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Urgency Required: Institutional Innovation in American Higher Education 
 Presenter: Michael M. Crow, President, Arizona State University 

 

Overview 
American higher education is not living up to the ideals 
envisioned by the country’s founders. Huge attainment 
improvements are needed to meet President Obama’s 
ambitious goals. This requires massive and urgent 
change—which will undoubtedly be resisted by many. 
The most important change must be “continuous 
innovation of ourselves.” Critical areas where continuous 
innovation must focus include structure and design, 
teaching and learning, and efficiency and effectiveness.  

Arizona State University’s experience shows that a 
transformative vision along with continuous innovation 
can produce the massive changes that are needed.  

Context 
Michael Crow described ways that America’s educational 
system is falling short and outlined massive changes 
necessary to achieve President Obama’s educational goals. 

Key Takeaways 
• Education is a fundamental responsibility of 

America’s democracy. 

In the Massachusetts Constitution of 1780 John Adams 
wrote, “It shall be the duty of the legislators and 
magistrates in all future periods of this commonwealth 
to cherish the interests of the literature and the 
sciences, and all seminaries of them.” This statement by 
a founding father articulated that education is a 
fundamental responsibility of the government and that 
education must be provided to all. Education and 
democracy were seen as one and the same. 

This concept has been forgotten by those who believe 
the government has no responsibility or right to be 
involved in education. It has been forgotten by the 
public and by legislators who argue for decreased public 
funding of education. Those in higher education must 
remind others of this long-held vision for education. 

"The founding fathers articulated that education 
was a fundamental responsibility of the people to 
be focused on all of the people." 

 Michael M. Crow 

• America has not done a good job of educating all 
of its citizens. 

The data is troubling: of 1,000 high school freshmen, 
only 717 graduate within four years. Just 488 attend 
any type of college, and only 165 graduate college in 
four years (56 more graduate within six years.) 

Also, the data shows that graduating from high school, 
attending college, and graduating from college is 
directly related to a student’s family income. A student 
from an affluent family is extremely likely to graduate 
from high school and college. In contrast, those from 
families in the lowest income quartile have about a 
70% chance of graduating from high school, a 40% 
likelihood of ever attending college, and about a 30% 
chance of graduating from college. 

• For the first time in U.S. history a president has 
set specific educational attainment goals. 

An analysis of every State of the Union address in U.S. 
history found that:  

— > 200 had no mention of national education goals. 

— ~ 5 had some mention. 

— 1 mentioned specific goals. Barack Obama’s 2009 
State of Union was the lone State of the Union 
where specific national educational goals were 
mentioned. In that address, Obama laid out two 
specific goals for 2020: 1) 100% of students will 
graduate from high school; and 2) 50% will achieve 
a postsecondary credential. These ambitious goals 
are what the president believes are necessary for 
the U.S. to be globally competitive in the future. 

• Achieving these goals requires massive change. 

The amount of change necessary to achieve these 
goals is daunting—and the changes must begin sooner 
than most people realize. To achieve these goals, the 
high school graduation rate must increase from 72% 
today to 100% in 2020, and the four-year college 
graduation rate must rise from 55.5% today to 79%. 
To get there, changes have to be underway for 
freshman in 2016. 

"Unbelievable change will be necessary." 
 Michael M. Crow 
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Even if these goals aren’t taken literally, and even if 
they are 50% wrong, they reflect the direction in 
which America must head—unless a person believes 
the country is on the right path, has enough 
graduates, and doesn’t have a wealth concentration 
problem.   

• Attempting to bring about massive change 
invariably results in massive resistance. 

There have been massive changes in American educa-
tion over the past 200 years. Initially, school was not 
required; then elementary school became mandatory 
and attendance at high school became compulsory. 

Massive changes have also taken place in higher 
education, including the evolution of colleges into 
universities, the establishment of public colleges and 
land-grant colleges and universities, and the 
emergence of the American research university.  

These transformations were never easy. Every change 
brought controversy and opposition. A few examples:  

— Electives at Harvard. Harvard president Charles 
Eliot’s curricular reforms, particularly the elective 
system and removal of sectarian status, 
engendered a national debate with threats and 
recriminations. 

— Graduate school at Princeton. In the early 1900s, 
Princeton president Woodrow Wilson wanted to 
build a graduate school next to the undergraduate 
schools, which was opposed by deans, trustees, 
and influential donors. Wilson quit in disgust. 

— The Wisconsin Idea. Also in the early 1900s, 
Wisconsin president Charles Van Hise wanted “the 
beneficent influence of the university” to be 
available to every home in the state, and not just 
those who came to the university. This idea led the 
state legislature to repeatedly vote to remove Van 
Hise. 

— Multi-campus system in California. In the mid-
1900s, Robert Sproul proposed the first multi-
campus university system. The faculty at Berkeley 
was adamantly opposed and the idea was defeated 
four times before it ultimately passed. 

• To bring about massive change a new trajectory 
and continuous innovation are required. 

Massive change in higher education is urgently 
needed. Bringing about this change requires a new 

trajectory and continuous innovation by America’s 
higher educa-tion institutions. 

"The most important thing in terms of massive 
change is ‘continuous innovation of ourselves.’" 

 Michael M. Crow 

Areas where continuous innovation must focus are: 

— Structure and design. Arizona State has innovated 
by eliminating outdated constructs—like disciplines, 
units, departments, and colleges—and put in place 
a more productive construct of living, breathing, 
interactive, dynamic “transdisciplinary schools.”    

— Teaching and learning. Small classes with a pro-
fessor in front of the room are not the only way to 
teach. Such an approach cannot educate the 
massive number of graduates the country needs. 
Innovative methods are imperative. 

— Efficiency and effectiveness. Higher education has 
been plagued by inefficiency and ineffectiveness. 
Contrary to prevailing trends, ASU has focused on 
and achieved “lowering the cost to degree,” which 
entails improving efficiency and effectiveness. 

— Reconceptualize status attainment through impact. 
Historically social status has been based on 
exclusion in the student selection process. This 
needs to be reconceptualized with a focus on 
“impact.” 

— Individual identity per institution. Every college or 
university must have its own individual identity. 

— Economic diversity. The American higher education 
system has not yet figured out how to educate 
talent across all socioeconomic classes. Economic 
diversity must be embraced. 

— Broader teaching. Institutions must learn to teach 
to broader realms of intelligence and ability. The 
SAT measures verbal and analytical intelligence. 
Teaching must also focus on those with talents in 
areas like emotional intelligence or spatial 
intelligence. Teaching should activate students’ 
creativity and broaden how people think. 

— Master learners. Instead of producing specialists 
with expertise in a narrow area, institutions should 
strive to produce “master learners” who are 
capable of learning anything. 
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• A clear vision can produce massive changes and 
significant results in a relatively short period. 

Over the past 10 years ASU has adopted a vision 
focused on becoming a “New American University,” 
which among other things is measured based on 
inclusion. This vision of transformation has caused ASU 
to dramatically increase its enrollment and number of 
graduates, and has increased the number of Pell 
Grant-eligible students. ASU has also increased by 
800% the number of students from families with no 
substantial income, and is a national leader in 
Hispanic, Native American, and African American 
graduates. 

While the state of Arizona has decreased support per 
student by 55% since 2009, ASU has found other reve-
nue sources, including funded research, which ASU has 
increased significantly. 
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That Used To Be Us: How America Fell Behind in the World It 
Invented and How We Can Come Back 
 Presenter: Michael Mandelbaum, Christian A. Herter Professor of American Foreign Policy, Johns Hopkins University 

School of Advanced International Studies; Chairman of the Department of American Foreign Policy, John 
Hopkins University; Author 

 

Overview 
America faces major challenges. The country’s future 
depends upon whether and to what extent it responds to 
these challenges. They include globalization, the IT revo-
lution, the government debt, energy consumption, and a 
broken political system. In addition, America has been 
overconfident, has not made sacrifices for the long term, 
and has forgotten the formula for public/private partner-
ship that made the country great. Education is critical to 
coping with these challenges and preparing America to 
compete in the global economy. 

Despite the magnitude of these challenges, there is cause 
for optimism. America remains vibrant at the grassroots 
level, has a strong higher education system (though it 
needs continuous improvement), and has previously 
overcome even more difficult challenges.  

Context 
Drawing from That Used to Be Us, How America Fell Behind 
in the World It Invented and How We Can Come Back, co-
written with Tom Friedman, Professor Mandelbaum 
described America’s challenges, the implications for higher 
education, and why he remains optimistic. 

Key Takeaways 
• America’s future depends on whether and how it 

responds to a few major challenges. 

These major challenges are: 

— IT revolution. IT infuses everyone’s lives, but 
technology has affected many categories of jobs. 
These jobs haven’t been outsourced; they have been 
eliminated by technology and aren’t coming back.  

— Globalization. Over the past two decades, two billion 
people have been added to the global labor pool. 
Initially low-skill manufacturing jobs were affected, 
but as the skills of workers across the globe have 
improved, white collar jobs are under increasing 
pressure. This includes work by architects, 

accountants, doctors, and lawyers. (Someday even 
professors might be affected). 

"There has never been a time when it was more 
challenging to get and hold a good job in the 
United States." 

 Michael Mandelbaum 

The good news about globalization and the IT 
revolution: there are unparalleled opportunities for 
innovators and entrepreneurs, who can source talent 
from and sell to anywhere in the globe.   

— Government deficits and debt. The biggest and most 
threatening debt is that of the federal government, 
but state and municipal governments have also 
made promises (pension benefits) they can’t keep.  

While some political leaders have said deficits don’t 
matter, they are wrong. The Tea Party has forced 
this issue onto the national agenda, but there is no 
serious political support for an approach that makes 
sense. Such an approach must include: 

 Spending reductions. Spending must be 
reduced, particularly entitlement spending. 

 Revenue increases. Just reducing entitlements 
won’t be enough; the country needs more 
revenue, which means raising taxes. This can be 
done by reforming the tax code. Anyone who says 
raising taxes is unnecessary and should never be 
done is not being serious about the deficit. 

 Strategic investments. Future economic growth 
requires spending more on some things, like 
infrastructure, R&D, and maybe education.    

"The reason we have to spend more on these 
things is they are keys to economic growth and 
economic growth is the key to America’s future." 

 Michael Mandelbaum 

— Energy consumption. The reliance on fossil fuels 
affects the economy, national security, and the 
environment. Global warming is real. The earth’s 
temperature has risen because of the accumulation 
of greenhouse gases, most of which come from 
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human activities, especially the use of fossil fuels. 
Unknown is how far and fast the earth’s temperature 
will rise, and what the consequences will be. 

Because of the uncertainty about the consequences 
of global warming, it makes sense to mitigate the 
possible consequences, which could be disastrous. 
This means reducing the emission of greenhouse 
gases by using less fossil fuels. Ways to do so 
include investing more in the basic science and 
technology of energy, as well as raising the price of 
fossil fuels through an energy tax.  

"Deficits do matter and global warming does exist, 
and the sooner we come to terms with these 
challenges, the more successful we are likely to be 
in coping with them." 

 Michael Mandelbaum 

An additional challenge is that the country’s political 
system is highly polarized and badly broken, which is 
preventing the country from implementing policies to 
address these major problems.  

The stakes couldn’t be higher. How America responds to 
these challenges will determine whether the United 
States can sustain the leading role it has played since 
WWII, which has brought order and prosperity to the 
world. America’s response will affect the country’s rate 
of economic growth and the future of the American 
Dream. 

• The United States isn’t addressing these 
challenges. 

The country isn’t doing as well as it needs to in 
addressing these challenges. Reasons are: 

— Overconfidence. Since the end of the Cold War, 
America has not fully understood or measured up to 
the world’s new challenges. 

— Invisibility of challenges. Unlike the visible threat of 
communism during the Cold War, America’s current 
challenges—particularly globalization and the IT 
revolution—are subtle, gradual, incremental, and 
largely invisible. Terrorism is a visible challenge that 
elicits an immediate response, but the country’s 
most significant challenges, which will have a greater 
effect on America’s future than terrorism, are not.  

— Lack of sacrifice. Meeting the major challenges that 
are faced requires sacrifice by everyone. America 
used to be willing to sacrifice and routinely made 
sacrifices for the long term and common good. But 

over the past two decades, Americans have gotten 
out of this habit.  

The other reason America is not doing as well as it 
needs to is the country has forgotten the historic 
formula of public/private partnerships that drove 
economic success. The formula has these components: 

— Education. This is the most important part of 
America’s success formula. America educated its 
citizens to take advantage of the world’s most 
advanced technology, which enabled American 
workers to be the most productive in the world.   

— Infrastructure. Historically America had the best 
canals, bridges, tunnels, roads, and power and water 
systems. The infrastructure provided a framework 
for productive economic activity. But America has 
stopped investing in its infrastructure. A recent study 
concluded that investment of $2.2 trillion is needed 
to upgrade the infrastructure to world standards. 

— Research & development. Following WWII, led by 
investments from the federal government, America 
pushed the boundaries of science and technology, 
creating new products, processes, and services. 
These were sold in America and internationally, and 
propelled the country’s standard of living. In the 
future, science and technology will be even more 
important, yet America is not investing adequately.  

— Immigration. For most of American history America 
welcomed high-IQ, risk-taking immigrants who have 
contributed to the country’s economic success. 
Today the immigration system is a mess. Brilliant 
students from abroad come to the U.S. for higher 
education, would like to stay, but aren’t allowed. 

— Regulation. Historically America had a regulatory 
climate that limited excesses but didn’t discourage 
innovation. That is no longer the case. The events of 
2008 showed that regulations in the financial sector 
were too lax. Meanwhile, other sectors are hindered 
by excessive red tape. 

"In order to meet our challenges, we Americans 
need to renovate, update, and reinvest in our 
historical formula for success." 

 Michael Mandelbaum 
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• The responsibility for coping with the country’s 
challenges and taking advantage of the opportu-
nities rests with the education system. 

The education system is critical to America’s future, but 
it is not doing the job the country needs. Specifically: 

— There are problems at the “bottom.”  Students at the 
bottom of the educational achievement ladder are 
not getting skills to survive in the globalized 21st- 
century economy. Students don’t have a chance if 
they lack a good high school education and some 
additional education—which could be vocational 
training, community college, or military service. Yet 
too many individuals are not getting a good high 
school education or any further education.      

— Even suburban schools aren’t doing the job. The 
general perception is that inner-city schools aren’t 
performing well, but suburban schools are. This isn’t 
necessarily correct. Compared to foreign students, 
American students are in the middle of the pack, and 
are near the bottom in science, technology, 
engineering, and math.  

— Students aren’t gaining adequate skills. Basic skills 
like reading, writing, and math are no longer 
enough. To compete globally, people will need 
creativity to imagine and invent. This isn’t being 
fostered, but must be.   

— Improving the country’s primary and secondary 
education is a job for everyone. Education is not just 
the responsibility of teachers; it must be the 
responsibility of everyone in the community. This 
includes business leaders, political leaders, parents, 
and even students—who will have to work harder if 
they want to have the life they expect. 

