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William Knight

GAIRPAQ 2015 Conference

IR, IE, and Whatever Comes Next: 
Our Journey Through New Roles, New Skills, 

New Collaborations, and New Interests

Overview
• Our Stories 

• Drivers of Change in IR/IE Offices

• Recent Critiques of IR/IE

• Some Solutions

• Revisiting Terenzini’s 3 Tiers of Organizational Intelligence

• Leadership Development for IR/IE
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Our Stories

• Bill’s Story

• Some Other Stories

Drivers of Change in IR/IE Offices

• External Trends 
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trends in state funding

a proliferation of rankings
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Drivers of Change in IR/IE Offices

• Possible Future External Trends
– de facto unit record IPEDS through federated state data systems 

(above and beyond Clearinghouse or sector consortia)

– multi-state employment outcomes through federated state data 
systems

– ever-increasing expansion of “swirling” (including online) to all 
sectors

– Ever-greater use of “student success” “solutions”

– deferred maintenance backlog leads to different use of space, more 
online instruction for “on campus” students, facilities shared across 
institutions



5/11/2015

15

Drivers of Change in IR/IE Offices

• data warehousing, business 
intelligence, predictive analytics

• data management/governance

Drivers of Change in IR/IE Offices

• organizational and leadership changes
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Drivers of Change in IR/IE Offices

• move toward integrated, multi-function 
offices

Integrated, Multi-Function Offices
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Integrated, Multi-Function Offices

• Leimer (2012) noted that the Directory of Higher Education listed 43 IE 
offices in 1995 and 375 in 2010.  It is 501 as of 2015.

• ability to leverage expertise and communication among staff members 
involved in the various institutional “quality” functions

• The leader of this integrated, multi-function office has a critical 
responsibility for working with campus leaders to make meaning of 
and add value to information.

• “For culture to change, someone must turn data into information and 
institutional knowledge through analysis and interpretation. Then 
someone needs to be responsible for setting that knowledge in the 
context of institutional goals and disseminating it in multiple formats 
that are appropriate to particular stakeholders, in order to inform 
recommendations and planning.” (Leimer, 2012, p. 46)

Integrated, Multi-Function Offices
The IM model is a solution to a need for culture change that exceeds the 
capabilities of conventional IR offices to support. While they still analyze 
data, IM offices take more of a leadership role than conventional IR ones 
do. IM personnel educate and advocate for the use of evidence in 
decision making. They may also bring their knowledge of external trends 
and issues affecting higher education and their institutions into 
presentations, analyses, and discussions in ways that can help challenge 
assumptions, deepen questioning and exploration, and prompt reflection 
that can lead to change. (Leimer, 2012, p. 47)
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Integrated, Multi-Function Offices

Personnel in these offices advise and consult with executives, middle 
managers, and faculty. They coordinate, facilitate, and develop 
processes, procedures, and structures that help make data use part of 
the culture, such as workshops, blogs, research review teams, or 
linkages between assessment and planning. They monitor and document 
progress toward strategic planning goals and play a key role in program 
review or accreditation. Evaluating initiatives and programs or partnering 
with operational managers to do so is common. (Leimer, 2012, p. 47)

Integrated, Multi-Function Offices

IM office personnel may participate in establishing institutional goals 
through committee memberships, consulting with managers, and/or 
facilitating goal-setting processes such as retreats, forums, or other 
planning activities. They offer methodological training to managers and 
faculty to help them assess performance in their own areas. (Leimer, 
2012, p. 47)
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Integrated, Multi-Function Offices

Since the range of responsibilities in integrated offices is broader than 
those of a typical IR office, so are the skills, abilities, and personal traits 
that lead managers in IM offices need. To varying degrees, experience 
with and skills in research methods, statistical techniques, data analysis, 
statistical software, and database management are fundamental.  But 
organizational, project-management, group-facilitation, and written and 
oral communication skills are important too, as are strong interpersonal 
skills that enable these managers to work effectively with a range of 
institutional constituents, from line staff and faculty to middle managers 
and executives. The abilities to build consensus, negotiate, communicate 
in non-technical language, coordinate people and projects, and lead are 
key. (Leimer, 2012, p. 49)

Integrated, Multi-Function Offices
Personal characteristics needed include sensitivity, openmindedness, 
flexibility, a capacity to listen, enthusiasm, a commitment to learning, a 
sense of humor, the ability to build others’ self-confidence and motivate 
them, creativity, team-building and problem-solving capacities, a thick 
skin, a tolerance for ambiguity, and patience. So too are the abilities to 
educate, build trust, and use data to tell a compelling story. It is essential 
that IM professionals know what data are available and how they can be 
applied, as well as which methodologies can be used to answer 
questions. They need to understand the types of problems higher 
education managers must address, how colleges and universities operate, 
and how decisions are made there. They need to understand the political 
world of academia and how to work with others to reach institutional goals. 
They need to comprehend higher education culture and the culture of their 
particular institutions, as well as the external environment at the local, 
regional, national, and even international level as it impinges on 
institutional operations, problems, and goals. (Leimer, 2012, p. 50)
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Common Themes and Implications for IR/IE

