
















relationships with the candidaics they present fo r 

board consideration, This conllic1 makes it cspcci,J ly 

critical for trmu:cs: to identi fy indepc.ndcnt rt..~ourccs 

m assist 1.hem in r.he se~rch process. 

Assessing Presldenti~I Performance Based on 

Meaningful Metrics 

Trustees also need to Jesign bcucr pr~s idenLia1 

contrncts and conducl more re~uht r cvaluntions. 

They must hold presidents :md senior adrninistrators 

uccoumable for responding to inforrrnuion requests 

and for addressing 1he key goals and ohjcc1ives 

tha t the board csiablishes each year, The Purdue 

University board of tnlstces evaluates its prcsicleni 

by placing ;, set pcrccnrnge of compensation .1 1 risk, 

contingent on mce1jng specifi c performance goals 

in :irea such as gradu:ujon r~ttcs, stuJem lc:,rning 

omcomes, and academic excellence. 111is approach 

to executive contracts should be seriously cons idcrcJ 

fo r both presidents :mcl otl1cr senior a<lminis1r~nors. 

Pay should be contingent on 1.hc pre idtnt 's achicvin~ 

institutional goal.s, and bo3rds will be wclJ.aJvisc<l 10 

measure academic gro\vt.h. the integrity of the tenure 

process, responsiveness to requests for infonnntion. 

assurance of in1d1ectual d.i\1cr.d1y. nnd efficient :ind 

productive use of insti tutional resources. 

VI. 

Strengthening Trustee Selection 
and Education 

ln a recent poU by Gil<, 91 ¾ of the American people 

said it is the boord 's responsibilicy to "1nkc the lcaJ 

in reforming higher education to lower costs :mcl 

improve quali,y. • Trustees indeeJ, u1 their best, ran 

provide a "rcali1y check" on the often self-directed 

focus of colleges :lfld universities. 

It is also true that many inside and outside the 

campus have their doub1 s about the compe1ence of 

governing boarJs. Missteps by lay boards (which 

hnve happened and will continue to happen) gnin 

immense anention. Trustees arc frec1 uemly criticized 

for their lock of knowledge, :1biU1y, or ex perience 

with 1he acaJ cmic cntc.rprisc. They :ire criticized 

fo r re•living their undergr:1duate days, calling upon 

old experiences, and hu\~ng insufficient expertise 

tO make ocsdcmic decisions. As fom,cr University 

of Wisconsin regent Phyllis Knmch has noted: 

.. . . . college und university trustees-like their 

countcrpJ. n.s in the corporate world- need to do 

:1 hcncr job of connecting the dots b~tween the 

promise and p~cLice of ~ovcrnance. Ge11.ing it right 

maucrs 

For th is reason, govcmors and legislamrcs must 

enhance the qua1ity of their ~1ppoimecs and insis t on 

n.-i;ular and independent training . .. Higher educat.ion 

h,s never been so imponant 10 the health and wcll­

bc:in g nnd the fut ure of our s'I.He }IS it is right now," 

s:tiJ thcn ,Govcrnor Mitch Danicls ... .. .. II we :1re 

going to make 1hc kind of improvement we need 

... (trus1cesl arc going 10 have to press fo r it , and 

measure it. and <le.m::md results . .. 

lo at least two-thirds of Lhe stales , t.hc governor 

is primarily responsible for appointing trustees of 

public institutions. ln these states. informed and 

t.hougln.ful appoinuncnt by the governor is essential 

to ensure leodership ond accoumabiUty /or the 

st.ate:'s publi c higher education system. The governor 

is elected by the pL'Dple of the state and has 1hc 

responsibility to put forth a coherent cducalional 

vision . Alt.hough public t.rus1ecs mny think that 

ch.cir main job is to :1dvocate and raise money for 

1heir insti lu tions, it is incumbent upon the 

10 cnsure thot they undcn1:ind the.ir fiduciary 

obligation is to represent the taxpayers. U they ore 

unoblc m make tha.t commiunc.nt, they should not 
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be appoin1td. Govemors can benefit from a close 

liaison with existing board chairs to l~1rn of specific 

board needs to stre.nAthen fu ture :1.ppointrnems. rf 
1he governor's appointees fo il , the governor bears the 

responsibility. 

Many would orgue for specific board seats allotted 

by consti tuency or ve:lling cnmmis!iions that would 

reduce gubernatorial responsibility. These effons 

are misguided : it is incumbent upon sit ting trustc~ 

m represent the broade r public imcresl. Jt is :ilso 

imponanr that appointing power rest with those 

who are <lircctly accounrnblc; commissions b ck 1.h~ll 

account:1hili1y. 