— The implications for higher education are significant. 
Even though higher education is a strength of the 
United States, America can’t become complacent. 
There needs to be constant self-examination and 
improvement. Areas of focus should include: 

 Improving primary and secondary educa-
tion. In an ideal world, higher education would 
not have to deal with remediation. But it is not an 
ideal world, and remediation must be taken 
seriously. Also, higher education needs to help 
improve primary and secondary education through 
more effective schools of education and through 

partnerships with local school systems. An 
example: Yale-New Haven Teachers Institute. 

 Raising the profile and status of teaching. 
The prestige and possibly the compensation of 
teaching need to be raised. 

 Strengthening liberal arts education. The 
purpose of higher education is not purely 
vocational. The task of higher education is not only 
to prepare students for the working world, but to 
make them better, broader, and more fulfilled 
citizens. Moreover, the liberal arts are 
economically relevant because they stress 
creativity and imagination, which will be even 
more important in the future.   

• Despite the country’s problems, there are still 
reasons for optimism. 

As challenging as America’s problems are, Professor 
Mandelbaum remains an optimist. In addition to the 
strength of higher education, his optimism is due to: 

— Vibrancy at the grassroots level. While the country’s 
macro problems are concerning, at the grassroots 
level America remains impressive and vibrant. People 
continue to create, invent, and participate. At the 
grassroots level, America remains a great country.   

— The potential to “shock” the political system. There 
is a chance to change America’s political system by 
“shocking” it. An independent presidential candidate, 
running on a platform of radical centrism, could 
make proposals that the two main parties are not 
making. If such a candidate garnered a respectable 
percentage of the vote, say 15–20%, it would get 
the attention of the major parties and cause change. 
This has happened before. 

— Past success. The most important reason for 
optimism is America’s past. America has a great 
history of confronting and overcoming formidable 
challenges. By looking backward at what previously 
made America great, the country can rediscover the 
formula and spirit to make America great once again.  

"If we can rediscover and recover the traditions, 
the values, the historic formula for economic 
success, the policies, and above all, the spirit that 
used to be us, then we can be us again." 

 Michael Mandelbaum 
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Khan Academy―Empowering People through Knowledge 
 Presenter: Sal Khan, Visionary Educator, Founder, and Faculty, Khan Academy 

 

Overview 
What began as a simple way to remotely tutor a cousin 
has quickly evolved into an engaging worldwide learning 
platform. This platform allows students to learn at their 
own speed, and achieve and demonstrate mastery of 
math and other subjects. It has the potential to change 
the classroom experience and the role of teachers. 

Already, tools developed by Kahn Academy are being 
used in classrooms to improve learning, make classrooms 
more interactive, better leverage teachers, and help 
students who were behind race forward.   

In the future, Kahn Academy plans to add content, 
translate its content into multiple languages, add projects 
and simulations, and continue boosting classroom 
interactivity. 

Context 
Sal Khan shared his story of starting Khan Academy, 
described where it is headed, and explained the possible 
impact on higher education. He also answered several 
questions from the audience. 

Khan Academy Journey 
Tutoring a Cousin 

In 2004 Sal Khan was a newly minted MBA working in 
Boston as a hedge fund analyst. He decided to assist a 
smart 12-year-old cousin who was struggling with math by 
tutoring her remotely, via the telephone and Internet. The 
tutoring was successful and his cousin raced ahead. 

Word of Mr. Khan’s tutoring success spread among his 
cousin’s family and friends, and by 2006 Mr. Khan was 
tutoring remotely about 20 kids across the country. But the 
more students Mr. Khan tutored, the more difficult it was to 
have the same quality of interactions with them or the 
same level of energy.  

Using Technology and Videos 

To assist these students, Mr. Khan (now living in Silicon 
Valley) directed them to various websites. He also created a 
simple piece of software to generate basic problems for 
them to solve and to measure their results. Then, a friend 
of Mr. Khan’s suggested that he create video tutorials and 
post them on YouTube. Mr. Khan was reluctant but decided 

to give it a try. He initially created two videos, directed the 
kids he was tutoring to them, and asked them to watch the 
videos before the tutoring session. The tutoring sessions 
would be used to answer questions.  

The feedback from these kids was that they liked the videos 
even better than the live tutorials. They could engage when 
they wanted, could pause and repeat the video as often as 
they liked, and could review concepts on video that they 
might have been reluctant to ask Mr. Khan about. 

Based on this feedback, Mr. Khan decided to create more 
videos, initially viewing the undertaking as a “family 
project” that he would one day share with his children. 

Gaining an Audience via the Internet 

With Mr. Khan producing and posting more and more 
videos to the Internet (as of 2007)—viewable at no charge 
by anyone in the world—people began to find and view 
them. Military veterans who wanted to go back to college 
but lacked math skills viewed videos and thanked Mr. Khan, 
as did children in Indonesia, parents across America, and 
many others. 
 
Traffic and viewership grew exponentially. By 2009, Mr. 
Khan’s videos were being viewed by hundreds of thousands 
of students each month. And Mr. Khan saw the potential to 
reach millions, tens of millions, or even hundreds of millions 
of students. So, he set up Khan Academy as a not-for-profit 
with the mission of “A free, world-class education for 
anyone anywhere.” He quit his job, planning to take one 
year to see what he could make of this.  

"I said [to my wife], ‘Look, I think someone’s got 
to realize that the social return on investment here 
is almost infinite.’" 

 Sal Khan 

Mr. Khan continued to create and post videos and traffic 
continued to grow. To date, about 125 million lessons have 
been delivered via Khan Academy and 400 million exercises 
have been done. In just the past month there were 4.7 
million unique users and 50 million page views. 

Receiving Financial Support 

As traffic grew, Khan Academy received attention from the 
media. This was followed by financial contributions—initially 
$10 or $20 from students, then $10,000 (in May 2010) 
followed by $100,000 from an individual donor, and then 
late in 2010, $2 million from the Gates Foundation and 
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another $2 million from Google. (Both Bill Gates and Google 
employees use Khan Academy with their children.) This 
funding enabled Mr. Khan to get office space and hire a 
team. 

Imagining the Future of Education 
While Khan Academy’s lessons were being delivered 
virtually, Mr. Khan wondered what could be done to change 
the physical environment of learning. He envisioned a 
super-charged classroom that was more interactive and less 
lecture-based. 

Then, as luck would have it, Mr. Khan was contacted by the 
nearby Los Altos school district and asked how his ideas 
might fit in a real-life classroom. Mr. Khan’s vision for 
classroom education included: 

— Every student working at his/her own pace. 

— Students mastering concepts before moving on. 

— Changing the key variable of learning. Today, 
students get a fixed amount of time to learn 
something (i.e. two weeks in third grade for a 
particular lesson); the variable is how well they learn 
it during this time. Some students make an A, some 
make a B, and others a C, D, or an F. Mr. Khan 
would change the equation by holding fixed how well 
they learn it (all students get an A). The key variable 
would be how much time they need to get that A.   

"Instead of holding fixed the time that someone 
has to learn something and the variable being 
how well they learn it, which is essentially grades, 
I would hold fixed how well they learn it and the 
variable is how long they have to learn it. . . . It’s 
how much time do you need to always get an A?" 

 Sal Khan 

— Changing the role of the teacher. The teacher will 
move up the value chain. Instead of spending a 
significant amount of time lecturing, teachers will be 
provided tools to assist students who are working at 
their own pace. Tools will include dashboards and 
analytics to show what each student is working on in 
real time. Teachers can then provide individual 
instruction as appropriate and necessary. This will 
leverage teachers, improving their effectiveness and 
allowing them to work on projects. 

These ideas focus on true differentiated instruction and 
mastery-based learning. 

Piloting a New Classroom Experience 

The Los Altos School District was intrigued by these ideas 
and decided to pilot the concepts and Khan Academy’s tools 

in two 5th-grade and two 7th-grade classrooms. Key 
elements of what is being piloted in Los Altos include: 

— A “knowledge map.” This provides a map of a 
subject. After a student masters one level, he or she 
proceeds to more advanced levels. This is analogous 
to multi-level video games where players experiment 
and persevere at a level until they master it and 
move forward. 

— Exercise generators. This tool generates exercises 
for the particular subject/lesson (such as algebra). 
As many questions will be generated as are 
necessary until a student shows mastery. 

— Videos. Khan Academy’s videos complement the 
knowledge maps and exercise generators. 

— Live dashboard. Teachers have access to a live, real-
time dashboard that shows what each student in the 
classroom is working on and how they are doing. 
The dashboard shows if students are proficient, if 
they are working on something and are making 
progress, or if they are stuck. Teachers can use this 
information to engage with students in a one-on-one 
session, have a small group session, or have 
proficient students assist those who are stuck. By 
assisting others, proficient students learn valuable 
skills of empathy and communication.  

— Reports. Reports provide teachers with extensive 
data, including what a student has been working on, 
their response to each problem, what hints they 
used, and where they have knowledge gaps. Reports 
also show the progress of entire classes or cohorts. 
Students and parents can also see the data and 
reports, which are highly engaging to most students. 

"Our goal is to arm teachers with as much data as 
possible." 

 Sal Khan 

While still early, initial findings from this experience include:  

— This method clicks for some students. Experience 
has shown that one group of students races ahead, 
another group is in the middle of the pack, and there 
is a third group that is a little slower. Traditional 
snapshot assessments would label some students as 
advanced and would peg others as remedial. But 
piloting has found that something clicks with some of 
the students who started slower and then race 
ahead, at times becoming the best student in the 
class. 
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"The student you thought was remedial is now 
gifted. We keep seeing this over and over again. 
It’s frankly really hard to predict going in." 

 Sal Khan 

— The energy level in the classrooms is extremely high. 
Students’ enthusiasm is not due to computers in the 
classroom. Students like working at their own pace, 
mastering concepts, proceeding to higher levels (as 
in video games), interacting with other students in 
new ways, and seeing data and reports on how they 
are progressing. It engages them. 

— Teachers feel empowered. While teachers find the 
classroom experience more demanding, they are 
excited by it. They are working with students one-
on-one, are mentoring, and are modeling. And, 
when out of the classroom they find they have more 
time to prepare and come up with ideas, as opposed 
to grading papers. 

— Outcomes are improving. The two 7th-grade classes 
in Los Altos were remedial algebra classes. Before 
using Khan Academy, 23% of students were 
proficient and none were advanced. After six 
months, the number of students performing at grade 
level had doubled and two students had become 
advanced; they had leapfrogged other kids who 
started ahead of them. 

Where Khan Academy Goes From Here 

Mr. Khan’s future vision for Khan Academy includes:  
— Making more videos and exercises. 
— Translating videos into many languages. 
— Building out its platform. Mr. Khan sees learning as a 

continuum, ranging from highly rote learning (such 
as vocabulary and multiplication tables) to open-
ended learning (such as creative writing). To date, 
Khan Academy’s focus has been on intuition, not 
rote learning. Mr. Khan sees adding vocabulary and 
grammar as easy. He also envisions introducing 
projects, simulations, and ways for students to 
interact with each other.   

— Providing a platform and tools for others to use. In 
the future (as soon as the next year or two), Mr. 

Khan sees offering a generalized tool set that will 
enable anyone to create a course and make it 
available. A great course might become Khan 
Academy’s default course in a particular area. 

"We hope that we can be a kind of platform for 
other people to put out virtual parts of their 
course so that they can make their classrooms 
much more interactive." 

 Sal Khan 

— Transforming how educators use the physical 
learning environment. The idea is to introduce tools 
that make the physical learning environment more 
interactive and move it up the value chain. 

— Documenting best practices. Khan Academy is 
conducting research and documenting best practices, 
which will be shared. 

— Collecting and analyzing data. Each day millions of 
problems are being done at Khan Academy and 
hundreds of thousands of videos are being 
watched—and everything is being logged. This 
provides the ability to become a platform for 
research with an ability to run scientific experiments. 

Other Important Points 
• Decoupling of learning and credentialing. Mr. 

Khan sees a decoupling taking place between learning 
and credentialing, which will affect higher education. 
There may even be ways for students to earn “micro-
credentials” on specific topics.   

• Student time. Despite the talk of computers in 
schools, Mr. Khan doesn’t see students spending more 
than 30 or 60 minutes per day on a computer at 
school. If used efficiently, one computer could be 
shared by four or five students. 

• Change management. Changing how teachers 
teach requires a change in mindset, which is an 
exercise in change management. 
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California―The Bellwether of American Higher Education 
 Moderator: Jane Wellman, Executive Director, National Association of System Heads (NASH) 
 Presenters: Charles B. Reed, Chancellor, California State University 

Jack Scott, Chancellor, California Community Colleges 
Kristen F. Soares, President, AICCU 
Mark G. Yudof, President, University of California 

 

Overview 
Traditionally, California’s system of higher education has 
served as a bellwether for the country. However, state 
funding has declined significantly over the past five years, 
compromising the system’s ability to provide quality 
education. Meanwhile, economic and social pressure to 
serve greater numbers of students is rising.   

Currently, California is making more progress toward 
increasing access and degree attainment than any other 
state. And it is doing so on less money; the system is 
demonstrably more efficient than it was 10 or 20 years 
ago. However, for California to maintain its leadership the 
state must realign its funding priorities, and educators 
must continue to find ways to innovate. 

Context 
Moderator Jane Wellman led a panel discussion about the 
successes and challenges facing California higher education. 

Key Takeaways 
• California’s system of higher education stands 

out for its size and the scope of its problems. 

California’s higher education system is huge and compli-
cated. The state has 700 postsecondary institutions with 
2.7 million students. That is three times larger than any 
other state system. What’s more, one in six of the 
country’s community college students are in California. 
And the state leads the country in the growth of for-
profit institutions. 

Like other state systems, California’s postsecondary 
institutions are facing severe financial challenges. The 
state experienced almost a 30% loss in public revenues 
over the last five years despite large increases in enroll-
ment. And while enrollment is starting to diminish—a 
recent report shows a 50,000 student loss in California 
between 2010 and 2011—those declines will likely 
increase pressure to improve degree attainment among 
underserved populations. 

Private sector schools are also dealing with financial 
cutbacks. The governor’s proposed budget cuts the 
maximum award for need-based Cal Grants in half. 
Those cuts would affect private schools disproportion-
ately because of higher tuition rates. 

"For every Cal Grant dollar the state puts in, we 
contribute almost another two. Also, 60% of Cal 
Grant students are [minorities] and more than half 
are first-generation students. So as public policy, 
the grants have truly increased diversity." 

 Kristen F. Soares 

In the midst of uncertainty, California recently decided 
to eliminate its state governing agency for postsecon-
dary education. Although many people agreed with the 
decision, it added to the unease by making it unclear 
what kind of leadership role the state will play. 

• Despite challenges, the state’s institutions are 
continuing to advance a public agenda. 

Since 1960, when the state first established its Master 
Plan for Higher Education, California’s postsecondary 
institutions have made great strides in expanding 
access, increasing diversity, and encouraging experi-
mentation. Consider these recent accomplishments: 

— California State University’s increase in degree 
attainment. About five years ago, CSU set a goal to 
cut in half the gap in the graduation rate between 
minority and non-minority students. Today, the 
system has almost met that goal. Some of the 
strategies employed have included outreach in public 
schools and churches, as well as the expansion of 
student services for minorities. Simple strategies 
such as taking attendance and following up with 
absent students have made a huge difference in 
retention. 

