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HIGHER EDUCATION?S DIGITAL FUTURE IS ABOUT RAPID, DISRUPTIVE CHANGE  

Technology has always held great, if sometimes elusive, promise for educators. 
Every decade brings new gadgets and novel ways to organize the learning 
enterprise that are supposed to improve upon the performance of talented 
instructors in traditional classrooms. The challenge for leadership is balancing the 
promise of a technology-enabled future with the organizational reality of 
academic institutions. New technologies are often dazzling, and it is easy for 
leaders to become advocates for costly solutions to problems of questionable 
value. On the other hand, the deliberative and consensus driven processes of 
academia are not well suited to the pace of technological change, which means 
that those who are risk-averse and less nimble often delay crucial investments or 
resist much-needed organizational changes. One thing is certain: important 
technological change is often both disruptive and unavoidable. The list of 
industries that have tried and failed to resist the onslaught of technology is long 
and provides an important object lesson for higher education. 

However, it is a myth that higher education never changes as a result of innovation. 
Universities have had to adapt to technology-shaped futures before. Printed 
textbooks, the collapse of the traditional core curriculum, the introduction of 
blackboards, the rise of government-sponsored research, and the Massification of 
higher education were all resisted but they nevertheless all left their imprint on 
higher education. Yet for every example of successful technological change or 
business innovation, there are examples such as Programmed Learning or powerful 
classroom computers that never lived up to their initial promise. The consequences 
of slow or ineffective decision making can be severe, and knowing how to walk this 
fine line between undisciplined embrace of new technologies and blind resistance 
to external forces that necessitate new ways of doing business is a challenge for 
academic leaders at all levels.  

The technologies of the digital age? information and communications 
technologies? are like no others. They have created a digital future that promises 
rapid, disruptive change. Long-held assumptions about course content, business 
operations, libraries, degrees, pricing models and even the kinds of students that 
are served by an institution are called into question by a seemingly endless stream 
of media reports, studies, and surveys that point to falling public confidence in the 
value of postsecondary education that is increasingly costly and less accessible to 
average families. Left unattended, those problems threaten to overwhelm 
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otherwise successful institutions. But proponents of digital technologies argue that 
those problems no longer have to be left unattended. Enabled by digital 
technology, institutions and their stakeholders can now be connected by the same 
vast web of content and services that has engulfed and transformed commerce, 
government, finance, manufacturing, communications, and a dozen other industries 
over the past decades. Anyone in the world with an Internet connection and a Web 
browser can freely access many hundreds of thousands of hours of free courseware. 
New, low-cost, credentials that may one day compete effectively with accredited 
degrees are increasingly sought by employers who are hungry for workers with 
skills that traditional graduates do not have. Digital technology generates data in 
prodigious quantities that can be ?mined? and used to improve classroom 
performance. Artificially intelligent systems enable levels of personalized 
instruction that would be prohibitively expensive without them. These things seem 
to have happened overnight. That is the nature of these technologies and the 
future they enable.  

The pace of change in the digital future is different. While institutional leaders 
have been pursuing important goals, guiding their enterprises to be more 
responsive to the needs of their stakeholders, the entire system of higher 
education seems to have been swept up in a global technology revolution. Higher 
education today is a networked business. It is characterized by rapid, disruptive 
change, and effective leaders in the digital future need to understand what that 
means and how to make sure their institutions are in tune with it.  

This chapter is a set of guideposts for leaders in this new world. Guideposts are 
important because the decisions facing leaders in the digital future are connected. 
They all address fundamental issues? affordability, access, agility? facing higher 
education. In a future where many experiments are required, where failure is 
inevitable and where the cost of inaction is high, the challenge to leaders is to 
have a framework? a strategy? that guides decision making. It is simply not 
possible to start with a blank sheet of paper every time. We focus on 
technology-enabled learning, because it is a petri dish for the digital future, but 
the lessons to be learned apply equally to every aspect of academic institutions. It 
is transformational for core businesses, and it addresses scale from a unique angle. 
We also concentrate on what lessons can be drawn from other industries that have 
been transformed in this way.  

WHAT IS HIGHER EDUCATION?S DIGITAL FUTURE?  
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Even tradition-bound observers of recent changes in higher education agree on 
some aspects of the digital future. For example, long-form lectures will probably 
not be the dominant mode of instruction. Technology enthusiasts might argue that 
is due to the wide-spread adoption of Massive Open Online Courses (MOOCs), but 
there are in fact many other reasons that have nothing to do with MOOCs. Active 
learning, for example, is such a clearly superior pedagogical tool that clinging to 
speech-making to a passive audience is rapidly falling out of favor. Digital 
technology enables cost-effective alternatives in the form of blended learning, 
flipped class - rooms, or problem-based learning. By the same token, there seems 
to be no realistic method of controlling costs that avoids increasing teaching 
productivity, which almost certainly involves cutting dramatically the amount of 
coursework delivered in live lectures in favor of more scalable methods of delivery. 
Systematic deskilling of the university workforce, whether by increasing reliance on 
adjunct or part-time instructors, or replacing the professoriate with lower-cost 
academic professionals without faculty involvement is not realistic, so changes will 
affect everything from faculty hiring to retention, promotion, and tenure. These all 
require digital products that are just now being invented. 

The sudden burst of public attention to MOOCs in 20121 merely put a spotlight on 
a trend that had been percolating beneath the surface for a decade or more: the 
increasingly ubiquitous availability of high-quality educational content to anyone 
in the world with a Web browser and Internet access. In much the same way that 
publishers of venerable but expensive print encyclopedias had seen their business 
models disrupted first by Microsoft?s Encarta? which sold for under $400 when it 
was launched in 1993? and then by Google and Wikipedia, higher education had to 
face the prospect that charging a high price for access to information in the form 
of college courses is not financially sustainable when the same information is 
available for free online.  

When MIT President Charles Vest announced in 2001 that nearly all of the 
materials for the university?s courses would be made freely available over the 
Internet,2 he began a decade-long transition to education?s digital future. Other 
universities followed suit. Stanford University established Stanford Online. Apple 
Computer launched iTunes U? a section of its popular online music store devoted 
to online courses? and became a free distribution medium for thousands of 
courses from hundreds of institutions. Carnegie-Mellon University founded the 
Open Learning Initiative to aggregate not only course content but also data that 
subsequent researchers could use in a kind of large-scale educational laboratory. 
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Open University, England?s 60-year-old distributor of open educational resources, 
abandoned radio and television as distribution media and adopted the Internet as 
the primary means of reaching its 300,000 students. When Georgia Tech 
announced in 2013 that the university?s highly regarded Computer Science Master?s 
degree would be produced and taught in MOOC format for a small fraction of the 
cost of the traditional in-person degree, Steve Mintz, the director of educational 
innovation for the massive University of Texas System, declared, ?I felt the ground 
shift.?3 What Mintz felt was the disruption caused by a sudden, widespread 
realization that university leaders would have to face the challenge of providing 
value beyond the simple transmission of information, which was being 
commoditized at a rapid rate. That disruption rapidly engulfed more than easily 
commoditized course content.  

Vest believed that marrying course content with an open, collaborative network 
would encourage innovation in much the same way that the Web had been the 
impetus for innovation in communications, manufacturing, and finance. He told the 
New York Times in 2001:  

This is a natural fit to what the Web is really all about. We?ve learned this lesson 
over and over again. You can?t have tight, closed-up systems. We?ve tried to open 
up software infrastructure in a variety of ways and that?s what unleashed the 
creativity of software developers; I think the same thing can happen in education.4  

That vision was realized quite easily. Open content, delivered over the Internet, 
enabled new learning strategies such as active learning. Publishers? restrictive 
intellectual property regimes began crumbling, as the high costs of textbooks and 
journals clashed with the open mentality of the movement. Salman Kahn, another 
open courseware pioneer, whose short video lessons in business, math, and 
computer science quickly became an ?academy? for millions of online learners, 
realized that teachers could reverse the roles of homework and lectures. In Kahn?s 
?flipped classrooms? teachers would not have to use valuable in-person class time 
delivering lectures that were freely available online. That time could be put to 
better use actively guiding students through projects and exercises, an approach to 
teaching that had been known for decades to be superior but that everyone 
believed was too costly to implement on a large scale.5 Innovations such as 
flipped classes in turn called into question the value of expensive, inflexible 
lecture halls that anticipate students sitting like theater goers as passive recipients 
of information, not as active participants in collaborative project teams. In fact, the 
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very idea of a learning space seemed to be up for discussion as a generation of 
students who were accustomed to online social networks found it just as easy to 
connect and tutor each other in Web-based discussion groups.  

Replacing face to face contact with online networks was troubling to many, but 
scholarly articles began to document the effectiveness of crowdsourced peer 
assessments.6 Peer assessment also led to innovation in seemingly unrelated 
areas such as how to conduct undergraduate physics labs, in which videos and 
calibrated peer assessments were found to be at least as effective as traditional 
methods of teaching undergraduate science courses.7  

Digital technology of this kind generates massive amounts of data, and institutions, 
long accustomed to complex management of institutional information, soon found 
themselves awash in data generated by individual learners and wondering 
whether those data might hold clues for instructors about how to improve learning 
outcomes. A number of large public institutions pooled their data and began to 
look for patterns that would be useful in predicting whether individual students 
were on track. Georgia State University vice president Timothy Renick, assembled 
millions of student records into a data warehouse, searching for such patterns. 
Over the course of several years, Renick and his collaborators at other institutions 
were able to build predictive analytical models and to put those models in the 
hands of classroom instructors.8  

A start-up culture has taken hold in higher education, and it is leading to 
disruption. Hardly a day goes by without major media coverage of a new challenge 
or a novel use of technology to overcome limitations of current approaches. Some 
critics have characterized the forces underlying these events as a choice between 
traditional universities and an impersonal, corporate-sponsored, inferior approach 
to education. Rather than forcing all institutions into a single mold, innovation has 
actually been an occasion for an accelerated pace of experimentation with what it 
means to be a university in the twenty-first century. New groups of learners are 
finding each other online and converging around courses and professors, bypassing 
the traditional institutions that had become accustomed to their gatekeeper role. 
Accreditors find themselves adrift in a world where students can assemble their 
own curricula and employers accept do-it-yourself credentials. In the 
not-too-distant digital future it will be possible to tap into artificial intelligence to 
create personalized education, use social networks to create communities of 
mentors, and data mine the billions of keystrokes and mouse clicks of new online 
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students to discover better ways of teaching and learning.  

WHAT MAKES THE DIGITAL FUTURE DIFFERENT?  

