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The strategic planning activities of the University have been advancing rapidly on all fronts since the initiation of the process at May 1st 2006. Minute 50 of the May 15th meeting of the Board for Non-Campus Countries and Distance Education reported the creation of five task forces, one for each campus, one for the CENTRE and one for the UWI 12. It also stated the membership of the UWI 12 Planning Task Force.

Since the start of the process, the Steering Committee and all five of the Planning Task Forces 
have met and have pursued a course of data gathering including extensive interviews with a variety of stakeholders, focus group discussions, surveys and other studies aimed at eliciting responses to the agreed strategic questions set out in Appendix I to this paper. Response by the staff and students of the UWI has been animated and strong; response from the stakeholders beyond staff and students has been candid, uninhibited and rich. In addition to data overtly solicited for the strategic planning exercise, data collected through the Human Resource Needs Assessment Survey of the Tertiary Level Institutions Unit and the output from consultations conducted in the UWI 12 countries
 have been fed into the planning process.

The Board is invited to note the following details in respect of the UWI 12 PTF activities.

1. On June 26th and 27th 2006, a group of 60 persons representing a cross section of staff of the School of Continuing Studies, Distance Education Centre and Tertiary Level Institutions Unit met at the Mona Campus. Using a variety of methods of elicitation, the leaders of one workshop, Dr Vivienne Roberts and Mr. Larry Goldstein (consultant), collected information from the participants in respect of their views of the University, their jobs within it, their perceptions of the strengths, weaknesses, opportunities and threats for the institution, their vision for 2012, and strategies to cope with competition and strengthen the University’s regionality. 

2. A second parallel workshop, facilitated by other task force members, solicited feedback from members on the concept paper proposing the creation of a fourth virtual campus (FGPC 10c /2005-2006).

3. On June 29th and 30th 2006, the TLIU held a retreat for all its members to discuss inter alia the changing tertiary education environment, as well as their hopes, fears and expectations of the proposed fourth campus.

4. On Tuesday 12th September, the Planning Task Force for the UWI 12 met under Dr Vivienne Roberts (Chair). All members were present as was the Pro-Vice-Chancellor, NCCDE. The meeting considered the following:
a. The output from the workshops held on June 26th and 27th within the framework of the staff conference of the School of Continuing Studies;

b. The findings of the needs assessment survey conducted by the Tertiary Level Institutions Unit across the region;

c. Excerpts from presentations made by patrons of the needs assessment focus group meetings;

d. A summary of the findings of the UWI consultations conducted in eleven of the UWI 12 countries;

e. Data from the Cave Hill PTF meeting held the previous day;

f. Data from the other PTFs gleaned from the websites;

g. A report on a meeting of the TLIU with the Cave Hill PTF.

h. The list of strategic questions

5. The meeting also considered gaps that seemed to remain in the data sources and determined to seek further input. The meeting also agreed on the form of its input to the forthcoming sense making exercise scheduled for October 14th 2006.

APPENDIX I
REVISED LIST OF QUESTIONS

TO BE ADDRESSED IN THE STRATEGIC PLANNING

DATA GATHERING PROCESS

Category A—Mandatory questions

1. How should UWI be different in 2012 if a new strategic plan is successfully implemented?  Be specific.

2. What strategies should the University employ that would allow it to strengthen its identity as a regional university?

3. Is UWI sufficiently responsive to national needs; if not, what do you think it needs to do to be more responsive?    

4. With new universities emerging, others entering the region, and yet others able to educate students in the region using new information and communication technologies, what should UWI do to strengthen its position in light of this competition?

5. What major changes should UWI make to academic programming to respond to changes in the demand for higher education in the region?

6. What major changes should UWI make to its delivery systems to respond to changes in the demand for higher education in the region?

7. What strategies could the University employ to boost its profile and presence around the world?

8. How can the needs of the UWI-12 (Non-Campus Countries) be better met?

9. How can UWI build its reputation as the primary source of research   within the region? 

Category B—Desirable questions

1. How can UWI’s research, teaching and outreach activities have a positive impact on people, businesses, industries and governments in the societies that support the university?

2. What are the essential characteristics of the structures, systems and processes of UWI that will enable it to perform optimally?

3. What opportunities should UWI be pursuing nationally, regionally and internationally?

4. What is the appropriate role of on-line and other forms of distance education within UWI and what approaches should the University adopt to fulfil this role?

5. How can UWI make better use of existing and emerging technologies to improve its management and the execution of its core functions of teaching, research and public service?

