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PREFACE

Without vision we perish.

-Herman B Wells

Indiana University East is an evolving institution.  It is just now becoming a university reshaping itself from a community college it was in fact, to a full fledged system of higher education.  This path of evolution holds untold opportunities; it is, however, also full of danger.  We have the opportunities to create new courses and programs, both undergraduate and graduate, to hire new faculty, to establish new offices, to relate to peer institutions, and to establish partnerships nearby and overseas.  But there are also dangers that we will not make the transition without financial difficulties, that we will lose faculty, and perhaps even programs.
What we do in the next eighteen months will establish the form and character of IU East, and the choices we make now will have an enduring effect.  Thus, it is clear that we need to work together to established a shared vision that will launch this institution on a path toward becoming IU’s most effective campus.

INTRODUCTION







Chaos is the score upon which reality is written.











-Henry Miller

Indiana University East provides quality IU and Purdue educational opportunities for citizens of east-central Indiana and west-central Ohio. Most of the students come from these areas, however, there also are some students from foreign countries availing themselves of top IU East education.  Having begun in 1971, IU East is a relatively young institution, but has experienced a tremendous growth in enrollment, both in headcount and full time equivalent.  The range of programs it offers is indeed impressive with courses and programs ranging from art to zoology.  Its periodic art displays are testimony to its talented students, and the number of faculty who spend quality academic time with students outside the office and outside the classroom is nothing but astounding.  Indeed, IU East capitalizes on its small size by very close working relationships between students and faculty.  In fact, in the last ten years, over a hundred students have co-published or co-presented papers with their faculty mentors.

Until now, IU East has largely served the needs of entering students thus offering many 100 and 200-level courses and a large number of remedial courses as well.  Indeed, some might argue that IU East has fulfilled a dual role of a community college, and that of a beginning university.  However, with the emergence of the Community College system in Indiana, its mission is changing.  Rather than providing a large number of remedial courses, IU East must develop more upper level courses, more bachelors programs, and some additional Master’s programs.  Our attention must be refocused.
Reality Check
Humankind cannot bear very much reality.












-T.S. Elliot
IU East is at a juncture: it must change and it must change now.  On the one hand, a change toward more upper level classes and programs is what most faculty want and look forward to.  On the other hand, the reality of losing large revenues now generated from the remedial courses, the desperate economic situation of the region, and the under-prepared student supply line are looming large.  
Manufacturing is disappearing from our economic base.  Wayne County is nearly at the top of Indiana counties with persons living in poverty, and Richmond schools have 20% more of its children receive free lunches and textbooks compared with the State. Wayne County is losing population, while the State is gaining population. We have a disproportionate number of older persons, and the population has a high percentage without a high school diploma. Half of the IU East student body comes from the lower half of its high school class with the vast majority needing remedial courses. [The appendix at the end of this report provides a more detailed picture.]
Yet, the history of east central Indiana is replete with entrepreneurs who have been responsible for inventions that led to the creation not only of new products but of whole new industries.  We believe that it is possible that this creative streak still exists in our citizenry.  However, we have come to a fork in the road.
Crisis
To know to learn is more important than to learn to know, 
because the world is always changing.                             
 –Shimon Peres, Nobel Peace Laureate
The comments in the preceding section (and the details in the Appendix) are severe indictments made by independent research groups on the economy, on IU East’s stakeholder region, and on IU East itself.  It is clear that IU East stands at a crossroads: we can remain as we have been, or we can change and adapt.  We have no choice; we must change. We must ask if the traditional academic approaches are the only answer to people’s learning needs, or are there other alternatives.  Are our semesters firmly set, or can we adapt to the needs of students and provide multiple start times? Can we have additional intensive courses to allow students to obtain their degrees in an accelerated manner?  Are we customer friendly, or do we try to arrange the lives of our students to suit our needs?  

