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Tenth Anniversary
Report on the University System of Maryland
Effectiveness and Efficiency Initiatives

OVERVIEW

The University System of Maryland has worked to enhance the effectiveness and efficiency
of the higher education model. In order to build upon the most effective practices and to
continuously improve the efficiency of the System’s efforts, as well as to address and manage a
number of unprecedented challenges prevalent at that time, the Board of Regents estabfished a work
group on Effectiveness and Efficiency and held its first official organizational meeting on July 23,
2003. In 2012, the Board of Regents further promoted the importance of these mitlati‘vas by making
the Work Group the Standing Committee on Efficiency and Effectiveness. '

The driving force behind the E&E Initiative was the need, in such challeriging economic
times, to optimize USM resources to yield savings and cost avmdange Thé€ original goals of the
E&E Work Group remain the same: promote enhancements in effgCtiveness and efficiencies in the
USM operating model, increase quality, serve more students, and,wduce the pressure on tuition.
The past decade’s efforts have yielded $356 million in cumakuzvesavmgs

The USM Effectiveness and Efficiency initiative tqnhnues to be held up as a model and has
attracted national attention, including a special mentfon By President Obama. This recognition has
enabled the System to attract external funding to,leveragg our resources and to disseminate the most
promising practices in collaboration with the Sﬁw-
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Disseminating Most Promising Practices
Course Redesign

Perhaps the most visible of the academic innovation and transformation efforts is the Course
Redesign initiative begun in 2006. Having completed its first phase course redesign initiative from
2006-2009, with results that showed an nnprovement in the successful completion rate of

“gateway” courses, and at a cost savings', the Chancellor directed funds from an award from the
Carnegie Foundation to expand the number of courses that USM will have redesigned. To date,
thirty-seven courses across the USM have been redesigned. For those institutions that have fully
implemented redesigned courses, the reported average savings is 34%. USM continuestp develop
models and designs of study that have been funded from extramural sources, including 4 project
with Ithaka S+R funded by the Gates Foundation.

With the documented evidence of improved effectiveness and efficiehcysithe success of the
initiative led to receiving funding from the Lumina Foundation to disseminate fifidings, and to
facilitate implementation of successful strategies to all segments of higher€ducation in Maryland.
Under the umbrella of the State’s “Growing by Degrees” college gémipletion agenda, higher
education institutions are focusing their efforts on the redesign of developmental education courses
in mathematics and other “bottleneck” courses that institutions-have,identified as posing significant
challenges to student retention and progression. Through funding from Complete College America
and the Lumina Foundations, 23 grants have been awarded/to-Maryland community colleges, 1 to
St. Mary’s College of Maryland, 2 to Morgan State Umvexsity, and 5 to MICUA institutions.
Sixteen additional grants have been awarded to the third ¢ohort.

Continuing Effective and Efficient'Practices — Building on Success
EFFECTIVENESS & EFFICIENCY — ACADEMM INITIATIVES

In 2005, the Board of Regents: cstabhshed three academic policies contributing to degree
completion — faculty instructionalworkload, increasing the number of credits taken outside the
classroom, and limiting the number of credits required to complete the degree.

Faculty Instructional, Workload

Early jn the' B&E process, the E&E Work Group identified faculty instructional
workload as‘ansarea with potential for improved efficiency. Following a review and analysis
of facultyingtruefional workload by institution, the E&E Work Group established a goal, to
be implemeated in the fall of 2005 (FY 2006), that the faculty workload reach the mid-point
of the workload ranges established in Board policy. Analysis of the faculty workload data
for AY 2010-2011 indicates that the System as a whole once again reached these targets.
While enrollment rose by 1,100 or 1.3 %, the faculty complement rose by only 11 or 0.3%>
and although current economic conditions have not yet fully recovered, faculty were able to
attract over $1.2 billion in grants and other research awards.

! See Appendix for a summary chart of cost savings and http://www.usmd.edu/usm/academicaffairs/cr2/reports.html
2 Nineteenth Annual Report on the Instructional Workload of the USM Faculty (November 19, 2012)




Time to Degree

Total bachelor’s degrees awarded continues to rise rapidly with 1,100 more degrees
awarded in the most recent year than in the prior year and nearly 2,300 more than 5 years
earlier. Therefore, in spite of flat budgets and no increases in pay for faculty, the
productivity has increased measurably across the USM.

