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The way students learn—and the way higher education is delivered—is changing by
the day. No two student-defined paths are the same. Higher education has never
been more challenging. Competition for the best students, researchers, and faculty
is increasingly fierce. These constituents expect modern, personalized experiences,
and higher education institutions must embrace the latest technology to deliver
them. The pressure’s on to balance the needs and desires of a new breed of
students with increasingly demanding fiscal realities. With a competitive market,
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seek increasingly efficient, cost-effective ways to deliver world-class education and
empower groundbreaking research.

New technologies are helping colleges and universities open up new revenue
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technologies include:

« Artificial Intelligence (Al)—Al enhances business processes, research, and
in-class teaching. It can identify areas where support is needed.

* Machine learning—Virtual teaching assistants can provide data on student
performance and suggest future actions.

* Chatbots—Chatbots can answer questions on enroliment and class choices,
and enhance the student experience.

» Adaptive learning—Adaptive learning can deliver real-time, value-added
experiences and analyze student responses to provide unique feedback and
resources.

* Cloud—Reduces IT costs, delivers simple data storage, enables mobile
learning, and harnesses the compute power for administration, research,
and learning tools.

» Blockchain—Helps bring legacy paper systems together in a single
database. Credentials can be checked and validated more effectively than in
a paper filing system.
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Making the Tough Decisions: Critical Business and Enrollment Strategies

ll Introduction I

Just about every college and university faces tough decisions these days.
Colleges confront new competition, increased scrutiny from politicians
and the public, and the erosion of traditional business models. At the same
time, the demands of ensuring student success and (at some institutions)
research remain.

The articles in this compilation examine tough decisions: giving up
donor revenue for longterm gains, placing limits on tuition in the name
of minimizing student debt, shifting admissions policy to attract more
students, combining programs to limit costs amid demographic shifts.
Notably, many of the difficult choices facing college leaders these days
relate at least in part to enrollment strategies.

Inside Higher Ed offers these examples to show the range and complexity
of hard questions facing colleges today. We welcome your suggestions for
institutional strategies worthy of future coverage, and your comments on
this compilation.

--The Editors
editor@insidehighered.com
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News

A selection of articles by Inside Higher Ed reporters

A School Money Can't Buy

BY RICK SELTZER // JUNE 8, 2017

As deal to keep Wisconsin School of Business name intact approaches
its halfway mark, donors consider what it means - and the changing

nature of honoring donors.

The price to buy nothing has gone
up over the last 10 years, and an ex-
clusive group of donors is very inter-
ested in finding out what the next 10
will bring.

In the fall of 2007, the University of
Wisconsin at Madison announced
an unusual naming partnership
for its business school. A group of
13 donors made gifts totaling $85
million. In exchange, the Wiscon-
sin School of Business would not
change its name for a period of at
least 20 years.

Many universities try to name
their business schools for a single
major donor -- they don't leave them
unnamed by a group. Wisconsin's
announcement also stood out be-
cause it came at a time of signifi-
cant business school naming, a few
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University of Wisconsin School of Business

years after the University of Mich-
igan's business school received
$100 million from alumnus Stephen
M. Ross in 2004 and subsequently
renamed itself the Ross School of
Business, and the year before the
University of Chicago received $300

million from alumnus David Booth
and decided to rechristen its school
the Booth School of Business.

As a result, the Wisconsin ar-
rangement  grabbed  attention
across higher education, econom-
ics and fund-raising circles. Terry
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Hartle, the American Council on Ed-
ucation senior vice president, called
it the most interesting development
in philanthropy he'd seen that year.
The Freakonomics blog posted what
was perhaps the pithiest analysis:
"S85 Million Will Buy You Nothing at
the University of Wisconsin”

In that post, economist Steven D.
Levitt wrote that “it probably would
have been a lot cheaper for the
boosters just to bribe the Wisconsin
Legislature to pass a bill preventing
the naming of the business school,
although that strategy would not
have gotten them many positive
headlines”

The Wisconsin Naming Partner-
ship has added a few donors since
2007. It's up to 17 partners and has
raised $110 million. But the term of
the nonnaming agreement hasn't
been extended -- so now $110 mil-
lion will still buy you nothing at the
University of Wisconsin.

As the partnership is approach-
ing its midway point, Wisconsin ad-
ministrators and donors are think-
ing about how it came together,

Michael Knetter, president
and CEO of the University
of Wisconsin Foundation
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how it has worked and what might
lie in its future. Some early chatter is
beginning about whether donations
could be accepted to push back the
partnership’s ending date.

The discussion opens a window
into the world of higher education
fund-raising, valuation for naming
rights and a university's identity. It
will also be watched with interest by
fund-raisers, who even a decade
later view the deal as an innovative
idea that regrettably hasn't been
replicated elsewhere.

What's in a Naming Partner?

Michael Knetter is the president
and CEO of the University of Wiscon-
sin Foundation. Previously, he was
the dean of the Wisconsin School of
Business, and he spearheaded the
development of the naming partner-
ship.

In the early 2000s, the University
of Wisconsin was one of only a few
Big 10 institutions without a named
business school, Knetter said. When
he started as dean, he began to ex-
amine the possibility of naming the
school if a major donor could be
found.

Internal analyses determined that
such a naming agreement should
bring in a donation of about $50 mil-
lion, Knetter said. He started to have
conversations with deep-pocketed
donors, but those conversations
take time. And during that time,
Knetter started to question the idea
of renaming the school.

‘| felt a little bit uncomfortable
thinking that one person’s name
would somehow define the school’s
brand forever, Knetter said. “These

school namings are usually in per-
petuity.”

At the same time, naming prices
seemed to be going up rapidly. Rath-
er than risk jumping into the fray at
the wrong time, Knetter thought it
might make more sense to wait -- or
to not name the school. As he spoke
with different donors, alumni and
stakeholders, he became less and
less sure renaming the school was
the right way to go.

‘It doesn't really often work out
that the brand that a business
school gets through naming has
greater value than the parent brand,’
Knetter said. “Our parent brand was
really extraordinary. And Wisconsin,
| would say, has an ethos of egali-
tarianism about it that made me un-
comfortable and | think made oth-
ers uncomfortable.

“‘How would the business school
be viewed on campus if we some-
how tried to rebrand ourselves in
a way that almost separated us,
or distanced us, from the parent
brand?”

Knetter came up with an alter-
native: preserve the name of the
school for a finite period of time. Do
it through a collective gift.

The idea aligns with three of the
most important financial ideas
taught in business school, accord-
ing to Knetter. First, preserving fu-
ture options can be valuable. Sec-
ond, brand equity is valuable. Third,
teamwork is important.

Knetter set about seeking dona-
tions totaling $50 million for the
idea. The first $20 million to $30
million happened relatively quickly.


http://www.cbsnews.com/news/no-names-please/
http://www.cbsnews.com/news/no-names-please/
http://freakonomics.com/2008/03/14/85-million-will-buy-you-nothing-at-the-university-of-wisconsin/
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Wade Fetzer Il

Then he hit a long slow period. But
after talks with some influential do-
nors, donors bought in for well over
S50 million in total. The partnership
was announced at the end of Octo-
ber 2007, about two years after the
first donors signed on.

Those involved said the idea
seemed to fit the University of Wis-
consin and its business school. The
university and its business school
are large and have many alumni, but
they don't necessarily have access
to the same number of super-rich
donors as do the country’'s most
elite institutions. The minimum do-
nation amount for Wisconsin Nam-
ing Partners was S5 million in unre-
stricted money, and donors could
put designations on money above
that level.

That allowed more donors to give
relatively small amounts of money
for a naming deal, rather than one
mega donor giving a larger chunk in
the S50 million range.

“No way | could have done that,
said Wade Fetzer IIl, a retired
Goldman Sachs partner who has
chaired the University of Wiscon-
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sin Foundation Board of Directors
and co-chaired a university capital
campaign. “And, in a sense, by sub-
dividing or syndicating, that was the
tool that allowed Mike to raise this
amount of money”

The funding was also notable be-
cause it was largely unrestricted.

“Particularly at Wisconsin but
probably in most capital campaigns,
probably 90 percent of the dollars
are designated,” Fetzer said. “So, ina
sense, this is consistent because it's
designated to the business school.
But it's still unrestricted.”

‘Hopefully the Money

Is Gone'

The School of Business esti-
mates that the naming partnership
has funded about 10 percent to 15
percent of its annual budget, which
totaled just under $68 million last
year. The partnership has funded
an average of 12.5 full-time faculty
members annually, plus scholar-
ships for Ph.D. and M.B.A. students.
It has allowed the school to invest in
programs and grow undergraduate
enrollment from 1,362 in the fall of
2007 to 2,540 in the fall of 2076.

