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|. Introduction

The American Association of State Colleges and Universities (AASCU) Task Force on Public
Engagement characterizes an engaged institution in this way: “The publicly engaged institution
is fully committed to direct, two-way interaction with communities and other external
constituencies through the development, exchange and application of knowledge, information,
and expertise for mutual benefit” (American Association of State Colleges and Universities,
2002, p. 7)

This definition, which is focused on "mutually beneficial" and "two-way" interaction, speaks to
deep community involvement in framing the problems and shaping solutions. As such,
community engagement is the mechanism through which universities achieve the goals they
have articulated in relation to specific communities in terms of their trinity of basic functions, i.e.
teaching, research and service, whether at the strategic university level or in project-specific
contexts.

At the university level, typically the notion of community engagement is enshrined in mission
and vision statements and/or the strategic plan. We at Florida Atlantic University have adopted
this typical notion, but have also found the need to quantify measures of success in the area of
community engagement.

Anecdotal evidence suggests that many university administrators are not aware of the breadth
of community engagement that currently occurs within our institution. In the past, if community
engagement was reported upon it was done in an inconsistent and qualitative manner, which is
intended here as a statement of fact rather than an implication that quantitative is to be
preferred over qualitative. More detailed information is generally found at the faculty or
department level. Yet again we need to note that this type of reporting is ad-hoc, primarily
gualitative and by no means consistent across our institution.

The present report suggests that, in theory, it is possible to arrive at a set of indicators that may
not be comprehensive, but that is robust enough in comparative terms to serve as a workable
operationalization of the concept of engagement. This report describes the process that we
undertook as a Task Force to move the University forward with implementation of Goal 4.
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Ill. Goal of the Task Force

The primary goal of the Task Force was to develop an implementation plan for the
strategic plan developed by the original Goal 4 Committee, which was chaired by Dr.
Joyanne Stephens, Vice President for the Broward Campuses. The Committee did an
excellent job articulating a plan; however, the limited resources of the University and the
true commitment to weave the plan into the culture of Florida Atlantic University were still
lacking. Thus, the Task Force was convened to “make a difference.”

The President charged the task force with “finding ways to connect the genius of the
community with the genius of the University.”
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IV. Meetings of the Task Force

The Task Force was formed in April of 2007. We met four (4) times during the months of May
through August. In August, the task force met for an all-day workshop to develop a true path to
move forward. The capstone of the workshop was a half-day meeting to decipher the workshop
findings and develop the recommendations, which are included at the end of this report.

During our first meetings, the task force determined that we needed to begin by reviewing the
work of the original committee. Not only did it provide task force members with a chance to
familiarize themselves with the previous work of the committee, but also it gave members a
chance to contemplate a direction forward.

Part of our job as a task force was to determine if any of the objectives needed to be revised
before moving forward. Also, we followed up on the President’s assignment to update the
inventory of community engagement that was completed a few years prior. (See Appendix A)
We also went about the task of identifying a good online data collection system that would help
in updating of the inventory. Finally, we decided to examine the community engagement efforts
the 10 other public universities in Florida.
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V. Co-Chairs Visit to Indiana University Purdue University at Indianapolis (IUPUI) —
Solution Center

Purpose: In June, the task force co-chairs visited the Solution Center at [IUPUI. This was an
exploratory trip to determine if the Solution Center had models and programs that were
transferable to Florida Atlantic University.

Background: The father of the Solution Center, Dr. William Playton, was committed to building
campus-community partnerships. By sharing the expertise and research capacity of the
University and by working with critical economic, social and cultural issues he envisioned that
the Solution Center could contribute to a world class city and region for Indianapolis.

The Solution Center started in May 2004 with a grant from the Lilly Endowment. During the first
year of the Center’s Operation, the Director “hit” the streets and spoke to community and
government groups about the opportunities to connect with faculty and students of the
University in meaningful collaborations. The goals of the solution Center include:

e Connecting faculty members with the community

e Maintaining an inventory of Research Centers and their missions

e Maintaining relationships with faculty members interested in project-based learning.

The Solution Center was founded using a $1.4 million grant from the Lilly Endowment. Much of
the money was used to start a Community Venture Fund — a program that provides matching
funds to partner organizations that may not be able to fully support a project or internship. One
example of such a project included a woman-owned small business that wanted to publish a
technical book. They approached the University requesting editing and publishing assistance
with the book, which was provided through partially funded graduate assistants and input from
faculty. The University also provided expertise to the company in the area of marketing the
book.

During our meetings, we met with many people who work directly and indirectly with the
Solution Center from a top administrator to the companies and non-profits who have been
helped by the center. After only three years of operation, the university’s links to the community
established through the Solution Center are very strong. The clients who were helped by the
center consider IUPUI “their University” now.

In the beginning, some of the deans did not see the value of the center. This sentiment was
prevalent in areas that did not perceive immediate benefit for the faculty or the college. The
issue was that they did not consider their disciplines in high demand within the community. For
example, the fine arts school did not consider itself a likely participant; however, an after school
program approached the Center about finding activities for he kids. The Center matched them
up with art students that were able to provide substantive art programs after school.
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Some of the other salient points that came out of our meetings are:

¢ You must sell the process internally before you can get buy-in from the community

e Use faculty members that are already engaged in the community and doing experiential
learning to “preach” to their colleagues about the value

e You must make access to the point of entry easy for the community (this is as basic as
providing free parking, establishing a website or creating a clearing house phone line).

o Faculty participation with engagement projects must be rewarded through release-time,
credit toward tenure, matching funds, paid interns, etc.
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VI. Task Force Workshop

In August, the Task Force hosted special guests from Michigan State University (MSU) Dr.
Hiram Fitzgerald, associate provost for university outreach and Burt Bargerstock, director of
communications for university outreach, who led the members through a one-day workshop on
community engagement. They were asked to provide insight on their program as well as assist
us in finalizing recommendations regarding Goal 4. The morning session began with an
overview from President Brogan, and the day concluded with the development of a university-
wide Logic Model (See Appendix B).

As background, MSU established an Office of University Outreach and Engagement to
coordinate the university’s response to requests from the public. The office is charged with
ensuring that the university’s outreach efforts are internally coordinated, externally linked,
responsive to important societal issues and consistent with its mission and policies.

Finally, it should be noted that the major points addressed independently by MSU and the IUPUI
Solution Center overlap significantly, thus reinforcing the validity of the information. There was
one additional note stressed by MSU: Engagement projects performed by faculty must be given
equal standing as quantifiable research in the review process. Furthermore, it is imperative to
directly tie such projects to annual promotion and tenure evaluations and to equate a real dollar
value of faculty/staff hours spent on engagement projects for tracking purposes.

Background Information on the Presenters:

Dr. Hiram E. Fitzgerald is Associate Provost for University Outreach and Engagement and
University Distinguished Professor of Psychology at Michigan State University (MSU). He is co-
chair of the MSU Family Research Initiative and chairperson of the Committee on Engagement,
which is part of a multi-university Committee on Institutional Cooperation. He is also a member
of the Council on Extension, Continuing Education, and Public Service Task Force on
Engagement. Fitzgerald is co-director of the Michigan Longitudinal Study of Family Risk for
Alcoholism over the Life Course (now in its twentieth year), and is principal investigator of the
Michigan local site component of the 17-site national evaluation of Early Head Start (now in its
ninth year). He is also a member of a variety of interdisciplinary research teams focusing on
evaluation of community-based prevention programs. His major areas of research include the
study of infant and family development in community contexts, the impact of fathers on early
child development, implementation of systemic models of organizational process and change,
the etiology of alcoholism, and broad issues related to the scholarship of engagement. Since
1992, Fitzgerald has also served as the executive director of the World Association for Infant
Mental Health. Fitzgerald holds a Ph.D. in experimental child psychology (1967) from the
University of Denver.
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Burton A. Bargerstock is Director of Communication and Information Technologies for University
Outreach and Engagement (UOE) at Michigan State University. He directs information system
development, publications, public/media relations, and event management; and serves on
university-wide advisory committees. Since 1994, Bargerstock has participated in a number of
institutional research efforts, including the development of the Outreach & Engagement
Measurement Instrument (OEMI) which collects data on faculty outreach efforts and activities.
Under the aegis of the National Center for the Study of University Engagement (NCSUE) he
leads the OEMI project, heading its implementation at MSU and partnering institutions.
Bargerstock also helped shape an ongoing qualitative research project that studies the impact
of outreach on scholarship and scholarly lives. Recently, he was involved in the creation and
development of the MSU Usability & Accessibility Center, a University laboratory that conducts
research on and provides services for the evaluation of human/technology interfaces (e.qg.,
software, Web sites, etc.). He is an institutional member of EDUCAUSE and the University
Continuing Education Association, and is president of the MSU Chapter of the Honor Society of
Phi Kappa Phi.
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VIl. Recommendations

Recommendation A:
The Task Force reviewed the Strategic Plan and suggests the following specific changes to the
text of Goal 4 (See Appendix C):

Obj. 1.3 — Adjust the themes as shown to better address FAU’s core areas of expertise

Obj. 3.2 — Host an “Annual” Summit of Campus Councils engaged in Community Development
Obj. 3.5 — Add a requirement to establish a database of information on community engagement
Obj. 4.4 — Add a marketing piece to showcase the positive aspects of community engagement

Recommendation B:

The task force recommends that the University agree upon a common definition that delineates
the difference between experiential learning and service learning. During the information
discovery process of the task force, the members found out by happenstance that the Dean of
Student Affairs had begun a program to provide service learning for students in a more
meaningful way than had been done in the past. The task force members believe that these
activities need to be coordinated with a Central Office of Community Engagement.

Recommendation C:

Much of the preliminary work of the original Goal 4 committee has been deemed completed by
the task force; however, one of the major pieces of the community engagement effort is the
establishment of an Office of Community Engagement. Since the University’s resources are
limited due to budget constraints, the Office cannot be set-up in a full-functioning capacity at this
time. In the meantime, several steps can be undertaken to start the efforts of the office. First,
Division of University Communications and Marketing can undertake the task of creating a
website and other marketing materials to promote the community engagements already
conducted by the University. The Division of Research can identify funding opportunities to
support the University’s Community Engagement efforts. Together, the two divisions can
develop a community engagement “dog and pony show” to share with the Community. All of the
above can be accomplished at little or no additional cost to the University until a full-time person
can be dedicated to this project.