The challenges of the digital future are facing all parts of higher education, not 
just research universities. The range of digital technologies is impressively broad, 
and there seems to be no end to the list of worthwhile projects that promise to 
use digital technology to enhance quality. Because these technologies interact 
with so many other institutional systems and processes, isolating the effects of 
new or experimental products and services is costly, posing risks in areas such as 
these:  

-  Cybersecurity: the simple act of connecting campus systems and users to the 
Internet raises the prospect of intrusion, theft, loss of privacy, and compromise of 
data on a scale many times what would be otherwise possible.  

-  Threats to Governance: In the digital world, it is easy to assemble an 
unaccountable group to protest and influence legitimate decision making. Such 
efforts were used to great effect in the Spring of 2015, when social networks 
turned their attention on high profile and controversial campus speakers to bully 
and intimidate university leaders.9  

-  Threat to Academic Freedom: Digital technologies can increase transparency of 
scholarly activities, but it also raises the possibility that unpopular or controversial 
work will be subjected to unwarranted scrutiny, ridicule, or censorship.  

-  New Forms of Intellectual Property: In the digital future, virtually everyone is 
empowered to self-publish, bypassing existing intellectual property safeguards and 
agreements.  

Few academic leaders are sufficiently trained to appropriately handle the 
challenges posed by the new digital future and judge proposals on their technical 
merits. Technology has always presented such leadership challenges for colleges 
and universities. Medieval masters of Jesuit colleges, for example, wondered aloud 
whether using textbooks produced by other scholars would undermine their 
intellectual authority.10 Even the humble blackboard, before it became a 
ubiquitous classroom fixture, was sufficiently novel to generate anxious discussion 
about how best to use it.11 It took another century for programmed learning and 
distance education to leave their marks. A mere 50 years later, the ill-fated Plato 
project12 promised such impressive computer-assisted gains in teaching 
effectiveness that billions of private and public investment dollars were expended 
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before it became clear that the cost of widespread deployment of Plato terminals 
in classrooms would be many times the cost of traditional methods of instruction. 
The Internet became a ubiquitous classroom tool less than 20 years after the 
demise of Plato, followed ten years later by Google, and? in close 
succession? OpenCourseWare, Wikipedia, iTunes U, and MOOCs.  

The rate at which innovations appear seems to double with each new invention. 
That is not accidental. It is the nature of digital technology to accelerate the pace 
of change and innovation. Even the underlying infrastructure, due to an effect 
called Moore?s Law,13 is on an exponential technology curve that doubles 
capabilities every 18 months. The effect of accelerating technology curves on 
higher education leadership is profound: new inventions and ways of doing 
business arrive with increasing frequency. Some, such as programmed learning and 
Plato, sound important but can safely be ignored. Others, such as printed texts and 
blackboards, have lasting effects on education and the ways the business of 
running a university is conducted.  

How then are institutional leaders who are not technology experts to navigate 
these waters? The best advice is to avoid picking winners and losers? an exercise 
in fortune-telling that is bound to fail? and to put in place a culture of innovation 
that incentivizes experimentation. Traditional approaches are disrupted by 
innovation and there are strong institutional incentives for killing new ideas. On 
the other hand, it is prohibitively expensive to invest in an endless stream of new 
ideas, hoping that each investment pays off.  

What we do know is that the innovations that will have lasting value in the digital 
future share some unique characteristics.  

Disruptive and Transformative. Digital technologies enable new ways of doing 
business, often doing damage to the old ways. They are, to paraphrase Buckminster 
Fuller, inventions that do not so much compete with the existing reality as build a 
new model that makes the existing models obsolete.14 Ideas that are not 
transformative probably do not need to be incubated in this way, so it is best to 
concentrate on those that seem dangerous and force institutions to reconsider 
their missions.  

Challenge Basic Assumptions. Innovation has a way of undermining arguments 
about what is possible. The technologies of the digital future of education have 
already been tested in this way by challenging incumbents who clung to 
assumptions that turned out to be false. Montgomery Ward, once the iconic retailer 
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in the United States whose catalogs sold everything from shoes and underwear to 
houses and automobiles, assumed that its century-old brand would not be 
threatened by upstart Internet retailer Amazon, which had neither stores nor sales 
staff. Montgomery Ward invested heavily in technology to bolster its traditional 
stores while Amazon was betting that customers would prefer convenience and 
low prices. The assumptions of higher education are challenged by digital 
technology.  

Ubiquitous and Unavoidable.  

In the digital future many of the essential features of higher 
education? information, courses, learning spaces, and credentials? are in the hands 
of everyone with a Web browser. The traditional gatekeeping role of colleges and 
universities is deeply threatened by the ubiquity of information and 
communication technology.  

Operates by Different Rules. The economic rules of higher education?s digital future 
are fundamentally different. For example, the cost of producing information is high 
but the cost of reproducing it is negligible. On the other hand, information is an 
experience good in the digital future, so the manner in which it is distributed has 
value. By the same token, the value of intellectual property is today determined by 
restrictive ownership markings, but in the digital future, value is determined by 
networked rules about how many people connect to a source of information.  

Success Pathways Are Unpredictable. Different rules often mean unpredictable 
outcomes. Even successful innovations can lead to unanticipated consequences. 
These are not always unpleasant surprises. There was a widely held belief among 
internal stakeholders that Georgia Tech?s MOOC-based Master?s in Computer 
Science would be financially successful but that it might have a negative impact 
on competing programs at other institutions, including the university?s own 
residential version of the degree, whose enrollments could suffer by comparison. 
This belief was based on an assumption that the market for high-quality graduate 
degrees in computer science was already being served effectively. In reality, this 
single program expanded nation-wide access at a rate that over a decade will 
double the size of the market.15 A successful outcome would have been a 
financially viable program at a single institution, but the actual outcome in all 
likelihood changed the characteristics of the entire marketplace.  

Business-as-usual not Sustainable. When incumbent businesses start to collapse in 
the face of technology-enabled competition, no amount of investment can sustain 
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the old models. Economies have a way of bypassing existing barriers. Encyclopedia 
Britannica felt the bypass effect of Microsoft?s Encarta and once customers 
experienced unlimited access to the same information, there was no way to sustain 
a higher priced alternative.  

ORGANIZING FOR INNOVATION  

The digital future requires constant invention? leaders have to create safe spaces 
to encourage innovation. Innovative cultures have developed ways of nurturing 
ideas that share these characteristics, and many institutional leaders have adopted 
these approaches. Making invention a core competency does not necessarily 
require new organizations, but it does seem to require new ways of organizing. 
What we do know is that in innovative cultures, failure is as common as success. 
Leaders of innovative organizations understand not only how to benefit from 
successful projects but also how to learn from those that fail. Above all, they 
understand how easy it is to discourage risk-taking by penalizing failure. Existing 
businesses tend to kill ideas prematurely, so creating safe spaces for innovation is 
essential. The temptation is great to adopt the language and cultural attitude of 
the Internet. ?Behave like a startup!? is a frequently heard admonition, but 
universities are large, complex organizations with many competing interests. In 
such organizations, the internal startup does not fare well. More important is to 
encourage (and remove disincentives to) entrepreneurial behavior. Whatever the 
underlying model of change, top-down direction is not the preferred strategy. 
Leaders do not need to bring everyone in their organizations along at the same 
pace. At the beginning, incubation and long-term investment are essential. 
Alignment along those axes is more important than consensus. The challenge for 
leaders in the digital future is to seek out ways of organizing for innovation that 
implement key pillars of success.  

FIND THE ?TRIMTAB?  

Professionals whose fortunes rise and fall on building companies from scratch 
know that nothing matters as much as the quality of a management team. 
Ineffective leadership has unraveled the greatest technological innovations and 
the most compelling business plans. On the other hand, individuals who are 
persistent? who know how to get things done, move markets, and motivate 
people? can succeed even when the pathway to success is not obvious. What is 
true for startup companies is also true for larger organizations such as colleges 
and universities. The kind and frequency of fundamental changes that higher 
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education?s digital future will demand can only succeed if institutional leaders can 
recruit the right team. But changing course in large, tradition-bound enterprises 
such as universities requires different skills than launching a new venture.  

Buckminster Fuller had a name for people with those skills. He called them ?trim 
tabs,? a nautical reference to the small piece at the edge of a rudder that, when 
slightly moved, creates a small region of low pressure that makes it easy to move 
the rudder itself and therefore seems to magically turn a large ship.16 Fuller felt 
so strongly about his own ability to turn large organizations by using low pressure 
rather than brute force to get things done he asked to have ?Call me TRIMTAB? 
inscribed on his gravestone at the Mount Auburn Cemetery in Cambridge, 
Massachusetts.  

ASK THE OBVIOUS QUESTIONS  

Genuine innovation is supposed to be a rare event. Nevertheless, there are 
innovation engines that, year in and year out, break new ground with such 
regularity that the usual laws governing creative enterprises seem to have been 
suspended. The research arm of the U.S. Department of Defense known as the 
Defense Advanced Research Projects Agency (DARPA) was founded in 1958 to 
jumpstart American technology innovation after the launch of Sputnik, the first 
artificial satellite, by the Soviet Union. Over the next 45 years DARPA research 
initiatives produced the Internet, global positioning systems, satellite imaging, 
super computers, stealth aircraft, self-driving cars, handheld language translation 
devices, and exoskeletons that enable severely injured people to walk again. Some 
DARPA initiatives were abject failures, but the stream of worldchanging scientific 
and technological innovations is long and unbroken. Part of DARPA?s success is tied 
to a culture that knows how to ask the ?obvious questions.?  

For DARPA, those questions were formulated in the 1960s by George Heilmeier, the 
inventor of the liquid crystal display and an early DARPA Director.17 Heilmeier is 
remembered for his ?Catechism,? a set of questions that should lay the groundwork 
for any technology project. Heilmeier reasoned that it is far too easy for dazzling 
technology to cloud other, more pressing, concerns, such as exactly how a new 
innovation would matter. This is an especially important concern for higher 
education leaders because as we have seen it is far too easy to be impressed by 
shiny, new technology that has little chance to affect how institutions deliver value 
to their students. Here is a sample of the obvious questions that need to be asked:  

-  Without resorting to jargon, exactly what problem are you trying to solve?  
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-  How do you intend to solve it?  

-  Compared to how things are done today, what makes your approach different?  

-  Why do you think you will be successful and how will you know?  

-  What will be the cost of success?  

-  What are the intermediate results that will indicate you are on track?  

REWARD ACTION  

Innovative organizations, especially in the digital age, favor action, but within 
higher education, action is not so easily rewarded. Characteristics of higher 
education? such as shared governance, concern for academic reputation, regulatory 
constraints, budget uncertainties, and an overall tendency to study and 
analyze? when taken together tend to reward inaction.18 Accreditors and auditors, 
for example, are often suspicious of novel approaches to curriculum or governance. 
Educational institutions are generally risk-averse and seldom welcome the 
additional scrutiny that might come with innovation. Innovators know this and 
often see few rewards for trying out a new idea. It is sometimes simply easier to let 
the slow, deliberative processes of academic institutions work their will. The 
leadership challenge is to balance this with the rapid pace of change of the digital 
future.  