One important condition attached
to the money is that it should not
be treated like an endowment, said
John J. Oros, a naming partner who
is the managing director at the pri-
vate equity firm J. C. Flowers & Co.
LLC and a former chair of the Uni-
versity of Wisconsin Foundation. It
is intended to be spent in its entirety
over 20 years.

“Hopefully all this money is gone,
both principal and interest,” Oros
said. “It maximizes the impact to

the school in this 20-year period in
which we're taking the name off the
market.

The naming partners like to meet
about once a year, Oros said. They
typically talk about other universi-
ty projects and fund-raising needs.
They also serve as a sounding
board for administrators.

“We were asked things like if we
want to be on some sort of board
of overseers, and we said no, we'd
like to meet and golf once a year or
have a nice dinner, and we'd like you
to update us and share our opinions
on some things,” Oros said. “The last
thing we want to do is have bought
control of the business school
among 20 fat cats.”

In a few cases, donors have joined
the group. One of those cases came
when Knetter moved from business
school dean to lead the university’'s
foundation. Donors raised $5 mil-
lion for him, making him an honor-
ary naming partner.

But the new additions did not ex-
tend the time frame for the nam-
ing partnership. That option could

John J. Oros, donor
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Anne P Massey, dean

be on the table in the future. Most
say that major decisions about the
program are still a few years away,
but it's clear the 10-year anniversary
has spurred some thoughts about
the future.

‘| think we said around the end of
the 10th year we would let people
think about buying more time off
the market,” Oros said. “In the begin-
ning, we worried a lot about how we
were going to handle the transition
from this 20 years to the next. Now,
we think it's probably in the last five
years when we're going to get orga-
nized”

The business school has a new in-
coming dean, Anne P. Massey, who
could very well be at the helm as
some of those decisions are made.
Massey starts in August, taking over
from Francois Ortalo-Magné, who is
leaving to become dean of the Lon-
don Business School.

Massey is still learning the intrica-
cies of the naming partnership and
reaching out to its different donors.
She’s focused on mapping out op-
portunities for the school of busi-
ness at a time of massive change
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in higher education and
shifting student expecta-
tions.

Eventually, though, she
knows talk will turn to
the future of the naming
partnership.

She's not willing to
commit to a course of
action yet, declining to
rule out options from
continuing the partner-

ship as is, to reconfiguring
it or moving the school to a
new, permanent name.

‘| think, from discussions, every-
one is very happy with the naming
gifts,” she said. “It may well contin-
ue to expand, bring other people
on board. At the same time, we're
always stepping back and saying,
‘Should we be doing something dif-
ferently?” That's a good conversa-
tion”

Future Values

At the core of discussions about
the partnership’s future is the ev-
er-changing question of the value of
a name. When leaders and donors
had such discussions in the past,
they talked about how well-known a
donor needed to be - or how much
he or she needed to give -- to make
renaming the school worthwhile.

They're likely to have those con-
versations in the future. They're also
likely to have discussions about the
length of any naming deal.

Colleges and universities have
been increasingly moving toward
trying to limit the length of naming
deals. They've had some success
with buildings, but schools still tend

to be named in perpetuity.

For the last decade or so, univer-
sities have been working harder to
leverage their opportunities when
naming schools or buildings, said
Tim Winkler, CEO of the Winkler
Group, a fund-raising consulting
group for nonprofit organizations,
schools and institutions of higher
education.

In many cases, that comes after
institutions years ago permanently
named buildings after donors -- and
then watched, unable to negotiate
new deals, as other colleges and
universities brought in larger and
larger naming donations as market
conditions changed.

The Wisconsin School of Busi-
ness has managed to put itself in
position to take advantage of future
inflation in naming gifts, Winkler
said.

“You can't fault the university,” he
said. “They're trying to raise money
and use any legitimate means pos-
sible”

Fund-raising professionals often
wish the Wisconsin Naming Part-
nership could be replicated else-
where. But so far, they have been
unable to do so.

‘| really think it's a creative and
wonderful gift," said Martin Grenze-
bach, the chairman of Grenzebach
Glier and Associates, a philanthropy
consulting firm that serves nonprof-
it and higher education sectors. “It
would be nice if we could replicate
it at other places, but it hasn't hap-
pened yet”

Colleges and universities that are
naming buildings and schools today
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are likely to look at the deals in 10
years and believe they were a bar-
gain for donors, Grenzebach said.

The naming partnership’s donors
offered several ideas that might ex-
plain why their naming deal hasn't
been duplicated.

Announcing the decision to forgo
aname can be riskier than it sounds,
they said. Leaders have to evaluate
whether the move will be viewed as
a dedication to the school's current
identity, which would theoretically
boost its prestige, or whether it will
be considered an admission that
they were unable to raise a substan-
tial sum of money, which could hurt
the school’s standing.

Also, there are relatively few busi-
ness schools left that aren't named
after donors and famous alumni,
cutting the number of candidates.
Some mentioned the Stanford Uni-
versity Graduate School of Business
as one of the few schools that has
not been named after an individual.
But an associate dean of develop-
ment there told the Chicago Tribune
in 2008 that the Stanford brand is

sacred.

Harvard University has also his-
torically eschewed naming schools
after donors, but it changed course
with its public health school last
year after a $350 million gift - lead-
ing to debate about whether its
medical school should be next.

The idea of brand and identity was
also cited by Wisconsin boosters.
The University of Wisconsin and
its business school have a special
identity, they said. It doesn't mesh
with the idea of being named after
one person. Oros, one of the naming
partners, pointed to a sense of ca-
maraderie and jokingly suggested it
is because plenty of beer is brewed
in Wisconsin.

Of course, donors also acknowl-
edged that every institution ascribes
to a set of high moral principles and
believes itself to be unique. And it
should be noted that the Wiscon-
sin School of Business is located
in a building, Grainger Hall, that is
named after businessman and do-
nor David Grainger.

Oros said the school may have

been able to forgo a name in part
because it was so particular about
finding the right name.

‘| think it was our lack of success
at finding a naming partner that led
us to this as a better way forward,’
Oros said. “We were so fussy about
getting enough money if we ever did
it, and doing it with the right name,
that we never did it”

Knetter, the university founda-
tion president and former business
school dean who crafted the part-
nership, said he thinks there was
some value to being the first school
to announce a nonnaming agree-
ment.

Knetter also believes the deal
will be renewed in 10 years. Yet he
admits such a move could require
unigue circumstances.

“Nobody else has done this since
then, and that doesnt necessarily
mean that nobody’s tried,” he said.
“But it may not be as easy to do the
second time. People have to trust
and feel like it's the right thing. And
that trust was something I'll never
forget” [

https.//www.insidehighered.com/news/2017/06/08/university-wisconsin-naming-partnership-approaches-halfway-point
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In 2013, the University of Dayton
started a new fixed net-price tuition
plan, promising most students that
their financial aid packages would
rise in lockstep with any increases
in tuition sticker prices over four
years - keeping steady the effective
price students pay.

This spring, when the first class
to enroll under the tuition plan was
preparing to walk across the stage,
the private Roman Catholic univer-
sity was happy_to broadcast the re-
sults of the program.

The four-year graduation rate for
the class of 2017 jumped eight per-
centage points, hitting a record 67
percent. Student borrowing plunged,
dropping by more than 22 percent
over all. The average four-year grad-
uate borrowed less than $18,000
in student loans - $5,000 less than
previous graduates who hadn't been
part of the fixed net-price plan.

Those numbers were unveiled at
a time when college prices, student
borrowing and retention rates are

Inside Higher Ed

By RiCK SELTZER // JUNE 19, 2017

When Net Price Setting Pays Off

University of Dayton reports strong results for first class graduating under
a financial aid plan keeping students’ net tuition stable for four years,
but considerable risks mean the idea might not always transfer well.

University of Dayton

under intense scrutiny. They ask the
question of why more colleges and
universities are not crafting their
own fixed-tuition plans.

Of course it's not so simple. A
deeper look shows fixed-tuition
plans require a delicate balance be-
tween up-front costs to freshmen,
future costs to upperclassmen and
the amount of uncertainty a college
or university is willing to shoulder.

Several other institutions have tried
fixed-tuition plans over the years,
crafting programs with varying de-
tails and equally varying results.
And while the University of Dayton
has made real gains in both word
of mouth and metrics under its
program, its gains have come with
equally real financial trade-offs.