Recommendation D:

After meeting with the representative from MSU, who are at the forefront of this topic, it was
discovered that an FAU faculty member has been working closely with them in the realm of
community engagement for years. Dr. David Weerts, Assistant Professor of Higher Education in
FAU’s Department of Educational Leadership, is already well-published in this field. The task
force recommends utilizing his expertise in these early years as the University establishes
community engagement as a cultural norm at FAU. We further recommend that he be granted
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release-time to develop a plan that will guide the University through the process of addressing
how promotion and tenure is affected by community engagement. (See Appendix D).

FAU Strategic Plan Goal 4 Task Force Report
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VIIl. Conclusion

While not asking universities to collect new data, the reporting of existing data could take better
account of the university-community engagement activities. Florida Atlantic University may wish
to consider publishing, based on our mission and objectives, what we consider to be our own
best/good practice with respect to university-community engagement.

While it is apparent that successful university-community engagement involves institutional
support and acknowledgement at all levels of seniority, this will only be achieved when the real
benefits of engagement, particularly on the academic side of the equation, are acknowledged
and become a recognized part of the university culture.
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IX. APPENDCIES

A. Summary of Interviews with FAU’s Deans by Dr. Carolyn Stewart, assistant vice
president for community relations, Broward campuses

B. Logic Model for Community Engagement facilitated by Dr. Hiram Fitzgerald, associate
provost for university outreach, Michigan State University

C. Goal 4 — Proposed Revisions

D. “Toward an Engagement Model of Institutional Advancement at
Public Colleges and Universities” by Dr. David Weerts, assistant professor of higher
education in FAU’s Department of Educational Leadership
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Appendix A — Summary of Interviews with College Deans

Strategic Plan - Goal 4 Project
Summary of Interviews with FAU’s Deans
Dr. Carolyn Stewart, Assistant Vice President for Community Relations,
Broward campuses

Interviews were conducted with FAU’s deans to begin the data collection process regarding the
unique initiatives established by colleges and divisions, which serve the needs of the
community. Questions were asked to gather information about the practical application of
research projects, in order to educate the community. Additionally, information was collected
regarding the current methods being utilized to communicate with FAU’s internal and external
communities. As this project was concurrent with the convening of the Goal 4 Task Force,
feedback received from meetings was incorporated into the recommendations.

Overall, it was found that FAU is engaged in valuable research projects which have a strong
impact on our community. However, the deans recognized the need for effective communication
to our internal and external communities. Additionally, it was found that some colleges are
engaged in similar research, and therefore there seems to be a need to build on interdisciplinary
collaboration.

Summary of Interviews
The data collected during the interviews were synthesized and placed into six major categories
as follows:

1) Cultural Awareness and Enrichment

2) Economic Impact

3) Environmental and Sustainability

4) Health and Wellness Initiatives

5) K-12 Outreach for Enrichment and Empowerment
6) Technology

Attached is a review of the supporting data for each category as it relates to the various
colleges.

Recommendations

1. After presenting an overview of the deans’ interviews project to the Goal 4 Task Force,
the above-mentioned categories were incorporated into the revised version of Goal 4.

2. The community outreach inventory that was conducted in 2005 provided extensive and
specific information regarding FAU's involvement with the community at all levels. It is
suggested that a similar activity be conducted within each college with a more defined
focus utilizing the university’s definition of community engagement.

3. The deans discussed major community engagement initiatives in their colleges. The
suggestion is made for interviews to be conducted with departmental chairpersons who
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would be able to provide the specific information needed for a comprehensive inventory
of FAU's community engagement activities.

Summary of FAU’s Colleges’ Community Engagement Initiatives:

1) Cultural Awareness and Enrichment
- Arts & Letters:
o0 Gather stories from varying ethnic sources in order to enrich the ethnicity of
communities.
0 Promote archaeological awareness to honor Florida's history, to understand
and appreciate our beginnings and see what we can learn from the past to
advance the future.

- Library:
o Assemble specialized one of a kind collections in Asian art, Jewish music,
Yiddish material, artist books, and colonial material.
0 Provide instant access to the above for the public.

2) Economic Impact
- CAUPA:

0 Students provide over 100,000 hours per year to social service agencies
from Fort Pierce to Homestead.

0 Restorative justice in rehabilitating juveniles to have normal lives.

0 Solutions designed and provided for building healthy communities that are
walkable, livable and equitable.

- Business:

0 Largest small business development center in the state and one of the
largest in the country assist in small business development from Key West
to Indian River.

o0 Utilize the synergy of the changing economic development in South Florida
to inform the present and predict the future.

o Future: Corporate governance from the perspective of financial services and
insurance.

- Engineering & Computer Science:

o0 Center for Innovational Leadership — emphasizes collaboration with
business and industry in order to educate students for engineering jobs of
the future.

- Nursing:

o0 Nursing Leadership Institute — engage in the leadership development of

nurses in order to assist in the retention of nurses.
- Honors College:

0 El Sol Center — Outreach center developed to solve issues and problems of

migrant workers.

3) Environmental and sustainability
- CAUPA:
0 Waterway cleanups in local communities.
- Engineering & Computer Science:
0 IBM Project called LA Grid which links universities with schools in Latin
America to educate their populations in computer science and engineering.
0 Water analysis to generate clean water from unclean water.
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o0 Utilization of waste heat from power plants as an energy source.
0 Accessing and utilizing energy from the ocean.

- Education:
o0 Educating students about the environment

- Science:
0 Examines sustainability in areas such as the Everglades to maintain bio-
diversity as millions of species are becoming extinct.
0 Gains an understanding of the ecosystem which may have medicinal effects
- Honors College:
o0 Involved in sea tortoise rescue projects and conservation efforts.

4) Health and Wellness Initiatives
- Arts & Letters and Nursing:
0 Taking music to the community (hospitals, hospice, children’s home) used
as an intervention in practice.
- Arts & Letters, Biomedical Science and Nursing:
o Future: Center for Excellence — collaborative initiative for intentional health
and wellness through research on music and the healing arts.
- Biomedical Science:
o Engaged in research which aims to find cures for cancer, heart disease,
aging, visual problems.
o Future: Goal for Boca Community Hospital to be the safest in America
- Engineering and Computer Science:
o Developed assistive devices for varying populations e.g. a music walker for
children with disabilities; patient handler for lifting patients.
- Nursing:
0 School-based community wellness centers which embrace whole
communities who have no access to healthcare;
o Engage in natural healing and discover remedies which work without
medical intervention.
- Education:
0 Aging initiative to educate the community.
- Science:
0 Using human genes to look for cures re cancer, eye disease, neuro-
degenerative diseases.

5) K-12 Qutreach for Enrichment and Empowerment
- CAUPA:
0 CURE - assists low performing schools to meet state and local performance
standards in core academics such as reading and mathematics.
- Arts & Letters
o0 Promotes art education in the high schools through music, theater, and the
arts (left-brain, right-brain thinking).
- Business:
o Center for Economic Information - helps high school teachers integrate
business and economics into the high school curriculum.
- Biomedical Science:
o0 Provides experiences for underserved-underrepresented high schoolers.
- Engineering and Computer Science:
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o Engineering Scholars Program — dual enroliment program for high school
students.

0 Summer program to expose high school teachers to the college of
engineering.

- Education:
o0 FIAT Program - provides mentors and networking in order to connect kids
with their career objectives.
- Library:
o0 High school students have open access to the library collection

6) Technology

- CAUPA:
0 Utilize computer technology to future development of cities
- Business:

0 Future: Research re security in technology. (In collaboration with College of

Engineering)
- Engineering and Computer Science:

o0 Examining transportation as a system, not just as pieces, which renders
assistance in times of disaster.

o Development of IMAX camera to scan shuttle at the space station;

o0 Technology used in medical field for digitizing and transferring information
electronically.

0 Traffic simulations to understand and

o0 Coastal and port security — identification and knowledge of what's coming in.
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Appendix B - Logic Model

Actions

¢ Define community engagement

¢ President communicates vision for
engagement (making a difference,
organizational involvement,
legislative support)

o Engage faculty & staff in the
development of the University's
vision.

o Establish faculty steering committee
(5-1)

e |dentify areas of community
engagement & communicate
opportunities for engagement
(Incorporate CCES efforts) (1-2) (5-1)
(5-2) (5-3)

¢ Develop partnerships (Incorporate
CCES efforts) (3-2) (3-4) (5-1)

o Allocate necessary funds to support
activities & hire staff (2-1) 2-2, 2-3
depends on this

o Develop cross-divisional networks (1-
5

¢ Begin conversations about the
University's vision of engagement
with Executive Cmte & Council of
Deans

e Communicate to public about
engagement success stories (3-4) (4-
1); (4-3) (4-4) (5-3)

o |dentify faculty who can be leaders in
shared community engagement

¢ Connect engagement to the
fundraising model (3-5)

>

Community engagement is valued
Partnerships are valued

There is a shared vision

Value for engagement is communicated
Understanding that FAU is one university
Student engagement is understood as
integral to learning

Professional development is integral to
faculty & staff engagement

o Interdisciplinary activities are valued

Collaborative activities are valued

o Money is available to promote

engagement 2-3

Intermediate Outcomes
Behaviors and Practices

Long-Term Outcomes

Status or Conditions

e VP's, Deans, & Chairs support (3-4)

o P&T process supports (does not penalize)
engagement (1-4)

o Staff evaluation process supports engagement

(1-4)

Community Engagement Office (2-1)

Faculty & staff support

Engagement is part of annual review of faculty

Students have opportunities to be engaged (3-

3)

o Advisory boards support engagement (3-1) (3-
2); (3-3)

o Community partnerships exist (3-2)

Financial resources available to support

community engagement (2-3)

Assessment tools are available (4-2)

Exemplary engagement is honored

Professional development officer

“Silos” no longer exist

Procedures and processes for defining,

prioritizing, planning and evaluating are in

place (1-3)

Institutional support must exist
Mission statement support
Board of Trustees support
President public support
Provost public support

v

Impact

Florida Atlantic University is a fully
engaged university.
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Appendix C — Goal 4 Revised

GOAL 4: MEETING COMMUNITY NEEDS AND FULFILLING UNIQUE

INSTITUTIONAL RESPONSIBILITIES

Florida Atlantic University will be a full participant in the life of its seven-county service region. It will advance economic
development. encourage regional cooperation and sustainability, build partnerships in key areas of community need and enrich lives

through lifelong learning,

Objective 1: Align University outreach activities with the highest priority community needs and unique institutional responsibilities in
order to best utilize resources, knowledge and expertise in service to the region.

