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Motion: “That the Senate and the Board of Governors of York University endorse
the Working Group’s Green Paper: 2020 Vis10N: THE FUTURE OF YORK
UNIVERSITY.”

Endorsement wil? have the effect of validating a shared vision of the long-term devel-
opment of York, and will provide a set of commen working assumptions for Senate,
Board and administrative planning bodies, for other interested campus groups, and
for governmental authorities concerned with our development.

However, endorsement does not chisel in stone a precise statemnent of the university's
future. The working assumnptions of the Green Paper should be revisited at regular
intervals, say every five years, and more frequently if required. This wiil permit the
introduction of new developrnental perspectives and proposals, and the articalation
of a new vision. Nor does endorsement commit the university to proceeding at any
particular moment with any particular proposal: relevant decision-making bodies
must still pass appropriate legislation following normal consultative processes, and a
timely and informed assessment of the university’s desire and capacity to move for-
ward at that moment in that direction.

Gloss on the motion:

In being asked to endorse the Green Paper, Senate is not being asked to adopt a series
of specific recommendations, nor to approve the document in principle, but rather to

. endorse a set of working assumptions. Senate is being invited to indicate that these are
appropriate working assumptions for the various bodies engaged in planning across
the university.

Information on the bnckground to the Green Paper’s development and relevant discussions,
consultntions and concerns is contained in Appendix A.

The Enrolment Working Group:

H. W, Arthurs
R. Drummond
J. Ellis
S. Fienberg
E. Hopkins
S, Levy
D. Leyton-Brown
D. Logan

Endorsed by Senate January 30, 1992
Endorsed by the Board of Governors March 30, 1992




INTRODUCTION

The Enrolment Working Group, established by the Academic Policy and Planning Com-
niittee of Senate in parinership with the Administration, has Iaid out in this Green Paper a
set of working assumptions o guide academic, physical and other planning activities at York

Universify over the next three decades.

The Senate and Board have endorsed these assumptions, which now form a relatively
coherent vision of York's development forward to the year 2020, They have done so with the
explicit understanding that (a) the assumptions will be revisited at regular intervals or as
required, and (b) implemen?ation of new programs and other major decisions will be taken in
accordarce with the wntversity's established procedutes, and with due regard for their resource

implications and their effect on ongoing activities.

This Green Paper describes the environment within which York seems likely to develop
during the next two or Hhree decades; it suggests strategies of growth and diversification for
York and identifies several areas where opportunities for new faculties or significant acndem-
ic urnits may emerge; and it proposes further steps towards exploration and implementation of

the strategy.




YORK AS A COMPREHENSIVE UNIVERSITY

we offer at the outset our vision of the general direction York otght to take over

To anticipate our conclusions, and as an organizing theme for these observations,
the next twenty or thirty years:

York should strive to become a “comprehensive” university. We should not neces-
sarily replicate the disciplines, structures and styles of other institutions; indeed we have
the chance to develop our own distinctive idiom. But we ought to offer our faculty and
students, and the commumity, a much wider range of intellectual perspectives, teaching
programs, research activities, and external relationships than we do at present.

We can and should achieve greater diversity and thus greater comprehensiveness
by: (a) growing in areas where we are now active, but less so than we believe we
should be, (b) recombining existing program elements to form the nucleus of new
programs, and {c) adding totally new programs and their student populations, where
the availability of new resources permits.

At the same time, we should be wary of wuestrained growth in our well-estab-
lished and largest programs for three reasons: (a) so that the resources available for
those programs can be brought more closely into line with their responsibilities, thus
helping to improve their quality, (b) so that the continual growth of existing large
programs does not prevent new small programs from attaining an appropriate rela-
tive “share” of York’'s population, and (c) so that the total size of the university does
not rapidly escalate out of control.

The combined effect of these approaches should over time somewhat change the
balance of disciplines within the university and produce an increase in overall enrol-
ment on our fwo existing campuses of about 10%.

Finally, both growth and diversification should always be purposeful. They
should occur only to the extent that they can be reconciled with a commitment to
quality, in order to achieve specific academic objectives, and when supported by ade-
(uate resources.

THE ENVIRONMENT OF CHANGE

J hat we want York to become is in part the sum of our desires, in part the
conseqilence of our changing environment. We must therefore consider the

v factors which will have a major impact on our evolution. However, any
review of these factors has obvious shortcomings: the future is by definition unknow-
able; the multiplicity of factors makes their cumulative effect yet more unpredictable;
and even to the extent that the futiure can be read as a straight-line extrapolation of the
present, we know too little about the present.

Nonetheless, we have attempted, in an environmental scan (Appendix B) to iden-
tify these factors in order to provide a baseline against which to measure the future
cowrse of events, and their likely implications. To sunimarize that scan, despite a vari-




ety of troubling signs, there are grounds to believe that York can with impunity
embark upon any reasonable long-term enrolment policy which it wishes to embrace
for academic or other reasons. The way ahead will not be easy, and we will have to
struggle to secure, and use effectively, additional resources. Our main concerns must
therefore be to retain, or to introduce, flexibility and responsive capacity so as to be
able to deal with both the predictable and the unforeseen opportunities and chal-
lenges of the next thirty years.

Critical to our flexibility and responsiveness - and valuable as an end in itself - is
the development of greater intellectual diversity at York. This is the next issue which
we address.

DIVERSITY

in the same way as most other universities of its size and distinction. In some

respects, what is unusual about York is very positive. For example, we are atypi-
cal in our emphasis on environmental studies, fine arts, nontraditional student con-
stituencies, interdisciplinary programs and bilingual education.

If we were to take a snapshot of York today, we would see that it is not configured

However, if we compare York with the ten largest Canadian universities, we see that:

* 9 have engineering schools; 8 have medical schools; 6 have architecture schools; 6
have alk three; and York has none of these

* 8% of our students are enroled in science-related programs (science, medicine, engi-
neering and related disciplines) as opposed to an average of 24% for the compari-
son group

¢ our undergraduates comprise 91% of our total student population as against an
average of 80%

These comparisons show that York departs considerably from the norm in two cru-
cial respects - breadth and depth.

But why should we conform more nearly to the norm? First, the norm itself
reflects some kind of tacit consensus across the country concerning what a universi-
ty is and does. To depart from that consensus marks York off from other institutions
in the eyes of prospective students, faculty members, donors and governments. Sec-
ond, the norm represents a response to what the community wants and expects of a
unijversity. We should not always gratify community wants, of course, but when
doing so is so abviously acceptable to universities in Canada and around the world,
why would we not wish to? Third, some of our departures from the norm are also
departures from our own ambitions, as defined in the University Academic Plan (UADD,
as in the case of our relatively small graduate programs. And fourth, if as and when
we move towards the norm, for example by establishing a new faculty, we can and
must at that moment determine whether our own deviant academic profile is some-
thing we want to retain or not: the choice is always ours.




These are all good reasons why York might choose not to be so very different from
other universities. But there is in the end only one positive reason for York to diver-
sify: any university must surely have the ambition of encompassing as much of
human knowledge as possible. Natural science has been a characteristic, one might
say a dominant, intellectual activity for at least two hundred years: how can York be
indifferent to it? Praxis - broadly defined to encompass all forms of applied knowl-
edge in the natural and human sciences - has long provided a lively counterpoint to
theory: how can York deny itself a full measure of praxis? And graduate study, the
process of acquiring deeper and more advanced knowledge of a subject and training
new generations of acadenic scholars, has been a function of universities for half a
miilennium and more: why would we not wish to do as much of it as we can?

All of this adds up to an argument for diversification, along the general lines
implied by comparing York with other universities. If we work forward in this gen-
eral direction, we will broaden the scope of our intellectual discourse, increase the
range of applied programs we offer our students, enlarge our impact on and relations
with the community, enhance our ability to secure support for our activities from
funding councils, government and donors, and become a greater presence within a
wider range of disciplines and professions, and within the international university
community. This is the basis of obur proposal that York should become a “compre-
hensive” or “full-service” university.

Nor is this ambition in any sense a repudiation of our own institutional destiny.
From its early days, York aspired to be a large multi-faculty university. Engineering
and medicine, for example, were specificalty contemplated; science was launched on
a trajectory of deliberate and episodic growth. Howevey, all such plans were fore-
stalled by the pessimism, discounted operating grants and truncated capital alloca-
tions which have haunted the Ontario university system since the mid-1970s. In effect,
no genuinely new facuity of anything has been Jaunched in an Ontario university since
then, and our own faculty profile has remained unchanged since the Faculty of Educa-
tion was founded in 1970,

Thus, it is clear that our unusual profile is for the most part the result of historical
accident, not planning. Its positive consequences, if any, are not ones we have cho-
sen deliberately to seek. And its negative consequences appear to be at odds with a
number of goals or values to which we are committed in the UAP, such as accessi-
bility, interdisciplinarity, and increased emphasis on graduate studies. By way of
example:

s Accessibifity: Because there are relatively limited opportunities to study science
and engineering within the Greater Toronto Area (GTA), relative to comparable
conurbations, members of disadvantaged groups denied a chance to study in these
important fields must leave home to do so; this they cannot do. It is not all a ques-
tion of demand push; supply pull counts too. For example, recent expansion of our
science and applied science programs has attracted considerable numbers of able
young women anxious to take advantage of what York might offer them.




* Interdisciplinarity: York faculty members engaged in environmental or health stud-
ies lack direct access to collaborators in such adjacent scientific disciplines as epi-
demiology, environmental medicine and public health, New applied fields which
are highly interdisciplinary - such as design - might well be built upon our present
strengths, but require new structures, new personnei and facilities, and especially,
a new mandate.

* Graduate studies: Some of our outstanding scholars have relatively few graduate stu-
dents, or none at ali, because York is not a significant locus of activity in their partic-
ular discipline. Their influence on the development of their disciplines, especially
through successive generations of graduate students, might be even greater, were
our graduate program enrolments more nearly commensuzate with the distinction of
our faculty.

These are sume of the reasons why, in effect, the UAP has already committed us
to diversification of our programs and to increasing the proportion of graduate to
undergraduate students; these are the central elements of a strategy which will make
York a “full-service” university.

In this Green Paper we seek to lodge the commitments of the UAP in the context
of a general institutional aspiration, and at the same time to make them more explic-
itby proposing several initiatives to be pursued as opportunity presents over the next
ten or twenty or more years.

And there is reason to believe that opportunity will present. Incremental resources
are being made available to impoverished universities not by way of general support,
but in the form of support for specific areas of study or research. At all levels - inter-
national, national and provincial - governments are seeking to use universities to
achieve social, economic and cultural goals. These goals include enhanced national
productive capacity, training of highly qualified personnel, social and cultural devel-
opment, and the advancement of groups whose members have traditionally been dis-
advantaged by lack of university credentials,

Several of the areas most likely to attract additional government funding are the
very ones In which we might wish to grow. Moreover, as a university with an excel-
lent - albeit idiosyneratic - record of academic achievement, in Canada’s largest
conurbation, York is a logical candidate for additional responsibilities and the addi-
tional resources to support them. And finally, the very fact that we have thought care-
fully about what we want to do makes it more likely that we will be given the oppor-
tunity to do i; that was certainly the lesson of the recent corridor negotiations.

50, we will likely be able to gradually diversify our programs and rebalance our
graduate/undergraduate populations. In doing so, however, we will also have to
address a number of concerns about quality, which are worth identifying from the
outset,




QuaLty

above, and quality is, regardless, a concern of any self-regarding acadernic insti-

tution. However, enrolments are the focus of this Green Paper; quality issues
will be considered mainly to the extent that they affect, or are affected by, changes in
enrolment.