The bottom line is that fixed-tui-
tion plans tend to shift some finan-

10
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cial risk from students to a college
or university. As a result, they're
easier to put in place -- and keep in
place — at wealthy private institu-
tions. Smaller colleges with lower
endowments and public universities
with more reliance on unpredictable
state funding can find it harder to
create programs or make them ef-
fective.

Dayton falls somewhere in the
middle. It's not among the wealth-
iest universities with billion-dollar
endowments, but it is not on the
poor end of the spectrum, either.

‘It has worked well for some,” said
Jim Hundrieser, associate manag-
ing principal  for
AGB Institutional
Strategies. “The “
privates are having
an easier time to
be able to do some
five-year projected
budgets and un-
derstand what are
some of the impli-
cations of doing
this”

Those implica-
tions start with marketing and con-
tinue into financial projections, Hun-
drieser said. Universities need to
be able to effectively communicate
about the fixed-tuition plans and
their nuances to students.

The Dayton plan uses the mech-
anism of financial aid to keep stu-
dents from seeing increases in the
price they pay for their education.
The university promises full-time
students that their financial aid will
grow dollar for dollar with tuition for
four years -- although it is technical-
ly guaranteed for eight semesters
in order to cover students who take
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semesters off or take part in co-ops.
The idea is that their net price will be
the same when they are seniors as
it was when they were freshmen.

When Dayton started the program,
it also eliminated all fees. Accepted
students receive financial aid letters
mapping out the full cost of tuition
and their projected costs for ex-
penses like housing and meals over
four years. The idea is that students
won't face any surprise bills and
can plan out their spending over the
course of their studies.

The mechanisms are very differ-
ent than some other fixed-tuition
plans. In contrast to buying down

The privates are having an easier time
to be able to do some five-year projected
budgets and understand what are some

of the implications of doing this.

tuition increases, some institutions
have put in place plans that charge
students different tuition amounts
based on the year they enroll. Other
programs come with even greater
differences - public institutions in
Texas offer first-time undergradu-
ates fixed tuition over four years,
but students opting into plans often
must start by paying more in their
first year than those paying variable
tuition.

Dayton's model of buying down
tuition to a steady level through fi-
nancial aid has significant financial
implications. Typically, a college

or university will post a high fresh-
man tuition discount rate -- the rate
at which the tuition sticker price is
discounted by institutional finan-
cial aid. The rate normally drops as
students progress, because schol-
arships and other institutional aid
don't rise in lockstep with tuition.

Under Dayton's model, the oppo-
site is true. The discount rate will be
lowest during a student’s first year.
The discount rate will rise over time
as the sticker price of tuition rises
but aid keeps pace to maintain a flat
net price.

Figures from the university's
Common Data Set make that clear.
Dayton is gapping
full-time freshmen
-- not meeting their
fully assessed fi-
nancial need - at
a higher rate under
the fixed net-price
plan than it was
before the program
" was put in place. In

2012-13, the year

before the plan

started, 34 percent
of first-time, full-time freshmen who
were judged to have financial need
had that need fully met. The percent-
age dropped to 31 percent in 2013-
14, and fell farther to just under
20 percent in 2016-17. The overall
amount of freshman need met has
varied but still shows a downward
trend, falling from 80.2 percent the
year before the program was put in
place to 78 percent in 2016-17.

At the same time, the percentage
of all full-time undergraduate stu-
dents to have their judged financial
need fully met has risen, from 34
percent the year before the plan was
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put in place to 38 percent in 2016-
17. The percentage of overall stu-
dent need met for all students has
gone up, from 77.6 percent the year
before the plan was implemented to
83.2 percent in 2016-17.

It is also worth noting that some
students at the university do not
receive financial aid and would not
receive the benefits of the universi-
ty's fixed net-price plan. About 3 or 4
percent of students fall within that
range.

The fixed-tuition strategy means
institutions have to think differently
about rising costs. Any cost spikes
would have to be absorbed by in-
coming freshmen
before their tuition
is locked in -- or by
college and univer- "
sity resources.

It's easier to deal
with in an environ-
ment of low infla-
tion than in one of
high inflation.

‘One of my gen-
eral assumptions
would be in this type of strategy, you
are not having a 7, 8, 9 percent tui-
tion increase,” Hundrieser said.

Another piece of the puzzle is in-
frastructure. The University of Day-
ton planis likely easier to administer
and more flexible than other types
of plans because it relies on finan-
cial aid to keep net price flat instead
of locking in differential tuition for
students who enrolled in different
years, said Bill Hall, the founder
and president of Applied Policy Re-
search Inc., an enrollment and pric-
ing advising firm.

“With many of the tuition guaran-
tees, you end up with this very com-
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plex cost-accounting mechanism,’
Hall said. “You end up with different
cohorts with different tuition rates.”

That back-end complexity was
one problem faced by Northwestern
College in lowa after it put a guaran-
teed payment program in place be-
fore the 2007-8 academic year. But
by the 2009-10 academic year, the
1,225-student college had decided
not to fix tuition for four years after
freshman enrollment dropped.

“We pretty much took our average
price increase for the previous 10
years, built that into our model and
said to families, ‘Hey, here's what
it's going to be for four years, " said

With many of the tuition guarantees, and
you end up with this very complex
cost-accounting mechanism.
You end up with different cohorts with

different tuition rates.

Mark Bloemendaal, Northwestern
College’s dean of enrollment and
marketing. “What it did was put us
in a less competitive situation with
our primary competition.”

If many of the college’s students
came from families with salaried
positions, the plan might have been
easier to sell, Bloemendaal said.
But the college is in a rural area
and draws from many families with
agricultural backgrounds, where in-
come varies year to year.

The college could make the case
that families should be willing to
pay a higher price versus its com-
petitors during students’ first years

in exchange for what would likely
be a lower price in the future. But
families were not making their cal-
culations beyond the first or second
year of college, Bloemendaal said.
Many asked what would happen if
their sons or daughters did not re-
turn after their first year. Then they
would have paid a tuition premium
without the payback from fixed tui-
tion over time.

Another issue was that the college
is a small institution with a small
endowment - $47 million in 2015.
It was trying a fixed-tuition plan at
a time when higher education infla-
tion was high.

‘I think if we
had done it for
five healthy years

established
it, | think the word
would have spread,’
Bloemendaal said.
‘But then this re-
cession started

" to hit, and people
got really anxious
about everything.”

Some small institutions believe
they can compete with fixed tuition.
Kettering University in Michigan
started to guarantee fixed under-
graduate tuition in 2012-13. It also
eliminated academically related
fees.

Kettering is not your standard
university. The institution is a co-op
university focused on science, en-
gineering and business. Its typical
student will earn $60,000 to $70,000
over the course of co-op work.

The university's endowment, at
about $80 million, is not large, said
its president, Robert McMahan. But
Kettering is financially healthy. So
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the question was how the university
structured itself to improve access.

“‘Affordability is not just price,” Mc-
Mahan said. “It's consistency. It's a
reasonable exercise for the institu-
tion, I think, to bear that risk.”

McMahan said retention has im-
proved since Kettering started fixing
tuition, particularly among upper-
classmen. He felt it was too early to
talk about trends in detail but said
there are no plans to end fixed tui-
tion.

There is no doubt that fixing tui-
tion shifts risk from student to uni-
versity, said Jason Reinoehl, vice
president for strategic enrollment
management at the University of
Dayton. He also acknowledged that
it shifts risk from upper-
classmen to freshmen. "

For students that risk
can be minimized by stay-
ing enrolled. For the insti-
tution, it can be minimized
by retention, low inflation
of costs and, to a degree,
large scale.

The University of Day-
ton has several features that give
it some protection from temporary
fluctuations in tuition revenue. At
$473 million as of the end of the
2016 fiscal year, its endowment is
considerable. It has a well-known re-
search institute that generates reve-
nue. And it has a high tuition sticker
price of $41,750 for the upcoming
year.

‘I do think there is only a certain
segment of institutions who, realis-
tically, from a financial perspective,
could take this risk,” Reinoehl said.
“‘If we were smaller, | think we'd be
more risk averse.”

