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How does an institution focus
dwindling resources quickly
and effectively to...

= reduce expenses
= improve productivity

=> increase revenues and
funding

= become a more effec-
tive and responsive
institution
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Executive Brief

Leaders in higher education face a pro-The core of the methodology for SIIM
foundly challenging and uncertain future. utilizes six specific phases, beginning with
Less than a year ago, few would havethe existing strategic plan and concluding
predicted the draconian losses in statewith an implementation process focused on
funding and endowment income. With cost savings and increased revenue. The
academic leaders in mind, the Academysix phases are as follows:

of Academic Leadership (AAL) has pro- ] ) )

duced a model to assist in understanding = Reaffirmation of the Strategic Plan
the current environment and for develop- Project Organization

ing strategies to transform successfully Determine the Investigative Process
with minimal upheaval for the institution. Conduct the Investigation
Benchmark Results

Implementation

=
=
=
) ) =
The Strategic Innovation and Implemen-
tation Model™ (SIIM) describes the AAL

approach not only to manage the presentFiscal exigency does not mean the aban-
crisis but to make effective and innova- donment of the mission and values of the

U

tive change. institution. Rather, it is the proper time to
nurture and mentor faculty and staff and
The objectives for SIIM include: seek their help as the institution works

through this difficult period. It is also the

1. Reducing operating expenses; . LR .
gop g exp ’ time to ensure the institution is addressing

2. Improving productivity; the needs of all stakeholders. Doing noth-
3. Increasing revenues and funding ing, or doing the same traditional things,
opportunities; and are no longer options. Every academic

4. Developi frocti leader must craft a plan that ensures sur-
' eveloping a more € ective, re- yival and provides the foundation for re-
sponsive institution. newed future growth.

Introduction

Less than a year ago, few would have Some might call the current economic
predicted the potential nationalization of situation a crisis for higher education,
financial systems, dysfunctional credit while others see it as a time of turbulence.
markets, government bailouts of major We at the Academy for Academic Lead-
industries, the mortgage crisis and plum- ership think of it as a time ¢fansforma-
meting home values, a weak global econ-tion. The challenges must be met head on
omy infected by recession and a giantin such a way that the solution will be-
federal stimulus package. Still fewer in come a part of a longer term transforma-
higher education, especially those amongtion, a transformation that could well
the faculty ranks, anticipated the draco- change the face of higher education for-
nian losses in state funding and endow-ever.

ment income. Leaders in higher education

face a profoundly challenging and uncer- Calls f_ora structural change in higher
tain future. education have grown louder from the

public, legislators, and from within acade-
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mia. In an address at the annual Ameri-times. In fact, the first phase of the SIIM
can Council on Education (ACE) confer- is a reaffirmation of the institution’s stra-
ence, Dr. E. Gordon Gee, President oftegic vision, mission and longer range
The Ohio State University, advised plan. The intent is to ensure that all ac-
against the impulse “to hunker down, hide tions are appropriate and consistent with
out, take refuge in the fox hole, and wait the long range vision and goals of the
for the storm to pass.” Gee observed thatinstitution.

the present situation for higher education
is dire and that higher education must
reconfigure itself rather than simply at- .
tempting to restore lost fundingnéide Implementation Model™
Higher Education February 10, 2009). (S|||\/|)

U.S. Senator Lamar Alexander warned

the ACE audience to “use this time of For those institutions without a strategic
retrenchment to try something new.” plan (or without a viable, up-to-date
That, Alexander observed, will be the test plan), the SIIM strongly implies the neec
of whether “you're listening better than to initiate a preliminary phase that up:
Detroit did in the ‘60s” Ihside Higher dates the strategic plan or provides g
Education February 11, 2009). While interim vision and strategic goals. With-
one might argue that higher education hasout the vision and strategic goals, the ir
made changes, the structure of educa-vestigative and implementation team!
tion—the content, delivery, and relevance lack direction and purpose.

