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Governance 
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'' Higher education has never been so important' 

to the health and well-being and the future of 

our state as it is right now .... If we are going 

to make the kind of improvement we need ... 

[trustees] are going to have to press for it, and 

measure it, and demand results_,, 

- Governor Mitch Daniels, 2010 



Governance for a NEW ERA 
A Blueprint for Higher Education Trustees 

Almo t every day brings a succc:ssion of news 

stories, editorials, ond repons criticol of hi~her 

education . American collc~c.~ and universities 

that were rcgul•rly called "the envy of the world . 

now draw withering admonitions frnm the \Xlhitc 

House nnd numerous others for their hiJ,:h costs ,md 

declining quality. President Ob:un, hn.s declared 1h01 

he u•ill institute a federal rating system for higher 

t:ducation u'lt.h signilicnm financi:11 conscqui:ncc:. , 

A recent survey by Gfl< shows thm !t majority of 

Americans bdi~c ra..,:paycn: and families arc not 

getting value: for their investment. They see tenure as 

n system that adds 10 cost and comprom ises qu:1lily. 

11,cy fear thot political correctness and in1olcrancc 

are undermining the free exchanitc of ideas. And 

headlines underscore ever-more-frequent concerns 

nbout colle,:inie atl1letic scandals, binge drinkin1;, and 

criminal behnvior. 

Multiple studies suggest that, despite massive 

expenditure, m:my of America 's collr:~e grnduOlc. 

ore no, leaving school prepared for career and 

community. Substantial nwnbcrs of recent college 

graduates lnck n funJrunental understanding of their 

his tory and hcri1age; many suffer from vm gaps 

in their skills and knowledge ru,cl arc ill-equipped 

10 compete in 1hc fast-moving l?lobol economy. 

Meanwhile, completion r,ues •t both two-year ond 

four-year colleges ure often hockingly low. Tuition 

continues; 10 ri~e for above infbtion. outstripping 

even increases in medical com. Student debt hns 

risen .1.lonM: with it. topping om: trillion dollars. 

\XThilc there is no single cnusc for this range of 

problems, one of the critical ourccs is the foilurc 

of higher c<luc:,tion govcm:mce. Th:it is why 

the undersigned have come together-as long-

time fnc:nds and supporters of American higher 

education-to caU for governance for a new cr.i 3nd 

to set n (l:1t.h for new anJ vigorous cngagcmc.nt by 

ac:1dcmic leadership :ind boards of rrustea. 

lnc.ffectiVc higher c:d ~ovcmtt.ncc is: not a ncu• 
phenomenon. Thoughtful obseivers like fcdernl 

judge and forme r Yale trustee Jose Cabranes :llld 

Hoover 1nst.itution scholar Martin Ande.rson have for 

many yc;us pointed at a ttcncraJ fo.ilurc of boards to 

do tl1cir job. 

But these times presem new challen~cs. Every day, 

new em ran,. to the higher education marketplace 

compete for student c:nroUme.nts. Legislatures 

cut h:1ck on s131.e suppon, and families retrench. 

Emerging content delivery models make brick• 

and mortar seem a thing of the p:ist. Most cxpens 

agree: the future of hi~her educnlion us an elemcm 

of Americu', globol lendership, along with 1he very 

existence of many institutions, is in jeopardy. 

R:1Lhcr thnn being u defining mengtl, of hi~hcr 

education, lay governance nou.• dueatcn • to he :1 
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liability. ·n1crc is no doubt t!rn1 leadership of higher 

education is out of balance. Trustees should take a 

more active role in reviewing and benchmarking the 

u•ork of faculty and adminis1r.11ors and monitoring 

oUlcomes. Too mnny have scc.n tl1eir rolt:: narrowly 

defU1cd as boosters, cheerleaders, and donors. 11,ey 

should ;sk the questions th:u need 10 be asked and 

exercise due diligence. They m,m nm be imenni11em 

or passive fiduciaries of a billion dollar industry 

critical to the preparation o Americ3's next )enders. 

New realities rcquirc new strutcgics. Shared 

govcrnonce-whic.h 

and the public. A. fonner Hn,vard president Derek 

Bok has made clear, "trustees are supposed 10 act as a 

mediating agent between the inte.rcsts of the institution 

nod the needs of the surrounding society.· Trustees, 

who come from u variety of professions and pr~m a 

variety of viewpo~11s, can provide • bro:1cl perspective 

on prcp:u-Jcion for citizenship, career, and lifclong 

lc:tming thai a tenured profcs.,or, properly focused 

on his own depo1tmen1 and an expen in his own 

cU dpline, ca.nnm so ensily offer. 

1bat is why trustees must have the last word when 

it comes to guarding 

demands an inchJsive 

decision-making 

proc~ss--cannot and 

must not be an excuse 

for board inaction at a 

Shared governance-which demands 
the centr.tl \,a..lucs 

of Amcricnn higher 

cducadon-acadcmic an inclusive decision-making process­

cannot and must not be an excuse for cxcdlcncc and 

academic freedom. 

The preservation 

of academic 

board inaction at a time when America's 
time when Americ:i 's 

prc-cmincm role in 

higher education is 

thre:11encd. 1bosc 

pre-eminent role in higher education is 

threatened. f recdom, f recdom 

who hold on to the old strategy of passive governance 

c:m never be dJectivc: agents of change. The 

panncrship of infonncd, cn~ugc<l governing hoards 

and dynamic ncademic leadership has never hecn 

more ur~ently needed. Effective board leadership 

involves not only listening, but also includes acting 

aftc.r clue deliberation, even when not everyone 

agrees. This does not mean thnt trustees unilaterally 

impose: t.hcir will over t.hc innitulion. Rat.her, trusu:es 

need 10 listen carefully to faculty concerns and 

hecome knowledgeable so um they can make highly 

informed decisions. When tl1cir decisions depan 

from faculty wishes, they must he able 10 :1nicub1c 

why Llrnt is appropriate. 

While faculty arc often focused on their disciplinCi, 

and administrators on the growth and prestige of thc:ir 

insti1ut icms, trustees-working witl1 presidcms-are 

cho.rged with bringing ,he bi11 picture to the table 

and mo.king decisions in the best in1ercs1S of nudents 

of expression. and 

the integrity of scholarship md teaching ritthlly falls 

under their puivicw. While the occ-..sions should 

be rnrc, they must be prepared to intc.ivcnc when 

imc:mnl constituencies are unable or unwiJling 10 

institute urgently needed refonns. 

To Jo this effectively, tmstees need 10 work with the 

CEO and have :icccss to independent information 

and cxpcru to help them gain a full nationol 

perspective. Too often, they are in the dark when it 

comes to crucial issues such 115 academic qua..lity and 

imcgrity. They often lack infonnntion on srndent 

learning, 1he academic culture of the crunpus, and 

Ll1e intcllecrual value-added of college. Bnnrds should 

expect that campus udministrators will provide 

concise, thoughtful, and ana!yticol infonn•tion for 

which they will be hdd accountable. 

Boll, trustees-and those who appoint them-must 

reject the belief that university truS1ccshlps arc 



sinecures or seats of honor. Trustees need to bring 

a renewed and vigorous commiunent to learn ing 

about , and understanding, the academic en terprise. 

They mu.st, going forwor<l, requi re fo r themselves . 

professional dcvdoprnc:nl , continuing education, and 

accountability.Just as 1rusttts must insist on real and 

concrete institution.ii ;1ccoumability. the public must 

demand the same of governing boards. 