The UAP mandates a concern for quality, as well as the other goals mentioned

It is frequently and accurately observed that we may be driven to choose, or to
strike a balance, between quality and other concerns, simply because resources are
finite. We should accordingly be careful not to launch ourselves on new enterprises
which will have the effect of undermining our existing programs.

However, it is also true that in many instances diversification and rebalancing of
our programs will contribute to the overall quality of the university, without drain-
ing resources from existing activities.

The single most important consideration in this regard is the recent shift in poli-
tics of university financing, noted above. Instead of providing us with a general grant,
distribution of which lies within our discretion, more and more marginal increases
in funding are being directed towards the achievement of specific objectives, which
are defined or approved by government. If we do not pursue those objectives, we wili
not get the money; it is that simple.

To illustrate: York’s most urgent need might be to improve the quality of mder-
graduate instruction, but (let us suppose) funds are made available only to expand
graduate programs designed to renew the professoriate. We have the choice of not
accepting the money, of course, Should we do so because government’s first priority
does not accord with our own? Or should we accept the money because it will help
us to rebalance our shudent complemert, one of our declared academic objectives? It
is unlikely that we would refuse the money simply because it assisted us with our
second or third priority, rather than our first,

Moreover, we can take solace from the fact that expanding or improving our grad-
uate programs might actually have positive side-effects for our undergraduate pro-
grams. For example, increasing our faculty complement in order to teach more grad-
uate students might give us the chance to diversify our undesgraduate teaching at
the same time.

Of course there is a serious risk that government policies may have an undesir-
able steering effect, to the extent that they tempt us to adopt illicit goals, or do not
leave sufficient room for institutional autonomy within broad parameters, We wiil
not hesitate to join with other universities to oppose such policies, and will try to
resist temptations offered us to o things we believe to be inappropriate,




ACCESSIBILITY

ple of “general accessibility” - an opportunity for all qualified students to pur-

I i ow does diversification and rebalancing of our student body affect the princi-
sue university studies?

This is a principle {o which York is committed. We had the greatest growth
amongst Ontario universities during the 1980s, During the recent corridor negotia-
tions, York asked for and received a larger overall increase in its enrolment than any
other university. But despite our commitment in principle, our past efforts to accom-
modate demand, and our plans to grow in the future, we have not been able to prac-
tise general accessibility since the 1970s. York has been turning away more and more
students, because we lack the facilities, faculty and staff to provide them with a
decent education.

The effect has been that entry standards in all of our faculties, and especially in
the largest, the Faculty of Arts, have risen discernibly. This has had several conse-
quences.

First, this upward shift in our student intake has caused the bottom of our appli-
cant pool to imperceptibly drain away. In a stable situation, we would now be appeal-
ing to a smaller, more highly qualified, cohort of applicants. However, the demo-
graphics of the GTA ensure that we get more applications each year, rather than
fewer, We should not assume that this state of affairs will persist indefinitely. If our
intake is to improve further over the long run, once we lose the benefit of local demo-
graphics, we will have to attract additional, even more highly qualified, applicants.

However, since each higher level reached yields applicant cohorts of diminishing
size, we will confront fiercer competition with other, usually more affluent, institu-
tions. Thus, our best strategy for attracting more good students in the long run is to
appeal to those who do not now apply to York, because of either a perceived or a real
failure on our part to offer them the programs in which they are interested. The per-
ception can be dealt with by better advertising; the reality only by diversification of
our rather narrow range of offerings.

Of course, good students attract more good students, and in terms of recruiting
new faculty, and getting the best out of those already at York, the puositive effects of
a highly qualified student body should not be underestimated. Ttis very much in our
interest, therefore, to take this point seriously.

Secondly, although practical considerations forced us to move away from “gen-
eral accessibility” some years ago, the UAP commits us to the principle of “selective
accessibility”. That principle requires that we administer our admissions policies sen-
sitively, so as to ensure opportunities for able candidates who are working under
some personal, social, economic or cultural disadvantage. Our record in this area -
admittedly far from perfect - compares favourably with that of other institutions.




Moreover, we remain seriously attached to the notion that a significant share of
our student body should come from nontraditional constituencies, which comprise a
large proportion of mature and part-time studenis. To reach these constituencies, we
must be prepared {o adopt new delivery systems, and modify existing ones: outreach
programs, distance education, interactive video, work-study and cooperative educa-
tion all merit careful scrutiny, even though their cumulative effects on both general
accessibility and our own numbers are likely to be moderate rather than profound.
We recognize our responsibility, resources permitting, to expand services for the ever-
wider range of disabled and disadvantaged individuals and groups represented with-
in our student body.

And finally, we have been serving the expanding market for general interest and
occupationally-related non-credit programs through our Centre for Continuing Ech-
cation. This is ar: area in which the potential for long-term growth is considerable. We
would be able to serve this market mich more aggressively if we could find a financial
formuia which would permit us to identify, stimulate or respond to latent demand.

However, even selective accessibility is becoming increasingly diffieult to main-
tain, It is not just that resources are scarcer and scarcer, In addition, the new “corri-
dor” system forecloses further growth by effectively limiting enrolment both across
the system and in particular institutions. Essentially, no further expansion of the sys-
tem is contemplated beyond intake levels reached in 1988-89, and while York “owns”
most of what little growth is contemplated hereafter, we are almost at steady state.

What we committed ourselves to in the recent corridor negotiations was, in effect,
to diversify with very limited growth, e.g. in areas such as Envirormental Studies
and Apptied Science and Technology. This cutcome is consistent with some internal
redeployment of enrolment, and might permit a slight reduction in numbers in the
Faculty of Arts, with the further consequence that its burdens (but not its share of
resources) can be reduced. This in turn implies greater admissions pressures in that
very large faculty, rising standards, and an even greater need to make good on our
commitment to “selective accessibility”. In these circumstances, we must make spe-
cial efforts to ensure that our admissions policies are principled and responsive.

Yet despite our best efforts, we are contributing to - or at least not doing mtch to
relieve - a situation which ouglt to engender considerable concern. For personal, eth-
nocudtural or financial reasons, many residents of the GTA must either attend univer-
sity somewhere within the region, or abandon higher education altogether. If York's
enrolment is more-or-less capped, accessibility for these individuals is effectively
diminished. And, as noted elsewhere, if public policy increasingly shifts enrolments
into areas such as sciences, technology, and health - all areas in which York is rela-
tively small or does not figure at all - GTA residents who wish to study locally in these
fields will be particularly disadvantaged. This disadvantage, moreover, will transtate
into subsequent disadvantage in the labour market. Once again, even from the per-
spective of accessibility, there is fogic in York expanding its programs in areas of the
least local opportunity and greatest social need.

We have signalled our willingness to address this problem, if our resources are
adjusted appropriately. To a considerable extent, however, the outcome of the corri-
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dors exercise makes this issug largely incapable of resolution: the system has essen-
tially stopped issuing new “tickets of admission”. Limitations on our enrolment may
derive not just from financial stringency, or from government policy, but from phys-
ical conditions, concerns about the quality of life, and structural or organizational
constraints. These will be explored next.

THE PHYSICAL LIMITS TO YORK'S GROWTH

inal ring road, and adjacent areas now used for university purposes - is physi-

cally large enough to accommodate almost any student population we might
wish to enrol. In principle, we could grow to two or three times our present popula-
tion and still have ample land left for compatible development, as contemplated by
Notth York's recently-approved Secondary Plan for our campus.

The academic core of the Keele campus - roughly the area enclosed by the orig-

This general observation must be qualified somewhat. Municipal concerns about
the adequacy of services such as sewers and roads have threatened to restrict both
academic and nonacademic development on campus, at least temporarily. Howev-
er, recently announced plans to increase local sewer capacity have alleviated the for-
mer concerns, while the latter are under study, in connection with the development
of a transportation strategy for the GTA.

In terms of campus land-use issues, none is potentially more difficult than that of
parking. Significant increases in enrolment or the construction of major acadermic
installations, such as a teaching hospital, would generate higher demand for on-cam-
pus parking. However, it would be difficult to accommodate greatly increased
demand on our existing surface lots. In fact, our parking capacity might well be
declining at the same time, since we plan to build over existing lots on the periphery
of the campus for commercial development, and have already built over some inter-
nal lots for academic development.

Thus, we face something of a campus parking crisis, which can only be resolved
if demand is diverted (e.g. by carpools or better mass transit) or satisfied in some
other way than by surface parking (e.g by multilevel parking structures).

Looking to the next ten or twenty years particularly, our ability to grow is now,
and will likely continue to be, inhibited especially by our shortage of built space, Even
agsuming that a combination of government grants and development profits will ulti-
mately permit us to house the desired growth, the rate at which we can generate cap-
ital from either source (or from fundraising) will not necessarily match the rate at
which capital is required. It is possible to imagine that we might build more rapidly
than funds come to hand; however, at some point the carrying charges generated by
such a strategy make it unattractive.

Finally, we are likely to continue, by choice or necessity, our recent strategy of
locating certain academic activities off-campus. Whether because of distance educa-
tion such as that offered by Glendon and perhaps ultimately Atkinson, satellite oper-
ations such as those of Education, Atkinson, Osgoode and Continuing Education,
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cooperative programs such as those of Science, or technological means as yet untried,
we can predict that increasing numbers of our students will make fewer demands on
the facilities of our main campus. But given our present and predicted numbers over-
all, the need of most students for access to libraries, laboratories and other special-
ized facilities, and the attractions of campus life, this shift will not radically diminish
the daily population of the campus.

To recapitulate, our overall conclusion is that the campus is large enough to per-
mit us to grow very considerably within the next 20-30 years. However, the rate of
our physical expansion (and hence of on-campus population growth} will be mod-
erated by the need to secure capital funds and (o resolve our transportation and park-
ing problems. Nonetheless, in the long term, our land development prospects are
bright and the logic of transit to York compeiling, so that we can expect both of these
problems to be resolved ultimately.

On the Glendon campus, the picture is somewhat different: there are some fimited
possibilities for physical expansion. However, existing facilities can be enlarged to the
extent necessary to accommodate existing programs and any additions likely fo occur
within the next twenty years or so.

GROWTH AND ITS EFFECTS ON THE QUALITY OF CAMPUS LIFE

s there a particular size of university which would take us past critical points at
Iwhich the quality of academic and community life would be jeopardized?

History has answered that question already. We are committed to being a large,
metropolitan university. This status implies a less-than-idyllic quality of life, which
will not be dramatically affected by any further growth which might reasonably be
contermplated.

However, we eannot abandon attempts to ensure that ali future development
enhances our communal existence, rather than detracts from it. Indeed, in some
respects, future growth is the only way in which we will be able to make important
gains, e.g. by using new buildings to fill in gaps amongst existing buildings, thereby
creating attractive small scale landscapes and microclimates, and sheltering pedes-
trian movement in inclement weather.

But size does have costs. We accept, for example, that students will not always be
able to move easily between any two points on the campus within a ten-minute class
break, as was envisaged in the original - unrealized - campus master plan. The incon-
veniences of a large campus can be mitigated somewhat by the creation of precinets
(fine arts, science, arts etc.) where students are likely to take most of their classes, with
transitional public spaces serving important university-wide functions, inchuding that
of informal mixing of students from different areas.

Looking at other metropolitan campuses, however, we do suffer significant disad-
vantages at present. Unlike Berkeley, Harvard or the Sorbonne, no adjacent neigh-
bourhood provides York with amenities such as shops, cafés, cinemas, or suitable stu-
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dent accommodation, And unlike some other suburban campuses, York so far lacks
access to the central city core by means of rapid transit.