While the fixed net-price plan has
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shifted the distribution of financial
aid, it hasn't prevented the univer-
sity from spending more on aid. Its
aggregate institutional aid directed
to undergraduates went from $107
million in 2012-13, the year before
the plan was put in place, to $142
million in 2015-16. Full-time under-
graduate enrollment rose by more
than 800 during that time, to 8,226,
but that wasn't enough to account
for all of the increased aid. The
first-year tuition discount rate also
increased, from 43.8 percent in
the year before the plan was put in
place to 46.2 percent in 2014-15.
Reinoehl went on to argue that the
university packages the fixed net-
price tuition plan with some import-

| think if we had done it for five healthy
years and established it, | think the word
would have spread. But then this
recession started to hit, and people
got really anxious about everything. ”

ant other aid and innovations that
make it attractive to students. The
university has some other schol-
arships designed to cover costs.
One provides up to $4,000 over four
years for textbooks. Another pro-
vides $3,000 to cover flights and
travel expenses for students study-
ing abroad.

Most notable is the fact that the
university eliminated fees when it
started the fixed net-price plan, he
said. That caused tuition to spike in
2013 in order to cover revenue that
previously would have been raised
by fees. But officials argue it made
the university’s price much easier

for students to understand.

‘In many cases, the flagship pub-
lics have frozen tuition because
states are mandating it Reinoe-
hl said. “They're doing all kinds of
things with fees. It's really not trans-
parent at all”

Some experts advised caution
against drawing a direct line from
the university’s fixed net-price tui-
tion plan to its positive outcomes
in retention and student debt levels.
The university made several chang-
es at once, making it hard to prove
causation against the backdrop of a
changing higher education market,
said Sandy Baum, a senior fellow
at the Urban Institute. She also not-
ed that annual student borrowing
has been dropping
across the country
recently. That could
have contributed to
University of Day-
ton students grad-
uating with less
debt this year than
they had in previous
years.

There are also worries that
fixed-tuition plans appeal to up-
per-income students more than
lower-income students. Families
with more resources can afford
to pay higher up-front costs in ex-
change for a return in the long run.
Poor families often cannot.

‘It's good that people are trying
things,” Baum said. “But | worry
about things being gimmicky, as op-
posed to really making a difference
for the right people”

Initial results indicate the Univer-
sity of Dayton may have been able
to slightly increase enrollment of
low-income students under the new
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tuition plan's early years. The year
before the plan was put in place,
12 percent of the university's full-
time first-time undergraduates re-
ceived federal Pell Grants, which are
considered a proxy for low-income
student enrollment. In 2014-15, the
most recent year for which federal
data is available, enrollment of full-
time first-time Pell recipients was
14 percent.

The fact remains, however, that a
stable tuition price is an extremely
attractive feature for many stu-
dents. And many colleges and uni-
versities are considering it.

“There is not a single client institu-
tion, particularly at the board level,
that is not asking questions about

these kinds of experimental pro-
grams,” said Kathy Dawley, principal
at Hardwick Day, the financial aid
consulting division of EAB. “Certain-
ly the college-going population, their
families and communities, from
public policy, politics and all the way
down, the cost of college and ac-
cessibility to college is an increas-
ingly bigger concern”

EAB late last year published re-
search showing that students are
more likely to drop out of college if
they lose even small amounts of fi-
nancial aid. Students who see their
financial aid increase were more
likely to complete their degrees,
though.

Additionally, private colleges are

under pressure to find new ways to
compete as tuition-free public col-
lege spreads. Fixed-tuition plans are
a logical strategy to explore.

“This is not going to go away,
Dawley said.

Dayton's fixed net-price tuition
plan was in place before its current
president, Eric F. Spina, took over in
July 2016. But he has voiced sup-
port for it.

“Investing in a college education
is a substantial commitment for
families and for students, often with
long-term financial implications,” he
said in a statement in April. “Higher
education has a responsibility to be
up front and transparent about what
those costs will be.” [
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By ScoTT JASCHIK // AUGUST 28, 2017

How a Regional Public University Reversed
Enroliment Decline (and It's Not Free Tuition)

SUNY Fredonia had been suffering year after year of declines. And while the state's

new scholarship may be helping, officials attribute major gains to new policies

and new strategies.

For many regional public uni-
versities in regions with declining
populations and economies that
aren't booming, maintaining enroll-
ment is a challenge. Failing to do
so is dangerous. While people don't
talk about public universities as
being tuition dependent, most are
- through a combination of their re-
liance on tuition revenue and state
funding formulas that are based on
enrollment.

The State University of New York
at Fredonia is just such a public
university. While SUNY’s acclaimed
research universities capture atten-
tion (and swarms of applicants),
Fredonia has been shrinking for
years.

It is located between Buffalo and
Erie, Pa., near Lake Erie, in a part of
the state that is about as far from
Manhattan  (geographically —and
economically) as is possible.

So that's what makes this year's
freshman class at Fredonia notable.
The class is nearly 25 percent larg-
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Orientation at Fredonia

er than last year's, and the second
largest in Fredonia's history. The
immediate guess about the turn-
around might be New York State’s
new scholarships that offer free
tuition at public colleges for most
residents.

But it turns out that only a small
share of Fredonia's new class ob-
tained those scholarships. The ex-
tra aid helped, officials said, and
may help more in years ahead, but
they credit other changes as more
significant. At the same time, Fredo-

nia's success may be crucial to the
longterm goals of New York State’s
new scholarship program, which
doesn't guarantee admission any-
where.

Fredonia is among the SUNY cam-
puses that don't have strong name
recognition outside their regions,
but which have something else: ca-
pacity. Fredonia was ready to enroll
all of its new students, and would be
happy to keep the freshman class at
that level.

It will be enrollment trends at the
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Fredonias of the state (along with
online programs) that will determine
whether New York State ends up
with a larger share of its population
as degree holders.

So how did Fredonia turn things
around?

Virginia Horvath, the president,
says the university worked with
consultants from the American As-
sociation of Collegiate Registrars
and Admissions Officers, who came
to the campus and met with more
than 100 employees to help devel-
op a plan, which was fully in place
a year ago. She said it was import-
ant to grow enrollment without let-
ting standards drop. The average
high-school grade (on a 100 point
scale that Fredonia uses) is 89.5,
the same as recent years when far
fewer enrolled.

The key, she said, was to focus on
‘what is the experience for an appli-
cant?”

First, that meant reaching stu-
dents - both near and far.

“We weren't paying enough atten-
tion to our primary market,” in West-
ern New York, said Dan Trumata,
associate vice president for enroll-
ment services. So in Western New
York, Fredonia made a determina-
tion to communicate with every
high school, those with a graduating
class of 30, not just those with hun-
dreds of seniors.

At the same time, he said, Fredo-
nia opted to use SUNY resources
it hadn't in the past. SUNY has a
welcome center in New York City.

For the first time, Fredonia officials
used the site to do outreach to New
York City and Long Island students.
While most of the gains this year are
from Western New York, there are
also more students coming from
the New York City metro area.

Fredonia has also started a pol-
icy (likely to have an impact in the
future, not this year) of doing out-
reach to potential students two or
three years before they might en-
roll, instead of focusing just on high
school seniors.

Beyond outreach, Fredonia also
changed policies, again with the ap-
plicant in mind.

In the past, it took Fredonia an
average of 28 days to respond to
a completed application. This year,
that number came down to five
days.

Cedric Howard, vice president for
enrollment and student services,
said that when students finish an
application, they want to know if
they will get in. Fredonia still does
the same review it did in prior years,
but makes sure to do so promptly,
he said.

In addition, the university com-
mitted to providing information on
eligibility for aid at the same time
applicants were admitted. All of this
was designed for an applicant who
had gotten excited about Fredonia
to commit and enroll.

The result: 1,164 first-year stu-
dents. That's not only up nearly 25
percent from last year's 934 but ex-
ceeds the university's goal for this

year, of 1,000.

The Impact of Free Tuition?

So what about the Excelsior Schol-
arship, the new program -- pushed
by Governor Andrew Cuomo - to
provide free tuition to most who en-
roll full-time at SUNY and the City
University of New York?

Horvath said the aid is welcome.
This academic year, 337 undergrad-
uates at Fredonia have the awards.
Of that total, 146 are freshmen.

By the time the New York Legis-
lature approved the program, ad-
missions offers had been made
and students were about to indi-
cate where they would enroll. While
Horvath said she assumes that the
program may have been an extra in-
centive for some freshmen, she not-
ed that most students and families
had gone through the entire college
planning process without expecting
this aid to come through for next
year.

In addition, Fredonia tracked a
range of indicators throughout the
year -- campus contacts by pro-
spective students, applications and
so forth. And everything ran 20 per-
cent or more above last year's total
throughout the year. That's why she
doesn't think Excelsior was a big
factor this year.

