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Organizational Structures and Leadership in Support of Student Success

Well, welcome back everybody. We have several sessions in this next and final segment on Organizational Structures and Leadership in Support of Student Success. And after all the sessions in the set are finished, we're going to go ahead and pose participant questions to the presenters, just as we have in the other segments. So, go ahead and post those segments and know that we will be collecting them and posing them at the end. 
Our first session in this set is Building Stronger Collaboration Between Institutional Research and IT: What Got Us Here Won't Get Us There. And joining us for that are John O'Brien, president and CEO of EDUCAUSE, and Christine Keller, executive of director of the Association for Institutional Research. 
John and Christine, we're delighted to have you both with us. Welcome and please begin. 
Thanks, Veronica. I want to welcome everyone to this webinar, which I really enjoyed being part of, and I want to particularly introduce you to Christine Keller, who many of you know, the executive director and CEO of the Association for Institutional Research. This presentation is an impossibly abbreviated version of a 60-minute co-keynote that we did -- at the invitation of Karen Stout, who is also here today -- at Achieve the Dream. So, excited to present, even the abbreviated form, what we learned. Both EDUCAUSE and ARI are focused on partnerships. We know that getting up there, as we've been talking about, is going to require us to work together. So, with that, I'll hand the mic to Christine. 
All right. Thank you, John. So, as John and I move through our presentation, we invite all of you listening to mention in the chat space how well you think your institution is doing when it comes to IR/IT collaboration. Is it great, good, fair, or perhaps needs some work? So, what got us here? 
Institutional researchers and IT professionals both have a long history of being seen as utility. I-tips reporting is due, it gets done. Pick up the phone or turn on your computer, voila, they work as expected. Success is defined as working behind the scenes as invisibility. Absolutely, we are essential but we're not always appreciated until something goes wrong. The other factor is, we often get the most done by working in isolation. 
No one understands exactly what we do, and it's often in our best interest to keep that aura of mystery and complexity. But now, the skills, the talent, and the fundamental approaches to getting things done has shifted. Because data is everywhere, the world is changing. Technology has exploded. The worlds of IT and IR are different than they've ever been in the past. It is a world where faculty, students, and staff can access their own data and find technology solutions with nothing more than a credit card and a click for agreement. Then add the national perception of a vast completion crisis. College and university presidents are under fire, and they are sharing that sense of urgency across the organizational charts. 
So, what got us here; that is, working diligently in isolation won't get us there. Nor, can we aspire to be king or queen of our hills. We need a new way of thinking to help IR and IT better support the goals of our colleges and universities, and to increase the success of our students. IR and IT need to get out of our offices and build partnerships across campuses. We can accomplish so much more for our students than we ever can working alone. 
So, there have been advances, especially in IT. When you think of the movement from waterfall development to agile development, it's clearly an expression of a change underway. Waterfall development says, you know, tell me the problem and we'll go back into our isolated cubicles and bring back a solution when we're done. And agile is very different. 
So, when we think about the obstacles that remain for IT professionals, I just thought it would be worth taking a moment or two to review a few of them. This data from EDUCAUSE shows sort of the disconnect in one slide. When we asked IT leaders what were obstacles to your effectiveness, the first thing they said, because it's higher ed, it's institutional resources. That's what half of them said. But almost 40% said institutional leaderships lack of interest or understanding of IT. 24% said it was a lack of cooperation outside of IT. So, in short, there are really structural and attitudinal obstacles to the kind of collaboration that Christine and I believe is necessary, and we would also both try to focus on it as an opportunity. 
Our research at EDUCAUSE shows that the obstacles to alignment and cooperation really aren't technical. At EDUCAUSE we've created eight capability indexes as part of our core data survey. And when you look at what makes something like student success technology successful -- and this is only one of the eight -- you instantly see it's not technology itself. Only one of the six success domains information systems is really technology. Five of the six are people, processes, and collaboration. There's nowhere, and I don't need to tell the folks on this line, where collaboration is more imperative that iPASS implementations, technology assisted advising. Think of all the areas that have to work together effectively for these systems to work. 
Christine and I did a number of interviews, and when I talked to Michael Kubit, the CIO at Penn State, he talked about the problem with what he called "old legacy IT thinking," where we used to succeed by working in isolation, as we've already talked about, hoarding knowledge, and he talked about IT being the organization that says no. 
When you look at this heat map, there's a real story to tell. I mean, this kind of old legacy thinking is clearly in the past, but we do still see vestiges remaining. This is a heat map from EDUCAUSE research that shows how and who is involved in iPASS implementations at these colleges and universities we're working with. You clearly see IT and advising are heavily involved. They're at the top with the darkest bar, means heavily involved. Well, look how far down you have to go to find IR involvement in iPASS implementation, and weirdly, look how far you have to go down, still, to find students and faculty involvement in implementation. So, these are systems designed to help students succeed that rely on faculty buy-in for success, and yet, those two constituents groups are among the least involved. 
