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Ge?étls for our Discussion

Remew the concepts important for successful
*strategic planning and implementation

Providé hnks between planning and outcomes as
they relate to one msﬁtuﬂon

Review the us News rankings and which ones have
capacity for greatest tmpact

Cotrelate an institution’s focus on the rankings and
their success

Finally, conclude with some challenges to the IR
office — positives & negatives of the process

June 2, 2009 US News & Strategic Planning




;Quick Background

+ Clemson Umver51ty is..
= Public 1and—grant for South Carolina
— UG enrollment’ 14 713 GR enrollment 3,604 (18,317)
— 1240 FT faculty, total 4400 employees
— Annual budget of ~$7OO million (~150 in research)
— Centers of excéllence in engineering, life sciences &
PRTIM -
* In-state tuition has risen more than 150% since 2000 to
among top 5 in the country
+ General fund appropriations are 2°¢ lowest in SE

*+ Past 18 months have seen 25-30% budget cuts
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.Strategic Planning

* Typically, strategic plans look 3-5 years out (this 1s
~not typical plan)
* Tend to také time, working bottom-up with internal
and external stakeholders
* Analyze strengths; ‘weaknesses, and challenges
~ Can be zery complex for higher ed

. Determlne mandates

— What has to be done, where are the sacred cows
¢ Prowvide opportunity for multiple voices in plan

* Nomination of a champion (necessary in higher ed?)
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Flaws (criticisms) in Strategic Planning

* As Mintzberg nq;és, is it just an exercise? If so, does
that diminish its value?

* Plans are only as good as that year’s emergency —a
little ADD in the process for higher ed

* Literature on planning in higher ed — Schmidtlein,
Keller, Peterson — warns of the politicization of the

process. What isn’t political?

* Loosely coupled system within our schools gives
latitude to individual school/dept/individual goals —
should there be different plans?
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Is Now a Good Time for Planning?

* Chronicle& Planning for Higher Ed have both published
- recently on a “rgﬁim” to planning
* Why do we tufn to planning in the midst of a
budget crunch When most literature says NOT to do
so? o

* Additional challenges of turnover / stability in
faculty and staff positions — tendency to “plan” with
new administration

* IR offices should be participants at the table,
suggesting where trends could be taking the
institution
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Clemson, the Vision, and US News
2001 and Counting

-« The Hire: Presented 10 goals to achieve in 10 yeats
— Site: http://www.clemson.edu/president/goals.html
* Vision: Clemson will be ranked in the Top 20 of
US News public universities
~ Was ranked #38 in 2001
— As of 2008, ranked #22

* Goals: Affect every possible indicator to the

greatest extent possible

— Objectives: No indicator, no method, no process off
limits to create improvement
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Clemson’s Approach vs. the Usual

The Usual Approach
* Broad inclusive vision

* Bottom-up approach |
from all (or most)
stakeholders

Open SWOC(T) analy.
Tends to get lost & not

known by many

Eval& Adaptation are
often forgotten
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The US News
I,,,jndica’tbrs

The Question is Simple: 7

Variable Value
Academic Reputation 25%
Faculty Compensation 7%
Terminal Degree % 3%
FTFaculty . 1%
Student/ Faculty Ratio ~ 1%
Classes <20~~~ 6%
Classes >50 2%

Question 2:

If an institution can
significantly shape its. .

Freshmen Retention 4%
Acceptance Rate 2%
Top 10% 6%
SAT/ACT Scores . 8%
Expenditures per Student © ~ 10%_
6-year Grad Rate 16%

Grad Rate Performance 5%

Alumni Giving

\=raa) TeStrateye T A

Discussions to Direct Clemson’s Rise

* Not a question ot if, but of how:

— Can one change reputation?

— Can one increase doctoral output?

— Can one increase endowment?

» Initial literature search (and since) suggested that
substantial change is not probable (compared to

being on a “treadmill”

* What amount of funding, and in what areas, are

needed to achieve goal? (putting money where it

matters)
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The Model

Testing _
leningz—) Implementation 3 Evaluation

Adaptation

Model applied to every indicator, without exception. Constant
evaluation and consideration of changes that would bring
greater yield. Planning difference? Attention.
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The Outcomes (see back page)

Rank 38 30 22
Ranking Category Ranking Sub-Category 2001 2005 2007 2008
Academic Reputation
(25%) 3 3.1 3.1 ?
Average Frelsq/;rgjn Retention 87% a7% 89% 929%
Average Freshman | Predicted 6-year Graduation
Retention Rate (20%]) Rate 62% 65% ? ?
Actual 6-year Graduation Ratel 72% 75% 78% 79%

Difference between |
Actual and Predicted 10 10 ? ?
Graduation Rate (5%)

1060— 1130 -1320 {1150-1310{1150-1320
SAT/ACT 25th-75th Percentile| o (1225 (1221 (1227
avg. SAT) | avgSAT) SAT)

Student Selectivity Percent of Entering Freshmen
(15%) in Top 10% of High School 34% 45% 52% 50%
Class

Acceptance Rate 68% 57% 54%




Strategies -- Class size
(easiest to affect)

* Methods
— Creation of CU 101 (doesn’t matter what the class is)

— Implemented multiple sections for freshmen classes
accounted for by “breakout sessions”

— Any class already over 50 may as well grow larger

— Greatest manipulation around the edges (18-19; 49-52)
* Outcomes

— Run test scenarios

— Centralize authority to alter section size

— There are substantial benefits to students (Engl; Calc I)

