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June 17 , 1987 

To my friends and colleagues at the College of New Rochell e , 

t lJank y0u tor .i.nvitlny me to participate .in your deliberations of 

tl11.s uay . I am no stra ng er to t.his institution. I first v.ts.iteci 

you in tne tall ut 1981 as you were preparing for a Midule States 

v is.tti 11y tearn , and la.st year I had the opportunity to co 11duct d 

review of 0 11e of your branch campuses for the Middle States 

com1111ss1on on H1gtier Education . Dean Blake and I !lave .serveu 

together on the Board of 'l'rustees of the Council for Adult anu 

Experiential Learning , and I have come to know , admire, and resl!ect 

y0ur president from our tirst meeting some six years ago . 

I also corne re1,Jresenting an 1nstitut1on of kindred spirit ; f o r 

i n a very real seuse the Coll eye of New Ruct1~l le , 'its School of Hew 

Hesources , and Thomas A. Edison state College share a special 

responsibility i11 tile leadersh.i.p of an ec1ucdt.i.onal movement . We 

have made as a centrai focus ot our collective existence tn e 

provision of higher education of exemplary quality to adult 

l earners . rt is uecause my previous visit s to you have Geen 

evaluatory in trieir nature , with a tocus on the yuality a ss uranc e 

processes that all of us in the academy embrace , I would lik e to 

snare w.1.th you th.i.s 111or11inCj .some thoughts on huw quality as s urclnce 

bt!comes in.stitut1onalu ~ed in an institutional uutcum e s a sses sme nt 

prucesses . 
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Col l egiate outcomes asses::;me n t is a n important topic acro::;s tile 

country , a 11d I \, ish I could tell you that the early mocfols cot .its 

impleme ntation were positl ve and us eful . Unfortu nat ely , I fear tl ia t 

more of tile e xaillples , at least in the pub lic sector , give credence 

to the L>ias that a government has enor mous capacity for destroying 

good ideas t l1rough the implementation of bad and ill-conceiv ed 

practices. I n New Jersey , I believe we ba ve the opportu n ity to 

e ngage in meaningful institutional outcomes assessment ant.I uo it 

ri:iht. I must quickly add that , whil e 'r am cautio usly OJ?tlmistic 

based un those things I ' ve seen to date , we ha ve not yet gone past 

tbat thresnold for the opport unity to really screw it up . 

I ' d like to Ll.iscuss these things with you beca use quali ty 

a ss urance, selt - st udy , se l f-e val uati on , a nd tlie e nti re co ncept ut 

outco 1ues assessme n t are tunt.larne 11tal ant.I critical to those of us \•1110 

wcJUld dare to ex!:Jerime nl: a nd innovate. Indeed , the only ap propri ate 

rationa l e for innovation is that by doing some thi ngs di ff erently we 

do them better . 'l'he enhanceme nt 0£ quality has tu be the ubjective 

of i nnovatio n , therefore , valui ng the assessment of qua lity is 

fundame n tal t o tile cause of the inn ovator . Without goi ng i n to t he 

dyna1111cs ol the lJUblh: policy discu ss ions surroundiny i11stitu tio 11al 

out comes as sessme nt in New Jersey , I would like to outli ne tile 

t-1r0cess we 11ave e mbarked upon at Thomas Edison State CollegE! and 

share witn yo u sume implicatio ns and possibly some advice as to how 

some t l1111gs l ear ned uy us might be useful to you. 
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Fir s t , a 1'ew Jetinitiuns and s ome restatements of the ob viou s . 

Institutional outcomes ass essment i s focused on tlie iu st i.cution . It 

is a studied , m~thodical way of an institution ' s measuring a nd 

evaluati ng itself against its stated objecti ves a 11d purpose . It is 
' 

not a n e valuation of stude nts or i ndividual st ud e nt lear n in<;J 

outco mes ; neitller i s it a n evaluation of i nd ividual facult y or 

au,ninistrato r s , but rat11er , do ne p r ope rl y , a source of in formdtio n 

a nd us ef ul feedback 011 the effective ness of the college ' s programs , 

struc.:t u res , a ud curricula . .secondly , ' by its very nature, outcomes 

assessmen t must be ce n tered a nd r efe ren ced 011 the specia l a nd unique 

character of t11e part i cular i nstit uti on. 

