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January 2000

I. Preamble

Our vision of Drake University in the first decade of the 21st century derives from a seven-month process of reflection and discussion among the University's many constituencies (students, faculty, staff, alumni, board members, and members of the community).  It constitutes a synthesis of the best of what Drake has been historically—those characteristics that have defined us as an institution
—with the essential features of an institution that can meet goals, and manage the challenges  (both internal and external) that we have identified.
 To put it simply, it combines the best of what we have been with what we want—and need—to be as a university. 

The vision described in this document is intended to fulfill several purposes:  a shared set of understandings about the University and its aspirations that can serve as a reference point for current operations and activities; a strategic context for current, short-term decisions, and—most important—a set of guidelines and goals for the identification of institutional priorities and development of a strategic plan that will enable the University to realize this vision.

It is thus a vision painted in broad strokes—the defining characteristics of the University’s core activity, of the interrelationships among its parts, and of its operating behavior.  The critical questions of substance, priorities, and details, of who, what, and when, will be addressed in the next stage of the process—the development and implementation of a strategic plan informed and guided by our vision for Drake University.

II. Drake 2010: The Vision
Drake University is a community of learners. 

The acquisition, application, and transmission of knowledge, the appreciation of the joys of discovery and the satisfaction of knowing, and the development of abilities and perspectives that enable members of the community to pursue their goals and to make meaningful contributions in their personal and professional lives, constitute the primary purpose of the University.

Thus,  the core activity of Drake University is learning—all efforts, activities, resources, and structures are focused to the greatest extent possible on: the support of inquiry and the discovery of knowledge; the creation, implementation, and management of learning opportunities; the provision of guidance and support from recognized experts; the maintenance of an environment that is conducive to learning, personal growth, and community engagement, and; the assessment and certification of learning outcomes.  This core activity is focused on the liberal arts and sciences and on carefully-selected professional programs.

The concept of community as a defining characteristic of the University emphasizes the critical importance of common purpose, sense of identity, collaboration, mutual support, and shared values to the achievement of our collective goals.  It also emphasizes that all members have a shared responsibility for the success of the common endeavor: for the effectiveness and health of the institution in carrying out its mission, for the quality of life in the campus community, and for our relationships with external constituencies.

No barriers: an notable defining characteristic of Drake University in the 21st century is the absence of the barriers that have traditionally characterized—and constrained—higher education.  Intellectually, we must be global and inclusive in what we learn and what we teach.  Programmatically, we must transcend the traditional disciplinary taxonomies and structures of the academy, and continually explore new models of teaching and learning.  We must ensure that the University is free of obstacles that impede access to learning, from financial to logistical.  Our learners are not limited to any particular group as defined by demographics, learning styles, educational needs, or learning goals. Finally, our notion of community must extend beyond the physical boundaries of the Drake University campus.

III. Distinctive Features: the following are the essential attributes that characterize Drake University’s core activity, interrelationships, and operations:

A.
Core Activity: All aspects of Drake University’s core activity, learning, are characterized by the following distinctive features:

· Excellence:  For nearly 120 years, Drake has been recognized nationally for the quality of its educational programs, and it is critical that excellence continues to be the hallmark of all that we do.  One of our most immediate tasks in implementing our vision of Drake University for the 21st century is to develop and agree upon a set of objective criteria on the basis of which we can ensure continued excellence through the ongoing assessment and evaluation of the extent to which we are meeting our goals.

· Innovation: To remain a vibrant and effective Community of learners, we strive continually to identify—and implement where appropriate—new methodologies, programs, and procedures that will enhance our ability to achieve institutional goals, while at the same time retaining the best of what we have already accomplished.

· Integration of liberal arts & sciences and professional education: With an unusual combination of relatively small size and programmatic richness, Drake is well-positioned to offer integrative educational opportunities that prepare students to fulfill their goals for personal growth, their career aspirations, and citizenship responsibilities.

· Preparation for Leadership: The University's emphasis on the development of skills such as critical thinking, analytical and communications abilities, creativity, intelligent risk-taking, etc.—an emphasis that informs the teaching/learning environment in all of the University's divisions—ensures that Drake's graduates are prepared to lead their professions and their communities, and to manage the constant change that they will confront in their lives.

