A Duty to Dream
 The Development of the Creative University:
A Strategic Map for Fort Hays State University in 2020
In developing a new university, one has to rethink some of the basic design imperatives on which universities have historically been founded.  “Change is a law of life and those who look only to the past or present are certain to miss the future.”  This quote from John Kennedy was part of the opening of the Dare to Dream State of the Campus Address for 2007-2008.  It is also a clear admonition why we need to prepare a strategic map for our University in 2020.

Our mission statement reminds us that, “The University’s primary emphasis is undergraduate, liberal education,” and it should continue to be.  We will strive to produce graduates who, as the mission statement puts it, “are provided an entry into graduate school, for employment requiring well-developed analytical and communications skills, and for lives of ethical and civic responsibility to better understand global complexities and an American society of increasing diversity.”  How we will accomplish that task most effectively and efficiently is the question of our strategic map.

Our world is changing at astronomic speed.  Our old economic and environmental path is leading toward decline and eventual collapse.  If our goal is to sustain economic progress and improve Kansas, we have no choice but to move in new directions.
There are several reasons behind this need to change.   One, there is strong new evidence that the old western economic model will not work for us or the new developing countries.    Two, the tightening oil supply and fast growing demand raises challenging new issues that deserve our attention and will change student behavior.  Three, technological advances in the last few years offer exciting new possibilities for the delivery of education and also for reversing environmental trends that are undermining our future.

As Thomas Freeman pointed out in his book, The World is Flat, borders and barriers are disappearing.  It is not by accident, but as our University internationalizes our curriculum and educational experiences we have formed meaningful partnerships with institutions in China.  China now leads the United States in the consumption of all commodities except for oil.

If China’s economy continues to expand at 8% per year, its income per person will reach the current U.S. level in 2030.  If we assume that the Chinese consumption level per person in 2030 is the same as in the United States today, then China’s projected population of 1.45 billion would consume an amount of grain equal to two-thirds of the current world grain harvest, its paper consumption would be double current world production and it would use 99 million barrels of oil a day . . . well above the current world production levels of 90 million barrels.

The old western economic model is not going to work for China or any nation in the future, including India, which by 2030 is projected to have a population even greater than China, or for the other 3 billion people in developing countries around the world who are also dreaming the “American Dream.”  In an increasingly integrated world economy, where all countries are competing for the same oil, grain and mineral resources, the existing economic model will not work for anyone.  Knowledge is king today and will become even more important as we are driven from the fossil-fuel-based, automobile-centered, throw-away economy, which has been our life in the past.
The world’s population will become a major challenge.  Some 42 countries now have populations that are either essentially stable or declining slowly.   In countries with the lowest fertilization rates, including Japan, Russia, Germany and Italy, populations will likely decline over the next half century.  Their economies will also decline because there is a direct relationship between population and economic decline.
A larger group of countries have reduced fertility to the replacement level.  They are headed for population stability after large groups of young people move through their reproductive years.   Included in this group are China, the world’s most populous country, and the United States, the third most populous country.  The third group of countries who are projected to more than double their population by 2050 include Ethiopia,  the Democratic Republic of the Congo and Sudan, to name a few.

The most recent mid-level UN demographic projections show world population increasing from 6.1 billion in 2000 to 9.1 billion in 2050.  Such an increase it seems highly unlikely, when one considers the deterioration in life support systems now under way in much of the world, that this projection can be met.

Educational levels reflect the deep divide between the rich and the poor.  In some industrial countries . . . for example Canada and Japan . . . more than half of all young people now graduate from college with either two-year or four-year degrees.  By contrast, in developing countries 150 million youngsters of elementary school age are not in school at all.  Although five centuries have passed since Guttenberg invented the printing press, nearly 800 million adults are illiterate.  Unable to read, they are also excluded from the use of computers and the Internet.  Without adult literacy programs their prospects of escaping poverty are almost non-existent.
“In the early 1970s a college graduate earned 45% more than a high school graduate.  Today, a college graduate earns 84% more than a high school graduate,” reported Laura Tyson, chair of President Clinton’s Council of Economic Advisers.  Given these wage differences, you would think a higher percentage of high school graduates would earn college degrees.  But that has not happened.