Strategy Campus | Outcome Target Date | Accountable Resources Required
Individual |
| 1-1. Appoint a Community Engagement Task All Task Force will be appointed and March 2006 President | No additional cost
Force (CETF) with University-wide representation charged. |
to propose an outreach agenda for the University,
examine methods to document outreach activities
and develop guidelines for conducting and
evaluating them,
| 1-2. Compile and publish a list of successful All The list of successful practices from | December Chair CETF | No additional cost
outreach practices by exploring exemplary FAU and comparable institutions 2006
activities at FAU and at other institutions, (urban, multi-campus, diverse,
doctoral, public) will be published
and widely disseminated.
1-3. Identify procedures and processes for All Focus groups held for targeted Spring 2006 Chair CETF, | $50,000
defining, prioritizing, planning and evaluating faculty and staff will give input to University
outreach activities based on the community’s the proposed procedures and leaders

unique [regional and global needs regarding: |

* Environment and Sustainability

= Cultural Awareness & Enrichment
= Technology

+ Economic Impact

* Health & Wellness

= Pan-generational Learning

processes.

Guidebook for prioritizing, planning
and evaluating outreach activities
will be published and disseminated
to all academic and administrative
unts,

STRATEC
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Strategy Campus | Outcome Target Date | Accountable Resources Required
Individual
1-4. Propose a series of incentives that reward All Incentive package will be developed | Spring 2007 Chair CETF TED
outstanding community outreach activities. in proposal form and forwarded to
the President.
1-5. Foster coordination of community outreach Al | Deans and VPs will identify centers | March 2006 | Chair CETF No additional cost

efforts by University centers and mstitutes through
development of a Council of Outreach Centers.

and institutes with outreach
responsibility.

A commission for the Couneil will
be developed and approved.

At least two meetings of the Council
will be convened.

A first work plan will be completed
for the Council.

June 2006

December
2006

February 2007
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GoAL4: MEETING COMMUNITY NEEDS AND FULFILLING UNIQUE
INSTITUTIONAL RESPONSIBILITIES

Objective 2: Provide a point for community contact that will serve as a clearinghouse for University outreach initiatives that satisfy
community needs and unique institutional responsibilities.

Strategy Campus Qutcome | Target Date | Accountable Resources Required
| Individual |
2-1. Establish an Office of Community All Job description for Director of March 2006 President Redirect or if new
Engagement (OCE). Office of Community resources:
Engagement will be written and Director
this position will be filled. $125,000
Staff Support
$40,000
Other Expenses
$15,000
2-2. Develop a business plan to guide the work All Two-year business plan will be September Director OCE | No additional cost
of the OCE, including but not limited to: developed. 2006

a.  Supporting the CETF in its work (successful
practices, guidebook, incentives);

b. Facilitating collaboration between the
University community and external
stakeholders to determine highest priority
regional needs;

¢ Matching community inguiries to appropriate
FAU units or departments;

d. Mamtaiming and updating a hst of all
University outreach activities,

e. Creating an effective means for documenting
and representing the outreach activities of
faculty, students and staff.

2-3. Seek external funding to supplement All A minimum of two grant | Spring 2007 Director OCE | No additional cost
University dollars to fund the work of the OCE. applications will be written.

TEGIC PLAN




GOAL 4: MEETING COMMUNITY NEEDS AND FULFILLING UNIQUE

INSTITUTIONAL RESPONSIBILITIES

Objective 3: Engage community stakeholders in continuous dialogue to identify priority needs and evaluate the University’s outreach

activities. )
| Strategy Campus
[ Strengthen the role of existing advisory Al

councils in providing direction to University
outreach activities,

! 1
3-2. Conduct a regional summit of Campus All
Community Councils.

Annual Summit

QOutcome

An annual summary report
documenting recommendations
from the advisory councils will be
produced and forwarded to the
President.

Summit will be held with
attendance of at least 75%.

Recommendations from the
summit will be included in the
annual summary report.

Target Date

May 2007

May 2007

Accountable

T
|
| Individual

i Director OCE,

Campus Vice
| Presidents,
| Deans

| Director OCE

Resources Required

Mo additional cost

£3,000

3-3. Elicit community input on identifying All
additional FAU degree programs that are not

included in the state-wide targeted list but are

relevant to the Umiversity’s service region.

| 3-4. Establish additional means of gathering |"Al
community-wide input.

Campus advisory councils will
review list of FAU degree
programs and recommend
additional programs to the
President.

Review bi-annually thereafter.

At least two new options for
community input will be piloted
and evaluated for effectiveness,
e.g., iInteractive website, Broward
Education Communication
Metwork,

contacts for purposes of community engagement,

3.5 - Utilize a database system to track the status of all contacts within the
community; Consider expanding use of Raiser's Edge to include non-donor

Annual
Commencing
May 2007

December
2007

| Director OCE

| Director OCE

STRATEGIC PLAN e 2006-2013

Mo additional cost

TBD
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FLORIDA ATLANTIC UNIVERSITY.

MEETING COMMUNITY NEEDS AND FULFILLING UNIQUE

stories and opportunities

4.4 - Create a marketing piece (print, web or video) that
'will highlight FAU's community engagement success

Objective 4:  Communicate effectively to both internal and external audiences the University's community outreach activities.
Strategy Campus Qutcome Target Date | Accountable Resources Required
Individual
4-1. Develop and implement an annual integrated | All First annual integrated June 2006 Executive Mo additional cost
communication plan that focuses on significant communication will be plan Director, Office of
activities that are clearly aligned with community developed. Communications,
needs and unique institutional responsibilities.
First annual integrated Director OCE
communication plan will be
implemented in conjunction with
University Communications and
Media Relations,
4-2. Provide an effective, user-friendly, electrome | All Electronic reporting system will | June 2006 Director OCE, TBD
reporting system that assures that the OCE has be developed and introduced to Executive
up-to-date information about community outreach administrative and academic Director,
activities. units. Office of
Communications,
IRM
4-3. Create a direct link from the FAU home page | All Link on home page will lead to June 2006 Executive No additional cost
to the OCE, making it the portal for information site with successful practices, Director, Office of
related to community outreach activities. guidebook, featured activities at Communications,
each campus, and opporturity for TRM
interactive input.
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Need to define the difference between "experiential learning”
and "service learning” and how we address each

GOAL4: MEETING COMMUNITY NEEDS AND FULFILLING UNIQUE
INSTITUTIONAL RESPONSIBILITIES

Objective 5: Engage students, faculty and stafT in service activities that mutually benefit the University and the community.

Strategy Campus QOutcome Target Date Accountable Resources Required
Individual
5-1. Initiate a planning process to evaluate the All Recommendation will be May 2006 Dean of No additional cost
potential for the expansion of service learning submitted to the President and the Undergraduate
opportunities to include: Provost. Studies
a. the integration of service learning activities to
enhance the overall educational experience of Chair,
students Couneil
b. the expansion of commumity partnerships to for
support additional service learning opportunities Improvement
e. the identification of resources to support of
service learning initiatives Undergraduate
Education
5-2. Identify existing service opportunities. All A list of current service September Dean of No additional cost
opportunities will be published 2006 Undergraduate
and disseminated to students, Students,
faculty, and staff. VP Student
Affairs
5-3. Promote commumty service activities that All A brochure will be published that | September VP Student $5,000
are clearly aligned with the University’s strategic promotes community service 2006 Affairs
priorities and support volunteerism. involvement. It will be distributed
widely (e.g., new student and
faculty orientations, community
advisory boards). |
5-4. Provide updated iformation on community All Web page will be created and December VP Student No additional cost
agency requests for volunteers and group service updated monthly. 2006 Affairs
projects.

STRATEGIC P
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Abstract

Enrollment pressures, unstable state
appropriations, and increased public
scrutiny about higher education’s
commitment to serving societal needs
have created significant challenges for
university advancement professionals at
public colleges and universities in the
United States. In this paper, I describe
how current responses to these
challenges may ultimately encourage

privatization of public higher education.

In order to keep the “public” in public
higher education, I propose an
engagement model of institutional
advancement that focuses on creating a
public agenda for higher education.
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Introduction

“Fasten your seat belts. We’re in for a
bumpy ride!” This famous line from a
1950s Hollywood script was recently
used by noted historian John Thelin
to foreshadow the challenges that
American higher education would face
during the past quarter century. The
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quote references the enormous
demographic, fiscal, political, and
philosophical changes that have taken
place in public higher education since
the “golden age” of the 1960s. Higher
education’s bumpy ride has been
attributed to both internal and
external forces shaping colleges and
universities during the last 25 years.

Most significantly, higher education
in the US is experiencing dramatic
demographic changes. Minority
student enrollment in US colleges and
universities has increased by 51
percent from 1993 to 2003 (Porter,
2006) and is expected to rise rapidly
through 2015 (Woo, 2006). Overall
college enrollment is projected to rise
steadily in the next decade in the wake
of the baby boomlet (Jacobson, 2004).
Today, higher education leaders are
faced with the challenge of ensuring
access for an expanding and
increasingly diverse generation of
students (Ward, 2000).

