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Planning &' Assessment 

Criterion 4: YSU Can Continue to 

Accomplish Its Purposes and Strengthen 

Its Educational Effectiveness 

Part I: Planning Documents, I988 -2000 

Several major planning documents have guided YSU since the last 
North Central visit: Recommendations Toward a Strategic Plan (1991); 
Report of the Strategic Planning Team: Further Suggestions. . . Concern- 
ing Strategic Planning in 1992-1997 (1992); Managing for the Future 
(1992); YSU 2000: A Vision for a Premier Metropolitan University (1994); 
and The Challenge Is Change: Ohio's Master Plan for Higher Education 
(1996). Other planning documents include annual budgets, technology 
plans/ and capital plans. 

In 1989/ the Academic Planning Committee of the Academic Senate 
recommended that the administration engage in a more participatory 
process for developing long-range institutional plans. The resulting 
process included development of an "exposure draft" to elicit wide- 
spread comment on future directions of the University. The final draft, 
presented on August 30,1990, recommended: (1) immediately and 
significantly expanding recruitment/ outreach, and development activi- 
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- ties; (2) modifying existing planning activities to create one process 
that serves all planning needs; (3) expending resources to protect the 
enrollment base and areas of achievement and to increase access, and 
(4) increasing information capacities and services. The Academic 
Planning Committee of the Academic Senate responded to this report 
by developing a document entitled Recommendations Toward a 
Strategic Plan. 

RECOMMENDATIONS TO WARD A STRATEGIC PLAN 
AND REPORT OF THE STRATEGIC PLANNING TEAM 

Recommendations Toward a Strategic Plan was adopted by the 
Senate and presented to the Board of Trustees in spring 1991. It recom- 
mended that a strategic planning team be charged with further refining 
the planning process. This team, composed of both faculty and adrnin- 
istrators, addressed such topics as resource acquisition and allocation, 
academic programs, scholarship, academic structure, student services, 
institutional advancement, and planning. Its report, titled Report of the 
Strategic Planning Team: Further Suggestions to  the New Adwinistra- 
tion and the Board of Trustees Concerning Strategic Planning in 1992- 
1997, recommended that the Academic Senate, through its Academic 
Planning Committee, conduct biennial evaluations of adherence to the 
strategic plan. Although the report coincided with the arrival of the 
new president and provost, who instituted a different planning struc- 
ture and processes, several of the team's recommendations were incor- 
porated in YSU 2000. 

MANAGING FOR THE FUTURE 

In 1992, the Ohio Board of Regents, at the request of the governor, 
required each of Ohio's state-assisted colleges and universities to 
organize a Managing for the Future Task Force to suggest ways public 
higher education could become more effective and efficient. At YSU, 
community leaders, business executives, and educators worked to- 
gether to develop recommendations for cost containment included in 
the resulting report, Managing for the Future. The University reports 
progress toward meeting recommendations of this document to the 
Regents annually. This annual report provides specific examples of cost 
containment, with estimates of dollars saved and additional informa- 
tion about institutional priorities, efforts at strategic planning, and 
institutional best practices. 
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YSU 2000 

The University developed the strategic-planning document YSU 2000: 
A Vision for a Premier Metropolitan University in 1993-94. This docu- 
ment, discussed under Criterion 1 (Chapter 3), includes the 

Youngstown State University Mission and Goals Statement 
approved in 1993; 

Campus Space and Remodeling Plans, an outline of projected 
physical development formulated by the President's Cabinet and 
campus and community representatives; and 

Institutional Strategies, an overall institutional context for the 
future, developed within the University divisions. 

The Institutional Strategies evolved from the University Mission and 
Goals Statement as each division developed goals and objectives consis- 
tent with the mission. Common themes among these goals and objectives 
shaped 13 strategies: 

Enhance community leadership and partnership. 

Expand commitment to diversity. 

Expand international activities. 

Promote collegiality. 

Integrate teaching, scholarship, and service. 

Implement outcomes assessment and new procedures and pro- 
grains that improve effectiveness. 

Extend program-development activities. 

Extend institutional visibility. 

Implement Campus 2000. 

Create an electronic campus. 

Strengthen student recruitment and retention. 

Expand revenue streams. 

Extend development efforts. 

