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In March 2004 Senate and the Board of Governors endorsed the document Strategic Directions for Trent University 2003-2010, which built on the work of many committees and task forces over the previous year. In 2006-2007 the University undertook a review of the Strategic Directions document because a “number of significant changes in the provincial scene and internally at Trent” suggested that the institution might want to adjust priorities. This review concluded with the revised strategic directions document, A Strategy for Trent University 2007-2014, which was approved and/or endorsed by Senate and the Board of Governors in 2007.

In the fall of 2009 the University started a new process of integrated planning. As part of this pan-university initiative, a further review was undertaken of the University’s strategic directions by the Strategic Directions Advisory Committee. The Committee re-organized much of the content of the 2007 document into a set of six strategic directions (in alphabetical order): A. Graduate Studies; B. Internal and External Community Partnerships; C. Research; D. Student Engagement and Accessibility; E. Teaching and Learning; and F. Trent in Oshawa. 

The Committee identified three to five strategies for addressing each strategic direction. The University’s Senate and Board of Governors, at their May and June meetings respectively, endorsed this list of directions and strategies.  Also included in the list was a set of three to five specific actions for implementing the strategies. The action items listed at that time were drawn from activities already approved (i.e., by Senate, Board of Governors) and were included in the document largely for illustrative purposes. The Committee did not want to presuppose the outcomes of unit-level planning, which, once coalesced, will become the actions in Trent’s ultimate strategic plan. However, throughout the process of developing and refining the list of strategies, many ideas for actions surfaced. The Committee refined these ideas and shares them below for consideration and inspiration through the remainder of the integrated planning process.

Though many ideas have been identified explicitly because of their potential for positive impact on the University’s finances, the actions listed below do not reflect a weighing of financial implications. The goal was to capture valuable ideas that would help the University overcome challenges the Committee perceives, or generally contribute to Trent’s success. Obviously, in making the final determination about priorities in the strategic plan, there is a fiscal context that must be brought to bear by those who have a detailed and comprehensive financial picture.

Recommended Actions

	Strategic Direction A:  Graduate Studies

	Strategies: 
	Specific Actions:

	Enrich graduate learning and professional acumen through the creative interaction of teaching, research and career-relevant experiences.
	· Improve access to teaching, administrative, supervisory, etc. experiences for graduate students, especially at the doctoral level;

· Provide experiential learning opportunities, with appropriate support, for students and faculty;

· Expand professional training and workshop opportunities;

· Encourage and recognize innovation and exchange of information and experience.

	Expand, support and evaluate graduate programs.
	· Develop proposals for new graduate programs;

· Explore additional niche, one-year programs, based on Trent expertise, in combination with assessment of appeal;

· Develop internal quality assurance policies and procedures for new and existing graduate programs consistent with Quality Assurance Task Force guidelines.

· Review and update programs, and monitor growth in light of the above policies, key performance indicators, sector trends and government policy;

· Support existing and new programs through clearly formulated and stable strategic and integrated planning;

· Ensure adequate administrative support for individual programs and the Graduate Studies Office, expanding its range of services;

· Enhance and further develop graduate student services, especially orientation and information services, particularly in ways that expand and utilize Traill College.

· Provide competitive financial support for both entering and continuing graduate students;

· Develop fellowship packages that would support student research and communication of research results;

· Create and maintain student-support contingency and top-up funds;

· Review policy on the funding and dissemination of Graduate Teaching Assistantships to departments that recognizes the teaching assistant nature of these positions and the sources of funding, specifically Basic Income Units from the province, and as part of the instructional budgets of departments.

	Foster a graduate learning and research community that is supportive of various ways of knowing, including Indigenous knowledges.
	· Support Community Scholars Initiative to connect graduate students with communities, organizations, etc.

· Utilize the colleges to facilitate intellectual and social interaction across disciplines and programs;

· Provide Indigenous students with ongoing access to Elders and Knowledge Holders;
· Recognize and respect Elders and Knowledge Holders as experts on Indigenous Knowledges and ways of knowing.

	Recruit, retain and enable highly qualified faculty to participate in graduate education.
	· Implement recently approved graduate programs;

· Accommodate or remedy graduate supervision being done ‘off-load,’ through fundraising, collective bargaining, policy refinement, improved recognition and/or creative incentives;

· Provide professional development in the form of faculty exchanges and resource development.