Higher education’s role in the global
US economy is also changing. Rapid
advances in information technologies
during the last two decades have fueled
a new kind of knowledge economy
where institutions are moving away
from distribution and analysis of
knowledge-to-knowledge creation and
innovation. Globalization of commerce,
communications, labor, and culture has
heightened the role of colleges and
universities as national and
international economic engines. In this
high-stakes environment, the cost, price,
and value of a college degree continues
to increase (Duderstadt, 2003).

While these challenges mount,
higher education leaders argue that
they have less public money to address
them. Adjusting for inflation, state
appropriations for higher education

have dropped 40 percent since 1978,
and current state investment effort per
personal income has declined $32.1
billion below that of 1980 (Mortenson,
2004). This phenomenon has led Mark
Yudof, President of the University of
Texas System, to declare that the
compact that once governed states

and public universities “has withered,
leaving public research universities in a
purgatory of insufficient resources and
declining competitiveness” (Yudof,
2002, p. B24).

Scholars agree that the consequences
of declining state appropriations for
higher education are dire. If present
trends persist, public higher education
will continue to face rising tuition,
tightening enrollments, cuts in financial
aid, increased attrition rates, and
decline in faculty salaries (Ehrenberg,
2006). Consequently, market forces
will reinforce admissions strategies
where public institutions compete for
top students who can raise institutional
rankings or pay full price for their
education. The result is a diminishing
role for public higher education in
society (Newman et al., 2004).

Alongside of these external forces
are internal struggles to reclaim the
soul of American higher education.
Once viewed as the answer to poverty,
racism, and other social ills, higher
education today is often viewed as
wasteful and overpriced and failing to
deliver on its promises. As a result,
higher education is increasingly viewed
as a private consumer good than as a
public good. Consequently, traditional
rationales for public funding of higher
education have broken down (St. John
and Parsons, 2004). Michigan State
University President, Lou Anna Simon
summarized this dilemma, “Society has
come to see its universities as providers
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of education—as—commaodity, that is,
a personal investment decision made
by a student to achieve future personal
gain. Research on the public’s
perception of higher education affirms
that many have lost sight of how
universities contribute to the public
good” (National Forum on Higher
Education for the Public Good, 2006).
Thelin (2004) suggests that
universities must bear some
responsibility for the mixed
perceptions about higher education. He
argues that colleges and universities
have had increasing difficulty in
explaining themselves to external
audiences because they have drifted in
character and mission. As a result,
today’s colleges and universities face
uncertainty in their societal roles.
The result of all these factors is that
American higher education in the
last quarter century has become a
“troubled giant” (Thelin, 2004, p. 147).

Institutional Advancement
and the “Troubled Giant”

In this difficult environment,
institutional advancement officers

are faced with tremendous challenges.
In this next section, I outline four
primary strategies that have been
employed by advancement and
external relations officers to garner
support for their public colleges and
universities. In so doing, I address the
limitations of these strategies and how
they ultimately contribute to the
erosion of the “public” in public
colleges and universities.

For the purposes of this paper,
institutional advancement refers to
campus external relations offices
charged with building relationships
with a full range of external

stakeholders: alumni, donors,
community partners, corporate
partners, state legislators, governors,
and other government officials at the
state, federal, and local level.

Strategy #1: “Tell our story better
to the legislature”

A view among some institutional
advancement officers is that higher
education has simply failed to apply the
basic principles of marketing. From this
perspective, colleges and universities
face their present plight due to their
inability to effectively “tell their story”
to public officials. The sentiment is,
“Legislators just don’t understand the
impact we make on this state and
region. We need to do a better job of
getting our message out. If we only told
our story in a more compelling way, we
could get more support.”

One popular strategy used by
institutional leaders to market higher
education is to commission economic-
impact studies to illustrate the benefits
of higher education in dollars and
cents. These studies typically calculate
institutional, faculty, student, and
visitor spending, along with other
economic contributions to the state
and region. For example, an economic-
impact study conducted for the
University of Wisconsin System found
that the System contributed 2.7 percent
of the gross state product (Potter, 2003).

Despite these efforts, government
relations experts agree that repackaged
marketing strategies have had little
impact on legislative and gubernatorial
inclinations to support higher
education (Big Ten Government
Relations Conference, 2004).
Expensive economic reports sponsored
by university relations office have been
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scrutinized for their inaccuracy and are
often “taken with a grain of salt” by
state officials. It remains unclear how
such studies help institutions in the
face of budget deficits and competing
interest groups vying for a diminishing
share of state funds (Potter, 2003).
Still, others suggest that improved
marketing efforts will have little
impact on state support for higher
education because the current financial
crisis facing institutions may be more
structural than political (Lyall and Sell,
2006). Overall, the current strategy of
“telling our story better” has its limits
in advancing colleges and universities
the current fiscal and political
environment.

Strategy #2: “Negotiate more
favorable state—university
relationships”
Another strategy for navigating the
tenuous relationship between the
public and colleges and universities
is to negotiate new relationships
between higher education and state
governments. State enterprises,
charters, contracts, and public—private
hybrids are being developed to provide
increased institutional freedom in
exchange for reduced state support.
For example, the Colorado School of
Mines was given a lump sum budget
and greater control over tuition and
programs in return for an agreement
to meet specific performance goals.
Higher education leaders and state
officials in Oregon, North Dakota,
Arizona, Florida, Towa, Virginia, and
Washington are having similar
discussions regarding new state—
university relationships (Couturier,
2003).

While these new arrangements yield
benefits to both states and institutions,

they must be considered cautiously.
Without centralized oversight,
campuses are likely to go in directions
that may duplicate educational efforts
elsewhere in their state. Institutional
control over tuition may lead to
tuition hikes, reduced access for low-
income students, and institutional
incentives to recruit only affluent
students. As regulations are loosened
and market forces take over, there is
no guarantee that institutions will
fulfill their public missions (Couturier,
2003).

Fundamentally, these new
relationships create profound changes
in the historic relationship between
public higher education and society.
Under these new arrangements, state
higher education policy is reduced
to monitoring static performance
indicators such as graduation rates
and progress on diversity goals. Any
collective efforts to identify larger
regional, state, and national needs
are neglected. These emerging state—
university relationships might be
compared to an amicable divorce,
where both parties compromise and
separate without the burden of
creating a meaningful dialogue
about how higher education and
states can work together to address
the concrete needs of their citizens.

Strategy #3: “Raise more money
from alumni and friends”

As public institutions rely more heavily
on private support to keep their
programs competitive, high-powered
fundraising machinery has emerged
across the country. Sophisticated
prospect research, donor communications,
annual and major gift strategies,
stewardship programs, and innovative
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deferred giving vehicles have
contributed to the professionalization
of the field over the past 20 years.
These efforts have paid off handsomely
as evidenced by the success of billion
dollar fundraising campaigns recently
completed by public institutions across
the country (Pulley, 2003).

Fund raising will remain an
important strategy for public
institutions as they face the realities
of today’s political and fiscal
environment. At the same time,
institutions may vary in their capacity
to reap the benefits of fund raising.
For example, studies on alumni giving
show that household income is
significantly associated with support
for one’s alma mater (see Baade and
Sundberg, 1996; Clotfelter, 2003;
Monks, 2003). These findings suggest
that institutions that produce high
wage earners are more likely to receive
higher levels of alumni gifts over time.
Consequently, prestigious national
universities offering expansive
professional programs have an
advantage over smaller, regional liberal
arts-oriented institutions that are less
likely to produce wealthy graduates.
This poses a considerable disadvantage
for community colleges leaders who
are increasingly seeking to get their
alumni involved in major gift
programs.

Another important issue is that
donor gifts are typically earmarked to
support specific programs and are
not available for discretionary support.
Thus, private gifts have the potential
to alter the direction of mission of the
university itself. For example, at many
public research universities, most of
the private gifts have been directed to
the professional schools, a trend that
could threaten the basic liberal arts

mission of the university (Ward, 2000).
Therefore, university foundations may
be more likely to invest staff resources
in departments that have the greatest
fundraising potential. In this
environment, important programs
serving public interests (e.g., social
work, nursing) may have less
opportunity to enhance their standing
through private gifts as compared to
commercial ventures like business and
engineering.

Strategy #4: “Enhance
entrepreneurial ventures

and technology transfer”

Since the 1970s, institutions have been
engaged in significant efforts to secure
external money through
commercialization of academic
products. Global market forces,
declining state support for higher
education, and the passing of the Bayh—
Dole Act of 1980 have provided
significant incentives for institutions to
engage in market activity to improve
their financial position. Increased efforts
in university technology transfer and
entrepreneurialism have contributed to
a culture of academic capitalism where
faculty are becoming intensely focused
on profit maximization (Slaughter and
Leslie, 1997).

University technology transfer
provides tremendous benefits to society
by speeding up the delivery of new
cures and technologies to be used by
the public. At the same time, it is clear
that technology transfer is not a viable
strategy for institutions to address
their financial future. Many university
leaders have unrealistic expectations
about the results of their technology
transfer, and more than half of all
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institutions lose money on these efforts
(Powers, 2006). As one scholar put it,
“The current technology transfer
process has done a better job of
raising universities’ financial hopes
than it has of realizing them” (p. B18).
Institutions that are desperate to hit
a home run in technology transfer are
left vulnerable to ethical dilemmas.
Without appropriate oversight,
conflicts of interests may go
unreported and students may be
exploited as cheap labor to the
detriment of their education. In the
end, such practices could further erode
the public trust in public research
universities leading to increased
government regulations and a faster
decline in taxpayer support (Powers,
2006). In sum, technology transfer
plays an important role in public
research university missions but has
limits in producing steady revenues.

Where Do We Go From

Here?

All of the above strategies have
limitations that ultimately do not help
public institutions deal with the
momentum of de facto privatization.
“Telling our story better” to state
officials has been ineffective, and new
state-institutional structures have
reinforced the divide between state
governments and public higher
education. While raising money from
alumni and friends is an important
strategy, success may be limited to
particular programs and institutions
for which there is market potential.
Finally, entrepreneurial ventures such
as technology transfer provide an
important benefit to society, but are
unlikely to support a consistent flow
of revenue. In all these scenarios, the

character of public universities is being
reshaped to reflect private interests. As
a result, the notion of higher education
for the public good continues to lose
steam.

