TOWARD A SHARED VISION

A CAMPUS CONVERSATION ON THE FUTURE
OF THE UNIVERSITY OF MICHIGAN-FLINT

Part 1: The Issues We Face

“We have some serious talking ahead of us. And we must sit at the table—a
figurative kitchen table, perhaps, since that is where the best family conversations
take place—to converse as family members with equal dignity, without pretenses,
without suspicions, with respect and consideration for each other and for each
other’sideas.”

—Chancellor Juan E. Mestas, Inaugural Address

The University of Michigan—Flint isat acritical juncture in its evolution, as both a
campus and a community. We have much to celebrate: new buildings, new facilities, a new
library, strong academic programs, and dedicated faculty and staff who care about their equally
motivated students. But we also face a host of challenges. Our campusis setting that prompts
bold dreams and good ideas, and we must work to turn that inspiration into action. We have
grown over the last two decades, and now have opportunities to link our development with that
of the surrounding region. We are increasingly becoming a diverse community, and can now
take steps to strengthen the ties that draw us together across campus and across our own
experiences.

These same challenges—and many more—have been debated on campus for years. Asa
university, that is our nature: to continually inquire, discuss, and analyze. Asan institution,
however, in order to make progress we must first achieve a shared understanding of the
University’s purpose and potential. Then we can construct a shared vision of our future—not
simply express similar dreams or hopes, but define areal and tangible set of imperatives, as well
as strategies for achieving them. That shared vision should be broad enough to encompass the
various pursuits of a comprehensive university but strategically focused to draw on our
ingtitution’ s strengths, address its challenges, and contend with the context in which it operates.

How will more talk yield action? This conversation is not in one direction, not a
declaration of readymade resolutions. It is meant to be inclusive and, at times, even difficult. It
isasincere invitation to the entire UM-Flint extended family—students, faculty, staff,
administrators, alumni, and the surrounding community—to assume responsibility in shaping a
shared vision for the future of an institution poised for progress.

The Process

Chancellor Mestas first initiated this conversation during his inaugural address, when he
outlined the views, principles, and values he believes constitute a responsible public institution.



He also expressed his commitment to responsible |eadership—to drawing on the intelligence,
experience, wisdom, and good will of the entire UM-Flint community to help guide the pursuit
of those values:

“We will not reach unanimous agreement on every issue—families seldom
do—and | cannot promise that my decisionswill please everybody. . . . But | can
promise that every voice will be heard, every idea will be considered, and every
decision will be made with only one purpose in mind: to do what is best for the
University, what helps this institution fulfill its mission, now and in the immediate
future.”

The conversation now continues with a broader set of discussions on the imperatives the
University should pursue, the strategies it can use to achieve those goals, and the challenges it
facesin doing so. The process includes the following steps:

1. Conducting aroundtable with participants from across the campus to identify the
issues we face;

2. Collecting campus- and community-wide commentary on the issues identified in the
roundtable;

3. Conducting a second roundtabl e that incorporates campus feedback in the
identification of imperatives and development of strategies;

4. Collecting a second round of campus- and community-wide commentary on the full
set of imperatives and strategies; and

5. Producing afinal document that reflects a shared understanding and vision for the
University’ s future.

This document captures the themes and issues identified at the first roundtable
discussion. Please explore and reflect on the results of thisfirst step, adding your voices to the
conversation. Y ou can provide commentary where you see fit, particularly in ways that enrich
the discussion reflected in this text.

The Context
We begin our discussion by acknowledging certain “facts of life” for UM-Flint:

* Enrollment Declines. UM-Flint has experienced decreases in enrollment for two
years, which transates into fewer resources for the University in the form of tuition
and fees, aswell as state allotments based on the number of matriculating students.
While the campus remains financially stable and well-managed, continued enrollment
declines do threaten the availability of resourcesin the long-term.

* Increased Institutional Competition. Studentsin the region do have choicesto
attend postsecondary institutions other than UM-Flint, and those campuses—Saginaw
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Valley State University, Oakland University, and Michigan State University, among
others—are actively recruiting students who would otherwise enroll here. In the
coming years, as the population in the City of Flint declines but growsin the
surrounding region, the ability of UM-Flint to become an “institution of choice” to
prospective studentsis essential for securing our campus's future.

* Increased Student Demandsfor Technology. More than any other generation,
students now bring with them expectations about access to technological resources,
including the integration of computersinto the learning environment. That demand is
manifested in arange of ways—from distance learning opportunities, to virtual
classrooms, to electronic tools that facilitate access to administrative procedures.

» A Call for Better Assessment and Outcomes Measures. As states continue to
scrutinize educational outcomes—while at the same time diminishing the resources
available to educational institutions—the ability of a campus to gauge progress on
student learning and other measures has become paramount.

* Increased Vocationalization in Higher Education. While UM-Flint maintains a
strong liberal arts foundation in its academic programs, students who seek bachelor’s
and graduate degrees are increasingly selecting fields of study that are professional in
nature with direct application in the labor market. UM-Flint students themselves
have identified computer science, engineering, and health care as the professions that
will be most important in the future.