So, in short, even though we know, I think, intuitively that utility thinking won't get us there, we still have some work to do before we truly retire our legacy thinking. And love to talk much, much more about this. You know, clearly some of the work is for IT. We have our own attitudinal dimension at work, and some of the consideration, I would also argue, is needed from presidents and chancellors. We're still in a situation where 45% of senior IT leaders aren't at the table, aren't part of the president or chancellor's cabinet, and it's really hard to be a fully realized strategic asset if you're not at the table where strategy is shaped and where strategic decisions are made. Back to you, Christine. 
So, similar to what John has said, some of the obstacles or collaboration for IR sound very similar to those in IT. I particularly like this idea of this legacy practices, the working in isolation, hoarding knowledge, and saying no. Those attributes are, unfortunately, attributed to institutional research as well. And I think it's also true that the voice of IR can often be missing within the structures and leadership routes responsible for strategic decision-making, which does make it difficult if we are the folks that are gathering the information and creating the analysis that is needed to support those decisions. 
In fact, some in the IR community fear losing control of our data, or our status as data providers or interpreters are worked that resources are flowing to technology, and sometimes to IT that will actually replace the functions of IR. And I think these fears and this trepidation is not surprising given the rapid change in development availability and use. There's been more data created in the past two years than all the previous years combined. And with more people on campus having access to data in analytical tools, these really have a profound impact on the role and the perceived value of IR, and these elevated expectations for the use of data by new audiences really just reinforces why the partnership between IR and IT are really, really crucial. 
But there is some good news; that there are foundations for collaboration between IR and IT in place already on many campuses. The results that you see on the screen are from a small survey that AIR did of community colleges, and you can see some highlights. 63% of IR offices already interact with IT at least weekly, and 77% agree that IT and IR work well together. 
Our survey respondents also shared with us that most successful collaborations really centered around a common goal of problems and not so much on the more abstract use of data and technology. And over and over again, they said the successful collaborations often involved around data reporting, data visualization, helping wider access to data among different groups on campus, and also making sure the database structures really reflected and supported the analysis and, therefore, the decisions that needed to be made by that data. 
Great. Well, we had, in preparation for the co-keynote we did at the Achieve the Dream conference, we talked to a bunch of IT folks, we talked to some IR folks to try to get a sense of what good work is happening out there in terms of IT/IR collaboration. We have way too much great feedback to share in the three minutes that I have left here today. 
So maybe I'm going to poll one insight, or two, out that aren't maybe aren't the most complicated. In fact, they're the opposite of that. They're the most basic. But because oftentimes we forget this part as we get focused on the many discussions we had about structural reorganizations and different way that is you build that into a campus culture, when we talked to Elizabeth, we heard her say two things that really struck as important. One was to really focus on the human element and communication; that it comes down to, really, the simple things, as often as it comes down to organizational charts and reporting lines, and one of her great insights is donuts, thank you cards, basic ways of reaching out across divisions and, you know, how do you get to a point where Morgan State wants to merry IT, as was commented on in the earlier session, you know, where that first day we're oftentimes suggesting donuts may be the key to building those relationships, to the extent they don't already exist. 
Another insight, if you read the URL at the upper right of this slide is an essay that Elizabeth wrote for EDUCAUSE Review, talking about tending your IT/IR garden. But she talked to us a lot about how the advances they've made are related to relationships. She told us about a compelling concept, making the point that we have lots of red people on campuses, lots of blue people, but what we really need to create what we need and inspire change is purple people, you know, purple people who have empathy, who can help us see the inner relationships and help us understand the broader picture. Now I don't think she means we should only hire purple people. But do we, on our teams, empower the purple people on our teams to sort of use their superpowers for good? So many great ideas, and we'll share our e-mail addresses to hear more from you. 
This slide captures a lot the discussions we had, talking about project challenges to unite IR/IT. We heard from, you know, Purdue and from the University of St. Thomas that sometimes the key to IT/IR collaboration in an IT and IR working collaboratively together in IT and IR, sometimes it's IR and IT working collaboratively toward a larger greater strategic goal, and we think that was a theme that emerged from our conversation as well. And, you know, it's no surprise that many of the amazing stories of collaboration we heard have that sort of purple people leadership at its core as well. And then, the greatest insight of all, never underestimate the power of donuts. 
We also, you know, that idea of getting traction on collaboration through projects, iPASS, we heard again and again as a great way to bring IT IR together. It's clearly the mission of the college. It's clearly something we do for students. But we can also acknowledge it is also crucial to our financial future. 
You're just about out of time, John. I just wanted to give you a cue that you asked for. 
And this is my last slide, just to say we're starting a conversation about this. We'd love to hear from you. EDUCAUSE and ARI are planning an IT/IR joint task force. We're looking at other ways to move this conversation forward. So, thanks a lot. 
Great. Thank you, John and Christine. And now we're onto our next session, which is Does Strong Leadership Really Play a Role in Students' Lives. And joining us for that is Karen Stout, who is president and CEO of Achieving the Dream. Karen, we're delighted to have you join us today. Welcome, and please begin. 
