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Background

A stated outcome of our current strategic planning process is to re-establish positioning and direction for the college through the development of clear, explicit and discrete goals. At the same time the new provincial government's "Core Review" initiative poses four simple questions that provide a framework for organizational planning at any level. These questions are:

· What are we doing? 

· Why are we doing it? 

· How are we doing it? and 

· How will we measure our progress? 

These questions address the central issues of the type, breadth and depth of programs and services within the organization; the core purpose of the organization and the source and nature of the mandate for specific activities; provisions for access and methods of delivery in addition to the efficiency and effectiveness of programs and services; and finally, mechanisms for review and improvement of these, as well as for public accountability. They thus provide a good framework for the development of goals and directions for the college within the strategic planning process.

This Strategic Planning Green Paper, in conjunction with our Environmental Scan and other input information, begins the process of developing clear goals for the College through the planning period. It will do this by discussing several "Strategic Options" - or goal areas that are of strategic importance to the college - in the context of the core questions noted above. Many of these strategy options are discussed in terms of dichotomies or continuums of choice, and all involve coming to some agreement among an array of alternatives that will describe how we want to position ourselves in each particular context. 

The paper will attempt to initiate these decisions by suggesting directions or emphases based on our scanning and input to date, but it will at all times encourage development of a shared vision across the college community through informed discussion and debate of these issues. The statements of this Green Paper are meant to serve as a starting point for dialogue across the college community.

What Are We Doing?

This goal area addresses the central issues of the type, breadth and depth of programs and services offered by the college. As such it speaks in the purest way to future vision, long term strategy, the "fit" between our community's needs and our activities, and our "positioning" relative to other educational providers in the region. It also speaks to our priorities between growth and quality - how much we do versus how well we do it - and to issues of access and comprehensiveness in the sense of "breadth" and "depth" of activity. How broad an array of programs and services should we offer, and within that array, what volume or quantity of places/service/activity is available? Finally, and related to all of these points, is the notion of emphasis or specialization. Which areas across our programs and services, would we choose to emphasize, enhance or develop specialized competencies in - versus those we might choose to minimize?

Emphasizing growth or quality

As noted in our Environmental Scan, the college has for more than a decade made addressing demand for student educational spaces its highest priority. We have grown programming more quickly than services, and deferred the resourcing of services and infrastructure to the point that they cannot be sustained without additional investment. However while the quality of support services and infrastructure has strained, demand for programs is escalating in many areas, and new program needs are constantly identified. Some of these needs are of critical importance to our community and government. 

What is an appropriate balance for the college to strike between meeting the needs for new student places within the community, and re-establishing the quality of services and infrastructure?

· As far as possible we will hold the line on growth while we attend to issues of quality in our support services, infrastructure, and in our educational programs themselves; 

· We will target funded growth to those areas designated as government priorities, and to those identified as strategic imperatives by the college in response to community need; 

· Within base programming, except for targeted growth, new or expanded programming will come through replacement of other programs or sections; 

· Outside of base programming, only programs or courses that can be mounted on a sustainable cost-recovery basis will be offered. 

· Other Strategies? 

Balance of developmental , academic and applied programming

Although regional population - and therefor our funding - is expected to grow at rates below the provincial average, the college faces heavy waitlist demand for existing programs and a host of new needs within the community. Alternative funding is hard-won and scarce, and we are likely to face multiple competing demands on our resources for the foreseeable future. We will be forced to make choices about what needs we will meet, and what programming we will provide.

Developmental programming meets pressing social needs and we face substantial unmet demand for academic offerings. At the same time there are often alternate providers for both these types of programs within the region. On the other hand our scanning efforts have revealed numerous needs for applied programming, particularly in the technologies, health and managerial areas among others, yet the costs of delivering these are often high. If our growth funding is limited, we may need to replace some programs with those that have higher priority for our community. 

Keeping in mind that Camosun is one provider among many in the community, what is an appropriate mix of developmental, academic and applied programming for the college, and how can we move toward this ideal,?

· While we will not diminish developmental and academic programming, neither will we increase these areas without specifically targeted and full cost recovery funding. Growth in developmental and academic programming will not exceed the average rate of growth of the college as a whole; 

· We will place available growth funding in those applied and occupational areas identified by our community as being high priority and which are a good strategic fit for Camosun. Appendix A contains a list of high priority program opportunities identified in the course of the Strategic Plan Environmental Scan. 