Ou r comments abom the oversight responsibilities 

of trustees are not in tended to diminish the 

responsibilities or powers of top institudonoJ or 

ac~idcmic leaders. 111e role of the chief executive 

offi cer is naturally cruci :11 10 d1e successful 

adv::mcerncm of higher education institutiom. And 

uustccs must be able to rely on the prcsidcm or 

chonccllor in the development of policy nnJ the 

ope.rrition of the instirmion . [1 is essential 1hi11 chief 

executive officers be pe.rccivc<l :1s having trustees' 

trust and confidence :,md Lhat the flow of infonnation 

be foci litated by the administration. Excep t in 

rare situ:nions of crisis or in 1he selection of top 

:id.ministrators, t rustees, who have final fiduci~ry 

authority, act 1hrouj!Jl campus leaders who have d:1y­

to-d ny responsibil ities for inst.i tutional rn :.maj:!c.mcm. 
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111c signers of this docwncnt have come toµc:the.r 

to craft [I bold OL'W approach to govcm~mce-­

govcm:u1cc for a new era- recognizing that it is 

urgently needed if American higher t:duc:11.ion is to 

maintain tlic diversity an<l c:xce.Ue.nce that have for 

so long mode it the envy of the wo rld. \Vie are a bi­

partisan group of d iverse and independent leaders 

beholden ro no org:miz::n.ion in our panicip:11.ion in 

this govcm1111ce project. E:tch of us might express 

these values in different ways, and we recognize :md 

expect each institution to moJify and adapt these 

principles ro its own mission and culture. But the 

v1tlucs we outline arc ones tlun we :ill share and ones 

that we believe all trustees :md all leaders in higher 

cducution must oggrcssive.ly pursue, todoy ond long 

into t11e fumre . 

\YJc outline the path forw:ud in what c:.m be :l 

b lueprint for tltoughtf1J and cngoged stewardship for 

the nex t qu;1rtcr century. 

Benno Schmidt 

Cltairman, Project on Governance for n New Era 
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THE PATH FORWARD: Governance for a New Era 

Lay governance has long been one of the great strengths of American higher 

education. A powerful, informed, and engaged board is essential for effective 

governance, and boards must embrace their fiduciary responsibility. Their task is far 

la rger than simply selecting the campus president or chancellor and then stepping 

as ide. 

I. 

Articulating the Mission 

Boards everywhere, rvorkinJ!. with tht-ir p rt'1idr,1tI, 

musi ask and t1111wer: \~by do we exirt? l"Qba t is our 

purpose:? And how C(J rJ we br•st serve th~ 11at io11, the 

rtat e, and our Jtudt•,r/.r, hoth i11 1h,· rhort and lanJ!.· 

lenn? 

One of the ccntrnl re>ponsibili,ies of a l,o,rd of 

trustees is to determine the purpose of the college or 

university, as this purpose undergirds every decision 

the board makes: its strategic plan, its allocation of 

resources. and p<rformunce goals for its prc-sidcnt. 

The insi-iru lion's mission shouJd make the board's 

priorities clear and unambi&uous. 

A lack of clari1y of i11stin11ionul purpose-or ;1 failu re 

of goven1ing boards to ensure that institutions ~,<lhcrc 

to their stated purposL--js u major contributor l O 

the rapidly rising cost of higher education over 1.he 

p:tst several decades. Competition among colleges 

and universities has caused many-regardless of the 

mission or communiry they are intended to serve-

In adopt " "bigger and better model of growth, 

as opposed to a focus on quality and priorit.izarion . 

Instirm.ions o( :ill sizes and specfa.lt.ics strive to add 

3cadcmic programs (and non-acodcmjc n.menities) 

in hopes of anr:.ictin~ lo.rgcr cnrnllrnent bases. Yet 

few institut.ions have the resources to sustain this 

strategy and level of ~rowth. As a resuh , the whole 
t!nterpdse: suffers-pror,mms that were previously 

rin ins1.itmion's strength a.re stretched thin, while 

students are forced to absorb the hitthcr costs 

1hrough their tuition doUars. 

·n,c economic cnvironmcm has changeJ dr:unJtically 

in the pas t ten yea.rs as colleges and universities 

sustain grc::11~r fiscal pressures than ever be.fore. 

Me!l nwhile. moumins rcgubt.ions and :tdministrativc 

creep <laily influence cons al our institutions. Many 

feder;J and sia1e governments, foced with nlready­

strc1ehecl budgets anJ looming lonr:••erm obligations. 

arc unlikely to make public funding for higher 

~duc:u ion the priority it once wns. Sm aller, priv:ne 

colleges arc already on the defensive, coping with 

declining cnrollmems. families fnmrnted by spiraling 

1 ui tion costs, :md degrees whose earning power has 
generally shown linJe or no increase. Every day a 
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host of entrepreneurs, backed by billions of <loUars, 

vigorously compe1e to wrest student enrollments 

away from tr.tdition;tl inslitu tions of high~r 

education. 11,e buildings that campuses actively seek 

to fund a.ml creel may bccom~ lfabilitics in a world 

of cyber conncccinns. 111c number of schools that 

have seen 1hcir bond rutings drop or that have b <."Cl l 

suddenly forced 10 eliminate programs and facul ty 

lines is vivid test imony to the: growing pressure and 

peril that higher education faces. 

TI1e role: md mission of a university are not static. 

There arc limits 10 what institutions can and should 

do, And trustees must regularly assess the cost/ 

value proposition of ~endemic and nonacademic 

programs in setlin~ their goals. It is critical that 

instimcions-through their governing boards­

define their mission and cst:tblish the unique role 

they have. Such goals migh1 emphasize teaching and 

learning; a focus on STEM preparation: service 10 an 

immigrant community; or research perfom1.mcc anJ 

faculty reputation. And while differem dcmems of 

an institution mny hnvc unique qualities-opcr:ning 
a university's mcdica.1 cente.r is vastly different from 

governing a college or lihern l ans-trustees are 

responsible for reconcilin).! these elements with the 

institut.ion's mission . Doing so is vital to man:1ging 

resources prudently: families and taxpayers can no 

longc.r susrn..in the serious cost of mission creep. 

Trustees must rc-.tlize that limes-and inslitutions­

must change. 

An.icuJating the mission requires that crosrees 

tl,ouglnfuUy consider who it is they represent. The 
board of a public instit ution is the duly constituted 

representative of ,he people and has a primary duly 

co the public. Its responsibility is 10 ensure hiHh 

quali ty, affordable educadon. Even trustees of priva1e 

institutions have a fiduciary duty 10 the public, nm 

only as recipients of significant amounts o( federal 

financia l aid, hut also for their institutions' rol~ in 

c:duc.iting the next gene.ration of citizens. 

his particularly impon.int for trustees to W1dersrn.nd 

and, :ts appropriote, define tl1c levcl al which their 

inst.irution engages in research and the significance of 

research fo r the i.nsritu Li on. Truslccs must he au1;1rc 

of how research is funded, who receives funding and 

why. and the problems of compecilion for research 

funds . Trustees must be engaged in the dialogue and 

policymaking 1.ha1 ensures thn1 the faculty, including 

research faculty, contribu1e to the overall teaching 

mission of the insti rut.ion. 

Trustees must be willintt to withsrnnd pressure 

to grmv athlct.ic progrnms 1hac are a net drain 

on resources, and 1hey should ensure that salary 

contracts for coaches rt.·wn.rd academic performanc~ 

fim and athletic success second. It is cricical for 

trustees activdy to oversee t.heir intcrcoUcgiatc 

athletics programs, rather than allow outside 

organi?.ations such as the NCAA and athletic 

conferences to dictate governance prerogatives. 