6. What can UWI do to improve the quality and distinctiveness of its graduates?

APPENDIX II
DATA FROM UWI 12 PLANNING WORKSHOPS
On 26th and 27th June 2006, 64 members of staff of the SCS, TLIU, UWIDEC and the ONCCDE were brought together at Mona in two strategic planning activities. The participants were managed in two groups mixed to achieve representation from all the departments in each group. Each group spent one working day in sessions led by Dr. Vivienne Roberts and Mr. Larry Goldstein and one working day in sessions led by PVC Carrington and members of the UWI 12 PTF. This document is an attempt to capture information and views expressed in the second mentioned sessions in a thematically organised fashion. The content expressed has not been modified. The document regroups the views to provide direction on the creation of a new proposal for the restructuring of the outreach sector. It is a working document to facilitate the progress of the UWI12 Planning Task Force.

Access

The restructuring of the outreach sector of the University of the West Indies is an opportunity to expand access to tertiary education and permit many to fulfil their dreams of pursuing university level studies. The expansion of the university’s presence can open the way for lifelong access to education in the UWI 12 countries. Planning must include access for persons with special educational needs.

Administration

A consolidated administrative structure can be a strength but the design must avoid merely adding another layer of bureaucracy to the University. Every effort must be made to ensure strong leadership, an effective chain of authority while providing sufficient flexibility to accommodate the geographical reality of our dispersal. Levels of efficiency must exceed those of our current fragmented administration of the sector and of the existing campuses. The systems we develop must be based on effective internal and external communication as well as be created to facilitate coordination of small scattered units. The system must be tailored to achieve smooth flow of the process that students will experience from application through acceptance, registration, study, assessment, graduation, obtaining transcript data, and engagement in alumni affairs. The relationships between students and the financial aspects of the university must be similarly smooth and friendly.

Clientele

The proposed philosophy and operational style of the new campus open opportunities for a very wide clientele of students beyond our contributing Caribbean countries embracing our several Diasporas and other international students. A strong cohort of mid-career professionals, public servants and assorted mature persons would be a fruitful target for the campus. They hold varied documented qualifications and experiences. Our application of our matriculation flexibilities must be sensitive to their reality. However, care must be taken not to cater to them to the exclusion of the recently educated school leavers for whom travel abroad for study is equally impractical. Equally importantly, the appeal of the campus must recognise that the countries where we have campuses also have similar populations for whom study within the framework of our established campuses is not a viable option. In addition, our new initiatives towards access to tertiary education must not overwhelm the university’s established commitment to continuing education and public education. The new campus must maintain this tradition.

Evaluation

From the outset, we must identify appropriate benchmarks and evaluative tools to guide the appraisal of our performance, of our programmes.

External relations

The new campus must break new ground for the UWI in its relationships with community colleges, national colleges and universities as well as with economic sectors that can lead to mutually beneficial outcomes. It must create partnerships as well with extra-regional institutions with special value to Caribbean interests or interests in the Caribbean.

Finance

The proposals for the new campus must include a detailed financial plan. The initiative has the potential for strong self-financing and entrepreneurial orientations; the plan should emphasise this trait and explicitly document the potential. The plan must identify resources and sources for both capital and recurrent expenditure. It must recognise the contemporary lower financial abilities of contributing governments, in particular those of the UWI 12 countries. Its operational style must permit adjustments that can respond to contributor defaults and to shifts in priorities for their support to other parts of the tertiary education sector including other campuses of the UWI.

In developing the financial plan, the university must address the existing funding formulae and the changes that will be necessary in the determination of billings to contributing governments. The financial effect on the funding of existing campuses of the creation of the new campus must be determined and appropriate counterbalances identified. Similarly, the planning process must identify and accommodate the financial effects on the CENTRE as well as the costs of administration inherent in the unusual nature of the new campus.

The plan must convince its recipients of the sustainability of the venture. It must demonstrate cost effectiveness for the university, the state and the student recognising the competitive nature of the environment of tertiary education. Pricing of programmes and fees must be realistic but affordable. Of equal importance, the design of the venture must make provision for deserving students without adequate resources by establishing systems of scholarships, loans and soft access to finance. Concomitant responsibility for reducing the costs of tertiary education lies with all social partners and the university itself should lead action towards that goal.