But next year, with Excelsior's op-
portunities as part of the equation
throughout the admissions cycle,
along with the new strategies in
place at Fredonia, Horvath is hope-
ful of continuing to see a freshman
class as large as the one thisyear. m

https.//www.insidehighered.com/admissions/article/2017/08/28/suny-fredonia-had-major-turnaround-freshman-enrollment-and-its-about

Inside Higher Ed

17


https://www.hesc.ny.gov/pay-for-college/financial-aid/types-of-financial-aid/nys-grants-scholarships-awards/the-excelsior-scholarship.html
https://www.hesc.ny.gov/pay-for-college/financial-aid/types-of-financial-aid/nys-grants-scholarships-awards/the-excelsior-scholarship.html

Making the Tough Decisions: Critical Business and Enrollment Strategies

It's not every day that a commu-
nity college gets courted by a Major
League Baseball team.

It's also not every day that a com-
munity college gets to turn away a
professional baseball team, either.

But that's exactly what happened
Tuesday evening when the Peralta
Community College District's gov-
erning board directed its chancellor
to “discontinue planning for a com-
munity engagement process on a
possible baseball stadium.”

The Oakland Athletics have spent
about a year examining where to
build a new ballpark in the city.
In September, the A's announced
that they wanted to build the new,
35,000-seat stadium on a dis-
trict-owned 15-acre property near
Oakland’s Laney College, which is
one of Peralta’s four two-year insti-
tutions.

The Athletics’ plan promised to
address displacement of residents
and small businesses and to cre-
ate new affordable housing and
well-paying jobs. The team also
proposed opportunities for partner-
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Saying No to the Majors

BY ASHLEY A. SMITH // DECEMBER 7, 2017

Faculty and student groups fought a proposal
from the Oakland Athletics to build a new ballpark
on college property. And their board listened.

ships on mixed-use developments
that would help generate revenue
for the district.

But faculty groups, students and
community  organizations have
been vehemently opposed to the
proposal.

‘Were all really excited” by the
board’s action, said Jennifer Sha-
noski, president of the Peralta Fed-
eration of Teachers and a chemistry
instructor at Merritt College.

“Especially in these times when
people feel so powerless with every-
thing happening to us all the time.

Here's an instance where good
old-fashioned organizing and grass-
roots organization worked."

In a team statement released
Wednesday, the As said they were
“‘shocked” by the board's decision
not to move forward.

The news also caught Oakland
leaders by surprise.

Jowel Laguerre, the district’s
chancellor, said the board didn't
make its decision specifically be-
cause of opposition from the cam-
pus groups, but because they want
to focus on assessing the needs of
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the college and seeing what other
partnerships are available.

“The district will build on its shared
governance model to reimagine the
district’'s needs and the resources to
meet them. We will develop a robust
and inclusive internal engagement
process to assess our needs and
partnerships aligned with our mis-
sion.

The Board of Trustees will contin-
ue due diligence in determining the
costs and benefits of potential de-
velopment,” the board's statement
said.

In an interview with Inside Higher
Ed, Laguerre pointed out that Peral-
ta has challenges with its infrastruc-
ture and wants to focus on better
addressing the housing and food-in-
security needs of its students.

“The board is really focused on the
long-term future of the district and
not necessarily the opposition that
came up for something that was
not well detailed,” Laguerre said.

A lack of details helped keep fac-
ulty and students from supporting a
ballpark on college property.

The A's “approached the district
and administration well, but there
was not a lot of transparency and
openness with faculty, staff and stu-
dents,” Shanoski said. “They tried to
do these sort of listening tours, but
there was never any information be-
ing provided.”

Laguerre said there wasn't any-
thing for people to be against be-
cause the proposal wasn't a project
yet, just a concept.

“It's easy to say yes or easy to
say no but more difficult to say,
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‘Let’s think about this and how can
this happen,” Laguerre said. “Even
though we're not using the Oakland
A's project to ask those questions,
that's what we're asking. How can
we use the resources we have and
what kind of partnerships can we
develop?”

For the different groups on cam-
pus, the A's couldn't sufficiently ad-
dress concerns around the potential
impacts of a new ballpark on the
college and surrounding area.

Community and faculty groups
raised concerns on issues ranging
from the effect of construction and
game noise on classes to displaced
housing and gentrification in the

i

neighborhoods surrounding the col-
lege.

“We didn't make a knee-jerk reac-
tion,” said Donald Moore, president
of the Laney Faculty Senate and an
anthropology professor. “Part of it
was listening to the Oakland A's and
getting a bunch of supportive com-
ments and no meat behind it. No
substance.”

Moore said whenever anyone
raised concerns about traffic or dis-
placed businesses, the team would
make reassuring statements about
mitigating any problems the ball-
park would bring, but team officials
did not provide details or research
to explain how they would solve
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those problems.

Laguerre said some of the is-
sues faculty members raised, like
noise concerns, could have been
addressed once the proposal was
farther along in planning. But the
experience of receiving an offer has
helped the college learn how to deal
with development and partnership
proposals, he said.

Meanwhile, many people around
Oakland are eager to keep the team

in the city, especially after the Oak-
land Raiders received approval from
the National Football League to
move to Las Vegas in 2019. Prior
to selecting the college's land, the
A's considered a waterfront site or
a new stadium near their current
home at the Oakland Coliseum.
Moore said with the Raiders leav-
ing for Las Vegas and the Golden
State Warriors abandoning near-
by Oracle Arena for San Francisco,

the A's could have the Coliseum to
themselves to redevelop and im-
prove that neighborhood.

‘We want to keep the A's in Oak-
land, as well,” Laguerre said.

‘| believe in and stated we need
to do everything we can to keep the
Oakland Athletics in Oakland, but it's
not just Peralta’s job to do that. It's
the whole community that needs to
come together around that particu-
lar issue.” [
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Vincent E. Price had been the
president of Duke University for 49
days when a statue of Robert. E. Lee
was taken out of the entrance to the
university chapel this weekend.

In those 49 days, he'd gone from
being vaguely aware of the statue's
existence to learning that it was van-
dalized as Confederate monuments
across the country came under a
wave of new scrutiny in the days
following a violent white suprema-
cist rally around a statue of Lee in
Charlottesville, Va. He'd reached out
to students, faculty members, alum-
ni, Duke senior leaders and trustees.
And he'd decided that Duke's Lee
statue needed to be removed.

‘It was clear that a lot of attention
was being given to the statue and
that the issues that had percolat-
ed for some number of years here
on campus were rising with a new
sense of urgency, and certainly with
a heightened visibility,” Price said in
a telephone interview Monday, two
days after the statue was removed.

Not everyone agreed about what
should be done with the statue,
Price said. But opinions tended to
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So Much for a Honeymoon

BY RICK SELTZER // AUGUST 22, 2017

Duke’s president decided to take down Robert E. Lee statue
after less than two months on the job.

Robert E. Lee (center) in Duke Chapel, prior to removal,
and President Vincent Price

lean in the way of taking it down in
light of its history, the challenges of
the moment, safety concerns and
as a way to express Duke's institu-
tional values.

Those values, as Price explained
in an_email that went out to stu-
dents, faculty, staff and alumni Sat-
urday, are a “commitment to justice,
not discrimination; to civil protest,
not violence; to authentic dialogue,
not rhetoric; and to empathy, not ha-
tred”

The events of the last week at
Duke stand out as a stiff test for a
new president at one of the premier

private universities not just in the
South but in the country. They ex-
pose the college presidency’s nature
as an executive position that is often
less about planned priorities than it
is about making difficult decisions
under less-than-ideal circumstanc-
es and at inopportune times. They
also show that presidents seasoned
and unseasoned are ultimately de-
fined by the decisions they make.

‘| think there are moments that
define who we are as a leader” said
Alvin Schexnider, a senior fellow
with the Association of Governing
Boards of Universities and Col-
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leges and a former chancellor of
Winston-Salem State University. “It
matters less that you're in a new po-
sition than what you bring to it -- not
just in the way of skills and talents
and that sort of thing, but what your
core values are, what you believe in”

A New President

Faces an Old Statue

Duke has traced the history of the
Lee statue back to the late 1920s
and early '30s, when stone carver
John Donnelly was trying to decide
what figures to carve for the univer-
sity’s chapel. The building had been
designed to echo Europe’s Goth-
ic cathedrals with their entrances
flanked by stone carvings of biblical
figures and saints. But James B.
Duke was a Methodist, so carvings
of saints were deemed inappropri-
ate. Eventually, 10 figures from Prot-
estant, Methodist and American
Southern history were selected.