	Strategic Direction B:  Internal and External Community Partnerships

	Strategies: 
	Specific Actions:

	Continue to lead in the creation of mutually beneficial partnerships and linkages with Educational institutions, Indigenous communities, government organizations, and private, community and non-governmental organizations;
	· Continue work with community college partners on further articulation agreements and with university partners on possible joint programs;

· Seek partnerships and strategic alliances that advance Trent’s teaching and research;
· Implement the Centres of Knowledge advancement model;

· Expand partnerships and collaborations with a special focus on philanthropy;
· Build strong networks with key government representatives;
· Provide programs and services to Peterborough, Oshawa and the region that will enhance the level of activity on campus and contribute to the advancement of these communities.

	Contribute to the vitality and sustainability of urban, rural and remote Indigenous communities;
	· Enhance existing relationships with Indigenous communities in the region;

· Develop relationships and distance learning opportunities in Northern communities.

	Develop the diversity of Trent’s various communities;
	· Implement a comprehensive plan that will expand the proportion of international students; 
· Expand the cultural diversity of Trent’s students staff and faculty;
· Provide comprehensive services and support for international students;
· Increase the Aboriginal student population, and provide programs, academic and support services, and infrastructure to meet their needs and promote their success;
· Pursue initiatives that offer life-long learning by expanding the options for general interest and/or non-credit programming.

	Enhance alumni engagement across the entire Trent community.
	· Develop plans for Trent’s 50th anniversary celebrations;
· Share information among Alumni Affairs, Alumni Council and College Review Task Force;
· Investigate and share successful departmental approaches to alumni engagement.


	Strategic Direction C:  Research

	Strategies:
	Specific Actions:

	Foster initiatives and celebrate innovations that enhance and create research partnerships.
	· Communicate and celebrate Trent’s accomplishments and contributions;

· Establish new local, regional, national and international research partnerships;
· Expand research partnership agreements to facilitate internships, placements, community-based research and participation in undergraduate and graduate thesis supervision;

· Engage with Indigenous peoples as producers of knowledge, not just informants for other people’s research.

	Promote the mutually supportive relationship between research and undergraduate teaching.


	· Develop marketing and recruitment strategies that build on the strength of Trent’s personalized learning environment and explicitly expand on the research exposure undergraduates can achieve through internships, placements, community-based projects and thesis courses. 

· Explore models to maximize the use of research infrastructure for effective teaching and undergraduate research.

· Coordinate research support and resources through departmental units in conjunction with the Research Office, emphasizing the role of the departmental units and Chairs in fostering and advocating for the research productivity of faculty.
· Develop departmental policies for faculty teaching assignments considering both graduate and undergraduate thesis supervision and teaching of undergraduate and graduate courses;

· Review the recruitment and start-up policies for new tenured and tenure-track faculty, and establish mechanisms for mentoring and supporting them;
· Develop appropriate policies for hiring, supporting and mentoring post doctoral and visiting research fellows.

	Support existing research areas and create new research opportunities to sustain and improve Trent’s position as a highly rated research institution.
	· Plan and implement a review of the Strategic Research Plan through a consultative process with stakeholders;
· Draw upon Trent’s collegiality to enrich the practice and understanding of the processes of discovery that leads to creative projects and research; 

· Support faculty in establishing and maintaining research programs in an increasingly competitive environment by investing in and maintaining research infrastructure;

· Build capacity in the Office of Research to increase services provided and develop a comprehensive research service policy that clearly defines the Office’s responsibilities and related costs in providing support for faculty (e.g. notification of new funding opportunities, grant proposal writing, securing matching funds, intellectual property, etc.);
· Develop a formalized plan and policy on the effective and transparent management of Research Centres and Institutes;
· Pursue an increase in the number of NSERC Industrial Research Chairs;

· Review the internal SSHRC and NSERC programs in light of changing patterns of external funding.


	Strategic Direction D:  Student Engagement and Accessibility 

	Strategies:
	Specific Actions:

	Encourage the development of the whole student as an engaged learner and a contributing member of his/her community(ies).
	· Complete the work of the College Review Task Force;

· Develop an identity for the colleges as the core of activities and events that foster the development of global awareness and ‘communities within communities;’
· Target full participation in campus and community co-curricular activities through “leadership-by-all” programming initiatives. (Involvement includes, but is not limited to, student government, administrative committees, clubs and groups, on- and off-campus volunteer projects, career development, etc.)