Oftentimes the obvious solution is to build incentives and rewards into existing 
processes such as annual reviews and evaluations. The Leiden University, for 
example, has added an additional question to the performance reviews that every 
faculty member must complete on an annual basis a report that answers the 
question: ?What is your plan for utilizing technology in the classroom?? 
Nevertheless, in academia rewards are multi-dimensional and not always related 
to compensation and promotions. Many times effective rewards are more about 
empowerment, recognition, access, and visibility.  

REWARD FAILURE  

When people have incentives to act, failure is an inevitable outcome. Of course, we 
are not talking here about just any kind of failure. That would create perverse 
incentives to try risky things just because there were no real consequences for bad 
decision making. Rather, we are talking about the kind of failure that occurs when 
innovators want to test new ideas. When assumptions about what will or will not 
work are constantly challenged, there is no alternative but to construct prototypes, 
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pilots, and check those assumptions in the real world. Penalizing failed 
experiments creates a roadblock that discourages action? and we already know 
that in the digital future, organizations that are paralyzed by inaction are at greater 
risk of being disrupted by innovations happening somewhere else.  

The key to managing failures is to redefine them as setbacks and to encourage 
constant experimentation so that ideas bound to fail do so quickly.  

FIND THE RIGHT SKILLSET  

The skills to make good use of digital technologies may not exist in traditional 
academic organizations. Even when an institution has the right skillset, the experts 
may be scattered among several departments and functions so that assembling an 
effective team is a challenge. When Georgia State University in Atlanta wanted to 
improve student success rates, it turned not to academic units but to its Vice 
President for Enrollment Services, where massive amounts of student data were 
stored. That was a critical step because Georgia State?s plan was to use millions of 
digital student records to develop tools that would enable advisors to predict 
when an individual student needed help. The program was so successful that cost 
savings were used to justify hiring an additional 40 academic advisors and to 
distribute success dashboards to classroom instructors so that advisors could be 
alerted when a student fell behind or exhibited behavior that was strongly 
correlated with future academic problems. It was a digital technology borrowed 
from predictive business analytics. The improved performance saved money for 
Georgia State students, but it also made the entire university more efficient.  

When the University of Alberta launched its highly successful online course 
?Introduction to Paleontology,? the university needed to marshal economic 
arguments to support its technology investment. Universities market their curricula 
by investing in materials such as posters, brochures, and mass mailings. Because 
audiences for digital content are so large, marketing for digital products uses a 
fundamentally different approach. By chance there was a digital marketing expert 
in the distance education division who knew how to segment online markets and 
calculate the marketing value earned by the online courses. The result was a fully 
formed business plan for the university?s subsequent MOOCs.  

CREATE DISTANCE FROM CORE BUSINESSES  

Pressures are great to not disrupt current successful programs and other offerings. 
It is tempting to encourage existing departments to be more agile and 
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innovative? to in essence ?behave like startups,? but in practice that is a very 
difficult strategy to implement. If you believe that the important ideas of the 
digital future? whether it is MOOC delivery of course content or new credentials 
that bypass existing accrediting processes? will force traditional academic 
institutions to adopt new business models and new, disruptive ways of engaging 
with their stakeholders, then you might also be inclined to treat experimental 
projects in the digital future as startups. According to this line of reasoning, such 
experiments need to be given time, space, and dollars to incubate disruptive 
innovations, so why not create a culture that rewards internal startups? The 
answer is that internal startups are too easily undermined. Startups need distance 
from existing core businesses, because there are fundamental differences between 
existing, successful core businesses and the needs of immature, failure-prone new 
ventures.  

1. Existing, successful programs know how to gauge the market potential of their 
programs. Every aspect of program building depends on this fact, but in the digital 
future, market behavior will be unpredictable. What has been successful in the past 
is unlikely to mean much in the future. New concepts have to evolve in the new 
marketplace.  

2. Administrators who are responsible for successful programs will resist asking 
top faculty and staff to be redirected from existing projects?  and big 
enrollments? to a risky venture with uncertain prospects. Hiring externally is the 
more attractive option, but that requires new personnel lines in already stressed 
budgets. Even with new resources there is little upside to attract the kind of 
entrepreneurial academic team that is needed. Once both scale and success are 
clear, internal recruitment is easier, but until then, internal startups have to rely on 
good-natured volunteers to help out.  

3. In the digital future, the likelihood of success of a given project is quite low, and 
because it is better to fail earlier rather than later, failure often appears to be the 
inexorable byproduct of innovation. Winning approval for new programs is much 
easier if the likelihood of success is high, so internal startups spend a lot of time 
on the success factors that would be convincing to faculty committees and 
administrators to participate in such high-risk ventures.  

4. Academic culture is a culture of ownership, so much planning for new programs 
and degrees focuses on issues that are intended to build walls around the new 
venture. It is an unfortunate mindset. The digital future will be a time of open 
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standards and sharing, but shared ownership is often not part of the equation for 
new academic ventures.  

5. The approval chains want to see scale. Niche markets are simply not interesting. 
Existing units have to embrace all aspects of a discipline, so part of the usual 
academic operating strategy is to place many programmatic bets simultaneously, a 
disastrous choice given the meager resources for new digital product development 
and the lack of real experience in new markets. A real startup would have favored 
a narrow, easily explainable focus.  

6. Champions for internal startups are usually senior administrators who are also 
focused on building the existing programs. They believe that the value of a new 
program has to be demonstrated by enrollment and revenue growth. Startups on 
the other hand recognize that the market recognizes value well before increased 
enrollments and tuition are even possible. It is the single most obvious 
characteristic of earlystage ventures to constantly seek those kinds of market 
signals.  

The alternative is to make structural changes that allow the new ventures, which 
need to understand and respond to changing market forces, to operate without 
being held hostage to stable, successful programs.  

Structural changes for rapid innovation are best if there are benefits that do not 
threaten core, successful, activities and organizations. To be successful these 
changes must clearly respond to the call for innovation by a core of supportive, 
ready to work, faculty, staff, and students. New, innovative, organizations can be 
formulated collaboratively and should be inviting to existing units, but these are 
best structured outside the regular academic chain of command? initially 
reporting directly to highest levels of administration.  

This was the approach adopted at Georgia Tech with the formation of an Education 
Innovation Ecosystem that formalizes an environment in which incentives reward 
experimentation and rapid adoption of promising new ideas. Although it is 
managed by the Office of the Provost, the Innovation Ecosystem is staffed by 
faculty, staff, and students from existing organizations. Departments, schools, and 
colleges derive new resources from pilot projects, which removes most of the 
barriers to cooperation. Although it is unique, the Ecosystem has not been viewed 
as a dramatic structure change. The university?s research culture has for many 
years encouraged a highly decentralized network of entrepreneurial research 
centers, so a new Education Innovation Ecosystem built on the same model did not 
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seem intrusive to existing units.  

From the beginning, innovative organizations must be defined as units mandated 
to experiment, to pilot, to think beyond the present. When properly conceived, 
these new organizations should be perceived not as threats to resources of 
traditional academic units, but as new opportunities for pursuing novel ideas that 
otherwise would have been limited.  

THE LEADERSHIP CHALLENGES OF THE DIGITAL FUTURE  

Every leader in the digital future will be faced with the challenge of coping with 
rapid and disruptive change, with communicating to a diverse university workforce 
about the need for change, and for formulating governance that is in tune with 
changes taking place broadly in higher education in the U.S. and abroad. The key 
challenge of the leader in a rapidly changing digital future is to effect culture 
change? fast enough to be timely and relevant. Actions are needed that promote 
this kind of change.  

-  The myths of higher education must be dispelled: It is a firmly held belief both 
inside and outside academia that colleges and universities never change. That 
myth ignores the many ways in which academic institutions have transformed 
themselves over the last century.  

-  Explain the whys, do not dictate how: Articulating the context for change brings 
more support than a constant stream of projects that are supposed to create 
change. Leaders who continually explain to their stakeholders the problems facing 
higher education are also more effective recruiters of entrepreneurs. It is a more 
effective communication strategy to focus on the problems to be solved (the 
upside of change) rather than the disruptions that might be caused (the downside 
of change).  

-  Technology must be accepted as a necessity not an advantage: In the digital 
future, everyone has access to the same technology. Technology by itself confers no 
particular advantage. On the other hand, technology is a strategic necessity that 
cannot be avoided.  

-  Structural changes will be needed: The forces creating higher education?s digital 
future are the same ones that have transformed other industries. They will almost 
certainly result in structural changes within academic institutions. One inescapable 
aspect of the digital future is the reliance on partners and collaborations. Digital 
technologies disintermediate businesses. They do not favor monolithic, vertically 
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integrated operations. New organizations structured such that they are clearly 
mandated to innovate and are not threats but supporters of existing successful 
academic units are the best solution.  

-  Need for adaptive resilient governance: University governance looks beyond the 
current stakeholders to the needs of society and the enduring value of institutions. 
Whether speaking of internal, shared governance or external, institutional 
governance, governing boards and committees can promote agile decision making 
by rewarding risk-takers, anticipating the need for change and asking ?obvious 
questions.?  

-  Find and institute TRIMTABS that reduce resistance to steering the academic 
ship. There will be more than one such approach. Think non-linearly, creating 
constructive tension that generates excitement not strife, and healthy competition 
not unfounded jealousies.  
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Introduction 
Although much has been written on the topics of diversity, inclusion, leadership, 
and higher education, there remains a dearth of literature on the intersection of 
these topics. A central aim of this chapter is to explore how education leaders can 
use leadership to create an organizational culture and mindset that respects and 
values all forms of diversity and identities, and that helps prepare administrators, 
faculty, and students to live and work in an increasingly pluralistic and globalized 
world. To address these issues, the current higher education landscape is examined 
with respect to diversity, inclusion, and human rights for education. The chapter 
also focuses on the fundamental purpose and aims of leadership and how 
leadership can be developed at all levels within higher education institutions to 
create more inclusive organizational cultures. The forces and factors (e.g., 
exogenous and endogenous forces, planned and reactive, incremental and 
transformative) associated with organizational change from a leadership 
perspective will be touched on brie?y. The analysis presented in this chapter is 
indebted to the work of the following educational scholars: Altbach, Reisberg, &  
Rumbley, 2009; Barnett, 2012; Basit &  Tomlinson, 2014; Beiter, 2006; Beitz, 2009; 
Blessinger &  Anchan, 2015; Brighthouse &  McAvoy, 2009; Burke, 2012; Curren, 
2009; de Wit, 2013; Dewey, 1916; Freire, 1970; Karmel, 2009; Kezar, 2009; 
Kovbasyuk &  Blessinger, 2013; Marginson &  Sawir, 2011; McCowan, 2013; 
McMillan, 2010; Noddings, 2013; Palfreyman &  Tapper, 2009; Smith, 2014; Trow, 
1974; Vygotsky, 1989; and Woods, 2011.
 