to the community and society—are little ) ) )
changed in half a century. In a time of Whlle_ these assumptions are ba§|c to_ ar
severe fiscal restraints, most institutions €fféctive strategy, the economic crisis

find themselves managing reduced budg-Places most leaders in uncharted water
ets and dwindling resources. In today’s whirlpool of financial uncer-

tainty, the strategic planning process itse
During economic downturns, innovation must be made more nimble and includ
is not only more important, but actually is contingencies—both favorable and unfa
easier to manage and more cost-effective.vorable—and tactical execution of plans
Thus, the question is not whether to inno- Academic leaders must be equipped wit
vate, but how to do it and how to intro- the tools to make evidence-based, strat
duce change during such times. More- gic decisions at all times but particularly
over, how does an institution focus dwin- during difficult and turbulent periods.
dling resources quickly and effectively to . L
reduce expenses, improve productivity Table 1 below provides some guideline

and increase revenues and funding? on the leadership style and approach th
is suggested during these transformation

With academic leaders in mind, the Acad- times.
emy of Academic Leadership has pro- _ )
duced this paper to provide suggestions, 1able 1. Leadership and Strategic
including a methodology, to assist in un- Decision Guidelines in
derstanding the current environment and Transformational Times
for developing strategies to address thgAcademic leaders must:

challenge successfully with a minimum| — ¢learly and consistently articulate the
amount of upheaval for the institution. vision, mission and goals of the instjtu

tion.

Strategic Innovation and

The Academy for Academic Leadership
assembled its team of educational and — yse the strategic plan to define [thi
professional executives and brainstormed institution’s priorities.
the needs and approaches over a period pf )
several days. The result was a model w¢ = Ccommunicate up and down the admin
call the Strategic Innovation and Imple- istrative ladder to engage senior adrpir
mentation Model™ (SIIM). SIIM s istrators, faculty,_student;, and staff i
rooted in the institution’s strategic plan. developing creative solutions and tgct
The Academy believes that the institu- cal execution to address emerging ghe
tion’s strategic plan is the primary road- lenges.
map for navigating through turbulent

(Table 1 continued on next page)

Transformational Times in Higher
Education
= Anticipated state budget short:

falls are expected in excess of
$200 billion. - National Gover-
nors Association, January 27,
2009

Some governors are asking pub-
lic colleges to prepare for
budget reductions as much as
25%. Chronicle of Higher
Education January 9, 2009

The cumulative fiscal 2009
state budget gap stands at $47.4
billion. This is in addition to the
$40.3 hillion gap already closed
for fiscal 2008. The 2010 state
budget imbalance is projected
to be $84.3 billion. - National
Conference of State Legisla+
tures, February 3, 2009

Endowment investment returns
fell about 23 percent between
June and November of 2008. -
National Association of College
and University Business Offi-
cers, January 27, 2009

The current recession points
toward further decline, with the
long-term trend for public
higher education to become
even more expensive for stu:
dents and their families. - Paul
E. Lingenfelter, President, State
Higher Education Executive
officers. Chronicle of Higher

Education February 10, 2009
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management mentality of many academic
leaders is to find ways to survive as long
as possible without making major reduc-
tions in operating expenses that would
affect programs. The only ways out of the
= Dbe visible. crisis are to reduce expenses and increase
funding.

Table 1. Leadership and Strategic
Decision Guidelines in
Turbulent Times (cont.)

Academic leaders must:

= consider all stakeholders, including
the politics of critical decisions. The SIIM calls for proactive, innovative
approach to evaluating how to align the
reduced funding needs with obligations to
fulfill the mission of the institution. The
key principle is centered on the need to be
innovative and a willingness to make changes.

= make the case that their schools are
central to the mission of the univer
sity and integrated with other com
ponents of the parent institution.

= solicit support from the community. ) )
SIIM Innovation Options—the SIIM

= lead with integrity, courage and cop- suggests that an academic institution,

SIIM has three fidence. much like a for-profit corporation, has
objectives: = think BIG and creatively in order to thdrg_?_ 0pt||0l’f1S fg_r sav'lb\r}?hmonheytr?r finding
_ N I additional funding. ough these op-
1. Identify opportunities tsiiﬁ]eoupnr;bgleems that may seem in- ;016 are basic, it is important to stress
to reduce operating ' them into order to bring about focus and
expense purpose.
2. Improve productivity SIIM Rationale—the current financial 1. The first option is to identify oppor-

crisis calls out for immediate actions that tunities to reduce operating expense.

of all existing human deal with the crux of the crisis; namely,

and physical re- how to reduce the impact of having less 2. The second option is to improve pro-
sources revenues and funding. The reality is that ductivity of all existing human and physi-
3 d there is less money available to operate allcal resources.
. Incr reven n i iviti . . . .
crease revenues a functions and activities of the school at 3 - The third option is to find new and
funding opportunities the pre-crisis levels. The difficulty is in

innovative ways to increase revenues and

trying to decide what to cut, what to save funding opportunities

and how to operate the institution to
achieve the education, research, and outDoing nothing is not a viable option in the
reach goals. current environment.

