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Good morning.  It is a pleasure to take part in today’s seminar.  I commend ACE and the UK’s Leadership Foundation for organizing this timely discussion.  It is indeed interesting to note that this conversation on the importance of collaboration in higher education is itself a collaborative effort between these two organizations.  

For my part this morning, I would like to speak to the conditions that give rise to the need for collaboration, the potential that exists in the wide range of partnership efforts, and the role institutional leadership plays in facilitating collaboration.  After my comments, I look forward to an interesting discussion of these issues.

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 (both full and part-time) 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.

The Trusteeship article provided as background for this morning’s session—“Getting a grip on strategic alliances”—does an exceptional job of setting the stage for our discussion.  As Johnson and Noftsinger note, there has been a dramatic rise in the number and types of collaborative efforts universities and colleges have initiated in recent decades.  They go on to note the “value” of these partnerships—cost containment, program enhancement, community service, etc—concluding that efforts to overcome the obstacles to collaboration are more than worthwhile.

I would go one step further and assert that collaborative efforts are, in fact, imperative in today’s global environment.  Such efforts offer the best avenue to maintain the status of higher education institutions as not just relevant . . . . but indispensable . . . in terms of meeting pressing societal needs, taking advantage of rapidly emerging opportunities, and effectively operating in an age of limited resources.

To begin, I see three key factors driving the need for partnership and collaboration.  

The first is the simple fact that success in today’s economic environment is more dependent on collaboration and synergy among the sectors of government, business and higher education than in any previous era in history.    

This fact was driven home in the recent book by Tom Friedman, entitled “The World Is Flat.”  I’m sure many of you have read it.  The premise of the book is that that technology and the internet are changing the world of work – and where work is done – at an extraordinary rate.

We’ve probably all had the experience of calling to check on a credit card bill or a malfunction with our computer and found ourselves talking with an Indian in Bangalore.  

It turns out, of course, that India has an excellent education system, English is the most commonly spoken language and their wage scale is a fraction of ours.

Businesses in the U.S. and the U.K. have figured out that, with the speed of telecommunications and the Internet, they can tap into this workforce at considerable savings.  Indeed, the Internet is essentially free and huge data sets can be transmitted around the globe by it in nano-seconds.

One example in Friedman’s book that captures well this changing economic reality is the preparation of tax returns.

In 2003, about 25,000 U.S tax returns were done by accountants in India.  U.S. tax firms packaged up individuals’ financial data, shipped it via the Internet to India were accountants -- working at a fraction of the U.S. rate -- did the computations -- probably using a U.S. firms software product -- and shipped the completed returns back to the U.S.  I said there were about 25,000 such returns in 2003.  In 2004 it was 100,000. In 2005, it was 500,000.  And it is estimated that by the end of the decade essentially all returns done by a second party will be worked on by an accountant living in India or some other developing nation.

The implications for higher education in this new global environment are obvious.  The scope and speed of communications opens up unimaginable research and educational possibilities.  After all, the internet was invented to allow researchers at different universities to share massive sets of data.  These factors also serve to “level the playing felid” globally, making innovative and entrepreneurial thinking the elements that enable institutions to differentiate themselves from one another.

The second factor driving the need for collaboration is the world of limited resources in which higher education in my country now finds itself.  This is a long-term trend that has been accelerating in recent years.  Consider that in the mid-to-late 1970s, as a nation, the United States invested more than $10 for every $1000 of personal income in higher education.  Today that investment stands at about $6 for every $1000 of personal income.  That’s a whopping 40% decline in the rate of investment over the past 30 years.  

More recently, looking specifically at Maryland, state support was the largest part of our total budget a decade or so ago, accounting for more than 40% of our total budget.  Today state support is at about 25% of our budget and is actually the smallest of our three main funding sources, being surpassed by both tuition revenue and research grants.  

This change has given rise to a “rethinking” of how we leverage resources, with the need for partnership becoming clearer.  

In response to this trend, the USM launched a two-pronged approach.  First, we initiated our Effectiveness and Efficiency (E&E) effort.  I won’t outline every aspect of E&E, but will stress that much of its significant impact is derived from the fact that it facilitates collaboration among system institutions.  For example, we used our leverage as a system to negotiate favorable pricing on items from software to electricity.  In addition, we are exploring other collaborative efforts that combine universal “back room” operations from all institutions and place them in a single, system-wide office.  While we have yet to expand our E&E efforts beyond the USM, it strikes me that down the road these sorts of intramural efforts will expand outward, bringing university “consortia” together to address common needs.

We also have accelerated other innovative partnership efforts in the area of higher education “delivery”.  Perhaps the most obvious example is the University of Maryland University College, the world-wide leader in online education, the academic institution of the United States Military overseas, and a global education force, with a presence in 24 countries around the world.  UMUC’s on-line leadership gives it numerous strengths and the ability to form effective partnerships with the business sector.  It can react to and accommodate workforce needs quickly, add new degree and certificate programs added as needed, and meet demand by expanding IT infrastructure and bandwidth.  

We have initiated other innovative, cost effective approaches as well.  A few years ago, the USM established a single facility in an underserved region of our state.  Eight separate USM institutions have come together in this location—under one roof—to deliver low cost access to a range of different USM programs selected to meet high student demand in areas such as biosciences, information sciences, business, nursing, and education.  A local community college provides the lower division course work and each of the participating institution provides regular faculty and academic support services to the center.  Students earn their degrees from the institution offering their particular programs.  This model has been so successful and well-received, that we have in fact replicated it in a different region of the state.  These education centers are the epitome of “partnership”, bringing together multiple campuses and the business community to meet the most pressing educational and workforce needs.

