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Learning from Online Learning Today 

The analysis of on line learning today conducted for the CSU concludes that the online learning market 
remains boisterous and growing. While there is early evidence that some areas of online programming 
are maturing, there is growing evidence that continued convenience-seeking behaviors among large 
numbers of postsecondary students will make demand for online modes of delivery durable. Second, it 
is nearly impossible to imagine that the state of the art of online delivery will remain constant. Rather, it 
is likely to be constantly and even dramatically improving. Third, investments in synchronous and 
asynchronous courseware, in online tutoring, and in linking pedagogy to the growing literature on the 
neuroscience of learning are outpacing those being made in classroom-based instruction modes. 
Fourth, online learning is becoming commonplace in both K-12 and corporate training settings raising 
expectations and comfort levels with online modes further. These trends suggest that public University 
students are likely to continue their current trend of moving between online and classroom based 
modes of instruction as the circumstances of their lives demand. Moreover, to the extent that CSU 
embraces the student access and success goals laid out in President Obama's ambitious targets for 2020, 
and to the extent that higher education's pendulum may swing temporarily away from the for-profit 
providers, overall demand in California for 4-year university education offerings is likely to rise. Some 
portion of this rising demand will flow to the CSU and can and should be met without adding to the brick 
and mortar infrastructure. 

Options for the CSU 

All of this said, California State University's success in creating a significant and durable on line multi
campus presence cannot be assumed. In particular, competition by the for-profit providers should not 
be underestimated. While this sector is currently under siege, it remains large, organized, and vastly 
more experienced in online delivery than the CSU. Further, other nonprofit institutions see California as 
an important source of online enrollments and will increase their efforts to grow by attracting California 
degree completers, working adults, and others with large, flexible, and respected programs. With 
names like Penn State World Campus, or Colorado State World Campus, these institutions do not now 
and will not in the future overlook the Golden State. Finally, the California budget climate is sobering 
and creates a temptation to either venture only into the "tried and true", or worse, to do things "on the 
cheap." 

Christopher Hopey, President of Merrimack College and former Dean and Vice President for the School 
of Professional Studies at Northeastern University- a very significant on line education provider
offered two initial words of advice for CSU: price and convenience. "Price," said Hopey "is very 
important in the market CSU wants to play in. The value proposition matters!" On convenience, he 
argued: "The CSU will have to make it easy for students to enter and exit [the online program]." Hopey 
also argued for service and simplicity. "Successful online programs respond immediately to student 
inquiries, getting back to students or prospects in a couple of hours." To accomplish that, Hopey built a 
call center at Northeastern. Convenience and service, of course, cost money. To manage costs, Hopey 
advises keeping it simple, in terms of curriculum. "(A course or program] doesn't have to be fancy 
online," he advised, "just coherent and simple. If it gets too complicated, you get yourself in trouble." 
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Success Factors 

Success by the CSU in creating a significant presence in online learning will depend on: 

• 	 Articulating clearly the motivations underpinning a CSU decision to make a bold University-wide 
move in online education 

• 	 Identifying the principles that will guide the evolution of the new program 

• 	 Making good initial decisions about program structure and ongoing governance 

o 	 Mapping the value chain of activities associated with creating and supporting on line 
education programs 

o 	 Deciding if the CSU has the capacity or competencies to perform all of the tasks in the 
value chain and, if not, a process for deciding how best to source or develop the 
capacity 

o 	 Delineating 'central' and 'local' roles and designing processes for governing those 
decisions going forward 

o 	 Determining which elements of the IT infrastructure and core academic, business, and 
student processes are appropriate to the online offering and which are not 

• 	 Making good initial decisions about program focus and brokering agreement on how 
programmatic decisions get made on an ongoing basis 

• 	 Developing a partnering strategy to determine whether or when to purchase a service, build 
and operate a service, or when to enter into ventures that share risks, rewards, and 
accountability with business and/or academic partners 

• 	 Communicating information about the online program among the myriad CSU internal and 
external stakeholders 

• 	 Building whenever possible on the goodwill, enthusiasm, and good thinking of CSU people and 
programs in this arena while recognizing that simply and slavishly retrofitting existing 
technologies and CSU processes will not produce an online service and delivery environment 
that competes effectively 

• 	 Reforming the exchanges of course credits between and among campus programs. 

Principles and Policy Objectives 

The Technology Steering Committee (TSC) of the CSU was guided by both principles and policy 
objectives. The desire to explore 'a bold CSU-wide move in online learning' was explicitly not motivated 
by (1) nai"ve confidence in technology as a vehicle of instruction; (2) a knee-jerk reaction to perceptions 
that the CSU was "behind" in a visible and important race; or (3) an irrational view that on line learning 

' programs could or would financially rescue an educational enterprise under financial challenge. 
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Policy goals discussed by the CSU Technology Steering Committee included: 

• 	 Promoting access to a CSU education 
• 	 Reducing student time to degree 
• 	 Increasing student retention 
• 	 Enhancing the CSU reputation 
• 	 Increasing convenience for CSU students 
• 	 Protecting jobs and academic programs 
• 	 Future proofing the CSU 

• 	 Improving the utilization of CSU resources 
• 	 Increasing new revenues 
• 	 Lowering costs 

Reminding people of these policy goals regularly will be an important aspect of communications. Too 
many of the prominent dot-com education failures of the 1990s occurred because institutional motives 
were either ambiguous or narrowly and unrealistically financial. 

CSU's Technology Steering Committee also worked carefully through the set of principles that should 
guide the development of a new on line learning program. These guiding principles (still under 
development) include: 

1. 	 Coalition of the willing. Students may choose whether or not to take courses fully on line and 

faculty may choose to teach online, or not. CSU campuses may opt to participate in any new 

on line program that emerges from this work, or not 

2. 	 Appropriate compensation, recognition, training and support for developing and delivering 

on line courses. Extra faculty work will be compensated and on line teaching will be recognized 

in the retention, promotion and tenure process where appropriate. Necessary and sufficient 

faculty training and support will be provided 

3. 	 Equal access for students. Sufficient financial aid will be provided to allow on line undergraduate 

options to be accessible to all CSU undergraduates 

4. 	 World class student services. Online students services will reflect best practices and services 

will include academic advising, career services, financial aid, tutoring, and technical support 

