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Monday, April 7, 2008

Business And Campus Development Summit

Austin, Texas

"Fiscal Responsibility, Academic Accountability, and

Environmental Responsibility in an Era of Limited Resources"

Good morning.  It is a pleasure to once again take part in the University Business & Campus Development Summit.  I certainly welcome the opportunity to engage in candid discussion with so many higher education leaders whose responsibilities involve not only the education of the students we serve, but also the physical and administrative operations of our campuses.  
By way of background, the University System of Maryland (USM), where I serve as Chancellor, consists of 11 degree granting institutions, 2 specialized research centers, and 2 regional education centers.  We enroll over 125,000 students with over 7,600 full-time faculty members.  Prior to assuming the position of USM Chancellor, I served as president of Ohio State University for four years and as president of the University of Maryland, College Park for 10 years.  Prior to that, I was a member of the University of Maryland faculty for 34 years.

When I last address this gathering a few years ago, I spoke about some of the “macro” trends impacting higher education: reduced financial support at both the state and federal level, surging enrollment due to the “baby-bomb echo,” increased demands being placed upon higher education in the knowledge economy, and the shift in public sentiment from viewing higher education less as a “public good” and more as a “private benefit.” I stressed the need to confront these issues head-on, with a more “business like” approach—more “entrepreneurial”—than higher education has traditional employed.  
Flash forward to today, and we see that the two most pressing challenges impacting higher education—reduced public funding and surging enrollment—continue to impact every aspect of higher education.  From my perspective, however, we are in a better position to effectively address these issues due in part to the experiences of the past few years.  

When I spoke to this group in 2006, higher education was in a much more “reactive” posture.  I know that in Maryland—and I think this is fairly representative—our budget was being cut mid-year and we were told to anticipate additional cuts the following fiscal year, yet enrollment was growing and demands placed upon us were increasing.  

If there was a silver lining to the fiscal difficulties we faced at that time it was that in many instances, the higher education community took advantage of that situation to rethink how we operate, employing this “business like” approach.  Like many systems, the USM certainly did NOT remain passive.  We did not simply make a few modest cuts, hope to ride out the storm, and wait to return to business as usual.  Rather we aggressively applied the principles of cost cutting, cost containment, and cost avoidance.

The USM’s efforts in this regard were not only valuable in and of themselves; they also engendered a system-wide mindset that we MUST do things differently.  It was a struggle.  As we all know, colleges and universities are among the most staid, tradition-bound institutions known to man.  We do not “do” change particularly well . . . or at least we didn’t in the past.  Fortunately, I see us in the position now to be much more “proactive” in addressing current challenges.  

From my perspective our next big challenge will be surrounding the ethic of accountability.  Looking back, we can see this as an issue that has been gaining importance for some time now, not just for higher education, but within K-12 education and in society at large.  For example, Sarbanes-Oxley was enacted in an effort to compel greater accountability in corporate accounting.  In today’s world, there is a societal expectation for accountability . . . especially when public funding is involved.  

In this context, I see three types of accountability impacting higher education.
· First is fiscal accountability . . . the responsibility we have to be efficient stewards of our funding, regardless of its source.
· Second is academic accountability . . . our obligation to the students we serve to prepare them for life as productive and engaged citizens 
· Third, is social accountability . . . higher educations duty to anticipate and address compelling societal trends and take a leadership role.
· Not just through education and research activities, but also through the day-to-day operations and construction efforts on our campuses.

FISCAL ACCOUNTABILITY
I begin with our most basic of obligations . . . to embrace fiscal accountability in this on-going era of scarce resources.  In Maryland, this effort is embodied in what we call our Effectiveness and Efficiency Initiative (E&E).  E&E is Maryland’s concerted effort to see what we could do about controlling the increase in our costs.  We are systematically looking at our academic and administrative processes to see how they can be reengineered to operate at lower cost without impacting quality.   Today, if you walk onto any of our campuses and mention E&E, you’ll get a reaction . . . not always positive to be sure, but you’ll get a reaction.  It has become part of our culture.

While it was developed by the Board of Regents, it was truly a partnership effort, with our presidents, faculty and staff from across the system, and my office working together.  Phase I of E&E was a systematic examination of our academic and administrative processes to see how they can be reengineered to operate at lower cost without impacting quality.   

On the administrative side of the house, we did some fairly obvious things that, for whatever reason, had never been done before in Maryland, nor dare I say at most other universities in America.  We began using the system as a universal purchasing agent rather than leaving that function to individual campuses.  You would be amazed about how much this “strategic sourcing” was able to drive down the cost of software products, computer equipment, etc.  Our biggest saving came from purchasing energy as a collective.  Given what is happening with energy costs, there has been a huge savings for the system with that.  We are also beginning the centralization of “shared services” such as Audit, Construction Management, Real Estate Development, etc. Likewise, our focus on Enrollment Management Services has the potential to streamline student services and eliminate duplication.