· We will concentrate on our position as an excellent provider of certificate, apprenticeship and diploma level education within our region. We will not actively compete outside of this niche except where there is a specifically identified strategic benefit in doing so. Where there are alternate providers within this niche we will not duplicate service, but will attempt to enter cooperative relationships that lever resources and provide value added to our community. 

· Other Strategies? 

Emphasizing comprehensiveness or specialization - breadth, depth and emphasis

Camosun College was established as a "comprehensive" community college with a broad and quite typical range of programming for its day. Over the years we have added excellent new programs, but our mix remains fairly conservative, and similar to many other urban community colleges. We have few programs that speak of our region's unique identity, or the college's strategic advantages. On the other hand our community has a complex range of needs and we are the only mandated provider for a broad spectrum of programming. 

What is an appropriate balance of breadth, depth and emphasis across our programming profile?

· We will maintain a breadth of relevant programming across a range of applied arts, business, health, human service, trades and technology fields, as well as developmental and academic programs. However within this range specific programming will be determined by community need and strategic fit, within a context of effectiveness and affordability; 

· We will monitor needs and may limit capacity in some areas in order to provide resources to higher priority programs; 

· We will establish areas of specialization within our program mix that reflect the unique character and needs of our region and the strategic advantages of the college. The Environmental Scan identified several possible areas of specialization, including administrative studies, complementary health, technology, and recreation / tourism among others. 

· Other Strategies? 

Populations within our community

The college currently serves over 12,500 learners annually. However this population is far from homogenous, and within it can be discerned any number of subpopulations, defined on the basis of age, gender, ethnicity, family status, employment characteristics, geography, mobility and a host of other possible factors. Some of these were discussed in the Environmental Scan, and most have special needs to be provided for. We serve these groups more or less well depending on a variety of factors, and there may be some who we don't serve at all. At the same time we are clearly mandated to provide a broad range of programming to all in our community with some degree of equity. 

Are there subgroups within our community that are currently not well served, or that we should serve in new or different ways?

· We will continue to enhance educational opportunities and service provision for learners who are currently in the workforce, particularly as they upgrade skills or train or re-train to fill labour market gaps; 

· We will continue to enhance educational opportunities and service provision for learners who wish to access education on a part time or evening basis, or in other non-traditional ways; 

· We will continue to enhance educational opportunities and service provision for First Nations learners, and will work in close cooperation with First Nations communities to identify priority needs and mechanisms for meeting these; 

· International student education will continue to be supported on a full cost recovery basis, and international learners will not displace domestic access. However with these provisos we will continue to enhance educational opportunities and service provision for international learners and will provide a quality experience for those we admit. 

· Other Strategies? 

Service provision

The core purpose of a community college is to promote student learning, and in so doing meet the educational needs of the community and the labour market. Although the provision of support services is not the college's reason for being, it is nonetheless true that an array of services are necessary to support our central mission. Both direct services to students - such as registration and financial aid - and services that support faculty or the operation of the organization - such as program review or accounting - are equally important in this regard. However we must be constantly vigilant that the services we provide do in fact promote our ultimate goals - either directly or indirectly; that they do so efficiently and effectively; and that they do not become ends in themselves. 

What appropriate array of services should we be offering, in order to support students, faculty and the operation of the organization - in an efficient and effective manner?

· We will provide an array of services that support in direct or indirect ways, student learning, faculty and the operation of the college as an educational institution. We will not emphasize services whose primary purpose is the support of other social or economic goals; 

· We will give priority to services that are unique and necessary to the college environment. We will give lesser priority to services that are available through other providers to our campus community. Where other providers exist we may consider cooperative relationships that lever resources and provide value added to our students, faculty and staff. 

· Other Strategies? 

Why Are We Doing It?

This area addresses the core purpose of the college and the source and nature of our mandate for specific activities. As such it touches on our legislative enablers, mission, values and beliefs, and on both the explicit and implicit public policy agendas that we address through our programs and services. It also involves the way in which we articulate with our community and pay heed to its voices as we make programming and service choices; and how we prioritize and decide among multiple competing needs within that community. Some of these purposes and mandates are established for us and our goals relate to how we behave in relation to them, while in other areas our goals involve better clarifying our motivators themselves.