» Concern about the Economic Viability of the Surrounding Region. UM-Hlint's
futureistied to the economic conditionsin our surrounding communities—both the
City of Flint and our neighboring counties.

While this context presents a host of challenges to UM-Flint, the health of our institution
prepares us well to thrive in adifficult environment. Our academic programs, faculty, students,
and staff have achieved alevel of quality and excellence that has promoted a sense of confidence
across campus. Our task now isto focus attention and energy on meeting the concerns raised
and pursuing promising directions.
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The Issues

With this context in mind, roundtabl e participants grappled with ten sets of tough

guestions, focused on:

Overall strengths, challenges, and opportunities for improvement;

. Academic programs and strategies,
. Improved student support;
. Administrative changes to create a more agile institution;

Building diversity and campus community;
Housing and student life;
Community engagement;

Collaboration with K-12 and postsecondary education institutions; and

1
2
3
4
5. Recruitment and enrollment strategies;
6
7
8
0.
1

0. Potentia for new streams of revenue.

Overall Strengths, Challenges, and Opportunities for Improvement

What are the most significant strengths of the University of Michigan-Flint? What makesit attractive to
students, faculty, and staff? What are the potential strengths of the University waiting to be devel oped?
What areas require particular attention for improvement? What are the major challenges we face, internally

and externally?

As acampus, we share many strengths, challenges, and
opportunities, all of which have an impact on our path to further
progress. We must keep in mind that any given characteristic of our
institution can serve as both a strength and a challenge, aswell asan
opportune areafor strategic improvement.

For example, many students, faculty, and staff see our campus as
small, aractive, and safe haven for students. On the other hand, there
isagrowing need to expand our collaboration with the City of Flint.
There is also a need to strengthen the sense of community on campus
and create the incentives, reward structures, and climates necessary for
collaboration across UM-Flint’ s departments and among its faculty
members.

Our students have ready access to dedicated and talented faculty
members as well as a number of learning resources and distributed
learning opportunities. However, that flexibility could be extended, in
particular to transfer students who often have difficulty obtaining

Cited Strengths:

*Affordability

*Proximity to home
*Safe, attractive campus
Affiliation with the UM
System

*Access to faculty and
resources

*Dedicated, caring faculty
*Strong academic
programs

*Key professional and
preprofessional programs

transfer credits for prior coursework. UM-Flint also should take full advantage of one of its
competitive assets—the WFUM TV 28 television station. Not only could this resource be
utilized for distributed learning, it could also serve as a venue for cultural events, building
campus community, collaborating with the City of Flint and other institutions, and increasing our
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visibility.

What types of strategies could capitalize on our strengths, address
challen@®, and help us reach our potential along a number of
dimensions simultaneously?

» Engaging the community, including bringing K-12
students—particularly from Flint-area schools—to our
campus to expose them to new educational opportunities;
working to supply UM-Flint-certified teachersto City of
Flint schools; providing cultural events that include the
interests of the community; collaborating with the City to
promote economic development; and conducting applied
research that provides answers to regional questions.

» Providing moreflexible and integrated academic
options, by linking our various technological resources such
as Web-based learning and the television station and by
creating incentives in the faculty reward system to encourage
interdisciplinary collaboration.

» Expanding and improving our existing partner ships
with neighboring institutions, such as Kettering
University, and launching new partnerships and articulation
agreements with community colleges to grow our enrollment
base and improve the transfer experience—as well as build
those partnerships around student life, not just in academic
areas. The willingness that exists on campus to expand these
partnerships could be transformed into action if bureaucratic
procedures are revised to support their implementation.

* Makinginstitutional decision-making more flexible,

Cited Challenges:

eI ncrease revenues, grants,
and contracts

*Reverse declining
enrollment trends
eIncrease our institutional
competitiveness

Invest in aging physical
plant

*Update and improve
ingtitutional infrastructure
*Make course scheduling
more flexible

*Address high turnover
and low salaries among
staff

*Refine the budget model
and faculty reward
structures

*Develop better marketing
strategies for prospective
students

eIncrease the diversity and
involvement of minority
students and faculty

drawing on the faculty governance system to enable the launching of interdisciplinary
programs and to expand or improve preprofessional programs that serve specific
nichesin the local economy, as well as amending the budget model to provide greater

flexibility and incentives.
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Academic Programs and Strategies

Based on educational and professional market trends, on what fields of study should the University focus
its strategic plans? How would these decisions affect the undergraduate/graduate ratio? How would these
decisions affect the interaction between the College of Artsand Sciences and the professiona schools?
How do we continue to maintain excellence in a competitive environment, and how do we maintain
institutional competitiveness without compromising excellence?