Private bo:.irds must examine and. if appropria te . 

revise their bylaws and processes to ensure th:it 

:ippoinunents to the governing boards include: 

not only generous donors hut 2lso members who 

bring understanding of the world of colleges and 

universities, Private bo:.irds should insi.c;. t on effective 

nomin3Ling comminccs which identify talent, 

leveraging members' extensive networks with the 

community nt Jorge, The president should not be the 

appointing authority for lrustees who ,vill ultimately 

oversee his pe.rfonnancc. 

AU boards-priv-Jle and pubUc- should include 

trustees with a range of backgrounds :1ppropriatc 

for building board expertise :ind effec1ivc oversight: 

those with academic experience and w·1ders1anding 

of the internal workings of coUcgcs and universit.ies; 

those with strong finan cial backgrounds: those 

providing inteUcctual and professional divers ity, 

~nsuring a rich mixture of ide:1.s, ta1e.ms. and 

professions. They should rdlecl the major specialized 

intellectual areas of the institution-such a.fl: science 

:ind medicine. And they shou ld have a breadth of 

skills and det!lchment nl:!C:ess11Jy m be consdcntious 

fid uciari,,.. To be effective, boards must have 

members who can be le.1ders- willing to invest the 

unp:iiJ time, undt:!n.ta.nd the issues, and ra ise: the 

1ough questions. Donalions to the political process or 

to the insti1 udon should nor, of course. disqualify an 

appointment; but trustee generosity should never be 

:1 pre-condition of :ippoimment. 

Governors nnd their staffs also need the opportunity 

rn le.:tm about the role and function of public 

governing boards flnd how best to find and appoint 

the members they need to be effective. Governors' 

3ssociations need to take rm :1ctivc ro le in promoting 

wcll-infonned gubem n1ori:1.l appointments. 

Obtaining Essential and Ongoing Education 

I.king wcll ,infonned is a prerequisite to thoughtful 

policymaking, and effective boards make sure that 

t.hcir members have nn in-depth unders1.:1nding of 

the role of the board, of higher education issues, 

and of the particular challenges in their stales and 

on their campuses. New mc.mbcn need a thorough 

orientation before! tht:!y cake up t.hdr duties, and 

the full board and its committees need regular 

ecluc.1tion:1l sessions on the topics :.ind issues they 

will confront. Board meetings should always include 

strategic and opt.ion -oriented b.ackground matt:!rials 

that provide mt mbcrs with a u•idcr perspective on 

cducntion policy for the.ir decision-making. It is this 

level of board professionalism thot uoiU command 

respect from others inside and outside the university. 

Effective boards recognize the important difference 

bcrwcen information universities generate: for public 

rc.lations and the data•driven objective in.formation 

they need for <l(:cision -making, :u1c.l they ensure th:tt :1 

fi reu1nll is maintained between the two. 

To understand the difference between the two, 

trustees must receive inde1x.ndcnt guidance. 

Unfonunotdy, few bo:u-ds of trus tees arc equipped 



with the r~ourccs they need to seek out tmd obtain 

this level of professional Jcvc!opmcnt , Often they 

3rc almost entirdy dependent on the institudons 

they ovc:nec. relying on presentations and mMeria.ls 

p rovided by the president and ou1Sidc or~ani1.a1ions 

selected and fund ed by the prcsidcm, Govcmors­

and lcgislotors-can ,,ddrcss u, is problem for public 

boards by supponing iniLintives t.h~t provide trustees 

with board stnff nnd resources inJependent of the 

president's control. Similarly, private MOvcrrting 

bo,uds need to ensure in their bylaws u1a1 they 

have the resources tl1cy need to make indcpcndcm 

arrangements fo r their own profcssionn.l development 

and dccision-makinp,. 

All boards, pubLic and private, need to incorporate 

into their bylaws a Slructurc and procedure both for 

neu, mcmbcr orient:ttion :111d ongoing training for all 
trustees. All board appointments c:m be conditioncd 

on trustee willingness to engage in t.r:tinjng, making 

it clear that appoinlffients will be reconsidered in the 

case of members who fail to participate in educational 

sessions. ln t.l1e: case o.f public universities, governors 

can be powerful advocates for imcnsc tru.s tcx 

orie.nuuion :md (Ingoing professional dcvclopmcnt 

and can facilitate or e\'en hose the kind of substantial 

,md ongoing lr.rining th:u m:ikcs sure :ippointecs 

:.1.re informed public scrv~mts. Over the years, many 

governors have organized stateu1ide governors· 

conferences r.11 :i t stress trustee responsibilities and 

inform trustees abnuc the challenges lacing higher 

cducntion. Ideally, governors will out.lint: their vis ion 

and emphasize 1hm they expect appointees m ncldrcss 

the issues of cost, quality, ,nd accountability in higher 

education. TI1 is is a time to tl1ink on a bigRcr scaJc, 

not just loc:tlJy. but statewide anc.1 n:nionully, ubour 

the role of the coUegc or university trustee :uul the 

need for responsible stewardship IO sustain public 

support of the higher education system. 