In the book, The Race Between Education and Technology, Goldin and Katz make the point that, “short-term barriers to college are steeper now than they once were.   We need to make sure that students have the financial support to go to college . . . but our system has not.”    More than half of all undergraduates work more than 20 hours a week and have increasing loan burdens.  The FHSU strategy of “affordability” has never been more important.
In Kansas today about 30% of our workforce has a baccalaureate degree.  But population and demographics present a major challenge to our state and its economic development.   While Kansas currently has 2.7 million people, its economy could support 3.1 million.  Our state needs more workers and needs better educated workers.   Fort Hays State University is ideally positioned to contribute to the workforce needs of the state of Kansas.
When one analyzes the ten global industries for our state between now and 2020, it is very clear to see how our current programs are ideally positioned to address the need.

Industry Title





Projected Job Openings

1.   Educational Services





21,330

2.   Aircraft Engineering and Manufacturing



20,360

3.   Ambulatory Health Care Services



19,420

4.   Administrative Leadership and Support Services


18,610

5.   Hospitality, Food Services and Drinking Places


12,930

6.   Nursing and Residential Care Facilities           


  8,890

7.   Professional, Scientific and Technical Services

  
  8,040

8.   Social Assistance




              
  5,740

9.   Grant-making, Civic, Professional and similar organizations  
  4,000

10. Hospitals






  
  3,820

One of the key questions for employers seeking to locate or expand their operations is whether the state has the available educated labor force it needs.  Research has shown that between 30-50% of all new employment opportunities go to individuals who did not graduate from high school in Kansas.   Research also shows that the higher skilled and higher wage jobs are more likely to be filled by those migrating into Kansas.
In response we want to develop a new model for our University, one that measures academic quality by the education its graduates have received and one where researchers, while pursuing their scholarly interest, also consider the public good; one that does not just engage in community service, but rather takes on a major responsibility for economic, social and cultural health of its community and state.
The task before us is to build new forums of social cohesion appropriate to the emerging “creative age,” an age where knowledge is valued more than commodities.  We need to foster a different kind of university, a university that is clearly linked to our setting and the needs of Kansas; a university that does not measure its success based on historic or a prescribed set of design elements.  We must foster a university that is flexible and a function of its contemporary environment rather than copying whatever other institutions have tried to do or are doing.

This is not a proposal to abandon our commitment to high-tech/high-touch or our affordable success strategies.  Those commitments have been enormously successful as we have integrated technology into our teaching and have been committed to using full-time, highly qualified faculty with small classes in our on-campus environments.  In comparison, according to figures compiled by AAUP, 48% of all faculty members in the United States teach part-time.  We know that hurts learning. We have also demonstrated that affordability and student success will attract more and more students to our institution.

This new strategic map builds on the successes of our previous commitments and proposes various new design elements that reflect the needs of the world we live in.  These new design elements must be responsive to the explosion in knowledge productivity, the increased specialization in academic disciplines, the rise of entirely new disciplines and the collapse of disciplinary boundaries that have increasingly taken place during the last twenty years.  All of the design elements are a strategic map providing us opportunities to move our University forward and position it as a major contributor to the future development of the state of Kansas.
The foundation elements of the Kansas economy are agriculture and ranching, oil and gas production,  manufacturing and the biosciences.  But in this time of rapid advances in a knowledge-driven economy, the key to economic development and success is expanding the diversity and size of the workforce.   Diversification is possible only with a strong commitment to guarantee a well-educated workforce . . .  with the increasing presence of what one cultural observer, Dr. Richard Florida, has termed, “The Creative Class.”  The Kansas Board of Regents has correctly identified that the growth of the Kansas “Creative Class” is dependent upon our ability to: (1) Align the K through 12 curriculum with the needs of higher education admissions and student success;  (2) Increase the number of K through 12 graduates going on to postsecondary educational institutions; (3) Increase the higher education retention and graduation rates;

(4) Align the degree programs of our institutions with the needs of the Kansas workforce; and (5) Improve the learner outcomes that support the Kansas workforce needs.