Growth and diversification of both our academic and nonacademic activities and
population may help in the end to solve these problems, rather than exacerbate them.
A larger and more diverse community would in turn support a wider range of ser-
vices, for example, and provide a more attractive destination for transit.

Finally, if growth has many positive implications for the quality of campus life, in
at least one respect it requires careful attention. Growth - if uncontrolled - may force
us to encroach unduly upon the undeveloped green space that surrounds the present
campus core, although much of that green space is now unused and unusable by the
York community, because it is cut off by roads and parking lots.

Fortunately, the importance of preserving and strengthening the key elements of
a green campus is well recognized in our new campus master plan and in North
York's Secondary Plan, and will be respected in our future land developiment strate-
gy. Thisis not to deny that we may find curselves engaged in controversy, from time
to time, over environmental issues. But in the context of this Green Paper, suffice it to
say that the anticipated growth of our student population will not generate excessive
pressures. On the contrary, new needs for increased recreational and athletic space
can be fully and generously accommodated.

ORGANIZATIONAL, STRUCTURAL AND ADMINISTRATIVE
IMPLICATIONS OF GROWTH AND DIVERSIFICATION

tion in two respects. On the one side, these structures - faculties and depart-

ments - tend to contain growth within themselves, rather than permit it to occur
elsewhere; on the other, change may strain them, and demonstrate the need for mod-
ifications or repairs.

Growth and diversification will bring our organizational structures into ques-

Significant reconfiguration of the university must not be so rapid as to endanger
our academic interests. Our enrolment strategy, for example, should be driven by
acadernic rather than financial considerations, and we should be careful to grow only
to the extent thal we reasonably anticipate increased enrolments being sustained at
the levels of quality mandated by the UAP.

We also run academic risks, however, if we do not grow and diversify. In some
faculties, existing programs suffer from the lack of a critical mass, and we do not yet
have the full and balanced inteflectual cadre necessary to ensure York a place in some
important aspects of the emerging intellectual discourse of the next few decades.

Diversification and, to a lesser extent, growth thus throws up a number of impor-
tant issues, extraneous to any specific proposal, but critical to its eventual imple-
mentation. Many of these issues are interrelated in a complex way, and it is difficult
to disaggregate them. The following taxonomy should therefore be regarded as just
one of many possible.
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ORGANIZATION AND GOVERNANCE

Existing Senate legislation easily encompasses proposals for new programs with-
in existing faculties. But the legislation is silent on several important structural issues:
the relationship between a program and a department, the requirements for depart-
mental organization, the necessary conditions for the emergence of a new faculty, the
definition of a “school”, and how a school is related to a faculty.

These questions are largely formal, and do not appear to go to the substantive
merits of decisions bearing upon diversification and growth. However, they have a
way of becoming contentious, with the potential of deflecting attention from the pros
and cons of important proposals.

Faculties seldom appear through a process of parthenogenesis. The emergence of
a new faculty wiil almost certainly affect the organization and structure of an existing
faculty, either by excision of some of its parts, or by preemption of its options for
future development. These are matters specific to each case, but they need to beiden-
tified and resolved in timely fashion. Indeed, it is essential that they be identified
early, so that the short- to medivm-term planning of existing faculties can take into
account the longer range enrolment plans of the enfire university.

The possibilities of growth and diversification at the Keele campus, reinforcement
of Glendon, and the possible development of a third campus also raise issues of gov-
ernance. While York is, like most universities, highly decentralized in operational
terms, it retains a single integrated corporate organization. Allowing for differences
in local culture, tradition and style, each faculty is more or less the equivalent of the
others in terms of its place within that corporate structure.

But if York is to grow in size and complexity, and especially if York is to grow by
the development of an additional campus, there will be an increase in centrifugal
forces. These forces may prompt calls for a more devolved, federal organization and
mode of governance. Perhaps federal models should be examined in advance. If our
organization is to move in that direction, it ought to do so by a process of conscious
and controlled evolution, not in response to a political crisis.

Equally, academic growth and diversification imply potential administrative con-
sequences. The senior administration of York is relatively compact, compared to that
of other tniversities the same size. As we grow in size and complexity, there will be
a temptation, and may be a need, to expand this administration. This may or may not
be appropriate, but should follow, if at ali, from a careful assessment of the merits of
particular administrative structures.

LEGISLATIVE REQUIREMENTS

Any new academic endeavour will, of course, require the approval of Senate, and,
in some cases (e.g. new faculties) the Board. Its involvement in at least a formal sense,
suggests that the Board ought to be kept fairly closely informed of, and perhaps
involved in, the development of long range enrolment plans, especiatly in relation to
proposed major initiatives.
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As noted, moreover, some proposals for new initiatives may fmpinge directly on
existing faculties and will require their legislative consent. Such legistation may not
be strictly necessary to license the creation of entirely new faculties, but there will
usually be practical and political reasons for formal and informal ventilation of such
initiatives by those they affect, in addition to a debate in Senate,

FINANCIAL PLANNING

The development of new programs, departments or faculties requires careful
financial planning, involving the identification of costs, and of sources of revenue to
meet them.

Ina chronically underfunded university, there is an obvious need to protect exist-
ing programs from being financially damaged by the development of new programs.
But that principle can find various levels of expression.

For example, the eventual operating costs of any new endeavour might well be
met by the revenue it generates, but there will be inevitable start-up costs. To the
extent possible, such costs should obviously be met by external sources, such as foun-
dations or special government grants, but sore initial subsidy is almost inescapable.
Or, to take another example, grants for new enrolments are typically paid on a “slip-
year” basis, a year in arrears. The first year of even a self-sustaining new program
must be laid off somewhere. Or to take a third example, faculty members for a new
program may be recruited from within the existing complement, but they may
require a period of leave for retooling or freedom from teaching, in order to prepare
a new curricufum. Who will pay their salarfes during this period? These examples,
and others, suggest that there ought to be a central fund of renewable base money to
use for the development and introduction of strategic initiatives.

More importantly, once established, these initiatives involve ongoing operating
costs such as faculty, staff, equipment and central support systems. Frank recogni-
tion of this fact will lend strength to our efforts to secure adequate additional sup-
port from government for our new activities. However, over-anxiety about operat-
ing costs, understandable in difficult times, can effectively veto change forever.

Similarly, new programs may well require an initial capital investment in facili-
ties. H, for example, there is a decision to develop a new campus, what will be the
impact of that decision on capital planning on the Keele and Glendon campuses?
Capital funding for our two existing campuses has for 15 years been flowing at a level
well below demonstrated need; pursuit of capital allocations for a new satellite cam-
pus would, in effect, constitute competition against ourselves. This implies that a
third campus, if any, should be planned on the assumption that space will be con-
tributed by private or public sector donors, rather than built with Ministry grants.

But to extend the point about operating budgets to the capital side, by definition
there will never be enough space for existing activities. Thus, if existing capital claims
automatically preempt new ones, no innovation at York will ever be possible.

What we propose is that innovation be conducted in a spirit of prudence, of
regpectful concern for ongoing units and their needs, of sensible measures to avoid
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overloading existing systems which are already overtaxed. What we cannot recom-
mend is a series of absolute and total guarantees designed to protect all existing activ-
ities from any effects of new ones.

NEW INITIATIVES: PRACTICAL PROPOSALS

diversify its programs and rebalance its population, as between graduate and

undergraduate students. Diversification will likely result in some growth in
campus population. Indeed, just such growth has occured over the past few years as
the result of the 1990 “corridors” negotiations, the effects of which are now almost
fully manifest. Rebalancing could - but need not - result in a slight drop within exist-
ing facustties. This could occur through simple reductions in intake or - given differ-
ential funding arrangements - by a conscious redeployment from undergraduate to
graduate enrolments. Taking the two processes together, we conteraplate only rela-
tively modest expansion - notionally, in the range of 10% - in the overall size of the
current population on the two existing campuses.

ﬁ s indicated at the outset of this Green Paper, we are proposing that York should
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Here are two amongst several plausible scenarios of growth and diversification.

SCENARIO 1 SCENARIO 2

PRESENT PROGRAMS (30/91) 41000 (32800 FTE)* 41000 (32800 FTE)

decline -500 (-400 FTE) 0 0
growth 2500 (2000 FTE) 3000 {2400 FTE)
Net continuing 43000 (34400 FTE) 44000 (35200 FTE)

NEW PROGRAMS [Incl, Grad /UG]

Design/Communications 500 (400 FTE) 500 (400 FTE)
Health 1200 (960 FTE) 1000 (800 FTE)
Information Science 300 (240 FTE) 500 (400 FTE)
Other 0 1000 (800 FTE)
TOTAL POSSIBLE 45000 {36000 FTE) 47000 (37600 FTE)

We reiterate: these numbers reflect two amongst many possible scenarios, and are
intended only to indicate an order of magnitude. Further, since we are essentially
interested in gross numbers, we have not distinguished between graduate and under-
graduate enrolments in respect of either ongoing or possible new programs.

* full-time equivalent
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Ag planning proceeds for various new programs - those indicated, or others which
may be proposed - these estimates wili have to be revisited and refined. That is a task
for the future. For the present, we believe that our numbers are somewhere near right,
for the following reasons.

First, as indicated earlier, we believe that capital and operating funds for Ontario
universities are likely to increase only modestly and from time to time, in response
to specific government policy initiatives. Thus, we would not be funded for a major
program of growth even if we wished to embark on one.

Second, to the extent that additional resources become available for new initiatives,
these are likely to occur in specialized areas rather than in the “core” arts subjects in
which the bulk of enrolments are now located at York and across the system. Hence,
as we diversify, we will grow - but only within a range of relatively small numbers.

Third, we have proposed above that our new initiatives will reside within a range
of relatively small numbers. This reflects our assumption that below a minimum size,
a given veniure is not viable, but that above a modest maximum, growth is neither
wise nor likely to be funded.

Fourth, there is a proposal, to which we have referred, that the Faculty of Arts -
now over 40% of the university - should be modestly reduced in size so as ko bring its
commitments rather more nearly into line with its resources. If this were to occur, the
reduction would offset the effects of growth elsewhere. To the extent that we would
seek to achieve this redeployment without incurring significant extra costs, “net
decline” in the Faculty of Arts is likely to be modest indeed.

Finally, in forecasting possible growth, we have not included any numbers for a
possible third campus. While in principle, we could shift some students from the
existing two campuses to a third, it is much more likely that enrolments at a third
campus would have to be generated largely by the addition to the provincial system
of new places, and to York of an increased share of those places. Such a development
would be designed specifically to accommodate growing demand within the GTA,
and would represent a major commitment by govermment.

For similar reasons, we have not accounted for changes in enroiment attributable
to a realignment of responsibilities as between universities and community colieges,
Nor have we laken account of any long-term change in government financial sup-
port which might convert distance education students, non-credit continuing educa-
tion students, and similar constituencies into a major component of our enrolments.
Barring a change in government and private support for higher education, it is hard
to see how we will be able to assume such new responsibilities.

So muzch for the dimensions of change. What of its content?

Diversification might take place in any one of several ways in response to devel-
opments in the external world, in the discipline, in the dynamic of an existing aca-
demic unit, or in the process of academic planning.

In identifying certain opportunities below, we have indeed attempted fo respond
to external trends as we perceive them, as well as to internal needs that we identify
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from our familiarity with York’s present programs. In this respect, our not having
particular disciplines or faculties at present may be a real advantage: new units or
programs will not be constrained by vested intellectual interests or professionai cul-
tures; we can draw upon and improve upon state-of-the-art programs in other uni-
versities; we can attract dynamic new people with the challenge of building some-
thing unique; and we can use new programs to reinforce, or coraplement, existing
academic units.