Put another way, IU East is at a crisis.  But being at a crisis point is not bad; it presents us with a wonderful opportunity to accentuate the outstanding educational values IU East has to offer.  The Chinese word for crisis is a compound of danger and opportunity.  Thus, a crisis becomes a dangerous opportunity, a decisive moment, and a crucial turning point.  IU East must act decisively within the next 18 months to turn this crisis into an opportunity, else it will become a danger leading to demise.
It is imperative that IU East develop more Bachelor’s and Master’s degrees, that we engage more students in our professional work, that we implement a strong Honors Program, and we provide accelerated degree programs.  It will be important that we listen to the needs of the adult learner who has been displaced from work and is seeking skill retooling opportunities; and we must promote life-long learning both to prepare for new jobs and for enjoyment.  Where we cannot provide offerings we must make sure that access to degree programs at Indiana University and Purdue University is made easily.  We must work with the progressive employers of the region to support our entrepreneur-minded students, and we have no choice but to find and develop technology applications for our youth.  And we must market, market, market.  But above all, we must change our focus away from the remedial end of our curriculum toward upper level courses and programs.
What follows is a roadmap for IU East to follow in order to emerge from the current crisis and establish itself with a unique imprint among the Indiana University system.

_____________________________________________________________________
Disclaimer:  This is not a business plan.  While there are some suggested dates and time periods and a few dollar amounts, they are suggestive and not to be taken as a blueprint.  The document was prepared for the incoming VCAA, and to generate discussion among the faculty.  It is meant to focus our attention on upper level and graduate courses and programs.
______________________________________________________________________
A  Roadmap

1. Shift the Center of Gravity toward Upper Level Degrees.

Willing is not enough; we must do.







-Johann Wolfgang von Goethe

This ambition is neither new nor is it controversial; however, the realities of the academic preparation of many of the IU East students have instituted a system that largely serves the under-prepared students. No one area can be blamed.  It is our open admission standards, the relatively short life of IU East, our “community college” perception among stakeholders, the relatively low salaries within the IU system, the huge teaching and service loads of our faculty, the faculty such a system attracts, and the lack of core-40 preparation in the high schools.  These all are contributors.  

However, we must change.  We must raise our standards.  We have the very good fortune to be Indiana University.  Its good name and prestige allow us to push forward boldly.

On January 20, 2004 IU East approved a Strategic Management Process (SMP), with these initiatives:
Indiana University East will:

1. raise the educational aspirations of citizens, employers, and employees within the region. 

2. broaden and revise academic opportunities and their modes of delivery in response to the changing expectations of regional campuses and the communities they serve.
3. increase student engagement through the enhancement of co-curricular activities and experiences.
4. provide an environment and curriculum that affirms the pluralism of people’s backgrounds, beliefs and experiences. 

5. acquire a variety of external funds and resources to support the campus mission.

6. enrich the lives of the citizens in the region by providing opportunities for cultural, educational and economic growth.
For the rest of the document, each item will be pegged by number to one (or several) of these SMP initiatives.