Truslt:es cnnnot and should not e.'C pect participants in 

tl1is multibillion-doUar indusiry 10 police themselves. 

[n summary, trustees are responsible for mission, 

institutional priorities, :ind for what gr:idu:.ues of 

the institution must know and be able 10 Jo. They 

must regub.rly review the institution ·s long-range 

goals and its academic strategy. They must set goals 

in wri ting with dear benchm;arks against which 

all senior managers are held accountable. Board 

meetings should be structured so thot major goals­

with appropriate benchmarks nnd pcrfonnance 

measures-arc carefully cx.iminc<l, ideally at least 

once per year. Although trustees do not implement 

plans and vision.s, ,hey must define the institution's 

goals and empow<r their ocademic leadership to 

achieve those goal;. 



II . 

Protecting Academic Freedom and 
Intellectual Diversity 

Academic freedom is the single: most importam v:1 luc 

infonning the academic emcrprisc:, and governance 

for 3 new em requires trustees to protect ir . Since 

the 1915 Decbrotion of Principles by the American 

Association of University Professors, :icademic 

freedom has been a rwo-u,ay street: the freedom of 

the teacher to teach and the freedom of the studcm 

to learn. Trustc:c:s and udminis1r:1tors hnve, for 

rhc most pan, done a good job of protecting the 

academic freedom of faculty. But they hove often 

failed to guard the academic freedom of students. It 

is a sad truth that in some instances, faculty, while 

be.ing jealous or the.ir own ncadcinic freedom, h:ive 

diminished the academic freedom of students. 

Recent surveys, as weU as events, indeed suggest Lhcre 

is :in erosion in undcrsutoding and appreciation o( 

nc:1demic freedom. Professional organization such 

as the American Association of University Professors 

(AA UP) nnd the American Federation of Teachers 

(AFT) are embracing an expansive definition of 

academic freedom thut emphasizes rights, job 

security, and collective bargnining but which de­

emphasizes faculty accountability and responsibility. 

Governance for a neu• era rcql.Urcs trustees to h;lVc 

the final authority and responsibility to protect 

academic freedom. TI1t:y must onicufote academic 

freedom as a campus value of p;uamount impon :mcc. 

They should declare in their pol.icics that studcnt.s 

and faculty have ,he right to academic freedom. 11,cy 

should make certain that the meaning of academic 

freedom and its cenlral value to a functioning 

univenity are described and outlined in college 

l htrp //www.ne'Q-S.11chic~n <"du/ tdt:Uc.s/07/ pd£/lulverpl.p<U 

catalogs, strategic planning documents, :ind in 

student oriemations. 

Working with and through administrative leadenhip , 

1hcy need to intercede when stuJcnl s-t.he most 

vulnerable constituency on a c;1mpus-are unfairly 

trc::tl cd because of their polit.ical, religious, or .social 

beUefs and practices. 

Governing boards shouJJ rnoniwr academic freedom 

and inu,llectuol diversity through campus self-studies, 

as the University of Colorado has recently Jone. They 

should put in place, as has the City University of 

New York, student grievance: policies which allow fo r 

srnclents to speak out without fear of reprisal when 

they believe that the institution is f:tiUng to protect 

1hc stuclc.ms' freedom to learn . 

Maintaining Inst itutional Neutrality 

At the same time. trust.ccs should adopt poUcies that 

ma..intain institutional neutrality nnd distance from 
politico.I fashion and pressure. 'l11cy should take note 

of nnd endorse the principles of th e: rc:port issued by 

the K,Jven Committee of the University of Chicago, 

out.linin~ the university"s proper role in political and 

social action: "To perform ilS mission in the society, a 

university must sustain an C.."<traordinury environment 

of freedom of inqujry ::md mai.nLain un independence 

( rom political fashions, passions :md pressures.,.. The 

.. instrument of dissent and criticism is !he individual 

facu lty member or che individual student. TI,e 

university is t.he home ;Uld sponsor of critics; il is not 

itsc:lf the critic. It is . . . a community of .scholars." 

The Kalven Committee observed th:n the "neutrality 

of the university ... arises ou1 of;-, respect for free 

inquiry and the obUgation 10 cherish a diversity of 
vicwpoims . .. , 
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Resisting Disinvitations 

l 'ne recent spate of c.:incc:llalions of comrovcrsial 

speakers sends the wrong message about the 

centrality of academic freedom and the free exchange 

of ideas on our coUcgc campuses. Trustees must not 

allow their institutions to compromise: academic 

freedom by yield.in~ to pressure to \Vithdraw 

invitations. \X/orking ,.vith administration and 

faculty, they should develop poUcies and procedures 

governing the invitation ::md accommodation of 

conuover,ial speakers. They should define the 

boundaries of appropriate and responsible dissent. 

And they should establish clear sanct.ions for 

disruprion of scheduled campus events. ·n,e C. V,mn 

\'(/oodw:1rd s ,~ucmcm, is.sued ar Yale University 

in 1974, offers a road.map for such a policy: "to 

rc:af.finn ::i commitment to the principle of freedom 

of expression :ind iu; superior imponancc to other 

laudable principles and values, to the duty of all 

member, of the University community to defend 

the right to speak and refrain from disruptive 

interference, and tu the sanctions that should be 

imposed upon those who offend . "2 

Ensuring Disciplinary Diversity and the Integrity of 

the Hiring Process 

11te public is incrc-asingly concerned that students arc 

foiling to receive c·xposure to a range of disciplin~ 

and a range of viewpoints. Historically, there is 

evidence that self-interest and personal ideologies 

can drive depn nmenrnl directions rather than 1hc 

interest of the studcms and prepar-.ition of citizens. 

And studies show that there arc fields-such as 

military history, tonstitutiono.l history, anJ diplomatic 

history-that arc fast disappearing from college 

curricula. The :absence of such coursework makes it 

vinuo.lly impossible for public universities t0 fulfill 

their obligation to train future pubUc school teachers 

for topics they will be required by thdr school 

districts to teach. 

Truslt~ must be appropriately engaged in this 

most important piece of acaclcmk quality and 

accountability. Former University of Colorado 

president Hank Brown and others have written 

candidly of the risks univcT<itics take if they do 

not ensure a fair and dispassionate tenure process, 

warning tbat univer,itics' independence, and 

acndemic freedom itself, a.re at stake. To ensure 

academic integrity, trustees must have confidence 

that the process of tt!nure and post-tenure rt:viC\\1 is 

objective and politically neuLral. 

To inform themselves, trustees should onnually ask 

for a repon from the prc:sident or provost outlining 

disciplinary diversity. 11,is repon can include a Ust 

of new hires :lfld tenure an<l promotion decisions in 
each depanmcnt (and their disciplines and fields). 

Does the history depanment, for example, have 

cxpenise and offer coursework on the Founders, 

the American Revolution, and the Constitution? h 

is trustt:es' duty, in rnrc bu1 urgcni circumstances, to 

demand action if they believe a <lep~trtmcm places 

limitations on the representation of disciplinary field s 

and ::icademk viewpoints it.s research and t.eac.hing 

should otl1erwise encompass. TI,e president and 

provost must be prepared to explain how they urill 

ensure intellecruo.l and pedagogical diversity going 

forward. 

