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Members of the Connecticut community:  

For over 160 years, the 17 community colleges and state universities that comprise the current Connecticut 
State Colleges and Universities (CSCU) system have served students and the Connecticut community by 
preparing them for careers and lifelong learning.  In the summer of 2011, the Board of Regents for Higher 
Education (BOR) was created by legislation to govern this system, to promote the optimal use of collective 
resources dedicated to students, and to increase the number of educated and skilled graduates from public 
higher education institutions in Connecticut.    

In order to implement the legislation, BOR leadership embarked on an effort to map the course for the 
system’s, and the institutions’, future.  The creation of the plan, now known as Transform CSCU 2020, began.  
Transform (for short) is a multi-year transformational effort to strengthen the state's higher educational system, 
with students at its epicenter.  It was launched in February 2014 with an investment of $134.5 million from the 
State under Governor Dannel P. Malloy. Immediately after the investment was made, we began on this journey 
to pursue our ambition: To expand access to quality higher education in Connecticut; ensure CSCU students 
are better prepared to achieve their life and career goals; and become an economic engine for the state.   

In May, 2014, we began a concerted effort to engage members of key stakeholder groups in the Transform 
process--those who represent critical components of the system, those who have a vested interest in its success, 
and those who will be most affected by our collective efforts.  Many of you reading this today participated in 
that effort, and have already played a pivotal role in the planning process, by participating in listening sessions 
(faculty, staff, representative collective bargaining units and student groups); by responding to multiple 
surveys (faculty and staff, students, business leaders and civic community members); by participating in town 
hall and student round table meetings; and through ongoing communications (institution Presidents and 
collective bargaining unit leadership).  Feedback from all of these activities was incorporated into the initiative 
planning phase of Transform, ultimately creating a broader and stronger plan for the system.   

Reaching our full potential as a system and as individual institutions requires new ways of working together 
and collaborating across these institutions, while preserving and strengthening individual institutional identities 
and preserving their diversity and richness.  This process has already started with some of Transform’s 
initiatives.  For example, Finance and Human Resource directors from all 17 institutions have already come 
together in workshops for the first time to identify how to make our services more effective and efficient, and 
cross-system working teams of faculty and staff have been collaborating as teams on many of the initiatives. 

This document is the strategic plan for CSCU on this transformational journey.  It provides the direction to 
build a stronger system required to fully realize the CSCU ambitions.  It charts the course for our path forward 
and embodies our public commitment to progress.  

Thank you for your dedication to date.  Now, I ask for your sustained commitment as we continue this exciting 
and challenging journey.  The success of Transform and of the CSCU system hinges on the collective resolve 
and commitment of each and every one of us, and will ensure quality higher education for every student.  So 
please, continue to speak up and get involved.  It is our shared responsibility, as we join together in this unique 
moment in history.  

Sincerely, 
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Gregory Gray 
President of Board of Regents 
Connecticut State Colleges and Universities 
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EXECUTIVE SUMMARY 
The Board of Regents for Higher Education (BOR) was established in July 2011 to serve as the governing 
body for the 17 colleges and universities comprising the Connecticut State Colleges and Universities (CSCU) 
system.  Nearly 2 years later, the BOR launched Transform CSCU 2020, its plan to construct a stronger 
foundation for the system, and to map the course for the system’s future.  Transform (for short) is not merely a 
vision, but a plan, designed to map the course to 

• A more dynamic and agile set of constituent institutions 
• Enhanced academics that engender greater engagement and inquiry on the students’ part 
• A more educated and skilled pool of graduates 
• Greater transparency and accountability at the system and institutional levels 
• A highly efficient and effective organization across the system 
• A more modern, dynamic and functional IT and facilities infrastructure 

Succeeding on this road will enable BOR to improve the student experience; ensure that more students 
graduate prepared for life, careers and the workforce; and build stronger partnerships for our students between 
CSCU institutions and Connecticut business and industry.i 

Higher education nationally is currently undergoing a revolution, with an unprecedented set of trends shaping 
the trajectory of the CSCU system as well.  Enrollment and state funding are decreasing, pressure is increasing 
to contain costs and improve academics and the overall student experience, transparency and accountability are 
in greater and greater demand, and new delivery models are emerging.  These trends present both an extreme 
challenge and an immense opportunity. 

Through Transform, the CSCU system is pursuing an ambition that builds upon and enhances the system's 
mission and vision, and enables CSCU to deliver on its promise to students.  

CSCU's ambition: To expand access to quality higher education in the State of Connecticut (making a 
rigorous and affordable education available to more students from all backgrounds), to ensure students are 
graduating with skills and learning better prepared to achieve their life and career goals (promoting a more 
educated citizenry), and to serve as an economic engine for the state (graduating more students equipped 
for careers in the fastest growing fields in Connecticut). 

This document is not merely the vision for CSCU’s future, but the plan to map our course to realize the vision. 
It provides the direction for a stronger system, charts the course forward by providing a roadmap for its 
success, and ensures accountability for our progress in this multi-year effort. 

Transform is comprised of a set of 36 initiatives, grouped into seven initiative clusters, designed to ensure full 
realization of CSCU’s ambition.  These initiatives are in varying stages of development, and are supported by 
individual roadmaps laying out milestones and timelines to execution.  To date, the CSCU and external 
communities have been broadly involved in Transform, with nearly 6,000 voices providing substantive input 
into this momentous effort.  Initiative planning has been, and will continue to be informed by listening sessions 
with faculty and student groups; surveys of the faculty and staff, business and civic community, and the 
student body; town halls and student roundtables at each institution, and more.  

Although Transform initiatives are in varying stages of development, many of the initiative teams have already 
engaged cross-institution expertise to create comprehensive fact bases, performed analysis, and developed 
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initial sets of recommendations for consideration by stakeholders.  
 
The emerging recommendations are as follows (by initiative cluster): 

Academics:   CSCU should optimize its academic offering, and improve student enrollment and retention.  
Specifically, the system should pursue efforts that make it easier for students to enter CSCU: 

• Go Back to Get Ahead,  
• Early college programs,  
• Better alignment with K-12 and CT Technical system, and  
• Additional financial support through a new scholarship program to support the transition from CCs to 

CSUs  

The system should also pursue efforts that promote student retention in CSCU: 

• Seamless transfer between institutions,  
• Improved transfer and articulation,  
• Boosted academic advising supports,  
• Richer first year student experience programming   

The academic offering can be enriched through the following: 

• Identifying centers of excellence,  
• Better aligning program mix to the needs of students and the Connecticut workforce,  
• Offering new blended and online delivery models. 

Workforce of tomorrow:  CSCU should define priority fields for job and career growth and better align 
programming to meet these workforce needs.  The system should also seek to broaden and strengthen its 
partnerships with the business community to enrich student opportunities (e.g., via internships and 
mentorships) and enhance job placements for CSCU graduates.   

Transparency and policies:  CSCU should develop a scorecard to share each institution's progress on 25 
system-wide metrics aligned to the system's goals.  The system should evaluate opportunities to set aspirational 
targets based on performance of peers within and outside of the CSCU system.  In parallel, the system is also 
developing a consistent set of policies to apply across all 17 institutions. 

Revenue management:  CSCU should develop a comprehensive revenue management strategy to increase 
continually the pool of resources dedicated to students.  This strategy should be designed to elicit state 
appropriations sufficient to meet its operating needs, to maintain tuition at affordable rates, and to pursue 
strategic grants and private donations for the system. 

Organizational effectiveness and efficiency:  CSCU should enhance organizational effectiveness and 
efficiency in administrative support functions by adopting centralized and/or regional service centers where 
appropriate and productive, building strategic vendor partnerships, and utilizing technology to reduce reliance 
on paper-intensive processes. 

Information Technology (IT):  CSCU should pursue strategic vendor partnerships and the centralization of 
services in select areas to improve IT service levels and be more cost-effective.  The system's FY 2016/2017 



7	  

	  

capital funding request focuses on upgrading campus infrastructure and connectivity, enhancing the student 
experience (through smart classrooms, automated financial aid & admissions processing), and streamlining 
financial reporting. 

