning units In the Univer

sity have developed plans for the next three to five years. 

The plans state goals, objectives, and priorities for the 

units and consider means of achieving the stated objectives. 

Program Priorities Statement/Planning Memoranda- In re

sponse to unit plans and planning sessions with deans and 

directors, central administration has prepared an academic 

program priorities statement and planning memoranda for the 

Individual units. These documents focus on programs to be 

eliminated, reduced, or reorganized during the next three to 
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five years. They also raise Issues that wfl I need to be 

addressed fn the future. 

Data Reference - An Integrated data reference has been pre

pared by Management Planning and Information Services. 

Important steps have been taken towards the fdentfffca

tfon of academic program prforftfes. 

The prforftfes are summarized fn an Academic Program Priori

ties Statement and fn collegiate planning memoranda. A special set of 

Issues having to do with the facti ftatfon of the scholarly actfvftfes 

of the faculty has been referred to a joint administration/Senate 

committee which fs expected to submit Its final report In 1983. (A 

prel fmfnary report was Issued In the spring of 1982.) Several task 

forces have been establ fshed to address Important programmatic Issues. 

One of these task forces has addressed fnstftutfonal Issues related to 

the deve I opment of new computatf on, communI cation, and f nformatfon 

technologies and their expected Impact on the University. Others have 

been established to deal wfth specific "lateral planning" Issues, that 

Is, Issues Involving two or more major units fn the Institution. The 

topics addressed Include composition and rhetoric, academic counseling 

for returning students and non-traditional learners, social work and 

social development, and remedial programs. 

Important steps have been taken towards the establishment 

of financial constraints on planning and towards the creation of 

resource flexfbfl tty. 

A major effort has been devoted to efforts to determine the 
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relative adequacy of unit budgets through a comparison with peers 

represented In the data exchange of the Association of American Uni

versities. A methodology has been developed for setting high and low 

budget targets, based on alternative resource projections, the rela

tive adequacy of current budgets, and projected enrollments. New 

poI I c I es have been deve I oped for creatIng resource f I ex I b II I ty, vIz., 

policies on separation pay and early or phased retirement. 

Important steps have been taken towards the creation and 

use of an Integrated data base. 

The Integrated data base prepared by Management Planning and 

Information Services was used extensively In reviews of unit plans. 

Interaction with deans occasionally revealed that different data were 

used by central administration and the colleges, and led to efforts to 

establIsh agreement on sources and principles of presentation. A 

special effort Is underway to refine workload data. A very prelimin

ary attempt was made to compare sponsored research funding for 

selected units at Minnesota with that of counterparts In other AAU 

Institutions. 

- The first cycle of planning has made It clear that 

resource decisions wll I be guided by planning decisions. 

Speclflcal ly, the retrenchments of 1981-82, the budget for 

1982-83, and the biennial request for 1983-85 have been based on 

Information provided through the first cycle of planning. 

- The first cycle of planning has proved that the planning 

process, and Its documents, can serve as an Important means of com-
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munlcatlon Inside the University, and occasionally with outside con

stituencies. 

The circulation of drafts of the Institutional Planning 

Statement led to extensive debate of Institutional priorities within 

the governance system as wei I as In the various colleges. Unit plans 

and pI ann I ng memoranda have served the same purpose In many unIts: 

Several Important discussions with the Board of Regents were based on 

the Academic Program Priorities Statement; to a mtnor extent this 

statement also served as a basis for contact with constituencies 

outside the University. 

As could be expected, some problems have arisen during Cycle One. 

Most of those problems can be attributed to the fact that this was the 

first cycle; some were caused by the state's financial situation: 

- The first cycle of planning suffered from an overload of 

Issues. 

It was one of the purposes of the first cycle to Identify a 

broad range of Issues. Such a range has been Identified, but It has 

obviously been Impossible to deal with alI the Issues that affect the 

various units of the Institution. The lesson to be learned Is that 

future planning cycles should be focused on a more I imlted set of 

Issues, and speclflcal lyon Issues that carry broader Institutional 

Implications. 