Florida said in his recent book, “The university is perhaps the single most important institution of the creative age.  It is certainly what gave the U.S. its huge edge in the twentieth century, by virtue of attracting the best and brightest from all around the world.  Unfortunately, it is also the most mismanaged institution in our society.  The single worst problem with all universities these days is their apparent inability, and in some cases, a blatant disinterest in educating our population broadly across all social, economic and ethnic demographics.”

Fort Hays State University’s new strategic map is designed to address the five goals of the Kansas Board of Regents and Richard Florida’s challenge to educate our state’s entire population broadly across all social, economic and ethnic demographics.  To accomplish these strategic directions our University must align with the following realities.

Design Element 1: Commitment to Growth

Every university is geographically situated and oriented.  Fort Hays State University is the only university or college in the western half of our state.   We must leverage our place, leverage our unique locale and its culture.  We must embrace the cultural diversity of western Kansas, its economic and cultural heritage, its social dynamics and the aspirations of its citizens.  The policy decisions that we make today will determine the quality of our environment in 2020 and for years to come.  It is the primary objective of the University to grow the high quality students we serve from our projected enrollment of 10,000 in 2010 to 20,000 by 2020.  A significant part of that objective is to grow our Hays campus enrollments from 5,000 to 7,500 students.   That growth can be accomplished through the following initiatives:

1. Redefine our primary service area to be regional and not limited by state boundaries.  Our region will run from the Eisenhower Tunnel on the west to the Truman Library on the east.
2. Increase our enrollments from this new region -- Kansas, Colorado, Nebraska, Oklahoma and Missouri by 500 students.

3. Add 100 new out-of-state students (from the other 45 states) per year, thereby increasing enrollments on campus by 1,000 students.
4. Increase our international student population so that it represents 10% of the Hays on-campus student enrollment.  This would produce 500 new international students.

5. Increase the number of graduate students on the Hays campus by 250.

6. Improve student retention on the Hays campus, thereby producing 250 more registered students per year.

A significant part of this growth is tied to new marketing strategies.  We would develop and integrate a group of strategies that target success in all six areas of our growth objective.  The City of Hays, western Kansas and our entire state would benefit substantially from this growth in our Hays campus environment.

Design Element 2:  Commitment to Lifelong Learning

Fort Hays State University must be more than an institution that serves students on the Hays campus.   We must become an institution that has a worldwide and ubiquitous presence and is a driving force . . . not only for our state and region but also nationally.  We must also become a lifelong presence in the lives of our alumni as well as citizens all across the state of Kansas and around the world that need our Virtual College services.
In an era of increased specialization, universities can no longer be places where students spend four years and then leave when they are done.   The educational model of an elementary experience, followed by a middle school and high school experience, followed by a postsecondary educational experience and then followed by practicing a profession for the rest of one’s life is no longer applicable in today’s world.  Citizens of Kansas and the world will re-enter the postsecondary educational environment three or more times in their lifetime and only remain competent and able to contribute to society through continual commitments to lifelong learning.

To accomplish this objective of lifelong learning, we need to structure and expand our Virtual College so that we can accommodate 12,500 virtual students by 2020.  These students, like our on-campus students, should benefit and be served from the same support systems.  However, we need to recognize and respond to the unique needs that the virtual student brings to our University.   To accomplish this end, a thorough review of the way in which we deliver services to virtual students should be completed and new strategies implemented.
To successfully grow the Virtual College, we also need to look at the teaching models that we are currently using.  We need to create new models that utilize the content expertise and supervision of our current full-time faculty in partnership with expanding graduate student assistants. Such a model would protect our quality as well as significantly expand the number of full-time graduate students on the Hays campus.

Design Element 3:  Commitment to Entrepreneurship

A modern university needs to be a powerful engine for economic transformation.   Fort Hays State University needs to move away from the paradigm that it is just an agency of state government.  We must move towards the paradigm that casts the University as an efficient enterprise responsible for its own fate, an enterprise which state government charters, empowers and invests in because of what it is contributing to the state’s economy.

Between now and 2020 we must commit ourselves to exploring the entrepreneurial potential of university teaching and research.  The University should be encouraged to own and operate businesses that support our mission, thereby becoming entrepreneurial in the truest sense of the term . . . that is risking our time, money and resources for the benefit of the citizens of Kansas.   These changes will be critical to the creation of a risk-taking capacity that must be developed within the University environment.