· Distinctiveness: Drake University’s emphasis on the concept of a community of learners—characterized by excellence, innovation, and the integration of liberal education and career preparation—distinguishes the University in ways that enable Drake to play a leadership role on the national level in higher education, and that significantly enhances our ability to attract a broad range of learners to the University.

· No barriers—Interdisciplinarity:  While recognizing that traditional definitions of academic disciplines serve us well in certain contexts, it is equally important to recognize that the challenges and issues that our students face in their personal lives, their professions, and as public citizens, rarely conform to the historical taxonomy of the academy.  It is critical that our students understand the complex interrelationships among the various fields of human knowledge, and that they are able to bring to bear on individual issues an integrative approach derived from a broad range of information, perspectives, and approaches.  Thus, the University places a strong emphasis on academic programs that transcend traditional academic boundaries, and that focus instead on the significant issues, problems, and opportunities that confront the modern world.

· No barriers—Global and international:  Drake programmatic offerings emphasize the global nature of knowledge, of the workplace, and of human society.  The University prepares students to understand the importance of other cultural perspectives; to understand and appreciate their own place on the globe; and to function effectively—both personally and professionally—in a variety of cultural contexts. Faculty members are knowledgeable about the international dimension of their respective disciplines, and that perspective informs the substance of learning experiences at the University.

· Ubiquitous: Historically, much of higher education has taken place in the classroom, with learning measured in terms of minutes, hours, and semesters.  While continuing to take advantage of all that a classroom setting has to offer (particularly one that is designed to take advantage of new teaching and learning methodologies), it is essential that learning opportunities be pervasive—we strive to provide multiple and ubiquitous “access points” to learning that maximize access to learning regardless of time or place.  These access points include—but are not limited to— experiential learning such as internships and community service, independent study and research, engagement in student life activities, study abroad, and technology-based learning.

· Life-long learning:  Complementing our historical focus on full-time undergraduate and graduate education, Drake University is committed to support of learning at all stages of the learning career, from our management of early childhood education programs such as Head Start and our collaboration with school systems in the improvement of K-12 education, through our historical emphasis on undergraduate and graduate education, to the provision of a broad array of innovative programs for adult learners pursuing personal enrichment and/or career advancement.

· Responsive:  As a community of learners, all of our institutional functions—and particularly, of course, our academic programs—are able to respond to an increasing wide range of learners, with different learning backgrounds, learning styles, and learning goals, within the context of institutional mission, goals, and resources.

· Centers of excellence: the University places strong emphasis on the development and support of interdisciplinary, inter-college programs as loci of teaching, learning, and research in areas in which we have (or could have) distinctive strengths and that meet the needs of our constituencies.

· Values: All of our functions as a Community of learners are grounded in  the ethical, moral, and academic values that have informed the University’s culture since its founding in 1881.

B.
Interrelationships:  As a community of learners, Drake University is in many ways defined by the relationships between the institution and its members, among its members, and between the University and external constituencies, which are characterized by the following distinctive features:

· No barriers: The relationship between the University and its members is notable for the absence of obstacles that impede the effective delivery of services and support; the relationship among the University’s various constituencies is distinguished by the lack of attitudinal barriers such as prejudice and mistrust; the relationship between the University and external constituencies transcends the physical perimeter of the campus to focus on collaboration, cooperation, and inclusion into the community of learners.

· Access: The University endeavors to ensure that no one who is academically qualified to take advantage of learning opportunities provided by the institution is denied access to those opportunities for reasons other than necessary limitations on program size.  In particular, the University devotes significant resources to offsetting the costs of a Drake education for those who demonstrate financial need, and to contributing to the educational enhancement of under-represented populations.

· Collaboration:  The nature of a community of learners recognizes that learning is—at its best—a collaborative endeavor.  Drake University emphasizes the importance of collaborative learning among its students, between students and faculty, and of mutually beneficial cooperative undertakings with a variety of external constituencies, ranging from individuals, community groups and organizations, corporations, government agencies, and foundations, to school systems, institutions, and national associations.

· Trust and respect: The success of a community of learners is contingent on the willingness of its members to respect the rights, needs, and perspectives of others.   The ability of a complex organization such as Drake University to function effectively in support of the goals of a Community of learners is significantly enhanced by a pervasive culture of trust and mutual respect.