Articulation with Ivy Tech State College. [SMP #2] A very excellent beginning has been made by the articulation agreements of courses and programs between Ivy Tech State College and IU East.  Consultations have begun between officers of both institutions and we must continue these discussions on a sustained basis not just at the higher, often abstract levels, but with all pertinent staff who work on parallel courses and programs at these institutions. For instance, persons in charge of setting cut-off scores for reading, writing and mathematics from both institutions are meeting to discuss their work. Through these discussions we establish excellence at both institutions and develop the comfort to release certain remedial courses to Ivy Tech (or others), and they in turn will refer their students to IU East. This must continue.  It is through constant communication at all levels that understanding is reached and the potential for misunderstanding is removed.  An agreement will be signed by the two institutions to provide seamless financial aid to students taking 12 hours among both institutions.
Admission Standards. [SMP #1] Within the next year we must set some firm admission standards and implement these.  The AAA committee has worked hard and diligently on this issue and has made great progress.  We must advance to the point where we can publish our admission standards and not accept students who fall below these.  The institution is spending untold counseling hours on students who try and try again, yet because we wish them to succeed, they stay close to the periphery of our doors, when in fact they, and we know that college work is not their skill at this time.  At the same time there appears to be evidence that these are often the very students who default on government student loans and the university ends up paying. This work must be finished by the end of 2004.
Reduced Teaching and Service Loads. [SMP #2] The work load of the faculty in teaching and service is nothing short of astounding.  As IU East matures academically, it must provide for the faculty an environment that encourages not just action (teaching and service), but reflection (research) as well. To teach three or four courses per semester and have a heavy committee load does not allow much time for personal professional growth, for scholarly development, and for interaction with colleagues in ones field.  It will be a careful financial walk to reduce the number of remedial courses taught, while increasing the upper level programs and make sure that the revenues keep flowing. In the next two years the teaching load needs to be reduced to a maximum of a 3-3 schedule.
Increase Scholarly Activities. [SMP #2] To be a university, with its privilege of tenure, places an awesome responsibility on the faculty to be productive in scholarly activity and creative expressions.  To conduct research will be a great challenge in part because for some faculty it currently is not the norm, but also because the student body is not accustomed to such work.  It will take the tenacious faculty members who forge forward in spite of difficulties who will show the way for IU East.  During the academic year 2002-2003 nearly half of our faculty did produce scholarly works from exhibits, to articles, to books, to presentations.  Not only is this noteworthy, but it indeed speaks highly of the faculty so tied down with teaching and service, and to still being able to produce.  We must continue this trend and have three quarter of the faculty produce such works.  Naturally, additional space will be needed. 
Increase Faculty Salaries. [SMP #2,5] Faculty salaries at IU East are among the lowest in the IU system.  Perhaps this state of affairs was acceptable back when IU East was seen as a community college, however, with the dawning of a new day and a new mission for IU East, the salaries must fall in line.  This work will have to come in large part from the leadership of IU East as it works with the President, and the Board of Trustees, but it must also come from the faculty as they prove themselves with increased scholarly activities, the development of a curriculum focused on upper level courses and programs, and the rise in prestige on the national scene.
Create a Research Environment. [SMP #2,3] Faculty at a university lead a life of the mind.  In fact, it has been said that faculty are motivated by but two things: intellectual challenge and the institution’s reward structure.  How can IU East further advance itself toward such a vision?  The key word is scholarship (or creative expressions), the development and sharing of new insights.  This can be scholarship in teaching, research, or service, but it must be scholarship that is tested against prevailing norms, has been exposed to the scrutiny of peers, and has been disseminated in standard print or electronic formats.  Some IU East faculty already do this by working with students as research assistants, but many more faculty must engage in these activities.  Along with this activity will come the need for new research space, for disciplinary seminars, and for professional workshops.  In order to make this a routine activity, the institution must change its reward structure to allow for these activities, and to recognize the same. 
Development of Advanced Undergraduate Programs. [SMP #2] To be counted among mature universities IU East must have on its roster a substantial core of programs, and be developing programs currently in the national forefront.  
· Thus, BSS is planning the development of a BS in Public Administration with seven new courses and a concentration in Anthropology 
· NSM will develop a BA in Natural Science and Mathematics with a concentration in Chemistry.  
· NSM will develop a BS in Biotechnology

· NSM will host the Informatics program

· Nursing is proposing to develop an RN to BSN or similar program depending on the results of a market survey.


Development of Graduate Programs. [SMP #1,2] The above, and what follows, will need to be supported by additional space planned for in building #5. Graduate programs were discussed in a very positive light during the November 4, 2003, Senate meeting. This is what is being contemplated:
· A Master’s in BSS with 12 new courses.

· A Master’s in Management with five new courses.

· A Master’s in Teacher Education.

· A Master’s in Social Work.

Attract and Retain Quality Faculty. [SMP #2]  Faculty are the institution.  They are the creators, keepers, and transmitters of the curriculum, but they are also its guardians, balancing incoming demands against that which is held most firmly and is deemed most fundamentally important.  More than anyone or anything else, it is the quality of the faculty that determines the prestige of the institution, and consequently the size and caliber of its student body, and hence its livelihood.  
The following new positions will be needed – and with it the required additional space.
______________________________________________________________
Division/Department