5. 	 Place should not be overlooked. On site components for online course offerings will be 


considered to leverage the physical infrastructures of the CSU campuses 


6. 	 Pricing will be competitive. Prices will be competitive in the higher education online market 

7. 	 Quality courses. Online courses will meet or exceed the quality standards of CSU face-to-face 

courses 

8. 	 Technology will be selected and incorporated to promote operational flexibility and adaptability. 

9. 	 Build the new enterprise on CSU principles. not necessarily on existing CSU practices. A new 

CSU online program needs to be designed and built as an onlin-e program. Building on line 

processes on a foundation of current CSU processes that were designed for a different delivery 

mode will likely fail in the online education cqmpetitive climate. Online business processes must 

enable creativity and innovation and be nimble, adaptable and responsive 
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10. Existing programs and resources will be leveraged wherever possible. Academic programs (not 

per se processes) take much care and years to develop. Wherever possible, existing expertise 

will be utilized and existing campus degree programs will be respected 

Structure and Governance 

As information technologies have matured, the issues of program structure and governance have 
become more important and more nuanced. Not long ago, the one with the technology typically 
became the operator of the on line program. This is no longer necessary and as a result, a widening 
range of governance options, entry strategies, and partnering strategies are emerging. We have moved 
from a "do it-don't do it" set of choices to a much more diverse range of choices whose answers hinge 
on questions like: 

• 	 Do we have access to the needed start-up capital? 

o 	 If not, do our policy environment and culture provide for sharing of proceeds from an 

academic venture? 

• 	 How important is it that we move quickly into this market? 

• 	 Are our governance, academic processes, and business processes competitive or 


anticompetitive in arenas influenced deeply by student service and convenience? 


• 	 Do we have the expertise and/or the operating capacity to grow into this new activity? 

o 	 Can we scale our operating capacity as we succeed? 

• 	 Are we equipped to recruit students outside of our historic catchment areas? 

• 	 Are our IT infrastructure and IT support processes robust enough, flexible enough, and 


responsive enough to adapt to the new demands posed by on line programs? 


• 	 Do we possess the core competencies that this mode of instruction demands? 

o 	 Marketing? 

o 	 7x24x365 service desks? 

o 	 Online tutoring? 

o 	 Instructional design? 

Program structure and governance options hinge on the answers to a few questions: 

• 	 Who is administratively responsible for the entity? 

• 	 Who controls the brand? 

• 	 Who approves the curriculum? 

• 	 Who develops and manages the academic program? 

• 	 Who issues the degrees or other certifications? 

• 	 Is the entity CSU-exclusive, CSU-dominated, or CSU-included? 
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Using these criteria, the available options to the CSU can be summarized as follows: 

Who Provides 
Fiscal and 

Administrative 
Control 

Who Controls 
Academic 
Program 

Who Issues 
Degrees 

Who Controls 
the Brand 

CSU E><clusive 
or Open? 

1 co co co CSU CSU only 
2 co Campus Campus CSU and Campus CSU only 

3 
Campuses and 

co Campus Campus CSU and Campus CSU only 

4 
CSU-Created 
Consortium 

Campus Campus 
Consortium and 

Campus 
Open 

5 
E><isting External 

Consortium 
Campus Campus 

Consortium and 
Campus 

Open 

6 Campus Campus Campus Campus CSU only 
Multi-campus 

7 Shared Service Campus Campus Campus CSU only 
Provider 

8 New 24t Campus New 24t Campus New 241 Campus New 24t Campus New 241 Campus 

The distinctions between these options can be subtle, yet they are essential and deserve careful 
thought. They are more easily understood if one were to imagine creating a new joint-stock entity. In 
this thought e><periment, an entity's stock could be owned 100% by (and accountable to) a campus, it 
could be owned by a consortium of five campuses, it could be owned by the CSU Office of the 
Chancellor, it could be owned proportionally by all CSU campuses as the result of a compulsory tax, it 
could be owned by participating CSU campuses and the Office of the Chancellor for the benefit of the 
CSU, or it could be owned by a third party who makes it possible for CSU to either own stock in 
another's entity, or to participate in delivering programs through that entity. The nature and 
proportions of stock ownership are not merely symbolic. They determine who controls key aspects of 
the underlying entity. 

1. 	 Creating a centrally chartered entity that develops curriculum, delivers courses. and issues 

degrees centrally. This option is conceptually possible but is impossible to imagine in the CSU 

context. In this model, the CSU Office of the Chancellor would source or develop courses and 

would issue degrees. This is mentioned only for the sake of completeness of the analysis. 

2. 	 Creating a centrally chartered and branded entity that uses CSU campus-developed programs. 

This is essentially how Kentucky Virtual University operates. KVU provides added marketing 

reach while constituent campuses own both programs and their students. In the CSU context 

this would essentially be an online educational program 'exchange' operated by the Office of 

the Chancellor. 

3. 	 Creating a CSU-only educational exchange or consortium. Create a non-profit services 

organization (501c3) that would be catalyzed by the CSU, branded by the CSU, and governed by 

CSU-wide interests. Academic programs would be locally developed and accredited CSU 
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programs. Essentially a CSU-wide auxiliary enterprise whose purpose might include marketing, 

IT provision, curricular coordination, instructional design, student support and experience on 

behalf of participating CSU campuses who would continue to supply programs, provide 

academic oversight, and issue degrees. An educational program exchange operated by a third 

party exclusively for the benefit of CSU campuses. Ownership and governance of the entity 

would be vested in the CSU through a Board of Directors. 

4. 	 Creating an 'open' exchange created by the CSU Office of the Chancellor. Create a services 

organization that would be governed by a Board of participating universities (not just CSU) that 

would operate shared services on behalf of member institutions which would supply online 

programs. In this model, the organization created would be chartered to permit the addition of 

other universities. Regis University has leveraged its skill and reputation for delivering on line 

instruction into the Online Consortium of Independent Colleges and Universities (OCICU). In this 

instance, Regis hosts a suite of services that make it possible for small independent colleges to 

leverage themselves into a national on line market while paying for only a portion of the costs of 

the underlying infrastructure and without having to develop new competencies. Regis is able to 

generate revenue from its current infrastructure. 

5. 	 Joining an existing non-exclusive third-party orchest rated exchange or consortium as a system. 

Programs would be developed by CSU campuses and degrees would be issued by participating 

CSU campuses. 