The Need for Inclusive Leadership
The argument presented in this chapter is that creating an inclusive higher 
education community is an essential ingredient in helping to achieve social 
equality and is an important element of meaningful lifelong learning. A chief aim 
of inclusion is to eliminate negative attitudes and beliefs associated with race, 
ethnicity,  sex, gender, sexual orientation, lifestyle, socio-economic class, age, 
language, religion,  disability,  and their intersections, since these identities are not 
mutually exclusive of each other. Also, identities may be visible or invisible and the 
interrelationships among the different identities may manifest themselves in 
unforeseen ways. This intersectionality of identities is often multi-layered and 
complex. For instance, people may belong to different groups and may experience 
both prejudice and privilege at the same time (Cole, 2009; Smith, 2014; Symington, 
2004). Negative attitudes relating to difference may be the result of hegemony, 
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elitism, supremacism, or any attitude that privileges one group over another. For 
instance, these attitudes may be re?ected in curricula that are solely centered on 
authors that are all from the same ethnicity or gender. The premise of this chapter 
is that it takes effective leadership at all levels to change policies and practices 
needed to create a more inclusive organizational culture and mindset that re?ects 
both the reality of multiple identities and the increasing levels of diversity in 
society
 
Current Higher Education Leadership Models 
The interest in leadership goes back thousands of years because of its usefulness 
and application in every sphere of life (e.g., political, military, business, religious, 
educational) (McCaffery, 2004). The formal study of leadership is not a new 
phenomenon either. Research on leadership has evolved from the trait approach to 
leadership in the 1800s to modern theories and styles of leadership which include, 
among others, the following: authentic leadership, contingency leadership, 
consensus leadership, democratic leadership, distributive leadership, intellectual 
leadership, moral leadership, servant leadership, transformational leadership, and 
values-based leadership. The multiple theories and styles may also be categorized 
using different criteria (e.g., trait, behavior, contingency, power) (Amanchukwu, 
Stanley, &  Ololube, 2015). The general trend in leadership research and theory 
development has been towards an interdisciplinary approach to better understand 
leadership from multiple perspectives and disciplinary lenses. Despite its long 
history and the many theories and styles on leadership, there is no single 
universally accepted de?nition of leadership (Mello, 1999). However, the common 
theme running through leadership theories and styles is the ability to in?uence 
others. Thus, the following de?nition of leadership is used: leadership is the ability 
to in?uence others to achieve a goal (Northouse, 2007). This de?nition implies 
several important aspects of leadership: 1) leadership is in?uence oriented (ability 
to in?uence) ? leader actions and decisions enable the group to act; 2) leadership 
is relationship oriented (others) ? it is a social relationship between leader and 
followers; and 3) leadership is future oriented (to achieve a goal) ? it focuses on 
the group reaching a goal(s).
 
Using this de?nition, leadership is based on the following assumptions: 1) 
leadership can be learned and developed over time; 2) leadership can be 
employed using different styles of leadership together with different 
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decision-making styles; 3) various contextual factors (e.g., political, economic, 
socio-cultural, nature of goals sought, and the type, size, mission, etc. of the 
organization) in?uence the type(s) of leadership used; and 4) various factors 
in?uence the quality and effectiveness of the leader (e.g., position within 
organizational structure, communication with followers, interactions among 
different personalities, decision-making styles) (Amanchukwu, Stanley, &  Ololube, 
2015). In addition, Kouzes and Posner (2012) ?nd the following practices to exist in 
effective leaders: 1) they model the way; 2) they inspire a shared vision; 3) they 
challenge the process; 4) they enable others to act; and 5) they encourage the 
heart. Regardless of the factors involved, leadership effectiveness is ultimately 
judged on the effectiveness of the leader in working with and through others to 
achieve the goal(s). Thus, common themes that characterize effective leaders 
include: being future oriented (i.e., leaders inspire a shared vision), enabling others 
to act (i.e., leaders establish the direction and lead the way), and being trustworthy 
and credible (i.e., leaders operate ethically and with integrity). These 
characteristics are also indicative of a transformational orientation to leadership. A 
study by Bateh and Heyliger (2014), found that a transformational leadership style 
led to increased job satisfaction among faculty whereas a passive/avoidant 
leadership style led to decreased job satisfaction among faculty. One important 
aspect of transformational leadership is its focus on continually improving the 
quality of the relationship between leaders and followers and fostering 
self-realization in their followers (Bass and Riggio, 2006; Li &  Hung, 2009).
 
Challenges of Traditional Leadership Models 
The inclusion agenda naturally involves leadership because inclusion impacts 
every aspect of the institution and requires leadership at all levels in order to make 
it successful. Educational leadership can be an effective means to create a more 
inclusive institutional culture at all levels of the organization. It is important 
educational leaders examine the different conceptions of leadership (as discussed 
in the previous section) that may be useful in highly distributed organizations like 
higher education institutions. 

Given the nature of higher education institutions and the particular challenge of 
making inclusion a high priority, inclusive leadership is grounded in the following 
leadership styles: democratic leadership, distributive leadership, and 
transformational leadership. 

Democratic leadership focuses on meeting the needs and interests of the group 
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through shared decision-making and participation. It emphasizes the principles of 
equity, equality, and inclusion. Democratic leadership can create highly productive 
work groups and as a leadership approach it ?ts well with an organization 
comprising a highly skilled, professional, and autonomous workforce (Martindale, 
2011). 
Distributive leadership is suitable for complex institutions (e.g., universities, 
hospitals, research facilities) where the tasks performed involve people from 
different functions and levels within the institutions. It emphasizes the principles 
of community, collaboration, and collective action. Distributed leadership can 
create highly productive work groups with high morale because it views leadership 
as a social process that is shared by both leaders and followers. As with the similar 
democratic leadership, it tends to work better in work groups that are highly 
skilled, professional, and autonomous (Spillane &  Diamond, 2007). 
Transformational leadership is aimed at creating positive change in individuals, 
groups, institutions, and other social settings. It emphasizes the principles of 
change, empowerment, and community. 
Transformational leadership is intended to increase capacity and capabilities at all 
levels. It tends to work better in organizations that are mature, structured, and 
professionalized. To create effective change, transformational leaders must create a 
high degree of respect and rapport with followers, be a model of integrity and 
moral leadership, and create a shared sense of belonging through an inspiring 
vision. Transformational leaders inspire followers to see beyond their own 
self-interests in order to work for the greater good (Bass, 1990). 
Higher education institutions that operate within democratic societies have a 
responsibility to uphold basic democratic principles and human rights. Since 
inclusion is a basic democratic principle and education is a human right, then 
leadership that is oriented around these features provides a promising approach to 
leadership within higher education institutions, especially given the distributed 
nature of leadership in such institutions. An inclusive theory of leadership holds 
that inclusive leadership as a leadership style, with its emphasis on participation, 
community, empowerment, and respect for different identities, can provide an 
effective way to build an inclusive university culture.
 
 Diversity and Inclusion in Higher Education 
 The concept of diversity is grounded in the premise that having diversity in a 
workplace or any group provides positive bene?ts overall since it has the potential 
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to draw on different strengths, viewpoints, talents, etc. Inclusion is based on the 
principle of equal and equitable treatment for all which is a matter of social 
justice. Equal opportunity laws seek to ensure that no student is disadvantaged 
with regards to access to higher education. As such, inclusion agendas seek to 
protect basic human rights and, more speci?cally regarding higher education, they 
seek to create student populations that are more socially representative by 
increasing access opportunities from all segments of society. Diversity and 
inclusion are complementary and they reinforce each other. In short, inclusion is a 
set of practices that help create more diverse environments.
 
Moving beyond Access 
While much progress has been made over the last several decades in this area, 
more work still remains to move beyond widening participation programs (albeit 
very important) and move towards creating more inclusive institutions in every 
aspect and at every level in higher education. For instance, an institution may be 
highly diverse in terms of student demographics but it may not be diverse in terms 
of its faculty, staff, and leadership. In addition, it may not be diverse in terms of its 
curriculum or its teaching and learning methods. Diversity must be de?ned by 
more than demographics, albeit student access for historically underrepresented 
groups is a natural starting point. Democratization of higher education has initially 
and naturally centered on access issues (that is, more equality or equity of access 
opportunities) and participation issues (that is, greater engagement in the 
teaching?learning process). Issues receiving less focus, until recently, have been 
completion issues, that is, students achieving expected learning outcomes upon 
graduation and life success issues such as achieving career and personal goals. In 
addition to these critical issues that apply to the student body, diversity and 
inclusion must also address other groups such as faculty, staff, and leadership as 
well as teaching, learning, curricula, research, and community engagement issues. 
In addition to creating more diverse institutions that are representative of the 
broader society and the communities they are embedded in, institutions should 
also be actively engaged in creating and sustaining inclusive practices that respect 
and engage different identities and viewpoints (related to race, ethnicity, sex, 
gender, sexual orientation, socio-economic class, caste, age, language, religion, 
disability, and their intersections) in its teaching, learning, curricula, etc. Without 
inclusion, one can be part of the student or faculty body but one may still feel 
marginalized or excluded. Inclusion moves beyond what the law requires to create 
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a more humane approach to education where all identities and viewpoints are 
respected and embraced, not just tolerated. Since complexities and tensions can 
arise around environments with multiple identities, the strategies needed to create 
more inclusive and pluralistic learning communities need more discussion at all 
levels (Smith, 2014, 2009; Chin &  Sanchez-Hucles, 2007; Gutman, 2003; Maher &  
Tetrault, 2007). 
A growing number of higher education institutions now seek to move beyond 
relatively simple widening access programs and move towards more multifaceted 
approaches of integrating inclusion into all aspects of the educational experience. 
For instance, this could involve creating a learning environment that better 
enables all students and faculty to develop more fully, not just cognitively but also 
socially, psychologically, and professionally. Ultimately, issues dealing with diversity, 
inclusion, identity, power, justice, rights, and agency are deeply connected to the 
strength, health, and longevity of a democratic society, and as such, inclusion is a 
major imperative for educational leaders.
 