In 2005, the Board of Regents passed a policy that would limit the number of credits
required for a bachelor’s degree to 120 credits unless: a) the program is defined as a five-year
baccalaureate program, b) professional accreditation requirements stipulate a higher nymber of
credits or require coursework that cannot be realistically completed within 120 credits, or c)a
program is governed by certification requirements that result in a need for credit§jin excgss of 120
over four years. Time to degree and completion of degrees in 4 years remain at impresSive levels,
with time to degree remaining at among the lowest level — 8.7 semesters - sihce<at [8ast the mid-
1980s.

The implementation of the 120-credit policy has brought info facus some of the
challenges found in academic advising. Campuses have initiated sgveral new programs in
advising, including “intrusive” advising, programs for transférstudents, and the
implementation of information systems that flag students.who afe 6ff course for a degree in
four years, requiring advising before registering for the nextsemester. The impact of these
new initiatives will become apparent in the next few(yeats.

The Board’s policy on alternative credifs pequires that on average students complete at least
12 credits (or 10%) outside of the traditional'classtgom experience. Overall, the USM has met the
desired targets for the last three years. Fixe of éight institutions® for which the policy is applicable,
met the benchmark and all have made,pragress towards the goal. On the whole, the policy has been
successfully implemented and has proyided the additional physical capacity to accommodate
between 2000-3000 students system=wide in traditional classroom settings. By 2010, 12.3% of total
credits were completed by alt€rnative means. This requirement also brings focus to the need for
programs and campuses to enhance their relationships with the private and public sector employers
that can provide internships, These experiences also provide students with the opportunity to
appreciate the “soft skills¥ required to function smoothly in a workforce setting.

Demopstrationrof these skills has been a challenge for some students and brought some
criticism from the business community in the past. Involvement on these off-campus experiences
will provideeffiefencies for the campus as well as better-prepared graduates.

* The policy does not apply to UB, UMB or UMUC.



Faster Graduation Saves Dollars:
Our Students Are Completing More Quickly Than Ever
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Policy on Appointment, Rank, and Tenure of Faculty

In March of 2012, the Board of Regents revised its @ptﬁntment promotion, and
tenure policy to incentivize faculty to help advance thncompeﬁlveness of the Maryland
economy through innovation and entrepreneurship. This Woutld include faculty engagement
in economic development including pursuit of translatiosal research designed to
commercialize marketable research findings jntothe private sector. The inclusion of these
activities as notable accomplishments in th€ prombfion process sends the clear message that
such activities are highly valued.

EFFECTIVENESS & EFFICIENCY-_ENI&);E.LMENT MANAGEMENT STRATEGIES

The USM’s E&E strategyh f for enrolhnent management has been intentionally aggressive and has
sought to encompass both Syst8m-wide initiatives and individual campus initiatives, where such a
division of activity wasumopnate and beneficial. In the case of the former, the System-wide
activities have mclu&gd

* The Bnear&s support for targeted growth at designated “growth institutions” as part of the
Enz:qﬂm'en; Funding Initiative (EFI), and additional programs and facﬂltles at the regional

 The Board’s recogmtlon of the need for, and support of, expanded access for transfer
students, particularly those from Maryland community colleges, in its plans and policies.
This goal has included a commitment to more financial aid for these students (the number
of community college transfers to USM institutions has increased by 58% over the past
ten years),

* The expansion of the System’s On-line Transfer Articulation Program (ARTSYS®©), which
is the centrally run by the USM Office of Articulation and is now up to three million hits per
year on the website, and



* The further development and promulgation of the Electronic Transcript platform which,
thanks to the USM’s leadership and infrastructure support, is now processing over 118,000
electronic transcript requests per year af an estimated cost savings of $1.75 million, in
addition to providing improved accuracy and security of student data.

At the individual institution level, examples of E&E-driven initiatives associated with
enrollment management include:

* UMCP’s Freshman Connection Program and its Maryland Transfer Advantage Program
(MTAP),

* Salisbury’s Board-approved pilot of an SAT/ACT optional admission strategy,

* Towson’s Trimester experiment and its collaboration with Harford Commumty @ollege to
locate a TU facility on the HCC campus,

e UB’s Board-approved enrollment expansion to include freshman and s6phiomore students,
and

* For all the USM institutions, the expansion of formal articulation agreements with Maryland
community colleges and the development of partnerships for “reverse” transfer credits.

