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1.  Introductory Comments 
 
This document is intended to provide: 
 

• a context and information relevant to the planning process that we are now undertaking 
and to broader questions that we must address to define the future of the Faculty. 

• guidelines for responding both to the Principal’s planning template and to the issues 
relevant to the Faculty. 

 
While the main impetus for the current planning process is to meet the Principal’s goal of 
presenting an academic plan to Senate and the Board at the end of this year, it also provides an 
opportunity for the Faculty of Arts and Science to consider its future directions.  The following 
pages contain a summary of the current goals and operations of the Faculty and also identify 
areas in which critical decisions must be made which will have a profound impact on the evolution 
of the Faculty over the next few years.  To those who argue that the Faculty can simply continue 
its present operation I would say that declining to make a choice will have an impact that will be 
no less profound and may be less to our liking than choosing to try to influence our own future. 
 
In order to stimulate debate I will briefly set out possible courses of action that we might take in 
each of the areas of choice that are presented more fully in the latter part of this document.  I 
emphasise that I do this as an exercise, my statements do not represent Faculty policy.  Although 
they have been influenced by many discussions in the Faculty Office and elsewhere the 
comments are mine alone and do not necessarily represent my final position. 
 
The greatest challenge facing the undergraduate programme is the question of how we maintain 
quality in the present fiscal environment.  We do not have the resources to continue doing 
everything we do now let alone what we have been able to do in the past.  We must decide what 
we are going to discard in order to preserve what is of highest priority to us.  This will mean an 
increasing number of larger classes in the early years of a programme to make possible smaller 
classes and capstone experiences in the later years.  Curriculum and course requirements must 
be reshaped to provide sustainable degree combinations.  New methods of instruction must be 
evaluated and, where appropriate, adopted. 
 
Because of its importance to providing highly trained individuals, its relationships to research, the 
support that is provided to the undergraduate programme, the implications for the reputation of 
the University, and its importance for revenue generation graduate enrolment must be maintained 
at current levels.  The Faculty must also continue its commitment to supporting research and 
scholarship.  A fixed portion of the budget should be designated for this purpose part of which 
would be available on a competitive basis and part to meet emerging situations. 
 
While the Faculty of Arts and Science should remain a unified Faculty, its internal reorganisation 
should be restructured to support units of about 30-40 faculty members.  This reorganisation 
could be based on either administrative or academic liaison or both.  The Faculty should examine 
the possibility of discarding the departmental unit as the basis for the provision of support 
services. 
 
Since the Faculty can balance its budget only by either increasing revenue or decreasing costs 
and since we are now at the limit of what can be achieved by cost cutting, the Faculty should 
consider increasing undergraduate enrolment as the most effective and rapid way of increasing 
revenue. 
 
I hope you will consider the above statements, review the alternatives discussed later in this 
document, introduce other possibilities if you wish, and consider the future that you favour. 
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Section Two of this document gives a summary of the provincial context in which planning for 
Queen’s takes place.  Sections Three and Four provide an overview and analysis of the current 
structures and state of the Faculty.  Sections Five and  Six offer a framework for academic 
planning and strategic decision making while Section Seven presents the set of goals developed 
by the Faculty Office for the purposes of planning and budgeting over the three-year period from 
2009-10 to 2011-12.  It should be noted, however, that, given the rapidly changing environment 
within which we work, these goals are constantly being reevaluated and this academic planning 
exercise offers a larger context in which to engage students, faculty and staff in deliberations over 
the future of Arts and Science.  
 
In Section Eight of the document, I have attempted to set out several critical areas for focused 
discussion: undergraduate education, graduate education, research, the structure and 
organization of the Faculty and its departments, administrative support and University service, 
and budget. 
 
Responding to this document, and particularly to the issues summarized in Section Eight does 
pose an additional burden during the current planning process.  However, in setting our strategic 
priorities these are issues on which we must define a position.  Although they are major issues I 
think they can be responded to quite succinctly.  Not all will be relevant to every department and 
there may be issues of importance which should be added.  I suggest that you include responses 
to these in Section 8 of the template provided in the Principal’s document Where next? 
 
Appendix B summarises the target dates for completing various stages of this planning process. 
 
 
 

Alistair W. MacLean, Ph.D., C.Psych. 
 
Dean, Faculty of Arts and Science 
Professor, Department of Psychology 
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2. The Provincial Context 
 
It is important to have an understanding of the wider context in which the University operates. A 
recent document issued by the Council of Ontario Universities, Reaching Even Higher: The Next 
Multi-Year Funding Plan for Postsecondary Education, provides a good summary of the 
governmental, social, demographic and provincial contexts shaping the next few years of 
postsecondary education in Ontario. This document is essential reading as the Faculty plans a 
way forward. Reaching Even Higher follows the Ontario Government's Reaching Higher 
programme under which Ontario postsecondary institutions added over 25,000 undergraduate 
and 10,000 graduate spaces between 2004-05 and last year. The programme also improved 
access for first-generation students, Aboriginal students and students with disabilities. Over the 
five years of the Reaching Higher programme significant funding revenue was added to Ontario 
institutions with a cumulative increase in operating grants of approximately $2.7B over the five 
years of the programme. 
 
In the next phase of Reaching Higher, to which Reaching Even Higher is a response, the Premier 
proposes to increase access to Ontario postsecondary institutions in light of increased 
participation rates in the population and increased demand in society for the kinds of skills 
developed in the postsecondary environment. The Ministry of Training, Colleges and Universities 
estimates "that student demand for undergraduate spaces will increase by between 42,000 and 
58,000 (full time head counts) between 2008-09 and 2015-16."1

 

 Reaching Even Higher proposes 
three recommendations to meet the shared goals of Universities and government:  

1. Increased access for students to accommodate the growing demand, particularly in the 
GTA. 

2. An enriched student experience through quality initiatives such as: 
• Expanded academic support services; 
• Enhanced technology and library resources; 
• Increased student-faculty interaction; and 
• Support to improve teaching practices. 

