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Rationale

This plan was assembled at the request of the Provost through discussions with stakeholders charged with leading internationalization beginning with the Provost’s Council.  It is meant to be a living document, subject to alteration within the context of larger, unpredictable institutional forces.  

Historically, Fort Hays State University has approached internationalization with a concentration of resources and effort in the area of strategic partnerships which have been successful in serving thousands of students through its Virtual College.  A testimony to the success of these Virtual College partnerships has been an increase in the number of international students coming to the FHSU campus in Hays as in-bound study abroad students.  The institution has deployed resources to support these students coming to our campus through the Division of Student Affairs (DSA) in the International Student Services Office (ISSO).  In addition to supporting the needs of international students on campus, the ISSO has assumed the responsibility of providing support services for students desiring to study abroad.  This has historically been done on a small-scale model to support students on an individual basis, usually acting on their own initiative or through the advice of a campus faculty advisor.  Faculty-led trips have been part of some departmental cultures, but these activities have been highly decentralized and usually are closely tied to the teaching/research interests of a particular faculty member as the trip leader.  Provost Gould has identified the historic role of faculty members in the internationalization of the campus to be an underutilized transformative piece in various environmental scans under the auspices of the internationalization team.  Much progress in the Division of Academic Affairs has been made in recent years on internationalization, but it is clear that there is still much to do to realize our institutional potential – particularly in relatively expensive areas such as developing out-bound study abroad programs.  This initial plan is meant to serve as a starting point for Division of Academic Affairs resource managers in planning their unit internationalization efforts.  
The strategic plan looks at the equation of institutional internationalization at FHSU through the lens of five strategic interlocking areas: 

I. Bringing International Students to Hays

II. Taking FHSU Students into the World

III. Developing FHSU Faculty to Teach About the World

IV. Developing FHSU as a Place for Foreign Faculty to Teach and Learn

V. Assimilating with the Role of the Division of Student Affairs     
Each strategic area is discussed in this plan in the context of various common categories of internationalization efforts.  In many cases, suggestions for existing action plan funding and/or budget allocations are presented to guide institutional resource allocations where it is clear that unit budgets will not be sufficient to accomplish the suggested initiative. 
I. Bringing International Students to Hays

FHSU has established a goal of raising its international student population to 10% of its on-campus enrollment by 2020.   In more discrete terms, this means more than doubling our current on-campus international enrollment of approximately 300 students.  To achieve this goal, significant resources must be spent on marketing and recruitment and a purposeful “diversified portfolio” approach must be undertaken.  It should be noted that once strategies are chosen, it is necessary to give approximately 3-5 years of time before deciding whether or not a strategy was successful or not.  Additionally, resources committed to a strategy must be continuing resources.  One-time uses of money can be used in the recruitment effort, but are usually best used for items such as printing, etc.  It is essential emphasize to all stakeholders that international recruiting will take significant time, results will not begin to be seen in short time frames, and, as in all marketing and recruitment efforts, there are no guarantees of success.     
It is important to understand the differences between marketing and recruiting.  Marketing generally involves creating brand awareness and recruitment generally involves generating student prospect leads that eventually lead to inquiries, applications, admissions, and enrollments.  Both are necessary, both require resource commitments, and the best use of both must be balanced each year.  In an analysis of the current state of affairs in the DAA, the APSP
 has been used primarily in a marketing context in the demanding arena of partnership maintenance and new partner development interspersed with a series of educational fairs and tours in various world regions.  The API
, in contrast, has been given resources to pursue “armchair” recruiting strategies that generally work on the principal of generating direct student leads through website subscriptions and the purchase of student lists that are driven to the university’s well-established communication plans.  In the DSA, the ISSO
 staff currently support the international recruiting strategy through “backyard” recruiting to regional community colleges and have taken the lead in developing international print materials for use by both DSA and DAA personnel.  The university has invested substantial resources in the development of its website, communication plans, and software to manage prospects through the inquiry, application, admission, and enrollment processes.  All three phases of operational approaches to international recruiting need to be continued and supported.  Common international recruitment strategies come with strengths and weaknesses.  It is important that DAA units understand these realities and that all members of the DAA team reach consensus on strategic planning of the use of these resources:

	Strategy
	Advantages (with respect to international recruitment)
	Weaknesses (with respect to international recruitment)

	Partnerships
	Marketing and recruitment investments are not needed; automatic cohorts of new applicants each year
	Need for constant maintenance & human resources to sustain

	Scholarships
	“Primes” the inquiry – application – admission – enrollment cycle with an additional student incentive.
	Expensive; no guarantees they will create admissions and enrollments; retention issues (“haves” and “have nots”)

	Agents
	Marketing & recruitment done by locals who have direct contact with prospects; diversification across many world regions
	Expensive; agents will only work as well as they are compensated; admissions/enrollments in small numbers

	International Web Sites

(e.g. Hobson’s)
	Good marketing & lead (Prospect) generation; relatively inexpensive
	Prospects are “cold calls”; good rate of return to convert prospects into inquiries is 2%

	Education USA Centers
	Good for marketing; relatively inexpensive or often free
	Unlikely to generate leads, although various offices may offer “agent-like” services.