Thank you. And it's great to follow John and Christine. They did a great plenary session at our recent data summit. Achieving the dream, just as background, is a nonprofit reformed network that works with more than 250 community colleges, primarily across the country, in helping them to develop systems and supports to improve student completion and success. 
Achieving the Dream was founded in 2004 by the Lumina Foundation, and we've learned a lot over our more than decade of work with colleges across the country around institutional change and student completion. We've learned a lot about the colleges that have started their student success efforts with disconnected boutique pilot programs, often successful when you look at student success rates but not touching enough students and not able the be scaled in what I would called targeted or universal ways. 
We have learned that we need to redesign the student entry to transition systems, and that needs to be connected and redesigned. And I think some the early learn from achieving the Dream catalyzed the original grant investments in the iPASS efforts. When that first investment was made, I was president at Montgomery County Community College and in the Achieving the Dream Network. My presentation today will reflect somewhat on my leadership journey with iPASS as president of the community college and, now, as president of Achieving the Dream. 
The third thing we learned -- and this is important for us all of us as we design interventions and as we look at our planning around advising redesign -- that equity-minded design has to be intentional and comprehensive. Our colleges have started with the disaggregation of data, looked at their achievement gaps, and then haven't necessarily taken systemic action. And, in fact, some of them have put in interventions that have moved the student success needle in aggregate but created larger gaps for some students. So, there were unintended consequences from some of those redesign interventions. 
And the last takeaway is that institutional change requires capacity in seven essential areas. So, at Achieving the Dream, we believe very much that to take on whole-scale change efforts like redesign of advising or redesign of student intake systems, colleges have to get their fundamentals right, and these are the seven fundamentals that Achieving the Dream really anchoring our work around. You'll see data and technology in the wheel, and certainly we find at many of our Achieving the Dream colleges that one of the first steps towards success is building collaboration between IT and IR. 
I love this quote by Michael Jordan, Get the fundamentals down and the level of everything you do will rise." And that is truly the belief of Achieving the Dream. You'll see in the seven capacities a leadership and vision capacity, and that leadership and vision extends from the President of the college to the board of trustees to faculty leadership, to administrative leadership, strong leadership between IT and IR. 
So, we've learned, as EDUCAUSE has also learned in this journey, that technology is not the solution or the change. And I love a quote that I found on the wall, John, at an EDUCAUSE conference a few years ago, and the quote is, "It's where you stand with a foot in two worlds, the world of technology and the world of people and human purposes, and you try to bring the two together." And that's a quote by Mitchell Kapor about what is design. And to me, this iPASS work is really a design challenge, and it's not a technology -- it doesn't require -- well, it requires technology supports, but it's not a technology as a solution. A lot of times, the Achieving the Dream colleges will say to me, "Where can I buy that iPASS product?" Well, iPASS is not a product. It's a design. It's a way of thinking. It's a leadership journey at many of our colleges. 
So, this work is not an initiative. It's really a technology-enabled journey, and it's a transformation of the student experience holistically, and it includes three components, and these components are based on the Community College Research Center's research into the first set of colleges in the iPASS work in 2013. And the paper that CCRC did -- and I think Melinda Karp is part of this presentation -- speaks to the need to look at transformational change in three areas. Now they're linear on this slide, but they're not necessarily linear. One, you don't get the structural change then process change then attitudinal change. As a leader you're looking at all three pieces of change. Structural being the design of systems and practices, processing being the individual engagement with systems and practices, and attitudinal change being a change in the core underlying attitudes, values, and beliefs of people about their work. 
If I were to deconstruct that and make it a little bit more tangible on a campus that's going through advising redesign, the structural change would be things like how do we assign advisors, how are faculty engaged in -- I'm going to say Starfish, because that was the tool Montgomery was using. But how are faculty engaged in giving students feedback? What are the requirements for entering students? If I were to go to the process piece, a lot of our colleges right now are engaged in what is the schedule building process that sits on top of this work? And then if I were to go to attitudinal, this is where advisors begin to see themselves as managers of a student journey and not as schedule builders. This is where you begin to see the integration of many of our student success reforms, building the advising redesign work, for example, into our thinking about pathways. 
And this work is hard. "No bird soars in a calm." It's a quote by Wilbur Wright in the book "The Wright Brothers." He was watching birds fly. And I think that we could say the same thing about how this work plays out on our campuses. Leadership is essential, and leadership is really about adaptive leadership. This is not about technical leadership. Let me go a little bit into the difference between the two of these types of leadership. So, adaptive leadership looks at solutions -- or it doesn't really look at a solution. Looks at a broad vision that recognizes that transformational change requires major changes to structures and processes and attitudes. 
A technical leadership style would really say, well, we know what the solutions are, we know that this can go from point A to point B in a pretty straight-line kind of way. Technical is more focused on efficiency, top-down leadership, and does not address major changes to the underlying structures or processes, while adaptive leadership is broader, linking people, processes redesign, and recognizing that it requires major changes to structure, processes, and attitudes to bring about change. 