- The nature and quality of the planning effort varied 

considerably from unit to unit. 

Some units have a wei I establ lshed tradition of planning and 
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have been able to produce plans which In the next cycle probably wll I 

require only some updating. In other units, planning Is a new ven

ture, and the first cycle has only produced what might be charac

terized as drafts of plans. Considerable progress has, however, been 

made, and the Important step of Identifying planning Issues has been 

taken In most Instances. 

- The Interaction among major planning units was limited In 

the f I rst eye I e. 

This Interaction Is what has become known as "lateral plan

ning," that Is, Joint planning by two or more collegiate and/or sup

port units on specific Issues. Cycle One produced a useful mechanism 

for such planning, the Inter-collegiate task force. "lateral plan

ning" should be built Into the next cycle of planning as early as 

possible, on the basis of a specific agenda of "lateral" Issues and 

specified mechanisms for addressing them. Since the planning In some 

of the support services Is, and should be, strongly Influenced by 

academic planning, It wlll be Important In future cycles to try to 

ensure that academic priorities are stated In such a way that they can 

provide guidance for support unit planning. 

- The confidence In and the commitment to the planning 

process varied among the participants. 

A decentralization of the academic enterprise provides 

opportunities for the ful I exercise of the best forms of academic 

Initiative and entrepreneurship. Even a relatively decentralIzed 

Institutional planning effort, such as that of the University of 
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Minnesota, Is likely to encounter a credibility problem. Will a new 

conceptual framework and a new degree of Integration of decision 

making really produce results worth the effort? The question Is 

obviously entirely legitimate. The answer provided by the first cycle 

of planning Is positive. It seems that the kind of Integrated deci

sion making that the planning process represents Is necessary, given 

the conditions under which higher education now operates. Whether the 

particular approaches used at Minnesota are the best ones remains to 

be seen. Here the pragmatic character of the effort, allowing the 

process to evolve to fit the special circumstances of the University 

and the special requirements of a particular time, Is Important. The 

second eye I e must ref I ect the I essons I earned In the fIrst eye I e In 

order to enlist the ful I support of alI participants. 

- Appropriate consultation did not always take place. 

Although extensive consultation with the Senate Consultative 

Committee and the Senate Finance Committee occurred In connection with 

the retrenchments of 1981 and 1982, and before the final academic 

program priorities statement was Issued, the Interaction with faculty, 

staff, and students was not entirely satisfactory during the first 

cycle. The problem seems to have been more a matter of differing 

consultative traditions In different units In the University, and a 

matter of time pressure, rather than of any unwll llngness to consult. 

The Planning Council early on asked for and received a report on 

consulting procedures In the various units as they related to plan

ning. This report Indicates that adequate consulting procedures exist 
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in almost all academic units. A subsequent investigation by the 

Senate Consultative Committee, however, revealed some discrepancies 

between the existing procedures and actual consultation. It will thus 

be important to build consultation explicitly into the planning 

process in the second cycle. If the schedule is not too severely 

disrupted by unanticipated events, it should then allow for ful I 

consideration by faculty, staff, and students before Important decl-

slons are made at the unit or central level. 

- Changing economic conditions hampered planning. 

The fact that the state's financial situation deteriorated 

severely during the early 1980s, of course, had a major Impact on the 

first cycle of planning. One of the most Important undertakings of 

that cycle was the Introduction of financial constraints on planning, 

Including the setting of high and low targets for unit budgets. As 

the retrenchments of 1981-82 struck, these targets very quickly became 

outdated. The original targets had been set for 1985- and It was 
/ 

suddenly 1985! While the retrenchments required drastic cuts that had 

not been envisioned In the early stages of planning, It should, how-

ever, also be stresssed that the planning of Cycle One stood the 

Institution In good stead as the retrenchment decisions were made. In 

the next cycle of planning It wll I be Important to establish that the 

retrenchment decisions did not go counter to the planning decisions, 

and to ensure that more refined budget plans are developed. 