Many on campus believe that, before we can address academic planning itself, it is
important for UM-Flint to step back and pursue a more fundamental question—one that has been
asked many times but never definitively answered: Who are we as an institution? Asone
roundtable participant asked, “ Are we an Albion on the Flint River or a community-based
institution?’ For at least two decades, UM-Flint has tried to be both. Must it choose one of
these two options? Are those choices mutually exclusive? The ultimate answer depends not
only on whether UM-Flint should emphasize its strong arts and sciences programs but also on
how the term “community” is defined. Are we an urban campus? A metropolitan campus? A
regionally based institution? The problem is exacerbated by the perception that UM-Flint needs
to narrow its priorities and directions by pursuing common, strategic, defining imperatives.

In many ways, these questions relate to UM-Flint’ s ability to compete in the higher
education market. With increased competition from other campuses, we wondered: What sets
our institution apart? A recent survey indicated o
that most of our students choose UM-Flint togeta  Scattered Priorities:
good education and agood job. Doesthat attribute
provide sufficient advantage over other
ingtitutions, when many can make the same claim?

*Urban, metropolitan, or regional focus?
*Professional or collegiate educational focus?
*Graduate or undergraduate education?
*Traditional or nontraditional student needs?
*Traditional or flexible scheduling?

*Residential or commuter campus?

oL abor market preparation or general education?

Demand seems to be growing for
professional programs that benefit from our
strength in the arts and sciences but include afocus
on preparing students for a career. Our School of
Health Professions and Studies, School of
Education and Human Services, and School of Management do help to prepare students to meet
the labor market needs of the surrounding region in the areas of education, health professions,
socia services, business, and technology. They aso hold the greatest promise for increasing
enrollment. To ensure that our professional programs, general education curriculum, and arts
and sciences programs remain strong, new partnerships between the College of Artsand
Sciences and the professiona schools could be forged. Determining the relative emphasis we
should pursue in professional and general education also raises the question of whether UM-Flint
seeks to position itself primarily as an undergraduate or graduate institution.

A strategic approach to help focus the University’ s efforts could be to identify what
region—or regions—we want to serve, to discern what needs we are positioned to meet, and then
allocate resources to those program areas that promise growth.

A Campus Conversation
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Improved Student Support

What scheduling programmatic and service adjustments should we make to address the access and support
needs of our students, both traditional and nontraditional? What role should online, evening, and weekend
courses play in thisregard? What does it mean to support women and men with challenging family and
caregiving responsibilities?

UM-Hint has always paid close attention to students in the classroom, but many believe
there is room for improvement in how the University addresses the full range of their concerns.
A clear strategy would be to determine students’ needs by developing an ongoing mechanism for
collecting feedback on their experiences—in essence, a concerted student satisfaction assessment
effort. In addition to gathering data that identifies and benchmarks current perspectives, as well
as gauges campus progress in addressing concerns, aregular survey would help admissions staff
and the administration project potential areas for enrollment growth in both traditional and
nontraditional matriculants. These data could join with other information to inform institutional
planning on a number of dimensions:

e ldentifying potential markets;

» Developing better recruitment and communications strategies;

» Increasing the number of applicants and improving the ratio of applicantsto admitted
students;

» Easing the transfer process and increasing the number of transfer students;

» Developing better retention strategies for traditional, nontraditional, and transfer
students;

e Improving student life; and

» Tailoring course scheduling, instructional delivery, and programming to meet student
needs and improve access.

Finally, while there are many points of intersection in the needs of traditional and nontraditional
students, we need to meet the specific needs and expectations of each group.

For example, the clear mandate in addressing the needs of traditional students relatesto
improving student recruitment efforts to draw more students to our campus, as well asincreasing

retention and graduation rates to keep students connected to the Cited Traditional Student
institution once they arrive. Theissues are threefold: Needs and Expectations:
1. Todevelop better communications, outreach, and *Residential housing
marketing strategies for secondary students, aswell as «Campus life and
improve their transitions to college; community-building
o activities
2. To expand student activities, increase a sense of «Job placement services
community on campus, and promote student Improved retention plan
engagement—regardless of the decision to institute «Improved
residential housing; and communications and

. o recruitment efforts
3. Toimprove Internet connectivity in the classroom.
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The overarching needs of nontraditional students—whether adult, transfer, or intermittent

|earners—center more on convenience and access:

1. To offer daycare services, possibly subsidized or
discounted, at a convenient location on campus;

2. To determine which degree programs are in greatest
demand by nontraditional students;

3. To help nontraditional students with job preparation and
placement needs, and

4. To configure classes and degree programs in ways that

facilitate program completion, as well as offer instruction in
aflexible manner and at flexible times.

Changes to the Administrative Infrastructure

Cited Nontraditional
Student Needs and
Expectations:

*Childcare services
*Weekend and evening
classes

*Fexible degree and
course configurations
*Varied modes of
instruction—in person,
online, viatelevision
*Job placement services

What internal structures, policies, procedures, and practices do we need to establish or revisein order to
make thisinstitution more effective, more agile, more receptive to the needs of its constituents, and better
prepared to thrive in a highly competitive environment for students, faculty, and staff?