Core purpose - mandate and mission of Camosun College

The core purpose or mission of an educational institution is the production of student learning. We know student learning is core to an organization such as ours because it is the only function that if removed would lead to dissolution. By definition an educational institution cannot exist without producing student learning, and conversely all other functions exist either to support student learning or (as in the case of community or labour force development) flow from it as a product or consequence. However, recognizing student learning as the core purpose of our college speaks not at all to the types of learning we wish to promote, nor to the consequent goods/values we will strive to create in our community. To address these issues we must look to the mandate provided by government, and to that of our community. Unfortunately, while some of this mandate is explicitly stated, much of it is implied and remains to be articulated. The College and Institute Act for instance, guides us only so far as to provide: university education "at the first and second year level", "post secondary education or training", and "continuing education". 

How can we better clarify our mission and the results expected of us, and act in ways which are consistent with these purposes?

· We will recognize the production of student learning as our core purpose, and will evaluate all of our activities in the light of how effectively they promote this goal, either directly or indirectly; 

· We will contribute to clarification of government policy regarding the educational, social and economic purposes of the BC post-secondary system, and rationalization of the roles and relationships among the institutions within it; 

· We will work with regional education providers on common issues, including demand for adult education, collaborative programming, inter-institutional transfer, and joint capacity planning; 

· We will establish frequent and systematic communication with our community in an effort to understand its needs and priorities. We will do this at the macro level through our Board and through community events and forums; and at the micro level through strong advisory committees and other community/ employer/ agency contacts. 

· Other Strategies? 

Emphasizing our economic or our social development role

As noted above, the College and Institute Act is largely silent about the role of community colleges in economic or social development. Certainly at the time our system was created its economic development potential was a strong consideration. However over the years governments have at times emphasized the social, and at other times the economic development goals of the system, as paramount. 

What emphasis should the college place on economic versus social development, in the determination of appropriate programming?

· While we will not act to the detriment of social goals, we will favour programming and other activities that promote the economic development of the community. 

· Other Strategies? 

How Are We Doing It?

This goal area is concerned with the ways and means of program and service delivery. It involves provisions for access and methods of delivery - how it is that we reach out to, or enable, our students and other clients to use the programs and services we provide? It speaks not only to the mechanisms themselves, but to the barriers these serve to overcome, including geographic, temporal, socio-cultural and economic. As well, we address in this area issues of quality and effectiveness - how well do we understand and serve student and community needs, and with what degree of timeliness, flexibility and care? Finally, this area speaks to the efficiency and affordability, and ultimately the sustainability of programs and services. How well do we use public funds and independent resources, and what strategies do we have to preserve, leverage and multiply scarce resources?

Quality and effectiveness

We have determined that we will support quality and effectiveness over growth, but having done so, what do we mean by these terms? One definition of effectiveness is "meeting student (and other clients') needs in the way in which they want them to be met". In this sense both quality and accessibility (following section) are faces of the same effectiveness coin, and both need to be provided in order to achieve this goal. 

Quality and effectiveness go beyond direct student needs and services however, and speak as well to the supports that are provided throughout the organization. In these terms the notion of effectiveness concerns the ability of all programs, services and supports to foster the core purpose of the college - student learning - either directly or indirectly. 

How can we best ensure and maximize the quality and effectiveness of all our programs, services and activities?

· We will put in place mechanisms to monitor student and client needs, and attempt to understand how best to meet them. We will frame student / client needs as goals and refine or develop processes that produce these outcomes. We will view our processes and services from the point of view of those we serve, rather than from that of our own convenience; 

· We will cultivate learning and service as our primary values, and develop a climate and environment that fosters these in all ways possible; 

· We will encourage development of our people as our greatest resource. We will design and implement a program of development options that includes orientation and integration activities; initial and on-going skills development / training; and personal/professional planning, development and review cycles; 

· We will engage in succession planning in order to provide for retirement and replacement within our workforce, and attend in particular to the development needs of new faculty and staff; 

· We will adopt a specific theme of student success across the college, and develop and implement initiatives that foster this in each area; 

· As we develop and refine our programs and courses we will incorporate clear learning outcomes, flexible and diverse assessment methods, and diverse access options, including appropriate learning technology; 

· We will promote internationalization across the curriculum and foster faculty development in this regard. We will also foster a climate of tolerance and appreciation of diversity across the college, and incorporate these values in our programs, courses and services; 

· We will implement self-review and revision processes across our programs and services. These will include both ongoing and comprehensive review processes, and be supported by methodological materials, instrumentation, data sets and facilitation resources. Review cycles will include development and implementation phases, and downstream evaluation; 

· In addition to review and development of programs and services, we will review and create plans for infrastructure development. This will include information technology, facilities, class/lab/shop equipment, and library/audio visual resources. We will pay particular attention to the opportunities and potential impacts of new technologies and trends, including increased bandwidth, portal technology, wireless connectivity, and widespread inter-connectivity and convergence. 