On the academic side, we looked at time to degree and discovered that many traditional majors had experienced “credit creep,” so that majors that required 120 credits in previous decades, now required 130 or more credits…increasing the time to degree and the cost to our students.  The board established a policy that stipulates 120 credits as the maximum allowable except for a small number of majors where accreditation requirements mandate more.  The board also established a policy that on average students must earn 12 credits outside the classroom.  These credits could be earned through advanced placement credit, study abroad, internships, or any other faculty approved means of gaining credit.  This policy increases our capacity to serve more students at little or no increase in cost.  We also increased faculty teaching responsibilities on average by 10%.  This has decreased expenditures on part-time and adjunct faculty.   We’ve also worked to make better use of our “comprehensive” institutions and done some very creative things with on-line education in partnership with the community colleges that enable students to complete a four-year degree without ever leaving their communities and at much lower cost for their education than the average across the system.

All told, the USM has generated more than $71 million in cost reduction since the inception of E&E.  This figure doesn’t include cost avoidance or alternative revenue enhancement; it considers only real money taken out of our budget.  And we are on track to achieve additional savings in the years ahead.

I truly believe that it was this decision to aggressively reengineer our administrative and academic models that set the stage for the support the USM has received in recent years . . . both financial and rhetorical support.  The current governor, the previous governor, and legislative leaders have all singled out our E&E initiative for praise.

We have now entered the second phase of E&E,  which emphasizes  “continuous improvement” of administrative efforts.  A sample of the avenues we are exploring includes:
· Shared Services

· Financial Best Practices (such as E-billing)

· Procurement (particularly aggregate procurements)

· Energy (reduced cost through procurement as well as conservation)

· On-Line Integration (such as standard USM On-Line Application

Phase II of E&E also focuses on the academic side of the ledger:
· Condensed and Combined Degree Programs to shorten time to degree

· On-Line Education Strategies to allow increased enrollments without construction. 

· A “pilot” a trimester model to allow for optimal facility use

· Expanding offerings at our two Regional Education Centers 

ACAMEMIC ACCOUNTABILITY

While these efforts address academic efficiency, we must also stress academic accountability.  

On the “front-end” of the higher education process, we have an obligation to provide our students—and their parents—with the information they need when deciding which institution best suits their needs:

· costs, 

· degree offerings, 

· graduate placement statistics, 

· graduation rates, retention rates, transfer rates, 

· average test scores, 

· GPAs

There is also a need to measure and report how higher education institutions fare in meeting the “big three” core educational outcomes: 
· the development of critical thinking, 
· analytical reasoning, 
· and written communication skills.  

While there has been some resistance within the higher education community to the calls for greater accountability on learning outcomes, I am proud to note that the USM has embraced this call for greater accountability through the Voluntary System of Accountability (VSA) initiative.  VSA is intended to provide transparent and comparable information—“Dashboard Indicators”— to students, parents, board members, lawmakers and others on the university’s website.  
VSA calls for common information to be housed on each university’s VSA web page:

· descriptive data about the university, programs offered, and characteristics of students

· a mechanism for the students to calculate their estimated net cost of attendance

· data on time to degree

· various success measures such as graduation rates and transfer rates

· various measures of post graduation success

· measurement of the “value-added” by the university in meeting the “big three” core educational outcomes: critical thinking, analytical reasoning, and written communication 

· indicators of the engagement exhibited by the campus’ students in strategic areas.  

In the broadest sense, VSA is organized into three components: 

· Student and Family Information

· Core Educational Outcomes

· Campus Student Engagement

Student and Family Information      

These elements were driven by an extensive number of focus groups—students and families that were geographically, economically and racially diverse—and represent the overall consensus on what data points are most sought after.

They wanted to know:

-
how many students apply . . . how many are accepted . . . how many enroll

-
how many in-state versus out-of-state enrolments

-
SAT and GPA rankings of in-coming freshmen

-
retention and graduation rates

-
how much they can expect to pay

-
etc.

And they wanted these data to be readily accessible and consistently presented from institution to institution.  Ideally, each VSA participant will ultimately be able to present this data on student success in a meaningful, transparent fashion.

Core Educational Outcomes 

The core educational outcomes represent a greater challenge then the relatively “straight forward” number on student information.  An initial agreement on the desired outcomes—critical thinking, analytic reasoning, and written communication—was easy . . . the method by which to place them in a university-based, value-added format was more challenging.  

An extensive set of common questions has been sent to test developers.  The responses will be used to develop a final set of tests, one of which would be used by each participating VSA university.  

Obviously, the importance of ensuring that these test are not only properly designed, but also yield valid results has been kept at the forefront throughout the process.