They included Lee, who was sta-
tioned in stone alongside the coun-
try's third president, Thomas Jef-
ferson, and a Southern poet and
musician who died in North Caroli-
na, Sidney Lanier.

A new level of controversy swirled
around the Lee statue after white
nationalists rallied around a Confed-
erate monument to Lee in Charlot-
tesville earlier this month. On Aug.
14, a crowd toppled a Confederate
statue in Durham, N.C,, just a few
miles from Duke's campus. Then
between Aug. 16 and Aug. 17, some-
one vandalized the statue of Lee at
Duke Chapel.

Price only learned that the stat-
ue had raised issues at Duke in the
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campus has been rife with racial incidents for the past few years, from nooses
hung on East campus to a black lives matter speaker's poster being defaced
with racial epithets. This is a step in the right direction.
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past after the events in Charlottes-
ville, he said. He started a historical
review of the circumstances under
which it was placed at the chapel
and began reaching out to univer-
sity constituencies. Those activities
had already started when the statue
was vandalized.

The vandalism gave the issue
more urgency. Price decided to take
the statue down. It will be preserved
so students can study Duke's past.

The events stoked mixed feelings
about a number of issues, even
among Duke leaders.

The chapel's defacing was a dis-
appointment, Duke Chapel Dean
Luke Powery told The Herald-Sun
of Durham, N.C. Powery called it
“unfortunate” that the defacing hap-

pened rather than a conversation
that could still have led to the stat-
ue being removed. But it happened,
and now he believes it makes sense
to look at other carvings and stat-
ues on campus.

‘| looked at the empty space, and
a couple of things came to mind,
Powery said, according to the news-
paper. ‘I saw it as a hole, or a void.
But it is a hole that in many ways
represents a hole in the heart of
the United States and the ongo-
ing struggles of racism, hatred and
bigotry -- all the things we're seeing
in our streets. We haven't come as
far as perhaps we thought we had
come as a nation”

Price also decided to create a
commission of faculty, students,
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staff, alumni “

trustees and
members of the
Durham commu-
nity to look at fu-
ture steps related
to the university's
history. It's tasked
with  examining
how Duke memorializes individuals
and recommending principles to
guide the university through future
questions. In addition, the universi-
ty plans an exhibition in its library, a
campus conversation about injus-
tice in Duke’s history and a forum to
explore freedom of speech and aca-
demic freedom.

‘I have every hope that the stat-
ue, far from being the end of things,
will be the beginning of things/
Price said. “We have to have a clear
and unvarnished understanding of
where we've been to understand
where we are today and, most im-
portantly, where we want to go in
the future”

Considering History,

Constituents and the Future

The fact that Price is new to the
Duke presidency made the decision
harder in some ways and easier in
others, he said. It made it more dif-
ficult to identify thoughtful advisers,
because he didn't have a long histo-
ry with anyone.

Yet it also gave him cause to find
such advisers quickly. He also cred-
ited a transition process that had
brought him up to speed on Duke
even before he took over.

Duke is no stranger to controver-
sies wrapped up in matters of race.
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| know out there in the body politic there
Is a tendency to think of colleges and universities
as being peopled by only one side of a particular
academic debate, but believe me, they're not.
There are people who are passionate on every side. JJ Feaver, a professor

Perhaps most infamously, its previ-
ous president, Richard H. Brodhead,
found himself in the middle of a
storm of issues surrounding race,
gender and athletics just two years
into his tenure when a woman ac-
cused three members of the univer-
sity’s lacrosse team of raping her in
2006.

The woman, who was black, had
been hired to perform as a dancer
at an off-campus party and alleged
she was raped by white lacrosse
players. Brodhead canceled Duke's
lacrosse season, and the universi-
ty suspended two of the accused
players who had not yet graduated.
But prosecutors eventually dropped
charges in the matter, and the uni-
versity eventually settled a lawsuit
filed by the former lacrosse play-
ers. Some campus groups pushed
Brodhead hard to be tough on al-
leged wrongdoing by athletes, but
many alumni accused him of acting
too quickly, especially as the case
against the athletes unraveled.

That case was, of course, very
different from the one surrounding
a statue of a Confederate general.
Price did not mention it during his
interview Monday. But the two sit-
uations show how college and uni-
versity presidents face a wide, un-
predictable range of highly charged

issues.

The search that led
to Price's hiring was
concerned about
issues of race and
identity, said Peter

of political science
and public policy at Duke who was
a member of the search committee
that selected Price.

Before starting at Duke, Price had
been the provost at the University of
Pennsylvania since 2009. At Penn,
he was also a professor of commu-
nication and political science.

“He had lived it as provost,” Feaver
said. "He was very much in the inner
circle with the president of Penn.
My sense was he was ready on day
one.’

In Feaver's opinion, Price’s han-
dling of the statue issue proves he
was ready. Duke might have found
itself in a crisis if it were still wres-
tling with whether to leave the Lee
statue standing outside the chapel
a month into the semester, Feaver
said.

Feaver also pointed out that Price
was willing to take advantage of
work started by his predecessor.
Duke had already begun some pro-
cesses that were relevant to the
statue under its former president,
Brodhead. Those included a task
force on hate and bias, of which
Feaver is a member.

“It's something for President Price
to build on,” Feaver said. “That's
something a less confident leader
might have flailed about for a while,
and maybe an overconfident leader

23


https://www.insidehighered.com/quicktakes/2013/03/01/duke-and-38-former-lacrosse-players-settle-suit
https://www.insidehighered.com/quicktakes/2013/03/01/duke-and-38-former-lacrosse-players-settle-suit

Making the Tough Decisions: Critical Business and Enrollment Strategies

wouldn't have taken advantage of
the work that's been done.”

University presidents face an un-
believably complex landscape, ac-
cording to Dennis Barden, senior
partner at the executive search firm
Witt/Kieffer. Universities’ different
constituencies are diverse, and in
some cases, a president will leave
someone unhappy no matter what
they decide.

‘| know out there in the body pol-
itic there is a tendency to think of
colleges and universities as being
peopled by only one side of a par-
ticular academic debate, but believe
me, they're not,” Barden said. “There
are people who are passionate on
every side.”

Duke's Facebook page is a re-
flection of that. Reactions to the
president’s decision included angry
posts from those who said they
were alumni who would withhold
donations and others who said they
approved of the move.

Price acknowledged that alumni
and donors were among those he
reached out to about the issue of

the statue. He also said he knows
he will not please every constituen-
cy with every decision he makes.

Many different campus constit-
uencies will give a new president
good and bad advice in a situation
like the one Duke faced, said John
Lombardi, former president of the
University of Florida and the Louisi-
ana State University System, in an
email. Yet sometimes presidents
face a very limited number of choic-
es.

That's true even if new presidents
have fresh stores of political cap-
ital to draw upon with the trustees
whose support they need to do their
jobs.

‘Duke has had conversations
about these issues before, so taking
down a statue of Robert E. Lee in
this moment of time at Duke in the
South is clearly not something that
provided a wide range of options,’
Lombardi said. “A new president
will surely have lots of support be-
cause he won't have used up any of
his credit in previous controversies,
and the trustees and faculty, and at

least some significant proportion
of vocal students, will also give him
the benefit of doing the appropriate
thing in this context and this time.”"

Duke is hardly alone in grappling
with issues of race and monuments
that harken to the country’s troubled
past. Just this weekend, the Uni-
versity of Texas at Austin removed
statues of Lee and other Confeder-
ate leaders.

Bowdoin College relocated a
plague honoring Jefferson Davis
and its alumni who had fought in
the Civil War for the Confederacy
from a wall in its Memorial Hall to a
library display case.

To many, the removal of such pub-
lic displays is an important step. Yet
the issues underneath are unlikely
to fall with the statues.

“I've been around a long time,” said
Schexnider, the former Winston-Sa-
lem State chancellor. “In my expe-
rience, racism, anti-Semitism, any
kind of chauvinism, oftentimes are
just beneath the surface. We can
remove the monuments, but what
else lies ahead?” [
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By RICK SELTZER // JUNE 1, 2017

The University of Dallas has backed
away from a controversial proposal to
wade into adult degree completion - a
proposal that roiled the liberal arts uni-
versity over much of the last year.

The proposal isnt dead yet. But it
has been moved behind a pair of other
expansion ideas some see as a bet-
ter fit for the private Roman Catholic
university, which has long embraced
an expansive core undergraduate cur-
riculum rooted in the classics. Many
faculty members worried an adult de-
gree-completion program would not
uphold the spirit or content of that core
curriculum.