— California Community Colleges’ student success 
initiatives. Two years ago, CCC’s leaders created 
more seamless transfers between the state’s 
community colleges and CSU. CCC also created a 
task force to develop and test strategies to improve 
student success. One idea was to create an 
orientation assessment and program of study for 
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each student. Finally, to increase transparency CCC 
is developing a student success score card for every 
institution in the system. 

• Increasingly, the federal government is supplant-
ing states as a major source of higher education 
funding. 

While state budgets are growing again—about 2.5% per 
year—most of the increases are going toward Medicaid, 
which is growing 8.5% per year. States’ share of 
spending on higher education 20 years ago was about 
15%; now it is below 10%. States’ share of spending on 
Medicaid is approaching 20%, on its way to 30%. 

A stronger federal role in higher education seems 
warranted given the competitive nature of the global 
economy. The U.S. can’t compete on low wages or reg-
ulation; it must compete on the quality of its workforce. 
Thus, supporting the development of a well-educated 
workforce is an appropriate national government role. 

However, a stronger federal role in higher education will 
take a significant financial commitment. Without 
adequate funding the country won’t have the talent it 
needs to be competitive. 

"Why aren't we having a national conversation 
about the value of higher education? . . . For 
every dollar the state spends on higher education, 
it receives three back in increased taxes. 

 Jack Scott 

Part of the problem is a public perception that tuition 
rates are going up because institutions are spending too 
much. The reality is that tuition rates are rising because 
state subsidies are decreasing and costs are growing. 

"It's like a 'co-pay' situation. We've gone to the 
pharmacy, but the insurance company won't pay 
any more. So the consumer's [share] is going 
from $20 to $40." 

 Mark G. Yudof 

• Going forward, California must reassess its 
funding priorities, and must continue to innovate. 

Several of the panelists agreed that state priorities are 
misaligned. One example: Colleges and universities turn 
away students because of funding shortfalls, while the 
state spends massive sums on corrections. In fact, 
California spends 10% of its budget on corrections, 
which is more than on UC and CSU combined. Often the 
state is warehousing people for nonviolent crimes—at 
the cost of $40,000 per person per year. 

It is incumbent on educational institutions to continue to 
find ways to do more with less. Stringent budget 
realities are not temporary; they reflect a 25-year trend. 
Demographic changes will squeeze funding further as 
more minority and low-income students increase the 
demand for remediation. 

Note: In 2010 the state board of education adopted 
common core standards for K–12 because over 70% of 
community college students need remediation. Bringing 
that percentage to 50% would save a great deal of 
money. California needs to better prepare high school 
students for college-level work. Closer collaboration 
between high schools and postsecondary institutions is 
an important part of the solution, as is testing students 
in high school to determine readiness and implementing 
immediate remediation if needed. 

Some leaders are calling for hybrid institutions that link 
community colleges with regional universities in new 
ways. A few states are experimenting with community 
colleges offering four-year degrees. The problem with 
that approach often is a lack of funding. 

• The federal government has an important role to 
play in financial aid. 

In an environment of diminishing state funding, more 
consideration is needed for federal financial support. 
The cost of the Pell Grant program has doubled in the 
past few years. But increasing supply without 
considering capacity is not a successful long-term 
strategy. After all, Pell Grants are vouchers; if students 
can’t use them to enroll, they’re worthless. 

Changes must happen because the middle class is 
increasingly angry over rising tuition rates. They aren’t 
poor enough to receive financial aid, but aren’t rich 
enough to pay out of pocket. Still, change is unlikely. 
The general thinking in Congress—on both sides of the 
aisle—is that increasing loan limits makes little sense 
because it will merely invite universities to raise tuition. 

"Most people don't realize that $30 billion in 
tuition tax credits are available to families with up 
to $185,000 in annual income. That takes care of 
a lot of the middle class students." 

 Charles B. Reed 

One proposed solution is to offer matching programs for 
endowments contributed by the private sector. Another 
is to offer income-adjusted repayment plans. 
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Other Important Points 
• Upcoming ballot initiatives. In January, Governor 

Brown’s proposed budget included additional cuts to 
higher education funding (potentially $750 million) 
unless new revenue sources are identified. Three 
potential tax initiatives are gaining interest; however, if 
more than one makes it on the November 2012 ballot, 
voter confusion could doom them all.   
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Gandhi, Martin Luther King, and the Occupy Movement 
 Presenters: Molly Corbett Broad, President, ACE 

Dennis G. Dalton, Professor Emeritus of Political Science, Barnard College, Columbia University 
 

Overview 
The Occupy movement in America falls far short of the 
ideal for nonviolent civil disobedience. The movement 
renounces the notion of a leader on principle. But leaders 
impart vision, coherence, and direction—all sorely needed 
by a movement. Without an eloquent leader who sets a 
moral example and personifies the movement’s goals, the 
Occupiers will fail to achieve their worthy ends. 

To produce enduring societal change, the right kind of 
leadership must emerge to fill the void. Needed are 
leaders like Gandhi and Martin Luther King, who embody 
civility, evoke compassion, and believe that means are as 
important as ends. These leaders set the gold standard 
for civil disobedience, which above all is civil. 

Civility is absent in American politics today, where 
outrage has drowned out empathy. Educators shaping 
our future leaders could help change this. It is incumbent 
upon educators to hold up the standard of civility as the 
only acceptable means to worthy ends. 

Context 
Professor Dalton, who agrees with the Occupy movement’s 
criticism of America’s economic inequality, shared why he 
believes its methods are flawed. He challenged Occupy to 
aspire to a higher standard, and challenged educators to 
insist on no less. 

Key Takeaways 
• Without leaders like Gandhi and Dr. King, Occupy 

is bound to fail. 

The Occupy movement’s criticism of America’s economic 
inequality is on the mark, in Dr. Dalton’s view, but its 
leaderless method of protest is flawed. The Occupy 
movement renounces the notion of a leader on 
principle. Yet leaders impart vision, coherence, direction, 
and organization, all of which a movement needs. 

Organization and coherence can be imposed by all 
varieties of leaders. But to succeed in the eyes of 
history, the Occupy movement needs a specific kind of 
leadership: moral leadership that is distinguished by the 
qualities embodied by Gandhi and King.  

"The right kind of leadership can inspire the 
greater opportunity that the Occupy movement 
seeks, that we all seek." 

 Dennis G. Dalton 

• Gandhi and King set the “gold standard” for civil 
disobedience. 

The power of civil disobedience flows from the moral 
examples of leaders who personify the goals that the 
movement seeks. Consider: 

— The past century was unprecedented in the number 
of vast political movements spawned. All of them—in 
Russia, India, China, and Germany—relied on three 
indispensable agents of power: 1) charismatic 
leadership; 2) ideology, or a coherent set of ideas; 
and 3) wide-scale, tight organization. 

— The judgment of history is starkly different for two 
sets of movements. For those in Russia, China, and 
Germany, history’s judgment is unequivocally, 
“Never again.” Conversely, for the movements led by 
Gandhi in India and King in America, history asks, 
"Why not again?" These two movements set a gold 
standard for civil disobedience, as Gandhi and King 
were able to turn nonviolent action into a force of 
constructive change. 

— What qualities distinguished their leadership? Both 
Gandhi and King embodied civility, evoked followers’ 
capacity for compassion, and believed that the 
means are as important as the ends. Gandhi quoted 
the Bible, “You reap as you sow.” King quoted Ralph 
Waldo Emerson, “The end is always preexistent in 
the means.” And the means that both leaders 
advocated were characterized, above all, by civility. 

— Civility, compassion, the importance of means: 
These qualities were lacking in the movements that 
history condemns and are also missing from the 
Occupy movement’s (and the Tea Party’s) brand of 
nonviolent but nonetheless hostile protest. 

"The Bolsheviks, Nazis, Chinese Communists—all 
lusting for revenge, venting their fury . . . never 
once acknowledged what Gandhi and King 
emphasized, the common humanity of all." 

 Dennis G. Dalton 
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• Civility, which implies the absence of anger and 
presence of compassion, is absent in American 
politics today. 

Gandhi and King both led movements that motivated 
followers to transcend anger, even amid brutal injustice, 
to conduct themselves with civility, and to feel com-
passion toward those responsible for the conditions they 
deplored. Both emphasized the importance of civility as 
part of the means to desired ends. Civility implies the 
absence of anger and the presence of compassion. 

For both Gandhi and King, civility was a major theme: 

— Gandhi. In Gandhi’s native language, the concept 
encompassed admirable, moral, and especially 
compassionate conduct. A favorite quote, from the 
Bhagavad Gita, describes a state of pure empathy: 
“The Enlightened One saw all being in oneself and 
oneself in all being.” From such a transcendent 
perspective, Gandhi could see that not only were 
Indians being victimized by brutal British imperial-
ism; the English were degraded as well. The system 
of domination and submission trapped the best-
intentioned individuals. He sought to rescue all by 
refusing to recognize the master/slave relationship. 

— King. King sought to rescue all from slavery and 
domination, redeeming the American Dream for all 
by opposing injustice with civility and courageous 
noncooperation. Dominating his sermons were 
themes of civility and forgiveness. It took remarkable 
courage for King to insist that followers meet 
oppression with compassion. 

The “language of love” in which both Gandhi and King 
spoke is nowhere to be heard in American politics today. 

"Today in America, who speaks this language as a 
political idiom? We've become tone-deaf to it amid 
the furious din of our culture wars. . . . Where is 
the quiet dignity of Rosa Parks?" 

 Dennis G. Dalton 

• Civility in American politics is attainable with the 
help of the educators who mold future leaders. 

The gold standard should not be unreasonable to 
expect. After all, the civil rights movement occurred in 
America and America is a democracy that values the 
right of civil disobedience. 

What America needs now are political leaders who will 
not demean the public by insisting that their particular 
brand of outrage is a means to an end, but who uplift 
the nation by evoking our capacity for compassion. Only 
compassion will bring us closer to equality. 

This might seem too much to expect from American 
politics as it exists today. That’s why it is incumbent 
upon educators to inspire future leaders to strive for this 
standard, to help to produce leaders for whom such 
expectations would not be misplaced. 

Educators must hold up the gold standard of civil 
disobedience, characterized by compassion and civility, 
as the only acceptable standard. No less of a standard 
must be upheld, because civility is the only quality that 
will ensure human dignity. 

"Surely it is not too much to ask of those in 
education to insist that we not settle for less than 
civility, the only quality to ensure human dignity. 
[T]his is our calling." 

 Dennis G. Dalton 

Other Important Points 
• Global civility. While missing in America today, civility 

in nonviolent protest is not absent in the world. All three 
2011 Nobel Peace Prize recipients—Ellen Johnson Sirleaf 
and Leymah Gbowee of Liberia, and Tawakkol Karman 
of Yemen—are activists for non-violent change. All cite 
Gandhi and King as sources of inspiration. Other 
influential advocates of compassionate nonviolence: 
Nelson Mandela and Bishop Desmond Tutu in South 
Africa, Aung San Suu Kyi in Burma, and the late Vaclav 
Havel of the Czech Republic. History won’t forget them, 
as the language, symbols, ideas, and actions of civility 
and compassion are as much a part of history as 
genocide. 

 
 
 
 
 
 
 

 



 The American Council on Education's 94th Annual Meeting March 10–13, 2012 
  Ahead of the Curve Los Angeles, California 
 
 
 

19 Executive Summaries Sponsored By: 

   ©2012 by ACE. Created for ACE by: 
 

 

 

Quality Assurance: An International Perspective 
 Moderator: Gretchen Bataille, Senior Vice President, ACE 
 Presenters: Peter Ewell, Vice President, NCHEMS 

Charles McCullough, Deputy Director (Education), Australian Education International―North America 
Sylvia Manning, President, The Higher Learning Commission 
Lesley Wilson, Secretary General, European Universities Association 

 

Overview 
Quality assurance in U.S. higher education is addressed 
through voluntary accreditation. This appeals to Ameri-
cans’ resistance to federal oversight of education. 
However, voluntary accreditation is criticized for being 
biased, hard to understand, expensive, and unconcerned 
with learning results. 

The EU also uses a voluntary approach. As a part of the 
Bologna Process, flexible European guidelines for learning 
outcomes and accreditation are adopted by each country. 
Australian universities use a similar framework. Although 
institutions there are self-accrediting, a new agency has 
been established to create consistent standards. 

Context 
The panel discussed the quality assurance systems for 
higher education in the U.S., Europe, and Australia. 

Key Takeaways 
• Americans resist federal oversight of education. 

In the U.S., education is not viewed as a function of the 
federal government. Many believe big government gets 
things wrong, so putting education in the hands of the 
federal government would be a bad idea. Also, many 
fear that national education standards enforced by the 
government would destroy the diversity, innovation, 
adaptability, and local focus of higher education.  

• Voluntary accreditation is how the U.S. govern-
ment influences higher education. 

America’s quality assurance for higher education is 
voluntary accreditation. Accreditation started as a non-
governmental process in the late 19th century. Regional 
accreditation organizations were established as an 
internal quality mechanism. They enabled the academy 
to answer questions about what constitutes college-level 
work. By the 1950s, accreditation included a review of 
institutions against their missions, a self-study, site visits 
from peer teams, and the determination of accreditation 
status by a commission. The federal government’s 

involvement with higher education grew with GI Bills 
(1952) and the Higher Education Act (1965). The 
challenge was to get money to public and private 
colleges in a way that circumvented the prohibition on 
supporting church-related organizations. The federal 
government began to fund students, with students 
paying institutions. 

The U.S. Department of Education decided that instead 
of designating a federal inspector to determine whether 
institutions were worthy of government funds, accredi-
tation could fill that role. The National Advisory 
Committee on Institutional Quality and Integrity 
(NACIQI) was established to evaluate accreditors. 

"Accreditation is our form of a national quality 
assurance system. It's probably not what we 
would have chosen if we'd done this from scratch. 
But the system is in place, it's hard to change, and 
it gets the job done." 

 Peter Ewell 

• Accreditation has been criticized for many reasons. 

In the early 1970s, accreditation came under fire. The 
second Newman Report focused on perceived conflict 
of interests. Recently more criticisms have emerged. 

 Accreditation is hard to understand. Because 
accreditation is complex, it is hard for the public to 
get transparent information about the process. 

 Accreditation is biased. Many believe peer 
reviewers are inherently conflicted because they 
are members of the academy and lack specialized 
knowledge. Yet in any complex profession, peer 
review is the norm. 

"Accreditation is arcane and complex because 
the things being evaluated are arcane and 
complex. It's hard to evaluate these areas in 
ways without expert judgment that only a peer 
can bring." 

 Sylvia Manning 

 Accreditation doesn’t focus on learning results. 
Although over the last 20 years regional accreditors 
have focused on assessment processes, assessing 
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higher education outcomes is not well understood. 
In addition, assessments aren’t the same as 
achieving results. The public conversation is heavily 
focused on student performance relative to national 
standards. 

 Accreditation lacks rigor. Critics say institutions 
never fail accreditation. In reality, 40–50% of 
organizations that start accreditation never finish. 
Yet this data is not widely available. In addition, 
there are few minimum standards for accreditation 
of non-profit institutions. In contrast, for-profits can 
lose accredit-ation if they slip below a certain 
graduation rate. 