Schools of higher education are generallyThe first option of reducing operating
reluctant to focus too heavily on a “profit expense is given. The challenge is to be
and loss” mentality, similar to the man- objective about reviewing all significant
date in the corporate world. But during expense categories. The analogy used in
these difficult economic times, most the corporate world suggests the analogy
schools would be wise to develop a moreof three layers of expense reduction: fat,
“corporate” focus when it comes to cut- muscle and bone.

ting costs and managing budgets. The

financial goal of a corporation is to make All institutions have some degree of fat
a profit; the financial goal of a school of that could be identified and eliminated
higher education is to have enough moneyWwithout significant impact on day-to-day
to fulfill the mission of education, re- Operations. The job is to identify and dis-
search, and outreach. When a corporationfinguish between unnecessary and neces-
is confronted with a profit shortfall, they Sary categories of expense. The concept
reduce operating expense in proportion toOf innovation comes into play in both
the anticipated loss. When schools areidentifying the possible expense reduction
confronted with a financial shortfall, they OPPOrtunity as well as finding ways to do
are less likely and less prepared to slashthings differently and more effectively.
budgets and eliminate programs.

The second option of improving produc-

Although it is likely that most school tivity of all assets is an area of tremen-

budgets contain some degree of “fat,” the dous opportunity because many schools
have not been challenged to improve pro-
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ductivity. For instance, in a manufactur- SIIM program.

ing plant or distribution business, there is o
a recognition that a facility is not operat- We recommend that the validation be

ing at its maximum capacity until it is conducted by the senior leader and the

functioning 24/7. If a plant needs to in- senior leadership team. If the institution
crease production, a natural alternative jsd0€s not have a strategic plan, or the plan

to open a second, then third shift of pro- IS significantly out of date, then it is rec-
duction. We are not suggesting that aommended that the first step in the trans-

school operate 24/7, but it illustrates the formation process be temporarily delayed
point that an asset is never fully produc- Until an interim plan can be developed
tive until it is used 100 percent of the and putin place.

time. Once again, there is a need for inno- ) o

vation as each human and physical asseP’hase II: Project Organization

is evaluated to determine its current level Phase Il has four purposes; first, to iden-
of productivity in relation to a possible tify the key players who will conduct or
future goal. The third option of increas- manage the investigation; second, develop
ing revenues and/or new areas of fundingroles and responsibilities; and third, to
is both a challenge as well as an opportu-agree on the scope of the investigation;
nity. Many institutions are triggered to and finally, to determine the process or
search for more funding from the tradi- how the investigation will be conducted.
tional sources; the objective is to look into

new and innovative sources of funding. We recommend that the team have no more

than five individuals. These individuals

If an institution adopts the SIIM approach should be selected on the basis of expertise,
to reducing expenses, improving produc- experience, influence with faculty and staff,
tivity, and increasing revenue/funding and expressed values that indicate a tolerance
opportunities, the leader will have a tool for risk and change. The team’s responsibili-
to use in aggressively addressing the chaldies include conducting preliminary meetings
lenge. However, there is another, secon-with key leaders to communicate goals,
dary objective or result that would accrue methodology, and requirements. The team is
to the institution: at the conclusion of the also expected to communicate with other key
crisis, the school would be a more effec- stakeholders about the SIIM process and to
tive, responsive institution that is capable determine ways for two-way communication
of facing future challenges and opportuni- throughout the process.

ties head-on. . s :
The team will schedule initial investiga-

tions and times for interim reviews.

SIIM Approach and Methodology—the ; ; )
While the senior academic leader of the

core of the methodology for the Strategic """ '~ "™
Innovation and Implementation Model™ institution is not a formal member of the
utilizes five key investigative and analyti- €M, the senior leader must assume com-

cal phases and an implementation phase: plete and sole responsibility for all phases
of the program.