6. 	 Retaining disparately operated CSU campus-based programs only. This is the CSU governance 

today. There is no CSU Online; there are multiple CSU campus-based programs of varying size, 

program focus and scope, possessing a multiplicity of academic calendars, marketing 

apparatuses, and so forth. Online programs as well are offered today by core academic 

departments through State funding and through Extension programs under State-support and 

self-support funding mechanisms. Variations on this model include bi-lateral or tri-lateral CSU 

campus partnerships Uoint degrees) that would include credit transfer, etc. 

7. 	 Creating a locally chartered, non-exclusive third-party orchestrat ed exchange or consorti um, 

with locally developed and accredited CSU programs. In some cases, campuses join forces to 

create a new entity chiefly to handle joint marketing, and other tasks that the campuses 

themselves either do not do well, that benefit from spreading the costs over a bigger base, or 

that extend the reach beyond the constituent campuses' reach. In this fashion, a group of 

separately chartered public universities - including the University of Nevada - Reno, Colorado 

State University, the University of Minnesota, and five others comprise NUDC, the National 

Universities Degree Consortium. Member institutions leverage shared services, but retain 

academic control over courses, programs, degrees, certificates and other credentials. In 

Australia, Open Universities Australia (OUA), presents a very cohesive and unified public face 

while being owned by seven leading Australian universities. The OUA is governed by a Board of 
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Directors comprised of representatives from each of the seven universities as well as OUA 

executive staff and leaders from the Australian corporate and philanthropic sectors. 

8. 	 Creating a new full-fledged online CSU Campus, The CSU could create a virtual 24th campus with 

a new campus president and a mandate to build a faculty, an online academic program, and to 

issue degrees under its accreditation. 

Second Order Governance 

Having wrestled with the top level governance issue of "is the new entity to be campus-based, system
based, or consortia!?", and once they have decided on a structure, the CSU leadership will have to 
address another layer of governance issues. These issues arise specifically from the governance choices 
mentioned. The need for a layer of discussion and decision about where in the organization decision 
making or advisory responsibility rests is absolutely essential. The devil truly is in these details, for it is 
in this allocation of accountability and responsibility that critical decisions over program contours and 
scope, tone and tenor, clientele, and others are made. Making these choices depends first on the 
elaboration of what Michael Porter called the value chain. Quite simply the value chain describes in 
generic terms the essential aspects of all organizations: inbound logistics (student and faculty 
recruitment, construction of learning or research facilities), operations, outbound logistics, marketing 
and sales, and service. In the context on online learning, this is commonly (and simplistically) described 
something like this: 

This illustration grossly understates the complexity of the online learning value chain, but illustrates the 
need for careful early attention to be devoted to decisions about where specific activities are to take 
place and who will be accountable for their quality, efficacy, and integration. Determining which 
responsibilities reside with the new entity and which remain on CSU campuses is the foundation. In 
general, to the extent that creating a holistic and coherent student experience is the goal, CSU campuses 
will want to give the new central provider broad authorities and responsibilities. To the extent that the 
hope is simply to broaden the market reach of the existing or planned online programs, the central 
entity may be thin, proving in essence a gateway to campus-based programs. 

9©2011 Richard N. Katz & Associates, Inc. 
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A more granular look at some of the elements of a higher education on line learning value chain might 
include: 

Develop Funding Identify funding requirements 
Evaluate available resources 
Develop business plan 
Identify funding sources 
Develop funding sources 

Assemble expertise Recruit faculty 

Assign/manage faculty 

Evaluate faculty 
Manage/administer/train faculty 

Package knowledge Identify target segments 

Design program architecture 

Design courses/units 
Construct courses/units 

Accredit product offering Choose accreditor 
Undergo accreditation 

Assemble learners Market 

Recruit 

Admit 

Advise 

Register 

Bill 
Graduate/certify 

Create delivery infrastructure Design technical infrastructure 

Build/source technical infrastructure 
Operate technical infrastructure 
Design/Build/Operate Library/Digital Repository 

Instruct Present 

Facilitate interaction: instructor to student 

Facilitate interaction: peer to peer 

Collect/manage assignments 

Provide tutoring (course-specific) 

Provide tutoring (developmental/remedial) 

Assess/grade student 
Record student performance 

10©2011 Richard N. Katz & Associates, Inc. 



Provide academic support 	 Assess needs 


Collect/source 

Operate 


Provide technical support 	 Assess needs 

Build/support support infrastructure 

Staff/source support 
Deliver support 

Assessment 	 Course assessment 


Program assessment 

Institutional assessment 


Entry Strategies -Whether to Partner, When to Partner? 

Defining the links in the value chain is not only a prelude to determining how responsibilities are to be 
allocated within the CSU online effort, but this work also provides a basis for determining whether: 

• 	 The CSU possesses the competencies or capacity to perform an identified task 

• 	 It would be more effective or efficient to perform the identified services within the CSU, or if a 

CSU campus or 3rd party can serve as a "Center of Excellence" 

• 	 A 3rd party must be an educational institution or if it can be a commercial provider 

• 	 The CSU is open to a joint venture and, if so, this must this be a public-public partnership, or is a 

partnership with a commercial organization is possible 

Nobel Prize-winning economist Oliver Williamson described how organizations can choose to operate 
online programs themselves, purchase some elements of online program management from 'the 
market', or participate in joint ventures. Until recently, colleges and universities were confined to a 
small number of strategies for launching online programs. To a large extent, entry depended on 
imaginative and risk-taking deans - often in business, health-related areas, IT, or education -who would 
underwrite the investment risks, and develop the skills necessary to render existing high demand 
program offerings online. Similarly, deans of continuing or extended education who were both market 
focused of necessity (as auxiliary enterprises) and tuned to the often-underserved adult education 
market, were often willing to invest and experiment in providing online course and program offerings. 