 Accreditation is expensive. Many higher education 
leaders see accreditation as a burden that distracts 
them from more important issues, making it 
difficult to engage them. It is a problem of the 
commons― accreditation is a commons that 
institutions don’t think about except when they are 
being accredited. 

• European institutions have adopted regional 
guidelines, but governments want more control. 

In Europe, the Bologna Process brings coherence to 
higher education and is a major driver behind quality 
assurance initiatives. All 27 European Union (EU) 
member states and 20 nations outside the EU 
participate voluntarily in the Bologna Process. 

As Europeans attended schools in different countries, 
institutions didn’t understand the degrees students 
had. In response, EU countries have restructured their 
degrees, moving to a bachelor’s, master’s, doctorate 
structure. A goal of Bologna is to assure these degrees 
are high quality and have learning outcomes that are 
understood across countries. To address these issues, 
flexible regional guidelines have been developed: 

 Learning outcomes framework. The European 
qualifications framework describes the credits and 
learning outcomes associated with bachelor’s, 
master’s, and doctorate degrees. This is a flexible 
framework each country uses to classify its 
degrees. 

 Accreditation framework. Universities, students, and 
quality agencies developed high-level European 
principles for quality assurance. These were 
adopted by the European ministers in 2005. 
Universities use the standards for institutions as 
they develop their internal quality processes.   

"Feedback on the standards and guidelines has 
been extremely positive. Across 47 countries, 
institutions are developing internal quality 
enhancement processes using these principles." 

 Lesley Wilson 

Although these standards have been used for years 
with positive feedback, they may need to be revised as 
governments seek greater involvement in education. 
Difficult financial times have led to budgetary 
pressures. Governments want greater transparency, 
accountability, and information about outcomes. 

• Australia has a new national quality agency to 
ensure consistency and growth in higher 
education. 

The Australian government has two critical higher 
education targets: by 2025, 40% of 25–34 year olds 
will hold a bachelor’s degree or higher; by 2020, 20% 
of undergraduates will be from low socioeconomic 
backgrounds. 

To attain these goals, Australia wants to maintain the 
quality of its university system, achieve diversity, and 
offer equity of access. The country has 37 public and 
two private universities, and about 150 higher 
institutions for disciplines such as nursing, theology, 
and Internet technology. Australia’s universities are 
self-accrediting. They use a quality framework like 
Europe’s. 

"Australian universities are self-accrediting and 
that's for us. Each is responsible for working 
internally with organizations and professions to 
accredit their programs and degrees they offer." 

 Charles McCullough 

Australia recently established the Tertiary Education 
Quality and Standards Agency (TEQSA) to ensure 
consistency and growth in higher education. It 
combines the regulatory functions previously provided 
by the states, territories, and Australian Universities 
Quality Agency. Two important aspects of TEQSA’s 
approach: 

 The principles of regulation are based on a risk 
framework. A six-step process is used to look at 
each university’s context. Categories considered 
include financial liability, governance, human 
resources, management, responsibility to students, 
and infrastructure. Universities can provide input to 
the initial findings, and then another evaluation 
occurs. This process happens once a year and 
registration of performance occurs once every 
seven years. 
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 New standards are under development. Institutions 
must comply with threshold provider and qualifica-
tions standards to maintain registration with 
TEQSA. Additional standards are under 
development related to information, teaching and 
learning, and research. Information standards will 
focus on data collection and reporting. A public 
website called My Universities will enable students 
to compare universities and make more informed 
decisions. 

In addition to TEQSA, the Australian Skills Quality 
Authority (ASQA) regulates the 150 higher education 
institutions not classified as universities; the Australian 
Qualifications Framework (AQF) is the national policy 
for regulated qualifications. 
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Adults―We Can't Reach America's Attainment Goals Without Them 
 Moderator: Eric D. Fingerhut, Vice President, Education and STEM Learning, Battelle Memorial Institute; Former 

Chancellor, Ohio Board of Regents 
 Presenters: Allyson Carter, Senior Director of Design, McDonald’s U.S. Training 

Elaine Gaertner, Statewide Director, California Community Colleges Economic and Workforce Development 
Program 
Eduardo Ochoa, Assistant Secretary, Postsecondary Education, U.S. Department of Education 

 

Overview 
The United States can’t meet its goals for expanding 
postsecondary education by focusing just on traditional 
college-age students. Expanding educational opportu-
nities for adults is imperative. Effective collaboration 
between community colleges and employers is a way to 
accomplish that objective. However, overcoming 
obstacles will take significant innovation and cooperation. 

Educators, in partnership with industry and government, 
must develop new approaches for the use and dissemin-
ation of prior learning assessments and online education. 
In addition, new standards for technical education are 
needed, as are more consistent credentialing and more 
efficient ways of deploying human capital. 

Context 
Panelists discussed ideas and barriers in expanding 
postsecondary education to adults. 

Key Takeaways 
• Employers and employees want more postsecon-

dary attainment, but challenges exist to get there. 

It is a myth that employers don’t want employees to 
gain credentials because it would encourage them to 
leave. As proof that this is a myth, efforts by McDonald’s 
to train employees in English have produced a 90% 
three-year retention rate. The company has promoted 
many of these workers into management, precisely 
because they now have the language skills they need. 
And employees are anxious to gain more skills. About 
70% of McDonald’s employees say they want to obtain 
an associate’s or bachelor’s degree. That statistic 
translates to roughly 400,000 people nationwide. 

The problem is that potential students face barriers in 
achieving greater educational attainment, such as time 
and cost. Expanding the use of prior learning 
assessments is a way to help people complete degrees 
faster for less money. Employees also lack the know-
how to navigate the system, which they often see as 

confusing and bureaucratic. As an example, while 
McDonald’s offers benefits such as tuition reimburse-
ment and career guidance, many employees fail to take 
advantage of them. McDonald’s executives are working 
with higher education institutions to make the pathway 
more transparent. 

Remediation is also a barrier for high school graduates 
who aren’t ready to advance to a college environment. 
One solution is to promote independent resources such 
as Khan Academy (www.khanacademy.org). 

• A persistent skills gap remains despite efforts by 
community colleges and employers. 

Many models exist of effective partnerships between 
higher education and businesses. However, obstacles 
keep them from reducing the gap between available 
jobs and workers’ skills. Some obstacles include: 

— Insufficient data. Traditional sources of labor market 
data no longer provide enough relevant information. 
Colleges need to gain a broader understanding of 
the industries in their communities. Collaboration 
with business leaders can help define high-growth 
industries so colleges can better guide students to 
appropriate careers. 

— Emerging industries. The lack of data is greatest for 
emerging industries. The evolution of the informa-
tion and communications technology industry shows 
that industry groups in Europe are ahead in 
establishing common job titles and skill standards. 

— Divergent business and industry needs. Community 
colleges frequently develop close relationships with 
local businesses because of requests for customized 
training. However, these schools often lack 
relationships with industry groups to understand the 
skills lacking in communities. 

— Policy barriers. Policy and regulatory barriers can 
affect what and how students study. For example, 
California’s community college system holds a lottery 
to get into its nursing programs. As a result, the 
most qualified students aren’t necessarily accepted. 

• The Obama administration is trying to address 
some key policy issues regarding adult education. 
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The U.S. Department of Education recognizes that 
improving adult degree attainment is essential for 
meeting President Obama’s 2020 postsecondary 
educational goal. This goal calls for the United States to 
have the highest percent of adult workers in the world 
with college degrees. The president’s proposed 2013 
budget includes programs that support this goal. One 
program—“Race to the Top for Higher Education”—
promotes state-based reforms to increase post-
secondary capacity and efficiency. Another proposal 
aims to foster innovation in education. Others support 
financial aid reforms, such as extending existing tax 
credits and loan rates, as well as linking aid distribution 
to performance goals. 

The central policy for adult education is an $8 billion 
Community College to Career Fund (CCCF), to be 
administered by DOE and the U.S. Department of Labor. 
It provides funding for community colleges and states to 
partner with businesses to train workers in high-growth 
areas, such as health care, transportation, and 
advanced manufacturing. 

• However, many policy issues remain unresolved. 

Panelists and audience members debated the implications 
of several issues. Topics included: 

— Prior learning assessments (PLA). Many education 
leaders want standards that allow students to earn 
credentials based on demonstration of prior learning 
(“competency-based credentialing”). ACE’s College 
Credit Recommendation Service (CREDIT) is a PLA 
effort, as is The College Board’s College-Level 
Examination Program (CLEP). What’s more, DOE 
recently developed a list of policy levers that could 
facilitate PLAs. DOE is also looking at institutions such 
as Western Governor’s University and Southern New 
Hampshire University that have experienced success 
in adopting competency-based credentialing. 

"We don't have answers right now, but we're 
exploring how [competency-based credentialing] 
would work relative to the accrediting agencies." 

 Eduardo Ochoa 

— Development of a “technical track.” New models 
attempt to standardize career pathways for technical 
education and allow students to earn stackable 
credentials. DOE and DOL are working on a model for 
this. The approach will focus on providing rigorous 
programs that prepare students for postsecondary 
education and careers in alignment with labor market 
needs. The challenge is to design a track that industry 
will accept as a quality product. 

"Employers are less concerned with a degree than 
with, 'Are these people able to perform?'" 

 Elaine Gaertner 

— Standardized credentials. Many potential adult 
students are confused about the postsecondary 
education “process.” Information about how long it 
takes and what they have to do is difficult to obtain 
and often conflicting. A study in California found that 
the number of credits to earn equivalent certificates 
from different institutions varied from 18 to 40. 
Educators, along with industry partners, must pull 
disparate sources of information together so it is easy 
for working adults to go back to school. 

— Human capital investments. At U.S. colleges and 
universities, adjunct faculty makes up more than 50% 
of the teaching staff. At community colleges it is often 
80%. Although using adjunct faculty lowers costs and 
some see adjuncts as a way to bring “currency” to 
instructional programs, others are concerned about 
quality and efficiency. They want colleges to learn 
from industry best practices about investing in human 
capital. For example, McDonald’s has made significant 
investments in recent years to “up-skill” its trainers. 
The company has set new educational standards for 
trainers and invested heavily in its facilities. 

"We're moving away from the 'sage on the stage' 
model toward a 'guide on the side' approach. So 
we're really having to gear up to teach our 
'professors' how to teach in this new world." 

 Allyson Carter 

— Access to online education. Online classes appeal to 
students because of their flexibility. The problem is 
state authorization. To qualify for Title IV funds, 
colleges have to comply with the laws and statutes in 
each state in which they operate. Many states allow 
colleges to deliver instruction across state lines with 
little regulation, but recruiting or establishing a 
physical presence may trigger a different set of 
requirements. A number of states are noticing those 
difficulties. There are efforts underway to see if they 
can develop some sort of mutual recognition of the 
institutions certified to do business. 

Other Important Points 
• Open courseware. Open courseware enables colleges 

and universities to offer degrees faster and at a reduced 
cost. An example, Excelsior College (www.excelsior.edu) 
offers a bachelor’s degree for less than $10,000 because 
of many open courseware options. Students can choose 
courses from prestigious institutions such as Yale and 
MIT (coming soon). 
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Innovating, Restructuring, Reinventing, and . . . Stopping: 
Strategies for Leveraging Limited Resources 
 Moderator: Brent Ruben, Distinguished Professor and Executive Director, University Center for Organizational 

Development and Leadership, Rutgers University 
 Presenters: M.J. Brukardt, Special Assistant to the Chancellor, Strategic Planning, University of Wisconsin–Eau Claire 

Brian Levin-Stankevich, Chancellor, University of Wisconsin–Eau Claire 
Madlyn Hanes, Vice President, Commonwealth Campuses, The Pennsylvania State University 
Louise Sandmeyer, Office of Planning and Institutional Assessment, The Pennsylvania State University 

 

Overview 
Over the past 15–20 years, change strategies in higher 
education have focused on outcomes and transformative 
change. However, some aspects of successful change 
initiatives have remained the same, such as leadership 
engagement, linkages with institutional priorities, and 
partnerships between senior leaders and change agents. 

Two case studies illustrate key success factors of major 
change programs. Penn State’s academic and admin-
istrative review process consolidated programs and saved 
millions, while the University of Wisconsin–Eau Claire’s 
(UWEC) Blugold Commitment has increased revenue 
through a student-university partnership. 

Context 
The panelists discussed transformative change initiatives in 
general, and at Penn State and UWEC. 

Key Takeaways 
• Some higher education change strategies have 

changed, while others have endured. 

In the past two decades, strategies to manage change 
initiatives in higher education have evolved. Today 
change initiatives are more often: 

— Outcomes focused. Institutions focus on outcomes, 
rather than inputs, activities, and efforts. 

— Strategic. Previously higher education effected 
localized change through small projects. Now 
initiatives are major and strategic. 

— Generalized processes. Rather than using tools like 
process improvement, institutions are more 
concerned with generalized change techniques. 

— Assisted by outsiders. Internally led projects have 
been replaced by consultants and external experts. 

— Technology driven. Technology is no longer an add-
on; it plays an integral role in change initiatives. 

— Transformative. Continuous, incremental improve-
ment has been replaced with transformative 
change. 

Despite these changes, many aspects of change efforts 
have remained the same, including the centrality of the 
academic mission, a clear vision and goals, a 
systematic approach to change planning, faculty and 
staff involvement, focus on the details, use of best 
practices from other sectors, strong leaders, and 
partnerships between senior leaders and change 
agents 

• Amid budget cuts, Penn State implemented a 
review process that saved millions of dollars. 

Pennsylvania State University is a large public research 
institution with 24 campuses and online courses. Like 
many universities, Penn State has faced significant 
state funding reductions. One way the institution has 
dealt with cuts is by implementing an academic and 
administrative review process. 

This process started about two years ago. It focused 
on opportunities for program growth, elimination of 
under-performing programs, and consolidation of 
redundant programs. The goal was to balance a 
centralized and decentralized approach to business 
operations. The objective was to identify at least $10 
million in savings over five years. The initiative’s 
success is attributed to: 

1. Linking the review process to the strategic plan. 
The university’s strategic plan established 
expectations around maximizing quality and 
reducing redundancies. Two plan goals were 
directly related to the review process. 

"That this initiative came from our strategic plan 
gave it legitimacy and formality. That is what we 
needed to undertake a rather Herculean task." 

 Madlyn Hanes 

2. University leaders being committed to the change 
initiative. The president established the Program 
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Review Core Council. The provost played a central 
role, chairing the council and acting as chief 
spokesperson to stakeholders. The Core Council 
was unique in that its members didn’t represent all 
campus units. Instead, the 13 members were 
opinion leaders, who were creative, critical 
thinkers that thought beyond their parochial 
interests. 

3. A data-driven process. This Core Council analyzed 
screening data such as faculty and student 
profiles, faculty-student ratios, intake and outcome 
measures, graduation rates, and more. This 
helped the group identify strengths and areas of 
concern. 

4. A neutral facilitator. After information was 
gathered from academic and administrative units, 
sub-committees developed recommendations. The 
executive director of the Office of Planning and 
Institutional Assessment served as a neutral third 
party and facilitated these sub-committee 
meetings. 

"It's useful to have a neutral third party as a 
facilitator . . .they have knowledge of the 
process, credibility within the institution, and are 
trusted." 

 Louise Sandmeyer 

5. A transparent process. The change processes 
should be transparent, though committee discuss-
ions can be confidential. At Penn State, council 
conversations were private until recommendations 
were made to the budget executives. 