Phase I: Reaffirmation of the Strategic ) S
Plan The scope of the investigation includes
The place to start the SIIM is to review the review of_the _key functional activities
the key components of the institution’s of_the institution, |fjeally ranked by oper-
ating expense or income/revenue genera-

strategic plan; namely, the vision, mis- i Th for the i toati
sion, core values and long range strategic'on' € process for the investgation

objectives. The purpose is to validate themvolves a detailed assessment of activity

components, to update the content, and tofjO identify potennzl_opportumnes to re-
affirm the strategic objectives, uce expenses and increase revenues.

The intent is not to engage in a prolongedPhase il Determine the Investigative
dialog with all stakeholders about the Process

semantics of the strategic components;The investigation or functional analysis
rather the intent is to make sure that thephase starts with a review the current or-
strategic plan can be used as is, or withganizational chart to identify each func-
reasonable updates, to serve as a foundaion or activity by area of responsibility. It
tion for developing and implementing a is helpful to develop a master organization

We recommend that
the project team have
no more than five in-

dividuals. These indi-

viduals should be se-
lected on the basis of
expertise, experience,
influence with faculty

and staff, and ex-
pressed values that
indicate a tolerance
for risk and change.
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The Strategic Innova-
tion and Implementa-
tion Modelv ensures
that all areas of the in-
stitution are investi-
gated and evaluated to
determine  opportuni-
ties to save money,
increase  productivity
of existing resource, or
find ways to increase
revenues and funding.
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chart that shows the reporting structure, how things could or should be done. The
the functions and responsibilities of each academic leader might also want to con-
senior administrator, and the numbers of sider using independent consultants or
people involved in each function. A fur- executives from other, nearby, institu-
ther sort is made to categorize the departtions.

ments and functions on a scale of relative ) ) )
importance; then ranked by level of ex- The investigator personally reviews each

pense, highest to lowest; and also by reve-activity a_md ranks t_hei_r relative impor-
nues or funding generated. tance using three criteria: level of operat-

ing expense, potential for productivity
The purpose of this process is to isolateimprovement, and income/funding gener-
the activities, one by one, for a closer ated. The purpose is to identify areas of
level of investigation and scrutiny. The opportunity based on experience and fi-
finer sort permits a more introspective nancial performance.
look at how things are currently done. ) ) )
The process involves both a financial as- At this stage, the investigator gathers the

sessment as well as a visual inspection, acts about the cost, productivity and
revenues/funding for each activity. The

The financial assessment determines thanvestigator summarizes the findings into

current level of staffing and operational a report that specifies the areas of possible
expense so that each activity is prioritized opportunity, ranked by cost and/or in-

by financial impact. A similar assessment come for each activity. The last step in

is made for all income-producing activi- the investigation is to identify the most

ties. significant opportunities.

The visual assessment involves a reviewPhase V: Benchmark Results

of each activity to understand how the Thijs step is the most beneficial as well as
activity is currently being conducted. In the most difficult to conduct. The purpose
both the financial and visual assessment,q¢ benchmarking the most significant
the investigator uses experience and ex-gpportunities from the investigative phase
pertise to identify perceived opportunities ig o further narrow in on the degree or
or changes that might represent opportu-size of the opportunity. The process in-
nities to reduce expenses, improve pro-yglyes sorting through of opportunities to
ductivity and increase income. identify the really exciting initiatives.

For instance, if an activity is staffed by There are two types of benchmarks that
two full-time people year round but the 354 pe used: expense or productivity
workload varies greatly by day, week, or penchmarks (from comparable educa-
month, it is possible that a new part-time tjona| institutions) and experiential bench-

staffing plan could save hours during marks (those intuitive revelations that

slack periods. The result of the investiga- come from having been there). There are
tive phase is a list of improvement oppor- nymerous existing benchmarks for opera-
tunities that is then reviewed in more de- tjgnal expenses and income/funding avail-
tail in the analytical phase. able from state and federal sources. In
addition, many institutions belong to or-

Phase IV: Conduct the Investigation ganizations that house and exchange data.