Increasingly and importantly, a new sector has emerged to help colleges and universities move into this 
market (See Online Learning Today). 1 This sector includes both commercial and nonprofit providers. 
Companies like 2Tor, Cengage, Colloquy (a Kaplan Company), Embanet-Compass, Higher Ed Holdings, 
LLC, Knowledge Group, Pearson, SunGard Higher Education, McGraw Hill, and others provide a range of 
turnkey services. Higher Ed Holdings, for example, assists professors in converting their courses to a 
distance learning platform, recruits students, and provides a student support system for state 
universities in the higher education marketplace. It provides market research and recruiting, funds the 

1 
Richard N. Katz & Associates, Online Learning Today. A report to the CSU. July 6, 2011, page 14. 
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development and marketing of distance learning programs, provides a student support system for 
universities, and offers Epic, a distance learning platform . Cengage, John Wiley, McGraw Hill, and 
Pearson - longtime publishers - offer content, learning platforms, tutoring, student assessment and 
evaluation, remediation programs, and call centers. Many of these relatively new entrants provide 
market assessment services, implement student recruitment processes, support online curriculum 
development, provide faculty training in online teaching methods, and provide instructional design. 
2Tor provides marketing, student services and course development for a number of CSU professional 
programs which continue to enforce University admissions standards, grading practices, and faculty 
governance over curriculum . While all ofthe commercial providers work on a fee-for-service basis, an 
increasing number operate on the basis of shared risk, in some cases providing some or all of the 
necessary start-up capital that partner institutions need to move online. 

Colleges and universities are also diversifying their offerings, enriching their catalogs, and protecting 
academic programs by sourcing select academic content from this emerging sector. Binghamton State 
University in New York, Wilkes University, and Cascadia Community College use LiveMocha courses for 
lower division modern language instruction, while Rider University in New Jersey used Rosetta Stone's 
immersive language programs to form the foundation of a new multicultural focus. 

The issue of whether or not - or rather when - to self operate is an important issue and deserves the 
early attention of those who will govern the new on line entity. These decisions -while reversible - are 
consequential and not easily reversed. They deserve careful consideration. The decision to self
operate, purchase services, or to joint venture need to address the following: 

1. 	 Is the service under consideration a strategic differentiator or a standard feature of all online 

offerings? 

2. 	 Does the CSU have the skills or the capacity to offer this service within the timeframe sought? 

3. 	 Can the CSU culture adapt to new forms of enterprise relations, particularly public-private 

partnerships? 

4. 	 How important is timing? If time to market is an important consideration, then working with 

one or more partners is an established means of accelerating the project. 

5. 	 Does the CSU have strong contract negotiation and management skills? In particular, any 

external sourcing decisions need to take account of the provider's capacity to meet or exceed 

the service levels anticipated. One major research university suffered a crippling three day 

outage of their hosted course management system. Clarity about ownership and management 

of enterprise and individual data in systems provided by others is a critical and potentially 

fractious issue. In an emergent market like this one, what is the likelihood that the provider will 

be acquired by another firm and does the contract language provide adequate assurance to the 

University on issues such as service, security, and price stability under corporate succession 

scenarios? 

6. 	 How difficult would it be to 'repatriate' and service internally that which was initially operated 

by another? 

7. 	 Would an embarrassment by the partner or contractor firm become a significant 


embarrassment for the CSU? 
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Program and Market Options for the CSU 

Introduction 

The previous section outlined the options for the CSU for the organizational structure and 
governance for online learning. The CSU Technology Steering Committee (TSC), Executive 
Council, and other decision makers will also need to set the initial programmatic course for any 
new online entity of this type. The programmatic course is the initial set of curricular 
boundaries (or the absence of boundaries) that define the intended market, product, and 
customer focus of the planned entity. Many of the for-profit online providers, for example, are 
cherry-picking: focusing 80% of their offerings on a curriculum that is comprised of "high value" 
occupational offerings like accounting and business, administration of justice, information 
technology management, nursing, and teaching. Many of these institutions focus as well on the 
market for professional master's degrees, making it possible to limit the range of courses 
taught and faculty needed to sustain a curriculum. Nonprofit entrants to the online education 
market tend not to make such restrictions, though it is important to note that some - like 
Western Governors University - devote nearly half of their offerings to teacher education 
alone. Penn State World Campus, Arizona State Online, Colorado State World Campus, 
Northeastern University, University of Maryland University College and others provide a wide 
range of offerings both in curricula offered and in degree and certificate programs. Quite 
intentionally, the inclusion of words like "world campus" announces either a geographic market 
intention or the absence of a corresponding constraint. 

This section outlines a number of programmatic options - based on curricular focus, market, or 
even performance attribute (convenience). One option is purely internal and involves creating a 
shared online education infrastructure and services dffering for those campuses not wanting to 
carry such costs alone. These options are summarized on the following chart, along with the 
policy goals affected. 

13©2011 Richard N. Katz & Associates, Inc. 



What Policy Goals 
are Furthered by 
Possible New 
Programs? 
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CSU Online * * * * * * * * * 
CSU Online Masters * * * * * * * * * 
CSU Pacific Rim (or other) * * * * * * * * * 
CSU Quick Start * * * * * * 
CSU Convenience U * * * * * * * 
CSU for Life (life Enrichment & 

Professional Development) * * * * * 
CSU Accelerator * * * * * * * 
Fall Program for Freshmen * * * * 
Developmental Ed I - Test, 
Assess, Place, Remediate * * * * * 
Developmental Ed II 
Foundations 

CSU 

* * * * * * * 
CSU Academic Program 
Consolidator * * * * 
CSU Back Office Incubator * * * 

©2011 Richard N. Katz & Associates, Inc. 14 



CSU Online 

Vision: A new and broadly focused program that blends the existing programmatic strengths of 
the CSU and its faculty with new capabilities to deliver online instruction and a student 
experience at a quality level consistent with public expectations of the CSU. 

Policy Goals Affected: This initiative could promote access, reduce time to degree, increase 
student retention, increase student convenience, protect academic jobs and programs, future 
proof the CSU, improve resource utilization-notably classroom and commons spaces, and 
enhance revenues. 

Value Proposition: CSU Online is - long term - a large and potentially comprehensive offering 
designed to provide access to a high quality CSU campus-developed education to eligible 
Californians and others. CSU Online leverages the well known CSU name, professoriate, and 
curriculum, taking advantage of as many as 23 CSU campuses, a new and vigorous on line 
capability, pricing below comparable private for-profit providers, and an established and valued 
institutional reputation. It is also important to note that while this option makes great positive 
use of existing CSU capabilities, it will demand new capabilities as well. As Merrimack College 
President Chris Hopey advised the competitive climate for online learning demands real 
attention to convenience. Convenience, in this context will likely demand registration priority for 
online registrants, a new look at residency requirements, and differing learning management systems, 
among other innovations. 

Curricular Focus: CSU Online has no specific curricular focus - instead it provides as broad a 
curriculum as CSU campuses currently offer in either on campus or current on line offerings. A 
major challenge over time for this option will be the shaping of the curriculum and the 
governance of the process for making additions or subtractions from the curriculum. 