Before briefly describing some of these possible innovations, we must make a brief
detour into a problem of nomenclature. In the following descriptions, we distin-
guished between new activities which expand and diversify the activities of existing
faculties, and those which might require the establishment of new faculties. Howev-
er, the change in nomenclature signals at most only the degree of innovation; we do
not mean to prejudge the issue of which academic unit might best provide a home for
our new activities, On the contrary, we believe that form should follow function.

As planning proceeds on various projects, those responsible will have to address
the issue of faculty structure versus that of a department or program; their recom-
mendations will have to be negotiated through Senate and, ultimately, the Board.
Decisions will ultimately be taken by reference to such considerations as the possi-
ble costs and benefits of setting up a new faculty administration, the degree of aca-
demic affinity between new and existing activities, conventional appellations for sim-
ilar activities at other universities, any special requirements of government and other
supporting bodies, etc. For current purposes, however, we wish to refterate that we
are not committed to any particular structure.

With this understanding, what are our most attractive prospects for growth and
diversification?

(A) CHANGES WITHIN EXISTING PROGRAMS

Most disciplines, most departments, do in fact change over time. At given moments,
they may change quite rapidly and profoundly. The university must strive to encour-
age and support change within existing prograrns, as a sign of intellectual vitality. Such
developments are fully consistent with York's ongoing commitment to Fberal educa-
tion, to interdisciplinarity, to the education of part-time and mature students, and to
other distinctive features of our programs, as they have developed over the past thicty
years. We do not dwell on them in this Green Paper, however, because we are confi-
dent that they will oceur through normal processes of organic renewal, rooted in the
culture of existing academic units. But, given our mandate, we must make special men-
tion of the resulting fluctuations in departmental and faculty enrolments which will
occur both in the short term and over the next thirty years. Under present funding
arrangements, it is essentfal that enrolment change should be managed carefully, so as
toavoid financial dislocations. We beltieve that the trend toward government manage-
ment of the university system will only reinforce existing requirements.
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(B) EXTRAPOLATEON OF EXISTING PROGRAMS

Several of the most important changes that we foresee for the next two or three
decades represent extrapolations of existing programs. Some have already been ini-
tiated, and their implementation is well advanced, following the recent corridor nego-
tiations. Nonetheless, it is important that these developments be seen within an over-
all long-term plan for York,

FACULTY OF GRADUATE STUDIES

We have proposed that York should become more intensively and extensively
involved in graduate teaching. To the extent that this will be achieved by internal
realignment of our activities, the effect on our overall numbers is minimal. Likewise,
we have not attempted to allocate enrolments as between graduates and undergrad-
uates in the areas we have proposed as appropriate for development.

However, we do anticipate that there will be some net growth of enrolment
attributable to expanded graduate enrolments, and have made some allowance for
this in the “other” category of our growth scenaric. Whether, where and when such
growth occurs is, of course, especially sensitive to financial and regulatory strategies
aclopted by the government and OCUA from time to time.

FACULTY OF PURE AND APPLIED SCIENCE

The recently-renamed Facully of Pure and Applied Science is already embarked
on a trajectory of growth and diversification supported, at least initially, by a specif-
ic adjustment in our enrolment corridor. The recent introduction of a number of mod-
ules collectively identified as Applied Science and Technology (AST) might well lead,
in due course, to the emergence of a new faculty of the same name.

Regardless of its future organizational form, we feel that the growth and diversi-
fication of teaching and research in both the pure and applied sciences is desirable in
itself, will contribute to the strengthening of York’s intellectual community, and wilt
promote greater interaction between science and other disciplines on campus, and
science and the external world.

ENVIRONMENTAL STUDIES

Environmental Studies, long our smallest facuity, is actively moving towards
growth and diversification, through the addition of both an undergraduate program
and a doctoral program to its highly innovative and successfui MES program. This
is a very appropriate development, in light of the growing recognition of the impor-
tance of environmental issues, and very suitable for York, because the broad con-
ception of “environment” in FES enables that faculty to interact vigorously with vir-
tually all other faculties in the university. A corridor adjustment has been secured
which largely accommodates this growth.

The GTA, for the foreseeable future, is likely to be a major centre of urban growth
and architectural development. For more than twenty years York has graduated a
significant group of urban, regional, and environmental planners from its MES pro-
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gram in the Faculty of Environmental Studies, Planning programs are also in exis-
tence at Ryerson and the University of Toronto. With regard to Architecture, how-
ever, the professional needs of the GTA are served only by Ryerson and the relative-
ly small Faculty of Architecture at the University of Toronto.

Some FES graduates do go on to professional careers in the urban design area, and
York's small Urban Studies program makes a modest contribution as well. Howev-
er, there is considerable potential for an expansion of urban design and architectural
programs in the GTA and this is an obvious area for York to address. Urban design
and architectural teaching programs could originate in and be housed in FES and
then, if thought appropriate, moved into the proposed partnership of Design and
Communications. But o reiterate: the issue of organizational form is not meant to be
resolved definitively in this Green Paper.

EDUCATION

York's Faculty of Education has grown very rapidly, especially in the past few
years. However, at present it concentrates on Primary-Junior programs, and a rela-
tively narrow range of Intermediate-Senior specialities,

Given the prospects for the future growth of school populations in the GTA, and
the close nexus between education faculties and their “clients”, there are obvious
opportunities for both growth and diversification in this faculty, at both the graduate
and undergraduate levels. One which has recently appeared is the development of a
French as a First Language (FFL) component of Education, developed in cooperation
with Glendon. Others may be imminent. It is anticipated that government will sup-
port these developments with appropriate corridor revisions.

Of course, Education wiil also wish to attend to its important agenda of scholarly
and public policy concerns.

APPLIED SOCIAL SCIENCES

York is showing increasing ambition in the area of the applied social sciences.
Business and Law are already very strong professional faculties. The School of Social
Work seems likely to emerge as the next major professional unit in this area, and its
growth beyond its present modest size should be actively encouraged.

Amongst the other candidates for growth are Health Studies and Communica-
tions, both of which are identified as possible components of new academic units pro-
posed below. There has been some mention of a new initiative in the area of public
administration, and additional ventures in the applied social sciences should be
encouraged. The applied social sciences represent a natural evelution from, and com-
plement to, existing areas of intellectual strength at York, and at the same time
respond to potential societal needs and student interests.

GLENDON

The current political context offers Glendon a special challenge to maintain its
bilingual vision and modest growth. Glendon may respond by proactive recruitment
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directed towards particular client constituencies, by deveioping and exploiting poten-
tial nation-wicle interest in the College, or by other strategies such as distance edu-
~ cation. Glendon may also wish to reexamine the range and balance of its programs,
in cooperation with other York faculties, with public policy makers, and with the
community groups it aspires to serve. The current Glendon-Education initiative in
the area of FFL teacher training exemplifies these possibilities.

These new initiatives and relationships may in furn impart a special character to
Glendon's financial and staffing arrangements, and invite further consideration of
Glendon's resources and facilities, ’

(C) NEW PROGRAMS

In proposing that York should become a “comprehensive university” we are not
seeking to replicate all of the traditional academic structures which have evolved over
the past several decaces. Rather, our own record of innovation should provide both
inspiration and reassurance as we set about the task of designing a university for the
twenty-first century.

Developments which represent expansion or extrapolation of our current activities
therefore will and should represent a major dimension of cur growth and diversifica-
tion, as suggested above, However, insofar as we wish to respond to new trends in
scholarship, to new challenges derived from social, economic, technological and cul-
tural change, we may also wish to develop entirely new units, building on our latent
strengths if possible, but in some cases starting pretty much from the ground up.

To stmmarize, we imagine that new initiatives, including those we are propos-
ing, will normally have the following characteristics:

* an identifiable constituency of strength and support within the university, mani-
fest in terms of a strong, existing base of teaching and research (but leaving open in
principle the possibility that we may have to begin without such a constituency)

= sorhe definition of the nature of future academic enquiry and activity, which draws
upon the scholarly literature and relates it to changes in the environment

* a projection of environmental circumstances and market demand, including inter-
national and national concerns and opportunities and those focused on the GTA in
particular, emerging themes in public policy debates, employment opportunities for
unjversity-irained personnel, eic.

e reasonable prospects of attracting the resources necessary to sustain them,
prosp g b

We believe that it is reasonable for York to aspire to several such new initiatives,
of significant proportions, in the next two or three decades. We have considered var-
ious possibilities, in part by scanning the environment in which we are likely to find
ourselves, in part by considering our current academic profile to see where existing
activities might logically lead to something which is both new and attractive.

Since we cannot hope to do everything, and certainiy not to do everything new at
once and well, we have focused on three areas of development which we find par-
ticularly promising. However, the Green Paper is to be reviewed at periodic inter-
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vals, and can be reopened at any time if new ideas come forward or unanticipated
circumstances develop which require speedy action. Thus, there is no closure in our
proposals: other possibilities may emerge in the years ahead.

We anticipate, however, thatby identifying prospects in three specific areas, we will
provide an impetus for the proponents of each initiative to move them forward when
opportunities arise, and in a manner which in their informed view, offers the most
exciting, yet realistic, possibilities for them as well as for the university as a whole,

NEW INTTIATIVE IN HEALTH

The health area is perhaps our most evolved example of a recognizable con-
stituency of strength, with a critical mass of faculty, a substantial number of propo-
nents, several defined areas of interest, and some cutting edge initiatives in teaching
and research already under way. Health is also an excellent iilustration of evolution-
ary development as envisaged by the Green Paper.

Perceptions of what constitutes “health” are changing dramatically - whether
these be scholarly concerns, government strategies, professional views or attitudes
within the broader community. As these perceptions change, so do expectations of
heaith care, health education and health research.

York is in an excellent position to respond to these changing expectations. Our
study on Health Teaching and Research (Taylor Report, 1988) identified the follow-
ing six areas of concentration where faculty interest and/or curricular presence
already exists and where new scholarship is being developed: (1) The Political Econ-
omy of Health; (2) Health Policy, Institutions and Professions; (3) Women and Health;
(4) Culture, Ethnicity and Health; (5) Mental and Physical Fitness, and (6) Health and
Environment. These areas represent a broad view of health, in its social, personal and
clinical dimensions, and include initiatives which are distinct from those being
offered elsewhere in the province.

Specific initiatives include the Liberal Studies/Health Studies program in Arts,
the graduate program in Exercise and Sports Science, the program in Health Admin-
istration and a recently created department and degree in Nursing, both in Atkinson
College, and pertinent courses in law, environmental studies and many other disci-
plines. As well, we now offer (or soon will) professional acereditation certificates in
three health-related areas: Social Work, Nursing, and Clinical Psychology. Programs
in other areas, including physical education, recreation and athletics mightalso con-
tribute to such an initiative.

An early task will be to develop a number of clinicat/practicum components asso-
ciated with particular disciplines. For example, York’s Social Work and Clinical Psy-
chology programs already have clinical/ practicum components. It is conceivable that
similar components could be offered in a range of areas related to health issues, such
as physical and occupational therapy, pharmacy or counselling services. The issue of
professional accreditation also invites exploration. As noted above, we already offer
several such professional certificates; over time, as the health initiative accelerates, so
too will the need to define our relationship with licensing and professional bodies.
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One of the key recommendations of the Taylor Report was the creation of an Orga-
nized Research Unit to serve as an institutional focus for ongoing and increasing
heaith-related research activity. The recently-established Centre for Health Studies -
will concentrate in the near term on coordinating and assisting existing faculty
research interests, and on obtaining funding for particular projects. Given the range
of faculty interest and activity already present in the area, it is envisioned that the
Centre will support a number of different discourses rather than being the proponent
of asingle ideology. As the health area evolves and health-related activities prolifer-
ate, the Centre will no doubt be called upon as well to coordinate the diverse teach-
ing and research interests encompassed within the general rubric of “health”.