Successful implementation of the development requires appropriate attention to the current inadequacy of libraries and information systems in the UWI 12 countries and in the university’s facilities outside of campuses. The costs of IT facilities and technology associated with the delivery of programmes using virtual media must be factored into the financing of the campus. They must also accommodate the uneven state of facilities at university centres and permit early levelling of the playing field among UWI 12 countries. 

The financial management of the new campus must be internally coherent and consistent with its special circumstances.

Regionalism & Fragmentation

Serving all the contributing countries has been an intention of our Charter and this development can facilitate that intention. The development of the new campus must be governed by our concerns for enhancing the regional nature of the university and careful management of its implementation and operations should foster that ideal. The design of the programmes of the new campus must be sensitive to the importance of our regional responsibility and the University must consider how it expands its existing initiatives towards regionalism in order to avoid the potential of the new delivery system for fostering parochialism.

Governance

The structure must show parallelism with the existing campuses in the systems of governance without adoption of cumbersome elements inappropriate to its operational requirements. The organisational details must show overt internal consistency with the goals of the new campus. Its structures must ensure representation of students and staff on the governing bodies. The Campus must have a strong academic board conceived in the reality of its intended programmes. The quality assurance provisions must respect the established university provisions for the quality and credibility of its programmes and operations.

Human resources

Detailed identification of staff categories required for all levels of required functions must be prominent in the planning environment – professional, academic, support, clerical and technical. Staff must be able to see the training intentions of the University for the revised and new functions that will be required of them. Equally important is the recognition of career paths that the new development can foster. Stability of leadership and smooth transitional arrangements must be overt. Political buy-in on the part of UWI 12 countries might be favoured by ensuring that the documentation identifies new opportunities for employment of nationals in those environments as well as for professional collaboration with staff of national tertiary level institutions.

The proposal must address anxieties expressed by staff in the relevant sector even as it articulates the proposals for a staffing that is purpose oriented to the operational requirements of the campus. The issues that relate to the eventual placement of the administrative headquarters in one of the UWI 12 countries have to be managed with the same care as those that relate to the reconfigurations that would see staff now employed on campus budgets being re-allocated to the budget of the new campus.

The anxieties include fears of redundancy, concerns about domestic dislocation resulting from transfers to other work environments as well as insecurities about salary equity and possible new conditions of service. Prominent in the list of anxieties also have been provisions for protection by unions and the representation of staff in decision-making bodies. The proposals must provide for staff counselling in regard to the preceding.

Consideration should be given to coping with shortages of appropriately qualified staff by seeking recognition of the UWI as a regional organization with the concomitant tax relief provisions enjoyed by regional organizations.

Image and marketing

The UWI must market itself strongly in the UWI 12 countries and for the clienteles that the new campus will serve in the countries with campuses. The marketing of the new campus must be part of the whole UWI brand. It must also be turned inward to the university itself and ensure that it builds confidence in the venture as a legitimate UWI development on an equal footing with the existing campuses. The marketing can be partially in the form of public education aimed at heightening our visibility, improving perceptions of our international quality.

In order to support the new image, our “centres” must be endowed with new appearances and profiles so that each of the UWI 12 can see itself as having a campus of the UWI. The marketing campaign must create a strong identification with the UWI and the campus presence among its potential students and especially the public servants and professionals whom it can lead to higher qualifications without forbidding occupational sacrifice. The image must be derived not only from the taught programmes but also from the public engagement of the university with the community it serves. In this regard, heightening the style of work of the School of Continuing Studies can be a valuable lever. The University must seek to craft a new identity without losing the positives of its history. It must recognise that the students who choose us want to gain prestige by their choice and their self-identification is part of our future image building. Our legitimacy will drive their loyalty to our brand.

Our marketing must be sensitive to the nature of international competition and project us as a first choice institution among our students and the populations that they represent. The intellectual climate of the UWI 12 must be positively affected by our presence and this must be fed into our marketing strategies.

Over and above this, our marketing must be coordinated to minimise inter-campus competition. Certainly, at the very easiest stage of action, the name of the new campus must be known and become a part of UWI vocabulary.

Implementation

The proposal must set out its timelines and phasing. Its pace must use the enthusiasm of the members of the relevant departments and achieve the changes necessary before that enthusiasm dissipates. The transitional arrangements should maintain sufficient continuity that the process of change does not work to the disadvantage of students now in the pipeline. The process of implementation must itself be free of as much bureaucracy as possible so that our progress is not fettered and its rate of progress defeated.