All of these policies, initiatives, and experimental/pilot projeéets,"'when considered as a whole,
demonstrate USM’s commitment to aggressive and Mdeﬂrangiﬂg E&E effort in enrollment
management.

EFFECTIVENESS & EFFICIENCY - COMPETITIVE CONTRACTING

The USM has found significant effi¢iengcies‘through the application of strategic
sourcing strategies; and greater effectivéness have resulted from the implementation of
institution centric competitive contragting\policies and procedures that provide greater
response time to constituent needs.qver axmore centralized and monolithic process.

Institutions within the{/SMihave been encouraged to develop strategic sourcing
policy and strategies in the context of Board of Regents policy that are tailored to the way
individual institutions managzthelr day-to-day operations. This has resulted in a culture by
which effectiveness and efficiencies in the procurement process are no longer viewed as
separate initiatives but ifistead have become part of the strategic sourcmg process itself. Not
only are stratggic sourcing opportunities found through the participation in various consortia
such as U,S, @6mmunities and the Educational and Institutional Cooperative, it is common
place for M Mstitutions to seek out collaborations with their sister institutions to engage
in collectiveiprocurements that not only result in reduced costs for the acquisition of goods
and services, but create efficiencies by minimizing overhead and process costs. These
permit more effective use of procurement staff to focus on contract management and
meeting the needs of their respective constituencies. The USM and its institutions have not
only focused on the strategic sources of commodities, but have engaged in strategic and
collective procurements for energy, software licenses, computer hardware and equipment,
services for the implementation of financial management systems, research materials and
supplies, anti-virus software, learning management systems, and indefinite delivery
contracts for design, construction, and maintenance services. The Maryland Educational



Enterprise Consortium, managed by the USM, conducted a procurement that will realize up
to 55% discounts on computer hardware and associated services for the life of the contract
for its members.

Effectiveness and efficiencies are not restricted to only strategic sourcing but also in
the structural approach to procurement of certain services. The Board of Regents creation of
two design and construction service centers has resulted in cost savings and avoidance
associated with the solicitation and management of design and construction contracts.
Although established more than 10 years ago, these service centers continue to provide a
vital source of procurement expertise that would otherwise have to be duplicated at all
System institutions. It is a strategic approach to effectively and efﬁc1ently managing more,
than $321 million in construction and construction-related contracts in FY 2012.

In 2010, the USM conducted a survey among all its institutions to determine What
within the procurement process worked and what could be improved. The findisfgs resulted
in new legislation (HB 442) in the 2012 legislative session that provided additional
procurement authority to the System and its institutions and providéd‘a mechanism by which
the USM can enter into contractual relationships with the privatéseetor for the purpose of
technology transfer and economic development that will not Gnly banefit the USM, but the
citizens of the State of Maryland.

EFFECTIVENESS & EFFICIENCY — ENERGY STRATEt;’IE's: '

One of the target areas of the Effectwen&as and Efﬁclency Initiative is energy costs,
which includes steps to strategically leverage,USM/buying power through pooled
purchasing of energy as well as the unplementaﬁon of cost-effective energy management
strategies. \/

Over the last ten years, the inStitutions have seen 10-15% energy price reductions
from the aggregation of energdy and natural gas accounts because of the competition the
larger quantities attract in the supply market. Additionally, for the last six years, we have
further driven down costs hy aggregatmg with the Department of General Services (DGS)
thereby tripling our purchashig power in the energy market and almost doubling in the
natural gas market. \Révent purchases for long-term renewable energy were also only made
possible throughthe"USM/DGS collaboration, and contributed to savings approaching 20%
compared to pufchases Institutions would have made if procuring renewable energy
1ndependﬂnﬂ:y

In addition to savings from energy procurement, there have also been savings
associated with the implementation of energy management and conservation strategies.
Participation in demand response programs that require customers to reduce energy when
supply is critically short has resulted in revenues for a number of institutions since 2007. In
total, this program contributes an additional energy savings of 2-4% for those participating
institutions. Another energy management program is the implementation of energy
performance contracts (EPCs.) EPCs allow the institutions to implement a large amount of
building and system enhancements that have a resulting energy savings of approximately



20%. Originally, the contracts were financed through loans with the State Treasurer’s
office, but going forward, USM will be using a shared savings contract with the Maryland
Clean Energy Center that allows the annual payments to be funded from avoided operating
expenses and will have no impact on debt at the USM level.