The actual investigation involves a de-

tailed review of each critical function and Experiential benchmarking is the ability
activity to identify the current level of to identify something that does not look
performance. The key requirement for the or feel right and then compare the per-
investigator is experience and familiarity formance against some form of financial
with the various functions and activities benchmark for validation. The experience
that are being investigated. For instance, afactor helps to identify the opportunity
tremendous source of experience is retiredand the financial benchmark confirms the
school executives or professors emeriti opportunity.

who might have available time and a ) )
strong motivation to be of help. It is im- The intent of both benchmarking tech-

portant that the investigator be free of Niques is to further identify opportunities
prejudice or pre-conceived notions about {0 reduce expense, improve productivity,
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and increase income. The benchmark pro-ble to implement. In order for academic
vides a measure to classify the level of leaders to think creatively and “big,” they
opportunity. The final report of the inves- will need to use new approaches that are

tigation is a summary of all potential im-
provements ranked by dollar improve-
ment.

Phase VI: Implementation
The conclusion of the benchmarking

practical and possible within the scope of
operations of the institution. The model
provides the process to identify the oppor-
tunities and a methodology to apply a set
of possible solutions, all based on real
world experience. The intent is to provide

phase results in a summary report that isa “right now” program to get started in
presented to the academic leader and sermanaging more effectively and effi-

ior administrative team. The initial re-
quirement is to review the findings and
identify the opportunities that are practi-
cal and possible to implement.

ciently.

The SIIM team should assist the institu-
tion in carefully considering the pros and
cons of a variety of other income expan-

The academic leader must lead the proc-sion possibilities. These might include:
ess and remind the team of the need for

action to ensure that every possible op-
portunity is addressed quickly and effec-
tively. The senior team further sorts the
opportunities by category: highest dollar
potential, fastest to implement, least dis-
ruptive to implement, and opportunities
that need to be considered in the future.
Each institution can identify the priority

of potential improvements based on their
specific needs and situation.

Next, the academic leader develops an
implementation plan that identifies a

schedule, budget and responsible person
or department, and review dates. The sen—

ior leader assumes the overall responsibil-
ity to manage the implementation plan.

The implementation plan is communi-
cated to all stakeholders with the request
for full participation and commitment.

The implementation plan is reviewed as

part of the management process and for—

mally reviewed on a monthly basis until
all improvements are implemented and
tracked for the actual outcomes.

SIIM Summary

This modelensures that all areas of the
institution are investigated and evaluated
to determine opportunities to save money,
increase productivity of existing resource,
and increase revenues and funding.

The critical difference in the methodology

is the relevant experience of the people
who conduct the investigation. The skills
require experience and knowledge of how
institutions of higher education operate as
well as the ability to identify the types of

opportunities that are practical and possi-

= Tuition increases
= Student fee increases

= Entering into contracts with state or
federal agencies to meet the needs of
special and underserved populations

= Increased research grants and contracts

= Improved fundraising and changes in
the management of endowments

= Local and national foundation support
= Industry support
Globalization of programs

Increased revenues from ancillary ser-
vices like bookstore, parking and student
housing

Clinic income increase; opportunity to
restructure clinics for those schools and
colleges associated with health profes-
sions education

Borrowing funds with low interest rate
from the university

= Other non-traditional sources such as
federal earmarks

Table 2 is an overview of the SIIM used
in preparing a program to address the
economic crisis.

Perhaps_thenost important

consideration in engaging
the SIIM is not the format

or approach, or the

experience of the people
conducting the investigation;

rather it is the commitment to
follow an organized approach
to address the need for fast
action and the need for
innovation and change.

Page 7
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Table 2. Overview of the Strategic Innovation and
Implementation Model™

Phase I: Review of the Strategic Plan
= Reuvisit vision, mission, core values and objectives
= Update strategic plan

Phase II: Project Organization
= ldentify the investigative and analytical teams

= Conduct preliminary meetings with key leaders to comimn
nicate goals, methodology and expectations/requirements

= Communicate program to all stakeholders

= Schedule initial investigations and interim reviews
Phase llI: Determine the Investigative Process

= ldentify and chart the current organizational structure

= Specify the functions or activities within each department

= Separate the critical from the ancillary activities
Phase IV: Conduct the Investigation

While SIIM includes five
phases leading to imple-
mentation, some initial ar-
eas of expense reduction
and revenue generation are

likely to emerge from the = Investigate each critical function or activity to idént
investigation in Phase II. current level of results or performance:

The entire SIIM process + Operating expenses

leading to Phase VI: Im- + Revenues generated

plementation should be + Funding generated

completed quickly, within = Determine human resource requirements and expenses
four to six weeks of initi- = ldentify the significant opportunities

afing the model. = Prepare a listing for further analysis and evaluation

Phase V: Benchmark Results

= Identify potential opportunities using measures of gro-
ductivity, benchmarks and/or experiential criteria.