At all points in the process of implementation, the concepts guiding the change should be well defined and overtly linked to the vision of the institution. The steps in the change process must be clearly articulated and they must induce the change of culture that is necessary in the university. We must resist regression to our current state of operation at all costs.

Intra-university relations

The success of the fourth campus will hinge to a significant degree on the relationships that it develops with the other three campuses. Cave Hill, Mona and St. Augustine must be induced to buy into the idea. It is important to avoid projecting notions of isolation or segregation. The partnerships that we create must be viable, based on mutual respect and supported by strong acceptance of the concept of the new campus and its value to the entire university among the members of the existing campuses. It must be recognised as the university’s way of serving long neglected contributors.

The proposal must clearly define the work of the new campus in campus countries to maximise the benefit to the university without any adverse effect on the campus of the country concerned. As far as possible, the effects of the creation of the new campus on enrolments of the existing campuses must be known and must be accommodated in the overall planning processes of the University.

It will be an important strategy for the new campus to create links with continuing education programmes in the faculties of our present campuses.

Planned resource relationships will be critical. 

Student movement from the new campus to any other campus must be facilitated in the same way as any other student transfer.

The proposal must also treat the matter of lines of communication among the campuses as part of the efficiency that should characterise the new university configuration.

Mission

The University must review its mission and vision statements to accommodate the new development. Elements that should be incorporated into the statements include the following: the development of human resources for the Caribbean, responsiveness to its stakeholders, development of professional cadre for Caribbean advancement, the development of Caribbean society, economic growth and the stemming of the brain drain.

Needs

The proposal for the new campus must be founded on a realistic appraisal of our regional needs, the demand for programmes in the primary target environment of the UWI 12, the international marketability of our offerings and proper analysis of our competition.

Operations

Our documentation must be clear and full in how it sets out the operations of the new campus. That clarity and fullness of explication must conquer any anxieties that might exist because the operations will not be structured in the familiar timetabling and working methods of our existing campuses. The feasibility of the delivery systems must be fully exposed.

Although the UWIDEC has been using blended learning in its current work, documentation must be available to explain it and to relate it to the IT resources available to us. The School of Continuing Studies must hasten to convert its own programmes to the same mode of delivery to further level the differences in resource distribution in our region. Overall, the delivery method must be seen to be capable of reaching remote areas.

Our operations must have flexible, rapid response capability with efficient and effective student support provision. Our customer service ethics must be strong enough to overcome institutionalised inertia. Delivery of programmes must be timely; information must be accurate, clear and accessible. Examination processes must be hassle-free and information on assessment promptly available within realistically structured time frames.

Our supporting administrative mechanisms must exploit contemporary technology as much as our teaching systems. They must show structured responses to the logistic constraints of our archipelago.

Consideration should be given to developing some of our centres into centres of specialisation within the new framework.

Reference to practices of other universities can provide useful guides to operational efficiency.

Philosophy

The proposal should articulate the philosophy driving the new campus. Lifelong learning and student centred programming must be expressly identified in the statement of philosophy.

Politics

The political considerations arising in the workshops in respect of the creation and operation of the new campus require careful appraisal. Some elements relate to those who will be part of it, others relate to their interface with the rest of the university and yet others relate to the university’s interface with its environment including other tertiary level institutions and contributing governments.

The creation of the new campus shows the university recognising the need for special focus on the UWI 12, a neglected constituency that is yet crucial to the claim of regionality of the UWI. The special focus is an opportunity to correct a number of lingering wrongs. Governments of these countries would be inclined to commit themselves to the development which can draw the UWI into long term responsiveness to their needs. Governments of the “campus” countries can be induced to share their views by the benefits that the new campus could bring to formerly marginalised groups in their countries.

The proposition that the headquarters of the new campus should be in one of the UWI 12 countries opens a gap for competition. The criteria for the selection of an appropriate location must be laid early to avoid a repeat of the federal capital scenario.

Collaboration with local TLIs must be a tenet of the philosophy of the new campus.  The prevailing environment could display some diffidence on the part of other institutions about our stronger presence in their spaces but we must encourage mutually beneficial relationships with them and with our feeder institutions. We must align ourselves with local agendas both at the TLI and government levels.

Equally, collaborating across our own campuses has to be a strong principle. Nothing will be gained from the new campus purporting to be an antithesis of its predecessors. Indeed, there is much to be gained from relationships that allow the existing campuses to be advocates for the new entity. The ability of the entire university to compete effectively with foreign providers can be enhanced by the new development. Urging governments to adopt common postures in respect of WTO/GATS issues in relation to educational services can produce a nurturing environment for the development.