For the remainder of this paper,
I advance a new course for
institutional advancement aimed at
strengthening higher education’s fiscal
position while forging a deeper, more
meaningful, relationship with the
public. T argue that improved financial
stability for public higher education is
predicated on a more authentic
relationship with external stakeholders
that emphasize reciprocal sharing of
knowledge and resources. Specifically,
the concept of university engagement is
essential to reestablishing public
confidence and support for higher
education and leveraging public and
private support for its programs. An
examination of the emerging national
movement toward university-
community engagement provides the
basis for these ideas.

Reclaiming the Civic Mission
of Public Higher Education

During the last decade, a national
movement has emerged to renew the
civic mission of US colleges and
universities. As criticisms about higher
education’s relationship with society
grew, the 1990s introduced a new
terminology to describe how
institutions might reform their service
activities to better meet public needs.
While traditional conceptualizations of
public service and outreach emphasized
a one-way approach to delivering
knowledge and service to the public,
innovative leaders of public service
and outreach began using the term
“engagement” to describe a two-way
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approach to interacting with
community partners to address
societal needs (Boyer, 1996; Kellogg
Commission on the Future of State
and Land-Grant Universities, 1999).
The new philosophy emphasizes a
shift away from an expert model of
delivering university knowledge to the
public, toward a more collaborative
model where community partners play
a significant role in creating and
sharing knowledge to the mutual
benefit of institutions and society.

The American Association of State
Colleges and Universities (AASCU)
Task Force on Public Engagement
characterizes an engaged institution
in this way: “The publicly engaged
institution is fully committed to direct,
two-way interaction with communities
and other external constituencies
through the development, exchange,
and application of knowledge,
information, and expertise for mutual
benefit” (American Association
of State Colleges and Universities,
2002, p. 7).

Significant national levers have
emerged to facilitate institutional
shifts toward public engagement.
Professional organizations including
the National Association of State
Universities and Land Grant Colleges,
American Association of State Colleges
and Universities, and American
Association of Community Colleges,
have developed major initiatives to
promote a civic-oriented agenda
among campus presidents, faculty,
staff, and students. Seminal works
such as Scholarship Reconsidered
(Boyer, 1990), Scholarship Assessed
(Glassick et al., 1997), and Making the
Case for Professional Service (Lynton,
1995) have also paved the way for
supporting faculty work focused on

INTERNATIONAL JOURNAL OF EDUCATIONAL ADVANCEMENT. VOL.7 NO.2 79-103

serving broad public interests (Knox,
2001).

In 2006, the Carnegie Foundation
for the Advancement of Teaching
developed a new classification to
recognize a category of “community
engaged institution” that define
themselves by their commitment to the
ideals of public engagement (Carnegie
Foundation for the Advancement of
Teaching, 2006). In addition, the
North Central Association of Colleges
and Universities has begun to include
engagement as a key measure of
institutional quality (Higher Education
Learning Commission, 2006). The
work of these national organizations
has served to legitimize the public
engagement movement across the
country. Thirty-eight national
organizations have since developed a
federation for action around these
activities (Sandmann and Weerts,

2006).

A Theoretical Map of
Engagement
What is engagement and why is it
important to securing the future of
public colleges and universities? To
address this question, one must first
identify what engagement is and what
it is not. Many campuses claim that
that they are “doing engagement” but
in reality, “there is more smoke than
fire” (American Association of State
Colleges and Universities, 2002,
p. 15). For this reason, a theoretical
framework is needed to unpack the
concept of engagement and how it
informs an improved course for
institutional advancement.

The concept of engagement has
evolved from competing notions about
origins of knowledge: how knowledge
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is produced, where knowledge is
“found,” and how knowledge flows
and is distributed. The knowledge
flow theory examines the transfer of
knowledge within and across settings
with the assumption that knowledge
will result in learning, exchange of
information or perspectives, acquisition
of new perspectives and attitudes, or
increased ability to make informed
choices among alternatives
(Hutchinson and Huberman, 1993).

The field of knowledge utilization is
vast and spans a number of disciplines
including rehabilitation, education,
sociology, psychology, and marketing.
Recognizing the depth and breadth of
research in the field, my analysis draws
extensively on three exhaustive
literature reviews that outline the
history, evolution, and contemporary
models of knowledge utilization theory
(see Hutchinson and Huberman, 1993;
Hood, 2002, and National Center for
the Dissemination of Disability
Research, 1996.)

A traditional view of an institution’s
role in knowledge creation and
dissemination is linear and
unidirectional. In this worldview,
knowledge itself is viewed from an
objectivist epistemology emphasizing
logical thinking rather than
understandings. Knowledge is viewed
as value neutral, detached, and
“existing on its own.” From this
perspective, knowledge is viewed as a
commodity that can be transferred
from a knowledge producer to a user.
This philosophy views the brain as a
blank slate or empty vessel in which
knowledge must be poured (National
Center for the Dissemination of
Disability Research, 1996). From this
perspective, the university’s role is to
produce knowledge to be shared with

users (stakeholders) who are its
consumers.

Dissemination strategies in the
unidirectional approach can be
characterized as spread and choice
(Hutchinson and Huberman, 1993).
Spread refers to a one-way
broadcasting of knowledge from
institutions to stakeholders without
regard to utilization and acceptance
of this knowledge outside the
organization. Choice is also a one-way
dissemination approach, but involves
producing alternatives for users to
compare strategies for implementation.
In both strategies, boundary spanners
play a role in delivering knowledge
from producer to user.

In the context of higher education,
the unidirectional approach is best
understood through the agricultural
extension movement associated with
land-grant colleges. Agricultural
extension was developed as a one-way
process of university researchers
sharing new agricultural technologies
to be used by farmers. In this model,
extension field agents translate research
findings into terms understandable by
farmers and convince them to use the
new knowledge. While these efforts
initially proved successful,
dissemination efforts were less
successful when the subject matter
moved away from the topic of
agricultural technology (Mundy, 1992).

Despite its limitations, this
traditional model remains the
dominate paradigm for the university—
stakeholder relationships: the university
produces knowledge and, if applicable,
stakeholders consume it. Today, the
rhetoric about higher education’s
contribution to society is typically
articulated within this unidirectional
language. For example, in his recent
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book, What’s happening to public
higher education?, economist Ronald
Ehrenberg discusses the value of

land grant universities as “major
transmitters of knowledge to American
farmers, consumers, and workers, and
industry” (Ehrenberg, 2006, p. xix.)

During the mid-1970s, however,
some theorists began to adopt a more
inclusive, two-way approach to
knowledge flow. This model emerged
because the linear model was
increasingly shown to be ineffective
since it failed to take into account the
motivations and contexts of intended
recipients (Berman and McLaughlin,
1978). For example, researchers
learned that top-down programs were
ineffective in institutionalizing ideas
into the curricula of local schools.
Their analysis led them to reject the
assumption that one can simply pass
on information to a set of users and
expect that learning will result
(Hutchinson and Huberman, 1993).
Instead, researchers stated that new
understandings must be “grafted into
prior understandings, and individuals
must have ample opportunity to
experience the new information and
develop their understanding of its
meaning” (p. 10).

The transition to the two-way
approach was accompanied by an
epistemological shift, which moved
from a rational or objectivist
worldview to a constructivist
worldview (Hutchinson and
Huberman, 1993). Constructivism
suggests that the knowledge process is
local, complex, and dynamic. In this
paradigm, learning takes place within
a context where knowledge is applied
(Hood, 2002). This constructivist
model replaces the empty vessel
metaphor with a community of

learners metaphor (Hutchinson
and Huberman, 1993).

In a constructivist paradigm,
dissemination strategies vary
considerably from the unidirectional
model. Instead of broadcasting
knowledge and offering alternatives
to users, boundary spanners (e.g.,
university outreach officers) act as
conveners, problem solvers, and
change agents that negotiate the wants
and needs of stakeholders involved
in the knowledge creation and
dissemination process. The one-way
dissemination strategies of spread
and choice are replaced by two-way
interactive strategies of exchange and
implementation. Through exchange
and implementation, researchers and
stakeholders develop shared solutions
to problems of mutual interest
(Hutchinson and Huberman,

1993).

The two-way constructivist approach
to knowledge flow embodies the core
concepts of engagement. Reciprocity
is the key animating principle and
represents an authentic give and
take among institutional and external
partners. In this model, external
stakeholders are not merely consumers
and supporters of knowledge producers,
but partners in the creation, dissemi-
nation, and implementation of
knowledge. Simply put, the engagement
model expands traditional university
teaching, learning, and scholarly
inquiry to include external
stakeholders in a community of
learners. The ultimate goal of this
model is not knowledge distribution,
but systemic change in communities
and society at large. Table 1 provides
an illustration of this theoretical
framework as it informs an
examination of traditional and
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Table 1: Models of knowledge flow in higher education

Traditional unidirectional model
(one-way approach)

Engagement model
(two-way approach)

Epistemology

Role of higher education
institution and
stakeholders

Boundary spanning roles

Dissemination philosophy
and strategies (Hutchinson
and Huberman, 1993)

Metaphors

Positivist: Knowledge is value
neutral, detached and “exists
on its own.” Logical, rational
perspective.

University produces knowledge
through traditional research
methodology (labs, controlled
experiments, etc.). Roles and
functions of labor, evaluation,
dissemination, planning separated
from researcher and users. Users
have little input into the research
design.

Field agents deliver and interpret
knowledge to be adopted by users.

Dissemination paradigm

Spread: One-way broadcast of new
knowledge from university to users
Choice: University produces
alternatives for users to choose

Users as “empty vessel” to be
filled. Knowledge is a commodity
to be transferred to users.

Constructivist: Knowledge is
developmental, internally constructed,
and socially and culturally mediated
by partners (researchers and
stakeholders).

Learning takes place within context
in which knowledge is applied
(stakeholders). Knowledge process
is local, complex, and dynamic and
lies outside the boundaries of the
institution. Knowledge is embedded
in a group of learners (stakeholders
and institution).