Campus Student Engagement

Beyond gradational requirements and core learning outcomes, a significant part of the college experience lies in the area of student engagement:

-
How satisfied are students with the institution

-
What sort of community-service activities were made available

-
Was their support for collaborative learning opportunities

-
Was interaction with faculty and staff positive

-
Were they exposed to diverse people and diverse viewpoints

-
etc.

Through student surveys, VSA institutions are able to provide answers to these questions.

Obviously, work remains to be done and we will never reach a “one size fits all” given the differences in size, scope, mission, and focus of our nation’s colleges and universities.  But a relatively standardized, transparent, accessible system that answers the questions parents and students want answered simply makes common sense and—in today’s environment—is a must.

Another “front end” effort we are making to enhance academic accountability can be seen in the variety of partnership we have established; with the K-12 community, with community colleges, and with the private sector.  

· We are working with local school systems to provide Early College Access to give seniors a “jump-start” on a college career.  
· We are establishing Two-year / Four-year Dual Admission to allow for seamless transfer from a community college to a USM institution.

· And—in order to meet pressing workforce needs—we are partnering with the business community to enhance of education in the STEM disciplines (Science, Technology, Mathematics, and Engineering)

Perhaps our most ambitious effort in the area of academic accountability can be seen in the Maryland Course Redesign Initiative.  Each USM campus has established at least one redesigned pilot course based upon the National Center for Academic Transformation model developed by Dr. Carol Twigg.  As you know, the overarching philosophy of this approach is to improve learning outcomes while saving resources, with the appropriate use of technology as a leveraging factor allowing us to rethink the use of personnel and of class time.
Allow me to provide an example of what we are doing.

Two of our institutions are taking on Remedial Math.  At Towson University—one of our comprehensive institutions—all remedial math students were treated the same under the existing model, even though some students really only needed a “refresher,” while others need to actually learn the material.  At Coppin State University—a Historically Black Institution—70 percent of students required remedial math with a pass rate of less that one-third, often resulting in students dropping out of college altogether.
Both TU and CSU employed the Replacement Model:
· face-to-face class sessions will be reduced

· students will have more work in the computer lab 

· Undergraduate Learning Assistants and the instructors will be in the lab to provided individualized support 


Under this course redesign:

· Students will have an active learning environment with individual assistance

· Computer-based courseware will ensure students actively engage in mathematics 
· There will be immediate feedback to allow students to learn from their mistakes 

Our ultimate goal is for students at both TU and SCU to move on in mathematics and move on toward degrees.
Clearly, course redesign is not a “one-size-fits-all” approach.  At the same time—with the USM Office coordinating these efforts—it also not a “go-it-alone” approach.  We are making connection between USM project teams and those at other institutions who have successfully undertaken  similar redesigns and generating momentum for continuous success 

I hasten to note that these efforts require the commitment of every aspect of the campus community.  While faculty may have to make the most profound adjustments, administrators have to account for the revised approaches, facility personnel have to ensure sufficient space, and IT teams have to address the infrastructure needs resulting from the increased use of technology.  In short, while it may be an academic change, it requires an institutional approach.  Within course redesign, Planning & Construction, Operations & Maintenance, and Information Technology are wedded together as never before.

SOCIAL ACCOUNTABILITY
Finally, as institutions of higher learning, we have obligations that go beyond our boarders, to address pressing societal needs.  I will close my comments today talking about two such needs and the role of higher education in meeting this challenge.

Achievement Gap

The first actually represents an issue that serves as a bridge between academic and social accountability . . . comprising elements of both: The need to close the achievement gap.

The need to act on this issue is clear:  Low-income students, first-generation students, and students of color represent a rapidly growing proportion of the collage-age population.  This is true in Maryland and many other states.  At the same time, the rate at which these students go to college, stay in college, and graduate from college remains well below the rate of the student body at large.

There is no shortage of statistics which underscore this urgent problem.  One that I find among the most troubling is the fact that high-achieving, low-income students—many of whom are minority students—attend college at about the same rate as low-achieving, high-income students.   That is unacceptable.  

In order to initiate a comprehensive, system-wide approach to this issue, the USM recently held a day-long conference which brought together federal, state, and higher education leadership.  The theme of this conference was “The Compelling Reasons for Closing the Achievement Gap: State and Institutional Considerations.”  

The goal of the conference was three-fold:  

· First, to clearly define the issues that impede the achievement of low-income, first generation students and students of color when compared to the general student body;  

· Second, to identify successful, scalable programs that improve student achievement among these populations; and 

· Third, to recommend an appropriate course of action for the USM to systematically improve student achievement. 

As a follow-up to this effort, we are developing an Achievement Gap Action Plan and Funding initiative.  Each USM institution has been tasked with examining the achievement gap in three specific areas: 

· Low income students versus high income students; 

· Under-represented minority students versus majority students; 

· And African-American males versus white males.  

