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Academic planning has by all measures had a
 significant impact on the University of Wyoming

community. As we consider the revision of the 1999
plan, slated for 2004, it is appropriate to take stock of
what we have learned about developing and
implementing institution-wide plans. Most evident is
the need for sustained communication and careful
deliberation at all levels of the university. At least for
UW, neither top-down nor bottom-up planning is solely
adequate. It is our intention to engage the next round
of academic planning with a strengthened
commitment to campus-wide deliberation. This
document is one component of that commitment.
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The pages that follow briefly enumerate, in no particular order, 10 broad institu-
tional issues that we believe require attention. Some are reasonably simple; others

are arguably too complex to be captured in such a short format. The list, from your
perspective, may be incomplete, inaccurate, or lacking in detail or clarity. The purpose
of this document is to solicit your advice and comments about these issues and to ask
you to identify any others that you believe warrant institution-wide consideration.

Planning issues for Academic Plan II:
(no priority implied)

• Institutional themes and academic focus
• Budgeting for faculty positions
• Curricular breadth
• Graduate education
• Diversity
• Internationalization
• Assessment
• Technological infrastructure
• Learning communities and retention
• Outreach instruction

Following campus-wide feedback, we will ask college deans to develop similar docu-
ments that identify college-specific issues. Similarly, when department heads develop
year-end reports for their deans, we will ask heads to articulate department issues,
concerns, and opportunities in light of institution-wide and college documents.

These first iterations at identifying issues are critical to successful planning. As impor-
tant as it is for faculty members and academic professionals to understand how adminis-
trators perceive the issues, it is perhaps more important for administrators to under-
stand the concerns, needs, and hopes of those who carry out the university’s central
mission.

Please use this document to share your thoughts about the issues contained herein and
to express your opinions as we begin to think about the next academic plan. You can
write directly on this folder and drop it into the campus mail. Or, if you prefer, you can
e-mail any of us in Academic Affairs, or stop by for a visit. We will continue to refine
and consider academic planning issues throughout the planning process. Your com-
ments and suggestions are always welcome, but for this iteration, we would like to hear
back from you as soon as possible. We will compile results and issue a revised document
to help guide the next stage.

Tom Buchanan
Vice President for Academic Affairs



The Issues
As one of the nation’s smallest

 public research universities, UW
has committed itself to excellence in a
carefully defined set of institutional
themes. Identified in the 1999 Aca-
demic Plan, these themes include:

• Environment and natural resources
• Critical areas of science and technol-

ogy such as materials science and
computational science

• Statewide leadership in artistic and
cultural endeavors

• The history and culture of Wyo-
ming and the Rocky Mountain
region

• Professions that are crucial to the
region and its quality of life

• Rural issues in education, health
care, and community and eco-
nomic development

The 1999 plan invited all academic
units to consider how they might
become stronger by contributing to
these themes. Future planning will
require coordinated efforts to connect
and develop institutional themes via
college and department plans. At the
institutional level, it will be important
to continue allocating resources based
upon successful alignment with themes
and to refine, modify, or identify new
themes as appropriate.

Institutional themes and academic focusInstitutional themes and academic focusInstitutional themes and academic focusInstitutional themes and academic focusInstitutional themes and academic focus
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Among the most difficult issues
 that academic units face are the

finite budgets for faculty and academic
professional positions. These constraints
are hardly new. But central position
management has lent the issue greater
definition, especially in colleges where
starting salaries have grown much faster
than UW’s budget. The foreseeable
influx of new resources is not likely to
relax the constraints in the near term.
Every academic unit therefore faces an
important question: What can we do

well within the constraints of dollars
available for faculty positions? Depart-
ments and colleges that thrive during
the next few years will be those that
focus their energies in realistic arrays of
responsibilities. Those that fail to do
this will struggle increasingly with an
over-committed workforce, under-
funded academic programs, and
weakened connections to the
institution’s major directions and
themes.