6. Communications with key stakeholders. Interviews 
with academic and administrative units fed into 
the council’s preliminary recommendations. Memos 
with these recommendations were crafted for each 
unit head. Unit heads were invited to respond and 
the recommendations were posted on a website. 

7. Establishment of well-defined outcomes. To 
support the academic and administrative review, 
specific outcomes were developed. These included 
formal and transparent workload policies for 
colleges and campuses, reduction of under-
enrolled sections, and redeployment of faculty to 
areas with higher student demand. 

• To enhance its educational experience, UWEC 
developed a differential tuition program. 

The University of Wisconsin–Eau Claire has 11,000 
students, mostly undergraduates. UWEC is highly rated 

and is a leader in high-impact learning, which includes 
undergraduate faculty-student research, international 
immersion, service learning, and academic quality. 

UWEC’s strategic plan included increasing participation 
in high-impact learning. Research showed only about 
half of all students participated and the participation 
was much lower among low-income and minority 
students. The faculty set a goal for every student to 
engage in high-impact learning. However, the school 
lacked the resources to achieve this objective. 

In 2009, a differential tuition program, the Blugold 
Commitment, was started to address the issue. 
Differen-tial tuition had worked in the past. Previously 
students were asked to pay $50 per semester and 
could give input into how funds were spent. After 
evaluating their options, the administration concluded 
that differential tuition was the best way to meet the 
high-impact learning goals. 

Through a student-led process a $1,200 differential 
tuition program was established. It began in 2010 and 
will be completed in 2014. The program is projected to 
generate $13 million annually—40% is dedicated to 
tuition discounts for low-income and minority students, 
and 60% supports immersion experiences, overseas 
programs, and staff hiring. By 2013, the university will 
have funded 46 new positions, including 29 tenure-
track faculty. Success can be attributed to: 

1. Administration leadership. The chancellor 
identified the priorities, outlined the parameters, 
and engaged the leadership team in the initiative. 

2. Student body engagement. The university has a 
long history of student involvement. The engage-
ment of the Student Senate and the student body 
was essential for the program’s success.   

"Students have been involved since 1997 in 
deciding where differential tuition money is 
spent." 

 Brian Levin-Stankevich 

3. Alignment with institutional priorities. The Blugold 
Commitment was linked to institutional priorities 
that students understood. Students had 
participated in developing the strategic plan and 
recognized how differential tuition could support 
UWEC’s high-impact learning practices. 
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"The proposal was anchored in what was already 
very important to students and the institution. 
Embedding the institutional priorities, missions, 
and vision in the program was critical." 

 M.J. Brukardt 

4. The communication plan. The communication plan 
targeted as many audiences as possible. 
Communication strategies were developed for 
students, parents, administration, and the regents. 
A variety of media were used, including webcasts, 
videos, and social media. 

5. Cultural change. The Blugold Commitment has 
been fully integrated into university processes. For 
example, students developed bylaws for the 
Student Senate that define program-related 
processes. In addition, the program has been 
integrated into the institution’s assessment plan. 
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East Meets West: Perspectives on Partnerships 
 Moderator: Patti McGill Peterson, Presidential Advisor on Global Initiatives 
 Presenters: David Arnold, President, The Asia Foundation 

Tan Chorh Chuan, President, National University Singapore 
Seung-Tae Kim, President, Anyang University 
Jeffrey Lehman, Chancellor and Founding Dean, School of Transnational Law, Peking University, People's 
Republic of China 

 

Overview 
Demand for higher education has grown dramatically in 
Asia. The huge influx of students is a strain for many 
Asian universities, but also offers opportunities for 
partnerships that can advance global education. 

As American institutions explore international 
partnerships in Asia, they must keep certain guidelines in 
mind. The cultural differences aren’t insurmountable, but 
can’t be ignored. Other considerations include a common 
academic vision, commitment of key players on both 
sides, and a long-term view. 

Context 
The panel discussed higher education in Asia and how 
American institutions can approach partnerships with Asian 
universities. 

Key Takeaways 
• The number of Asian students seeking higher 

education has grown dramatically. 

According to UNESCO, tertiary education enrollment in 
East Asia and the Pacific has grown 12 fold over the last 
35 years, from less than 4 million in 1970 to more than 
47 million in 2007. David Arnold of The Asia Foundation 
made the following observations: 

— China has driven this growth. In China, the student 
population has grown almost 19% per year since 
2000. But other countries have also contributed to 
the growth. East Asia accounts for almost one-third 
of global student enrollment, up from 14% in 1970. 

— Growth is slower in less developed Asian nations. In 
South and West Asia the annual growth in tertiary 
education enrollment has grown at an annual rate of 
about 5% per year since 1970, peaking at around 
7% in the 1990s. Higher education enrollments have 
grown from less than 3 million in 1970 to 18.5 
million in 2007. 

— India is a major contributor to increased enrollments. 
India accounts for more than two-thirds of the total 
regional enrollments in higher education. India has 
600 universities and 26,000 colleges. 

— International student mobility explains some of the 
growth in Asian higher education. Asian universities 
are increasingly on the receiving end of international 
student flows. Countries like Japan, Malaysia, Singa-
pore, India, and Thailand are promoting inbound 
student mobility. 

• Institutional stress from the demand for higher 
education has implications for global partnerships. 

Exploding demand for higher education is affecting 
national university systems in Asia. The stress from 
uncontrolled growth has overstretched faculty, libraries, 
classrooms, and labs. American universities seeking 
partnerships in Asia should keep in mind: 

— Asian institutions often have limited resources to 
implement partnerships. Many Asian universities 
have cabinets full of memoranda of understanding, 
with little follow-through due to resource constraints. 
For agreements to be effective, both institutions 
must identify and commit the necessary human and 
financial resources. 

"Offers of help and cooperation from foreign 
universities are almost universally welcomed, but 
the resources available to support and implement 
partnership activities are extremely limited." 

 David Arnold 

— The needs of universities in developing countries are 
more basic than in advanced nations. When pursuing 
partnerships in developing countries, American uni-
versities should look beyond student and faculty 
exchanges and collaborative research. Engaging in 
capacity building to strengthen the local partner’s 
academic and administrative infrastructure is often 
more productive. 

— Technology should be exploited to bring scale to 
partnerships. Technology can widen the impact and 
benefit of partnerships. Increased access to broad-
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band in Asia means that more universities can 
engage in video conferencing, distance education, 
and online collaboration. 

• Despite challenges, deep international partner-
ships can advance global education. 

International partnerships can be an effective way to 
deliver new value propositions in education, as well as 
higher-impact research and greater thought leadership. 

The National University of Singapore views international 
partnerships along a three-stage continuum based on 
the depth of the underlying relationships. 

— Student exchange programs. These are usually 
based on standard, high-level agreements. 

— Structured academic programs developed jointly by 
strategic partners. These programs are based on 
strong academic complementarities. One example is 
the NUS-University of Toronto joint minor in 
environmental studies. 

— Deep partnerships. These programs may take the 
form of overseas campuses or internationalization in 
situ. Examples include the Peabody Institute and 
NUS Conservatory of Music partnership, the Duke-
NUS Graduate Medical School, and Yale-NUS College. 

"Our sense is it's very important for the institution 
to have a strong sense of strategic goals to guide 
its choice of partnerships and programs. 
Otherwise, it's easy to end up doing too much." 

 Tan Chorh Chuan 

President Tan described six factors that have contrib-
uted to NUS’ successful deep international partnerships: 

1. Common vision and cultural fit. The vision must 
extend beyond the president to university leaders 
and key faculty. Teams must also recognize cultural 
differences and work around them. 

2. Compelling academic value proposition. It is hard to 
sustain deep international partnerships without 
creating value for students, faculty, and institutions. 

3. Additional resources. It is hard to proceed with deep 
international partnerships without resources. 

4. Full commitment of top management. Strong 
champions for the partnership must exist at both 
institutions. 

5. Full-time senior faculty. Deep international partner-
ships will not succeed without on-the-ground senior 
faculty to support partnership initiatives full time. 

6. A long-term view. It can take five to ten years to 
build relationships and understand partners well. 

• The Peking University School of Transnational 
Law offers lessons about approaching Chinese-
American partnerships. 

In China, 630 law schools offer education in the 
continental European style. The Peking University School 
of Transnational Law is differentiated by offering gradu-
ate-level education in the American law school style. 
Courses are taught in English, and the Socratic method 
helps students develop practical intellectual skills. The 
school will graduate its first class in June 2012. 

Based on his experience, chancellor and founding dean 
Jeffrey Lehman had the following advice for institutions 
considering partnering with a Chinese university: 

— Start small. A venture in China shouldn’t be part of 
an American institution’s core portfolio of academic 
ventures. It should be viewed as a high-risk, 
potentially high-value academic investment. If the 
venture fails, the parties should be able to exit in a 
way that prevents anyone from losing face. 

— The partner matters more than the project. It is 
crucial to learn everything possible about a Chinese 
partner. Ideally, partners are “status peers.” If a 
Chinese institution has more prestige in China than 
its American partner, it may not commit resources 
for project success. If the Chinese institution has less 
prestige in China, others may not respect the 
American institution’s judgment or the project. 

— Projects must be academic, not economic. Everyone 
must understand how the partnership serves the 
academic missions of both partners. If either side 
perceives the project as a money maker, it will fail. 

"It's crucial for everybody to know that there will 
be ups and downs. But everyone should 
understand that it is a unique opportunity to 
create something new." 

 Jeffrey Lehman 

Dean Lehman offered pointers for when an American 
institution partners with a Chinese university: 

1. Calibrate the scale of cultural differences. The 
cultural differences are substantial enough to create 
frequent misunderstandings. Yet the differences 
aren’t big enough to inhibit productive partnerships. 
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2. Include a Chinese individual as a trusted member of 
the team. Ideally this team member will have lived in 
mainland China during the past 20 years. 

3. Everyone should stay themselves. Americans and 
Chinese should strive to understand one another 
with sympathetic engagement. Americans should be 
honest and direct, but should expect their Chinese 
partners to be cautious and indirect. 

4. Everyone should maintain a low equilibrium. It is 
important not to get too excited when things look 
wonderful, or get too upset when things go poorly. 

5. Expect skepticism. Most Chinese believe Westerners 
see their country as a big market opportunity. Even 
Chinese partners who bring a project to American 
institutions will be skeptical about their motives. 

6. Pay no attention to flattery. In China, failing to 
flatter others is an insult. 

7. Hurry up and wait. Be prepared for long, inexplicable 
delays, followed by inexplicable demands that 
everyone move very quickly. 

8. Laugh often. Cross-cultural partnerships aren’t 
created overnight. Patience is essential. 

• Anyang University’s educational philosophy is 
redefining the Korean education system and 
attracting global partners. 

In years past, Korean education was designed to 
enhance prosperity. Today, President Kim of Anyang 
University believes that students don’t understand why 
they need education. They have lost their identity and 
dignity. To address this, Anyang University has adopted 
an educational philosophy called “Brightening One 
Corner.” This approach teaches students how to find 
dignity and happiness in their lives. 

This philosophy differentiates Anyang University in its 
partnerships. The institution has over 50 international 
partners. In addition, Anyang University is the first 
Korean university to enter into an agreement with the 
Chinese government. It recently signed a memorandum 

of understanding with the Cultural Administration of 
Hunan Province in central China. Based on this MOU, 
the university has established the Chinese Cultural and 
Economic Cooperation Center, as well as an exchange 
program with a prestigious school in Hunan Province. 

"When we talk about sustainable global partner-
ships, we must first examine ourselves and what 
we have to offer the world. Then we need to 
work on a way to set the proper stage for global 
collaboration and exchange." 

 Seung-Tae Kim 

President Kim made the following observations about 
Anyang University’s global partnerships: 

— Mutual, beneficial sharing of opportunities is 
essential. It leads to strong sustainable partnerships.  

— Global partnerships may extend beyond the bilateral, 
school-to-school level. Anyang University’s global 
partnerships also exist at the nation-to-nation and 
the region-to-region level. It expects to accelerate 
these types of activities in the future. 

— Sustainable global partnerships are about communi-
cation exchange and celebrating cultural uniqueness. 
The best partnerships aren’t about creating a melting 
pot of culture, where everyone is the same. They are 
about sharing different cultural identities. 

Other Important Points 
• Asian students in the United States. Asian students 

represent nearly two-thirds of U.S. international 
students. Four of the top five sending countries are 
China, India, Korea, and Taiwan. 

• Governments and partnerships. The role of the 
government in global partnerships is country specific. It 
may be less important with small-scale programs, but it 
is still a good idea to understand the governments of 
potential partners. 
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Productive Paths to Postsecondary Success 
 Moderator: Van Ton-Quinlivin, Vice Chancellor for Economic and Workforce Development, California Community 

Colleges System 
 Presenters: Sue K. Hammersmith, President, Metropolitan State University 

Paula Myrick Short, Vice Chancellor, Academic Affairs, Tennessee Board of Regents 
Cherry Kay Smith, Asst. Vice President, Academic Policy & Assessment, Ivy Tech Community College 

 

Overview 
To enhance postsecondary success, the higher education 
sector must find new ways to engage learners, especially 
adult and underserved groups. Since adult students have 
spent years in the workplace, many institutions translate 
that experience into course credits. This, in conjunction 
with highly accessible courses, has improved degree 
completion rates. 

Community colleges and universities must also lower the 
barriers associated with higher education. This means 
developing common curricula, creating transfer path-
ways, and improving remedial skills assessment and 
education. Institutions must work closely with the 
business community to ensure that postsecondary 
training programs meet employer needs. 

Context 
The panel discussed how policies at their institutions have 
increased postsecondary success. 

Key Takeaways 
• Adult learners embrace higher education 

programs that are accessible and individualized. 
Metropolitan State University in Minnesota was founded 
in 1972 to enable adult learners to complete degrees. 
Over the past 40 years the institution has found that 
adult students value higher education that is accessible 
and high quality. Metropolitan State University delivers 
accessibility and excellence in three ways: 

— Classes in 32 locations. Courses are taught at Metro-
politan’s four main campuses, as well as at 
community colleges, industrial locations, and 
professional sites. 

— Courses are designed and scheduled to meet 
students’ needs. Most classes meet once a week, 
either in the evening or on weekends. One third of 
students take at least one course online. Although 
entire degree programs are available online, most 
students prefer hybrid courses that have both an 
online and a face-to-face component. 

— Teaching and degree programs are individualized. 
Faculty members recognize that each student is 
unique. Teaching is individualized, even in standard 
classes. Individualized degree programs are the most 
popular major at Metropolitan. 

"Individualized degree programs are our most 
popular major. So many students come with a 
wealth of experience. They don't need a cookie 
cutter degree." 

 Sue K. Hammersmith 

This approach has been highly successful for 
Metropolitan State University. It has an 85% retention 
rate from first to second year, which is the highest in 
the Minnesota State College and University System. The 
institution also has the highest graduation rate in the 
system and there is no achievement gap between 
students of color and majority students. 

• Rethinking remedial and college-level course 
delivery will improve post-secondary attainment. 
The Tennessee Board of Regents and Ivy Tech 
Community College are using Lumina grants to re-
evaluate how they deliver courses to adult students. 