Trustees should also request nnnually a presentation 

on the process for 1enure and tenure review, and 

uuste:cs should regulnrly review and approve t.bat 

process. 11,ey should w1Jerstnnd how faculty 

performance is assessed and how improvements: arc 

made, when necessary. 'Jney hould. o.lso ensure that 

2 h11p :/h"1<w.y.1le.tdullc r<:/collccublcundpublic21ions/srccialdocumcnts/F rc.edom_E:icprc»inn/frccdom 1975.pdf 



the academic leadership '"" in place appropriate 

policies addressing rcsea.rch misconduct ::md connict 

of interest, requiring an update e:1ch year on ;1ny 

cases heard und~r such policies. 

Ill. 

Setting the Educational Strategy 

Trustees must also be the primary gu:1rdians of 

educational quality and exccUence. Faculty should 

always have the first word when it comes to the 

curriculum, and their expertise must h3ve a central 

role in shaping policies on academic quality. But 

ac!ldemic excellence is .in issue th::u tr:msccnds 

academic dcpnranents and thei r par1icubr interests, 

:md faculty cannot be the: last and de:1ennining voice 

regurding ac!ldemic value, :,endemic quality, nnd 

;,cademic strategy. Colleges :tnd universities ar e, 

first and foremost, educational insliuuions, md for 

trustees to abdic.ne their rcsponsibi!jty to oversee 

the educational programs \vould be as unreasonable 

,md infeasible as directing an automobile comp:.1ny 

without ever spending time on :1 fuctory floor. 

American higher education i.s uniquely premised on 

lay governance because of the cridcnl mediating role 

between the ins1iru1ion :ind the greaLer ociety tha1 

lay trustees must play. While facu lty hove disciplinary 

expertise, it is lay trustec:s-wi1 h considerable life 

:md community cxperienc.·t:-who can brint the 

big picture to bear in dctcnnining what graduates 

will need for infonncd citizenship. effectiveness 

in the workforce, and lifelong learning. Trustees 

must om line broadly what requirements wiU be 

necessary to achieve thal mission. Do trustees want 

every graduate to acquire un nccur-.uc und Oucm 

command of written English :md a coUegc-lcvd 

ability in rn:1thematics and science? Do tl1ey wam 

graduntcs to ,.:ain proficiency in a foreign J3nguagc? 

To be familiar wi1 h American history and Western 

Civilization? If so, they should make those r,uidclinc,i 

dear, and they should empower their president and 

provost to c.nsure tluu these outcomes arc factored 

into the focufry's development of a curriculum for the 

institution. Trustees do not create course content, but 

Lhcy help cs,:iblish the expectation for outcomes. 

Ensuring a Coherent and Rigorous General 

Education Program 

A !;Cnerat..ion :igo. most colleges and universities 

insisted on a coherent and rigorous curriculum thut 

provided a broad, general education in addition 

to the specialization of the majot. Faculty and 

:1clminisuators defined \vh::n is most imponant for 

students 10 know and be able to do. 

Today. ucarly every college acknowledges in its 

mission st~uemcm the importance of a solid gcnc.ral 

cduc:1don. Unfonun:udy, few actually structure their 

~cneral e<luC!llion curricula to turn those ..ispirations 

into reality. 'l11t:y only appear co provide a core 

curricu1um hy requiting cour.;es in are.as outside the 

major-the so-called distribution requirements. 

But Jistrihutional requirements bear little 

rescmhl:mcc ton true core curriculwn. Studa1u are 

typically asked to take one to three: cours<.-S in e:ich of 

five or six disrribution areas: physical and biological 

sciences. humanities, sodal sciences, writin~ skills. 

ma1h skills, and multicultural st udies. II is no, 

uncommon to lrnve dozens--c:ven hundreds-of 

courses 10 choose from within each clistribudon 

requirement. Sometimes these courst"S will be 

exotic anJ narrowly focused, including 1opics such 

as zombie movies or similar elements of popular 

c-ntcnainmcnt. lL is not surprising that most students , 

if :1sked about genera! educ::ttion. sec il as Little more 

1h:in JO-plus credit hours-and never on Friday-
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that ,hey need m accumulate in order to dcd:ire a 

mnjor. 

Gove.n1a.ncc for :i new era dem~ds that tnmecs, 

working with their president :ind provos1. reexamine 

their general cduo.tion programs \Vith w1 c:ye. to 

ensuring that geneml education promotes preparation 

for a major and skills and knowledge for life after 

grndu:11:ion. T rustecs an: 3Jso wdJ positic nc...--d lo push 

back against ,he excessive and costly proliferation of 

classes that satisfy general educnt.ion requirements. 

Thc..-y can ins[cad ensure that gene.ml cduc:uion ,vill 

provide rigorous. clear, and se.amless pachw:1ys lo 

completion and articulation to upper lcvcl cour.iework. 

Insisting on Program Review 

111c prolifc.r:ition of courses is a major cost driver in 

higher education and it is often evidence of mission 

creep. Ycl many trustees-and st.ates-huve linJc 

rcli:tblc darn on how many degree programs have 

been closed or opt:ne<l. In the interest of transparency 

and accountabiliry, institutions must keep track of 

such dora. Trustees should ask their pr<-sident to 

provide the board a review, at least annually, of the 

proi:rams added, the programs subtracted, and the 

criteria for dctennining academic program vi3biliry. 

In the state of Florida, board p,11icy provides 

that trustees review proposed aJditions of degree 

programs, Thnt review includes ensuring tht1t rhe 

prot;rnm is consistent ,vitll the university and state 

System mission, docs not unneccss:trily duplicate 

existing programs within the System, and that the 

institution has sufficient resources to accommodate 

the program. Florida's policy also provides for 

identifying and evoluating candidates for program 

1crmination. Trustees everywhere should demand 

similar review. And data from the National Science 

Foundation on the i.ncome of gr:adu:ucs in p:irticular 

majors can provide important iruigh[s for prioritizing 

acndcmic programs. 

IV. 

Demanding Transparency in 
Performance and Results 

Having defined their inst.itution:il mission and 

go:i.ls , it is incumbent on t.rusrees to demand data 

and metrics which will show to what extent the 

insdt ution-and ac:iclcmic leadership-are met:tin~ 

those goals. They must use histarical budget and 

human re.sources d:u~ to monitor .. mission creep" 

in progrJms :tnJ sciviccs. They must demand 

affordability as esstntiul 10 access and opportunity. 

They must review cnmpus policies on alcohol and 

substance abuse to monitor their effectiveness. 

And they must tnsurc that there is no information 

asymmetry bcrwcen the inst.itution 3.Ild irs govc:ming 

board, making ccnain tlrnt they have access to the 

same information on which administrators base their 

decisions. 

Making Decisions Based on Data 

As fiduciaries, trustees must make their decisions 

baseJ on data. Massive .. darn dumps" of opaque 

chans and "death by powerpoim. • i.e., show-and. 

tell presentations from faculty nnd administration , 

arc not the answer; instead, trustees need to insist 

on u dashboard of key, carefully defined measures. 

including: graduation ra,es by demographic including 

studems who tr:U1sfor; tuiLion r:1tes; administ.rJtive 

versus instruct.ional spenclin~; building mili1.:1tion 

(both classrooms and laboratories) by time and day of 

the week; low enroUmcnt majors; gener~ education 

courses and enrollrnrnts; and athletic spcnJing 

(including student fees and institutional spending) . 

To ,he extent possible, this data should be made 

av:ii.lablc to p:u-ems and families so that they can 

assess the educational effectiveness of the institutions 

they arc considering or supporting. 