3. More robust accountability to ensure delivery of access and quality to students through 
more strategic agreements that clarify and build on each institution’s specific strengths, 
priorities, regional needs and provincial goals.2

 
 

The document further notes that "While funding on a per-student basis has grown, it has not kept 
up with universities’ actual growth in costs" during the Reaching Higher programme,3

 

, and the 
next phase of development would require a review of the current limits on tuition and further 
investment: 

To continue to provide improved access for students through growth in enrolment without 
eroding the quality of their programs, and to provide moderate improvements in quality, 
Ontario universities require annual increases to the base operating grants of 
approximately $200M (on average in each of the next five years), to address 
substantively more growth than was accommodated during Reaching Higher. Further 
investments to base operating funding are needed to allow our institutions to make 
sustainable and significant improvements to the student experience and learning 
outcomes.4

 
 

                                                 
1 Council of Ontario Universities, “Reaching Even Higher: The Next Multi-Year Funding Plan for Postsecondary 
Education,” December 2009, p. 4, http://www.cou.on.ca/.../COU%20Submission%20to%20Government%20-
%20next%20multi-year%20plan%20FINAL.pdf. 
2 Ibid., p. 2. 
3 Ibid., p. 6. 
4 Ibid., p. 9. 
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However, the COU document offers no easy assurance that tuition restructuring or base 
investments will be easy to obtain in the current economic climate. Universities would still operate 
under constrained resources, significant internal structuring would have to be undertaken, and 
reporting and accountability structures would have to be in place for this partnership in 
postsecondary growth to take place.  
 
It is fortuitous, therefore, that we are undertaking this review, and its outcome will be crucial to the 
future of the Faculty. 
 
3.  Overview of the Faculty 
 
The Faculty of Arts and Science at Queen’s provides a challenging and innovative education 
within the context of a mid-sized University and a research-intensive environment.  Research and 
learning are closely tied in a wide range of graduate and undergraduate programmes designed to 
foster analytical, critical and creative thought as regular habits of mind and to transform students 
into informed, responsible and educated global citizens.   
 
Currently, approximately 450 faculty members offer courses to approximately 1600 graduate 
students and 8500 full-time undergraduates. 
 
At the Undergraduate level, the Faculty includes a range of different academic structures that 
make possible a variety of degree possibilities for students. Four-year degree programmes such 
as the Bachelor of Arts and Bachelor of Science are provided through 27 departments.  The 
Bachelor of Arts is available in the form of a Major, Major-Minor, Medial or Special Field 
Programme type; the Bachelor of Science offers a Major, Major-General, Medial and Subject of 
Specialization type.  Three-year degrees are also available in the Arts or Sciences.  Since Arts 
and Science incorporates Languages, Social Sciences, Natural and Physical Sciences, Creative 
Arts and Humanities in one Faculty, students may move between and among an array of 
disciplines and choose from a wide range of degree combinations. 
 
More specialized degree programmes are available from three schools requiring direct admission.  
The Schools of Music (the Bachelor of Music), Computing (Bachelor of Computing) and 
Kinesiology and Health Studies (Bachelor of Kinesiology, Bachelor of Health Studies, and 
Bachelor of Physical and Health Education) offer specially designed programmes.  Finally, a 
number of specially designed interdisciplinary programmes in Life Sciences, Jewish Studies, 
Environmental Studies (also a school, although not a specialized degree programme), Stage and 
Screen Studies, and Language and Linguistics are available by combining courses across 
departments and, in the case of Life Sciences, across Faculties. 
 
At the Graduate level, as a vital, research-intensive faculty, Arts and Science provides abundant 
opportunity for graduate study across all the major disciplines.  Nineteen PhD programmes and 
26 Master’s programmes are offered. 
 
The administrative structures supporting these programmes include the Dean’s Office, which 
facilitates budgeting matters, faculty and staff appointments and career development, Faculty 
planning and coordination of programmes and departments.  The Student Services Division 
coordinates the Faculty admissions policies, programme registration, course offerings, 
regulations, and a host of elements critical to the operation of undergraduate programmes.  
Continuing and Distance Education Studies oversee these special dimensions of student services 
and report to the Student Services Division while the International Programmes Office reports to 
the Dean's Office through an Associate Dean (International). 
 
A Faculty Advancement team works in consultation with the Dean, department heads, staff and 
alumni to develop goals and strategies to maximize financial support for Arts and Science. 
Enrichment Studies offers a series of educational opportunities for pre-university students, and 
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the Queen's School of English offers a variety of intensive programme in English for academic 
and business purposes to students from around the world.   
 
4.  Summary of the Current State of the Faculty 
 
Our Mission: 
 

The Faculty of Arts and Science is committed to integrating excellence in research with 
exceptional teaching to promote an innovative and effective undergraduate and graduate 
education in the context of a high-quality, research-intensive institution. 

 
The major challenge confronting the Faculty of Arts and Science over the next three years is how 
to maintain quality in teaching, research and service in an increasingly constrained financial 
environment.  As this document will show, there has been an extraordinary degree of change 
within the Faculty (and to the faculty complement) over 2009-10. Curriculum reform, including 
both the deletion of low-enrolment programmes and the revision and renewal of other 
programmes, is being undertaken at a rate not seen in recent memory; administrative 
restructuring is being discussed by units in an ongoing and serious way; and the operations and 
management of graduate studies is in the process of being integrated more fully into the 
operation of Arts and Science than ever before.  
 