Exemplars 
A concrete example of this movement is the UK Higher Education Academy (HEA) 
program (Wray, 2013) that aims to develop a more inclusive culture in higher 
education. HEA de?nes an inclusive teaching and learning culture as one that 
?enables all students to develop academically, professionally and personally to 
ful?ll their potential.? In addition to the HEA report, a good overview of the issues 
introduced above is presented by Blessinger &  Anchan (2015), Smith (2014), Basit 
&  Tomlinson (2014), Woods (2011), and Burke (2012) among others. 
The HEA report discusses the following practices by some UK higher education 
institutions which, although not speci?cally highlighting leadership in higher 
education, will nevertheless require effective leadership across the institution if 
successful implementation is to be achieved:
 
 * University of Edinburgh: The aim is the design and delivery of curricula that are 
inclusive of all students, enabling them to participate fully to achieve their full 
potential. 

 * University of Exeter: It is only through engagement with an inclusive learning 
and teaching environment that such a culture can develop. 

 * University of the West of Scotland: The project had three broad aims: 1) to 
embed the vision for an inclusive culture into the new University of the West of 
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Scotland?s (UWS) learning, teaching, and assessment strategy; 2) to explore the gap 
between existing UWS policy/strategy in inclusion and current practices; and 3) to 
identify ways to bridge this gap.
 
The diverse chapters in this volume offer a range of approaches being taken 
towards embedding inclusion into universities. Many of them also highlight the 
challenges of doing so.
 
 The Inclusive University 
 Inclusion in higher education moves beyond celebrating diversity and towards the 
integration of inclusion into all policies, structures, and activities associated with 
the educational experience. Ideally, inclusion involves developing an inclusive 
culture and mindset that is re?ected in the institution?s mission, vision, and shared 
values statements (Meacham &  Barrett, 2003). This inclusive mindset is then 
diffused throughout the institution and infused within the teaching?learning 
process, the research process, and through institutional?community engagement 
and partnerships. It involves honoring individual and group identities with those 
identities re?ected in the overall institutional identity. This type of university can 
be aptly described as the inclusive university. 
The nature of democratic societies puts them in a position to move away from a 
closed and exclusivist higher education paradigm based on power and privilege 
claims and towards an open and inclusive paradigm based on rights and justice 
claims. Democratically oriented societies have been gradually moving away from 
exclusivist higher education systems and towards more inclusive higher education 
systems. This represents a major paradigm shift which is re?ected in the more 
diverse student populations we are seeing in many countries. The clearest 
evidence of this shift is the huge increase in demand for higher education around 
the world. Given the fact that inclusive practices are more in alignment with 
democratic principles, it is no surprise that this shift is occurring to a greater 
extent in democratic societies (Blessinger &  Anchan, 2015). 
Exclusivity is characterized by power and privilege claims and is most commonly 
exempli?ed as a closed system whereas inclusivity is characterized by the needs of 
society and the individual, by democratic ideals, and by diversity in all its forms. 
Inclusivity therefore seeks to remove unnecessary and arbitrary barriers to entry 
(i.e., creating an open system). It is within this context that this chapter seeks to 
examine and better understand how inclusive leadership can be used to create 
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more inclusive institutions.
 
The Changing Higher Education Landscape  
In recent history, higher education has been experiencing tremendous growth 
worldwide. The increased demand for educational services has brought with it the 
imperative for change in order to respond to the needs of new students, faculty, 

and other stakeholders. This section describes the major factors driving this 
demand. Hence, change is, by and large, an adaptive process to the changing 

environment of the higher education landscape. 

Pressure for Change  
The increasing focus on diversity and inclusion in higher education has been 
driven, to a large degree, by multiple factors such as increased pluralism, 
transnational immigration ?ows and globalization, internationalization of 
higher education, calls to remedy past discrimination and oppression against 

disenfranchised and minority groups, and the accompanying appreciation 
for and sensitivity to human rights and democratic principles. When the negative 
impacts of social problems are high, people are more compelled to act in ways at 
both the individual and social levels that bring about resolution to the problems. 
Because of these and other factors, diversity and inclusion in higher education 
have evolved over the last several generations as a result of both bottom-up social 
movements (e.g., human rights movements, women?s rights movements, indigenous 
rights movements) and top-down political actions (e.g., United Nations Human 
Rights Declaration, United States Civil Rights Act). In response to the pressures for 
change and to the view of many that education is uniquely positioned to solve a 
signi?cant number of society?s problems, the missions of educational institutions 
have, by and large, evolved to take on a growing set of responsibilities. Within this 
context, higher education can now be viewed as a multi-purpose enterprise that is 
the result of political, social, and economic macro factors as well as personal, 
group, and institutional micro factors. 
The ultimate aim of these bottom-up and top-down efforts is to create a more fair 
and just society. Although these trends have been occurring worldwide, they tend 
to be most noticeable in highly pluralistic countries such as the United States and 
Canada, many countries across Europe, other OECD countries and democratic 
nations. The more pluralistic or democratic a country, the greater the demand for 
equal and equitable treatment for all groups, especially minority groups who may 

INCLUSIVE LEADERSHIP IN HIGHER 
EDUCATION 
INCLUSION AS A CORE INSTITUTIONAL VALUE

Excerpted from Inclusive Leadership in HIgher Education

Chapter 2

30



feel that their needs and concerns have not been fully met. 

Institutional Inertia  
However, pressure to change is often met with organizational inertia which can 
result in a slow pace of change. Inertia is de?ned as resistance to change, whether 
intentional or unintentional, and it is an inherent feature of all institutions due to 
their stable structures. Thus, within any institution, there is a built-in tension 
between adaptation and stability (i.e., between change and resistance to change). 
Nevertheless, pressure to change does occur in order to address certain political, 
social, and economic problems that exist within society, new laws are created to try 
to remedy those problems, and in turn, institutional policies and practices arise in 
response to those laws, creating a virtuous cycle of social development. 
This cycle tends to be most pronounced in democratic societies which base their 

social way of life and their political governance on democratic principles. As such, 
inclusive leadership is grounded in democratic principles to guide its actions and 
inclusive leadership involves several interrelated and interdependent factors such 
as human rights, democracy, identity, agency, power, pluralism, ethics, access, policy, 
and justice. 

Human Rights in Higher Education  
Many societies place great faith in education, as systems of formal learning, to 
solve some of today?s pressing social and economic problems. Education is often 
seen as the basic foundation for social, economic, and personal development. 
Education is taken to mean all levels and types of education, including basic 
education (primary and secondary) and tertiary education (further and higher). 
Education at all levels is increasingly viewed as a universal human right. But what 
does a universal human right to education really mean? In short, it means that 
education is so important to the continual development of social reproduction 
(Bourdieu &  Passeron, 1977), it yields so many positive bene?ts at the micro and 
macro levels (Hanushek &  Woessmann, 2007), and is such a de?ning feature of 
what it means to be human, to deny people the opportunity to learn throughout 
the course of their lives (lifelong and lifewide learning) would be an injustice to 
the individual and would have deleterious effects for society (Spring, 2000; 
Vandenberg, 1990). 
McCowan (2013) put it this way: ?A universal right to HE does not, therefore, 
require, or even encourage, all people to attend university. It may be that only a 
small proportion of the population will opt for it? (p. 126).
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Key Theories 
Much research has been conducted and several theories have been developed over 
the past several decades to con?rm the bene?ts (at both the social and individual 
levels) derived from education. Chie?y among these theories are human capital 
theory (Becker, 1993; Schultz 1961), modernization theory (Inkeles &  Smith, 1975; 
McClelland, 1961; Rostow, 1960), and dependency theory (Frank, 1967; Santos, 
1970). More recently, according to McCowan (2013), the ideas of post-structuralism 
and post-colonialism have provided alternative views to the politico-economic 
oriented theories of laissez faire (i.e., Wealth of Nations) and central planning (i.e., 
Das Kapital). In addition, globalization provides another macro oriented theory to 
help explain the phenomenon of rapidly expanding education throughout the 
world. 
Another view, the human rights view, is that education is important not just 
because of the socio-economic bene?ts it yields, but because it is a basic human 
right for all. Thus, a discussion on inclusion and diversity should also start with a 
discussion on human rights since human rights is the broad construct from which 
diversity and inclusion issues emerge. As noted by Chapman (2007), the human 
rights movement has been an ongoing global movement aimed at improving the 
rights of all people irrespective of their political, social, or economic context. 
Human rights are opposed to systems and practices that weaken the humane 
treatment of people, such as racism, sexism, and elitism. These three major forms 
of prejudicial behaviors can lead to other forms of prejudice such as bigotry, 
ageism, classism, rankism, cronyism, and supremacism. When human rights become 
codi?ed in law, they are called civil rights and they represent a major milestone in 
the evolution of human society. Human history shows that in the absence of 
human rights protections and a humane rule of law, abuse, and mistreatment of 
people becomes, unfortunately, too common. 
McCowan (2013) de?nes a human right as a justi?ed claim on others. They are 
justi?ed because they serve to safeguard the most basic facets of humanity (e.g., 
life, freedom, well-being, dignity, security). As such, they are the highest priority 
claims on others to treat people humanely. A human right is non-conditional and is 
not dependent on any other justi?cation other than the principle of humane 
treatment. This de?ning characteristic distinguishes it from other theories. A 
human rights approach views humans as moral agents rather than simply as 
bene?ciaries, however great those bene?ts (e.g., social, cultural, economic) may be. 
By framing education as a human right, education becomes a requirement for 
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justice and an obligation to be met. 
Rights may be de?ned as either positive rights (rights that require an action) or 
negative rights (rights that require an inaction). From this perspective, the right to 
education can be viewed as a positive right because it requires a proactive action 
on the part of others (the duty bearers) to bring it into existence. Most 
constitutions, as in the US Bill of Rights for instance, tend to focus on negative 
rights (e.g., freedom of speech, freedom of religion) whereas positive rights (e.g., 
education, social security) are often protected by legislative laws or judicial 
decisions. The right to education is a complex matter because, as with all rights, it 
must deal with questions such as: who is/are the duty bearer(s) (e.g., governments, 
leaders, students, faculty, parents, communities) and what are their speci?c 
responsibilities? McCowan (2013) argues that laws protecting the right to 
education are essential but the ?law does not contain the answer to the question 
of whether there is a valid claim that all people have a right to education, and 
what that right corresponds to? (p. 16). Thus, concerning the right to education, the 
ultimate equation is a moral one, not a legal one. In other words, it is the 
normative argument of moral reasoning that ultimately provides the justi?cation 
and foundation for the legal protection of rights.
 