— Has increased ranking in category AND in Fr retention
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Incoming Class Data

(274 easiest to control)
* Methods

— No (ok, very few) FTFT freshmen in lower 2/3 of class
— SAT average constantly tested by acceptance dates

— Created new “bridge” program just to address this change
* Only FTFT freshmen counts matter for US News

* Also addressed concern over legacy admits

— <10% of incoming class 1s first generation (always has
been low)

* Qutcomes
— Increase Fr retention

— Increase 6-year grad rate
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Faculty Indicators

. Methods (more challenging)

— One request to AAUP to change salary data already
reported (didn’t work)

— Change in title to increase percentage and salary
— Many “tests” to see which configuration looked the best
— Inclusion of benefit dollars calculated added to salary

e Qutcomes
— Pure division puts “average salary” at $108,000

— Clemson never had a large % of TAs or mstructors, but
now students benefit even motre

— Has created salary issues with some salary compression
- IR has to explain multiple definitions
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Financial

(most challenging)
* Methods
— Again, multiple seenarios run to present best picture
— Tuition increases in double digits from 2001-2005
* Moved from below Seutheast average to top of the Southeast
— Remember, though financial mdicators are the most
complex for US News& whete we have the least info
* Qutcomes
— Somewhat unknown in overall US News ranking
— Funds placed into academic expenditures as much as

possible

— More expenditures has allowed for decrease in
Student/Faculty ratio
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# Other measures

. Keputatibn & Alumni
*— Consistent push with public relations
* They now oveisee the sutvey
— Called on (and stﬂlvdo) alumni to contrbute §5.00 to count
in percentage
* Database search firms hired to find more alumni & clean data
— Started mailing Clemson publications nationally to other
presidents and higher education administrators
* President’s Survey
— Rate (almost) all programs other than Clemson’s below
average

— President is active on several association boards
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Project Management — Outcomes
(see spreadsheet)

. No Chaﬁge in....
 — Academic teputation (3.0 to 3.1)
— Doctbral degrees (stll ~120 per year)
* Greatest Change...
| — Faculty compensation — from $90 to $109
— Freshmen retention rate — 82 to 89%
— Graduation rate — 72 to 78%
— Class size management (has fluctuated a bit)
— FTFT Frin top 10% -- 34 to 52%
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Lessons for Planning (and rankings)

Positives

- — Message of vision is clearly, constantly,
permanently communicated to ALL stakeholders

— Change is measurable, success is clearly defined

— Adaptation is'constant, if one thing doesn’t work,
try another

— Evaluation is vital to plan and is pervasive,
affecting all who have something to do with the
indicators ’

~ Some changes have favored the overall student
experience
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Lessons for Planning (and rankings)

Negatives
— Not inclusive for the University; many
departments disconnected from process
— Has favored mefit over access in a poor state
— Tuition increases resulting from plan
— No room for dissention
— What is the message we’re sendingy?

— Data issues tests lines among clarification / spin
/ manipulation

— Increased frustration with budget cuts
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How has Clemson moved Up?

Research strongly links successful planning to...

Lots of communication across ranks & across
departments — what impact am I having? How does
this matter?

Specific knowledge of responsibilities — what
decisions can I maker

Lack of second guessing & backtracking — if I make
a decision is someone going to

Celebration of outcomes — will I know if we’re
headed in the night direction?
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References

Included are some teferences that may be

useful in planning and management. ..

Great Strategy, Great Results -2°9 edition — Harvard
Business Review

How Successful Leaders Think — Roger Martin — 2007

Harvard Business Review

Integrative Model of Organizational Trust — Mayer, Davis
&Schoorman — 1995

Dynamcs of Taking Charge — 1995 — Gabarro
(see others on the list)
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US News and World Report
Summary of Data for Ranking Categories

Rank 38 35 32 34 30 27 ‘ 22
Ranking Category | Ranking Sub-Category | 2001 2002 2003 2004 2005 2006 2007 | 2008
Academic Reputation
(25%) 3 3 3.1 3.1 3.1 3.1 3.1 ?
Average Freshman
Retention Rate (20%) 87% 90% 89% 88% 87% 89% 89% 92%
Average Freshman Predicted 6-year o o o o " ?
Retention Rate (20%) Graduation Rate 62% 59% 60% 63% 65% 70% ' i
Actual g'ayt‘za(’ng/f)d“a”o” 72% 72% 72% 72% 75% 75% 78% 79%
Difference between
Actual and Predicted 10 13 12 9 10 5 ? ?
Graduation Rate (5%)
Percent of Classes With
Less Than 20 Students 39% 22% 23% 26% 39% 43% 48% 49%
(30%)
Percent of Classes with
More Than 50 Students 8% 10% 12% 11% 10% 1% 11% "M%
(10%)
Faculty Resources Student Faculty Ratio (5%) 16/1 15/1 15/1 16/1 15/1 14/1 14/1 14/1
(20%)
Percent of ’;g’%”"e Faculty| 959, 95% 94% 95% 95% 95% 95% 95%
Percent Faculty with
Terminal Degree (15%) 88% 88% 88% 88% 86% 86% 86% 85%
Faculty Compensation $75,669,857 | $75,598,985 | $80,026,694 | $85,768,468 | $90,574,871 | $96,376,722 | $98,560,320
(35%) (836) (823) {825) (847) (874) (889) (895)
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