· Diversity: One of the primary goals of Drake University as a community of learners is the preparation of its members for a world that is becoming increasingly diverse.  It is vitally important that we see the differences among us as evidence of our cultural richness, and that we value the diversity of appearance, customs, speech, and worldview.  It is equally important that we create of ourselves a community which all who want to learn, work, and live here find welcoming and supportive.

· Partnership with Des Moines: While Drake is a prominent national university with an international constituency, we recognize that our future as a university is inextricably linked to that of the city of Des Moines.  As one of the city’s major institutions, we have a responsibility to contribute to the health and vitality of the city.  Our ability to attract and retain students, faculty, and staff to Drake is in great part dependent on the quality of life in Des Moines, and on the broad array of internships, employment, and entertainment opportunities afforded by the city.  At the same time, Des Moines needs the presence, involvement, and support of a major university to achieve its goals as a model city for the 21st century.
C.
Operations:  The operational behavior of Drake University is focused on maximizing learning, increasing the institution’s contribution to and impact on society at large, and guaranteeing the University’s long-term stability and viability as a community of learners, characterized by the following distinctive features:

· Mission-driven:  Plans, priorities, goals, and decisions regarding issues ranging from academic programs and administrative structure to staffing and resource allocation are measured against a clearly defined sense of the University’s mission: who we are as an institution, what we do, and why we do it.

· Strategic:  The operations of the University, particularly its decision-making, are firmly grounded in a strategic vision and plan for the University’s future, in order to ensure that all decisions are consistent with agreed-upon priorities and long-term goals. Beyond the specifics of a particular plan, the University’s operations are characterized by strategic thinking and strategic behavior that reflect: a sophisticated awareness of the long-term consequences of individual actions; the need to measure immediate issues and decisions against strategic goals; the importance of operations and plans that can accommodate and manage unforeseen changes in external circumstances, and; an understanding of the complex interrelationships among the many actions and decisions.

· Information-based:  University operations, planning, and decision-making are firmly grounded in a rich base of objective information (both internal and external to the University) produced by ongoing institutional research.  All information that is not restricted by the need for confidentiality is made available in useful formats to the University community.  The institution’s information infrastructure (data technology, expertise, and procedures) maximizes support of the teaching, learning, and management functions of the University.

· Assessment- and outcomes-based: Structures are in place that provide ongoing information for both formative and summative assessment of University operations in order to assure quality, increase effectiveness, and ensure that University resources are focused to the greatest extent possible on the institution’s core goals.

· Flexible:  The University’s operational procedures and structures are flexible enough to accommodate a broad range of internal needs and changes in external circumstances.  

· Responsive:  While respecting the efficiencies and utility of standardized programmatic offerings, and of standardized policies and procedures, the University is responsive wherever possible and appropriate to individual needs and goals.

· No Barriers: Policies, procedures, and operating behaviors are designed and implemented to facilitate the functioning of an effective learning environment, not impede it.
· Agile:  The University is able—structurally, operationally, and culturally—to respond quickly, when appropriate and necessary, to change.

· Opportunistic:  We actively seek to take advantage of opportunities—consistent with the University’s mission—that will enhance our ability to achieve institutional goals.  University structures are designed to assist faculty and staff in identifying and exploiting appropriate opportunities.

· Financially stable: In order to ensure the ongoing support of University operations at a sufficient level, and to guarantee the long-term viability of the institution, the University operates with a balanced budget, staffing levels appropriate consistent with realistic institutional goals, sufficient reserves to accommodate the unforeseen, funds to support innovation and creativity, and a modest level of endowment spending.  In addition, every effort is made to reduce the level of reliance on tuition and gift income as major components of the operating budget.  Significant ongoing fundraising efforts are targeted at increasing endowment in support of salaries, scholarships, learning resources such as the library and technological infrastructure, and maintenance of the physical plant.

· Future-oriented:  We recognize the need to invest in the University’s future.  At certain times, this principle may require taking cautious, calculated, and appropriate risks to position the University to respond to anticipated needs and challenges.

· Inclusive, “flat” decision-making:  The University’s administrative structure is designed to ensure that all appropriate stake-holders have the opportunity for input into decisions, while at the same time streamlining processes and broadening authority to maximize the efficiency of decision-making.