— Remedial skills assessment and education. Ivy Tech 
requires students who place into remediation to 
participate in advising sessions and create Individ-
ualized Academic Plans. With the Lumina grant, the 
institution is also improving skills assessment for 
incoming students. Ivy Tech uses diagnostics to 
identify which skills students are lacking and then 
provides remediation specific to those skills. Instead 
of requiring students to take long remedial courses, 
instruction may take the form of short modules, 
refresher courses, or supplemental instruction that 
accompanies college-level courses. 

"We have to do remediation well if we are going 
to see the completion numbers that we need." 

 Cherry Kay Smith 

— Cohort-based, block-scheduled delivery for courses. 
In Tennessee, the state technical schools only use 
cohort-based, block-scheduled delivery for technical 
diplomas and certificates. Since this approach has 
been so successful, the Board of Regents used a 



 The American Council on Education's 94th Annual Meeting March 10–13, 2012 
  Ahead of the Curve Los Angeles, California 
 
 
 

31 Executive Summaries Sponsored By: 

   ©2012 by ACE. Created for ACE by: 
 

 

 

Lumina grant to transfer that model to the 
community colleges. Twelve degree programs now 
follow this model. The board has realized that a 
toolkit must be developed to scale this delivery 
approach across 19 campuses. In addition, each 
campus must have a champion who is responsible 
for the cohort-based, accelerated programs. These 
initiatives can’t simply be left to an interested faculty 
member. Metropolitan State University has already 
had success using a cohort model for its social work 
program, which has a 97% graduation rate. 

• Easing the transition from community colleges to 
four-year institutions can increase completion. 
When students transition smoothly between community 
colleges and four-year institutions they are more likely 
to graduate. The panelists described approaches to 
curricula and admissions at their institutions that 
simplify movement from two- to four-year institutions, 
as well as between two-year schools. 

1. Common curricula. Indiana, Tennessee, and Minne-
sota have taken steps to create common curricula 
that streamline the process when students move 
from one institution to another. 

 Integrated nursing curriculum in Minnesota. 
This baccalaureate curriculum spans four years. As 
students move between two-year institutions, the 
courses are the same. When they enter the 
university, all students are at the same point and 
the transitions are seamless.   

 Common core in Indiana. Due to variations in 
community college curricula, it has been 
challenging for students to understand which 
courses transfer to a four-year institution. To 
address this, the Indiana legislature passed a law 
requiring a Common General Education Core, 
including a Common Course Numbering System. 
This is expected to improve completion rates. 

 General education core in Tennessee. In 
2004, the Board of Regents established a 41-hour 
General Education Core across the entire system. 

2. Transfer Pathways. The Tennessee Transfer Pathway 
was developed to guide students in 26 disciplines. 
For example, a student who starts an Economics 
degree at a community college can learn online 
about the 41 core hours and which credit hours will 
be accepted in this major at a university. 

"Thanks to the Tennessee Transfer Pathway, 
students now feel like they have a path from their 
first course all the way through completion." 

 Paula Myrick Short 

3. Dual admissions. In Tennessee, students can be 
admitted simultaneously into a community college 
and a university. This is expected to have a positive 
effect on retention and completion. 

• Higher education must align postsecondary 
training programs with workforce needs. 
Community colleges and universities must take steps to 
avoid mismatches between workforce skills and the 
competencies needed by employers. The panelists 
described four ways their institutions are reaching out to 
the business community and tailoring education 
programs to meet the needs of industry. 

1. Occupational audits. The Tennessee Board of 
Regents is working with the Department of Labor 
and the Metro Nashville Workforce Investment 
Coordinator to audit occupations, map workforce 
needs to educational programs, and identify the 
gaps. Similarly, before Ivy Tech adds new programs, 
it conducts labor force analyses to ensure that a 
consistent and constant need exists. 

2. Industry advisory councils. At each Ivy Tech campus, 
every program has an Advisory Council. These 
councils, comprised of local employers, ensure a 
dialogue between faculty and businesses. 

3. Programs that address the intersection between 
professions. As Metropolitan State University has 
gathered feedback from the business community, it 
has discovered that programs are needed at the 
intersection of professions. For example, a post-
graduate certificate has been developed for law 
enforcement professionals who deal with mentally ill 
individuals.   

4. Workforce training and certification matrices. When 
adult students enroll at Ivy Tech, the administration 
creates a matrix that matches student work 
experience with existing courses. Students are then 
granted credits based on their experience. To create 
these matrices, faculty curriculum committees look at 
the ACE recommendations for training at employers 
and match that with courses in the curriculum. 

Other Important Points 
• Credit audits. Dr. Short suggested that higher 

education systems should perform a credit audit. The 
Tennessee Board of Regents was surprised by the 
variation in credit hours for RN programs across 
different community colleges. 
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Strategic Planning and Marketing:  
Why the Two Must Go Hand-in-Hand 
 Moderator: Tom Hayes, Vice President and Partner, SimpsonScarborough; Professor of Marketing, Xavier University 
 Presenters: Mark Becker, President, Georgia State University 

David N. Cox, Executive Assistant to the President, Professor, University of Memphis 
Martha Saunders, President, University of Southern Mississippi 

 

Overview 
Thought leaders believe marketing in higher education is 
becoming more strategic and is merging with strategic 
planning. When this occurs, institutions become more 
focused, research and data serve as the foundation for 
decisions, and processes unify stakeholders across 
campus. 

The experiences of the University of Southern Mississippi, 
Georgia State University, and the University of Memphis 
suggest that combining strategic planning and marketing 
has benefits. These institutions have strengthened their 
brands, aligned organizational priorities with those of key 
constituencies, and increased stakeholder ownership of 
their strategic plans. 

Context 
The panel described how the universities are combining 
their strategic planning and marketing activities. 

Key Takeaways 
• Higher education marketing is becoming more 

strategic. 

The Forum for Marketing of Higher Education is a think 
tank that evaluates what the next evolution in marketing 
will be. This group has concluded that marketing in 
higher education is becoming more strategic and is 
often combining with strategic planning. 

Several factors are driving this. Both marketing and 
strategic planning use the same tools, have the same 
goals, and analyze the same variables. These functions 
both shape the mission and vision of the institution. In 
addition, marketing and strategic planning both blend 
marketing research and institutional research. 

• When strategic planning and marketing success-
fully blend, the institution engages and has focus. 

When universities combine their strategic planning and 
marketing functions, three outcomes usually occur: 

1. The institution becomes more focused. This makes 
budgeting much easier. 

2. Research and data become the foundation of 
decisions. Market research enables committees to 
look at issues with greater objectivity. Since research 
and data are the language of the faculty, communi-
cating with this group becomes easier. 

"Market research helps us step back and look with 
a fresh and objective set of eyes." 

 Tom Hayes 

3. Processes unify the institution. When the entire 
institution participates in the strategic planning and 
marketing processes, it leads to greater ownership. 

• USM enriched its brand by combining strategic 
planning and its centennial celebration. 

When Martha Saunders joined the University of 
Southern Mississippi (USM) in May 2007, enrollment was 
flat, alumni and donor participation had declined, and an 
unsettled atmosphere existed on campus. She and the 
administrative team viewed the university’s centennial 
as an opportunity to reinforce relationships with key 
stakeholders and strengthen the brand. 

The initial phase of the process focused on strategic 
planning and had two important parts: 

1. Identifying USM’s strengths and weaknesses. The 
administration engaged in discussions that included 
faculty, staff, students, alumni, and the community. 
Participants expressed frustration that the public 
didn’t recognize the strength of USM’s academic, 
athletic, and research programs. A survey by Gallup 
verified that Southern Miss had only modest national 
recognition. 

2. Defining four strategic planning goals. USM’s 
strategic planning committee defined four over-
arching goals: 1) increased visibility; 2) stronger 
community connections; 3) a stimulated climate for 
academic success; and 4) a culture of healthy minds, 
bodies, and sustainable campuses. 
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Based on these goals, the centennial campaign planners 
identified measurable objectives related to increasing 
engagement among key groups. Every centennial 
activity drove at least one of the four goals and every 
message underscored the brand. The primary internal 
audiences included employees, students, alumni, and 
friends of the university. The external audiences were 
national media outlets and prospective students. 

"In the centennial campaign, every activity drove 
at least one of the four strategic planning goals 
and every message underscored the brand." 

 Martha Saunders 

The centennial campaign built legitimacy for USM’s 
reputation as the premiere research university of the 
Gulf South. Marketing activities included: 

— Videos. Two videos served as bookends to the 
centennial campaign. “The Southern Miss Story” was 
released first and defined the school’s personality as 
creative, bold, and determined. The second video, 
which premiered in the campaign’s last month, 
focused on the university of the future. 

— Visual communication elements. A new centennial 
logo was developed and the website was revamped 
to reinforce the school’s personality. 

— Advertising. Ads were placed in targeted national 
publications and advertorials were placed in the 
student newspaper. In addition, banners were 
installed on campuses, city streets, and highways. 

— Public relations. The university launched a new 
student recruitment campaign, pitched stories to the 
national media, and conducted the Southern Miss 
Presidential Tour of high schools and civic groups. 

— Publications. Centennial editions of the alumni 
magazine and handbook of history and traditions 
were published. A centennial history book was 
authored by a noteworthy historian. 

— Special events. A variety of events were planned for 
the centennial year, including a concert, Founders 
Day celebration, community service day, arts gala, 
affinity group reunions, and more. 

— University initiatives. Initiatives such as a scholarship 
endowment fund, alumni association membership 
campaign, promotional items, and new residence hall 
were tied to the centennial. 

The program exceeded all expectations. Awareness of 
the history and traditions of Southern Miss grew. Web 

traffic increased by 107%, national media coverage 
increased 800%, the alumni association membership 
campaign exceeded its goals, and the centennial 
scholarship fund raised $3.9 million in one year, 
exceeding its $1 million goal. In addition, freshmen 
enrollment increased by 14%. 

USM has been recognized for the success of its branding 
initiative. The institution won the Public Relations 
Society of America’s Silver Anvil Award and Dr. Saunders 
won a Stevie Award for Women in Business. 

• By running its strategic planning and brand identity 
initiatives in parallel, Georgia State University 
aligned its priorities and those of key stakeholders. 

In 2010, Georgia State University (GSU) launched a 
strategic planning process and a branding and 
marketing study. Each project took an innovative 
approach to its work. 

— Strategic planning. In the past, GSU used a top- 
down approach to strategic planning where every 
department was mentioned. The resulting plan was 
unfocused and largely ignored. In January 2010 the 
institution started a year-long process using a 
different approach. The strategic planning committee 
met with a consultant, participated in forums, and 
engaged in listening. The group spent months 
collecting and analyzing data that supported a draft 
strategic plan. At the end of 2010, the plan was 
adopted unanimously in the university senate and 
has been embraced by the community. Staff, 
students, and faculty all support the plan. 

— Branding and marketing. In April 2010, concurrent 
with the strategic planning project, the university 
launched a year-long branding and marketing study. 
GSU conducted baseline perceptional research and 
consultants were brought in. The research focused 
on nine audiences and included over 4,000 inter-
views and surveys. This formed the basis of 
positioning statements and a brand platform. An 
iterative process was used to test the statements to 
ensure they were authentic and resonated with key 
stakeholders. 

These two initiatives overlapped in several areas. 
Running the projects in parallel produced these benefits: 

1. Insights into external stakeholder priorities. Since the 
strategic planning committee is internally focused, 
their perceptions didn’t always align with those of 
external stakeholders. The branding research 
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provided deeper insights into the views of key stake-
holders, such as prospective students and their 
parents. 

2. Strategic planning ideas were tested and refined. 
The branding research incorporated ideas from the 
strategic plan. These were tested for authenticity 
and resonance, and then refined. 

3. University priorities and those of key constituents 
were aligned. The strategic planning committee 
interviewed 24 community stakeholders after they 
reviewed a draft of the plan. As a result, the 
strategic plan goals were rewritten so the university 
priorities aligned with those of key stakeholders. 

"We were able to get the language right and align 
our key stakeholder groups. This wouldn't have 
happened if the two committees had not 
overlapped and met throughout the process." 

 Mark Becker 

Mark Becker identified several reasons why the 
concurrent approach to strategic planning and branding 
was so successful at GSU. The first was commitment of 
senior leadership. Both the provost and president were 
deeply involved in both initiatives. Second, the 
committees met regularly during the process. This 
allowed the groups to share information and debate 
issues. Third, the two teams had the right members. 
The small committees were comprised of respected 
individuals who were willing to think differently. 

• After the University of Memphis adopted a com-
munication model of planning, stakeholders took 
ownership of the strategic plan. 

Shortly after David Cox joined the University of 
Memphis, he realized the institution didn’t really have a 
strategic planning process. Budgeting drove planning 
and functions operated in silos. In addition, the 
university had no clear direction, evidenced by the 
strategic plan having 18 goals. 

In response, Cox initiated a management model of 
planning. He formed a committee that gathered data 
over a semester. They developed a draft plan and 
reviewed it with the executives and various senates. The 
resulting strategic plan was clearer and only had five 
goals. However, the strategic planning process was still 
top down. At senior levels, people understood the plan, 
but at lower levels there was less awareness and 
engagement. 

So, the president recommended moving to a 
communication model of planning. A small strategic 
planning facilitation group was formed, but the specific 
goals and strategies were developed by teams at each 
level in the university. There were faculty groups, 
student groups, and groups of deans. The plan went 
through several iterations and after each iteration, every 
constituent could see the changes. In addition, the 
university website showed the roles and responsibilities 
associated with the planning and budgeting process. 

"It's not about planning; it's about communi-
cating. Everyone gets deeply involved through 
communication and the iterations show you are 
making changes and listening." 

 David N. Cox 

The communication-driven process engaged people in 
planning, and they now have greater ownership and 
understanding. The strategic plan is now routinely part 
of campus conversations. When the local media cover 
news stories, they tie them into the university’s priorities 
and goals. 

Other Important Points 
• Ideal brand position. The ideal brand position 

juxtaposes three elements: an institution’s unique 
attributes; what the market cares about; and competitor 
weaknesses. 
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Disrupting College: How Disruptive Innovation Can Deliver 
Quality and Affordability to Postsecondary Education 
 Introduction: Kara Freeman, Vice President of Administration and CIO, ACE 
 Presenters:    Clayton M. Christensen, Kim B. Clark Professor of Business Administration, Harvard Business School 

   Michael Horn, Co-Founder and Executive Director of Education, Innosight Institute 
 

Overview 
In business, sustaining success is difficult because dis-
ruptive innovations make it hard for entrenched market 
leaders to stay on top. While higher education has not 
yet been disrupted, it is vulnerable. By understanding the 
key elements of disruptive innovation and how this could 
play out in education, higher education leaders can lead 
innovations that better position their institutions for the 
coming changes.  

Context 
These co-authors (Professor Christensen joined via 
teleconference) of Disrupting Class: How Disruptive 
Innovation Will Change the Way the World Learns 
described highlights from their research on patterns of 
innovation and explained how this could play out in higher 
education. 

Key Takeaways 
• Higher education is not meeting the needs of 

many of its customers. 