With the continued focus on aggregated procurements, USM should continue to see
substantial energy savings in supply costs. While it has been advantageous to also aggregate
with DGS, there may be opportunities in the future that USM will choose to pursue
independent of DGS. USM has a Climate Commitment signed by each of the institutions’
presidents that require us to be more aggressive in our pursuit of low and no-carbon energy
supplies, as well as leaders in the areas of research and implementation. Over the next
decade, there will most likely be more collaborative research across USM in the areastef;
energy conservation and renewable energy supply, and the campuses will serve aSperfect
demonstration sites for these efforts.

Looking Ahead: “Disruptive Innovation”

As universities explore the potential of online education and’othér new technologies to
improve student learning and graduation rates while loweringcostsithe University System of
Maryland is partnering with Ithaka S+R on a project to measuzg’how well online learning platforms
are working. Ithaka S+R, the recipient of a $1.4 million grantfrom the Gates Foundation, is a
nationally known higher education research and congulting group. The partnership will seek to
accelerate the use of new learning technologies acrossthigher education. The USM will serve as a
test bed for online or hybrid courses (those thatiblend face-to-face instruction with online
instruction) in a range of subjects at campuses thrayghout the System. These new teaching
technologies can deliver tangible cost sayings, from engaging faculty in the most efficient manner
to ensuring more students are able to graduaté’and complete their degree in less time.

The main focus of USM!s partngrship with Ithaka S+R will be a series of tests of online
learning methods. Approximtely«5-7 tests will be conducted during the 2013 spring, summer and
fall terms. They will mostly be'side-by-side evaluations of learmng outcomes, comparing
traditionally taught sections with hybrid or online-only sections in courses offered for credit.
Students of traditionally taught sections and hybrid sections using Coursera and possibly other
massive online opem,courses, or MOOCs, will take common final exams. This methodology will
allow the partnershipo assess the effectiveness of the different course dehvery models. Students
also will tak&SLﬁ‘VCYS at the end of a term to give feedback about their experience in the courses.

Amang its 11 campuses, USM includes the full range of institutional types that comprise
American higher education. This breadth of institutions includes historically black universities,
research universities, and the University of Maryland University College, the nation's largest non-
profit online university. Given the System's strong record of experimenting with new teaching and
learning technologies, the USM provides an ideal testing platform for how an individual campus
can adopt advances in online learning. Furthermore, the USM was the first university system in the
nation to embrace the use of technology and innovative educational techniques to redesign entire
courses, resulting in better learning outcomes and lower costs.



The Ithaka/Gates project will not only examine the effectiveness of MOOCs. Included in
the funded experiment will be online, blended, and highly interactive instructional models from
Carnegie Mellon’s OLI (On-Line-Learning) project, as well. In addition, we have applied for
additional funding to test Pearson’s LearningLab products.

That future will be built on careful consideration, analysis and evaluation of how MOOCs
work, how effective they are (compared to traditional courses), and how well they contribute to the
larger goal of student learning, college completion, and degree production.

SUMMARY

Many initiatives have been introduced in the last decade to gain efficiencies and.
effectiveness across the University System of Maryland, in the activities of Academic Affairs as
well as many types of administrative procedures both individual and collective,<While not
articulated as a specific goal of these initiatives, the culture of the entire USM has been changed,
with efficiency and effectiveness being included as a part of policies,and pfbcedures as they are
developed. As technology development changes the manner in whichall aspects of the institutions
are administered, the balance of investment in these new technolegjes arid the longer- term gains
will have to be monitored closely. The definitions, evaluatiofizand'measurement of investments and
outcomes will need to be carefully addressed in order to gaptute’the improvements, efficiencies, and
effectiveness gained by new and evolving strategies. :



Appendix A

University System of Maryland
Effectiveness and Efficiency Work Group/Committee
Chronology

July 23,2003

First official organizational meeting of the E & E Work Group
Review the charge, set expectations, discuss organizational issues, create comprehensive list
of ideas, review of annual efficiency/accountability process

September 12, 2003

Review draft letter to faculty and staff
Begin discussion of work plan items

October 3, 2003

Discussion of hiring a consultant to assist in the analysis of proposed E & E process.