In light of all of this activity, York will ultimately have to develop a coordinating
structure which may or may not emerge one day as a Faculty of Health, Nomencla-
ture to one side, some such structure is necessary if we are to develop the necessary
active connections with a variety of external organizations in the health care field,
and to participate effectively in debates, discusstons and strategic planning in the uni-
versity sector, within government and in the community more generally.

Turning to the likely environment and market demand for graduates in the gen-
eral area of health, conditions are distinctly favourable to the development of a sig-
nificant York initiative. The terms of public policy debate are now clearly discernible:
the demographics of an aging population, sensitivity to social and cultural factors in
health, the balance between health promotion and health care, the impact of tech-
nology and environmental conditions on health, the design of new delivery systems,
etc. Looming over all these issues - and a fact which makes support for our efforts
more likely - is the desire of all governments to contain the costs of the health care
system.

Finally, it must be noted that this account of health-related activities at York does
not directly encompass either the health sciences or a conventional medical school.
As to the former, we expect that the Faculty of Pure and Applied Science will take
note of the growth of health-related research and teaching, and will find ways to
interact creatively and supportively with the other faculties in the field. As to the lat-
ter, we do not expect that another medical school will be established in Ontario dur-
ing the next two or three decades. However, should circumstances change, York
ought to consider staking its claim. The fact that we have developed distinctive,
responsive and well-grounded research and teaching in the area of health will give
that claim great credibility. The fact that a medical school would be inserted into a
novel academic milieu would ensure that its graduates would be uniquely qualified
to deal with the health issues of the twenty-first century. And the fact that we have
developed respect and recognition for our efforts, and close working relationships
within the health care community, would ensure support for our claim.

NEW INITIATIVE IN DESIGN AND COMMUNICATIONS

Technological change has irrevocably altered the theory and practice of design and
communications. Explorations in these twao fields have converged to the point that the
affinity between them, always strong, has become an integral intellectual bond. Com-
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puters and other electronic technologies have not only placed new tools in the hands
of designers and writers, but have transformed, and are continuing to transform, the
very nature of their activities. Designers now use the electronic tools of commumnication
to create their “products”; likewise, those who study, work and do research in com-
munications are required increasingly to rely on what have traditionally been consid-
ered “design” skills in handling the media of mass communication.

As the technologies have evolved, so has the concept of what constitutes design.
Those in the discipline see it as a process rather than a specific field, a process which
can be applied to an almost limitless range of objects and environments from furni-
ture, to architectural spaces, to industrial objects and milieux, to the printed word,
television and radio, to interactive multi-media, and so on. The common element in
successful design of all types is that it communicates with its intended audience,
whether that communication be in visual, written or verbal form, in two or three
dimensions, via traditional print or electronic media. In this way design can be said
to encompass most commanication activities, and design’s intellectual priority in the
design/communications partnership is increasingly acknowledged by participants
from both areas.

It is most encouraging that a number of disciplines at York are already exploiting
these affinities, and that there is substantial enthusiasm from several quarters for the
development of an initiative in design and communication; thus the existing
strength and support within the university already bodes well for the development
of this initiative.

Precursors for such a unit may be identified throughout Environmental Studies,
Fine Arts {Departments of Film and Video and Visual Arts), Faculty of Arts (Program
in Mass Communications) and in other faculties. And conmections amongst them are
growing: the Design area in the Faculty of Fine Arts already collaborates with the Fac-
ulty of Arts” interdisciplinary program in Mass Communications; Atkinson's Depart-
ment of Social Science has established a group to examine the potential for more for-
mal study in communications, based on existing faculty strength; and the Faculty of
Environmental Studies is interested in exploring the new media being used by stu-
dents in Mass Communications.

These are but a few manifestations of a potentially rich and extensive interdisci-
plinary faculty complement which might constitute the critical mass for a new
design/communications initiative. Colleagues in business administration, the social
sciences, and law might also participate in such an enterprise.

The balance between theoretical and applied concerns is one which would have to
be carefuily considered in the establishment of any new “professional” direction such
as this. Though electronic tools are indispensable to communication and design alike,
teaching in these fields is not merely a techmocratic or practical exercise. It also must
rest ultimately upon scholarly insights which encompass ali the ways of thinking
about, seeing, describing, analyzing and shaping - designing and communicating -
our social and physical relationships.




Obviously, it would be premature to propose definitive arrangements for this
prospective new unit, or indeed to conclude where such a unit might be situated or
how it would interact with various stakeholders inside and outside the university,
However, some themes can be identified.

One could anticipate theoretical and applied work in the full range of graphic,
industrial, mechanical, architectural and urban design, involving communication as an
intrinsic part of the design process at all levels. In the communications area, such a unit
could concentrate on both scholarly and applied aspects of areas such as journalism,
public relations and advertising. In architecture, and perhaps in other areas, we might
wish to develop our programs with an eye to professional requirements (whether or
not we ultimately decide to seek formal professional accreditation).

What is most important, however, in all areas, is that we mobilize to the full York’s
multidisciplinary and interdisciplinary strengths in the visual arts, computers, the
social sciences and environmental studies. Further, all areas must offer their students,
and afford their faculty, access to the full range of relevant new technologies and
information systems.

To tern finally to environmental circumstances and market demand, these clear-
ly favour the development of such an initiative. It is evident that many of the new
jobs which wili be created in the next 10-20 years in the GTA, across the continent,
and around the industrialized world, will be in the service sector of the economy,
which depends increasingly on the tools of design and communications. A unit
devoted to training for, and research into the theory and practice of, design and com-
munication would respond effectively to these demands.

Moreover, the GTA is one of the most dynamic conurbations on the continent, and
is a major centre of both industrial innovation and commumications. But the region is
curiously underprovided in communication and design education. Cur manufactur-
ing, service and coltural sectors may ultimately suffer as a result. This is a clear
instance where academic innovation may provide a stimulus to economic and cul-
tural development.

These are powerful arguments for the level of government support which will
clearly be needed if we are to bring together our many existing activities in design
and communications, to expand inte new activities, and to generate strong synergy
amongst them, This would indeed be an initiative for the twenty-first century,

NEW INITIATIVE IN INFORMATION SCIENCE

As our knowledge base grows ever more rapidly so, too, does our dependence
upon increasingly sophisticated technical information systems, which may be
linked to regional, national or international networks. These networks encourage
the exchange of information and ideas, and facilitate the handling of geographical-
ly dispersed information resources; they may well revolutionize academic com-
munication and research, as well as other forms of private and public discourse.

Perhaps understandably, during the early decades of information science, much
of the focus of that discipline has been on the technical aspects of information
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exchange, with less attention being paid to issues of operational accessibility and the
utility of information systems for human problem-solving and decision-making. By
confrast, “information science”, as we conceive of it, will in the future emphasize both
of these relatively neglected aspects. The use of information technology to serve our
needs - intellectual, economic, social and cultural - should be the defining character-
istic of a proposed initiative in information science. This injtiative would integrate
two main fock: {1) the design and development of information techmology, systemns
and networks; (2) the integration of user requirements into the design of the tech-
nology and systems; as well as (3} an examination of critical concerns - a “technolo-
gy and values” aspect - which would analyse political and social issues in the field
and provide the balance for the “hard” science-based study of technology. This
unique integration of theoretical, technical and social concerns would provide a com-
prehensive perspective seldom offered by information technology programs.

Information science is developing rapidly. It seems to possess at least two of the
characteristics identified earlier as being essential to the development of new initia-
tives. First, it is a promising area of intellectual enquiry. Second, it responds to eco-
nomic and social needs, and offers valuable career prospects for its graduates. That,
of course, is why computer science has grown so rapidly as a university discipline
over the past twenty years, at York and elsewhere. However, if our proposed new
initiative is to distinguish itself from existing programs responding to these same cri-
teria, it must unambigunously encompass not only the “hard” side of the discipline
but also the “soft” dimensions of human problem-solving and decision-making, of
evaluation and reflection.

What of our present capacity to move in this direction? On the “hard” science side,
our existing strength in computer science, and our increasing emphasis on applied
mathematics and applied science and technology, poesition us well for this develop-
ment. On the “soft” side, are latent and emerging strengths in areas such as the Sci-
ence, Technology, Culture and Society program in the Faculty of Arts, Linguistics,
Law, Administrative Studies, and Fine Arts. The prospects for interdisciplinarity are
almost limitless: there is hardly a discipline concerned with human and social inter-
action which does not offer promising prospects for Information Science as we con-
ceive it. Indeed, this proposal has intriguing possibilities for a new academic role for
the Libraries.

It may be just this need for interdisciplinarity, historically a strength at York,
which would allow us to move into this new area more easily than many of our coun-
terparts burdened as they are with vested interests in the existing definitions, skifls
and curricula.

However, many questions remain before we can move forward. Who will cham-
pion Information Science? What is the most appropriate structure for its develop-
ment, and how will the creation of that structure affect other parts of the university?
How will we be able to afford the considerable start-up and ongoing equipment costs
in this new field? These questions apply, in fact, to all of the new nitiatives we have
identified, but perhaps loom a little larger, so far, in relation to information science.
We invite interested parties to begin to address them.
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We can certainly foresee that if we do not move forward with such an initiative,
some other institution might do so. This underlines the need for the careful develop-
ment of a proposal, which will permit York to respond rapidly and credibly when an
opportunity presents itself.

Finally, it remains to distinguish Information Science from Design and Commu-
nications, another proposed new initiative. Information scientists would provide
what would be, in effect, some of the most important “tools” to be used by students
and practitioners of design and communications. By contrast, designers and com-
munications experts, in various roles, would focus primarily on the end-product - a
building or magazine or industrial design. Obviously, these proposals are situated
across a spectram of related ideas, functions and programns; further investigation may
show that there are ways of combining and dividing them which would be prefer-
able to those we have proposed.

A POSSIBLE SCENARIO FOR GROWTH: A THIRD CAMPUS FOR YORK

The growth and diversification which we contemplate should, where possible, be
concentrated on the York main campus in order to enhance the quality of both our
academic and our nonacadernic life. For diversification to achieve the goal of broad-
ening our intellectual discourse, it ought to occur where our activities are principal-
ly conducted, not at some distant site. And we should try to focus future growth there
as well, since the additional buildings required for existing and additional student
populations will help us to realize our new carmnpus Master Plan, which calls for infill-
ing the campus to create moderate urban densities, for greater efficiency of land use,
and for stimulation of a fuller range of collateral activities which in turn depend on
a somewhat larger and more varied campus population.

However, for specific reasons, growth may also be justified at two other locations,
provided it is carefully calibrated and forms part of an integrated overall plan for
York’s development.

First, the case of Glendon. It is quite possible that in order to achieve a critical mass
and wider variety of academic disciplines, some growth of the student population on
the Glendon campus may be justified. Further study will be needed to determine how
much growth is academically desirable and physically possible.

Second, the possibility of a third campus for York. This is an option we should not
consider unless and until we feel comfortable that we have grown enough en our two
existing campuses, ideally perhaps two or three decades hence, But a third campus
may find its way onto our agenda at a much earlier date if there should emerge a
strong regional need or an irresistible local opportunity for such a facility.

In fact, studies suggest that a crisis of access to higher education may indeed be
developing in the GTA, from which York presently draws 75% of its undergraduates.