Target Population(s) Served: The CSU Online idea is the broadest idea from the access 
perspective. Such an endeavor could serve existing CSU students and those both interested in 
and academically-eligible for a CSU education. Prospective customers include those who are 
qualified, may have been rejected for capacity reasons and who are considering a for-profit 
online alternative. Other likely customers include adult degree completers, current CSU 
students seeking variety and/or relief from time and place constraints for part of their 
education, those rooted in California but unable to be on a campus at a given time - e.g. 
military personnel, California prison inmates, etc. CSU Online also creates the capacity to 
deliver CSU caliber courses and credentials beyond California borders. 
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CSU Online Master's Program 

Vision: This scenario is a variation on the theme of CSU Online and may in fact be an effective 
strategy for initializing the academic program of the broader CSU Online vision. Master's 
training, particularly professional master's programs are generally highly sought after, appeal to 
working adults, can be driven by professional incentives (e.g. nursing or teacher pay tied to 
degree attainment), and some fall outside the reach of non-supplanting rules. So called 
"executive" programs - premium products at premium prices - are emerging in many areas 
beyond the MBA where the idea was first developed and suggests that a broad Master's 
curriculum as well as one that is tuned to particular student segments (early career, mid career, 
senior ...) is possible. 

Policy Goals Affected: As with the CSU Online program, this initiative could promote access, 
reduce time to degree, increase student retention, increase student convenience, protect 
academic jobs and programs, future proof the CSU, improve resource utilization-notably 
classroom and commons spaces, and enhance revenues. 

Value Proposition: CSU Online Master's Program is - long term - a large offering designed to 
provide access to a high quality CSU education to eligible Californians. A CSU Online Master's 
program would similarly optimize 23 CSU campuses by extending the geographic reach of these 
programs. Such a program would also provide a new and vigorous online capability, price 
below comparable private for-profit providers, and degrees offered from a well known and 
highly respected institution. 

Curricular Focus: A CSU Online Master's curriculum could be comprehensive, but would likely 
concentrate on professional master's degrees in the so-called high value occupations such as 
Accounting, Business, Health, Education, Nursing, etc. at the Master's level. Such a program 
would likely mix such high value professional offerings with best-of-breed programs like those 
in Forestry offered at Humboldt State University. 

Target Population(s) Served: Potential students are professional adults seeking to enhance or 
redirect their careers. 
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CSU Pacific Rim 

Vision: A topically-focused offering that distinguishes the new CSU offering from other online 
universities/world campuses and from the for-profit providers. Pacific Rim is only one 
galvanizing possibility. Others could be health, or environment, or problem based focuses. The 
Pacific Rim vision is powerful in that it exploits California's unique position as an economic 
'anchor tenant' of the Pacific Rim and the extraordinary emergence of China, Korea, Singapore, 
Vietnam and others. The Pacific Rim metaphor instantly suggests: (1) a large and varied set of 
curricular possibilities; (2) a target student population; and (3) an exciting and finite set of 
possible partners. Important to this vision is that it is an educational niche that can be uniquely 
open only to a California public educator. This program would leverage existing ground-based 
CSU offerings and facilities along with a rich and new online component. 

Policy Goals Affected: This initiative could promote access, reduce time to degree, increase 
student retention, increase student convenience, protect academic jobs and programs, future 
proof the CSU, enhance the CSU reputation, increase revenues, and improve resource 
utilization-notably classroom, and commons spaces. 

Value Proposition: CSU Pacific Rim is - long term - a large, but focused offering designed to 
provide access to a high quality CSU education to eligible Californians who wish to play roles in 
the Pacific Rim region, as well as eligible international students with similar aspirations. CSU 
Pacific Rim leverages the existing offerings of 23 CSU campuses into larger markets, a new and 
vigorous online capability, pricing below comparable private for-profit providers, and an 
established and valued institutional reputation. California's unique stature among Pacific Rim 
nations adds considerable allure to the value proposition. 

Curricular Focus: The curriculum around a topical or geographic focus such Pacific Rim could 
remain very broad. Issues like energy, environment, and natural resources management could 
all be taught through a Pacific Rim lens, as could courses in Geography, History, Political 
Science, Asian studies, Business, Australasia studies, and so forth. 

Populatfon(s) Served: Prospective students include those who wish to learn about the politics, 
economics, business dynamics, climate, etc. of the Pacific Rim and to play professional roles in 
the Region. Importantly, such a program would be very attractive to students from other 
Pacific Rim countries. Other likely customers are convenience seekers such as: adult degree 
completers, current CSU students seeking variety and/or relief from time and place constraints 
for part of their education; those rooted in California but unable to be on a campus at a given 
time - e.g. military personnel, California prison inmates, etc. CSU Pacific Rim would very likely 
exploit a capacity to deliver CSU caliber courses and credentials beyond California borders and 
beyond US borders. 
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CSU Quick Start 

Vision: CSU Quick Start is one of many alternatives for going to market with a CSU offering that 
is focused on a particular customer segment. In this case, the segment being pursued is the 
four-year degree seeker who is currently enrolled in a California high school or community 
college. In this vision, CSU opens the doors of its system-wide lower division curriculum to 
academically-eligible high school or community college students via a rich, but focused catalog 
of online offerings. Coursework would be accepted for full credit toward a CSU degree. This 
program both expands access and provides a bridge and incentive for promising prospects to 
ultimately choose the CSU. Other customer-segment focus ideas include: CSU Military, CSU 
Degree Completer, CSU Accelerator (for the existing student who wants a degree fast!), and 
others. 

Policy Goals Affected: This initiative could promote access, reduce time to degree, increase 
student convenience, protect academic jobs and programs, future proof the CSU, and improve 
resource utilization-notably classroom, and commons spaces. 

Value Proposition: CSU Quick Start - long term - is a focused program for a focused market 
designed from the customer's perspective to expand the catalog of available academic offerings 
and to enable a 'toe-in-the-water' for those who may be contemplating a downstream degree 
pursuit at the CSU. For Californians in rural or underserved markets, such a program may 
provide a genuine and exciting option for gifted students in economically challenged 
circumstances. 

Curricular Focus: CSU Quick Start would provide a focused menu of lower division 
undergraduate offerings. 