Dat n that ullou' boarJs 10 comp:m: 1hc.i r metrics 

agains t those of other jnstitutions, such :is th ose 

•vailable from the Nation,J Center for Hjgher 

Educ•tion Mana~eme111. ystems (NCH EMS), are 

highly imponant. Yet institutions differ substantially, 

and those differences should be acknowlcd~ecl when 

making inst itutional comparisons. Bo:1rds must aho 

be vigilant in ensuring thnt the peers their insli tulion 

chooses for comparison it re, in fact, val id peers. 

Often aculty nnd ndministrntars choose aspir;ltiona1. 

rather than :1cLU:1I peers, which arc thtn used to 

justify inappropriate expenditures and a call for 

further resources. Trustees musl also resist rdyin~ on 

out.side ratings systems that focu s on rcput;Hion and 

resources instc-!1d of cduc;1tion:il values, academic 

c.xcdlcncc:, and co:,;. t effectiveness. A<lopting su11n<l 

metrics is cruci:il for addressing t.hc cos1/v:1Iuc 

proposition of nn institution. For cx:tmplc, trends 

in administr-Jtivc spending, building utilization , 

,md time-to-degree can al l be indicators for policy 

changes n~cdcd to mitig:nc risin~ costs. 

The thorough but efficient Accow11abili1y Report 

used by the State Universi ty System of Florida Board 

of Governors can form the busis of ,1 doshboard of 

key indicnw rs that sboulcl be adopted by insti1uLions 

across the coumry. 

Moreover, trustees should not limit their knowledge 

of thcir institudons to what is discuss.cd in c.·ommittc:"C 

meetings. They sbould act ivdy develop intcmiediiue 

levels of discourse at thdr institution, obtaining real 

input from reaching foculty-not just the academic 

senate leadership- and students. When members 

of the college or university community view trustees 

as resources u,ho can be: given input, 1hey provide 

insight t.h:11 can immeasurably aid in the ~ovcrnnncc 

of the institution a.nd inform innovation !Uld chBngc. 

Insisting on Evidence of Student Leaming 

Trustees 1oday Ket linlc data about wh;.1c .students 

know :md arc 3blc to do. Trustees must make clear 

io 1.heir presidents t.hac they w:1nt annu::illy to receive 

assessments of stud<!llt )c,ming- both through 

nation3lly-normc<l ins1 mmcms and other measures. 

Assessment of ncademic growth o/ students by 

external measures is. cemral to evalu;.1ting whether or 

not the insli tution-tmd its le.:1.de~hip- arc meeting 

their go;tl, , and purely imem nl and self-relcrential 

:lSsessments arc nm sufficient. Ponfolios of student 

\vork, fo r example, can contribute useful insights 

on studcm le3rning, bu1 they do nm provide an 

objective. n:nionally•normed b.isis fo r comparison of 

iudiviJu:11 growth or for institutional aecounr:1bilicy. 

Trustei:s must also add ress 1.he b.isic question of what 

h:ippens 10 studen ts after they graduate, especially in 

a t.im <:: of rampant grade inflation, when 1.r::inscripts 

a.re viewed with incn:asing skepticism by the 

businL~s nnd p rof essionnl community. They should 

annually receive from the chief e;'(ecut.ive officer a 

comprehensive repon on grading practices, inc.luding 

a review of ftna.l grade trends. This data, presented in 

such :, w;ty ~1s to show change over a period of years, 

g·ivt:s trustees the 3bility to examine whether grade 

inf1;1tion occurs and in what :1.cadernic are.1.s . and to 

call for remedies if grade inflation is present. 

Presidems and provosts need to nns\Ver the 

foUowing qm.-st.ions: Are srude.nu :maining the 

skills nnd knowledge that employers demand? Are 

they acquiring collcgc-levcl writing skills? Arc they 

gaining qunndtat.ive skil.l s :.1ppropriate for fumre 

leader> of a 21 • century workforce? 

1:..-camp/e: Ariiona Stale Univeriliy priori1t~us student 

annrment praclicn by incorporating prog,am­

rpeci/ic r<'Vierm that /ollorv a Ilandard ryrtem of data 
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col/cr1io11. result a1111/ynJ, a,,d improvement metni::I. 

A/1,,,,u program, at ASU ore r,•quired to deu,lop 011 

a.sunme111 plan al iht ir inception and update thr plan 

a11n11ally to reflect occurJlcly ur1d;111 lcorni11~ go,1/1 

v. 
Improving the Presidential 

Selection Process 

Govcma11cc for a new cm requires tl1at tru.s1ees 

improve the presidem i::i.l sd ectfon process. 

Trustees cnrry out their responsibilities through the 

leadership or the pn::.si<lent. TI1:1 t is why sclect.ing an 

dfoct.ivc and innovative presiden t is one of the most 

critical actions a board will take. But there is growing 

evidence that the currc.m search process is highly 

dysfunctional and conrributcs 10 the failure of higher 

education s;ovcmance. 

To<l::iy, a great number of universities use expensive 

execut.ivc search finns. lL is common for a search 

firm to receive, in addi tion to expenses, ::i percentage 

(often 1/3) of a new hire', firs t-year sabry. Search 

firms, moreover, reguhrly argue 1ha1 the talem pool 

/or higher education leadership is sm:tll, 1111d they 

often cncour.ige an in.stitution to seek u .. sitting 

president " already employed at another institution . 

'JbcSc a5sumptioni; r.an drive: cxecu1 ive alaric~ to 

very high levels and could crente tt wcd~c betw,-en 

the CEO nnd the acndernic community. They should 

be examined more corefully. 

Ir is time for bonrd~ everywhert 10 consider c:u-efully 

whether search firms really add vnlue to the pmcess, 

There is a growing case that the.ir use i:!ives rise to 

a conflicted, expensive:, and incffici~t proc<.-ss 1.ha1 

undennines college communities :ind Jiminishcs 

1mst among their consti tuencies. \Xlhet11c.r or nm 

a scorch firm is utilized, governance for a new era 

demands that trustees take charge of the selection 

process, inviting nomin:uions iltld applications from 

inside and outside academic circles. The rruste<es 

::i.lone ::ire the ones who can and musr sec that the 

scorch is done righ1. They must lead in developing 

the vision for urhat they w::mt !lild articulate the vision 

to the community. They should consider a wide range 

of types of candidates, including those outside the 

academy. The ranks of business and government are 

full of ski lled, public-spirited executives who believe 

in higher education and would consider serving :1s 

college presidents. The lasr fr."V.r years have. seen a 

number of highly successful college adminis trators 

u•ho have emerged from th~e ranks. 

The process of selecting a president mny be led by 

a search commiuee or the trustees, but aJI trustees 

should have access to full information on every 

applic:1tion- not only the t:ventual short list-and 

should h,vc the opponunity to communicate directly 

with the search committee. Input from higher 

education constituencies ls critical-both before and 

during the search. Bue trustees must not delegate 

away responsibiliry for gttidiog the searcl1 anJ 

selection process. Specilically, this means t11at they 

should never allow themselves to be ou1t1umbercd 

on die se:u-ch committee. Nor should they limit 

their ability to inrmduce new candldat~ or to 

insist tha t the committe<e broaden the scope of its 

search if tl,e c,ndida1e pool is insufficient. \'(lhen a 

board convenes to vote on a new chief executive, it 

should have the opponunity to consider multiple 

fi n:ilists. ft is a distressing fact d1at prcsidenLial search 

fi rms thnt trustees might hire ~c often seriously 

compromised, since they are rypica.lly supponed 

and used by many presidcnlS to place themselves in 

a new job or conduct searches for managers at their 

own institutions. These firms often have standing 



relationships with the candidaics they present fo r 

board consideration, This conllic1 makes it cspcci,J ly 

critical for trmu:cs: to identi fy indepc.ndcnt rt..~ourccs 

m assist 1.hem in r.he se~rch process. 