Needed Faculty
Filled by
BSS


Sociology




1

F ‘05

Political Science



1

F ‘05

Anthropology




1

F ‘05

Public Administration



1

F ‘06

Business





2

F ’04, ‘05
Education





2

F ’05, ‘06
HFA









Foreign Languages



1

F ‘05

Writing




1

F ‘06
NSM









Biology




1

F ‘04

Chemistry




1

F ‘04
Social Work





1

F ‘04
____________________________________________________________________
Reduce Reliance on Adjunct Faculty. [SMP #2] IU East is indeed fortunate to have a diverse pool of talent to teach many of our courses on an adjunct basis.  Some of the adjunct faculty are retired high school or college teachers who seek to serve the community and find this environment to be suitable for their needs. Others are practitioners in the community who bring a wonderful sense of immediacy to our students. Indeed, the community thereby becomes our laboratory, and we do want to keep this valuable resource.  However, our reliance on the large numbers of adjunct faculty must be stemmed. Half of our students are taught by adjuncts.  While most are very excellent teachers, they cannot bring to the classroom the full understanding and culture of the campus.  They are not part of the committee structure, they do not determine the curriculum, they do not conduct scholarly research, and for the most part they do not engage the students in an academic experience outside the classroom or office. It is for these reasons that we must reduce the number of classes taught by adjuncts perhaps as follows:
Fall, 2004:
Half of the classes taught by adjuncts

Fall, 2005:
3/8 of the classes taught by adjuncts

Fall, 2006:
Goal: 1/4 of the classes taught by adjuncts.
Reduce Reliance on Lecturers. [SMP #2]  While the issues are not as pronounced with lecturers as they are with adjunct faculty, still the new student deserves as full a complement of tenure-track faculty as we can possibly provide.  Lecturers often do not have terminal degrees, they cannot serve on some committees, they generally do not conduct research, and do not publish.  As we become a bonafide baccalaureate institution lecturer slots must be converted to full time, tenure track lines. 
Support Programs.  As IU East is transitioning into a comprehensive four-year college, not only must we adjust the curriculum, hire the proper faculty members, but we must have the proper support programs.  
1. Faculty Development.  [SMP #2] If the faculty are the institution, then it behooves the administration to take good care of the faculty.  Taking good care means many things.  The institution must set aside funding and professional staff, it must create offices and centers, it must invite persons of note who can contribute to the professional development of its faculty, and it must be flexible and innovative enough to permit faculty from the arts and from zoology to flourish equally.

Specifically this means that a vigorous and peer reviewed internal grants program should be in place which faculty can tap into to test ideas, to work on during the summer, or to spend several semesters on.  Such a Faculty Development Office will also have an ongoing peer mentoring programs, and will sponsor times for faculty renewal or retooling off-campus at institutes across the country.  It will assist faculty in the arts to express their CV in forms other than in writing. Thus, a graphic artist, a dance instructor, or a musician may find it more appropriate to produce a CD of their work, rather than a paper record. 
2. Office of Sponsored Programs. [SMP #5] Among the many support areas a university needs is that of sponsored programs.  Such an office will not only be a conduit to external funding opportunities, both public and private, to develop the academic agenda of the faculty, but will also provide assistance to the faculty with the actual grant writing.  This might take place as individually assisted grant writing sessions, workshops, or the actual writing of the grant based on faculty ideas.  It appears that in the beginning this office might be housed in the currently existing office of University Advancement.

3. Library. [SMP #2,6] The call for additional undergraduate and graduate degree programs naturally calls for a parallel increase in library resources.  Whenever possible, funding increases should be used to purchase electronic materials, both books and journals, since these costs are considerably lower than those for printed materials, and modern students tend to prefer electronic access to materials.
4. Arts and Sciences. [SMP #2]  The current organization of the academic programs into divisions has served the campus in the past, however, with its new mission and goals the organization must also change to something less cumbersome and more globally accepted and understood.  The divisions of BSS, HFA, and NSM are holding informal talks about issues of common interest.  In the next two years it is hoped that these talks will lead to a new structure, along these lines:
College of Arts and Sciences with these departments:

Anthropology



History
Biology



International Studies
Chemistry



Mathematics
Communication Studies

Music
English



Philosophy
Earth Sciences



Physics
Environmental Studies

Political Science
Fine Arts



Psychology
Foreign Languages


Sociology

Geography



Theatre and Drama

Women and Gender Studies

School of Business

School of Education


School of Nursing

And in three to five years we will form these additional schools which initially might be served by a common governing structure:
School of Public and Environmental Affairs
School of Social Work


Each of the schools would be served by a dean and following the pattern of the School of Arts and Sciences, other schools might develop a departmental structure as well.  
5. Staff Development Program. [SMP #2] While this plan is devoted to academic affairs with faculty and students mentioned often, every large organization has a sizeable staff that supports the organization. That support comes not only in office management, but in purchasing, campus security and maintenance, interaction with students, external affairs, alumni, human resources, continuing education, to mention a few. 