Population(s) Served: While the primary intended market to be served by a Quick Start 
program would be students eligible for advanced placement or International Baccalaureate 
programming in their high schools, and 4-year college bound students in Community Colleges, 
these courses would appeal to existing lower-division CSU students who might prefer an on line 
option. 
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CSU Convenience U 

Vision: Convenience U. is an example of a performance attribute-based option. Just as all 
airlines transport people, some compete on price, routes, others on schedule, and others on 
class or quality of service (low frills, best mileage program, etc.), campus-based colleges and 
universities compete on programmatic terms, price, and amenities. The convenience moniker 
is, in many ways, a galvanizing variation on a CSU Online option. That said, placing the accent so 
visibly on convenience would place a special burden on the CSU to really focus on the needs of 
the online learner. Success against such a publicly-stated intention could be a significant 
competitive differentiator. 

In the online context, online courses are already known to appeal to convenience seeking 
students. Convenience is a performance attribute and can be a competitive differentiator. The 
best known educator to compete on the basis of a vision of program delivery is the Open 
University of the UK (and now elsewhere). The Open University metaphor guides much of the 
planning of that University and is a powerful draw to its student population, which now exceeds 
400,000 enrollments. There is strong empirical and anecdotal evidence that today's students 
are driven to a great extent by convenience. A CSU Convenience University offering would use 
convenience as a design principle in the same way that the Open University has used openness. 
Every aspect of student life and learning would be organized for the convenience of busy, 
mobile, impatient students. 

Policy Goals Affected: This initiative could promote access, reduce time to degree, increase 
student convenience, future proof the CSU, enhance the CSU reputation for innovation, 
increase revenues, and improve resource utilization-notably classroom, and commons spaces. 

Value Proposition: The CSU Convenience U. value proposition is "right in the name." 

Curricular Focus: The curriculum for the CSU Convenience U. could be broad or narrow. A wise 
go-to-market strategy would be focusing on simplicity: lean curricula in high demand disciplines 
where it will be possible to prove out the "convenience" organizing principle. 

Population(s) Served: Prospective customers include current students who are looking for 
more convenience, working adults, degree completers, and casual learners in the professional 
development market. In an increasingly just-in-time and continuous learning environment, the 
market for ultra convenient, yet high quality educational offerings is likely to be very broad. 
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CSU for Life 

Vision: CSU for Life exploits the 23 locations and outstanding faculty of the CSU in extending 
the CSU presence into the lives of adults seeking lifetime educational and/or professional 
enrichment that is not necessarily focused on degree attainment. In this scenario, CSU 
leverages its campus locations, academic schedule, faculty strength and diversity, and online 
delivery capabilities to provide professional development and life enrichment educational 
opportunities for adult Californians. 

Policy Goals Affected: This initiative could protect academic jobs and programs, future proof 
the CSU, enhance the CSU reputation, improve resource utilization-notably classroom, and 
commons spaces, and enhance revenues. 

Value Proposition: CSU for Life can be California's price, convenience and quality leader in 
providing online professional development and a combination of online and ground-based 
educational enrichment. 

Curricular Focus: The curriculum for CSU for Life targeted as life enrichment can be quite broad, 
but with less emphasis on standard required lower division undergraduate courses and more 
emphasis on courses with few prerequisite requirements to allow those seeking enrichment to 
pursue courses in areas where they may have little or no previous expertise. For example, 
offering survey courses in basic sciences or a variety of history subjects could hold appeal for 
life-time learners. For professional development, curriculum would be focused in specific areas 
such as Business and Finance. 

Population(s) Served: Prospective customers include adult professionals and those likely to 
seek educational enrichment on its own merits. Retirees, in particular, comprise a promising 
market segment. 

Additional Notes: CSU for Life responds to two phenomena in particular: (1) the emergence of 
newcomers like the New York Times and Washington Post to this education role and niche; and 
(2) the near term retirement of the Baby Boom generation - an incredibly large and 
educationally-sophisticated prospective consumer group. 
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CSU Accelerator 

Vision: The CSU offers enriched online versions of current bottleneck courses at premium 
prices. 

Policy Goals Affected: Promotes access, reduces time to degree, increases student retention, 
enhances CSU reputation, increases convenience for students, improves resource utilization, 
increase revenues. 

Value Proposition: CSU Accelerator provides current students with a new choice: take existing 
bottleneck courses at existing fee levels (and risk having courses fill) or take premium 
accelerator courses online. 

Curricular Focus: The curriculum for CSU Accelerator is determined by campuses, based on 
which courses are currently over-subscribed, causing students problems with their schedules 
and potentially delays in attaining their degrees. 

Population(s) Served: Prospective customers include existing students who are highly 
motivated to complete their CSU degree in the shortest possible time. 

Additional Notes: The appeal of the CSU Accelerator is the potential for moving students more 
quickly through the educational system and thereby liberating capacity everywhere 
classroom, faculty time, parking, library, etc. It is essential to note that marginal revenues must 
in part be reinvested in the form of additional financial aid to eliminate the risk that students 
with financial means may graduate quickly while those without the means, cannot. 
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CSU Fall Program for Freshmen 

Vision: The CSU offers a limited set of primarily ground-based courses for freshmen admitted 
beyond the state-funded capacity of the campus. Enrolled freshmen are taught through 
extended education programs. This program is modeled from a program with this name at UC 
Berkeley. 

Policy Goals Affected: Promotes access, enhances CSU reputation, improves resource 
utilization, and increases revenues. 

Value Proposition: Allows CSU campuses to admit 10-15% more students, presumably making 
a large number of prospective students very happy. 

Curricular Focus: The curriculum must include core courses required for all undergraduate 
degrees to ensure that students can complete any required courses in their Freshman year. The 
curriculum must also include some selected elective courses for students to choose from for 
breadth requirements. 

Population(s) Served: Prospective customers include those students who would have been 
otherwise denied admission to their CSU campus of choice and who would have pursued their 
educational goals elsewhere. 

Additional Notes: As those who complete the Fall Program for Freshmen term move into the 
campus mainstream in the spring, they - in many cases - fill the spaces vacated in the course of 
freshman attrition. In the end, total CSU enrollments could grow 10-15% as a result of a very 
simple and low tech program. It is important to note that this option for achieving several of 
CSU's stated policy objectives does not require the incorporation or bundling with an online 
offering. The Fall Program for Freshmen is a completely ground-based program. 
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CSU Developmental Education I 

Vision: The CSU offers students an inexpensive, structured, credible, and on line pathway to 
address deficiencies in student academic preparation and builds on CSU successes with ALEKS 
and other developmental education strategies. 