Assessing Presldenti~I Performance Based on 

Meaningful Metrics 

Trustees also need to Jesign bcucr pr~s idenLia1 

contrncts and conducl more re~uht r cvaluntions. 

They must hold presidents :md senior adrninistrators 

uccoumable for responding to inforrrnuion requests 

and for addressing 1he key goals and ohjcc1ives 

tha t the board csiablishes each year, The Purdue 

University board of tnlstces evaluates its prcsicleni 

by placing ;, set pcrccnrnge of compensation .1 1 risk, 

contingent on mce1jng specifi c performance goals 

in :irea such as gradu:ujon r~ttcs, stuJem lc:,rning 

omcomes, and academic excellence. 111is approach 

to executive contracts should be seriously cons idcrcJ 

fo r both presidents :mcl otl1cr senior a<lminis1r~nors. 

Pay should be contingent on 1.hc pre idtnt 's achicvin~ 

institutional goal.s, and bo3rds will be wclJ.aJvisc<l 10 

measure academic gro\vt.h. the integrity of the tenure 

process, responsiveness to requests for infonnntion. 

assurance of in1d1ectual d.i\1cr.d1y. nnd efficient :ind 

productive use of insti tutional resources. 

VI. 

Strengthening Trustee Selection 
and Education 

ln a recent poU by Gil<, 91 ¾ of the American people 

said it is the boord 's responsibilicy to "1nkc the lcaJ 

in reforming higher education to lower costs :mcl 

improve quali,y. • Trustees indeeJ, u1 their best, ran 

provide a "rcali1y check" on the often self-directed 

focus of colleges :lfld universities. 

It is also true that many inside and outside the 

campus have their doub1 s about the compe1ence of 

governing boarJs. Missteps by lay boards (which 

hnve happened and will continue to happen) gnin 

immense anention. Trustees arc frec1 uemly criticized 

for their lock of knowledge, :1biU1y, or ex perience 

with 1he acaJ cmic cntc.rprisc. They :ire criticized 

fo r re•living their undergr:1duate days, calling upon 

old experiences, and hu\~ng insufficient expertise 

tO make ocsdcmic decisions. As fom,cr University 

of Wisconsin regent Phyllis Knmch has noted: 

.. . . . college und university trustees-like their 

countcrpJ. n.s in the corporate world- need to do 

:1 hcncr job of connecting the dots b~tween the 

promise and p~cLice of ~ovcrnance. Ge11.ing it right 

maucrs 

For th is reason, govcmors and legislamrcs must 

enhance the qua1ity of their ~1ppoimecs and insis t on 

n.-i;ular and independent training . .. Higher educat.ion 

h,s never been so imponant 10 the health and wcll­

bc:in g nnd the fut ure of our s'I.He }IS it is right now," 

s:tiJ thcn ,Govcrnor Mitch Danicls ... .. .. II we :1re 

going to make 1hc kind of improvement we need 

... (trus1cesl arc going 10 have to press fo r it , and 

measure it. and <le.m::md results . .. 

lo at least two-thirds of Lhe stales , t.hc governor 

is primarily responsible for appointing trustees of 

public institutions. ln these states. informed and 

t.hougln.ful appoinuncnt by the governor is essential 

to ensure leodership ond accoumabiUty /or the 

st.ate:'s publi c higher education system. The governor 

is elected by the pL'Dple of the state and has 1hc 

responsibility to put forth a coherent cducalional 

vision . Alt.hough public t.rus1ecs mny think that 

ch.cir main job is to :1dvocate and raise money for 

1heir insti lu tions, it is incumbent upon the gov(!m□r 

10 cnsure thot they undcn1:ind the.ir fiduciary 

obligation is to represent the taxpayers. U they ore 

unoblc m make tha.t commiunc.nt, they should not 
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be appoin1td. Govemors can benefit from a close 

liaison with existing board chairs to l~1rn of specific 

board needs to stre.nAthen fu ture :1.ppointrnems. rf 
1he governor's appointees fo il , the governor bears the 

responsibility. 

Many would orgue for specific board seats allotted 

by consti tuency or ve:lling cnmmis!iions that would 

reduce gubernatorial responsibility. These effons 

are misguided : it is incumbent upon sit ting trustc~ 

m represent the broade r public imcresl. Jt is :ilso 

imponanr that appointing power rest with those 

who are <lircctly accounrnblc; commissions b ck 1.h~ll 

account:1hili1y. 

Private bo:.irds must examine and. if appropria te . 

revise their bylaws and processes to ensure th:it 

:ippoinunents to the governing boards include: 

not only generous donors hut 2lso members who 

bring understanding of the world of colleges and 

universities, Private bo:.irds should insi.c;. t on effective 

nomin3Ling comminccs which identify talent, 

leveraging members' extensive networks with the 

community nt Jorge, The president should not be the 

appointing authority for lrustees who ,vill ultimately 

oversee his pe.rfonnancc. 

AU boards-priv-Jle and pubUc- should include 

trustees with a range of backgrounds :1ppropriatc 

for building board expertise :ind effec1ivc oversight: 

those with academic experience and w·1ders1anding 

of the internal workings of coUcgcs and universit.ies; 

those with strong finan cial backgrounds: those 

providing inteUcctual and professional divers ity, 

~nsuring a rich mixture of ide:1.s, ta1e.ms. and 

professions. They should rdlecl the major specialized 

intellectual areas of the institution-such a.fl: science 

:ind medicine. And they shou ld have a breadth of 

skills and det!lchment nl:!C:ess11Jy m be consdcntious 

fid uciari,,.. To be effective, boards must have 

members who can be le.1ders- willing to invest the 

unp:iiJ time, undt:!n.ta.nd the issues, and ra ise: the 

1ough questions. Donalions to the political process or 

to the insti1 udon should nor, of course. disqualify an 

appointment; but trustee generosity should never be 

:1 pre-condition of :ippoimment. 

Governors nnd their staffs also need the opportunity 

rn le.:tm about the role and function of public 

governing boards flnd how best to find and appoint 

the members they need to be effective. Governors' 

3ssociations need to take rm :1ctivc ro le in promoting 

wcll-infonned gubem n1ori:1.l appointments. 

Obtaining Essential and Ongoing Education 

I.king wcll ,infonned is a prerequisite to thoughtful 

policymaking, and effective boards make sure that 

t.hcir members have nn in-depth unders1.:1nding of 

the role of the board, of higher education issues, 

and of the particular challenges in their stales and 

on their campuses. New mc.mbcn need a thorough 

orientation before! tht:!y cake up t.hdr duties, and 

the full board and its committees need regular 

ecluc.1tion:1l sessions on the topics :.ind issues they 

will confront. Board meetings should always include 

strategic and opt.ion -oriented b.ackground matt:!rials 

that provide mt mbcrs with a u•idcr perspective on 

cducntion policy for the.ir decision-making. It is this 

level of board professionalism thot uoiU command 

respect from others inside and outside the university. 

Effective boards recognize the important difference 

bcrwcen information universities generate: for public 

rc.lations and the data•driven objective in.formation 

they need for <l(:cision -making, :u1c.l they ensure th:tt :1 

fi reu1nll is maintained between the two. 

To understand the difference between the two, 

trustees must receive inde1x.ndcnt guidance. 

