
 To: All Heads and Directors, Faculty of Arts and Science   
 
 
 
 
 From: A.W. MacLean, Faculty of Arts and Science Queen's University Memorandum 
 
 Date: 21 September 2009 

 

 Subject: Three-Year Academic Plan. 
 
 
As I announced at the Committee of Departments on 11th September, the Principal is 
committed to presenting a new academic plan for the University at the December 2010 
meeting of the Board of Trustees.  I expect that the Principal will announce his plans for this 
process in the near future.  In the immediate future we thus have to: 
 

 Prepare the next three-year budget plan for December 2009; 

 Contribute to the preparation of a new academic plan for the Faculty. 
 
Therefore, at the same time that we are working on the 2010-2011 budget we have to begin 
the process of a broader academic review.  Although this review will have to be consistent with 
the goals and procedures which have yet to be articulated for the University planning process, I 
would like to begin the planning process at the Faculty and departmental level as soon as 
possible. 
 
Accordingly, I am requesting that each department and school complete a three-year 
academic plan including a budget and teaching schedule for 2010-2011, 2011-2012 and 
2012-2013 basing this on the permanent faculty complement (including tenure-track and 
tenured faculty members and continuing adjuncts) and factoring in redundancy in the 
teaching complement necessary to cover situations, such as academic leaves, when faculty 
members will be absent. 
 
The purpose of making this request is to: 
 

 Enable departments and the Faculty to make a realistic evaluation of those degree 
combinations that are sustainable given the resources that are anticipated to be 
available over the next three years. 

 Identify issues that should be assessed or reassessed in the University-wide review 
of the curriculum anticipated to begin in late 2009 or early 2010. 

 Move the budgeting process earlier in the academic year to allow the Faculty to 
inform the Principal and Vice-Principals of the potential effects on the following 
budget years in a more detailed and timely fashion, while also providing departments 
with a more accurate picture of their financial situation prior to timetabling courses in 
the February period. 

 
Consistent with the standard budget requirements, which will be contained in the budget 
memo and template to be sent under separate cover in a few weeks, the plan should 
identify: 
 

 the courses to be taught, instructors, their enrolment maximums and TA resources. 

 a teaching capacity analysis including provisions to cover academic leaves. 

 any curriculum changes to be implemented over the next three years which could 
affect the resource needs of the degree programme, type and concentration 
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including any programmes or concentrations that will have to be terminated because 
of insufficient resources.  

 structural possibilities for alleviating resource and staff pressures by amalgamation 
or resource sharing with other departments. 

 
Feel free to comment on any pertinent implications for the future of the department or 
school.  I anticipate there will be an opportunity to identify and discuss broader strategic 
goals and implications in the context of examining the University and Faculty strategic plans. 
 
Bear in mind that at present the academic goals of the Faculty remain as we have stated 
them in previous budget and staffing strategy plans: 
 

 Maintain strong undergraduate programmes while introducing selectivity in the 
maintenance of low demand or under resourced programs. 

 

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

 

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

 

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

 

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

 
In preparing the academic plan the following assumptions should be made: 
 

 Departmental budgets will be reduced by an average of 2.5% in 2010-2011, the specific 

reduction for your department or school should be available to you by 9th October.  In 

the absence of specific figures for each unit for the 2011-2012 and 2012-2013 years, for 

planning purposes make the assumption that there will be a further 5% reduction in your 

budget for each of those years.  All of these figures may be subject to adjustment 

depending on the Board of Trustees’ decisions with respect to the budget. 

 For the purpose of this phase of planning, as was the case with the 2009-2010 

budgeting process, assume that there will continue to be no additional financial support 

available from the Faculty Office for sabbatical replacements or NR appointments.  

Other replacement proposals that may be self-financed with salary savings should 

include documented plans for any potential multi-year financial impacts related to 

proposed term adjunct staffing. 

 Undergraduate and graduate enrolment will be maintained at their present levels.  It is 

recognised that in some cases graduate programmes have yet to achieve steady-state 

enrolments due either to their recent implementation of significant recent fluctuations.  

Additional details on graduate student growth financing will be made available in the 

coming weeks. 

 There will be no replacements for retirements and resignations.  Unit teaching capacity 

analyses should include an assumption consistent with our own, specifically that we 
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anticipate that by the third year the total tenure-track/tenured, full service faculty 

complement will be about 10% smaller. 

 
Please submit your plan to the Faculty Office by 16th November.  Please structure your plan 
within the new modified budget template format which should be available to you within the 
next few weeks.  As you are aware, we are currently moving to a new Peoplesoft financial 
system and, so in efforts to avoid duplicate accounting and reporting structures, we are striving 
to coordinate the Faculty budget planning process and spreadsheet work templates with the 
new system formats.  That being said, preparation of certain planning schedules should not be 
delayed pending arrival of the budget templates, given that schedules such as the proposed 
courses and teaching capacity analyses will continue to be the same free-format spreadsheets 
as in prior years. 
 
I understand that this task may appear daunting but I believe that the parameters that I have 
shared with you are realistic ones in light of what we know at the moment.  This is the 
beginning of a planning process that will go on for at least the remainder of this academic year 
and will continue to be assessed over the next three years in light of changing circumstances.  
I believe that gaining a realistic estimate of what we can achieve with the resources available to 
us will provide an essential background to discussing our academic goals and how we might 
achieve them.   
 
I also hope this process will provide a stimulus for creative solutions to the challenges that face 
us and encourage everyone to consider the possibilities that might exist in collaboration with 
other departments both academically and administratively.  We will try to provide as much help 
as we can from the Faculty Office during this and subsequent aspects of the planning process. 
Note also that, particularly for 2010-2011, this exercise will also replace the budget planning 
activity that usually takes place from January to March. 
 
 

Yours sincerely, 
 

 
 
Alistair W. MacLean, Ph.D., C.Psych. 
 
Dean, Faculty of Arts and Science 
Professor, Department of Psychology 
 

 