· Supportive:  As a Community of learners, it is important that all members of the community—not just those traditionally identified as students—have the opportunity to continue learning for personal enrichment and/or professional advancement.  Further, an institution that emphasizes the ongoing need for flexibility, agility, and change must provide its personnel with the tools and knowledge necessary for them to respond to and manage change.

· Ecologically responsible:  Drake is a university where all members of the community strive to be caring and competent stewards of the planet, and where operations are committed to ecologically sustainable and responsible practices.

Appendix 1

Drake University – The Defining Characteristics

The following is the set of defining characteristics that have been identified in our discussions as essential to Drake University’s past, present, and future.  They are, in a sense, the “eternal truths” of Drake that our various constituencies consider integral parts of our identity as an institution.  You will note that these defining characteristics, as listed, are all positive.  As such, they are also “assets” to be exploited as we confront the challenges before us. As we plan the University’s future, particularly as we consider the prospect of institutional transformation, it is critical that we recognize, protect, and—in some cases, enhance—these characteristics:

· Dedication of faculty and staff to the University's mission and to its students

· Academic excellence

· A campus culture that emphasizes friendly, responsive personal interaction—“Heartland sincere”

· Emphasis on learning; learner centered

· Faculty responsibilities—a healthy balance of teaching, scholarship, and service

· Small class size (an educational asset, but a financial burden)

· Faculty commitment to students as individuals

· Strong, committed, and engaged governing and advisory boards

· Reputation 

· Alumni loyalty

· Strong professional programs

· Strong arts & sciences/liberal arts ethos

· Commitment to access and opportunity

· Combination of small size and breadth/depth of academic programs

· Des Moines—opportunities for internships, employment, community service

· Role of athletics appropriate to academic mission
/Drake Relays

· Outreach—Iowa Communications Network, off-campus programs, etc.

· High job and graduate school placement rate

· Student involvement in co-curricular activities

· Opportunities for experiential learning (internships, study abroad, etc.)

Appendix 2
Challenges—National:  As we begin the new millennium, Drake University shares a variety of challenges with most of the national higher education community.  While many of them are indeed daunting, a large number of them also afford important opportunities for the institution if they are confronted and managed appropriately:

· A dramatic increase nationally in numbers of “traditional” (i.e., 18-22 year-old, full-time undergraduate) students, but significant changes in the demographics of that population

· Significant changes in the overall demographics of the student population; "non-traditional" students (i.e., over the age of 25) will constitute the majority within the next decade

· Increasing cultural diversity

· Increasingly diverse student learning backgrounds

· Increasingly diverse student learning needs and goals

· Dramatic and rapid changes in the professions and in workforce needs

· Technology issues: appropriate use; funding; rapid pace of change; infrastructure and expertise needs, etc.

· Competition between public and private institutions

· Affordability: tuition, financial aid, public policy, etc.

· Management of information

· Faculty retirements

· Lifelong learning needs; professional retraining, personal enhancement, etc.

· Proliferation of learning opportunities; competition from proprietary operations

· Diminishing level of student preparation for higher learning; school to college articulation

· Increasing demands for community involvement/support by institution

· Increased level of expectation for student services (housing, counseling, career advising, etc.)

· Increasing emphasis among students and their parents on credentials rather than education

· Internationalization of students

· Demands of global marketplace/workforce

· Demands for accountability and assessment

· Diminishing "market value" of B.A./B.S.; increasing importance of graduate education (or degree)

· Increasing importance of/emphasis on experiential education

· Intellectual integration—an emphasis on interdisciplinary learning/programs

· Changing faculty roles

· Behavior of governments (federal, state, local)—changes in tax laws, reporting, federal grant procedures, scholarship programs, etc.

Appendix 3

Challenges—Drake Specific: In addition to the challenges that we share with most of higher education, the following are issues that are of particular concern (although not by any means unique) to Drake at this time in its history (i.e., 1999-2000).  Not all of them are “problems” in the strictest sense of the term, but they are all concerns that must be clarified, confronted, and managed:

· The importance of continuing to develop the ANAC (Associated New American Colleges) paradigm, i.e., the integration of liberal arts & sciences and professional education

· Lack of a coherent, shared vision of the University’s future that informs decision-making at all levels

· Compartmentalized culture; the need to transcend the barriers among schools/departments/programs

· Appropriateness of academic structure and programs to institutional mission and goals

· Appropriateness of administrative structure and decision-making processes to mission and goals

· Structural imbalance in the budget

· Insufficient endowment support for faculty positions.