The following three figures give a general indication of the state of the Faculty.  Figure 1 traces 
enrolment growth from 1995 to 2009. Not only has Arts and Science increased its first-year 
numbers, but the Faculty has also seen an increase in upper-year retention.  As a result, units 
have expanded capacity in all courses.  Moreover, increased upper-year retention means 
increased demand for low enrolment resource-intensive upper-year seminar and project courses. 
 

 
Figure 1 

 
Figure 2 highlights the fall in full-service faculty numbers from 2007-08 due primarily to the limited 
capacity to replace tenure-track positions vacated by resignation or retirement and the 
culmination of a number of non-renewable appointments which were not replaced.  The break in 
the graph for 2005 highlights the year in which full-service Non-Renewable (NR) appointments 
were included in these general EFTS totals. 
 

Arts & Science Undergraduate On Campus Enrolments, 1995 - 2009
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Figure 2 

 
Finally, as Figure 3 shows, our on-campus student/faculty ratio is again rising.  
 

 
Figure 3 

    
 
These very general indicators have been motivating forces in planning a change of direction to 
protect the undergraduate and graduate mission of Arts and Science, its research programmes 
and the commitment to service provided by the Faculty.  

Arts & Science Undergraduate On Campus Student / Faculty Ratios, 1995 - 2009
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While these challenges remain with us, the Faculty of Arts and Science has made progress in 
conveying a sense of urgency about our situation and mobilizing sectors of the Faculty to 
consider reorganization towards new forms of operation. Submissions to revise undergraduate 
curricula to more sustainable structures are at an all-time high: programmes and services are 
being reoriented around full-time faculty, reducing the reliance on the number of term adjunct 
appointments; administrative operations are being reorganized to optimize the use of support 
staff and resources; and, despite the challenges provided by the restructuring of the School of 
Graduate Studies, greater integration of graduate operations with the Faculty is underway.  
 
On September 21, 2009, the Faculty of Arts and Science initiated a three-year budgeting process 
with units which included firm parameters for 2010-11 based on a pro-rata distribution of 
forecasted budget adjustment requirements.  Parameters for the following two years were also 
tentatively distributed on a pro-rata basis, pending the more rigorous academic planning process 
to be completed during 2010. 
 
Subsequent to September 21, 2009, the Vice-Principal (Academic) requested that the Faculty use 
the modified budgeting parameters released on November 24, 2009.  Those parameters included 
a revised budget model whereby Faculties will assume responsibility for all salary and benefit 
increases effective 2010-11.  Using salary increase assumptions within the existing QUFA 
collective agreement and other related assumptions through 2010-11, the Faculty forecast little to 
no impact on the 2010-11 budget planning assumptions previously distributed.  However, with 
greater uncertainty beyond 2010-11, future budgets could vary more significantly from original 
assumptions depending on the salary increase assumption used for subsequent years.  Indeed, a 
salary increase assumption low enough to allow the University to meet the financial requirements 
mandated by the Board of Directors would create a Faculty budget situation significantly better 
than the original planning assumptions beyond 2010-11. 
 
Other key budget assumptions presented to the VP (Academic) by the Faculty included 
maximizing tuition fee revenue increases in all three budget planning years, retirement 
assumptions of 8-10 full service faculty members per year, as well as existing budget and Senate 
enrolment planning estimates for the next two years which include only relatively modest flow-
through undergraduate enrolment growth forecasts.  Regarding undergraduate enrolment growth, 
given the significant uncertainties within many of the budget planning assumptions above, 
additional growth must be seriously considered given the magnitude of Faculty requirements 
along with increasing societal demands as most recently outlined in the COU Reaching Even 
Higher document to the Ministry. 
 
As presented by units in the Faculty, it is clear that the most vulnerable areas of departmental 
budgets are teaching assistants (TAs) and support staff.  The TA budget levels are crucial to 
support undergraduate education and help maintain graduate enrolments in accordance with 
University academic, enrolment and budget priorities, while the jeopardized support staff 
positions help provide service to students, faculty and University operating requirements. As 
presented to the Vice-Principal (Academic), reduced future salary increase assumptions, if 
realized, could put the Faculty in a much stronger financial position to respond to pressures on 
TA, support staff and other areas. 
 
Conveying a succinct and readily digestible account of the Faculty budget is not easy.  While, 
fundamentally, the budget consists of revenues and costs, in practice there is a multiplicity of 
factors that affect both these principal aspects of the budget.  Very reasonably department 
members wish to know what behaviours will maximize revenues for their department.  That costs 
are often simpler to understand as the effect of cost-cutting measures is often all too readily 
apparent.   
 
It is difficult to know what to reply to the apparently simple question: what determines my 
department’s budget?  Departmental budgets are, in fact, a historical amalgam of decisions, 
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rational at the time they were made, that were taken in response to different priorities in different 
contexts.  Some of the major factors that have played a role in determining departmental budgets 
are: undergraduate enrolments of both concentrators and non-concentrators, graduate 
enrolments, student / faculty ratios, the need to meet external accreditation requirements, and 
strategic research and academic plans.  These are not combined in a formulaic way but are 
weighed in the context of the needs of other departments, the strategic priorities at the time, and 
the budget environment.  Over time these decisions have given rise to differential levels of 
support to departments.   
 
One way of representing these difference is shown in Appendix A where column (a) shows the 
actual 2009-10 operating budget while column (b) shows what the operating budget would have 
been if it was based entirely on the teaching being carried out by that department, given certain 
assumptions about the resources necessary to support students at different levels of their 
programme.  Column (c) shows whether a department is making a net contribution to the overall 
Faculty budget or is subsidised from it.  Bear in mind that this is just one way in which 
departmental budgets can be compared.  Extensive data on departments and their budgets are 
contained in the University Annual Reports which can be found on the University web site. 
  