Budgeting for faculty positionsBudgeting for faculty positionsBudgeting for faculty positionsBudgeting for faculty positionsBudgeting for faculty positions
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A major issue associated with
 baccalaureate education is cur-

ricular complexity. In the context of
slowly growing budgets, curricular
breadth has direct implications for
faculty teaching commitments. The
institution’s willingness to control the
size and complexity of the curriculum is
essential to the maintenance of reason-
able faculty workloads. Absent signifi-
cant faculty growth, every academic unit
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has a compelling self-interest in
carefully limiting the array of courses it
commits to delivering. For similar
reasons, the faculty has an equally
compelling interest in tempering the
extent and complexity of the core
curriculum. All university students
should have access to high-quality
degrees that can be completed in a
timely, cost-effective, and flexible
manner.
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recruitment and retention, but this
argument loses impact when there are
few doctoral students or graduates. In
some disciplines, ideas such as “fast-
track” master’s programs, professionally
oriented certificate programs, or interdis-
ciplinary doctorates may offer promising
new approaches. Maintaining small,
compartmentalized graduate and
professional programs may make less
sense, both to our own researchers and
to our most talented graduate-student
prospects. A crucial issue during the next
five years will be how best to bolster
UW’s graduate and professional offer-
ings through reconfigurations, realloca-
tions, or more effective investments of
faculty effort.

Graduate educationGraduate educationGraduate educationGraduate educationGraduate education
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UW’s graduate programs represent
significant investments of faculty

effort, yet few enjoy national prominence.
Many graduate programs would be
stronger if they had more successful
recruiting, attracted better funding,
offered better stipends, incorporated a
stronger culture of assessment, were more
closely linked to such rewards as tenure
and promotion, and exploited more
opportunities for cross-department
synergy and linkages with institutional
themes. At the institutional and depart-
mental levels, what measures will best
address these needs? Are there better ways
to configure programs that, while reason-
ably successful, fall short of recognized
excellence? Many disciplines justify
doctoral programs as essential to faculty



UW faces persistent difficulties in
cultivating a diverse educational

community. Our progress in recruiting a
diverse student body has been disap-
pointingly slow, and the institution has
had even more difficulty recruiting and
retaining a diverse faculty. Hiring
policies and practices, campus environ-
ment, and the demographics and social
climate of the community all affect this
problem. The university must identify
the barriers to success, and it must take
effective and sustainable steps to over-
come them. We need to increase the
cultural and ethnic diversity of our
instructional workforce, our staff, and

The IssuesDiversityDiversityDiversityDiversityDiversity
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our student body. It would be unfair
and ungrateful to minimize the past
good-faith efforts of the university
community. Still, it is clear that UW’s
diversity problem calls for bolder
measures. For example, it may be worth
examining tangible ways, such as
targeted position allocations, to encour-
age and reward the effective recruit-
ment of scholars from underrepresented
groups. In student recruitment, it will
be important to reshape the contours of
UW’s financial aid, which is now largely
merit-based, to include more need-
based scholarships.
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InternationalizationInternationalizationInternationalizationInternationalizationInternationalization

to lag behind comparator institutions
in the breadth of international pro-
gramming and in the proportion of
students who graduate with interna-
tional experience. UW must bolster its
on-campus infrastructure for interna-
tional students, strengthen international
student and faculty recruiting, aggres-
sively encourage study abroad, build
ties to universities in other countries,
and continue to strengthen the
internationalization of the curriculum.
Of critical importance will be increas-
ing the volume of students who
incorporate an international experience
into their degree programs. To this
end, we should establish realistic
quantifiable objectives that can be used
to evaluate our progress.
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UW must pursue greater interna-
tionalization if the institution is

to meet the needs of students in the
twenty-first century. More now than
ever before, American society calls upon
institutions of higher education to help
bridge the gap between rhetoric and
practice in internationalization. Embed-
ded in the seemingly homogeneous
culture of the Mountain West, UW
faces special challenges. Responding to
these challenges will require counterbal-
ancing our distinctive culture with the
rich array of cultures that characterize
the global community of scholars and
the broader world that our students will
inherit. Although UW has made signifi-
cant strides, and much programmatic
groundwork has been laid, it continues



Another major issue associated
with baccalaureate education is the

need for more systematic and effective
approaches to the assessment of student
learning. The 1999 decision of the
North Central Association to grant UW
unconditional accreditation carried with
it a mandate to continue the
institution’s commitment to this goal.
The key elements of assessment are to:

• Articulate clear learning objectives

• Develop evidence about whether a
UW education achieves these
objectives

• Use this evidence to effect improve-
ment

While many individual faculty members
and academic professionals pursue this

The IssuesAssessmentAssessmentAssessmentAssessmentAssessment
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regimen as a matter of pride, only a
handful of academic departments
adhere to any systematic approach, and
our institution-wide efforts at assess-
ment still lack depth and impact.
Institution-wide assessment has
obvious but poorly developed connec-
tions to the university’s core curricu-
lum. In particular, the degree to which
we should integrate general education
requirements within students’ major
requirements is a subtle and difficult
question–one that bears not only on
the integrative nature of the major but
also on the latitude that the university
provides for students’ growth in other
intellectual dimensions.
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TTTTTechnological infrastructureechnological infrastructureechnological infrastructureechnological infrastructureechnological infrastructure

• At UW, as at most research universi-
ties, tension exists between central-
ized computing and networking,
special-purpose instructional needs,
and the highly decentralized com-
puting that supports research. As
technology evolves, it will be
important to reassess the appropriate
mix of centralized support versus
decentralized systems and their
attendant costs to departments and
colleges.

• The need for sophisticated software,
powerful hardware, and high-
bandwidth connectivity will escalate,
especially as UW strengthens its
commitment to outreach students
and Web-enhanced learning.

• The rapid rise in faculty startup costs
in certain disciplines places increas-
ing pressure on UW’s budgets. In
some fields, a single startup package
can be equivalent to five years’ salary
for a new assistant professor. Manag-
ing this challenge will require an
array of tactics, including rigorous
analysis of returns on large startup
investments, re-examination of the
rates and distribution policies
associated with indirect cost returns
from research grants, and continued
pursuit of institution-wide funding
opportunities such as the EPSCoR
programs.
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The university’s technological
infrastructure includes information

technology, instructional design facilities,
and the equipment and instrumentation
to support research and scholarship.
Maintaining this infrastructure is an
increasingly costly endeavor, with at least
four dimensions:

• Along with other institutions of
higher learning, we face the emer-
gence of wireless networking, wide-
spread student ownership of comput-
ers, and the growth of computer
applications beyond science and
engineering and into the professional
fields and traditionally non-technical
disciplines. Managing this growth will
require thoughtful planning and
continual infrastructure development
for instructional design.



Learning communities purposefully
structure the curriculum to link

course work, so students find greater
coherence in what they are learning and
have increased interaction with faculty
and fellow students. UW’s learning
communities include Freshman Interest
Groups (FIGs), Power Groups, the
Honors Program, and Project Synergy.
Institutional data indicate that Power
Groups and FIGs have improved
student retention and academic success.
The Honors Program has a long
tradition of fostering the best in UW’s
academics. During its inaugural year,
Project Synergy improved retention,
GPAs, and probation rates among
students who entered UW with condi-
tional admissions. Faculty members who
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have participated in these programs
generally have found them personally
and professionally rewarding.
Oftentimes, learning communities are
associated with collaborative and active
approaches to learning and may
include team teaching, interdiscipli-
nary themes, and a common residential
component. A more systematic institu-
tional approach, coupled with greater
involvement by faculty, would
strengthen the needed curricular links
and enhance UW’s learning commu-
nity efforts. Faculty-student interaction
fostered by a small, defined commu-
nity can convey educational responsi-
bility and provide satisfaction from
deeper learning in a collaborative
environment.
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Outreach instructionOutreach instructionOutreach instructionOutreach instructionOutreach instruction

of the Outreach School: stable funding
for departmental commitments to
outreach instruction, effective incen-
tives for faculty engagement and
innovation, and the maintenance of a
reliable, high-quality technical infra-
structure to support distance delivery.
Colleges, especially Business, Educa-
tion, and Health Sciences, feel the
impacts of outreach commitments
most strongly. Channeling some
portion of outreach tuition revenue
toward funding for permanent faculty
positions is worth considering, as is
allocating a portion of outreach tuition
to the central position management
budget to supplement funds currently
available for faculty hiring.
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UW now operates under the
premise that mechanisms for

funding and delivering off-campus
programs should be as similar as pos-
sible to those used for on-campus
programs. Toward this end, the 1999
Academic Plan called for increased
absorption of outreach instruction into
the regular teaching responsibilities of
the permanent faculty. As this planning
process unfolds, it is appropriate to
reconsider the structures through which
we budget for outreach instruction. The
current structures rest on an outdated
view of outreach as a purely entrepre-
neurial enterprise, weakly integrated
into the fabric of the mainstream
curriculum. It is imperative that we
adapt these structures to the real needs
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