A recent MCU analysis of long-term demand by high school graduates indicates
that the enrolment pressure in York's catchment area will be about twice that of the
rest of the system, especially after the year 2000 - and that we may be the focus for
something fike 80% of the net provincial growth in demand. A preliminary study
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provided to OCUA suggests that two additional university campuses may be need-
ed to meet demand within the GTA over the next twenty years or so. Specialized
studies concerning, for example, anticipated teacher shortages in Metro, confirm
these general trends.

Moreaver, these indicators if anything underestimate our growth potential. On
the one hand, York has always had a disproportionate share of the non-traditional
and mature student market. This pattern will likely persist, and we will be expected
to serve more and more such students, On the other, for a variety of social, econom-
ic, religious, and cultural reasons, GTA students seem to be less mobile than others.
Thus the anticipated surplus demand from either mature students or high school
graduates in the GTA is not likely to be deflected to institutions outside the region,
absent a significant change in their demographic characteristics and in arrangements
for student support.

Responding to this emerging demand, several units - Atkinson, Education, and
the Centre for Continuing Education - have already begun to develop outreach ini-
tatives at locations across the GTA. Indeed, Atkinson's evolving programs and its
special mandate for nontraditional student constituencies may make it a fogical can-
didate to play a leadership role in the evolution of a third campus.

However, we must be careful in our planning to avoid either or both of two unde-
sirable academic outcomes: diluting the resources and activities on our two existing
campuses, or creating a third facility which does not have the potential to evolve into
a valued component of the university. These issues also bear on the selection of a site:
on the one hand, we must be sure that we are bringing higher education to a com-
munity that wants and needs it; on the other, we must be sure that a new site is not
populated primarily by students who would otherwise come to one of our existing
campuses.

Of cowrse, it is not inevitable that York should assume responsibility for the crisis
of accessibility within the GTA. If circumstances or sentiment were to favour estab-
lishment of a new higher education facility in the GTA, and if government were pre-
pared to fund it, we would still confront three options: to establish a new campus (our-
selves or in cooperation with other institutions), to accept serious competition in our
prime catchrnent area, or fo propose some other means to meet the needs of the region.

The third option is always on the table, in the sense that our expansion over the
past decades, and as proposed in this Green Paper, offers “other means”, albeit means
which are likely to be insufficient in themnselves. The second option we view with
some concern. York is not yet so firmly established, has not yet developed the range
of programs it aspires to offer, does not yet possess the facilities it needs. We cannot
sit by with equanimity while others preempt the opportunities and resources for
which we have waited for so long. Nor does it make good sense, in policy terms, for
the province to leave one university unfinished while launching another,

For some time, therefore, we have been studying the first option - creation of
another camptis. Specifically, a Presidential study group has been exploring the pos-
sibility of establishing a York University presence in York Region. The study has
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included analysis of local markets, and discussions with officials of the GTA, the
provincial treasury and Ministry of Colleges and Universities, and York Region, as
well as a canvass of interested units of the university.

We have considered several models, but so far have reached no conclusions. York
lhas no spare resources to invest at the present time, nor is it likely that the province
will make any available in the near future, Nonetheless, the GTA accessibility crisis
may be just over the horizon, and is almost sure to occur within the next 10-20 years.
It is therefore not too soon to begin to position vurselves to secure the most favourable
outcome of an imminent development. We also know that any short-term initiative
towards a third campus is bound to be somewhat symbolic in nature and, in the
absence of earmarked provincial funding, probably will have to be based on a core
of existing activities now conducted elsewhere,

All of this suggests that we should tread carefully - but that we should begin to
tread soon,

(D) RELATIONS WITH COMMUNITY COLLEGES

The relations between universities and community colleges is one of the main
themes of a recent goverrunent report, Vision 2000. That report, and others, suggest
the need for better articulation of the two systems within the higher education sec-
tor. In part, the concern is to achieve maximum flexibility and opportunity for stu-
dents to find the combination of educational experiences which suits their talents,
needs and interests; in part it is to secure the most efficient use of public resources
committed to post-secondary education.

Universities are rightly anxious to avoid a loss of the reflective dimension of their
academic programs, in favour of the colleges’ more practical and occupational con-
cerns. They are properly concerned about the maintenance of the higher academic
standards and scholarly reputation which they now enjoy, relative to colleges. How-
ever, as our own experience demonstrates, neither of these concerns need prevent
meaningful cooperation between universities and colleges.

In some programs, e.g. communications and nursing, complementarity exists
between our programs and those of various colleges; we have already found that
bridge-building is fully justified in the interests of our students and promotes effi-
cient utilization of resources. In other instances, even when programmatic links are
not strong, there may be reasons for s to share facilities with a college; this has been
the case at Georgian College for many years. And new and imaginative forms of
cooperation are being proposed, similar to the Durham Alliance for Training and
Education (DATE) ir which York (through Atkinson College) is a partner with
Durham College, Trent and Ryerson. Even in the area of research, as the participa-
ton of Humber Coliege in the Institute for Space and Terrestrial Science (ISTS)
demonstrates, there are some possibilities of closer collaboration.

Thus, there is every reason to believe that we can work out the practical means
for protecting our academic and other interests while expanding and reinforcing our
network of alliances and partnerships within the coliege system. The one trouble-
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some factor, whose appearance ironically coincides with that of Vision 2000, is the
corridor system. In effect, sore forms of cooperation which might otherwise seem
attractive, such as the offering of university credit courses to college students, may
now be less so, since they would effectively reduce the number of regular university
students whom we are entitled to enrol. No doubt this problem will have to be
addressed and resolved in due course.

Within the perspective of long-term developments at York, however, we can
expect to see ourselves engaged more extensively with the community college sys-
tem. We view this prospect as holding some atiractive possibilities for York, and urge
that the Vice President (Academic Affairs) define responsibility for managing it to
ensure the best possible results.

MOVING FORWARD

Governors will provide a context for angoing academic planning looking towards

the year 2020. This will permit, indeed stimulate, various academic and adminis-
trative bodies to revisit the assumptions upon which their planning activities are based
and, in many cases, will legitimate assumptions which they already embrace.

The endorsation of the Working Group’s Green Paper by Senate and the Board of

For example, in some cases, there already exist faculty planning documents
which propose the new ventures we have identified. Adoption of the Green Paper
will do no more than signai that planning and preparation should move forward in
the normal way.

In others, individual proponents of some of the initiatives we recommend {or of
those which emerge hereafter) may meet together in order to consider how to work
towards practical realization of their plans over the long term. This might involve
several steps taken over several years:

¢ identification of interested participants
e articulation of objectives
= development of conceptual models for teaching and research

= discussions with interested deans, vice-presidents (and subsequent discussions at
each stage)

¢ development of a prospectus

e preliminary presentation of conceptual models to APPC; introduction of possible
initiative into academnic planning documents

e development of detailed models for curriculum, research, staffing, equipment,
infrastructure and building requirements, if any

¢ development of praposed structural arrangements {department, program, centre,
faculty, etc.)
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* formal approvals process: faculty, Senate, Board

When proponents begin work on either a long-standing or a new initiative, they
should alert the Vice President (Academic Alfairs) and any interested Dean(s). This
may result in the provision of some modest {inancial assistance or assistance in kind,
if required, to support preliminary planning work. If alerted well in advance, more-
over, the Dean(s) and Vice President might wish to insert the new needs for budgets,
appointments etc. into their own long-term planning.

Apart from academic planning and budgeting, eatly notification of such academ-
ic initiatives would enable us to ensure, for example, that planning for the next thirty
years of our campus construciion program takes into account both the need ade-
quately to house existing activities, and the possible requirement for new facilities to
accommodate a known range of new academic ventures.

Finally, endorsation of the Green Paper will enable York’s advocates to stake out
our claims within government, community, and professional circles. People have to
become used to the idea that York is the logical place to put a new faculty of X or a
centre of ¥, Xand Y being initiatives identified through our academic planning pro-
cesses, and especiaily in this Green Paper and its successors. Then, when the time
comes for a high-level decision to expand the province’s teaching or research capac-
ity in one of our target areas, York’s preliminary and advanced planning will make
us credible candidates to achieve the desired results.
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APPENDIX A

BACKGROUND TO THE GREEN PAPER’'S DEVELOPMENT

The Enrolment Working Group is a cooperative effort of Senate’s Academic Pol-
icy and Planning Committee (APPC), and the university administration. As its name
implies, it is mainly concerned with enrolment-related issues, while acknowledging
that these issues permeate virtually all aspects of university life.

In its first report, in May 1988, the Group began by canvassing and recording the
enrolment aspirations of the existing faculkies. As a result of the Group’s efforis, in
1989 Senate amended the objectives of the University Acudemic Plan (UAP) dealing
with admissions and enrolments, and committed the university to broadening its pro-
gram offerings at all levels and to increasing the proportion of graduate to under-
graduate students.

The present aim of the Enrolment Working Group is to develop a long-term per-
spective on the development of York University, using its student enrolment as the
point of departure. The distribution of enrolment - the balance amongst the disci-
plines and academic units in which students are enroled - is essentially an exercise
in academic planning. The total enrolment - as a proxy for York's overall size - is a
fundamental factor in administrative planning of our financial, physical and human
resources: what buildings and facilities are needed? what faculty complement and
staff? what services and equipment? And the two have obvious consequences for
each other. Hence the logic of the partnership between APPC and the administration
in the preparation of this Green Paper.

But is there a logic to the exercise itself? We believe there is.

It seems clear that for the mid-term future, higher education in Ontario will be more
carefully planned, more pervasively regulated, than it once was. If York is to advance
its own interests in such a context, to participate in public policy debates, to take advan-
tage of opportunities, to avoid unnecessary risks, we must have some sense of where
we wish to be twenty or thirty years hence. Even if we were to somehow achieve com-
plete control over our own destiny, we would have to reflect carefully on how to use
that control to build the kind of university we would find academically most attractive
and the kind of community we would find most pleasant and workable.

Recent experience reinforces the point. In 1985, we accepted the report on Aca-
demic Planning at York (APAY), and have since adopted, and annually revised and
updated, our University Academic Plan (UAP). With complementary faculty and unit
plans, and several special planning documents, we were ready for the most comprre-
hensive regulatory intervention to date in the Ontario university system, the so-called
“corridor negotiations”. In those negotiations, York attained many of its objectives
partly (as the documentation reveaked) because of the quality of our academic plan-
ning. The new cotridor arrangements will determine the course of our development,
not onky through to 1994-95, their formal expiry date, but well beyond, The effects of
our internal planning will be similazly long-lasting.
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Likewise, our new campus master plan, adopted in 1988, is contributing to the
development of the university. We have heen able to take stock of our needs for new
buildings and for a better campus infrastructure, to develop a strategy for meeting
those needs, and to begin to implement that strategy. We are presently at the stage
of discussing the implications of our master plan for the municipal and regional gov-
ermuents which control land use, roads and transit, and other services. A clear sense
of where we are heading in terms of our campus population is crucial to the outcome
of these discussions.

Thirdly, we are at the early stages of human resource planning. A White Paper on
York's academic personnel was tabled late in 1990. With its appearance, interested
campus constifiiencies began to address, and hopefully to move towards consensus
on, another key factor in the university’s future. Once again, the focus will be on the
longer term, twenty years or so, during which our incumbent professoriate will large-
ly retire and be replaced by a new academic generation.

These examples of our current attempts at planning - and they are not exhaus-
tive - demonstrate the need for a planning document that develops a general sense
of direction for the university over the next twenty or thirty years. This Green Paper
thus addresses a longer time span than the UAP, is not as detailed, and is less tight-
ly prescriptive. It seeks to articulate a general sense of direction for York, to identi-
fy the academic, resource and structural consequences of doing so, and to build a
consensus which will help us to act rapidly and effectively, as opportunities present
themselves, in order to achieve our general goals.