 Facilities: CSCU should pursue an ongoing, long term facilities planning process, and develop an initial 10-
year capital allocation request across the community colleges and state universities.  It should also adopt joint 
facilities master planning to strategically prioritize resources to create better learning environments for students 
across the system.  The system should also pursue necessary capital funding to address a growing base of 
deferred maintenance needs. 

This plan is certainly ambitious, and will no doubt be difficult to execute.  But now is the time for Transform.  
It comes at a unique moment, as an opportunity to achieve excellence, affordability and accessibility in higher 
education, and to enrich and enhance the student experience. Achieving these outcomes will require focus, 
dedication and new ways of collaborating across institutions, as well as determined adherence to the course we 
have mapped.  If we succeed, we will enable students to map their own course to a brighter future, for 
themselves and for Connecticut.  

THE	  CASE	  FOR	  CHANGE	  
CSCU AMBITION AND CALL TO ACTION 

In the summer of 2011, the Connecticut General Assembly created the Board of Regents for Higher Education 
(BOR) to govern 17 institutions: four state universities, twelve community colleges, and Charter Oak State 
College.ii  These colleges and universities were brought together into a single system to provide more 
resources for instruction and to increase the number of educated and skilled graduates from public higher 
education institutions in Connecticut.iii  

Over the past three years, the Connecticut State Colleges and Universities (CSCU) system has pursued this 
purpose.  Today, 96% of CSCU students are Connecticut residents, and 35% of Connecticut high school 
graduates attend a CSCU institution.  Furthermore, 80% of CSCU graduates stay in Connecticut to live and 
work.iv  CSCU has articulated the following ambition that builds upon and enhances the system's mission and 
vision: 

CSCU's ambition: To expand access to quality higher education in the State of Connecticut (making a 
rigorous and affordable education available to more students from all backgrounds), to ensure students are 
graduating with skills and learning better prepared to achieve their life and career goals (promoting a more 
educated citizenry), and to serve as an economic engine for the state (graduating more students equipped 
for careers in the fastest growing fields in Connecticut). 
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In pursuit of this ambition, the CSCU system (faculty, staff, and administration across all 17 institutions 
and the System office), offers the following promise to students:

 

In order for CSCU to realize its full potential in pursuit of this ambition and promise to students, the 17 
institutions must continue to come together as a stronger interconnected system.  The system must find more 
and better ways to share resources and best practices and establish common standards of excellence while 
simultaneously continuing to celebrate the unique identities and culture of each of the 17 institutions.     

In February 2014, Governor Dannel P. Malloy announced Transform CSCU 2020 as a multi-year effort to a) 
invest in the foundation of the system, and b) map the course toward CSCU's ambition and promise.  The State 
of Connecticut committed $134.5 million to this transformation to improve the student experience, ensure that 
more students graduate better prepared for the workforce, and build stronger partnerships between CSCU 
institutions and the Connecticut business community.v  

Higher education institutions nationwide are facing an unprecedented set of trends, many of which are shaping 
the trajectory of the CSCU system.  These trends present both an extreme challenge and an immense 
opportunity.  As CSCU launches Transform, the system will pursue actions that address these trends.   

HOW TRENDS IN HIGHER EDUCATION ARE IMPACTING CSCUvi 

Revenue and state funding shifts are increasing financial risk 
Enrollments are flat or declining, and state funding is shrinking for higher educational institutions nationwide.  
Community colleges and public four-year institutions nationwide have gone from 2% and 3% enrollment 
growth, respectively, in 2010 to 1% growth and 3% decline in 2012.vii  This is particularly concerning since 
enrollment is the principle driver of tuition and fees.  Nationwide, state funding also declined on an average of 
2.8% per year from fiscal year 2003 to fiscal year 2013.viii 

• Lowest tuition in state	  of Connecticut
• Efficient	  path to	  degree
• Enhance financialaid	  support

• Flexible	  options for	  online	  offerings
• Improve transfer&	  articulation
• State of the	  art	  classrooms
• Cross-‐registrationoptions
• Degree	  variety

• Academic	  rigorand	  superior learning
• Targeted services (e.g., embedded tutoring)
• Enhancedacademic	  advising
• Programsaligned to	  workforce needs
• High-‐caliber faculty
• Studentdiversity

• Enhanced career-‐relatedprogramming
• Expandedpartnershipswith	  businesses
• Academic	  programs tied	  to	  workforce	  needs

Affordable	  Price

Preparation	  to Achieve
Life	  & Career	  Goals

Superior	  Course & ProgramAccess

Quality	  Student	  Experience

STUDENTS

ò

-
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Enrollment and state funding have also decreased for CSCU as well.  The system has been experiencing 
declining enrollment (~97k to ~93k from Fall 2010 to Fall 2013), ix straining revenues from tuition and fees as 
a consequence.  Looking forward, enrollment declines are expected to continue for the foreseeable future due 
to decreasing birth rates and a projected ~1.8% decline in the number of high school graduates in the state 
through 2027. x  In Connecticut, state block grant and fringe benefit appropriations, which comprise ~46% of 
revenues for CSCUxi, are also under pressure.  Adjusting for inflationxii, state appropriations alone dropped 
13.3% from 2011 to 2014 [check number and language with Erika].xiii  

Pressure is growing to justify return on investment in higher education 
The rising price of higher education is also coming under increased scrutiny nationwide.  The cost of education 
is rising, and the traditional benefit to students – namely, better jobs with employment certainty – is eroding.  
Throughout the United States, tuition has been increasing at ~5.2% per year for the last 10 years (2003-
2013)xiv, outpacing the growth of median household income (which has grown by only 1.8% over the same 
period).xv  Finally, students' ability to find jobs that enable them to cover the costs of education after 
graduating is under pressure, as evidenced by student loan default rates that have increased from 5.1% to 9.1% 
over the same period.xvi   

As part of Transform, CSCU is taking steps to help contain cost increases and improve the benefit of higher 
education to students.   Although the cost of higher education in Connecticut has kept pace with national 
trends,xvii CSCU remains committed to keeping the relative cost to students as low as possible by keeping 
tuition increases as small as possible.  This is consistent with its ambition to make education more affordable 
and accessible.   

CSCU is also committed to improving the benefit of degrees to its graduates through efforts to match its 
curricula with the needs of the Connecticut workforce, and through partnerships with businesses to improve 
job placement opportunities after graduation.  An example of this commitment is CSCU’s investment in 
expanding programs like its partnership with IBM (the P-TECH program that launched September, 2014 at 
Norwalk Community College), in which students graduate complete with a high school diploma, an associate's 
degree, and the promise to be "first in line" for entry-level positions at partner companies.xviii 

Transparency and accountability are becoming the norm 
With increasing pressure nationally for colleges and universities to justify return on higher education 
investments for their students, these institutions are also coming under increasing pressure to demonstrate 
successful performance, by measuring student outcomes and making such performance data available.   The 
interest in performance is in response to the fact that only 59% of first-time students at four-year institutions 
are graduating within 6-years.xix  For their part, employers are evaluating more rigorously the competencies 
and skills of graduates applying for their open positions (such as critical thinking, communication and 
collaboration in the workplace).   

Connecticut is mirroring these trends and, in response, requiring its public higher education institutions to 
measure their performance and make that data available.  In addition, state and legislative leaders are 
increasingly holding these institutions more accountable for their student outcomes.  At CSCU universities, 
48% of students graduate within 6 years.xx So, as Connecticut refines its goals for higher education, CSCU has 
begun refining a set of system-wide metrics to measure its institutions’ progress.  Using the Higher Education 
Coordinating Council-approved 2012 metrics as a basis, CSCU engaged stakeholders to revise and expand 
these metrics in Transform.  CCSU is also developing a data infrastructure to record and track institutions’ 
progress and performance. 
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New delivery models are emerging 
As the pressure to deliver greater returns on investment intensifies in higher education, students are seeking 
newer and more flexible course delivery models and degree requirements.  As a result, institutions are 
exploring competency-based progression, or changing delivery models to include online and blended 
instruction.  From 2002-2012, the number of students nationally taking at least one online course increased 
five-fold to 7.1 million, with growth of 7% per year expected through 2020.xxi    

New delivery models are emerging in Connecticut and at CSCU as well.  Online enrollment in Connecticut is 
growing, primarily at public community colleges.  From 2000 to 2010, online enrollment in Connecticut 
increased 10-fold to ~25k students, with half of that increase coming from the CSCU community collegesxxii.  
Another of the CSCU, Charter Oak State College (COSC), also contributed to that growth, by offering online-
only courses together with a flexible credit transfer policy to facilitate degree completion.  