We know that issues around retention on our campus are not related to academic
problems but to a need to improve support services for students. Although faculty care about
students’ academic performance, some students find that UM-Flint could be more
student-friendly, user-friendly, and focused on student needs beyond the classroom.

Participants suggested that the primary goal of any infrastructure
change should be to improve the student experience. Faculty members
can play an important role in encouraging such change and in enabling
more flexible institutional decision-making to implement new or
overhauled services and programs. In particular, improvement could
occur in three general areas. communications, governance, and
budgeting.

Areas for Improvement:

«Communications
eGovernance
*Budgeting system

Communications. Almost as a matter of survival, the University’ s approach to

communicating with students and the infrastructure needed to support that interaction must be
updated to increase awareness of what is happening both on and beyond campus. All students
should have and maintain University e-mail accounts, so that administrators can send regular
updates to the campus through mass e-mailings and faculty members are readily accessible to
students. The University’s website also requires retooling. Many users complain that they are
unable to find important or essentia information on UM-Flint’s site. Changing the way that
electronic communication is utilized is essential, given student expectations for information
technology; in many cases, their facility with the Internet far outstrips the capacity of what the
University currently provides, as well as faculty members' ability to apply its usein the
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classroom.

Mechanisms for establishing better communication with students can be easily
accomplished electronically—but when is personal contact also important? Just as the private
sector is beginning to recognize that the most successful e-commerce sites have real-world
counterparts and storefronts, UM-Flint should understand that Web-based vehicles for
communication should also have an office and people behind them. In addition to accessing
information on the Web, students also want to communicate with human beings, not just with
voice mail or an e-mail account.

To address this need, UM-Flint could strengthen its Web-based student information
services. Students would make the Web their first stop when seeking answers to a campus
question, but would also speak to a staff member (online or in person) for more specific
information and guidance. Thiswebsite could aso host orientation services for students,
particularly since there is a need to strengthen the University’ s more traditional orientation
workshops. Part of that orientation experience could include mandatory computer literacy
classes, not only because computer competency is generally important but also to ensure that
students can access the information that the University provides.

Governance. Does the UM-Flint governance structure need to be reconceived? It may
be that its structure could be more conducive to promoting nimble and decisive decision-making.
Procedures for approving new programs are lengthy and can stall implementation or even halt
development in itstracks. As one participant put it, “ The development of academic programsis
often hamstrung by long waits for approval and no funds for support.” Overall, thereisaneed to
increase faculty participation across the University in the governance system. More voices
trangd ate into more informed deliberations.

Budgeting. Itisclear to many members of the campus community that the University’s
budgeting process could be less cumbersome—a particular complaint anong those who useit.
In one participant’ s words, “The budgeting system isimpossibly complex.” UM-Flint needs a
budgeting process that is more reflective and supportive of both institutional needs and external
realities. Allocations should reflect needs, and budget information should be reconfigured to
reach units in amore useful, sensible, and timely way.

A Campus Conversation
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Recruitment and Enroliment Strategies

How can we improve the effectiveness of our outreach efforts? What would be the characteristics of the
students we want to enroll? What regions, types of school, academic levels, age groups, etc. should we
target for outreach and recruitment? To what extent should we try to increase our international student
enrollment? How much capacity do we have for enrollment growth?

Without improving its outreach and recruitment efforts, UM-Flint will not yield the gains
in enrollment and student retention it needs to maintain sufficient revenues. Moreover, a
recruitment strategy along only one dimension will not work—there will be no “big bang” that
propels the University’s growth, particularly since our campus serves all types of studentsin
programs with different emphases. These varied approaches, however, should share certain
characteristics: outreach should be early, continuous, and personal to help compete for desired
students in an increasingly competitive higher education market.

In keeping with these stipul ations, a number of strategies come to mind:

Interact in substantive, formal wayswith our relevant
constituencies. Engaging our constituencies—local and
regional schools, employers, public institutions, and
surrounding communities—through partnerships and
programs of mutual benefit would help to increase our
exposure to and visibility in the market for enrollments. In
particular, improving our relationships with local schools
benefits prospective students by better acquainting them with
what the University both provides and expects, aswell as
expands horizons for students who may not have considered
pursuing postsecondary education.

Reconsider our recruitment radius. Another strategy
would be to take another long look at the geographic markets
that currently feed enrollment at UM-Flint and possibly
expand the areas in which we actively recruit students.
However, if that radius is expanded significantly, then issues
such as providing residential housing and creating a more
engaging presence online come to the fore.

Exploreour “brand” value. IsUM-Flint’'s name a
magnet or a deterrent—or a combination of both? Why?
How does our affiliation with the UM system carry our
reputation beyond campus? Are the economic challengesin
the region making our campus a “less attractive” option for
prospective students?