Of course, our fate is not entirely in our own hands, We have consulted, and
acknowledge that we are profoundly affected by, general political, social and eco-
nomic frends, as well as specific government initiatives in higher education. Interna-
tional, nationaj, provincial and regional developments will influence our environment,
And we have no power to bind future generations of decision-makers at York. All of
this makes “planning” a rather problematic exercise. The only thing that is more prob-
lematic is not planning: that way, almost certainly, lies confusion and frustration.

DISCUSSIONS AND CONSULTATIONS

The Enrolment Working Group initially proceeded on the basis of considerable inter-
nai discussion, informed by a careful consideration of the external environment, and by
some important planning documents and experiences, including the 1989-90 corridors
exercise, other OCUA initiatives, five successive UAPs, university and faculty planning
reports on particular subjects, meetings with regional and provincial efficials, and of
course general familiarity with trends in and debates over higher education policy.

The Working Group considered, and after consultation amended, an environ-
mental scan (see Appendix B) which sought to lay out the pliysical, economic, demo-
graphic, political and other influences which will affect cur development. It had a
considerabie influence on our proposals, and should be read as background to them.

In November 1990, a draft Green Paper was circulated for comment and discus-
sion. Briefings were provided to the planning bodies of Senate (APFC), the Board
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(Strategic Planning Committee) and the administration (President’s Policy Commit-
tee). Additional background documentation was distributed. An open foruum was
convened in February 1991, Written comments were received before and after the
forum. Four further days of hearings on possible new initiatives were held in June,
1991, with all interested parties being invited. An open invitation to submit additional
new proposals was extended to the community, though none had been received as of
September 1991. We can say with some justification that we have consulted exten-
sively and to our profit.

This version of the Green Paper takes into account the many thoughtful written
and oral comments received in response to the first draft. Specifically, it attempts to
address the concerns most frequently voiced: that expansionary forward planning is
inconsistent with the present contraction of our resources, that the particular initia-
tives identified are inappropriate or impractical, and that various existing interests
or constituencies have been ignored.

WORKING WITH THE GREEN PAPER

The Green Paper proposes a set of commaon working assumptions to guide aca-
demic and administrative planning, and a vision of the university as it might devel-
op over the next twenty or thirty years. These assumptions, this vision, will have to
be revisited from time to time. The environment will change; York will change; high-
er education will change. And when at some future date we actually confront con-
crete decisions - the chance to make our vision a reality - we will have to be very alert
to the consequences. At that point, the normal decision-making, processes of the uni-
versity will have to be fully respected, not just for constitutional reasons, but so that
alt interested parties can make their constructive coniributions.

However, acknowledging that the Green Paper will be reviewed and amencded,
that its prescriptions will not compel automatic implementation or necessarily tramp
other initiatives, it will still serve some very useful purposes.

For example, the Green Paper identifies several major academic initiatives which
would build on existing and evolving strengths at York, but which might in due course
lead to the creation of significant new academic units. These initiatives are most likely
tomove forward if they have champions at York, but potential champions will not wish
to invest considerable time in planning and organizing them unless there is some seri-
ous prospect that their efforts will enjoy support. Indeed, the proponents may be locat-
ed in different faculties or disciplines, and may not even seek each other out unless
prompted to do so by the prospect of working together towards a common goal.

During the preparation of the final draft of the Green Paper, we held discussions
with individuals interested in four proposed major new initiatives. It is clear from
those discussions that the Green Paper will help to support and legitimate their
efforts, and presumably those of other individuals or units seeking to launch similar
nitiatives.

Moreover, most significant initiatives (even minor initiatives) will likely require
provincial regulatory approval, additional provincial funding, and perhaps the coop-
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eration and support of other institutions or community groups. It is very difficult for
the university to explore prospects for approval, funding or cooperation until we have
sent some sott of signal that we are interested in principle in a particular venture. On
the other hand, without our prospects having been documented, there will be skepti-
cism within the university concerning our capacity to move forward, even if we wish
to do so. The Green Paper offers us the means of escaping from this double bind. And
it does more: by signalling our intentions in a responsible manner, it may stimulate
governments and communities to Jook to York as a solution to their problems, even
as a partner in policy development, rather than merely as a petitioner.

Finally, there is the question of linking the physical development of the campus to
its academic development. While these linkages must remain at a high level of gen-
erality, we at least have to know about how big the university is likely to be overall,
what magnitude of capital demands we are likely to generate, what external com-

- munities we are likely to serve, which governments we will have to relate to. These
arguments touch on very important issues: bringing public transit to the York cam-
pus, positioning York relative to new institutions planned to serve expanding region-
al needs, and our own decisions concerning campus green space and parking,.

We have two choices. We are going to be asked to make long-term decisions about
our future, such as those outlined above. We can make these decisions by default, in
haste, without adequate planning, and on the basis of contradictory assumptions. Or
we can make them in a careful, coherent fashion, as the Green Paper proposes, That
is the fundamental argument for adopting the Green Paper.

CONCERNS

During the course of our consultations, members of the community expressed
concerns which were not directly related to the merits of the proposals in the Green
Paper. We will respond to those concerns in this appendix, so that substantive debate
on the Green Paper can be somewhat more focused.

What is the relationship of the Green Paper to the UAP and to faculty and
departmental plans?

The Green Paper provides a context, a background, for the UAP, which will con-
tinue to be the operational document defining York's immediate academic priorities.
The Green Paper borrows from and validates a ninber of underlying assumptions of
past UAP's, including:

°* THE ENHANCEMENT OF QUALITY (General Objective 1)%;

° OUR COMMITMENT TO REGIONAL ACCESSIBILITY {Objective 12);

® THE DELIVERY OF PROGRAMS TO OFF-CAMPUS LOCATIONS (Objectives 14 and 46);
® INTERDISCIPLINARY APPROACHES TO TEACHING AND RESEARCH (Objective 6);
° DIVERSIFICATION OF OUR ACADEMIC BASE (Objective 17);

* THE PRINCIPLE OF BUILDING NEW PROGRAMS FROM EXISTING STRENGTHS {Objective 28),

* objectives as stated in LIAP 5, May 1990
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Such goals deserve some long-term recognition, beyond that implied by their
restatement {in one form or other) in successive iterations of the AP,

However, the Green Paper looks forward well beyond the three-to-five year time
horizon of the new UAP. For that reason it addresses some issues which have not yet
surfaced for consideration within the UAP process, and is written in a somewhat
more speculative vein than the UAP,

The Green Paper also builds on other planning documents, local and central, and
generally identifies opportunities for future growth by extrapolating from our devel-
oped and developing strengths. To be sure, some initiatives proposed in the Green
Paper have not yet received serious attention by units at York. But we could hardly
operate twenty or thirty years down the road on the basis that the university would
never do anything it was not doing already.

Of course, we expect that, over time, most units will adopt new concerns, new
vocabularies, new pedagogies, new curricula, and new clienteles. Far from implicit-
ly deprecating such developments by failing to mention them, we assume that they
are inevitable and perhaps collectively more important than some of the develop-
ments we have addressed. But we did not feel that we should attempt to duplicate
or displace normal processes of change in existing units. Rather, we focused on a lim-
ited set of proposed enrolment changes which, in our view, deserved special attention
because of their size, cost, novelty, merit, or socio-economic ramifications.

In light of our current and apparently chronic underfunding, how can we con-
template major new initintives, especially those wiich are likely to involve
heavy equipment and building costs? And if we launch new projects, will tiis
tot have an adverse effect on our ongoing programs?

The proposals in the Green Paper can only be implemented by combining existing
activities and resources under a new label, by attracting significant new resources, or
by doing both of these things. Clearly, they cannot be funded by diverting funds from
our existing activities, which have barely the resources they need at present.

Moreover, we are unlikely for the foreseeable future to be given operating funds
which we can apply, at our choice, to the reinforcement of existing programs or the
introduction of new ones. On the contrary, there is every indication that government
funding for new initiatives will be made available only selectively and competitively,
and in accordance with government plans and priorities. Similarly, although the posi-
tion in regard to capital is not quite as clear, we have a greater chance of attracting
grants for buildings which fit within government priorities than for those which do not.

In summary, there will be some new initiatives which can be mounted by rear-
rangement of existing budget lines and the activities they support. However, we are
going to have to secure new operating and capital funds for most new projects, and are
likely to be able to undertake only those new projects which are properly supported.
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Does this add up to our never being able to implement the Green Paper? and if so,
why are we bothering with it now?

By no means is innovation beyond our reach. Even in these difficult times, some
new programs are being launched and some new funding is being introduced into
the system,

The whole point of the Green Paper is to put us in a position where we can rec-
ognize and respond to opportunities, and indeed on occasion, create our own oppor-
tunities by advocacy or lobbying.

And finally, we should not make the mdstake of assuming that for the next thirty
years, we are going to suffer the same constraints as we have for the past twenty. At
some point, even if briefly, some Ontario government is likely to treat universities as
an important priority, at least {o the extent of funding them up to the level of other
Canadian and American systems.

The Green Paper speaks in tevins of the creation of new academic units. Would
it not be preferable to avoid proliferation of bureatcracies, and the undermining
of existing units?

The Green Paper has no fixed view on which unit would be the appropriate home
of any particular new venture. It may be possible to accommaodate new programs
within existing units, or it may be necessary to establish new units. In either event,
to use the architectural maxim, form should follow function.

As ta whether new units should take the form of faculties, depariments, programs,
or centres, again we have no 7 priori posiiion. The size and complexity of the new
offering, the possible need to reach across existing boundaries, and the strong pres-
sures of conventional nomenclature at other universities will all be influential.
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APPENDIX B

THE ENVIRONMENT FOR YORK'S DEVELOPMENT

The following is & series of “best guesses” concerning the environment within
which we will be working over the next twenty or thirty vears. While these guesses
are informed by data and experience, they are by no means a certain guide to the
future. Obviously, they should be revisited and revised from time to tine, as we work
our way through this period, and as concrete decisions have to be taken based on spe-
cific assumptions about near and middle term futures.

DEMOGRATHY

Acrogs the Province, the 18-24 age cohort will be decreasing slightly through the
1990°s, and recovering at the end of the decade; this decline may be reversed if heavy
immigration (internal and foreign) persists. In the Greater Toronto Area (the GTA),
enormous population growth has been experienced and is still projected north and
west of Metro; further growth is also projected to the north and east. 'This is offset
somewhat by stability or decline within Metro. Highside projections show the GTA
with a population of 5,000,000 by the year 2000.

University participation rates have increased in recent years, especially among
women and in rural areas. However, both of these may now be levelling off, Demand
for university education will also be affected by the educational aspirations and
attainments of children of recently-arrived immigrant groups, labour market
demands for highly trained personnel, and fluctuations in demand from out-of-
province and foreign sources.

Arecent MCU study of long-term demand indicates that the enrolment pressures
in York’s catchment area will be about double those across the system, especially after
the year 2000. Nonetheless, the study understates our growth potential. It is based
solely on high school graduates, while we attract an atypically high percentage of
mature stucents. And, it is based on the extrapolation of existing application patterns
which in turn reflect our limited range of disciplines.

STUDENT DEMAND

York draws approximately 75% of its undergraduates from its immediate catch-
ment area, and is generally well situated to take advantage of demographically gen-
erated demand. Our principal competitor in the GTA is the University of Toronto,
which draws 70% of its undergraduate students from the same local catchment area.

Student demand comprises a seties of submarkets or sectors whose relative
importance keeps shifting. Over the next ten years, several sectors are likely to expe-
rience considerably increased demand.