5.  Perspectives on Excellence 
 
A continued central goal for all our activities is to maintain excellence in teaching, research and 
service, but the nature of excellence itself must be contextualized within three essentially different 
perspectives, all of which must be taken into account in the future decisions we make and the 
goals we set.  These perspectives are intended to provide a framework within which overall 
discussions related to academic planning may take place. 
 
a.  The Academic or Institutional Perspective 
 
The academic or institutional perspective is part of a long-standing tradition of scholarly 
excellence rooted in the idea of the liberal arts education with its emphasis on knowledge for its 
own sake, its dedication to a breadth of study within and across disciplines and its aim of 
developing a sense of personal and civic responsibility within the individual.  Added to the idea of 
the liberal arts is the importance of discovery-based research with its pursuit of new knowledge 
and a dedication to increased specialization.  The values of free inquiry and the exchange of 
ideas motivate and sustain this academic perspective. 
 
The Guidelines for Undergraduate Degree Level Expectations (UDLES) produced and adopted 
by the Ontario Council of Academic Vice-Principals present a set of learning outcomes that 
illustrate and help define the academic or institutional perspective on excellence.5

 

  Covering such 
areas as depth and breadth of study, the understanding and application of methodologies, 
communication skills, awareness of the limits of knowledge and the development of autonomous 
and professional capacity, the UDLES depict an educational system drawing on the liberal arts 
tradition while incorporating the increasingly important dimensions of the research enterprise.  
Depth and breadth of knowledge includes grounding in traditional concepts and methodologies 
but must also extend student experience into the current advances, theoretical approaches and 
assumptions explored in the latest research findings.  

Measures of the academic or institutional perspective include the assessment of faculty member 
accomplishments, publications and credentials, and comparing institutional and disciplinary 
rankings. 
 
 
 

                                                 
5 Ontario Council of Academic Vice-Presidents, Undergraduate Degree Level Expectations Guidelines. 
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b.  The Beneficiary or Constituency Perspective 
 
The beneficiary or constituency perspective is derived from the increasing public demand for 
accessibility.  It is assessed by measures of student satisfaction with instructors, courses and 
programmes, but is also experienced in the institution as pressure from parents, the community, 
alumni, employers and government and regulatory agencies. The stress by the Council of Ontario 
Universities on access and accountability in the Reaching Even Higher document is evidence of 
the growing importance and influence of a beneficiary or constituency perspective that no 
university can afford to ignore.  
 
The National Survey of Student Engagement (NSSE), an increasingly important measure of 
accountability and accessibility, is part of the pressure to define ourselves in terms of the needs 
of our beneficiaries.6

 

 The survey, handed out to students at the end of year 1 and year 4, 
assesses a range of performance measures in areas such as the level of academic challenge, 
active and collaborative learning, student-faculty interaction, enriching educational experience 
and supportive campus environment. Queen's scores higher than the average for other Canadian 
universities in level of academic challenge, enriching educational experiences and supportive 
campus environment, but ranks lower than average on active and collaborative learning and 
student-faculty interaction. These lower ratings are not entirely surprising given the increase in 
student-faculty ratios particularly in the last few years. However, the survey defines important 
aspects of the student educational experience at Queen's, and may cause us to reflect on how 
the delivery of our programmes might be modified to improve collaborative and interactive 
learning. 

Our exit polls from the university, and student demand for courses and programmes, as well as 
course delivery methods, offer ways of assessing our ability to improve the experience of our 
students. 
 
c.  The Financial or Resource-based Perspective 
 
The financial or resource-based perspective views excellence in terms of a return on investment, 
a cost-benefit analysis, and control of expenditures.  Often seen as being at odds with the 
institutional perspective on excellence, the financial perspective cannot be ignored and has at 
times seemed an overwhelming force driving educational practice and policy.  If accessibility is 
the important byword for the beneficiary or constituency perspective, accountability is the defining 
term for a financial or resource-based perspective on excellence.  As large and complex 
organizations, all universities are subject to outside financial pressures, and as publicly funded 
institutions, we have a legal and moral responsibility to manage our operations in a fiscally 
conscientious manner.  
 
The financial, however, is only one aspect of this perspective.  Whether we are speaking of 
physical infrastructure in the form of classrooms, residences and offices, or of our faculty and 
staff, we must optimize our resources to achieve our goals for the pursuit of excellence in this 
perspective. 
  
The measures considered in this perspective include the costs of programmes and courses per 
student and control of expenditures.  In addition, classroom utilization and the organization of 
administrative structures must be taken into account. 
 
d.  The Strategic Perspective on Excellence 
 
The strategic perspective on excellence is one that brings together institutional, beneficiary and 
financial points of view.  In this sense, excellence is not reductive or singular but a balance or 
reconciliation of diverse perspectives and measures.  The strategic perspective, which the 

                                                 
6 A summary of the NSSE benchmarks is available at Benchmarks of Effective Educational Practice. 
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Faculty Office has used in past decision making, is at the foundations of the budget documents 
for 2009-2010 and provides a context for principled decision-making.  The most difficult decisions 
arise when these three perspectives are in conflict and one point of view is sacrificed to another.  
It is often not easy to reconcile the exclusive pursuit of scholarly excellence with the demands of 
our constituencies and to organize our teaching research and service within a balanced budget 
as we are required to do.  Difficult decisions must be made and the current pressures require that 
change and adaptation are inevitable.  
 