I go down to the bottom part of this slide because this is a framework from the Community College Research Center and really describes four different leadership styles that need to be enforced on our campuses as we go about this work. Visionary leadership would be that institutional leaders -- so that would be institutional leaders of a change like iPASS -- and the project leaders are adaptive. Presidential leadership is that the institutional leaders are adaptive but project leaders are technically focused. A divided style is institutional leaders are technically focused but project leaders are adaptive, and technological leadership is that both institutional leaders and project leaders are technically focused. And in the Community College Research Center case study, the cases made that iPASS success is dependent on aligned leadership, from the institutional leaders and the project leaders; that both have to have adaptive styles. 
And just to talk a little bit about the Montgomery County Community College journey and our early work in iPASS, we were a more of a presidential leadership style. I was, as president, and many of my key junior leaders, were looking at iPASS as the big change, the big move we needed to make to really move the needle on student success, because iPASS touches on -- can touch on every student entering the college. And our big mantra with iPASS was that every student, in their first semester, would have an educational plan, a counseling and coaching plan, and a financial plan. 
We are really trying to bring all pieces of the student experience together through the iPASS work. But that vision was not getting to the project leads, those that were actually designing the iPASS work, and there was a major disconnect. I found out about the disconnect because we were one of the CCRC case study colleges. And we were able to pivot, and we pivoted into the key ways. I think these are important for leaders at all levels, first of all, to think about this framework of change and to be aware of it, and to think about how you can make that pivot to have the alignment. 
Communication is absolutely essential in getting stakeholders involved. The presentation before, John and Christine's, amazingly showed how few iPASS reforms are engaging students, faculty, even counselors in the teaching, even those involved in teaching and learning in the work. One of the first things that we did with the pivot, we made sure that we brought leaders from all stakeholder groups on campus into the change effort. 
I'm going to talk about a couple of other lessons that we learned through this work as we went through it. These are lessons that many our Achieving the Dream colleges are learning there on the screen. But I want to talk to a few, specifically, from Montgomery. So, deep change requires collaboration across multiple units and multiple levels of leadership. The change cannot just happen in an executive team room, and the change can't just happen in a project team kind of approach. It has to be collaborative. There has to be a shared vision, shared goals across all of those groups. 
Second, grassroots leaders are vital in the change. The vice presidents can share the leadership approach, but if implementation isn't being led with the same vision on, I guess, the power of the transformative change, there will be a disconnect. In addition, that it cannot be, iPASS cannot be only an IT effort. And it also can't just be a counseling or student affairs effort. It has to be a collaborative grassroots effort. Third, technology is not the reform, it's the processes and systems. Fourth, getting to the change requires a clear vision, a culture that has an orientation to student success, and distributed and aligned leadership that can articulate the end from the beginning as broadly as possible. 
One of the things we learned at Montgomery was that as a leadership team, we knew where we were going, but we were not doing a good job articulating the end to those on the frontlines, and that was creating a lot of disturbance. Once we backtracked and said, here's where we're going, we were able to get at what I call -- or we were able to begin to identify what I call "the hidden commitments" that were creating obstacles to moving forward, primarily in that area of attitudinal change. 
So, for a hidden commitment, for example, for advisors, their big fear was about their freedom as advisors, their workload as advisors. Privacy concerns also arose, and those were also hidden commitments around the fear of role change. And there was anxiety also, from other efforts the college had and was engaged in; middle states, budgeting, and other issues. Those were brought up as barriers, what I call those "hidden commitments." Those really were not the barriers. So, once we started to talk about the end and where we were going, we were able to deconstruct those. 
There are future implications for this as well, I think, for many of us engaged in this. And I think I worry sometimes that we forget about middle-level managers, who are the lynchpin for change. Those managers on our campuses are often underutilized, underdeveloped, and undersupported, and they are not able to recognize how to manage through these three really important pieces of change; the structural change, the process change, and the attitudinal change. Recognizing those in action and being able to, I guess, craft or weave forward a path that helps get past resistance is really essential. 
So, the presidential leadership, I always say the president has to have this work in their back pocket. They have to be also constantly talking about where the work is going to and what it means for students, creating that compelling case, but then giving the tools and resources that are so important for the change to be implemented at the technology level, but also at the process policy people level. Karen, sorry, Karen, we're just about out of time. 
Okay. I think that that gets through the last part of that slide, so, thank you. 
Thank you, Karen, and thanks to the other presenters as well, and we're now on to our next session, which is defining Next Generation Universities Through Innovation, Collaboration, and Diffusion, and joining us for that is Michael Crow, who is president at Arizona State University. Michael, we're delighted to have you with us. Please begin. 