Unfonunotdy, few bo:u-ds of trus tees arc equipped 



with the r~ourccs they need to seek out tmd obtain 

this level of professional Jcvc!opmcnt , Often they 

3rc almost entirdy dependent on the institudons 

they ovc:nec. relying on presentations and mMeria.ls 

p rovided by the president and ou1Sidc or~ani1.a1ions 

selected and fund ed by the prcsidcm, Govcmors­

and lcgislotors-can ,,ddrcss u, is problem for public 

boards by supponing iniLintives t.h~t provide trustees 

with board stnff nnd resources inJependent of the 

president's control. Similarly, private MOvcrrting 

bo,uds need to ensure in their bylaws u1a1 they 

have the resources tl1cy need to make indcpcndcm 

arrangements fo r their own profcssionn.l development 

and dccision-makinp,. 

All boards, pubLic and private, need to incorporate 

into their bylaws a Slructurc and procedure both for 

neu, mcmbcr orient:ttion :111d ongoing training for all 
trustees. All board appointments c:m be conditioncd 

on trustee willingness to engage in t.r:tinjng, making 

it clear that appoinlffients will be reconsidered in the 

case of members who fail to participate in educational 

sessions. ln t.l1e: case o.f public universities, governors 

can be powerful advocates for imcnsc tru.s tcx 

orie.nuuion :md (Ingoing professional dcvclopmcnt 

and can facilitate or e\'en hose the kind of substantial 

,md ongoing lr.rining th:u m:ikcs sure :ippointecs 

:.1.re informed public scrv~mts. Over the years, many 

governors have organized stateu1ide governors· 

conferences r.11 :i t stress trustee responsibilities and 

inform trustees abnuc the challenges lacing higher 

cducntion. Ideally, governors will out.lint: their vis ion 

and emphasize 1hm they expect appointees m ncldrcss 

the issues of cost, quality, ,nd accountability in higher 

education. TI1 is is a time to tl1ink on a bigRcr scaJc, 

not just loc:tlJy. but statewide anc.1 n:nionully, ubour 

the role of the coUegc or university trustee :uul the 

need for responsible stewardship IO sustain public 

support of the higher education system. 

Tr:tining, which should be 31 least semi•11nnu:1l and 

allow fo r wcbinars, MOOCs, :111d other vehicles , 

should address the following key topics: 1he history 

of Amcric:.u1 higher education; board responsibilities; 

measuring mu comes; board effectiveness: nnd 

man:1gcmcm; budgets (how to develop them, set 

priorilies, nnd ensure transparency) ; curriculum; 

academic freedom and intdlec tu--1 I <l ivcni ty; 

undersrnnding space allocation and building 

utilization: umrkforce: and economic development; 

shared governance; selecting ~, ncW praidem: teacher 

educntion and the relation of hi~hcr cduc:1tion to 

K-12: and accredi ting bodies. 

lixampln: In 2010, Miuouri Governor Jay Nixon 

cortvl'neJ t1 Nighu Education Summit and ure'd 

tbt.' opportwttfy to call for thr: Jlate uniuer1itin' 

rt-genlr and JruJ/l'es tn underrakt: an exactifll!. review 

of exir11i1g academic programJ and lo consolidate 

or diminau programs not ,·conomically uill/J!e. 

The gouemor a/Jo called for f/1vermi1/!. boards lo 

t•x,mtint• thoroughly ways to deliver more e/ficienrly 

admr"nislrati1u.• urvicer. lndiana'r Commisrinn fo r 

fliglu·r Education hous ,1 Tnutt:e Academy ,vhnu 

past thrmes have included "1Je/itri11p_ Collt•p_e Success: 

L ·am111g 0 111romes Mauer• anJ ·Challnzges aud 

Opportunitit!J· Tb~ Fiscal Respo11sibilitit!s nf Trusfl•t·s."' 

Th, 5Jal<' University System of Florida Boa,d of 

G'nvernors boslS a Trt,Jlee Summit & Orie11/t1tion 

thm gives lr:ut,·r:s of the Sy.Jinn's 12 campu.res 

opportuniti1..~s to ht•ar f rom national tpeakers ,ind 

i,1/eract with Systrm hoard leadenhip, 

Preserving Institutional Autonomy 

Trustees must re!iis1 challt: nges to 1hcir rightful 

authori ty :md responsibility IO govern the ac:idemic 

and fin:m cinl activit.iL~ of their i11st.it11tion . An<l this 

means pushing back publicly ngninSI nccrcditnrs 
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that encroach upon the management and 

govermmce of tl1e institution. The accreditaUon 

process hns increasingly imposed immense finllilcial 

burdens-in 1ime and labor-with lirtlc evidence 

of comparable return . It is time to consider cutting 

the link between accrcditors and federal fi nancial 

aid so that accrcditors may riAhdy rcmrn 10 their 

role !l! peer reviewers. Instead, trustees c:in make 

publicly available key data of special intcreSI m the 

smdents, p:t rems, an<l taxpayers: tuition, fees, cost 

of mendancc, net cost, and a\'ailablc fin ancial aid; 

grodnation rat.es, disaggregated by demographics, 

with transfer r~ues as av!Uhble; retention rates; 

student loan default r3 tes; studcm outcomes, 

including liccnsure rest results (as :1ppropria1 e): 

\'alue-added a.ssessmcnts of collegiate ski lls, if 

utilized; :md job placemeot rates . 

Applying Best Practices and Trustee Self-Eva luation 

Boards arc rightly interested in the management 

skills an<l effectiveness of the president an<l 

administrators rhey hire. Neven.hdcss, it is j lso 

important ,hat boards themselves perfonn effectively. 

Federal judge and former Yale trustee Jose 

Cabranes h:1.S emphasized the need for university 

boards to •m,untain their repui,1ions by creating 

board cultures and board strucwrcs t.h il t compel 

transparency ::1od :1.ccountability, .. 

Bo:1rds need to be a \.vorkablc size: while there is 

no magic number, an effectively functioning board 

should gener:illy not exceed 15 members, Too often, 

larger numbers of trustees mean the whole board 

ceases to be involved in policy decisions on such 

crucial ma tters as ucadcmic quaHty, athletic integrity, 

nnd cost•con troL The timd"rnme of nppoimment:s can 

be problcrn:.1t ic as well. Trustees and presidents are 

often 1enn-limi1cd, while rcnured foctu1y are nm. To 

ensure n balance amongst the panjcs, it is therefore 

imponam that trustees be permitted terms long 

enough co become experienced and knowlcdgc,ble 

p;l!'lies. ldenlly, trustee terms will be at lonst six or 

seven years in le.ng t.h, wi t.11 the op1 ion of two tenns 

10 c.nsure ovcrbp of experience :ind new viewpoints. 

Boa rds should olso meet regu larly-preferably a 

minimum of six times :1 year. Given Lhc finnncial 

and •cademic challenges of higher education , it is 

impcrat ive that boards e:ng3gc and engage regularly. 

lndividuol board members must take the opportwi i1 y 

to visit the cam pus and become fomiHnr with 

buildings, ,1dminimation, facuhy, students, and 

campus life. They must make attendance at board 

meetings w,d careful advance preparation for 

mcclings a priority. They should hold themsdvcs 

accountable to the public by making the names and 

comacl information of board members publicly 

available and easily accessible. 11,ey must be 

scrupulous in avoiding conflict of interest :md the 

appcnrancc of conflict of in1crcst. Boards should 

include on their :igenda n. r~gufar executive session 

which permits appropriate confidcminl discussions 

solely among the members of the board, and they 

should avoid placing the president inn conflict 

of imcrest by maintaining the president's board 

appoinunem :1s 3Jl ex officio non-voting member. 