While the dangers of a single-minded adherence to a financial or resourced-based perspective 
are obvious to all, it should be kept in mind that the academic perspective alone is not sufficient to 
sustain quality in the current environment.  Some recent budget years have demonstrated the 
potential dangers of putting the academic perspective ahead of all others.  Many hires were made 
in high-demand departments and programmes, and temporary or "soft" funding was used to 
shore up and expand a range of other programmes important to the breadth of the academic 
mission of Arts and Science.  The economic downturn and the fact that government grants did not 
continue to provide sufficient extra funding left Arts and Science at Queen's (and at all 
universities in Ontario) facing a financial shortfall which is having a significant impact on all 
programmes but most directly on those sustained by soft funding.  A sustainable and strategic 
perspective on excellence can no longer afford to disregard the vulnerability of programmes held 
together by temporary funding. 
 
6.  Principles in Support of Decision Making 
 
Decisions within this strategic perspective on excellence are also informed by the following 
agreed-upon common principles derived from the Senate “Report on Principles and Priorities”:7

 
  

enhance quality  While acknowledging varying measures of excellence, our decisions 
must serve to enhance the quality of the teaching and research conducted at the 
University.  
rethink basic assumptions  Decisions must be informed by changes in both internal 
and external environments.  The ways in which we do things must be challenged and the 
processes and approaches we employ constantly examined.  
protect flexibility and respond to opportunity  The flexibility required to respond in a 
timely and effective fashion to opportunities must be protected.  
build on strength, capitalize on synergy  Areas of strength within and between units 
and institutions must be promoted.  
practice selectivity  Activities supported by the University must be selectively chosen to 
focus on a limited number of areas of high quality and effectiveness.  When areas of 
weakness are identified, a decision must be made either to improve quality or to withdraw 
from the area of operation.  
promote diversity   Human diversity provides essential elements of strength, resilience 
and innovation to the University.  Acknowledgement of the importance of diversity must 
inform decisions at all levels.  
practice openness and accountability  Information required to inform decision making 
must be available, taking into account the right to individual privacy. 

 
7.  Ongoing Goals and Initiatives 
 
The goals outlined below were developed as part of the deliberations on the 2009-10 budget 
document and were designed to extend through 2011-12.  They are consistent with a strategic 
reorganization of the Faculty which has as its overarching aim the maintenance of the quality of 
educational programmes, the integration of teaching and research, and continuing commitment to 
service to the University and the wider community.  The current planning exercise set out by the 
Principal in "Where Next?" arrives as this set of goals need to be reconsidered and the 

                                                 
7 See Report on Principles and Priorities. 
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consultation now underway allows for greater involvement by the faculty, staff and students in 
future planning and future directions. 
 
a.  Goal 1: On Student Admissions 
 

• Retain existing patterns of admission to preserve quality of students while also 
maintaining current enrolments. 

 
Rationale:  There are two aspects to admission for Arts and Science relevant to achieving this 
goal. 
 
The first aspect of admission is the number of students admitted in first year.  In the wake of the 
double cohort, the first-year incoming enrolment target for Arts and Science was stabilized at 
2,252 students.  When reviewing enrolment demand, the projected future fiscal environment and 
the resource capacity of the Faculty were discussed with the Office of the Vice-Principal 
(Academic).  From the beneficiary perspective, it is clear that increased participation in post-
secondary education creates increased demand for places throughout the Ontario system.  From 
an academic perspective, it is also clear that a significant number of high-quality applicants, that 
is, high school students with averages in excess of 80%, still seek admittance to university in 
general and to Queen's in particular.  Finally, the financial benefit to Arts and Science and to 
Queen's as a whole in admitting additional students presents an opportunity that could not be 
ignored.  The strategic decision in recent years to admit approximately 150 more students to the 
BAH emerged as a balance of these considerations.  The new enrolment target of 2402 was 
therefore established as a new plateau for the 2008-09, 2009-10 and 2010-11 academic years.  
With this increase in intake numbers and the increasing retention rates in all Arts and Science 
programmes, the Faculty realized an addition $1.5 million in revenue which protected 
departments from even deeper financial reductions.  While maintaining the current level of 
enrolments stretches the Faculty’s resources to its limits this is balanced by the revenue that is 
generated and does not reduce the quality of the students we admit. 
 
The second important aspect of admission is the process of admitting first-year students to an 
undeclared programme rather than admitting them directly to a specific area programme.  Arts 
and Science proposes to continue with the current practice of admitting students to undeclared 
degree programmes (including BAH, BSCH, BCMP).  This process maintains the quality of 
students - reflected in high entry averages.  Further, it meets the needs of the incoming 
constituency which is younger and therefore more prone to make changes in degree 
concentrations.  It should be noted that the alternative, an admit-to-programme model, is 
restrictive in terms of management, since changes to programmes have to be developed, 
implemented and communicated to the Ontario Universities' Admission Centre well in advance of 
our current curriculum cycles.  Thus the larger entry categories — Arts or Science as opposed to 
a programme specific category such as Economics, Physics or History — also enables the 
Faculty to move quickly in adding to and deleting degree concentrations, and streamlines the 
amount of administration needed to oversee admission to the Faculty.  While the option of moving 
to an admit-to-programme system has been considered on several occasions it lacks the 
advantages described above and, in addition, increases the burden of admission as it requires 
departmental administration of admission processes.  In addition, the admit-to-programme model 
would lead to a decline in standards in some areas of the Faculty. 
 
The following Figures 4 and 5 give both the relative differences among the various programmes 
to which students are admitted and an overall view of trends in the academic excellence of the 
incoming class over the last several years.  
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Arts & Science First Year, Full Time, Fall Entry Entrance Averages, 1999 - 2009
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Figure 4 

Figure 5 

Arts and Science First Year, Full Time, Fall Entry Entrance Offer Averages 2009, by Program
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b.  Goal 2: On Undergraduate Programmes 
 

• Maintain strong undergraduate programmes while being selective in the 
maintenance of low-demand or under-resourced programmes.  