Thanks a lot. Happy to be here, and I thought what I would do is just start out by saying that I assume that if you're on this call you're interested in finding out about innovations like we are here at ASU. I assume that you're interested in making things happen, and that's why we're all gathered here for this call, so very appreciative to be talking with an audience that has the same view of the world, and that is that we need to innovate and move forward in new ways. 
One of the things that we are working against is what I call "education heritage." We have two significant elements in our education heritage. First is what I call the bulk of public higher education, in fact, the bulk of all public education, K through 12, all the way through.  Higher education is now still using what I consider to be a general industrial age model. That model is a classroom model, structured with a certain number of students, with a certain sight of scale, with the idea and the role of the teacher or the professor defined in a particular way as the sage on the stage and everything's interactive with this teacher or with this professor. 
This industrial general industrial age model, in my view is now antiquated. It doesn't change quickly enough. It doesn't embrace new technologies well enough or quickly enough. It doesn't deal particularly well with diversity or highly differentiated students or multiple learning modalities. It doesn't deal well with speed of change, and so this general industrial age model that we have for higher education is, in my view, basically something that needs to be highly modified, if not replaced. 
The second element of educational heritage in the United States, and this is sad to some extent, is what I call the "elite model." So, if you don't want to send your kid to an industrial-age school, you send your kid to a private school, a private university, a private college, a private K through 12. And of course, there's nothing wrong with that, and it's fantastic for the kids that are able to do it, and they experience a particular kind of learning environment. It's just not scalable by its very nature and by its very design, and it's not affordable. I mean, all of those models cost sometimes eight to ten times what the industrial age model costs, and they are not scalable at the level that is necessary to take educational attainment to the kinds of levels that various states like Colorado, with a 66% goal for postsecondary certificates, and Arizona where I'm here with a 60% goal, and other similar goals around the country. These are not attainable under any model of any framework without dramatically rethinking a number of things. 
The things that need to be rethought, I think, are, first, we need a new mindset in educational institutions about everything. Why do we, for instance, operate as colleges or university all as largely separate entities, each trying to solve our own problems by ourselves? We need a new culture within institutions of higher education, particularly those that want to move to the post-industrial model, to the scalable engaged success model for the broadest set of citizens. We need, within that, basically a new framing culture, a new way to think about things, a new way to structure the institution itself. I heard the earlier speaker talking about student centrism, and that's actually one of the key elements of this new culture. 
The universities and the colleges are not organized for the faculty, they're organized for the students. And the second that you think that way, and advance your thinking in that direction, it changes everything. It doesn't mean that you can't be fantastically able to support your faculty, or that they can't be fantastic in their successes. It just means, then, that you have a student-centric model and it changes all things. 
One of the things here that we've done at Arizona State University is we've spent a lot of time thinking about our culture. We took our generic assignment, our sort of just, you know, serve the people, educate the people, et cetera, and we developed a specific set of cultural and design aspirations, and these cultural and design aspirations led us to conclude that what we really needed to focus on was inclusion versus exclusion, measured success of our students, research that is measured against the public good and the public benefit, and then also taking success for the communities that we are a part of. That's a new culture, a new mindset, and I can say that that has had tremendously positive impacts on the effectiveness, the efficiency, and the efficacy of all of the things that we've been able to do here at ASU in the last decade plus. 
I think a second thing, beyond a new mindset, is that we need new approaches, and here, I'm going to focus on partnerships. I still, for the life of me, do not understand why it is that it's so difficult to partner with other schools. There should be seamless movement between community colleges and colleges and universities, seamless, absolutely seamless, because the only person that's disadvantaged in all of that is the student, and, thus, the only group that's disadvantaged is the broader society. There should be partnerships between any and all schools operating at any and all levels, wherein -- and I remember when I was executive vice provost at Columbia University, in the Ivy League we were working to conceptualize how we might build partnerships with other Ivy League schools so that may be all of us didn't need to have a complete and robust Italian Department, could we assemble an Italian faculty for Italian literature and Italian language and Italian culture, drawn from three or four schools, make that the greatest Italian language culture and literature learning place on the planet, and then share the costs of making that happen. But, low and behold, as you might imagine, no, was the answer. Not only no, but probably even no-no, double no. 
And so, the need for new approaches is this idea of partnerships, partnerships where institutions learn to innovate together, partnerships where universities share, and colleges share, resources. Partnerships where one university's technological capabilities might be shared with other universities so that we can all enhance student outcomes and effect student outcomes in as many ways as possible. 
So, at the end of the day, there are lots of ways to move forward to build new mindsets. There are lots of ways to move forward to build new approaches and to build partnerships, and so everything I'm saying is not built around the notion that there's one way and this is the only way, and there's no other way to do anything. Far from it. One of the advantages of the American higher education system through its history has been two features; one, it's very significant diversity of institutional types; and, number two, the fact that each evolutionary form, as it has evolved over time, still exists, and so the American Colonial Colleges, Princeton, Harvard, Columbia, Dartmouth, et cetera, and their descendants.