October 16, 2003

Accenture information meeting

October 31, 2003

Identification and discussion of 38 E & E prospective initiatives

November 20, 2003

Deloitte Consulting information meeting

December 19, 2003

Presentations on Funding Guidelines, Managing for Results, and Peer‘.Perf‘onn‘ance
Review of draft RFP scope statement for consultant. \

January 4, 2004

Preparation for E & E Retreat o'

Presentation to Legislative Ad Hoc Committee on Higher Educatlonahalred by Delegate
Busch

RFP to procure E & E Consulting Services issued

February 13, 2004

Discussion of issue papers on Reducing the Cost St_ru_ctu;g

Questions related to the E & E presentation to thé: nglslaﬁve Ad Hoc Committee on Higher
Education chaired by Delegate Busch
Consultant Selection Committee formed _

March 18, 2004

Presentation on faculty workload issuesg, mﬁasufes of institutional strength and the
enrollment reallocation model. Up;iau:« oh the status of the RFP for a consultant and
presidential work groups

Awarded consultant contract tp Accentute and established E & E Steering Committee to
manage the contract.

Identified the mstltutlol;af reprég,n’fatlves to work with the Steering Committee and staff.

April 16, 2004

Update on E & E initiatives: ;ncludmg the enrollment model, status of the online education
initiative and academiCre-engineering and Annual E & E Report.

May - August 2004

Accenture proce§a.of dfita collection and analysis, institutional focus group interviews.

June 9, 2004 Accenture prqposai ‘and preliminary observations based on the limited data they had
reviewede, . ™
July 15, 2004 Chanceflor's.E & E Update and proposed Initiative paper review and discussion

August 25, 2004

Final Acgenture Report to E & E Work Group

October 6, 2004

E&E repott to the legislature including 16 Action Items that will save $26 million to be

completéd by June 2006 approved

November 23, 2004

"%, Preparation for the 2005 legislative session

January 5, 2005

N, | ‘©entinued discussion of the legislative session, dashboard indicators and update on
P initiatives

March 18, 2008, 7

Continued discussion of initiatives including organizational reviews and dashboard
indicators. Addition of a new initiative on police forces.

E & E sub-committee formed to study indicators and recommend appropriate dashboard
indicators for the Board of Regent.

June 1, 2005

Discussion of several initiatives including the draft Enrollment Management and
Organizational Review reports.
July 1, 2005 Beginning of E & E Phase II Initiative, continuing Phase I completion and implementation

October 11, 2005

Conceptual discussion of Phase II. Focus on effectiveness of core activities of institutions,
alignment of projects with System and campus strategic plans

Planning of joint meeting of VP’s for administration and Finance/Academic Affairs
Discussion with Presidents

Ongoing initiative review — Dashboard indicators, faculty online training, Police Force
Consolidation




University System of Maryland
Effectiveness and Efficiency Work Group/Committee
Chronology

November 17, 2005

Discussion of outcomes from Joint VP’s meeting
Retreat Planning

December 8, 2005

BOR Retreat on E & E with the Chancellor, Vice Chancellors and Presidents to discuss
institutional E&E initiative proposals.

December 9, 2005

Discussion of outcomes from Retreat including the systematic review of E&E Phase II,
institutional proposals.

December 9, 2005

BOR meeting --Dashboard Indicator Report

February 10, 2006

Further discussion of Institutional project reccommendations
Presentation by Carol Twigg and Online education.

May 18, 2006

Carol Twigg Presentation, Course Redesign.