Potential
Recruitment/Enrollment
Strategies:

eInteract substantively
with constituencies
*Reach out to Flint-area
schools, both urban and
suburban

*Reconsider target
enrollment area
*Explore our brand value
*Make outreach messages
more consistent
e|ncrease outreach to
transfer students
*Promote articul ation
agreements

*Focus on retention as
well as recruitment and
enrollment

Make our marketing and outreach strategies more consistent. UM-Flint should
work to make the messages it sends to prospective students more clear and
coordinated, and we should work to improve the consistency and quality of these

A Campus Conversation

on the Future of the University of Michigan-Flint

10



messages across all mechanisms of contact. Thisimperative raises a key question:
Should marketing be centralized or decentralized within the University? If itis
decentralized, how can we ensure that messages remain cohesive?

* Increasedirect outreach to transfer studentsand promote articulation
agreementswith two-year institutions. UM-Flint can benefit from the motivation
many associate-level transfer students have to pursue the bachelor’ s degree. By
engaging in more formal articulation agreements with two-year institutionsin the
area—in particular, establishing areal presence on Mott Community College's
campus—we can work not only to attract these students but also to facilitate their
transition to UM-Flint. Such adua strategy would also help to improve retention for
transfer students.

* Understand that “in-reach” isasimportant as outreach. Improving recruitment
strategies and enrollment numbers will do little if students do not remain on campus
to complete their degrees. Retention initiatives are just as important—if not more
important—for maintaining or increasing the size of UM-Flint’ s student body.

The next set of issues centers on what story UM-Flint should tell about itself inits
outreach efforts: Which programs, institutional characteristics, and promises should we market?
The answers depend on a number of decisions made in other areas: what academic programs
promise the greatest potential for growth and represent our greatest capacity to grow; what
decisions we make regarding residential housing; and how campus life and student activities on
and off campus are improved. However, the broader consideration is what types of students we
most actively seek to pursue: Nontraditional students seeking job training and career
credentials? Y ounger students seeking a more traditional college experience? International
students? Graduate versus undergraduate students? High-performing students?

A Campus Conversation
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Building Diversity and Campus Community

What measures should we take to create a campus community—students, faculty, and staff—more
reflective inits diversity of the community at large? How do we help create a campus climate that
wel comes and encourages diversity in its many manifestations, e.g., ethnicity, gender, geography, age
groups, and life experience?

Achieving campus diversity not only requires making UM-Flint accessible—actively
recruiting students, faculty, and staff who represent a range of backgrounds and
experiences—but also ensuring it remains a hospitable, comfortable, and tolerant environment
where differences are respected and diversity is viewed as a strength, not a“challenge.” We
could pursue this imperative in arange of ways.

Develop relationshipswith other diverse higher education institutions. UM-Flint
could partner with Historically Black Colleges and Universities (HBCUSs),
Hispanic-Serving Institutions (HSIs), and women’s universities, aswell as
international universities with study abroad programs. In particular, UM-Flint could
help to fill the diversity gapsin higher education by pursuing potential graduate
students who are from traditionally underrepresented minority groups.

Become a leader in addressing issues of difference and diversity. Asan
educational institution situated in a diverse region facing numerous economic and
socia challenges, UM-Flint could serve as an ideal convenor of open forums on new
directions for increasing diversity and promoting respect in diverse environments.

Promote diversity through partner ships within and outside the Univer sity.
Faculty and staff could network across our departments and schools to review
potential candidates for positions and admissions and recruit faculty, students, and
staff who not only represent diverse experiences but also fit with strategic
priorities—actively recruiting interdisciplinary majors, for example. Outside of the
University, UM-Flint could partner with community organizations, public agencies,

and other institutions of higher education to recruit a more _ )
diverse staff. Strategies for Promoting

Diversity:
Createa “ Quality of CampusLife” index. UM-Flint ) _ _
could develop a measurable index to benchmark and then ~ *Reélationships with other
regularly gauge its progress along a number of indicators, ~ diverseinstitutions
including some that address diversity issues; theextentto  *L€adershipin addressing

which the campus and campus life reflect the cultural diversity issues

diversity of students, faculty, and staff; the levels of safety ~ *Partnerships that promote
and tolerance on campus; the degree to which the diversity

University, its programs, and its activities are accessibleto ~ *Méasures of campus
awide range of campus community members; and the quality of life

tenor of student-faculty relations. Such anindex could also  *Recruiting students from
provide incentives and recognition for increasing diversity ~ Flint-areaschools
on campus.
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More actively recruit applicants from Flint-area schools. Given the diversity of
studentsin the City of Flint and its surrounding suburbs, we could work more closely
with schools and students in the area to achieve amore diverse UM-Flint student
body. However, we aso have aresponsibility to provide the comprehensive support
structures they need to succeed academically at the University.

Housing and Student Life

What would be the impact of student housing in our enrollment, campus life, and access to University
programs, services, and facilities? What considerations should we keep in mind when deciding whether to
build student housing? What downtown conditions would be necessary to create a healthy quality of life
for residential students? How can we facilitate the emergence of those conditions?