= Identify new sources of funding
Phase VI: Implementation

= Summarize opportunities by function and rank then in
categories:

+ Highest dollar potential

+ Fastest to implement

+ Least disruptive to implement
Determine the prime opportunities

Develop an implementation process with specific qut-
comes measures, budgets and accountabilities

U

U
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Impact of the American lus bill.

Economic Recovery and = Communicate your need for infor-
Reinvestment Act. 2009 mation about funding opportuni-

ties to elected officialst local, state,
All schools of higher education have been ~ and federal levels who can be helpful
severely impacted by the budgetary re-  in gathering information such as the
ductions at the federal and state level. ~ schedule for notices.
When this paper was first drafted, the o\ 0n 16 2009, the NIH issued addi-

Congress haq not yet passed the.Ame”'tional notices about Recovery Act supple-
can Economic Recovery and Reinvest-

ment Act of 2009. In spite of the current ments. These supplemental funds are des-

funding crisis, there are sudden, new op- ignated for:

portunities to participate in funding from —  Administrative Supplements

the new legislation that was signed into (grants.nih.gov/grants/quide/notice-
law on Feb. 17, 2009 by President Barack files/NOT-OD-09-056.htn)l for the
Obama. T_he law designates $787 bhillion purpose acce|erating the tempo of
to help stimulate the U.S. economy and  scientific research on active grants
includes many items that can benefit and for comparative effectiveness
higher education institutions, researchers, research.

and students.

= Competitive Revision Applications
(grants.nih.gov/grants/quide/notice-
files/INOT-OD-09-058.htn)l to sup-
port expansion of the scope or re-
search protocol of approved and
funded projects.

The bill is different from past funding
opportunities in part because of the speed
with which it was enacted. Many details
that normally would be spelled out more
clearly by Congress are missing from the
legislation. Federal agencies have unusual
discretion with regard to how funds are to = Administrative Supplements Pro-

be disbursed. The President and Congress  Viding Summer Research Experi-
want as much as 75 percent of all funding ~ ences for Students and Science Edu-
distributed within the first 18 months. cators (grants.nih.gov/grants/guide/
There are extensive procedures, reporting  notice-files/NOT-OD-09-060.htrlfor
mechanisms, and data collection for fed-  the purpose of promoting job crea-
eral agencies to account for spending,  tion, economic development, acceler-
presenting unique challenges for the two ~ ating the pace and achievement of
federal agencies (the Departments of Edu-  Scientific research, encouraging stu-
cation and Health and Human Services)  dents to pursue research careers in
that mostly fund academic institutions. the health related sciences, and pro-

Academic institutions should: viding K-12 teachers, community
college faculty, and faculty from non-

research intensive institutions with
short term research experiences in
NIH-funded labs.

= Determine the funding mecha-
nisms—will they require action on
the part of the institution or will they
be determined by automatic formula

increases. Table 3 below summarizes the various

funding provisions of the new stimulus
= Monitor federal agency websites-  package that represent a potential source
particularly with regard to grant no- of new funds for higher education. It is
tices and other funding opportunities. imperative that institutions explore and
There are two other federal websites take advantage of this new opportunity. If
that may also be helpful to monitor. the review process has not already started,
The first, www.grants.goy consoli- it would be wise to assign the task to a
dates information from agencies senior executive with a very short target
about available grants. The second isdate for completion. The funds will be
a newly created website, dispersed, in most instances, on a first
www.recovery.goy specifically for  come, first serve basis.
reporting information about agency
spending under the economic stimu-

Recovery Act Timeline:

= May 3, 2009: Federal agencies

make Performance Plans
publicly available

May 15, 2009: Detailed agency
financial reports become
publicly available

May 20, 2009: Federal
agencies begin reporting their
competitive grants and
contracts

= July 15, 2009: Recipients of

federal funding begin
reporting on their use of
funds

v/
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Principles for approaching
budgeting in tough times:

= Acknowledge the fiscal
realities and anxieties stakeholders
feel.