 

CSCU's call to action:  Higher education is in the midst of a revolution; teaching and learning models are 
changing rapidly nationwide. Now is the time for CSCU to increase access to higher education for more 
students in Connecticut. We have a clear vision, leadership commitment, and the collective resolve to act 
now. Through Transform we can get there, together.  

STRATEGIC PLANNING AND COMMUNITY INVOLVEMENT  
This section provides an overview of the Transform planning process.  It summarizes the nature of the 
participation by members of the CSCU and external communities, including students, faculty, staff, business 
leaders and members of the Connecticut General Assembly, and highlights the common themes emerging from 
these engagements.  The exhibit below summarizes the variety of ways in which stakeholders were engaged 
during the planning and implementation process, with nearly 6,000 voices heard to date.  

 

The process to engage the CSCU community began with a series of town halls in the fall of 2013, when 
President Gregory Gray toured each institution to discuss his vision for CSCU, and to learn what institutions 

Town	  Halls	  at	  each	  institution	  
and	  system	  office

Board
of Regents

Business
& Civic 

community

Faculty
& Staff

Presidents Students

Legislature

Survey	  to	  CBIA,	  
Regional	  Business	  

Councils,	  Chambers
of	  Commerce,	  CT	  

Hospital	  Association

May	  kickoff,	  with	  
monthly	  updates

All	  day	  Transform	  
session	  in	  August

July	  system-‐wide	  shared	  
metrics	  workshop

1:1	  interviews
Monthly	  updates

Listening	  session	  
with	  SAC

1:1s	  with	  Board	  
representatives

Workshops	  with	  campus	  
CFOs,	  HR	  leads,	  and	  CIOs

Listening	  sessions	  with	  FAC,	  AUUP&	  Fac.	  
Senate,	  SUOAF,	  AFT,	  CCCC,	  AFSCME

Liaisons	  leading	  engagements	  
at	  institutions

Survey	  of	  17	  institutions	  &	  system	  2,000	  
responses

Discussions	  with	  
state	  legislators
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believed to be the key opportunities – and challenges – for the system.  Since then, BOR has administered 
surveys, interviews, listening sessions, additional town halls, student round tables and more.  A set of themes 
has emerged from the constituent groups as well as for each group individually.   These themes were informed 
by a qualitative assessment of the key inputs: 

  

[STUDENT ROUND TABLES ARE MISSING FROM THIS GRAPHIC]  

OVERARCHING THEMES FROM ACROSS THE CSCU COMMUNITY 

Keep the focus fixed on students.  As a system, CSCU should focus on keeping higher education affordable 
and accessible for our students, improving the quality of the student experience, and equipping our students to 
succeed in their lives and careers.  

Create value for students by operating more as a system across our 17 institutions.  CSCU should draw 
upon our collective resources system-wide to operate more effectively and efficiently, enabling us to create 
more value for students (through limiting tuition increases and reinvesting in academics and the student 
experience).  We can replicate best practices across the system.  We can pursue solutions to make it easier for 
students to cross-register at any CSCU institution, increase cross-campus teaching opportunities for faculty, 
and expand shared services.  We must also overhaul transfer and articulation among our institutions, and 
increase substantially the number of dedicated academic advisers throughout the system.   

Preserve institutional identities while promoting a stronger system.  Students, faculty, staff and 
surrounding communities have strong ties to their college or university.  These ties are important to encourage 
and preserve as the system strengthens through Transform – to ensure students continue to feel a sense of pride 
and belonging to their home institutions, to retain the flexibility and autonomy that is critical to meet the needs 
of faculty and administrators, and to maintain linkages and build relationships with the local community.  
While we need to seek opportunities to use resources more effectively and efficiently, and to ensure 
institutional performance meets system standards, doing so should not compromise individual institutional 
identities.  

Strengthen the liberal arts core while also improving the system's offering aligned to the needs of the 
Connecticut labor force.  While CSCU should continue to explore how system-wide programming could be 
better aligned to Connecticut workforce needs, a liberal arts component is critical to ensuring an educated 
citizenry.  Students need basic skills from both areas that are fundamental to any career in a continually 

Board of Regents 1:1 interviews (May 2014) and 
monthly updates 

Presidents full-day offsite with round-robin 
discussion (August 2014)

FAC, AUUP & Faculty Senate, SUOAF, AFT, 
CCCC, AFSCME listening sessions 

(Spring-Fall 2014)

Notes from 1:1 student interviews (May 2014) Faculty and staff survey (n = ~2,000) 
(August 2014)

Open-ended responses from business and civic 
community survey (n = 200) (July 2014)

Listening session with Student Advisory Council 
(June 2014)

Monthly updates to Presidents on Transform 
(e.g., via system-wide shared metrics workshop)

Institution-specific campus liaison meetings

Town Halls at each institution

System-wide student survey (n = xx) 
(October 2014) Themes 

from 
CSCU 

community
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evolving economy.  A foundation in both areas will help to ensure that students are well positioned for careers 
at graduation and that employers look to CSCU as a source for high-caliber talent. 

Enhance and strengthen partnerships with the business community.  Business partnerships are important 
vehicles for CSCU to create job opportunities for students, and to improve the student experience through 
mentoring and internships, and to open doors to relationships between students and Connecticut employers.  
CSCU should expand its efforts in these areas, and seek increased opportunities to link programming and 
curriculum developments to state economic and corporate needs.  

Improve student access to learning, and help more students graduate on time, by offering additional 
online courses and employing new delivery models.  Through Transform, CCSU has an unprecedented 
opportunity to grow the number and type of courses offered online, and to use Charter Oak State College more 
extensively as a resource to help students identify the right degree programs for their needs, and complete 
those programs on time.  CSCU must ensure that the resources required to equip faculty to teach and students 
to learn in online and blended learning environments are provided.  

In addition to academics, improve the student experience.  We understand and appreciate that the success 
of our students is directly related to the level of their involvement in daily campus life, whether they are 
attending a CSCU community college or university.  This involvement can take a variety of different forms, 
from interaction with faculty, advisors or other students; to participation in activities, clubs and sports.  
Whatever form it takes, with greater success in college comes greater success in life, family and careers. 

THEMES SPECIFIC TO GROUPS WITHIN THE CSCU COMMUNITY   

 

• Preserve	  institutional	  identities and	  missions
• Balance	  image of	  CSCU	  as	  affordable	  with	  need	  to	  
reinforce	  quality	  of	  academic	  offering	  to	  attract	  
students

• Improve	  resources	  to	  help	  with	  retaining	  students	  
and	  offering	  student	  services	  (e.g.,	  career	  services)

• Improve	  use	  of	  administrative	  resources,	  including	  
sharing	  those	  not	  core	  to	  institutional	  missions

• Balance	  focus	  on	  core	  liberal	  arts	  with	  need	  to	  align	  
programming	  to	  needs	  of	  CT	  workforce

• Improve	  faculty	  skill	  and	  development	  
opportunities

Faculty	  and	  staff

• Affordability	  and	  access	  are	  critical	  to	  students;	  
financial	  concerns	  often	  limit	  enrollment

• Maintain	  student	  voice	  in	  planning	  process
• Invest	  in	  IT	  systems	  and	  student	  services (e.g.,	  
computers	  in	  classrooms,	  co-‐curriculars)

• Preserve	  institutional	  identities	  and	  missions	  –
critical	  to	  student	  satisfaction,	  retention

• Improve	  career	  pathway	  programming	  to	  give	  
students	  more	  immediate	  job	  opportunities

Students
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HOW INPUT IS INCORPORATED IN THE PLANNING PROCESS 

Feedback from the CSCU community has been sought and incorporated into Transform’s planning and 
development efforts from the very beginning.  Results from each of the surveys (faculty and staff, business and 
civic communities, and students) were shared with BOR college and university Presidents and CSCU 
leadership, and published online for the broader CSCU community.  Themes from the surveys, town halls, 
student round tables and stakeholder conversations continue to be synthesized and shared with each initiative 
lead to inform the initiative teams and their planning.  Campus liaisons, appointed by the President of each 
institution, convey Transform related information back and forth between the system office and campuses, 
providing additional input to both groups.       