We need to act now to guarantee that our University can breed entrepreneurship and become a hotbed for innovation and the modern-day equivalent of a renaissance university in a renaissance city within a renaissance state; a state where active citizens, scientists, artists, designers, engineers, financiers, marketers and a sundry of entrepreneurs feed off of each other’s knowledge, energy and capital to make new products, develop new services and whole new industries.  Our faculty and graduates have already proved their skills to accomplish these ends.  We just need to develop a better platform for their growth and development.
The impact of these changes would be dramatic in Ellis County and western Kansas.   If the University is successful in becoming an entrepreneur, it will expand job opportunities and have a tremendous positive effect on the economy of our region and state.

To accomplish this end, Fort Hays State University must make learning about entrepreneurship a part of the educational experience.   Dr. Carl J. Schramm, President of the Kaufman Foundation, in his book, The Entrepreneurial Imperative:  How America’s Economic Miracle Will Reshape the World, suggests, “The University should be encouraged to own and operate businesses, especially high technology businesses,” that will drive a growing economy.  Entrepreneurial capitalism along with increasing our workforce produces expanding economies.

Design Element 4:  Commitment to Intellectual Fusion
Knowledge knows no boundaries.   The core disciplines are just one element of our intellectual identity.  The traditional disciplinary organization of the University may not be the optimum way to organize knowledge, or to organize the institution itself, or to teach students, or to sell social, economic and technical challenges confronting our state.  We want to encourage teaching and research but as interdisciplinary, multidisciplinary and transdisciplinary.  We want to encourage the convergence of disciplines where appropriate, a practice that may be more accurately described as intellectual fusion.

No assessment can convey the unique strengths of programs that involve multi- departments and schools, bringing together scholars from different disciplines to respond to one of our state’s needs.  In order to overcome the limitations inherent in traditional scholarship, we want to help the University undertake strategic new combinations of complementary academic units to create institutes that both maximize strengths, facilitate the creation of new knowledge and better meet Kansas’ new workforce needs.

The motivation in creating interdisciplinary institutes is not to eliminate disciplines, as we know them, or to transform core fields.  It is no longer adequate to neatly equate disciplines with academic departments.  Rather, we must think in terms of programs comprised of disciplines spread across department and school boundaries.

To advance knowledge in the face of rapidly changing times and explore a new knowledge basis, we propose the creation of three institutes under the guidance of one of our academic undergraduate colleges.

1. Leadership Institute under the guidance of the College of Arts and Sciences.
2. Information Assurance Institute under the guidance of the College of Business.
3. Math and Science Education Institute under the guidance of the College of Education and Technology.
This last institute will also be the home of the Kansas Academy of Math and Sciences.  The Academy is a special new initiative that will involve faculty from three undergraduate colleges and numerous disciplines.  The Academy will serve the needs of some of Kansas’ best and brightest high school students and provide a vehicle for them to enter our workforce better prepared and at a faster pace.

The other two institutes will also be staffed with faculty from various departments and colleges.  The primary purpose for existing is to directly respond to the specific needs within the Kansas workforce.  By housing the institutes in existing colleges, we have created structure and stability under the guidance of seasoned academic leaders.

Creativity is organic.  You can’t plan for it.  You can allow the room and freedom to grow . . . you can fertilize it with education and new experiences.  We can’t force creativity on students.   We can just allow it to flourish, reward it, and reinforce it.   Our educational system brings people together who might not otherwise interact and in the more social sense it can be extremely useful as an incubator of creativity.   Our K-12 system, and even some of our universities now to some extent, is still stuck in an Industrial Age mindset, turning out the same kind of workers for a knowledge assembly line that served us well 50 years ago.  Our new institute structure will help us respond to the creative economy and to continue to produce new workers and educated citizens to respond to our state’s challenges.
Design Element 5:  Commitment to Social Relevance