Thetopic of instituting on-campus residential housing has been vigorously debated at
UM-Hint. With an abundance of grist for our mill, it was no coincidence that this issue
generated arich discussion of potential impacts, mitigating considerations, needs for
development in the City of Flint, and possible strategies.

Areas of Impact. Although the impact of residential housing will no doubt be
substantial, it is still unclear what form that impact will take.
Potential effects include:

Improved student life and sense of community
on campus. Students may become more active on
campus and more engaged in forging a campus
community. In addition, the University’s cultural
and arts activities may be better utilized.

Increased demand for student services—but
increased operational costs. Residentia housing
requires a host of supports and ancillary services
such as counseling, health, policing, food, and other
facilities. Because demand for programs, activities,
resources, and services would increase, so would
operating costs, as well as the resources needed by
the Office of Student Life to coordinate them. There
would also be an increased demand for Academic
Affairs services, such as keeping computer labs and
the library opened for longer hours.

A Campus Conversation
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Facts on Housing:

*87% of alumni and 89% of faculty
agree that housing is a benefit.
*40% of prospective students would
be more likely to consider UM-Flint
if housing were available.

*79% of faculty and 84% of staff
believe housing will increase
enrollment.

*52% of faculty and 48% of alumni
believe housing would increase the
academic quality of incoming
students.

*87% of faculty, staff, and alumni
believe that housing will help build a
sense of campus community.

*75% of faculty, staff, and alumni
agree that housing will help
revitalize downtown Flint.

Source: Enrollment Market
Analysis, Carnegie Communications,
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» Changein campusculture. A potential change in the student mix (full-time,
residential versus commuting students) could significantly transform UM-Flint’s
campus culture. In addition to changing the atmosphere on campus, new activities

spurred by the initiative of residential students could begin to _
emerge. Housing's Aresas of

I mpact:

« Shiftsin enrollment. The anticipated directions of those _
shifts are still an open question. However, enrollment could ~ *Student life _
climb if students from outside our immediate region become ~ *Campus community
interested in attending UM-Flint. On the other hand, if *Student services
student support services are reconfigured to cater to traditional  *Campus culture
students, UM-Flint may become less hospitableto adult and ~ *Enrollment
part-time commuting students. However, housing could be *Retention

designed to accommodate the needs of adult and *Diversity
nontraditional students to make residential housing more Competition N
attractive and convenient for them—i.e., building family sL earning communities
apartments rather than traditional dormitories. *Development of the

surrounding region
* Increased retention rates. Whilethejury isstill out on
the impact of housing on enrollment, it is safe to assume that
on-campus living will help to increase retention for those
students who are residential.

* Increased diversity. By providing housing, UM-Flint could potentially attract
students from international settings, from different regionsin the country, from
surrounding states, and from more distant locationsin Michigan. Residences aso
bring diverse groups of students together and teach them important |essons about
respecting and celebrating difference.

* Increased competitive advantage. Students who seek a “collegiate atmosphere’
may begin to choose UM-Flint over other campusesin our service area, particularly
those that have been aggressively recruiting UM-Flint students and applicants.
Providing them with the living options they want so close to home could tilt the
scalesin our favor.

* Increased opportunitiesto strengthen learning and recruit high-performing
students. By establishing residential learning communities, students in honors
programs could both live and learn together. These high-performing students may
find the increased support and attention they would receive an added benefit to
enrolling at UM-Flint.

* Increased potential for developing the surrounding community. Housing can do
more than improve the quality of life on UM-Flint’s campus. By increasing the
number of residents in the City, it also increases a demand for businesses and other
services to support those residents.

Considerations. A number of considerations mitigate these potentially positive
outcomes:

A Campus Conversation
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* Financial rewardsversusrisks. Residential housing would require a significant
investment of resources on the part of the University. And students report a threshold
of room and board fees that, if surpassed, renders on-campus living unattractive.

Even if the cost of financing housing is borne by another entity—a developer, a
foundation, aregional partnership—the University will incur increased expenses for
student services. Another question is whether housing has the potential to leverage an
increase in state funding, by placing UM-Flint in anew institutional tier.

* Image problems. Can residential housing succeed when Flint is considered by many
to be an unsafe environment that lacks many basic necessities and infrastructural
supports? On the other hand, residential housing could provide a positive impetus for
change that helps to transform conditions in the City as well
as improve the attractiveness of our campus to prospective Mitigating Considerations:

students.
*Rewards versus risks
» Conflictswith other institutional priorities and Image versus demand
commitments. Isresidential housing the project that *Finite resources for
promises the greatest yield for our investment? Demands numerous institutional

and costs could be greater than the revenues or enrollments ~ commitments
gained. With the finite resources that the University hasto

invest in new programs, does this option make the most

sense? Could it compete or interfere with the pursuit of other strategic imperatives?
On the other hand, could it possibly complement those priorities?