Field agents interact with stakeholders
at all stages: planning, design,
analysis, implementation

Systemic change paradigm
Exchange: Institutions and
stakeholders exchange perspectives,
materials, resources
Implementation: Interactive
process of institutionalizing ideas
(stakeholders and institutions)

Stakeholders and university true
partners in a “community of
learners.” Universities become
a learning organization.

engagement models of knowledge flow

at colleges and universities.

The Case for Engagement
Institutions, institutional advancement
offices, and the general public have
much to gain by transitioning from a
linear, unidirectional model of
knowledge transfer to a two-way
constructivist paradigm of systemic
change. Specifically, the engagement
model yields six specific benefits to
institutions and their stakeholders.

First, engagement enhances teaching

and learning. University-community
engagement is often expressed through

undergraduate curriculum focused on
service learning. Service learning is
defined as a “teaching and learning
strategy that integrates meaningful
community service with instruction
and reflection to enrich the learning
experience, teach civic responsibility,
and strengthen communities” (National
Service-Learning Clearinghouse, 2006).
Among its many benefits, service
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learning strengthens students’
analytical and critical thinking skills,
communication skills, and promotes
the values of diversity and civic
responsibility (Learn and Serve
America, 2006).

Second, engagement enhances
research and scholarship. Involving
stakeholders in developing research
directions helps researchers develop
important lines of inquiry that
may not have been considered in a
traditional setting. In addition,
stakeholder input may help scholars
think differently about traditional
theoretical frameworks and
interpretation of research findings. As
such, “engaged” scholarship provides
researchers with expanded
opportunities to test theory with
practice, resulting in improved quality
of the work and in greater likelihood
of implementation of solutions. This
work is typically referred to as public
scholarship (see Peters et al., 20035).
When designed properly, scholarship
embedded in community issues is
equally as rigorous and high quality as
traditional research (Boyer, 1996).

Third, porous structures supporting
engagement allow institutions to more
effectively serve the public good.

A criticism of traditional higher
education structures is that they are
rigid and are overly protective of
academic culture. The phrase “Society
has problems, institutions have
disciplines™ articulates the
organizational issues facing campuses
as they strive to be more responsive to
societal needs (Kellogg Commission on
the Future of State and Land-Grant
Universities, 1999). While traditional
structures reinforce isolation and a
separatist culture among academic
researchers and stakeholders, engaged

institutions flatten the hierarchical
relationship of “researcher over user.”
The prevailing ivory tower culture of
institutional separateness is replaced by
an inclusive culture of equitable
partnerships.

Fourth, engagement supports the
emerging interdisciplinary culture
unfolding on campuses across the
country. In his 2000 article, “Catching
the Waves of Change in Higher
Education,” American Council on
Education President, David Ward
described a new academic division of
labor where traditional disciplinary
boundaries are breaking down and
collaborative research among separate
fields of knowledge is emerging (Ward,
2000). Advocates of interdisciplinary
collaboration argue that creative
research and teaching increasingly
occur between the disciplines (Pfirman
et al., 2005) and this approach is
increasingly rewarded by national
funding organizations including the
National Science Foundation (Brainard,
2002). The engagement model of
knowledge flow supports
interdisciplinary research because it
places institutions as a collaborative
partner in a larger system of
knowledge organizations working
to improve society.

Fifth, there is evidence that
engagement strengthens public financial
support for colleges and universities.
Some of my past research suggests that
institutional commitment to outreach
and engagement was associated with
increased levels of state appropriations
for public research universities during
the 1990s. In other words, institutions
that received higher levels of
appropriations than predicted were
more authentically engaged in service
to their states compared to those that
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received less money than predicted (see
Weerts and Ronca, 2006). Obligatory
action theory was one construct
advanced to explain this relationship.
In short, this theory suggests that state
funding decisions are based on
contractual implicit agreements to act
appropriately in return for being
treated appropriately (March, 1981).
In this case, state legislators acted
appropriately (supported institutions)
in return for being treated appro-
priately (state and community needs
were met). My analysis suggests that
engagement not only provides benefits
to teaching, learning, and society at
large, but also has the capacity to
garner increased public support for
colleges and universities (see Weerts,
2002; Weerts and Ronca, 2006).
Sixth, engagement has the capacity
to leverage major private gifts for
higher education. An emerging body
of literature suggests that the concept
of engagement fits squarely with a
new generation of donors seeking
acceptance of their ideas and opinions,
not just their money. These donors are
motivated by giving opportunities that
will make a tangible impact on society.
As such, fundraising professionals must
view these donors as long-term social
investors instead of responders to
traditional fundraising appeals (Grace

and Wendroff, 2001).

Venture Philanthropy
Repackaged?

The last point above is especially
important and merits more discussion.
In short, the new philanthropic
movement associated with satisfying a
new generation of donors is called
venture philanthropy or high
engagement philanthropy. The

signature elements of venture
philanthropy include close relationships
between investor and investee, a long-
term commitment between donor and
institution, and an emphasis on
outcomes. Donors in this model
provide not only money but also
expertise, typically in the area of
organizational capacity building
(Boverini, 2006).

At first glance, venture philanthropy
seems to hold promise for drawing
donors toward a more authentic two-
way relationship with institutions. The
motives of institutions, however, must
be examined more closely. As one
development officer explained,

“A good development officer has

the ability to make a venture
philanthropist believe that the
institution’s goals are her own”
(Boverini, 2006, p. 99). This quote
calls into question whether venture
philanthropy really represents a new
kind of relationship with donors or is
a repackaged strategy to raise major
gifts for a preset agenda. Developing
inauthentic partnerships might have
the effect of alienating donors who
expect to enter into mutually beneficial
relationships with institutions.

Advocates of venture philanthropy
in higher education must also address
whether campuses have the authentic
desire to involve donors more broadly
in shaping the agenda of their
campuses. For example, donors may
have valuable experience in strategic
planning, but are typically excluded
from these exercises because their
participation would be outside of
institutional norms (Boverini, 2006).
Similarly, development officers in this
new movement take the role of “idea
processors” by determining venture
philanthropists perceived needs for the
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institution (p. 98). This approach fails
to establish an interactive learning
process where institutional leaders and
donors develop a shared vision to
address key societal issues. In other
words, the “new” role of the
development officer in venture
philanthropy seems to rely on old
strategies of matching donor interests
and institutional interests. In this
environment, the distinct cultures

of institution and donor remain
separate.

Based on early evidence, venture
philanthropy or high engagement
philanthropy fails to pass the test of
true engagement as articulated in the
theoretical framework of this study.
Instead, authentic engagement must
stem from shared culture, shared
vision, and an authentic exchange
of ideas between partners.
Transformational gifts received by
engaged institutions must be the result
of innovative ideas generated by a
community of learners—institutions
and donors—dedicated to common
ends. The following section suggests
a new course for institutional
advancement embedded in these
values.

Toward an Engagement
Model of Institutional

Advancement

This paper has outlined evidence that
engagement greatly benefits student
learning, faculty research, and society
at large. It was also shown that
engagement has the potential to
garner greater support for higher
education among public officials.
Finally, this paper suggests that
engagement fits squarely into a new
generation of donors seeking to be

more actively involved with their
giving. Engagement shows great
promise as a lever to inspire donors to
make transformational gifts to higher
education.

A shift toward engagement requires
significant transformation at all levels
of an institution. A growing body of
literature addresses how campus
leadership, structure, faculty rewards,
and institutional culture might be
managed to facilitate this shift (see
Votruba, 1996; Ward, 1996; Holland,
1997; Zlotkowski, 1998; Walshok,
1999; Bringle and Hatcher, 2000;
Maurrasse, 2001). The remainder of
this paper envisions a new model for
institutional advancement and
considers the question, “What might
institutional advancement look like
at an engaged college or university?”

The knowledge flow theoretical
framework presented earlier in this
paper is instructive to understanding
how institutional advancement might
operate in this new environment.
Under an engagement model of
advancement, external relations
officers—development, government
relations, alumni relations, corporate
relations, community relations—have a
critical role in facilitating institutional
transition toward a deeper, more
authentic relationship with external
stakeholders to the mutual benefit of
their campuses and society at large.
To set the stage for this new model,
one must first consider the current
practice of advancement in higher
education.

Traditional model of institutional

advancement

Today’s traditional advancement model
is built on the unidirectional model of
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knowledge flow articulated in

this paper. It is guided by key
assumptions about the distinctive roles
of higher education and stakeholders
in creating, disseminating, and
applying knowledge. The epistemology
informing this worldview is that
knowledge is value-neutral and exists
“on its own” to be found by a
university researcher or faculty
member. As such, the mission of the
university is carried out through
traditional modes of classroom
instruction, research, and outreach
aimed to deliver new knowledge from
the university to the public.

The role of advancement in this
traditional paradigm is to spread the
word about the new pedagogies,
knowledge, and innovations being
created within the walls of the
university. Advancement officers
broadcast this information to promote
this work to external stakeholders. For
example, campus brochures, annual
reports, legislative and donor visits,
community forums, and alumni events
typically aim to showcase faculty and
student work underway inside the
institution. In this setting, development
officers are charged with the task of
matching the institution’s work with
interests of external partners. Similarly,
government relations staff lobbies the
legislature about the campus programs
that merit additional public support.
This method of advancement can be
described as the dissemination
paradigm of “choice” as discussed in
Hutchinson and Huberman (1993).

In this model, university advancement
officers prioritize their programs and
offer stakeholders a range of
alternatives to support.

In the traditional advancement
model, advancement culture, academic

culture, and external stakeholders are
separate and sometimes in conflict.
Each group is guided by differing sets
of values expressed through their own
unique traditions, practices, and
beliefs. Despite these differences, each
have found their own role in higher
education: academics create learning
programs and new knowledge,
advancement officers promote these
programs as funding opportunities,
and external stakeholders either
support or reject these funding
opportunities.