As one woul d e xpect , well do ne institutional out comes assessment 

approaches will vary from institution to institution in direct 

proport ion to the uistinctiveness of the institutional mission an~ 

processes . Although the School of New Resources a nd Thomas r::uiso n 

state college have very similar missions and serve a very similar 

clie nt ele , their a~pruaches and processes are very different fro1n 

one a nother a nd , theretore , their approaches to outco111es as se ss111e11t 

will necessarily be ve ry different from one another . 

111stitutiunal selt - analysis must always start from an 

institution ' s understd nding of its mission . For tile sc110ol of New 

.Resources , there is a seco 11d step ut r efinement ; in your case , yuur 

missio n defines yo ur cl.ie nt ele . 'l'hereto r e , your programmat1t: 

effectiveness must be :jut.lged not onl y f r oni the poiut-of-view of yuuc 

fidelity with yo ur mi ss i on , but ot equal importance , relevanc e t u 

1 ts spec i al anll un1yu12 characteristics or U1e st ude nts you serve . 
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A great aeal is k 110wn abou t the cbaracteristics of tlle a cJult 

learner ill contempo rary hiyher educatio n. ~our SJ:.>ecial apµr0 ac t1 to 

~urricula uevelopinent , your ~xtensi ve processes for the assessme nt 

of prior learning, are all built upon assumptions , rather well-

researched assumptions , about tile assets and learniny styles o1 

olde r atlults. Simply stated , these stude11ts ' two most special 

promi nen t characteristics are: first , they are highly 1notlvat. e d and 

goal-orie nt ed; secondly , they generally bring considerable l ea rn iny 

wit~1 them when they come to tne academy. secont.lary cliaracteri.stics 

are chat, when l:)roperly itifo.rmet.i and provided with sutfic.ient 

resources , they are also very indepen de nt and responsible in taking 

charge of tl1eir educational pro~rams , activities, and ubjectives. 

And finally, c1fl<l t,>erhaps the most important differentiating factur , 

.is their ai.Jility, w1lli11gness , and expectation for acceptin g 

accountaoility foe the decisions they make in ac11i-ev1ny tl1eir 

learning ui.JJect ives . 

This ::;tatement is uot unexpected within the contex t of th e 

rights and r es l:,)onsibilities of general cit.izenst1ip. It is not news 

that adults daily make uecisious about aspects of their liv es and 

are then held accou11table personally and institutionally tor the 

conseque nces of tnose decisions. Indeed , in th.is b ic e nt e nnial year 

of our constitution, uur entire political structure makes tnis same 

assumptio n about our a uult population. 
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'l'his , however, is very different frorn ttie expected postur e 

bet wee n traditional e~ucatio n at al l l e vels arid traJitional-a~ e 

st udents . wli1le it is tru e that colleges and univetslt.1.es expect a 

muc h ni gher l~vel of matu r at ion ot its st ud e nt s t11an do seco ndary 

schools , th e faculty is expected to carry a much gr eater burden in 

both tile respo nsibility and accountability fot - the intellectual 

t.levelopment of its stude nt s . so , the task for selt - evaluation for 

you is nut only are your programs eff:ective ly deliveri ng their 

~tated purpost=s , but a re they doing so i u ways that are consistent 

a 11t.1 co mpatil>l e with those spec ial c:rnd different th in gs ~,e have come 

to know as characteristics of your ::;tudents? 

Now for ct brief co 111)!ara tive prime r auout 'l'homas A. t.::d1s0n State 

college . Like your School of New Resources , we are exc lu sively 

t.levoteu to servi ug tile aault learner . We currently enrull 

app r oximately 6 , OUO st ude nts where the average age, i s about 4 0 . 

Unlike you , we have a very traditional curricula titcucture tor our 4 

baccalaureate and 6 associate deqr ee s . Like you we make effective 

use o(: Vdr 1ous touns ut prior le ar n ing assessmet , t . Unl.1.ke you we 

ha ve no for111al classroom i11struction of our own. Students transfer 

i n credits ttum co u rses take 11 elsewhere or- they study with us 

t.lirectly through wliat we call Directed I ndepe nt.lent Study , which are 

111euia-support ecl courses gu1c:1ed by a faculty mento r. Like you we 

take a consumerist a1:>l,)roach in that our stude nts are in cllar<:Je of 

tneir eu ucatiunal l:)rucesses and objectives . Unlike you we have no 

s tandiny .t:acu1ty uf our uw11; but like you \le are cummitteu tu 

acade mic y_uality ut tti~ highest order . 
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'fhe appr oac h we c1re taking in i nstitutional outc omes assessmenL 

s t a rt s wit h d r evi sitatio n to our c.;ollege missio n st..:1te rneuL. 