	Educational Tours, Fairs, and Exhibitions
	Great for marketing, making important contacts, generating prospects, and often getting direct applications
	Extremely expensive and time-consuming

	Backyard Recruiting at Community Colleges, etc.
	Good marketing
	Fairly expensive and time consuming; prospect generation is variable, but tends to be in small numbers.


A.  As In-Bound Study Abroad Students (ESL, 2+2, 3+1, 1+2+1, graduate students)
FHSU will market itself as a destination university for international students desiring a high-quality learning experience.
	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	Primary Partnership Students

	· OSP – partnership maintenance

· ISSO/Registrar/BGS office – undergraduate admissions

· Graduate School/Registrar – graduate admissions

· Academic departments – articulation agreements, graduate admissions
	G1 REGISGS02 P10 - $48,582


	New partner universities in South America, Europe, Vietnam, Turkey, and the Middle East.  


	· OSP in collaboration with other units in DAA & President
	unknown

	International Scholarship Programs
	· OSP/APSP 

	$100,000 (HNU)?
India?

	International Recruiting Agents (ICEF)
	· GS/ API
	$10,000 to pilot,
generic agent contract needed

	Hobson’s international web site subscriptions (graduate)
	· GS/API
	Asia is budgeted, Latin American and Europe modules cost $1500/year each

	Establish Education USA memberships in Key International Centers 
	· GS/API
	$1000 for annual memberships (some are free)

	Participate in Educational Recruiting Tours in Selected Markets
	· APSP and/or API
	$5,000-20,000 per tour

	Community Colleges with High International Student Populations
	· ISSO & API in collaboration with other DAA units – transfer & articulation agreements
	International view book funded, travel unknown


ESL recruiting is one specialized area that requires more intentional institutional and market analysis before additional resources are deployed to support this program.  Some important questions that need to be answered before a strategic plan for international ESL recruiting can be developed further are:

1. What is the primary purpose of our ESL Institute?  Is it a stand-alone destination institute for foreign students to prepare for entry into any American university?  Or is it a remediation center for degree-seeking students with ESL deficiencies?  Or is it both?

2. Given the answer to question #1, is the Institute working?  What data are indicative of this? (qualitative and quantitative)  Has an assessment plan been developed for the ESL Institute? 
3. What are the current market realities for ESL Institutes?  Are students from foreign countries coming to ESL programs in the United States (i.e. what is the visa approval rate?) or is it more effective for institutions to develop ESL institutes on site in foreign countries or through partnerships with existing agencies? (i.e. outsourcing)
4. If the answers to #2 and #3 indicates need for resources to be purposefully allocated for ESL recruitment, how should these be allocated for the greatest ROI for the institution?
B.  As Exchange Students (ISEP, UDE, etc.)

FHSU will continue to capitalize on historical programs that have encouraged international student mobility and will develop sections of memoranda of understanding with new partnerships based upon negotiation that are economically favorable to FHSU students.  

	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	International students will enroll in FHSU courses on a short-term basis (semester, year) as an exchange student through an established program.
	· ISSO – ISEP program
	none

	Partnerships will include negotiated student exchange agreements favorable to FHSU student mobility abroad (e.g. UDE, SIAS, UIBE).
	· OSP/APSP
	J1 A&S 04 E09 - $20,000


C.  As Virtual College Students
FHSU will continue to maintain its current Virtual College partnerships with international universities that provide affordable academic opportunities to place-bound international students.  New partnerships will continue to be developed to serve international populations that meet acceptable academic and business models. 