 
Rationale:  To meet budget reductions and to streamline the administrative costs associated with 
offering an undergraduate programme that meets student demand and is of high academic 
quality, the Faculty office began and continues a review of various aspects of its curriculum.  On 
the one hand, the Faculty offers an extraordinary range of some 1,600 degree combinations; 
however, a significant number of these degree options have 25 or fewer students across all four 
years.  Every degree programme, regardless of size, requires regular administrative review of its 
course offerings, programming preparation for each registration cycle, and annual review of 
Calendar details.  Since maintaining a staff complement to sustain these low-demand 
programmes is increasingly challenged by budget realities, it is impossible to continue to offer the 
current wide selection of concentration combinations.  While the Faculty has attempted to keep 
this degree of choice available to meet the academic view of maximizing student potential choice, 
the lack of constituency demand and the shortage of resources required to maintain these 
programmes makes it necessary to exercise selectivity in keeping all these degree paths 
available.  
  
On the other hand, an ongoing challenge facing Arts and Science as numbers increase is that 
many high-demand programmes are turning away well-qualified students, and resources are 
needed to attempt to continue to meet student demand.  The upward pressure on minimum 
averages to enter the second year of many programmes is becoming increasingly acute.  The 
strategic challenge in this particular instance is to redeploy some of the limited resources, both 
financial and human that we have, in orderto meet some of this student demand more effectively.  
 
c.  Goal 3: On Faculty Complement 
 

• Balance the reliance on permanent tenured, tenure-track and continuing adjunct 
faculty against the use of adjunct instructors in sustaining the teaching, research 
and service missions of Arts and Science. 

 
Rationale:  Full-service tenured and tenure-track faculty members set limits on the sustainable 
core of teaching, research and service.  They are thoroughly vetted to fulfil the teaching and 
research strategies of the department, Faculty and University and integrate teaching and 
research in their positions.  Adjunct appointments are important to the delivery of many teaching 
and service needs for the Faculty, but are often made to fulfil a more limited range of teaching 
and service needs and do not usually include responsibilities for research contributions within 
their appointments.  Given the current QUFA Collective Agreement parameters, an imbalance is 
arising in the number of adjuncts in essentially permanent continuing adjunct positions. 

 
d.  Goal 4: On Graduate Programmes. 
 

• Protect, as much as possible, graduate student enrolments, TA budgets and 
graduate programmes through the end of the Reaching Higher programme   

 
Rationale:  The Faculty is committed to continuing with the Reaching Higher initiative for both 
academic and financial reasons.  The increased demand by the very same constituency that 
made up the double cohort and the incentives from government have made this opportunity one 
that made sense from a strategic perspective.  From the academic perspective graduate students 
are essential to the continuance and support of both the research and teaching enterprises in Arts 
and Science.  They are often in the forefront of advancing knowledge in the institution and, after 
leaving the institution, provide significant contributions to a growing knowledge economy.  The 
financial opportunity offered by the Reaching Higher programme established by the Provincial 
Government is a significant incentive to build on an area of growing strength within the Faculty. 
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As of November 1, 2009, the Faculty of Arts and Science and its departments have reached the 
targets which maximize the opportunities provided by the Reaching Higher programme for 
Queen's. Admission at 2005 baseline for growth was as follows: 
 
  MA MSC  PHD = Total 
  206 227  358  791 
 
Admission at 2009-10 reaches steady state and appears as follows: 
 
  MA MSC  PHD = Total 
  274 261  464  999 
 
The final result is a growth of 102 Master's and 106 Doctoral students over the 2005 baseline for 
a total of 208 additional graduate students.  The Faculty is committed to maintaining this steady 
state for 2010-11, and is working in consultation with the School of Graduate Studies to ensure 
this enrolment target is achieved. 

 
e.  Goal 5: On Administrative Structures 
 

• Restructure and integrate academic units to optimize the use of staff and academic 
administrative resources.   

 
Rationale:  The Faculty continues to look for ways to streamline current processes and to 
restructure departments and programmes with a view to the sharing administrative academic and 
support staff and to seeking efficient and effective administrative service, structures and 
processes. 

 
8.  Challenges and Choices 
 
In this section six main areas, critical to the operation of the Faculty, are identified for discussion 
in the planning process.  The presentation of each area is structured in the same way.  Best 
Practices draws from a variety of sources to outline general aims and outcomes.  The Challenge 
section offers an assessment of some of the potential impediments the Faculty faces in 
attempting to follow university best practices.  While Choices presents a series of questions 
designed to inspire discussion among faculty, students and staff.  Departments and individuals 
are not being asked to answer each of these questions separately, but instead to offer an overall 
view of undergraduate education, graduate education, research, the structure of the Faculty, 
administrative support and university service, and budget.  While by no means exhaustive, in the 
view of those of us in the Faculty Office the topics addressed represent some of the most salient 
issues that need to be considered as we craft a plan for the future of the Faculty. 
 
a.  Undergraduate Education 
 

i. Best practices 
 

The UDLES criteria of depth and breadth of knowledge, knowledge of methodologies, 
application of knowledge, communication skills, awareness of limits of knowledge, and 
autonomy and professional capacity and the NSSE assessment of level of academic 
challenge, active and collaborative learning, student-faculty interaction, enriching 
educational experiences, and supportive campus environment provide a larger context for 
consideration of the undergraduate learning environment. In general, undergraduate 
education should: 
 
• Meet the academic criteria as set out in the University Undergraduate Degree Level 

Expectations by developing "knowledge and critical understanding of key concepts, 
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methodologies, current advances, theoretical approaches and assumptions in a discipline 
overall, as well as in a specialized area of discipline".8

• Attract excellent students who are motivated to develop critical thinking skills in analysis, 
synthesis, making judgments and applying theories. 