Centrc1l to tl1at missio n i s tile defini ti on oi uu r student clie n te l e 

a nJ the s pe c i al characteri st i c s of that co nst i t ue ncy. Tu ac11i 0ve 

our missio n a nd serve this clientele , we constr uct programs c1nd 

e ng a ge in programmatic activity . We hav e con~LructeJ a matri x ur 

a<.:ademic taxonurny wl11ch all ows us to examine our work fron, certai n 

m1ssion-se n~lti ve poi n ts - of -view . Ther e is a st andard- setti ny 

e xerci si: , a determinat ion of measures by which to evaluate those 

sta 11Jards , a pLoces s for collecti ug data , a nd tlle n a feed back loo p 

fo r l 11cu rpor ati ng those things learned from t he assessment into t he 

fo rmul at ion ot institutional policy and i nformi ng our consurners -

our students . 

'l'l1e fi ve e l ement s of tne matrix are a::; tallows : first , LhOS<.:! 

tn1ngs elemental t o the notio n of "stuuent ernpo wez.'lllent . " It one 

ass umes a sLucie 11t-d ir e cted Hppru ach to higher e Jucati on whete 

st udents are r esµo ns l bl e and ac c ou 11tabl e fo r their decision-making , 

.i.t becurnes incumbent Ul:JOn the in s ti tut ion to µrovict e st uue nts wi t11 

timely , accutate in form ation f r om which th e stude nts ca n make 

intelligent decisio ns abo ut their academic µr ograms . We do this 

th r ough a number of act ivi t ies , through our pu1Jlicat1ons , through 

our ad vi si 11g , degr ee planning , transfe r cred it e va luations , etc . 

~,h a t a r e the s ta II u a r us ? S i 111 ply s ta t e d - do these t I 11 11 gs . In 

tact , pro vi ue ti1111d y , accurate i nt or 111ation tl1dt st ud e nts v ie~, as 

useful to decisio ns . \Jho sets the st andar d and how i::; it ,nt!.:.isureut 
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Well , o~viou s ly , th~ students set the standard and we 1ne asur e lt 0y 

aski uy them . Do , i.n fact , these l,>rocesses provide you w.it11 Lirnely , 

accurate i n(ormation , and lias and is it useful to you in making 

uec i sions about you.c interaction with 'I'hornas Ediso11 state Colleye? 

~/e will ask tllem; they will tell us , and from that we will 111ake 

Judym e nts auout tlie E::!ttectiveness of tho se a(;tivitie s . 

'l'li1= oth~r four elements ot tilt matrix are prior le cHning 

assessme nt , a nu , u£ ~ourse , we k110~, that there are many way s that 

vne assesses tile validity and reliability of l)rior l ear ning 

assessme 11t . 

The third ele111ent i s the curricula and stud e nt l e ar11ing 

outcomes , anu , of course , we have all kinds oi ways ot ev alu a ting 

the validity of our c urricula anu the reliability of s tudent 

out comes . 

The fourth element is instructio u , and , of course , allot us 

liave had exp e rie nce in the e valu ation ot i nstru<.:tion . 

And the tiftl1 e l ement , wnich may be special to us , is system -

ouildi ng , and as you may know , in a real se ns e Thomas I::chson State 

Coll ege rep1~s e nts a mini - system of hi1:1tier educatio n in New Jersey 

for auult lear11ers . 'l'hrougb out Statewide •res tiny anLI Asse ss me11t 

Center , we Lio prior iearning ass1:ssrne nt for over 30 colleges a nd 

univ ersities in the state . We have tran s.fer articulation ayreements 

wit11 pract i cally every institution in th e state , a n d we hav e un yoi ny 

l..'elationsl 1iµ s anu Jui 1lt ve ntures witb over 40 New Jer s ey cotpurate 

c.;!ie 11ts . 
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We are engaged in the exercise of sorting out our proyrams and 

activities accorJin1:1 to the fi ve eleme n ts of this matrix . Ui 

course , we do not presume to evdluate all of our activities by till.5 

model . We are e ngaged 1n development and sol i citation UL 

µhilanthrol,)y as au important activity which, in this model , is not 

considereu . fne e tf ective ness of our management , as asse8sed uy 

t11111gs like auJ1ts , is likewise not addressed under t111s muctel . 