The staff should enjoy a strong staff governing body, it should be tied to national professional organizations, and have access to new employee orientation, and continuing education. Institutional support must be strong and vibrant going beyond salaries and fringe benefits by building morale with recognition programs, ongoing communication of the workings of the university, and an employee assistance program to assist those who are experiencing difficulties that affect the performance of their jobs. 

6. Advisory Boards. [SMP #1] It will be very important that the college and each school, as soon as established, form a strong and active advisory board.  The purpose of the boards would be to advise the dean on matters of school importance, to be a sounding board for new ventures being planned, and vice versa, bring new ideas to the dean, to help with fundraising, and assist with key searches.  Its members should be community leaders of note who are practitioners in fields dovetailing with those in the school.

7. Extended Learning.  [SMP #3,6]  IU East provides citizens with the opportunities for life-long learning.  In addition to the personal enrichment classes we must create stronger links with the community by offering more career skills and professional development programs of interest to business and industry. While IU East subsidizes the office, it sees this as a wonderful opportunity to engage the community by bringing citizens to the campus. We are working together with Ivy Tech State College, who has just been given the mandate to also begin such a program, in order to cooperate, rather than compete.
Financial Impact.  [SMP #5] The State has mandated that we give up our remedial courses, except for six hours in mathematics (M007 and M006) and three hours each in reading (X050) and writing (W001).  The campus has done this.  If, however, we use our placement exams to distinguish between those students who are likely to be successful in remedial courses and those who may need help from elsewhere, and if we assume that as many as half of the student in these courses will be referred elsewhere (Community College, Junior College, Ivy Tech, continuing education), then the arithmetic falls out as given below.  Note that mathematics has proposed to give up M006.  This leaves two additional courses which we would give up completely: the ASN and G100.  The financial impact per current enrollment, per semester is as follows.

Mathematics, M006


      11 sections x 3 credits x 17 students x $115.95 =   $65,047.95

English, W001


½ [2 sections x 3 credits x 17 students x $115.95] =
    $5,913.45

Reading, X050


½ [2 sections x 3 credits x 15 students x $115.95] =
     $5,217.75

Nursing, ASN


16 credit hours x 20 students x $115.95 =

     $37,104.00



Fees





     $     207
Computer Skills, G100


4 sections x 1 credit x 22 students x $115.95 =
      $10,203.60






 TOTAL
    $123,693.75
Note that as M006 and the ASN are transferred to the Community College, and the G100 is offered instead via NetG electronic instruction, IU East plans to establish new upper level courses and programs.  The development of these programs will, of course, depend on many factors, not the least of which is the number of students enrolling, and the availability of additional space.  However, when in doubt we have taken the number of 12 students for Master’s Degrees, and 15 students for undergraduate degrees. The calculations are illustrated as follows.

BSS


BS in Public Administration.

7 new courses x 3 credits x15 students x $115.95 =  
$36,524.25


MS in BSS.  


    

12 courses x 3 credits x 12 students x $151.40 = 
$65,404.80

Business and Economics


MS in Management. 

5 new courses x 3 credits x 15 students x $151.40 = 
$34,065.00

NSM

BA in NSM with conc. in Chemistry



3 new courses x 5 credits x 15 students x $115.95 =  $26,088.75


BS in Biotechnology



3 new courses x 5 credits x 15 students x $115.95 =   $26,088.75

BS in Informatics



2 new courses x 3 credits x 5 students x  $115.95  =    $3,478.5

Nursing


There are several options to be determined by market analysis. What follows is the financially middle-of-the-road option.