The newer versions of those, like Bennington, which was founded in the early 20th century, those American Colonial Colleges/American Greek Academies, that's still a growing vibrant vital part of American higher education. The second wave of schools, the public colleges and universities, and then ultimately the community colleges that were added in the late 20th century, for the most part, last half of the 20th century, that's a whole very vibrant sector. The land grants is a vibrant sector. The newest emergent group, the research universities, the last hundred years or so, they've done fantastically well. The point is, is that there's room for lots of models. There's room for lots of models. There's room for new models. Lots of ways to move forward and lots of models. 
And so, the point I would like to add here is that it's really, really important that every school think about how it is that they're going to do the following; that is, there's no way to move forward on any of these new models that does not involve organization innovations. The standard industrial-age model -- everybody has a History Department, a Political Science Department, a Sociology Department, a Chemistry Department, a Physics Department, and so forth -- that model is not going to cut it going into the future. So, we need more organizational innovations in actual structure of the institution. 
At ASU we eliminated 80 academic units, department schools and colleges. We reconstructed new academic units that were transdisciplinary, new focus, new everything. Just the long and the short of the story with ASU, just as an example, so we went through these organizational innovations, and then they allowed us to increase with the same number of faculty or number of graduates by a factor of three; our amount of research by a factor of research by a factor of five; our number of learners -- that is someone taking at least one course from us -- by a factor of eight. These are all numbers with the same faculty. Our graduation rate, four-year graduation rate was improved by 85%. So, organizational innovation and structural changes produce those kinds of net results. 
In addition, no one can move forward without massive introductions of technology, at least in any of the public universities that hope to scale and impact our society across its entirety. It's time to whatever, move past whatever these bugaboos are about technology and look at technology for what it can actually do. We found ways to alter everything, freshman retention, success, numbers of engineers, the way that all of that works.

And then, finally, the last element in moving forward is partnerships, and so Arizona State University has sought partnerships, pursued partnerships, and is highly impacted by partnership, and so one of our most important partnerships is the University Innovation Alliance. The University Innovation Alliance is a partnership of 11 public research universities. These 11 public research universities include places like Purdue, University of Kansas, University of Texas, Georgia State, Central Florida, a bunch of land grants, Oregon State, Iowa State, University of California at Riverside. 
And here's what we've done. This is really the point of making this comment about partnerships. This partnership, the University Innovation Alliance, is a group of 11 schools that decided that we will all produce dramatic increases in the number of graduates that we produce. We will produce even more dramatic increases in the number of graduates that we produce from low-income families. This is the lower half of family incomes. At ASU, half our students come from the lower half of family incomes and didn't used to be. And that's the part of our population which is not able to fully realize the benefits of college. So, these 11 schools have decided to make that a principal objective, that we're innovating together with. And then we have taken all of that together, shaped that together, and then we've decided that we will learn from each other, innovate from each other, innovate together, drive these innovations forward, and then enhance all of our outcomes. 
And, so, I think what I've tried to do, just in summary, in the last minute that I've got here is; one, the old industrial age model needs to be replaced. Second, the elite model isn't scalable. Third, we need to change mindset and culture at our institutions to be successful. We need to have new approaches, particularly partnerships. And at the end of the day, each university will have its own way for moving forward, and its own path, because that's what we need is new innovations and so forth. 
So that is about 14 and-a-half minutes of my 15 minutes, and so that's my presentation, and I hope that it was useful and happy to answer any's individual questions down the road. You just e-mail me at Michael.Crow@asu.edu. That's my name, Michael.crow@asu.edu. And thanks for the opportunity to make the presentation. 
Great. Thank you, Michael, for your time today. We really appreciate your ideas, and we are now going to transition to our next session, and I'll just give it a moment. And this is our fourth and last session in this set. It's Creating a University Coalition to Achieve Student Success, and joining us for that is Elizabeth Dooley, who is vice provost for Teaching and Learning and a dean at the College of Undergraduate Studies, as well as a professor in the College of Education and Human Performance; and Maribeth Ehasz, who is vice president for Student Development and Enrollment Services, and they are both from the University of Central Florida. Elizabeth and Maribeth, we're delighted to have you both with us. Welcome, and please begin. 
Thank you so much. Good afternoon everyone. Let me just start. One of the things that certainly has been a factor for UCF, in terms of developing a university coalition, is the strong and consistent leadership that we have had for the last 25 years. Our president, John C. Hitt, is that leader, and when he came here 25 years ago, our enrollment was about 21,000. Today it is about 65,000. At that time, he addressed these five goals that you see here, and these are the same goals that we look to and guide us today at UCF. 
Dr. Hitt knew, from the very beginning, that enrollment meant bringing the student here who most wanted to be successful, supporting them when they get here, and then helping them graduate. And to that end, undergraduate education, key programs of graduate study, international focus, being more inclusive as well as diverse, and the fifth goal, being America's leader partnership university, a pride not only to our connections to our community, but also to the work that we do inside at UCF. 
I'm sorry to interrupt. Could I ask you to pick up your handset and come off of speaker. We're having a bit of trouble hearing you. 