One example of how voices from the CSCU community enriched the planning process involved survey 
responses received from faculty and staff in June 2014.  As a result of these responses, the number of 
initiatives was increased, as faculty and staff made compelling cases to include initiatives that had been 
previously unidentified.  These were in the areas of enhancing the academic offering (e.g., strengthening the 
faculty skill and development), student services (e.g., enhanced career services, investments in co-curriculars 
and residential life), and student retention (e.g., academic advising).  13 initiatives were added to Transform 
based on their input, addressing key priorities and ensuring a greater benefit to students.   

INTRODUCTION TO TRANSFORM INITIATIVES 
This section provides an overview of the 36 initiatives that comprise Transform CSCU 2020. These initiatives 
are organized into seven clusters of related initiatives: 

• Academics: 24 initiatives, grouped into six sub-clusters focused on attracting and recruiting students, 
student retention, enhancing the academic offering, transfer and articulation, instructional innovation, 
and student services 

• Workforce of Tomorrow: 4 initiatives dedicated to understanding the needs of the Connecticut 
economy in order to align programmatic offerings and ensure that CSCU addresses those needs along 
with the needs of our students  

• Transparency and policies: 2 initiatives to maximize access to standardized policies across the 
system, and to establish system-wide shared metrics to measure progress toward system goals 

• Revenue management: 1 initiative designed to pursue increased state appropriations, maintain tuition 
at affordable rates, and pursue strategic grants and private donations 

• Uphold	  academic	  excellence	  and	  rigor	  
as	  a	  core	  foundation	  for	  Transform

• Improvealignment	  to	  K-‐12	  system to	  
decrease	  remediation	  services	  over	  time	  

• Elevate	  the	  importance	  of	  the transfer	  
mission,	  particularly	  for	  community	  
colleges

• Share	  resources	  system-‐wide for	  
functions	  not	  core	  to	  institutional	  
missions	  

• Addressantiquated	  systems (e.g.,	  paper	  
time	  cards);	  upgrades	  should	  consider	  
campus-‐specific	  needs

Presidents
• Keep	  focus	  on	  students
• Boost	  CSCU image	  as	  
affordable,	  democratize	  
higher	  education	  in	  CT

• Consider	  the	  fiduciary	  
responsibility to	  use	  
resources	  efficiently

• Preserve	  individual	  
institutional	  identities	  

• Engage	  CT	  businesses
• Invest	  in	  liberal	  arts	  
offering	  and	  expand	  focus	  
on	  workforce

BOR

• Capitalize	  on	  the	  opportunity	  to	  
perpetuate	  individual	  institution	  
best	  practices across	  the	  system

• Design	  curriculums	  with	  jobs	  and	  
employers	  in	  Connecticut	  in	  mind

• Evaluate	  where	  the	  system	  can	  
bridge	  the	  skills	  and	  knowledge	  gap
for	  students	  entering	  from	  high	  
school	  (e.g.,	  via	  remedial	  education)

• Students	  should	  graduate	  with basic	  
skills	  including	  critical	  thinking,	  
teamwork,	  communication

External	  community
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• Organizational effectiveness and efficiency: 1 initiative designed to evaluate opportunities to use 
resources more effectively and efficiently across the system 

• IT: 2 initiatives dedicated to improving system-wide infrastructure and enhancing the organizational 
structure to deliver higher quality IT support services 

• Facilities: 2 initiatives dedicated to moving toward a system-wide 10-year capital plan and 
prioritizing deferred maintenance investments across the system 

Each cluster of initiatives is overseen by a senior member of the CSCU staff, with several college and 
university Presidents overseeing sub-clusters of the Academic initiatives.  Every initiative has an initiative lead 
responsible for planning and executing the initiative, and incorporating feedback from the CSCU community.  

The following chapters provide detail for each of these seven clusters to describe the context, process for 
gathering input, and analysis; and share the proposed recommendations and path forward. 

MAPPING THE COURSE--TRANSFORM INITIATIVES  

ACADEMIC PRIORITIES 

ATTRACTING AND RECRUITING STUDENTS 
Context and current state 
Recommendations and path forward 

STUDENT RETENTION 
Context and current state 
Recommendations and path forward 

ENHANCE ACADEMIC OFFERING 
Context and current state 
Recommendations and path forward 

TRANSFER AND ARTICULATION 
Context and current state 
Recommendations and path forward 

INSTRUCTIONAL INNOVATION 
Context and current state 
Recommendations and path forward 

STUDENT SERVICES 
Context and current state 
Recommendations and path forward 

WORKFORCE OF TOMORROW 
Context and current state 
Recommendations and path forward 

TRANSPARENCY AND POLICIES 
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SYSTEM-WIDE POLICIES 
Context and current state 
Recommendations and path forward 
 

SHARED METRICS 
Context and current state 
With the growing pressure to demonstrate a return on education investment, higher education institutions 
nationwide are increasingly required to demonstrate accountability for student success (measured by factors 
such as first year retention, completion, and post degree employment) and for other performance (as measured 
by metrics evaluating elements such as resource sustainability, level of innovation and growth, and equity of 
student outcomes).   

CSCU institutions have already embarked on a journey to integrate accountability measures at both the state 
and local level.  In November 2012, the Connecticut Higher Education Coordinating Council developed a set 
of 19 metrics designed to assess the performance of public institutions relative to State goals for higher 
education.  In April 2013, the Board of Regents approved a set of 17 metrics designed to evaluate the 
performance of each institution, with many of the BOR-approved metrics overlapping with the HECC 
requirements.  With Transform, CSCU has an opportunity to re-evaluate how the system should be held 
accountable for progress towards its five goals, which are:  

1. A successful first year: Increase the number of students who successfully complete a first year of 
college. 

2. Student success: Graduate more students with the knowledge and skills to achieve their life and career 
goal. 

3. Affordability and sustainability: Maximize access to higher education by making attendance 
affordable and our institutions financially sustainable. 

4. Innovation and economic growth: Create educational environments that cultivate innovation and 
prepare students for successful careers in a fast changing world. 

5. Equity: Eliminate achievement disparities among different ethnic/racial, economic, and gender groups. 

The purpose of developing a set of system-wide shared metrics is twofold; first, to provide a transparent way 
to track and share progress of the system relative to the five CSCU goals; second, to provide a foundation of 
data to inform decision-making by the institutions. CSCU institutions have a long history of measuring 
progress relative to distinct missions and visions.  They will continue to do so in the future, as they track 
progress relative to their own past performance, to like institutions within the system, and to institutional 
targets.  

To identify the set of system-wide metrics, the metrics initiative working team (comprised of members from 
the Institutional Research (IR) division and the System Provost) first created a broad set of higher education 
metrics, including but not limited to the HECC and BOR-approved metrics.  The team compiled this list 
through suggestions received from the survey of faculty and staff in May 2014, from metrics used by national 
surveys on higher education such as IPEDS, from metrics employed by other higher educational systems such 
as SUNY, and from states that have adopted performance-based funding. A total of nearly 600 metrics were 
aggregated. 
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The working team then developed criteria to identify the ideal list of metrics for the BOR System.  Each 
potential metric was evaluated individually, and also as a portfolio. Individual metrics were required to be 
aligned to a CSCU goal, broadly measured across sources or reported by prominent national surveys on higher 
education (e.g., IPEDS), and feasible to implement (meaning that  the underlying data is accurate and regularly 
reportable). As a portfolio, metrics selected had to measure success across all five CSCU goals succinctly but 
comprehensively, and to track progress against each goal in the short and the long term. 