Specific goals for achieving each of the strategies appear in YSU 2000. 
After this document was developed, the Academic Planning Committee 
became relatively inactive in overall planning because many of its func- 
tions were assumed by other governance groups. 
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THE CHALLENGE IS CHANGE 
Youngstown State University works in cooperation with the Ohio 

Board of Regents (OBOR), the planning and coordinating group for 
state institutions of higher education in Ohio. The regents issue peri- 
odic master plans, most recently The Challenge Is Change: Ohio's 
Master Plan for Higher Education (November 1996). YSU and the other 
state institutions had an opportunity to comment on and shape this 
plan. It will continue to influence higher education across Ohio but has 
little direct impact on the operation of individual institutions. 

The Challenge Is Change identifies five core values to guide state 
institutions of higher education in Ohio: 

1. affordable access to higher education for Ohio citizens; 

2. highquality learning experiences that help students develop to 
their fullest extent; 

3. basic and applied research that contributes to knowledge and 
meets regional and statewide needs; 

4. services that help citizens, communities, regions, and the state, as 
well as businesses and industry to meet their goals; and 

5. effective, efficient use of limited resources and accountability for 
the use of public funds. 

In February 1997, YSU1s newly created University Planning and 
Budget Committee discussed the relationship between The Challenge Is 
Change and the University's own strategic-planning document, YSU 
2000. The committee found the state master plan consistent with the 
purposes and strategies contained in YSU 2000. By working to achieve 
the plan developed in YSU 2000, the University will implicitly contribute 
to achieving the Master Plan for Higher Education in Ohio. 

BEYOND 2000 

The development of future comprehensive planning documents 
has been assigned to the University Planning and Budget Committee, 
organized in January 1997 and charged with developing long-term 
vision and direction for the University-specifically, what will YSU 
look like in 2008, the 100th anniversary of the institution? How can 
YSU continue to build distinctive programs or services? Further, as 
noted under Criterion 2 (Chapter 4), the committee is charged with 
providing institutional perspective on and assessment of the goals 
and directions of the University. Its functions include clarifying insti- 
tutional purposes and directions, reviewing divisional plans and 
priorities, and then linking resource allocation to the medium- and 
long-term goals of the institution. 
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Part II: Planning and 
Assessment ~rocesses 

The 13 strategies identified in YSU 2000: A Vision for a Premier 
Metropolitan University provide a framework for moving the Uni- 
versity into the 21st century. Annually, institutional goals and objec- 
tives related to these 13 strategies are developed through discussion 
within and across divisions. These annual priorities are discussed 
with the Board of Trustees, disseminated to the campus through the 
Administrative Advisory Council, reviewed again at mid-year, and 
finally assessed at an annual retreat. Each division assesses progress 
toward achievement of these strategies and then identifies objectives 
and priorities for the upcoming year. The following paragraphs 
summarize the relationship between planning and assessment in 
each of the divisions. 

DIVISION OF ACADEMIC AFFAIRS 

Mission and Goals 

Each unit in the Division of Academic Affairs has developed a 
mission and goals statement linked to the mission and goals of the 
University. These statements serve as planning documents, outlining 
short- and long-term goals for units, colleges, and departments. 
Within the context of the mission and goals statements, faculty mem- 
bers and administrators develop individual goals for the upcoming 
year. Faculty members, in consultation with their department chair- 
person, set goals in teaching, scholarship, and service (see the YSU- 
YSU-OEA Agreement, section 11.7). Furthermore, the Council of Deans 
annually develops plans and goals for the upcoming year and reviews 
progress on the preceding year's activities. Mission and goals state- 
ments of the individual units are revised periodically. These state- 
ments are available in the deans' offices within the respective colleges, 
as well as in the NCA exhibit room. 

Annual Reports. Annual reports reflect each year's progress in 
achieving missions and goals, serving to focus the efforts of individuals 
and units, to highlight what has been achieved, and to identify what 
needs to be done during the next year. College annual reports, which are 
organized according to the six purposes that accompany the Youngstown 
State University Mission and Goals Statement, provide specific ex- 
amples of each unit's contributions to realizing the vision of YSU as a 
premier metropolitan university. 
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Program Development 

Curricular development and planning for the use of resources are 
initiated at the department level and linked to the mission and goals 
statements of the department, college, and University. Major resource 
requests (faculty positions and equipment) are reviewed by the respec- 
tive Dean's Advisory Council, from which recommendations are for- 
warded to the Provost's Advisory Committee, where decisions are made. 
Curriculum development falls under the purview of the Academic Senate 
for undergraduate programs and under the Graduate Council for gradu- 
ate programs. 