The three groups interact through
structured participation strategies
founded on a development cycle
(see Gray, 2005). When courting
alumni, institutions typically sort
major gift prospects by the type of
degree earned, college affiliation, and
department affiliation of degree.
Based on this information, alumni
prospects are routed to support
programs within the college they
earned their degree. These prospects
are then cultivated by the appropriate
school or college development officer
through home and office visits,
campus visits, and membership on
college, department, or institutional
advisory boards. In the next step,
campus leaders and development
staff solicit support for campus
priorities consistent with the donor’s
background. Donor’s personal interests
are considered in the solicitation
process; however, the range of giving
opportunities presented to the donor
is typically limited. For example,
under this model, development officers
assume that an alumnus who earned
a BS in geography will naturally
want to support the Department of
Geography many years later. Finally,
if the prospect makes a gift,
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advancement officers steward these
gifts through fund reporting, letters
of thanks, visits, and other
strategies.

Government relations and corporate
and foundation relations officers
operate under a similar cycle with their
constituencies. Lobbyists arrange
campus visits, capitol visits, and
relationship-building opportunities in
their efforts to “prioritize, show, tell,
and solicit” public support for campus
programs. Corporate relations
executives engage in similar strategies
to match institutional interests with
corporate interests.

Faculty, academic staff, and students
play a limited role in the traditional
model of advancement. Faculty and
academic staff members are often
featured by advancement staff in
“show and tell” forums where they
feature elements of their work of
interest to particular stakeholders
(alumni, donors, legislators, etc.).

In these settings, faculty and staff
typically present their findings with
limited dialogue with the stakeholder
groups. Instead, faculty may
independently form their own
corporate, foundation, or community
relationships that may assist in
developing their teaching, research,
or service agenda.

Similarly, students have little role
in advancement and are typically
passive beneficiaries of support. They
often serve as marketing tools for
advancement staff at alumni dinners
and campus tours to put an
enthusiastic face on funding proposals.
In these cases, the best students are
often “paraded around” to top
prospects but fail to make any
meaningful connections with
stakeholders who are often very

interested in their experiences and
aspirations.

Engagement model of
advancement
The engagement model of institutional
advancement is built on profoundly
different assumptions compared
to the traditional model. The
engagement model is anchored in the
two-way knowledge flow model as
illustrated in Table 1. This model is
characterized by a constructivist view
of knowledge, suggesting that
knowledge is developmental, internally
constructed, and socially and
culturally mediated by internal and
external partners. The underlying
premise of engagement is that
knowledge exists inside and outside
of traditional boundaries. As a result,
this worldview accommodates for
external stakeholders and advancement
officers themselves to be part of the
larger teaching and learning
community in higher education.
Instead of “spreading the word”
about the new knowledge being
created in the walls of the university,
advancement officers within the
engagement model seek to facilitate
meaningful exchanges between
institutions and external partners to
create systemic changes in communities
and society at large. In this
environment, advancement staff—
development, government relations,
corporate/foundation relations, alumni
relations, community relations—work
together to facilitate an interactive
process of teaching, learning, and
problem solving in which institutions
and external partners exchange
perspectives, knowledge, materials,
and resources.
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Building a publicly engaged office
of institutional advancement

So what might the engagement model
look like in its day-to-day operation?
In this section, I outline strategies for
creating a university advancement
division anchored in the engagement
model of knowledge flow. The
signature element of this model is the
creation of a shared public agenda
with institutional and external
stakeholders. This public agenda is
developed through focus groups and
one-on-one dialogues with stake-
holders to map future directions for
the institution. These stakeholders
include legislators, community groups,
corporate partners, alumni,
philanthropists, and other key partners
who have a stake in improving their
region, state, and nation at large.

The main idea is that stakeholders

are given an opportunity to share
perspectives about key issues necessary
to improving the quality of life in their
community, state, and nation as a
whole.

Identifying and cultivating
stakeholders to partake in these
dialogues would look much
different than traditional models of
identification and cultivation. Consider
the example of recruiting alumni to
support a particular school or college.
Instead of recruiting and sorting
alumni by their degree affiliation to
eventually support a specific program,
development officers would meet
prospects with an open agenda. The
primary goal of the development
officer would be to carefully listen to
the prospect, develop an understanding
of his or her values, and create a
profile about key issues most
important to that prospect. For
example, a prospect who has a child

with autism may be passionate about
finding support and cures for children
with disabilities. Another prospect

may be active in conservation issues
and care deeply about ecological
restoration. Still, another prospect may
have spent a life dedicated to the arts.
These interest profiles provide the basis
for their future involvement with the
university.

Consider the role of government
relations in this context. In formulating
a shared public agenda, government
relations officers would play a role in
carefully monitoring the key policy
issues of concern to state, local, and
federal officials. These university
relations professionals would take a
proactive stance in developing
legislative and gubernatorial
relationships by asking public officials,
“How could our institution improve
the lives of citizens in our region,
state, and nation?” This open-ended
discussion would move institutions
away from a central lobbyist role
(unidirectional approach) toward a
more authentic dialogue about the
institution’s role in the community and
state (engagement approach). The key
themes emerging from this analysis
would provide the basis for developing
a long-term reciprocal relationship
with public officials and the public at
large. Similar strategies could be
employed by corporate and foundation
relations officers and community
relations staff to understand the key
themes most important to their
constituencies.

The findings of this broad based
data collection would form the basis
for a shared agenda for a “public
purpose” university as discussed by
Lyall and Sell (2006). From this
strategic exercise, key themes would
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emerge focusing on significant areas

of public interest. Informal structures,
such as an Interdisciplinary Council,
would be put in place to house these
public agenda themes, generate
stakeholder input and learning
pertaining to this work, and cultivate
stakeholder financial support to carry
out the public agenda. For example,
one could anticipate forming a Council
for Environmental Stewardship
focusing on institutional roles in
teaching, learning, and research related
to environmental issues. Similarly, a
Council for Cultural Enrichment might
be formed to advance work in the arts.
At a major research university, a
Council on Disease Treatment and
Prevention might capture progress
underway in professional schools
focused on human health.

Within the council structure,
individuals would work in cross-
stakeholder teams to address key issues
pertaining to that council. Consider,
for example, a discovery team housed
under the Council on Disease
Treatment and Prevention. The alumni
donor prospect who is interested in
issues of autism may join a
“Childhood disorders discovery team”
comprised of diverse stakeholders who
share her interest in addressing
childhood diseases. Stakeholders in this
team may include faculty, graduate
students, and undergraduate students
studying a range of biological or social
factors associated with curing or
caring for children with developmental
disorders. The team may also be
comprised of state officials who are
passionate about improving policies
supporting children with disabilities.
Foundation representatives or
advocates from nonprofit groups may
also join the team to expand networks

of support for this work. Finally,
corporate partners may join the group
to consider new technologies that may
improve life for children with
disabilities.

Discovery teams would meet bi-
annually for the purpose of updating
team members about new curriculum
or research in the field, emerging
public policies relevant to the issue,
technology transfer, or other factors
influencing future directions for this
public work. A key role of the team
would be to help development and
government relations officers identify,
cultivate, and solicit private and
public support to advance the team’s
goals. It is assumed that the appro-
priate major donors and political
advocates would serve on these teams
and play key philanthropic and
advocacy roles.

In this new model, campus leaders
(deans, directors, chairs, advancement
officers) cultivate prospects one-on-one
in the context of team and council
goals. Campus executives play an
especially important role in articulating
the overall needs of the institution
as it relates to the shared public
agenda. They also serve by selecting
and training council and discovery
team leadership. With campus
colleagues, they seek out appropriate
stakeholder membership on teams
and councils and solicit their
participation.

Overall, the council and discovery
team concept is similar to institutional,
school, and college advisory boards on
campuses today. The program as
described above has, however, several
advantages over traditional boards.
First, the council and discovery team
model stems from a public agenda
representing a diverse body of
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stakeholders. The institution’s work is
guided by compelling societal issues
and thus improves its capacity to serve
the public good. Since stakeholders in
the engagement model are more
intimately involved in shaping the
future of the institution and serving
public needs, they are more likely to

become invested in its success and
support. In short, it would be made
clear that institutions and stakeholders
share this public agenda as well as
the responsibility for executing and
supporting it.

Second, the discovery team concept
embraces a community of learners

Table 2: Traditional and engagement models of institutional advancement

Traditional model of advancement

Engagement model of advancement

Epistemology

Role of institution and
external partners

Philosophy of advancement
(adapted from Hutchinson
and Huberman, 1993)

Structured participation
strategies

Positivist: Knowledge is value neutral
and detached. Knowledge is

“out there” to discover and found
through university methodology.

e Campus mission carried out
through traditional means
(classroom instruction, research,
one-way outreach).

e Advancement office and external
partners are separate from the
academic culture.

Dissemination paradigm

Spread: One-way broadcast of
institutional work and programs
to “sell” to external stakeholders
Choice: External relations officers
seek to match institution’s work
with stakeholder interests.

Alumni, donors: Home and office visits,

college advisory board memberships,
campus visits. Development staff
“prioritize, show, tell, solicit”

State relations: Legislative campus
visits, capitol visits. Government
relations staff “prioritize, show,

tell, solicit”

Corporate and foundation relations:
Office visits, campus meetings, and
tours, match interests of foundations
and corporations.

Community relations: promote campus
outreach with community partners.

Constructivist: Knowledge is
developmental, internally constructed,
and socially and culturally mediated
by internal and external partners.

o Belief that knowledge lies inside
and outside of traditional
boundaries.

e Advancement office and external
partners are part of higher
education’s teaching and learning
community.

Systemic change paradigm
Exchange: Stems from a public
agenda, institutions and external
partners exchange perspectives,
knowledge, materials, and resources
for public benefit.

Implementation: Interactive process
of solving societal problems and
bringing about systemic change.