Several stakeholder groups were involved in defining the criteria, helping to reduce the larger list to the set of 
metrics below, and assessing the availability of data to generate these metrics, and evaluated options for using 
these metrics moving forward.  Institution presidents provided input on the initial set of metrics in a workshop 
in July 2014.  The System office IR team engaged with IR teams from the campuses to inform them about 
progress and get their feedback.  In August of 2014, the refined set of metrics and path for how they will be 
used was shared with the presidents during an all-day off site meeting. 

Proposed system-wide shared metrics (note: **indicates metric is approved by BOR) 

Goal  Metric Detailed metric definition (segments listed are examples and not exhaustive)  

Su
cc

es
sf

ul
 fi

rs
t y

ea
r 

** First year 
English/Math 
completion rate 
(including remedial 
students)  

Percent of first-year students who completed a credit-bearing English or Math 
course over their first year (segment by students who take / do not take a 
remedial course and by full/part-time)  

First year credit 
completion rate 

Percent of degree-seeking, first-year students who completed 15 credit hours 
(part-time) or 30 credit hours (full-time)  

** First year retention 
rate 

First to second year retention rate for degree-seeking students (segment by 
full/part-time and by degree)  

St
ud

en
t s

uc
ce

ss
 

Overall credit 
completion rate 

Percent of degree-seeking students who completed an average of 30 credits/yr 
over their time of enrollment (indicates on-track to graduate in 100% of 
normal time), 20 credits/yr (150%), 15 credits/yr (200%) (segment by first-
time/transfer, full/part-time, degree)  

** Cohort graduation 
rate in 100%, 150%, 
200% of normal time  

Percent of degree-seeking, first-time full-time cohort who graduated in 100%, 
150%, 200% normal time from a higher education institution (segment by 
graduation from a CSCU institution / from a non-CSCU institution and by 
degree)  

** Average time to 
degree  

Average time to degree for full-time students (segment by degree and first-
time/transfer)  

** Undergraduate 
transfers and 
completions per 100 
undergraduate FTE 

Number of CSCU undergraduate students who transferred or graduated per 
100 undergraduate FTEs (segment by transfer to and graduation from 
CSCU/non-CSCU institution)  

** Graduate 
completions per 100 
graduate FTE 

Number of graduate students who graduated per 100 graduate FTEs  

National exam 
performance (e.g., 

Number of students who passed national exams on the first attempt (e.g. 
licensure exam) compared to a fixed year baseline  
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licensure)  
A

ff
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da
bi

lit
y 
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d 

su
st
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lit
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Student enrollment  Student enrollment (headcount and FTE) (segment by degree and by full/part-
time)  

CSCU share of state 
HS graduates  

Percent of state high school graduates that enrolled in a CSCU institution  

Student exposure to 
distance education  

Percent of students taking fully online or hybrid courses (segment by fully 
online/hybrid courses)  

High school and early 
college student 
enrollment 

High school (dual enrollment programs) and early college (high school 
credit-granting programs) student enrollment compared to a fixed year 
baseline 

** Out-of-pocket cost 
to student  

Change in net price (tuition and fees less grant aid) over time (e.g. 1 year, 3 
year, 5 year) (segment by degree)  

** State 
appropriations as a 
percent of revenue  

State appropriations as a percent of total revenue  

** Education and 
related expense as a 
percent of expenses  

Education and related expenses (instruction, student services, and the 
instructional share of academic support, operations and maintenance, and 
institutional support) as a percent of total expense  

Average credits to 
degree  

Average credits earned by students at time of degree (segment by degree and 
by first-time/transfer)  

Credit hours taught 
per faculty 

Average number of credit hours per faculty (segment by type of faculty)  

In
no

va
tio

n 
an

d 
ec

on
om

ic
 g

ro
w

th
 Grant funding (e.g. 

for specific research 
projects)  

Revenues from governmental and non-governmental agencies that are for 
specific research projects, other types of projects, or general institutional 
operations  (e.g. training programs)  

** Awards in 
workforce-aligned 
fields  

Awards in STEM, healthcare, education, other priority fields compared to a 
fixed year baseline and as a percent of total awards 

Rate of graduate 
employment in state  

Number of graduates employed within one year in CT compared to fixed year 
baseline and as a percent of total graduates  

Rate of graduate 
enrollment in 
graduate programs  

Number of graduates enrolled in graduate program within one year compared 
to a fixed year baseline and as a percent of total graduates  

Jobs filled through 
partnerships  

Number of jobs filled through institution-sponsored programs (e.g. P-Tech) 
compared to a fixed year baseline 

E
qu

ity
 Diversity of student 

population  
Underrepresented student group enrollment (headcount and FTE) (segment 
by race/ethnicity, gender, Pell-grant, adult)  

** Equity in outcomes  Underrepresented student group success on other CSCU shared metrics  
(segment by race/ethnicity, gender, Pell-grant, adult)  
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Recommendations and roadmap 

v BOR to approve 25 system-wide shared metrics aligned to CSCU system goals. Presidents to be 
held accountable for progress against metrics during annual meetings with the System President (one-
on-one discussions on progress and plans) 

v Report progress in system-wide scorecard. Test the use of a scorecard within CSCU, get feedback 
from institution Presidents, then make the resulting scorecard available to CSCU stakeholders on the 
CSCU website 

v  Measure institution and system progress.  Track progress initially relative to past performance of 
each institution; over time, evaluate opportunities to measure progress against institution-set targets, 
and internal and external peers 

v Implement metrics based on data availability.  Over time, develop data infrastructure and align 
with IT on requirements to ensure all metrics can be generated and reported automatically (8 of 25 
metrics are already reported, and each goal is addressed by one or more of the 8) 

To begin measuring and reporting against system-wide metrics, the System Institutional Research office has 
developed the following path: 

• December-June 2015: collect and validate data, generate initial scorecard 
• June 2015: publish scorecard internally; refine based on feedback from institution Presidents 
• January 2016: publish scorecard publicly on CSCU Web site 
• February 2016: refine annual process for gathering data and developing scorecard; establish path to 

creating targets for each institution and evaluate implications of performance-based funding potential 
in Connecticut (several of the proposed metrics overlap with metrics commonly used by institutions in 
states with performance-based funding) 

ORGANIZATIONAL EFFECTIVENESS AND EFFICIENCY 
Context and current state 
As the CSCU system continues on the Transform 2020 journey, fiscal stewardship is needed to support our 
commitment to students and balance our budget.  The system has a commitment to increasing access to higher 
education in Connecticut and to helping students graduate better prepared to achieve their life and career goals.  
Keeping tuition low and investing in academic priorities requires us to identify efficiencies within the system 
and pursue grants and increased state appropriations.  The faculty and staff survey in May 2014, which 
received nearly 2000 responses, placed organizational effectiveness and efficiency within the top three 
initiatives that are most important to contributing to CSCU's goals. 

The purpose of the organizational effectiveness and efficiency initiative is two-fold:  to promote the fiscal 
stewardship at all levels and to find ways to improve the effectiveness with which we operate across our 
institutions.  The System office and campus leadership engaged in this initiative saw opportunities to draw on 
what is already working in some institutions and extend those practices across the system, and to improve the 
quality of support services that are provided.  The focus of this initiative was on administrative functions with 
the rationale that a higher share of funding from the taxpayer and tuition can be redirected towards educational 
purposes to help students. 



19	  

	  

8
11
9

14

30

41

66

19

0

50

100

150

200

7

208

3

Facilities

Finance 
(inc. Purchasing)

HR (inc. Payroll)

Admissions

Financial Aid

Institutional 
Advancement

Public Affairs

Spend on support functions across CSCU

IR & Planning

IT

Security
$M

The administrative functions include: finance (purchasing, accounting, budget and planning, accounts payable, 
grants), human resources (payroll, compensation and benefits, contract administration, workers' compensation 
and FMLA, diversity and equity, employee relations), 
admissions and financial aid processing, and facilities 
(custodial, maintenance, grounds).   