 

• Maintain academic quality as described above within our current resources. 
 
ii. Challenges 

 
• Increased enrolment and declining faculty complement leads to larger class sizes and 

threatens student-faculty interaction and active and collaborative learning. 
• Constrained resources can lead to fewer academic programmes and more competition 

for spaces in programmes that remain. 
 

iii. Choices 
 

• What aspects of the curriculum can be changed? 
 

o Degree requirements? 
o Course weights? 
o Number of in-class hours? 

 
• Can greater collaboration between and among academic programmes be found? 
• What new methods of pedagogy can be explored? 

 
o Virtualization? 
o Emphasis on self-directed learning? 

 
b.  Graduate Education 
 

i. Best practices 
 

The Council of Ontario Universities, in a report on increased demand for graduate education, 
offers an analysis of the graduate learning environment that provides a good starting point 
for discussions of graduate education in the Faculty of Arts and Science.  The graduate 
learning environment, as described in the COU report is defined by three specific 
characteristics: 
 
• It is advanced in that it is not simply another year or more of the same, but is based upon 

prior completion of an undergraduate degree in the same or related areas as the basis of 
admission and upon the prerequisite knowledge gained in that undergraduate education.  

• It is focused in that while breadth of knowledge is important, the emphasis is on depth -
concentration of study in a discipline, in a field within that discipline, and through the 
thesis research, in a subject within the field.  

• It is scholarly in that it is concerned not simply with the acquisition of knowledge and 
skills, but with the critical analysis of existing knowledge and the creation of new 
knowledge.9

 
 

A high-quality graduate programme: 
 
• Stands as an important complement to research activities in the university. 

                                                 
8 See item 1a under "Depth and Breadth" for the Bachelor's Honours Degree Ontario Council of Academic Vice-
Presidents, “Undergraduate Degree Level Expectations Guidelines.” 
9 Davenport et al., Advancing Ontario's Future through Advanced Degrees: Report of the COU Task Force on Future 
Requirements for Graduate Education in Ontario, p. 4. 
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• Trains students to be the next generation of faculty members or advanced researchers. 
• Supports and enriches undergraduate education. 
• Develops intellectual skills necessary to a knowledge-based economy which is 

continually changing and continually requires lifelong updating and upgrading of these 
skills. 

 
ii. Challenges 

 
• Budget assumptions greatly impact potential TA support particularly after the 2010-11 

academic and budget year. 
• Without faculty member renewal, programmes may be threatened with losing academic 

accreditation. 
 

iii. Choices 
 

• What is the appropriate size of the graduate programme in Arts and Science? 
• What is the appropriate ratio of graduate to undergraduate student numbers? 
• Are there possibilities of collaboration among departments to create new programmes 

where older individual, departmentally based programmes are not sustainable? 
• What is the priority for T.A. funding in relation to other Faculty priorities? 

 
c.  Research 

 
i. Best practices 

 
Research has become an essential component of the modern university and has been 
described as integral to the vitality of teaching in the mission statement of Arts and Science. 
Research is critical: 
  
• To the development of new knowledge and of specialization. 
• To inform and keep vital pedagogy and teaching. 
• To connect the university to society by providing insight and innovation relevant to 

culture, to scientific development and social development. 
• To attract funding from public granting agencies and the private sector sources to 

supplement the costs of research. 
• To situate the university in an international context through a community of scholars 

exchanging knowledge through publications and conferences.10

 
 

ii. Challenges 
 

• In the past the Arts and Science has used about 30% of its budget to support research, 
but current fiscal pressures mean the Faculty has been unable to support certain 
research initiatives. 

 
iii. Choices 
 

• Should support of research at the Faculty level be discontinued and left to the 
responsibility of the VP(R)? 

• What portion of the Faculty of Arts and Science budget if any should be devoted to 
research support? 

• What types of research investment are most important (e.g., matching support for grant 
acquisition, technical help, physical infrastructure, equipment)? 

 
                                                 
10 For commentary on the best practices in research see Fallis, “The Mission of the University,” pp. 17-24. 
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d.  Structure or Organization of the Faculty 
 

i. Best practices 
 

The Faculty of Arts and Science aspires to the same kinds of best practices sought by any 
large organization. The Faculty structure and organization seeks to:  
 
• Facilitate the development of processes, procedures and governance structures that 

ensure the organization meets high standards in the development, operation, and review 
of all programmes and services. 

• Enable the collaboration and coordination of activities across a variety of programmes 
and services. 

• Support attention to continuous improvement, cost, value, and responsiveness in all 
programmes, services, and processes. 

• Explore the use of technological resources to facilitate processes and services.11

 
  

ii. Challenges 
 

• Keeping Arts and Science as one Faculty provides flexibility and choice, but size and 
complexity of the Faculty mean it can be difficult to make fundamental and coherent 
changes in direction. 

• Historically, departments have enjoyed a significant degree of autonomy and 
independence, but financial constraints may create increasing reliance on the Faculty 
Office. 

• Maintaining breadth requires balancing resources between departments and makes 
strategic cuts difficult. 

• Determining what defines a department.  Is a department defined by the area of enquiry it 
addresses, by the number of faculty members it has, the number of undergraduate, the 
number of graduate students, the number and variety of support staff? 

• Financial pressures cause departments to restrict access to courses. 
 
iii. Choices 
 

• Should the Faculty continue as a single organization consisting of Languages, Creative 
Arts, Natural and Physical Sciences, Social Sciences and Humanities or should some 
division be considered? 