Policy Goals Affected: Promotes access, enhances CSU reputation, improves resource 
utilization, increases revenues, and lowers the cost of CSU business. 

Value Proposition: Provides students with a clear, timely and cost effective pathway to fill 
critical gaps in academic preparation and mastery in advance of the freshman year. 

Curricular Focus: The curriculum must provide intensive courses in Basic Skills, English, and 
Mathematics. 

Population(s) Served: Incoming CSU students. 

Additional Notes: Developmental education is a costly and necessary unfunded mandate in the 
affairs of many community colleges and comprehensive public universities (likely true for 
privates as well). The university bears the costs of learning failures that accrued over the K-12 
careers of incoming freshmen. Major companies claim that they can test, assess, place, and 
remediate developmentally-challenged pre-freshmen. If verified, a partnership with such a 
company could remove this unfunded burden from the CSU. Companies maintain that this can 
be done at a cost per student of less than $100, a cost that can and should be student-prospect 
funded. Cost savings to the CSU could be significant as could the policy benefits. 
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CSU Development Education II (Foundation Year) 

Vision: The CSU offers students an inexpensive, structured, credible, and online pathway to 
address deficiencies in student academic preparation. In this more robust offering, the CSU 
offers a Foundation Year to incoming stuaents whose life, study and other broad skills show 
deficiencies that put them at risk in college. 

Policy Goals Affected: Promotes access, reduces time to degree, increases retention, enhances 
CSU reputation, improves resource utilization, increases revenues, and lowers the cost of CSU 
business. 

Value Proposition: Provides students with an immersive environment, a supportive mentor 
and peer network, and a host of resources to imbue them with the life skills, learning skills, and 
habits that will predispose them to success in the CSU degree endeavor. 

Curricular Focus: The curriculum must provide intensive courses in writing, English and 
mathematics. In addition to classes in core subjects, shorter workshops or tutorials should be 
included in areas such as good study habits and time management skills. 

Population(s) Served: Incoming CSU students in need of foundational help. 

Additional Notes: There are students who despite having the grades, scores, and coursework to 
merit admission to the CSU are very likely to struggle and ultimately leave the University 
without a degree. These students lack certain skills - like study skills and habits - like self 
discipline. Northeastern University and others have put in place Foundation programs that can 
only be described as "academic bootcamps" designed to foster a sense of purpose, belonging, 
mission and the skills and habits to perform the job of being successful students. These 
programs have good track records with regard to downstream student success. Some 
programs are organized on a +1 basis while others - like Northeastern - advances Foundation 
program completers into their sophomore year. Costs are higher and in the best case scenario 
this is a revenue neutral possibility. It has huge public relations and mission value and could be 
a magnet for philanthropic and corporate support, changing the inherent economics 
significantly. 
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CSU Program Consolidator 

Vision: The CSU uses trusted third parties (other CSU campuses, other universities, 
corporations) to source course solutions in areas where academic programs are at risk of being 
orphaned or shuttered. 

Policy Goals Affected: Reduces time to degree, improves resource utilization, and lowers the 
cost of CSU business. This option enhances CSU campus reputations by making it possible for 
campuses to offer more comprehensive curricula without demanding that each participating 
campus invest the fixed costs of maintaining an on-campus department. 

Value Proposition: Provides students with access to comprehensive course offerings, even in 
areas where campus enrollment levels make it difficult to sustain programs economically in the 
face of significant cuts in core State funding. 

Curricular Focus: The curriculum for this option includes subjects that CSU campuses identify as 
at risk of closure due to low enrollments and budget constraints. 

Population(s) Served: Existing and prospective CSU undergraduates. 

Additional Notes: In good times, the economics and politics welcome and sometimes even 
celebrate 'comprehensiveness' in a university course catalog. Current economics and politics 
are not good. Chancellors and presidents in public higher education throughout the U.S. are 
evaluating whether or not enrollments in disciplines like Classics, Modern Languages, and 
others, justify the line item these programs consume in the university budget. The problem is 
exacerbated when programs have grown small over the years by the removal of faculty lines as 
vacancies occurred. At some point, academic departments fail to have critical mass to perform. 
Online technologies make it possible to engage students in these disciplines without regard to 
location. This scenario suggests the possibility of looking at low enrollment courses from a 
holistic CSU wide perspective and asking the question of how programs can be linked with one 
another and with those of other institutions or corporations to produce meaningful programs 
of scale. It is noteworthy that private companies like.Rosetta Stone provide lower division 
instruction in modern languages to a good many colleges and universities. In many cases, 
student satisfaction is high, cost of instruction is low, ladder rank faculty are liberated from 
lower division obligations, departments are preserved, and students are unaware that a private 
company is the source of both courseware and interactive tutoring. 
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CSU Back Office Service Center 

Vision: CSU campuses which do not currently have a significant online delivery capability 
collaborate to build a state-of-the-art on line learning infrastructure. This is not an academic 
offering but a scenario in which willing CSU parties build an online learning launch pad for 
campus-based programs. This offering would not have "branding" of its own as it would not be 
public facing. The public faces supported by such an entity would be those of existing CSU 
campuses. 

Policy Goals Affected: This launch pad, when used to deliver programs will enhance CSU 
reputation, enable the scenarios already described, improve resource utilization, and lower the 
cost of CSU business for participating CSU campuses. 

Value Proposition: The new economic realities confronting U.S. public higher education in 
general and the CSU in particular suggest an urgent need to leverage resources through 
widespread sharing of best practice processes and infrastructures. This is enormously difficult 
because of persistent deep-seated loyalties among many to "the way we do things here." 
Online learning at the CSU remains in its infancy, creating the potential to create a superb 
delivery and training system, without upending a large and rooted installed base. Customers in 
this case are the CSU campuses. 

Curricular Focus: This program is an administrative program and therefore carries no brand 
identity of its own to students. This is a service that CSU campuses could devise and share, 
services that are designed to lower the barriers to providing quality online programs, 
particularly cost. Students and prospective students would see only an online campus web 
environment (or apps environment in the smartphone channel). Behind the presentation might 
be one service that could appear to different students and prospects as many different 
campuses. The programs and courses offered would be those of the campuses participating. 