As part of this initiative, CSCU developed a view of 
support functions across the 17 campuses and System 
office.   CSCU currently has an annual budget of ~$1.1 
billion across the community colleges, universities, Charter 
Oak and the System office.  The vast majority of this 
budget (~80%) is dedicated to personnel (salaries and 
fringe), totaling ~$820 million in 2014.  Purchased goods 
and services, utilities, and other expenses comprise the 
remaining expenditures (~$200 million annually).  CSCU 
has ~13,000 staff across the institutions and System office, 
with ~2,200 serving in support functions (~$200 million in 
costs).   Facilities and IT comprise the largest share of this 
support function spend.xxiii   

Workshops and dialogue with campus and System office 
leadership helped inform how support functions are 
working today and where there is potential to improve.  All 
stakeholders indicated that there was opportunity to become more effective and efficient with delivery of 
administrative support functions.  The following inputs helped inform recommendations: 

• Insight from the institution Presidents at budget hearings in May 2014 on the potential for shared 
services.  Shared service is the provision of service by one part of the system to serve the whole.  
Presidents highlighted opportunities for shared services in finance (including purchasing, accounting, 
accounts payable, and grants) and human resources (payroll, compensation and benefits, recruiting, 
training and development). 

• Workshops with the heads of finance, HR and IT from the 17 institutions.  Campus leadership 
indicated areas to automate and centralize functions that are currently performed through paper-
intensive processes (including payroll, accounts payable, purchasing contracts, financial aid data 
collection, budget and reporting), and areas that could benefit from more system-wide expertise 
(including financial aid, diversity training, and workers compensation). 

• Survey of faculty and staff. Survey respondents shared feedback that there is opportunity for more 
shared systems and services, especially in areas like human resources, and that there should be more 
focus on simplifying processes across the system. 

• Interviews of System office leadership. Through these interviews, participants shared what is 
working, what is not working as well, and ideas to improve services across the 17 institutions and 
System office 

• Benchmarking of other higher education institutions around the country showed that several are 
exploring shared services, particularly in finance, human resources, and IT 
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Analysis of current expenditures per student on support functions relative to total enrollment showed modest 
evidence of scale, that is, average cost per student decreased as enrollment increased (see exhibit below).xxiv  
However, similarly sized institutions have widely varying cost structures indicating that there is opportunity to 
become more effective.  

 

Recommendations and roadmap 
Recommendations to improve organizational effectiveness and efficiency include: 

v Create centralized shared services to improve resource allocation in more standardized functions 
with less need for face-to-face interactions (e.g., payroll, purchasing, accounting) 

v Create regional centers of excellence to improve quality of service in areas that require some level 
of specialization and more face-to-face interactions (e.g., diversity and equity, instructional design) 

v Build strategic vendor partnerships that improve service levels in a more cost-effective manner 
(e.g., IT network infrastructure, ERP in the cloud) 

v Use technology to enhance data reporting and reduce need for paper-intensive processes that 
contribute to current inefficiencies and redundancies (e.g., self-service timesheets, online training 
system) 

v Facilitate best practice sharing among institutions to eliminate unnecessary complexities, and 
expand what is already working across more institutions 

v Pursue efficiencies in non-personnel areas such as utilities and purchased goods and services 
through improved purchasing scale and strategic sourcing through common vendors across the 17 
institutions 

 
The exhibit below shows the specific actions, informed by stakeholder input, to increase organizational 
effectiveness and efficiency in the support functions (this exhibit does not include specific actions in non-
personnel areas).   
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These actions will be prioritized based on ease of implementation and payback potential.  Prioritized actions 
would have relatively lower implementation risk (e.g., less external complexity and shorter timing to 
implement) and higher payback potential (e.g., ability to address what is not working in the system today and 
achieve savings).   

Estimated opportunity and priorities for reinvestment 

Based on internal and external benchmarking, the estimated opportunity to increase organizational 
effectiveness and efficiency through pursuing these actions is $30-37 million annually on a base of $208 
million in expenditures.xxv  This does not include one-time operating costs to design and implement the future 
organization; these are primarily costs related to project management.  Realizing this level of savings requires 
time and careful management of constraints.  The most significant of these constraints are the lack of a shared 
burning platform for cost reduction (in order to be able to reinvest closer to students), limitations of existing 
contracts and policy, and lack of execution capacity.  A shift towards new models such as shared services and 
regional centers of excellence is a significant one-time undertaking that requires a material level of increased 
capacity, capability and expertise.   

Becoming more efficient in how the system delivers administrative functions can free-up resources to reinvest 
in academic and student priorities.  Areas for reinvestment include enhanced academic advising, improved 
early college opportunities, and better developmental education offering.xxvi 

Implementation timing and next steps 

The recommendations to increase the effectiveness of the CSCU system will be planned with greater detail in 
fiscal year 2015.  Some of the actions will be prioritized as quick wins and can be implemented in the near-

• Centralize payroll and comp & benefits and a team of experts for workers comp & FMLA
• Centralize purchasing, AP, accounting , and certain grant writing activities
• Consolidate compliance and accountability reports centrally for IR & Planning
• Centralize Tier 2 help desk by expanding existing COSC function to serve  entire system
• Centralize facilities master planning function at the system office

• Create regional teams for diversity & equity, training & development, and retirement
• Regionalize instructional design and support for firewall, telecom and network
• Implement regional communications crisis response teams

• Consolidate use of strategic partners for HR benefits & policies (e.g., background checks)
• Identify and partner with a vendor to streamline travel bookings and reimbursement process
• Engage with strategic partners for IT network infrastructure (WAN, telecom)
• Combine into single ERP, move to the cloud, and eliminate single point of failure
• Partner with a strategic vendor to streamline back-end processing of admissions and financial 

aid applications

• Implement self-service timesheets across community colleges and system office
• Expand use of online training system to offer more trainings and track compliance
• Expand use of P-cards across the system
• Expand use of barcoding for fixed assets across the system
• Deploy virtual desktops to reduce overall operating costs and increase security
• Establish single chart of accounts and enable pull reporting from ERPs across all institutions

• Increase effectiveness and efficiency in custodial / maintenance activities, potentially through 
expanded use of vendor partnerships

• Many policies, processes, and best practices have been identified as needing further 
examination to increase effectiveness & efficiency within functions – currently in a "parking lot" 
as not in scope for current phase of the initiative

Create centralized 
shared services

Create regional 
centers of 
excellence

Use technology to 
increase efficiency 
and effectiveness

Build strategic 
vendor partnerships

Streamline policies / 
processes & share 

best practices

Facilities Finance HR Admissions Financial Aid Institutional 
Advancement Public Af fairs IR & PlanningIT
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term, and others will be longer term projects.  The one-time project management costs associated with each 
action will be incurred in the time frame during which it is implemented.  Full savings from these actions will 
be phased in over a longer time period.   

As CSCU considers the move towards shared services and regional centers of excellence, it is important that 
the level and quality of services for students and staff is either preserved or improved.   In addition, there are a 
number of success factors for implementation such as the need for a clear reporting and decision making 
structure, clarity in how resources will be paid for between institutions, and a clear definition of what activities 
will be performed in a shared services function versus continue to be performed at each institution.  As CSCU 
designs shared service centers, the system may physically locate centers at the System office or one of the 17 
institutions.   

Below is a set of design principles common to effective shared services implementation based on dialogue 
with other higher education institutions.  As CSCU plans for its design and implementation, the system will 
need to consider how to account for each of these factors: 

• A customer service orientation with clearly defined service level agreements between the shared 
service provider and each of the institutions.  Putting in place feedback loops to help students and staff 
have a voice in the quality of service that is provided 

• Flexibility to meet institution's needs, which could include offering different tiers of service  
• A service menu with transparent pricing that includes overhead costs associated with running shared 

services 
• A funding model with charge-backs between institutions providing and receiving services 
• A design that both increases effectiveness and achieves target efficiency levels 

The path forward for CSCU is to prioritize the set of recommendations and specific actions, define the set of 
steps and timing to design and move towards the future state, find project management capacity to support 
design and implementation, and develop a plan for achieving the efficiencies.    