Tr:tining, which should be 31 least semi•11nnu:1l and 

allow fo r wcbinars, MOOCs, :111d other vehicles , 

should address the following key topics: 1he history 

of Amcric:.u1 higher education; board responsibilities; 

measuring mu comes; board effectiveness: nnd 

man:1gcmcm; budgets (how to develop them, set 

priorilies, nnd ensure transparency) ; curriculum; 

academic freedom and intdlec tu--1 I <l ivcni ty; 

undersrnnding space allocation and building 

utilization: umrkforce: and economic development; 

shared governance; selecting ~, ncW praidem: teacher 

educntion and the relation of hi~hcr cduc:1tion to 

K-12: and accredi ting bodies. 

lixampln: In 2010, Miuouri Governor Jay Nixon 

cortvl'neJ t1 Nighu Education Summit and ure'd 

tbt.' opportwttfy to call for thr: Jlate uniuer1itin' 

rt-genlr and JruJ/l'es tn underrakt: an exactifll!. review 

of exir11i1g academic programJ and lo consolidate 

or diminau programs not ,·conomically uill/J!e. 

The gouemor a/Jo called for f/1vermi1/!. boards lo 

t•x,mtint• thoroughly ways to deliver more e/ficienrly 

admr"nislrati1u.• urvicer. lndiana'r Commisrinn fo r 

fliglu·r Education hous ,1 Tnutt:e Academy ,vhnu 

past thrmes have included "1Je/itri11p_ Collt•p_e Success: 

L ·am111g 0 111romes Mauer• anJ ·Challnzges aud 

Opportunitit!J· Tb~ Fiscal Respo11sibilitit!s nf Trusfl•t·s."' 

Th, 5Jal<' University System of Florida Boa,d of 

G'nvernors boslS a Trt,Jlee Summit & Orie11/t1tion 

thm gives lr:ut,·r:s of the Sy.Jinn's 12 campu.res 

opportuniti1..~s to ht•ar f rom national tpeakers ,ind 

i,1/eract with Systrm hoard leadenhip, 

Preserving Institutional Autonomy 

Trustees must re!iis1 challt: nges to 1hcir rightful 

authori ty :md responsibility IO govern the ac:idemic 

and fin:m cinl activit.iL~ of their i11st.it11tion . An<l this 

means pushing back publicly ngninSI nccrcditnrs 
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that encroach upon the management and 

govermmce of tl1e institution. The accreditaUon 

process hns increasingly imposed immense finllilcial 

burdens-in 1ime and labor-with lirtlc evidence 

of comparable return . It is time to consider cutting 

the link between accrcditors and federal fi nancial 

aid so that accrcditors may riAhdy rcmrn 10 their 

role !l! peer reviewers. Instead, trustees c:in make 

publicly available key data of special intcreSI m the 

smdents, p:t rems, an<l taxpayers: tuition, fees, cost 

of mendancc, net cost, and a\'ailablc fin ancial aid; 

grodnation rat.es, disaggregated by demographics, 

with transfer r~ues as av!Uhble; retention rates; 

student loan default r3 tes; studcm outcomes, 

including liccnsure rest results (as :1ppropria1 e): 

\'alue-added a.ssessmcnts of collegiate ski lls, if 

utilized; :md job placemeot rates . 

Applying Best Practices and Trustee Self-Eva luation 

Boards arc rightly interested in the management 

skills an<l effectiveness of the president an<l 

administrators rhey hire. Neven.hdcss, it is j lso 

important ,hat boards themselves perfonn effectively. 

Federal judge and former Yale trustee Jose 

Cabranes h:1.S emphasized the need for university 

boards to •m,untain their repui,1ions by creating 

board cultures and board strucwrcs t.h il t compel 

transparency ::1od :1.ccountability, .. 