= Educate people about the
realities of competition in higher
education.

= Articulate priorities boldly and
strategically.

= Make decisive, candid, and
quick budget cuts, and do it right the
first time.

= Support real priorities by
avoiding across-the-board cuts.

= Consult with people
throughout the institution, but don't
try to forge a consensus or take|a
vote.

= Make periodic presentations
about the institution's financial
situation to key stakeholders.

= Protect your major revenue
stream: you must preserve students
and the people who educate them|

= Be realistic regarding

fundraising and the pursuit of
research or training grants to solve
your problems.

- Peter A. Facione, “A Straight-
Talk Survival Guide for

Colleges,”Chronicle of Higher
Education March 20, 2009

Table 3.

Biomedical Research

Higher Education

Potential New Funding Sources:
2009 American Economic Recovery and Reinvestment Act

National Institutes of Health (NIH)—provides $10.4 billion
National Science Foundation (NSF)--$3 billion

National Institute of Standards and Technology (NISFBH80 million
Agency for Health Research Quality (AHRQ)--$1.1 billion

Pell Grants—provides $17.1 billion over the next two years to clieeshortfall
in the Pell grant program

American Opportunity Tax Credit—provides $14 billion for a new, more gend
ous tax credit that temporarily replaces the “Hope SchlollarCredit” for tax
years 2009 and 2010

Federal Work-Study Program—adds $200 million to the federally funde
needs-based Federal Work-Study Program over the nexetws y

Other Higher Education Items—expands the definition of qualified education
expenses under Section 529 education savings plans to icolmpeiter tech-
nology and equipment (cost of $6 million), adds $100 miliorthe higher
education account, and provides $60 million to help theafent of Educa-
tion administer student aid programs. The bill include$ $2lion for broad-

band and wireless service grants that could be useddiande learning and

telemedicine

Workforce Investment Act—provides $3.95 billion for “training and employment

services” under the Workforce Investment Act, including $2l&n in for-
mula grants and $250 million in competitive grants for workaining and
placement to prepare workers for careers in the heakhseator.

Trade Adjustment Assistance Program—provides $718 million through 2010 fd
the Trade Adjustment Assistance Program to retrain displavorkers at insti-
tutes of higher education and other training facilitied another $90 million
through 2010 for a Community College and Career Trainiregn3o fund two
-year education programs

State Assistance-includes $140.6 billion to states for education and heatth. dt
establishes a State Fiscal Stabilization Fund trmatiges $53.6 billion to helg
states avoid budget cuts to primary, secondary, andegosisary educatior
programs and to perform modernization and renovatiordotaional facili-
ties. Another $87 billion is provided to states througheahanced federg
match for the Medicaid program (FMAP) to stave off datfiealth care ser
vices.

State Fiscal Stabilization Fund—two block grants to states: (1) $39.3 billion ear-

marked for K-12 and higher education through fiscal year 2&id;(2) $8.7
billion to fund other critical state services which yraclude assistance fo
institutions of higher education (public or private) foodernization, renova
tion, or repair of facilities. There is $5 billion fatate incentive grants an
other purposes. Federal funds for the block grants witligteibuted by a for-
mula based upon population and age. Institutions of highsagion that re-
ceive funding under this program must use the funds for: Edocand gen-
eral expenditures in such a manner as to mitigate thetoeade tuition and
fees for in-state students, or Modernization, renomatio repair of facilities
that are primarily used for instruction, research tfodent housing.
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Strategic Leadership and Innovation in Transformational Times

In closing this white paper, below in Table 4 are sooggsstions about how to think
BIG, creatively and innovatively during these turbulersnsformational times.

Table 4. Thinking BIG and Creatively During

Transformational Times

The sure path to failure during this turbulent ertbibave a retrenchment mentd
ity and to try to do either the same or more witsleThis is the time to rethin
and reorder the school priorities and make decisiomdirtonate non-performing
programs and initiatives and redeploy resources to both gugppbenhance criti;
cal programs.

Great resources make great academics. This mantrp@tant to keep in ming
when dealing with budgetary reductions in this turbulent leesver dollars for
good programs will surely lead to their demise and tdriitien on the part of thg
faculty. This is time to be selective about resourazeation.