Oh, okay. 
That's much better. 
Oh, is it? Okay. Sorry. Moving onto the promise slide, in 2015, the university embarked on a new five-year strategic plan that set the tone, set the action for a trajectory for the next 20 years. That strategic plan is called "collective impact," and it really capitalizes on the idea that, at a university as large as ours, scale times excellence equals impact, and we have promised our community, our constituents these points; that will use our scale to transform lives, bigger the better if we use it correctly. Being big means that we'll attract a very diverse and exceptional student body, faculty, and staff, and collectively we are all working towards student success. We deployed the assets that we have to some of the greatest challenges that society has, and, again, we create partnerships at every level, and that continues to be a key part of who we are at UCF, creating a coalition for student success. 
The strategic plan collective impact is based on -- includes almost a hundred metrics that will guide us and will allow us to see if we've made our goals and if we're successful. But three metrics in that plan are specifically geared towards student success. They include reaching a first-year retention rate of 92% for FTIC population by 2020, and I can say that preliminary shows that we have made that 90% this year. Six-year graduation rate, increasing it to 75% by 2020, and we're right at 70% this year. And because half of our student population includes transfer students from the State of Florida, and elsewhere, we have a commitment to eliminate any gaps that occur between our FTICs and our community college students by 2020. 
These metrics are important, not only because they're articulated in our strategic plan, but also because these are the metrics that guide all of our initiatives so that one piece of creating a coalition is making sure that everyone is on the same page, directing their efforts to the same goal, and these are those goals that are directing all of our efforts, no matter what the project or the initiative is. So, let me turn it over now to my colleague, Elizabeth Dooley. 
Thank you, Maribeth. And to provide for you all a working example of how we're doing that coalition, we actually have a slide that illustrates the responsibilities of the community. What the provost did was challenge each college to help us meet the 2020 metrics. And he's challenged each college to come up with performance metrics, and along with those performance metrics, we've created a dashboard that displays the performance history and progress towards those goals. He takes a meeting with those individuals each year, and a part of the discussion is the qualitative, what is being done from a strategic plan, and then the quantitative discussion actually looks at the progress towards those metrics. And as you can see here, the academic dean, from a college perspective, drilling down to the department, as well as down through the individual [indiscernible] members to have a responsibility in what we believe working towards the common goals. 
Moving to the next slide, we have an illustration, where we illustrate it takes a village. We take the partnerships, both internal and external, resources both internal and external, to the university to implement large-scale student success initiatives. The circle of care resulted in collaborative efforts, where student success is at the core. At UCF, harnessing the power skill requires all of us to fully understand the initiatives, and roll each play in achieving our goals. 
So, if you take, for example, the external partners that you see on the outer rim -- Dr. Crow has already described the University Innovation Alliance, and what we're doing, clearly, is taking best practices and sharing and making a difference in our students in terms of their success. Also, with the Florida consortium, the partnership that we have with three of our research institutions in the State of Florida, is illustrating how we can move students who may not have access to college but allow those students to be successful, and also receive an education at an affordable rate. 
We also look at the reimagine the first year where we're taking best practices and transforming what we're doing at the first year, during the first year in terms of innovation. But UCF has a commitment to the transfer population, and we're also moving that reimagine in the first year to our transition population as well. 
We are also leveraging internal resources, such as the quality enhancement plan, and using resources to also encourage colleges to participate in integrative active learning experiences for our students, where, again, the inner circle shows that our partners internally also has have a responsibility for student success. 
Another initiative that is big is the Foundation of Excellence, where we use the Gardner Institute to help us do a self-study in identifying that best practices would also allow our transfer students to be successful, so it truly takes a village, and that's what that visual illustrates. 
So, this slide shows a structure that is common to our university projects that Elizabeth just described in the previous illustration. So, what we believe is helpful, and what we've seen working, is to make sure that university leadership is visibly and actively involved in moving forward the direction of our initiatives for student success so that, again, we're all headed in the same direction. So, this is an example of an organizational structure for one of our projects, but it actually fits many of our projects, because we use the same format. 
So, the provost, as you know, is the key academic leader at the university, is a champion of those efforts that we believe are worth our time and energy, both in terms of human resources and financial resources. Invitations to participate include his involvement. A program sponsor would be those I would call "wake up worrying" about the project, who are really responsible for the outcomes of the project. Owners are those that are really handling and moving forward the day-to-day, providing data for the project, looking at different partnerships that we need to include, and then we always have somebody involved with our initiative from both our institutional research area, as well as our IT area. 
Now, value leaders are pointing to subcommittees that are common with every project. Just like writing a paper or doing a literature review, you have to start in steps. A major project can't move forward without little steps and little parts. So, there are co-chairs for each of these subcommittees, and we try to make those someone from a support area and someone from a college or faculty role at the university. So, one of the things we wanted to do is recommend that not only are goals shared across -- the metrics shared across initiatives, but, also, that will be a structure in place that guides those initiative forward. 