RN to BSN 



20 students x 13 credits x $115.95  
=    

$30,147.00






Fees

=  

  $2,975.40

Education


2 courses x 3 credits x 12 students x $151.40   =  
$10,900.80
Social Work


2 courses x 3 credits x 15 students x $194.10
 = 
$17,469.00










_____________

TOTAL:
$224,772.45
TIME TABLE  This table shows revenues gained and lost, courses introduced and lost, net revenues, students gained and lost, and new faculty gained, all over a two-year time period.
$$$$$


                   $$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$




                         

$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$
Revenue Gained


$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$



$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$                                                                                         









Start RN to BSN
Start MS in Mgmt
Start MS Educ
Start MS in BSS 


Start BA in Chem       Start Informatics
Start MS Soc W.
Start BS in Biotech 
Start BS Publ. Ad.


_______________________________________________
Semester: 

Fall, ’04

Spring, ’05
Fall, ’05

Spring, ’06
Fall,  ‘06


Give up G100
Give up ½ M006
Lose ½ W001
Lose ½ X050







Give up ASN







Lose all M006


$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$
Revenue Lost


$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$







$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$








$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$$




















       +
$16K

$20K



$27.5K     $129.5
Net Revenue    ---------------------------------------------------------------------------------------------------------------------------------------------------

        -




-$4.5K



Net Student 

loss/gain

-43

-107

-39

+15

+264
New faculty
4



6



3
Please Note:  The revenue calculations are approximate and do not include peripheral costs such as library, new faculty, additional laboratories, and so on.  They simply reflect an approximation of the balance of dollars lost and gained by the courses and programs given up and those begun.
2. Develop a Campus Niche: Involve Students in the Professional Life of the Faculty and Increase Retention and Graduation Rate.
                                                                                          

We can use smallness to become great.  








-Shimon Perez, Peace Nobel Laureate

A New Student.  [SMP #2,3] During the next 18 months to two years, as the mission of the campus changes, the IU East student clientele will change as well.  In place of the remedial courses IU East will offer new courses and programs at the upper level of the academic experience.  With this new emphasis will come a new student whose academic profile is more sophisticated, more polished, and more ambitious. 

	Goal.  By the fall of 2005, we will move our student persistence to the second year from the current 54.1% to 66%.
                                                                                     


In order to accomplish this goal, it helps being the smallest campus, for then we can pay personal attention to our students, we get to know our students by name, and we can get to know more about their personal lives.  The key to success in retention is to make a difference early on in the student’s campus experience.  In fact, it has been said that students make up their minds whether they will stay in college or not during the first six weeks of the first semester of the first year.  How do we pay personal attention to students early on in their career?   The answer is the faculty member.  If the faculty member provides an academic experience with the students outside the classroom and outside the office hour, then success is almost assured.  An example follows.

For the Fall of 2002 we tracked 56 students who took educational trips with faculty members.  These ranged from a visit to the Challenger Learning Center, to the Eiteljorg Museum to Conner Prairie, and a conference in Kansas City.  In tracking these students we found that 79% re-enrolled the following fall, and 91% enrolled again during the Spring of 2003.  When compared to the 54% fall-to-fall retention for the campus as a whole, these are indeed astounding numbers.


There are numerous faculty who are giving their students excellent out of class, out of office academic experiences.  Among these are independent study, special projects, research, student presentations at professional meetings, art shows, drama productions, field trips to Arizona, Belize, Utah, New York, and Indianapolis.  These students not only bond with each other, but they develop a special kinship with the faculty member and consequently usually make the decision to stay in college.


More needs to be done.  We need to extend these experiences to many more students, and, especially, we need to extend such experiences to freshmen.  While it appears to be more difficult to take trips with the freshmen classes early in their first semester, carefully adapted experiences can be planned.  These may not be the two-week excursions to Utah, however experiences such as art shows, drama productions, astronomy field trips, invitations to the faculty member’s home, local field trips, two-day geology river raftings, museums, are feasible.  If these programs are instituted, in two years we will become the campus with the highest retention rate and eventually increase our graduation rate proportionately.