New academic programs must be submitted to the Ohio Board of 
Regents for approval. Before development of detailed course and pro- 
gram proposals for submission to Senate committees, there is an informal 
preliminary-approval process to determine support for the program from 
the department, college, University administration, and Ohio Board of 
Regents. The goal is to ascertain at an early stage in program develop- 
ment those programs that are worthy of consideration and financially 
feasible. A concept commentary (see Development of Academic Infra- 
structure, 1994) is developed and discussed with Board of Regents staff. 
If the program appears viable, the curriculum is submitted to the appro- 
priate Academic Senate committees. A formal proposal, including an 
analysis of needed resources, is then forwarded to the Board of Regents. 

Program Review 

A program-review process was begun in 1995-96. Program review 
involves all aspects of departmental programs and is undertaken every 
five years for programs without national accreditation. Accredited pro- 
grams undergo an institutional review in the year following the accredi- 
tation 

Â 

Â 

Â 

Â 

visit. The specific procedure is as follows: 
- 

The department prepares a self-study report that addresses mis- 
sion and goals, curriculum, teaching, assessment, faculty, students, 
resources, and projections for the future. Accredited programs use 
the format required by their accrediting agencies. 

The department presents the completed self-study report to the 
college dean and to a reviewer from another university, who visits 
the department and then provides a written report to the depart- 
ment and dean. Visiting teams and accrediting-agency reports 
fulfill this function for accredited programs. 

The respective dean and the Dean's Advisory Council review the 
reports. Procedures for providing feedback vary by college. 

The department submits the self-study to the Office of the Provost. 
The Provost's Advisory Committee reviews the self-study report, 
and the department chairperson meets with the PAC to discuss the 
program and answer questions. 
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The PAC provides comments to the provost, who then prepares a 
report of strengths and weaknesses and areas for future focus by 
the department. 

The department responds to the specific feedback by developing 
an action plan and reporting progress on the plan in its annual 
reports and in its next five-year review. 

Since the Provost's Advisory Committee makes recommendations 
about the allocation of resources, the program-review process pro- 
vides a natural link between assessment and budgeting in the Division 
of Academic Affairs. 

Program review in the School of Graduate Studies also takes place in 
five-year cycles, which usually correspond to the cycles for departmental 
reviews. These graduate-program reviews, mandated by the Ohio Board 
of Regents Advisory Council and the Higher Education in Ohio Master 
Plan (1976), take the form of self-study and critical evaluation by the 
department and review by the Graduate Council, with feedback to the 
dean of Graduate Studies. Departmental responses and action plans are 
required before the Graduate Council recommends continuation of the 
program. The results of graduate-program review are examined by the 
Provost's Advisory Committee during departmental review. 

The relationship between assessment and planning in the Division of 
Academic Affairs can best be summarized in the following table: 

Table 6.1 
Assessment and Planning in the Division 
of Academic Affairs 

Faculty Members 1 Student Evaluation of Teaching 1 Annual Goals 

Chairpersons Dean's Informal Evaluation Annual Goals 

Deans Merit Evaluation Annual Goals 

Academic Departments Annual Report Mission and Goats 
Student Assessment Assessment Plan 
Program Review Action Plan Response 
Accreditation Review to Program Review 

Mission and Goals 

Divisional Priorities 



6-8 NORTH CENTRAL ASSOCIATION SELF STUDY 

-. 

DIVISION OF BUSINESS AND FINANCIAL AFFAIRS 

Planning 

YSU 2000 is used to guide planning in the Division of Business and 
Financial Affairs. Divisional Priorities~or goals for the upcoming year- 
are developed within the Division as an outgrowth of the University 
Mission and Goals Statement and the six purposes and 13 strategies that 
flow from it. Specifically, near the start of each fiscal year, the five execu- 
tive directors meet with each of the directors reporting to them to formu- 
late goals and objectives for the year for the unit. Executive directors also 
develop personal goals. These two-part goal statements are then used in 
performance appraisal. 

Planning in the Division also includes preparation of 

multi-year plans for development of parking facilities; 

annual budgets and a three-year budget forecast each year; 

a Capital Projects plan for submission to the Ohio Board of Re- 
gents each biennium; 

a deferred-maintenance plan; and 

the University Affirmative Action Plan. 