I111purta11c institution al objectives like mirwrity recruitment a ud 

atfi rmative action are clearly rel eva nt to institutional 

self -assessment, anti thi s we ha ve a ud wil l continue to do , buL n 0t 

necessarily using this model . 

'I'he t wo most important aspects of th is e nt irt! rnodel first co111e 

in the exercise or setting sta ndards , tor in doing so we are forced 

to deal with tile congruity a nd consiste ncy of our position in 

reconfiyuriny 1nst 1tutional ~ractice8 wit l1 those tn1nys we know 

about , and co nsiste m:y a nd compliance with our institutional 

miss ion . The secunu JJe11efit .is the abil.ity to provide good anu 

usefu l intorination i:Jotll to ours~lves and to our st udent s as to the 

e.tfect ivenes::; anJ reality ot our worK . 

But t11ere i s , i11 addition , a very important uotturn li ne !Jenetit 

o c this approach of !:>pecial .siguiflcance to institution!:> like yours 

anJ mine. You see , i11 my experience , the biggest challenye l:ur 

those ot us who would .innovat e is to defend against the tenue11cy tu 

trd nsform tht! innovation into tile creation of th e new orthodoxy. 

For it is very difficult for us to avoid the temptation and na tural 

seuuctive te nde ncies to recr ea te in ou r in sti tutions our 1utJ.1.viJua1 



-9-

educatloodl experiences. For surely , the biggest influence on how 

we raise our c11i l<.lren is how we were raised . The greatest in f lu e nce 

on bow we teach is liow we were t a ught. And whil e that experience 

~ase is an asse t at other institutions , it is deadly for colleges 

like ours . fur , yo u see , none of us were ed ucated in institutions 

as th ose we now serve . 

I would like to yive you two examples to illu st rate this po~ nl. 

l was a Dea 11 at 'l'owson Stat e Coll e y e in the early 7 0 's and that 

' institutio n at Lliat time sh ar ed with you the attrib ut e of ha ving two 

separate stude n t I.JocJies . th e da y .school traditi ona l a<.Je stud e nt 

I.Jo<ly and abo u t 6 ,000 e ve nl ng sch ool ad u lts . The Stude nt Affairs 

Division at Towso n became very concerned over the fact that the 

adult stude n ts were not ~articipating i n the "s tude n t life " of the 

colleye a nd ex,b)er ie nced a series of f ru strations a f ter deploy.i.n(d a 

ser.i.es of act .i.vitles whicl1 failed to attrdct the interes t of the 

adult st uJ e n t ~o~ulation . 

When, in the late 70 1 s , Tennessee State University , a n 

i 11stitutio n made up al111ust excl usively of traditio nal age students , 

took iuto its miJst through merger a nd ac4uiced the University of 

'11 en n es see a t l-.J as l Iv i 11 e , an i n s ti tu t i on ex c 1 u s i v el y ma u e up of au u 1 t 

lear ne r s , t!Jey likewise e xperie11ced co nc er n and frust r ation a s tu 

the inal.Jility oi uw olvi ng adult st udents iu the s tu de nt lif e ot tn e 

in s t.itution. 
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In both cases , the respect i ve uni versities at long length struck 

upon the idea of asl<iny the st ude n ts directly what kinds o( t h in(Js 

~houlu ue uone to involve ti1e111 i n campus student life . Their 

res!_.)unse was sw1£t a nd clear . 11'he answer was - notning . v111at tho s 1:::: 

institutions were told t.>y tl 1ei.c resb)ective student bodiel:> was that 

we are h~re to achieve specitic educational objecti ves thaL we hav e 

der i neu ; we want the processes of the institutio n tu be rea s onabl e , 

clear , anu eftective ; we want high quality ; anu we want tu I.Je left 

dlune . 