Cycle Two. 1982-84 

The lessons to be learned from Cycle One can be briefly sum-
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marlzed as follows: In order to make progress In planning, continuity 

of effort must be ensured; attention must be focused on Important 

Institutional Issues; appropriate financial constraints must be set 

and adhered to; resource flexlbll lty must be created; units that have 

not entered fully Into the planning effort must be brought along; 

appropriate "lateral planning" must take place; consultation must be 

built Into the planning process at Important stages; and the partici

pants must be convinced that the enterprise Is worthwhile. If to this 

Is added the need for modesty of expectations and a prayer for econo

mic recovery, the major agenda for Cycle Two has been set. 

- Cycle Two of planning must build on Cycle One; continuity 

of effort Is absolutely essential. 

Units that have prepared carefully considered plans during 

Cycle One should be asked only to update those plans, taking Into 

consideration new facts and assumptions. The basis for the updating 

should be the new analysis of the conditions that the University wll I 

encounter In the 1980s. Such an analysis should be Incorporated Into 

the President's revised Institutional Planning Statement. Where care

fully considered program priorities statements and planning memoranda 

exist, they should also be subject only to updating on the basis of 

new circumstances. 

- The primary thrust of Cycle Two should be to continue the 

deve I opment of program prIor It I es, and, of course, to carry out and 

monitor the planning decisions that were made In the first cycle. 
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Since for various reasons, having to do both with faculty 

tenure and the need to allow students to complete existing programs, 

academic programs cannot be changed quickly, many of the academic 

program delclslons that were made In the first cycle wll I be Imple

mented only over a period of two or more years. In continuing the 

development of academic program priorities, It wll I be Important to 

stress program development as well as program elimination, reduction, 

and reorganization. Because of the retrenchments during the firs! 

cycle, attention has so far been focused primarily on the latter. 

- The planning decisions of Cycle Two must be based on wei I 

defined financial constraints, for the Institution as a whole and for 

the major planning units. 

This wll I require the development of an Institutional fiscal 

plan and the setting of high and low targets for the Institution and 

the major planning units. In carrying out the required analysis, 

enrollment and resource projections must be carefully considered. 

Central administration as wei I as the various units of the University 

must consider alternative funding sources. An effort must be made to 

plot budgetary "paths", showing how various units are to reach the 

alternative targets set for 1985 and beyond. 

- One of the major objectives of the financial planning 

should be the creation of flexible resources, both centrally and In 

the various units. 
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Such f·lexfbflfty Is a major element In any contingency 

planning, and It Is only through the creation of such flexfbfl Jty that 

program development wfl I be possible In a time of strained resources. 

- Cycle Two should focus on a I fmfted number of major 

Institutional Issues. 

The primary agenda Is the continuing development of pro

grammatic priorities, budgetary "paths," and resource flexfbfl fty. 

In addition, It may be useful to Identify a set of Institutional 

Issues that will receive special attention during a particular plan

ning cycle, as a means of concentrating the analytical and decision

making capabilities of the Institution and facfl ftatfng "lateral 

planning." The problem Is to select the Issues In such a way that 

they are truly worth the special effort. It has been suggested that 

the Issues could be academic In nature, Involving topics such as the 

University's role In high technology, the nature of the student 

experience at the University, or the International dimension of 

research and teaching at the University. Other Issues that have been 

suggested are of a more strictly managerial nature, for example, the 

exploration of alternative policies In personnel management and In 

regard to auxiliary services. Others yet have clear academic as wei 1 

as managerial aspects to them, for example, the question of the 

Impact of new computation, communcfatlon, and Information technolo

gies on the University. The possibility of this kind of focusing of 

the planning process should be explored by central administration In 

consultation with deans and directors, the Planning Council, and the 
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Senate ConsultatTve Committee and the Senate Planning Committee. If 

the approach Is adopted, It might also make It easler for the Univer

sity to communicate to Its various constituencies some of the sub

stance of Its planning effort. 