Bo:1rds need to be a \.vorkablc size: while there is 

no magic number, an effectively functioning board 

should gener:illy not exceed 15 members, Too often, 

larger numbers of trustees mean the whole board 

ceases to be involved in policy decisions on such 

crucial ma tters as ucadcmic quaHty, athletic integrity, 

nnd cost•con troL The timd"rnme of nppoimment:s can 

be problcrn:.1t ic as well. Trustees and presidents are 

often 1enn-limi1cd, while rcnured foctu1y are nm. To 

ensure n balance amongst the panjcs, it is therefore 

imponam that trustees be permitted terms long 

enough co become experienced and knowlcdgc,ble 

p;l!'lies. ldenlly, trustee terms will be at lonst six or 

seven years in le.ng t.h, wi t.11 the op1 ion of two tenns 

10 c.nsure ovcrbp of experience :ind new viewpoints. 

Boa rds should olso meet regu larly-preferably a 

minimum of six times :1 year. Given Lhc finnncial 

and •cademic challenges of higher education , it is 

impcrat ive that boards e:ng3gc and engage regularly. 

lndividuol board members must take the opportwi i1 y 

to visit the cam pus and become fomiHnr with 

buildings, ,1dminimation, facuhy, students, and 

campus life. They must make attendance at board 

meetings w,d careful advance preparation for 

mcclings a priority. They should hold themsdvcs 

accountable to the public by making the names and 

comacl information of board members publicly 

available and easily accessible. 11,ey must be 

scrupulous in avoiding conflict of interest :md the 

appcnrancc of conflict of in1crcst. Boards should 

include on their :igenda n. r~gufar executive session 

which permits appropriate confidcminl discussions 

solely among the members of the board, and they 

should avoid placing the president inn conflict 

of imcrest by maintaining the president's board 

appoinunem :1s 3Jl ex officio non-voting member. 

BoarJ members should be receptive to ull, but 

beholden 10 none. 11,eir u,dispcnsablc value t0 

students, institutions, and to t.lu: m.ufon rests upon 

their independent judgment. 11,ey must olways 

remember tl1a1 they :ire ultimately responsible for 

ensuring the financial health and ac,demic success of 

thdr institutions. ■ 
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We have developed a Plan for Strategic Actions to Take 
Charge of Our Future as part of “Know Y”

•Optimize education offerings of workforce education
• Innovating for career readiness

•Bringing innovative, student-centered teaching to promote 
life-long learning and retention
• Reallocation savings will fund our growth

•Culture of Assessment 
• Gainful employment leading to strategic realignment

•Sustainability analysis 
• Sunset/overstaffed programs
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AGENDA

• Undergraduate programs
• Strengths and Weaknesses

• Graduate programs
• Strengths and Weaknesses

• Growth Opportunities

• Alignment of Academic Affairs Priorities
• Dean Appointment, Review, and Reappointment

• Faculty position request form

• Tasks to be completed by end of Spring 2024



Know Y: Planning for Relevance & Growth

LOW

HIGH

Continuous Quality
Improvement Detailed Analysis

Strategically Gain Market Share
Academic Programs

• Relevant
• Connected
• Accountable

Institutional Strategies
• Market Share
• Market Care
• Yield
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5

Net of Strategic Academic 
Disinvestment and Investment

ACADEMIC 
DISTINCTION

EFFECTIVENESS&
DISCOVERY OF 
KNOWLEDGE

Know Y: Planning for Relevance & Growth*

ENHANCEMENT
DISCOVERY OF 
KNOWLEDGE

TRANSFORMATION

FALL 2023 SPRING 2024 FALL 2024

$
$

$

$

$

$

Strategic Redesign of Major Offerings
(aligned with market share)

Strategic Redesign of Academic Organization

Strategic Alignment of Majors with Market Share
Academic Organization Aligned with Academic Mission

Red arrows = reallocation 
Green arrows = contribution

*Growth is the priority; Imperative to establish the correct program mix 



Our strengths lie in programs which have both strong 
employment and student demand (high market share)

• Psychology

• Criminal Justice

• Business

• Biology

• Accounting

• Education

• Nursing

• Exercise Science



Our strengths lie in programs which have both strong 
employment and student demand (high market 
share) 

• Marketing

• Management

• Social Work

• Finance

• Communication 
Studies

• Computer Science

• General 
Studies

• Engineering



There are a dozen programs which need plans to improve viability
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However, there are a small number of undergraduate programs 

where more urgent action is needed (low to no market share)

9

• Geography
• Art Education

• Music Performance
• Music Composition

• Public and 
Professional Writing
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STUDENT FUTURES
&