	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	Virtual College delivery of courses to existing international partners
	· OSP – partnership maintenance

· COAS & COBL – course delivery

· VC/Registrar - support
	Planned

	New Partnership development
	· OSP in collaboration with other units in DAA & President
	unknown


II. Taking FHSU Students into the World

FHSU will take an active role in stimulating interest in its students to become global citizens.  Faculty members will play a key role in leading students in short-term classes abroad that will encourage students to explore more lengthy learning experiences abroad later on their own initiative.  FHSU will develop courses and curricula that provide academic rewards for students who study abroad through seamless articulation into general education and/or disciplinary course work.  FHSU will continue to provide resources to develop its faculty members and students into engaged global citizens.  
A. Through faculty-led trips
FHSU will encourage faculty members to organize and lead short-term study abroad experiences that meet the following planning criteria:  (1) courses shall be VC course offerings that occur in summer terms with at least 2 weeks spent abroad per hour of academic credit (total course length may be longer), (2) experiences use a FHSU course that meets general education or a major requirement, and (3) the total cost for each student should be $3000 or less.
In addition, FHSU will support faculty-led trips through continuation of the study abroad scholarship fund and through centralized incentive funding to academic departments for academic deans to use in encouraging faculty participation as leaders.  

In each academic year, the summer term will be looked upon as the term for intentional planning by academic departments by chairs and deans.  There should be purposeful effort to plan and support courses that spend a minimum of 2 weeks abroad (as opposed to shorter non-credit faculty-led tours over spring break, etc.)  This necessitates working toward a late fall semester goal of identifying suitable locations that meet the criteria above, organizing departmental interest in each college (ultimately planning rotational participation of departments within a college), and budgeting appropriate resources to support initiatives.

The API and APSP realize their role is to work together to identify and develop suitable locations in various parts of the world that fit the planning criteria listed above for presentation to academic deans.  In the case of partnerships that may also involve more substantive institutional commitments (e.g. dual or joint degree programs with foreign universities), the APSP will work on necessary MOUs and consult with the API on portions of these agreements that involve faculty-led, student exchange, traditional study abroad, or internship opportunities.

Academic deans will work with department chairs in their respective colleges to plan VC summer budget allocations that drive faculty-led and internship opportunities.

	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	Virtual College Summer Course Planning
	· Colleges, Departments
	Determined by academic deans as a portion of summer VC allocation

	Development of Faculty-Led Destinations
	· API in collaboration with APSP (if larger partnership) and appropriate DAA units and ISSO
	none

	Study abroad Scholarships/Group Short-Term Travel
	· GS/API
	J GS 03 E09 - $48,000

	College/Department Incentive Travel Funding
	· Provost, Academic Deans, Chairs of Selected Departments
	$40,000 – ($10,000 per college)


B. As Exchange Students 
FHSU will continue to capitalize on historical programs that have encouraged student mobility and will develop sections of memoranda of understanding with new partnerships based upon negotiation economically favorable to FHSU students.  

The API and ISSO will continue to promote exchange programs to students in a direct manner (e.g. email marketing, class presentations, informational meetings, brochures, etc.)
	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	FHSU students will enroll in international university courses on a short-term basis (semester, year) as an exchange student through an established program.
	· ISSO – ISEP program
	none

	Partnerships will include negotiated student exchange agreements favorable to FHSU student mobility abroad (e.g. UDE, SIAS, UIBE).
	· OSP
	J1 A&S 04 E09 - $20,000

	Marketing of Available Programs to Current Students
	· API and ISSO
	none


C. As Out-Bound Study Abroad Students

Significant numbers of semester and year-long study abroad programs at FHSU constitute a phase of internationalization at FHSU that will only occur after faculty champions are developed, academic curricula are established, and opportunities abroad are developed that meet the unique needs of FHSU students.  
Students electing these longer term study abroad opportunities will continue to be supported through the study abroad scholarship fund.  The API and ISSO will continue to promote study abroad programs to students in a direct manner (e.g. email marketing, class presentations, informational meeting, brochures, etc.)
A diagram for this category is similar to the diagram in section B above with the only difference being that with a study abroad student, FHSU would not expect to enroll an international student in return (as we would in an exchange program).  Otherwise, the characteristics, demographics, and resource requirements are similar.  
D. As Internship Students
An emerging category of internationalization on the landscape of American higher education is the category of internships abroad.  Professional disciplines such as teacher education, nursing, engineering, and business are developing sites abroad for students to complete final degree requirements in a foreign country – often in collaboration with a local university, hospital, or school district, etc.  Agreements may or may not involve student exchange agreements to give international students internship experiences in the United States.  Viewed as a mature sign of institutional comprehensive internationalization, FHSU will seek to develop any and all future opportunities that promise to meet the academic requirements and interests of our students that meet institutional business model criteria.

	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	Internship development
	· OSP/APSP in collaboration with appropriate academic deans
	unknown


E. Designing curricula that Encourage Internationalization

FHSU has developed a study abroad certificate program and an international studies certificate and minor. 