REVENUE MANAGEMENT 
Context and current state 
Recommendations and path forward 
 

INFORMATION TECHNOLOGY 

ORGANIZATIONAL STRUCTURE 
Context and current state 
Recommendations and path forward 
 

SYSTEMS ASSESSMENT 
Context and current state 
Recommendations and path forward 
 

FACILITIES 
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Context and current state 
Recommendations and path forward 
 

WHAT SUCCESS LOOKS LIKE 
 The CSCU system will realize the full potential of its ambition, and ensure CSCU delivers on its promise to 
students, through the planning and implementation of the Transform initiatives.  

 

Recap of CSCU's ambition: To expand access to quality higher education in the State of Connecticut 
(making a rigorous and affordable education available to more students from all backgrounds), to ensure 
students are graduating with skills and learning better prepared to achieve their life and career goals 
(promoting a more educated citizenry), and to serve as an economic engine for the state (graduating more 
students equipped for careers in the fastest growing fields in Connecticut). 

 

Achieving the ambition also depends on a full commitment at all levels to system-wide collaboration to ensure 
collective success. Community colleges and universities will need to work hand in hand, with a keen focus on 
student success, and strive to ensure seamless articulation between CSCU institutions of all types.  

PUTTING STUDENTS FIRST: REALIZING THE FULL POTENTIAL OF CSCU'S AMBITION 
Expand access to quality higher education in the State of Connecticut: When this is achieved, more 
students will take fuller advantage of affordable, quality higher education options, degree or other certification 
programs, in Connecticut.  Investments in student retention and access will enable more students to graduate 
on time.  CSCU will provide opportunities for a richer student experience, so all students can grow personally 
and professionally. 

Initiatives that support this element include: Seamless system-wide transfer, Cross-campus registration and 
admissions, Blended learning and online course delivery, Go Back to Get Ahead, Academic program 
optimization, Establish and grow early college programs, Philanthropic campaign to transfer from CCs to 
CSUs, Career pathway alignment – CT Technical system, Veterans recruitment, Recruit non-resident students, 
Improve opportunities for study abroad, Graduate student recruitment, Research for graduate students, System-
wide academic calendar. 

Ensure students graduate with skills and learning better prepared to achieve their life and career goals: 
All students graduating from the CSCU system will leave with a core set of skills such as critical thinking, 
communication, teamwork, and problem-solving, required to ensure an educated citizenry and to prepare 
students for success in life and career.  Students will have access to more rigorous academic programming and 
be equipped to learn with new technologies.  Faculty will have access to expanded professional development 
and cross-system teaching opportunities, including options for teaching in online environments and with new 
learning models. 

Initiatives that support this element include: Academic advising, First year student experience, K-12 system 
alignment, Strengthen liberal arts core, Study skills for online and distance learning, Academic centers of 
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excellence, Faculty skill and development, Evening and after hours support, Invest in co-curricular student 
experience and residential life. 

Serve as an economic engine for the state: The CSCU system will continually refine its curriculum to 
address the evolving needs of the Connecticut workforce, and develop programs and partnerships that facilitate 
student internships and graduate placement in Connecticut jobs.  CSCU will also work to create and expand 
relationships with businesses in priority fields and develop innovative partnerships. 

Initiatives that support this component: Labor needs and workforce programs, Career-related programs (e.g., P-
Tech), Collaboration with business community, Enhanced career services. 

THE ROUTE TO A STRONGER SYSTEM – WORKING MORE CLOSELY TOGETHER 
Achieving our student-focused ambition and reaching our full potential as a system requires new ways of 
working together across institutional boundaries, while preserving and strengthening individual institutional 
identities.  The foundational elements for helping the system work together more effectively include 
accountability to high standards through shared metrics and policies, ensuring sufficient availability of 
resources and using our existing collective resources more effectively and efficiently, investing in a robust IT 
and facilities infrastructure to support quality learning environments, and facilitating collaboration and 
knowledge-sharing between the institutions.   

Initiatives that support this element include: System-wide shared metrics, System-wide policies, 
Organizational effectiveness and efficiency, Revenue management, Build state-of-the-art classrooms, IT 
systems assessment, IT organizational structure, Facilities master plan, Code compliance and infrastructure 
improvement. 

THE PATH FORWARD 
DEFINING COLLABORATION MODELS BETWEEN INSTITUTIONS AND THE SYSTEM OFFICE 

As Transform takes shape, the relationships between the institutions and the System office will change and 
evolve.  In the planning and implementation of Transform initiatives, institutions and the System office will 
take on different roles based on the nature of the work.  Having an understanding of the different collaboration 
models and under what circumstances they apply will help build a stronger system.  There are three main 
collaboration models that range from the System office having an advisory role to its taking on a more active 
role in defining the pathway.   

 Advisor – "thought partner": Institutions have the leadership and capacity for planning and 
implementation, and can benefit from the System office facilitating best practice sharing across the institutions 
and bringing in the perspectives of experts and external benchmarks to inform the strategy.  Initiatives that fall 
under this collaboration model include Veterans recruitment, Study skills for online and distance learning, 
Evening and after hours support. 

Empowered partner – "guiding hand": As institutions define their strategy, the System office sets the 
standard, develops targets for outcomes, and ultimately helps hold institutions accountable to meeting a high 
bar for quality.  The System office might play this role for initiatives in which consistent performance at each 
institution is needed to fully deliver on CSCU's ambition.  Initiatives that fall under this collaboration model 
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include First-year student experience, Blended learning and online course delivery, and Labor needs and 
workforce programs.   

Active driver – "defining the pathway": In some instances the System office defines the strategic direction 
and relies on institutions to ensure quality execution at the local level.  Most often individual institutions are 
closely involved in helping shape the overall strategy, but the System office takes on a stronger role in 
overseeing consistent implementation of the initiative across institutions.  The System office might play this 
role for initiatives for which there is high legal or political risk, high potential value to Transform, significant 
investment required, or where optimizing resource use across the system is required.  Initiatives that fall under 
this collaboration model include Organizational effectiveness and efficiency and Shared metrics. 

CRITICAL MILESTONES FOR TRANSFORM OVER NEXT TWO YEARS 

As mentioned earlier in this document, Transform is a multi-year effort with 36 initiatives, each with many 
milestones dedicated to improving the student experience.  Several milestones are particularly critical to 
ensuring that CSCU delivers on its ambition: 

 

INTEGRATED FISCAL VIEW 

In order to make meaningful progress toward the ambition, CSCU must fill a looming budget shortfall for 
2016 with additional state appropriations and/or through greater internal efficiencies: 

Key Transform-related milestones in the next two years

Spring Summer Fall Winter Spring Summer Fall Winter

• Fall	  2014	  a	  
capital	  allocation	  
request	  realized

• Passing	  budget	  
that	  minimizes	  
tuition	  increases	  
and	  reinvests	  in	  
student	  experience

• Beta-‐test	  20	  smart	  
class-‐
room	  designs

• Publish	  first	  set
of	  system-‐wide	  
policies

• Publish	  strategic	  
plan	  document

• System-‐wide	  
metrics	  
scorecard	  
released	  
in	  CSCU

• Publish	  report	  
on	  priority	  
industries	  for	  
CSCU	  jointly	  
with	  partners	  
(e.g.,	  DECD)

• Streamline	  
admissions	  and	  
financial	  aid	  
processing

• Implement	  org.	  
effectiveness	  
quick	  wins

• Identify	  business	  
partnerships	  to	  
launch	  four	  new	  
P-‐Tech	  models

• Launch	  pilots	  to	  
expand	  online	  
and	  blended	  
learning

• Boost	  academic	  
advising	  capacity

• Finalize	  design	  for	  
shared	  service	  
organization

• Implement	  
system-‐wide	  
academic	  
calendar

• Shared	  
metrics	  
scorecard	  
released	  to	  
public

• New	  chart	  of	  
accounts,	  single	  
instance	  of	  
Banner

• Identify	  
opportunities	  to	  
improve	  
academic	  
program	  mix	  
system-‐wide