Currently, each campus is developing systematic plans with specific targets and timelines.  The USM Office has provided the institutions with specific data regarding how well low-income students, under-represented minorities, and African American males perform on their campuses. 

Using these data, each campus will identify the institution-specific factors that lead to the gaps in academic success rates, and develop strategies to address these factors.  Institutional plans—with specific steps and time lines—are to be submitted early next month.  

We will begin implementation next Fall . . . . with the goal of reducing the academic success achievement gaps by one-half by 2015.

Environmental Sustainability
The final issue I will discuss is the obligation we in higher education have to address environmental sustainability.  From my point of view, higher education is uniquely suited to help our states, our nation, and our world come to terms with the impact of global climate change and related environmental concerns. When you consider our educational impact, research programs, community outreach, and commitment to "best practices," I can think of no entity in our country better positioned to lead on the vital and complex issues of climate change.  

My goal is for the USM to bring its resources to bear in three critical areas:  Practices, Programs, and Policies.

It is important that USM institutions make every effort to employ environmentally friendly practices on our campuses.  Building upon specific efforts already underway, I envision a broad System wide strategy for campus sustainability and energy efficiency, including guidelines for new facility design and renovation. 

One of our newest structures—The Camille Kendall Academic Center—was constructed to be both energy efficient and environmentally sensitive. It is the largest green higher education building in the state of Maryland, and one of the first USM buildings to achieve Leadership in Energy and Environmental Design (LEED®) Gold certification through the U.S. Green Building Council. It features a “green roof”, which conserves energy while improving air quality and water run-off; Landscaping and fixtures were designed to conserve water; Energy efficient systems were installed; and recycled materials were used in construction and a comprehensive recycling program is in place.

The value of cost-effective, sustainable facilities is clear.  That is, at a cost only slightly more than conventional construction (3% - 5%), there is a lifetime of savings in energy costs, resource conservation, and other expenses.  In addition, such construction is often far more user-friendly and is more conducive to creating a walkable, close-knit campus.  And of course, lower energy needs, greater emphasis on recycling of materials, reduced use of water, etc. have the added benefit of protecting and preserving our natural resources.  

University of Maryland, College Park is also out front on this issue, having been named one of the Top 15 Green Colleges and Universities by Grist, an online environmental magazine.  At UMCP biodiesel fuel powers the shuttle bus fleet, housekeeping staff uses only green seal products, the dining halls compost 16 tons of food per month and a new refrigeration system saves 80,000 gallons of water per month.  In recognition of its Combined Heat and Power facility that uses natural gas, UMCP was awarded the 2005 Energy Star Award by the Environmental Protection Agency and the Department of Energy.  And with a Facilities Master Plan focused on environmental responsibility as well as placement of facilities, they were awarded the "Greening the Campus through Stewardship Award" from the National Wildlife Federation. 

Building upon these individual efforts, I envision a broad policy initiative to develop a System wide strategy for campus sustainability and energy efficiency, including guidelines for new facility design as well as facility renewal, renovation, and retro-fitting.  

We also have an obligation to use our educational and research capabilities to advance environmental understanding and action.  At USM institutions you will find undergraduate and graduate programs focused on environmental issues as well as cutting-edge environmental research, lead by the University of Maryland Center of Environmental Science.  There are also several other USM centers addressing climate change, many boasting key federal partners such as NASA, NOAA, and EPA.  

With our assets, we are poised to capture the potential that exists within the growing interest in environmental education and research.   We need to expand curricular offerings for undergraduates in the key issues of climate change and sustainability.  At the same time, we need to compile and maintain a comprehensive inventory of environmental research capabilities and activities in the USM so that we can develop multi-institutional initiatives in research, integration and application.

Beyond the impact we have on our campuses, in our classroom, and at our research facilities, USM institutions are heavily involved in providing inputs to state environmental policy.  As the need for public policy actions concerning the environment grow, USM will have increased opportunity to have a positive influence on the state and the nation if we prepare now.  

In this advisory capacity, USM provides input on assessment (how climate is changing and what are the likely consequences), on mitigation (emission reduction goals and strategies to achieve them) and on adaptation (actions to reduce the effects and risks / communication and education).  As the need for public policy actions concerning the environment grow, USM will have increased opportunity to have a positive influence on the state and the nation.  This can be—should be—an effort undertaken across the country within higher education.  
I genuinely believe we are at a cross-road in higher education policy, both in Maryland and across this nation.  Within each of the areas I have outlined—fiscal stewardship, academic accountability, and social responsibility—you, as campus leaders, are on the “front lines.”   At this point, I would be very interested in hearing your take on these issues and how you see our campuses working in partnership making progress.