- Administrators, faculty, staff, and students must par

ticipate fully In Cycle two of the planning process. 

The President's wholehearted backing of, and participation 

In, the planning effort Is essential to Its success, In addition to 

his obvious role In decision making. 

The nature of the roles to be played by the vice presidents 

was clarified In Cycle One. The Budget Executive, and the vice presi

dents corporately, established the parameters for the critical plan

ning decisions to be made In different vice presidential areas. How

ever, the development of an academic program priorities statement 

Involving so many different decisions simply would not have been 

possible without very Intensive Interaction between the VIce President 

for AcademIc AffaIrs and the VIce Pres I dent for Hea I th ScIences, on 

the one hand, and the deans that report to them, on the other. Slml-

1 ar I y, the vIce pres I dents wIth I I ne res pons I b I I I ty for the varIous 

support units played an Important role In getting the appropriate 

decisions made. Sometimes the critical priorities did not emerge 

until several meetings and exchanges of documents had taken place. 

The Issuance of general Instructions simply does not force critical 

decisions without being reinforced by discussion, perhaps even con

frontation. A strong role for the vice presidents In regard to their 
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line units as wei I as for the vice presidents corporately should thus 

be a feature of Cycle Two. 

Ultimately, the outcome of Cycle One rested on the deans and 

directors heading the major planning units. They prepared the plans 

on which the plannnfng decisions were based and played an Important 

role In defining the Issues, even during the final hectic days of the 

1982 retrenchment. It Is on their creative participation that the 

success of Cycle Two wfl I rest. They must play a significant role In 

defining the process and In establishing the foci of Cycle Two, espe

cially If a relatively strongly focused approach Is to be used. Only 

through their concerted efforts can we continue to refine and Imple

ment the Important decisions made In Cycle One, especially In the 

academ f c un f ts. 

Since so much emphasis Is being placed here on administra

tors as responsible for the pursuit of planning, It becomes even more 

Important to ensure that proper consultation at all levels Is built 

Into the planning process Itself. It Is expected that recommendations 

from the Senate Planning Committee, and perhaps directly from the 

Senate Consultative Committee, wfl I be helpful In organizing the 

consultation. 

- A preliminary schedule for Cycle Two, Including the pro

posed division Into a planning year and a budgeting year, might look 

as follows: 
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Planning~: Fall 1982- Fall 1983 

Actlylty 

Revision of Institutional 
Planning Statement 

Review of approach to Cycle 
Two with senior officers, 
deans, directors, sec 

Presentation of Cycle Two to 
sec, deans, directors 

Issuance of Instructions to 
vice presidents, deans, 
directors 

Assignment of responsibility 
for dealing with Institu
tional planning Issues and 
"lateral planning" 

Preparation of 1983-84 Annual 
Budget 

Planning/budgeting conferences 
with units Cas needed) 

Issuance of planning memoranda, 
Program Priority Summary 

Initiation 

President 

President 

President 

President 
VIce presidents 

President 
VIce presidents 

Budget Executive 

President 
VIce presidents 

President 
Vice presidents 

Budgeting ~: Fal I 1983 - Fal I 1984 

Preparation of 1984-86 Two
Year Budget Plan 

Preparation of 1985-87 Biennial 
Request CO&M and Capital 
Request> 

V. CONCLUSION 

Budget Executive 

Budget Executive 

Timing 

Summer 1982 

September/ 
October 1982 

October 1982 

October/ 
November 1982 

October/ 
November 1982 

Fall/Winter 
1982-83 

Spring/Summer/ 
Fall 1983 

Late Fall 
1983 

Fa I I /WI nter 
1983-84 

Spring/Summer/Fall 
1984 

In many respects the first cycle of planning has been a difficult 

venture: It meant establishing a new process, mapping out the almost 

I lmltless array of Issues that confront an Institution such as the 

University of Minnesota, and overcoming a general feel lng that the 
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Institution and the times are too complex to be "planned for" In any 

meaningful sense. The end of the first cycle ts a critically Impor

tant point, because many planning efforts founder after one cycle! 