• Build	  grant-‐
writing	  library	  
and	  develop	  
workshop	  to	  
train	  faculty

• Develop	  plan
to	  scale	  pilot	  
assessment	  
model	  for	  liberal	  
arts	  core	  (e.g.,	  
improve	  critical	  
thinking)

• Get	  BOR	  approval	  
on	  plan	  to	  scale	  
online/blended	  
learning	  models

• Begin	  
implementation	  
for	  priority	  capital	  
projects

• Roll	  out	  first-‐year	  
experience	  
programming	  
guide

• Transfer	  and	  
articulation	  and	  
general	  ed.	  and	  
pathways	  
completed	  

• Upgrade	  
networks,	  
telecom,	  
wireless

2015 2016

• Assessment	  of	  
efficacy	  of	  
second	  year	  of	  
Go	  Back	  to	  Get	  
Ahead	  program

Add milestones for:
• Seamless cross-campus registration
• Investments in faculty training
• Targeted services delivered to students (e.g., 

how to learn online, better study skills)
• Academic centers of  excellence

• TBD

4.1

1.18

3.1

3.2

2.1

1.2

5.1

2.2

1.19

1.8

5.1

3.2

6.1

6.1

1.10

4.1

1.13

1.19

7.1

1.9

1.3 1.16

6.1

Indicates initiativee name, located in appendix

1.24
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Conclusion 

The road ahead is full of potential and promise for our students.  Realizing the potential and delivering on the 
promise will involve hard work, flexibility, commitment and focus.  It will also require continued support from 
all of our external stakeholders.   The opportunities and prospects for success will be greatly enhanced and the 
benefits to our students greatly improved if we continue to receive their input and guidance throughout this 
journey.  Transform was designed to be dynamic and ever-evolving, to meet the needs of this and the next 
generation od students. 

The time for Transform: So, now is the time for Transform.  Over 6,000 people have already contributed to 
this extraordinary undertaking.  The collective knowledge, resources, and commitment of Connecticut State 
Colleges and Universities, coming together in one system, presents the unique opportunity to truly democratize 
higher education in the state of Connecticut; to ensure that graduates of CSCU are better prepared to achieve 
their goals in life and careers; and to ensure that CSCU serves as an economic engine for the state. 
Implementing the set of initiatives comprising Transform CSCU 2020 will help make this ambition a reality.    

How you can get involved: With Transform initiatives in various stages of development, there is ample 
opportunity to get involved and have a meaningful impact.  The success of Transform and of the CSCU system 
depends on the active participation of all stakeholders.  You can stay informed about Transform through the 
website (http://www.ct.edu/transform), where you can find bi-weekly updates on the progress of Transform.  
You can also participate directly in initiatives by reaching out to Executive Sponsors.  Opportunities include 
participating in initiative planning, helping to run focus groups and conduct workshops, and support 
communications.  

As mentioned in the Executive Summary, this plan is ambitious, and will be difficult to execute.  But its 
success will enable us to invest substantially in our state’s and students’ futures, and to sustain that success 
long past our time here.   

Salaries and 
f ringe benef its

Financial aid, 
procured goods 

and services, 
utilities, other 
non-personnel 

expenses

Targeted 
investments 

related to 
transformation

Total projected 
FY16 spend

State 
appropriation 

and f ringe 
reimbursement

Tuition 
and fees

Grant revenue, 
foundations, 

auxiliary 
services, 
including
regents 

scholarship

FY16 budget 
shortfall

Projected FY16 fiscal picture (operating budget) as of January 2015

• Developmental 
education

• Academic advising
• Early college programs
• Veterans recruitment
• Others

$1.25B
uses of funds sources of funds

Assumes f lat enrollment 
to FY15 and preserves 

low tuition increase 
similar to previous year

Options to fill 
budget shortfall

Additional state 
appropriations

Efficiencies 
achievable by FY16

• XX in non-
personnel

• XX in labor
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Thank you to all of those who have stepped up to contribute time, ideas, and funding to this ongoing effort.  
There is still much to do, and there are hurdles ahead; now more than ever the CSCU system requires the 
collective resolve of this community, our community, to stay the course.  Together, we will deliver on our 
promise – to our students, and to our state. 
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APPENDIX A – LIST OF TRANSFORM INITIATIVES 
 

 

  

Initiative name

Career-related programs (e.g., P-Tech) 2.2
Collaboration with business community 2.3
Career pathway alignment—CT Tech. system 2.4
System-wide policies3.1
Shared metrics 3.2

Labor needs & workforce programs 2.1

Evening and after-hours support1.21
Invest in co-curricular student experience & res. life1.22
Enhanced career services1.23

Philanthropic campaign to transfer from CCs to CSUs1.17
Build state-of-the-art classrooms1.18
Blended learning and online course delivery1.19
Study skills for online / distance learning1.20

Establish / grow early college programs at CCs1.1
Cross-campus registration and admissions1.2
Go back to Get Ahead1.3
Veterans recruitment1.4
Recruit non-resident students1.5
Improve opportunities for study abroad1.6
Graduate student recruitment1.7
Academic advising1.8
First year student experience1.9
Academic program optimization1.10
K-12 system alignment1.11
Academic centers of excellence1.12
Strengthen liberal arts core1.13

Research for graduate students1.15
Seamless system-wide transfer1.16

Faculty skill and development1.14

Organizational effectiveness and efficiency 5.1
IT systems assessment 6.1
IT organizational structure 6.2
Facilities master plan 7.1
Code compliance/infrastructure improvements7.2

Revenue management4.1

System-wide academic calendar1.24

Academics

Workforce of tomorrow

Transparency and policies
Revenue management

Org. effectiveness and efficiency
Information technology

Facilities

Initiative cluster
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CSCU	  MISSION,	  VISION,	  AND	  AMBITION	  
CSCU	  is	  guided	  by	  a	  robust	  mission	  and	  vision,	  approved	  by	  the	  Board	  of	  Regents.	  	  In	  light	  of	  the	  
revolution	  in	  higher	  education	  and	  as	  CSCU	  embarks	  on	  Transform,	  the	  system	  has	  adopted	  the	  
ambition	  statement	  to	  build	  upon	  and	  extend	  beyond	  the	  mission	  and	  vision.	  	  The	  ambition	  for	  CSCU	  
expands	  upon	  its	  mission,	  emphasizing	  a	  focus	  on	  access	  –	  truly	  democratizing	  higher	  education	  –	  and	  
emboldens	  the	  system's	  commitment	  to	  serve	  as	  an	  economic	  engine	  for	  the	  State	  of	  Connecticut.	  	  The	  
ambition	  is	  the	  aspiration	  for	  CSCU	  and	  the	  system's	  promise	  to	  students,	  to	  be	  realized	  through	  the	  
planning	  and	  implementation	  of	  Transform	  2020.	  

MISSION	  

The	  Connecticut	  State	  Colleges	  &	  Universities	  (ConnSCU)	  contribute	  to	  the	  creation	  of	  knowledge	  and	  
the	  economic	  growth	  of	  the	  state	  of	  Connecticut	  by	  providing	  affordable,	  innovative,	  and	  rigorous	  
programs.	  Our	  learning	  environments	  transform	  students	  and	  facilitate	  an	  ever-‐increasing	  number	  of	  
individuals	  to	  achieve	  their	  personal	  and	  career	  goals.	  

VISION	  

The	  Connecticut	  State	  Colleges	  &	  Universities	  will	  continually	  increase	  the	  number	  of	  students	  
completing	  personally	  and	  professionally	  rewarding	  academic	  programs	  

AMBITION	  

To expand access to quality higher education in the State of Connecticut (making a rigorous and affordable 
education available to more students from all backgrounds), to ensure students are graduating with skills and 
learning better prepared to achieve their life and career goals (promoting a more educated citizenry), and to 
serve as an economic engine for the state (graduating more students equipped for careers in the fastest growing 
fields in Connecticut).	   	  
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