Existing Programs  Recognizing that students are the life blood of the institution, IU East has developed a culture of high quality student services.  Partly due to its small size, partly to the emphasis the institution places on teaching, students at IU East benefit from an unusual number of opportunities and attention both from faculty and from staff.  Consequently their undergraduate experience is increased significantly.  The services mentioned below are unique and very successful and should be maintained and perhaps even expanded.  
These opportunities range from admission and enrollment services to financial aid, to an exercise room, many recreation rooms, to the Campus Life offices, to student LEADERS, to the student newspaper, to advising and the Student Success offices, to open computer clusters, Center for Health Promotion, and so on.  Other services include
Student Success Team.  [SMP #2,3] This office was created in the spring of 2000 to put into place core keys to retention. Among these are proactive interventions, intrusive one-on-one strategies that help overcome academic weaknesses and build on strengths before students experience confusion and disappointment.
Tutorial Centers. [SMP #2,3] These centers are divided into mathematics, reading and learning. At the beginning of the semester faculty will often bring students to these centers in order to help them overcome the resistance barrier which some students feel.  Forty percent of the student body makes use of these centers.

Supplemental Instruction.  [SMP #2,3] It is a nationally recognized, non-remedial student assistance program designed to improve student performance and increase retention.  It targets historically difficult entry level courses integrating study skills and fostering independent studies. Advanced students are carefully trained to become supplemental instructors.  The program has become very popular with about sixty percent of the student body availing itself of its services. On average, students who make use of these services improve their performance by one letter grade.
Center for Health Promotion. [SMP #6] This center, administered by the Division of Nursing, was created to facilitate student learning, faculty scholarship, and interdisciplinary endeavors.

Honors Program. [SMP #3,6]  Prestigious colleges and universities have Honors Programs in place for students.  IU East has developed an Honors Program and is currently in the process of adoption.  It is designed to provide an intellectually enriched curriculum for highly motivated students through independent research, creative work, and extra curricular opportunities. It promotes rigor, responsibility, research, and recognition. 

3.  Integrate Information Technology Throughout All Academic Programs.   [SMP #5]
Using the new technology of papyrus to take notes in class will destroy the art of reasoning.





-Plato

During the relatively short time since its inception, technology has become pervasive in our society.  Virtually all segments of our lives have been affected by computers, and this impact is world-wide.   Not only must the academy keep pace with the times, but we must integrate, discover, disseminate, in fact, we must lead.  Indiana University has been fortunate to be in the forefront of use and application of technology.  This is evidenced, not only by the individual faculty member using computers in teaching and research, but also by the programs the university fosters.  Examples are the life cycle funding assuring that every computer in the entire IU system will be replaced every three years, the creation of Oncourse the IU teaching and learning platform, and the formation of the School of Informatics.


At IU East all faculty members use Oncourse at a minimum to place the syllabus and grades onto it, and some have extended its use to full fledged distance education courses.  However, even so, this campus is just now beginning to integrate distance education more fully into the academic fabric.

A call has gone out to some sixteen faculty members to convert their course material to Oncourse and to deliver these courses online.  The Teaching and Learning Center is well equipped to provide high-end assistance to the faculty in the redesign of their courses.  We must make sure that these faculty do get all the assistance they need. Other plans include 
· An alternative to Education’s W200 and integration of technology and the hiring of an Education math professor with specialty in technology. 
· Physics and chemistry are using hand-held devices for data acquisition, and mathematics is increasingly relying on computers to provide simulations and supplemental instruction.  The division of NSM will a) soon require a computer laboratory for its students, along with hand-held and wireless technology, and b) need additional distance education technology rooms for use in DE teaching. 
· The division of Business is looking to offer a BS degree in Business Administration and all its lower level business courses via Oncourse.  
Another initiative that is being looked into is the Accelerated BGS, a program designed to receive a degree at a faster rate combining face-to-face and distance instruction.  Indications are that there is a working population who would avail itself of this opportunity.  
4. Become a Servant Leader to the Community

Power is benign when, in the course of using it, both the user and the subject grow as persons, when they become healthier, wiser, freer, more autonomous, more likely themselves to become servants – as a result of power being used. 







-Robert K. Greenleaf
Robert K. Greenleaf, a wonderful servant leader, taught that it is by serving that one is served, that institutions must teach the students how to live in a community, and that the best test for a servant leader’s work is whether or not the least in society will benefit from the work of the servant. Here are some examples.
Dr. Diane Roberts [SMP #5,6] is our campus liaison with the Innovation Center at Main Street Richmond-Wayne County in downtown Richmond. She will relay information about faculty research projects and ideas and communicate to the faculty information about community priorities and opportunities. The office will help build faculty/community relationships.