· Insufficient endowment support for scholarships, thus high return of tuition income as financial aid

· Tuition driven operating budget

· Inefficient use of capacity (facilities, staff, faculty)

· Deferred maintenance

· Lack of diversity among students, faculty, staff, and boards; creating a welcoming and supportive environment for people of color

· Changing demographics of student population in areas from which Drake traditionally draws students

· Enrollment management; retention

· Campus communication; openness; trust of administration

· Relations with neighborhood communities

· Quality of neighborhood: safety & appearance—reality and perceptions

· Visibility in/impact on Des Moines

· Institutional image 

· Tight labor market for staff

Appendix 4

The Drake Compact for the 21st Century 

As we consider our aspirations for ourselves as a university, and reflect on the challenges—and opportunities—that lie before us, it is important that we acknowledge that as a community of learners we can achieve neither our individual nor our collective goals without collaboration, cooperation, mutual support and respect, trust, and a shared enthusiasm for our future.  If we are indeed to become a paradigm for the 21st century university, I suggest to you that we must do it as the centerpiece—the hub, if you will—of a constellation of carefully-crafted partnerships—both internal and external—among people, institutions, and organizations.  It is in that spirit that I propose today The Drake Compact for the 21st Century—that we identify, define, implement, and manage a series of strategic partnerships for the future of Drake University, and I would identify those partnerships as follows:

· An internal partnership among the constituent parts of Drake University—our departments, programs, schools, and colleges—that transcends our structural boundaries and recognizes the unifying forces of clearly-defined institutional mission, goals, and objectives; a partnership that overcomes the traditional tendency of the academy to define ourselves by categorizations that divide—departments, programs, schools and colleges—rather than by the common purposes and intellectual connections that unite us.

· A partnership with our students that recognizes that they are collaborators in the learning process and—ultimately—managers of their own lifelong learning careers.

· A partnership with our alumni that recognizes that they are indeed engaged in lifelong learning (as we told them they would be when they graduated), and provides an infrastructure in which they are lifetime members of the Drake Virtual Learning Community  (I hope you find that notion enticing—there isn’t time to elaborate here).

· A partnership with our neighbors, with the city of Des Moines, and with the State of Iowa, that recognizes that we have a moral obligation to the health of our community, and that our own future is in great part dependent on the vitality of the city in which we live.

· A partnership with the schools that recognizes that we must collaborate with the public school systems to prepare students for higher learning, and that we must find the resources to ensure that academically qualified students are not denied access to a Drake education for financial reasons.

· A partnership with the business community and political leadership that recognizes that Drake University is the largest, most complex educational resource in Des Moines, and that we have both the ability and the responsibility to respond to a broad range of learning needs in the community in ways that contribute to economic health, the quality of the workforce, personal enrichment, and the quality of life in the city. 

· Our ongoing partnership with the institutions of the Associated New American Colleges, an innovative collaborative focused on the interface between liberal arts and sciences and professional education, that enables Drake to be an institution that is at one and the same time committed locally and connected nationally.

· A partnership with funders—foundations, corporations, organizations, government agencies, and individual donors—to ensure the University’s long-term financial stability and to enhance Drake’s ability to fully realize its mission and goals.

· Finally, appropriate partnerships with other educational institutions and organizations—both locally and nationally—that recognizes that complementary strengths and resources can in many cases be combined to provide unique learning opportunities of benefit to community and to the participating institutions alike.

� Listed in Appendix 1


� The challenges that Drake University shares with most of the higher education community in the United States are listed in Appendix 2.  Appendix 3 identifies the challenges that are specific to Drake.


� The University’s commitment to the importance of collaborative endeavors was affirmed in the announcement of The Drake Compact for the 21st Century in President Maxwell’s inaugural address in October 1999 (included in Appendix 4).


� It should be noted that there is some concern expressed on campus regarding the cost to the University of a Division I athletic program


� From President Maxwell’s inaugural address, October 10, 1999