Accessibility

In an earlier section we discussed the quantitative aspects of access (growth); at issue here are its qualitative aspects - accessibility as an element of effectiveness. In this regard we are interested not just in the way student/clients' needs are met through specific programs and services, but how we make these available and/or enable access on the part of our community. A high quality service is not effective unless it can be accessed - effectiveness necessarily entails availability, use and impact. Here diversity is a key component; we face diverse needs across our community and this often requires diverse provisions for access. And the notion of barriers is also central; enabling access to programs and services by a diverse community will often entail removing social, cultural, economic, geographic or ability barriers. 

How can we foster effectiveness by providing for the accessibility of our programs and services to a diverse community? 

· As much as possible we will provide multiple access and learning options within our educational offerings. We will recognize diverse learning styles and foster multiple and flexible approaches to learning and assessment; 

· Where and as appropriate, we will incorporate learning technologies into our educational offerings, to the extent to which these foster student learning and access. In particular we will pursue web-based technologies via a variety platforms and strategies as outlined in the Distributed Education Plan. We will continue a strategy of faculty support, and augment this with increased support of integrated project type development efforts; 

· We will use web and radio course delivery to help overcome geographic and mobility barriers, to better serve outlying areas within our region or to alleviate personal mobility issues; 

· We will work to eliminate physical access barriers to on-campus buildings or areas; 

· As much as possible we will organize and schedule our courses and programs such that we maximize flexibility of access and convenience to the student. Options such as asynchronous access, flexible hours, multiple entry points, part time availability, modularized design and evening or weekend access will be considered; 

· We will attempt to address social and cultural access issues through targeted initiatives, and economic barriers through aggressive development of scholarships and bursaries, in addition to student loans programs; 

· Wherever possible we will develop diverse access options for our support services. These may include in-person, phone, print, fax, web and other approaches as appropriate. Multiple payment options will also be considered, and flexibility and student/client convenience will be our goal. 

· We will aggressively develop our web presence as a vehicle for supplying information and services, and for conducting business and other transactions. We will develop web-access strategies as a preferred alternative to in-person; 

· We will strive to widely inform students, prospective students, employers and the community at large about college programs, services, events and issues, and to enhance and maintain a positive image in the community. 

Sustainability - efficiency, affordability and continuity

In a perfect world, the goals of quality and accessibility would not be limited by concern for cost, but in our environment cost is a significantly constraining factor. We must always weigh the degree of quality desired versus the cost of providing it, and the opportunity costs of other foregone activities. In this respect efficiency is the complement of effectiveness, and the two speak to some sense of optimization - maximizing benefit while simultaneously controlling cost. Clearly this is mandatory if we are to be accountable for public resources. Another component of sustainability is affordability; it is obvious that it is not possible to resource all of the activities we might wish to pursue, and regardless of how efficient some may be they are simply too costly for us to engage in. This speaks strongly to priority setting, but also to resource development in pursuit of expanded capabilities. Finally comes the notion of continuity here - how can we ensure that valued programs and services can be resourced with the degree of longevity, stability, and predictability that is needed? 

How can we ensure the sustainability of our programs and services through efficiency, affordability and appropriate continuity of support?

· We will pursue analytic processes to optimize our programs and services in terms of benefit and cost; finding ways to maximize benefit and minimize cost. Where issues of cost versus quality arise we will make conscious choices based on our values and strategic directions; 

· We will actively engage in advocacy with the Ministry, MLAs, local governments and influential members of the community, regarding funding and resource development. 

· We will pursue alternate funding sources for programs or services where these make a clear contribution to our mission and strategic directions; 

· Where we utilize non-base funding for programs and/or services we will analyse the full costs of delivery - direct and indirect - and ensure funding or other revenues fully cover these, or be explicit about the nature of our subsidy to the activity. We will only subsidize activities that make a clear contribution to our mission and strategic directions, and only pursue entrepreneurial activities where these outcomes are provided as well; 

· Where outcomes align with our mission and strategic direction we will seek to lever resources through partnerships with businesses or other organizations in order to add value for our community; 

· In general however and with these provisos regarding mission and direction, we will seek to diversify our revenues from a concentration on government and especially formula funding, to other sources as noted above; 

How Will We Measure Progress?

