Overview of Institutional Implementation Plans under the USM 2020 Strategic Plan:
“Powering Maryland Forward”

Each USM institution has now completed a comprehensive implementation plan (IP) in response
to the USM’s 2020 strategic plan. Each IP lays out specific goals, strategies, and commitments
that the institution will undertake in support of and alignment with the overarching USM plan. A
summary of the institutional IPs, including their estimated impact, is provided below. The
summary also highlights key elements of the various plans, critical success factors, and the
projected impact of the Governor’s FY 12 budget allowance on the near-term success of the plan.

The full set of planning documents for each institution, including a narrative outlining the major
goals and themes, the projected operating costs, and the strategies proposed for addressing the
System plan, is included in separate tabs at the back of this notebook.

The Process
Implementation planning has been highly consultative and has followed a four-step process.

1. First, following the Regents approval of the strategic plan in early December USM staff
worked with campuses to brief them on the process to be followed, and refine the
methodology and timeline for “fleshing out” the specific strategies each institution would
undertake in support of the goals and themes of the plan. This process was informed by a
series of conference calls and meetings with key institutional officers.

2. After the initial phone briefings, the USM leadership held a series of face-to-face
meetings with each campus’s senior leadership to go over specific goals for the
implementation process, review possible strategies each institution might take, and agree
upon the information to be submitted, as well as the process and timeline for submitting
it. Suggestions for facilitating the process or questions regarding what was needed were
once again encouraged.

3. Beginning in January, each campus presented its initial implementation plan to the
chancellor. Based on the discussion and feedback that occurred at the presentations,
follow up letters were sent to each campus, offering additional guidance and asking for
supplemental information or data.

4. The process concluded with each campus submitting its final implementation plan to the
chancellor in preparation for the special Board of Regents meeting.

It is important to note that commitments made in the institutional implementation plans, as
presented in the following materials, are based on an “optimal’ scenario. In essence they
present what the USM institutions could achieve, and committed themselves to achieving, if the
necessary funding and related support were made available. Supplementary information
contained in the material also shows what the impact of the FY 12 allowance will be on progress
in year one of the USM Strategic Plan.

What the Implementation Plans (IPs) Show: An Analysis of the Plans

In summary, the IPs detail a public system of higher education institutions that, if supported
appropriately, is able and willing to respond aggressively to state and national education,
research, workforce preparation, and quality of life needs. Highlights of the institutional
implementation plans include:
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e Ambitious commitments to expand access and increase degree completion at every USM
institution, from our flagship through our Historically Black Institutions (HBIs) and non-
traditional institutions.

e Visionary commitments, particularly on the part of our research institutions, to build and
create world-class centers of research; address critical national needs in such areas as
energy research, cybersecurity, and STEM (science, technology, engineering, and
mathematics); and to develop a full-fledged health sciences campus in Montgomery
County.

e Total commitments on the behalf of each of our institutions to protect quality; to support
faculty, staff, and students; and to continue to be effective and efficient stewards of the
resources entrusted to us.

Key questions answered by the implementation plans include the following:

1) Does the overarching, System strategic plan “add up”?

A key concern of the USM and the institutions during the implementation planning phase was to
verify that the ambitious goals laid out in the Strategic Plan were achievable. In essence, the
planning phase represented the opportunity to go back and determine whether the plan held
together operationally—whether, when the institutions looked at the goals and strategies laid out
in the plan, and matched them with the System’s resource estimates, the total “added up to” or
achieved the desired outcome. On the whole, the answer was yes. However, discussions over
institutional commitments to enrollment growth, degree production, and research generation will
continue. The implementation plans currently indicate that given the proper operating and
capital support the following will be achieved:

e USM institutions will grow enrollment significantly, increasing undergraduate access by
an additional 29,500 students by fiscal 2020. That represents approximately 96% of the
goal laid out in the plan.

e USM institutions will increase the number of baccalaureate degrees produced by an
additional degrees 8,800 by 2020. That represents approximately 98% of the goal laid out
in the plan.

e USM institutions will increase the number of students enrolled in STEM programs, both
graduate and undergraduate, by over 10,500 students. That would be a 32% increase over
the 2010 level and represents 80% of the ambitious goal laid out in the plan.

e USM institutions will add over 2,570 additional STEM degrees, graduate and
undergraduate, a 46% increase over 2010 levels. That would more than achieve the 40%
increase established as the goal in the plan.

e USM institutions will expand the amount of extramural R&D funding brought in to
Maryland annually to over $2.2 billion. That would be a 74% increase over FY 10 and
three-quarters of the way to the plan’s ambitious goal of doubling research funding.

USM 2 of 12



e USM institutions will create 145 spin off or start-up companies by 2015. That would
place the System squarely on track to hit the plan’s goal of 325 by 2020.

e In the area of course redesign and academic transformation, USM institutions will
increase the number of courses redesigned under the System’s course redesign initiative
(CRI) to over 40 by 2015, achieving the plan’s goal. Further, additional efforts by
institutions to transform their curricula outside of the CRI process, which includes
UMUC’s redesign of its entire undergraduate curriculum, could bring the total number of
USM courses scheduled for some type of redesign to over 1,700.

In all of this, a focus on quality was ever present and was apparent in the funding level
determined to be necessary to accomplish the goals of the strategic plan. Current projections for
Systemwide success in hitting key goals of the plan, based on institutional commitments in their
IPs, are included in the charts at the back of this narrative.