 The Link between Human Rights and Inclusive Leadership in Higher Education 
The current racial unrest in universities particularly in the USA and in South Africa, 
while shocking perhaps to onlookers, is not really surprising. Higher education 
cannot be separated from the imperatives of inclusive democracy and there is a 
critical link between education and politics. There is a renewed sense of urgency to 
consider the signi?cance of universities as formal spheres of learning that can and 
should provide citizens with the kinds of critical capacities, modes of literacies, 
knowledge, and skills to read the world critically and participate in shaping and 
governing it (Giroux, 2011). The discontent we are seeing in the student body in 
universities in many countries surely challenges us to consider new discourses 
given that identity, citizenship, and agency are organized through pedagogical 
relations and practices. In universities in South Africa icons of colonialism and 
white supremacy are coming under attack. The issues of the predominantly ?white? 
nature of the curriculum more than two decades postapartheid are causing rage 
among the black student population. Racial taunts and ?exclusive? practices in 
universities in the USA are leading to challenges across racial divides on the issue 
of freedom of speech. 

INCLUSIVE LEADERSHIP IN HIGHER 
EDUCATION 
INCLUSION AS A CORE INSTITUTIONAL VALUE

Excerpted from Inclusive Leadership in HIgher Education

Chapter 2

33



These challenges are not intractable but they surely pose questions for the 
leadership in higher education institutions. Leaders need to apply their critical 
thinking to establish or re-establish the university as a truly democratic space that 
encourages inclusive dialogue and debate. This means that leaders need to 
recognize talent from all sectors of the student body, they must encourage learning 
and teaching strategies that are transformational, not just transactional. On the 
one hand it may seem a daunting task to create an inclusive culture in universities, 
but given that diversity of the student population is often one of the key points 
lauded and applauded in university advertising material, it is imperative if these 
diversity statements are to have any meaning in that the reality matches the 
rhetoric.
 
Conclusion 
Based on the current literature on diversity and inclusion, and on the emerging 
trends in building inclusive educational environments, this chapter has attempted 
to move beyond an interpretation of inclusion as simply an access or hiring issue 
and beyond con?ating diversity with inclusion. Rather, it has examined inclusion 
from a human rights and educational leadership perspective. The argument being 
made is that building a culture and mindset of inclusion is imperative in order to 
create a meaningful learning environment that embraces and values diversity. This 
chapter has purposely avoided being overly prescriptive or formulaic about how 
institutions should create more inclusive organizational cultures. Speci?c 
strategies for inclusion are important but educational leaders are in the best 
position to determine how to develop strategies that best ?t the context of their 
particular organization. Given the growing importance of higher education to the 
wellbeing of society and democracy, it is important that educational leaders 
recognize inclusion as a core institutional value.
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Introduction: higher education as a public good?  

As much as we may want to believe that higher education institutions are worthy 
bodies that promote desirable ends ? furthering knowledge, enhancing desirable 
cultural values and expanding the socio-economic opportunities of those fortunate 
enough to have been embraced by the experience of the university, and ?speaking 
truth to power? ? it is also important to remember that higher education is a 
complex and expensive entity that has to be ?nanced. Historically, within most 
societies the university has been granted a privileged position and nurtured by the 
state and most governments. This nurturing has taken various forms ranging from 
the essentially symbolic (that universities are those bodies which tell us what is to 
count as high status knowledge) to the very practical (for example, the granting of 
direct public ?nancial aid and/or the recognition in law that they are deserving of 
being awarded ?nancial rewards and monopoly privileges because they are 
reputable bodies pursuing worthy public good goals).
 
Changing contextual realities  

The support for the public funding of higher education is dependent upon a range 
of variables that vary in importance both over time, and from one national setting 
to another. However, the comparative national pictures appear to be bounded by a 
common time frame. For example, in the two decades following the Second World 
War, once postwar reconstruction commenced (from approximately 1950 to the 
late-1960s), higher education systems seemed to expand steadily and were 
underwritten on a wide front by public funding. In the past two decades, although 
in many nations higher education has continued to expand, it has done so often 
without that same commitment of public funding ? either public funding has been 
withdrawn or has failed to grow proportionately in line with the expansion of 
student numbers. Political decisions were made to the effect that, if there was to 
be higher education expansion, it had to be achieved through private rather than 
public funding. In the latter case the implication is that higher education may be a 
good that should expand but governments have reached the decision that they 
lack the resources to fund it. Of course, governments may well decide to make 
selective strategic funding decisions ? for example, to underwrite the costs of what 
are considered to be important research initiatives but require students to meet 
their tuition costs, while subsidizing certain supposedly economically bene?cial 
degree courses. 
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Perhaps the more interesting examples are those nation states that have over time 
moved away from the previous commitment to the public funding of higher 
education; moving most frequently to requiring students to meet some or even all 
of their tuition costs. The continuous non-funding of higher education is 

undoubtedly easier to explain than the withdrawal or more selective 
application of prior public funding. In the former case there are clearly 
polit ical decisions that suggest, while expansion may be desirable, it 
could not be afforded out of the public purse. The question then is why 
expansion should have been promoted in the ?rst place? Was it an 
unavoidable polit ical necessity? As several of our chapters will il lustrate 
there are varying pressures that have underwritten such a course of 
action, including pressures that suggest the need to provide ? even if  
belatedly once the expansionist movement is under way ? at least a 

measure of public funding. 

Again, as several of our chapters will demonstrate, differing combinations of 
factors have led to the withdrawal of public funding in many nation states and 
invariably, it is a protracted and sometimes uneven, process. Clearly underlying any 
such move is a relative political decline in the perceived importance of higher 
education as a social good that merits public funding. This can take different 
forms. First, higher education has failed, at least in the eyes of those controlling 
the political process, to deliver expected returns. Alternatively, it may have become 
politically more important for governments and states to secure the more 
adequate provision of other social goods. Governments may have to make choices 
when public resources are constrained and it could be judged politically more 
expedient to fund health care or even schooling over higher education. So a 
combination of political and economic variables will shape the patterns of public 
funding with the priorities for governments changing over time, although 
obviously the political colouring of the governments will have a bearing on the 
decisions that are made. But the question remains, what responsibility, if any, do 
higher education institutions themselves, along with their representative bodies, 
bear for the downgrading of their political importance? How political adroit, or 
maladroit, have they been in sustaining or not their access to public funding?  

Perhaps most interestingly, there have also been signi?cant challenges to our 
initial perception of higher education as promoting signi?cant economic, cultural 
and social bene?ts ? that higher education is a public good and thus deserving of 
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public funding. This challenge received perhaps its most serious manifestation in 
the UK during the 1980s, the years of Thatcher Governments, although it has to be 
said that Parliament during those years resisted the imposition of tuition fees upon 
home-based students; that development was ?rst imposed by Blair?s Labour 
Government with fees being then substantially increased by a Conservative/Liberal 
Democratic coalition government (fees have risen from £1,000 to £3,000,and then 
to £9,000 and now to £9,250 per annum with further increases at some selected 
institutions to come). But the more substantive point is that, if acquisition of higher 
education was seen as enhancing individual opportunities, why should there then 
not be an obligation upon those in receipt of it to pay for it? The questions that 
then follow are: how it is to be paid for; whether all recipients should be required 
to pay; and if higher education were also to remain at least in part a public good 
what, if any, should be the level of public funding and on what terms would it be 
distributed to the universities?
 
 Different models of change  

As has already been implied the privatization of higher education can take 
different trajectories. The public funding of universities may be steadily withdrawn 
and institutions may then be forced to seek private funding to sustain all or part of 
their established functions. For example, there could be state withdrawal from the 
payment of student tuition fees, either across the board or on a selective bases; 
while public support for the payment of the university?s research agenda could 
continue, either across the complete range of its academic activities or on a 
selective basis with some areas of knowledge continuing to receive public support 
while others were denied it. Alternatively, it may be thought politically advisable to 
encourage the foundation of new privately incorporated and privately-funded 
institutions which, possibly on a selective basis, could apply for public funding to 
underwrite some of their activities whether that should be research or teaching. In 
recent years we have seen many examples of both developments, which fudge the 
distinction between the public and private sectors of higher education. While 
within the established academic community there is frequently a tendency to decry 
such developments as an undermining of the idea and ideal of the university, it is 
dif?cult not to conclude that in many countries it now makes more sense to see 
higher education as comprising a broad tertiary model rather than conforming to a 
narrow university system ? a product as much of the market as of the state, a 
mixed economy delivery of what was once wholly a public good or private service.  

THE FUNDING OF HIGHER EDUCATION 
THE OSCILLATING BALANCE BETWEEN THE PUBLIC AND PRIVATE 
FINANCING OF THE UNIVERSITY

Excerpted from Towards the Private Funding of Higher Education

Chapter 3

38



Most of these developments are the consequence of policy changes initiated by 
central governments, invariably using the state apparatus as a regulatory 
mechanism to impose the guidelines within which the new procedures should 
operate. However, there has also been some movement from the bottom up within 
universities (invariably initiated at the departmental level), which fudges the 
distinction between public and private funding. In order to sustain their research 
activities, some departments have sought private funding to sustain their work, 
which may incorporate the provision of scholarships for graduate students hired to 
undertake some of the research. In some cases, this has resulted in the 
intervention of the university intent on regulating such activities in order to 
preserve its interests (its good name and payment for the use of university-owned 
facilities). Such developments not only blur the distinction between private and 
public funding but also could possibly bind higher education institutions more 
closely to the economic structure, which would have widespread political, although 
not necessarily, academic support.  

A key consideration in the relationship between the university and the market is 
how much independence the higher education institutions have in forging that 
relationship? With respect to the possible imposition of tuition fees we want to 
know whether there is something of a free market with universities imposing their 
own fee levels which they could possibly vary by academic programme and year of 
study. Or is the fee structure imposed by the state? If there is at least a measure of 
discretion that the university can employ, then how does it decide on fee levels? 
Are mechanisms employed to determine accurately the costs of running 
programmes? Is there a temptation to maximize pro?ts? Is cross-subsidisation a 
possibility so that pro?table programmes can help to subsidize unpro?table 
programmes? Why are degree programmes terminated? Are degree programmes 
ever terminated because they are ?nancially unpro?table to run? While private 
funding may help higher education institutions to escape the possible constraints 
of public funding, does it not also impose its own burdens? In particular do the 
demands of managing a university effectively take precedence over the sustaining 
of quality academic programmes? In a nutshell, what is the basis for academic 
planning? Of course, whether privately or publicly funded, this is always an issue 
with which universities have had to grapple but one can anticipate that 
institutions will behave differently in this respect if the decision is in part 
dependent upon their sources of funding. However, even when tuition costs are 
publicly funded an academic unit will need to sustain at least a stable student 
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base if it is to remain viable but one suspects it may be more dif?cult to argue the 
case for sustenance if there is also an economic cost (possibly increasing over 
time) to its preservation. Moreover, it is likely that the introduction of new degree 
programmes is in?uenced at least in part by their presumed ?nancial viability ? 
that these are programmes likely to attract a sound, hopefully expanding, student 
base.