Despite high rates of unemployment, employers have 
large numbers of jobs they are unable to fill because 
they can’t find people with the skills they need, 
meaning the educational system is not producing 
enough people with the necessary skills. At the same 
time, America’s college degree edge versus other 
countries is slipping, and recent research questions the 
quality of education being delivered at many 
institutions. And, consumers are frustrated by the 
spiraling costs of higher education. 

• Disruptive innovation is not random; it follows a 
repeatable pattern that is relevant in education. 

Professor Christensen’s research has been driven by 
the observation that success is hard to sustain. 
Companies viewed at one time as unassailable leaders 
can rarely sustain their success. Failing to sustain 
success is not a result of bad management; it is due to 
challenges in managing innovation. This research has 
yielded a series of conclusions about how disruptive 

innovation plays out in industry after industry. 
Repeating patterns include: 

— Migrating from centralization to decentralization. 
Most industries start with complicated products that 
can only be accessed by those with enough wealth to 
buy the product and enough expertise to use it. 
When a disruption occurs, it expands the market to 
more customers by making products that are more 
affordable and simpler to use. 

— Introducing new technology at the low end of a 
market. A disruptive innovation isn’t necessarily 
sophisticated. A disruption typically begins at the low 
end of a market with a simple, low-cost innovation 
that takes root with a specific set of customers.  

Steel mini-mills provide an example. They had a 20% 
cost advantage over integrated steel mills, but 
initially produced inferior products. At their outset, 
the only segment mini-mills could serve was the 
lowest end of the market; these customers liked the 
lower price and didn’t mind the inferior quality. And 
the integrated mills didn’t mind giving up this 
business; it represented just 4% of their sales and 
produced low margins.   

But as happens in all industries, over time, mini-mill 
quality improved. With competitive pressures driving 
down margins at the low end, mini-mills went up-
market into higher-margin segments, which 
integrated mills fled for higher-end segments with 
better margins. The pattern repeated itself, as mini-
mill quality continued to improve and mini-mills 
continued to move upmarket, eventually killing 
integrated mills. 

This pattern has occurred in industry after industry 
(such as automobiles, where Toyota disrupted GM). 
Managers in both incumbents and new entrants move 
upmarket in pursuit of better profits.  

— Targeting non-consumption. Disruptive innovations 
start by targeting non-consumers, who aren't pur-
chasing any product in a category. For example, 
when transistor radios came out, they didn't target 
people who had radios. Despite offering a poor 
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product (compared with existing radios), they 
targeted people who didn't yet own a radio and 
therefore saw this new option as "good enough" and 
"better than nothing."  

"We saw transistors radically transform the world  
. . . by coming into this area of non-consumption 
where the alternative was nothing at all and 
where customers could be delighted by something 
that was good enough for their needs." 

 Michael Horn 

— Evolving from vertically integrated to modular. Early 
in the history of an industry, companies need to be 
vertically integrated and make all of their 
components. For example, IBM initially had to make 
all of the components for their mainframe computers. 
As industries mature, standards emerge and 
components become modular, which enables speed 
and flexibility. In an industry's later stages, the 
winners are those that make the components, like 
Intel or Microsoft.   
 

— Extending a key technology upmarket. There are 
anomalies where disruptive innovation has not 
occurred, such as hotels and restaurants. Holiday Inn 
and McDonald’s each came in at the low end of their 
markets, but didn’t move upmarket like mini-mills. 

 

Studying anomalies led Professor Christensen to con-
clude that for disruption to occur requires that an 
innovation be “extendible,” which enables it to be 
extended upmarket. Often it is an underlying 
technology that makes an innovation extendible and 
disruptive. Mini-mills could leverage their extendible 
low-cost technology to move upmarket, but Holiday 
Inn and McDonald’s possessed no extendible 
technology. The only way for those companies to 
move upmarket would be to replicate the cost 
structure of those competitors competing in higher- 
cost market segments. But when replication occurs, 
disruption does not occur.  

"I think you’ll see in the end that this story 
actually has everything to do with higher 
education." 

 Clayton M. Christensen 

• Changing circumstances make higher education 
vulnerable to disruptive innovation.  

To date higher education has been insulated from 
disruptive innovation, but changes taking place make 
higher education more vulnerable. Consider:  

— Online learning represents a low-cost, extendible 
technology. Historically there has not been an 
extendible technology that could move into higher 
education. So, for one institution to compete with 
another required duplicating the cost structure.  

But online learning is the type of extendible 
technology that produces disruption. Like other 
disruptive technologies, it can be used to target non-
consumers at the low end of the market with inferior 
offerings. Then, over time, the quality will improve 
and new entrants will leverage this extendible 
technology and the cost advantage it provides to 
move upmarket.  

This technology represents a significant threat to 
many traditional institutions.  

"As online learning takes root, offering the 
simplest courses online, that technology is 
extendible upmarket so that over time the 
practitioners of that technology can offer more 
sophisticated and better and better educational 
performance." 

 Clayton M. Christensen 

— Education has avoided price competition, but this 
could change. Historically higher education 
institutions have competed with each other by adding 
services and capabilities to delight customers, with 
little regard for the cost. This competition actually 
increased the price of higher education. 

This has occurred because the abundance of 
government funding for Pell Grants and student loans 
has created a price floor. But if for some reason the 
government loses the ability to continue providing 
loans, price-based competition in higher education 
might become a reality. 

— Education is moving from vertically integrated to 
modular. The architecture of higher education has 
always been excruciatingly interdependent. Every 
class had to fit within the construct and standards of 
an entire university. But modularity is coming, and it 
will change everything. Institutions of the future may 
be “facilitated networks” that bring people and 
learning modules together, as opposed to developing 
and providing the entire educational experience.  

Various university services (such as IT and 
foodservice) have already become modular, and 
courses and credentials are becoming more modular, 
which will result in a different kind of university.  
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Who is most vulnerable? Long term, all institutions are 
vul-nerable to disruptive innovation. In the short term, 
elite institutions with strong brands are the least 
vulnerable. Community colleges and land grant institutions 
are more vulnerable. 

In light of the changes underway and the vulnerability 
that exists, institutions of higher education must focus on 
innovation—both sustaining and disruptive. This entails 
focusing on delivering customized, high-quality, lower-cost 

student experiences, and emphasizing outcomes and 
mastery as opposed to degree attainment. Institutions 
need to consider the implications of modularity, rethink 
their business model, define the precise “jobs” they are 
performing, and redefine their value proposition. 
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Presidents Prefer No Tenure . . . Really? 
 Moderator: Ada Meloy, General Counsel, ACE 
 Presenters: Rufus Glasper, Chancellor, Maricopa Community Colleges 

James H. Mullen Jr., President, Allegheny College 
Richard A. Paul, Partner, Paul, Plevin, Sullivan & Connaughton LLP 
Peter Smith, Senior Vice President, Academic Strategies and Development, Kaplan Higher Education 

 

Overview 
Use of the traditional tenure model appears to be 
declining. A May 2011 survey by Pew and the Chronicle 
of Higher Education found that full-time tenured faculty 
fell from 56% in 1993/94 to 49% in 2009/10. 

These results are not surprising, since new types of 
institutions and learning approaches have emerged. 
Tenure limits organizations’ flexibility to respond to 
market shifts. Although tenure can inhibit growth if not 
managed properly, approaches exist for managing 
tenured faculty in a productive manner. 

Context 
The panel discussed the traditional tenure model and 
debated whether it serves the interests of higher education. 

Key Takeaways 
• To meet America’s educational goals, a new 

ecology of learning is needed. 

In the United States, the resources used to promote and 
support learning must be fundamentally reorganized or 
it will be impossible to meet President Obama’s goals for 
expanding higher education. 

Peter Smith made the following observations about the 
new ecology of learning: 

— In an age of abundance, models based on scarcity 
are no longer valid. Traditional colleges and 
universities were organized around a resource-poor 
society where facilities, books, and professors are 
collected on campuses. However, this model results 
in a scarcity of access, since limited numbers of 
students can be served by these resources. Today, 
open education resources and technologies have 
created an age of abundance. Low-cost, high-quality 
educational experiences can be developed that were 
unimaginable 15 years ago. 

— Education is no longer controlled by the traditional 
academic hierarchy. Today, education-related issues 

relate to technology, proliferation of access, and 
transparency. For the first time, education is being 
driven, used, and changed by people who are not 
part of the traditional academic hierarchy. That is 
upsetting and disruptive to the establishment. 

Traditional institutions must determine how to take 
advantage of the new abundance of educational 
resources, without throwing away the assets they have. 
No single approach will be effective, but new models are 
essential for the U.S. to meet its higher education goals. 

"It's tough for colleges and universities to 
reorganize their resource allocations and stay true 
to their traditions so they serve the institution as 
well in 2012 as they did in 1982." 

 Peter Smith 

• While tenure is appropriate for some colleges and 
universities, different systems will emerge. 

For institutions that provide residential communities of 
learning, the traditional tenure model is appropriate. At 
these schools, a committed group of faculty is deeply 
involved in campus life. Since professors are asked to 
invest so much of themselves, it is important for the 
institution to invest in them as well. Tenure provides 
professors with due process and a clear, peer-driven set 
of procedural safeguards. 

The students who attend these four-year residential 
institutions, however, represent fewer than 20% of 
Americans seeking higher education. Community 
colleges and other institutions now serve the majority of 
students. The American higher education system needs 
flexibility to meet diverse student needs, aspirations, 
and participation patterns. 

The traditional tenure model limits institutional flexibility 
because it is directly linked to college and university 
economic models. Since it ties up resources, tenure 
limits institutions from quickly responding to societal 
changes. As a result, it is likely that new systems for 
faculty stability will emerge. 
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• Maricopa Community College illustrates how the 
traditional tenure model is under pressure. 

The traditional approach to tenure often faces 
challenges from administrators, faculty, legislators, and 
the public. Rufus Glasper described the pressures 
Maricopa Community College is dealing with: 

— Tenure is misunderstood. Some faculty don’t live up 
to their peer review responsibilities, but the admini-
stration struggles to make tough decisions. Even if 
choices are made, a dysfunctional governing board 
challenges these decisions. The human resource 
system that tries to address tenure is broken. 

"Tenure is misunderstood by administrators, 
faculty, legislators, and the public. We have 
embedded over the years a broken human 
resource system that tries to address tenure." 

 Rufus Glasper 

— Faculty who are hired aren’t the best and receive no 
professional development. Maricopa Community 
College has a commitment to hire the best, but to 
find instructors, it settles for lower-quality faculty. 
The majority of those individuals (80%) become full-
time residential faculty, but the professional 
development system is inadequate. 

— Maintaining tenured faculty is expensive. When 
Maricopa Community College was founded in 1962, 
the desired tenure structure for daytime courses was 
90% full-time and 10% part-time faculty. Over the 
past 10–15 years, maintaining this ratio has become 
difficult because it is not cost effective. Only one of 
ten colleges in the Maricopa system is trying to 
maintain the 90/10 ratio. 

— As education has become unbundled, the traditional 
tenure model is being questioned. With e-learning, 
measures of faculty quality and engagement are 
changing. Institutions are re-examining who does 
what, when, where, and at what cost. 

• Legally speaking, tenure does not guarantee 
lifetime employment or a light workload. 

Tenure exists in only two segments of society: federal 
judges and higher education faculty. In legal terms, 
tenure is a system that protects individuals from 
dismissal except for serious misconduct, incompetence, 
financial exigency, or a change in institutional programs. 
Tenure was never meant to be lifetime employment. 

"The idea that tenure is somehow a promise of 
lifetime employment in which cloth and indolence 
can be the rule of the day is simply wrong." 

 Richard A. Paul 

American Association of University Professors (AAUP) 
guidance documents from the 1940s and earlier make it 
clear that with tenure come responsibility and account-
ability. Continuous growth is encouraged among those 
with tenure. Tenure does not confer entitlements, nor 
insulate faculty members from being held accountable. 

• Tenure can inhibit institutional growth, but co-
management of tenure and post-tenure reviews 
may offer solutions. 

A problem with tenure is that it is a zero sum game. 
When professors occupy tenured positions, it prevents 
other talented individuals from entering the field. 
Because tenure captures jobs for long periods of time, 
new scholars cannot be employed productively in the 
academy. If tenure occupies a major role, it will inhibit 
growth and rejuvenation of learning. The panelists 
suggested two possible solutions: 

1. Co-management. Richard Paul suggested that 
administration and faculty co-manage the flaws 
associated with the tenure process. If this process is 
allowed to work effectively, many tenure-related 
concerns will disappear. However, it requires 
administrators who have the courage to use tools to 
manage employees. 

2. Post-tenure reviews. These are often viewed by 
faculty as demeaning and an indicator of imminent 
termination. Ideally, post-tenure consultations 
should focus on professional development. At 
Allegheny College, this consultative process can be 
convened by a dean or department chair. However, 
the college hopes that more faculty will request post-
tenure consultations, especially in the year before 
they are considered for full professorship. This 
process identifies ways the college can support the 
faculty member in areas of continued interest and 
focus, such as research or teaching evaluations. 

"Post-tenure consultation should be seen as 
professional development, rather than checking 
boxes or something invoked at termination." 

 James H. Mullen Jr. 
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Other Important Points 
 Tenure and higher education problems. Many view 

tenure as a proxy for bigger problems like bureaucracy, 
slow change, and tuition increases. 

 Tenure and diversity. Since tenured faculty members 
stay in positions for long periods, the demographics of 
this group reflects hiring practices from 20 to 30 years 
ago. Women and minorities are underrepresented. 

 Disruptive governance. This non-profit theory 
suggests that governing boards should support leaders 
to do their jobs and recognize when institutions must 
change. 
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Through the Lens of the President: The Role of the Chief 
Diversity Officer in a Changing Higher Education Environment 
 Moderator: Wanda S. Mitchell, Vice Provost, Faculty Development & Inclusive Excellence, University of New Hampshire 
 Presenters: Steven J. Diner, Former Chancellor, Rutgers, The State University of New Jersey–Newark 

Colin Diver, President, Reed College 
Devorah A. Lieberman, President, University of La Verne 
Rodrick McDavis, President, Ohio University 

 

Overview 
Most in higher education recognize the value of fostering 
diversity and creating inclusive cultures. But the belief 
that an institution needs a chief diversity officer is not 
universal. It is an organization-specific decision, shaped 
by the mission and other particulars. 

The lens through which presidents view the CDO role also 
differs. The panelists emphasized different aspects of the 
complex CDO job, from advocate to facilitator to scholar. 
Their ideal CDO would have a wide range of traits, such 
as passion to patience. The mix of personality traits and 
skills required of a CDO are not unlike those that make a 
good college president. 

Context 
These panelists described the diversity/inclusion focus of 
their institutions and how they view the CDO role. 

Key Takeaways 
• The diversity and inclusivity needs of higher 

education institutions differ widely, shaped by 
institutional context. 

“Diversity” is wide ranging, encompassing race, class/ 
income level, ethnicity, cultural background, religion, 
sexual orientation, disabilities, geography, and age. The 
broad topic of diversity and inclusion is pertinent to 
higher education, with social justice and learning 
ramifications. Exposure to diverse worldviews can enrich 
learning opportunities for everyone on campus. Diversity 
and inclusivity objectives often include: 

— Expanding campus diversity and building a more 
inclusive, welcoming campus culture. 

— Leveraging diversity to create richer learning 
opportunities. 