Conditionsin the City of Flint. Residential housing would also challenge the City of
Flint to promote an attractive and convenient living environment to support on-campus students.
Whileit is mutually beneficial for the City and the University to work together on improving
services, commerce, and the safety and attractiveness of City streets, engaging in development
on the scale required represents a substantial undertaking for both parties. Areasfor
improvement include:

* Infrastructure and services,

» Clean, safe, attractive environment and lighted, well-maintained streets;

»  Shops providing basic necessities, such as laundromats, grocery stores, and gas
stations; and

* Recreation, entertainment, and cultural events.

Potential Stepsand Strategies. To move the discussion forward, our debate should be
based on fact, not on perception and projection. The first step may be to conduct a feasibility
study to assess the details: costs, potential revenues, and longer-term profitability versusrisk;
demand for services; housing type (dorms vs. apartments); impact on enrollment; potential
conflict with other campus initiatives, potential collaborations with foundations, other campuses,
and the City; and projected occupancy rates. With thisinformation in hand, the University could
pursue a number of strategies to make residential housing along-term, affordable, and even
profitable venture:

» Enhance existing collabor ative partner ships on improving living conditionsin

A Campus Conversation
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Flint and promoting economic and cultural development in the region.

» Develop astrategic plan to create a cultural and educational “region” in the City
whose boundaries would coincide with UM-Flint, Mott Community College,
Kettering University, and the Flint Cultural Center. The University could sponsor
low-cost events such as “ Sundaysin the Park,” at the riverfront, attracting students
and residents to outdoor performances, exhibition spaces, local arts and crafts stands,
and food vendors.

Community Engagement

What are the responsihilities of the University and the members of the campus community toward the
neighboring community? What is the responsibility of the neighboring community toward the University?

Asapublic institution, UM-Flint has a responsibility to serve its surrounding community.
But afirst-order question is how that community is defined. Isit the City of Flint alone?
Genesee County? Counties in the surrounding region? Across the state? Moreover, isthere a
single notion of who comprises that “community” —the residents of a geographic region? Or
does UM-Flint have an obligation to serve a broader range of constituents, such as businesses,
health care providers, other postsecondary campuses, other public institutions? As participants
mentioned in other discussions, it isimportant for the University to define which communitiesit

serves as part of its civic mission. UM-Flint's
A . Responsibilities:
In al cases, however, a set of standard responsibilities applies:
N . " *Listening
» Listening to what our constituent communities say they need, «Communicating
*Cultivating

e Communicating more clearly to our communities what
UM-Flint is and does, as well as what kinds of programs and
resources it has—or can develop—to meet expressed needs; and

» Cultivating better relationships with organizations in the community through
partnerships that help us create a shared vision that reaches beyond campus
boundaries.

In turn, what can our constituencies do to work better with UM-Flint?

» Develop and articulate realistic expectations about what we can—and cannot—do.

* Partner with UM-Flint to explore ways of improving the quality of lifein the City, as
well as working with us to implement those strategies.

Engaging our communities more directly and in a purposeful way requires significant
cultural change on campus. One strategy for promoting our institution’s capacity to listen to and
promote partnerships with our neighborsis to change the reward structure for faculty and staff.
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How could “ service to the community” become a more significant part of our merit and tenure
reviews? Potential measures could include formally evaluating community service activity and
granting a community service award to faculty and staff who have exemplary recordsin this
area.

Collaboration
with K-12 and Postsecondary Institutions

What initiatives should we take to strengthen the collaboration between UM-Flint and other educational
institutions, e.g., high schools, community colleges, and other colleges and universities? What
opportunities are there for such collaborations? What benefits? What challenges?

Collaboration with other educational institutions should be mutually beneficial.
UM-Flint has taken first steps toward establishing working partnerships with afew campusesin
our region, but much could be done to improve on and expand opportunities for both students
and the institutions they attend:

» Decreasethered-tapethat can stall initiatives and find waysto keep the costs
low. These collaborations require seed money and incentives to work. Some
promising programs may be cost- and time-prohibitive—requiring intensive staff time
and significant resources. In these cases, making collaborations work requires both
imagination and difficult choices about resource allocation.

* Build incentivesinto thereward system and make the budgeting system more
conducive to partnership. Faculty members, in particular, should become more
aware of matters of enrollment and budgeting, particularly if
faculty members are key to promoting retention and new Opportunities for
programs. Changing the reward system to reflect these goals, Collaboration:
aswell as changing the budgeting system to promote
responsibility within individual schools and units, will help to *Streamline approval

generate that climate on campus. and budgeting
processes

* Increase campus engagement in local K-12 programs. *Create incentives
UM-Flint’s current activitiesin Flint-area schools include math ~ <Increase K-12
competitions, computer competitions, and music camp. engagement
Expanding these kinds of academic collaboration increases *Work with other
opportunities for young students to experience UM-Flint and campuses in the UM
expand their own educational horizons. To help involve system
UM-Flint students in this effort, we could reward those students  *Work with 2- and
who visit their high schools to speak about their college 4-year postsecondary
experiences. institutions

*  Work directly with other campusesin the UM system. We stand as arelatively
independent campus within the UM system, but could strengthen the ties that link us
to the Ann Arbor and Dearborn campuses of the University of Michigan. We could
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expand existing partnerships—such as the collaboration between our School of
Health Professions and Studies and School of Social Work with their counterparts at
Ann Arbor—and establish new ones that create joint programming or provide
opportunities for research.