The largest impact on the ability of the institution“t@ather the storm” and t(

h

emerge even stronger is to use the strategic plan asatimap to expand revenuye
streams and reduce costs. The inclination to cut, rdtcat before thinking creaf
tively about increasing revenues, funding and reducing d\cersts.
It is possible to use best practices to create sonael mpproaches to increage
revenue. Explore each revenue stream and talk to theotoass” to identify pos- "
sible ways to provide new services/products or expandrexiservice lines. In a global economy
o where the most valuable
Thlnk differently z_ibout exPenses. F(?,r example, the datmdd explore cost shart skill you can sell is your
ing of the operational or “backroom” expenses that amengon to other compo ]
nents of the university; including purchasing, HR, d€counting, payroll, billing, k_now_ledge' a good _educ‘i'
regulatory compliance and other fairly significant cost eent tion is no longer just a
o _ _ _ pathway to opportunity—
The institution could also move the academic enterpoiseard by sharing fac- T .
) cerE , it is a pre-requisite. The
ulty with other components of the university; tradeafith full time personnel .
and space are possible resulting in net reduction of faemfignditures, while a countries that out-teach us
the same time, creating a situation where the sdsowlore integrated into the today will out-compete us
academic milieu of the institution. tomorrow.”
This may also be the appropriate moment to explore phssibility of . j
“regionalizing” programs to share faculty and other resssivdth other schools. - President Barack Obama,
Feb. 24, 2009
The turbulent era is also the time to review theessity of some programs and o

ensure that all programs are central to the misditineoschool and the university.

It is the perfect time to make those judgments based@rsttategic plan an
eliminate or reduce some programs. The cost reductioascheld be substantial

This era could also provide incentive for the instittio consider merging and/q
transferring programs with other entities.

Institutions should consider the use of technology teeldgviearning programs

that are not only consistent with how the current enitial students learn by
could result in cost reductions.

The current environment should foster rethinking or elating costly governanc
and organizational structures.

Is this a time to rethink the tenure process?
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education—including
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senior college and university
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What We Do—AAL

provides services that help
academic leaders pursue
educational excellence, the
application of knowledge,
the discovery of ideas, and
the quest of lifelong
learning. The AAL team
strives to build long-term
relationships based on
superior service, mutual
trust, and intellectual
inspiration. AAL focuses on
professional development
andconsulting services

Strategic Leadership and Innovation in Transformational Times

Summary

The leadership and management of schoo
of higher education in this incredibly turbu-
lent era pose many challenges. It is pre
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Rather, it is the precise time to nurture and y

of Dental Educators and Associations, and is a

mentor faculty and staff and seek their helpse|iow of both the American College of Dentists
as the school works through this difficult and the International College of Dentists.
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the walls of the school and ensure that th
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Every academic leader must craft a plan that

William L. Clarke, M.B.A.

William L. (Bill) Clarke has three
decades of experience in entrepre-
neurial management and management
consulting. As an executive at Emst &
Young, he focused on business plan-
ning, strategy development, organiza-

ensures the survival and provides the foun-tional structure, management process, business reor

dation for renewed future growth. ganization, turnaround management, marketing,
and executive mentoring. He has managed hun-

dreds of consulting engagements and served as
the interim CEO for several turnaround compa-
nies. He is also an adjunct professor of marketing
in two university systems.

George J. Weinstein, M.B.A.

George Weinstein has over a dec-
ade of experience in administration,
project management, and market-
ing, in high-tech industries and
pharmacy, veterinary medicine, allied health, M  healthcare. He has managed numer-
and medicine. His areas of expertise include ous international and multicultural
strategic planning, organizational change, project teams. In addition, he has written and
leadership development, team building, cur- edited health-related articles and features, and
riculum development and the scholarship of created marketing collateral for placement in
teaching and learning. national trade publications.

Bl Academy for
WP Academic Leadership

1870 The Exchange * Suite 100
Atlanta, GA 30339 = P 404.350.2098 = F 404.350.2099
www.academicleaders.org

About the Authors

N. Karl Haden, Ph.D.

Dr. Haden is the founder and
President of the Academy for
Academic Leadership. Dr. Ha-
den’s consultation and faculty
development activities have in-
cluded clients from dentistry,