BoarJ members should be receptive to ull, but 

beholden 10 none. 11,eir u,dispcnsablc value t0 

students, institutions, and to t.lu: m.ufon rests upon 

their independent judgment. 11,ey must olways 

remember tl1a1 they :ire ultimately responsible for 

ensuring the financial health and ac,demic success of 

thdr institutions. ■ 



OISTRiBUIEO BY: 
American Council ot Trus:ees and Alumni 

1776 M Street NW. Suile 807 
Wash:nr,lon, DC /0036 

P: W2 <676787 • F: ,0,,167.6784 
Em.iii; info@GoACfA err. • Wrbsit~: wwwGoACTA.org 



ACADEMIC MASTER PLAN

December 6, 2023
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We have developed a Plan for Strategic Actions to Take 
Charge of Our Future as part of “Know Y”

•Optimize education offerings of workforce education
• Innovating for career readiness

•Bringing innovative, student-centered teaching to promote 
life-long learning and retention
• Reallocation savings will fund our growth

•Culture of Assessment 
• Gainful employment leading to strategic realignment

•Sustainability analysis 
• Sunset/overstaffed programs
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AGENDA

• Undergraduate programs
• Strengths and Weaknesses

• Graduate programs
• Strengths and Weaknesses

• Growth Opportunities

• Alignment of Academic Affairs Priorities
• Dean Appointment, Review, and Reappointment

• Faculty position request form

• Tasks to be completed by end of Spring 2024



Know Y: Planning for Relevance & Growth

LOW

HIGH

Continuous Quality
Improvement Detailed Analysis

Strategically Gain Market Share
Academic Programs

• Relevant
• Connected
• Accountable

Institutional Strategies
• Market Share
• Market Care
• Yield
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5

Net of Strategic Academic 
Disinvestment and Investment

ACADEMIC 
DISTINCTION

EFFECTIVENESS&
DISCOVERY OF 
KNOWLEDGE

Know Y: Planning for Relevance & Growth*

ENHANCEMENT
DISCOVERY OF 
KNOWLEDGE

TRANSFORMATION

FALL 2023 SPRING 2024 FALL 2024

$
$

$

$

$

$

Strategic Redesign of Major Offerings
(aligned with market share)

Strategic Redesign of Academic Organization

Strategic Alignment of Majors with Market Share
Academic Organization Aligned with Academic Mission

Red arrows = reallocation 
Green arrows = contribution

*Growth is the priority; Imperative to establish the correct program mix 



Our strengths lie in programs which have both strong 
employment and student demand (high market share)

• Psychology

• Criminal Justice

• Business

• Biology

• Accounting

• Education

• Nursing

• Exercise Science



Our strengths lie in programs which have both strong 
employment and student demand (high market 
share) 

• Marketing

• Management

• Social Work

• Finance

• Communication 
Studies

• Computer Science

• General 
Studies

• Engineering



There are a dozen programs which need plans to improve viability
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However, there are a small number of undergraduate programs 

where more urgent action is needed (low to no market share)

9

• Geography
• Art Education

• Music Performance
• Music Composition

• Public and 
Professional Writing
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STUDENT FUTURES
&

LIFELONG LEARNING

COLLECTIVE IMPACT
WITH

THE COMMUNITY

Graduate Degrees Strengths and Weaknesses

Total enrollment over 35 
students

MBA

Education Masters

Nursing

Computer Science

Social Work

Physical Therapy

Education Doctoral (EdD)

Counseling

Doctor Nurse Practitioner

Engineering/Engineering Tech

Total enrollment 
between 15-34 students

Master Health & Human Services

Criminal Justice

Math (combined)

Respiratory Care

School Psychology/Intervention

Communication

Health Sciences

English

Public Health

Total enrollment 
between 5-14 students

Biology

Chemistry

Economics

Environmental Science

History

Total enrollment less 
than 5 students

Athletic Training

Music Education

Music Theory & Comp

Music Performance

App Behavior (Psych)

American Studies



There are several avenues for Growth that we are 
pursuing as part of the Strategic Actions to Take 
Charge of Our Future 

• Modify and Enhance Associate Degree Programs for DWEI

• Resource Reallocation

• Facilitating Transfer Students

• Campus-Wide Retention Efforts

• Expansion of Online Offerings

• Lifelong Learning Commitment

• New Program Development

11



As part of our Growth strategy, we are developing 
pathways to Associate Degrees via DWEI

Associates:
Mechanical Engineering Tech
Electrical Engineering Tech
Information Tech 
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STUDENT FUTURES
&

LIFELONG LEARNING

Appointment and Reappointment of Deans
and the Annual Performance Review of Deans

A policy will be developed that clarifies the roles, duties and expectations of college deans that also:
• Provides that the Academic Excellence and Student Success Committee is updated annually on 

any such matters related to this topic
• Outlines the process and content of Annual Performance Reviews
• Outlines the process for hiring and term of the appointment
• Outlines the criteria, process, timeline, and context for reviews for possible reappointment

2023-2024
• Health & Human Services
• Graduate College
• Liberal Arts, Social Sciences, & 

Education

We are also developing new policies to increase 

accountability for Administration…

While performance reviews will be annual, the reviews for reappointment of current deans will be as follows:

2024-2025
• Business Administration
• Science, Technology, Engineering & Math
• Creative Arts
• Honors College



….And a New 
Standardized  
Form to 
Request
Faculty 
Positions
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Will be accomplished by end of May 2024

• Reallocation of positions for undergraduate Bachelor programs

• Outcomes established for programs within the Detailed Analysis 
category

• DWEI block credit transfer approved

• Policy developed that clarifies the roles, duties and expectations of 
college deans

• Position request form established and implemented
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Trustees Two Vear Running Attendance Record 

DUE DATE OF REPORT: OCTOBER 31, 2023 

Name of Institution: Youngstown State University 

Date of Report: October 31, 2023 

Dates Covered: October 1, 2021 - September 30, 2023 

Number of Meetings in the last 24 months: 13 

Vacancies on the board: .Q 

Board Member Name Local or Governor 
Appointment? 

Charles T. George Governor 
Joseph J. Kerola Governor 
Anita A. Hackstedde Governor 
Allen R. Ryan Governor 
Molly S. Seals Governor 
Michael A. Peterson Governor 
Laura A. Lyden Governor 

Sergul A. Erzurum Governor 

Richard C. F!Yda Governor 

Officers: 

Chair Michael A. Peterson 

Vice Chair Charles T. George 

Secretary Anita A. Hackstedde 

# Mtgs. 
Present 

13 
13 
13 

9 
13 
12 
10 
8 
4 

# Mtgs. 
Absent 

0 
0 
0 
4 
0 
1 
0 
1 
0 

Attendance 
Percentage 

100% 
100% 
100% 
69% 
100% 
92% 
100% 
89% 
100% 

Note: Includes Regular and Special meetings of the board; Committee meetings are not included. 

Start of Current 
Term (M/D/V) 

May 2, 2018 
May 2, 2020 
May 2, 2021 
May 2, 2019 
May 2, 2015 
May 2, 2016 
May 1, 2017 
May 2, 2022 
May 1, 2023 

Appointment Date of End of Current Term 
Current Term (if different (M/D/V) 
from start of current 
term) - (M/D/V) 
May 2, 2018 May 1, 2027 
June 25, 2020 May 1, 2029 
June 4, 2021 May 1, 2030 
May 3, 2019 May 1, 2028 
June 20, 2017 May 1, 2024 
Feb.81 2018 May 1, 2025 
March 25, 2022 May 1, 2026 
June 27, 2022 May 1, 2031 
Mall 1, 2023 April 30, 2032 