At Thomas Euiso, 1 state College , in t11e spriny ot 19!:lJ , we we nt 

throul::}h d ll exercise of ree valuating our mode for deliverin~ stuuent 

auvisi ng . Prior to that time we had a caseloatl advi s in~ system 

where ea~h advisor was assigned a specific ca s eload of advi s ee s f o r 

whum these advisors would be a vehicle i n per s onalizetl one-on- one 

i n tetaction uetween tile student and the institutioH . ot cours~ , a ll 

or us , and especially tl ie advisors , were abso l utely co nv1ncetl that 

t111s one-0 11-o ne µersonalized attention was an es s eutial el e 111ent of 

effect i ve adv~siny ancJ institutio nal effectiv e ness . 

Unf ortunately , i ncreased enrollment dema nds aid not make th e 

caseload apt1roaell very cost-effective . But tile interesting thing 

was the data vie collected trow the stude n ts said very clearly thaL 

a c curdte , timely intorination was mure important to them t han 

!_.)er.so11al une-0 11-on e i11teractio n with an advisor. As a c onse yuenc e , 

\,e abduJo neJ th e cas e load al:Jproach and created an a<.Jv1serne nt c e nt e r 

Liy which d stuu e nt could be servetl L>y auyone who rec e iv etl Lill:! 

stuJent's 111yuiry or requ es t for serv i ce . Ironically , whil e th e 
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auvisiny staft 1nit1 ally saw this as a deterioration in the quality 

oi our work , til e stu<Je n t:.; saw it consiste n tly anu unequivocally as 

a 11 improvernent i n tile 4uality of advising . '1'h1= fact of the matter 

ii:; tbat our ca::; e load approach was more a r(:!spo nse to UH~ 

f:JCOfess i o nal ne e us uf our advisors to advise t11an to tl1e stude n t ' ::; 

nee d foe advisi ng . A pra<:tice that our f:Jro.tessi.oual eJucatucs 

initially receiveJ w1tll alarm as a retreat from yuality was ernbraceu 

by our student::; as a quality e nhanc e ment . 

We are wise to be st ude nt-centered as well as stude nt-

se nsiti ve . It is fur this reaso n tt1at we view it as critical to , iu 

some structureu way , foc us on those aspects for wnich students are 

ri1.:Jntly i n cbar ge a 11t.J acc ountable , a nd separate these tilings tro111 

the leg i timate purview of us as professio nal educators. 

'l'here are lesson::; in these things for l>oth of us. We have 

learned to trust our stude nt s in setting the standards as well as 

maki ng evaluatory judyments about tno::;e thing8 for which they dre 

th1;; valid authoc1ty . We have also learned how tu separate thos e 

tl 1ings from thost! elements with in the apprupriat e purview ot 

prot.essio11al educator:,; . 

I have some ddvice tor you . '!'hough you nicty not i;;mbrac.:e c,u r 

app roac h , it is importa nt tor you to create sttuctures wl11ch wtll 

tocce you to cballenge your assumptio ns and prc:1ct1ces Leste a 

aya1nst your stated l,)urposes and student chc:1ra cter is tics . You have 

an e normous l y c.:u:!ative approach to st udent particil_Jation 1n 

curricula develuJJment. ~~1t111n the ):Jarameters set by tt11= Lacult/, 

your stuJe n ts a nn ually recreate tlie institution's curr1c;ul a . 
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'l'hc appropr i.:itenes~ of tl1is is co ns i stent wi tll the notion of 

s tu Jent e mpowe rrnent a nd a lJ.i.1.i. ty tu ue self-LI i rec tecl a nd accout1 Lubl e 

tor these judgments . 'l'he contextual framework provided oy the 

tac ulty is appropriate to the expe rtu; e of a community of sc lio l ar::; . 

However , a caution - keep tlte standing faculty of the Schuol of I-Jew 

H~suu rc es very Vl;!ty stna 11 . select them and focus t hem Ln the a rea 

o( curricula developme 11t . He preoccupied with th e f r amework uL 

c ucricul a ant.I bruad plan ni ng outcomes ant.I avoiu be.i.119 intrusive in to 

t1Jose preroyativ c ::; now assiy ned to your students . 