As we seek to cultivate the excellence of our academic programs, it is our intent that we examine their relevance to society and the needs of the state of Kansas.  We need to structure our academic programs in ways that not only advance knowledge, but directly serve the needs of the citizens of Kansas, as well as the larger national and international communities we are a part of.   Fort Hays State University must continue to meet the needs of our western Kansas communities.  If we don’t respond to their needs, no one will.  But, there is a much broader social obligation we must meet.  As members of the academic community, we believe we must share our expertise globally to help alleviate a host of problems that beset our increasingly complex world.   We have a responsibility to develop world leaders.  We have a responsibility to consider not only the value and relevance of our research, but also its impact on all the citizens of Buckminster Fuller’s “spaceship earth.”  The University is a social incubator.  We must engage the society that is evolving before our eyes.  We must find new ways to embrace difference and move ahead of social and intellectual currents.  We must think of new ways to govern and promote democracy in all of our academic programs.  We must foster new concepts in the arts and all spheres of culture.  It is paramount that all these things must be done in an environment of openness and free discourse.
To accomplish the objectives of this design element a number of academic changes are necessary.  First, the College of Education and Technology has grown and evolved over recent years.   With new leadership and an expanded Virtual College presence, a new and better way to align the College to student and state needs has been developed.  However, future challenges remain.   Kansas faces a tremendous shortage in teachers and by the year 2020 we must find new ways to meet the expanding demand for teachers in all grade levels.  This requires the cooperation of academic units in all of our colleges.  It will also demand the highest level of institutional commitment and priority.  We have no choice but to be successful in expanding the number of teachers we produce for Kansas schools.

Second is the creation of a new program in Hospitality Management.  The Kansas economy has been growing extremely fast in this service sector.  There is a tremendous need for hospitality-management-trained business students.   Currently there is only one other degree program in the Regents’ system targeted at this demand need.  A couple of community colleges have two-year associate programs with which we could affiliate.  This College of Business initiative is critical to our success and an excellent example of responding to Kansas workforce needs.

The third change addresses the need for well trained problem solvers in the biotech-based industries.  The Professional Science Masters (PSM) programs are useful tools for helping companies meet the increased need in this key area.  The PSM is an innovative new degree program designed to provide advanced training in science while simultaneously developing important business-oriented workplace skills.  In partnership with the Kansas Bioscience Authority, we need to mount a very successful Professional Science Masters program.
There are other new academic programs that the Kansas economy will need.  New programs in environmental health science, petroleum geology, international business and economics, and political leadership are in their infant stages.  These are just some of the new programs that Fort Hays State University is going to need to mount if we are truly going to be responsive to Kansas’ workforce needs in the future.  Important discussions will take place throughout this ten-year time line with departments that seem to be appropriate to pursue these new kinds of program initiatives.  Whatever we do as an institution, we need to find ways to be timelier in our response to the workforce needs of the changing Kansas economy.

In addition to new academic initiatives and programs, Fort Hays State University needs to pursue a new “community engagement” elective classification offered by the Carnegie Foundation.   The new classification for community engagement is an elective classification, meaning it is based on voluntary participation by institutions of postsecondary education.   Whereas the Foundation’s all inclusive classifications involve secondary analysis of existing national data sources available for all institutions, elective classifications involve additional data collection and documentation with substantial effort invested by the participating institution.  Because of the voluntary nature, elective classifications do not represent a comprehensive national assessment:  an institution’s absence from the community engagement classification would not be interpreted as reflecting a judgment about the institution’s commitment to its community or location.  The community engagement classification describes collaboration between institutions of higher education and their larger communities for mutual beneficial exchange of knowledge and resources in a context of partnership and reciprocity.   This special Carnegie classification includes three categories:

(1) Curricular Engagement -- includes institutions where teaching, learning and scholarship engage faculty, students and community in mutually beneficial and respectful collaboration.  Their interactions address community–identified needs, deepen students’ civic and academic learning, enhance community well-being, and enrich the scholarship of the institution.

(2) Outreach and Partnerships – includes institutions that provide compelling evidence of one or both of the two approaches to community engagement.  Outreach focuses on the application and the provision of institutional resources for community use with benefits to both the campus and the community.   Partnerships focus on collaborative interactions with community and related scholarship for the mutually beneficial exchange, exploration and application of knowledge, information and resources.

(3)  Curricular Engagement and Outreach and Partnerships --  a category that includes institutions with substantial commitments to both the above described categories.