• emergence of human capital economy (Mortensen, 
Postsecondary Education Opportunity) with economic 
prosperity directly tied to knowledge and skills leads 
to the need for access to college education to at least 
maintain a standard of living

• philosophical and policy shift in consideration of 
college from a public good to a private good leads to 
profound changes in state funding, tuition, financial 
aid, consumer orientation, accountability

• IR/IE needs to be more connected, more agile, and to 
fully embrace principles of leadership in academe

Higher education is going through a period of rapid change, faced with an 
imperative to increase student access and success without diluting quality and in 
the face of real financial constraints. Institutional leaders need to meet 
unprecedented public demand for information while also doing more with data to 
improve performance within their institutions. Most also face considerable 
pressure to overhaul basic business functions, to reduce costs and to put 
investments into places that enhance student success. They want information 
that often goes past traditional measures of activity, like enrollments and credit 
hour production, to better understand the conditions that produce student 
success, including the connection between resource use and student outcomes. 
Information demands do not stop at the college door; college leaders need to 
know more about their students beginning with their K-12 preparation, as well as 
how they fare in the workforce. This calls for more frequent and fluid connection 
of student information between campuses, the system office, and myriad 
external agencies. Deeper and broader information and analysis, and more 
compelling narratives are needed to satisfy the growing appetite for knowledge 
among internal and external stakeholders. 
(Gaglirdi & Wellman, 2014, p. 2)
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Only 25% of chief academic officers 
say their institutions are very 
effective in using data to inform 
campus decision-making; only 23% 
say their institutions are very 
effective in identifying and assessing 
student learning outcomes; only 
19% say their institutions are very 
effective in data analysis and 
organizational analytics. 

Recent Critiques of IR

Against this backdrop of demand 
for IR, the picture that emerges 
from this study is of a field that is at 
best unevenly positioned to support 
change. IR offices are running hard 
and yet many are still falling 
behind, deluged by demands for 
data collection and report writing 
that blot out time and attention for 
deeper research, analysis and 
communication.  . . . The overall 
ability of IR offices to use data to 
look at issues affecting many of the 
cross-cutting issues of 
the day—such as the connections 
between resource use and student 
success—is nascent at best. (pp. 
2-3)

Recent Critiques of IR
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Some Solutions

Some Solutions

• more staff (Volkwein, Liu, and Woodell report that 54% of offices 
responding to a 2008-09 survey have two or fewer staff 
members)
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Some Solutions

• more staff

• greater opportunities for professional development

Some Solutions

• more staff

• greater opportunities for professional development 

• reporting relationships and opportunities for interaction
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Some Solutions

• more staff

• greater opportunities for professional development 

• reporting relationships and opportunities for interaction

• developing higher levels of organizational intelligence

• technical/analytical

Revisiting Terenzini’s 3 Tiers of 
Organizational Intelligence
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• technical/analytical

• issues

Revisiting Terenzini’s 3 Tiers of 
Organizational Intelligence

• technical/analytical

• issues

• contextual

Revisiting Terenzini’s 3 Tiers of 
Organizational Intelligence
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• technical/analytical

• issues

• contextual

• 2015 AIR Forum concurrent sessions (48% 
technical-analytical, 40% issues, 12% 
contextual); 2015 AIR Forum workshops 
(100% technical-analytical)

• Lillibridge, Jones & Ross (2014) showed that 
nearly all IR job description language focuses 
on technical-analytical skills

Revisiting Terenzini’s 3 Tiers of 
Organizational Intelligence

• Leadership and Management for IR

Contextual/Leadership Development 
for IR/IE
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• emotional intelligence in the IR/IE workplace

• negotiating campus politics

• leadership frames and practices

• taking care of yourself

Most Important Takeaways from 
Leadership and Management for IR
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Vice President for Institutional 
Effectiveness Job Description (AHEE)

As a member of the President’s Cabinet, this senior leadership 
position is responsible for leading the development and 
sustainability of an institutional culture of evidence-based decision 
making and improvement and for aligning strategic planning, 
budgeting, assessment and analytics to support achievement of 
institutional goals. In collaboration with the President, the VP leads 
development of the institution’s strategy and long-term plan. 
Working with the senior leadership team and other key members of 
the institution, s/he develops operational plans and organizational 
systems and processes to achieve the strategy and evaluates 
progress on key goals. The VP leads cross-functional institutional 
initiatives, assuring implementation, monitoring progress, and 
facilitating change as needed. 
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Discussion

• Where are IR/IE going?

• What does it mean?

• How should we prepare?