Having that structure in place also requires us to be cognizant of the effort that many of our team members need to put forward to implement and operationalize the things that occur. Because we do implement big-scale projects, the visual that you see here is a timeline and so we had three unique big initiatives underway all at the same time, but realizing there was connectivity between all three. And you'll see in the next slide, where we actually operationalize the use of technology and how we integrated that into one of our iPASS projects that we talked about earlier. And so, as you see, we're actively engaging with all of the stakeholder, where we're talking about change management and vetting the environment for what is to come. 
So, if you look at My Night degree audit, that was onboarded in February of 2016. We were also working on a My Night Star Project, which is an EAB predictive analytics project and product that we were working with. We wanted our audience to see that it was a phasing in approach of all the technologies, and then where we are onboarding a new technology, which is called our Pegasus Path Degree Map, which you'll hear more about. But the objective here is to illustrate that it is timing and it's phased in. 
And the next slide that I'll go to is really the Pegasus Path, which was funded through the EDUCAUSE. We're part of the iPASS too, where we're optimizing technology and putting our students in a GPS, a plan for graduation. And as you can see, this functionality, this is a student-phasing tool and the functionality was very deliberate for what needed to be a part of this plan for students. On the right side you will see UCF taking advantages of the technology, integrating the technology of the audit system, as well as the predictive analytics to feed information into the GPS so that the students could successfully graduate. 
And our final slide really is an elaboration of our predictive analytic tool that was discussed earlier today in one of the sessions. We are using EAB SSC. We've labeled it My Night Star. We branded it that way. And, of course, it is a way for advisors -- supports advisors in their work so that they can concentrate on those students with the most need. Thank you very much. 
Great. Well thank you, Elizabeth and Maribeth, for your talk and your time today, and sharing some of the great work that's happened at UCF. We are now at the Q&A segment for this last session, and we just have a couple of questions that came in. So, if you have other question that is you'd lining to pose, please put them in chat, and I will be sure to share them with our presenters. 
The first question is kind of one that would apply to all of our presenters, actually. You all talked, in one way or another, about the important of align leadership. But what do you do if you don't have strong committed leadership from the top? What advice do you all have for us on that area? 
Well, this is John. I'll start, and clear the way for somebody else too. My quick advice is don't wait for the president. One of my favorite people in the world, the former VP for Student Affairs when I was a college president, Landon Pirius, when I called him up to offer him the job, he said, "Well, I'll only take it if you'll let me lead Strategic Enrollment Management," and I said, "Okay." That was pretty easy. And, you know, within a week of his being on campus, he bought a copy of the books on strategic enrollment management and handed them out to the cabinet, and after that it was just getting out of his way. I mean, don't wait for the president, you can lead from anywhere. That's my thought. 
This is Karen. I would agree with John. I think strong leadership can come from the middle, and the importance of that is that gathering a group of like-minded colleagues that can really carry forward the messaging and the changes. I've seen colleges be able to move forward in really productive ways on their student success agenda with the president not necessarily championing the calls but being corralled to move forward with the calls because the energy has come from within. 
Hi, this is Maribeth Ehasz, and I would certainly concur with everyone. Really, just leadership has to happen. And coalitions are built that really almost can take over the process, so leaders are everywhere. 
All right. Any other closing comments we before we wrap up? I'm seeing no questions coming in the chat. I see UTSA just posted a question for Dr. Crow, and he's actually not with us online at this time. Would any of you -- I think the question is specific to ASU. But would any of you like to respond? I know USF certainly has a large online student population. Do your students success initiatives vary based on the platform, or is there anything that you can share with us along those lines. 
Yes, this is UCF. We do have a strong direct connect partnership with our four-year community college partners. And what we've done is actually developed an app, which is an application which allows students to be start their social integration into University of Central Florida. As we build out our Pegasus Path, we are looking at ways to also bring the population into that Pegasus path so they can also build out their maps early, prior to coming to the University of Central Florida, and hoping that, at the 30th hour, they make the declaration and we build out what the requirements are so that they will be UCF ready. So that's happening right now. 
Okay. I might add also -- this is Maribeth from UCF -- we have a particular UCF online pathway. It's very similar to the work that ASU is doing. We also have a number of online -- I mean, many online courses, so our students take a blend. But, specifically for students who are really part of our UCF online entryway, we have started a coaching program for that population that is different right now from the rest of our campus, mostly because we can concentrate very directly, and need to, on that population, both bringing them in and moving them through. But it is having an impact on what are we doing elsewhere, because we can really see the value of it. 
Great. Thank you. Well, I just want to add my thanks again to John, Christine, Karen, Michael, Elizabeth, and Maribeth. Thank you so much for joining us. We know your time is valuable, and we appreciate that you shared some of it with us today. 
And we are now going to transition to our closing session with Susan Grajek, vice president of Communities and Research at EDUCAUSE, and I'll just pause for a moment, and then Susan will be joining you. 
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