It is Fort Hays State University’s objective to qualify as a Community- Engagement classified Carnegie Institution.   This classification fits our institutional mission and clearly responds to the commitment to social relevance of our University.
Design Element 6 – Commitment to Global Engagement
Research and scholarship know no disciplinary boundaries.  Nor do research and scholarship stop at borders.  Global engagement is critical to the advancement of Fort Hays State University, the state of Kansas and our nation.  Just as our cultures and societies are increasingly intertwined so, too, are the economies of the world.  In order to enhance global engagement, we must seek to understand it, and become increasingly aware of issues and developments around the world.  We must develop tools to facilitate learning and engage in dialogue to discern the complexities of our global engagement.

Fort Hays State University historically has played a significant role in these patterns.  It is difficult to imagine our University today without its global partners.  The mechanisms that are available to facilitate global engagement are numerous, but will take time to design and deploy.  During the interim, we will focus on building linkages and new partnerships, as well as expanding the capacity of some of our existing programs to act more effectively on a global basis.

The rest of the post-secondary education community in Kansas has taken notice of our success in becoming a global player.  The present surge of interest in international education will pass us by unless we redesign and recommit to global education and assure the highest quality education outcomes for on- and off- campus students alike.

If Fort Hays State University is going to be successful in reaching the goal of 10% of our campus students coming from countries around the world, we are going to have to address the deficiencies in the structure and mechanism that support these students.  A new office to coordinate the efforts, information clearing, brokering, and strengthening of services, marketing and international research needs to be created.  This new entity will take a number of years to develop but our success in internationalizing our campus will be dependent upon the new resources that we can make available to respond to this need.

With our expanding emphasis on global education and the projected growth of international students, we need to make some changes that will make us more efficient and effective.  Fort Hays State University also needs multi-year discussions about the overlap between internationalization and multicultural education.  We believe that through new leadership and collaborative strategies, the historical divide between internationalization and multi-cultural education can be eliminated.  While recognizing that there are different views on this issue, we believe that multicultural education and internationalization can complement and enhance one another.

We also need to expand the opportunities for our faculty and students to travel abroad.  Almost every world leader has gone on record reaffirming a commitment to promote educational opportunities that enable their citizens to study abroad and to encourage international students to take part in their educational system.  The “Gathering Storm Report” called for a new federal program that encourages, rather than inhibits, the flow of international students seeking to attend U.S. universities as well as encourage U.S. students to study abroad.
Design Element 7– Commitment to Learner Outcomes
One of the most talked about challenges facing universities today is measuring and increasing fundamental learner outcomes.  These outcomes really address the need for improvement in college graduates’ basic communication skills.  At Fort Hays State University we are concentrating on three of these basic communication skills:  writing skills, oral communication skills and computing skills.

Under Faculty Senate leadership, a new major initiative is beginning to enhance writing skills of our students.  This “Writing Across the Curriculum” initiative will be fundamental to our success in enhancing communication skills.  In addition, another new plan would be developed to enhance oral communication skills.  We currently have a required course that addresses this subject, but only through an interdisciplinary, across-the-curriculum program can we bring about the positive changes in oral communication that our institution seeks.

Last, but not least, is our institution’s long-term commitment to produce graduates who are computer literate and computer flexible.  We are the only institution of higher education in the state of Kansas that requires students to demonstrate proficiency to make technology work for them.  This sets us apart and provides our graduates a competitive advantage in the workplace.

Technology is a powerful tool, and only through proficiency and understanding of that technology can our students continue to be leaders.  Technology alone in this creative age is not going to turn our economy around. . . . make it more positive.  We need to bring in the kind of creative entrepreneurs who can make great ideas into sustainable business models.  We also need aesthetic creativity and we need to pull in political and cultural knowledge that will assist us in positioning our institution for success.  Only then will we get the real positive economic growth we are seeking.

Epilogue – Dream No Small Dreams
In this vernissage, we have tried to frame the strategic map that will lead our institution into a very successful and productive future.   Lester R. Bittel, a management professor, observed:  “Good plans shape good decisions.  That’s why good planning helps to make elusive dreams come true.”   We have created and evaluated our dream . . . now we have a duty to make it a reality, a duty to lead our University strongly into the next decade.
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