— Managing/coordinating that process in a compre-
hensive strategy, integrated with campus strategic 
planning. 

— Measuring and optimizing the learning outcomes. 

More specific diversity/inclusion objectives can differ 
widely depending on the nature of the institution and 
other particulars such as mission, priorities, resources, 
and demographic profile. How diverse an institution’s 
population is or the challenges it perceives also affect 
where it targets its diversity and inclusivity efforts. 

• The lens through which presidents view the CDO 
role varies by institutional context. 

While nearly all higher education institutions recognize 
the value of diversity and inclusion, not all feel they 
need a CDO. Among colleges and universities that have 
created CDO positions, the role can differ greatly in 
responsibilities and position in the organization. 

The panelists described the diversity-related objectives 
of their institutions. Each emphasized a different aspect 
of what they look for in a CDO: 

— Rodrick McDavis seeks a passionate diversity 
advocate. He and the Ohio University board are not 
satisfied with the diversity in their community and 
are committed to increasing it. A challenge is 
attracting diverse students and faculty to their small 
rural campus. The institution recently lost its CDO 
and seeks to rehire. President McDavis wants a CDO 
with broad authority to create programs, influence 
policy, and find ways to make the campus more 
diverse and inclusive, as well as keep everyone on 
campus mindful of the need to foster diversity and 
inclusiveness in all they do. Above all, he wants an 
advocate, passionate about diversity, with a strong 
voice on campus and nationally. 

 "You've got to stand strong for the things you 
believe in. . . . I wouldn't be here today if it were 
not for some chief diversity officers who gave me 
the opportunity to be considered. . . . " 

 Roderick McDavis 

— Devorah Lieberman seeks a facilitator focused on 
inclusivity. La Verne has a racially diverse student 
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body (40% Hispanic, 10% African American, 10% 
Asian). When Dr. Lieberman became president eight 
months ago, funds had already been allocated for a 
CDIO—although she did not initially see a need for 
the position. Her concern was that the existence of 
this position might cause others to believe they could 
forget about diversity and inclusion, whereas it 
should be everyone’s job. The job description at La 
Verne emphasizes inclusiveness. President Lieber-
man seeks a CDIO who will create a more welcoming 
campus environment, but doesn’t want that person 
to carry the mantle alone. She envisions the CDIO 
primarily as facilitator of diversity and inclusion 
initiatives; not as the only implementer. 

"It has to be that every single person on campus 
says, 'Inclusivity is part of our foundational 
values—and I am responsible.' The CDIO 
facilitates that but is not the only person 
responsible for creating and implementing." 

 Devorah A. Lieberman 

— Steven Diver wants a scholar with academic 
legitimacy in the role. Reed is more homogeneous 
than desirable, predominantly white. After nine years 
of not seeing a need, in the summer of 2011, 
President Diver hired an excellent CDO. He had 
previously preferred that people in multiple offices 
work on diversity challenges. Resources were 
devoted to a multiculturalism strategy, but in time 
progress plateaued. President Diver believes that 
while a comprehensive strategy is imperative, “it’s 
not enough.” If diversity is cast as “everybody’s 
business,” it is not much of anyone’s business. If a 
decentralized strategy is pursued, it will be 
uncoordinated and ineffective. Since Reed is 
“insanely academic,” the most important attribute in 
a CDO is “academic legitimacy,” to gain the faculty’s 
respect. He wants (and has) a scholar in the role. 

"At Reed College, academic legitimacy depends on 
faculty status . . . at a place like Reed, it's really 
important to have that authority." 

 Colin Diver 

— Steven Diner sees no need for a CDO at Rutgers–
Newark. Having just completed 10 years as 
chancellor without a CDO, Dr. Diner explained that 
“every institution is different.” Rutgers–Newark has 
ranked number one in diversity all 14 years that U.S. 
News and World Report has ranked colleges. 
Diversity is viewed as an important asset for 
Rutgers–Newark, one widely appreciated by 

students. The diversity focus is on leveraging that 
asset via special programs. For example, an 
immigration scholar runs a professional development 
program on diversity. A library science professor 
runs a diversity research center and an outcomes 
assessment program. An incentive program focuses 
deans on hiring more diverse faculty. Even without a 
CDO, the diversity impetus needs to come from the 
top—a thought echoed by all of the panelists. 

"The CDO needs to be the president or chancellor. 
That doesn't mean we don't also need CDOs, but 
it has to come from the top. That's the key to 
making diversity central and integral to what the 
institution is about." 

 Steven J. Diner 

• A common concern is equipping the CDO to be 
broadly effective across the organization. 

When President Diver was considering the CDO role at 
Reed, he found that there were basically two models 
used at other institutions: 1) the manager model, where 
the CDO is also a dean or provost with managerial 
responsibilities; i.e., a line position; and 2) the advisory 
model, where the CDO advises the president, sits on the 
executive staff, but usually lacks authority over faculty 
and others; i.e., a staff position. 

Both Dr. Diver and Dr. McDavis wanted CDOs who were 
on their executive staffs but who also were equipped 
with the broad authority that diversity work demands—
to execute initiatives and influence policy throughout the 
organization. They solved the dilemma in different ways. 

For President Diver, hiring a CDO from within the faculty 
ranks was the solution, and the only possible one. That 
is because in Reed’s academics-focused culture, only a 
scholar with academic legitimacy would be well 
respected enough by faculty to influence them. When 
President McDavis came to Ohio, the CDO was a staff 
position. He kept it as such but expanded its authority 
by creating a new vice provost position for the CDO, 
with a seat on the Deans’ Council 

President Lieberman said the symbolism of having the 
CDO on the president’s executive council communicates 
volumes about the importance of the role. President 
McDavis agreed. 

What should a CDO be responsible for? The panelists 
shared these expectations: 

— Educating the campus, including the board. 
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— Working closely with deans and the president. 

— Making it clear to all precisely how diversity and 
inclusion are integral to the institutional mission. 

— Crafting a strategic diversity plan that is integrated 
and coordinated with the campus master plan. 

— Creating programs that place diversity and inclusion 
at the center of the student experience and integrate 
it into curriculums. 

— Building environments that are conducive to learning 
from others, sharing experiences and world views. 

• What competencies make a good CDO? Similar 
ones that make a good college president. 

Among the skills and personality traits that the 
presidents on the panel look for in a CDO are: 

— A scholar who is up on the growing body of diver-
sity/inclusion literature, who knows best practices 
and has “academic legitimacy” and the respect of 
peers. 

— A bold leader, a motivator. 

— An educator capable of broadening minds. 

— A strong advocator with a campus-wide and even 
national voice. 

— An excellent communicator. 

— An energetic person with drive who is passionate 
about diversity work. 

— An entrepreneurial, innovative person who finds new 
ways to accomplish goals and creates new programs. 

— A collaborator who values and forges partnerships. 

— A patient individual, with resilience and a thick skin. 

This sounds like “someone who can walk on water on 
her hands,” observed Dr. Diver. But these competencies 
match many of those required of a college president.   

Other Important Points 
 The assessment piece. CDOs in the audience 

asked how people are held accountable for achieving 
diversity and inclusion objectives and how learning 
outcomes are measured. The panelists admitted to 
not having numerical goals or rigorous metrics linked 
to planning, but rather looking for progress. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



 The American Council on Education's 94th Annual Meeting March 10–13, 2012 
  Ahead of the Curve Los Angeles, California 
 
 
 

44 Executive Summaries Sponsored By: 

   ©2012 by ACE. Created for ACE by: 
 

 

 

Beginning with the End in Mind: Driving Change by Numerical Goals 
 Moderator: Cheryl Blanco, Vice President, Special Projects, Southern Regional Education Board 
 Presenters: Kenneth Ender, President, Harper College   

Sandy Shugart, President, Valencia Community College 
John Welty, President, California State University–Fresno 

 

Overview 
Among their many roles, college presidents must be 
agents of change. The changes presidents are driving 
include a shift in the goals being focused on, from 
enrollment goals to goals focused on learning and 
completion—and the ways in which learning outcomes 
are measured. Driving change also involves creating a 
new culture of collaboration, which must involve 
students. 
 
These presidents don’t believe that focusing on learning 
outcomes and completion adds costs. The allocation of 
resources must shift, technology must be leveraged, and 
there must be disciplined processes for piloting and 
scaling new ideas. 

Context 
These presidents offered their perspectives on driving 
change and answered numerous audience questions. These 
panelists have very different situations:  

— Kenneth Ender. For three years, Dr. Ender has been 
the president of Harper College, a large suburban 
community college in the suburbs of Chicago.  

— Sandy Shugart. President Shugart has been at 
Valencia Community College in Florida for 12 years. 
Valencia serves 72,000 students across seven 
campuses.  

— John Welty. Dr. Welty has been the president of 
California State University–Fresno for 20 years. CSU–
Fresno is one of 23 schools in the California State 
University system. 

Key Takeaways 
• These leaders’ institutions have changed their 

goals from enrollment to completion and learning. 
Each of these leaders described how his institution has 
moved away from enrollment goals to goals focused on 
learning and completion. 

— Harper College: From enrollment to completion. Prior 
to President Ender coming to Harper, the school’s 
main metric was enrollment, because it drove budget. 

However, of 35,000 enrollees, each year only about 
1,800 received a certificate or degree. And Harper 
didn’t know how many students left after the first 
year, or other important pieces of information.   

A campus-wide conversation about Harper’s goals 
led the institution to develop a new strategic plan. 
The plan’s main goal is to boost 10-year completion 
by 10,604 students. (At the previous graduation 
rate, 20,000 students would graduate over 10 years. 
The new completion goal is 30,604 during this time.)  

Achieving this goal requires understanding the factors 
that affect completion. Harper has discovered that 
how students are taught developmental math in high 
school affects completion. As a result, Harper faculty 
members are now working in partnership with local 
high schools to improve student assessments and 
delivery of math instruction.  

— Valencia: From enrollment to a “learning agenda.” 
Dethroning enrollment and productivity as the 
central goals at Valencia began in the 1990s. But 
Valencia didn’t move to a completion agenda; 
instead the focus was on a “learning agenda,” which 
was more engaging for faculty and staff. 

President Shugart said many institutions subscribe to 
a theory that completion implies learning. He thinks 
they have it backwards. Valencia’s theory: learning 
leads to completion. Based on this theory, all efforts 
at Valencia focus on student learning. Valencia’s 
experience has shown that focusing on learning 
leads to improved grades and graduation rates.      

— CSU–Fresno: Focusing on student success. At CSU–
Fresno—where 60% of students require remediation 
in math or English, where over 63% are part of a 
minority, and where two-thirds are first-generation 
college students—the institution began focusing on 
student success in the mid-1990s.  

Beginning four years ago, the CSU system made a 
commitment to increase its graduation rate by 6% 
over six years while halving the gap between minority 
and non-minority students. This goal has led to 
greater focus on graduation and initiatives that are 
showing significant progress, such as redesigning 
courses with high failure rates and enrolling struggling 
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students in a course on academic success. One telling 
statistic: CSU–Fresno’s freshman retention rate is 
almost 87%, the highest in its history.   

• Organizational change requires collaboration.   
President Shugart sees “buy-in” as paternal and not the 
right language. In his view, the way to achieve 
widespread support is not through buy-in, but through 
collaboration, which begins even before the design 
process starts. President Ender agreed, explaining that 
Harper’s strategic plan was developed through an 
extremely collaborative process. The support that comes 
via collaboration changes an organization’s culture, 
which impacts thousands of small daily decisions and 
allows changes to be sustained. 

President Shugart emphasized that students are the 
most important collaborators, yet are often excluded 
from the collaboration process. Students should be 
engaged in a conversation about graduation from the 
beginning of their academic career and should 
understand the reasons and value proposition for 
completion, which in Valencia’s case is the ability of 
graduates to transfer to a nearby four-year school that 
can’t turn them away. 

"We don’t treat the students as agents of change 
in our results." 

 Sandy Shugart 

• Financial constraints should not prevent institu-
tions from driving change.   
Dr. Welty said the general belief is that student success 
costs more, but this isn’t true. At CSU–Fresno, student 
success is being achieved at lower cost. The keys are 
reallocating resources and leveraging technology.  

The experience at Valencia is similar. Learning outcomes 
have been improved while taking out about 30% of 
costs. Valencia doesn’t talk about money. They assume 
there is enough money to do what needs to be done. 

• Institutions should have clear processes for 
piloting and scaling new ideas.   

The private sector has developed a deep discipline in 
piloting new ideas and then bringing successful ideas to 
scale. Higher education needs to emulate this. President 
Ender explained that Harper has a disciplined approach 
to vetting, piloting, and then scaling good ideas. 

"We don’t talk about money. We finance good 
ideas and put them through a regimen of 
investigation and trialing and piloting to see if we 
can scale a good idea." 

 Kenneth Ender 

The panelists believe that foundations can play a role in 
the experimentation and scaling process. Foundations 
can provide grants and risk funds that allow for 
experimentation. Foundations can also provide funds to 
facilitate campus conversations about change. President 
Welty believes that foundations should push schools to 
“focus on institutionalization.” President Shugart advised 
foundations to focus on funding “the right working 
theory.”  

• While learning and completion may be the 
primary goals, access remains a major issue.   
Attracting more students is not an issue for Harper, 
which has a strong pipeline of students, based on the 
institution’s location and favorable demographics. With 
this steady inflow of students, Harper can concentrate 
on completion. 

However, access is an issue for both Valencia and CSU–
Fresno. Dr. Shugart sees many educational leaders who 
believe that excellence is correlated with exclusivity, 
which is correlated with expensiveness. This makes it 
difficult for students from community colleges to 
transfer to four-year institutions. Compounding the 
situation is lack of alignment between state and federal 
financial aid policies and processes. 

Dr. Welty is also concerned that limited-enrollment 
institutions limit student access, hurting the country’s 
long-term talent pool.  

Other Important Points 
• Assessing learning outcomes. At Valencia, the 

assessment of learning outcomes is embedded as part 
of the course. The purpose of the learning assessment 
is to improve student learning; not to furnish data to the 
board or governor. 

• Start small, build momentum. To measure learning 
outcomes, the panelists suggested starting small, 
proving success, and then expanding the measurement 
process. At Valencia, there are about 1,300 courses; 
however, 30 or 40 courses have about 50% of students 
enrolled in them. Starting with this subset of courses 
goes a long way toward changing the mindset around 
measuring learning outcomes. 

• Presidential goals. President Obama’s articulation of 
completion goals has made this a higher priority and 
helped academic leaders bring more attention to it.  

• Committees are dead. President Shugart terms 
committees a “dead technology.” He argued that new 
technologies are needed to engage more people and 
accelerate the pace of collaborative work.  
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Inceptia,  a  division  of  National  Student  Loan  Program, was  established  in  spring  2012  to  address  the  changes  in 

government  funding  and  administration  of  federal  student  aid  programs.  Inceptia  helps  schools,  students,  and 

borrowers by providing financial education to our youth, working with schools toward the goal of 100% repayment by 

borrowers,  and  focusing  on  addressing  schools’  need  for  better  financial  aid management  and  financial  education 

services.  Inceptia  provides  tools  and  resources  to  help  schools  and  their  students—not  just  borrowers—become 

financially responsible adults. More information at www.Inceptia.org.
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