Population(s) Served: CSU campuses, including state funded and self funded programs. 

26©2011 Richard N. Katz & Associates, Inc. 



RICHf,RD N l<ATZ u A'SSCJCl1~HS 

Pricing 

As issues ofthe organizational structure, governance, roles and responsibilities (value chain), and 
programmatic emphasis get sorted, and as the CSU determines the extent to which self operation, 
contracting, and/or partnering strategies for going to market are blended, attention will turn to pricing. 
Most of the evidence suggests that developing and deploying on line courses well is more expensive and 
time consuming than putting together equivalent courses for "on ground" delivery in classrooms. Part 
of that difference is the near universal failure of colleges and universities to treat the costs of land, 
classroom space, or heating and cooling as instructional costs. That said, it is also true that student 
demand for on line programs continues to grow at current pricing levels. Current prices are adequate, 
they appear to support a variety of programs at public and private nonprofit institutions like Penn State, 
Colorado State, Arizona State, Maryland, Northeastern, Regis, Ft. Hays State, Central Florida, Western 
Governors, and at for-profit institutions like the University of Phoenix_, Amberton University, American 
Public University, Excelsior College, Limestone College, and others. Findings of the review of more than 
600 programs identified as "Best in Public Perception" by the nonprofit ranking organization 
Geteducated.com reveal the following: 

• 	 Prices vary by program type. Whether th is is because different programs carry either different 

carrying costs or is simply a reflection of differing price elasticity is not known 

• 	 Prices do not systematically vary by institutional mission (public, private) or charter 


(commercial, nonprofit) 


• 	 Prices are clustered are clustered between $40-60,000 for an undergraduate degree among 

more than 600 bachelor's degree programs listed at the 73 institutions identified as best in 

public perception by Geteducated.com. 
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Summary 

Notwithstanding the very real funding, demographic, political and other challenges facing the California 
State University, the CSU is blessed with a compelling mission, a well-known and well-established 
leadership, and a reputation not only for academic excellence, but for a commitment to a student body 
that is often the first of their families to attend u.niversity. CSU faculty who were interviewed as part of 
this engagement are nearly universally fierce in their commitment to serve those with diverse 
backgrounds, economic challenges, and a variety of real-life challenges. 

Today's students want and need convenience. They want and need an education that can be consumed 
in the context of extraordinarily demanding lives. The recent study Financing College in Hard Times: 
Work and Student Aid reports that "students react to soaring costs by working more, often by working 
far too much." 2 According to Amy Leisenring, "approximately 73% of part-time and full-time students in 
the CSU system worked for pay for an average of 24 hours a week. Forty percent of these students 
reported working over 25 hours per week on average."3 Many of these working students support their 
parents' families, and many have families of their own. The university experience - sacred space to so 
many of us older graduates - is one that must be crowded into a demanding and stressful life. 

Blessed with a mission supporting the Golden State, a great reputation and 23 attractive campuses, the 
CSU is in a great position to become a leader in online education as well. Online education, by making it 
possible to extend an institution's footprint without adding bricks and mortar, is a natural step for the 
CSU given the institution's clear focus on providing and expanding educational access. 

This report identifies a number of options for the CSU as it contemplates whether and how to enter the 
online education market in a bold, concerted and even aggressive way. The competitive dynamics of 
this market are different from those of campus-based delivery modes, and those differences will need to 
be accounted for. As mentioned throughout this report: price and convenience must be two organizing 
parameters for planners of a new CSU enterprise. 

A bold online move will require a host of decisions about governance, structure, program, market focus, 
and pricing. These decisions will test many existing CSU policies and practices. The list of options 
offered is not meant to be comprehensive. Quite the contrary, they are meant to stimulate thought and 
debate about how the CSU wishes to position itself in this mode of delivery, which populations it aims to 
serve, and what a quality CSU education and student experience will mean in an online context. The 
most important messages are these: 

1. 	 Few institutions are better positioned to make a bold move in online education. A great mission 

and history, a location that needs no explanation, a legacy of committees, commissions, task 

groups, and other contributions that both point the way and identify cadres of early supporters, 

and other endowments make such a move well considered. 

2 Amy Leisenring, Higher Tuition, More Work, and Academic Harm: An Examination of the Impact of Tuition Hikes 
on the Employment Experiences of Under-represented Minority Students at One CSU campus, May 2011 at 
http://civi I rightsproj ect. u cla .ed u/resea rch/ col I ege-access/fi n anci ng/fi nanci ng-col lege-i n-hard-tim es-work-and
studen t-ai d/Fina ncing-Col lege-i n-Hard-Times. pdf 
3 Ibid ., page 3. 
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2. 	 The CSU's leaders seem indefatigueable. They are driven to fulfill the University's mission in the 

face of extraordinary challenges. Great organizations grow and reinvent during periods of 

challenges. Others grow weak and lose influence. 

3. 	 Different groups like the deans of extended education, the directors of academic technology, 

the academic technology steering committee, and many others have prepared the ground for a 

CSU-wide move in this arena. Standing this initiative on the shoulders of these groups creates 

conditions very favorable for success. 

4. 	 The CSU is a bellwether and higher education opinion leader. To the extent that the CSU can 

speak with one voice, it will be heard. Big and important players in the online education 

marketplace will take note of CSU. Some will be competitors. Others have the potential to 

become partners of scale that cannot be easily imitated or duplicated. 

5. 	 In her landmark book The Death of Distance, Frances Cairncross argues that ubiquitous 

networking of people, services and resources will favor the emergence of giants and minnows. 

Universities are globalizing and the last 15 years has witnessed the emergence of universities 

(Phoenix, Open U., and Kaplan U., for example) of enormous scale. The online market will be 

dominated by large scale providers and by small, agile specialty educators. The CSU has the 

potential to be among a very small cadre of large scale educators. 

The CSU is now confronted by one of those rare and historic opportunities to innovate. The options 
identified, the conversations held, the analysis performed do not suggest the creation of another 'me 
too' online learning offering. The CSU has the mission, the leadership, the academic talent, and the 
managerial capacity to organize something new and exciting that builds on the CSU academic 
reputation. Most important of all, the CSU is blessed with an academic and staff workforce that is 
committed both to students and to the delivery of a high quality educational experience. The obvious 
and apparent commitment to quality must guide the CSU as the issues identified in this paper are 
worked through. This is the institution's "true north." 
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