They also wondered whether the
university's resources could be better
spent elsewhere. The University of
Dallas is in better financial shape than
many other small private liberal arts
colleges, several of which have had
to slash budgets and lay off employ-
ees. Some have suggested that Dallas
could try to boost fund-raising to posi-
tion itself for a stronger future.

Administrators, however, say the uni-
versity is highly dependent on tuition
and faces growing financial pressures
in coming years. In their view, the uni-
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Clinging to the Core

versity needs to find new
sources of tuition revenue,
and adult degree comple-
tion is a potentially promis- |
ing path. They plan to con-
tinue to study the idea, and
some hopeit canleadto a
way to expand the liberal
arts in a new age with new
sets of students.

In short, the debate is
continuing to play out at
the University of Dallas. And it has laid
bare the fact that even strong and sol-
vent liberal arts universities can strug-
gle with an identity crisis in today's
fast-changing higher education mar-
ket.

A Year of Debate

Faculty members reported first
learning of the controversial proposal
at the beginning of the 2016-17 aca-
demic year. Debate ebbed and flowed
throughout the year, reaching high in-
tensity this spring.

The university's president, Thomas
W. Keefe, acknowledged the idea has
been enveloped in drama. But he said
that Dallas needs to explore new ideas.

The university has successfully

University of Dallas steps back from proposed adult degree-completion
expansion amid faculty worries it would be a poor curricular and identity fit,
even as administrators say new sources of revenue are a must.

grown from 317 freshmen in the fall of
2009 to 430 expected in the upcoming
fall, Keefe said.

It is expected to break even on a S60
million budget next year.

Yet it is highly dependent on under-
graduate tuition and will not be viable
forever at its current size of 1,400 un-
dergraduates and 1,000 graduate stu-
dents. Health care costs are rising rap-
idly. The university's tuition discount
rate is too high at 57 percent, accord-
ing to Keefe. He projects a financial
crunch unless the university can find
new sources of revenue within five
years.

Therefore, the university needs to
explore a variety of options to set it-
self up for the future, Keefe said. One
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of those options is a program for adult
students who want to return to college
to earn four-year degrees.

“What | want us to do is be agile
enough to recognize we need to look
for opportunities,” Keefe said. “If you
have a good academic enterprise -
a great academic enterprise like we
have — then there have to be more op-
portunities for us to share this”

Keefe does not want to put any pro-
gram in place that would affect the
academic integrity of the university,
he said. Nor would he start one before
feeling sure it would be financially via-
ble.

Currently, the adult completion idea
is under additional study. An ad hoc
committee is examining it in depth. En-
rollment administrators are reaching
out to local corporations to see if they
have employees who would enrollin a
degree-completion program. The uni-
versity is also studying the Dallas-Fort
Worth area to gauge how many adults
have some college credits but no de-
grees, and they are trying to determine
how many such adults would be inter-
ested in earning degrees.

The ad hoc committeeis being led by
the dean of the university's School of
Ministry, Ted Whapham. Its first ques-
tion is whether an adult degree-com-
pletion program fits with the University
of Dallas mission, Whapham said.

‘I am hoping we will be able to calm
the water a little bit, look at the issue
from all sides,” he said. “It can't simply
be a question of an adult completion
program. It would have to be precisely
a University of Dallas degree-comple-
tion program”

Other key questions are whether the
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program could actually generate new
revenue and whether it could operate
without significantly affecting other
university operations, Whapham said.
He doesn't yet know what level of rev-
enue or enrollment a new program
would need to be viable.

Whapham sees his committee as
having the chance to ask what a liberal
arts education means today and will
mean in 15 years.

“| think that the often-cited gap be-
tween professional education and a
liberal arts education — | think it's kind
of overblown,” he said. “This ongoing
process of reflecting on what does it
mean to undertake a liberal arts edu-
cation in general, and more specifically
what does it mean to undertake a lib-
eral arts education in 2017 or for 2020
or 2030 in the United States - these
are the questions | find exciting. | find
them important”

Alternative Views

Many don' see it that way, and they
have gone public with their objections.
For example, Christopher Malloy, an
associate professor of theology, wrote
an opinion piece in April in the universi-
ty's student newspaper saying that the
proposal is well intended but fiscally
imprudent and counterproductive.

“The insinuation that UD should
begin serving in a radically new way
represents mistaken judgment, and
to goad a reluctant staff towards
such change would constitute bad
leadership,” he wrote. “The metroplex
has many needs, to be sure. But does
that mean we as an institution should
neglect our proven post to undertake
something completely different?”

Malloy wrote at a time when the

adult degree-completion program was
being discussed as its own college.
University leaders have backed away
from that idea, leaving open the possi-
bility that it could be a program within
an existing college if it is created.

Some faculty members could be
more open to plans that do not call
for the creation of a new college. Still,
that wouldn't necessarily address their
most basic concerns.

“It's the question of identity,” said Wil-
liam Frank, a professor of philosophy
who chaired the university's Faculty
Senate for the past three years. ‘| need
to explain something that is particular
to the University of Dallas. It has a very
distinctive approach to education at
every level”

That approach includes a strong
commitment to Roman Catholic in-
tellectual and spiritual heritage, Frank
said. It also includes a strong liberal
arts education.

Everyone who receives an under-
graduate degree at the university goes
through_the curriculum referred to as
“the Core” The curriculum includes
courses in English, history, philosophy,
theology, economics, politics, science,
mathematics, language and fine arts
taken in sequence. In total, it is listed
at 19 courses.

“There are very few options in there,’
Frank said. “When they take philoso-
phy, they take three named courses.
And the first philosophy course be-
comes the foundation for the second.
You have no idea how wonderful itis to
teach somebody that third philosophy
class’

Some faculty members fear a new
adult  degree-completion  program
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wouldnt adhere to the '
same high standards. If,

for instance, the program
focuses on bringing in
students who already
have two-year degrees,

it would be impossible

for those students to
complete the existing core curriculum
while studying any other subjects over
two years.

An early idea was to offer adult
students completing their degrees
some sort of 60-credit-hour program.
It would try to deliver the spirit of the
core curriculum over five courses.

“The university would be introduc-
ing a paradigm which is wholly differ-
ent, Frank said. “Some say it would
cheapen the more common degree,
because they'll both have bachelor's
degrees from the University of Dallas.”

Faculty members also worry that
other universities in the Dallas-Fort
Worth metroplex already operate bet-
ter-established programs for adults.

However, it might be possible for the
University of Dallas to create a new
program in liberal studies that would
stand out, Frank said. The idea is to
essentially turn the current core cur-
riculum into a major for adult returning
students.

Other faculty members believe that
there could be a place for an adult
degree-completion program but that
it cannot be the university's only path
to continued financial stability. Blake
Frank is an associate professor in the
university's College of Business. Blake
Frank — who is not related to William
Frank — is also a member of the uni-
versity's Faculty Senate and recently

There are all kinds of graduate programs that

could become part of our portfolio. You don't

have all your eggs in one basket. These days,
you need a lot of eggs and a lot of baskets."

finished a term as its vice chair.

‘| don't think we can hang our cap
on one thing that would be the white
knight in terms of being the savior pro-
gram,” he said. “There are all kinds of
graduate programs that could become
part of our portfolio. You don't have all
your eggs in one basket. These days,
you need a lot of eggs and a lot of bas-
kets”

Faculty members have worried that
they were not involved enough in form-
ing the adult degree-completion idea.
They also wonder whether chasing tui-
tion revenue is the best strategy for the
future or whether the university would
be better served dedicating more re-
sources to fund-raising.

“If right now being tuition driven isn't
working, how is simply increasing the
size of the tuition drive going to work?”
said Matthew Walz, a professor who
chairs the university's philosophy de-
partment. “We know a lot of distinct
places get large donations.”

Of course, many institutions try to
increase the amount of money they
raise. The University of Dallas posts
a number of giving options, including
naming opportunities. But many col-
leges and universities struggle with the
limits of their donor bases.

The ad hoc committee examining
a new adult program is expected to
report back this fall. In the meantime,

the university's Board of
Trustees has prompted
it to move to expand a
doctor of business ad-
ministration program
and a graduate program
in classical education.

The business program
is expected to go from a cohort of
about 15 students every other year to
adding a cohort every year.

The classical education expansion
will be geared toward educating more
teachers of classical education. It
could take the form of reaching out
to K-12 charter schools focused on
classical education to find interested
teachers.

Walz said those ideas seem to fit
better with the university's identity.