	Foster a collegial, collaborative and healthy student culture that engages learners in their own and others' success.
	· Enhance the colleges-housing partnership for strategic development and expansion of the Living-Learning Communities;

· Enhance opportunities for intramural sports and recreation;
· Evaluate the experiential learning opportunities available to students in their programs, and pursue improvements and new initiatives based on this evidence;
· Provide Indigenous students with ongoing access to culturally appropriate programs and support services that reflect the particular community contexts (remote, rural and urban) of Indigenous students.

	Preserve and enhance student involvement in governance and decision-making.
	· Expand communications and recruitment for all student leadership positions;

· Develop more electronic options for engagement in university decision making;

· Review graduate and undergraduate representation on the Board of Governors;
· Explore the role of the College and Student Services Committee (CASSC) and its potential for a more active role in the decision-making process.

	Recruit and retain students from within and beyond Canada.
	· Develop a learning environment that is welcoming, creates a sense of belonging, and provides opportunities for engagement for all students;
· Provide high quality student support services through an integrated model of student development that serves students of all cultural and ethnic backgrounds;

· Support, through targeted programming, transitions to and from postsecondary education for diverse student groups (e.g. mature students, students with disabilities, international students, Indigenous students, etc.);
· Continue to develop, implement, evaluate and evolve strategic recruitment and retention plans;
· Develop plans, supported at the executive level, for collaboration by the Offices of the Registrar, colleges and student service units;

· Improve service in administrative units and effective use of information technology and automated systems.


	Strategic Direction E:  Teaching and Learning

	Strategies:
	Specific Actions:

	Focus on teaching excellence and innovative pedagogy.
	· Develop internal quality assurance policies and procedures for new and existing undergraduate programs consistent with Quality Assurance Task Force guidelines;

· Review and update programs, and monitor growth in light of the above policies, key performance indicators, sector trends and government policy;
· Assess the courses and programs offered by departments with shifting student enrolment;
· Create mechanisms to ensure that program review recommendations are implemented;
· Provide sufficient instructional resources to allow faculty to spend adequate time on course development and limit classroom sizes;
· Establish a policy that limits the numbers of courses that are taught by non-tenured or non-tenure track faculty;

· Ensure the infrastructure of teaching (e.g. classroom space, technology, etc.) is continually upgraded to enable new methods of engaging with students;
· Establish adequate administrative support for online courses;
· Identify barriers to Indigenous learners and, where necessary, develop alternative teaching practices.

	Foster engagement with Indigenous knowledge systems and ways of learning, and encourage their use within the University.
	· Develop innovative undergraduate and graduate courses that are grounded in Indigenous knowledge systems and ways of learning;

· Work with Indigenous communities and secondary schools to develop strategies that encourage Indigenous students to take senior science and math courses in high school;
· Facilitate access to Elders and Knowledge Holders for students, faculty, and staff throughout the University;
· Promote the use and preservation of Indigenous languages and oral traditions.

	Position Trent as the destination for a comprehensive range of full-time, part-time, mature, and transfer undergraduate and graduate students.
	· Diversify the ways in which we teach to engage and respond to the needs of our learners, accommodating a wider range of students;
· Fully utilize the infrastructure of teaching, support services and enrichment opportunities to engage diverse learners;
· Provide adequate supports to enable all students to achieve technological competency;
· Enhance and communicate institutional services related to market research for course and program development.

	Recognize and promote the essential contributions of University staff to teaching and research on our campuses.
	· Employ and retain excellent academic and administrative support staff and ensure adequate opportunities for their professional development;
· Encourage academic departments that do not already do so, to include staff in as many departmental meetings as possible.

· Consult key staff members during program development, expansion and evaluation activities.

· Explore ways to recognize and reward staff contributions to research.

· Increase consultation with bargaining units, associations and councils.


	Strategic Direction F: Trent in Oshawa

	Strategies:
	Specific Actions:

	Support existing programs and develop new programs;
	· Enhance the five disciplines in which four-year degrees are currently offered;

· Gradually add new courses in ways that complement and intersect with existing courses, and lead to degrees in new disciplines;
· Develop emphasis programs (as minors) and interdisciplinary combinations of courses that are unique to Trent in Oshawa;
· Provide opportunities for academic upgrading, English as a Second Language, Modern Languages and lifelong learning.

· Canvas current and potential students in order to respond to their course needs and requests;

	Facilitate the completion of degrees on site;
	· Continue cooperation and collaboration with the University of Ontario Institute of Technology and Durham College;

· Increase the number and range of undergraduate courses;
· Record, through academic advisors, all challenges and difficulties with degree completion;

· Work closely with academic departments in order to ensure that degree needs are being met;

· Ensure that the cycle and timetabling of courses encourage enrolment;

· Use creative means in order to avoid the cancellation of core and required courses;

· Offer online courses as developed by academic departments;

· Provide stability and continuity through long-term faculty appointments.