Special-purpose plans-such as that for the design, installation, and 
activation of the new telephone switching system-are developed 
as needed. 

Assessment 

The Division has begun identifying objective performance measures 
for each area as the beginning step in a benchmarking project. Given the 
diverse services provided by the Division, assessment often takes the 
form of noting the number of requests for services, the promptness with 
which requests are filled, and the degree of satisfaction expressed by 
those who use the services. In certain areas, it is possible to quantify the 
services, e.g., the number of personnel requisitions filled or the number 
of purchase orders processed. In other areas, assessment takes the form 
of evaluating how well services are provided. This is particularly true in 
the financial area, where an external auditor performs an audit each year. 
In addition to the audit, the auditor reviews the financial operations and 
provides a management letter with recommendations for improvements. 

These types of assessment information are included in annual reports 
for the various offices. Additional reports from the Division include 
Personnel Activities Reports and the Affirmative Action Workforce 
Analysis Reports that are produced quarterly. Each executive director 
performs an annual assessment of how well the goals and objectives of 
the department have been met. 
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The relationship between assessment and planning in the Division of 
Business and Financial Affairs can be summarized in the following table: 

Table 6.2 
Assessment and Planning in the Division 
of Business and Financial Affairs 

DIVISION OF STUDENT AFFAIRS 

Mission and Goals 

The Division of Student Affairs has developed a mission and 
goals statement. The mission, which flows from the mission and 
goals of the institution, outlines the purposes, key priorities, and 
overall direction of the Division, while the goals serve as a broad 
plan for achieving the mission. 

The leadership of the Division, with feedback from staff, devel- 
ops annual Divisional goals. These goals shape short-term strategies 
for achieving the broader mission and goals. Each unit and office 
within the Division of Student Affairs has also developed a mission 
statement and annual goals consistent with those of the Division and 
the University. 

All staff members within the Division, from executive directors to 
clerical staff, set annual goals regarding professional development, 
individual improvement, and quality service. At least once during the 
year and at the end of the year, supervisors meet with staff members to 
review progress toward achieving these goals. 
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Assessment 

In 1997! the Division formed a Student Affairs Assessment Task Force 
to facilitate development of a Divisional assessment plan. The task force! 
using input from the Division, has rewritten the Student Affairs mission 
statement, making it more specific and assessment oriented. In addition, 
the task force developed a template as a guide for assessment within 
departments. 

Assessmt Tmplates. Each unit or 06ce completes an assessment 
template outlining specific processes and timelines for achieving its 
annual goals. When assessment is completed, the results are summarized 
and added to the template! as is a post-assessment action plan identify- 
ing what needs to be done in the upcoming year. Beginning in 1998! the 
Student Affairs Assessment Task Force will =view the templates annu- 
ally and provide feedback to the units and offices. 

Annual &pods. All offices in the Division of Student Affairs, using 
the assessment-template inâ‚¬ormatio will produce annual reports that 
highlight achievements, identify shortcomingsl and outline a plan of 
action for the hmediate future. The Vice President's Cabinet and the 
Student Affairs Advisory Committee will review the annual reports and 
make recornendations for further action. 

Vice President's Retreat. Each year! the vice president of Student 
Affairs holds a retreat with members of the Vice President's Cabinet and 
the Student Affairs Advisory Committee to review the accomplishment 
of annual Divisional goals and to set goals for the upcoming year. All 
staff are asked for input, and the new goals are communicated widely 
throughout the Division. The Student Affairs mission statement is also 
reviewed and revised periodically, as needed. 

Review of Programs and S e ~ c e s  
- Each office within the Division of Student Affairs uses additional 

methods of assessmentl depending on the programs or services pro- 
vided. These methods include computer tracking systems, participant 
surveysl focus groups! and customer-satisfaction surveys. The Division 
administered the Noel-Levitz Student Satisfaction Inventory in l B 7  and 
plans to repeat the survey on a regular basis. 

A Student Affairs Customer-Service Questionnairel which will be 
used Division-wide! has been developed to gain broader feedback from 
students and other customers. Each customer who visits an office will be 
asked to complete a questionnaire rating the service, staff! physical 
facilities, and convenience of hours of the office. The responses will be 
tabulated quarterly in the office of the vice president and used-in 
consultation with the appropriate executive director, director! and office 
staff-to make changes in procedures and services. 
