• Can the structure of individual separate departments continue or should consolidation be 
explored? 

• Are the current administrative and committee structures of the Faculty sufficient? 
o What aspects of governance should be reviewed for improvement? 

 
e.  Administrative Support and University Service 

 
i. Best Practices 

 
As financial and human resources become constrained and as the Faculty's beneficiaries 
and constituencies expect increased service orientation and as the organization itself 
becomes increasingly complex, the administrative and service components of the entire 
university emerge as increasingly important and defining elements.  High quality 
administrative service and support is defined by the following attributes and activities: 
 
• Excellence, collaboration, and collegiality are pervasive organizational values. 

                                                 
11 Adapted from the exemplary practices for programmes and services outlined in Ruben, Excellence In Higher Education, 
p. 64. 
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• The jobs and goals of people, on the one hand, and the mission, vision, plans, and goals 
of the organization, on the other, are aligned. 

• Meaningful review, reward, and recognition programmes link individual and group 
accomplishments to the directions, aspirations, and priorities of the organization. 

• Formalized workplace and workforce programmes for all employee groups include 
welcome and orientation programmes, career-progression planning, and job enrichment 
opportunities. 

• Professional development is an organizational and individual value. 
• Systematic programmes to assess workplace climate and faculty/staff satisfaction are in 

place, as well as procedures to address identified improvement needs.12

 
 

ii. Challenges 
 

• Departments are facing a greater range and intensity of administrative challenges. 
• Variation in size and needs makes it difficult to judge and supply the appropriate level of 

support. 
• Limited funding limits provision of a wide range of professional development 

opportunities. 
 

iii. Choices 
 

• What is the appropriate level of administrative support needed for academic units? 
• Is sharing of support possible? 
• What opportunities for training and professional development for faculty and staff should 

be considered? 
• What incentives should be considered for the academic service component of faculty 

member workloads? 
 
f.  Budget 

 
i. Best Practices 
 

When it comes to considering the complex matter of creating a budget for the Faculty of Arts 
and Science, the ideal purposes are simple to articulate but challenging to enact: 
 
• Transparency. 
• Accountability. 
• Responsible balancing of financial, academic and beneficiary perspectives to provide the 

best combination of excellence in teaching, research and service. 
 
ii. Challenges 
 

• Almost all our funding relies on government sources while tuition fees remain regulated. 
• The complexity of the Arts and Science budget, including the significant level and 

variation of teaching across departments and Faculties, impedes simple presentation of 
revenues and costs and makes difficult a shared understanding of all aspects of the 
financial dimensions of the Faculty. 

• Cost reduction is one strategy but can only go so far when reductions begin to 
compromise strategic programmes and services. 

• It is difficult to allocate budgets adequately in response to changes in operating 
environment due to limited opportunities within the Collective Agreement and current 
academic structures. 

• Determining the model for departmental budgets. 
                                                 
12 See Ibid., p. 71. 
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iii. Choices 
 

• What is best budget model? 
 

o Current historically based model? 
o Model based on cost? 
o A new model based on revenue attribution? 

 
• Where might cost reduction be achieved? 
 

o Salary mitigation? 
o Retirement incentives? 
o Increase in workload? 

 
• Where might revenue be increased?  
 

o Increased enrolment? 
o Professional programmes? 
o Individual initiatives? 
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Appendix A.  2009-2010 Operating Budget Weighted Teaching Variance Illustration. 

Endnotes: 
1 
‐ 2009‐10 departmental operating budgets (pre‐ salary increases), exclude external 
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funding sources such as Canada Research Chairs (CRC) , Endowed Chairs, Queen's National 
Scholar (QNS), carryforwards, recoveries or transfers from trust or research, etc. 
‐ Note that to improve comparability, Religious Studies amount excludes estimates of departmental 
expenditures which are unique to separate QTC governance. Possible contributions from QTC budget 
are also excluded. 
‐ Art general office budget distributed to individual programs as 50% History, 25% Studio, 25% 
Conservation. 
2 
‐ Pro Rata Weighted Teaching Budget multiplies the unit pro‐rata percentage of total weighted 
enrolment by the 2009‐10 unit operating budget total. 
3 
‐ Table presents weighted student teaching counts consistent with the following metrics used in the 
University's Report on Annual Budget publication over the past few decades; 
year 1 and 2 teaching = 1.0 
year 3 and 4 teaching = 1.5 
Masters FTE headcount = 2.0 
PhD FTE headcount = 4.0 
‐ Note, for graduate student counts, metrics above were modified to treat all graduate student 
Masters beyond year 2 and PhD beyond year 4 as part time FTEs in order to discount the weightings 
of those groupings.
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Appendix B.  Timelines and Procedure for Review of Principal’s Vision Statement. 
 
Date Action 

15 Jan Principal’s Statement made available to members of the University. 
 Faculty Board.  Information on process announced. 

29 Jan Faculty briefing document made available to members of Faculty. 
 Committee of Departments. 

30 Jan – 19 Feb Departmental responses to Principal’s template prepared and discussed. 
5 Feb Faculty Board. 

19 Feb Committee of Departments. 
 Responses from departments due in Faculty Office. 

20 Feb – 28 Feb Preparation of draft Faculty response to Principal’s template. 
1 Mar Faculty draft response distributed to members of Faculty. 
5 Mar Faculty Board.  Discussion of draft response. 

19 Mar Committee of Departments.  Discussion of draft response. 
20 Mar – 1 Apr Preparation of revised Faculty response. 

2 Apr Revised Faculty response distributed to members of Faculty. 
9 Apr Faculty Board.  Discussion of revised Faculty response. 

10 Apr – 14 Apr Preparation of final Faculty response. 
15 Apr Submission of Faculty’s responses to Principal. 
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