	Foster mutually beneficial relationships among the University, Oshawa and lakeshore communities;
	· Develop a community relations plan for Oshawa, integrating governments, school boards, alumni, donors, prospective students, and the media;
· Continue to invite the community to special lectures, readings and events;

· Pursue opportunities for student volunteering, internships and placements within the community;

· Connect the Trent in Oshawa Athletics program with existing programs in the community.

	Invest in infrastructure to enable the implementation of Directions A through E in Oshawa;
	· Complete Oshawa capital project on time and within budget;

· Recruit and retain a diverse student body that includes students of all ages, part-time and full-time, from a wide range of backgrounds and experience;
· Enhance and continue to develop student services that answer the needs of a diverse community;
· Develop awards and prizes specific to Trent’s Oshawa campus;

· Encourage, support (with infrastructure, services, etc.) and recognize research activities and programs of faculty and students;

	Nurture a synergistic relationship between the Peterborough and Oshawa campuses.
	· Embrace Trent in Oshawa as an integral part of the Trent community with its own strengths and needs, encouraging its unique qualities;
· Increase familiarity between Trent’s Oshawa and Peterborough communities by intensifying communication, collaboration and strategic planning between the two campuses.


General Recommendations
Members of the Advisory Committee wish to stress that accountability and evaluation should be closely linked to planning.  The Committee’s greatest concern about the existing (2007-2014) document was that its length, organization and repetitiveness made it difficult to comprehend and use. Many of the goals set out in that document had been achieved, some had not, and for some, implementation was unclear. A plan’s implementation is at risk if it is not tied to commitments regarding who will execute each aspect of the plan, with what resources, and how progress and achievement will be measured. With the advent of integrated planning, Trent University is learning how to plan more effectively. The new academic organizational structure presents an ideal opportunity to continue to improve planning, and to establish mechanisms for implementation, accountability and evaluation.

The Committee’s hope is that this and future strategic plans will be referred to often and actively, as tools for unit-level planning, ongoing management and evaluation. To achieve this goal, the document must be clear, concise and useful.

One of the Committee’s important, but easily overlooked recommendations is the decision to organize Trent’s strategic directions into a chart format, with multiple levels of specificity.  The chart shows links between broad directions, specific strategies and still more detailed actions. It also lends itself to extension. As Trent refines its integrated planning process over the coming years, this model can incorporate columns as follows, to aid unit-level planning, implementation, accountability, and evaluation:

[Please note, the following example is fictitious; solely for illustrative purposes] 

	Executive Level
	Unit level (three possible iterations: proposed, then approved, then evaluated)

	Strategic Directions
	Strategies
	Examples of Actions
	Unit Activities/Actions 

(and Accountability)
	Estimated Cost/Revenue
	Measures of Achievement
	Actual Achievement and Cost/Revenue

	Internal and external community partnerships
	Enhance alumni engagement across the entire Trent community.
	Develop plans for Trent’s 50th anniversary celebrations.
	Develop, communicate and secure support for plan for Trent’s 50th anniversary celebrations. (VP, ERA team)
	$3,000
	
	

	
	
	
	Execute plan for Trent’s 50th anniversary celebrations. (VP with ERA team)
	Cost: $40 000

Revenue: $5 000


	· 50 alumni join various planning committees

· 2 000 alumni attend events

· 1 000 alumni participate online

· Receive positive feedback from alumni regarding celebrations.
	· 62 alumni participated on various planning committees and offered mixed feedback, mostly positive.

· Additional 80 alumni volunteered, helped host/run events.

· 2 850 (total) alumni attended the various events.

· 680 alumni participated online

· 41 pieces of correspondence, 2/3 positive, plus hundreds of verbal comments, the vast majority of which were positive.

· Alumni council expressed strong satisfaction about celebrations, noted significant increase in attendance, interest in council activities, etc.

· At least three new significant donor relationships attributed to engagement through anniversary activities.

· Net cost: 

$48 600 – 6 200 = $42 400


In conclusion, the Strategic Directions Advisory Committee invites all members of the Trent community to embrace this imperfect, but sincere effort in integrated planning. The success of the University in enacting the strategic directions will stem from our individual and collective commitment to implementation, under the principals of striving for best practices, collaboration, continuous improvement and transparency.
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