» Work directly with other postsecondary campusesin theregion. For example,
UM-Hint could create a win-win collaboration with Mott Community College to
better prepare students for enrollment at UM-Flint. An immediate step may be to
complete and enact the outstanding articul ation agreements that do exist, aswell as
consider whether to audit the articulation process itself.

Potential for New Streams of Revenue

What initiatives should we take to increase the inflow of revenues from sources other than state allocations
and tuition/fees? What challenges and opportunities lie ahead?

Brainstorming about the future of UM-Flint is a creative and strategic exercise, but the
fundamental reality of resources can take the proverbial wind from our campus sails. Tying the
initiatives that support our shared vision to fundraising—and prioritizing those initiatives across
the University—is one of the few ways UM-Flint can address strategic imperatives. Three areas
are of critical importance: grant and research dollars, corporate and community giving, and
alumni relations.

~ Grant and Research Dollars. Inthis area, UM-Flint can take advantage of its
relationship with the UM system to partner with faculty from Ann Arbor on research projects,
particularly applied studies that are tied to our communities’ needs. To enable the pursuit of
substantial revenue from grants and contracts, we must explore how to provide better support for
proposal development, flexibility to enable faculty effort reassignment, and the creation of
|n%ent|v$ for units by increasing the percentage they retain from a grant after indirect costs are
subtracted.

~Corporate and Community Giving. Through sponsorships, partnerships, and
advertising, UM-Flint could seek out relationships with for-profit businesses and non-profit
public agencies and organizations. It is more than appropriate to ask those who do business with
the University to demonstrate their commitment through donations and sponsorships.

_ Alumni Relations. Asarelatively young institution, UM-Flint could do more to
improve its relationship with alumni and therefore its levels of alumni donations:

» Continuity of Communications. Inconsistent messages are Revenue Opportunities:

counterproductive, particularly in fundraising efforts. Tying a new

campus-wide communications plan to a shared vision of the .

University not only would help to recruit students but also to focus rGrantshand sponsored
the messages we send to the world beyond our campus. Part of that esearc .

plan should include newdletters and other communications «Corporate giving
mechanisms with messages that articulate and promote a shared *Alumni and current
vision of UM-Flint for prospective donors and alumni. students

* Building Relationships. If communications strategies are the
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vehicles for sending messages to prospective donors, development efforts are
fundamentally about building relationships—Ietting people know what our
institutional priorities are, as well as demonstrati nﬂ to them how donations are
helping to achieve those imperatives over time. These relationships are about more
than dollars—they are about identifying mutual priorities. Donors need to know
where the campus is headed and how their contributions not only fit with institutional
goals but also their own interests or causes. Relationships also require contact over
time, moving beyond making initial connections with donors to building trust through
long-term relationshi Ps. A sustained relationship between faculty and alumni is one
clear way that UM-Flint could maintain engaged and substantive interaction.
UM-Flint could also work to build connections by linking current students with
alumni, as well as alumni with future students.

* Fundraising and Current Students. Development and alumni relations can benefit
from recognizing that rel ationships with donors beé;in before students ever enroll in
their first class on campus. These functions should also consider that current students
can play an important role in fundraising. While students are in attendance, it is
important to make them aware of the true cost of their education—what portion of the
ingtitutional dollars spent per student derive from tuition, fees, and state
appropriations. If students understand the need to draw unrestricted dollars to
campus, they may be willing to volunteer in fundraising efforts. Student
organizations already perform volunteer work for the University and could be asked
to direct some of their energies toward alumni communications.

The University could engage in a campus-wide development effort that allowed each unit
to pursue its own strategies—keeping in mind that the messages sent to students, alumni, and
other interested donors in the community need to be consistent and coordinated. However, to
ensure that effort is consistent across the institution, alumni relations and fundraising itself would
also need to be coordinated across the institution. The approaches taken should be systematic,
and each unit should be held accountable for its efforts.

Final Thoughts

This document reflects the collective voices of participants in the first roundtable of the
Campus Conversation on the Future of the University of Michigan-Flint. Theissues,
imperatives, and—in some cases—potential strategies they offered are intended to spur a
discussion across campus of avenues for growth and improvement. They are not set in stone;
instead, your comments will help to shape the concrete strategies that emerge from the next
roundtable to address the challenges and opportunities raised here. 1n amonth or so, we will ask
you once a%al n to contribute your ideas and thoughts by reviewing the results of our discussion.
Thank you for taking the time to demonstrate your commitment to the University by
participating in this conversation.
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