FHSU will develop and deploy a free-standing concentration (Globalization 3.0) that gives students multiple choices of academic courses/experiences and is built around central global themes.  

Academic rewards will become a centerpiece of internationalization to encourage student global competence.

	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	Study Abroad Certificate
	· GS/API
	None

	International Studies Certificate & Minor
	· CIS/COAS
	None

	Globalization 3.0 concentration
	· GS/API in collaboration with DAA units
	None

	Other Majors with International Components
	· Academic dean/chairs in consultation with API
	None

	Establish academic “Global Studies” unit
	· Graduate School
	$50,000-75,000 [UISFL grant]


III. Developing FHSU Faculty to Teach About the World


In order to develop faculty international competence in their discipline, FHSU will create policies which support international knowledge, skills, and attitudes and provide fiscal incentives to the presentation and participation in research and disciplinary instructional development programs abroad.  
A. Fulbright Grant Leave with Pay Policy
FHSU will develop a leave with pay policy for faculty members who are awarded Fulbright grants for teaching, research, or a combination of teaching and research.  In addition to the prestige associated with a Fulbright award, important contacts for potential partnerships or student opportunities can be developed for the benefit of the institution.  
B. Travel Incentives for International Research or Training about International Disciplinary Issues

FHSU will continue to allocate funding dedicated to international research travel and international faculty development as part of the Provost’s Faculty Development Fund.  Faculty members who have been awarded funding through this fund in Summer and Fall, 2008 have already made significant contacts for potential opportunities for our students (e.g. Kempinski – Germany, Castaneda – Peru, Levy – Israel) in addition to the research activities in which they participated.
	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	International research and faculty  development
	· Provost – faculty development fund in consultation with the API
	J1 A&S xx E08 – International Faculty Development - $20,000


IV. Developing FHSU as a Place for Foreign Faculty to Teach and Learn

FHSU will continue to develop policies which encourage foreign faculty scholars to come to our campus and interact with faculty, staff, and students.  Recent work in this area with the International Education Management Group (IEMG) has resulted in improvement to this process.  However, the institution will continue a process of continuous quality improvement in this area and update this section of this strategic plan as new institutional needs become apparent.  Several items appear on the horizon as needing institutional attention and resources:

	Factor - Description
	Responsible Unit(s) & Responsibility
	Needed Resources -Action Plan References or Estimated Costs

	Housing for international visiting scholars
	· DSA – Residential Life and ISSO in collaboration with APSP and Provost 
	Unknown

	Matching funding to OSSP
 to assist departments in writing successful Fulbright visiting scholar grants 
	· GS/OSSP in collaboration with departments/colleges
	Dependent upon grant match requirements


V. Assimilating with the Role of the Division of Student Affairs
The Division of Student Affairs has completed its strategic plan for internationalization and has submitted this document to President Hammond.  Direction is given by the Vice President for Student Affairs for the division to focus on three intersecting competencies:
1. Providing excellent student services to international students who choose to study at FHSU

2. Developing cultural competencies for domestic students

3. Enhancing the cultural competencies of student affairs staff
Discussion in the DSA documents related to international student recruiting appear to be related to community college recruiting efforts, printing of materials, and maintenance of existence Hobson’s systems at the undergraduate level.  All of these efforts are important collaborations to the overall picture of international recruiting with DAA and should continue to be supported.  The formation of the “enrollment management council” will be an important committee to monitor progress toward Duty to Dream goals.  International recruiting responsibility for undergraduate students has been assigned to the ISSO and international graduate recruitment has been assigned to the Graduate School.  While many efforts can be compartmentalized into undergraduate and graduate efforts, there are some efforts (e.g. sharing print materials, international agents, recruitment fairs, etc.) that will result in lead generation that cross these boundaries.  Employees in both divisions of the university are committed to sharing contact information of prospective students across these boundaries in order to benefit the institution regardless of direct reporting relationships.
In the area of out-bound study abroad students through faculty-led trips, student exchange programs, or study abroad/internship abroad experiences, the Division of Student Affairs is already well-equipped to be a support resource for faculty and students in collaboration with staff in the Division of Academic Affairs.  Quality improvement plans to improve support for students prior to, during, and after study abroad experiences will be vital pieces of the internationalization process at FHSU.     
� APSP = Assistant Provost for Strategic Partnerships


� API = Assistant Provost for Internationalization


� ISSO = International Student Services Office


� Office of Scholarship and Sponsored Projects – Graduate School 