The impending shortage of teachers is already generating high levels of demand
in the Faculty of Education. In due course, the focus of this pressure will likely shift
from the primary to the secondary level, with the prospect ultimately of an after-mar-
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ket in mid-career training. Likewise, the impending shortage of university faculty
and other highly qualified personnel suggests that there will be a strong market-driv-
en demand for admissions to graduate programs.

Arts demand will be sustained, but likely not increase significantly, except in cer-
tain areas: in applied and quasi-professional fields; perhaps in bilingual programs
as more immersion students reach university age; and, in part-time and continuing
education,

Science is a question mark. Labour market realities and the declared priorities of
both senior levels of government ought to lead to greatly increased demand, espe-
cially for Applied Science and Technology. Possibly a massive shift of women to this
area will account for the next major increase in demand, as it did in some other pro-
fessional fields,

Other professional programs should experience some flattening of demand,
unless they decide to pursue a larger national market. Law and Fine Arts both cur-
rently draw a significant number of non-Metro studenis. There is potential in the
national marketplace for graduate programs as well. World-wide and dramatic con-
cerns about the environment suggest that existing or new programs in environmern-
tal studies could be of increasing interest to both local students and those from other
provinces and countries.

Based on recent trends, we should be able to sustain or improve our market posi-
tion for high quality students. At the same time, our varied student body requires
that we pay close attention to equity concerns. At the undergraduate level, a large
constituency of part-fime and mature students wili be a continuing fact of life at York.
Demand for part-time study at the graduate level and in professional programs has
been largely unsatisfied and is expected to persist and increase.

What is much less clear is the extent of future demand for credit and non-credit
couxses &s part of the trend to “life long learning”. In principle, both students with
general intellectual interests and those with specific job-related goals should make
this a growing constituency to be served.

However, the role of the universities may not grow commensurately, because a
number of other education providers are taking aim at it: employers offering pro-
grams to their employees; commercial providers offering programs to the general
public or, on contract, to affinity groups; continuing education and public informa-
tion programs by professional and community groups; home study through distance
education, technology-delivered, and self-education programs; and government pro-
grams related to labour market adjustment, public sector employment, etc. - to name
just a few,

Our main vulnerabitities in this generally positive market situation are three: to
competition, largely from the University of Toronto; to shifts in market demand for
programs which we do not offer; and to financial constraints which may make it
impossible for us to provide the faculty, staff, infrastructure and facilities needed to
sustain our activities at a high enough level,
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STRUCTURAL CHANGES IN ADVANCED AND HIGHER EDUCATION

As noted in connection with “life long learning”, other providers are beginning
to encroach on some of the territory now occapied by universities. These encroach-
ments will continue and increase, and the public university sector will feel some
impact of new private, religious, or possibly corporate providers of higher education.
But the impact will be at the margins. Universities will not be displaced or seriously
challenged by these new institutions, in part because of the dominant position of uni-
versities in the academic labour market and in the research culture.

What may happen, however, is that universities respond to challenges from out-
side the system by more aggressive investigation of new educational strategies.
Already co-op education and work-study programs are becoming increasingly pop-
ular in areas well beyond engineering where they first took root. New, interactive
video technology is beginning to make possible types of teaching which could not be
imagined years ago. Electronic access to library resources will offer even the most
distant distance student the chance to do research. And there is greater and greater
willingness on the part of universities to deliver programs in workplaces, shopping
centres and local or regional education centres,

All these changes presage a changing relationship between the university and
some of its clienteles. As universities are brought much more directly into contact
with the individuals and interests they are serving, the almost certain result will be a
much higher degree of “consumerism”. This will create strains for institutions which
have traditionally defined the terms of the learning contract on a unilateral, if well-
intentioned, basis.

PUBLIC POLICY

For most of the next 20-30 years, governments will continue to make verbal com-
mitments to higher education in general, without commensurate resources. Howevy-
er, we will also see several episodes where significant injections of funds oceur, both
across the board and to advance specific public policy objectives, likely as part of elec-
tion strategies.

There may well be a shift from populist to meritocratic rhetoric, and attempts to
ensure that scarce resources are focused on “deserving” recipients, individual or insti-
tutional. Governments will also attempt, with little success, to link higher education
policy to labour market policy and to economic strategies in general. Universities will
make short-term adaptive moves to register themselves as labour market and eco-
pomic actors, but these will not fundamentally alter their character over the long run.

Attempts will also be made to achieve coherence in the province's education policy
{and savings in expenditure} by stralegies of integration and rationalization. In an
attempt to accommeodate or forestall these strategies, universities will become more
involved individually and collectively with other educational sectors. The most [ikely
area of “rationalization” will involve relations between the universities and communi-
ty colleges. Movement between the two sectors will be facititated, and there will be
greater cooperation in particular programs. Some significant part of the CAAT system

41



will most likely be subsumed into the skills development/job training sector and
become more closely integrated with overall government labour market strategies.

Race and ethnic relations will enjoy considerable attention and universities will
be one focus of an effort to secure/ maintain social cohesion. Women and other con-
stituencies will continue to secure important gains, with the costs being borne by
employers, service providers, etc., including universities. At some point, a plateau
may be reached, and closer involvement with the United States might even, to some
extent, counterbalance this long-term liberal Canadian trend.

Environmental concerns will become very strong, with impacts on our land devel-
opment, building costs, ete, And there is no reason to believe that health costs will be
contained, or the costs of providing social services to an aging population avoided.
Higher education will therefore not become a significant priority even in periods of
relatively high public expenditures.

Social policy debates and changes in these areas of social concern may, however,
offer the universities occasional opportunities to initiate both research and special
teaching programs.

Subject to global economic trends, Ontario can expect to enjoy a reasonably
favourable position within Canada and North America. However, it will likely fafl
backward rather than move forward, relative to Europe and Japan. This may make
governments even more cautious in their commitment to social spending,.

Market-driven philosophies will remain dominant for the next pertad of years, but
ultimately there will be a series of reactions leading to demands for regulation. During
this return to regulation, universities are likely to come back into favour, as contribu-
tors to the technology of regulation, and as potential constituents of its proponents.

Owerall, universities can expect the public policy clitnate to be characterized by some
fairly wide swings which will involve universities in a series of short-term challenges
or crises, but which in the long-term will net out to something like the status quo,

FACULTY AND STAFF

York will soon start to experience the retirement of increasing numbers of facul-
ty. We will have to compete nationally and internationally for new faculty with other
universities, governments and the private sector which will all be facing the same
phenomenon. The impending shortage of highly trained personnel - the mirror image
of the rapid expansion of the sixties - will be exacerbated by the depressed graduate
enrolments of the late seventies and eighties.

York is particularly vulnerabie because, despite our competitive remuneration
policies, we are an underfunded university in an underfunded system. This makes it
difficult for us to offer adequate research support and other non-salary inducements
to potential faculty recruits. In addition, we are in: the most expensive housing mar-
ket in the country.

"The financial benefits of hiring junior faculty to replace senior faculty will likely be
offset by the higher costs generated by the “sellers” market, and by the financial ero-
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sion caused by the long-term failure of government grants to match salary settlements
comprising {at minimum) the sum of inflation plus PTR (Progress through the
Ranks).

A similar phenomenon will occur with non-academic staff. On the one hand, we
will depend increasingly on highly trained support and service personnel to operate
the complex technology of administration, research and teaching. On the other, the
priority accorded to the academic culture, the limited range of career opportunities
and the diminishing nonmonetary rewards of working at universities will make the
attraction of highly qualified staff very difficult.

UNIVERSITY FUNDING

The general condition of underfunding is likely to continue, and may deteriorate
further. However, in response to various policy initiatives, there will be some occa-
sions on which additional funds will be disbursed. Increasingly, new funding will be
provided on a discretionary rather than a formulaic, basis.

York has emerged from the recent corridors negotiation with a higher student pop-
ulation, and is likely to benefit from improved grants per student from about the pre-
vious $.90 to about $.94, compared to the provincial average of $1.00. OCUA has
undertaken to study the anomaly of our discounted grants. This may yield a comumit-
ment to bring us closer to the average over an extended period of time. Over the
decade of the 1990's, hopefully much sooner, we should be within the “normal” range,
if on the low side. However, it must be remembered that this recent relative improve-
ment coincides with a period of absolute decline, in which transfer payments to the
university sector have not kept pace with rising costs and expanding obligations.

Capital expenditures for universities will be restrained by the overall need for cap-
ital investment in civic infrastructure and especially in housing. Within the universi-
ty sector, the increasing heed for retrofitting existing buildings will make the funding
available for new construction even more difficult to secure. New building grans will
more often be made to serve policy initiatives, which will make undifferentiated
needs - such as York's 30% space deficit - more difficult to address. Universities which
are able to identify themselves with regional interests may also be successful in gain-
ing recognition of their capital claims.

The deregulation of fees is improbable, but the pressure to increase fees dramati-
cally will remain. This pressure is likely to be resisted by the present government, but
a reasonable increase can be anticipated at some moment when a secure government
is not facing an imminent election.

Levels of support for university research will likely remain constant for some time,
and may be increasingly targeted for areas deemed to be “strategic” and perceived
to be vital to economic and technological advancement. Similarly, contracts to sup-
port university research can be expected to increase somewhat, but most likely in
areas of interest to business and industry.

We are likely to see all parts of the voluntary sector competing vigorously for the
limited amount of available private philantlropy. Corporate and individuat giving
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may bottom out or rise slightly, depending on the vagaries of the economy and tax
laws. However, it is most unlikely to be adequate to meet most major needs. Our best
prospects for sustaining support are alumni, friends and clients of the university.

Our primary financial asset will remain our lands. However, the pace of land
development will be slow in the short-term due to unfavourable market conditions.
The recent incorporation of our campus master plan in North York's Secondary Plan
creates a positive context for future development; nonetheless, we should move slow-
ly, since premature development would deprive us of the maximum long-term ben-
efit of our major financial asset. In the long run, however, land development will
bring us considerable benefit, particularly when rapid transit reaches the campus.
We can expect the transit system to come closer to the main campus during the 1990's,
and to reach it later if not sooner.

1tis unlikely that the proceeds of land development will be available for operating
purposes at any point in the near future, but it is possible that we can persuade the
government to take an extended view of “capital” so as to ease somewhat the bur-
dens on our operating budget.

LAND USE

Neither our land endowmenti nor the prescriptions of our new campus plan limit
any aspiration we might identify in terms of enrolment. On the contrary, they can
nicely accommodate any such reasenable aspiration. Specifically, we could increase
our population considerably without strain, and by doing so would help to realize
certain aspects of the campus plan: infitling and the proliferation and diversification
of uses on campus. The most urgent issues to be addressed are those of transportation
and parking,

RELATIONS WITH MUNICIPAL GOVERNMENTS AND NEIGHBOURING
COMMUNITIES

We can expect to enjoy positive relations with local and regional governments and
the ethnocultural communities, but will always have a degree of strain with nearby
neighbourhoods which perceive us (wrongly) as an affluent institution which is insen~
sitive to their needs, We wish ¢, and will have to, become more involved with local
community concerns, aibeit on very marginal dollaxs. Perhaps we can in turn look for-
ward to more explicit support from community groups and local governments. In
terms of envolments, we will not be limited by developments in this area.

GLENDON AND BILINGUALISM

Glendon has a special “market niche” due to the character of its campus and its
bilingual programs, The College has a challenge ahead of it in translating its distinc-
tive mission and personality into a real attraction for students and financial support.
It will have to build alliances with bilingual constituencies across the country and
with elements of the francophone community who can perceive the positive aspects
of such an alliance.
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