LIFELONG LEARNING

COLLECTIVE IMPACT
WITH

THE COMMUNITY

Graduate Degrees Strengths and Weaknesses

Total enrollment over 35 
students

MBA

Education Masters

Nursing

Computer Science

Social Work

Physical Therapy

Education Doctoral (EdD)

Counseling

Doctor Nurse Practitioner

Engineering/Engineering Tech

Total enrollment 
between 15-34 students

Master Health & Human Services

Criminal Justice

Math (combined)

Respiratory Care

School Psychology/Intervention

Communication

Health Sciences

English

Public Health

Total enrollment 
between 5-14 students

Biology

Chemistry

Economics

Environmental Science

History

Total enrollment less 
than 5 students

Athletic Training

Music Education

Music Theory & Comp

Music Performance

App Behavior (Psych)

American Studies



There are several avenues for Growth that we are 
pursuing as part of the Strategic Actions to Take 
Charge of Our Future 

• Modify and Enhance Associate Degree Programs for DWEI

• Resource Reallocation

• Facilitating Transfer Students

• Campus-Wide Retention Efforts

• Expansion of Online Offerings

• Lifelong Learning Commitment

• New Program Development
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As part of our Growth strategy, we are developing 
pathways to Associate Degrees via DWEI

Associates:
Mechanical Engineering Tech
Electrical Engineering Tech
Information Tech 
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STUDENT FUTURES
&

LIFELONG LEARNING

Appointment and Reappointment of Deans
and the Annual Performance Review of Deans

A policy will be developed that clarifies the roles, duties and expectations of college deans that also:
• Provides that the Academic Excellence and Student Success Committee is updated annually on 

any such matters related to this topic
• Outlines the process and content of Annual Performance Reviews
• Outlines the process for hiring and term of the appointment
• Outlines the criteria, process, timeline, and context for reviews for possible reappointment

2023-2024
• Health & Human Services
• Graduate College
• Liberal Arts, Social Sciences, & 

Education

We are also developing new policies to increase 

accountability for Administration…

While performance reviews will be annual, the reviews for reappointment of current deans will be as follows:

2024-2025
• Business Administration
• Science, Technology, Engineering & Math
• Creative Arts
• Honors College



….And a New 
Standardized  
Form to 
Request
Faculty 
Positions
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Will be accomplished by end of May 2024

• Reallocation of positions for undergraduate Bachelor programs

• Outcomes established for programs within the Detailed Analysis 
category

• DWEI block credit transfer approved

• Policy developed that clarifies the roles, duties and expectations of 
college deans

• Position request form established and implemented
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Trustees Two Vear Running Attendance Record 

DUE DATE OF REPORT: OCTOBER 31, 2023 

Name of Institution: Youngstown State University 

Date of Report: October 31, 2023 

Dates Covered: October 1, 2021 - September 30, 2023 

Number of Meetings in the last 24 months: 13 

Vacancies on the board: .Q 

Board Member Name Local or Governor 
Appointment? 

Charles T. George Governor 
Joseph J. Kerola Governor 
Anita A. Hackstedde Governor 
Allen R. Ryan Governor 
Molly S. Seals Governor 
Michael A. Peterson Governor 
Laura A. Lyden Governor 

Sergul A. Erzurum Governor 

Richard C. F!Yda Governor 

Officers: 

Chair Michael A. Peterson 

Vice Chair Charles T. George 

Secretary Anita A. Hackstedde 

# Mtgs. 
Present 

13 
13 
13 

9 
13 
12 
10 
8 
4 

# Mtgs. 
Absent 

0 
0 
0 
4 
0 
1 
0 
1 
0 

Attendance 
Percentage 

100% 
100% 
100% 
69% 
100% 
92% 
100% 
89% 
100% 

Note: Includes Regular and Special meetings of the board; Committee meetings are not included. 

Start of Current 
Term (M/D/V) 

May 2, 2018 
May 2, 2020 
May 2, 2021 
May 2, 2019 
May 2, 2015 
May 2, 2016 
May 1, 2017 
May 2, 2022 
May 1, 2023 

Appointment Date of End of Current Term 
Current Term (if different (M/D/V) 
from start of current 
term) - (M/D/V) 
May 2, 2018 May 1, 2027 
June 25, 2020 May 1, 2029 
June 4, 2021 May 1, 2030 
May 3, 2019 May 1, 2028 
June 20, 2017 May 1, 2024 
Feb.81 2018 May 1, 2025 
March 25, 2022 May 1, 2026 
June 27, 2022 May 1, 2031 
Mall 1, 2023 April 30, 2032 