Discovery teams: Interdisciplinary
cross-stakeholder teams consisting of
institutional partners (faculty, staff,
students) and external stakeholders
(alumni, donors, foundation officers,
legislators, community partners,
corporate partners) to promote
education, dialogue, advocacy, and
financial support for public agenda.
Interdisciplinary councils: Federation
of discovery teams to promote
education, dialogue, advocacy, and
financial support for public agenda
(e.g., Council on Environmental
Stewardship, Council on Cultural
Enrichment)
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Table 2: Continued

Traditional model of advancement

Engagement model of advancement

Role of advancement staff e Promote opportunities to be
(boundary spanning roles) supported by stakeholders
(lobbying, donor solicitation).
e Promote interests of dean,
institution, select faculty

Role of faculty, academic staff, Faculty and staff: Passive unless

students program is a college priority. Featured
speaker in “show and tell” to
legislative staff, alumni, donors. May
have separate corporate or community
relationships. Students: Passive
beneficiaries of support. Serve as
marketing tools. May participate in

service learning or corporate internship.

Role of deans, chairs, and e Seek support for individual school,

central administration college, departmental, and institu-
tional needs. Convene and direct
activities of advisory boards,
corporate roundtables, legislative
visits around these needs.

e Retain primary solicitation and

stewardship responsibilities based
on institutional needs.

Development cycle Prospect identification: By college,
(major gift fundraising) department affiliation, degree of
alumnus.

Cultivation: Development officer visit,
dean, faculty contact, College Board
of Visitors membership, campus visits
Solicitation: Development officer, dean
match donor interests with department
or college needs

Stewardship: Recognition and ongoing
contact with project/program.

e Facilitate stakeholder participa-
tion in discovery teams, councils,
student learning programs

e Solicit financial, political,
volunteer support for public
agenda.

Faculty and staff: Active participant
or facilitator of discovery teams
and student learning programs in
collaboration with external partners
Students: Active learning participant
on discovery team and learning
programs. Fully engaged with
external partners.

e Articulate overall vision and
needs of the school/college/
institution in the context of the
public agenda. Solicit support to
meet these needs.

e Facilitate creation of council and
discovery team leadership and
stakeholder selection.

e Assume solicitation responsibili-
ties in the context of institutional
and team/council needs

Prospect identification: “Open
agenda” Identify prospects by area
of interest. Direct prospect to
appropriate discovery team and
council within the public agenda.
Cultivation: Participation on
discovery team, Council member,
development officer visits, dean,
faculty contact.

Solicitation: Development officer,
discovery team leader match gift to
advance team and council progress.
Stewardship: Recognition and
continued work on discovery teams
and councils.

philosophy, acknowledging that faculty, societal issues. Unlike the traditional
students, public officials, community model where institutional and
partners, and corporate partners all stakeholder knowledge and cultures
bring unique perspectives and new remain separate, the engagement model
knowledge important to addressing produces shared culture, shared
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knowledge, and a shared vision around
issues critical to our society.

Third, student and faculty
learning and research are greatly
enhanced in the engagement model.
Interdisciplinary collaboration thrives
in the discovery team model since
broad issues, not narrow disciplines,
set the agenda for problems to be
addressed. An exciting prospect is
that students could use discovery
teams to conduct research, make
professional contacts, and share
insights about their academic
experiences. Unlike passive observers
in the traditional advancement
model, faculty and students in the
engagement model have a permanent
seat at the table to dialogue with
stakeholders about future directions
for their field.

Finally, the discovery teams may be
the perfect vehicle to engage the next
generation of major donors. As this
paper previously outlined, these new
donors are likely to make
transformational gifts to programs
that align with their values and have
a clear impact on society. Donor
prospects’ participation on issue-
oriented teams may stimulate
opportunities for transformational
gifts. This is possible because the
engagement model focuses on ideas
and systemic change, compared to the
traditional advisory board model
focusing on programmatic needs of
colleges and departments. In short,
councils and discovery teams may
provide a compelling new structure for
cultivating the next generation of
major donors.

Table 2 illustrates the traditional
and engagement models of institutional
advancement through the lens of the
knowledge flow framework.

Conclusions

Public colleges and universities today
face enormous fiscal, political, and
structural challenges. Demographic
changes, globalization, and declining
financial and political support for
higher education have led institutional
advancement leaders to consider
numerous strategies for supporting
their campuses. As articulated in this
paper, however, these strategies have
significant limitations and lead to
further erosion of the “public” in
public higher education.

Relying on current advancement
strategies inevitably leads to negative
consequences for higher education and
society. Quality, access, and
affordability of higher education are
threatened under current conditions
where public support is declining and
market forces strengthening.
Consequently, the divide between
public higher education and society
will continue to widen, and the ivory
tower legacy of colleges and
universities prevails. Maintaining the
status quo means that institutions and
external stakeholders will continue to
operate in separate cultures, unable
and unwilling to create a unified vision
for improving quality of life in this
country and around the world.

I conclude suggesting that the
engagement model outlined in this
paper provides a compelling alternative
for restoring the public ideals of public
higher education, while leveraging
public and private support for its
programs. Institutions that make the
transition from a linear, unidirectional
model of knowledge transfer to a
constructivist paradigm of systemic
change have the potential to yield
significant benefits to their campus and
society at large.

98 INTERNATIONAL JOURNAL OF EDUCATIONAL ADVANCEMENT. VOL.7 NO.2 79-103
© 2007 PALGRAVE MACMILLAN LTD. ISSN 1744-6503 $30.00



An Engagement Model of Institutional Advancement at Public Colleges and Universities -%E

Institutions benefit by enriching their
teaching, learning, and interdisciplinary
research programs while strengthening
public and private support for these
programs. Engagement helps faculty
and academic staff by improving the
quality and support for teaching,
research, and service programs.
Graduate and undergraduate students
have much to gain since engagement
facilitates interdisciplinary training,
informs future research agendas,
establishes career connections, and
enriches overall learning. The engage-
ment model holds great promise for
preparing the next generation of
donors, public servants, scholars,
business leaders, and community leaders.

The engagement model yields great
benefits to external stakeholders.

In this new paradigm, alumni, donors,
and prospects become true partners in
teaching, learning, and discovery. The
result of this empowerment is engaged
and enthusiastic individuals who may
be more inclined to make a major gift.
Similarly, public officials and
community partners benefit by having
a forum to dialogue and gain new
perspectives on issues of public
concern. The result is more-informed
policy development and potentially a
rekindling of confidence and support
for higher education. Finally, corporate
partners in this model may develop a
more acute awareness of their market
role and expand opportunities for
commercialization, business
development, and student recruiting. In
short, engagement model of
institutional advancement establishes a
template for creating a “public purpose
university” (see Lyall and Sell, 2006)
that addresses societal issues and
generates long-term trust and support
for higher education.

A Long Road Ahead...

Adopting the engagement model
requires a fundamental shift in how
colleges and universities think about
and perform their role in knowledge
creation, dissemination, and
implementation. Consequently,
enormous cultural and structural
changes must take place in both
academic and advancement circles to
move in the direction of engagement.

Faculty culture is a key barrier to
implementing the engagement model.
University faculty are socialized within
traditional views of higher education
and place boundaries on what
constitutes “appropriate academic
behavior.” These traditional views
advance restrictive definitions of
research and promotion that inhibit
work with outside stakeholders
(Dickson et al., 1985). Most
importantly, poor faculty-reward
systems are barriers to faculty
members’ involvement with service
programs (Seldin, 1982).

For the engagement model to take
hold on campuses, leaders must
provide faculty incentives such as
discovery team seed grants or
graduate assistants to support their
participation. Since faculty rewards are
primarily tied to research productivity,
discovery teams and councils must
clearly support engaged scholarship
that corresponds with promotion and
tenure guidelines. Similarly, new
structures must be developed to
support engagement since breaking
down academic barriers requires
significant attention to organizational
structures, management, and budgeting
(Amey et al., 2002).

Beyond faculty rewards, the
engagement leaders must address
enormous power issues between
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institutions and stakeholders. In the
engagement model, higher education
leaders face the challenge of sharing
power with a diverse group of
stakeholders. The engagement model
leaves the door open for reforms

and new ideas regarding teaching,
research, and service. Uneven
distribution and application of power
can however, lead to disagreements
over the meaning of issues and events
among stakeholders. For this reason,
institutional decisions and reforms
must flow from a shared culture.
Consensus between partners must be
achieved through negotiation and strife
(Dantnow, 1998).

Institutional advancement culture,
rewards, and structures would also
have to change dramatically to
accommodate the engagement model.
Major gift programs provide a
compelling example. Today,
development officers are under
tremendous pressure to cultivate their
alumni to support their programs in
their college. This territorial nature of
major gift fund raising often conflicts
between colleges, departments,
advancement officers, and sometimes
donors themselves.

The problem is that development
officers are typically rewarded for
bringing donors to support individual
college or departmental programs. A
new system must emerge where
development officers are rewarded for
identifying, cultivating, soliciting, and
stewarding major gift prospects who
possess knowledge, compelling
interests, and financial or political
capital to advance a shared public
agenda. Government relations,
corporate and foundation relations,
and community relations officers may
benefit from a similar model.

Finally, I acknowledge that my
analysis has been limited to an
institutional perspective. Future
analyses must consider how or the
extent to which external partners may
be integrated into the engagement
model. For example, can we assume
that public officials have the time and
interest to be deeply engaged in the
work of the university as espoused in
this model? Also, does enough trust
exist between campus leaders and
external partners for this model to
work effectively? If not, how do we
build that trust? In addition, what are
the appropriate boundaries between
stakeholder input into a public agenda
and institutional control of the
leadership and management functions
of the university? Related to these
issues, we must realistically consider
the extent to which an engaged
university can solve the many ills
facing society today. Because societal
problems are deeply rooted and take
generations to address, the university
should be viewed as an important
partner in tackling these issues but
cannot be held accountable for solving
them quickly. At the same time,
genuine support and participation
among external partners may give
institutions the best chance of making
a difference.

Former President of the National
Association for State Universities
and Land Grant Colleges, C. Peter
Magrath, summed it up best, “Public
universities must be financially stable
and enjoy public confidence in order
to perform their vital mission as the
intellectual and educational service
centers for America in the 21st
Century. But to earn this support, they
must examine themselves...and then
change and reform to better serve
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society.” There is no doubt that
shifting to an engagement model of
advancement is a Herculean task. This
effort is, however, critical not only to
securing higher education’s financial
future but also to improving quality of
life for the many communities served
by higher education—both local and
global.
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