“That looks like it's got the genet-
ic makeup of UD," he said. “It's trying
to meet the contemporary prudently,
without the sacrifice of that commit-
ment to the Western intellectual tradi-
tion””

The two ideas have become top pri-
orities in part because of the potential
pitfalls that have been pointed out re-
garding an adult degree-completion
program, said Keefe, the university's
president.

But at the end of the day, the univer-
sity's operating margin is too thin to
discard good ideas without exploring
them, he said.

‘Maybe this is just getting us to think
outside the box," Keefe said. “Maybe
I'm too disruptive in doing this and it
causes consternation for too many
people. But at the end of the day, |
have a responsibility to make sure that
when | retire, this university thrives.” m
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Plans to restructure the Universi-
ty of Wisconsin System and merge
many of its institutions are generating
controversy, with the system’s presi-
dent saying they are necessary, facul-
ty members worrying they are being
rushed and one expert likening the
proposal to rearranging deck chairs on
the Titanic.

But in a state university system con-
stantly buffeted by budget pressures
and political battles in recent years,
some also hope that the latest in a
long line of changes has the potential
to help students, even if it is far from
perfect - or even fully formed.

The UW System officially unveiled
the planned changes Wednesday,
shortly after they leaked to the press.
The states two-year UW Colleges
would be merged into four-year institu-
tions in the same general geographic
areas. Programs in the UW Extension
would be moved to UW Madison and
the system administration, and UW
Colleges Online would move to the
system administration.

That would mean 13 two-year col-
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Whittling Down Wisconsin's Colleges

BY RiCK SELTZER // OCTOBER 13, 2017

Professors fear an ambitious systemwide merger plan is rushed,
but system president argues it is necessary amid tight budgets
and declining enrollment at Wisconsin's two-year colleges.

Students at the University of Wisconsin Sheboygan

leges being slotted under the umbrel-
la of seven four-year institutions. No
physical campuses would be closed,
with the two-year campuses instead
functioning as branch campuses af-
ter the mergers’ completion. Two-year
campuses would maintain their cur-
rent tuition levels, and officials say they
would be able to offer more upper-level
and general education courses.

The separate Wisconsin Technical
College System would not be affected
by the UW System proposal. Nonethe-

less, the plans stand out as among the
most ambitious public system merger
attempts seen in recent years.

While several states, like Pennsylva-
nia, Vermont and Connecticut, have
flirted with or pursued the idea of
merging state institutions in recent
years, systematic changes are virtually
nonexistent. The best known example
of mergers taking place is Georgia,
where leaders pursued aggressive
timelines but have launched consoli-
dations in waves, only announcing a
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handful at any one time. That's a stark
contrast to the all-at-once approach
being pursued in Wisconsin.

The changes are necessary be-
cause of a combination of budget
pressures on higher education, de-
mographic changes in Wisconsin and
declining enrollment at UW's two-year
institutions, according to University of
Wisconsin System leadership.

“We explored a lot of options, includ-
ing just closing a few of them,” Ray
Cross, UW System president, said in
an interview. “The problem there is
that these communities are so depen-
dent on these campuses. So one of
our premises was we must be able to
find ways to maintain and preserve the
university presence in these communi-
ties. It may not be as exhaustive as it
was, but we need to findawaytodoit”

Merging the institutions is intended
as a way to improve students’ access
to college, Cross said. Some two-year
campuses could add third and fourth
years under programs at their new
four-year affiliates. Students should
find it easier to transfer to four-year
programs.

The plan will go before the state
Board of Regents in November for ap-
proval. Cross is proposing making the
mergers effective July 1 of next year.
But changes would stretch beyond
that date.

“It will be a couple of years at least
before we know where the fallout will
be’” Cross said. “It will take a while to
get there”

The amount of money saved, chang-
es in faculty numbers and changes to
staff levels resulting from the restruc-
turing have yet to be determined. But
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there will be budget savings, Cross
said.

UW System leaders said that by
2040, population growth in the 18- to
64-year-old demographic — a range
of ages covering most students and
workers - is only expected to be 0.4
percent. At the same time, enrollment
has been declining at the 13 different
two-year UW colleges.

None of the colleges grew enroll-
ment between 2010 and 2017. UW
Rock County posted the smallest per-
centage decline, 28 percent, to 661.3
fulltime-equivalent ~ students.  UW
Manitowoc had the largest decline, 52
percent, to 250.7. Only one of the col-
leges, UW Waukesha, enrolled more
than 1,000 ful-time-equivalent stu-
dents in 2017.

Faculty members at both two-year
and four-year UW institutions worried
that the process will be rushed. Some
felt blindsided by a proposal they
learned about mere weeks before it is
set to go before the Board of Regents.
They wondered about a tight timeline
for implementing that plan.

“My primary concern is that the UW
System administration is proposing
such a sweeping overhaul without any
stakeholder input, with very few details
known and with very little time before
the regents are supposed to vote on
it,” said Nicholas Fleisher, an associate
professor in the department of linguis-
tics at the University of Wisconsin Mil-
waukee, via email. “This is the kind of
major reorganization that is supposed
to take years of careful planning, with
appropriate feedback and approval
from governance groups, in a trans-
parent manner. What were seeing

right now is the opposite on all counts.”

Fleisher believes cost cutting is the
administration's only reason for pursu-
ing the restructuring.

The new restructuring would come
just a few years after a leadership
consolidation at the two-year colleges
driven by state budget cuts in 2015.
The previous round of changes com-
bined leadership positions for the 13
campuses into four regional leaders
in an attempt to save money and cope
with state budget cuts.

Meanwhile, some say that the talk
of changing demographics misses
a larger point about the population in
Wisconsin. While projections show
the number of traditional-age white
college students declining, the number
of nonwhite high school graduates is
expected to grow in coming years.

“When you look at it, really, what's the
issue with enrollment?” said Noel To-
mas Radomski, managing director of
the Wisconsin Center for the Advance-
ment of Postsecondary Education at
UW Madison."My hypothesis is that
the colleges in particular that are close
to the villages, towns and cities, they
are not reaching out in different ways
to first-generation white students,
low-income whites, first-generation
Hispanics, largely because they hav-
ent had to do that before”

When the leadership centralization
took place at the two-year colleges
several years ago, many functions
that used to be local were pushed up
to regional or central offices, Radoms-
ki argues. That could hurt campuses’
ability to recruit local low-income and
first-generation students.

Radomski believes the changes
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made in 2015 were poorly
planned and implemented
too quickly. Those mis-
takes are being repeated
with the new plan, he said.

“We have a lot of youth
who are graduating who,
historically, they and their
family haven't gone to col-
lege” Radomski said. “That
is the real issue. We're fo-
cusing on how we're going
to have branch campus-
es, and wham-bam, we're
going to have enrolliment
increases. My argument is
were just moving chairs on
the deck”

Not only is the university
system not recruiting ap-
propriately for new types of
students, but it is also not
distributing enough state
money to the colleges that
need it most, Radomski ar-
gues. Still, he thinks the proposal has
some potential.

Faculty leaders at institutions being
merged took a nuanced view. Facul-
ty at UW Green Bay were surprised,
said Patricia Terry, a professor of en-
gineering technology at the institution
and chair of its University Committee,
which functions as the executive com-
mittee for its Faculty Senate.

“None of us really knew this was
coming down the pipeline until we
heard about it yesterday,” Terry said.
“There are some concerns about how
the faculty at the now-satellite cam-
puses are going to merge with the fac-
ulty at UW Green Bay.”

Professors at UW Green Bay have
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peers at the three campuses that will
be merging into the institution, UW
Manitowoc, UW Marinette and UW
Sheboygan, Terry said. There are also
different requirements for being hired
as a faculty member at the various in-
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Colleges Online.

“There's a lot of confu-
sion, a lot of concern,” Has-
sel said. “We've been in this
structure of a single unified
institution, the UW Col-
leges, for 40 years almost”

Faculty members won-
der whether the tenure they
have earned will be hon-
ored in the merger, accord-
ing to Hassel. The concern
resonates in a state system where
faculty members in recent years lost a
bitter battle against changes they saw
as weakening tenure protections.

But Hassel also mentioned opti-
mism that the changes could benefit
students. At some level, faculty may
be exhausted from other fights and
changes, like the battle over tenure
and the UW Colleges administrative
changes.

‘I 'am actually surprised by the lack
of faculty outrage,” Hassel said.

“We're kind of shell-shocked about
it, but we're going to try to keep it to-
gether because we have students who
need us to. Were trying to make it hap-
pen. [
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