Service learning [SMP #3,6] is one excellent way to work in the community by bringing together the student’s learning and the needs of the community.  The student serves the community, learns in the process, earns credit, and the community benefits.  
HFA is considering a permanent Art Gallery [SMP #6] not only to house local works, but also to host shows and ceremonies.  The Gallery would be one more way to distinguish ourselves from the Community College and provides a tangible attraction for the community. It would be a strong bridge being built to the community.

HFA is considering a publication devoted to student writings [SMP #3] which might easily be expanded to include staff, faculty and community authors.

The IU East Centers at New Castle and at Connersville [SMP #1,6]  are extensions of our mission into these communities.  We provide convenience to the local citizens, and at the same time entice students to consider further work at Richmond.

Strong advisory boards [SMP #1] for each division are a necessary component of a strong administration.  They are drawn from the very best the community has to offer, and can make a huge difference in the development of the division.
Our adjunct faculty [SMP #1,2] resource is indeed that, a resource.  It is a way of bringing the communities of practice to the classroom, since many of the adjunct faculty work in the areas they come and teach for us. 

International education [SMP #3,4] is an important part of a well-rounded university education.  While IU East does have several overseas experiences, such as the Namibia program or the Belize study course, much more needs to be developed so that a large portion of the IU East students do have an opportunity to interact and learn from other cultures.
APPENDIX
A Reality Check
The following facts and figures have been drawn from these reports: 

· “Wayne County and Whitewater Region Labor Force Demand/Occupational Analysis” by Graham S. Toft;

· “The Rationale and Feasibility of an Integrated Learning System for Richmond-Wayne County,” prepared by NCHEMS;

· “Carnegie Communications Image Study”; 
· “Angle Technology Report”; and 
· “Thomas P. Miller & Associates, LLC” summary report.

The Economy of our Stakeholders Region is Suffering.

· Wayne county is in transition from the historic emphasis on manufacturing to a service industry.  Yet, manufacturing remains at the core.

· The remaining local industry has shifted from both design and manufacturing to primarily manufacturing, and not design.

· Wayne County is 7th among Indiana counties in persons living in poverty.

· The gap between the “haves” and the “have nots” is becoming more pronounced.

· Richmond Community Schools have 51% of its population receive free lunches and textbooks, compared to 30% for Indiana. 

The Population in Productive Years is Decreasing.

· Wayne County lost 1.2% of its population between 1990 and 2000, compared to a  9.7% growth for Indiana.

· Richmond lost 2.2% of its population compared to 1.2% for the county.

· The population of the county is projected to grow more slowly (4.4%) than the state (6.6%) in the next 20 years.


· There are fewer young people and more older workers, and a high percentage of persons are over 65 years.

· The median age is 37.7 with the most significant losses in the younger population and population gains in the older population.

The Population is Academically Weak.

· Wayne county has 28.7% of its population with less than a high school education, compared to the State of Indiana with 24.3%.

· The county has 47% of its population at the two lowest levels of literacy (compared to 43% for the state).

· Richmond High School has a graduation rate of 83% (increased from 74% since 1997), compared to an average of 90% for the Indiana. 

· 48 percent of its 10th Graders are passing the General Qualifying Exam for Math, compared to 67% for Indiana. 

· The 2003 SAT scores for Indiana are 504 in Math and 500 Verbal; whereas for the nation they are 519 and 507, respectively.

IUE Draws a Very Large Percentage of Academically Weak Students.

· 51.3% of its entering students come from the bottom 50% of their high school.

· 79% of its incoming students are placed in remedial math.

· Only 1 out of every 2 beginning students returns the second year – the lowest persistence rate of any IU campus. 

· IU East’s competitors are BSU and ITSC.

IU East is seen as not Responsive to Community Needs.

· There is no deep engagement of higher education with the community.

· Employers report continuing barriers to transfer and articulation between Ivy Tech and IU East.

· Courses are patterned along traditional course-based formats with very limited opportunities for accelerated progress toward a degree.

· There is a significant mismatch between IU East’s programmatic offerings and the needs of the community.

· Prospects view IU East a lot like high school with limited degree offerings. 

· IU East is not very responsive to the needs of working adult and place-bound learners.
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