You cannot recruit a nd maintain a faculty of s uffici en t breadth 

an<.J deptll so as to allo w your st udents to regularly recreate the 

c ur r icul a a ud expect to ha ve th e in-house expertise to responu to 

sucn fluid and liquid inst ru ctio nal demands . It is paramou nt that 

if yo u are to remai n faithf ul wi th your st ated approaches , yuu 

cannot , as Edi s on did , put the lear111ng needs ot you-r student in 

competition witt1 the pr0£essiona l need s of your faculty . You would 

be unique inde e d if you ross e sse u tb e institut i ona l sel t- ui s cipline 

tor til e stude nts to success tully compete in t bat a r e na . 

I du not wish tu be perceived as pickin~ on the faculty . I ndeed 

the affectio n for dogma ls certai nl y not the monopoly of the 

pcactic1ng scholars . 1 remernuer the debates 1 had wi th some ot yu ur 

leade r ship in mt 1981 visit co nce rn i ng your stated lack u[ 

requi r ements . 1 r ecall challe nging t nat assumptio n - one , because I 

w~s n ' t s ure it WdS a guoJ id ea ; and, secondly , ir1 your ~ractLc ~ you 

c l e arly 11c1d require111ents. Hlsile I Jon ' t recall what tht!y we r e , I 
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was tulJ that therl::! \las a cornmon expectell pattern of pcugress tor 

st ud e nts a nd tl1dt in the history of tl1e school no st ude n t haJ ever 

come through without meeting this pattern . In my view , that sounded 

like a r~yuirernent , l;ut 1 was strongly admoni shed that this 

co1nci<.lence was the result of "viyorous advising ," but uot .:i 

t elJu irem 8nt. 'l'ile tact of the matter .i.s it was a ceguire111erit ctnd it 

shoula have been a requirement anJ the inability of t11is policy tu 

l>c ho 11est with itself a nd its stuuents was one of the best exe1ml;)les 

1 could g ive tu you as to the dangeri of your innovation l;eco1ning a 

ball anJ c11ain when it becomt?s tl1e new dogma or ort ltod oxy. 

Of course , what we tell our students , our con~umers, is also or 
cdtical importance. Half of tlie graduates of 'l'llomas Edison state 

College go on to graduate a nd professional school , and YO% are 

admitted to th~ pruyram of their first choice . 'l'he a vecct•::Je graduate 

1s with us fur two years trom enrollment to commencement . l[ you 

begin th1s in st itution with 60 or more crellits a nd if your ubjacL1ve 

is to go on tu gracJuate and professional school , corni n<J to Ec.Jison 

111akes a lot of sense . If , on the other hand , you are enter 1ny our 

institution with O college credits and without much probability uf 

edr ning credits through prior learning as:::;ess 111ent or utller means , 

you ' re probably looking at being with us 9 OL 10 years . 'l'llose ure 

tv.Ju very differe11t patterns of interaction within the ::;uine student 

body ancJ within the same c.:olleye . 
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I.I: my in ::;t i tutiu11 is respectful ot tile notio n uf student 

1::rnpuwermen t , th e n we have a n obligation to giv e to th e m two very 

di.tferent students informatio n tor them to have accurati: but very 

different expectations of what their tenu re a 11d experience \Hth us 

is likely to be . 

In closing , what I have taken much too l o ng to say is tl1a t we 

rnu::;t take pd1ns and go to great lengths to continually clialle uge 

ourselves a nd chc1lle11ge each other to test , r e vali date , a t1d reafti r 111 

wl1at w1:: Lio. Trust our students; it is for their benef.J.t we exist 

and th1::y have an e normous capacity to keep us honest if we will 

lis ten to thelll . 

He preoccupi ed wi t h quality a nd i ts assessment , for .1n the ti 11al 

analysis it s preservation ca n be our only ra tio na le for the 

in novatio n we se\:k to deploy . And in the end , ta k,e note of t i1e 

~dttern of ~olitical re volu tions; tur we in higher educati on are 11ot 

immune from t110se same processes , for in the innovation of touay is 

the creation ot the orthodoxy of t omorrow. 

For special institutio ns like Thomas Edison State College and 

the College of New Resou rc es , co ntinued innov atio n anu st ude nt-

ce nt ered responsivene ss t o adult learners goes beyond a casual 

.inter est . uur leadersi 1ip is a 1nandate - it is our responsibility . 

1'11ank yuu. 