 
The politics of change  

Historically, at least in those countries strongly in?uenced by western political 
values and exhibiting a strong measure of economic development, the political 
support for the public funding of higher education was most vigorously pursued by 
governments underwritten by social democratic values, although the consensus 
that saw the university as espousing a public good had much broader political 
support. In a world marked by increased demands upon the public purse and a 
stronger recognition of higher education as a private good, the university ?nds 
itself more isolated politically in part because the social democratic impulse has 
itself changed. Consequently, the support for the public funding of higher 
education is weaker and the outcomes more problematic.  

We are, therefore, experiencing a time in which the university has a greater need to 
justify its public funding; it is no longer something that it can take more or less for 
granted. The university appears to have to demonstrate that it is a public good: 
that it is socially inclusive and offers opportunities to individuals from across the 
social spectrum, that it both serves the needs of and helps to develop the economy, 
and that it is a culturally innovative as well preserving force ? looking forwards as 
well as backwards. The picture which is most likely to emerge is one in which a 
combination of public and private funding will prevail, that henceforth the 
university will be carried forward by a combination of the state as well as the 
market. And as a ?nal re?ection that states the sentiments of the editors of both 
this book and of the series, if not the chapter authors of this book, those 
universities that ignore this message, while they may not fail, nor will they prosper 
either academically or in terms that will serve the wider needs of their societies, 
let alone higher education. 
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OVERVIEW 

Strategy development and delivery is a key feature of every VP?s role, as illustrated 

in a number of case studies in Chapter 1 of this book. It is inextricably linked to the 

leadership of change. The process starts with a vision, then a gap analysis, to 

determine what needs to change, leading on to determine an appropriate strategy 

for change. Translating this strategy into action is the true test of a leader?s ability. 

This chapter outlines some tried and tested models and techniques for leading and 

managing change, including illustrations of different approaches. 

Leading and managing change is a constant in terms of any organisation?s practice 

? be it changes in staff, operations, finance, etc. The focus of change is on specific, 

desired outcomes. This chapter concentrates on leading change as opposed to 

leading transitions: the two are subtly different. The focus of a transition requires 

consideration of how to leave the past practice behind, i.e. letting go of something, 

so as to adopt new behaviours. This notion is explored more in Chapter 9. Instead, 

this chapter will focus on the nuts and bolts of leading change. 

Most prospective VPs will have led a number of change initiatives during their 

careers, but perhaps not at the pan-institutional level. In the survey of VPs 

undertaken to underpin this handbook, a key challenge that most participants 

alluded to was being expected to bring about step change in response to a range 

of requirements aimed at enhancing the development, delivery and profile of 

teaching and learning. The case studies offered in this chapter focus on three 

different aspects of change that all higher education (HE) providers are grappling 

with. Firstly, the need to improve digital literacy skills of staff, to be able to provide 

an enhanced technological learning environment for the student population, is 

explored. Secondly, an introduction to constructive alumni engagement (beyond 

financial giving) through a series of projects designed to enhance the student offer 

is outlined. And, thirdly, HR policies which recognise and reward a commitment to 

and uplifting of teaching and learning are described. HE institutional leaders tend 

to adopt three different approaches to change: step change, incremental change, or 

policy driven change. These will be considered in the sections which follow and in 

addition an overall framework for mapping proposed institutional change is 

offered in Table 8.1. 
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All three approaches offered in the following case studies feature the four key 

steps of the planning phase as identified in Table 8.1, i.e.: 

Table 8.1 Thirteen pointers for leading institutional change (Marshall 2007) 

-  being clear not only about what needs to change but being clear as to why 

change is needed (the ?why? question);  

-  offering a compelling vision of what success will look like (the ?what? question);  

-  allocating well-defined roles, responsibilities and accountabilities (the ?who? and 

?how? questions);  

-  determining an action plan with clear milestones (including named responsible 
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personnel) to be achieved along the way (the ?when? and ?by whom? questions). 

STEP CHANGE: TECHNOLOGICAL CHANGE TO SUPPORT ENHANCED STUDENT 

LEARNING 

In the case study which follows, in preparation for the first cohort of students 

coming in as undergraduates paying £9,000 per year tuition fees in September 

2012, the executive team recognised that there needed to be step change to justify 

the near trebling of the tuition fees. This, they believed, necessitated a significant 

uplift in the institutional offer for students. A strategy was determined starting 

with a gap analysis that highlighted the step change required to ensure that 

students? virtual learning experience was ?state of the art?and that all staff utilised 

the student learning portal as standard. It was decided that the best way to 

achieve this was to discuss what success would look like in September 2012 (when 

the first undergraduates paying £9,000 p.a. would be commencing their studies) 

and work backwards from there. A clear vision of what students should be 

presented with, in terms of their learning environment, was articulated by the 

pro-vice-chancellor. Sub-leaders were appointed to lead the various strands of the 

enhanced provision. The case study below is a good illustration of the various 

phases of a well-managed change process. 

Case study 8.1: Newcastle University?s student offer 

Steve Williams, Newcastle University  

We provide students with opportunities to develop their knowledge and skills 

for life, learning and work: to succeed in their studies, to meet personal and 

professional goals and aspirations, and to equip them for success after they 

graduate. (Newcastle University Student Offer, 2011) 

Newcastle University?s student offer sets out what an undergraduate can 

expect from their time with us. Our website?s ambitious commitments relate to 

teaching, pastoral support, facilities and technologies. To put this programme 

in place, keep it running, enhance it and roll it out further are significant 

challenges for the leadership of the organisation. Done well, we have effective 

teaching, motivated staff and satisfied students. The risks ? staff overload, poor 

technology and staff and student dissatisfaction ? are clear. 
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This is how we addressed it: 

Early in 2011, the pro-vice-chancellor (Learning and Teaching) convened a 

group to plan the student offer for September 2012. A unified approach was 

promoted, with the technology going hand in glove with the pedagogy. Some 

universities have competing lists of priorities ? a list of IT projects and a 

separate list of pedagogical improvement projects with IT implications. We 

realised early on that a single programme was essential, along with a 

programme management1 approach to deliver it. 

A project officer, responsible for the published schedule work, was made 

accountable to a steering group. Each development in pedagogy or technology 

could be traced back to a commitment in the student offer. For example, we did 

not deploy hundreds of rooms of lecture capture because it is cool technology, 

but to deliver enhanced revision and reflection opportunities to thousands of 

students. Monthly scorecards for each project made governance transparent. 

Each project was collaboratively worked on by practising academics and by 

technology experts, so each idea was both pedagogically appropriate and 

technologically doable. 

By September 2012, the programme delivered the offer. This included 

well-formulated, research-informed programmes, clear assessments, pastoral 

support and a wide range of learning technologies. Our eLearning and Student 

Information Group then took responsibility for continuing the work, chaired by 

a senior academic, with academic, technologist and student members. 

Reporting to this group are working groups for each area ? virtual learning 

environments (VLE), lecture capture, the student app ? so that we can track the 

changing needs of our students. 

Since 2012 we have recast the student offer in the context of our international 

and partnership operations. We offer a comparable experience for students on 

our Malaysian medical school and Singapore engineering programmes.

We are currently looking at how our online and blended learning programmes, 

informed by our first MOOCs on the FutureLearn platform, can reflect the same 

principles. 
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What made this an unusual challenge for the leadership of the organisation? 

 -  many diverse stakeholders: every student and every academic  

-  the need to balance standardisation with respecting academic freedom  

-  multiple technologies  

-  a one-off programme and a continuing service as well as further 

enhancement. 

Across the university, we use the ?technology at the right hand of the academic 

activity? approach. The process of submitting Newcastle University?s Research 

Excellence Framework (REF) return worked in a similar way and was praised by 

the REF assessors. To summarise, the programme management approach 

worked well. Student feedback is very positive and it is clear that the 

leadership vision behind its success was crucial. 

NOTE 

1 Definition of programme management from the Cabinet Office, UK Government: 

?the action of carrying out the coordinated organization, direction and 

implementation of a dossier of projects and transformation activities (i.e. the 

programme) to achieve outcomes and realize benefits of strategic importance . . . ? 

https://www.axelos.com/msp 

REFERENCE 

Newcastle University Student Offer (2011) Available from http://www. 

ncl.ac.uk/quilt/assets/documents/str-newcastle-offer.pdf (accessed 12 August 

2015). 

Case study 8.1 illustrates a marked step change further to a clear vision and clear 

leadership; to include distributed leadership. There was clear stakeholder mapping, 

determining key players to get full buy-in and engagement, to use their power to 

influence the process and the outcome. In this instance, students were central to 

the determination of key success factors. This is an essential part of any change 

process, to ensure that no constituencies are left out that could, eventually, 

sabotage the change. In this case study, there was sensitive determination of who 

the different steering group members and different working group leaders and 
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members should be. 

Interrogating practice  

1 How does your institution keep apace with technological advances and the 

needs of students?  

2 When putting together a new programme, or reviewing a programme, which 

?experts? are involved in exploring how best to achieve learning outcomes, and 

what is the unique contribution that can be made by the different learning support 

experts?  

3 Could your institution do better? How? 

INCREMENTAL CHANGE: USING ALUMNI TO ENHANCE STUDENT EMPLOYABILITY 

In the next case study, a key challenge for the university was identified: how to 

increase and enhance the employability of graduates. It was determined that better 

use of alumni could deliver a distinct lifting of graduate employability, and a range 

of initiatives were developed and trialled. An incremental approach to change 

management was adopted, with the different strands, as in Case study 8.1, led by 

different constituencies of the university. Like Case study 8.1, the focus was 

results-orientated. The leadership of this initiative, coming out of the VP?s office, 

required significant investment in those constituting the guiding coalition (Kotter 

1996): members of the careers service, student support services, the recruitment 

offices and the alumni office. Once again, there was clear, detailed planning prior 

to actioning so that the impact of this staged change could be felt from early on. 

Rather than determine a go live date for the whole initiative, the focus was a range 

of metrics to evaluate success, including ?take up? and the leavers? destination 

returns. 

Case study 8.2: Alumni engagement 

Chris Cox, University of Manchester  

For many years (arguably decades) alumni programmes in the UK talked a good 

game in terms of potential ways in which alumni could support institutional 

strategies around recruitment, the student experience and employability, with 

insufficient resource or focus to actually make it happen. The combination of 
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the introduction and subsequent significant increase of tuition fees, growing 

competition for the best students, an increased focus on student experience 

and employability and their associated national ratings, has encouraged a 

number of universities to develop innovative ways to engage alumni far more 

directly and meaningfully in student experience projects than had previously 

been the case. 