2) Does the System strategic plan, and the institutions’ responses to it, appear to have
fundamentally altered or reshaped institutional and Systemwide priorities or operations?
There appears to be little question that the strategic planning process, which includes not only the
development of the overall System plan but also the individual campus plans, will have a
fundamental impact on operations and priorities at both the System and campus levels.

This change is reflected in the external focus of the System and the institutional implementation
plans — i.e., the way the System and campuses recognize the needs of the state and nation as the
primary driver of the plan and respond appropriately. Nowhere is this more evident than in the
willingness of the flagship campus to re-examine its own strategic plan in light of the state’s
attainment goal and respond with a pledge of strong growth, not just generally but in strategic
areas (including STEM and an expanded commitment at Shady Grove). Similarly, UMBC and
other campuses have responded to the interests of the state and nation as witnessed by the
dramatic increases their plans call for in STEM, cybersecurity and other critical workforce
degrees.

A second and perhaps even more fundamental shift resulting from the plan is the emphasis on
degree completion. As a result of the plan, student success is now a primary, if not the primary
measure, of Systemwide and institutional success under the plan. Each institution has been
compelled to undertake a complex analysis of its enrollment and academic strategies and come
up with an enrollment/degree projection process that integrates areas that, in the past, may have
been looked at in isolation. As one president noted in response to this question: “Completion
used to be one of the last things we looked at when making decisions, now it is the first thing.”

Finally, a third and final fundamental impact has been the willingness of institutions to identify
and address weaknesses within the System and to expand beyond the boundaries of traditional
operations, whether those are geographic, disciplinary, or administrative. A prime example of
this shift is UMB’s plans for greater expansion into other areas of the state, particularly
Montgomery County. Laid out in detail in its IP, this ambitious strategy would reflect a historic
shift in the campus’s locus of operations. At the same time, UMB and all of the System’s
research campuses recognize and move to address in their plans, the historic weakness Maryland
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institutions have shown in converting their extramural research funding success into
commercialization opportunities.

3) What are the factors critical to success under the plan, and how will we know that it is
working?

A third element of the implementation planning phase involved identifying the first order
priorities that the System and the institutions should focus on and monitor in order to 1) ensure
the successful launch of the plan, and 2) measure its overall trajectory and impact. To assist in
this both USM staff and institutions worked to come up with a set of “mission-critical” factors
or measures for each theme. Examples of these included:

For Access & Degree Attainment:

e Re-instillation of enrollment growth funding (EFI) by the state and an acceleration of the
capital program project schedule

e Improved degree completion at UMUC and the HBIs (deemed critical due to the share of
enrollment growth that will occur at UMUC and the retention challenges facing the
student populations at the HBISs)

e Enrollment growth at UMCP and boosting STEM degree production at both UMCP and

UMBC

¢ Resolution of equity issues surrounding funding vis a vis state funds and tuition at SU
and TU

e Successful expansion of UB’s undergraduate program and stronger enrollment growth at
FSU

For Research, Economic Development and Competitiveness:

e Successful expansion of UMB into Montgomery County

e Recognition of the operating and capital costs of building the research capacity as well as
the technology transfer and commercialization capability of UMB, UMCP, UMBC and
UMCES

e Identification and implementation of a successful model for research collaboration among
our research campuses

For Stewardship:

e Alignment of state workforce requirements and program approval processes, particularly
for the comprehensive campuses

e Strengthened autonomy under the USM’s Public Corporation Status

Additional factors, including those for other themes of the plan, have been or will be identified as
well. Processes for monitoring and reporting on these, including incorporating key factors as part
of the revised Dashboards, will be developed through the accountability follow up.

4) What is the projected impact of the proposed FY 12 budget on the ability of the
institutions to implement the strategies and goals of the plan?

Obviously, the FY 12 budget will have a negative impact on what the campuses, and the System
overall, are able to do to move forward on the strategic plan. Based on the institutional
implementation plans and related data, a quick analysis of the impact will be:
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e Progress toward the USM’s goal of 45,000 additional enrollments will be delayed as an
estimated 2,500 qualified freshmen and transfer students are denied admission.

e Progress toward the goal of 10,000 additional degrees will be impacted as financial aid
budgets, which contribute to the ability of students to persist to graduation, will be
slashed by over $7 million.

e Progress toward the USM’s R&D goal will be slowed, as an estimated $40 million in
extramural research funds are lost or left on the table.

e The research, commercialization, and health benefits of a developed, health sciences
complex in Montgomery County will be delayed as UMB has to scale back its timeline
on development at Shady Grove.

e The system’s educational and research capacity will take a hit as facilities renewal funds
are cut in excess of $12 million at a time of critical infrastructure needs.

Additional assessments of the impact the proposed FY 12 budget would have on progress under
the plan, are included in the data submitted by each institution. Clearly, one poor budget year
will not bring a total halt to the commitment and momentum the System and its institutions are
bringing to the plan and its state-focused goals. However, substantial increases in funding will be
necessary, and soon, to create and fuel the pipelines to meet out-year objectives.

Next Steps
v’ President’s Retreat - completed 1/20/11

Brief Oversight Agencies (MHEC, DBM, DLS) - TBD

Prepare for Legislative Hearings

Continue to work to refine details of the System and implementation plans and develop
accountability measures
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