In our final goal area we address mechanisms for review and improvement of programs and services, as well as for public accountability itself. This includes our philosophy of accountability and openness; the connection to planning; a focus on outcomes and results; and ultimately the mechanisms of measurement, review and improvement.

Continually improving our programs and services

With over sixty program groups and a large number of service areas, review and improvement is an ongoing and continuous activity at Camosun. It is part of our philosophy of quality, and our commitment to meeting student and client needs with the best means at our disposal. We are conscious as well of our stewardship of public resources and have a desire to be open and accountable in that regard. This is true of our improvement and accountability mechanisms themselves, in that we must optimize the efficiency and effectiveness of these processes as well. 

What elements of a cycle of planning and improvement can we describe, that will optimize the quality of our programs and services while demonstrating accountability for public resources?

· We will commit to a philosophy of quality and continual improvement of our programs and services. Effective student learning and quality services will be our core values; 

· We will plan with these values in mind, and together with knowledge of our community's needs, develop programs and services to effectively meet them; 

· Our planning will establish clear goals to guide action; 

· In the light of these goals we will develop critical success factors that provide a basis for measurement, and quantitative and qualitative benchmarks that provide standards for judging the effectiveness of programs and services, and progress towards improvement. We will assess programs and services on the basis of their results and impacts rather than inputs and effort expended; 

· We will continue to implement and refine processes that provide information and mechanisms for the assessment of programs and services within the contexts of success factors and benchmarks; 

· We will continue to implement processes, supports and resources for the revision and improvement of programs and services; 

· We will develop mechanisms to publicly display the results of our measurement, assessment and improvement efforts. 

The purpose of this Green Paper on Strategic Options is to initiate discussion about the college's goals and directions over the planning period. The draft strategies contained in this document, while drawn from environmental scanning, ongoing initiatives and other sources, are not finalized statements. Instead they are possible options the college could pursue, posed as key points for discussion. Dialogue about these or alternative options is encouraged, as are suggestions for additional strategies the college might adopt in any of the areas discussed above. 

Appendix A

Possible Programming Opportunities Identified from the Environmental Scan (not in any order)

· The highest employment growth rates in BC will be found in: 

· retail trade 

· transportation and communication 

· business services 

· accommodation and food 

· education 

· high technology manufacturing 

· health 

· Other occupations in BC will have high training needs due to retirement replacement, including many trades, nursing, other health and human services, teaching, and public administration. 

· Specific growth areas within the Victoria region include: 

· health and complementary health fields 

· social and community services 

· culture and performing arts industries 

· "third sector" industries (non-profit, volunteer, not-for-profit) 

· business services 

· first nations development 

· sustainable energy 

· restaurant and accommodation industries 

· software development 

· the aeronautics industry 

· electronics manufacturing 

· biotechnology industries 

· marine industries 

· tourism and eco-tourism. 

Appendix B

Current CAMOSUN COLLEGE Mission and Values Statements

MISSION
Camosun College's purpose is to serve the adult learning needs of the southern Vancouver Island region, through the provision of publicly funded educational programming, community partnerships and self funded initiatives.

Camosun College is dedicated to the advancement of lifelong student learning through excellence in teaching and educational services. The college provides challenging and supportive learning environments, where the pursuit of knowledge, creative inquiry, critical thinking, inclusive values and applied skills are cultivated and sustained. It fosters a national and international perspective, while participating as an active partner in the social, cultural and economic development of the region.

VALUES
A Commitment to Learning
We commit ourselves to a community of learning and to the teaching and learning relationship wherever it is found.

A Focus on the Student
We meet the diverse needs of our community in many ways, but the student must be the ultimate focus and beneficiary of our activity.

The College is its People
It is people who create the value in the learning relationship, and in the services that support and sustain it. We all contribute to the teaching and learning environment.

A Dedication to Service
We dedicate our efforts to a spirit of service, to providing quality, and to continuously improving what we do. We will focus our areas of expertise to reflect our community's needs, and our actions will continually strive for excellence and value.

A Spirit of Respect
Everyone matters. We will act towards our students, the public and each other in a spirit of dignity and respect, compassion, honesty, openness and inclusiveness. We will celebrate the diversity of our community.