At the University of Manchester we narrowed this down to five or six 

programmatic areas where we could develop substantial and tested 

engagement opportunities which could be tailored to the needs of academic 

units while drawing on central data and advisory capacity. This would allow us 

to learn from experience, benefit from efficiencies and economies of scale 

(especially around information management), and avoid re-inventing the wheel 

each time for specific departments. Our priority programmes since 2011/12 

have focused on: 

 -  online career profiles of alumni linked to specific courses aimed at both 

prospective and current students, demonstrating the range of career options 

that may be open to graduates of specific courses (with a focus on challenging 

stereotypes and received wisdoms);  

-  one-on-one careers mentoring, via rapid expansion of the well-established 

?Manchester Gold? mentoring programme; 

-  ?Meet the Professionals? sessions, where five or six selected alumni return to 

engage and challenge dozens of current students from specific courses as to 

how they might think about and prepare for their futures;  

-  visiting speaker events, engaging selected alumni in a combination of 

curricular and extracurricular seminars and presentations, ranging from MBA 

seminars through to reflections on business ethics for our flagship 

university-wide student volunteering programme;  

-  a new donor-funded ?Global Graduates? programme, through which widening 

participation students have had the opportunity to travel internationally to 

meet alumni in the workplace, reflect on the global opportunities that may be 

open to them, and learn about transnational and local cultural norms and 

expectations in the workplace and beyond. 
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We have tracked progress both in terms of numbers of alumni participating 

across these programmes (well over 1,500 in 2013/14), the numbers of 

students benefitting (harder to measure, but well over 3,500 in 2013/14), and 

student feedback (extremely positive across the board, especially for ?Meet the 

Professionals?, with 95 per cent+ positive feedback now the norm). 

We are still at the foothills and have a great deal more to do. While causal 

links will always be difficult to prove in this kind of work, we hope over time to 

be able to demonstrate genuine impact on both National Student Survey (NSS) 

scores and the employability of our graduates, both in terms of their first job, 

but also ? critically ? their second and third. 

Our experience so far suggests that four factors are key to success: firstly, you 

need robust, well-run programmes run by careers, student services or 

recruitment offices with colleagues ready to engage with alumni, to work 

collaboratively with the alumni office and to ensure a positive experience for 

those volunteering their time. (As for charitable donors, alumni are making a 

voluntary investment. They need to understand that their time and experience 

is valued and treated with respect if we want them to continue their support 

and build on it.) Secondly, you need good quality information on your alumni ? 

what they studied, when, where they are now, current role and career trajectory, 

and how they want to be contacted and engaged. That only comes if 

alumni/student volunteering is seen as a core component of a wider alumni 

communications, information and engagement strategy. That in turn links to 

the third factor: investment. The Manchester executive team has invested in 

the Development Office in a meaningful manner over the last eight years 

because it genuinely saw the importance of this wider alumni engagement, 

beyond financial giving, and how important both cash and volunteering 

commitments would be to the university?s future. And finally, we learned 

quickly that we need be more selective when inviting alumni to volunteer with 

students than we do when asking them to make charitable gifts ? we are after 

all placing them in a position of responsibility and influence with our students 

in a way that is not typically the case with charitable gifts. 

Focus, organisation and investment at Manchester provided a foundation for 

the creation of a results-oriented suite of practical programmes that attract 
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excellent and appropriate alumni and connect them with motivated students. 

The learning experience is enjoyed by all involved and the measurable success 

of the programmes now provides a positive impetus for further expansion and 

refinement. 

Interrogating practice  

1 When looking to deliver student success, what particular metrics feature in your 

institution?  

2 When contemplating any change, who else might you look to, to provide you with 

an uplifted and distinctive approach, as illustrated in Case study 8.2? 

BRINGING ABOUT WHOLESCALE ENGAGEMENT WITH THE TEACHING AND 

LEARNING STRATEGY: POLICY APPROACH 

The next case study illustrates an approach where a policy driver underpinned the 

impetus to change. The identified change was further to a gap analysis revealing 

that the recognition and rewarding of commitment to teaching and learning, 

alongside the equality and diversity agenda, was undermining fair play. These dual 

challenges will be recognised by many readers. In this next case study one can see 

a real determination to tackle workforce development and to embrace inclusivity 

(of gender and of promotion criteria for dual track promotions). The outcomes ? 

after only seven years ? offer an impressive testimony to the leadership of UMass 

Lowell?s chancellor, Martin Meehan. 

Case study 8.3: Involvement in teaching and learning ? advancing academic 

careers 

Jacqueline F. Moloney, University of Massachusetts Lowell  

UMass Lowell has undergone a dramatic transformation over the past seven 
years under the leadership of Chancellor Martin T. Meehan. There is much 
evidence that supports this statement including the fact that the standard 
bearer for college ranking in the US, the US News and World Report, elevated 
the institution by 27 spots in just four years to one of the top 100 public 
universities and among the fastest rising in the nation. The institution has 
grown by over 40 per cent while increasing selectivity by 80 points on the 
Scholastic Aptitude Tests (SATs) in just the past five years; ten new buildings 
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have been added over the same timeframe.

One of the cornerstones of the university?s success is a strong commitment to 
improving teaching and learning and advancing those academic leaders who 
advance it. This commitment has led directly to the advancement of academic 
leaders who have pursued careers in teaching and learning, especially for 
women. In fact, in the senior cabinet, nearly 50 per cent of the members of the 
academic team are women who have been promoted to associate dean, dean, 
associate provost and executive vice-chancellor, primarily because of their 
early career involvement in initiatives around innovation related to improving 
teaching and learning. 

There are three major strategic initiatives that have been adopted to foster this 
culture. 

1 Institutional commitment to teaching and learning. There are numerous ways 

the institution fosters excellence in teaching and learning. First, is its 

prominence in UMass Lowell 2020, the institution?s strategic plan which is 

framed by five pillars of excellence, Transformational Education being the first. 

The pillar encourages the entire campus to engage in the expansion of 

experiential learning opportunities, innovation in academic support, teaching 

with technology, the integration of entrepreneurship in the curriculum and 

assessment of student learning.  

2 Excellence in teaching and learning supported and rewarded. A committee of 

twenty faculty oversees the university?s Transformational Education strategic 

plan, which is co-chaired by a dean and an associate provost, both women, who 

rose from the ranks of faculty. The committee identifies strategic initiatives on 

an annual basis aimed at improving teaching and learning and student 

retention.  

Those initiatives include seed grants that enable faculty to experiment with 

and integrate innovation in the areas outlined above. There are numerous 

professional workshops held in various formats throughout the year including 

a ?Fridays with Faculty? luncheon that enables faculty to share best practice 

with colleagues.  

The committee convenes an annual symposium that features many of the 
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faculty?s accomplishments, and is widely attended. The faculty present posters 

on innovative strategies, which encourages colleagues to adopt the 

innovations whilst publicly acknowledging emerging leaders in the faculty.  

3 Professional advancement Since the university is going through such a 

period of rapid growth, there has been more opportunity for professional 

advancement for faculty seeking administrative careers. The university has 

systematically balanced an approach to promoting from within as well as 

hiring externally. As a result, of the Academic Council of Deans and Vice 

Provosts, eleven of its twenty-four members (almost 50 per cent) leaders have 

been promoted from the faculty within the past five years. Seven of the eleven 

are women and/ or minorities. It could be said that most were promoted in 

some part for the expertise and leadership in advancing and improving 

teaching and learning: expertise fostered by the experiences outlined above. 

In summary, there are numerous methods by which universities and colleges 

can advance by purposefully supporting the development of those faculty 

committed to teaching and learning. UMass Lowell?s capacity to rise in the 

rankings provides one example of an institution that has accomplished this 

and the case study hopefully offers strategies and insights on best practices. 

Interrogating practice  

1 How does your institution encourage and bring about change? (E.g. in the case 

study above, seed grants were offered.) Could more be done? If so, what?  

2 How does your institution celebrate success ? not just at the end of a successful 

change project, but along the way?  

3 How are staff recognised and rewarded for their part in change process. Could 

more be done? If so, what? 

SUMMARY 

The case studies above offer responses to real-time challenges that institutions 

have recently faced: providing a digitally enhanced learning environment for 

students, addressing the need to uplift students? employability, and addressing the 

need for changed HR promotions policies to recognise and reward staff 

commitment, excellence in teaching, equality and diversity. Although the 
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approaches to change ? including the series of steps or action plans ? vary, readers 

will, I am sure, have appreciated the amount of time spent planning and mapping 

out suitable courses of action (and noted the resonance with the pointers outlined 

in Table 8.1). All three institutional change initiatives were successful, with success 

being achieved through visible academic leadership combined with distributed 

leadership, which promoted the engagement of the whole institutional community. 

FURTHER READING 

Kotter, J. (1996) Leading change. Boston: Harvard Business School Press. If readers 

have not read this classic, which has been updated a number of times, this book 

highlights and illustrates Kotter?s 8-point approach to leading change, summarised 

below: 

1 ceate urgency  

2 form a powerful coalition create a vision for change  

3 create a vision for change  

4 communicate the vision  

5 remove obstacles  

6 create short term wins  

7 build on the change  

8 anchor the change in corporate culture. 

Marshall, S. (ed.) (2007) Strategic leadership of change in HE: What?s new? London: 

Routledge. This text represents the first text providing an overview of key pointers 

for HE institutional leaders to consider when looking to bring about change, via 

the thirteen pointers, alongside a number of other easy to use approaches which 

derived from the UK wide one-year change projects supported by the Leadership 

Foundation for Higher Education. Many of the case study chapters in this volume 

are still relevant today and include: a conversational approach to quality, 

approaches to enhancing an individual?s performance, developing scholarship in a 

teaching-intensive university, equality and diversity, and developing and 

embedding global perspectives. 
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Moss Kanter, R. (2012) ?Ten reasons why people resist change?, Harvard Business 

Review. Available from https://hbr.org/2012/09/ten-reasonspeople-resist-chang 

(accessed 21 August 2015). Another classic, with the premise being that leadership 

is about change, yet what is a leader to do when faced with ubiquitous resistance? 

Resistance to change manifests itself in many ways, from diffidence, foot-dragging 

and inertia to petty sabotage or outright rebellion. The best way that leaders of 

change can manage this is to understand the predictable sources of resistance and 

ensure that a staged approach to mitigating these barriers is determined. The 

author gives ten reasons for resistance by those who feel they are being ?done to?: 

 1 loss of control  

2 too much uncertainty  

3 surprise, surprise  

4 everything seems different  

5 loss of face  

6 concerns about professional competence  

7 more work   

8 the ripple effect  

9 past resentments  

10 genuine feelings of threat. 
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