The Imperfections of the process are easy to spot; the I tmttattons of 

the "plans" that have been laid are obvious; and the fiscal con

straints that have been established are subJect to frequent revision. 

However, the effort remains worthwhile and Indispensable. 
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TERMS 

Budget Executive--a group chaired by the VIce President for Academic 

Affairs that serves as a review group for planning and resource al lo

cation. The Budget Executive oversees the preparation of the legisla

tive requests, the two-year budget plan, the annual budget, and tem

porary resource allocations. Currently the VIce Presidents for 

Finance and Operations, Health Sciences, and Administration and Plan

ning also serve on the Budget Executive. 

Qontlngency Planning--a type of planning that deals with sudden re

trenchments through the creation of flexible resources and through 

analyses of the Impacts of new and possibly temporary policies. 

Development Elan--a document that Identifies programs for which spe

cial funding Is to be sought from state, federal, and private sources. 

The VIce President for Finance and Operations guides the preparation 

of this plan In cooperation with the Budget Executive. 

Institutional Assessment--an evaluation of the performance of the 

Institution, or segments of the Institution, which can also serve as a 

basis for planning. 

lnstltytlonal Planning Statement--a statement developed by the Presi

dent In consultation with the University community that Identifies 

assumptions, goals, objectives, priorities, and strategies. It Is 

more detailed than the Mission and Polley Statement and Is designed to 

provide a context for the development of unit plans. 
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Mission~ Polley Statement--a general statement of the University's 

purpose, scope of activities, and major operating principles. This 

statement Is approved by the Board of Regents. 

Planning Council--advises the President on the architecture of the 

planning/decision-making process, develops an agenda of Issues for 

poI Icy study, assIsts In the deve I opment of procedures for the as

sessment of Institutional goal attainment, reviews the structure and 

the organization of the University as It affects planning, and per

forms other functions to assist the President In the area of long

range pI ann f ng. 

Planning Memorandum--a document based on a review of each unit plan 

that gives a central perspective on major Issues confronting the unit. 

The planning memorandum Includes comments on each unit, Its fiscal and 

programmatic objectives, and any anticipated changes In facfl itfes. 

The memorandum notes any Institutional Issues that.appear particularly 

Important to the unit. 

Pol fey Agenda--a I fst of pol fey Issues Identified by the Planning 

Council that might be studied through existing mechanisms at the 

University. Joint administration-Senate policy study activity would 

enable a selected committee to address Issues of mutual concern to the 

adm f n f strat f on and the Senate. Other f ssues on the agenda wou I d be 

referred to appropriate officers within the University, either at the 

vice presidential or major unit level. Still other Issues might be 

addressed by one of the University's staff analysts. 
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Program PrIor It I es .s..u..mmm:::t.--a statement of the rRajor programmatl c 

changes for the major units of the University. It Is based on unit 

plans and planning memoranda. 

Strategic Elsea! ElAn--a statement developed under the guidance of the 

VIce President for Finance and Operations. It Incorporates the major 

positions of the Budget Executive with respect to estimated resources 

available over five to seven years. The statement Includes planning 

positions on tuition, private and public support, and fees for goods 

and services. It also Includes an aggregate allocation of resources 

to major areas cqnslstent with the Institutional Planning Statement. 

UnLt Planning Statement--a document In which major academic and sup

port units of the University Identify assumptions, goals, objectives, 

priorities, and strategies for the next three to five years In the 

context of the Mission and Polley Statement, the Institutional Plan

ning Statement, and Information that Is developed In different parts 

of the overal I planning/decision making cycle. The latter sources of 

Information Include the Strategic Fiscal Plan and the Development Plan 

as wei I as the planning data base and the process of Institutional 

assessment. 
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