While the need to be efficient and cost-effective facilitated internal collaboration, the third and final factor I will note serves to enhance external collaboration . . . . and that is the fact that most of the challenges we face today cut across disciplines and are multi-faceted.  “Specialization” is not valuable in-and-of itself . . . it is only of value when leveraged with other disciplines.

For example, to address the issue of homeland security, the Department of Defense established a network of University Affiliated Academic Research Centers.  This elite group of institutions includes the University of Washington; the University of Texas ; Pennsylvania State University; Georgia Tec; USC; MIT;  Johns Hopkins; and others.  It also includes the University of Maryland, College Park’s Center for Advanced Study of Language.  This Center, the largest language research center in the United States, serves the nation by improving the language performance of the U.S. Government workforce.   By leveraging the different strengths of different institutions, the Department of Defense has created a comprehensive approach to myriad homeland security issues.

Another USM institution—University of Maryland, Baltimore, our state’s Academic Health Center—also plays a key collaborative role in homeland security through the Maryland Center for Health and Homeland Security (CHHS).  CHHS, in conjunction with the United States Department of Homeland Security, offers training programs geared towards state and local emergency planners throughout the United States on Continuity of Operations (COOP) planning. The goals of COOP include ensuring the continuous performance of essential functions during an emergency; protecting essential facilities, equipment, records, and other assets; reducing or mitigating injury, loss of life and property damage; and achieving a timely and orderly recovery from an emergency and resumption of full service.   I note that CHHS brings together the University's six professional schools , the graduate science program, and the University's acclaimed Health Sciences and Human Services Library in a single, highly-focused mission.

A similar emphasis on collaboration and partnership is required when tackling critical heath issues such as AIDS.  The USM is home to the Institute for Human Virology (IHV), perhaps the world’s foremost AIDS research facility.  IHV is renowned for the public-private partnerships it has established in pursuit of its mission.  In partnership with the National Institute of Infectious Diseases, IHV conducts preventative vaccine trials.  Internationally, the Institute established vaccine research infrastructure in Trinidad and Tobago and is conducting the first vaccine trial in that country. A longstanding research infrastructure in Nigeria is further being developed through a joint initiative with the Harvard School of Public Health, funded by the Bill and Melinda Gates Foundation.  IHV also hosts training course for top physicians from around the world in the Institute's innovative model of HIV/AIDS research and treatment.  Physicians from China, Haiti, Nigeria, Tanzania and Uganda participate in lectures and hands-on training at IHV in Baltimore. IHV is the only institute of its kind that integrates basic and clinical research with treatment of HIV/AIDS.

Other initiatives that are best classifies as “Big Science” also demand collaborative efforts.  Perhaps the best (and best-known) example of academic partnership in the service of “big science” is CERN.  Over 6,000 visiting scientists—including half of the world's particle physicists—come to CERN for their research. These scientists represent 500 universities and over 80 nationalities.

Of course, there are other, less-well-know examples as well.  The University of California Berkeley, the University of Illinois Urbana, and University of Maryland, College Park worked together on what is called the Berkeley Illinois Maryland Association.  These “BIMA” universities operated a millimeter-wave radio telescope, with support from the National Science Foundation.  BIMA has merged with another partnership effort to form the Combined Array for Research in Millimeter-wave Astronomy, resulting in a much more powerful telescope, the Combined Array for Research in Millimeter-wave Astronomy (CARMA).  Clearly, no single one of these institutions could organize, construct, operate, and maintain this effort on their own.  It is only through collaboration that this is achievable.

Additional examples of the impact of collaboration can be found in environmental and energy issues, which have gained a new level of prominence in recent years.  The University of Maryland Center for Environmental Science, charged with maintaining a comprehensive program of environmental research, education and service that spans not only Maryland but the globe, is a leading proponent of partnerships.  One significant UMCES initiative is the Integration and Application Network (IAN), a collection of scientists interested in solving, not just studying environmental problems.  IAN brings together academic institutions, various resource management agencies and non-governmental organizations in an effort to stimulate and enhance the effectiveness of their research.  IAN’s efforts target local, regional, and national concerns.

As we move to the discussion portion of our time this morning, I want to emphasis one critical challenge that impacted each of the examples I have just discussed:  Higher education has always operated in a remarkably competitive landscape.  We are, in many ways, based upon competition: Institution versus institution; department against department; and student against student.  We compete for funding, grants, faculty, students, awards, and on and on.

While there have been obvious benefits arising from this high level of competition, this approach has also created a “silo effect”, both within and among our research institutions and in terms of collaboration beyond our walls with businesses, government agencies, etc.  Not only do these “silos of discipline” complicate and retard research efforts, they also stymie efforts to expand multi-institutional, even multi-national, research efforts. 

From my perspective, the most important element in up-dating the old model based on competition to a new model based on collaboration is leadership . . . from presidents, provosts, chancellors, faculty . . . the entire higher education community.  Success in the new landscape requires a commitment to change.  Now, despite the general perception of being hotbeds of liberalism, universities are among the most tradition-bound, conservative organizations in society.  Change is not a popular concept in academe.  In a way, it is one of our strengths. It has enabled us to sustain rock-solid values and avoid becoming faddish.  But on those issues where we do need change, our traditional way of doing things becomes an enormous impediment.  Without campus-wide commitment—from the top on down—to collaboration, partnership, and joint ventures . . . progress will be hard, if not impossible, to achieve.