The University must measure stakeholder response to the new concept. The proposal for the new campus must demonstrably account for contemporary trends in higher education and structure itself to assure governmental support. It must not however create unattainable expectations.

Programmes

The programmes of the new campus have to be more extensive in their scope than those now offered by the UWIDEC and the SCS. They must increase access to the existing curriculum of the university but they must also include new programmes and offerings derived from the needs of specific countries. Consistent articulation with programmes of the existing campuses should be a guiding qualitative reference point. The continuing education strategies used by the SCS (including its specialised units) can be a methodological and conceptual platform for a significant part of the programmes of the new campus. The campus must capitalise on this for promoting non-formal education and for emphasising lifelong learning as a standard approach.

Formal programmes for upgrading cadres of professionals in work related skills must constitute a major part of the programmes. The design must produce flexible delivery giving greater autonomy to students in customising the structure of their studies.

Access to postgraduate study and the pursuit of research must be an important aspect of the programmes.

Research

Most UWI 12 countries are under-researched. The new campus offers an opportunity to increase research in those environments and especially for issues that are relevant to them. The campus must develop research oriented students with strong applied research skills. Local research agendas should be fostered.

Scope

The proposals must be explicit on the scope of the new campus and how the university will treat with distance teaching programmes (including web-based delivery) generated by campuses. The place in the new campus of those parts of the SCS that are in “campus” countries needs to be made explicit and shown to be rational.

Structure

The proposal must accurately characterise the new campus as an essentially VIRTUAL entity but with a real presence in each contributing country
. By its detailed explication of the proposed academic structure and operations, the proposal must provide reassurance that the academic aspects of the new campus have been adequately conceived and that the campus is not exclusively an administrative machine.

The structure of the new campus should change the relationships between our existing outreach sector and the faculties of our campuses. It should also dissolve the current boundaries among the departments of the outreach sector and permit a functionally based reconstruction of the sector. The reconstruction should project the vitality and vibrancy required for the new era it could bring. It must also show clear efficiency advantages over the current arrangements. It must accommodate to our geographical reality and build-in sufficient flexibility and lower level autonomy to be agile in its responses and actions.

The identification of its senior officials should be publicly recognisable as placing it on par with existing campuses even though total replication of their hierarchy of officials may be unnecessary if the structure is to be guided by the function for which it is being designed. The proposal must make clear not only the overall leadership provisions but also the leadership and management expectations at the level of each contributing country. The new roles of current officers must be clarified.

Special care must be taken to incorporate the specialised units of the SCS into the new structural arrangements without loss of their history.

Students

The new campus must ensure that students are adequately prepared to manage on-line education and the blended learning methods it will be using. Student support must be very strong and, if nowhere else in the university, our student-centred policy must be a reality.

We must act to instil absolute confidence that the quality of the qualifications earned through the new campus is equivalent to that of any other university qualification.

The new campus must assume the initiative for repair of negative attitudes among past students and woo them into a new relationship with the university.

Technology
The new campus must ensure that students are prepared for the use of the technologies it will be employing. Further, it must monitor the state of ICT in all client countries to ensure that its technology is manageable in the least favoured environments. This must include connectivity, cost and user support systems. The proposal must declare the systems to be used and relate them both to the delivery of academic programmes and to our administration of them.

Some provision should be made to assist students in acquiring personal machines.

� The members named at the outset were Dr. Vivienne Roberts (Chair), Mr. Edwin Brandon, Mr. Tommy Chen, Dr Adrian Fraser, Mrs. Luz Longsworth, Professor Stewart Marshall, Mrs. Angela Martins and Dr. Marcia Potter. Mrs. Martins was unable to participate in the initial meetings and has not been replaced.





� The chairs of the PTFs are as follows: Prof. Neville Duncan (Centre), Prof. Andrew Downes (Cave Hill), Prof Alvin Wint (Mona), Dr. Hamid Ghany (St. Augustine) and Dr Vivienne Roberts (UWI 12).





� Eleven such consultations have been held. The twelfth will take place in the Cayman Islands on October 4th 2006. The HR Needs assessment for the Cayman Islands will conclude on October 3rd. 





� See Appendix II.


� Our present campuses have real presence in three environments and have virtual presence in 15 through the intermediary of the UWIDEC. The new campus reverses the proportions of real and virtual presence.
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