October 17, 2006

Maryland Course Redesign Initiative Kick-off Workshop
http://www.usmd. edu/usm/academ1caﬂ'a1rs!courseredeslgn/mdqpul;s_g{ec}gmgn html

October 27, 2006

Discussion of the status of “Phase II” initiatives

January 24, 2007

Discussion of Applicant Referral System, Dashboard Indicatqss, Fuhding Guidelines

June 5, 2007

Reports on Phase II Initiatives: Maryland Course de'es;;gn UM Freshman Connections,
application referral system, and room utlllzatlon.bls;;ussbn on foundation funding for
residence halls.

November 13, 2007

Reports on Phase II Initiatives: Transfer Informaina?ortal demonstration, application
referral system, dashboard indicators, and thimegter pilot.

February 18, 2008

Maryland Course Redesign Initiative Und¢rgraduate Student Cognitive Development and
Learning Styles and Student Learnfng Outcomes Assessments Workshop
http://www.usmd. edu/usm!academl‘aaﬁ‘glrsfcourseredemgnIOZ1808ws html

March 12, 2008

Review of the Phase I and Pifase I E and E projects. Detailed report on Course Redesign
Initiative. Discussion omﬁppﬁ‘gatmn referral system, collaboration with state agencies as it
relates to workforce develspment.

May 30, 2008

Maryland Course Rédesign Mid-Initiative Workshop
http://www.usmgd.edufusm/academicaffairs/courseredesign/053008ws.html|

January 21, 2009

Review of the draf "'ﬁ‘e'&itbook Policy

March 26, 2009 Dashboard Indr.catdrs A President’s Perspective (UB)
Reports on Shared Library Services, “10%” policy and Study Abroad
May 26, 2009 Dashboatd Indicators: Presidents’ Perspectives (TU, UMCP)

_Report on Alternative Credits: Internships

November 11, 2009

F’i}tu'i"&ﬁ’lrections Phase II

January 27, 2010

'.;DJsééussmn of relationship of new Strategic Plan and the Dashboard Indicators, solicitation

)|, of ideas for new E & E initiatives, survey of administrative vice presidents as it relates to
| policy barriers.

March 24, 2010

Presidents perspectives on Dashboard Indicators, discussion of: administrative vp “policy
barriers” survey results, proposal for the establishment of an “E & E Innovation Award.”

June 2, 20100

USMAI Consortium presentation, briefing on course redesign phase 2, discussion of next
steps resulting from “policy barriers” survey results.

December 2, 2010

Review and discussion of the inventory of recommendations from the policy barriers survey
and how to proceed, direction regarding priorities for the selection of recommendations and
implementation, and how best to integrate the recommendations into implementation of the
proposed 2010 Strategic Plan. Discussion of how best to align the Dashboard Indicators
with the Strategic Plan, status of the implementation of the Textbook legislation, review of
the status of ongoing initiatives and discussion of next steps.

February 11, 2011

Board of Regents voted to establish the Effectiveness and Efficiency Work Group as a
Standing Committee.

10




University System of Maryland
Effectiveness and Efficiency Work Group/Committee
Chronology

March 26, 2011

Discussion of the need to revise Article IX of the Bylaws of the Board of Regents of the
University System of Maryland. Section I requires revision to include the Committee on
Effectiveness and Efficiency and a new Section 6 establishing the responsibilities of the
Committee, process for review and revision of the Dashboard Indicators, status report on the
steps taken in moving forward on the recommendations that resulted from a 2010 survey of
the Vice Presidents for Administration and Finance on removing legal and policy obstacles
to efficient and effective institution operation.

April 15, 2011

Approval of revisions to the Bylaws establishing the work group as a Standing Committee
of the Board.

November 14,2011

Presentation and discussion of the revision of the USM Dashboard Indmators QOT and the
proposed Policy on the Role of the USM as a Public Corporation.

December 2, 2011

Policy on the Role of the USM as a Public Corporation approved by the Board.

January 25, 2012

Presentation and discussion of the 2010 — 2011 Dashboard Indlt‘.atn:irs,| report on Alternative
Means of Earning Academic Degree Credit (BOR I1I-8.01), USM Copurse Redesign 2, and
strategies for implementation of the Policy on the Role of the JJSM as a Public Corporation
(BOR I-—8.00).

October 17, 2012

Review and discussion of the Role and Function of'the Cnmmlttee Chapter 450
(HB442/SB239) - next steps, Academic Transformation Initiative, E & E annual reports,
and future agenda items. :

11
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